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Mine-resistant ambush- 
protected vehicles being trans-
ported from Kandahar Airfield, 
Afghanistan, await download-
ing from a C-17 Globemaster 
III at Bagram Airfield, Af-
ghanistan. Three of the vehicles 
were destined for the United 
States to receive upgrades. (Pho-
to by Justin Graff )
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More than 17 years of war 
has taught us much. But 
as the Army’s senior lo-

gistician, I am most concerned about 
what we have forgotten and how it 
jeopardizes readiness.

Forward operating base logistics 
separated logisticians from their 
core responsibilities. Decisions we 
made under predictable conditions 
served us well but resulted in the 
atrophy of our expeditionary logis-
tics skills. Purposely or not, Soldiers 
and leaders were removed from 
readiness tasks.

Now it is time for logisticians 
to regain and exercise their expe-
ditionary skills that will sustain 
us moving forward. Expeditionary 
skills include the fundamentals of 
deploying the force, opening ports 
and airfields, and setting and sus-
taining theaters in an evolving 
threat environment.

Luxuries of time, contractor sup-

	By Gen. Gustave “Gus” Perna

Soldiers Must Relearn Expeditionary 
Skills for the Next Fight
Expeditionary battlefield logistics takes us back to the basic responsibilities of planning, 
synchronizing, and transporting commodities in support of maneuver commanders.

port, and connectivity are unlikely 
to exist in upcoming wars. Future 
battlefields will require us to antic-
ipate warfighters’ needs, integrate 
logistics support, and respond rap-
idly with innovation, ingenuity, and 
agility.

As professionals, we must under-
stand the battlefield by studying 
the terrain and the enemy situation. 
Ammunition, fuel, and water can 
become simply computations to lo-
gisticians, but they are more than 
math problems; they are readiness 
enablers. 

At all levels, logisticians must in-
herently understand these numbers, 
recognize what it takes to support a 
brigade combat team, division, and 
corps during an offensive attack, 
and then execute. 

Over the past decade, we got into 
the habit of merely managing com-
modities, and that behavior pattern 
should be wiped from our memory. 
We cannot wait for or rely on sit-
uation reports and logistics status 
reports. Logisticians must have bat-
tlefield situational awareness to be 
able to use information from radio 
chatter and other traditional meth-
ods to anticipate requirements.

Expeditionary battlefield lo-
gistics moves us beyond supply 
management. It takes us back to 
our core competencies and basic 
responsibilities to plan, integrate, 
synchronize, echelon, and transport 
commodities in support of the ma-
neuver commander. It means every 
Soldier doing his or her job, includ-
ing noncommissioned officers ful-

filling their roles as the backbone, 
warrant officers providing their 
technical expertise, and leaders un-
derstanding planning and opera-
tional risk. 

Refining our expeditionary skills 
means grasping and executing the 
art and science of sustainment; it 
means we work those math prob-
lems and understand those num-
bers. We prepare our shipments 
with offloading in mind. Our equip-
ment is well-maintained, combat-
configured, and ready for both 
internal movement and external 
support. 

Sustainment planning must in-
corporate leap-frog capability for 
scenarios in which sustainers are 
constantly moving and simul-
taneously supporting. These are 
the expeditionary skills sustain-
ment organizations must perfect 
and demonstrate to survive on the 
battlefield. 

When it is time to deploy, it is too 
late to practice battlefield sustain-
ment skills. Logisticians must exer-
cise and train on those skills today 
to be ready for the next contingency. 

When we merge our expedition-
ary sustainment skills with our in-
trinsic expertise in forecasting, risk 
analysis, and supply chain manage-
ment, we will be well-positioned to 
face our next challenge with cour-
age and confidence. 
_____________________________

Gen. Gustave “Gus” Perna is the 
commander of the Army Materiel Com-
mand at Redstone Arsenal, Alabama.



In my Army career, I have deployed 
to the National Training Cen-
ter three times. During a rotation 

when I was a young second lieutenant, 
I proceeded to get lost almost every 
night, but I eventually made it to my 
logistics release points because of the 
basic skills I had learned at my home 
station. This experience has shaped my 
thinking for 37 years. 

Today, as the deputy chief of staff, 
G-4, I set policies that all Army lo-
gisticians will use on an expeditionary 
battlefield, where our basic skills will be 
put to the test. The Army may end up 
in a remote corner of the globe with-
out much infrastructure, where our 
forces have to self-sustain and where 
our adversaries have new approaches 
to warfare. It will not be like the past 
16 years of war, when our troops reg-
ularly arrived at well-established for-
ward operating bases. 

Logistics Innovations
The G-4 office and our partners have 

made strides in enhancing materiel 
readiness and ensuring logistics sup-
port is available to increase the lethality 
of combat units. The next expedition-
ary battlefield will have many improve-
ments to help logisticians do the basics 
of supply and maintenance better.

Common authorized stockage list 
(mobile). We have implemented an 
innovative approach to planning what 
repair parts will be most needed in 
austere environments. Units are now 
given a common authorized stockage 
list with the goal of being 100 percent 
mobile. Within three months of con-
verting to the new approach, brigade 

combat teams reported filling 19 per-
cent more demands for parts than they 
had previously. This measure results in 
the faster repair of weapon systems.

Army pre-positioned stocks. We have 
grown our equipment stocks all over 
the world to serve as a deterrent and 
bring lethality forward. We are assem-
bling the equipment in ready-to-fight 
configurations to meet a fight tonight 
scenario for early-entry forces. We also 
are working with the Army Materiel 
Command to update the facilities 
that store the equipment. Having the 
equipment already in place has anoth-
er advantage: it decreases demand for 
strategic airlift and sealift so those as-
sets can be used to move troops.

Logistics Civil Augmentation Pro-
gram (LOGCAP) changes. A new 
version of LOGCAP will focus on 
setting and surging the global theater 
for Department of Defense contin-
gency operations. LOGCAP has been 
a critical force multiplier that enables 
sustainment by leveraging contracts 
awarded ahead of time and executing 
planned and deliberate responses to 
full-spectrum operations globally. The 
new program seeks to have a manage-
ment team on the ground within 72 
hours of notification. 

Field feeding. The old dictum, “An 
Army marches on its stomach,” is as 
true today as ever. We are always try-
ing to improve the quality of our meals 
ready-to-eat to ensure that they meet 
nutrition and calorie standards and 
that Soldiers like the food. With the 
help of warfighter evaluations, we are 
removing the less popular items and 
will be adding new favorites, such as 

pepperoni pizza, a chicken burrito 
bowl, and a teriyaki meat stick.

Leap-ahead technologies. Across the 
Army, we also are aggressively devel-
oping leap-ahead technologies that 
will radically change sustainment on 
the battlefield. You can expect “spider 
web” sustainment with many modes, 
nodes, routes, and suppliers that are all 
interoperable with joint and coalition 
partners. 

Spare parts will be manufactured 
using technologies such as additive 
manufacturing. We are examining 
technologies to produce water locally. 
Lift platforms will fly farther and faster, 
carry heavier payloads, and team with 
unmanned systems. Sensors and power 
management tools will monitor system 
performance and observe activity. 

Sustainers also will rely less on 
echelons-above-brigade support. You 
will see a reduction in the “cognitive 
load” through the application of artifi-
cial intelligence and machine learning 
technologies. 
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The Deputy Chief of Staff, G-4, has been making strides to enhance materiel readiness and en-
sure the availability of logistics support. Sustainers can do many things to assist in these efforts.

	By Lt. Gen. Aundre F. Piggee

Logistics Innovations and Getting 
the Basics Right
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HIP-POCKET GUIDE MAINTENANCE MEETINGS

SOURCE: Brigade Sustainment In Decisive Action Operations | JAN18 FOUND IN THE MAY – JUN 2018 EDITION OF ARMY SUSTAINMENT

A BRIGADE MAINTENANCE MEETING IS A BATTLE DRILL THAT SHOULD BE CONDUCTED IN ONE HOUR.  
ALL PARTICIPANTS MUST KNOW THEIR ROLES AND RESPONSIBILITIES TO MAXIMIZE COMBAT POWER.

Discuss METT-TC (Mission, Enemy, Terrain, Troops, Time, and 
Considerations) 
Have an accurate equipment status report (ESR) available
Maximize time maintenance managers have to build  
combat power
Choose a predetermined location and time so that,  
if communications fail, units can still attend 

BCT XO
BCT S-4
BN XOs
FSC Commanders
FSC Maintenance Officers
TF Maintenance Technicians
TF Maintenance NCOs
BSB Commander
Support Operations Officer
SPO MATO
SSA Accountable Officer
Maintenance Control Officer
Brigade Logistics Support 
Team (BLST)
LARs/FSRs

Roll call
BCT mission next 
24/28/72 hours
BCT priority of  
support/maintenance
BCT XO issues
Support operations 
issues
Requisition status/
volume
Logistics information 
systems issues
ESR scrub
Closing comments

Current combat power
SSA comments on parts availability
Logistics assistance representative (LAR) comments on long lead-time parts
Contract generation
Projected combat power based on contracts/maintenance meeting

All key maintenance personnel have a clear picture of who is conducting 
what actions, when these actions must occur, and who will close the loop
All maintenance resources are allocated to improve Combat Power
A functional and accurate ESR

THE MOST IMPORTANT PROCESS

The goal is to synchronize efforts and resolve issues prior to the BCT  
Maintenance Meeting
SPO and SPO MATO conduct pre-meeting
Scrub and distribute ESR
SSA Accountable Officer identifies critical parts awaiting  
customer pick-up and critical parts on ASL
Identify jobs that require evacuation from the FSC to the FMC

MEETING PLANNING FACTORS

ATTENDEES AGENDA

ESR - EQUIPMENT STATUS REPORTS (FORMER 026 REPORT)

END RESULT

ACTIONS PRIOR TO THE MEETING

http://usacac.army.mil/sites/default/files/publications/18-10.pdf

http://usacac.army.mil/sites/default/files/publications/18-10.pdf
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HIP-POCKET GUIDE ELEMENTS OF A SUSTAINMENT REHEARSAL

SOURCE: Brigade Sustainment In Decisive Action Operations | JAN18 FOUND IN THE MAY – JUN 2018 EDITION OF ARMY SUSTAINMENT

“THE BCT SUSTAINMENT REHEARSAL ENSURES THE SYNCHRONIZATION OF SUSTAINMENT EFFORTS BEFORE, DURING, AND AFTER COMBAT OPERATIONS. 
THE SUSTAINMENT REHEARSAL VALIDATES THE WHO, WHAT, WHEN, WHERE, AND HOW OF SUPPORT. THE SUSTAINMENT REHEARSAL USUALLY OCCURS 

AFTER THE COMBINED ARMS AND FIRE SUPPORT REHEARSALS, WHICH SHOULD NOT LAST MORE THAN 90 MINUTES.” FM 3-96

A rehearsal is a session in which a staff or unit  
practices expected actions to improve  
performance during execution. FM 6-0

BCT XO leads the rehearsal for the BCT CDR

BCT S-4 and SPO organize the rehearsal to 
ensure critical sustainment  

events are rehearsed.

MAXIMUM

MINIMUM MAXIMUMLEADER PARTICIPATION / DETAILED 
UNDERSTANDING GAINED

BCT CDR/CSM
BSB CDR
BCT XO
BN CSMs
BCT S-4
BCT S-1
BCT SURGEON
BCT MED PLNR
BSB SPO
BN XOs
CHAPLAIN
BCT S-2 REP
BCT S-3
BSMC CDR 
BN S-1s
BN S-4s
MED PLS
CSSB REP
FSC CDRs
BLST

ATTENDEES

BCT XO: Roll Call
BCT CDR or BSB CDR: Opening Remarks,  
  Priority of Support, Priority of Maintenance, CDR’s intent
BCT S-3: Overview of Terrain, Task Organization,  
  Concept of the Operation by phase
BCT S-2: Overview of Enemy Situation, MSRs/ASR 
BCT SPO: BSA, FTCP, and CTCP Locations, LOGSTAT 	    	
 Reporting, LOGSYNC and Maintenance meeting
BCT S-4: Combat Slant, CL VII Regeneration
BCT SURG: Role I, Role II, AXP locations and triggers
BCT S-1: Personnel Replacements-Casualty Estimate
BN XOs: Maneuver actions during each phase
BN Med PLs: BN MSA/FAS Locations-POI to Role I
BDE XO: Inject Reaction Drills Throughout
BSB CDR: Final Guidance

ACTIONS PRIOR TO THE MEETING

Last opportunity for shared understanding prior to mission execution
Immediately before, during, or after the combined arms rehearsal
Cover all classes of supply and services
90 minutes or less
Scripted but not read verbatim
Use speaker systems (not near generators)
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Logisticians will have improved 
visibility of fuel supplies. Information 
systems under development will au-
tomatically collect and transmit data 
about how much fuel is on hand, in 
transit, and consumed. This data will 
improve our operational energy man-
agement, just as data from the Glob-
al Combat Support System–Army is 
improving materiel management. Ef-
forts also are underway to re-engineer 
business processes to inform the 
next-generation enterprise resource 
planning environment.

Improving Skills
These innovations will make us 

more ready as an organization, but in-
dividuals need to step up to the plate 
too. As I travel around the Army, I 
continue to hear about and see a need 
to better adhere to strict standards and 
discipline. Here are six suggestions on 
how to improve your expeditionary 
battlefield skills.

Start by getting the basics right. All 
the wizardry of technology does not 
matter if Soldiers cannot do the basics. 
I recently visited units in Hawaii and 
was glad to see they were practicing a 
handy mnemonic  I used to employ, 
35-Mike-Mike. That means sustain-
ers must focus on the necessities first, 
such as ensuring their customers have 
the class III (petroleum, oils, and lu-
bricants) to get to where they are go-
ing, the class V (ammunition) to fight, 
well-maintained and ready equipment, 
and necessary medical capabilities. 
With these four immediate priorities 
met, the basics of warfighter demands 
are covered.

Make sure to focus on the basics of 
blocking and tackling when dealing 
with maintenance and supply disci-
pline. For example, when performing 
preventive maintenance checks and 
services on your unit’s equipment, you 
must have sufficient technical manuals 
for all of your Soldiers and mechan-
ics. Also, when you call a maintenance 
meeting, all of your commanders and 
leaders must be present. 

It sounds so obvious, but these 
are the basic standards we need to 
adhere to. The Army’s supply and 

maintenance discipline programs are 
commanders’ programs and, as such, 
their results reveal units’ readiness to 
execute expeditionary sustainment. 

Focus on mission command. Logis-
tics chains of command are necessary 
to ensure the best sustainment and to 
enable supported units to achieve their 
missions. What is essential is that the 
commander’s intent is followed. Make 
sure that intent is understood by all sub-
ordinates, and discuss with your subor-
dinate commanders the circumstances 
that may dictate a deviation from the 
ordered course of action. When facts 
change on a battlefield, courses of ac-
tion may need to change too.

Insert yourselves into the planning 
process. Upon receipt of mission or-
ders, be prepared to bring to the table 
a working concept of support. As a 
logistician, you must integrate your-
self into the larger planning process 
and enter the process with accurate 
numbers. 

One of our greatest challenges is 
reporting accuracy. Improper report-
ing makes the provisioning of antic-
ipatory logistics nearly impossible 
to accomplish and leads to wasteful 
and last-minute resupply efforts. So, 
develop running estimates with an 
awareness of supported forces’ logis-
tics demands and how situations dic-
tate specific commodity requirements 
and services. 

Hold sustainment rehearsals. It is 
essential to validate readiness for a 
combat operation by conducting sus-
tainment rehearsals of what will oc-
cur before, during, and after planned 
combat operations. They should be 
professionally run and cover the who, 
what, where, and how of support. It is 
the last opportunity to share knowl-
edge prior to mission execution and is 
important to improving performance 
during execution. 

This issue’s hip-pocket guide is a great 
checklist of important elements of sup-
port and how to use those elements to 
run a successful sustainment rehearsal. 
Keep the guide in your pocket.

Incorporate lessons learned into 
home-station training. Expeditionary 
warfare demands contributions from 

the total force. Since the majority of 
sustainment units are in the reserve 
components, the readiness of citizen 
Soldiers is paramount. To help with 
training, some high-demand Nation-
al Guard units will receive 63 training 
days a year, which is more than the 
standard 39 days. 

Leaders at all levels should spend 
time incorporating into training the 
lessons learned from other Soldiers 
who have experienced similar chal-
lenges. We can learn from their hard-
earned experience. 

Build relationships. Relationships 
and roles are key. Logisticians must be 
clear about what roles will be accom-
plished by the forward support com-
pany, the brigade support battalion, 
and the combat sustainment support 
battalion. Start building relationships 
in garrison to know what each unit can 
do and what each unit can do for the 
other units, both on the battlefield and 
in garrison. 

History teaches us that on an expe-
ditionary battlefield the onus is on ev-
eryone to win. Seventy-four years ago, 
U.S. forces that landed at Normandy 
had great difficulties maneuvering 
Sherman tanks through overgrown 
thick hedges. For weeks, Gen. Omar 
Bradley and top leaders were baffled 
about how to solve the issue until a 
skilled sergeant in an ordnance unit 
came up with a simple solution. 

Sgt. Curtis Culin III took the steel 
beams that the Germans had installed 
on the beaches (with the intent to rip 
the bottoms off our boats) and welded 
them to our tanks to slice through the 
hedge rows. It was, as Gen. Dwight D. 
Eisenhower said, “a godsend” for the 
invading U.S. forces. 

That is why on an expeditionary 
battlefield, everyone needs to get the 
basics right, communicate up and 
down the chain of command, and be 
innovative in every mission.
_______________________________

Lt. Gen. Aundre F. Piggee is the Army 
deputy chief of staff, G-4. He oversees 
policies and procedures used by all 
Army logisticians throughout the world.
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	By Maj. Gen. Paul C. Hurley Jr.

Fort Lee is working to 
provide the Army with 

smart, resilient sustain-
ment leaders who are 
well-equipped to con-

front today’s challenges.

Growing Talent in Tactical  
Sustainment Leaders

F orbes magazine recently ranked 
the fastest growing career 
fields in the United States. 

The list includes careers in optome-
try, physical therapy, genetic counsel-
ing, and wind turbine services. 

Unfortunately, platoon leader did 
not make the list, and neither did 
team leader, supply sergeant, sup-
port operations officer, or command 
sergeant major. The Army does not 
use job fairs, headhunters, or Mon-
ster.com to fill our critical positions. 
As Gen. Eric Shinseki famously ob-
served, “We don’t hire out. We grow 
our own leaders.”

In the Army, leader development is 
a deadly serious business. The Army 
routinely asks our leaders to make 
life and death decisions, and we mea-
sure our bottom line in blood, sweat, 
and tears, not market share and profit 
margins.

The increased possibility that the 
Army will fight a large-scale combat 
operation in the near future makes 
the leader development process more 
important than ever. U.S. armed forc-
es spent the past two decades waging 
difficult campaigns against terrorist 
organizations. Meanwhile, our ad-
versaries grew in size and strength, 
developing new capabilities that will 
make future conflicts faster, deadlier, 
and more unpredictable. To survive 
and win in this environment, the next 
generation of tactical sustainment 
leaders needs to be smarter, tougher, 
and more adaptive than ever before.

Institutional Training
At Fort Lee, Virginia, we are work-

ing full time to develop the next gen-
eration of Army sustainment leaders. 
Each year, the Army Logistics Uni-
versity (ALU) trains more than 

20,000 students physically, mentally, 
and professionally in order to build 
the competence and confidence nec-
essary to lead America’s sons and 
daughters into battle. 

The Combined Arms Support 
Command’s Sustainment Leader 
Development Implementation Plan 
identifies the ends, ways, and means 
to develop future leaders. It can be 
accessed here: http://www.cascom.
army.mil/g_staff/g3/SUOS/site-sus-
tainment/pages/leadership.htm. This 
work does not happen in a vacuum. 
As the battlefield changes, so do our 
programs.

The most noticeable change in our 
curriculum is more rigor. Across the 
university, instructors now challenge 
students daily to achieve excellence. 
In the near future, for example, non-
commissioned officers (NCOs) at-
tending the Senior Leader Course 
will write papers, execute the military 
decisionmaking process, and prepare 
and brief a variety of staff products. 
These assignments will receive a let-
ter grade instead of the old “go/no-
go” evaluation. Beginning this fall, 
sergeants who fail to meet the stan-
dards for effective communication 
will attend remedial training.

At the Basic Officer Leader Cours-
es (BOLCs), new officers are being 
taught how to think and perform as 
junior leaders while simultaneous-
ly being equipped with an academic 
foundation for all areas of logistics: 
supply, maintenance, and transpor-
tation. To develop students’ critical 
thinking, BOLC examinations now 
ask questions based on specific tacti-
cal scenarios rather than generic sit-
uations. Most importantly, to better 
cultivate their field craft and resil-
ience, each lieutenant at BOLC now 
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demand an agile sustainment force. 
That requires the Army’s logistics 
community to reduce the size and 
signature of the sustainment tail. Our 
sustainment units will need to rely on 
highly mobile mission command plat-
forms, disperse into well-concealed 
base clusters, and leave supplies and 
materiel on trucks instead of creating 
sprawling support areas. 

The focus on remaining mobile 
and reducing our logistics signature 
is paramount to survivability because 
enemy forces will possess precise in-
direct fires that can reach well into 
our brigade support areas as well as 
the support and consolidation areas 
of the division and corps. This more 
lethal enemy, capable of reaching 
farther than ever before, will require 
us to change the way we think about 
and plan sustainment operations. 

Increased Focus on Survivability
The operational environment en-

visioned in FM 3-0 requires sustain-
ment formations to generate security, 
not consume it. In other words, the 
requirement for sustainers to defend 
themselves, which has never gone 
away, will increase over time. 

In recent operations, we have re-
quested additional support from ma-
neuver forces for security, especially 
for convoys. Maneuver forces have 
struggled to provide this assistance, 
and the new operational environ-
ment of FM 3-0 will only exacerbate 
the challenge in the future. As a re-
sult, sustainment units must be able 
to defend themselves and continue to 
increase their focus on survivability. 

One aspect of this requirement de-
mands that sustainment Soldiers and 
units get back to the fundamentals of 
individual and crew-served weapons 
proficiency. However, survivability 
includes not only active defensive 
measures but also passive measures 
such as physical concealment, agility, 
and electromagnetic concealment. 

The sustainment enterprise now 
faces the challenge of a contested cy-
berspace domain and a lack of digital 
superiority. Our enemies can now 
degrade our digital communications 

and capitalize on our indiscriminate 
electromagnetic spectrum signatures. 

We have become reliant on en-
terprise resource planning (ERP) 
systems, such as the Global Combat 
Support System–Army, that require 
constant internet connectivity to 
function properly. This ERP charac-
teristic increases the electromagnetic 
signature of logistics nodes, which 
creates a vulnerability when facing a 
near-peer enemy equipped with jam-
ming and locating technology. 

Because of the proliferation of 
technology that can identify the lo-
cation of logistics nodes by tracking 
the electromagnetic signature, we can 
no longer build large stockpiles of 
supplies on forward operating bases. 
Further, the large and relatively im-
mobile command posts of expedi-
tionary sustainment commands and 
sustainment brigades, as well as sup-
ply nodes at the brigade support area 
or division or corps consolidation 
area, are prime targets for increas-
ingly accurate, long-range precision 
fires. Sustainment units must be 
able to rapidly establish, move, and 
re-establish support areas and small 
supply nodes across the battlespace. 

Precision Sustainment
To achieve survivability, we must 

rely more on precision logistics than 
on sheer volume. Precision logistics 
allows us to sustain combat oper-
ations while avoiding detection by 
an increasingly lethal enemy. Such 
an approach represents a significant 
challenge in today’s environment. 

Maneuver force commanders are of-
ten forced to make inductive decisions 
because they lack timely and accurate 
predictive information that links pro-
posed courses of action to projected 
combat readiness. This lack of pre-
dictive analytical capability precludes 
maneuver commanders from realizing 
the increased agility and logistics re-
sponsiveness required to fight, survive, 
and win within the combat environ-
ment that FM 3-0 describes. 

New capabilities, such as ERP 
tools and the big data ERPs produce, 
will help sustainment units provide 

maneuver forces with the predictive 
analytics that enable the precision 
sustainment needed to fight over ex-
tended distances with minimal resup-
ply. ERP systems allow sustainment 
planners to conduct the in-depth 
analysis required to understand what 
units have on hand and what supplies 
they will need to ensure the most ef-
ficient use of our sustainment capa-
bilities and lift platforms. 

Ultimately, the future battlefield 
will be incredibly complex and more 
dangerous than the battlefields of 
recent conflicts in Iraq and Afghan-
istan. To be successful, our sustain-
ment formations must embrace 
ERPs and big data, but they must 
also be mindful of the disadvantag-
es these tools present, such as an in-
creased electromagnetic signature. 

According to FM 3-0, our next 
fight will occur in a widely dispersed, 
fast-paced, chaotic, and highly lethal 
environment. Consequently, our sus-
tainment community must train to 
conduct sustainment operations over 
extended distances, where agility and 
precision are the keys to survival and 
victory. Finally, we must continue to 
focus on the fundamentals of self-
defense and master expeditionary lo-
gistics to be prepared to sustain the 
high-intensity, large-scale combat 
operations that we know we will face. 
______________________________

Maj. Gen. Paul C. Hurley Jr. is the com-
manding general of the Combined Arms 
Support Command and Sustainment 
Center of Excellence at Fort Lee, Virginia.

Maj. Hugh H. “Hank” Coleman III is 
a doctrine developer in the Combined 
Arms Support Command’s G-3/5/7. He 
holds a bachelor’s degree in business 
administration from Presbyterian Col-
lege, a master’s degree in transportation 
and logistics from North Dakota State 
University, and a master’s degree in fi-
nance from the University of Maryland 
University College. He is a graduate of 
the Combined Logistics Captains Career 
Course and the Command and General 
Staff College.
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A company command is cur-
rently the only key devel-
opmental (KD) assignment 

available to company-grade logistics 
officers. This does a great disservice 
to the Army because of the time it 
takes to achieve company command. 
Because of the limited number of 
positions available to the wide pool 
of quartermaster, transportation, and 
ordnance officers, it takes a long time 
for officers to be placed in a company 
command. 

I propose that two battalion or 
higher staff assignments could 
also fulfill the KD requirement for 
company-grade logistics officers. This 
would pave the way for logistics offi-
cers to take advantage of broadening 
opportunities while staying on track 
with their career timelines.

The Logistics Branch has one of 
the largest pools of commissioned 
officers. Currently, upon completion 
of the Logistics Captains Career 
Course, all quartermaster, transpor-
tation, and ordnance officers become 
multifunctional logisticians in func-
tional area 90. 

I believe strongly that the reason for 
having multifunctional logisticians is 
to develop robust logistics leaders to 
lead Soldiers in support of military 
missions worldwide. This idea may 
sound great on paper, but in my opin-
ion, having a company command as 
a captain’s only possible KD position 
does a great disservice to the Army. 

A company command will equip 
officers with good leadership skills, 
but so will staff positions. In most 
cases, junior officers in staff positions 

are exposed to advanced leadership 
experiences and receive great men-
torship while working with senior 
leaders.

I believe the wait time required 
for a logistics company-grade offi-
cer to assume company command is 
longer than that of company-grade 
officers from other branches. I be-
lieve the wait is longer because of 
the combination of quartermaster, 
transportation, and ordnance officers 
competing for a handful of company 
command opportunities.

The long wait time for company 
command assignments keeps many 
logistics officers from taking ad-
vantage of Army programs such as 
Advanced Civil Schooling, Train-
ing With Industry, fellowships with 
Army, joint, interagency, intergov-
ernmental, and multinational staffs, 
and the Voluntary Transfer Incentive 
Program (VTIP). 

For example, the fiscal year 2018 
VTIP in/out chart published by the 
Army Human Resources Command 
states that logistics captains in year 
groups 2009 through 2011 can trans-
fer to another branch using the VTIP. 
However, most of these officers can-
not submit a VTIP packet because 
they have not had the opportunity to 
complete company command—the 
only KD duty position for the logis-
tics branch.

In some cases, officers with highly 
competitive civilian degrees, such as 
systems engineering, contract man-
agement, international relations, 
chemistry, and physics, end up leav-
ing the Army for a civilian career 

instead of waiting and using their 
expertise in other military branch-
es. Some officers think the logistics 
branch is holding them back with its 
limited KD opportunities available 
to them. They end up leaving volun-
tarily or through a separation board 
because they were not able to com-
plete the right jobs at the right times 
for their career path.

The fiscal year 2018 VTIP in/out 
matrix supports my assertion that the 
logistics branch currently has enough 
company-grade officers who can be 
useful to other branches of the Army. 
Adding staff positions as KD oppor-
tunities will enable interested officers 
to apply for branch transfers to other 
functional areas. 

I believe that my recommendation 
to expand the current KD require-
ments for company-grade logistics 
officers will help the outstanding 
large pool of experienced and well-
educated young logisticians move 
into other functional areas. 
______________________________

Capt. Nicholas Amuna is the opera-
tional contract support planner for the 
13th Expeditionary Sustainment Com-
mand at Fort Hood, Texas. He has a 
bachelor’s degree in business logistics 
from Utrecht Business School in the 
Netherlands and a certificate in distri-
bution business management from The 
Ohio State University. He has an MBA 
from Strayer University, and he has been 
recognized as a demonstrated master 
logistician by the Army Logistics Uni-
versity and the International Society of 
Logistics.

	By Capt. Nicholas Amuna

Offering company-grade logistics officers more opportunities to fulfill key developmental 
requirements will help them stay on track with their career timelines.

