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“

FOCUS

Training and Education Must 
Leverage Technology and Innovation

Developing train-
ing products that use 
interactive games, 
e-books, and robust 
simulations is es-
sential to relating to 
this new generation 
of Soldiers.

	By Maj. Gen. Larry D. Wyche

”

As we “build-down” our armed 
forces, and transform from   
an Army at war to an Army 

of preparation, military trainers and 
educators face a sweeping paradigm 
shift. The traditional learning envi-
ronment is transitioning from that 
of solely instructor-delivered con-
tent to content available at the push 
of a button. 

Our Army has benefited greatly 
from the increased use of technolo-
gy throughout the force. In the same 
way, our training and education sys-
tems must leverage the advantages 
these new technologies and innova-
tions provide. This will enable faster 
and more detailed training and al-
low instruction to occur anywhere, 
not just inside the classroom. Tech-
nology will allow us to update our 
training while maintaining the con-
sistently high standards our force 
deserves. 

Today’s Soldier is fluent in mul-
tiple forms of technology from 
an early age. Well-versed in social 
media, video games, and devices 
ranging from computers to smart-
phones, Soldiers have integrated 
these resources into their lives for 
everyday tasks. This fluency gives us 
both an opportunity and a require-
ment to modify training. We must 
employ these same technologies to 
approach this new generation, en-
hance training, and more efficiently 
use resources. Developing training 
products that use interactive games, 
e-books, and robust simulations is 
essential to relating to this new gen-
eration of Soldiers.

Virtual Training
Interactive training using gaming 

consoles allows instructors and fa-
cilitators to replicate elaborate col-
lective exercises within a classroom 
environment. Two examples of in-

teractive training used by the Ord-
nance School are “Cave Ops” and 
“Ammunition Operations.” Cave 
Ops is an e-learning product used 
to teach explosive ordnance disposal 
(EOD) Soldiers about flyrock and 
cave demolition. Users can practice 
both doctrinal and innovative cours-
es of action within multiple scenari-
os using videos and interactive gam-
ing. 

Ammunition Operations is a 
compilation of short scenarios 
that simulate real-world missions. 
Soldiers learn the importance of 
following ammunition regulations 
using lessons that cannot be repli-
cated in live training. 

Virtual simulations serve as ex-
tremely useful training aids, provid-
ing high levels of training in a short 
period of time. Also, simulations 
are extremely flexible and can be 
tailored to the learner’s knowledge 
level. Virtual simulations allow for 
multiple repetitions, which aid in 
building competence, and as the 
Soldier gains proficiency, the train-
ing level can be elevated in complex-
ity. 

Apps
Mobile applications, or “apps,” 

provide several advantages for both 
units and individual users. Acces-
sibility is greatly enhanced because 
materials are available on individu-
al Soldier’s phones and other smart 
devices. Instead of relying on fixed 
computer stations, training materi-
als can be accessed anywhere. Also, 
units can customize and update 
content.

A wide range of mobile apps are 
already available to the sustainment 
community. Mobile apps can be 
found by searching for the Sustain-
ment Center of Excellence (SCoE) 
app developer, “SCoE Mobile” on 
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Google Play, iTunes, or Mac App 
store. These apps range from publi-
cation and document apps to games 
and even full-fledged simulations 
of operations. Each application is 
formatted for various operating sys-
tems and built to function without 
connectivity. 

In addition, the Combined Arms 
Support Command’s Training and 
Technology Division has the capa-
bility to develop resources for both 
the operational and institutional 
communities to address any training 
or learning gaps. I encourage you to 
take advantage of this in-house ca-
pability to enhance your own unit’s 
training and development. 

E-books
E-books are another valuable 

training and education media avail-
able to Soldiers through their smart-
phones and tablets. The Ordnance 
School developed a tool to help new 
advanced individual training Sol-
diers visually identify various mu-
nitions. The handbook displays 3-D 
models of individual pieces of ord-
nance in a safe and controlled en-
vironment. The application leverages 
each student’s iPad, allowing them 
to study in and out of the classroom.

Another e-book project chronicles 
the operational experiences of warf-
ighter logisticians gathered over the 
past 12 years of war. Contributors 
from the Soldier Support Institute 
and the Army Logistics University 
have shared invaluable individual 
and unit operational experiences. 
These stories are enhanced using 
videos and game simulations in or-
der to pass these real-life experiences 
on to a new generation of Soldiers. 

The Transportation and Quarter-
master Corps are also using e-books 
to add value to activities and train-
ing within their organizations. The 
U.S. Army Quartermaster Museum 
commissioned an e-book to give 
readers a preview of the museum’s 
content. Available for free on the 
iTunes store, the e-book gives users 
a look at various treasures the mu-
seum has gathered since its creation 

in 1957. The book is part of an on-
going effort to preserve the history 
and heritage of the Quartermaster 
Corps. 

The Transportation Corps uses 
e-book technology to distribute les-

sons learned and best practices to 
the force. Several notable lessons 
learned books are located in the his-
tory section of the Army Transpor-
tation School website, www.trans-
portation.army.mil/history. 

The most recent addition, “Con-
voy Ambush Case Studies,” offers 
readers a look at transportation 
engagements from the Korean and 
Vietnam Wars. Because the books 
are available in PDF format, readers 
have access to the latest versions and 
the flexibility to view them on nu-
merous devices. 

Enhancing Classroom Training
Not all learning can be mobile 

or offered through simulation. We 
must also use technology to enhance 
our institutional classroom capabili-
ties. Instructional videos can supple-
ment current classroom instruction 
and be used as study aids or refresh-
ers for Soldiers in operational units. 

A notable example is a video de-
tailing the proper procedure for 
packing the T-11 Advanced Tacti-
cal Parachute System. Used by the 
Quartermaster School, this study 
aid improves a Soldier’s knowledge 
of the rigging process and their un-
derstanding of what can cause mal-
functions in the system.

Other commercially available 
tools can help to overcome the 
staleness of slideshow briefings and 
transform them into engaging pre-
sentations, quizzes, surveys, and 
courses. For example, the sexual ha-
rassment prevention training creat-

ed for the Ordnance Basic Officer 
Leader Course is written and illus-
trated like a comic book and used to 
teach young officers how to recog-
nize warning signs and take proper 
actions. 

Other products, such as podcasts, 
allow operational units to augment 
home station training. Training and 
readiness can be greatly enhanced by 
allowing Soldiers to access training 
materials at home, in the school-
house, or in the field. 

Our nation needs Soldiers and 
leaders who can think critically, 
solve problems, and rapidly adapt 
to  change. We must use current 
technologies to continue to train 
our Soldiers to fight and win our 
nation’s wars. We must aggressively 
pursue new technologies to enhance 
the experiences of our Soldiers and 
better relate to a more tech-savvy 
generation. Leveraging technology 
is critical to maintaining the high 
standards of training our Army  
demands. 

We also must operate within a 
more fiscally constrained environ-
ment and prudently spend our al-
located resources. By leveraging 
skilled in-house personnel and 
commercial off-the-shelf technolo-
gy, we can provide the highest level 
of training and leader development 
at an affordable cost whenever and 
wherever it is required.

Maj. Gen. Larry D. Wyche served as the 
commanding general of the Combined 
Arms Support Command and Sustainment 
Center of Excellence at Fort Lee, Virginia, 
from June 26, 2012, to Aug. 22, 2014.

We must aggressively pursue new technologies to  
enhance the experiences of our Soldiers and better relate 
to a more tech-savvy generation.
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THE BLIND SPOT

Mission Command: 
Lies, Damned Lies, and Metrics
	By Dr. Christopher R. Paparone and George L. Topic Jr.

In our past few columns, we dis-
cussed various aspects of mission 
command, particularly in the 

context of logistics. In this article we 
will discuss the issue of overreliance 
on metrics as a core tool for assessing 
readiness and overall effectiveness 
during operations. 

Although we understand the im-
portance of performance measure-
ment, we believe logisticians need 
to recognize that metrics are es-
sentially control measures that may 
conflict with key tenets of mission 
command—particularly the need to 
encourage disciplined initiative. The 
complexities of shaping military op-
erations coupled with the tenets of 
mission command will continue to 
make the quantitative management 
style challenging. 

The Rise and Fall of Strategic Plan-
ning, written by Henry Mintzberg in 
1994, offers an extensive discussion 
of the challenges of metrics, strategic 
plans, and control in general. Here we 
present a small sampling of his ideas 
on the use of hard data. The content 
below is paraphrased from the book 
and some context is added.

Limited scope. Metrics are limited 
in scope, lacking the qualitative rich-
ness of understanding that a leader 
can gain by visiting operations and 
talking to those who work in the pro-
cesses. Monitoring large-scale and 
complex supply chains through met-
rics may be akin to knowing what is 
happening in a soccer game by look-
ing only at the scoreboard. 

Missing complexities. In a military 
context, one of the most famous ex-
amples from history of the effect of 
missing complexities was when, in 
the 1960s, Defense Secretary Robert 
McNamara tried to measure victory 

in the Vietnam War, missing import-
ant complexities, ambiguities, and in-
terpretations of what was happening.

Over-aggregated data. Strategic 
control using macrolevel metrics is 
a theory worth criticizing. From a 
high-level headquarters perspective, 
data is often so aggregated that it 
becomes ineffective in helping to 
make strategic decisions. Small in-
novative changes in logistics pro-
cesses can have amplified effects 
that cannot clearly register with 
macrolevel metrics.

Data timeliness. Data timeliness is 
a universal challenge; untimely data 
constitutes historical information 
that confounds decision-making and 
future requirements and capabilities 
projection. Even if data is accurate, 
which is not always a safe assump-
tion, is it safe to assume a trend line 
will continue? One cannot forecast 
discontinuities, yet in complex envi-
ronments, discontinuities may be the 
norm, not the exception.

False impressions. Like a doctor 
views blood pressure and the results 
of lab tests, we tend to think that our 
measures actually indicate the well-
ness of our purpose and mission, but 
this belief is arguably fallible. Signifi-
cant amounts of quantitative data are 
unreliable, at worst giving the false 
impression of precision. This is illus-
trated by the old saying, “garbage in, 
garbage out,” when reporting activi-
ties and systems distort or invalidate 
the purpose of measurement.

Our principal concern is that us-
ing overly stratified or inappropriate 
metrics may actually over-control 
subordinate activities and stifle in-
novation and creativity. We recall a 
story from a senior officer who com-
manded a large distribution activity. 

She complained that the metrics she 
was reporting to her higher head-
quarters no longer had meaning. She 
had redesigned receiving and ship-
ping processes to the point that the 
old metrics made no sense and be-
came an administrative burden. 

The bureaucracy of the larger or-
ganization and its processes were so 
entrenched that she was powerless 
to alter the requirement to report the 
old metrics. Such red tape prohib-
its innovation and rather promotes 
mindless rule following. 

We do not suggest doing away with 
metrics, as there is clearly a crucial role 
for well-designed data processing to 
monitor and assess performance. The 
challenge is to develop metrics and, 
perhaps more importantly, qualitative 
ways that convey intent and encour-
age innovation. 

We leave you with this question in 
light of the mission command phi-
losophy: How can we design per-
formance assessments that empower 
and promote disciplined initiative 
central to the mission command phi-
losophy? This is a daunting task to 
be sure, but the pursuit is essential to 
effective logistics readiness and sup-
port operations.

Dr. Christopher R. Paparone is the dean 
of the College of Professional and Continu-
ing Education at the Army Logistics Univer-
sity at Fort Lee, Virginia.

George L. Topic Jr. is a retired Army colo-
nel and the vice director for the Center for 
Joint and Strategic Logistics at the National 
Defense University at Fort McNair, District 
of Columbia.
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COMMENTARY

W hile deployed to Opera-
tion Enduring Freedom, 
the 601st Aviation Sup-

port Battalion (ASB), 1st Combat 
Aviation Brigade, 1st Infantry Di-
vision, Task Force Guardian, faced 
a problem that provided the oppor-
tunity to validate recommendations 
made in the article “The Operations 
Officer in the BSB [brigade support 
battalion],” which was published 
in the March–April 2013 issue of 
Army Sustainment.

The Premise
In “The Operations Officer in the 

BSB,” Lt. Col. Michaele McCulley, 
Maj. Will Arnold, and Maj. Tony 
Stoeger explain two operational 
struggles that BSBs typically face 
at the National Training Center. 
These issues stem from the BSB 
modified table of organization and 
equipment (MTOE), which autho-
rizes a major as the support opera-
tions officer (SPO) and a captain as 
the battalion S–3. 

The first problem is that the SPO 
and S–3 sections typically establish 
separate common operational pic-
tures (COPs), forcing the battalion 
commander to draw information 
from two different sources in order 
to build situational understanding. 
The second issue is that the BSB 
S–3 could be the rater of two other 
captains, with all three being in the 
same year group. 

McCulley, Arnold, and Stoeger 
recommend that by “combining the 
two sections into one operations 
section, the commander could cre-

ate a one-stop COP and achieve 
greater synergy in mission com-
mand. By reorganizing the BSB 
operations under one section with 
one major in charge, … the BSB 
can achieve this unity of effort.” 
(See figure 1.)

Validating the Idea
Theaterwide troop reductions 

forced the 601st ASB to make tough 
decisions on how to meet manning 
requirements in the theater of oper-
ations. Each section in the ASB re-
deployed Soldiers to meet require-
ments while trying to maintain the 
battalion’s support capability. 

Companies, platoons, and staff 
sections were combined as the task 
organization was restructured. By 
the end of the reductions, over 40 
percent of the battalion’s personnel 
redeployed to home station and were 
reassigned to the rear detachment. 

In order to maintain control of 
such a large formation, the ASB 
S–3 redeployed to assume com-
mand of the rear detachment and 
the SPO assumed responsibility of 
both the SPO section and the S–3 
section. This position, referred to as 
the “operations officer,” was created 
to provide synchronous oversight 
of both the S–3 and SPO sections. 

With ad hoc restructuring, the 
operations officer empowered the 
deputy SPO to make decisions in 
his absence, granting him a large 
amount of autonomy. This trusting 
relationship allowed support oper-
ations to continue without slowing 
in the absence of that section’s pri-

mary officer. 
Overseeing the SPO section is a 

significant responsibility and gen-
erally requires substantial logistics 
experience, which poses a challenge 
for many organizations. One asset 
unique to the ASB that made this 
structure possible is the operations 
sergeant major. 

Because of its immense geo-
graphical footprint and techni-
cal expertise required for aviation 
support operations, the ASB is the 
only type of sustainment support 
battalion that is authorized a ser-
geant major. The sergeant major’s 
experience, knowledge, and leader-
ship were crucial to the smooth op-
eration of the SPO section during 
the restructuring. 

In overseeing both the S–3 sec-
tion and the SPO section, the oper-
ations officer was able to stay ahead 
of the battalion commander on 
brigade-level support issues. This, 
in turn, allowed him to direct the 
S–3 section to address issues before 
being told to do so. This foresight 
streamlined the entire brigade sup-
port process and had a huge impact 
on the ASB’s efficiency. 

The other benefit was that as sus-
tainment issues were called in to 
the tactical operations center, the 
operations officer addressed con-
cerns on the spot or directed the 
issue to the SPO section without 
working through an intermediary. 
This process prevented the confu-
sion that arises when commanders 
outside the sustainment battal-
ion are unsure of which section is 

Validating the Operations Officer in 
the BSB
The 601st Aviation Support Battalion used troop reductions in Afghanistan as an opportunity to 
validate a concept proposed in an Army Sustainment article.

	By 1st Lt. Joshua R. Scott
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better suited to support them on 
a given issue. Having one point of 
contact also prevented the S–3 and 
SPO sections from being unaware 
that they were both working the 
same issue. 

The operations officer’s ability 
to manage both sections created a 
synergy that lasted throughout the 
deployment and provided a model 
that the battalion plans to use in 
garrison.

Recommendations
Since the operations officer of the 

proposed combined sections would 
be responsible for typical battalion 
operations along with all brigade- 
level sustainment, the volume of 
information directed toward that 
officer could be overwhelming. 

The operations officer must be 
able to multitask and must be com-
fortable delegating responsibili-
ties to both sections. This position 
should be given only to the most 
capable officers. 

Both the deputy SPO and the 
S–3 operations officer should be 
post-command captains since they 
will be expected to operate in-
dependently and exercise sound 
judgment. 

The operations sergeant major 
is critical to the SPO section and 
should be authorized by MTOE for 
all BSBs. Additionally, depending 
on existing configurations, it may 
prove difficult to create a footprint 
that houses both sections. While 
not essential to the success of the 
organization, co-locating the sec-
tions would improve the synchro-
nization of the COP. 

Ultimately, the battalion found 
that the proposed restructuring 
of the BSB was an improvement 
over the current MTOE. Having 
a single person in charge of both 
sections established a more syn-
chronous COP and streamlined 
planning efforts between the S–3 
and SPO sections. 

Previously, line commanders have 
had trouble discerning whether 
their issues were best addressed by  
the SPO or the ASB S–3 section. 
Often this caused both sections to 
begin planning support or to spend 
time determining which section 
was best suited to address the prob-
lem. 

With a single point of contact 
for both organizations, issues can 
be worked simultaneously and re-
sponsibility can be clearly delineat-
ed. Overall the new organization 
provides a more streamlined and 
effective method of responding to 
sustainment issues.

1st Lt. Joshua R. Scott is the logistics 
planner for the 601st Aviation Support 
Battalion, 1st Combat Aviation Brigade, at 
Fort Riley, Kansas. He is a 2011 graduate 
of the United States Military Academy and 
was commissioned as a Quartermaster 
officer. 

Figure 1. This chart depicts the combined brigade support battalion S–3 and support operations section recommended by Lt. 
Col. Michaele McCulley, Maj. Will Arnold, and Maj. Tony Stoeger in “The Operations Officer in the BSB,” published in the 
March–April 2013 issue of Army Sustainment.
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The debt owed to service mem-
bers who have risked their 
lives, bodies, and minds in 

defense of our country truly can nev-
er be paid in full. This is especially 
true for service members who were 
wounded, became ill, or were injured 
while serving. The obligation to help 
them heal and rehabilitate is one that 

the Army has embraced. 
The 2014 Quadrennial Defense 

Review states that part of the na-
tion’s “sacred contract” is to care for 
our service members and that “for 
those returning from combat ill or 
wounded, and for those who require 
hospitalization or rehabilitation, we 
will continue to provide the best 

possible care.” 
In 2007, reports of substandard 

living conditions, poor leadership, 
and an unresponsive and inflexible 
bureaucracy at Walter Reed Army 
Medical Center in the District of 
Columbia led the Army to overhaul 
its wounded warrior care programs.

The problem was not the actu-

COMMENTARY

Dignity and Respect: The Mission of the 
Warrior Transition Battalion–Europe
	By Lt. Col. Douglas H. Galuszka, Maj. David K. Spencer, and Command Sgt. Maj. Eugene B. Chance

Wounded, ill, and injured Soldiers participate in the annual Wounded Warrior Project Soldier Ride at Hambachtal,  
Germany. (Photo by Linda Steil) 
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al health care; instead, the service 
members were not being provided 
with proper support after receiving 
medical treatment, which affected 
their ability to rehabilitate. 

In response, the Department of 
the Army directed the Army Medi-
cal Department (AMEDD) to build 
an action plan, which led to the de-
velopment of the Warrior Transi-
tion Command (WTC) and warrior 
transition units (WTUs).

The term for a Soldier in such a 
unit is “Soldier in transition,” which 
indicates that the Soldier is healing, 
rehabilitating, and preparing to suc-
cessfully transition back to duty or 
into veteran status. 

WTUs
The term WTU is a generic term 

that includes brigades, battalions, 
companies, and community-based 
units that support National Guard 
and Reserve Soldiers who return to 
their hometowns to receive care and 
support in their own communities. 
The size and type of each WTU is 
driven by the number of Soldiers in 
transition at that location. 

WTUs are part of a regional med-
ical command and normally directly 
assigned to a local medical treatment 
facility (MTF). Most regions also 
have a warrior transition office. The 
primary responsibilities of these of-
fices include standardizing practices 
across their regions and finding Na-
tional Guard and Reserve cadre, who 
make up a large percentage of the 
cadre assigned in continental United 
States (CONUS) WTUs. 

The criteria for a patient’s admis-
sion into a WTU are standard across 
the Army. A Soldier must require six 
months or more of complex medical 
care management or have a behav-
ioral health condition that presents 
a danger. 

