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ARMY TRANSFORMATION WARGAME
OFFERS INSIGHTS

Approximately 500 Active and retired military offic-
ers from all of the armed services and eight allied coun-
tries joined their civilian counterparts from other Gov-
ernment agencies and academia to participate in the 2002
Army Transformation wargame “Vigilant Warriors,” held
21 to 26 April at the Army War College at Carlisle Bar-
racks, Pennsylvania.

The Army Training and Doctrine Command conducts
the wargame annually for the Chief of Staff of the Army.
This year’s game centered on the Army’s transforma-
tion to an Objective Force as a result of the changing
security challenges of the 21st century. In an effort to
empower soldiers to be more deployable, dominant, ag-
ile, and able to exploit current and future technology
fully, the Army is focusing on a complete transforma-
tion of the Army that, in addition to weapon systems,
includes doctrine, training, logistics, organization, and
leader development.

“The transformation challenge we logisticians face is
to enhance warfighter sustainment while simultaneously
reducing the battlespace logprint,” said Major General
Terry E. Juskowiak, commanding general of the Army
Quartermaster Center and School at Fort Lee, Virginia.

The wargame examined the ability of the Objective
Force to respond to a variety of crises, from homeland
security to a major theater of war. Objective Force units
were required to deploy rapidly to multiple locations as
part of the joint force and defeat a variety of enemies.

“Improvements in high-speed ships, both strategic fast
sealift and intratheater support vessels, some of which
we already see on the market today, will enable the
Army’s Objective Force to deploy quickly from CONUS
[continental United States], or its forward stationed lo-
cations, to anywhere on the globe, nearly as fast as we
can move by air,” said Major General Mitchell H.
Stevenson, commanding general of the Army Ordnance
Center and School at Aberdeen Proving Ground, Mary-
land, who acted as J4 for one of the theaters of operation
played in the wargame.

The wargame clarified the necessity of integrating all
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of the instruments of national power—diplomatic, in-
formation, military, and economic.

One of the key insights of the wargame suggests that
countering future adversaries, who will employ both
conventional and unconventional means, demands a new
way to fight. The force must be responsive, lethal, and
survivable at the strategic, operational, and tactical lev-
els of war in order to dissuade and deter potential ad-
versaries and, when required, decisively defeat any
enemy.

Another insight of the wargame indicates that trans-
forming the Army entails significant change in the
Army’s culture, its central philosophy and institutions,
and the way it leverages technology and its processes
for change.

“Perhaps the most profound and challenging trans-
formation the Army faces will be changing how we train
soldiers and develop leaders,” said Lieutenant General
James C. Riley, commanding general of the Combined
Arms Center at Fort Leavenworth, Kansas, and executive
director of the wargame. “The contemporary operational
environment requires leader traits and behaviors [that
are] far beyond the requirements of the past. These lead-
ers must operate comfortably in ambiguous, uncertain
situations while facing an uncooperative, adaptive en-
emy who is a master at coming at them in different ways.
This means our leaders must be innovative risk takers
who operate aggressively, leaders who are masters of
our technical means for battle command [that] will fa-
cilitate their agility and intuition so they can actually
see first, understand first, and act first.”

LOG LEADERS DISCUSS TRANSFORMATION

Nearly 100 senior Army logisticians met in Richmond,
Virginia, on 22 and 23 May to discuss Logistics Trans-
formation. The discussions took place during the an-
nual Senior Commanders Conference, sponsored by
Lieutenant General Billy K. Solomon, commanding gen-
eral of the Army Combined Arms Support Command at
Fort Lee, Virginia. General Solomon’s objective for this

(News continued on page 46)
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Maneuver Sustainment
for Army Transformation

by Larry L. Toler

I n his vision for a more strategically responsive
Army, Chief of Staff of the Army General Eric K. Shinseki
tasked Army logisticians to achieve three maneuver
sustainment goals in support of Army Transformation—

* Reduce the logistics footprint in the combat zone.

* Reduce deployment timelines.

* Reduce the total cost of logistics while maintaining
warfighting capability.