The Logistics Branch Needs More 
Company-grade KD Assignments



Ready Now  
An Interview With  
Gen. Robert B. “Abe” Abrams
 By Arpi Dilanian and Matthew Howard

Gen. Robert Abrams, commanding general of  the Forces Command, and 
Command Sgt. Maj. Michael Grinston survey the work of Soldiers deployed in 
support of Combined Joint Task Force–Operation Inherent Resolve and assigned 
to the 458th Engineer Battalion at Camp Taji, Iraq, on Nov. 16, 2017. Camp 
Taji is dedicated to training partner forces and enhancing their effectiveness on 
the battlefield. (Photo by Cpl. Rachel Diehm)
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As the commander of the Forc-
es Command (FORSCOM), 
Gen. Robert B. “Abe” Abrams 

leads a team of over 776,000 Soldiers 
and 96,000 civilians in building and 
sustaining readiness across all com-
ponents of America’s Army. 

A graduate of the United States 
Military Academy, Abrams has de-
veloped a reputation for training 
Soldiers and leading them in combat 
throughout his 36 years of service. 
Here are his thoughts on the future 
of Army sustainment.

How has expeditionary battle-
f ield sustainment evolved through-
out your career?

Sustainment has evolved through 
three distinct periods: pre-Operation 
Desert Storm, Desert Storm to about 
2005, and 2005 onward. 

During the Cold War, we were 
postured to assume our wartime 
mission at a moment’s notice. As 
a lieutenant and captain, I was sta-
tioned in Germany. Europe was a 
very mature theater with a robust 
sustainment architecture. Exercises 
stressed our sustainment systems 
with a focus on moving units over 
long distances and sustaining them 
with refuel on the move. 

I participated in six Reforger exer-
cises. These were large-scale events 
that brought in 80,000 Soldiers in 
addition to the 250,000 already sta-
tioned in Europe. The exercises did 
an excellent job at the strategic lev-
el, but they really didn’t challenge 
at the tactical level on skills such as 
reconstitution and battle damage 
assessment and repair. 

We started to see change with 
the establishment of the Nation-
al Training Center at Fort Irwin 
[California], where we learned the 
hard lessons associated with sus-
taining the force and high-tempo 
operations in an austere environ-
ment. What sprang from this was 
the idea of fixing forward. We 
learned that it was essential to fix 
forward to provide as much combat 
power as possible. 

During Desert Storm, the the-
ater was initially very immature and 
U.S. forces were 100 percent reliant 
on the echelons of sustainment 
we brought with us. There was no 
depth to supply; units had to sus-
tain themselves on the battlefield 
until the supply base was built up. 
I was in the 1st Cavalry Division. 

We loaded our equipment the 
second week of September 1990 
and occupied an assembly area in 
the middle of the Saudi Arabian 
desert, 15 kilometers from the near-
est road. We quickly recognized we 
would outrun our supplies if we did 
not begin to stock up. 

To help solve this problem, the 
U.S. Central Command built five 
large logistics bases—proverbial 
mountains of iron. The initiation 
of combat in Iraq was predicat-
ed on a number of things; one of 
them was the buildup of supplies 
and forces. Unfortunately, that be-
came our mindset for sustainment. 
We were always going to have these 
mountains. 

For the invasion of Iraq in 2003, 
our Army followed the model of 
the Gulf War. Kuwait became 
home to a large logistics footprint 
that was well-established before 
the offensive into Baghdad. It was 
effective; when I deployed to Iraq 
in 2004, my unit had all the sup-
plies and support we needed. I don’t 
think I ever dropped below 10 days’ 
worth of fuel inside my brigade; we 
never went without water or food 
or repair parts. 

From 2005 on, our Army got very 
comfortable with forward operat-
ing bases. Tactical infrastructure 
had their full complement of basic 
load. But as a result, our skills—
of being able to sustain ourselves 
in an austere environment at a 
high tempo within an immature 
theater—atrophied. 

Today, with our focus on con-
ducting continuous operations in 
austere environments, we have to 
be able to sustain ourselves at ech-
elon and over distances and at a 
high tempo. And every piece of the 

FORSCOM’s com-

manding general 

discusses how the 

Army is raising 

its game by im-

proving training, 

readiness, and 

mobilization to 

counter emerging 

threats and 

sustain its global 

commitments.
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sustainment enterprise has to do 
its part. 

With the shift back to decisive ac-
tion training, what observations do 
you have about our modular force 
structure and doctrine?

 
Our modular force structure for 

sustainment is about right. The de-
sign is optimized for fixing forward, 
providing commanders at every 
level the tools they need to sustain 
themselves in an austere environ-
ment. Over the last three years, we 
have demonstrated our ability to 
do this. However, we’ve also rec-

ognized at the training centers that 
we’re missing an echelon of main-
tenance that we used to have. 

For the systems in our combat 
formations, all the mechanics are 
assigned at the lowest unit level. 
But a gap occurs when parts are not 
available or repairs take 48 to 72 
hours. We actually have to evacuate 
or leave the equipment or vehicles 
for someone else to recover or re-
pair so that the unit can continue 
the offensive. We’ve got to make 
some hard choices because there is 
a finite amount of force structure.

Overall, though, the force struc-
ture and doctrine for sustainment is 

actually pretty good. It works but it 
takes practice. 

Can you discuss the “Ready Now” 
concept and how it is building read-
iness across the force?

Army Force Generation (AR-
FORGEN) was designed to pre-
pare units to be at the highest state 
of readiness at a specific point in 
time for a specific mission. Quar-
terbacked by FORSCOM as the 
force generation provider, the en-
tire Army enterprise would line up 
all the systems—personnel, supply, 
training, and modernization—to 

Gen. Robert B. “Abe” Abrams, commanding general of the Forces Command, speaks with Soldiers from the 4th Battalion, 27th 
Field Artillery Regiment, 1st Armored Division, at Tactical Assembly Area Fuhaymi, Iraq, while conducting battlefield circu-
lation in the U.S. Central Command area of responsibility in November 2017. (Photo by Lt. Col. Edward Kennedy)
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assemble units over time. The AR-
FORGEN model ensured unit 
readiness on the day they were due 
in theater, the latest arrival date 
(LAD). 

Under ARFORGEN, units only 
needed to be ready in time for their 
LAD. There was no incentive to 
being ready early or for sustaining 
readiness. We really lost this idea of 
being ready all the time. 

Now, as we’ve drawn down out of 
Iraq and Afghanistan, world events 
in other regions have created an 
environment that is volatile, un-
certain, complex, ambiguous, and 
dangerous. It’s unpredictable and 
requires our Army to be prepared 
and ready at all times, rather than 
only as determined by a LAD. 

Today, we’re creating a sense 
of urgency throughout our entire 
Army to be “ready now.” The Army 

is raising its game—in training, in 
readiness, in mobilization. We have 
shifted our training focus to count-
er these emerging threats while si-
multaneously sustaining our global 
commitments. We have the ability 
to be ready all the time, and that 
starts with changing our mindset. 
We need to go back to the readiness 
mentality that I grew up with as a 
young officer in Germany. 

During the Cold War days, if the 
division called our squadron head-
quarters and gave the code word 
for “alert,” we had two hours to re-
call everybody. It didn’t matter the 
day or time; we had two hours to 
get everybody in and three hours 
to get everything out of our arms 
rooms—from every weapon to 
all of our nuclear, biological, and 
chemical defense equipment. Then, 
we went down to the motor pool, 

and got the vehicles started. At four 
hours, we had to be ready to leave 
for action. 

We were ready all the time. Your 
rucksack “go bag” was packed and 
at the front door. Your vehicles 
were constantly in a state of read-
iness, always operational; you never 
went home if a vehicle was broken 
because you never knew when you 
would get alerted. We’ve got to get 
that mentality back in the Army. 

When I talk about readiness and 
“Ready Now,” it’s not tied to any 
one plan or world problem; it’s 
about a mentality we need to have. 
Over the last 30 years, our Army 
has had the luxury of choosing 
the time and place of employment, 
which allowed us to build up our 
forces beforehand. 

Our future enemies may not af-
ford us time to prepare, and that re-
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quires our entire Army to be ready 
now.

How has replicating the oper-
ational environment in training 
enabled sustainment units that are 
deployed?

With the transition to large-scale 
combat operations training, it be-
came apparent that a number of our 
fundamental skill sets had greatly 
atrophied. One of these shortcom-
ings is with the diagnosis of main-
tenance faults. 

Having nonstandard equip-
ment like MRAPs [mine-resistant 
ambush-protected vehicles] and 
Gators in our inventory required 
our mechanics and warrant offi-
cers to learn whole new skill sets. 
Impressively, our Soldiers excelled 
at working on very unique, non-

standard types of equipment. Di-
agnosing a Bradley or Paladin, 
however, became an increasingly 
under-practiced skill. Again, per-
formance at combat training cen-
ters and home stations highlights 
our deficiencies. We underesti-
mated how out of practice we were 
with diagnosing some of our major 
combat systems.

While we have a good met-
ric for diagnosis and testing, it is 
time-consuming. Getting back an 
inconclusive result from diagnos-
tics, such as no evidence of failure 
(NEOF), prolongs the process. If 
you look at our NEOF rates, they 
had grown pretty high. 

Additionally, repairs were also 
taking twice as long, for both 
ground and air. While our ground 
mechanics were deploying with 
units but working on nonstandard 

equipment, our aviation mechanics 
were not even deploying forward. 
Instead, we contracted our avia-
tion maintenance because of lim-
its on the number of personnel in 
theater. Predictably, green suit avi-
ation maintainers’ skills atrophied. 
Now that our Soldiers are back on 
the flight line doing phase mainte-
nance inspections, they are taking 
two and three times longer to ac-
complish their tasks. 

The training centers have been 
driving this issue to the forefront 
and have charted a path forward. 
Working with the Combined 
Arms Support Command, we 
[FORSCOM] created the Unit 
Diagnostics Immersion Program, a 
mobile training team in diagnostics 
skills and repair. 

We’ve also partnered with the 
Army National Guard at Camp 

Gen. Robert B. Abrams, the commanding general of Forces Command, and his 
senior enlisted advisor, Command Sgt. Maj. Michael A. Grinston, attend a 
briefing discussing I Corp’s mission readiness at Joint Base Lewis-McChord, 
Wash., on Jan. 9, 2018. The briefing outlined I Corp’s current and future train-
ing strategies to maintain force readiness. (Photo by Pvt. Adeline Witherspoon)
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Figure 1. The Army maintenance standard described in Army Regulation 750-1, Army Materiel Maintenance Policy, is 
defined by the technical manual (TM) 10 series and TM 20 series and by the appropriate or applied technical data plans. 

Dodge, Iowa, to pilot the Mas-
ter Diagnostician Training initia-
tive, a great two-week diagnostics 
course for tank, Bradley, and Pala-
din mechanics. That is a total Army 
solution that increases the tech-
nical skills and capabilities of our 
mechanics.

We’re now starting to see re-
sults, especially in our armored 
units rotating to Eastern Europe, 
Korea, and southwest Asia. There’s 
improvement in our operation-
al readiness rates, we’re lowering 
our NEOF rates, and we’re able 
to sustain the fleet better. For our 
aviation fleet, we’ve implemented 

five aviation business rules. One 
of them is that aviation units will 
deploy with their mechanics. In 18 
months, we’ve seen significant im-
provement in Army-managed item 
and aviation operational readiness 
rates as a result.

What is your advice for balancing 
training requirements with avail-
able time?

We should only do those things 
that directly contribute to read-
iness. People equate readiness to 
their ability to fight and conduct 
their wartime mission, but there are 

many facets. Readiness is holistic; it 
encompasses equipment readiness, 
personnel availability, supply, and 
training readiness, and those com-
ponents need to be prioritized. 

Commanders at every echelon 
must clearly communicate their 
priorities while being sensitive to 
the demands placed on those below. 
There is inherent risk in prioritiza-
tion, and I expect leaders at every 
echelon to assume risk for those 
below them. Commanders must tell 
subordinate units not to do things 
that are low priority and [instead] 
focus on what is most important.

Units should also only train at 
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a tempo that can be sustained. A 
couple years ago, in the spirit of re-
gaining proficiency in our warfight-
ing skills, we trained at such a rate 
that we lost focus on fundamental 
support tasks. We can only main-
tain a tempo that can support per-
forming preventive maintenance 
checks and services, conducting 
inventories, receiving new equip-
ment, and turning in equipment to 
get rid of excess to standard. 

We need to keep in mind that we 
have deployed (to either rotational 
missions or combat deployments) 
at a tempo under 1:2 since 2003. 
Even though our commitments in 
Iraq, Afghanistan, and Syria have 
decreased, our other worldwide 
commitments have increased. Our 
Army is really busy. And this makes 
time our most precious resource. 

What recommendations do you 
have for sustaining supply and 
maintenance readiness levels?

The command maintenance pro-
gram and the command supply 
discipline program are absolutely 
key commander’s programs. Com-
manders must be ruthless in en-
forcing standards. The maintenance 
standard in our Army is 10/20, and 
that’s non-negotiable. (See figure 1.)

In October 2013, a 16-day gov-
ernment shutdown followed by 
continuing resolutions caused the 
Army to institute a maintenance 
standard of “fully mission capa-
ble plus safety.” The program re-
quired the Army to stop ordering 
repair parts for bench stock, shop 
stock, authorized stockage lists, and 
warehouses. 

But by 2014, those austere mea-
sures were lifted and the standard 
returned to 10/20. Our forma-
tions have been slow to realize the 
change and our maintenance stan-
dards have suffered.

The maintenance of our systems 
is the lifeblood of the Army in 
terms of our ability to fight, and we 
have to be relentless in adherence 
to 10/20 standards. Commanders 

can assume risk in other areas, but 
our fleet has to be ready. 

Are you comfortable with our 
force structure and readiness to meet 
early-entry requirements?

I think our force structure across 
all three components is about right. 
Based on our deployment timelines, 
I think we have adequate echelons 
of regular Army above-brigade sus-
tainment units to sustain us for the 
first 20 to 40 days, and that will al-
low the Guard and Reserve time to 
get in place. The key is continuing 
to ensure our Guard and Reserve 
get the training money they need to 
sustain a certain level of readiness. 
They need to be able to deploy in 
short order. 

It goes back to strategy. We 
should assume our potential ene-
mies are not going to give us time 
to build up. We need a blunt force 
that is combat-capable, but we have 
a finite amount of force structure. 
So we are balancing everything that 
gives us adequate capacity to be 
able to respond, sustain what we’re 
doing, protect the homeland, and 
give time for those Guard and Re-
serve echelon-above-brigade units 
to be able to deploy. 

As the FORSCOM commander, 
what concerns you from a sustain-
ment perspective?

Not-mission-capable time for 
supply is the biggest challenge for 
our ground fleets. From 2004 to 
2015, we did not put a lot of de-
mand on industry for parts for 
tanks, Bradleys, Paladins, and other 
systems. As a result, industry had 
little incentive to continue produc-
ing parts for these combat systems. 
The Army was left with only what 
we had in warehouses; the avail-
ability of repair parts was strained. 
Now, we’re putting demand back on 
the system; it’s slow to respond, but 
it’s trending in the right direction. 

Continuing resolutions and bud-
get unpredictability are also con-

cerning. While we’re optimistic 
about recent developments, an un-
predictable budget certainly im-
pacts our ability to sustain our fleets 
over time.

But we do have unbelievable 
maintainers and sustainers; the work 
they do is tremendous. In my life-
time, we have not gone without, and 
that is a credit to our sustainment 
community. They have been antici-
pative, responsive, flexible, and agile. 
If you look at the eight imperatives 
of sustainment over my 36 years in 
the Army, our sustainers stepped up 
to the plate every single time.

You have commanded at every 
level in the Army. What is the big-
gest piece of advice you have for 
Soldiers?

First, give your best effort every 
day. I’m an optimist; I’m a glass-
half-full kind of guy. I actually 
think every Soldier wakes up every 
day wanting to contribute and do 
their best. 

Second, your service matters, re-
gardless of how many years you’ve 
served. The world is a dangerous 
place, and it’s as volatile and un-
certain as ever. If you believe in our 
country, we must have an Army 
that can protect it. It takes special 
people who want to serve their 
country in uniform. Not everyone 
is physically capable of doing it, 
and neither is everyone willing. To 
those who are willing to serve, I say 
thank you and I’m proud to serve 
alongside you. 
______________________________

Arpi Dilanian is a strategic analyst 
in the Army G-4’s Logistics Initiatives 
Group. She holds a bachelor’s degree 
from American University and a mas-
ter’s degree from Rensselaer Polytech-
nic Institute.

Matthew Howard is a strategic ana-
lyst in the Army G-4’s Logistics Initia-
tives Group. He holds bachelor’s and 
master’s degrees from Georgetown 
University.
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Secretary of Defense Ash Carter, Gen. John Campbell, and Afghan Defense 
Minister Mohammed Masoom Stanekzai visit Forward Operating Base Fenty 
in Jalalabad, Afghanistan, on Dec. 18, 2015. (Photo by Air Force Staff Sgt. Tony 
Coronado)
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After serving as the 34th Vice 
Chief of Staff of the Army, 
Gen. John F. Campbell’s 

distinguished career culminated 
with his assignment as commander 
of U.S. Forces Afghanistan, during 
which he oversaw the day-to-day 
operations of joint forces across the 
region. Throughout his 36 years of 
service, the Army regularly trans-
formed its approach to sustainment 
on the battlefield. In this interview, 
Campbell offers his impressions of 
how the Army can build readiness 
for the future fight. 

Can you discuss the evolution of 
battlefield sustainment and readiness 
throughout your career?

I break my career into two big 
segments: everything prior to 9/11 
and everything after. Growing up 
as an infantry platoon leader, com-
pany commander, and battalion 
commander pre-9/11, I really just 
focused on that small unit. Sus-
tainment in those days was making 
sure you had enough chow, fuel, and 
water for your particular unit for a 
particular mission. You didn’t think 
much outside that box. 

For the most part, we had light 
and heavy forces; I was a lieutenant 
in the heavy, mechanized world 
and was a captain and above in the 
light world. In the heavy world, we 
were more unit-equipment focused, 
and warrant officers handled all of 
our maintenance issues. In the light 
world, we were Soldier-equipment 
focused and carried what we needed 
on our backs. We’d go in with about 
72 hours of supplies and then, hope-
fully, sustainment would arrive. 

After 9/11, everything changed 
in how we did sustainment, par-
ticularly the force structure. I was 
the executive officer for Gen. Pete 
Schoomaker when he became chief 
of staff of the Army in 2003. He 
started off looking at a modular 
force and how we got brigade com-
bat teams to the fight. Our idea of 
logistics changed completely in how 
we had to organize and where we 

put our great logisticians. We talk-
ed about being expeditionary and 
tried to do that early on, but we re-
ally didn’t understand what we were 
getting into in places like Iraq and 
Afghanistan. 

After a while, we fell in on com-
bat outposts and forward operating 
bases, and we got spoiled. Operator-
type people come to expect it’s just 
going to happen, and that’s what 
happened to me because I always 
had great S-4s and G-4s. The big-
gest thing for me was how you 
viewed logistics based on the posi-
tions of leadership you held.

For commanders at any level, lo-
gistics can be the thing that hampers 
where you go and the ability to sus-
tain your forces for whatever mission 
you’re going on. In the world I grew 
up in, exercises like Reforger and 
Team Spirit trained logistics in real 
time at the division and corps levels. 
And we always took sustainment for 
granted because we had great people 
and great systems. 

What were your biggest logistics 
challenges while deployed, and how 
did your logisticians overcome them?

Initially, the biggest challenge was 
making sure our logisticians were 
synced with the commander. In the 
past as we developed a plan, we’d have 
different courses of action and then 
it was kind of an afterthought—can 
we sustain the plan? Then we’d bring 
logisticians in, and they’d say we can 
or we can’t and we’d have to adjust. 
Today we understand how import-
ant it is to bring our logisticians into 
the planning process from the very 
beginning. 

Our logisticians have taken ad-
vantage of lessons learned from 
the years in Iraq and Afghanistan. 
In the past we might have said we 
couldn’t move from point A to point 
B because we didn’t have the trucks 
to be able to move all the equipment 
and people. So they figured out that 
we can go buy or rent the trucks or 
something simple like that. They’ve 
been very creative with taking a 

The 34th vice chief of 

staff of the Army dis-

cusses his experienc-

es with sustainment 

and the importance 

it will play on tomor-

row’s battlefield.



During an interview, retired Gen. John F. Campbell discusses his experiences with logistics during his Army career. (Photo 
by Matthew Howard)
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complex problem set and coming up 
with a solution to support the op-
erator. They understand that, in the 
end, it’s their job to support opera-
tions on the ground.

For the past 16 years, the Army has 
relied on contractor support and sup-
plies and equipment that were read-
ily available in theater. How should 
the Army prepare to be more expedi-
tionary in the future?

The Army has gotten away from 
the expeditionary mindset because 
we’ve been spoiled all these years. 
We are probably going to go into 
contested areas in the future where 
we will not be able to depend on 
contractors early on. 

Much of the need for contractors 
developed because we did not have, 
or got rid of, those skill sets. Some 
of it had to do with how we fought 
using restricted force manning lev-
els and could only have a certain 
number of Soldiers on the ground. 

We had to be creative, and using 
contractors was a solution. I think 
we will continue to have contrac-
tors in the long run, but we may not 
have them initially when we enter a 
theater.

In the past we’ve gotten through 
this challenge by pre-positioning 
stocks. Whether water, fuel, or vehi-
cles, we’ve been able to pre-position 
stocks in places where we might have 
to fight. There are pluses and minus-
es as you do that in terms of main-
taining stocks and keeping them 
ready to go, but pre-positioning has 
definitely helped us. 

Technology is also going to help 
us get things quicker. You see it to-
day in the commercial world with 
drones delivering fast food or pack-
ages. Maybe we’ll prepackage a 
whole bunch of drones to quickly 
resupply Soldiers going in on the 
ground on a contested battlefield.

In the end, what has hurt us in 
the past is money and budget. The 
Army struggled because we did not 

have a predictable budget, and we 
have to have a predictable budget to 
help the warfighter and enable our 
logisticians.

I also think a lot of it is mindset. 
We have to get out of the mindset 
of expecting to go in and have hot 
food within 24 hours. I keep saying 
it: we’re spoiled. We go to Afghani-
stan and Iraq and we have McDon-
ald’s, we have Burger King. But we 
have very, very resilient Soldiers, 
and I think if they understand what 
they’re going into, they’ll do fine. 

Can you elaborate on the effects 
technology will have on future Army 
sustainment operations?

Technology is wonderful and 
saves lives. Whether it’s in the 
medical arena, better protection on 
vehicles, or ammunition that can 
go farther and faster, I think that’s 
all good. Aerial platforms that en-
able supplies to be brought forward 
quicker help our logisticians reduce 
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the amount of weight we take in. 
And when we don’t have to take in 
as much water, food, or ammunition, 
we don’t have to burn as much fuel. 

Information technology is also 
making our logisticians more ef-
ficient. Things like Global Com-
bat Support System–Army and 
radio-frequency identification tech-
nology are enabling more modern 
business processes across the force, 
from arms rooms to motor pools.

But we can never forget that we 
have to continue bringing in the 
best and brightest Soldiers. We must 
continue educating them to make 
sure they understand their capabili-
ties, and then we can couple that ed-
ucation with technology as we move 
forward. Technology is meant to 
make the job more efficient, lethal, 
and capable, but the Soldier has to 
understand how to utilize it. 

In the end, it’s still going to come 
down to the Soldier on the ground. 
An easy example is this: all of our 
Soldiers understand how to use 
GPS devices to figure out where 
they’re going. But if somebody jams 

it, do they know how to use a com-
pass? The human performance piece 
is going to be key in anything the 
Army does. 

You’ve talked about the slow 
decision-making processes in the mil-
itary. How can we benefit from im-
proving our processes?

We always need to look at our 
processes and planning efforts and 
continue to improve them. Technol-
ogy now evolves faster than a budget 
cycle, and we need to keep pace with 
logistics requirements. Looking at 
different businesses and how they 
interact with the Army, I try to ask, 
“What’s the issue with industry and 
the Army, and why is this working 
or not working?”

A theme that keeps coming up is 
talking to industry early on, making 
sure you’re synced, and working out 
the requirement. Industry wants to 
get out there and help and invest 
some of its own money to get where 
the Army wants to go. But if the Ar-
my’s not talking to industry early on, 

we’re not helping each other.
In the commercial world, tech-

nology is out there that our Soldiers 
already use. Whether it’s the lat-
est phone or you name it, Soldiers 
continually adapt and upgrade ev-
ery two years. But the Army is still 
stuck on the phone from four or five 
years ago. Why can’t we get the same 
thing and the best that industry has 
to offer? We can, but our processes 
stop us.

I know there’s a lot of work being 
done by the secretary of the Army 
and chief of staff of the Army to get 
after acquisition reform. When we 
fight as a joint force alongside the 
other services, we fight very well 
together. But we come back in the 
building [the Pentagon], and we’re 
fighting each other over budget. 
We’re stovepiped. 

Why do we have three of the six 
largest air forces in the world? The 
Navy, Air Force, and Marine Corps 
all have fighter aircraft. Do we need 
that? The same with radios; we all 
have different radios. So I think 
our processes, if working from a 
joint perspective, can make us bet-
ter, more efficient, and save money, 
while at the same time get the best 
possible equipment for our Soldiers 
in the future. 

Sustainment will be key in the fu-
ture fight. How do you see the flow of 
supplies into a theater in a contested 
environment?

I was looking at a quote from Gen. 
Dwight D. Eisenhower recently, 
which says, “You will not find it diffi-
cult to prove that battles, campaigns, 
and even wars have been won or lost 
primarily because of logistics.” 

As all the services continue to 
plan for future battles, sustainment 
is going to be at the forefront as they 
think about executing those battles. 
You’re going to have to look at how 
to move equipment there—wheth-
er by pre-positioning or by getting 
more ships, vehicles, or aircraft to 
move it. We’re limited by the num-
ber of trucks, ships, and aircraft that 

Gen. John Campbell observes Afghan National Army commandos performing a 
mortar training exercise at Camp Morehead, Afghanistan, on Nov. 19, 2015. 
(Photo by Air Force Staff Sgt. Tony Coronado)
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can move stuff and by the time and 
distance that it takes to get there.

In a perfect world, we would know 
exactly where we’re going to fight 
ahead of time. But like we saw in 
Desert Storm and other operations, 
we need six to nine months to build 
up the force before we cross the 
line. In the world we live in today, 
we’re not going to have that luxu-
ry. We have to get into a contested 
environment much quicker. But we 
shouldn’t think it’s going to be easy; 
it’s always going to be very, very 
tough. 

We have great combatant com-
manders that are looking at all the 
different theaters and figuring out 
where their hot spots are. Prior to 
Afghanistan, if you had said we’d be 
there for 16 years, nobody would’ve 
believed you—the same with Iraq. 
But I know those combatant com-
manders are now thinking about 
where we’ll be in the future, and 
they’ll plan accordingly to make 
sure we’re set as we go in. 

From your experiences, how can 
we work with our coalition partners 
to build capacity and better enable 
logistics? 

We have the best logistics sys-
tem in the world. We have the best 
logisticians, and we’re the envy of 
every other country I’ve ever dealt 
with. As the International Secu-
rity Assistance Force and Reso-
lute Support commander, I had 
about 48 troop-supporting coun-
tries in Afghanistan that all looked 
to us for help. They didn’t have the 
capabilities. 

What we’re trying to do now is 
help build their capacity. And there’s 
a lot of ways to get after that, espe-
cially education. Bringing officers 
from other countries and tying them 
into our school system and all of our 
logistics courses can develop leaders 
that are able to do what we do. 

In the end, it’s about having the 
resources and the capabilities. Most 
countries don’t spend enough on 
defense to be able to have those, so 

it’s going to take time. NATO and 
other partners continue to get better 
and grow their capabilities, not only 
from a warfighting perspective but 
also from a sustainment perspective. 
We’ve got to continue to help them. 
Identifying our logisticians who 
have worked alongside coalition 
partners and leveraging that experi-
ence certainly helps.

Joint exercises with those coali-

tion partners also grow their capaci-
ty. Some nations have particular skill 
sets in logistics that, I think, they do 
very well. We have to continue en-
couraging them to build upon that 
but, at the same time, look at the 
holistic picture of where they can go 
and sometimes provide them with 
the resources to get there. We had 
to do that in Afghanistan because 
some country would provide several 
hundred folks but no truck or water 
capability, no cooks able to provide 
hot chow, and no medics to provide 
health care. These are areas that we 
have to continue to look at.

Having been to Afghanistan many, 
many times, I’ve seen how much 
they want to continue building their 
fighting force. But they know they’re 
only as good as what they build in 
the sustainment piece of it. We can’t 
have what’s happened in the past 
when we’ve provided them with ve-
hicles. They drive them, they break, 
then they don’t have the means to fix 
them, and we just continue to give 
them more. We need to get to the 
point where we show them how to 
do it, and they can feed thousands, 
so to speak. Education is key. 

What was the greatest lesson you 
learned in the Army that you’d like to 
share with leaders and Soldiers? 

Leadership makes a difference. 
You have to have accountability, and 
everyone has to be accountable for 
their own actions. Leaders get Sol-
diers to do what they thought they 
couldn’t do. 

When you’re involved in this cru-
cible that we call combat, you can 
try to prepare yourself, but it’s un-
like anything you thought it could 
be. You want your decision-making 

ability to be split-second because 
you will have to make life or death 
calls in an instant. The way you get 
there is continually training and 
talking to leadership. For me, con-
tinuing to educate our young Sol-
diers is everything.