A combat injury is not a require-
ment. Any wound, illness, or injury 
that meets the criteria is sufficient. 
Although the acceptance process it-
self varies across the Army, it always 
involves the leadership triad: a senior 
commander, MTF commander, and 

WTU commander. 
Once a Soldier in Transition is ac-

cepted into the unit, the WTU cadre 
and staff help the Soldier in-process 
and develop a personalized compre-
hensive transition plan that drives 
healing and rehabilitation through 
education, training, and personal and 
professional goals. 

The cadre-to-Soldier ratio in 
WTUs is low in order to provide 
the optimal healing environment for 
Soldiers in Transition. WTUs also 
have no platoon leaders, only platoon 
sergeants and squad leaders, who re-
ceive special duty pay in recognition 
of the importance and challenges of 
their jobs. 

Squad leaders are key members 
of WTUs. They have the extremely 
challenging job of helping Soldiers 
and their families through a healing 
and rehabilitation process that can 
be agonizing and frustrating. WTU 
squad leaders must be in contact 
with every Soldier each morning 
and evening, 365 days a year, either 
in person or by phone. 

WTUs tend to have a large civilian 
presence because of the clinical staff 
required. A WTU’s robust clinical 
operations section (at the battalion 
level) is led by the battalion surgeon, 
who provides oversight and supervi-
sion of the WTU’s medical personnel 
while acting as the medical provider 
for up to 100 Soldiers in transition. 
The surgeon supervises the nurse 
case managers who each manage the 
health care of up to 20 Soldiers. 

WTUs also have social workers 
who each assist in the behavioral 
health of up to 30 Soldiers. Occupa-
tional therapists and certified occu-
pational therapy technicians are in-
tegral to the goal-setting process of 
the comprehensive transition plan. 
They provide functional assessment 
work considerations and assist in 
adaptive reconditioning. 

WTUs also have physical thera-
pists who manage the unit’s adaptive 
reconditioning program. Adaptive 
reconditioning challenges Soldiers 
with exercises that they can perform 
within their medical limitations. 

A WTB–E Soldier in transition runs on a 
track in Germany. (Photo by Ed Drohan)
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The WTB–E
The Warrior Transition Battalion–

Europe (WTB–E) has the same task 
as other WTUs: to provide complex 
medical care management for qual-
ifying Soldiers. But the WTB–E is 
not a typical WTU. 

WTUs in CONUS usually handle 
the warrior care mission at just one 
installation. The WTB–E, howev-
er, manages warrior care for all U.S. 
Army Soldiers in Europe. Since its 
inception in 2008, the WTB–E has 
been successful in accomplishing 
this mission through determination 
and innovation in spite of its geo-
graphically dispersed footprint. 

The WTB–E’s operational envi-
ronment is very different from other 
WTUs. It supports the active duty 
members of U.S. Army Europe (US-
AREUR) and the Reserve members 
of the 7th Civil Support Command, 
including U.S. Army Soldiers locat-
ed across Europe, from the United 
Kingdom to Turkey. Currently the 
battalion operates on 14 separate 
bases.

As of July 2014, the battalion 
had 193 Soldiers in transition out 
of 306 total personnel. This is a low 
cadre-to-patient ratio, but the geo-
graphic separation requires nonstan-
dard support solutions compared to 
WTUs in CONUS, which typically 
serve Soldiers on one installation. 

Another difference is that the 
WTB–E manages Soldiers in the 
Integrated Disability Evaluation 
System (IDES) in Europe who have 
a permanent profile and are undergo-
ing medical evaluation boards. CO-
NUS WTUs do not. The WTB–E 
created a cell in 2012 to manage this 
process across USAREUR for IDES 
Soldiers assigned to parent units and 
to the WTB–E as an exception to 
policy.

The WTB–E’s mission, manning, 
and locations have evolved over time. 
USAREUR created four geograph-
ically separate companies in June 
2007 for the major U.S. Army pop-
ulation concentrations in Europe. 
They reported directly to the Euro-
pean Regional Medical Command 

(ERMC), a one-star headquarters. 
But coordination and standardiza-

tion challenges that soon developed 
required a change, so USAREUR 
stood up the WTB–E headquarters 
in Heidelberg, Germany (and later 
moved it to Kaiserslautern, Germa-
ny). The headquarters was modeled 
after the table of distribution and 
allowances for a WTU headquarters 
company—about 30 military and ci-
vilian personnel. 

The initial rationale for creating 
WTU facilities in various locations 
throughout USAREUR instead of 
one or two centralized locations (or 
returning Soldiers to CONUS) was 
to allow Soldiers and their families  

to recover in the communities where 
they reside. This mitigated the po-
tential of effectively punishing Sol-
diers for becoming wounded, ill, or 
injured by requiring them to uproot 
their families from a familiar, stable 
environment and potentially damag-
ing their rehabilitation process. 

The geographic dispersion of the 
Soldiers the battalion supports re-
quires a capable and experienced 
cadre and staff. The challenges in 
coordinating health care and local 
garrison support are significantly 
more difficult than in CONUS since 
the battalion has more than just 
one MTF, Red Cross office, United 
Service Organization office, depart-

Soldiers play wheelchair basketball, an adaptive sport. (Photo by Linda Steil) 
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ment of public works, and morale, 
welfare, and recreation office. This 
situation requires independent co-
ordination by the cadre and staff 
with their supporting garrison  
organizations. 

Adaptive Sports and Conditioning
The WTB–E strives to find op-

portunities in Europe to provide 
for diverse and challenging adap-
tive sports and conditioning op-
portunities—games and exercis-
es tailored to our Soldiers. These 
activities include wheelchair bas-
ketball, seated volleyball, and in-
ner tube water polo. The benefits 
of these activities for our Soldiers 
cannot be overstated; they are crit-
ical to their rehabilitation. 

The WTB–E holds a “Com-
mander’s Cup” event twice per year 
to encourage competition, provide 

goals, and build pride and esprit de 
corps. The battalion has also qual-
ified two or three Soldiers annual-
ly for the Army’s Warrior Games 
team in Colorado Springs, Colora-
do, and WTB–E competitors have 
earned medals in several events.

CONUS WTUs have many orga-
nizations that support these types 
of activities. The same is not true 
in Europe. The WTB–E relies on a 
small number of organizations that 
regularly offer to support events. 
These include the American Red 
Cross, the United Service Organi-
zation, and the Wounded Warrior 
Project (WWP). 

The WWP is the only nongov-
ernmental service member charity 
to open an office in Europe. Its 
contributions to adaptive sports 
and conditioning as well as com-
puter training and other career 

development opportunities for our 
Soldiers are invaluable. 

One notable event is the annual 
WWP Soldier Ride, a weeklong 
event normally held in Hambachtal, 
Germany, in the summer. The 
WWP fits participating Soldiers 
with bicycles, including recumbent 
and hand crank bikes for those un-
able to ride standard bicycles, and 
conducts progressively longer daily 
rides culminating in a community 
ride with the Soldiers. More than 
600 people joined the Soldiers for 
the 2013 community ride.

WWP makes the event avail-
able to wounded Soldiers from all 
the NATO countries. In 2013, 40 
soldiers from Estonia, Germany, 
Georgia, Latvia, Norway, Poland, 
Romania, and Spain participated 
in the event with the 100 Soldiers 
from the WTB–E. 

Soldiers participate in water polo, an adaptive sports event. (Photo by Linda Steil) 
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Innovation
The WTB–E’s clinicians have found 

various ways, such as using video 
teleconferences, to support treat-
ment requirements for a geograph-
ically dispersed Soldier population. 

The battalion headquarters also 
regularly investigates ways to im-
prove processes. In 2012 and 2013, 
the battalion completed three Lean 
Six Sigma projects that digitized the 
nomination packet approval process 
(for Soldiers entering the WTB–E), 
integrated an improved reporting 
process for nomination packets, and 
created a database for managing per-
manent profiles and new IDES cases. 

The surgeon general of the Army 
recognized these projects—the 
first of their kind in the WTC and 
AMEDD—by awarding the battal-
ion the Army Medical Command’s 
Maintain, Restore, and Improve 
Award for Major Subordinate Com-
mands in 2013.

One of the most important in-
novations was identifying the past 
challenges in the USAREUR nom-
ination process and creating a pro-
posal for a streamlined process in 
2013 and 2014. WTU nominations 
must have the oversight of senior 
commanders, MTF commanders, 
and the WTU commander. 

At a single installation with these 
three individuals in CONUS, this 
is manageable. But because of the 
WTB–E’s dispersion in Europe, it 
had four senior commanders and 
three MTF commanders across 
multiple countries, which generated 
an excessively complicated process 
with an average of 13 people and 23 
separate “touch points.” The battal-
ion worked with ERMC and USA-
REUR to streamline the process in 
order to reduce the complexity and 
time needed for completion. 

The Way Ahead
The WTB–E has transformed 

with USAREUR in recent years 
and will have only two companies 
under the battalion headquarters in 
the summer of 2014, one each at the 
Landstuhl Regional Medical Cen-

ter and the Bavarian Medical De-
partment Activity catchment area. 
This will allow the companies to fall 
under these MTFs in the future if 
it eventually becomes necessary to 
transfer the WTB–E’s functions to 
the ERMC headquarters.

Most importantly, the Army will 
have to determine the future of war-
rior care, which will affect how it is 
accomplished in Europe. Major fac-
tors include the end of major opera-
tions in Iraq and Afghanistan as well 
as budget constraints. 

Certainly, the end of major oper-
ations in Iraq and Afghanistan will 
not preclude the requirement for 
warrior care because combat injuries 
are not a requirement to qualify for 
a WTU. Nonetheless, this and other 
contextual drivers will likely deter-
mine the emphasis the Army can ap-
ply to warrior care within the future 
fiscal environment. 

The Army has much to balance, 
including enabling WTU clinicians 
to maintain credentials, retaining 
top-quality cadre by ensuring pro-
motion boards view these assign-
ments favorably, securing funding 
for career and education training, 
monitoring rebasing initiatives that 
may affect the availability of medical 
care, and deciding if the geographi-
cally dispersed warrior care currently 
implemented in Europe is fiscally vi-
able. These issues must be considered 
carefully since they affect our ability 
to fulfill the obligation to provide 
high-quality care for Soldiers in 
transition.

By standing up the WTUs, the 
Army created organizations to help 
Soldiers and families heal, rehabili-
tate, and successfully transition back 
to the force or to civilian life. De-
spite the geographic challenges pre-
sented by operating in Europe, the 
WTB–E has succeeded in providing 
high-quality warrior care through 
excellence and innovation. 

The WTB–E has successfully 
transitioned more than 900 Sol-
diers in the last five years, providing 
each with a superior environment 

in which to rehabilitate, overcome 
challenges, and succeed. 

Soldiers must be given the chance 
to properly heal and rehabilitate, and 
their care and support must not be 
forgotten or marginalized the mo-
ment the fighting ends. Finally, we 
must remember this model and, if 
WTUs are discontinued in the fu-
ture, be willing and able to reestab-
lish these critical rehabilitation units 
early in our next conflict. Our service 
members deserve nothing less.

 Lt. Col. Douglas H. Galuszka is the for-
mer commander of the Warrior Transition 
Battalion–Europe in Kaiserslautern, Ger-
many. He holds a bachelor’s degree in his-
tory from Michigan State University, a mas-
ter’s degree in public administration from 
the University of Maryland, a master’s de-
gree in health administration from Baylor 
University, and master’s degrees in military 
history and theater operations from the 
Army Command and General Staff College. 
He is a graduate of the School of Advanced 
Military Studies and a fellow of the Ameri-
can College of Healthcare Executives.

Maj. David K. Spencer is the former ex-
ecutive officer of the Warrior Transition Bat-
talion–Europe. He has a bachelor’s degree 
in finance from St. Bonaventure University, 
a master’s degree in security studies from 
the Naval Postgraduate School, and a mas-
ter’s degree from the School of Advanced 
Military Studies. He is a graduate of the 
Field Artillery Officer Basic and Captain’s 
Career Courses, the Combined Arms and 
Services Staff School, the Army Command 
and General Staff College, the Army Ranger 
School, the Army Airborne School, the Air 
Assault School, and the Jumpmaster and 
Rappel Master Courses.

Command Sgt. Maj. Eugene B. Chance is 
the former command sergeant major of the 
Warrior Transition Battalion–Europe. He 
has an associate degree in general stud-
ies from Central Texas College, and he is a 
graduate of the Sergeants Major Academy 
and the Basic Airborne, Jumpmaster, Mili-
tary Free Fall, and Military Free Fall Jump-
master Courses.
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	By Capt. MuShawn D. Smith

Additive manufacturing employs computer-aided design and manufacturing 
capabilities to create objects through layer-by-layer printing. (Photo by Amanda 
Dunford)
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Imagine the Army having un-
manned air and ground distri-
bution platforms, the capability 

to manufacture replacement parts 
on the battlefield, and the ability to 
produce water from air. Think of how 
current technologies can potentially 
advance tomorrow’s Army capabili-
ties in order for the Army to remain 
the best equipped and most efficient 
military force in the world. 

To maintain an operational advan-
tage over potential adversaries, the 
Army must prioritize science and 
technology investments and fully 
leverage game-changing capabilities. 
The Army of the future requires tech-
nologies that increase expedition-
ary capabilities, reduce sustainment 
requirements, and optimize Soldier 
performance. 

Tomorrow’s technologies are avail-
able today and will be instrumental 
as the Army transforms to be global-
ly responsive and regionally engaged. 
This article describes the Combined 
Arms Support Command (CAS-
COM) Sustainment Battle Lab’s top 
five game-changing technologies to 
sustain the Army of 2025. 

What the Army Needs
The Army of the future requires 

the implementation of various tech-
nologies to facilitate Chief of Staff 
of the Army (CSA) Gen. Raymond 
T. Odierno’s vision and strategic 
priorities. 

The CSA’s vision is for the Army 
to remain the world’s most highly 
trained and professional land force, 
uniquely organized with the capa-
bility and capacity to provide expe-
ditionary, decisive landpower to the 
joint force. The Army of the future 
must remain ready to perform mis-
sions across the full range of military 
operations to prevent, shape, and win 
and to defend the nation from both 
current and emerging threats. 

The CSA’s strategic priorities for 
a globally responsive and regionally 
engaged modern Army are driving 
capabilities developers to assess tech-
nologies against the following core 
characteristics:

 �  Overmatch: Have capabilities that 
counter those of a potential adver-
sary.

 �  Leaner: Reduce force structure and 
enable a scalable, modular force.

 �  Expeditionary: Be able to rapidly 
deploy and operate in austere the-
aters.

 
CASCOM is taking vigorous steps 

to explore how technologies can sup-
port expeditionary warfare. It identi-
fied reducing demand as one of the 
Army’s toughest challenges and the 
key to realizing success. 

Demand determines sustainment 
requirements, and by reducing de-
mand, U.S. forces will be more capable 
of increasing expeditionary capabili-
ties. CASCOM capability developers 
identified five technologies that will 
yield significant game-changing ben-
efits by the year 2025. 

Autonomous Ground Resupply
The near-term technology driv-

ing autonomous ground resupply is 
the Autonomous Mobility Appliqué 
System (AMAS). AMAS is an add-
on kit that converts existing manned 
vehicles to be optionally manned. 
AMAS does not change the vehicle’s 
cabin configuration, so the vehicle 
can be converted from being manned 
to unmanned at the convoy com-
mander’s discretion. 

AMAS is a technology that is cur-
rently being evaluated in a joint ca-
pability technology demonstration. 
AMAS is a bridging technology to 
the initial autonomous ground re-
supply series of vehicles, branded as 
automated convoy operations (ACO) 
vehicles. ACO vehicles incorporate 
automated capabilities into existing 
tactical wheeled-vehicle platforms to 
enable the vehicles to operate with 
minimal human input to accomplish 
assigned missions. 

These vehicles will use sensors and 
vehicle actuators to determine and 
navigate the most appropriate routes. 
With this technology, vehicles can 
then operate independently or in 
manned/unmanned teams in which 
several vehicles can be controlled and 

New sustainment 
technologies will help 
the Army retain  
overmatch with a  
more capable, leaner 
expeditionary force.
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assigned missions remotely using one 
operator control unit. 

Autonomous ground resupply 
technologies have several potential 
benefits:

 �  Reduce constraints related to Sol-
dier endurance. 

 �  Reduce Soldiers’ exposure to vehi-
cle accidents.

 �  Increase logistics efficiencies and 
throughput capabilities.

 �  Reduce vehicle fuel consumption 
through resupply efficiencies.

 �  Expand options for delivery fre-
quency. 

Imagine a 12-vehicle convoy com-
prising three gun trucks, eight sus-
tainment vehicles, and one recovery 
vehicle. This convoy currently re-
quires at least 27 Soldiers. The imple-
mentation of AMAS will potentially 

reduce this requirement to as few as 
nine Soldiers.

Additive Manufacturing
Additive manufacturing (AM), 

also known as 3-D printing, em-
ploys computer-aided design and 
computer-aided manufacturing ca-
pabilities to create objects through 
deposition, or layer-by-layer print-
ing. Although currently being used 
in a small commercial sector, AM is 
being proposed as a near-term solu-
tion throughout the Department of 
Defense for producing certain re-
placement parts at the point of need.

AM allows organizations to pro-
duce spare parts, supplies, and oth-
er required fabrications to improve 
logistics metrics and operational 
readiness to support requirements at 
the strategic, operational, and tacti-
cal levels. The objective of AM is to 

rapidly produce materiel to meet re-
quirements at the point of need, thus 
reducing the flow of demand back 
through the entire supply chain. 

AM machines that produce plastics 
are already available at Army depots, 
and the Rapid Equipping Force has 
already developed a mobile capabili-
ty that is in use in Afghanistan. AM 
systems for plastics and polymers are 
relatively well-developed compared 
to metal systems and can be further 
employed throughout the Army sus-
tainment system today, provided the 
right technical data is available for 
parts, user controls, and materials. 

Advanced AM capabilities for me-
tallic components are relatively new 
but progressing rapidly. Large AM 
systems (for example, the Renishaw 
AM250 laser melting machine) have 
already been proven to have the ca-
pability to produce limited metallic 

An M1075 palletized load system truck and an M915 line-haul tractor are equipped with add-on kits that transform the 
vehicles to be fully autonomous. (Photo by Bruce Huffman)
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components. Michigan Technologi-
cal University has even developed a 
desktop 3-D printer and welder that 
produces steel components. AM ca-
pability is a near-term technology 
that will contribute significantly to 
the expeditionary capabilities of the 
Army. 

AM technology may achieve these 
sustainment benefits:

 �  Meet demands at the point of 
consumption.

 �  Improve customer wait time and 
other supply performance metrics.

 �  Reduce authorized stockage list 
lines.

 �  Ensure the operational readiness 
of combat systems.

 �  Reduce supply chain demand.
 �  Reduce the logistics footprint.

Suppose a critical combat system 
on the battlefield is deadlined be-
cause it needs a particular part. The 
part is back ordered, and the estimat-
ed ship date is two months away. AM 
will allow that supply support activity 
to produce the part in one day, reduc-
ing the wait time by at least 60 days 
and increasing operational readiness.

Automated Aerial Resupply
The delivery of cargo as far forward 

as possible is the ideal situation for 
reducing the supply chain. Cargo 
unmanned aerial systems can deliver 
cargo farther forward on the battle-
field without endangering the lives 
of Soldiers. Autonomous aerial de-
livery provides point-to-point deliv-
ery routes (air corridors) that increase 
throughput and allow for the remote 
delivery of materiel in most environ-
ments.

One such platform, the Kaman 
K-MAX helicopter, is a near-term 
technology currently being employed 
by Marines operating in Afghani-
stan. K-MAX provides cargo deliv-
ery when weather, terrain, and enemy 
actions pose unreasonable risk to air 
and ground assets. 

The use of this unmanned aeri-
al resupply platform has increased 
throughput while reducing the op-
erational and maintenance costs 
typically associated with rotary wing 
support. Most importantly, auton-
omous delivery reduces risk to Sol-
diers and offers a speedy distribution 
capability. 

Several benefits can potentially be 

achieved through autonomous aerial 
resupply technologies:

 �  Reduce delivery times.
 �  Increase responsiveness through 
on-demand delivery.

 �  Remove risk to Soldiers while of-
fering delivery to remote locations.

 �  Ensure operational readiness of 
combat systems.

 �  Reduce the demand for ground 
convoys and their security escorts.

 �  Support expeditionary maneuver.

Envision a combined arms battal-
ion in need of emergency resupply 
during intense combat operations 
and inclement weather while all 
ground supply routes are restricted. 
Imagine an unmanned aerial plat-
form bypassing these constraints and 
expediting the emergency resupply 
operation to provide critical materiel. 