As the Army reduces the maneuver sustainment foot-
print in the combat zone, the deployment timelines im-
prove and tactical mobility increases. The challenge will
be to sustain the momentum of the strategic deployment.

Reducing deployment timelines refers to General
Shinseki’s goal for the Army to be able to deploy one bri-
gade in 96 hours, one division in 120 hours, and five divi-
sions in 30 days to deter any kind of threat anywhere in
the world. Ifthe deterrence force can be deployed quickly
enough, the Army can keep the enemy from establishing a
geographical and tactical advantage. The faster the de-
ployment, the more options there are for ensuring strate-
gic and tactical overmatch.

Reducing logistics costs without reducing warfighting
capability is one way to make more resources available
for the first two goals. The initiatives needed to accom-
plish this goal center on improving business processes and
reducing overall demand for sustainment. Business pro-
cess improvements flow around automated information
systems such as the Global Combat Support System-Army
(GCSS-Army) and initiatives like the Single Stock Fund
and National Maintenance Manager concepts. Reducing
demand for sustainment includes designing and fielding
common chassis for vehicles, greatly reducing fuel con-
sumption, and producing more reliable spares and repair
parts. If the requirement for sustainment can be reduced,
the personnel required to provide that sustainment will be
reduced accordingly. This has aripple effect that ultimately
reduces the sustainment required by the sustainers (sup-
port to support).

The Army Transformation

Responsiveness, deployability, agility, versatility, lethal-
ity, survivability, sustainability, and trainability—these are
the cornerstones and enduring principles that will enable
the Army, through its Transformation efforts, to execute
its portion of the National Security Strategy and the Na-
tional Military Strategy.

What does it take to make these principles a reality?
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World events do not allow the Army the luxury of a “time
out” to consider where it has been, where it is now, and
where it needs to be. While the Army is developing its
future plans and prosecuting various levels of conflict to-
day, it must move forward simultaneously along the road
to Transformation.

In keeping with the Army Vision; Joint Vision 2020;
the Chief of Staff of the Army’s White Paper, Concepts
for the Objective Force; and draft Army Training and
Doctrine Command Pamphlet 525-3—-0, Objective Force
Operational Concept, the Army Combined Arms Support
Command (CASCOM) has developed maneuver sustain-
ment concepts that will build, generate, and sustain com-
bat power for the Objective Force. When logisticians suc-
cessfully execute these sustainment concepts, the maneu-
ver and support elements will be able to see first, under-
stand first, act first, finish decisively, and be masters of
transition. It will not be business as usual.

Responsiveness

The Objective Force must be responsive to any threat,
over any distance, within extremely short timeframes, and
must be able to sustain its deployment momentum. De-
ployment of the Objective Force will require near 100-
percent force readiness at home stations and the ability to
transition immediately from local support to national and
organic sustainment. The transformed Army must be able
to establish and operate an adaptive, rapid, and responsive
distribution-based logistics system anywhere in the world
within hours of notification. The distribution-based logis-
tics system will be evaluated on its velocity, accuracy, stock
accessibility, and ability to meet deployment timelines and
customer requirements.

Deployability

One of the basic principles of the Objective Force and
Army Transformation is the ability to decide when and
where to prosecute the fight. To do that, the Army must
be able to shut down a crisis before it becomes unmanage-
able. This means that an extremely lethal force must be
on the ground and ready to fight within hours—not the
days, weeks, and months that it has taken to deploy forces
in the past.

To meet the required deployment timelines, the Army
must design units that can fight immediately on landing
and sustain themselves in an austere environment until
follow-on sustainment arrives. Identifying and accepting
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lutely essential capabilities—must become a cultural trait.

While continuing to design units that require only mini-
mal support, the Army also must count on the other mili-
tary services to provide assets needed to achieve strategic
deployment timelines. Force-projection platform infra-
structure—the deploying installations and the air and sea
ports of embarkation and debarkation—must be able to
accept and process the large volume of personnel and
equipment that will be needed to prosecute whatever con-
tingency arises.