The second thing is the relation-
ships and trust that you build when 
you’re a private joining a squad or a 
lieutenant joining a platoon. With 
the exception of maybe firefighters 
and police officers, our profession 
differs from others because Soldiers 
put their lives on the line and de-
pend on that guy to their left or that 
gal to their right. And so this trust 
factor—trust in your fellow Sol-
diers, trust in your leadership—is 
really, really key. Leadership makes 
a difference. 
______________________________

Arpi Dilanian is a strategic analyst 
in the Army G-4’s Logistics Initiatives 
Group. She holds a bachelor’s degree 
from American University and a mas-
ter’s degree from Rensselaer Polytech-
nic Institute.

Matthew Howard is a strategic ana-
lyst in the Army G-4’s Logistics Initia-
tives Group. He holds bachelor’s and 
master’s degrees from Georgetown 
University.

Leadership makes a difference. You have to have 
accountability, and everyone has to be account-
able for their own actions. 



Lt. Gen. Charles D. Luckey, chief of the Army Reserve, met 597th Quartermaster 
Company Soldiers in San Juan, Puerto Rico, on Oct. 21, 2017. The Soldiers were 
there to provide laundry and shower services to refugees affected by Hurricanes 
Irma and Maria. (Photo by Spc. Anthony Martinez)
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The chief of the Army 

Reserve discuss-

es some factors the 

Army should consider 

in enabling the  

Reserve to sustain  

the force.

As the chief of the Army Re-
serve and commanding gen-
eral of the U.S. Army Reserve 

Command, Lt. Gen. Charles Luckey 
leads a team of more than 200,000 
Soldiers and civilians across all 50 
states, U.S. territories, and more than 
30 countries. During his three recent 
combat tours and a civilian career in 
law, he has continually led by exam-
ple. Here are his thoughts on the role 
the Army Reserve plays in sustaining 
the force.

Ready Force X is enabling readi-
ness. Can you elaborate on the con-
cept and the impact it will it have on 
sustainment?

Ready Force X is a way for the 
Army Reserve to look at what our 
capabilities are, how quickly they 
are needed, and their current state of 
readiness. Given those parameters, 
what are the priorities and resourc-
ing decisions? Moreover, what do we 
need to be doing right now to de-
crease the amount of time it would 
take to get those particular capabili-
ties ready to go into the fight?

Look at any capability. I will pick 
one of my favorite notional units, an 
underwater mess kit repair battalion. 
Let’s say we know we are going to 
need an underwater mess kit repair 
battalion at C+15 or C+30. I have to 
take a look at all the different places I 
have that type of formation. Is there 
one that’s so ready to go that I can 
count on that formation to be able to 
generate that readiness? In some cas-
es the answer may be yes, but in many 
cases, the answer is no. 

Part of the reason is that America’s 
Army Reserve recruits and retains 
Soldiers where they live and work. 
So I have to move force structure to 
those places, not try to move people to 
where units are. Let’s say it takes three 
underwater mess kit repair units to 
make one battalion strong enough to 
be able to go through collective train-
ing, get the equipment it needs, and 
then deploy. We have to take a look 
at how much time it is going to take 
and how we can reduce that time from 

mobilization to deployment. 
Are there resourcing decisions I 

should make so some formations 
have a higher percentage of Soldiers 
already there on a full-time basis? 
This might help some units sustain 
a higher level of readiness against 
a steady state. Do I need to look at 
moving equipment to those forma-
tions so they already have everything 
they need to go?

It is really about analyzing what we 
need to do to get these formations 
out the door. From there, it is putting 
procedures in place and prioritizing 
work so that the post-mobilization 
time is decreased. 

We have identified hundreds of 
formations across the reserve force 
that fall into this pool needed to gen-
erate the required capabilities for the 
total Army. Some people think this 
is just a set group of forces that are 
at a higher state of readiness, but it is 
actually an intellectual forcing func-
tion for us. So Ready Force X is not a 
noun; it is really a verb.

Over 78 percent of the Army’s sus-
tainment units are in the Army Re-
serve and National Guard. How 
critical is the Army Reserve’s readi-
ness for winning on the expeditionary 
battlefield?

It is extraordinarily important. A 
significant amount of capability in 
the Reserve is what we call unique—
unique being roughly defined as 70 
percent or more of the Army’s entire 
capacity within a particular standard 
requirements code resides predom-
inantly in the Army Reserve. Many 
sustainment functions fall into that 
category.

Regardless of the theater of oper-
ations, it is really about the integral 
role America’s Army Reserve plays 
in immediately enabling the Army 
to fight on any scale. Many conver-
sations we are having in the Army 
focus on how much time certain 
Reserve forces need to be able to 
provide a high degree of readiness 
and capability to the warfighter. If 
there’s not going to be time to mobi-
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lize those capabilities before needing 
them, do we also then need to have a 
conversation about rebalancing some 
force structure? 

I am more than happy to have that 
conversation, but it needs to be in-
formed by assumptions. If it is as-
sumed there will be an opportunity 
to mobilize at least some of these 
capabilities before a conflict starts, I 
think it is fine to keep them in the 
reserve components. 

However, if it is assumed that we 
will not mobilize until a conflict is al-
ready started, then I would presume 
you want to set the theater before it 
becomes hot. If you know you need 
certain things to do so, and those 
things are in the reserve components, 
then you have to ask if we want to 
mobilize before we know whether 
or not there is a problem. I am not 
here to tell you what the answer is, 
but those are the conversations that 
should take place. 

How does training need to evolve 
to ensure the total Army is integrated 
to meet short-notice or unpredictable 
requirements?

We are working hard inside the 
Army Reserve to push training to 
the next level. One example is a new 
training operation we initiated last 
spring called Cold Steel. It was essen-
tially a crew-served weapons gunnery 
exercise at Fort McCoy, Wisconsin, 
that began in early March and ex-
tended for a little over two months. 
It was the largest crew-served weap-
ons gunnery exercise in the history 
of the Army Reserve. Between 1908 
and last spring, we had never done 
anything close to that.

This year, we are multiplying that 
level of effort by four. We are start-
ing at Fort Hunter Liggett, Califor-
nia, and then we are doing it at Fort 
Knox [Kentucky], Fort McCoy, and 
Joint Base McGuire-Dix-Lakehurst, 
New Jersey. Part of this is to get a 
more rigorous, more intense training 
experience for more of our Soldiers. 
However, at the same time, we are 
increasing the capacity of the Army 

Reserve to train itself and to reinvig-
orate core competencies—training 
to standard and knowing what right 
looks like. Ultimately, we are work-
ing to sustain that level of readiness 
across the force in a more efficient 
and effective way. And we are going 
to continue to up our game when it 
comes to getting after combat readi-
ness, capability, and lethality.

We are also going to a different 
construct when it comes to how we 
train from a sustainment perspective. 
We are teaming very closely with 
both the active component and the 
National Guard to have opportuni-
ties to train together as a total Army 
team. Whether it is at the National 
Training Center, Joint Readiness 
Training Center, or other places, we 
are making more of the enabling for-
mations integral parts of that train-
ing experience. 

We are also making sure cer-
tain types of reserve formations are 
supporting other combat arms for-
mations, so they are getting more 
realistic and demanding training. We 
are on the “road to awesome” when 
it comes to getting better at how we 
train. 

What advice do you have for reserv-
ists on balancing civilian employment 
with their military service?

Our responsibility inside the Army 
Reserve is fundamentally to be ready 
enough to be relevant, but not so 
ready that our Soldiers cannot keep 
good, meaningful civilian jobs and 
maintain some semblance of healthy, 
blissfully happy family lives. That can 
be a challenge, and I do not want to 
tell you that it is always easy. 

I spent years in traditional troop 
program unit formations as an Army 
Reserve Soldier. There were times 
when, weekend after weekend, I 
wasn’t doing something that some-
body else thought I should; but then 
there were weeks and years away 
from my job. Those are choices that 
we make. We have to balance all 
three aspects of our lives: generating 
the capabilities the Army requires, 

keeping our civilian employers happy 
to the point where we still have jobs, 
and keeping our families happy and 
sustaining.

My responsibility as the leader of 
this team is making sure I am get-
ting the best possible ways to support 
families and alleviate burdens so they 
are more willing and able to support 
their Soldiers. This is America’s Army 
Reserve: 195,000 Soldiers across 20 
time zones and with 350,000 family 
members. Most of them—92 per-
cent—have civilian jobs, primarily in 
the private sector. 

I am also trying to influence those 
employers. If you are sharing the best 
talent in your company with me, then 
we are now partners in making sure 
the national security fabric of the 
United States is being sustained. That 
is a big deal. They are probably tak-
ing some risks to their bottom line by 
doing that, and to me, that is more 
than talking. That is doing.

So I try to honor that sharing ar-
rangement, that partnership, by not 
taking those Soldiers for longer than 
we need them. However, by the same 
token, if we need them to support 
and defend the Constitution of the 
United States of America against all 
enemies foreign and domestic, we 
need them. 

I also make sure I am putting pres-
sure on the nation to recognize that 
if we want to continue this way of 
doing business, then part of the deal 
is to share this great talent. Less than 
one percent of folks in America serve 
in uniform. So this is part of how 
we bring the capability to the nation 
for a massive discount as opposed to 
paying for a full-time force across the 
board. 

How does the Army Reserve attract 
and retain talent?

The Army Reserve has a unique 
opportunity, and therefore a unique 
obligation, to be a screening force 
for the Army and the Department of 
Defense. We have to make sure we are 
tapping into our linkage with private-
sector America and leveraging Sol-
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diers who are working everywhere. 
We have Soldiers whose day jobs 

are at Google, SpaceX, or Tesla. They 
are working on cutting-edge technol-
ogies, like quantum computing, cyber 
technology, and artificial intelligence. 
They are out there, so we are moving 
force structure. It does not cost any-
thing because I am not moving any-
body; we are just moving structure so 
we can go out and capture this talent.

Say there’s a Soldier who’s been 
trained and paid by the Army to learn 
a unique skill, such as cyber security. 
The Soldier goes to an Army cyber 
brigade, and they serve their time. Af-
ter five or six years, they may decide to 
leave active duty and go work in the 
private sector, taking the skills they 
have learned and leveraging them to 
potentially make more money. 

At that point, they will move some-
place, so we are anticipating where 
they are going to move. We put force 
structure in places like Palo Alto or 
Mountain View, California, or Cam-
bridge, Massachusetts, and that is 
where I catch them. We are able to 
keep them on the team. That, I would 

say, is the DNA of the Army Reserve.
The Reserve started in 1908 with a 

very simple idea: get the best medical 
talent in America to be able to build 
the capacity of the Army very dra-
matically, very quickly, but only when 
it is needed. By keeping that talent 
at a very high state of readiness, you 
could leverage it and put it on the 
battlefield without having to pay for 
it all the time. So we brought doc-
tors into the Army when we needed 
them, doctors who had been working 
in emergency rooms all over Ameri-
ca, patching up people who had been 
knifed and shot. 

All we did was put a uniform on 
them, give them a haircut, make sure 
they could do a few situps, give them 
a weapon, let them at least learn how 
to not shoot themselves or their bud-
dies, and we called them Army doc-
tors! I mean, no offense to the Army 
medical community, but it was bril-
liant! We brought in people who had 
hundreds of thousands of dollars of 
training invested in them that we did 
not pay for. 

There are other places where we 
can do this: cyber, artificial intelli-
gence, and other digital domains. I 
think the Army Reserve has a unique 
ability to leverage that talent, bring it 
in, and keep it in the Army. We are 
already doing it. 

What is the single biggest thing the 
Army Reserve needs to do right now?

 
Keep pounding. Let me put it this 

way, when I first started as the leader 
of this team a little over a year and a 
half ago, I had gone down to Guan-
tanamo Bay and over to Puerto Rico. 
We were flying back, and one of my 
senior leaders said, “Hey boss, on this 
road to awesome, how are we going 
to know when we get to awesome?” 

I am like, “Dude, you do not get 
to awesome; it is out there! You get 
awesomer every day, but you do not 
actually get there because it keeps 
moving!” 

The future keeps evolving, and all 
kinds of things are driving that very 
high velocity of change. The biggest 

thing I am pushing hard on across 
every aspect of what we are doing is 
trying to sustain relentlessly a shift in 
culture. 

The Army Reserve has to under-
stand that what we have been doing 
for the past 16 years does not work in 
the current contingency surge model. 
The old progressive readiness model 
with multiple-year iterations and a 
rotational model—where one unit is 
supposed to be ready now, next year 
it is another unit, and the year after 
is yet another unit—that does not 
work. So the ethos of the Army Re-
serve has to change. 

This is a “fight fast” force. You will 
not hear me say “fight tonight,” other 
than to say, “I do not say fight tonight.” 
My point is the active component 
is supposed to fight tonight. I spent 
years in the 82nd Airborne Division; 
I spent time in the special operations 
forces. I understand “fight tonight.” 
We are not your “fight tonight” force. 
However, we will fight fast.

So this team needs to embrace the 
culture of being able to fight fast, of 
being ready. When I talk about com-
bat readiness, capability, and lethality, 
I am talking about a force that fun-
damentally didn’t see itself that way 
five years ago. Back then, the motto 
was “A life-saving, life-sustaining 
force for the nation.” However, at the 
risk of being brutally honest, that is 
not our core competency. 

You have an Army to win the na-
tion’s wars. So being ready for com-
bat has to be fundamental to what 
America’s Army Reserve is doing to 
build capability for the Army. We are 
getting there. 
______________________________

Arpi Dilanian is a strategic analyst 
in the Army G-4’s Logistics Initiatives 
Group. She holds a bachelor’s degree 
from American University and a mas-
ter’s degree from Rensselaer Polytech-
nic Institute.

Matthew Howard is a strategic analyst 
in the Army G-4’s Logistics Initiatives 
Group. He holds bachelor’s and master’s 
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Lt. Gen. Charles Luckey is the chief 
of the Army Reserve and command-
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 By Maj. Gen. Doug Chalmers and Maj. Craig A. Falk

Forgotten Basics 
That Enable Decisive 
Action



Soldiers assigned to the 1st Battalion, 38th Infantry Regiment, 1st Stryker Bri-
gade Combat Team, scan the area for enemy threats during a National Training 
Center rotation at Fort Irwin, Calif., on Jan. 15, 2018. Decisive action training 
exercises at the center help units to remain versatile, responsive, and available for 
contingencies. (Photo by Spc. Joseph DeLuco)
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The quote from Field Marshall 
William Slim, “Hit the other 
fellow as quick as you can, as 

hard as you can, where it hurts him 
the most, when he ain’t looking,” cap-
tures the timeless truth of decisive 
action: speed and mass win battles. 
It also infers the need to be able to 
hit again and again and again, if re-
quired, to secure the win. 

This is important to note because 
history indicates that most large-
scale campaigns flow between the 
decisive and attritional phases. The 
victor normally is the side that has 
the ability to make those transitions 
quickly and sustain them.

The Decisive Action Fight
The industrial age of warfare 

brought armies of scale onto the 
field. They used immense amounts of 
materiel that had to be carried over 
long supply networks from a nation’s 
industrial base. 

Today we are at the intersection 
of the industrial age and the infor-
mation age of warfare. New technol-
ogies like additive manufacturing, 
enterprise resource planning systems, 
and alternative sources of operational 
energy may well reduce our reliance 
on those supply networks and far-
away industrial bases, but the need 
for mass in the right place at the 
right time is unlikely to change. 

Over the past 15 years, the Army 
has been able to fight its wars in 
well-established theaters supplied 
from a defensive or stability opera-
tions posture using large stockpiles 
that are reminiscent of the old maga-
zine system. Maneuver commanders 
were rarely logistically constrained, 
and logisticians took little risk. 

Years ago, the Army distilled its 
hard earned experience of decisive 
action from World Wars I and II and 
the Korean War and developed eight 
principles of sustainment. Because of 
a lack of punishment by a near peer, 
our recent experiences have subcon-
sciously reduced the importance of 
three of those hard-earned princi-
ples: anticipation, improvisation, and 
survivability. 

The National Training Center and 
the Joint Readiness Training Center 
do an outstanding job of teaching 
and providing experience for these 
principles at the brigade level. But at 
the division and operational levels, 
experience in anticipation, impro-
visation, and survivability has atro-
phied. Sustainment officers at these 
levels must relearn these three prin-
ciples of sustainment so that they can 
better embrace risk. 

Taking risks with logistics is a key 
part of being decisive. The history 
books are full of armies that were 
“tidy” but late. This does not mean 
commanders should heedlessly gam-
ble on the success of an operation; 
rather, they should be willing to ac-
cept risk after properly understanding 
and mitigating it. To do so, the rela-
tionship between the maneuver com-
mander and the logisticians needs to 
be very close and very honest.

The logistics engine determines the 
pace (freedom of action), distance 
(operational reach), and permanence 
(endurance) at which an army can 
operate. Following the initial estab-
lishment of operations in Iraq and 
Afghanistan, the Army fought from 
a defensive or stability posture. This 
posture allowed for the great build-
up of supplies at places like Logistics 
Support Area (LSA) Anaconda in 
Balad, Iraq. 

Such massive LSAs had every na-
tional stock number imaginable and 
far exceeded the intent of nonperma-
nent contingency basing. The LSAs 
negated or reduced much of the con-
cern over the distance of our lines of 
communication or the longevity of 
operations. 

From these military superstores, 
we could effectively support multiple 
requirements for multiple missions 
with little concern about disruption 
to the established operational logis-
tics disposition. They also allowed the 
relationship between the maneuver 
commanders and their logisticians to 
weaken. 

In hindsight, this is unsurprising. 
With such large quantities on hand, 
little thought needed to be given to 

To support decisive 

action battles, logis-

ticians will need to 

mitigate risk at the 

operational level by 

relearning the princi-

ples of anticipation, 

improvisation, and 

survivability. 



	                                         Army Sustainment       May–June 2018 29

anticipating or understanding the 
maneuver commander’s next move. 
Any operation could be supported. 

Anticipation
The foundation of unified land op-

erations is built on decisive action, 
mission command, and seizing, re-
taining, and exploiting the initiative. 
Anticipation is the ability to foresee 
operational requirements and initiate 
actions that satisfy a response with-
out waiting for an operation order or 
fragmentary order. It is about achiev-
ing the ability to attack at just the 
right time and place. 

Maneuver commanders set the 
conditions for agility and rapid action 
that produce definitive results when 
they keep their logisticians close and 
empower them to anticipate. This 
is critical because logisticians need 
more lead than anyone else to ensure 
that they are able to support a com-
mander’s decision. 

Empowering logisticians can be 
done through detailed planning and 
carefully crafted friendly forces in-
formation requirements (FFIRs). But 
more importantly, it demands a close 
relationship between the maneuver 
commander and his or her senior lo-
gistician. The maneuver commander 
must understand the FFIRs and de-
velop an understanding, through the 
senior logistician, of the force’s cul-
minating point. 

The logistics commander must cre-
ate his or her own decision points, 
which must be carefully nested with-
in the maneuver commander’s de-
cision points. This nesting enables 
decisions about resources to be made 
at the right time to accomplish the 
key sustainment tasks required to 
set the right conditions for decisive 
action. 

One of the best historical ex-
amples of a close relationship be-
tween a commander and logistician 
that enabled anticipation occurred 
in World War II when Lt. Gen. 
George S. Patton’s Third Army lo-
gisticians anticipated his decision 
points and started setting conditions 
for them. His staff recognized the 

need to change their axis of advance 
to relieve pressure on the surround-
ed 101st Airborne Division at Bas-
togne, Belgium, during the Battle of 
the Bulge. 

This anticipation enabled Patton’s 
army to shift within such a quick 
timeline that the idea was laughed at 
by other senior Allied officers when 
it was first briefed to Gen. Dwight 
D. Eisenhower. But Patton was con-
fident, and he knew his logisticians 
had set the conditions to facilitate 
this decision through reallocation of 
resources and a little improvisation.

Improvisation
Following the initial invasions of 

Afghanistan and Iraq, the lines of 
communication and LSAs in those 
campaigns became fully established 
and stayed that way for more than 
a decade. Support units traditional-
ly fell in on a well-developed, well-

used, and refined concept of support. 
Sources of supply were fully es-

tablished, and leaders were able to 
develop schedules to use limited 
strategic transportation assets ef-
ficiently. Occasionally the logistics 
posture was moderately disrupted by 
natural disasters, but never enough 
to necessitate a change in campaign 
direction or the development of im-
provised solutions at the operational 
level. 

Improvisation is the ability to 
adapt sustainment operations to un-
expected situations or circumstanc-
es affecting a mission. It includes 
contracting, creating, inventing, ar-
ranging, or fabricating what is need-
ed from what is available. It will be 
essential in any future peer-to-peer 
fight as the Army builds mass at 
speed in a contested environment.

Since 2014, a broad coalition of 
nations has worked together to de-

Soldiers assigned to the 1st Battalion, 6th Infantry Regiment, 2nd Armored 
Brigade Combat Team, 1st Armored Division, conduct maintenance during a 
rotation at the National Training Center on Aug. 20, 2017. (Photo by Pfc. Carlos 
Cameron)



FEATURES

Soldiers assigned to the 1st Battalion, 6th Infantry Regiment, 2nd Armored Brigade Combat Team, 1st Armored Division, 
conduct a sustainment meeting during a rotation at the National Training Center at Fort Irwin, Calif., on Aug. 20, 2017. 
(Photo by Pfc. Carlos Cameron)

May–June 2018       Army Sustainment30

feat the Islamic State group. More 
than 70 countries participate in the 
operation while the Iraqi military 
and Syrian Democratic Forces take 
the lead on the ground. 

This situation presents numerous 
sustainment challenges. The Iraqis 
do not have a completely developed 
sustainment network, and the Syr-
ian Democratic Forces coalesced 
from much smaller, local groups. 

In order to fill these gaps, coali-
tion logisticians have improvised 
solutions, frequently leveraging 
operational contract support to en-
able partners to build mass at speed. 
These solutions bought back time 
and resources for the commander 
and allowed the coalition to take the 
fight to the Islamic State group ear-

lier, faster, and harder.
Decisive action is full of Carl von 

Clausewitz’s “fog of war,” especial-
ly during the initial phases of any 
campaign or during high-operating 
tempo periods or phases. During 
decisive action, the operational lo-
gistician is asked to find fast and 
effective solutions to evolving and 
unforeseen requirements. 

Quick estimates must be made to 
determine what can be brought and 
what can be purchased or contracted 
locally. The sustainment commander 
must apply operational art to visual-
ize complex operations and under-
stand what is possible at all levels 
from all potential resources. The add-
ed benefit of thinking laterally and 
locally is that it provides resilience 

by adding depth and survivability to 
the concept of sustainment.

Survivability
In recent years, at the operation-

al level, there has been marginal 
concern over enemy interference 
with our sustainment concept. We 
have used the same nodes for near-
ly 17 years on a consistent sched-
ule and have become comfortable 
as a result. Survivability became a 
principle through hard, bitter ex-
perience as our previous adversaries 
would always go after our logistics 
framework. 

Survivability touches all aspects 
of protecting personnel, weapons, 
supplies, and routes. It demands dis-
persion and redundancy planning, 
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Survivability touches all aspects of protecting per-
sonnel, weapons, supplies, and routes. It demands 
dispersion and redundancy planning, as stocks will 
be lost and routes and modes will be denied.

as stocks will be lost and routes and 
modes will be denied. It also re-
quires greater focus on our decep-
tion activities.

Operational logistics moves tele-
graph the capability and intent of 
friendly forces to the enemy; after all, 
our near-peer adversary’s priority in-
telligence requirements will often be 
our FFIRs. 

During the Gulf War, Gen. Nor-
man Schwarzkopf refused to allow 
senior logistician Maj. Gen. Wil-
liam “Gus” Pagonis to shift sustain-
ment assets into the western desert 
when he wanted. Schwarzkopf knew 
if this happened too early the enemy 
would guess the operational concept 
and have time to reposition its forc-
es to counter the now famous “left 
hook.”

Survivability of an operational lo-
gistics footprint is therefore essential 
to maintaining our endurance during 
decisive action. The next adversary’s 
ability to fight in depth and across 
multiple domains will exceed the ex-
perience gained in the past 16 years. 
We often take for granted our air su-
premacy. We should not. 

The deputy assistant secretary of 
defense for program support, Gary 
Motsek, believes logisticians will 
have to operate from multiple smaller 
footprints to conceal and confuse the 
enemy’s ability to attack sustainment 
assets. Logisticians may need to rely 
on the use of redundant sustain-
ment capabilities, including multiple 
nodes, modes, routes, and alternate 
support plans. This redundancy mit-
igates risk by presenting multiple lo-
gistics assets for the enemy to target. 

Regardless of what action is tak-
en, the survivability principle forces 
logisticians to understand the risk 
presented by the operational envi-
ronment and the enemy so that we 
can take proper mitigating steps and 
accept the risk. 

In April 1982, Argentina invaded 
and occupied the British Falkland 
Islands. The Argentines believed the 
British would respond diplomatical-
ly because a military response would 
be too difficult since the Falkland 

Islands are in a very austere region 
more than 8,000 miles away from the 
United Kingdom. 

The world believed that Prime 
Minister Margaret Thatcher was 
taking a gamble by ordering military 
intervention, but it was a calculated 
risk. British logisticians improvised 
a solution by using civilian merchant 
ships to supplement the military 
ships to transport the men and ma-

teriel required for the campaign. 
The logisticians remained integrat-

ed in tactical planning as the task 
force sailed to the South Atlantic. 
This integration led them to reor-
ganize the supplies on ships so they 
could be unloaded in the order they 
were needed during the refuel stop at 
Ascension Island. 

Not everything went well for the 
British during the campaign. The 
Argentine air force proved very ca-
pable and prevented air superiority 
from being established. This led to a 
number of ships, some carrying crit-
ical supplies and helicopters, being 
sunk or destroyed. The loss of these 
supplies and capabilities altered the 
logistics plans, which in turn altered 
the flow of the campaign. 

Because the logisticians were fully 
integrated into the campaign’s de-
sign and execution, these losses were 
absorbed and plans were adjusted 
without any loss in tempo, enabling 
the task force to continue to hit the 
enemy hard and fast. 

The Argentines believed it would 
take at least six months for British 
troops just to reach the Falklands, 
but the British won the war in less 
than 75 days largely because of the 
logisticians. They had followed Field 
Marshall Slim’s maxim by delivering 

just enough mass at speed. 
But, as Maj. Gen. John Jere-

my Moore, the British land forces 
commander, put it, “It was a very 
close-run thing.” Morale, training, 
discipline, and logisticians who were 
trusted by commanders to manage 
finite resources made the difference.

In order to properly support to-
morrow’s decisive action battlefield, 

logisticians will need to embrace and 
mitigate risk at the operational level. 
This can be achieved in part by re-
learning the principles of anticipa-
tion, improvisation, and survivability. 

Sixteen years of supporting a 
well-developed theater has left these 
principles atrophied and often ig-
nored by both maneuver command-
ers and logisticians. Bringing these 
principles back will help us embrace 
and mitigate sustainment risk, not 
just accept its presence. Getting this 
right will increase the speed with 
which we win the next conflict, sav-
ing blood and treasure. 
______________________________

Maj. Gen. Doug Chalmers is a British 
Army officer and the deputy command-
ing general for support for III Corps and 
Fort Hood, Texas. He is a graduate of the 
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degree from Eastern Kentucky University 
and an MBA from the College of William 
and Mary. He is a graduate of the Joint 
Logistics Course and Theater Sustain-
ment Planners Course. 





Mechanics defend a brigade support area during a live-fire exercise at the  
National Training Center at Fort Irwin, Calif., on Sept. 22, 2017.

 By Brig. Gen. Jeffery D. Broadwater and Lt. Col. Daniel Misigoy

The Right Questions 
for Sustainers to Ask 
and Answer on the 
Battlefield
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Sustainment enables Army forc-
es to seize, retain, and exploit 
the initiative. It provides the 

operational reach, prolonged en-
durance, freedom of action, and 
operational tempo to win on the 
battlefield. It also enables forces to 
fight farther away and for longer 
periods of time and to rapidly exe-
cute or transition between a variety 
of operations. 

Most importantly, sustainment 
enables the commander to deter-
mine the velocity of the fight based 
on how rapidly forces can maneuver. 
A well-sustained force can move 
faster than its enemy to seize and 
exploit a position of relative advan-
tage, consolidate gains, transition, 
and then continue to create and ex-
ploit opportunities to achieve the 
commander’s end state. 

Sustainment on the Battlefield
The planning, preparation, and ex-

ecution of sustainment to set condi-
tions for the commander is no small 
task. It requires sustainers (and all 
leaders, since every leader in the 
Army must consider sustainment) 
to understand the operational reach 
of their formations and how to ex-
tend it. 

Sustainment on the battlefield is 
complex and requires mentally agil-
ity and critical thinking to visualize, 
understand, and anticipate future 
operations and requirements. Sus-
tainers on the battlefield must an-
ticipate the actions of the supported 
forces in front of them, the sustain-
ment enterprise behind them, and 
the enemy.

Much like targeting, the plan-
ning and execution of sustainment 
is a cyclic process. Army Techniques 
Publication 4-90, Brigade Support 
Battalion, and the Center for Army 
Lessons Learned article “Sustain-
ment in Decisive Action,” in the 
August 2017 CALL Newsletter, both 
describe key components of sustain-
ment planning: sustainment esti-
mates, sustainment reporting (for 
logistics statuses, personnel, and 
medical situations), the sustainment 

common operational picture, and 
the sustainment synchronization 
meeting. 