Water From Air System
Water produced at the point of 

need will reduce, if not eliminate, the 
requirement to transport water the 
length of the logistics tail. The wa-
ter from air system (WFAS) extends 
freedom of maneuver for command-

A 3rd Cavalry Regiment motor transport operator configures the route for an autonomous convoy using a ruggedized tablet 
while a Combined Arms Support Command officer reviews the plan. (Photo by Bruce Huffman)
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ers by granting expeditionary sup-
port through potable water produc-
tion at the forward edge of the battle 
area. WFAS provides warfighters 
the means to continuously gener-
ate potable water during all phases 
of operations without increasing the 
distribution footprint. 

WFAS is a unit-level water gen-
eration system that extracts potable 
water from the atmospheric hu-
midity. The system is mounted on 
a 7.5-ton trailer and is projected to 
generate 500 gallons of water per 
day. There are also smaller capabili-
ties that can be mounted to existing 
platforms. 

The average output capability of 
today’s system is five gallons of wa-
ter for every one gallon of fuel. Al-
though there is a trade-off between 
water and fuel, the system still offers 
an 80-percent overall reduction in 
transportation requirements related 
to water support. 

WFAS forward on the battlefield 
has the potential to significantly re-
duce or eliminate the distribution of 
bulk water within modular brigades 
and dramatically reduce bottled wa-
ter requirements. 

WFAS may yield the following 
benefits:

 �  Allow production and storage at 
the point of consumption.

 �  Reduce water distribution.
 �  Reduce force structure.
 �  Reduce the logistics tail.
 �  Counter potential enemy water 
threats.

Visualize enemy forces targeting 
resupply convoys with the intent of 
depriving friendly forces of water. 
WFAS counters that threat and en-
ables forces to conduct continuous 
operations to generate their own wa-
ter, prolong endurance, and extend 
operational reach.

IPMDS 
The Intelligent Power Manage-

ment and Distribution System (IP-
MDS) is a far-term technology that 
comprises a combination of hard-

ware and software that optimizes 
the production, distribution, and 
use of electrical power. IPMDS in-
corporates automatic phase balanc-
ing, ground fault protection, and 
enhanced 24/7 power distribution 
reliability to reduce Soldier support, 
intervention, and training. 

IPMDS reduces the requirements 
for energy during expeditionary op-
erations and the amount of pow-
er generation equipment needed 
during initial entry. Without de-
grading capabilities, this system in-
creases unit endurance and freedom 
of action, while reducing man hours 
related to maintenance and trans-
portation. Recent studies have pro-
jected a 30- to 40-percent reduction 
in the amount of fuel used for power 
generation.

The following benefits can poten-
tially be achieved by IPMDS:

 �  Counter the enemy’s potential 
threats to U.S. Army energy.

 �  Reduce energy requirements.
 �  Reduce maintenance and trans-
portation requirements.

 �  Reduce force structure.
 �  Reduce fuel demand. 

Picture a remote brigade combat 
team operating autonomously and 
relying on host-nation support for 
power generation. The tactical oper-
ations center receives orders to relo-
cate the site and reestablish opera-
tions at an area outside of the power 
grid. 

The IPMDS can expedite the 
move while maintaining functional-
ity and make the reestablishment of 
operations more seamless. IPMDS 
eliminates host-nation power gener-
ation support requirements, allowing 
for a leaner, more self-sufficient, and 
more expeditionary force.

CASCOM conducts globally re-
sponsive sustainment rehearsal of 
concept drills to validate sustain-
ment roles and responsibilities and 
recommend restructuring options. 
One of the drills’ major objectives 
is to use each emerging technology 

in a simulated operational environ-
ment to determine which emerging 
technologies will enable expedition-
ary sustainment support of strategic 
landpower. 

CASCOM has coordinated with 
a host of organizations and science 
and technology stakeholders to es-
tablish a forum for greater integra-
tion, synchronization, and collabo-
ration. As the Army moves forward 
to a more capable, leaner expedi-
tionary force, more experiments, 
evaluations, exercises, wargaming, 
and other efforts focused on deter-
mining the force design of 2025 are 
necessary. 

Soldiers at all levels must share in 
the effort of making the Army of 
2025 the most highly trained and 
professional land force in the world. 
This will take the support and con-
tinuous effort of the entire Army 
team over the next 10 years.

Moving forward, capability de-
velopers will continue to leverage 
science and technology to meet the 
CSA’s intent. Capability developers 
will conduct activities along three 
primary lines of effort: force em-
ployment, science and technology 
and human performance optimiza-
tion, and force design. 

The science and technology line 
of effort will continue to focus on 
identifying game-changing tech-
nologies to optimize the force. Sci-
ence and technology communities 
will remain deliberate and continue 
to coordinate and provide senior 
leaders with capabilities that retain 
overmatch, increase capability, and 
foster a leaner expeditionary force. 

Capt. MuShawn D. Smith serves as a 
logistics capabilities development analy-
sis officer in the Science and Technology 
Branch of the Combined Arms Support 
Command’s Sustainment Battle Lab. He 
holds a bachelor’s degree in political sci-
ence from Tarleton State University and is 
a graduate of the Combined Logistics Cap-
tains Career Course and Capabilities Devel-
opment Course.
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	By Maj. David L. Thompson

Combat engineers of the 902nd Engineer Company (Vertical), 15th Engineer 
Battalion, 18th Engineer Brigade, 21st Theater Sustainment Command, build 
the skeleton of a pole barn baggage storage area at Mihail Kogalniceanu Air 
Base, Romania. (Photo by 1st Sgt. Clifton Morehouse)
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As operations ended at the 
passenger transit center at 
Manas, Kyrgyzstan, U.S. 

Army Europe (USAREUR) plan-
ners had an opportunity to shape the 
fight in Afghanistan and prepare for 
future force projection contingencies 
while working through resourcing 
constraints. 

In August 2013, the U.S. Europe-
an Command (EUCOM) directed 
USAREUR to establish a passenger 
transit center at Mihail Kogalnicea-
nu (MK), a small community with an 
international airport near Constanta, 
Romania, along the eastern coast of 
the Black Sea. 

The location in Romania already 
had a remote forward operating site 
adjacent to the MK International 
Airport. A small U.S. Army presence 
kept the site minimally operational 
in anticipation of a contingency op-
eration, for which it could increase 
base operations if necessary. 

The Army used the site to exercise 
several small-scale proofs of princi-
ple that tested the Army’s ability to 
transload deploying and redeploying 
personnel. Those exercises, however, 
did not increase the infrastructure or 
establish a permanent mission com-
mand for a larger, enduring transload 
mission. Planning, establishing, and 
executing a passenger transit center 
proved to be an extremely significant 
effort.

Intermediate Staging Base
Current Army doctrine defines an 

intermediate staging base (ISB) as a 
secure staging base established near, 
but not in, an area of operations. An 
ISB is task-organized to perform 
staging, support, and distribution 
functions as specified or implied by 
the service support plan or annex in 
support of the combatant command-
er’s war plan or operation order.

Although joint doctrine discuss-
es the concept of the ISB, it lacks 
a framework for planning. Once an 
ISB is established, the theater logis-
tics headquarters continues to assess 
the ISB’s mission and adjusts its or-
ganization in view of sustainment 

requirements and available resources.
For operations at MK, the only re-

quirement was for passenger trans-
load from commercial-to-military 
and military-to-commercial aircraft. 
This significantly reduced the re-
quirements for materials-handling 
equipment and staging areas need-
ed for vehicles and containers at a 
typical staging base. The scope of 
personnel required to manage and 
operate the site also could be scaled 
down. 

Predeployment activities typical-
ly performed at the transit center at 
Manas would not be transferred to 
MK. By eliminating all equipping 
and training activities, the transient 
time on the ground was reduced to 
no more than 48 hours. The existing 
MK infrastructure allowed for flexi-
bility, but the ISB needed to expand 
or its limits would create serious 
congestion.

Initial Planning
With fewer than 150 days until 

the initial operating capability mile-
stone, the USAREUR operational 
planning team (OPT) established a 
rigid planning timeline. The timeline 
focused efforts on site visits, engi-
neering efforts, and course of action 
(COA) decisions linked to mission 
command, manning, and equipping 
to meet the minimum initial oper-
ating capability (IOC) requirements. 
The planning timeline also included 
a rehearsal of concept drill and a key 
leader terrain walk. 

The October 2013 government 
shutdown created a planning gap of 
more than two weeks. As planning 
transitioned into COA development, 
fiscal realities created a forcing func-
tion to look for the most responsi-
ble solutions that met requirements 
within the time constraints to IOC.

Within 30 days of the warning 
order, action officers from EU-
COM, the U.S. Central Command 
(CENTCOM), the U.S. Transpor-
tation Command (TRANSCOM), 
and USAREUR met at MK for a site 
visit and initial planning conference. 
Representatives from the Romanian 

U.S. Army Europe pre-
pared for the closure 
of the transit center at 
Manas Air Base in 
Kyrgyzstan by establish-
ing a new transit center 
in Romania.
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Ministry of Defense and MK airport 
also participated, providing their 
perspectives on current and emerg-
ing planning factors. The site visit 
allowed planners to facilitate shared 
understanding across the supported 
and supporting commands.

One month later, senior USA-
REUR staff officers conducted a site 
visit focused on processes and capa-
bilities. The visiting USAREUR en-
gineer and logistician analyzed the 
existing capability and the process-
es required to receive, integrate, and 
process passengers for movement. 
After returning to USAREUR 
headquarters, they issued detailed 
guidance to the OPT during COA 
development.

Deploying personnel would arrive 

on commercial aircraft at a transit 
center, where their baggage would 
be downloaded, separated, and pal-
letized based on their final location 
in theater.

Redeploying personnel, who made 
up the bulk of personnel transition-
ing through MK, would arrive with 
baggage requiring customs clear-
ance before it could be loaded onto 
commercial aircraft. All personnel, 
deploying and redeploying, would 
require clearance through Romanian 
immigration.

Course of Action Development
As planners developed the oper-

ational approach to attaining IOC, 
four lines of effort became clear. 
To meet its lead agent responsibil-

ities, USAREUR must house, feed, 
care for, and move all inbound and 
outbound personnel. However, the 
problem set existed in an environ-
ment with fiscal constraints, seques-
tration, competing global missions, 
and a focus on an expeditionary 
footprint. 

The commanding general of USA-
REUR provided guidance directing 
planners to ensure MK did not mirror 
the transit center at Manas in terms 
of large numbers of personnel and ex-
tensive infrastructure. This refined the 
planning effort and eliminated any di-
alogue on capabilities beyond the four 
lines of effort. (See Figure 1.)

House. Existing facilities at MK 
would house about 70 percent of 
the transient population. Planners 

Soldiers with the 902nd Engineer Company (Vertical), 15th Engineer Battalion, 18th Engineer Brigade, 21st Theater Sus-
tainment Command, build a roof during a construction project at the MK Air Base Passenger Transit Center on Jan. 14, 2014.  
(Photo by Staff Sgt. Warren W. Wright Jr.)



22 Army Sustainment

worked through limiting factors, 
including square-footage issues, 
bringing preventive medicine mea-
sures up to standard, identifying 
facility engineers to expand public 
works capacity, and integrating con-
tracting personnel into the OPT.

Feed. Half of MK’s existing din-
ing facility was used as a passenger 
terminal during previous proof of 
principle exercises. A much higher 
transient population would require a 
stand-alone passenger terminal and 
increased serving and seating capac-
ity at the dining facility. Expanded 
hours and a fourth meal period were 
added to the services contract in or-
der to accommodate 24-hour pas-
senger transload operations during 
the full operating capability period.

Care for. As a remote and some-
what austere forward operating site, 
MK had no responsive emergency 
management capability. USAREUR 
planners conducted a comprehen-
sive emergency management work-
ing group to identify medical treat-
ment and evacuation requirements, 

fire response capabilities for the base 
camp and airfield, and available law 
enforcement support. 

The emerging issues generated 
substantial human resources require-
ments that exceeded USAREUR’s 
organic capability because of com-
peting missions. Separate working 
groups generated equipping require-
ments and solutions for the medical, 
fire response, and law enforcement 
shortfalls.

Move. The fourth line of effort, 
move, was based on the require-
ment to establish a joint move-
ment coordination center. Serving 
as the heartbeat of all passenger 
transit center operations, the joint 
movement coordination center 
would integrate all inbound and 
outbound activities with base op-
erations capabilities while coordi-
nating with CENTCOM for re-
quirements and TRANSCOM for 
strategic capabilities.

Passenger Movement Facilities
Numerous options existed for  

establishing the customs facili-
ty, passenger terminal, and joint 
movement coordination center at 
MK. MK as a forward operating 
site consists of three distinct areas: 
the permanent forward operating 
site, the temporary forward oper-
ating site, and MK International 
Airport. Romanian immigration 
requirements created a mandatory 
stop for all personnel at the tempo-
rary forward operating site. 

To centralize reception and depar-
ture activities, planners developed 
options using existing infrastructure, 
new temporary facilities, or a combi-
nation of both. In all cases, the log-
ical flow of inbound and outbound 
transient personnel served as the 
driver for facility locations.

As rapid COA development con-
tinued, the key decisions were the 
physical location of essential recep-
tion and departure activities and 
the mission command construct. 
USAREUR moved forward with 
both decisions the week it received 
the joint staff and EUCOM execute 

LOE: Care

LOE: Feed

End State

Conditions 
attained to 
meet initial 

and full 
operating 
capability 
ensuring 
seamless  

transi-
tion with 

operations 
at Transit 

Center 
Manas.

 Transit Center Planning Lines of Effort

Manning

LOE: House

LOE: Move

 Construction / Infrastructure
Establish
customs
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and data
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Integrate
mission command 
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Priorities
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surge transient LSA
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 Legend
 ACSA =  Acquisition and cross-servicing agreement
 JMCC =  Joint movement control center
 LOE =  Line of effort
 LSA =  Life support area

 MWR =  Morale welfare and recreation
 Role I = Role I medical treatment capability 
 TFOS = Temporary forward operating site
 USC II =  U.S. Army Europe Support Contract 2

Validate existing 
capability

Ship excess furnishings
to MK

Establish 
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Establish remote feeding 
site at TFOS

Figure 1. This chart compiles the actions taken to establish the transit center at MK Air Base in Romania.
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orders, about 90 days before IOC.
USAREUR published its opera-

tion order three weeks later, direct-
ing the 21st Theater Sustainment 
Command (TSC) to provide over-
all mission command for passenger 
transit center operations. The order 
also directed contracting and en-
gineering activities to establish the 
passenger terminal, customs facili-
ties, and baggage storage areas on the 
temporary forward operating site. 
Once the COA was established and 
the infrastructure designed to facili-
tate the logical flow of transit center 
operations, manning and resourcing 
capabilities became the key concerns 
for the success of the operation.

Human Resources 
All operational planners should 

apply the global force management 
(GFM) process. Understanding the 
flow and timeline of the GFM and 
Secretary of Defense Orders Book 
process is crucial for all planners in 
an operational headquarters.

For operations at MK, USAREUR’s 
available force pool did not have all the 
capabilities needed to meet the mission 
requirements identified during mission 
analysis and COA development. For 
example, all movement control teams 
assigned to USAREUR were either 
deployed or in the Army Force Gener-
ation reset phase. 

In conjunction with the USAREUR 
G–3/5 GFM branch, planners creat-
ed requests for forces (RFFs) to meet 
movement control, law enforcement, 
customs, human resources, postal, fa-
cility engineering, religious support, 
and firefighting requirements. Before 
receiving the joint staff and EUCOM 
execute orders to conduct the passen-
ger transit center mission, USAR- 
EUR provided EUCOM with the 
draft RFF. 

For MK, the shortfalls identified 
and submitted using the RFF would 
eventually be validated and filled 
through joint staff sourcing directives. 
However, USAREUR worked with 
all subordinate organizations to gen-
erate short-term solutions to avoid 
mission failure at IOC. The bridging 

solutions allowed for a scaled-back 
capability that would meet the IOC 
requirement directed by EUCOM 
and the joint staff until the RFF-
sourced organizations arrived.

Indirectly linked to the human re-
sources planning effort is the over-
arching protection requirement for 
a passenger transit center. Within 
the USAREUR G–3 is the G–3/4 
Protection Branch, consisting of 
theater-level antiterrorism, force 
protection, law enforcement, and 
emergency management planners. 

As the situation and requirements 
at MK developed, the G–3/4 plan-
ners further codified the numerous 
protection gaps. In many cases, the 
gaps could be mitigated by having 
personnel conduct the necessary 
protective measures. However, the 
GFM process was used heavily to 
requisition the appropriate forces for 
fire response and law enforcement. 

The USAREUR team, in conjunc-
tion with the U.S. Air Forces in Eu-
rope, sent emergency management 
planners to MK early in order to 
adequately assess requirements and 
existing capabilities and then devel-
op COAs.

Mission Command
Although the OPT developed 

several options for mission com-
mand, the only logical COA was to 
use the TSC. The TSC is best suited 
because it links strategic-to-tactical 
support organizations. In execution, 
it would serve two fundamental 
purposes: to develop the detailed 
plans and processes required to sup-
port the USAREUR mission and to 
execute the common user logistics 
responsibilities.

Developing and refining the mis-
sion command construct as early as 
possible proved challenging for the 
OPT. Continuous horizontal and 
vertical dialogue on mission com-
mand ensured shared understanding 
across the formation, but a formal 
decision on the mission command 
construct was not attained until 90 
days before IOC. 

The USAREUR Black Sea Area 

Support Team provided mission 
command at MK during steady-state 
operations before the assumption of 
the passenger transit center mission. 
This team consisted of a small ele-
ment with one military director and 
a civilian staff to coordinate life sup-
port for exercises and potential con-
tingency staging. The team managed 
base operations similar to those of a 
garrison command, with the TSC-
led mission command element that 
integrated movement control, aerial 
port, and base operations into a ho-
listic, unified effort.

Equipping and Engineering
Because of MK’s austere foot-

print, it lacked the equipment and 
facilities required to establish IOC. 
Specifically, USAREUR identified 
requirements in a number of core 
areas, including customs, a passen-
ger terminal, communications, non-
tactical vehicles, surge transient bil-
leting, and wastewater management.

Through coordination with U.S. 
Army Central, USAREUR G–4 
planners resourced baggage and 
body scanners from the CENT-
COM area of responsibility. Both 
organizations verified the service-
ability of the existing equipment 
and coordinated movement from 
the point of origin to its destination 
in Romania. USAREUR also es-
tablished a service contract for the 
equipment.

Communications equipment 
across Germany was located, cen-
tralized, and shipped to Romania. 
The closure of dozens of U.S. bas-
es in recent years helped this ef-
fort. For automation, however, the 
USAREUR G–6 worked closely 
with CENTCOM, TRANSCOM, 
EUCOM, and other components 
to ensure automation requirements 
would be met.

Communications planners worked 
closely with engineers to stay abreast 
of construction timelines because 
of the shortened timeline between 
construction and IOC. USAREUR 
established a team to baseline all au-
tomation on site in Romania and 
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establish the expanded and redun-
dant network.

From the first OPT session, US-
AREUR engineer planners began 
efforts to capitalize existing MK 
infrastructure while looking at po-
tential troop construction require-
ments. Three areas made up the 
bulk of the engineering concept: 
the customs facility, the passenger 
terminal, and the baggage storage 
area. Although the existing facili-
ties on the temporary forward op-
erating site would handle a small 
transient population, they were 
inadequate for surge requirements 

and created potential traffic man-
agement problems. 

Engineer planners from the 
21st TSC conducted site visits 
and assessments to begin devel-
oping construction requirements, 
resulting in a detailed plan that 
covered materiel, personnel, mate-
rials-handling equipment, and the 
overall timeline. Less than 30 days 
after receiving the mission and ap-
proximately 30 days before IOC, 
engineers deployed to MK and be-
gan building the customs facility, 
passenger terminal, and baggage 
storage area.

From Plans to Operations
Following publication of the US-

AREUR operation order, the OPT 
continued weekly meetings to work 
through emerging issues. With-
in three weeks of the order being 
published, the lead G–3/5 planner 
provided the USAREUR G–3/3 
current operations branch with a 
comprehensive handover brief to 
formally put the plan in operation. 
A USAREUR G–3/3 current oper-
ations action officer, who had spent 
a month at MK, attended the recur-
ring OPT meetings and effectively 
took over responsibility for moni-

Soldiers from the 2nd Brigade Combat Team (BCT), 101st Airborne Division (Air Assault), depart a bus and walk toward 
a C–17 transport plane at the MK Air Base Passenger Transit Center, Feb. 3, 2014. Soldiers with the 2nd BCT were the 
first group of Soldiers to use the passenger transit center as a transition point on their way into and out of the U.S. Central 
Command area of operations. (Photo by Staff Sgt. Warren W. Wright Jr)
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toring MK operations on behalf of 
the command.