Agility

U.S. forces must be able to transition rapidly with mini-
mal adjustments, whether at the tactical, operational, or
strategic level. The maneuver sustainment system must
be designed for speed and agility from the national level
to the using units. The Objective Force will be expected
to move greater distances in shorter times with both effi-
cient and essential sustainment to maintain maneuver force
momentum. Critical to the agility concept will be the abil-
ity to execute split-base operations and tailor maneuver
sustainment on the move. Maneuver sustainment elements
must be able to deploy in modular task organizations and
reach other organizations and their home stations for sup-
port. They also must perform the same en route planning
and rehearsal as the maneuver elements.
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Versatility is the ability of Objective Force formations
to dominate at any point on the spectrum of military op-
erations. There are far-reaching doctrine, training, leader
development, organization, materiel, and soldier
(DTLOMS) implications for the maneuver sustainment
community, because the conditions of commitment for
future units (maneuver battalions and brigades) are likely
to differ greatly from those of today. In particular, the
Army must be vigilant to ensure that the Army of Excel-
lence (Legacy Force), Force XXI, and the Interim and
Objective Forces can deploy and fight together seamlessly.
This creates significant challenges for the sustainers who
must service all four forces, possibly simultaneously, in a
joint, multinational environment. The ability to support
digitized and nondigitized forces on an asymmetric battle-
field will require increased emphasis on the tactics, tech-
niques, and procedures needed to sustain multiconfigured
forces.

Lethality

The essential elements of lethality will remain fires,
maneuver, leadership, protection, and information. When
deployed, every element in the warfighting formation must
be able to generate combat power and contribute decisively
to the fight. The force protection challenge facing
sustainers will be complex, multidimensional, conven-
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tional, and unconventional. Sustainment organizations must
be capable of both lethal and nonlethal deterrence. A force
protection capability must be built into sustainment com-
mands to provide continuous security of scarce and criti-
cal assets.

Survivability

The security of sustainment assets will remain an
overarching concern. The likelihood that operations will
occur in complex, urban terrain is increasing. Survivabil-
ity must be linked to an inherently offensive orientation.
By seizing the initiative and seeing, understanding, and
acting first, the Objective Force will enhance its own sur-
vivability.

Protecting lines of communication and nodes will be
difficult, but it is critical to operational success. Airports
and seaports located near supporting and supported units
will be vulnerable at times. Access to the theater of op-
erations through multiple, unimproved points of entry will
be required. Sustainment units must be equipped with the
latest night-vision devices, combat identification systems,
armed escort platforms, mine-clearing resources, and ar-
mored cargo vehicle technology.

Sustainability

The Army is aggressively pursuing opportunities and
technologies to reduce its logistics footprint and replen-
ishment demand. The Objective Force will deploy fewer
vehicles and leverage reach capabilities. The Objective
Force sustainment organizations must be able to reach
vertically, horizontally, and globally to order, receive, and
issue the stocks needed to support the pace of maneuver.
The sustainment system also must reduce redundant nodes,
both physical and decisionmaking. Echelonment will not
be practical in many scenarios, nor will it allow the re-
sponse times necessary to support the future force. At the
strategic and commander-in-chief levels, the Army pre-
positioning strategy must undergo reform. Army pre-po-
sitioned stocks afloat must be capable of responding more
rapidly to a wider range of contingencies.

Workload sharing, resource prioritization, manning, and
enabler modernization must be reexamined. All sustain-
ment echelons must be contingency ready in the Objec-
tive Force. The various echelons of sustainment must co-
ordinate with other services to satisfy critical shortfalls.
Evolving concepts must allow for modular, tailorable units
that provide the flexibility to move requirements and ca-
pabilities quickly, both vertically and horizontally, within
echelons. This concept does not allow for the traditional
methodology of handling and holding stocks at every ech-
elon. The use of strategic-, unit-, and mission-configured
loads will help reduce stocks and handling, which, in turn,
will expedite resupply to the maneuver units.