At the National Training Center 
(NTC) at Fort Irwin, California, 
battalion and brigade staffs execute 
these components of the sustain-
ment process to extend operational 
reach and manage the transitions 
between operations. 

Points of Friction
Sustainment subject matter ex-

perts and staffs know these com-
ponents and often have standard 
operating procedures in place to 
execute them. They know what they 
need to do to sustain forces, but 
they struggle to apply these pro-
cesses when the pace of operations 
increases and the friction and fog of 
war intervene. 

Specifically, sustainers struggle to 
reconcile the daily battle rhythm 
with the operational timeline. They 
establish daily battle rhythm times 
for sustainment reports, sustain-
ment synchronization meetings, and 
maintenance meetings, but their re-
ports, if submitted at all, are late and 
inaccurate. Additionally, the meet-
ings are abbreviated, canceled, or 
poorly attended. 

This friction occurs because a unit 
may be moving or in contact when 
reports are due or meetings are 
scheduled. The timing of reports and 
meetings based on battle rhythm 
may be too late to make informed 
decisions. Because of this, sustain-
ment units forgo reports and meet-
ings at their own peril.

The Right Questions
A foundational assumption of 

Multi-Domain Battle is that all 
domains are contested. The enemy 
will jam communications or use our 
electromagnetic signature to rapid-
ly target and destroy our forces. It 
will use everything from unmanned 
aerial systems to cell phones to ac-
curately locate and destroy sustain-
ment nodes. 

The enemy will attack and destroy 
sustainment nodes with long-range 

By answering the 

right questions, sus-

tainers can provide 

maneuver forces with 

the operational reach, 

prolonged endurance, 

and freedom of action 

needed for success 

on the battlefield.
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rocket and artillery systems, fixed- 
and rotary-wing aircraft, or raids 
by ground. Enemy forces will use 
chemical munitions to fix or disrupt 
forces, deny lines of communication, 
and contaminate supplies, rendering 
them unusable. 

Forward support companies 
(FSCs), brigade support battalions, 
and combat sustainment support 
battalions (CSSBs) are more vul-
nerable when static. They will need 
to relocate more often. 

Sustainment nodes will need to 
be more dispersed and well-hidden, 
and lines of communication will 
need to be extended to avoid long-
range munitions. Communications 
and reporting may be degraded to 
the point that sustainers must an-
ticipate the maneuver force’s next 
move and operate based on the 
commander’s intent. 

Sustainers must ask and answer 
the right questions in the operations 
process to assist the commander in 
visualizing the operational reach 
and endurance of the task force, 
where the culminating points are 
and why, and what risks are associ-
ated with the operational approach 
and tempo. 

To provide the commander with 
the information needed to di-
rect priorities and accept or miti-
gate risk in the sustainment of the 
forces, sustainers should ask these 
questions:

�� 	What decisions does the maneu-
ver task force commander or the 
senior sustainment commander 
at echelon need to make? 

�� 	Does the sustainment estimate 
and sustainment common op-
erational picture assist in un-
derstanding and visualizing the 
battlefield to enable decision-
making? 

�� 	When the data from sustainment 
reports are combined with esti-
mates and the sustainment com-
mon operational picture, what 
information requirements are 
answered and what decisions are 
driven? 

�� 	Will the battalion task force 
cross the line of departure with a 
complete basic load and full fuel 
tanks? 

�� 	When will the FSC refuel tanks 
and infantry fighting vehicles (at 
half a tank or quarter of a tank)? 

�� 	Where is the probable line of 
contact?

�� 	How do we conduct resupply 
to ensure tank and mechanized 
infantry companies are not at 
risk of running out of supplies 
during an attack and follow-on 
exploitation? 

�� 	Where do the companies, battal-
ions, and brigade position bulk 
water assets to rapidly resupply 
the individual Soldiers’ hydration 
systems and execute chemical de-
contamination operations? 

�� 	When does a company, battalion, 
or brigade need to take an oper-
ational pause to conduct main-
tenance operations and for how 
long? 

�� 	Does the parts requisition pro-
cess support rapidly passing req-
uisitions through the ZPARK 
and release strategy to get the 
parts to the mechanic in time to 
maintain the tempo? 

�� 	Do the artillery, engineer, and 
maneuver battalions have the 
right types and quantities of mu-
nitions to conduct a combined 
arms breach? 

These questions are not simple. 
Many are just the first in a series of 
questions that sustainers must con-
stantly ask and answer to sustain 
continual combat operations.

Ten times a year at NTC, brigade 
combat teams (BCT) supported by 
CSSBs fight a ruthless, thinking 
enemy across desert, mountainous, 
and urban terrain for 10 days fol-
lowed by a three-day brigade live-
fire exercise. 

Within 50 kilometers, the BCTs 
execute movement to contact, de-
fense, combined arms breach, and 
deliberate attacks into urban and 
desert terrain. The 11th Caval-

ry Regiment expertly replicates a 
near-peer adversary and insurgent 
network with all of the capabilities 
found in Multi-Domain Battle. 

The enemy looks for unit trains 
and support areas from the air and 
ground. The brigade support area 
(BSA) could be attacked by dis-
mounted insurgents from the west 
and enemy armored vehicles from 
the east while its communications 
are being jammed across the bri-
gade area of operation. Hours later, 
the BSA could be engaged by fixed-
wing aircraft, rocket artillery, or 
chemical munitions.

Throughout this contact, the 
CSSB is pushing supplies to the 
BSA, casualties are being evacu-
ated to medical facilities, the dis-
tribution company is conducting a 
logistics release point to resupply 
three FSCs, and the BCT is transi-
tioning from defensive to offensive 
operations. 

Through it all, aggressive, agile, 
and adaptive sustainers are cutting 
through the fog and friction of war 
by creating an understanding of cur-
rent and future operations. This un-
derstanding assists the commander 
in visualizing the BCT’s operational 
reach and ability to seize and ex-
ploit the initiative while protecting 
support areas, forward logistics ele-
ments, and convoys.
______________________________
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 By Maj. Gen. Gary Brito, Lt. Col. Michael LaBrecque, Lt. Col. Hughie Eugene Fewell Jr., and Capt. Joseph Langlinais

CSSBs Must Prepare 
for Expeditionary 
Sustainment 



Soldiers from the 189th Combat Sustainment Support Battalion prepare aerial 
resupply for onward distribution to units at the Joint Readiness Training Center 
at Fort Polk, La., in October 2017. (Photo by Gunther Wagner)
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At the Joint Readiness Train-
ing Center ( JRTC) at Fort 
Polk, Louisiana, the role of a 

combat sustainment support battal-
ion (CSSB) within the decisive ac-
tion training environment (DATE) 
continues to evolve. Previously, 
CSSBs operated from relatively se-
cure logistics bases. Now the units 
deploy forward into the training area, 
which shortens the lines of commu-
nication and provides more respon-
sive sustainment to brigade combat 
teams (BCTs). 

The change to the way CSSBs 
provide support aligns with the 
Multi-Domain Battle concept. In 
Multi-Domain Battle, near-peer ad-
versaries have the ability to target and 
interdict friendly forces anywhere.  

This paradigm shift has thrust the 
CSSB into a competitive environ-
ment where it must balance force 
protection and sustainment. This 
shift also highlights the CSSB’s sig-
nificant challenges, which include 
the modular nature of the battalion, 
the associated issues of incorporat-
ing new formations, and the ability 
to synchronize warfighting functions. 

In order to overcome these chal-
lenges and provide effective and 
timely sustainment, the CSSB must 
prepare for its DATE rotation by 
focusing on force integration and 
home-station training. 

Integration Challenges
The CSSB’s mission is to pro-

vide mission command of attached 
units and to synchronize and con-
trol the execution of logistics oper-
ations. Approximately 73 percent of 
all echelons-above-brigade sustain-
ment formations now reside in the 
Army National Guard and the Army 
Reserve. 

Accordingly, most CSSBs support-
ing BCTs during DATE rotations 
are multicomponent. This configura-
tion complies with the Department 
of Defense Directive 1200.17, Man-
aging the Reserve Components as an 
Operational Force, which requires 
the Army Reserve and National 
Guard to be managed as operational 

forces in order to maintain readiness 
with increasingly scarce resources 
during an era of continual conflict. 

While most BCTs will train, de-
ploy, and fight as a cohesive element, 
CSSBs normally do not benefit 
from this level of preparation. Of-
ten, CSSBs and their subordinate 
elements arrive at JRTC with vary-
ing degrees of readiness, lacking a 
common tactical or planning stan-
dard operating procedure (SOP), and 
possessing varying generations of 
mission command systems (MCSs). 
These conditions coalesce to create 
significant challenges in providing 
timely sustainment.

To overcome these challenges, the 
CSSB must aggressively prepare for 
training rotations. Upon notification 
of an upcoming training rotation, 
the CSSB headquarters must engage 
sustainment rotational planners to 
identify subordinate formations that 
will fulfill force requirements in sup-
port of the rotation. 

The CSSB must coordinate with 
these elements immediately to be-
gin preparations and create shared 
understanding of reporting require-
ments and methods, unit systems, 
and SOPs. Units can accomplish 
this coordination through telecon-
ferences, video teleconferences, and 
virtual and constructive training at 
home-station mission training cen-
ters. Despite having a year to prepare, 
both Army Reserve and National 
Guard elements will be challenged 
to follow these recommendations be-
cause of the limited number of train-
ing days leading to the rotation. 

Additionally, CSSBs and subordi-
nate formations should coordinate 
with the supported BCT to attend 
its leader training program (LTP) 
approximately three months before 
their rotation. This program focuses 
on mission command and the asso-
ciated elements of planning, coordi-
nating, integrating, synchronizing, 
and executing combat operations. 

The LTP will refine the CSSB’s 
military decisionmaking process, 
validate its planning SOPs, focus its 
information products, and solidify 
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a home-station battle staff training 
program. Ultimately, close collab-
oration with both the LTP coaches 
and the BCT will allow the CSSB 
and the BCT to create a shared un-
derstanding of the BCT’s efforts, the 
CSSB’s challenges, phases of the op-
eration, transitions, the sustainment 
concept, and the threats the units will 
face at JRTC.

MCS and Signal Support
Because of the CSSB headquar-

ters’ organization and authorized 
equipment, the unit relies on external 
formations to provide administrative, 
medical, and signal network support. 
The CSSB is required to integrate 
these capabilities, synchronize the 
seven warfighting functions, and op-
erate under austere conditions, which 
creates a significant challenge. In or-
der to be successful, the CSSB must 
develop a training path to incorpo-
rate key enablers and build proficien-
cy in both individual and collective 
tasks before the training rotation.

The CSSB often relies on either the 
sustainment brigade’s signal network 
company or an expeditionary signal 
unit for upper tactical internet (UTI) 
capability. In addition to UTI chal-
lenges, many CSSBs struggle with 
effectively employing systems such 
as the Command Post of the Future, 
Joint Capabilities Release ( JCR), JCR 
Logistics ( JCR–Log), and Joint Bat-
tle Command–Platform ( JBC–P). 

Varying generations of these sys-
tems are still in use, further compli-
cating mission command operations 
because of their incompatibility with 
JRTC’s pre-positioned vehicle fleet. 
Additionally, units lacking home-
station experience in establishing 
expeditionary command posts often 
struggle to conduct mission com-
mand during JRTC rotations.

To effectively prepare for these 
challenges, each CSSB must develop 
a training path to ensure organiza-
tional proficiency with MCSs at ech-
elon. With limited JCR, JCR–Log, 
and JBC–P systems, Soldiers must 
be proficient in FM radio commu-
nications in order to communicate 

effectively during convoy operations 
and while operating in the vicinity of 
a logistics base. 

Units should develop and execute 
a radio telephone operator course 
focused on junior leaders and in-
corporate the course into individual 
training plans. JRTC observer-coach/
trainers routinely observe convoys 
with one JCR system in the convoy 
commander’s vehicle and no com-
munications capability in other ve-
hicles, despite available radios and 
appropriate mounting systems. 

Additionally, the CSSB should 
coordinate CPOF, JCR, and JBC–P 
training for battalion-level staff el-
ements and, whenever possible, 
company-level leaders. The unit 
should integrate these systems into 
a battalion-level tactical operations 
exercise in order to validate profi-
ciency and knowledge management 
procedures. 

The CSSB should also incorpo-
rate signal network support into an 
externally evaluated battalion-level 
certification training exercise prior to 
the rotation in order to exercise UTI 
systems. This step will improve situ-
ational awareness of the CSSB as it 
operates across the division and bri-
gade areas of operation. 

Protection Considerations
Army Training Publication 4-93.1, 

Combat Sustainment Support Bat-
talion, says that a CSSB is capable of 
defending itself against a level I threat, 
but it relies on external units for pro-
tection against threat levels II and III. 
Prior to a JRTC rotation, the CSSB 
should execute a collective training 
event focusing on occupying a logis-
tics base and providing area defense. 

In order to build proficiency, 
CSSBs should validate quartering 
party and site occupation SOPs and 
rehearse these activities at home sta-
tion. CSSBs should develop a training 
path focused on individual quali-
fication and team proficiency with 
crew-served weapons. They should 
also conduct a series of leader pro-
fessional development events focused 
on area defense operations including 

engagement area development. 
This should be followed by applica-

ble collective training that culminates 
with a battalion-level event in which 
the CSSB occupies a site, establish-
es a base defense operations center, 
and constructs individual and crew-
served fighting positions and ob-
stacles to validate proficiency. These 
efforts will ensure the survivability of 
both personnel and key commodities 
while providing critical support to 
maneuver elements during a combat 
training center rotation. 

The CSSB faces many unique chal-
lenges in supporting maneuver ele-
ments during combat training center 
rotations. Many of these issues relate 
to force design, but the CSSB can 
mitigate these problems and asso-
ciated risks by aggressively training 
and working to incorporate external 
units and resources prior to arrival 
at JRTC. This deliberate approach 
will build a responsive and adaptive 
sustainment organization capable of 
ensuring the success of supported 
maneuver formations.
______________________________

Maj. Gen. Gary Brito is the command-
ing general of JRTC and Fort Polk. 

Lt. Col. Michael LaBrecque is the se-
nior logistics trainer at JRTC. He holds a 
master’s degree in administration from 
Central Michigan University and a bach-
elor’s degree in civil engineering from 
the United States Military Academy. 

Lt. Col. Hughie Eugene Fewell Jr. is 
the senior trainer for CSSBs at JRTC. 
He holds a bachelor’s degree in polit-
ical science from Tuskegee University 
and is nearing completion of a master’s 
degree in security management from 
Webster University. 

Capt. Joseph Langlinais is a sustain-
ment observer-coach/trainer at JRTC. 
He holds a bachelor’s degree in orga-
nizational development and is nearing 
completion of a master’s degree in or-
ganizational development from the Uni-
versity of the Incarnate Word.



Sgt. Crew Gill, a military police off icer assigned to the 3rd Expeditionary 
Sustainment Command, f iref ighters from the Fire Department of the City of 
New York, and a Red Cross member help unload meals ready-to-eat from a 
military flatbed on Oct. 2, 2017, in Vieques, Puerto Rico. (Photo by Sgt. 1st 
Class Donna Davis)
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During the 2017 hurricane 
season, U.S. Army North 
(ARNORTH) directed 

the 3rd Expeditionary Sustainment 
Command (ESC) headquarters to 
have mission command over sus-
tainment operations for the relief 
efforts following three devastating 
hurricanes: Harvey in Texas, Irma in 
Florida, and Maria in Puerto Rico. 
Unlike offensive, defensive, and sta-
bility tasks in decisive action, sus-
tainment is the main effort during 
defense support of civil authorities 
(DSCA) events. 

Prior to the hurricane season, 
the 3rd ESC participated in AR-
NORTH training exercises to pre-
pare for DSCA operations. The 
headquarters developed a scaled op-
erational approach for DSCA sup-
port, which allowed the 3rd ESC 
to extend its operational reach with 
a minimal footprint. This scaled ap-
proach ranged from employing one 
eight-Soldier sustainment assess-
ment team (SAT) to using the entire 
ESC staff. 

The plan to support ARNORTH 
was tested during the previous hur-
ricane season, which had consecutive 
devastating hurricanes that required a 
unified government response and the 

ESC’s full complement of distribut-
ed mission command capabilities.

 
The ESC’s Assignment

The 3rd ESC is assigned to the 
U.S. Northern Command and is un-
der the operational control of AR-
NORTH. When deployed, the 3rd 
ESC is the operational sustainment 
headquarters for ARNORTH during 
all DSCA operations in a designat-
ed joint operations area ( JOA). The 
ESC’s mission is to provide mission 
command for all sustainment oper-
ations in support of Title 10 forces 
operating in the JOA. The command 
was the first active duty ESC to be 
given this mission. 

Previously, ARNORTH relied on 
an active duty sustainment brigade 
to conduct this mission. That brigade 
reported directly to the theater sus-
tainment command. The 3rd ESC’s 
unique command relationship with 
ARNORTH required it to pro-
vide Defense Readiness Reporting 
System–Army information and also 
a training brief to the commander. 

Training Plan and Exercises
The 3rd ESC’s assignment to the 

U.S. Northern Command presented 
a new mission task, and the ESC’s 

 By Brig. Gen. Christopher Mohan, Col. Patrick E. Taylor, Maj. Greg Darden, and 	
	   Maj. Tammy Johnson

Mission  
Command 
in a DSCA 
Event



May–June 2018       Army Sustainment42

leaders quickly realized their training 
plan was focused solely on offensive 
and defensive operations. Having to 
conduct mission command during a 
DSCA event required relationships 
with other services and government 
organizations. 

ARNORTH conducts several 
exercises each year that test its re-
sponse to a request to support civil 
authorities. To better understand the 
mission set, the 3rd ESC revamped 
its training plan and incorporated 
DSCA exercises into its long-range 
training plan. 

The modified training plan re-
quired the command to assume 
some risk when XVIII Airborne 
Corps exercises overlapped with 
ARNORTH exercises. To mitigate 
risk, the ESC included the 4th In-
fantry Division Sustainment Bri-
gade into its training plan since it 
was also under the operational con-
trol of ARNORTH. 

Mission Command Packages
The 3rd ESC knew it could con-

duct its mission almost flawlessly, but 
it also knew that every DSCA event 
was not the same. The headquarters 
had to be flexible enough to respond 
quickly but still have endurance to 
support a long-term event. 

The ESC uses a scalable approach 
to conduct mission command. Its 
mission command packages are the 
SATs. These teams are light; they 
rely on rental cars for transportation 
and the defense coordinating officer 
(DCO) for lodging at the support 
site. DCOs liaise with federal, state, 
and local agencies and coordinate 
DSCA within their assigned regions. 
The SATs advise the regional DCO 
on military capability as it pertains to 
logistics.

Each SAT is made up of Soldiers 
from the support operations (SPO) 
branch and a communications spe-
cialist from the G-6 section equipped 
with a Broadband Global Area Net-
work terminal and a satellite phone. 
One person on the team is a govern-
ment purchase card holder, another a 
member of the operational contract 

support team, and another a mobility 
representative. The officer-in-charge 
is typically a SPO planner. 

The team is also augmented with 
human resources personnel to conduct 
in-processing of personnel entering 
the JOA. The SATs have personnel 
from the 3rd ESC SPO Human Re-
sources Operations Branch to oversee 
this process. 

The SATs are essentially the 3rd 
ESC’s “eyes forward” and become the 
forward command post. The ESC 
maintains three teams and uses a red, 
amber, green training cycle to ensure 
they are deployable at all times. As-
signed sustainment units report in-
formation directly to the 3rd ESC’s 
main command post at Fort Bragg, 
North Carolina, but liaise with the 
forward headquarters. 

If the response requires a more 
robust headquarters, the ESC can 
deploy its tactical command post 
(TAC). The TAC consists of 32 
Soldiers and is augmented with a 
communications package from a 
supporting signal brigade.

This element is manned by mem-
bers of the ESC staff and SPO to 
provide mission command for sus-
tainment elements forward. When 
operational, the TAC is the forward 
headquarters, and sustainment units 
in the JOA report directly to it. 

During the 2017 hurricane season, 
the 3rd ESC deployed in support of 
civil authorities to Hurricanes Har-
vey, Irma, and Maria as the sustain-
ment headquarters in the designated 
JOA. Each response required a dif-
ferent mission command package, 
but the 3rd ESC was postured to re-
spond quickly and have the flexibility 
to surge if needed.

Hurricane Harvey
The ESC initially deployed one 

SAT to link with the DCO and be-
gin the reception, staging, onward 
movement, and integration (RSOI) 
process at Joint Base San Antonio, 
Texas. As more sustainment units 
entered the JOA, the ESC realized a 
more robust command post was re-
quired to provide mission command 
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for sustainment operations. 
The ESC deployed its TAC to Tex-

as and set up operations at Joint Base 
San Antonio. The TAC immediately 
tied in with the ARNORTH staff 
and with the Federal Emergency 
Management Agency (FEMA). The 
SAT continued with its RSOI mis-
sion, and the TAC assumed mission 
command of sustainment operations 
in support of Title 10 forces operat-
ing in the JOA. 

The TAC began to collect logistics 
status reports and develop require-
ments. Using the Defense Logistics 
Agency and other strategic enablers, 
the TAC began sustaining Title 
10 units. Once the Texas National 
Guard mobilized enough assets to 
assume the mission, the 3rd ESC 
personnel redeployed to Fort Bragg 
and conducted an after action review 
(AAR).

Hurricane Irma
Almost as soon as the 3rd ESC 

packed up its gear and conducted the 
AAR for Harvey, another hurricane 
moved toward the mainland with 
Florida in its crosshairs. The AAR 
revealed that the ESC was slow to 
deploy initial capability during Hur-
ricane Harvey. ARNORTH had sent 
an advanced echelon (ADVON) to 
Florida to coordinate with the DCO 
prior to the hurricane’s landfall. The 
ESC followed suit and immediately 
deployed two SATs. 

Both SATs linked up with the AR-
NORTH ADVON and the DCO 
and eventually were split between 
Jacksonville and Orlando. The SATs’ 
primary task was to conduct site 
surveys and execute RSOI of Title 
10 forces coming into the JOA. The 
Florida National Guard respond-
ed quickly, and the requirement for 
Title 10 capability was significantly 
reduced. 

The SATs used their government 
purchase cards and provided sus-
tainment support to the Title 10 
forces that mobilized to support the 
response. The SATs managed the 
flow of sustainment into the JOA, 
and the main command post at Fort 

Bragg conducted mission command 
from the headquarters. 

Communications were essential. 
Using a Broadband Global Area Net-
work terminal and cell phones, the 
ESC maintained situational aware-
ness between Fort Bragg and the 
teams in Florida. The ESC provided 
nightly updates to the ARNORTH 
commander in Texas. When the 
Florida National Guard mobilized 
and assumed the mission, both SATs 
redeployed to Fort Bragg.

Hurricane Maria
Hurricane Maria proved to be the 

most devastating storm of the hur-
ricane season. After Maria made 
landfall in Puerto Rico, the common-
wealth’s governor asked for federal 
assistance. FEMA was immediate-
ly dispatched to the island, and the 
Department of Defense (DOD) was 
asked to provide support. 

The 3rd ESC’s initial support 
package consisted of three SATs and 
an ADVON. The SATs immediate-
ly established RSOI operations for 
all Title 10 units, and the ADVON 
established the TAC headquarters 
alongside FEMA and ARNORTH. 
Once the headquarters was estab-
lished, the commanding general and 
personnel from across the ESC staff 
deployed and began operations. 

As the mission expanded, the 3rd 
ESC command post grew to twice the 
size of the original TAC configura-
tion. Leveraging the main command 
post at Fort Bragg, the 3rd ESC built 
in flexibility to prolong its endurance. 
At the height of the DOD support, 
the 3rd ESC’s task organization in-
cluded an active duty sustainment 
brigade, a medical brigade, a combat 
support hospital, and other sustain-
ment units and organizations. 

Because Puerto Rico is an island, 
managing the supply chain and syn-
chronizing distribution assets was 
critical. Competition for distribution 
assets required the ESC to contin-
ually synchronize DOD, FEMA, 
and Army Corps of Engineers cargo 
movements. Both air and sea ports 
were challenging because the ESC 

was in constant competition with 
nongovernmental organizations and 
commercial enterprises. 

Communications were the ESC’s 
most significant challenge to mission 
command. With little to no com-
mercial communication infrastruc-
ture, the ESC had to rely on tactical 
communications assets. As the size 
of the response grew, competition for 
bandwidth stressed the ESC’s ability 
to communicate effectively with sub-
ordinate units across the island. 

DSCA is considerably different 
than other decisive action tasks. The 
3rd ESC’s ability to quickly identify 
key tasks and adjust its training plan 
was critical to its success during the 
2017 hurricane season. Scalable and 
flexible distributed mission com-
mand capability was essential to pro-
long endurance and extend the unit’s 
operational reach. 
______________________________

Brig. Gen. Christopher Mohan is the 
commander of the 3rd ESC. He holds 
a bachelor’s degree in criminal justice, 
a master’s degree in national security 
and strategic studies from the Naval 
War College, and a master’s degree in 
military strategy from the Army War 
College. 

Col. Patrick E. Taylor is the 3rd ESC 
support operations officer. He holds a 
bachelor’s degree in human resources 
management from East Carolina Uni-
versity and a master’s degree in military 
art and science from the Air Command 
and Staff College.

Maj. Greg Darden is the 16th Military 
Police Brigade S-4. He holds a bache-
lor’s degree from the University of Ten-
nessee and a master’s degree in emer-
gency and disaster management from 
American Public University.

Maj. Tammy Johnson is the 3rd ESC 
G-4. She holds a bachelor’s degree in 
animal husbandry from Iowa State Uni-
versity and a master’s degree in supply 
chain management from the University 
of Kansas.
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Multinational  
Sustainment Is  
Essential to the  
Next Fight



The commander of A Company, 615th Aviation Support Battalion, confirms a 
route with the convoy commander from the Polish 2nd Transportation Company 
during Allied Spirit VIII held early this year in Hohenfels, Germany.
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In a 1948 speech to the National 
War College, Gen. Dwight D. Ei-
senhower said that when it came 

to building a multinational alliance, 
“one of our great problems was what 
to do about the matter of administra-
tion, and particularly about adminis-
tration as it applies to supply.”

Undoubtedly, the effects of our 
past 16 years of conflict have condi-
tioned leaders to have a very different 
understanding of how sustainment 
operations are executed. For the 
most part, units were based in large 
forward operating bases, stockpiled 
large amounts of supplies, managed 
a relatively small number of com-
modities (for example, small-arms 
ammunition and not tank rounds), 
had low casualty rates, and did not 
have to defend rear areas. U.S. allies 
enjoyed air superiority, uninterrupted 
communications, and a relatively slow 
operating tempo. 

Fighting a near-peer adversary re-
quires a much different approach, and 
units of all warfighting functions are 
challenged in meeting the demands 
of the European Multi-Domain Bat-
tle operational environment. 

According to Field Manual 3-0, 
Operations, conducting large-scale 
combat operations presents the great-
est overall challenge for the Army. The 
Army must prepare for the challenge 
of operating against near-peer adver-
saries that leverage multi-domain, 
anti-access/area-denial capabilities  
and contest all domains. 

Recognizing current operational 
and strategic realities, the Army will 
need to operate as part of a joint, mul-
tinational force at every level of com-
mand, even the tactical level. At the 
Joint Multinational Readiness Cen-
ter ( JMRC) in Hohenfels, Germany, 
this is how we train. JMRC brings 
together multiple nations’ militaries 
to train with U.S. forces. Unlike other 
combat training centers, JMRC’s fo-
cus is multinational operations at the 
tactical level. 

A multinational force faces the 
challenge of multinational sustain-
ment operations. Field Manual 3-16, 
The Army in Multinational Opera-

tions, notes that failing to account for 
the differences in the ways our allies 
and partners sustain their forces af-
fects logistics support to multinational 
forces. This article discusses the im-
portance of coordinating sustainment 
operations and provides observed 
trends and best practices concerning 
expeditionary logistics challenges in 
multinational operations.

U.S. and Partner Preparedness
U.S. units are resourced and trained 

to independently deploy expedi-
tionary forces around the globe and 
sustain themselves in a prolonged 
conflict. Many of our allies and part-
ners are not. A coordinated sustain-
ment effort is required to ensure unity 
of effort to complement allied and 
partner nations’ capabilities and mini-
mize their differences and challenges. 

JMRC exercises are designed to 
replicate operational realities, which 
highlight the doctrinal, equipment, 
and procedural differences in logis-
tics and sustainment operations and 
allow units to develop and reinforce 
best practices.

The scenario for these exercises 
is built upon the NATO Article 5 
principle of collective defense—an 
attack against one NATO member is 
an attack against all. This operational 
environment blends live, virtual, and 
constructive components to replicate 
an adaptive, near-peer adversary that 
employs a mix of traditional, uncon-
ventional, and hybrid strategies. This 
training environment allows JMRC 
to ensure rotational training units 
operate in an intense, complex, and 
realistic environment. 

Replicating highly adaptive en-
emies in a dynamic, ever-changing 
environment creates the necessary 
conditions for units to improve while 
learning to operate at the threshold of 
failure. 

To help units understand multi-
national logistics and sustainment, 
JMRC incorporates units into an 
integrated multinational task force, 
which includes a higher headquar-
ters, adjacent units, and unified action 
partners. Consider a training exercise 
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A Soldier from the 82nd Engineer Brigade, 1st Infantry Division, assists Polish 
soldiers of the 12th Mechanized Division with using a M984 wrecker during ex-
ercise Allied Spirit VIII at the Joint Multinational Readiness Center in Hohen-
fels, Germany, on Jan. 19, 2018. (Photo by Spc. Randy Wren)
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involving the French NATO Rapid 
Reaction Corps Headquarters with 
four multinational subordinate bri-
gades: a Polish mechanized brigade, 
a Lithuanian mechanized brigade, 
the 173rd Airborne Brigade, and the 
French and U.K. Airborne Combined 
Joint Expeditionary Force. 