Army Doctrine Reference Publi-
cation 5–0, The Operations Process, 
lays out the plans-to-operations 
transition concept. However, this 
concept is rarely applied correctly. 
The MK planning effort at US- 
AREUR ensured those who would 
be managing execution were in-
volved in planning from the start. 

The deliberate transition briefing 
included all planners from across 
the staff. Additionally, the subordi-
nate organizations directly involved 
in execution were either present or 
received the briefing via Defense 
Connect Online.

During the weeks after the tran-
sition and before IOC, the US- 
AREUR G–3/3 office provided 
the command with continuous sit-
uation updates. Further, it partic-
ipated in coordination meetings 
with the 21st TSC and facilitated 
support for the TSC-led rehearsal 
of concept drill conducted before 
IOC.

Lessons Learned
After nearly 90 days of planning 

and coordination before the publi-
cation of the USAREUR operation 
order, the OPT identified several 
lessons learned that can be applied 
to future ISB or passenger transit 
center planning:

 
 �  The planning effort should iden-
tify the mission command con-
struct as early as possible. 

 �  The entire OPT should have an 
understanding of the GFM pro-
cess and the implications of time 
in that process in terms of re-
sourcing to meet a requirement. 

 �  Equipping efforts must be 
worked early during planning to 
link movement of existing ma-
teriel with its destination and 
to establish contracts for equip-
ment not in the inventory. 

 �  Antiterrorism, force protection, 
and emergency management as-
sessments must be coordinated 
and completed quickly in order 

to rapidly implement infrastruc-
ture improvements and commit 
resources to mitigate force pro-
tection shortfalls.

 �  The OPT must continuously 
ask, “Who else needs to know?” 

The OPT is a powerful planning 
mechanism, but if the right play-
ers are not at the table with the 
right questions being asked and 
answered, it will prove ineffective. 
Communication between com-
batant commands and component 
commands via Defense Connect 
Online and video teleconferences 
is critical to enabling shared under-
standing and a unified vision.

The operational planning effort 
to establish the passenger transit 
center began in August 2013 with 
Feb. 1, 2014, established as the 
IOC date. Over that six-month pe-

riod, planners from tactical through 
strategic levels coordinated and syn-
chronized the continuously emerg-
ing requirements. 

By February 2014, the passenger 
transit center opened with all facil-
ities functioning, the staff trained 
and assembled, and a mission com-
mand element established. Within 
weeks, it quickly became the prin-
cipal transit node for the theater 
because of the drawdown and even-
tual closure of the transit center in 
Manas, Kyrgyzstan. 

Maj. David L. Thompson is the support 
operations officer for the 16th Sustain-
ment Brigade in Baumholder, Germany. 
He was the G–3/5 logistics plans officer 
for U.S. Army Europe when he wrote this 
article. He is a graduate of the Advanced 
Military Studies Program.

Sgt. James Curtis, a computer information technology specialist with the 21st 
Theater Sustainment Command’s Sustainment Task Force 16, troubleshoots a 
satellite transmission terminal, Jan. 27, 2014, at MK Air Base. (Photo by Sgt. 
Maj. Michael Pintagro)



CORIronhorse Brigade Soldiers work through basic issue item hand 
receipts during equipment draw operations at Camp Arifjan, 
Kuwait, Jan. 17, 2012. (Photo by David Ruderman)
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The Role of

	By Rodney M. Palmer

Contracting 
Officer’s 
Representatives 



During military operations in 
support of recent contin-
gencies, the Army increased 

its use of contractors because of 
force capacity restrictions, troop ro-
tation policies, and certain military 
occupational specialty shortfalls. 

The Army’s increased reliance on 
contractors to support operations 
in Iraq and Afghanistan caused a 
parallel increase in the responsi-
bilities of the requiring activities 
and operational commands to ad-
minister the operational contract 
support (OCS) functions of inte-
grating, planning, and managing 
commercial support. The increased 
use of OCS resulted in increased 
reliance on unit-level contracting 
officer’s representatives (CORs) to 
assist the requiring activities and 
contracting officer in providing 
contract oversight.

About the COR
After deciding to use contract 

support to meet or mitigate an iden-
tified and validated requirement, the 
requiring or supported unit leader 
must nominate a qualified person 
to serve as a COR. This is part of 
the requirements package develop-
ment and submission process. The 

requiring activity must ensure that 
the COR is trained and prepared 
to provide government oversight of 
contract execution.

The COR is a servicemember or 
Department of Defense (DOD) 
civilian appointed in writing by a 
contracting officer. The COR nor-
mally serves in this position as an 
additional duty, depending upon the 
circumstances. However, it is a key 
duty that cannot be ignored without 
creating risk to the requiring activ-
ity, operational command or U.S. 
government. 

A COR’s responsibilities include 
monitoring contractor’s perfor-
mance and performing other du-
ties specified in the appointment 
letter. During the early phases of 
Operations Iraqi Freedom and 
Enduring Freedom, many requir-
ing activities and supported units 
did not have enough CORs nom-
inated, appointed, and adequately 
trained to meet contract support 
requirements. Ultimately, the as-
signment shortfall affected the 
ability of units to conduct con-
tractor quality assurance surveil-
lance and contractor performance 
evaluation and reporting. 

CORs play a key role in repre-

Observations, Insights, and Lessons  From a COR
	By Chief Warrant Officer 4 Dane A. Patterson

Contracting officer’s 
representatives are 
essential in managing 
contracts in garrison 
and in theater and 
must be well trained 
and knowledgeable.
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While I was assigned to the 
Army Field Support Bat-
talion–Kuwait, I served as 

a lead contracting officer’s represen-
tative (COR) and provided contract 
oversight for a multimillion-dollar 
maintenance contract in support of 
Army Pre-positioned Stocks 5. My 
knowledge of contract management 
and oversight was fairly limited be-
fore I assumed my position. 

As a senior automotive mainte-
nance warrant officer, I had expe-
rience managing traditional Army 
maintenance operations in Army 
units, but other aspects of the job 
were uncharted territory for me. For 
one thing, the entire maintenance 
workforce consisted of contractors 
working for three separate contract-
ing vendors. 

Before assuming the duties as a 

COR, I completed several online 
COR-related courses through the 
Defense Acquisition University. 

I also attended a three-day COR 
course in theater. However, the bulk 
of my learning occurred once I re-
ceived my COR appointment orders 
and began working. At that point, I 
realized that I had a lot to learn about 
being a COR. 

Contract authority requires strict 



senting the requiring activity and 
the contracting officer, providing 
contract oversight, and influencing 
the contractor to meet the terms and 
conditions of the contract.  

Observations, Insights, and Lessons
The Combined Arms Support Com-

mand (CASCOM) Acquisition, Lo-
gistics, Technology–Integration Of- 
fice collects observations, insights, and 
lessons (OILs) from many sources. 
Collection sources include CAS-
COM’s command post exercise–
functional, Division West culminating 
training events, CASCOM Reverse 
Collection and Analysis Team (R–
CAAT) forums, OCS surveys, key 
leader interviews, after action reviews, 
and news articles. 

OCS OILs are analyzed, shared, 
and integrated across the DOD 
OCS community of interest. The 
following are some of the key OILs 
regarding CORs with specific em-
phasis on doctrine and policy, or-
ganization, training, materiel, and 
leadership and education. 

Doctrine and Policy 
The DOD and Department of 

the Army (DA) published several 
orders, directives, and guidelines re-

garding COR selection and training, 
beginning in 2009. The guidance 
helped to shape the predeployment 
COR selection and training process. 

The guidance also helped influ-
ence requiring activities to meet 
COR assignment challenges and 
correct shortfalls from the early 
phases of Operations Iraqi and En-
during Freedom.

In addition to DOD and DA COR 
guidance, the Forces Command pub-
lished COR training and certifica-
tion guidelines in its predeployment 
training message. The message pro-
vided great insight and guidelines 
regarding COR training; however, a 
key observation noted that the mes-
sage was not effectively distributed to 
operational commands. During R–
CAAT forums, many commanders 
indicated they were unaware of the 
Forces Command’s predeployment 
training messages.

Organization
CORs are normally additional 

duty assignments. However, in many 
cases, because of the complexity and 
magnitude of a contract, CORs may 
be required to execute COR duties 
full time. 

During several R–CAAT inter-

views conducted between 2011 and 
2013 with unit commanders and 
their staffs, leaders indicated that, 
given their assigned operational 
missions and loads, they were not 
fully prepared to resource full-time 
COR requirements with organic 
personnel. Unit leaders must ac-
knowledge and embrace contract 
oversight responsibilities early on 
during the predeployment process 
and carefully plan to use organic re-
sources to provide appropriate con-
tract oversight.

Institutional Training
The Army Logistics University and 

the Defense Acquisition University 
are primarily responsible for provid-
ing COR training and certification 
through various resident, online, and 
mobile team training venues. The COR 
may enroll and attend courses offered 
by the Army Logistics University and 
the Defense Acquisition University. 

The courses are tailored to the 
complexity and magnitude of the 
performance work statement or con-
tract. Based on mission analysis and 
contract oversight requirements, re-
quiring activity leaders determine 
the level of training CORs will  
attend. 

Observations, Insights, and Lessons  From a COR

Continued on page 30
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adherence to the provisions of the 
performance work statement (PWS). 
However, the guidance outlined in 
the PWS did not always meet the 
real-time requirements. As a result, 
the commander on the ground had 
to make decisions and give guidance 
beyond what was spelled out in the 
PWS. 

Letter of Technical Direction
Using a letter of technical direction 

(LOTD), a COR can address issues 
on the ground and make minor 

changes that are within the scope of 
the PWS or contract without violat-
ing the contractual agreements. The 
LOTD process gave us (the other 
CORs in my unit and me) the capa-
bility to make expedient administra-
tive changes without accruing addi-
tional contract-related costs. 

The LOTDs were vetted with the 
contracting officer or administrative 
contracting officer (ACO) and con-
tractor. The contracting officer or 
ACO had to approve each LOTD 
prior to implementation. These ad-

ministrative changes allowed us to 
modify the PWS quickly to fit the 
situation on the ground.

Corrective Action Request
CORs can use the corrective action 

request (CAR) process to influence 
contractor performance. A CAR is 
a formal request for a plan of action 
to correct deficient contractor per-
formance based on the performance 
standards in the PWS. 



There are three types of COR 
certification standards:

 �Type A: fixed price, low perfor-
mance risk requirements.

 �Type B: other than fixed price, low 
performance risk requirements.

 �Type C: unique requirements that 
necessitate a professional license, 
higher education, or specialized 
training.

Each COR level requires a dif-
ferent menu of courses (online 
and resident) to meet certification 
standards. The COR certification 
standards identify technical compe-
tencies, experience, and minimum 
training needed for successful per-
formance as a COR.

During R–CAAT leader in-
terview sessions, most unit lead-
ers indicated they were not fully 
aware of the DOD and DA stan-

dards for COR certification and 
the different types of COR (A, B, 
and C) courses. This subsequently 
resulted in many CORs attending 
courses that did not fully certify 
and prepare them to monitor and 
provide contract oversight of com-

plex contracts. 
In addition to observations and 

insights regarding the levels of 
COR training, there are a few more 
institutional COR training-related 
OILs. All leaders need COR fa-
miliarization or awareness train-
ing. It should be integrated into 
professional military education for 
officers, warrant officers, and non-
commissioned officers. 

COR training must focus on the 
Quality Assurance and Surveil-
lance Program, performance work 
statement development, COR au-
dit, corrective action reporting, and 
corrective action plan development. 

Operational Training
The Army Contracting Command, 

through the Expeditionary Contract-
ing Command and its contracting 
support brigades, established addi-
tional COR courses in theater to 
provide training to meet theater-spe-
cific contract support oversight re-
quirements. One of the key lessons is 
that to be effective and theater spe-
cific, COR training must be geared 
to operations and tailored to meet 
the anticipated duty description of 
the COR within a particular the-
ater—not conducted using a cookie- 
cutter approach. 

Customized Army Contracting 
Command contingency contract-
ing training, conducted by a con-
tracting support brigade mobile 
training team, was instrumental 
in certifying CORs and preparing 
a unit to assume significant host- 
nation trucking contract manage-
ment missions. 

Materiel
The DOD and DA developed and 

implemented several tools to aid re-
quiring activities and CORs in per-
forming duties and responsibilities. In 
March 2011, the DOD directed the 

Continued from page 29

During my tenure as a COR, I 
recommended level I and level II 
CARs. A level I CAR was issued for 
infractions or violations that could 
be corrected on the spot, and level II 
CARs were recommended for infrac-
tions that required a more detailed 
and extensive corrective action plan 
from the contractor. Although I did 
not recommend one during my ten-
ure, a level III CAR can be issued for 
the most egregious violations of the 
PWS. 

The CAR is an administrative ac-
tion initiated by the COR and vetted 
by the contracting officer or ACO, 
the Defense Contract Management 
Agency representative for the con-

tract, and the contractor. If the in-
fraction cited in the CAR is validat-
ed, the CAR is officially issued to 
the contractor. The contractor then 
develops a corrective action plan to 
correct the deficiency and mitigate 
future infractions. 

Remediation and Audits
The other CORs and I addressed 

minor issues with contractor per-
formance through the contractors’ 
management team for immediate 
remediation. Knowing and using the 
contractors’ management team af-
forded us a less punitive tool to deal 
with minor contractor performance 
issues. Over time, the process worked 
well and fostered a partnership with 
the mutual understanding that pre-

serving government resources and 
accomplishing the assigned mission 
were the top priorities. 

We used regular COR audits as a 
key formal process to systematical-
ly verify contractor performance. In 
addition, we conducted continuous 
informal contract surveillance, which 
provided additional opportunities to 
verify that the performance metrics 
outlined in the PWS were being met.

Army War Reserve Deployment System
I had to learn and understand the 

functionalities of the information 
systems that the contractors used 
to execute their contractual require-
ments to effectively perform my 
COR duties. The Army War Reserve 
Deployment System (AWRDS) was 
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Army leaders must embrace OCS and ensure that the 
COR puts forth the appropriate energy and effort to the 
mission.



use of the Contracting Officer Repre-
sentative Tracking (CORT) Tool. 

The CORT Tool is designed for 
use by military departments and de-
fense agencies for all contracts with 
CORs assigned. The tool is a web 
management capability for appoint-
ing CORs. It allows a prospective 
COR, COR supervisor, or contract-
ing officer to electronically nominate 
CORs for one or more contracts. 
It provides built-in workflows for 
the nomination process, including 
email alerts and status reminders for 
monthly status report deadlines and 
delinquencies. 

The CORT Tool provides contract-
ing personnel and requiring activities 
with the means to track and manage 
COR assignments across multiple 
contracts throughout the DOD. Al-
though the CORT Tool offers a great 
benefit for managing the COR pro-
gram, operational units rarely use it 
because they are unaware of the DOD 
directive mandating its use.  

Leadership and Education 
In September 2010, the Inter-

national Security Assistance Force 
commander issued contracting 
guidance articulating the impor-

tance of contracting in the overall 
mission. It stated that contract-
ing is the “commander’s business.” 
Army leaders must embrace OCS 
and ensure that the COR puts forth 
the appropriate energy and effort to 
the mission.

From a leadership perspective, 
collected OILs indicate that com-
manders need additional tools and 
guidance to assist them in selecting 
the right person to act as a COR. 
R–CAAT feedback indicates that 
although CORs receive training, 
many are not experienced enough 
to deal with highly experienced 
contractors and to properly moni-
tor contractor performance. 

A remedy for this issue is to de-
velop a list of considerations and 
recommendations for screening 
and selecting CORs and reempha-
size the commander’s direct role in 
nominating CORs in precommand 
courses and during the predeploy-
ment training phase. 

Commanders also must be aware 
of the major difference between com-
mand authority and contract author-
ity and understand the available tools 
and resources to influence confor-
mance and prevent nonperformance. 

OCS continues to evolve. A key 
to effective contract support is con-
sistent contract oversight. While 
the Army continues to leverage 
OCS capabilities to augment or-
ganic capabilities, requiring ac-
tivities must embrace the role of 
CORs in providing effective con-
tract management oversight.

As a representative for both the 
operational commander and the 
contracting officer, a COR acts as 
the eyes and ears to ensure con-
tractors perform within estab-
lished standards of the contract 
and that U.S. tax dollars are well 
spent. Unit commanders must en-
sure CORs are carefully selected, 
properly trained, and have the ap-
propriate time to perform COR 
functions.

Rodney M. Palmer is the operational 
contract support lessons learned integra-
tor for the Army Acquisition, Logistics and 
Technology–Integration Office at Fort Lee, 
Virginia. He is a retired Army Logistics 
Corps officer. He has a master’s degree in 
general administration from Central Mich-
igan University.

the information system used to man-
age the maintenance operation for 
Army Pre-positioned Stocks 5.

I had no previous experience with 
the system, so I had to learn to use 
it quickly in order to provide the 
meticulous surveillance required to 
adequately oversee such a large con-
tract. I used AWRDS to add another 
layer to our contract surveillance plan 
once I learned the capabilities of the 
system.

Command Oversight
The command team was actively 

involved in contract oversight. The 
CORs assigned to the organization 
conducted monthly performance 
feedback briefings at the battalion 
and brigade levels to keep the com-

mand team informed of contractor 
performance. This gave the command 
team the opportunity to assess con-
tractor performance at the executive 
level. 

The command team’s presence at 
the recurring meetings and interest 
in contractor performance were clear 
indicators of its dedication to the 
process. The command emphasis also 
stressed to the CORs the importance 
of their duties.

Because of the scope of responsi-
bility associated with COR duties 
(especially on contracts of this mag-
nitude) COR selection should be a 
deliberate process. Training should 
be tailored to ensure selected CORs 
possess the comprehensive knowl-

edge to effectively perform their du-
ties for their respective contracts.

Chief Warrant Officer 4 Dane A. Patter-
son is a sustainment integration and anal-
ysis officer assigned to the Sustainment 
Center of Excellence Directorate of Lessons 
Learned and Quality Assurance. He has an 
associate degree in general studies from 
the University of Maryland, an associate 
degree in electromechanical technology 
from Excelsior College, a bachelor’s degree 
in management studies from the University 
of Maryland, and a master’s degree in hu-
man resources management from Webster 
University. He is a graduate of the Warrant 
Officer Candidate, Basic, Advanced, Staff, 
and Senior Staff Courses.
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A quality assurance noncommissioned officer conducts a maintenance spot check 
on Army Pre-positioned Stocks 5 equipment. (Photo by Annette McDonald)
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	By Maj. Robert J. Yates III, USAF

Administrative 
Contracting 
Officers

ACO



34 Army Sustainment

Between January and June 2013, 
the administrative contracting 
officer (ACO) for Army Pre- 

positioned Stocks 5 (APS–5) was 
responsible for administering three 
contracts involving over 1,800 con-
tractor personnel. To successfully ac-
complish this, the ACO was required 
to serve as an integrator for the 402nd 
Army Field Support Brigade (the re-
quirements owner), the contractor, 
the Army Sustainment Command 
(ASC), and the Army Contracting 
Command–Rock Island. This article  
captures the observations, insights, 
and lessons of the ACO of the largest 
APS contracts administered during 
the first half of 2013. 

Initial Requirements
Prior to arriving in theater and as-

suming their duties, ACOs attend a 
four-day course called Basic Contin-
gency Operations Training (BCOT). 
The purpose of BCOT is to famil-
iarize deploying Defense Contract 
Management Agency (DCMA) ci-
vilians and military members with the 
roles and responsibilities of an ACO. 
During BCOT, DCMA provides the 
students with in-class instruction, sce-
narios, and practical exercises to pre-
pare the ACOs for their deployments. 

Individual augmentees assigned to 
DCMA–Kuwait, are selected for their 
assignments by the DCMA–Kuwait 
commander and theater ACO. Con-
tracting officers typically are selected 
for positions based on their back-
grounds and experiences. In most 
cases, contracting officers assigned to 
ACO duties must be Defense Acqui-
sition Workforce Improvement Act 
(DAWIA) level II certified. 

Contracting Authority
The ACO receives contracting au-

thority from the DCMA headquar-
ters or a designated official through 
the issuance of a Standard Form 
1402, Certificate of Appointment, 
also known as a warrant. The warrant 
is set at a specific dollar limit and for 
a specific purpose. 