Trainability

Trainability is central to all Objective Force capabilities.
Training must ensure that soldiers and leaders employ their
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units’ capabilities fully and execute the total sustainment
potential across the full spectrum of conflict. The Objec-
tive Force must exploit training technologies and perfor-
mance enhancements. There are far-reaching training im-
plications that may impact Active and Reserve component
capabilities. All segments of the Objective Force must be
trained to operate as a cohesive unit; however, the chal-
lenges presented by full-spectrum training across all
components and types of forces will be difficult to over-
come. Objective Force organizations, materiel, and doc-
trinal solutions must be integrated into a force that can
adapt to various training strategies and scenarios.

Changing Environments

The principles of responsiveness, deployability, agil-
ity, versatility, lethality, survivability, sustainability, and
trainability come with their own issues that must be re-
solved. But how do these principles fit into the overall
operational environment? How does the operational envi-
ronment fit into Army Transformation, and how does it
support the Joint and Army Visions?

The operational environment has changed. In the past,
the Army has planned for a major theater of war or a major
combat operation. However, a wide range of commitments
have been made in the past decade: major theater of war,
regional conflict, stability operations, humanitarian aid,
disaster relief, and, most recently, homeland security.

Physical environment is part of the challenge. The to-
pography of a region often prescribes the nature of the
conflict. In some regions, conflicts in complex or urban
terrain degrade technological superiority. In other regions,
an extremely limited or austere infrastructure affects the
Army’s ability to respond. Adding human issues and com-
plex political relationships makes it even more difficult to
program appropriate responses.

The military force that controls the time and tempo of
the operational environment has more options to resolve
conflicts. This makes the ability of U.S. forces to respond
rapidly absolutely critical to their ability to deter conflict.
Arriving in a region too late decreases the options of U.S.
forces and their allies, and the costs can be severe.

The political environment, to include that created by
the media, is another operational concern. It takes time
and energy to build coalitions, and the intolerance for
collateral damage caused by military operations is
increasing.

Implementing the Doctrinal Framework

The Army Vision, articulated clearly by General
Shinseki, is the enabling strategy to support Army Trans-
formation. The Army will continue to increase its strate-
gic responsiveness (deployability) while improving its
ability to operate in a joint and combined environment.
Leaders must be taught to understand joint warfighting and
to integrate Active and Reserve component capabilities
fully. The Army already has taken steps to ensure that its
warfighting units are manned properly. At the same time,
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it has provided for the well-being of soldiers and their
families.

The strategic doctrinal framework that moves the Army
forward on the road to a maneuver sustainment force mod-
ernization strategy is being coordinated closely to ensure
that Joint and Army Visions are being promulgated to the
planners and operational units.

An underlying challenge to implementing the doctrinal
framework is the requirement to support Army of Excel-
lence, Force XXI, Interim, and Objective Forces simulta-
neously. Each type of warfighting unit is unique, with
differing sustainment concepts.

Within Legacy Forces, logistics support depends on the
buildup of significant stockpiles of equipment and repair
parts. The organizational structure supporting the Legacy
Force is echeloned, with each level providing reinforce-
ment support for the forward area, which results in mul-
tiple sustainment activities. In most cases, the maneuver
sustainment capabilities are organic to the maneuver bat-
talions, and organizational support is conducted through
combat and field trains.

The Force XXI concept of support is the base for be-
ginning maneuver sustainment transformation. Within
Force XXI, the Army has bypassed some of the echelons
of support and consolidated some maintenance capabili-
ties. Doctrinally, Force XXI maneuver sustainment ele-
ments have been centralized in forward support battalions,
base support companies, and forward support companies
to free the maneuver elements to move and fight without
accompanying logistics tails. However, in some instances,
the maneuver battalions have maintained operational con-
trol of the forward support companies to provide additional
flexibility and surge capability. Force XXI units also are
the first “digitized” units. They have a situational under-
standing capability and a common operational picture of
the battlefield. However, most sustainment still is pro-
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vided on a daily basis, which involves some redundancy,
and the units still maintain significant stockpiles of equip-
ment and spare parts.

The interim brigade combat team (IBCT) takes another
step along the evolutionary path to the Objective Force.
Within the IBCT, the Army has eliminated echelons of
support and backup capabilities and depends on external
support from division and corps elements for surge require-
ments, while accepting the risk of nonsecure lines of
communication.