During the exercise, sustainment 
comes from the 2nd Cavalry Reg-
iment (CR) Regimental Support 
Squadron (RSS), the 173rd Brigade 
Support Battalion (BSB), a Polish 
BSB, and the combined U.K. and 
French Combat Service Support 
Group. Given this task organization, 
interoperability is clearly a challenge. 

Sustainment rapidly becomes the 
critical warfighting function as exer-
cise participants are required to co-
ordinate their efforts. Given theater 
requirements and the tactical scenar-
io, there is no option to manage sus-
tainment independently. 

NATO Allied Joint Publication-01 
states, “The effectiveness of Allied 
forces in peace, crisis or in conflict 
depends on the ability of the forces 
provided to operate together coher-
ently, effectively and efficiently.” 

The replicated reality at the JMRC 
makes multinational sustainment 
challenges apparent. These challenges 
include a common understanding of 
the services to be provided, language 
barriers, units of measurement, and 
differences in classes of supply and 
reporting formats.

Logistics Versus Sustainment
A common understanding is the 

starting point for effective multina-
tional operations. The difference in 
meaning between logistics and sus-
tainment in the U.S. Army is very 
clear. Army Doctrine Publication 
4-0, Sustainment, defines logistics as 
“planning and executing the move-
ment and support of forces.” It does 
not include personnel services or 
health service support. The publica-
tion describes sustainment as “the 
provision of logistics, personnel ser-
vices, and health service support nec-
essary to maintain operations until 
successful mission completion.”

Within NATO, logistics is defined 
as the science of planning and carry-
ing out the movement and mainte-
nance of forces, to include medical 
and health service support but not 
personnel services. When a U.S. orga-
nization is tasked with sustainment, 
personnel services are included and 
do not have to be added as a caveat. If 
that same organization were tasked to 
execute logistics, it would not plan for 
medical and health service support 
without a common understanding of 
what is meant by the term logistics.

Language Barriers
Sometimes the challenge is more 

than just the definition. Although 
the primary language of NATO is 
English, only three of the 29 NATO 
countries use English as their pri-
mary language. Many NATO coun-
tries have personnel, especially at the 
senior levels, who speak English or 
have attended U.S. military schools. 
However, more junior personnel tend 
to use only their native languages.

In a multinational environment, 
Soldiers who speak other languag-
es can be powerful enablers. During 
Swift Response 2017, the 173rd 
BSB quickly identified a Soldier who 

could speak Italian and another who 
could speak Dutch and placed them 
at the critical logistics nodes. This sig-
nificantly improved the sustainment 
process. 

Units of Measurement 
Another challenge is the different 

methods used to compute require-
ments. U.S. forces use gallons and 
pounds, but only two other countries 
do the same: Myanmar and Liberia. 
Further complicating requirements 
calculations is the fact that there are 
two different liquid gallon measure-
ments. The United Kingdom uses an 
imperial gallon, which is equal to .83 
U.S. liquid gallons. 

To prevent confusion during resup-
ply planning and execution, a com-
mon unit of measurement must be 
identified. During Allied Spirit VII, 
the 2nd CR RSS was the lead sus-
tainment unit for a Lithuanian infan-
try brigade. During the brigade’s joint 
and combined academics program, a 
pre-rotation weeklong development 
session, the RSS required all logisti-
cians to follow NATO doctrine and 
use the metric system for logistics. 

The human dimension of interop-
erability was easy to achieve, but it 
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An allied resupply convoy of Polish and U.S. vehicles transport equipment from 
the brigade support area to the aviation battalion at the Joint Multinational 
Readiness Center in Hohenfels, Germany, during Allied Spirit VIII.

was the technical aspect that caused 
challenges. For example, U.S. tank-
ers measure fuel in gallons, and the 
Logistics Estimation Workbook and 
other planning tools use gallons. 

With a nonstandard unit of mea-
surement, a fuel request may be con-
verted between metric and imperial 
gallons four or more times as it moves 
from the forward support company 
back to a Defense Logistics Agency 
country contract. Repeated conver-
sions will result in volume discrep-
ancies, which can affect operations. 
Planners must determine differences 
in methods used to compute require-
ments and ensure units account for 
them.

Classes of Supply
U.S. Soldiers are taught 10 classes 

of supply early in their careers. No 
matter their military occupational 
specialty, Soldiers know a class I re-
quest brings food and class IX request 
brings repair parts. NATO operates 
with five classes of supply, and while 
this system is somewhat linked with 

the U.S. system, there are significant 
disconnects. There is no Rosetta stone 
for translating between the two sys-
tems. Instead, a common understand-
ing must be agreed upon prior to a 
NATO operation. 

Another challenge is how the 
classes of supply are understood by 
each country. U.S. Soldiers know to 
request class IV (construction and 
barrier materials) prior to going into 
defense in order to build obstacles us-
ing preconfigured loads that are based 
on obstacle size and depth. During an 
Allied Spirit rotation, one nation pri-
oritized the use of natural materials as 
obstacles instead of transporting wire 
and pickets forward. 

Before first contact with the enemy, 
the multinational force must be in 
agreement on the definitions of class-
es of supply in published orders.

Reporting Formats 
A survey of Army brigade combat 

teams would produce many different 
standards for logistics status reports 
and logistics estimates. The only com-

mon requirement for logistics reports 
and estimates is to be short, simple, 
and easy to transmit in a degraded 
communications environment. 

Under a NATO task organiza-
tion, reporting is based on standard-
ized reports resident in the Logistics 
Functional Area Services (LOGFAS) 
system. There are four primary re-
ports: the logistics assessment report 
(what you have), the move assessment 
report (route and node information), 
the logistics assistance request (what 
you need), and the medical assess-
ment report (current capacity and 
status). 

There is also a logistics assistance 
response, which is a form that is re-
turned to the requesting unit to let it 
know what it will receive. Although 
NATO relies on LOGFAS, the sys-
tem has not been adopted by the 
U.S. Army. From the U.S. perspec-
tive, these reports are cumbersome 
because of their length and required 
connectivity to LOGFAS or email. 

At the JMRC, units have worked 
around differing formats in several 



ways. During Allied Spirit VII, the 
2nd CR RSS provided the Lithu-
anian brigade S-4 with its home-
station format for logistics reporting 
and estimates. Most of the elements 
within the brigade were able to use 
the reports. 

The logistics status report had all 
required U.S. munitions listed in ad-
dition to many NATO munitions. 
However, the RSS did not account 
for Italian, non-NATO, field artil-
lery munitions. Those munitions were 
added in the comments block at the 
end of the form but were ultimate-
ly overlooked. After 24 hours of fire 
missions, the shortcoming in tracking 
these munitions was discovered and 
rectified. 

During Allied Spirit VIII, the Pol-
ish 12th Mechanized Brigade S-4 
initially wanted to use the NATO 
format for reporting, but its subordi-
nate U.S. units had never seen the re-
ports and did not understand how to 
use them. The brigade S-4 created a 
hybrid report that requested only in-
formation specific to the brigade task 

organization in order to simplify the 
process. Identifying friction points 
early helped achieve logistics efficien-
cies and provided greater flexibility 
and adaptability for the multinational 
force. 

Current operational and strategic 
realities require tactical-level NATO 
interoperability; the United States 
cannot always be relied upon as lead 
nation for sustainment. Unity of ef-
fort is essential to increase flexibility, 
adaptability, and agility in support of 
multinational operations. Common 
logistics support and standardization 
across NATO has the potential to 
be much more efficient, but nations 
must agree to the standards, make in-
teroperability a priority, and program 
the funds required to make it a reality. 

There is no question that the next 
fight will be a multinational one. 
The question is whether the NATO 
logistics architecture will be able to 
sustain it. 

At the JMRC, NATO units train 
the way they will fight in the future. 

The hope is that lessons learned here 
will help account for the differences 
in the way the United States, its allies, 
and partners sustain their forces to 
ensure a more coordinated and uni-
fied effort in multinational operations.
______________________________

Col. Curtis A. Buzzard is the com-
mander of the JMRC Operations Group. 
He is a graduate of the United States 
Military Academy and holds master’s 
degrees in public affairs from Harvard 
University and in military studies from 
the Marine Corps University. He is a 
graduate of the Marine Corps Com-
mand and Staff College and was a fel-
low at the Center for Strategic and In-
ternational Studies. 

Lt. Col. Steven M. Dowgielewicz Jr. 
is the senior sustainment trainer at the 
JMRC. He is a graduate of Clarkson Uni-
versity and holds a master’s degree in 
health science from Trident University. 
He is a graduate of the Army Command 
and General Staff College and the Joint 
and Combined Warfighting School.





Sgt. Maj. of the Army Daniel A. Dailey attends a cake cutting ceremony for the 
Army’s 242nd birthday on June 14, 2017. (Photo by Daniel Torok)

 By Sgt. Maj. Edward A. Bell

Armies That Sustain 
Themselves Will Win  
An Interview With 
Sgt. Maj. of the Army  
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Since the start of his career in 
1989, the 15th Sgt. Maj. of 
the Army Daniel A. Dailey 

has been earning a reputation for 
taking care of Soldiers. His career 
includes every enlisted leadership 
position in the mechanized infan-
try. I recently sat down with him to 
get his impressions of the Army’s 
sustainment professionals and to 
find out what advice he has for fu-
ture logisticians. 

You’ve worked alongside logisti-
cians throughout your career. What 
are your insights on the importance 
of the sustainment community?

I never had true appreciation for 
sustainment until I became a senior 
logistician inside my brigade com-
bat team’s headquarters and head-
quarters company. I quickly realized 
that fuel, water, and chow will bring 
an organization to its knees within 
hours if they are not replenished.

The level of importance, and 
the art that is involved in sustain-
ing, became clear after my seventh 
consecutive night without sleep 
and going 300 miles in the wrong 
direction to get water just so my 
warfighters were fed and hydrated. 
My young men could fight for days, 
but they couldn’t do so without 
sustainment. 

Every great leader throughout 
modern history has said armies 
that sustain themselves are armies 
that will win wars. Napoleon was 
famous for it. All the great leaders 
that appreciated that concept be-
came victorious, because ultimately 
that’s what it comes down to.

In World War II, our first objec-
tive was to go after the long-term 
sustainment capabilities of our ene-
mies: factories, production systems, 
all those things. If you can destroy 
the supply chain of your potential 
adversary, it’s just a matter of time 
before they are defeated.

From your visits to Soldiers around 
the world, what is your assessment of 
sustainment professionals? 

I am in awe every single day of the 
professionals in our sustainment en-
terprise. I recently visited the Natick 
Soldier Systems Center, and a gen-
tleman sitting next to me told me 
he knew the status of every piece of 
Army equipment for which he was 
the program manager. So I said, “Oh 
really? How?”

He showed me how, and I was 
amazed. It was a level of surgical 
expertise that is unheard of in any 
organization. It would be like some-
one running 24-hour surveillance of 
every vehicle on the road and calling 
you when they know your fan belt is 
going to break. Just imagine! 

That’s why we have the great-
est sustainment force in the world 
and hence the greatest combat for-
mation in the world. You have this 
depth of infrastructure that most 
Soldiers are unaware of that keeps 
them going every single day. Every 
time I see it I am amazed at the scale 
and complexity of how it works and 
at its flexibility.

You hear the old analogy, “It takes 
a long time to turn around a battle-
ship.” Our sustainment community 
is probably the biggest battleship 
out there. We sustain not just the 
Army, but we’re also the sustainment 
backbone for all of the Department 
of Defense. It’s amazing how nimble 
that sustainment battleship is. 

As you engage Soldiers, what’s on 
their minds in terms of future sus-
tainment needs?

Soldiers want the newest thing, 
the latest and greatest. Today they 
are very used to getting that, so 
they’re always waiting for it. I call it 
the intangible confidence within the 
system—knowing that when you 
ask for something, you’re going to 
get a better product. 

What we have to do is manage 
expectations. Soldiers have to know 
that they’re heard and that their re-
quirements translate from the end 
user to the program manager. That 
voice then translates to develop-
ment or investment into some type 

The Army’s senior 

enlisted Soldier dis-

cusses vital topics 

concerning Army 

logisticians.



Sgt. Maj. of the Army Daniel A. Dailey calls the mother of Pfc. Brandon Shartzer, a wheeled vehicle mechanic with the 
82nd Brigade Engineer Battalion, 2nd Armored Brigade Combat Team, 1st Infantry Division, to wish her a happy birth-
day from Boleslawiec, Poland, on Dec. 16, 2017. (Photo by Spc. Hubert D. Delany)
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of technology to meet that require-
ment in the field. And we have real-
ly improved on this over the course 
of the 30 years that I’ve been in the 
Army. 

I often ask Soldiers why they 
fight. There’s a whole bunch of rea-
sons, but one big one: because the 
Army takes care of people. Soldiers 
know they’re going to get evacuated 
if they get injured. They know this 
nation is going to provide them with 
the best equipment available and 
that the American people are going 
to work feverishly to put capabilities 
in Soldiers’ hands that exceed those 
of potential enemies. 

Armies I’ve worked with through-
out the world don’t have the same 
ability to say those things. I’ve been 
asked, in amazement, by our al-
lies about the commitment of the 

American Soldier. And I tell them 
it’s not one thing; it’s a whole bunch 
of things collectively that make 
these young men and women do 
what they do every single day.

That’s why we have to work so 
hard to give them the tools neces-
sary to be able to fight and win and 
to have confidence in themselves. I 
want very confident, competent, ca-
pable Soldiers. Give me a couple of 
those, and we can do pretty much 
anything. 

Do you have any advice for devel-
oping future leaders in logistics?

Never underestimate the value of 
training and educating our Soldiers. 
Allow them to take a pause from 
what they’re doing on a day-to-day 
basis for opportunities to grow. We 

are a busy Army, and the mission is 
always first. But we are an organi-
zation made up of people, and we 
will only be as good as the amount 
of time and energy we put into our 
people. 

We stress the sustainment com-
munity every single day. In Iraq or 
Afghanistan, it’s hard to let that 
one Soldier go take that broadening 
assignment or professional devel-
opment opportunity. It’s especially 
hard for those who are rowing hard, 
your lead rowers in the front of the 
boat who are rowing every day. We 
can’t be blinded by that. 

So I think this is one area we can 
do better. The mission is critical; 
we’ve got to make missions happen. 
But no one is more important than 
the institution itself. By not letting 
that individual go, believe it or not, 
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Sgt. Maj. of the Army Daniel A. Dailey speaks to students attending the Ser-
geants Major Academy during the 2016 International Training and Leader 
Development Symposium at Fort Bliss, Texas, on April 13, 2016. (Photo by Sgt. 
James Avery)
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you’re actually sacrificing the rest of 
the institution.

The noncommissioned officer (NCO) 
corps is the backbone of the Army. 
What role will it continue to play in 
building readiness for the expedi-
tionary environment of the future? 

Readiness is the one thing you 
hear the chief of staff of the Army 
mention every single time he 
speaks. Our job is to deter our ad-
versaries. If we can’t deter them, we 
will defeat them—but we’re not go-
ing to let that happen in the home-
land. That’s why you’ll hear me say 
we don’t play home games.

The last time the United States 
played a home game was in World 
War II. It was the invasion of the 
Aleutian Islands by the Japanese, 
and we gave up some of the home 

territory. We cannot, and will not, 
allow that to happen on this soil 
again. We no longer have the great-
est competitive edge in the world, 
so we have to be ready enough to 
deter anyone from ever thinking 
about it.  

Our NCOs have been essential as 
we have transitioned from the envi-
ronments of the past 16 years to the 
even more complex environment of 
today. Their power and authorities 
have increased throughout time be-
cause of the decentralized nature of 
the current battlefield. 

Back in colonial times, the bat-
tlefield was linear. It was very 
close, and Soldiers had visual con-
tact with their officers. But as you 
progress [in time] and get through 
places like World War II, there is 
a huge battlefield. It’s very complex 
and fast-paced, and now our NCOs 

have to be competent and able to 
receive and translate orders from 
officers and then go out and con-
duct decentralized operations. 

This is the case even more so to-
day. You see those NCOs out by 
themselves at the tip of the spear 
in places like Iraq and Afghanistan. 
The level of responsibility and risk 
we place on our NCOs will only 
continue to increase in the future.

As the senior enlisted Soldier, what 
keeps you up at night?

I pride myself on the fact that 
I sleep pretty soundly. I go to bed 
without guilt because I do physical 
training every morning! But I do 
worry about things. I worry about 
not having the best NCO corps in 
the world. We say we are the best 
all the time, and I firmly believe 
that we are. But I think we have to 
take our blinders off and humble 
ourselves sometimes. There’s a rea-
son we got here, and there’s a path 
to how we stay here. We have to be 
careful that we’re not taking that 
for granted.

Nondeployable Soldiers worry 
me. I want to take care of Soldiers, 
and I think that once we hurt them, 
we own them for the rest of their 
lives. It’s tough to look a Soldier 
in the eye and say, “You can’t stay.” 
But we have to do it if it’s the right 
thing for the institution. 

Soldiers have to realize that the 
institution is bigger than they are 
individually. When it’s time for me 
to leave, when I can’t do the mission 
anymore, and when I can’t meet ba-
sic requirements to be a Soldier, I 
need to be able to look myself in 
the mirror and say, “Okay, it’s time 
to let someone else do this job.” 

It’s the balance of three things: 
knowledge, skills, and ability. I 
can have all the knowledge in the 
world, but if I don’t have the abil-
ity or the skills to put it into ap-
plication, it doesn’t mean anything 
to the institution. I’m just another 
burden to it.

I also worry about getting the 
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Every Soldier is an ambassador, and I remind them 
of that all the time. Inside or outside our gates, they 
should be upholding the standards of what is ex-
pected of them by the people of the United States. 

support we need to be able to do 
the missions we’re doing around 
the world. It’s a fight we have ev-
ery single day, but it’s a balance. It’s 
about what we truly need, not ask-
ing for too much, preserving the re-
sources we have, and utilizing them 
to the maximum extent to train our 
Soldiers and fight and win.

I’m not one who is willing to ask 
for more unless we absolutely need 
it. Sometimes we are very good at 
asking for stuff and are not as good 
at using it. We have to be careful 
of that. 

We own the hearts and minds of 
the American people, and they will 
do anything they can to make sure 
we have the tools necessary. They 
trust that the tools we are asking 
for are the ones we really need, and 
we have to be confident that we’re 
doing that.

Sustaining the fight does not occur 
solely on the battlefield. How criti-
cal is family readiness for the Army’s 
success?

It’s very critical. I’m a Soldier, and 
I have a family. When Soldiers are 
in combat, I want them focused on 
keeping themselves and their buddies 
alive. I don’t want them focused on 
the needs of their family. I don’t mean 
that in a selfish way. It’s not that they 
shouldn’t be focused on their families’ 
needs; they just shouldn’t have to be.

We need to provide our families 
with adequate care and services to 
sustain the requirements for their 
Soldiers to do this job every day. No 
matter how you write it, when you 
multiply the cost of doing that by the 
number of families we have, it’s going 
to be a big number. But I can tell you 
right now, it’s well worth it.

Families are readiness. American 
Soldiers will give their lives—and 
families in America will accept the 
fact that they did—if they know their 
families are taken care of. If you re-
move any one of those elements, the 
same level of trust and confidence 
will not come from the Soldier or the 
American people.

Relationships with the commu-
nity and the nation as a whole are 
vital. How can we strengthen these 
relationships?

I think we are doing a much bet-
ter job at this. When we entered 
into the past 16 years of war, we 
stayed on installations and closed 
our gates because of security re-
quirements. We were very cautious 
about who we talked to and fell 
into this behavior almost indirectly. 

But we have to let the American 
people know these are our home-
towns. My son didn’t grow up in 
Palmerton, Pennsylvania, where I was 
raised. He grew up in Fort Carson, 
Colorado, and Fort Stewart, Geor-
gia. Those were our communities. So 
we’ve got to sustain those relation-
ships so there’s a true understanding 
and appreciation of our Soldiers in 
those communities. Many of those 
communities survive simply because 
our Soldiers are there. 

Every time I travel, I notice 
there’s an investment I make with 
Soldiers during the day; my night 
job is investment in the commu-
nity. So I find councils or civilian 
leaders and remind them of the im-
portance of collaboration. 

This needs to be done at all levels. 
Every Soldier is an ambassador, and I 
remind them of that all the time. In-
side or outside our gates, they should 
be upholding the standards of what 
is expected of them by the people of 
the United States. 

And you don’t even have to define 
that for a Soldier; as soon as you say 
that sentence, it’s clearly understood 
what their behavior should be. It’s 
everybody’s job to maintain those re-

lationships, and it has a humongous 
impact.

What’s the number one thing the 
Army can provide Soldiers to prepare 
them for future conflicts?

Leadership. It’s the only variable 
in the Army. We do a really good 
job of making sure like organi-
zations have the same amount of 
people and equipment all the way 
down to copy machines, computers, 

and rifles. Everything’s the same. 
We send Soldiers to organizations 
at random. There are some units 
in the Army that think they have 
all the best Soldiers in the world, 
that we hand-selected every one of 
them. That is completely untrue. 
They’re completely random from 
the entire population of the Unit-
ed States. The only dynamic that’s 
different from one organization to 
another is the leader. 

So when you have an environment 
that has the same number of knobs; 
the same number of rifles, trucks, 
and Humvees; the same number of 
copy machines and bathrooms; and 
the same number of buildings, bar-
racks, and all those other things in-
vest in the one dynamic that makes 
a difference. And that’s leadership.  
______________________________

Sgt. Maj. Edward A. Bell is the ser-
geant major for the Office of the Dep-
uty Chief of Staff, G-4. He has an as-
sociate’s degree in management from 
Summit University, a bachelor’s degree 
in business administration from Touro 
University, and an executive leadership 
certificate from the University of Kan-
sas School of Business.
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First Lt. Walter Snook from A Troop, 1st Squadron, 91st Cavalry Regiment, 173rd Airborne Brigade, meets with military 
police escorts from the Estonian Defence Forces at the Latvia-Estonia border as part of the movement operation Able Falcon 
on June 3, 2015, during Atlantic Resolve. (Photo by Staff Sgt. Brooks Fletcher)
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Army units based in the con-
tinental United States do 
not use acquisition and 

cross-servicing agreement (ACSA) 
orders; however, when units train 
in a foreign country, these orders 
are a valuable and often overlooked 
means of support. U.S. Army Eu-
rope (USAREUR) units participat-
ing in Atlantic Resolve used ACSA 

orders in ways that had not been 
seen before and, in turn, learned 
valuable lessons that can be applied 
to different theaters. 

According to Title 10 of the U.S. 
Code, ACSA orders are designed 
to allow the acquisition, sale, or ex-
change of logistics support, supplies, 
and services between the U.S. mili-
tary and nations that have a defense 

alliance with the United States. The 
orders give the military the flexibil-
ity to share common-user logistics 
among nations in order to minimize 
expenses and reduce the need for in-
dependent supply infrastructures. 

Outside the United States, ACSA 
orders are one of the most responsive 
ways to obtain support for U.S. forc-
es. However, knowledge of the rules 

	By Lt. Col. Ned C. Holt

U.S. Army Europe used acquisition and cross-servicing agreement orders during Atlantic 
Resolve to support forces throughout the region without having to move piles of tactical 
equipment or build lasting infrastructure.

USAREUR Supports Soldiers 
Through ACSA Orders 
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and procedures for ACSA orders is 
limited at the tactical level because 
these orders can be used only when 
dealing with a foreign military. 

Atlantic Resolve Life Support
USAREUR leaned heavily on 

ACSA orders when it sent forces to 
Estonia, Latvia, Lithuania, and Po-
land in support of Atlantic Resolve 
in April 2014. An airborne infantry 
battalion task force from the 173rd 
Airborne Brigade deployed to the re-
gion in 72 hours. 

This rapid movement was made 
possible, and was unique, because 
USAREUR used host-nation sup-
port to provide basic life support 
instead of building, bringing, or 
contracting its own. The decision to 
leverage host nations for most base 
life support functions allowed the 
unit to leave its organic and theater 
support assets at home station. 

By design and doctrine, an infantry 
battalion receives logistics support 
from its forward support company 
and reinforcing support from its bri-
gade support battalion. Infantry bat-
talions are not normally spread out 
across 500 kilometers, four countries, 
and several international boundaries 
as they are during Atlantic Resolve. 
The three factors of distance, borders, 
and the stretching of support assets 
made consolidated field feeding, 
maintenance, life support, and asso-
ciated logistics tasks difficult. 

Using a host nation to provide al-
most all base life support is a bold 
move; there was no modern prece-
dent for garrisoning U.S. forces in 
allied countries for extended periods 
of time without building bases and 
infrastructure. In post-World War 
II Germany and Japan and after the 
Korean War, the United States built 
bases and then fed, secured, and took 
care of its Soldiers. 

Recent U.S. operational experienc-
es in the Balkans, Iraq, and Afghan-
istan began with the United States 
establishing its own bases, living in 
tents or borrowed or occupied build-
ings, and then designing a temporary 
or permanent solution. At almost no 

point during these diverse operations 
was a host nation called on to house 
or feed U.S. Soldiers for any mea-
surable length of time on their own 
posts. 

Using the ACSA order process for 
prolonged periods of time to house 
and sustain U.S. Soldiers is different 
from the norm. Soldiers in Atlantic 
Resolve even lived and dined in ex-
isting host-nation military barracks. 
This paid off because USAREUR 
was able to quickly and relatively 
inexpensively support multiple op-
erations without deploying most of 
the unit’s support assets. Maximiz-
ing host-nation support allowed 
USAREUR to use its strategic en-
abling units and equipment for other 
operations. 

This is not to say that the experi-
ence was without problems. Because 
of the expedient nature of the Atlan-
tic Resolve deployment, many U.S. 
Soldiers were housed in open bay 
barracks built for initial-entry train-
ing, in hastily converted offices, or in 
abandoned buildings. Limited per-
sonal space was not the only prob-
lem: the meals and meal cycles in 
the host-nation dining facilities were 
radically different from those in U.S. 
dining facilities. 

Adjusting to these new norms 
took patience from both U.S. and 
host-nation forces. It also required 
carefully negotiated improvements 
and changes to ensure a reasonable 
equilibrium was achieved between a 
deployed environment and a steady-
state operation.

A Managing Department
As the implementation of this 

new support plan went forward, the 
need for one department to manage 
the process became quite apparent. 
Negotiating support and establish-
ing standard practices are beyond 
the purview of an infantry battalion 
(especially one spread out over four 
countries). 

With most of the 173rd Airborne 
Brigade in Italy and focused on other 
missions, the USAREUR staff was 
left to manage all host-nation sup-

port and ACSA orders for Atlantic 
Resolve. Both the USAREUR G-8 
International Agreements section 
and the G-4 Plans, Operations, and 
Exercises Branch were extremely fa-
miliar with ACSA orders and had 
been using them to support 40 to 50 
exercises throughout Europe each 
year. 

However, they had never used 
ACSA orders long-term to provide 
all logistics support, supplies, and 
services to U.S. Soldiers in the US-
AREUR area of responsibility, and 
no specific department managed 
the process. After several months of 
supporting Atlantic Resolve ACSA 
orders through an ad hoc manner, 
the USAREUR G-4 directed the 
Multi-national and Interagency 
Branch of the G-4 Plans, Operations, 
and Exercises Branch to assume con-
trol of all host-nation support and 
ACSA orders for Atlantic Resolve. 

Using a single department to han-
dle all ACSA orders for Atlantic 
Resolve had multiple benefits for 
USAREUR, Atlantic Resolve ro-
tational units, and the host nations, 
including flattening and streamlining 
all facets of host-nation support. 

For the USAREUR G-3, G-4, 
and G-8, it facilitated the creation 
of more inclusive ACSA orders that 
supported multiple operations in the 
same country. It also provided the 
command with a one-stop shop to 
quickly implement changes, resolve 
conflicts, and act as an honest broker 
between Atlantic Resolve rotational 
units and the host nations. 

U.S. units participating in Atlan-
tic Resolve had one department to 
advocate on their behalf to improve 
base life support. With one depart-
ment managing all host-nation 
support, USAREUR G-3 and G-4 
planners could quickly spot trends or 
issues and synchronize efforts across 
the command. 

The streamlined organization ben-
efited the host nations because it 
limited the number of U.S. logistics 
planners, legal advisers, budget offi-
cers, and decisions-makers that they 
had to work with. Most important-
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Personnel from the Latvian National Armed Forces, U.S. Army, and U.S. Air Force conduct joint airborne training oper-
ations at Lielvarde Air Base, Latvia, on June 15, 2015. Service members were deployed to Latvia and participated in the 
training as part of Saber Strike 2015 and subsequently Atlantic Resolve, an ongoing, multinational partnership focused on 
joint training and security cooperation between U.S. forces and NATO allies. (Photo by Staff Sgt. Brooks Fletcher)
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ly to the host nations, the payment 
timeline for ACSA orders dropped 
from more than four months to less 
than two weeks. 

Statement of Requirements
An ACSA order form contains 

nothing but the information regard-
ing the cost of trading or providing 
services. Although the language in an 
ACSA order is useful to budget and 
contracting officers, it provides very 
little information to a deployed com-
pany commander or first sergeant on 
how to operate in a forward envi-
ronment for six months. To close the 
gap between what is on an ACSA 
order and the various challenges of a 
deployed environment, USAREUR 
units used a statement of require-
ments (SOR). 