In the case of individual augmen-
tees supporting DCMA, ACOs are 

granted the authority to administer 
contracts in a contingency environ-
ment. Most people dealing with U.S. 
government contracts know that only 
contracting officers can legally bind 
the government. However, contract-
ing officers may only legally bind 
the government to the extent of the 
authority delegated to them (in ac-
cordance with Federal Acquisition 
Regulation 1.602–1). In addition, the 
procuring contracting officer (PCO) 
must delegate the authority to admin-
ister a specific contract to the ACO. 

Ensuring Effective Oversight
The ACO for the APS–5 contracts 

is responsible for ensuring they are 
executed in accordance with the per-
formance work statements (PWSs) 
and applicable contract clauses. The 
APS–5 contracts are primarily for 
maintenance and supply and require 
an ACO with extensive knowledge 
and the ability to monitor the perfor-
mance of 1,800 contractors. 

To accomplish effective oversight, 
the ACO relies on personnel more 
qualified in supply and maintenance 
activities to assist in managing the 
contracts. Contracting officers rou-
tinely appoint contracting officer’s 
representatives (CORs), nominated by 
the requiring activity commander, to 
assist in contract administration. 

The CORs and the extent of their 
authority to act on the behalf for the 
contracting officer are designated in 
writing. A service contract as large 
as the one for APS–5 requires many 
eyes to ensure that the government 
receives what it pays for. For this rea-
son, over 30 CORs helped to support 
the contract. Because of the number 
of CORs, lead CORs were used to 
structure the flow of communication. 

With CORs spread throughout 
multiple locations, the ACO primar-
ily communicated through meetings 
with the lead CORs who, in turn, dis-
tributed the information down to the 
CORs. If an urgent matter required 
direct communication to all CORs, 
the ACO contacted them directly. 

For the APS–5 contracts, CORs 
provided oversight of the contrac-

Being the administrative 
contracting officer for 
the largest Army 
pre-positioned stocks 
contracts requires more 
than just contracting 
knowledge.
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tor’s daily performance. The CORs 
also performed audits and submitted 
reports to DCMA quality assurance 
representatives (QARs). 

Ensuring Compliance
Although CORs were appointed by 

the contracting officer, their daily in-
teractions were typically with QARs. 
The QARs mentored and guided 
CORs to help ensure contractor com-
pliance with the PWS and applicable 
contract clauses. CORs also submitted 
their reports to the DCMA QARs for 
noncompliance matters. 

The DCMA QARs then deter-
mined whether a corrective action re-
quest should be issued by them (level 
I or II) or if they needed to elevate the 
matter to the contracting officer (level 
III or IV). A corrective action request 
could be issued for contract noncom-
pliance, deficiencies, or matters requir-
ing immediate corrective action. 

Together, the QAR and COR could 
then monitor the contractor’s correc-
tive action response, which included 
determining the root cause of the non-
compliance and a plan to prevent the 
noncompliance from occurring again. 

Preparing CORs for the Mission
Successfully administering a pro-

gram of this magnitude requires trained 
CORs who know what they are doing. 
Although many CORs are functional 
experts, they may not be thoroughly fa-
miliar with the requirements to provide 
oversight of contracts and contractors. 
CORs receive a lot of computer-based 
training before deploying and then 
local, contract-specific training when 
they arrive in theater. 

For the APS support contract, the 
ACO took on the major task of ensur-
ing the CORs had the tools needed 
to succeed. The ACO teamed up with 
the brigade contract management sup-
port office to offer biweekly training 
to CORs. This training built upon the 
required predeployment COR training 
and focused on deficiencies identified 
during daily interactions with CORs. 
Tailored training provided lessons 
learned and highlighted specific tools 
to help CORs administer contracts. 

Additional ACO Requirements
The APS–5 ACO had many re-

sponsibilities not typical for DCMA 
Contingency Contract Administra-
tion Services positions in Kuwait. 
Since the APS–5 program was based 
out of the ASC, the daily management 
of this contract required constant 
communication with the battalion, 
brigade, ASC, and Army Contracting 
Command–Rock Island. 

The ACO attended multiple week-
ly meetings with the contractor, the 
CORs, and the battalion commander 
to assist in the flow of communication 
between the on-the-ground user and 
the contractor and to mitigate issues 
on the spot. This eliminated delays and 
problems that could have transpired 
because of misinterpretation of PWS 
language or inconsistencies in govern-
ment communication. 

When issues could not be resolved 
immediately, the ACO communicat-
ed them back to the PCO or program 
management team at ASC. Sometimes 
unresolved questions required a formal 
response or change to the PWS or the 
contract. PCOs made the contract 
modifications. However, the ACO’s 
task was to assess the contract to de-
termine if a contract modification was 
warranted. If the correct wording was 
already contained in the PWS and only 
required clarification, a letter of techni-

cal direction (LOTD) was issued. 
Because of the broad scope of the 

APS–5 contracts, many actions re-
quired further definition during per-
formance. This is where the LOTD 
process assisted in effectively adminis-
tering the contracts. Once the LOTD 
was drafted, it was coordinated with 
the PCO and program management 
team for release. The clarification lan-
guage from the LOTD was later in-
cluded in a contract modification. 

Working as the ACO for the 
APS–5 contracts provided many les-
sons learned for future contracting 
operations. Above all, large, technical 
contracts especially need additional 
expertise from sustainers to ensure 
they are being administered correctly.

Maj. Robert J. Yates III is the chief of con-
tract policy in the Office of the Secretary of the 
Air Force and Chief of Staff of the Air Force 
Executive Action Group. He is a Defense Ac-
quisition Workforce Improvement Act level III 
certified contracting officer and a level II life 
cycle logistician who has served as a staff 
officer for the deputy assistant secretary for 
contracting in the Office of the Assistant Sec-
retary of the Air Force for Acquisition. He has 
a master’s degree in business administration 
from Endicott College.

Soldiers from the receiving unit conduct a joint basic issue item inventory with 
personnel assigned to Army Pre-positioned Stocks 5. (Photo by Master Sgt. 
Betheny Jones)
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The U.S. military will spend 
the next several years focused 
on planning and manag-

ing the retrograde, reset, redeploy-
ment, redistribution, and disposal 
(R4D) of materiel in Afghanistan. 
This mission will be daunting, con-
sidering the scope and scale of the 
retrograde and the simultaneous 
wide-area security operations. 

This logistics challenge has creat-
ed an environment in which every 
agency in the logistics enterprise 
must participate in order to estab-
lish a global supply chain. The shift 
from Operation Enduring Freedom 
(OEF) priorities to R4D operations 
has unified logisticians across the 
enterprise to execute this mission in 
a landlocked combat zone. 

The level of success required can 
be achieved only by using a com-
mon operational picture of the 
combined joint operations area, 
which the U.S. Forces–Afghanistan 
(USFOR–A) J–4 fusion cell provides.

Retrograde in Afghanistan
Retrograde is defined in Joint 

Publication 4–09, Distribution Op-
erations, as “the process of moving 
non-unit equipment and materiel 
from a forward location to a reset (re-
plenishment, repair, or recapitaliza-
tion) program or to another directed 
area of operations to replenish unit 
stocks, or to satisfy stock require-
ments.” 

The publication states that “ret-
rograde materiel consists of ser-
viceable, unserviceable, economi-
cally repairable items and weapons 

systems destined to a source of 
repair, refurbishment program, or 
DLA [Defense Logistics Agency] 
Disposition Services.” 

Within the R4D system in Af-
ghanistan, retrograde materiel 
also includes unit and nonunit 
equipment, government-owned, 
contractor-operated equipment, 
and other Department of Defense  
materiel across the country. 

The R4D system involves not 
only moving equipment destined 
for reset actions but also intrathe-
ater redistribution and redeploy-
ment of all equipment needing  
disposition. 

As equipment in Afghanistan 
is identified and accounted for by 
service, departmental, and DLA 
systems of record, more than a de-
cade’s worth of materiel buildup is 
being accounted for. 

The process requires intense 
management of disposition in-
structions and a reverse supply 
chain network designed to redis-
tribute, retrograde, redeploy, and 
dispose of materiel. 

The massive amount of materi-
el being processed represents all 
classes of supply and includes base 
support materiel and facilities. This 
volume of equipment is too much 
for any single-service logistics sys-
tem and requires the collaboration 
of partners across the joint logistics 
enterprise ( JLEnt).

The Joint Logistics Enterprise
Because the OEF drawdown is so 

extensive, it requires almost every 

logistics partner within the JLEnt 
to contribute expertise and busi-
ness practices to build efficient and 
unified action. 

This network, bound by a com-
mon goal, has established a mul-
tifaceted supply chain that can 
quickly handle a high volume of 
materiel flowing out of the battle-
field while replenishment materiel 
is still effectively flowing in. 

The partners bring different skill 
sets to the supply chain, which 
involves lines of communication 
throughout the globe. 

The unified action partners in-
clude the U.S. Joint Staff J–4, ser-
vice departmental logistics staff 
officers, the U.S. Transportation 
Command, the Army Materiel 
Command (AMC), other compa-
rable service materiel commands, 
DLA, the U.S. Central Command 
(CENTCOM) J–4, service com-
ponent logistics staffs, USFOR–A, 
the International Security Assis-
tance Force (ISAF), NATO and 
coalition logisticians, the 1st The-
ater Sustainment Command (1st 
TSC), other governments (such as 
Kuwait), and a plethora of com-
mercial activities. 

Many of these partners are embed-
ded with operational units through-
out the combined joint operations 
area. 

This fosters an ability to capture 
requirements, provide in-transit 
visibility, and redistribute materiel 
identified by the USFOR–A J–4’s 
and other ISAF commanders’ pri-
orities while continuing to provide 

R4D: Uniting the Logistics 
Enterprise in Afghanistan

	By Lt. Col. Jason J. Hanifin

The retrograde, reset, redeployment, redistribution, and disposal mission in Afghanistan requires the 
collaboration of every partner within the joint logistics enterprise.
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effective sustainment to current 
and planned operations. 

Each partner within the glob-
al team brings a unique specialty, 
pooling organizational capabili-
ties, management control mecha-
nisms, and contracts ranging from 
the U.S. industrial base to foreign 
partners. 

The benefits of having a complex 
web of agencies involved in the 
R4D OEF operation are many. The 
most noteworthy are the shared 
financial burden, the efficiencies 
gained in economies of scale, the 
synergies attained in mutual sup-
port, and the shared expertise to 
manage ongoing process improve-
ments in a difficult operational  
environment. 

Overcoming Challenges
The challenges are not over-

whelming for such an adaptive, 
conglomerated system held togeth-
er not by command but through 
unified action that capitalizes on 
instant communications and shared 
understanding. 

The regulated velocity (speed 
and direction) of materiel from 
which R4D is derived is from the 
ISAF commander’s priorities and 
his declared end state. 

The USFOR–A J–4 fusion cell 
links the JLEnt to NATO, which 
connects to a support network 
and establishes a total systems ap-
proach to sustainment. The mate-
riel reduction is a massive under-
taking, but the JLEnt can provide 
clarity through shared metrics that 
represent system performance. 

The R4D mission being accom-
plished through the unified action 
of the JLEnt partners requires a 
complementary mission to provide 
support to more than 100,000 co-
alition Soldiers, Sailors, Airmen, 
Marines, multinational civilians, 
and contractors in theater. 

This mission requires an intense 
effort to regulate multiple materi-
el flows and ensure that the supply 
chain can meet both the demands 
of the numerous customers on the 

ground and the specified time line 
for withdrawal of forces. 

Results
The JLEnt’s success over the last 

year was confirmed by R4D per-
formance metrics. The JLEnt pro-

cessed and established velocity for 
more than 12,000 pieces of rolling 
stock, 1,400 20-foot equivalent 
unit containers, and 690,000 pieces 
of other equipment. 

It also disposed of more than 40 
million pounds of materiel, reduced 
the number of shipping containers 
by more than 20,000, and reduced 
the number of operating bases in 
the combined joint operations area 
by more than 14. Through careful 
management, the effort saved more 
than 14 billion dollars. 

This integrated network was not 
without flaws, and there were some 
missteps along the way. The R4D 
process was cumbersome when it 
came to the multiple inputs of data 
from various sources, which led to 
different operational pictures. 

This, in turn, led to decisions 
that shifted priorities and delayed 
the flow of materiel until the data 
points were properly vetted. The J–4 
fusion cell adjudicated the infor-
mation and fostered the crosstalk 
within the JLEnt to adjust the sus-
tainment to fit the circumstances. 

The key for the JLEnt is for the 
network to adapt to the complexity 
of multiple mission sets along with 
the missteps and to reorient efforts 
to learn from them. This was prop-
erly accomplished in Afghanistan 
and fostered continuous improve-
ment along with an effective sup-
ply chain. 

As ISAF nears the final stages of 
R4D operations in Afghanistan, it 
is imperative that the Army docu-
ment the highly successful logistics 
practices that were implemented as 
well as learn from the missteps. 

In reviewing these practices and 

mistakes, we also need to address 
the issue of educating logisticians 
on this JLEnt model in support of 
future globally integrated opera-
tions described in the Capstone 
Concept for Joint Operations: 
Joint Force 2020. 

In this fiscally challenged era, 
the JLEnt can be synchronized and 
applied to home station training, 
training centers, and predeploy-
ment training as well as to the un-
predictable future operations. 

The complex and adaptive sys-
tem that worked so brilliantly in 
Afghanistan R4D operations must 
become the new norm. The goal of 
every potential partner should be 
to contribute to a globally respon-
sive logistics system. 

The logistics community should 
work to institutionalize the JLEnt 
model so that our future logistics 
leaders can provide the freedom of 
action needed in operations that 
will require simultaneous R4D and 
theater sustainment missions sim-
ilar to the drawdown in Afghani-
stan. 

Lt. Col. Jason J. Hanifin is the director for 
the Army Logistics University’s Joint Logistics 
Course at Fort Lee, Virginia. He wrote this ar-
ticle after serving in the U.S. Forces–Afghan-
istan J–4 fusion cell. He holds a master’s 
degree in supply chain management and is 
a demonstrated master logistician.

Each partner within the global team brings a unique 
specialty, pooling organizational capabilities, management 
control mechanisms, and contracts ranging from the U.S. 
industrial base to foreign partners. 
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The old English proverb, “For 
want of a nail, the kingdom 
was lost,” neatly summarizes 

the challenge faced by the Afghan 
National Army (ANA). The ANA 
has significantly improved its capa-
bilities in the past five to six years. 
But, although the ANA seems to 
be doing well operationally, it is still 
challenged by logistics—specifically 
class IX (repair parts) management. 
To address this shortcoming, the 
Regional Command (RC) South 
Afghan National Security Forces 

(ANSF) development cell formed 
a “tiger team” to address its class IX 
management issues. 

The Problem
The 201st Brigade Support Bat-

talion’s supply team identified three 
specific challenges. The first was that 
the ANA logisticians had no under-
standing of bin labeling concepts, the 
minimum/maximum theory, or how 
to optimize use of space. 

Second, the ANA used an analog 
supply chain management system 

that did not capture demand histo-
ry or provide a common operational 
picture. With no common operation-
al picture, leaders at the corps and 
division levels had no way to make 
sound logistics decisions. 

Third, ANA leaders were over-
whelmed by the number of Ministry 
of Defense (MoD) Form 14s, which 
are used to requisition and issue 
parts. As a result, the MoD Form 
14s were not processed and the ANA 
just pushed whatever parts they had 
available.

Warlord Tiger Team
Regional Command South in Afghanistan established a team to assist the Afghan National Army in 
preparing to provide its own logistics.

	By Chief Warrant Officer 2 Courtney S. Townes

Coalition soldiers inventory an initial shipment of supplies, called “Warlord,” for the 205th Corps, Afghan National Army, 
Jan. 13, 2014, at Camp Hero, Kandahar, Afghanistan. (Photo by Cpl. Mariah Best)
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These problems were compound-
ed by a lack of fundamental under-
standing of class IX management 
that resulted in stockpiles of unused 
and unwanted parts while critical 
parts remained in a short supply 
across the ANA. 

The Tiger Team
RC South learned that a major 

foreign military sales push of class 
IX parts was scheduled for the 
ANA in December 2013—a push 
called “Warlord.” The ANSF devel-
opment cell was concerned that the 
push would not benefit the ANA 
without some consolidated training 
on spare parts management. 

To address these challenges, the 
ANSF in RC South assembled the 
Warlord Tiger Team (WTT), of 
which I was a member, to help the 
ANA with its logistics issues. The 
team comprised Soldiers from the 
3rd Brigade Combat Team, 1st In-
fantry Division, and from the 2nd 
Cavalry Regiment. 

The WTT’s goal was to train 
ANA noncommissioned officers 
and senior logisticians on how to 
manage class IX parts. Our training 
objective was to have the Afghans 
develop a methodical process for 
storing and issuing parts. 

Under the supervision of the se-
curity force assistance teams already 
assigned to the training brigade, the 
WTT acted as a mobile training 
team, directly training Afghan forc-
es. Feedback from each brigade’s 
assistance team revealed a need to 
remove some excess parts from the 
brigade footprint. The hope was 
that if we could help remove this 
excess and show results during the 
Warlord delivery, the ANA forces 
would develop confidence in their 
supply system.

CSSK Training
On Oct.17, 2013, the WTT be-

gan training the ANA 205th Corps’ 
combat service support kandaks 
(battalions) (CSSKs). We planned 
to visit all four 205th Corps bri-
gades in RC South. The plan was 

to build the ANA’s confidence in 
the system and prepare the ANA 
to receive the Warlord push by con-
structing warehouse bin locations 
and teaching the concepts of stock 
control management, including the 
use of minimum and maximum re-
order points.

The WTT taught the CSSKs 
systematic reorder point processes 
in order to sustain the ANA fleet. 
Although it was clear that train-
ing was required for this to be suc-
cessful, training by itself would not 
work. It took U.S. Soldiers working 
shoulder to shoulder with the ANA 
soldiers in order to understand the 
ANA’s analog methods and create 
applicable training. Actions spoke 
volumes, so the WTT, with help 
from some 3rd Brigade Combat 
Team engineers, went to work. 

The team constructed shelves 
and bins for repair parts and made 
cards to mark which parts would go 
where. We also helped the CSSKs 
physically move parts from exces-
sive piles onto marked shelves. 

The first order of business was to 
develop the programs of instruc-
tion for this mission. To do this, 
the WTT partnered with the team 
from Engilty, a contractor who has 
been teaching the Afghans about 
logistics for the past 12 years. Each 
WTT member was taught the pre-
scribed program of instruction be-
fore moving to his mission location. 

After arriving at a forward oper-
ating base, the WTT partnered with 
logistics security forces assistance 
team members to resource materi-
el requirements and identify spe-
cific training requirements for the 
CSSKs. The WTT’s main teaching 
themes were class IX management, 
bin label concepts, and class IX 
management practices.

Class IX Management
The class IX management training 

focused on the importance of mini-
mum and maximum reorder points. 
This concept allowed warehouse 
managers to replenish their class IX 
repair parts. The U.S. Army has the 

benefit of the Standard Army Retail 
Supply System and other software 
programs to automate these pro-
cesses, but we had to teach its Af-
ghan partners to do this manually. 

The stock record account was used 
to account for stock and collect de-
mand data. Students also learned 
methods for gathering demand data 
during their warehouse operations 
in order to compute valid demand 
rates. This was a new management 
process for Afghan logisticians. 
Once this method was applied, it 
provided the managers with the ca-
pability to manage countless stock 
records and forecast demands.

Bin Label and Stock Locator Concept 
The WTT taught the bin la-

bel and stock locator concept as a 
mechanism to ensure parts were 
where they were needed. Having 
parts in place prior to inventories 
allowed the ANA soldiers to under-
stand and have confidence in using 
the minimum/maximum theory. 
These methods helped ANA lo-
gisticians understand how to order 
specific items and the importance 
of replenishing authorized stockage 
list (ASL) items. 

Applying these methods allowed 
the ANA soldiers to have a sound 
understanding of what parts needed 
to go where and why. These meth-
ods were implemented to allow the 
ANA soldiers to determine the op-
timal order level quantities and to 
set their safety levels at each stock 
location so their ASL never reached 
a zero balance.

Management Practices
The WTT created and imple-

mented management practices 
known as the issue ledger and the 
class IX master ledger, which gave 
ANA leaders visibility of what was 
on hand and what was on requisi-
tion. This allowed the ANA to have 
a logistics common operational pic-
ture for class IX parts for the first 
time. 

The WTT established an efficient 
way to inventory class IX repair 
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parts. The class XI master ledger 
documents all ASL items issued or 
distributed to customers. It is used 
daily and reconciled weekly, giving 
leaders visibility of all supplied class 
IX and highlighting redundant parts 
pushed from higher echelons.

Evaluating Success
It is too early to tell if the training 

was successful. However, the WTT 
saw some improvements when the 
ANA soldiers built shelves and bins 
and then labeled them. We saw them 
correctly store parts as they came in. 

We also realized the training must 
be reinforced. Hopefully, as our com-
bat forces return home, logisticians 
will continue to have opportunities 
to train, teach, and advise our Afghan 
partners on how to become more ef-
ficient in class IX management and 
other logistics functions. 

Star Students
As part of the WTT, we had an 

opportunity train brigade soldiers at 
the lowest levels; however, this ca-
pability will decrease with time as 
the number of U.S. forces remaining 
in Afghanistan decreases. Knowing 
this, the ANSF development cell 
tasked the WTT with identifying 
“star students” to provide the train-

ing in the absence of U.S. forces. 
Following the guidance from the 

ANSF development cell, we identi-
fied as star students those who were 
engaged and excited about the class. 
These students took special interest 
and ensured the WTT understood 

not only the U.S. way but also the 
ANA way. Approximately four sol-
diers from each brigade were identi-
fied as stars; they were the ones who 
took time to teach our concepts to 
the other ANA soldiers in the class 
and ensured that leaders within their 
organizations were engaged and be-
lieved in a common goal. 

These students were recognized 
at the end of class in front of their 
leaders and peers as stellar soldiers 
who have ability to train the train-
er if needed within their brigade. 
The WTT also left a leader’s book 
that had each student’s profile, an-
notating with two stars if they were 
stellar. In this way, we trained some 
trainers who could be called upon 
to retrain if necessary. The book was 
left with each brigade’s S–4.

Adopting ANA Ways 
The WTT took on this project not 

only to teach the U.S. way but also to 
adapt ANA solutions. As part of our 

training strategy, we applied their 
learning methods to our training 
program. 

We learned that the ANA had all 
their class IX parts in a consolidat-
ed area. With this, they were able 
to maximize their locations, store 
like items in containers, and use 
a daily issue log book. They called 
this book their property book, and 
it contained all transactions con-
ducted as part of their warehouse 
operations. This book was very de-
tailed and maintained only at the 
company level. 

The property book was used for 
class IX items coming from high-
er headquarters, on hand balanc-
es, modifications to inventory, and 
current issue logs. Even though the 
ANA soldiers had no automation, 
they were still able to have visibility 
of what they maintained at the com-
pany level. As the WTT got more 
involved in their operations, it en-
hanced their concepts, educated key 
leaders, and built the ANA soldiers’ 
confidence.

By having the technical experi-
ence, the team was able to facilitate 
and develop the ANA soldiers’ skills 
in class IX management. Class IX 
management skills are vital to im-
proving proper logistics effective-
ness and mission readiness. Working 
with an analog supply system was a 
humbling experience that provided 
increased awareness of how import-
ant class IX management is within 
the U.S. Army. 

The WTT rectified the ANA’s de-
ficiency in class IX management and 
established a successful partnership 
between U.S. and Afghan soldiers 
through teamwork, self-confidence, 
trust, and friendship. 

Chief Warrant Officer 2 Courtney S. 
Townes is a supply systems technician. 
He is a graduate of the Warrant Officer 
Candidate Course and the Warrant Offi-
cer Basic Course.

Coalition soldiers unload an initial “Warlord” shipment of supplies for the 205th 
Corps, Afghan National Army, Jan. 13, 2014, at Camp Hero, Kandahar, Af-
ghanistan. (Photo by Cpl. Mariah Best)
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In August 2013, the 601st Avia-
tion Support Battalion deployed 
its Petroleum Quality Analy-

sis System–Enhanced (PQAS–E) 
to Kandahar Airfield, Afghani-
stan, with Task Force Guardian in 
support of Operation Enduring   
Freedom. 

In garrison, the Task Force 
Guardian PQAS–E team provided 
daily qualitative petroleum labora-
tory testing. To accomplish the mis-
sion in theater, the PQAS–E team 
needed to address and overcome 
multiple challenges, including the 
need to conduct 24-hour operations, 
acquire supplies for those opera-
tions, and learn in-theater shipping 

and receiving procedures.

About the PQAS–E
The PQAS–E is a self-sufficient, 

mobile fuel laboratory that uses 
current fuel analysis technologies 
to meet Military Standard 3004C, 
Quality Assurance/Surveillance 
for Fuels, Lubricants and Related 
Products. 

PQAS–E operations are designed 
to be carried out by three military 
occupational specialty 92L (petro-
leum laboratory specialist) Soldiers. 
The system includes a 30-day sup-
ply of all expendable items, but it 
does not include the fuel needed to 
operate the attached generator.

Garrison Operations
Before deploying to Afghanistan 

with Task Force Guardian, the 
PQAS–E was located at Marshall 
Army Airfield at Fort Riley, Kan-
sas. At home station, the PQAS–E 
processed fuel samples for all of 
Fort Riley and Fort Sill, Oklaho-
ma, including samples from civilian 
contractors. From October 1, 2011, 
to August 2013, the PQAS–E pro-
cessed 1,440 samples, testing over 8 
million gallons of fuel.

Operations in Afghanistan
The mission of Task Force 

Guardian’s PQAS–E at Kandahar 
Airfield was to provide expedient, 

OPERATIONS

Petroleum Quality Analysis System–
Enhanced Operations in Afghanistan
The 601st Aviation Support Battalion ran a laboratory to check fuel quality for units operating in and 
around Regional Command South in Afghanistan.

	By Sgt. George W. Slaughter

The Petroleum Quality Analysis System–Enhanced, located at Kandahar, Afghanistan, with the 601st Aviation Support 
Battalion, provided expedient, qualitative petroleum laboratory testing for all U.S. Army units and contractors in and 
around Regional Command South. (Photo by Sgt. George W. Slaughter) 
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qualitative petroleum laboratory 
testing for all U.S. Army units and 
contractors in and around Regional 
Command South.

The PQAS–E, located in A Com-
pany’s fuel and water platoon, could 
perform complete or modified A, 
B1, B2, C, and filter effectiveness 
analyses on kerosene-based fuels 
( JP8, JP5, Jet A, and Jet A–1), die-
sel, and motor gasoline. Samples 
were delivered to the PQAS–E 
from surrounding areas by both ci-
vilian and military transport. 

Having the PQAS–E in theater 
minimized equipment downtime 
during the testing process. When a 
fuel source (such as a tank or a bag) 
is tested, the equipment is taken 
off-line until the test results return 
and the operators know the quality 
of the equipment or fuel. 

Normally this process takes up to 
72 hours because the sample has to 
be transported to an off-site labora-
tory. The PQAS–E, however, reduc-
es the process to as few as 3 hours, 
depending on the distance from the 
source to the testing facility.

During the final months of the 
deployment, the PQAS–E also 
provided qualitative petroleum lab-
oratory testing for the 328th Quar-
termaster Detachment and tested 
samples from parts of Regional 
Commands Southwest and South. 
During one 30-day period in the-
ater, the PQAS–E tested samples 
for over 1.24 million gallons of fuel.

Overcoming Challenges
While deployed to Afghanistan, 

the PQAS–E team had to adapt to 
overcome challenges never faced 
in garrison. These included on-call 
operations, new shipping and re-
ceiving procedures, supply acquisi-
tion, and personnel shortfalls.

Providing on-call operations. 
In a garrison environment, the 
PQAS–E has certain hours of op-
eration, but in theater, the team 
was required to maintain 24-hour 
operations and perform its duties 
at a moment’s notice. To accom-
plish this, all members of the team 

trained on all aspects of PQAS–E 
operations and were required to 
maintain phone contact so that 
when emergencies arose they could 
be dealt with promptly.

Learning new shipping and re-
ceiving procedures. A second chal-
lenge was learning the in-theater 
shipping and receiving procedures 
for processing samples, which are 
different in Afghanistan than in 
garrison. 

At Fort Riley, units submit sam-
ples by sending personnel from their 
unit with the sample in hand. If the 
sample is mailed to the PQAS–E 
from outside of Fort Riley, sam-
pling supplies are not sent back to 
the unit submitting the sample. 

In theater, however, samples from 
outlying forward operating bases 
are sent to the PQAS–E on air-
craft. Since sampling supplies (such 
as sample cans and shipping boxes) 
are not readily available in theater, 
the PQAS–E must provide each 
unit with the sampling supplies to 
assist them in ensuring proper sam-
pling standards and timelines are 
met each month. Each shipment 
of supplies contains a copy of the 
unit’s most recent sample results.

Acquiring supplies. Another chal-
lenge the team faced in theater was 
the logistics of acquiring supplies 
for the PQAS–E, including sup-
plies for testing samples and main-
taining the attached environmental 
control unit and generator. 

When the PQAS–E was orig-
inally issued to A Company from 
Rock Island Arsenal, Illinois, sup-
plies were sent directly from Rock 
Island to the PQAS–E. During the 
deployment, the ordering process 
was transitioning from being Rock 
Island Arsenal’s responsibility to a 
unit-level responsibility. 

Some of the supplies required 
to conduct testing, including Mil-
lipore filter paper, are class VIII 
(medical materiel), which the unit 
supply clerk was not authorized to 
order. The PQAS–E’s environmen-
tal control unit and generator did 
not use the same components as 

other Army equipment, so the unit 
did not keep them in stock, mak-
ing maintenance supplies difficult 
to obtain. 

To overcome this gap in the tran-
sition process, the PQAS–E team 
worked with a supply noncommis-
sioned officer at the troop medical 
clinic to fill class VIII needs. Ad-
ditionally, maintaining daily com-
munication with personnel in the 
prescribed load list office allowed 
the team to fill requests for special 
maintenance supplies.

Overcoming a personnel shortfall. 
The PQAS–E system is designed 
to be operated by three military 
petroleum laboratory specialists; 
however, the 601st Aviation Sup-
port Battalion’s PQAS–E consisted 
of only two after one of the three 
redeployed. The two remaining lab-
oratory specialists learned to com-
municate and function as a team as 
well as individually. Both learned 
all facets of PQAS–E operations in 
order to maintain the same level of 
PQAS–E support and achieve the 
mission. Daily meetings kept each 
92L up to date on current tasks. 

The key to overcoming these 
challenges was realizing that every 
potential issue had a resolution as 
long as team members were will-
ing to learn new skills and main-
tain communication. By adapting 
to new conditions, the Task Force 
Guardian PQAS–E team demon-
strated that it was prepared to up-
hold the standards of fuel testing, 
maximizing equipment operations 
time, and allowing units to conduct 
their missions. 

Sgt. George W. Slaughter is the noncom-
missioned officer in charge of the petro-
leum laboratory specialists and the Task 
Force Guardian Petroleum Quality Assur-
ance System–Enhanced, A Company, 601st 
Aviation Support Battalion, 1st Combat Avi-
ation Brigade, 1st Infantry Division, out of 
Fort Riley, Kansas.
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OPERATIONS

During the retrograde of per-
sonnel and equipment from 
numerous forward operat-

ing bases throughout Afghanistan, 
the footprint of regularly manned 
forward arming and refueling 
points (FARPs) in the area of op-
erations decreased. This created 
the need for an expeditionary re-
fueling and rearming capability to 
support coalition force operations 
across Regional Command South. 
To address this need, Soldiers of 

the fuel and water platoon of the 
601st Aviation Support Battalion, 
Task Force Guardian, prepared for 
jump forward arming and refueling 
point ( JFARP) operations.

A Unit in Transition
When the fuel and water platoon 

began its deployment at Kanda-
har Airfield (KAF), it manned a 
hard standing FARP to refuel the 
brigade task force’s UH–60 Black 
Hawk, OH–58 Kiowa Warrior, 

AH–64 Apache, and CH–47 Chi-
nook helicopters. 

Because of force manning re-
ductions, many of the battalion’s 
Soldiers redeployed to Fort Riley, 
Kansas. The fuel and water platoon 
remained to provide a JFARP ca-
pability. To free the platoon for this 
mission, the FARP was turned over 
to contractors. During the transi-
tion, the fuel and water platoon 
trained more than 20 contractors to 
assume FARP operations at KAF. 

Jump FARP Operations in Afghanistan
Preparing to provide a jump forward arming and refueling point in Afghanistan required the fuel and 
water platoon of the 601st Aviation Support Battalion to practice providing that service.

	By 1st Lt. Daniel Bolon

Soldiers from the fuel and water platoon set up an Advanced Aviation Forward Area Refueling System. They connect the 
500-gallon fuel blivets to hoses that are connected to a pump, power unit, and filter/separator. Once set up, the system will 
provide two refueling points. (Photo by Spc. David Maness)  
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Focus on JFARP
After handing over the FARP, the 

platoon turned its focus to JFARP 
operations. While the platoon was 
hard at work preparing equipment 
and personnel to deploy a JFARP 
team, parallel planning was tak-
ing place at the battalion, brigade, 
and combined joint staff levels to 
ensure all operations and courses 
of action were properly analyzed, 
compared, and understood. 

A JFARP can be conducted in 
numerous ways, all of which are 
mission dependent. There are three 
primary methods: 

 �  Sling load 500-gallon fuel bliv-
ets from a Chinook, fly to the 
proposed JFARP location, and 
establish a FARP using the Ad-
vanced Aviation Forward Area 
Refueling System (AAFARS). 

 �  Ground convoy to the JFARP lo-
cation in M978 heavy expanded- 

mobility tactical trucks 
(HEMTTs) with 2,500-gallon 
tankers and set up the HEMTT 
Tanker Aviation Refueling Sys-
tem (HTARS). 

 �  Employ a “fat cow,” which is a Chi-
nook outfitted with 800-gallon 
extended-range fuel system tanks 
and hoses. 

During its JFARP training, the 
fuel and water platoon conducted all 
three types of operations and vali-
dated the associated refuel systems.

Pros and Cons
Each type of JFARP operation 

and equipment has its pros and 
cons to consider during planning. 

AAFARS. Using the AAFARS 
system provides suitable aviation 
refuel capability for 24 to 72 hours. 
It rapidly employs all necessary 
personnel and equipment using 
Chinooks. It also gives units more 

options for site selection. 
One con to the AAFARS is that 

it is primarily deployed using Chi-
nooks, which have weight limita-
tions when flying in the mountains 
of Afghanistan. Multiple trips may 
be necessary to get all equipment 
and personnel to the location. An-
other con is that, depending on the 
mission and aircraft to be refueled, 
multiple 500-gallon blivets may be 
required. Resupply factors must 
be considered when determining 
CH–47 requirements and mission 
synchronization. 

When planning a JFARP using 
the AAFARS, sling-load opera-
tions are integral to the process 
since they are the primary means 
of deploying the blivets and some-
times the container used to store 
the AAFARS. 

HTARS. Conducting a ground 
convoy using HEMTT tankers 
provides high fuel capacity, which 

Spc. Rene Torres and Spc. Justin Gerdes connect two 50-foot fuel hoses while setting up a jump forward arming and refuel-
ing point using the Advanced Aviation Forward Area Refueling System at Camp Hero, Afghanistan. (Photo by Spc. David 
Maness)
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can be increased easily depend-
ing on the mission and number 
of HEMTTs available. The high 
capacity reduces the number of re-
supplies required on site after the 
JFARP is in place and operational. 

Ground convoy operations come 
with added risks, including in-
creased security implications and 
enemy threat potential before and 
after refueling operations. Per-
forming preventive maintenance 
checks and services on HEMTTs 
and including a security escort are 
paramount to a successful JFARP 
when employing HTARS. 

Fat cow. Like the AAFARS, 
a fat cow JFARP provides rapid 
employment and more site choic-
es while operating under minimal 
enemy threat potential to and from 
the site. Since this system requires 
the use of aircraft, it comes with 
weight limitations. This primar-
ily affects how much fuel or how 
many 800-gallon extended-range 
fuel system tanks can be safely 
transported. 

The fat cow can be used to either 
refuel aircraft for a short time or re-
supply another JFARP by refueling 
blivets that are already in place, for 
example. Effective synchronization 
between the flight unit providing 
the Chinook and the fuel unit pro-
viding the personnel to conduct re-
fueling operations is important. 

Innovating While Training 
While training and preparing to 

employ a JFARP, the fuel and wa-
ter platoon experimented with dif-
ferent ways to execute operations, 
such as using a fat cow to resupply 
an AAFARS FARP, which is not 
normally done. 

The platoon also experiment-
ed with ways to package systems 
for employment. Using the basic 
issue item box, the platoon fit a 
whole HTARS inside the cab of 
a HEMTT, reducing the need for 
additional cargo transport vehicles 
for convoy operations. 

Although a tricon container is 
part of the AAFARS component 

item list, the platoon packed all 
necessary pieces of the system on 
an Air Force 463L pallet. This 
allowed the platoon to load the 
AAFARS into a CH–47, which 
decreased the need for additional 
sling loads. 

Even though each system is de-
signed to be employed a certain 
way, it is invaluable to have Soldiers 
who are capable of referencing 
doctrine, such as Field Manual 10–
67–1, Concepts and Equipment of 
Petroleum Operations, and leaders 
who can innovate and execute mis-
sions tailored to certain situations 
in a combat environment. 

Validation Exercise
The fuel and water platoon 

trained with the 142nd Combat 
Sustainment Support Battalion 
and learned its tactics, techniques, 
and procedures for convoy oper-
ations. The platoon also trained 
with the 2nd Cavalry Regiment 
Support Squadron (RSS/2CR) to 
learn convoy and site security inte-
gration. This training proved valu-
able to the platoon and prepared it 
well to execute a validation exer-
cise. 

The validation exercise consist-
ed of a ground convoy with two 
HEMTTs escorted by RSS/2CR 
Strykers to a location outside 
KAF. At the chosen JFARP site, 
RSS/2CR emplaced security at the 
landing zone and the platoon set 
up a two-point FARP using the 
HTARS and refueled one CH–47. 

After completing the HTARS 
validation, the CH–47 flew back to 
KAF, where the platoon’s sling-load 
team hooked up two blivets. The 
CH–47 returned to the JFARP site 
with the blivets and the internal-
ly loaded AAFARS. After cutting 
sling on the blivets and download-
ing the AAFARS, another FARP 
was set up. Once the AAFARS was 
set up and validated, the JFARP 
team convoyed back to KAF, reset 
personnel and equipment, and con-
ducted an after-action review. 

The platoon trained for fat cow 

operations with the 2nd Gener-
al Support Aviation Battalion, 1st 
Aviation Regiment, at KAF, which 
familiarized the unit with the Chi-
nook, extended-range fuel system 
tanks, and associated hoses and 
connections necessary to employ 
the system. 

After conducting numerous dry 
runs, the platoon was able to roll 
out the system and emplace all 
safety equipment, such as ground-
ing rods, drip pans, and fire extin-
guishers, in less than five minutes. 

A similar joint training plan to 
certify all three systems for use is 
highly encouraged for units that 
will be responsible for comparable 
refuel operations. Certain person-
nel within the platoon should be 
designated to be responsible for 
different aspects of the mission, 
such as landing zone control or air-
ground integration. 

In garrison, it is easy to become 
complacent while operating a per-
manently established, hardstand 
FARP. It is important that a unit 
providing refuel operations for air-
craft remain trained and prepared 
to execute a JFARP anywhere and 
at any time. 

Fuel resupply catered to the 
needs of rotary wing aviation as-
sets is ultimately the lifeblood of 
the aviation unit’s operational ca-
pability. The clearly detailed and 
coordinated training plan that the 
Soldiers from the fuel and water 
platoon executed prepared them to 
support the combat aviation bri-
gade in combat and provided best 
practices for future JFARP training 
for other units in the Army.     

1st Lt. Daniel Bolon is the fuel and wa-
ter platoon leader for the 601st Aviation 
Support Battalion, 1st Combat Aviation 
Brigade at Fort Riley, Kansas. He holds 
a bachelor’s degree in political science 
from Wright State University and is a grad-
uate of the Army Ordnance Officer Basic 
Course.
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During a recent rotation at 
the Joint Readiness Train-
ing Center ( JRTC) at Fort 

Polk, Louisiana, a forward support 
company (FSC) supported the 1st 
Battalion, 319th Airborne Field 
Artillery Regiment (1–319 AFAR), 
3rd Brigade Combat Team, 82nd 
Airborne Division, solely through 
reactive logistics and emergency 
resupply. The company’s inability to 
provide proactive sustainment to its 
firing batteries was caused by sev-
eral breakdowns within the system.