An SOR provides the flexibility to 
address issues that are not included 
in an ACSA order and is very simi-
lar to a memorandum of agreement. 
Like a memorandum of agreement, 
it has no defined format; therefore, 
it can be designed to fit almost any 
situation. 

Although an SOR is not a legally 
binding document, units deployed in 
support of Atlantic Resolve found it 
extremely useful because it sets the 
ground rules for a variety of items 
and situations that are not usually 
contained in an ACSA order, such as 
the following:

�� Procedures in the event of an ac-
cident, fire, or hazardous materials 
spill.

��A mechanism to resolve military-

to-military disputes with points 
of contact and 24-hour emergen-
cy services information.

�� Procedures for casualty evacuation 
to a host-nation hospital.

�� Storage and maintenance facility 
rights on host-nation bases.

��The use of host-nation logistics 
support assets (cranes and fork-
lifts) and transportation services.

��Meal hours and protocols for 
requesting meals for training 
exercises.

It is easy to see the usefulness of 
an SOR, and its importance cannot 
be overstated. More than anything, a 
well-done SOR is a road map to co-
operation between two nations’ mil-
itaries. Because it clearly articulates 
the type of support to be rendered, 
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the periods of performance, loca-
tion, prices, and points of contact, a 
well-written SOR can sort out 95 
percent of the issues a unit could pos-
sibly encounter. 

ACSA Order Benefits
One of the primary benefits of an 

ACSA order over a contract is the 
timeliness of the solution. An ACSA 
order can be approved in three to five 
days, while contingency contracting 
can easily take 15 to 20 days. Con-
tracts take longer because of manda-
tory bidding and approval timelines 
set out in the Federal Acquisition 
Regulations; ACSA orders are not 
subject to those regulations. 

ACSA orders are governed by the 
terms of the country-to-country 
ACSA agreement. In order to en-
sure that the U.S. government gets 
a fair price and to eliminate poten-
tial fraud, the USAREUR ACSA 
order standard operating procedures 
require that all ACSA orders over a 
specified dollar threshold be routed 
through the 409th Contracting Sup-
port Brigade. The G-8 is the approv-
ing authority for all ACSA orders. 
Even with these steps, ACSA orders 
can be accomplished more quickly 
than a contract can. 

Probably the least known benefit of 
using ACSA orders instead of con-
tracting for life support and meals 
in the Baltic States is the cost. Con-
tracting for support in a foreign na-
tion can easily cost three times more 
than using the host nation to provide 
the same support through an ACSA 
order. 

This is primarily due to the econ-
omy of scale. Using contractors and 
using the host-nation military for 
food service, for example, cost rela-
tively the same, but the host-nation 
military already has an existing infra-
structure to support the procurement, 
storage, production, and dissemina-
tion of meals. A contractor has to es-
tablish all of these systems and make 
a profit, while the host nation already 
has dining facility infrastructure in 
place. 

ACSA rules prevent the parties 

involved from making a profit. The 
rules also require the military that 
is selling a service or commodity to 
charge the United States the same 
price it charges for its own personnel. 
This means that if the Estonian army 
charges one of its own soldiers 2.98 
euros for breakfast, it can charge a 
U.S. Soldier no more than 2.98 euros 
for the same breakfast.

Coordination
Although the Baltic States all have 

advanced economies, they are rela-
tively small countries and their con-
tracting base is limited in size and 
scope. Before there was a consolidat-
ed department handling host-nation 
support, the host nation and the U.S. 
Army were competing for the same 
heavy equipment transporter assets, 
chemical latrines, shower containers, 
and field-feeding services. 

In effect, the U.S. and host-nation 
armed forces were bidding for identi-
cal services with the same companies. 
Having one entity responsible for co-
ordinating all support gives the host 
nation the ability to lock in assets for 
future requirements without the fear 
of being outbid, and it ensures conti-
nuity of support.

Two components critical to the 
success of wide-ranging, long-term 
ACSA orders are constant commu-
nication and having multiple venues 
to address the inherent challenges 
associated with military forces shar-
ing the same space and resources for 
extended periods of time. The USA-
REUR staff realized these were rela-
tively small issues, such as the amount 
of protein in breakfast meals, how to 
bill for lost keys or broken windows, 
and the timeliness of payments. 

At both the tactical and operation-
al levels, regularly scheduled meet-
ings, coordination elements, and 
other mechanisms were put in place. 
These mechanisms ensured each par-
ty understood the governing rules of 
host-nation support agreements and 
that communications were flattened. 

During the Headquarters, Depart-
ment of the Army, G-3/5/7 Baltic 
States Staff Talks held in Vilnius, 

Lithuania, in July 2015, the nations 
in attendance broached the topic of 
establishing a common set of roles 
and responsibilities. 

The USAREUR G-4 took the 
lead in conducting an international 
agreements and ACSA orders train-
ing and education program across all 
four nations to ensure a common un-
derstanding of the roles and respon-
sibilities at every level. Well over 300 
senior members of the Baltic States’ 
civilian and military commands at-
tended these training and infor-
mation conferences, and the results 
provided direct benefits to all parties 
involved in Atlantic Resolve. 

ACSA orders are powerful tools 
that can enhance the operational ef-
fectiveness of a commander, reduce 
expenses, and provide greater flex-
ibility than bringing or contracting 
for supplies and equipment. How-
ever, they can be used only when 
dealing with the armed forces of a 
foreign nation, and the business rules 
of ACSA orders are not readily un-
derstood across the Army. If a unit is 
going to train with another nation, 
learning about the process before the 
planning begins can alleviate most 
concerns and reduce friction that 
may occur during the operation. 

USAREUR’s experience with 
ACSA orders during Atlantic Re-
solve was a positive example because 
it was able to quickly respond and 
deploy forces throughout the re-
gion without moving piles of tactical 
equipment or building permanent or 
lasting infrastructure. Using ACSA 
orders to house, feed, and secure U.S. 
forces could be the wave of the future 
when deploying forces to forward 
locations.
______________________________

Lt. Col. Ned C. Holt is the commander 
of the 7th Group Support Battalion, 7th 
Special Forces Group (Airborne), at Eg-
lin Air Force Base, Florida. He has bach-
elor’s degrees in history and political 
science from Louisiana State Universi-
ty and a master’s degree in diplomacy 
from Hawaii Pacific University. 
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Heavy equipment transporters stage at the Port of Klaipeda, Lithuania, in preparation to load a combined arms battalion of 
heavy tracked vehicles on June 12, 2017. The 32nd Composite Truck Company transported equipment across Lithuania in 
support of Operation Saber Strike, a multinational exercise that included a combined arms battalion emergency deployment 
readiness exercise and a port-to-fort movement within 72 hours. (Photo by Capt. Stephen I. DuCharme)
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The regionally aligned forces 
(RAF) initiative enables con-
tinental United States-based 

units to sharpen their short-notice, 
unit-level deployment task skills. 
RAF requires leaders to embrace 
mission command principles in order 
to operate in remote and dispersed 
environments. 

On the heels of the RAF rotation 

of the 3rd Armored Brigade Com-
bat Team, 4th Infantry Division, the 
32nd Composite Truck Company 
(CTC) received orders to deploy to 
Eastern Europe as part of the first 
sustainment forces RAF rotation in 
support of U.S. Army Europe and 
Atlantic Resolve.

Atlantic Resolve’s supported area 
includes seven European countries, 

from Estonia in the Baltics to Bul-
garia in the Black Sea region; it in-
cludes a road network spanning 
1,800 miles, which is equivalent to 
driving from New York City to Den-
ver. During the nine-month deploy-
ment, the 32nd CTC’s mission was 
to provide transportation and heavy 
recovery support throughout Eastern 
Europe. 

	By Capt. Stephen I. DuCharme

By injecting four logistics considerations into the predeployment planning process, the 32nd 
Composite Truck Company was able to rapidly deploy and provide transportation and heavy 
equipment recovery throughout Eastern Europe during a nine-month deployment.

Posturing Sustainment Forces for  
Rotations in Europe
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Speed of War
In order to exercise speed of as-

sembly and enable maneuver units 
to successfully train with NATO al-
lies, sustainment capabilities have to 
be structured and agile. 

The 32nd CTC’s rotation to Eu-
rope began in March 2017, and it 
proved to be a challenge. The area to 
support was vast, and the company 
had to provide sustainment from 
multiple nodes while following Eu-
ropean highway rules and regula-
tions. The 32nd CTC executed more 
than 110 transportation movement 
release missions within the first four 
months of its deployment. Each 
transportation movement had its 
own unique challenges. 

The 32nd CTC’s experience re-
vealed that future sustainment force 
rotations to Europe should focus on 
these four goals: 

�� 	Structuring the organization.
�� 	Increasing shop stock fitness.
�� 	Enhancing mission command 
capabilities.

�� 	Completing European Agree-
ment Concerning the Internation-
al Carriage of Dangerous Goods 
by Road (ADR) certification and 
hazardous materials (HAZMAT) 
training prior to deployment.

Organizational Structure
A CTC has four platoons: one 

heavy equipment transporter (HET) 
platoon, one medium tactical vehicle 
platoon, and two palletized load sys-
tem (PLS) platoons. In preparation 
for the RAF deployment, the 32nd 
CTC developed a logistics common 
operational picture that allowed it 
to execute effective distribution op-
erations from multiple support loca-
tions simultaneously. 

In order to sustain logistics sup-
port and continuity from dispersed 
locations, the company chose to 
deploy its formation with modular 
platoons. Instead of deploying pla-
toons with vehicles specified by the 
CTC’s modified table of organiza-
tion and equipment (MTOE), each 
platoon was cross-leveled with the 

same type and number of sustain-
ment platforms. 

The cross-leveling allowed for 
better crew predictability and 24-
hour operations through squad cy-
cles (mission, training, recovery), 
and platoon leaders could train their 
Soldiers on multiple platforms. Ad-
ditionally, platoon modularization 
ensured each platoon maximized 
the use of equipment within each 
supported area. 

The 32nd CTC is authorized a 
senior truckmaster and a truck-
master. These experienced non-
commissioned officers assisted in 
coordinating, supervising, and con-
trolling transportation operations 
and provided the operational plan-
ning and tracking needed to execute 
operations from separate locations.

The 32nd CTC leveraged its 
MTOE to split its operations sec-
tion. By flattening communications, 
the truckmasters operating in sepa-
rate locations received and processed 
battalion transportation movement 
releases concurrently and coordinat-
ed and issued directives to platoons 
more readily. 

This ultimately enabled the com-
pany to provide prompt, sustained 
support to maneuver units and to 
operate from different countries and 
support nodes with minimal exter-
nal assistance.

Shop Stock Fitness
A common goal for logistics units 

is to economize support by using 
the right type of sustainment plat-
forms and to sustain those platforms 
with shop stock lists (SSLs) that 
are prebuilt using historical trends. 
One asset the 32nd CTC did not 
possess in its fleet was the M915 
line-haul truck, so the burden of the 
ubiquitous line-haul transportation 
mission was placed instead on the 
company’s M1075A1 PLSs. 

Unfortunately, the PLS is not the 
preferred system to sustain long-
haul transportation missions. The 
PLS platform is preferred for exe-
cuting off-road sustainment opera-
tions to rapidly distribute supplies  

to the forward line of troops in 
rough-terrain environments. How-
ever, PLSs were used on European 
public roads to transport commod-
ities thousands of miles within a 
matter of days.

The significant number of miles 
the PLSs had to traverse, coupled 
with the changing altitude, caused 
some unforeseen mechanical is-
sues. The 32nd CTC had to remedy 
these issues in order to sustain line-
haul operations with its authorized 
equipment. 

During the onset of the deploy-
ment, PLS turbochargers and tur-
bo tubes were quickly identified as 
high-consumption items. Air pres-
sure rises with decreasing altitude, 
and increased pressure escalates the 
likelihood of blowing engine tubes. 

Because the 32nd CTC deployed 
from Fort Carson, Colorado, where 
the altitude is higher and the air 
is thinner than it is in Europe, the 
PLS turbo tubes were not acclimat-
ed to the elevation. The turbo tubes 
became less reinforced, and the 
change of elevation caused them to 
rupture. 

This also placed a significant 
amount of stress on the actual turbo-
chargers as the increased frequency of 
ruptured tubes caused malfunctions, 
including over-boosting and bearing 
failures within the turbochargers.  

HET trailer tires were also iden-
tified as high-consumption items. 
European public roads, especially 
in Poland, are very narrow and have 
many roundabouts. Both of these 
features increased the frequency of 
“curb checks,” and HET trailer tires 
were frequently blown, particularly 
when the HETs were loaded with 
large equipment. 

In accordance with Army Regu-
lation 710-2, Supply Policy Below 
the National Level, if a unit does 
not have the consumption history to 
support adding critical items to its 
SSL, then the unit can stock those 
items through initial issue as long as 
they do not exceed 10 percent of the 
demand-supported lines on the ap-
proved SSL. 
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The CTC’s RAF rotation was a truly challenging 
deployment in which Soldiers and leaders had the 
opportunity to think creatively and apply funda-
mental Army skills in an austere environment. 

The 32nd CTC’s internal main-
tenance section reacted to these 
maintenance concerns by adjusting 
its stockage selection and increas-
ing SSL levels. By bolstering stock-
age levels with theater-tailored, 
consumption-based items, the 
32nd CTC was able to minimize 
mechanical issues and increase 
SSL performance to better sustain 
equipment readiness.

Mission Command Capabilities
Developing the ability to operate 

in multiple locations simultaneously 
is challenging for a battalion, so it is 
even more difficult for a functional 
company. During the RAF rotation, 
logistics support areas in certain 
Eastern European locations were in 
the early stages of development. 

The infrastructure did not sup-
port hard-wired communications, 
and establishing a means to com-
municate, collaborate, and facilitate 
functional teams was an essential 
task. Tactical communications were 
relied upon heavily. 

Prior to deployment, the 32nd 
CTC focused on enhancing its mis-
sion command capabilities. Analysis 
was conducted on the quantity of 
mission command systems (MCSs) 
authorized by MTOE and the im-
minent dispersal of those assets be-
tween sustainment platforms and 
multiple support nodes. The Blue 
Force Tracking (BFT) system and 
Movement Tracking System (MTS) 
were tested to ensure they were fully 
operational and capable of running 
Joint Capabilities Release software. 

In addition, European overlays 
were installed in all MCS hard 

drives prior to packing for deploy-
ment. Vehicles were assessed to 
ensure BFT and MTS mounting 
kits were intact and that all compo-
nents were on hand. BFT and MTS 
mounting capability shortfalls were 
identified well in advance of deploy-
ment, and the appropriate mounting 
kits were ordered. 

This preemptive step essentially 
allowed a plug-and-play scenario 

with MCSs and sustainment plat-
forms and significantly helped the 
32nd CTC to communicate tac-
tically as soon as equipment hit 
ground in theater.  

MTS tactical operations center 
kits were also deployed in a man-
ner that permitted the company to 
operate multiple mission command 
nodes. This allowed the truckmas-
ters operating in separate locations 
to monitor transportation move-
ments more precisely. Ultimately, 
these actions enhanced the 32nd 
CTC’s mission command capabil-
ities and enabled the company to 
execute distribution support from 
multiple locations.  

ADR and HAZMAT Certification 
Sustainment forces frequently 

transport HAZMAT, such as bulk 
fuel, ammunition, and explosives 
across European countries in sup-
port of multinational training exer-
cises. Military vehicles transporting 
HAZMAT in Europe require ADR 
certification. This certification in-
cludes the installation of a safety 
kit on both the prime mover and 
trailer. 

Prior to the 32nd CTC’s deploy-

ment, German maintenance person-
nel traveled to Fort Carson to help 
certify the 32nd CTC’s vehicles. 
Mobile training teams conducted the 
required HAZMAT-11 and ADR 
driving courses for operators who 
would transport hazardous goods 
on European public roads. They also 
taught the required HAZMAT-12 
and -15 certification courses for 
Soldiers who would certify shipping 
documents for HAZMAT move-
ments on European public roads and 
railroads.

It is better to obtain these Euro-
pean certifications prior to arriving 
in theater. By completing these re-
quirements prior to deployment, the 
32nd CTC enhanced its freedom of 
movement and theater utility as soon 
as equipment arrived in Europe. 

The CTC’s RAF rotation was a 
truly challenging deployment in 
which Soldiers and leaders had the 
opportunity to think creatively and 
apply fundamental Army skills in 
an austere environment. The four 
considerations illustrated in this ar-
ticle do not represent every logistics 
challenge that rotational enablers in 
Europe will face. However, future 
sustainment forces that inject these 
considerations into the deployment 
planning process will be better pos-
tured for mission success when sup-
porting Atlantic Resolve.
______________________________

Capt. Stephen I. DuCharme is the 
commander of the 32nd CTC, 68th 
Combat Sustainment Support Battal-
ion, 4th Infantry Division Sustainment 
Brigade, at Fort Carson. He holds a 
bachelor’s degree in economics from 
Utah State University and is complet-
ing a master’s degree in administration 
with a concentration in acquisitions 
management from Central Michigan 
University. He is a graduate of the Ord-
nance Basic Officer Leader Course and 
the Logistics Captains Career Course.

Chief Warrant Officer 2 Justin N. 
Bramlett and Staff Sgt. Scott H. Ferrell 
contributed to this article. 
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Soldiers assigned to the 13th Expeditionary Sustainment Command deliver food and water to Hurricane Harvey victims in 
Houston, Texas, on Sept. 5, 2017. (Photo by Sgt. Jazmin Jenkins)
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Is money just another commodi-
ty on the battlefield, like fuel or 
bullets? During the 13th Expe-

ditionary Sustainment Command’s 
(ESC’s) first decisive action warfight-
er training exercise in over a decade, 
the command’s financial management 
(FM) support operations (SPO) sec-
tion facilitated the use of currency as 
a commodity for circulation around a 

planned area of operations to support 
the ESC commander’s intent. 

Bringing this commodity to the 
end user (Soldiers on the battlefield) 
requires forecasting requirements. 
FM SPOs must use their intuition 
(based on previous experiences) to 
interpret (based on the operational 
environment) where FM units and 
assets provide the best support. 

FM SPO Operations  
The FM SPO tracks the location 

of all financial management support 
units, subordinate detachments, and 
teams. The positions of these FM 
elements represent monetary dis-
tribution capabilities, including the 
ability to exchange currencies, pay 
local vendors, and facilitate local 
currency circulation in areas where 

	By Maj. Jose G. Cardenas

With help from financial management support operations representatives, expeditionary 
sustainment commands manage financial resources like they do other battlefield 
commodities.

Managing Money as a Commodity



Soldiers assigned to the 1st Medical Brigade and the 13th Expeditionary Sustainment Command deliver food and water to 
Hurricane Harvey victims in Houston, Texas, on Sept. 5, 2017. (Photo by Sgt. Jazmin Jenkins)
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The FM SPO position requires a theaterwide, 
customer-centric perspective, as opposed 
to the G-8’s perspective, which is organiza-
tionally focused. 

local banking systems have failed. 
Instead of using U.S. dollars, FM 

elements can pay for contracts using 
local currency and issue local cur-
rency to field ordering officers and 
pay agents. Enacting such a mone-
tary policy helps to stabilize the lo-
cal economy by avoiding an influx of 
U.S. dollars. 

Knowing how much currency 
an FM unit is authorized to carry 
equates to knowing a unit’s capabil-
ity. Understanding the cash holding 
authority and vault location for each 
FM element, how funds are trans-
ferred and transported from one FM 
element to another, and the associ-
ated security requirements is similar 
to knowing the distribution capabil-
ity of a transportation battalion. 

Additionally, the ESC command-
er needs to understand the FM sup-
port center’s role in facilitating the 
flow of cash and cash equivalents 
into a theater of operations. The FM 
SPO works with FM units to pro-
vide cash holding authority infor-
mation and communicate potential 
FM logistics concerns to the ESC 
commander. Support may include 
coordinating emergency currency 
resupply to identified locations. This 
information helps the ESC to prop-
erly manage currency as part of the 
commodity management process. 

The FM SPO provides the ESC 
commander with financial counsel-
ing concerning emerging funding 
requirements. The section works 
with the organizational contracting 
support cell to execute contracting 
support, and it tracks available fund-
ing authorities that facilitate organi-
zational theater funding objectives. 

The FM SPO position requires a 
theaterwide, customer-centric per-
spective, as opposed to the G-8’s 
perspective, which is organization-
ally focused. Like the G-8, the FM 
SPO helps the ESC commander 
and staff leverage financial resourc-
es within the theater by providing 
counseling on available funding, 
currency types, and recommended 
FM unit relocations to best meet 
customer demands.

Lessons Learned
Lessons learned create institution-

al knowledge that improves tactical 
standard operating procedures and 
business practices related to FM op-
erations. The ESC commander and 
staff learn about FM unit capabili-
ties and security requirements when 
planning for future operations. 

The 13th ESC FM SPO learned 

the following lessons during the war-
fighter training exercise.

Develop FM metrics. Working in 
logistics environments requires the 
rapid development of FM metrics to 
augment SPO section reporting re-
quirements. Metrics include report-
ing how many field ordering officers 
and pay agent teams are available 
and how many FM support teams 
are available versus how many are 
authorized. Attrition may affect FM 
support unit and FM support de-
tachment capabilities for battlefield 
circulation. Cash holding authority 
balances help to determine what lo-
cations require additional currency.

Track contract obligations. The FM 
SPO must track theater contract sta-
tuses to provide a theater perspective. 
This process includes tracking armed 
forces examining and entrance sta-
tions and postal currency support 
locations. 

Define readiness in planning. One 
question that requires development 
and definition when planning op-
erations is defining what black, red, 
amber, and green readiness statuses 
actually mean. An FM team may be 
out of funds, but that may not mean 
the FM support unit and FM sup-
port detachment cannot provide ad-

ditional funding in a timely manner.  
Determine EagleCash kiosk re-

quirements. The FM SPO should 
identify any EagleCash kiosk needs. 
This includes knowing what phase 
of the operation and which locations 
will require this support. 

Facilitate travel. FM SPO repre-
sentatives should work with human 
resources personnel to help shape 

a cohesive Defense Travel System 
theater policy to facilitate service 
member travel. 

Embrace the organizational cul-
ture. FM SPOs must embrace the 
ESC’s organizational culture to un-
derstand how the unit operates. This 
will help FM Soldiers better support 
the ESC’s operations

These lessons learned help both the 
FM SPO and the ESC continually 
learn about the FM environment. 
The result is an integrated learning 
loop that adjusts to the operational 
environment. This process allows the 
13th ESC to manage financial re-
sources in the same way that it does 
other commodities on the battlefield. 
______________________________

Maj. Jose G. Cardenas is an assistant 
professor of military science at the Uni-
versity of Oklahoma. He served as the 
13th ESC assistant chief of staff, G-8 
(comptroller). He holds an MBA from 
Webster University, a master’s degree 
in U.S. history from Boise State Uni-
versity, and a doctorate in business ad-
ministration from Columbia Southern 
University. He is Department of Defense 
Financial Management Level 2 certified 
and a Lean Six Sigma Green Belt.
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First Lts. Abe McIntire, Alex Kahn, and Geo Comacho, with the 4th Brigade Support Battalion, 1st Stryker Brigade Com-
bat Team, 4th Infantry Division, conduct sling load operations on July 2, 2017, during a rotation at the National Training 
Center at Fort Irwin, Calif. (Photo by Staff Sgt. Rodrigo Rocha)
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The eight sustainment princi-
ples discussed in Army Doc-
trine Publication (ADP) 4-0, 

Sustainment, can be useful during 
planning, but many sustainers strug-
gle to remember them. Furthermore, 
when they are used as guidance, they 
often add little to the planning effort. 

In this article, we introduce a mne-
monic to help users remember the 
sustainment principles of anticipation, 
continuity, responsiveness, integration, 
simplicity, improvisation, survivability, 
and economy. We also offer ways to 

use them more effectively to develop 
commander’s guidance and mission 
statements. 

The Need for a Mnemonic
Examples of the many useful mne-

monics used by the Army include 
PMESII-PT [political, military, eco-
nomic, social, infrastructure, informa-
tion, physical environment, and time], 
METT-TC [mission, enemy, terrain 
and weather, troops, time available, 
and civil considerations], and AS-
COPE [area, structures, capabilities, 

organizations, people, and events]. Yet, 
no mnemonic exists for the eight sus-
tainment principles described in ADP 
4-0. Additionally, some of these prin-
ciples are used in sustainment units’ 
mission statements and commanders’ 
key tasks, but often they are used in 
ways that are not particularly helpful 
to enabling mission command. 

Remembering the principles is not 
only useful for sustainers but also for 
others on the staff who can use the 
principles as a guide to assess cours-
es of action, plans, and orders. These 

	By Mark Solseth and Col. Brent Coryell

A CRISIS Exists: An Easy Mnemonic to 
Remember the Sustainment Principles 
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principles provide a useful approach 
to test aspects of the plan during de-
velopment and sometimes are includ-
ed as criteria during course of action 
analysis.

A CRISIS Exists 
In order for planning to begin, some 

kind of crisis must first exist, so the 
mnemonic we propose is “A CRISIS 
Exists.” The first eight letters in this 
mnemonic represent the eight sus-
tainment principles. 

Using “A CRISIS Exists” helps the 
planner or commander remember all 
the principles, which they can then 
consider using to provide guidance for 
planning and operations. 

An Issue of Use
Now that we have a way of re-

membering the sustainment princi-
ples, how do we make them useful? 
Tactical-level commanders often do 
not use the sustainment principles 
effectively; instead, the principles 
become buzzwords in mission state-
ments and commander’s intents. 

At the National Training Cen-
ter (NTC) at Fort Irwin, California, 
observer-coach/trainers often see bri-
gade support battalion (BSB) mission 
statements that contain elements of 
the sustainment principles. However, 
the principles add little to the mission 
command process because they are 
used in nondescriptive ways that add 
nothing useful to the commander’s 
intent, which subordinates use to ex-
ercise disciplined initiative. 

For example, a mission statement 
states, “On order (or no later than 
date time group), the 52nd BSB oc-
cupies and defends a brigade support 
area (BSA) [or logistics support area 
(LSA)] in the vicinity of grid co-
ordinate NV123459 and conducts 
logistics and health service support 
operations in support of a specific 
brigade combat team’s (or sustain-
ment brigade’s) operation in Area of 
Operation Desert in order to ensure 
freedom of action, extend operational 
reach, or prolong endurance.”

Orders like this often have mod-
ifiers added to the end saying some-

thing like, “the 52nd BSB occupies 
and defends a BSA (or LSA) … and 
conducts anticipatory, responsive, and 
continuous logistics and health ser-
vice support operations in support of 
a specific brigade combat team’s (or 
sustainment brigade’s) operation.”

Similarly, a commander’s intent 
often includes phrases such as, “My 
intent is to provide continuous, re-
sponsive, and anticipatory logistics 
support to units throughout the area 
of responsibility to facilitate …. ”

These statements may sound good, 
but are sustainment principles useful 
modifiers for logistics support? What 
do the words mean regarding mis-
sion accomplishment? Do they add 
anything that further enables mission 
command? We would argue that of-
ten they do not add much that causes 
subordinates to change the way they 
execute the mission or do anything 
other than their doctrinal mission. 

The Sustainment Principles
How can the sustainment principles 

be useful for issuing guidance? The 
first step is to understand the prin-
ciples. Figure 1 on page 68 provides 
the doctrinal description of the prin-
ciples from ADP 4-0. The definitions 
presented are from the publication; 
however, we present them in a differ-
ent sequence so that they follow the 
mnemonic that we have introduced.

Anticipation. Anticipation is the 
ability to foresee operational require-
ments and initiate actions that satis-
fy a response without waiting for an 
operation order or fragmentary order. 
Sustainment commanders and staffs 
visualize future operations, identify re-
quired support, and start the process of 
acquiring and providing the sustain-
ment that best supports the operation. 

Try to act, not react. For example, 
anticipate that air assault Soldiers will 
need contingency truck transporta-
tion in the event aircraft cannot fly. 
Anticipate that dismounted Soldiers 
will be tired of walking after complet-
ing the mission and will need vehicles 
to return them to their tactical assem-
bly areas. 

Sustainment planners who antic-

ipate requirements before maneuver 
task force commanders ask for them 
and posture vehicles and drivers ahead 
of time are more successful. If there is 
no “pull” from the supported units, an-
ticipate the requirements and “push” 
them. 

Tactical unit S-4s should have a 
book, reference, or tool with plan-
ning factors for sustaining their types 
of unit. The planning factors should 
include vehicle consumptions rates, 
ammunition basic loads, and water 
consumption rates by environment 
type. 

Continuity. Continuity is providing 
uninterrupted sustainment across all 
levels of war. It is achieved through a 
system of integrated and focused net-
works that  sustainment to support 
capabilities and operations across all 
levels of war. Continuity ensures con-
fidence in sustainment, which allows 
commanders to have freedom of ac-
tion, operational reach, and prolonged 
endurance.

At the tactical level, continuity re-
lates to having a battle rhythm for re-
supply that is based on synchronized 
and timely commodity distribution. It 
is the ability to deliver the right quan-
tity of supplies and services at the 
right time and place. 

Continuity involves physical dis-
tribution networks, systems, and 
data communications; it uses inter-
changeable and modular exchange 
distribution assets such as flat racks. 
Continuity’s goal is to reduce distri-
bution cycle times and provide re-
quired materiel at the right time.