The 1–319th AFAR received sup-
port for all of its fire missions; how-
ever, the costs of the FSC being 
completely reactive for the 14-day 
training exercise were significant. 
These costs included Soldiers hav-
ing minimal sleep between tactical 
convoys, the wrong supplies being 
delivered to firing bases, and the dis-
tribution platoon having to execute 
back-to-back convoys because of an 
inaccurate logistics common opera-
tional picture. 

Tactical Convoy Operations
A tactical convoy is a deliberately 

planned combat operation to move 
personnel or cargo using ground 
transportation in a secure manner 
under the control of a single com-
mander. Tactical convoys must have 
access to the current common op-
erational picture and maintain an 
aggressive posture that is both agile 
and unpredictable.

Despite their danger, tactical 
convoy operations (TCOs) are nec-
essary to get personnel and supplies 

from point A to point B on the bat-
tlefield. A distribution platoon with 
a solid battle rhythm and higher 
headquarters planning support can 
provide its own security and ensure 
that the correct equipment and per-
sonnel are delivered with minimal 
incidents. The FSC executed 17 in-
efficient resupply TCOs and some-
times delivered no supplies at all.

The failures of these convoys oc-
curred at various friction points in 
the brigade, battalion, and company 
logistics operations. These friction 
points were caused by the inability 
to come to a consensus on the firing 
battery’s support requirements and 
what capabilities the FSC needed.

TCO Execution
Proper planning at the company 

and platoon levels plays a signifi-
cant role in the success or failure of 
a TCO. According to Army Doc-
trine Publication 4–0, Sustainment, 
“through responsive sustainment, 
commanders maintain operational 
focus and pressure, set the tempo of 
friendly operations to prevent ex-
haustion, replace ineffective units, 
and extend operational reach.” 

The first TCO that the FSC ex-
ecuted put them on the road at 
night for more than 8 hours, and 
planning for the mission was non-
existent. Additionally, the convoy 
commander did not have any grid 
coordinates for the supported unit 
locations and only knew of general 
vicinities he had seen them occupy 
during the day. The convoy com-
mander and assistant convoy com-

mander split up their TCO twice.
The first split was to get a wreck-

er because several trucks got stuck 
en route to the first firing base. In 
this first split, 360-degree security 
was never established, 0–5–25–200 
meter scan checks for improvised 
explosive devices were not conduct-
ed, and the recovery crew had never 
conducted rehearsals or an actual 
TCO with their own distribution 
platoon. 

The second split was to find the 
brigade support battalion and pick 
up a class V (ammunition) load to 
deliver to A Battery. During the 
second split, the assistant convoy 
commander had no clear picture of 
the route and locations of the bri-
gade support battalion or the firing 
batteries, and the TCO had to re-
orient itself three times to reunite 
with the convoy proper. 

Before departing for this mission, 
troop leading procedures were not 
executed to standard. Rehearsals 
were not conducted, precombat 
checks and inspections were glossed 
over using an ineffective checklist, 
load plans were not completed, and 
noncommissioned officer (NCO) 
supervision was lacking. 

Even though the FSC was suc-
cessful in recovering its stuck vehi-
cles, no supplies were delivered to 
the firing points.

Several times the distribution 
platoon delivered to the firing bat-
teries class V packages that did not 
have compatible projectile-fuse 
combinations because support re-
quirements were inaccurately pro-

TRAINING AND EDUCATION

The Trials of a Forward Support 
Company at the JRTC

	By Capt. Vanessa L. Hooperyan and Master Sgt. Neil M. Lamont

One forward support company learned the hard way how important training and planning are to 
providing support for a field artillery regiment.
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jected and given to the FSC. This 
caused batteries to receive only par-
tial resupply packages, and the FSC 
had to execute back-to-back TCOs 
to deliver proper packages. 

Staffing Challenges
The distribution platoon was 

made up mostly of new Soldiers 
with limited experience in con-
ducting TCOs. They had never es-
tablished a battle rhythm, a platoon 
mission-essential task list, or a stan-
dard operating procedure (SOP). 

Given that this was a decisive 
action rotation, the platoon was 
unable to practice troop leading 
procedures with observer-coach/
trainers before the force-on-force 
exercise and had not gone through 
the combat convoy lane of a situa-
tional training exercise. This train-
ing would have proven instrumental 
to their success. It also would have 
given them a chance to consider 
actions like react to an improvised 
explosive device, react to contact, 
and set a battle rhythm. Most im-
portantly, the training would have 
helped them understand the plan-
ning process for conducting a suc-
cessful TCO.

Learning Through Experience
The distribution platoon was 

challenged even with simple tasks 
throughout the rotation. Although 
the FSC Soldiers experienced many 
rotational pains, their openness to 
suggestion and doctrine and their 
eagerness to learn and grow assist-
ed them in eventually setting battle 
rhythms and developing their troop 
leading procedures. TCO planning 
and NCO involvement became pri-
orities and increased the morale of 
the FSC.

Many basic TCO questions were 
asked and answered at JRTC, in-
cluding the following:

 �  How is recovery being applied to 
the TCO? Are the recovery crews 
embedded with the distribution 
platoon as they train and rehearse 
TCOs? Does the recovery SOP 

make sense for both platoons?
 �  How is medical care under fire 
being conducted? Is the medic 
being employed correctly?

 �  What do the TCO primary, al-
ternate, contingency, and emer-
gency plans look like? 

 �  Can the FSC communicate with 
the units within the area of op-
erations and the batteries to 
which it is delivering supplies? 

 �  Do the other units (to include 

the unit being resupplied) know 
the FSC’s location and where it 
is set up in a defensive posture 
outside of a firing point?

 �  Is the FSC familiar with the 
products that it is delivering? If 
a certain type of round is need-
ed, does the requesting unit also 
need fuses or charges?

 �  Do NCOs and platoon leaders 
know their roles in planning a 
TCO with regard to precom-
bat checks and inspections, load 
plans, and checklists? Who is 
submitting the trip ticket? 

 �  Is the FSC delivering class III 
(petroleum, oils, and lubricants), 
class I (subsistence), and water 
in the most efficient and correct 
way? Should it deliver fuel to each 
truck or set up a safe fuel point 
on each compound? Should it do 
the same with water? 

 �  Is composite risk management 
being conducted properly?

 �  Are leaders documenting failures 
in conjunction with after-action 
reviews in order to develop pla-
toon and company SOPs and 
mission-essential task lists that 
make the FSC effective?

Lack of Planning
The battalion S–3 did not allow 

the FSC commander time to assess 
and get feedback from his leaders 
in the distribution platoon. The S–3 
was not concerned about whether 

enough supplies were available to 
make the TCO worthwhile but in-
stead with how to get the supplies 
on the road immediately. 

Many times, the lack of planning 
led to the distribution platoon ar-
riving back at the brigade support 
area after completing a resupply 
run to the three firing batteries only 
to learn that one of the batteries 
that they had just supplied needed 
one additional item delivered. This 

in turn made most of the TCOs fu-
tile and destroyed the morale of the 
sustainment Soldiers who delivered 
these supplies. 

On one such TCO to deliver class 
V to C Battery, the distribution 
platoon arrived at the firing base 
to find out that the whole battery 
had jumped locations in the middle 
of the night without notifying the 
FSC. 

The S–3 should continuously 
track the location of the battalion’s 
convoys along the routes and spec-
ify events that convoys must report 
to the tactical operations center, 
such as convoy departure, main-
tenance halts, and passes through 
checkpoints.

Staff Shortcomings
The battalion S–3 never got in-

volved with TCO responsibili-
ties. During one resupply TCO, 
the distribution platoon arrived at 
B Battery and set up a defensive 
posture on the north side of the 
battery’s fighting position. (The 
distribution platoon was never 
able to get all of its vehicles on a 
fire position, so it became cus-
tomary for them to form 360- 
degree security against the berm 
of the battery’s fire point that they 
were resupplying.) 

On this particular TCO, the mis-
sion was conducted at night, and as 
the platoon was set up in the defen-

Proper planning at the company and platoon levels plays 
a significant role in the success or failure of a TCO.
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sive posture, it received small-arms 
fire from the opposing force from 
the northeast. As distribution Sol-
diers returned fire, Soldiers from B 
Battery began to shoot their weap-
ons at the FSC. 

The battalion S–4 struggled to get 
a clear picture of what was on the 
ground, what was available for is-
sue, and what firing batteries really 
needed. The failure to conduct sus-
tainment synchronization meetings 
and be connected with the support 
operations section created a com-
plete accountability breakdown. For 
example, a battery ran out of water, 
which should have been a wakeup 
call to the S–4.

Even when the battalion S–4 
communicated accurate support re-
quirements to the FSC, it was not 
always clear if the supplies were 
available and where they were lo-
cated. Not having a point of contact 
or knowing where the container de-
livery system bundles were dropped 
made it impossible for the battalion 
to know the amount and type of 
class V that was available for their 
firing points.

The S-4 should have completed 
the following actions:

 �  Know and report quantities of 
supplies on hand in the battalion.

 �  Know planned maneuver oper-
ations 24, 48, and 72 hours in  
advance.

 �  Forecast items and quantities on 
the logistics status report based 
on expected consumption with-
in 24 to 72 hours of upcoming  
operations.

 �  Specify desired delivery time 
windows for convoys to arrive 
at their destinations to allow 
resupply down to the platoon  

level.
 �  Back brief the convoy reception 
plan, which must ensure a rapid 
turnaround so that the convoy 
can proceed to its next destina-
tion. The plan must include an 

intelligence update and proce-
dures to be followed by gate se-
curity personnel, ground guides, 
forklift operators, and security 
escorts. 

 �  Coordinate with the battalion 
S–3 to identify restricted routes 
and routes that complement the 
maneuver plan.

Lessons Learned
Overall, many of the challenges 

that the FSC faced in supporting 
1–319th AFAR were caused by fric-
tion points at multiple sustainment 
levels. These challenges provided 
valuable lessons learned for the fires 
battalion logistics planners. The top 
three lessons learned are all related 
to each other and can be valuable 
for any sustainment unit:

 �  Troop leading procedures must 
be executed to standard; oth-
erwise, Soldiers can potentially 
spend hours on the road with no 
purposeful end state. There is no 
such thing as an administrative 
movement in a combat zone, so 
conducting proper planning in 
a training environment ensures 
tactical convoys are trained to 
standard.

 �  Combat and sustainment oper-
ations must be synchronized for 
predictive logistics to be execut-
ed properly. A lack of synchro-
nization can significantly affect 
platoon- and company-level 
sustainment.

 �  A logistics common operation-

al picture must be established 
to accurately visualize logistics 
assets and status of supplies. 
Without an accurate logistics 
common operational picture, the 
second and third order effects 
on subordinate sustainers can be 
detrimental. 

A valid common operational 
picture, proper commodity sup-
ply reporting, and effective bat-
talion logistics synchronization 
would enable the FSC to oper-
ate proactively rather than reac-
tively. The FSC should contin-
ue to rehearse and conduct troop 
leading procedures with its re-
covery crews and develop a unit 
SOP that complements compa-
ny- and platoon-level mission- 
essential task lists for TCO op-
erations and supply distribution. 
This will ensure that the battalion 
has fluid continuity as new faces 
assume leadership roles and that 
responsibilities are clearly defined. 

Capt. Vanessa L. Hooperyan was a 
fires logistics observer-coach/trainer at 
the Joint Readiness Training Center at 
Fort Polk, Louisiana, when she wrote this 
article. She holds a bachelor’s degree 
in communications studies from Saint 
Mary’s College, Notre Dame, Indiana. 
She is a graduate of the Basic Officer 
Leader Course, the Combined Logistics 
Captains Career Course, and the Air-
borne School.

Master Sgt. Neil M. Lamont III is the 
first sergeant of E Forward Support Com-
pany, 1st Battalion, 509th Infantry Regi-
ment (Airborne), Joint Readiness Training 
Center (JRTC), at Fort Polk, Louisiana. He 
was an observer-coach/trainer at JRTC 
when he wrote this article. He has 20 
years of service, including platoon ser-
geant, maintenance control sergeant, 
motor sergeant, battalion supply ser-
geant, and recovery noncommissioned 
officer, and is a master resiliency trainer.

Not having a point of contact or knowing where the 
container delivery system bundles were dropped made it 
impossible for the battalion to know the amount and type 
of class V that was available for their firing points.
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For many years, human re-
sources (HR) Soldiers relied 
on a two-week HR train-

ing exercise called Silver Scimitar 
to learn and improve the skills of 
their trade. But the annual exercise 
at Fort Devens, Massachusetts, was 
not funded, and the Forces Com-
mand has transferred deployment 
training responsibilities back to 

sustainment brigades. 
In March 2014, the 7th Sustain-

ment Brigade transformed into the 
7th Transportation Brigade (Expe-
ditionary) (TBX). By modified ta-
ble of organization and equipment 
(MTOE), the new unit has no hu-
man resources operations branch, 
which normally provides HR ex-
pertise for sustainment brigades. 

To overcome its lack of HR ex-
pertise and prepare for the deploy-
ment of two HR platoons and a 
theater gateway personnel account-
ability team (TG PAT), the special 
troops battalion (STB) of the 7th 
TBX conducted an exercise called 
Resolute Silver Scimitar, modeled 
after Silver Scimitar. In conducting 
Resolute Silver Scimitar, the unit 

Human Resources Training: 
Where Do We Go From Here?

TRAINING AND EDUCATION

In the absence of Silver Scimitar, a special troops battalion developed its own exercise to train its 
human resources platoons for an upcoming deployment. 

	By Lt. Col. Noah C. Cloud and Shawn C. Neely

A 510th Human Resources Company noncommissioned officer gives an inbound briefing to Soldiers from the 7th Transpor-
tation Brigade (Expeditionary) acting as role players for the training exercise Resolute Silver Scimitar.
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developed a possible method for fu-
ture sustainment brigade-level HR 
training.

Planning the Exercise
The STB commander was no 

stranger to deploying HR units. 
Having attended two Silver Scim-

itar exercises to assess HR training, 
he knew he needed to build a realis-
tic mock-up of the theater gateway 
in Kuwait and bring in outside sup-
port and resources to ensure success. 
His vision was to create a theater 
gateway replica to test all the pro-
cesses, functions, and systems being 
used downrange. 

In Kuwait, most large flights ar-
rive after midnight and rotator 
flights come and go over the week-
end. Few senior leaders get an ac-
curate feel for the operational and 
leadership challenges involved with 
processing hundreds of tired and 
disgruntled traveling personnel. So 
for the exercise, having the right 
subject matter experts (SMEs) on 
site with relevant master scenario 
event lists (MSELs) to create real-
istic training was critical.

To gain the requisite SMEs, the 
STB reached out to the 138th TG 
PAT in the Indiana National Guard 
and brought in the director and his 
current operations integration cell 
noncommissioned officer-in-charge. 
Having just redeployed, their expe-
rience was significant as they re-
viewed the MSELs for relevance 
and provided pertinent operation-
al feedback, guidance, and lessons 
learned throughout the exercise. 

The 138th TG PAT director 
reached back to the current theater 
gateway director for real-time op-

erational issues to incorporate into 
the MSEL and provide the most ef-
fective training possible. A realistic 
gateway mock-up and SMEs fresh 
from operations downrange lent a 
powerful dynamic to the exercise, 
but equally important was ensuring 
the physical layout of the gateway 

accurately replicated operations. 
A shortfall identified at Silver 

Scimitar at Fort Devens was the 
lack of separation between the in-
bound and outbound sections and 
the director. So, the inbound and 
outbound sections were built with-
in a motor pool bay separate from 
the current operations integration 
cell and the gateway leaders’ offic-
es to create operational distance as 
a forcing mechanism for effective 
communication. 

This separation also ensured the 
HR platoon leaders resolved MSEL 
injects on their own then executed 
appropriate reporting procedures to 
engage the TG PAT leaders, who 
helped identify and address com-
munication issues during the exer-
cise. 

The distance between the PAT at 
Ali Al Salem Air Base, Kuwait, and 
the rest of the gateway necessitated 
bus transportation that simulated 
the extensive distances traveled in 
Kuwait by personnel arriving and 
departing theater through the ae-
rial port of debarkation and Ali Al  
Salem. 

Making the Exercise Count
Because of the significant num-

ber of units and organizations that 
influence the theater gateway mis-
sion, many roles were notional and 
controlled by the SMEs. Providing 

the expertise necessary to mitigate 
the artificiality of notional roles is 
nearly impossible without recent 
operational experience. 

These notional roles are signif-
icant to training realism because 
the TG PAT can manage on aver-
age more than 300 personnel from 
different organizations while de-
ployed, including the HR platoons 
within the gateway. 

Because the gateway director is a 
director and not a commander, the 
HR company commander reports 
to the STB commander, and the 
gateway director reports directly to 
the sustainment brigade command-
er. It is important to note that Para-
graph 3–39 of Army Techniques 
Publication 1–0.2, Theater-Level 
Human Resources Support, com-
pletely misconstrues the operation-
al relationships of the HR platoons, 
the HR company, and the TG PAT 
in a deployed environment. 

The TG PAT is a headquarters 
element that is expected to assume 
operational control of whatever it 
finds when it arrives in theater. The 
new TG PAT MTOE reduces the 
director’s grade from a lieutenant 
colonel to a captain. This creates 
problems when it comes to address-
ing operational issues with senior 
leaders and handling challenging 
field-grade passengers. The captain 
will have to call the brigade com-
mander to deal with them, and that 
simply is not realistic. 

The director must possess the 
technical expertise and sufficient 
rank to open a new theater gateway 
anywhere in the world and not just 
be able to fall in on a well-estab-
lished operation. 

Information Technology
One of the STB commander’s 

biggest concerns was the lack of 
gateway information technology 
and Single Mobility System inte-
gration with higher headquarters. 
The battalion had to use email to 
replicate changes to flight sched-
ules and gave out hard copy flight 
matrices. 

We need a force structure at the battalion level that 
properly retains and uses expertise, provides upward 
command opportunities for experienced HR leaders, 
and trains modular units to support the sustainment 
community. 
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The lack of access to the Single 
Mobility System was a training 
constraint, and although informa-
tion technology was an initial con-
cern, actual systems training was 
completed prior to the culminating 
training event to make up for limit-
ed Internet access. 

The Tactical Personnel System 
was still used to scan role players 
into and out of the notional the-
ater during the exercise, and the 
use of separate role players from the 
7th TBX proved to be an excellent  
addition.

Realistic Scenarios
At Silver Scimitar, the night and 

day shifts would rotate to play pas-
sengers in the scenario. But for 
Resolute Silver Scimitar, the TBX 
tasked more than 150 Soldiers to be 
passengers and execute the MSEL 
injects. This freed the HR compa-
ny and the TG PAT to execute true 
24-hour operations with day and 
night shifts and perform the requi-
site shift change briefs at 0700 and 
1900. 

MSELs were prepared for both 
shifts, and role players were careful-
ly controlled by the HR company 
commander, who escorted them to 
each applicable training lane. This 
allowed for realism, exemplified by 
a staged fist fight between passen-
gers that looked so realistic that the 
gateway personnel could not tell if 
it was real or part of the exercise. 

The realism was accentuated by 
prior coordination with the post 
military police, who reacted to the 
notional 911 call and hauled the 
combatants off in handcuffs. The 
gateway leaders were subsequently 
evaluated on their response.

To further evaluate the gateway 
leaders, one of the overarching 
MSEL injects required the TG PAT 
to provide a capabilities brief to the 
brigade commander explaining how 
it would support an accelerated 
withdrawal from Afghanistan. The 
brief included an in-progress review 
that helped the current operations 
integration cell learn how to pro-

duce and modify products in a con-
densed timeline. 

The 7th TBX commander ob-
served and evaluated the TG PAT’s 
progress, and the director had the 
opportunity to practice briefing her 
higher command. From the battal-
ion commander’s perspective, the 
exercise created the realism neces-
sary to ensure deployment readiness 
while allowing him to assess areas 
where the TG PAT could improve 
during its road to war. 

The Future Without Silver Scimitar
The concern moving forward for 

the adjutant general (AG) commu-
nity is that the 7th TBX’s exercise 
was based on the Fort Devens Silver 
Scimitar, which integrated SMEs 
who just came out of theater. Now 
that Silver Scimitar has come to an 
end so too has the means to distrib-
ute cumulative AG knowledge for 
the greater good of the entire corps. 

One idea is to integrate standard 
requirements code (SRC) 12 units 
into combat training center rota-
tions, but this cannot replace the 
power of Silver Scimitar. Without 
SMEs fresh from theater to help 
train the next generation of AG 
warriors, the experiential “brain 
drain” as veterans move back into 
the S–1 and G–1 lanes will have a 
devastating impact. 

The recommended near-term 
solution is to continue reaching 
across the AG community and 
across service components to make 
use of the experience available while 
it still exists. 

Force Structure Problems
The new HR company MTOE 

now includes one postal platoon 
for every HR company. One postal 
platoon cannot handle all the postal 
missions in any given theater of op-
erations, which means HR platoons 
will continue to deploy separately 
from their parent companies to sup-
port the sustainment mission. 

We need a force structure at the 
battalion level that properly retains 
and uses expertise, provides upward 

command opportunities for experi-
enced HR leaders, and trains modu-
lar units to support the sustainment 
community. 

Too often we see HR company 
Soldiers stripped of their Electron-
ic Military Personnel Office ac-
cess, consequently unable to train 
to maintain military occupational 
specialty proficiency, and all the 
while we hear, “What does an HR 
company do in garrison? It has no 
mission.” 

This is equivalent to asking what 
an infantry or armor unit does in 
garrison. HR Soldiers, just like in-
fantry, train in garrison. But in or-
der to do so, the HR structure above 
the company level must be viable 
and have enough HR expertise to 
address and support the appropriate 
systems access and training needs. 
At this stage in the personnel ser-
vices delivery redesign, it is clear 
that personnel service battalions 
will not return. 

Another option to consider is con-
solidating all of our SRC 12 and 
SRC 63 units under three HR bat-
talions (not personnel service bat-
talions) with suggested locations at 
Fort Bragg, North Carolina; Fort 
Hood, Texas; and Fort Carson, Colo-
rado. These battalions would focus on 
universal AG sustainment functions 
with an emphasis on the deployable 
modularity required to support the 
sustainment community. 

The structure of these battalions is 
beyond the scope of this article, but 
an HR battalion would reenergize 
the AG Corps and provide units ca-
pable of meeting the Army’s future 
sustainment needs while developing 
young AG leaders to perform at the 
level required in command billets. 

AG Training Problems
One of the major issues AG has as 

a branch, and the underlying cause 
for its struggle to train units effec-
tively, stems from its S–1 and G–1 
mentality, which causes it not to 
be command-focused like the rest 
of the Army. Pluck an AG Soldier 
from the familiar comfort of his of-
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fice and place him in a line compa-
ny, and his learning curve is steep.

Experience shows a staggering 
difference in leadership require-
ments for NCOs and officers at the 
platoon and company levels when 
compared to an S–1 or G–1 shop. 
S–1 shops are not required to run 
a comprehensive maintenance pro-
gram, maintain a property book, or 
understand the nuances of supply 
discipline, and they are not required 
to manage more Soldiers than what 
amounts to a regular squad. 

The list of comparisons can go on, 
but the crux of our current dilemma 
is that AG Soldiers are not required 
to build unit-level training plans 
to support a mission essential task 
list (METL), and platoon leaders 
do not understand how to train to 
support the company METL. If our 
AG leaders do not fully understand 
how to train their formations, what 
can a sustainment brigade do? 

This highlights the need for AG 
leaders not only to read Field Man-
ual 1–0, Human Resources, but 
also to learn to properly plan, exe-
cute, and evaluate HR training in  
accordance with Army Doctrine 
Publication 7–0, Training Units and 

Developing Leaders. 
In that vein, where is our mission 

training plan for an HR company, 
and what does an HR platoon or 
company training and evaluation 
program look like? Who within the 
battalion or brigade evaluates them? 
Is it the human resources operations 
branches? Perhaps, but have they 
been properly prepared to train HR 
leaders? Not likely, given the way 
they are currently filled and used in 
garrison.

If we think about what we are 
asking our Soldiers and the sustain-
ment community to do—certifying 
units for combat—it is a daunt-
ing task not required of any other 
branch in the Army. The danger 
is that HR becomes irrelevant in 
the sustainment community where 
higher commanders are willing to 
assume risk. Much like a catcher in 
baseball, it is not until the ball gets 
dropped that the position is truly 
recognized for its importance. 

In a protracted war, we over-
came our shortcomings by rotat-
ing deploying units through Silver 
Scimitar and through effective,  
mission-specific training during 
each unit’s relief in place. With  

Silver Scimitar no longer occurring, 
what happens after we withdraw 
from conflict and have no more re-
liefs in place? 

The 7th STB at Fort Eustis, Vir-
ginia, had the benefit of having an 
experienced group of seasoned vet-
erans who had rotated through Sil-
ver Scimitar at Fort Devens before 
setting up their own culminating 
training event. Even in this case, 
outside SMEs were required for 
success, and this should raise a great 
concern for the massive training gap 
in HR operations left in the wake of 
Silver Scimitar’s demise. 

There are many creative solutions 
to the current HR situation, and 
Resolute Silver Scimitar is just one 
example of how an STB trained its 
theater gateway and HR platoons 
for an upcoming deployment. 

It also points out training and 
leadership development issues that 
will require significant shifts with-
in the AG Corps. We recognize 
changes will not happen overnight, 
but perhaps this article will act as 
a catalyst to generate the discus-
sions needed within the greater AG  
community. 

Lt. Col. Noah C. Cloud was the com-
mander of the Special Troops Battalion, 
7th Transportation Brigade (Expedition-
ary) when he wrote this article. He has 
a bachelor’s degree in civil engineering 
from the U.S. Military Academy and an 
MBA from the University of Rochester’s 
Simon School of Business. He is a gradu-
ate of the Engineer Officer Basic Course, 
the Air Defense Artillery Advanced Course, 
and Intermediate Level Education.

Shawn C. Neely is a retired Army major 
and former human resources company 
commander. He has a bachelor’s degree 
in business administration from Regis Uni-
versity and a master’s degree in English 
from North Carolina State University. He 
is a graduate of the Armor Officer Basic 
Course and the Adjutant General Captains 
Career Course.

A 510th Human Resources Company Soldier briefs inbound personnel at the 7th 
Special Troops Battalion’s Resolute Silver Scimitar exercise at Fort Eustis, Virgin-
ia, in February 2014.
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Early in my 2013 deployment 
to Afghanistan with the 201st 
Brigade Support Battalion, I 

had a late night conversation with 
my platoon leader, 2nd Lt. Shel-
don Seaborn, a systems management 
graduate of West Point. He made the 
comment, “It is all about the system,” 
which stuck with me throughout the 
deployment and became especially 
relevant as we engaged in a problem 
related to customer wait time for crit-
ical communications parts. 

The Mission
The 201st Brigade Support Battal-

ion’s electronic maintenance shop was 
tasked to provide electronic main-
tenance support for the 3rd Brigade 
Combat Team, 1st Infantry Division, 
Combined Task Force (CTF) Duke, 
which was located in Zabul province 
in Regional Command South. Like 
most units deploying toward the end 
of Operation Enduring Freedom, the 
electronic maintenance shop was un-
derstaffed; it had only four Soldiers to 
replace 12 Soldiers from the outgoing 
unit. 

This team consisted of one military 
occupational specialty (MOS) 94F 
(special electronic device repairer), 
one MOS 94E (radio and commu-
nications security repairer), and two 
MOS 94A (land combat electronic 
missile system repairer) Soldiers. This 
small staff was responsible for the ar-
ea’s electronic maintenance of special 
electronics, communication devices, 
night-vision devices, commercial off-
the-shelf products, and the Blue Force 
Tracking (BFT) systems. 

To improve efficiency with a smaller 
staff, I had to improve processes and 
build a cohesive team. What do you 
do when system improvements are 

needed with a reduced staff? I chose 
to reach out to my mentors and peers 
in the field to see if they could help 
me make a positive change.

Improving Outcomes
I immediately noticed a deficien-

cy in the maintenance procedures 
for providing ongoing maintenance 
support for BFT systems. Customer 
units typically had to deadline vehi-
cles for about two to three days when 
system disk drives required rewriting 
or when line replaceable units (LRUs) 
had to be requisitioned through the 
supply system. 

Deadlines of two to three days were 
simply unacceptable. I instructed the 
electronic maintenance shop team to 
begin building an inventory of disk 
drives with the latest software up-
grade and frequently replaced LRUs. 
We expanded our inventory to in-
clude over 75 disk drives, six comput-
ers, keyboards, and display units for 
the BFT system. 

The improved system that I imple-
mented was based on a “float” concept 
similar to that used by major corpora-
tions to minimize downtime. (A float 
is a system or subsystem that is kept 
in stock to replace a broken item while 
repairs are being made). Under the 
new system, efficiency was increased, 
reducing downtime from three days to 
less than two hours. 

What Was Different? 
The old system required a work or-

der through the maintenance shop. 
After the work order was produced, 
the wait time to receive the new 
equipment was seven days or more. 

With the improved system, a nor-
mal work order was produced and the 
LRUs were immediately replaced at 

the electronic maintenance shop with 
a float. The vehicle never hit the dead-
line report. While the unit used the 
float, the electronic maintenance shop 
made the needed repairs to the unit’s 
equipment. 

The same float concept was used 
when disk drives required software 
upgrades. The result was that the elec-
tronic maintenance shop preserved 
CTF Duke’s combat power through-
out Forward Operating Base Apache 
by improving the combat vehicle 
deadline rate.

Networking for Greater Change
Sometimes the best way to solve a 

problem is to tap into your network. 
As it turned out, one of my peers 
had a similar problem with deadline 
rates and BFT transceivers in north-
ern Afghanistan. The transceiver is a 
main component of the BFT system. 
Without the transceiver, the system is 
not operational and the vehicle must 
be deadlined until it is replaced. 

Because of the extreme weather 
conditions, transceivers on the ve-
hicles were vulnerable and regularly 
required replacement. At that time, 
transceivers were classified as class II 
(clothing and individual equipment) 
items, which meant new transceiv-
ers had to arrive through the supply 
support activity. Because we were not 
co-located with the supply support 
activity, receiving new transceivers to 
replace nonoperational transceivers 
posed a great problem. 

The supply classification required 
the owning commander of the trans-
ceiver to track it and ensure the ex-
change was annotated on the unit’s 
property books, which required an 
additional trip to the Kandahar Air-
field supply support activity with the 

Changing the System to Optimize 
Throughput

TOOLS

	By Chief Warrant Officer 2 Keith T. Graham
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unit’s supply sergeant. This typically 
involved a four-hour convoy and an 
overnight stay.

My peer and I recommended 
changing the classification of the 
BFT transceivers based on guidance 
provided by our senior warrant officer. 
Through email, we presented a con-
vincing analysis to the project man-
ager explaining the restrictions that 
the current transceiver classification 
caused and the positive impact that 
changing the transceiver classification 
to class IX (repair parts) would pro-
vide. Studies from deployed electronic 
systems maintenance warrant officers 
provided the data to shape the BFT 
project manager’s decision. 

The System Works
The classification of the transceiv-

ers within the Federal Logistics Data 
(Fed Log) was changed to class IX by 
the project manager in the logistics 
support activity. By making the trans-

ceiver class IX, the electronic mainte-
nance shop could use the float system 
to reduce the operational downtime. 

The transceivers were added to the 
float system, thus eliminating the wait 
time for replacement in southern Af-
ghanistan. Our customers noted an 
immediate improvement. This clearly 
demonstrated the flexibility of our lo-
gistics system.

Systems are Army processes that 
can be strengthened by simply net-
working to gain new, innovative ideas. 
I am a believer in systems. I have seen 
systems work to meet the command-
er’s intent to reduce downtime and 
optimize maintenance productivity. 

By using a flexible system, the 201st 
Brigade Support Battalion’s electron-
ic maintenance shop completed over 
1,500 man hours, with a team of four, 
within six months. This was a remark-
able outcome. The shop surpassed its 
predecessor’s man hours by 42 percent 

with a fraction of the staff.
Logistics systems are made to adapt 

to meet real-time needs. In order to 
ensure maximum throughput, man-
agers must consider and account for 
the ever changing logistics supply 
process, personnel levels, and number 
of customer units. Remaining adapt-
able and flexible will ensure that we 
can increase throughput regardless of 
reduced personnel numbers.  

Chief Warrant Officer 2 Keith T. Graham 
is an electronic systems maintenance war-
rant officer with the 201st Brigade Support 
Battalion, 3rd Brigade, 1st Infantry Division. 
He holds a bachelor’s degree in information 
technology from Columbia Southern Uni-
versity and has a Federal Communications 
Commission license. He is also Network 
Plus, A Plus, and Communication Technology 
Technician certified through the Electronics 
Technicians Association.

Jauss Warren and Spc. Michael Brewer, both assigned to the 201st Brigade Support Battalion’s electronic maintenance shop, 
prepare hard drives for software upgrades. (Photo by Chief Warrant Officer 2 Keith T. Graham)
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It has been a little more than one year 
since Army Sustainment established 
a presence on Google+ and Twitter. 

It has also been a year and half since we 
established our first social media pres-
ence on Facebook. Today we are richly 
engaged with an audience of more than 
265 on Google+ and 470 on Twitter, 
and we have more than 875 followers 
on Facebook. 

Why is this important? It means that 
we are getting content to our readers 
whenever, wherever, and however they 
are connected to the Internet. It also 
means we are reaching new and poten-
tial sustainers who will be a part of the 
Army 2020 and providing them with in-
formation from leaders and units within 
the sustainment community. So, are you 
connecting with these Army sustainers 
and accessing the additional content 

Let’s Get Social!

Website Google+

During June 2014, Army Sustainment reached 3.16 million Twit-
ter users. This tweet drew a particularly large audience.

Facebook Twitter

Connect 
Mobile!

Army Sustainment provides through its 
social media channels? Are you part of 
the conversation? You should be.

Have something to share? Send us 
an email with a link to your content to 
usarmy.lee.tradoc.mbx.leeeasm@mail.
mil with the subject line “Social.” Or tag 
Army Sustainment in your photos and 

posts to keep us up to date on your unit’s 
social content.

Like and share our pages to get extra 
reach for your unit’s activities, and in-
clude us in all of your social media ef-
forts to help us improve our effort to be 
the “go to” social source for sustainment 
content.
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SUBMISSIONS

 Submitting an Article to Army Sustainment
We are always looking for qual-

ity articles to share with the Army 
sustainment community. If you are 
interested in submitting an article 
to Army Sustainment, please follow 
these guidelines: 

 �Ensure your article is appropri-
ate to the magazine’s subjects, 
which include Army logistics, 
human resources, and financial 
management.

 �Ensure that the article’s informa-
tion is technically accurate.

 �Do not assume that those reading 
your article are Soldiers or that 
they have background knowl-
edge of your subject; Army Sus-
tainment’s readership is broad.

 �Write your article specifically for 
Army Sustainment. If you have 

submitted your article to other 
publications, please let us know 
at the time of submission. 

 �Keep your writing simple and 
straightforward. 

 �Attribute all quotes to their cor-
rect sources. 

 � Identify all acronyms, technical 
terms, and publications. 

 �Review a past issue of the maga-
zine; it will be your best guide as 
you develop your article. 

Submitting an Article
Submit your article by email to 

usarmy.lee.tradoc.mbx.leeeasm@
mail.mil.

Submit the article as a simple 
Microsoft Word document—not 
in layout format. We will deter-
mine the layout for publication.

Send photos as .jpg or .tif files 
at the highest resolution possible. 
Photos embedded in Word or 
PowerPoint cannot be used.

Include a description of each 
photo in your Word document. 

Send photos and charts as sepa-
rate documents. 

For articles intended for the 
Operations department, obtain an 
official clearance for public release, 
unlimited distribution, from your 
public affairs and operational secu-
rity offices before submitting your 
article. We will send you the forms 
necessary for these clearances. 

If you have questions about 
these requirements, please contact 
us at usarmy.lee.tradoc.mbx.leee-
asm@mail.mil or (804) 765–4761 
or DSN 539–4761. 

The Chief of Staff of the Army 
(CSA) Deployment Excellence Award 
(DEA) program was implemented in 
2000 by the Headquarters, Depart-
ment of the Army, G–3 and G–4 to 
recognize Active, Reserve, and Na-
tional Guard units and their sup-
porting installations for outstanding 
deployment accomplishments and to 
capture and share innovative deploy-
ment initiatives.

Since 2000, the Deployment Pro-
cess Modernization Office at Fort 
Lee, Virginia, has managed the DEA 
program for the CSA. This award 
program is not branch specific; it is 
open to all Army units and their sup-
porting installations (including joint 

bases) that deployed a unit during 
the competition year.  

Deployments are not limited to 
operational deployments, such as Af-
ghanistan. Humanitarian assistance, 
annual training exercise, homeland 
defense, and peacekeeping mission 
deployments also qualify.

The 2014 competition year runs 
from Dec. 1, 2013, to Nov. 30, 2014. 
Units and installations can compete 
in either the Deploying Unit (compa-
ny or larger),  Supporting Unit (team 
or larger), or Installation categories. 
Winners will be recognized by the 
CSA at the annual Combined Lo-
gistics Excellence Awards ceremony, 
along with the supply and mainte-

nance awards winners.
A new nomination packet format 

is planned for the 2014 competition 
year. 

For more information and guidelines, call (804) 765-0987/0930, or visit the website at http://www.transportation.army.mil/dea.

The Chief of Staff of the Army 
Deployment Excellence Award Program

Get Recognized for Deployment



Your submission should be 
geared toward one of Army Sus-
tainment’s departments, which 

are described in detail below. If you 
have an article that does not fit into 
one of our departments but you think 
it is appropriate for our audience, feel 
free to contact us.

Commentary articles contain opin-
ions and informed criticisms. Com-
mentaries are intended to promote 
independent thoughts and new ideas. 
Commentary articles typically are 
800 to 1,600 words. 

Features includes articles that offer 
broader perspectives on topics that 
affect a large portion of our readers. 
These can focus on current hot top-
ics, or the future of the force. These 
articles can be referenced, but it is not 
required if the content is within the 
purview of the author. While these ar-
ticles can be analytic in nature and can 
draw conclusions, they should not be 
opinion pieces. Features typically are 
1,600 to 5,000 words.

Spectrum is a department of Army 

Sustainment intended to present 
well-researched, referenced articles 
typical of a scholarly journal. Spec-
trum articles most often contain 
footnotes that include bibliographical 
information or tangential thoughts. 

In cooperation with the Army Lo-
gistics University, Army Sustainment 
has implemented a double-blind 
peer review for all articles appearing 
in its Spectrum section. Peer review 
is an objective process at the heart of 
good scholarly publishing and is car-
ried out by most reputable academic 
journals. Spectrum articles typically 
are 2,500 to 5,000 words.

Operations includes articles that 
describe units’ recent deployments or 
operations. These articles should in-
clude lessons learned and offer sug-
gestions for other units that will be 
taking on similar missions. These ar-
ticles require an official clearance for 
open publication from the author’s 
unit. Photo submissions are highly 
encouraged in this section. Please try 
to include five to 10 high-resolution 

photos of varying subject matter. Op-
erations articles typically are 1,200 to 
2,400 words.

Training and Education is dedicat-
ed to sharing new ideas and lessons 
learned about how Army sustainers 
are being taught, both on the field 
and in the classroom. Training and 
Education articles typically are 600 
to 1,100 words.

Tools articles contain information 
that other units can apply directly or 
modify to use in their current oper-
ations. These articles typically con-
tain charts and graphs and include 
detailed information regarding unit 
formations, systems applications, and 
current regulations. Tools articles 
typically are 600 to 1,800 words.

History includes articles that dis-
cuss sustainment aspects of past wars, 
battles, and operations. History arti-
cles should include graphics such as 
maps, charts, old photographs, etc., 
that support the content of the article. 
History articles typically are 1,200 to 
3,000 words. 

Army Sustainment Departments

Website

Google+
Online 

www.army.mil/armysustainment
Facebook

www.facebook.com/ArmySustainment
Twitter

www.twitter.com/ArmySustainment
Google+

https://plus.google.com/104580352456205964995

Facebook

Twitter

Check out Army Sustainment online!
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Sustainer Spotlight
Staff Sgt. David Townsend, Sgt. Ryan Essenmacher, and Spc. Michael Rooney, from the 706th Explosive Ordnance Disposal 
(EOD) Company, 303rd Ordnance Battalion (EOD), Schofield Barracks, Hawaii, were named 2014 EOD Team of the Year 
Aug. 15 at Fort A.P. Hill, Virginia. The team competed in the first ever Ordnance Corps-wide event, beating out four other 
teams from across the Army. (Photo by Bob McElroy)
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