Responsiveness. The ability to react 
to changing requirements in order to 
maintain support is responsiveness. 
Through responsive sustainment, 
commanders maintain operational 
focus and pressure, set the tempo of 
friendly operations to prevent exhaus-
tion, replace ineffective units, and ex-
tend operational reach. 

The ability to monitor and manage 
end-to-end sustainment activities is 
fundamental to reducing friction in 
a logistics pipeline. A practiced and 
enforced logistics status (LOGSTAT) 
reporting process is instrumental to 
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Figure 1. The mnemonic “A CRISIS Exists” can be used to remember the sustainment principles found in Army Doctrine 
Publication 4-0, Sustainment.

The Sustainment Principles
“A CRISIS Exists”

Anticipation Foresee requirements and proactively take action without an operation order.

Continuity Have a resupply battle rhythm based on synchronized and timely commodity distribution.

Responsiveness React to changing requirements and respond to meet the needs.

Integration Combine all operations of sustainment with operations for unity of command and effort.

Simplicity Reduce the complexity of sustainment through clarity of tasks and standardized procedures.

Improvisation Adapt sustainment operations to unexpected situations.

Survivability Protect personnel, weapons, and supplies while deceiving the enemy.

Economy Provide resources in a manner that employs all assets to achieve the greatest effect possible.

The observation at the National Training Center is that tactical-level commanders do not use the principles effectively. Using “A CRISIS Exists” helps the planner 
and commander remember all of the Army sustainment principles, which they can then consider using to provide guidance for planning and operations.
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this. Combat training center observer-
coach/trainers have witnessed that 
preformatted Joint Capabilities Re-
lease LOGSTAT reports work very 
well for this purpose.

Integration. Integration is combin-
ing all the elements of sustainment 
(tasks, functions, systems, processes, 
and organizations) with operations to 
ensure unity of command and unity 
of effort. Army forces integrate sus-
tainment with joint forces and mul-
tinational operations to maximize 
the complementary and reinforcing 
effects of each service and national 
resource. 

At the tactical level, this includes 
integrating enabler units into the 
sustainment plan to ensure they are 
supported and being clear on who is 
integrating attached units into their 
support plans and how to report plans 
during task organization and bound-
ary changes. 

Simplicity. The processes and pro-
cedures that minimize the complex-
ity of sustainment provide simplicity. 
Clear tasks, standardized and interop-
erable procedures, and clearly defined 
command relationships contribute to 
simplicity. 

To keep sustainment simple, use an 
easy-to-produce support matrix that 
focuses on who gets what (key com-
modities and amounts), when, where, 
and how (supply point, unit distri-

bution, throughput, logistics release 
point, or forward logistics element). 
Clear standard operating procedures 
and a routinely published matrix 
greatly assist in keeping sustainment 
simple because they provide a way for 
everyone to know what to expect.

Improvisation. The ability to adapt 
sustainment operations to unexpected 
situations or circumstances is impro-
visation. It includes creating, arrang-
ing, or fabricating what is needed 
from what is available. 

The sustainment commander must 
apply operational art to visualize com-
plex operations and understand what 
is possible at the tactical level. These 
skills enable commanders to impro-
vise operational and tactical actions 
when enemy actions or unexpected 
events disrupt sustainment.

Survivability. Joint Publication 
3-34, Joint Engineer Operations, 
states that survivability includes all 
aspects of protecting personnel, weap-
ons, and supplies while simultaneous-
ly deceiving the enemy. Survivability 
permits forces to avoid or withstand 
hostile actions or environmental con-
ditions while retaining the ability to 
fulfill their primary mission. Com-
manders often must rely on redundant 
sustainment capabilities and alternate 
support plans in order to mitigate 
risks and minimize disruptions to 
sustainment. 

Economy. Economy is providing 
sustainment resources in an effi-
cient manner to enable a command-
er to employ all assets to achieve the 
greatest effect possible. It is achieved 
through efficient management and 
discipline, prioritizing and allocating 
resources, and capitalizing on joint 
interdependencies. It can also be 
achieved by using contracted support 
and host-nation resources to reduce or 
eliminate the use of military resources. 

Practical Use of the Principles
While perhaps helpful in the aggre-

gate, some of the principles are para-
doxical. For example, is it necessary to 
improvise if requirements are properly 
anticipated? 

We want sustainment forces to be 
responsive, but the ability to respond 
quickly likely requires proximity to 
supported forces, which may affect 
survivability. We want support to be 
integrated into the brigade combat 
team’s scheme of maneuver, but in the 
offense, that means moving support 
areas, which affects continuity in the 
support plan. 

With those considerations as back-
ground, how does one use the prin-
ciples of sustainment in a helpful 
manner? Rather than using them as 
mission statement buzzwords, com-
manders and staffs should use them 
to describe how they want to position 
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assets, sustain forces, and accept risk. 
Here are some practical examples.

Anticipation. When units have 
enough time to thoroughly plan an 
operation, they can anticipate require-
ments through detailed coordination 
and well-developed logistics esti-
mates. If communications are disrupt-
ed during execution and LOGSTATs 
are not received, sustainers will not 
wait. They will push supplies forward 
after estimating what units need based 
on time and operational tempo. 

Commanders should be willing 
to assume risk in economy and push 
supplies to supported units early in 
an operation without being asked to 
do so. Building two types of prepared 
packages based on historical averages 
and having “speed balls” (prepackaged 
mission configured loads) of water and 
ammunition on standby and ready to 
go within 30 minutes are two ways of 
anticipating requirements. Units may 
also anticipate seasonal class IX (re-
pair parts) surges like batteries in cold 
weather or additional ice and water in 
hot weather.

Continuity. Being thoroughly in-
volved in the supported force’s plan-
ning process, positioning liaison 
noncommissioned officers forward, 
and ensuring robust communications 
and reports will help sustainers main-
tain continuity with supported forc-
es. Coordinating for throughput and 
employing a forward logistics element 
when the unit is on the move will en-
sure that support capability is in place 
while other elements are moving. 

Practiced primary, alternate, con-
tingency, and emergency communica-
tion plans are essential to continuity. 
Cross-training within sections and pla-
toons can also improve continuity for 
high-tempo and 24-hour operations.

Responsiveness. In order to be re-
sponsive during an operation, the 
BSB should position support areas 
far forward, keep supplies uploaded, 
and ensure units are ready to move 
quickly. To do this, the commander 
must accept risks to survivability and 
economy.

Integration. In a high-tempo offen-
sive operation, a BSB may integrate 

its capabilities into forward units by 
reinforcing the forward support com-
panies with additional fuel and am-
munition assets. The BSB should plan 
to recover these assets once supplies 
are consumed by forward units. It can 
then transition to a more traditional 
sustainment approach that employs 
supply point and unit distribution. 

Another example of integration is 
placing sustainment planners on the 
brigade staff (and with forward units) 
to assist with planning.

Simplicity. When a BSB does not 
have much experience supporting the 
entire brigade in the field, it could ini-
tially keep things simple by primarily 
using supply point distribution from 
the BSA. It can then progress toward 
executing logistics release point op-
erations, especially for far-forward or 
widely dispersed units. 

Another example of employing 
simplicity is operating from a single 
LSA rather than as base clusters when 
a unit has not worked closely with its 
subordinate companies in a newly 
task-organized combat sustainment 
support battalion.

Improvisation. Improvisation is 
used to fill a capability gap. Sustainers 
should identify the requirement, the 
capabilities, the gap, and then figure 
out how to make up the difference. 

Early in an unexpected deployment, 
a unit has not had the time to plan 
thoroughly. The commander’s intent 
should encourage sustainers in the 
torch and advance parties to be cre-
ative until the rest of the force arrives. 
This improvisation may include con-
tracted and host-nation support or 
the creation of a logistics task force 
made up of pooled resources from 
multiple units until more cohesive 
forces arrive. The commander should 
underwrite risks that sustainers take 
to make things happen.

Survivability. Survivability can be 
used to describe acceptable risk. For 
example, the BSB commander may 
state that he wants equipment in the 
support area (or base clusters) widely 
dispersed in order to mitigate an ar-
tillery threat that could significant-
ly affect the BSB’s ability to provide 

support. Alternately, he may want the 
formation positioned closely together 
to better secure a perimeter. Priority in 
preparation should be placed on con-
ducting convoy battle drills and re-
hearsing increased perimeter security 
and casualty evacuation.

Economy. Once a BSB has a ro-
bust reporting structure, it can rely on 
units pulling resources based on their 
LOGSTATs. Before sending assets 
forward, the BSB should still confirm 
requirements during logistics syn-
chronization meetings. 

Ensuring discipline in trans-loading 
fuel and water assets minimizes the 
assets on the road and provides econ-
omy; put one full tanker on the road 
rather than three that have a third of 
their load.

While this article provides some 
specific examples of how to use the 
principles of sustainment, our broader 
point is that commanders and staffs 
should make the principles useful 
to subordinates and planners. Make 
sure that their inclusion in a mission 
statement and commander’s intent 
means something, and describe what 
that meaning is if it is not clear during 
subordinates’ confirmation and back 
briefs. 

Having a mnemonic for the eight 
sustainment principles and some 
ideas about how to use them more 
descriptively in guidance will increase 
the S-3s’ ability to make the principles 
meaningful to the operations process. 
By using “A CRISIS Exists,” you can 
do the same.
______________________________

Mark Solseth is a retired colonel and 
the BSB sustainment coach at the NTC’s 
Leadership Training Program. He holds 
a master’s degree from the Advanced 
Operational Arts Studies Fellowship. 

Col. Brent Coryell is the military dep-
uty commander of the Defense Logis-
tics Agency Pacific. He co-authored this 
article while he was the senior logistics 
trainer at NTC. He holds a master’s de-
gree in logistics management from the 
Florida Institute of Technology.
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	By Capt. Chad P. Scott

Support Rehearsals Are Critical for 
Maneuver Commanders

Soldiers of the 16th Sustainment Brigade and 173rd Brigade Support Battalion, 173rd Airborne Brigade, pull out a tow 
cable while conducting vehicle recovery training during exercise Saber Junction 2016 at the Joint Multinational Readiness 
Center in Hohenfels, Germany, on April 5, 2016. (Photo by Pfc. Randy Wren)

To understand logistics capabilities and plans, maneuver commanders and their staffs need 
to schedule, attend, and provide feedback during support rehearsals.

Logistics plays a vital role in the 
outcome of battle. Therefore, 
it is imperative that maneu-

ver commanders at all echelons un-
derstand the logistics capabilities of 
not only their own units but also the 
units below and above them. They 
should also pay close attention to 
multinational logistics assets. 

Commanders need to understand 

how logistics operations will nest 
with the scheme of maneuver in 
order to sustain the fight across the 
battlefield. 

This understanding is becom-
ing even more critical as the Army 
moves from conducting logistically 
simple counterinsurgency operations 
to preparing for near-peer engage-
ments that may require sustaining 

forced-entry operations across long, 
undeveloped supply lines.

Logistics Is Changing
Logistics planning became nearly 

routine over the past 15 years. Out-
side of attacks on logistics convoys 
or problems with contracts, supplies 
generally arrived on time and at the 
correct locations. This was because of 
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The support rehearsal allows leaders to see the 
combined picture and make real-time decisions 
to shape logistics to be in harmony with maneu-
ver plans rather than in reaction to changes in 
the fight. 

the many logistically robust forward 
operating bases that dotted Iraq and 
Afghanistan. Large logistics hubs in 
Kuwait supported these bases with 
relatively uninterrupted supply lines. 

If that were not enough, logistics 
contractors were available to fill any 
shortfalls. This allowed maneuver 
commanders to nearly shut them-
selves off from sustainment planning 
and leave it completely to the S-4, 
the support operations officer, and 
sustainment battalions and brigades. 

The future battlefield will not pro-
vide such logistics luxuries. Supply 
trains will once again be critical to 
war in the future, so it is best to de-
velop the muscle memory of logistics 
planning now. 

What Are Support Rehearsals?
To understand what logistics ca-

pabilities are available, maneuver 
commanders and their staffs at all 
levels need to schedule, attend, and 
provide feedback during support re-
hearsals. Field Manual 6-0, Com-
mander and Staff Organization and 
Operations, says, “The support re-
hearsal helps synchronize each war-
fighting function with the overall 
operation …. Throughout prepara-
tion, units conduct support rehears-
als within the framework of a single 
or limited number of warfighting 
functions. These rehearsals typically 
involve coordination and procedure 
drills for aviation, fires, engineer 
support, or casualty evacuation.” 

The support rehearsal ensures sus-
tainment efforts are harmonized 
within the brigade combat team and 
ensures that the sustainment plan 
supports the commander’s intent. A 
support rehearsal is the one event in 
which all parties involved have input 
in synchronizing all elements of the 
logistics system to deliver the right 
supplies to the right place at the right 
time. 

At a minimum, units need to con-
duct the brigade-level support re-
hearsal with the brigade commander 
present. However, battalions are also 
encouraged to conduct a support re-
hearsal since maneuver battalions 

now have their own integrated lo-
gistics units in the form of forward 
support companies (FSCs). 

Why Do We Need Them?
At the Joint Multinational Readi-

ness Center ( JMRC) in Hohenfels, 
Germany, observer-coach/trainers 
consistently see units forgo support 
rehearsals, which tends to place units 
in a reactionary, rather than antic-
ipatory, stance. When logistics is 

reactionary, emergency resupply re-
quests may be denied or not arrive 
on time because of the challenges a 
linear battlefield presents. During 
forced-entry operations, supplies 
take days, rather than hours, to travel 
from units at echelons above brigade 
to the forward line of troops. 

Often, units treat the support re-
hearsal as a concept of support back 
briefing, which it is not. A concept of 
support back briefing is an overview 
of logistics support capabilities, but a 
support rehearsal, much like a com-
bined arms rehearsal, allows Soldiers 
and leaders to build a mental picture 
of the sequence of key events within 
the operation, such as triggers and 
phase changes. The support rehearsal 
is the opportunity to identify friction 
points between the logistics opera-
tion and the maneuver operation. 

A unit’s failure to conduct a support 
rehearsal while training at the JMRC 
has resulted in consequences that 
would have been devastating during 
actual combat. In one case, logistics 
elements moved in front of a firing 
battery’s guns during preplanned fire 
missions supporting a brigade’s main 
effort in an offensive operation. 

On other occasions, armor compa-
nies ran out of bulk fuel, field artil-
lery batteries ran out of ammunition, 
special operations forces teams were 
unable to acquire subsistence, and 
multinational units did not have ad-
equate fueling capabilities. These sit-
uations have the potential to turn the 
tide of battle in the enemy’s favor. 

Simply relying on the concept of 
support to coordinate logistics oper-
ations is a disaster waiting to happen. 

Time and again, even the most solid 
concepts of support fail to account 
for basic problems such as enemy 
activity, the weather, or even chang-
es in the mission. Often, concept of 
support plans occur in a bubble with 
little influence other than the opera-
tion order. 

Battlefields are fluid, and logistics 
should be as well. The support re-
hearsal allows leaders to see the com-
bined picture and make real-time 
decisions to shape logistics to be in 
harmony with maneuver plans rath-
er than in reaction to changes in 
the fight. Even when units follow 
the concept of support very closely, 
changes can unnecessarily place Sol-
diers and equipment on the road and 
in harm’s way because of a lack of pri-
or planning with sustainment units. 

Often at JMRC, supply missions 
bring the wrong commodities to ade-
quately support the fight. This problem 
begins because of a lack of coordina-
tion among the combat sustainment 
support battalion, the brigade support 
battalion, the FSC, and the support-
ed maneuver battalion. The support 
rehearsal can prevent confusion by 
identifying contingency plans or, at 



A 16th Sustainment Brigade Soldier disconnects tow chains from pulley system 
during exercise Saber Junction 16 at the Joint Multinational Readiness Center in 
Hohenfels, Germany, on April 5, 2016. (Photo by Pfc. Randy Wren)
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the very least, by keeping sustainment 
on the maneuver commander’s mind.

How Do We Use Them?
In a brigade, the brigade support 

battalion commander and brigade 
support operations officer host the 
support rehearsal. In a battalion, 
the S-4 and FSC commander host 
the support rehearsal. The support 
rehearsal should confirm Annex F 
(Sustainment) of the brigade or bat-
talion operation order and the final-
ized logistics synchronization matrix. 

The support rehearsal settles the 
sustainment questions of who, what, 
when, where, and how. The rehearsal 
drives future decisions and triggers 
changes in logistics requirements. 

Some of the most valuable inputs 

into the support rehearsal come 
from the unique perspectives of the 
maneuver units and enablers. Their 
participation ensures a general un-
derstanding of how to sustain oper-
ations and aids in developing backup 
plans. For instance, the surgeon pro-
vides the locations of medical assets 
and casualty collection points, pre-
scribes evacuation procedures, and 
offers mass casualty plans. All of this 
knowledge contributes to the com-
mander’s decision-making process.

Units must answer these questions 
at the support rehearsal: 

�� 	What is the current logistics sta-
tus at each echelon? 

�� 	What are the combat power chal-
lenges affecting units? 

�� 	What resupply activities are ongo-
ing from echelons-above-brigade 
logistics formations? 

�� 	What is the priority of support? 
�� 	What is the priority of mainte-
nance, and does it support the 
main effort? 

�� 	What is the priority of supply? 
�� 	What is the priority of retrograde 
movement concerning equipment, 
medical assets, and so forth?

�� 	When will units require resupply, 
and what are the trigger points for 
resupply?

�� 	What is the plan for a mass casu-
alty event? 

Without proper logistics plan-
ning and synchronization across 
all commands, battles will be lost. 
Logisticians and commanders can 
no longer afford to operate inde-
pendently under an umbrella of a 
singular commander’s guidance. 
Logistics is too complex for such a 
narrow treatment. 

Therefore, each unit should in-
tegrate the support rehearsal into 
its military decisionmaking process 
timeline and establish standard op-
erating procedures. A good practice 
is to conduct the support rehearsal 
right after the combined arms re-
hearsal because the scheme of ma-
neuver will be fresh in the minds of 
those involved. All participants will 
already be present, and they can use 
the same maps or sand table. 

At the very least, conducting the 
support rehearsal minimizes logis-
tics friction points and provides the 
commander with the confidence 
that his or her ground tactical plan is 
supportable.
______________________________

Capt. Chad P. Scott is the S-3 lo-
gistics planner at the JMRC. He has a 
bachelor’s degree in anthropology from 
New Mexico Highlands University and 
an MBA from the University of Mary-
land University College. He is a gradu-
ate of the Combined Logistics Captains 
Career Course, Support Operations 
Course Phase II, and Operational Con-
tract Support Course.
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Brig. Gen. David Elwell, commanding general of the 311th Sustainment Command (Expeditionary), speaks to his staff 
during the Command Post Exercise–Functional at Camp Parks, Calif., on Sept. 20, 2015. The exercise used a closed com-
puter network to simulate the operation of a command post within a simulated theater of operation. Simulations like this are 
provided through the Simulation Training Center at Fort Lee, Va. (Photo by Maj. Gregg Moore)
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For the Army to remain the 
most elite fighting force in the 
world, it must continually make 

changes and advancements to its tac-
tics, processes, and technologies. For 
this reason, the Simulation Training 
Center (STC) at Fort Lee, Virgin-
ia, offers a training capability that is 
available to Army forces worldwide. 

The STC provides individual and 
collective training and simulations. 

The Army uses the center to assess 
sustainment doctrine, validate logis-
tics systems, and develop simulation-
driven training for digital systems. To 
accomplish these missions, the STC 
has five departments: 

��The Sustainment Knowledge 
Management–Process Improve-
ment (KM–PI) Office. 

��The Command Post Exercise–

Functional (CPX–F) Branch.
��The Logistics Exercise and Simu-
lation Directorate (LESD).

��The Deployment and Distribution 
Training and Simulation Center 
(DDTSC).

��The Experimentation and Analy-
sis Branch. 

The KM–PI Office
The KM–PI Office is a special 

	By Capt. Liliana Tolliver

A collection of organizations located in the Simulation Training Center at Fort Lee provides 
training and simulation tools that improve the readiness of sustainment units.

The Simulation Training Center: 
Contributing to Army Readiness
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LESD is a component of the National Simulation 
Center at Fort Leavenworth, Kansas. Being co-
located with CASCOM at Fort Lee allows LESD to 
coordinate simulation support for the Army sus-
tainment community. 

staff element that reports directly to 
the Combined Arms Support Com-
mand (CASCOM) deputy chief of 
staff and is led by the chief knowl-
edge officer. The office comprises an 
operations branch and a technology 
branch. Core competencies include 
knowledge management (KM) ser-
vices, process improvement services, 
data and content management, per-
formance management, and KM–PI 
training and education. 

The KM–PI Office’s mission is 
to develop and implement Depart-
ment of Defense, joint, Army, and 
Training and Doctrine Command 
(TRADOC) enterprise KM–PI and 
collaboration policies, practices, and 
technologies within CASCOM, the 
Sustainment Center of Excellence, 
and the Army sustainment commu-
nity. The office provides services to 
CASCOM, Transportation School 
units at Fort Eustis, Virginia, and to 
sustainment-related schools at Fort 
Lee. 

Day-to-day activities include up-
dating and maintaining SustainNet 
(a logistics forum in milSuite) to 
ensure questions are being addressed 
and answered by the appropriate sub-
ject matter experts and facilitating 
the CASCOM SharePoint, which 
is accessible to all staffs and schools 
at Fort Lee. The KM–PI Office also 
conducts daily checks and updates 
to ensure information is accurate 
and relevant within the Sustainment 
Knowledge Network. 

The KM–PI Office provides user- 
and owner-level SharePoint training, 
conducts KM briefings, and provides 
tactical standard operating proce-

dures and program of instruction 
briefings for the Army basic instruc-
tor courses for the Quartermaster 
and Ordnance Schools. 

Organizations pursuing process 
improvements seek out the help of 
the KM–PI Office; however, in most 
cases, the office offers its services 
when it notices a flaw in the flow of 
information or in a process. For pro-
cess improvements, the organization 
assesses units’ needs and identifies 

and designs KM solutions. It then 
develops, builds, tests, validates, and 
integrates the KM solutions. These 
KM solutions help many units cut 
down on man-hours.

The office contributes to Army 
readiness by giving units and com-
manders the tools to perform their 
jobs. It takes individuals’ tacit knowl-
edge (internal) and makes it explic-
it (external) knowledge to share 
throughout the Army. 

The KM–PI Office manages the 
Sustainment Warfighting Forum 
and CASCOM’s various knowledge 
centers (for the Ordnance, Quarter-
master, and Transportation Schools, 
the Army Logistics University, the 
Army Materiel Command’s Logis-
tics Support Activity, and the Sol-
dier Support Institute). Its staff also 
conducts online collaboration and 
video broadcasts of reverse collection 
and analysis team (R–CAAT) brief-
ings, Sustainment Connects (quar-
terly interactive sessions about the 
sustainment community’s hot topics 
and initiatives), and other events to 
ensure important information and 
lessons learned are made available to 
Soldiers and units expeditiously. 

The CPX–F Branch
The CPX–F Branch enhances 

units’ operational readiness by le-
veraging institutional capabilities to 
support home-station training for 
unified land operations. The branch 
develops and maintains CPX–F 
training support packages, identi-
fies training gaps and institutional 
training resources to fix those gaps, 
and informs the total Army force of 
available resources. 

The CPX–F Branch conducts con-
structive, simulated, realistic training 
events to train support operations 
(SPO) staffs on sustainment warf-
ighting function requirements. The 
training focuses on sustainment-
centric collective tasks, such as con-
ducting the military decisionmaking 
process, producing concepts of sup-
port, logistics status reports, logis-
tics common operational pictures, 
and logistics synchronization ma-
trices, and coordinating distribution 
operations. 

A CPX–F event shows unit leaders 
that their existing battle rhythms and 
event processes are trained, refined, 
and streamlined, which allows them 
to focus on preparing and providing 
support to a corps or division for a 
warfighter exercise (WFX) or com-
bat training center rotation.

LESD
LESD is a component of the Na-

tional Simulation Center at Fort 
Leavenworth, Kansas. Being co-
located with CASCOM at Fort Lee 
allows LESD to coordinate simula-
tion support for the Army sustain-
ment community. LESD provides 
sustainment mission command sim-
ulation exercise support for military 
operations, mission rehearsals, and 
training exercises, while giving the 
Mission Command Training Pro-
gram (MCTP) priority. 

LESD is the capabilities inte-
grator and worldwide provider of 
sustainment mission command 
training exercises. It provides ex-
ercise support for the institution-
al and operational Army to assist 
commanders in preparing Soldiers 



The Simulation Training Center, located with the Army Logistics University at Fort Lee, Va., offers individual and collec-
tive training and simulations to Army forces worldwide. 
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to successfully execute their sus-
tainment missions. 

LESD advises CASCOM on the 
use of training technologies to ex-
ecute the sustainment collective 
training mission. As the user repre-
sentative for sustainment construc-
tive simulations, LESD assists the 
Program Executive Office for Simu-
lation, Training and Instrumentation 
in integrating the constructive sus-
tainment model into the Joint Land 
Component Constructive Training 
Capability ( JLCCTC).

LESD includes officers, warrant 
officers, senior noncommissioned of-
ficers, Department of the Army civil-
ians, and contractors. All are subject 
matter experts in sustainment simu-
lation operations. The directorate is 
composed of three divisions: Futures 
Simulation, Simulation Support, and 
Exercise Support. LESD is the Ar-
my’s leading provider of sustainment 
simulation training and a key con-
tributor to building and maintaining 
readiness in a complex world. 

Futures. The Futures Simulation 
Division is a capabilities integrator 
and the user representative for sus-
tainment constructive simulations. 
The organization orchestrates the 
capabilities development efforts of 

the other LESD divisions and leads 
the capabilities development process. 
Additionally, the division provides 
testing and reviews documentation 
for development efforts and fielded 
capabilities. 

The Futures Simulation Division 
has three branches: the Capabilities 
Integration Branch, the Field Sup-
port and Army Reserve Planning 
Branch, and the Database Branch. 
The Capabilities Integration Branch 
leads the division’s capabilities inte-
gration effort in coordination with 
the TRADOC Capability Manager 
(TCM) Constructive, TCM Live 
Virtual Constructive, TCM Inte-
grated Training Environment, and 
TCM Gaming.

The Field Support and Army Re-
serve Planning Branch interfaces 
with reserve component units and 
the MCTP for the collection of ex-
ercise simulation training objectives. 
It also provides reserve component 
units with simulation architecture 
development. This branch also pro-
vides testing support to the Ca-
pabilities Integration Branch and 
manages Joint Deployment Logis-
tics Model ( JDLM) problem ticket 
reports. 

The Database Branch designs, de-

velops, implements, modifies, and 
manages exercise design and da-
tabases. Its staff researches current 
doctrine, missions, tactics, tech-
niques, procedures, organizations, 
and equipment characteristics to en-
sure the exercise databases accurately 
depict units for simulations. 

Simulation support. The Simu-
lation Support Division delivers 
technical support for the JDLM 
to support exercise execution. It 
provides JLCCTC model interface 
testing, JDLM functional testing, 
and software troubleshooting. It 
also assists in requirements devel-
opment for testing future software 
versions. 

The division provides techni-
cal support for exercises, manages 
Simulation Modeling and Training 
Networks and the Department of 
Defense Information Assurance 
Risk Management Framework, and 
supports wide and local area net-
works, including the Global Simula-
tion Network, permanent circuits to 
Korea, and the National Simulation 
Center’s network.

Exercise support. The Exercise 
Support Division (EXD) plans and 
supports JDLM-based sustainment 
constructive simulation exercises 
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to prepare multicomponent staffs 
at Army service component com-
mands, corps, divisions, theater and 
expeditionary sustainment com-
mands, and sustainment brigades for 
their wartime missions. It also sup-
ports home-station training, MCTP 
events, WFXs, and Republic of Ko-
rea theater-level exercises. 

The division supports active, Na-
tional Guard, and Army Reserve or-
ganizations. As the principal agent 
for on-site support to the warfighter, 
EXD supported more than 21 bri-
gade- through theater-level simula-
tion exercises in 2017. This included 
many exercises for active duty di-
visions, including the 1st Infantry 
Division, 10th Mountain Division, 
82nd Airborne Division, and 101st 
Airborne Division. 

EXD is also the principal agent for 
the integration of joint sustainment 
players into large-scale multiservice 
exercises, MCTP events, WFXs, and 
Logistics Federation standalone ex-
ercises. EXD personnel analyze, eval-
uate, and depict logistics operational 
concepts and techniques within ex-
ercise frameworks. They also analyze 
the procedures, methods, and pro-
cesses involved in logistics concepts 
being considered for use and the con-
cepts’ responsiveness to the needs of 
the combat forces. 

EXD teams regularly travel to ex-
ercise locations and attend planning 
conferences to help units identify de-
sired training objectives. They super-
vise the development of sustainment 
functional areas and their incorpo-
ration into interactive computerized 
training models. They also train units 
on how to use the models. 

EXD provides unique opportu-
nities to train a combatant com-
manders’ staffs to successfully 
perform their wartime missions in 
a high-stress simulation-supported 
exercise. The division directly con-
tributes to the training and readi-
ness of sustainment commanders, 
staffs, and Soldiers by providing ex-
ercise support to deploying and for-
ward deployed units for culminating 
training events.

DDTSC
DDTSC provides realistic individ-

ual training on the current doctrine, 
processes, and systems involved in 
the deployment, projection, and sus-
tainment of forces around the world. 
The organization conducts deploy-
ment, movement control, and distri-
bution training exercises in support 
of the Army Transportation School’s 
officer, mobility warrant officer, and 
noncommissioned officer programs 
of instruction. 

DDTSC is an extension of the 
Army Logistics University and its 
curricula. The center trains Transpor-
tation Basic Officer Leader Course 
and Logistics Captain’s Career 
Course students in preparation for 
their capstone exercises. The exercis-
es are a series of scenario-based vi-
gnettes in which students must meet 
deployment requirements when de-
veloping a plan for the deployment of 
forces.

Deployment is a vital part of the 
Army. Having trained officers who 
arrive at their duty assignments 
properly trained and ready to execute 
their mission greatly contributes to 
unit readiness.

Experimentation and Analysis
The Experimentation and Analy-

sis Branch leads sustainment exper-
iments and participates in wargames. 
The branch uses the Battle Lab Col-
laborative Simulation Environment 
for both live and constructive sim-
ulation experiments in order to find 
problems and recommend changes 
to doctrine, organization, training, 
materiel, leadership and education, 
personnel, and facilities. 

The Experimentation and Anal-
ysis Branch uses logistics-focused 
exercises and simulations to test the 
future logistics force of 2025 and 
beyond. It supports concepts of de-
velopment and experimentation for 
TRADOC battle labs throughout 
the sustainment community. The ex-
periments not only validate future 
concepts and new ideas but also drive 
science and technology research. 

The branch’s recent experiments 

have focused on these topics:

�� 	Preparing for a near-peer threat in 
2030.

�� 	Logistics operations in the future.
�� 	Making logistics units semi-
independent.

�� 	What seven days of supply looks 
like in a brigade combat team.

�� 	Reducing commodities, increas-
ing effectiveness, and driving sci-
ence and technology.

The Experimentation and Analysis 
Branch collaborates with the ma-
neuver battle lab, and it is also works 
with all of the Army’s centers of ex-
cellence. The branch has an opera-
tions research/systems analyst who 
collects data, forms threads or like 
themes, searches for observations 
made by others, notes discrepancies, 
and sends findings to the capability 
needs assessment staff, which looks 
for and identifies gaps. The Experi-
mentation and Analysis Branch helps 
shape the Army’s future forces, and 
its scenario-based experiments help 
drive science and technology advanc-
es, which improve Army readiness. 

The STC contributes to the train-
ing and readiness of the current and 
future logistics forces. The center’s 
capabilities and access to informa-
tion and subject matter experts are 
available to all sustainment forc-
es worldwide. Find out more about 
these organizations and how they 
can enhance your unit’s individual 
and collective training. Contact the 
CASCOM G-3/5/7 and the LESD 
for additional information. 
______________________________

Capt. Liliana Tolliver is a simulations 
technician in the LESD at Fort Lee. She 
holds a bachelor’s degree in manage-
ment from the University of Phoenix, 
and she is a graduate of the Army Officer 
Candidate School, Support Operations 
Course, Operational Contracting Course, 
Simulations Operations Course, Com-
bined Logistics Captains Career Course, 
Airload Planners Course, and Unit Move-
ment Officer Course.
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Soldiers training in Operation Cold Steel II are issued training and cold-weather equipment at the logistics readiness center 
central issue facility at Fort McCoy, Wis., on Feb. 27, 2018. (Photo by Scott T. Sturkol)
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In Korea, a captain is conducting 
her incoming change of com-
mand inventory. As she counts 

a section’s equipment, she asks her 
platoon sergeant about the purpose 
of one item. The platoon sergeant re-
plies, “Ma’am, that item is outdated, 
so we never use it. We just keep it in 
a box in the storage cage.” 

The supply sergeant informs her 
that the item is authorized on the 

modified table of organization and 
equipment (MTOE), so they cannot 
turn it in. The captain wonders how 
she can get rid of this item since it has 
no purpose in their day-to-day oper-
ations and training and may not be 
needed even in wartime operations. 

Meanwhile, a battalion S-3 is 
observing company-level training 
during an exercise in Poland. He asks 
one of the platoon sergeants for his 

thoughts on the training. The platoon 
sergeant states that he could better 
accomplish the mission if he had a 
certain piece of equipment that he 
used in his last unit. 

These situations have been repeated 
in motor pools and units around the 
world for many years. The Soldiers 
were both asking the same question: 
How can I change my organization’s 
equipment authorizations? 

	By James L. Kennedy Jr.

Leaders who recognize problems with their equipment authorizations can implement 
changes to improve readiness.

Help Is Here: How to Change 
Equipment Authorizations
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Category Process Submitted To Authority

TDA items managed by HQDA DA Form 4610-R in FMSWeb Command Equipment Review and 
Validation Board

TDA items not managed by 
HQDA DA Form 4610-R in FMSWeb Command Army Force Management 

Support Agency

TOE Force design update or DA 
Form 2028

Proponent or Center of 
Excellence HQDA G-3/5/7

Legend
DA: Department of the Army
DA Form 2028: Recommended Changes to Publications and Blank Forms
DA Form 4610-R: Equipment Changes in MTOE/TDA (EGA)

FMSWeb: Force Management System Web Site
HQDA: Headquarters, Department of the Army
TDA: Table of distribution and allowances
TOE: Table of organization and equipment

Figure 1. The Army uses different processes to change equipment requirements and authorizations for table of distribution 
and allowances units and table of organization and equipment units.
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The Army has several top-driven 
methods that it can use to change 
table of distribution and allowances 
(TDA) and table of organization and 
equipment (TOE) authorizations. 
However, this article provides in-
formation on how leaders can effect 
changes to their TDAs and TOEs 
from the bottom up.

Army Processes
The Army uses different processes 

to change organizational equipment 
requirements and authorizations. For 
TDA changes, the Army uses the 
Department of the Army (DA) Au-
tomated 4610-R TDA Equipment 
Request Tool in the Force Manage-
ment System Web Site (FMSWeb). 

For TOE changes, it uses the 
force design update process or a 
DA Form 2028, Recommended 
Changes to Publications and Blank 
Forms. (See figure 1.) Organiza-
tional equipment changes can also 
be incorporated in concept plan 
submissions.

These procedures are governed by 
Army Regulation 71-32, Force De-
velopment and Documentation. The 
processes are quite simple but have 
complex effects. While approvals 
may be timely, solutions can take a 
long time to complete for even the 
simplest, seemingly obvious change. 
Changing Army organizational 

designs is the responsibility of the 
centers of excellence (COEs) and 
branch or functional area propo-
nents of the Training and Doctrine 
Command (TRADOC). 

TDA Units
Generally, each TDA is unique, 

which makes the change pro-
cess simpler. To begin the process, 
the unit submits an equipment 
change request through the 4610-R 
TDA Equipment Request Tool in 
FMSWeb. This tool requires a com-
mon access card to log in. 

The process and guidance are out-
lined in the TDA/AUGTDA Unit 
Equipment Review and Validation 
Board (ERVB) Policy, which can be 
obtained through the “4610-R Help 
Desk” icon in FMSWeb and at unit 
G-3 or G-8 offices. 

The request is then routed 
through the unit commander for 
approval. If the requested item is 
valued at over $1 million, a cost-
benefit analysis must accompany 
the request. The Headquarters, DA 
(HQDA) Deputy Chief of Staff 
(DCS) G-3/5/7 Force Manage-
ment Directorate provides the cost-
benefit analysis tool on the ERVB 
Army Knowledge Online portal 
at https://www.us.army.mil/suite/
community/25969876. 

The cost includes the price of the 

equipment and any associated costs, 
such as facility improvements and 
estimated maintenance. The com-
mand must budget for any required 
life cycle costs. 

Once the commander approves it, 
the request takes one of two paths. 
The first path is for requests that 
include HQDA-managed line item 
numbers (LINs) that are reviewed 
and approved by the ERVB. These 
are routed electronically to the 
HQDA DCS G-3/5/7 Force Man-
agement Directorate for staffing. 

At this point, if it is classified as 
a tactical wheeled vehicle request, 
it will go to TRADOC’s Tactical 
Wheeled Vehicle Requirements 
Management Office for concurrence 
or non-concurrence. It then pro-
ceeds to the resourcing activity, the 
Army Materiel Command, HQDA 
DCS G-4, and HQDA DCS G-8 to 
see if the request can be resourced. 

The request then proceeds to the 
ERVB council of colonels then to 
the general officer steering commit-
tee about two weeks later for final 
review and approval. It should be 
noted that hundreds of requests go 
through this process each month.

Commands are required to have a 
representative attend all ERVB ses-
sions either in person or remotely to 
address board member questions or 
concerns. After each general officer 
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steering committee meeting, a de-
cision memorandum is distributed 
to submitting commands and the 
approved decisions are sent to the 
Army Force Management Support 
Agency (USAFMSA) to update ap-
plicable TDAs. 

The TDA update process can take 
a week to several months based on 
priority. Arrival of the newly ap-
proved equipment is based on pri-
orities and when the item will be 
issued from the supply source. This 
process does not apply to augmen-
tation, mobilization, and joint ver-
sions of TDAs.

Second TDA Path
The second path for TDA units is 

used when the approved command 
request involves LINs that are not 
HQDA managed, LINs that are 
deletions, and LINs that need to 
be transferred from one command 
to another. These requests proceed 
electronically to USAFMSA for 
action and do not go before the 
HQDA ERVB.

Some requests, if they meet certain 
criteria, can be approved by the local 
command with authority. USAFM-
SA is the approval authority for all 
equipment transfers. Generally, ad-
ditions to the TDA for equipment 
on hand are favorably considered if 
the justification is sufficient. TDA 
commands retain the authority to 
remove any excess or unnecessary 
items as standalone actions without 
higher headquarters’ approval. 

In most cases, the final approv-
al for TDA updates is the ERVB, 
chaired by the HQDA G-3/5/7 
director of force management. This 
board is held 10 times a year. Each 
command is reviewed quarterly or 
semiannually, based on the average 
number of automated 4610-R re-
quests that it submits each year. 

Currently, only the Army Nation-
al Guard, the Forces Command, 
TRADOC, and the Army Reserve 
Command are reviewed each quar-
ter because their submission volume 
is more than 2,000 per year. All oth-
er commands’ requests are reviewed 

by the ERVB semiannually. 
The process works well and al-

lows the Army to manage a signif-
icant number of requests, but it is 
not fast. To illustrate the number of 
submissions processed, as of March 
8, 2018, nearly 15,000 requests were 
submitted for fiscal year 2019 docu-
mentation. Success rates for submis-
sions are high as well, considering 
that during a one-month reporting 
period last summer, 8,597 TDA re-
quests were submitted, 6,380 were 
approved (74 percent), and 2,217 
were disapproved (26 percent). The 
February 2018 ERVB approved 75 
percent of 556 requests. 

According to USAFMSA, re-
quests are most often disapproved 
because of an insufficient justifica-
tion narrative or a lack of an Army 
sourcing solution. One reason that 
the process takes so much time is the 
amount of coordination and clarifi-
cation required when the 4610-R 
request and property book data do 
not match. The HQDA staff spends 
a great deal of time reviewing cur-
rent unit property records and con-
tacting the unit to clarify the data. 

The HQDA G-3/5/7 policy for 
the ERVB requires these details in 
the justification:

�� 	A clear explanation of what new 
capability is needed and why.

�� 	A description of any mission 
changes that made the new ca-
pability necessary, including who 
directed those changes.

�� 	The reason that the current ap-
proved equipment is insufficient 
to perform the mission.

�� 	The impact on the mission if the 
requested equipment is not added.

�� 	Related training requests.
�� 	Related maintenance requests.

Units that submit equipment re-
quests should ensure the following:

�� 	Tracking of the justification has 
command emphasis. (The justifi-
cation should be added to quar-
terly battle rhythm briefs to en-
sure visibility.)

�� 	The justification is complete and 
specific.

�� 	The funding information is de-
tailed and complete.

�� 	The request has a general officer 
or senior executive service mem-
orandum that provides a strate-
gic assessment of the command 
submission.

�� 	The quantities match in the re-
quest and in unit property books. 

�� 	The points of contact and in-
formation are current within 
FMSWeb and on the request.

To learn more, log into FMSWeb 
and download the how-to guide 
presentation. It details the functions 
available within FMSWeb and in-
structions to complete equipment 
transactions. USAFMSA also de-
tails the process during a block of 
instruction in quartermaster warrant 
officer courses at the Army Logistics 
University at Fort Lee, Virginia.

MTOE Units
TRADOC Pamphlet 71-20, 

Concept Development, Capabilities 
Determination, and Capabilities In-
tegration, explains the process and 
steps for MTOE changes. 

The process begins with an indi-
vidual developing the justification 
and submitting it through his or 
her chain of command to the di-
vision G-3 and force management 
officer for command review. As the 
request proceeds, a determination 
is made about whether a doctri-
nal capability needs to change or a 
particular item in a particular unit 
needs to change. 

Once reviewed, the request is sub-
mitted to the applicable capability’s 
COE. For example, if a change is re-
quested to a transportation unit, the 
routing would be through the Sus-
tainment COE. 

The key to the justification is ex-
plaining the capability gap that 
needs to be overcome, how the sug-
gested addition addresses that gap, 
and the risks if the recommendation 
is not approved. The more specif-
ic the justification the better; more 
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details will answer potential ques-
tions and reduce roadblocks. If the 
request is to remove an item, the 
requesters must explain specifically 
why the item is not needed and how 
the mission that once required that 
piece of equipment is now being 
accomplished.

The official Army form to submit 
a change request is the DA Form 
2028, but it is not suitable for all 
recommendations. The commonly 
used option is to submit the recom-
mendation on a standard memoran-
dum with a specific justification and 
attachments. 

After command approval, the 
staffed recommendation should be 
sent to the proponent or the COE’s 
Capabilities Development and In-
tegration Directorate for staffing. 
Army Regulation 5-22, The Army 
Force Modernization Proponent 
System, lists all the proponents and 
COEs for each branch and func-
tional area. 

At this stage, a simple idea requires 
a complex staffing process because 
any recommended change to one 
unit’s TOE affects every unit of that 
type in the Army inventory. TOEs 
provide the minimum mission-
essential wartime requirements and 
represent the doctrinal organization 
from which units within the operat-
ing force are built. 

The COE decides if the change 
applies to all units of the same stan-
dard requirements code or if the 
change justifies the creation of a 
variant standard requirements code. 
The COE develops the force design 
update (FDU) packet and submits 
it to the TRADOC Army Capabil-
ities Integration Center (ARCIC). 

ARCIC then conducts an Army-
wide field staffing of the proposed 
change and determines whether to 
establish or reject the new require-
ment. If the requirement is validat-
ed, TRADOC submits the FDU to 
the HQDA G-3/5/7 for approval. 

HQDA then conducts a force in-
tegration functional area assessment 
to ensure the requirement meets 
goals such as deployability, station-

ing, funding, and sustainability. This 
process takes approximately 90 days 
to complete and ends with a recom-
mendation for approving, deferring, 
or returning the FDU for revision. 

If approved, the changes are sub-
mitted to USAFMSA for doc-
umentation. Depending on the 
recommended changes and priority, 
it can take a year or two to complete 
the documentation. 

Time Considerations
So what makes the process so 

long? Deliberate process changes are 
driven by Total Army Analysis and 
programming budget process time-
lines. Organizational changes to be 
implemented in the 2022 to 2026 
time frame need to be submitted to 
HQDA by October 2018.

There are two other options for 
FDUs. If operational needs dictate, 
or at the discretion of Army senior 
leaders, an out-of-cycle FDU may 
be submitted to handle complex 
design issues or special issues. An 
example of this is a study of a new 
reconnaissance and security strike 
group that was directed by the chief 
of staff of the Army. 

An FDU junior is a faster pro-
cess than a regular FDU and can be 
submitted at any time. It involves 
minor adjustments to designs that 
normally do not affect other propo-
nents and do not contain personnel 
changes.

Feedback from two COEs in-
dicate that most of the inputs for 
TOE changes come from lessons 
learned briefings, senior leaders, and 
feedback from commands. COEs 
process 20 to 30 FDUs a year, and 
each takes approximately six to 12 
months to process. The COEs re-
ceive many ideas, but not all are exe-
cutable for a variety of reasons.

USAFMSA recommends that 
units submit change requests 
through their chains of command to 
the division G-7 or equivalent. Each 
request should be assigned a track-
ing number that can be referenced. 

The brigade commander can as-

sist with this process by request-
ing that the division (or general 
officer-level command) G-7 post 
status updates of pending change 
recommendations on its portal and 
include updates in the division or 
corps materiel management reviews 
for visibility. Without a tracking 
mechanism and command empha-
sis, change recommendations will 
not have the necessary visibility to 
succeed.

Leaders at all levels should work 
with their organizations to recom-
mend changes. They should justify 
their recommendations and lead the 
change to prepare their units for the 
future. These processes take time, but 
individuals should submit changes 
they believe can improve the or-
ganization, even if they will not be 
in the unit to see them through to 
completion. 

So, for our new commander in 
Korea and the battalion S-3 in Po-
land, there is a process to imple-
ment their good ideas. It just takes 
one critical-thinking professional 
to start the ball rolling. Efforts are 
ongoing at the HQDA G-3/5/7 
and USAFMSA to reduce the time 
and effort needed to submit, receive, 
and approve requests from Army 
commands. 
______________________________

James L. Kennedy Jr. is a retired 
Army colonel and an assistant pro-
fessor at the Command and General 
Staff College campus at Fort Belvoir, 
Virginia, where he teaches force man-
agement and sustainment. He holds a 
bachelor’s degree in chemistry from 
Presbyterian College, a master’s de-
gree in logistics management from the 
Florida Institute of Technology, and a 
master’s degree military history from 
the Command and General Staff Col-
lege. He is pursuing a master of ed-
ucation degree from George Mason 
University. 

The author would like to thank AR-
CIC, USAFMSA, the Combined Arms 
Support Command, and HQDA for pro-
viding input to this article.
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Soldiers from the 3rd Cavalry Regiment at Fort Hood, Texas, use a Maintenance Support Device version 4 prototype to test 
a Stryker vehicle during an environmental assessment held between July and September 2017. During the assessment, nine 
prototypes were tested in various weather conditions and environmental elements. (Photo by Daniel Moody)
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The Maintenance Support De-
vice (MSD) is used throughout 
all levels of maintenance and 

in every environment as the Army’s 
at-platform automatic test system. The 
MSD tests and diagnoses highly com-
plex communications, other electronic 
commodity equipment, missiles, air-
craft, and ground vehicles to identify 
line replaceable unit failures. 

Army ground and aviation main-

tainers use this capability in con-
junction with interactive electronic 
technical manuals to run application 
software and upload and download 
mission data or software. 

MSD version 4, as part of the in-
tegrated family of test equipment, 
will be the Army’s sixth generation 
of at-platform multipurpose standard 
automated test equipment. Unlike its 
predecessors, the MSD version 4 is 

being developed based on the results 
from the environmental assessment 
and will incorporate user requirements 
into the variants. 

MSD History 
The integrated family of test equip-

ment program began in the 1980s and 
is required to modernize every five to 
seven years. Modernization efforts are 
accomplished through the incremental 

	By Gary J. Becquet, Adam Henry, and Daniel Moody

Three units conducted an environmental assessment and collected important data from 
exposing Maintenance Support Device version 4 prototypes to multiple weather conditions 
and environmental elements.

An Environmental Assessment for 
Maintenance Support Device Version 4



TOOLS

Soldiers from the 11th Armored Cavalry Regiment at Fort Irwin, Calif., receive 
new equipment training on Maintenance Support Device version 4 prototypes in 
January 2017. (Photo by Daniel Moody)
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acquisition of replacements in order to 
keep pace with weapons platform up-
dates, changing diagnostic and hard-
ware technology, significant software 
changes, and growing cyber challenges. 

The MSD version 3 supports more 
than 50 weapon systems and 30 mil-
itary occupational specialties. The 
Combined Arms Support Command’s 
(CASCOM’s) Materiel Systems Di-
rectorate is the Army’s capability de-
veloper for the MSD. Today, as in the 
past, developing and fielding a single 
solution that captures the numerous 
requirements needed to support a 
growing number of systems and tech-
nologies has challenges. 

The greatest challenge is providing 
a system of equal or greater capabil-
ity than earlier MSD versions at a 
lower cost without compromising the 
technical capability or environmen-
tal requirements. The Materiel Sys-
tems Directorate is exploring options 
to overcome the obstacles of the past 
15 years, when unique characteristics 
drove additional requirements and sig-
nificantly increased the MSD’s cost.

These increased costs limited the 
number of MSD version 3s that the 
Product Director for Test, Measure-
ment, and Diagnostic Equipment (PD 
TMDE) could field. This disparity is 
evident in the high number of much 
less capable MSD version 2s that re-
main in Army units today.

MSD Version 4 Prototypes
In June 2016, CASCOM and PD 

TMDE began developing a plan to 
conduct an environmental assessment 
for MSD version 4. The purpose of the 
assessment was to collect information 
related to functionality, performance, 
and ruggedness. 

PD TMDE procured nine com-
mercial laptop or tablet prototypes 
and placed them into three levels of 
ruggedness: light/non-rugged (MSD 
version 4L), semi-rugged (MSD ver-
sion 4S), and fully rugged (MSD ver-
sion 4R). 

While PD TMDE procured the 
MSD prototypes for the assessment, 
CASCOM coordinated with the 11th 
Armored Cavalry Regiment (ACR) 

at Fort Irwin, California, and the 3rd 
Cavalry Regiment (CR) at Fort Hood, 
Texas, for user participation. Addi-
tionally, the Army Materiel Systems 
Analysis Activity (AMSAA) agreed 
to provide independent data collection 
and analysis for each assessment. 

The Environmental Assessment
The environmental assessment was 

nine months long. The first phase, con-
ducted with the 11th ACR, consisted 
of new equipment training with the 
user participants, prototype invento-
ries, on-system diagnostic testing, data 
collection, equipment rotation with 
internal maintenance sections, and a 
feedback session. The second phase 
repeated these steps with the 3rd CR. 
An additional opportunity for assess-
ment by a National Guard mainte-
nance shop presented itself between 
the two scheduled phases.

Phase I. PD TMDE, CASCOM, 
and AMSAA provided the new 
equipment training and diagnostic 
troubleshooting techniques. During 
Phase I, the 11th ACR maintenance 
shop officer agreed to distribute the 
nine MSD version 4 prototypes equal-
ly among the maintenance shops and 
rotate them every 30 days to ensure 
the users had opportunities to evaluate 
each device. Surveys were developed 
to ensure accurate documentation was 
captured for each device. 

After the prototype evaluations, 
CASCOM, PD TMDE, and AM-
SAA closed out the first phase of the 
assessment. During the first 120 days, 
the prototypes were exposed to mul-
tiple types of elements, including ex-
treme temperature ranges, lubricants, 
fuel, sand, dust, rain, and mud. 

CASCOM, PD TMDE, and AM-
SAA conducted feedback sessions 
with the 11th ACR to validate the 
surveys and collect information on the 
devices regarding performance and 
preferences. Maintainers recommend-
ed MSD accessory preferences such 
as batteries, Blu-ray Disc and DVD 
players, and external computer mice. 
The devices’ ruggedness and ability to 
withstand drops from tactical systems 
was a concern. 
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An additional opportunity. After 
the 11th ACR finished assessing the 
devices, the Nevada National Guard 
Consolidated Support Maintenance 
Shop (CSMS) volunteered to assess 
a sample of the prototypes for 30 
days while performing maintenance 
on both tactical wheeled vehicles and 
tracked platforms. This turned out to 
be an excellent time for an environ-
mental assessment because the average 
temperature was 110 degrees. 

The Soldiers assigned to the CSMS 
used the devices during daily main-
tenance tasks and while conducting 
their annual drill requirements. The 
comments collected from the Nation-
al Guard maintainers were consistent 
with the 11th ACR maintainers’ com-
ments. They both had concerns about 
the ruggedness of the light version for 
their operational environment and 
battery performance at temperatures 
exceeding 100 degrees. 

Phase II. In July 2017, PD TMDE 
shipped the prototypes to the 3rd CR. 
The brigade maintenance warrant offi-
cer in the regimental support squadron 
facilitated the internal management 
and distribution of the devices. 

The same assessment plan used 
during the first phase was used for the 
3rd CR in Phase II. The maintenance 
warrant officer established an equip-
ment rotation plan at the midpoint of 
the assessment, and AMSAA provid-
ed the data collection resources with 
personnel assigned to Fort Hood. 

The participants used each device in 
both garrison and field environments, 
which enabled a larger data collec-
tion opportunity. The Stryker systems 
maintainers were reluctant to use the 
light devices and shared concerns that 
they would not survive a deployment 
or even a field exercise. 

One Soldier stated that he was con-
cerned the MSD version 4L would 
not withstand an accidental drop. He 
was also concerned about setting it on 
the ground while troubleshooting the 
system. This concern was based on the 
ruggedization level, not performance 
specifications. 

The environmental conditions that 
each device was exposed to with the 

3rd CR were consistent with the con-
ditions at Fort Irwin. Soldiers per-
formed maintenance tasks during 
periods of dusty and sandy wind con-
ditions, sunlight, and rain. The tem-
peratures exceeded 105 degrees on 
several occasions. The environmental 
assessment ended in September with 
a feedback session during which the 
participants validated the surveys they 
submitted and had an opportunity to 
express any additional comments. 

Assessment Results
The questionnaires collected by 

AMSAA with the 11th ACR, the Na-
tional Guard CSMS, and the 3rd CR 
were filled out by personnel of more 
than 10 different maintenance special-
ties and ranks ranging from private to 
chief warrant officer 2. The MSD ver-
sion 4R prototypes were identified as 
the favorite by the mechanical main-
tenance users. 

The MSD version 4R prototypes 
successfully met the various mainte-
nance mission tasks and environmen-
tal demands during the assessment. 
Throughout the assessment, maintain-
ers repeatedly noted the ability of the 
device to display information in direct 
sunlight and withstand a drop from a 
weapon system. 

The MSD version 4S prototypes 
met the maintenance mission’s tasks, 
but most of the semi-rugged proto-
types experienced functional problems 
when exposed to temperatures above 
105 degrees. 

The MSD version 4L prototypes 
were not preferred by the maintainers 
because they were not rugged enough. 
The continual theme throughout the 
assessment was that the light devices 
would work only in an office environ-
ment or in a shop shelter. 

This assessment will serve as a val-
idation resource for CASCOM and 
PD TMDE. The information collect-
ed over the nine-month period will be 
used to focus on specific areas. Unlike 
the MSD version 3, which possesses a 
single line item number (LIN) and ba-
sis of issue plan (BOIP), the MSD ver-
sion 4 has multiple LINs and BOIPs 

to support the wide spectrum of user 
requirements. CASCOM will use 
the assessment results to develop the 
BOIP for each MSD version 4 LIN. 

The maintainers identified some 
performance attributes that the MSD 
needs. These attributes include a fully 
ruggedized device that can withstand 
an occasional drop, a display that can 
be read in bright sunlight for diag-
nostic testing outdoors, and the ability 
to maintain operational performance 
during temperatures of at least 110 
degrees. 

PD TMDE will use the assessment 
results as a reference resource and will 
validate user preferences based upon 
mission requirements. The MSD 
version 4 variants are scheduled for 
a contract award in fiscal year 2018. 
Fielding is scheduled to begin in 2019. 

PD TMDE’s innovative acquisi-
tion approach for the MSD version 
4, which thoroughly analyzes user re-
quirements and categorically applies 
them to multiple LINs, will result in a 
manageable, funded program that has 
the potential to provide maintainers 
with a fully operational capability.
______________________________
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Ordnance Knowledge Center
The Ordnance Knowledge Center (KC) and portals are platforms for 
rapidly disseminating and integrating sustainment information and 
knowledge among Sustainers within the generating and operating 
force. This KC is an enterprise level “One-Stop-Shop” that will give 
you access to live video conferencing via Sustainment Knowledge 
Network-Live, as well as archived conferences for information or 
training purposes. It was created specifically to address the needs    
of Sustainers within the OD branch of service. Gain access to logisof Sustainers within the OD branch of service. Gain access to logis-
tics and sustainment lessons learned, tools designed specifically to        
improve the processes of sustainment organizations, and other train-
ing resources, to support and enhance the full spectrum of Army     
operations. 

Come Join the Ordnance
    Conversation in SustainNet
The Ordnance discussion forum in SustainNet is one of the 
Army’s primary tools for facilitating the exchange of knowledge 
between Ordnance Soldiers within the generating and  
operating force. In addition to providing reachback capabilitoperating force. In addition to providing reachback capability, 
this Army Professional Forum provides sustainment and logis-
tics Soldiers, Department of Defense (DoD) civilians, supporting 
contractors and other DoD services/agencies with the ability to 
leverage expertise, share experiences, virtual team, and partici-
pate in discussions within several OD Communities of Practice 
(CoPs). 

Exchange KNOWLEDGE, LEVERAGE Expertise and Share EXPERIENCES
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At the 43rd Annual Joint Culinary Training Exercise ( JCTE) on March 16, 2018, the military culinary arts team from 
Hawaii won Team of the Year for the fourth consecutive year. The JCTE is a weeklong event held at Fort Lee, Va., during 
which military culinary arts specialists from the United States and coalition partner nations compete. JCTE events are de-
signed to provide competitors with the opportunity to hone their professional skills, improve the quality of their food service, 
and achieve civilian credentials through the American Culinary Federation. Select competitors who achieve exceptional 
results during the exercise are also awarded scholarships through Stratford University to help offset the cost to complete a 
degree program in the culinary arts. Awards were presented by Brig. Gen. Rodney Fogg, 54th Quartermaster General and 
commandant of the Quartermaster School (far left), lead judge Stafford DeCambra (second from left), and the Quartermas-
ter School ’s Command Sgt. Maj. Sean Rice (far right). (Photo by Stefanie Antosh)