In the IBCT, some revolutionary concepts have been
identified for maneuver sustainment capabilities. Every-
other-day resupply or resupply on an as-needed basis will
replace the traditional daily delivery of supplies and other
sustainment. Design considerations for new equipment
also will call for greatly increased reliability, improved
fuel efficiency, and greater commonality of vehicle chas-
sis and repair parts in an effort to reduce the overall de-
mand for sustainment.

The Objective Force concept of support is still a work
in progress, but more revolutionary ideas are in the con-
ceptual phase. Current considerations include removing
all maneuver sustainment capabilities from the maneuver
unit. All sustainment may be external to the unit through
elements known as “expeditionary support forces” or some
other title that denotes nonorganic capabilities. Design
and operational considerations for this type of support are
complex and center around developing habitual relation-
ships between supporting and supported units. If current
design considerations prove to be sound, maneuver sus-
tainment capabilities will be truly modular and focused on
task organization to execute operations in a wide range of
scenarios.

Sustainment Management
Sustainment management is the centerpiece of the sus-
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tainment “puzzle” (see chart above). It links the other
four integrated maneuver sustainment functions—sustain-
ment protection, sustainment projection, unit sustainment,
and warrior sustainment—into one globally oriented sus-
tainment management and provider system that has no
functional boundaries. It is a key component of focused
logistics.

Focused logistics is the fusion of information, logistics,
and transportation technologies to provide rapid crisis re-
sponse and sustainment directly to the warfighter. Sus-
tainment management enables operational commanders
and sustainment providers to see and anticipate losses,
monitor supply consumption, and generate replenishment
automatically to a predetermined level based on operating
tempo and battlefield mission requirements. It enables the
precise, anticipatory distribution of sustainment—the ca-
pability to provide the right commodity at the right place
at the right time. A global Joint and Army-oriented sys-
tem of embedded information management technologies
is required to develop, implement, and execute an ad-
vanced, distribution-based sustainment management sys-
tem that will integrate the supply chain fully from the na-
tional level to the tactical distribution manager and opera-
tional force.

Objective Force military operations require that
sustainers become masters of supporting maneuver transi-
tions from home station node to deployment node—from
offense to defense and back to offense while transitioning
from peacekeeping to warfighting and back again—all with
minimal adjustments. This mastery of supporting maneu-
ver transitions requires sustainment versatility and agility.

Emerging sustainment doctrine highlights the need for
mission staging and sustainment replenishment. Mission
staging is an intense, time-sensitive operation that includes
all preparations that will ensure the success of an upcom-
ing mission—planning, leading troops, rehearsing, train-
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ing, reconstituting logistics support, configuring mission
loads, tailoring for the next mission, and conducting re-
connaissance, surveillance, and information operations.
Sustainment replenishment will be a quick, in-stride op-
eration that fits within the battle rhythm. It will be either a
deliberate operation or a hasty operation as opportunities
exist or circumstances require. Ultimately, future sustain-
ment missions will be performed with the agility and tempo
of maneuver operations while demonstrating the precision
of providing the right support at the right place and time.

Undoubtedly, the Objective Force Army must become
a reality to meet the Nation’s future security needs. To
remain relevant, the Army’s Objective Force must be more
rapidly deployable. At the same time, the Army must con-
tinue to operate competently and confidently in the midst
of complex, risk-laden, and evolving global military and
political environments. Full spectrum dominance in of-
fensive and defensive operations, as well as in stability
and support missions, requires a highly maneuverable,
extremely agile, capabilities-based Army. Sustainment of
the Objective Force will be complex, uncompromising,
hazardous, and nonnegotiable. Operational success re-
quires responses that will be both rapid and decisive to
terminate crises at the outset or to place opponents at an
early, continuing, and ultimately decisive disadvantage.

Larry L. Toler is chief of the Force Integration Division
of the Directorate for Combat Developments for Quar-
termaster in the Army Combined Arms Support Com-
mand at Fort Lee, Virginia. He is a certified professional
logistician and has a master’s degree in business man-
agement from Florida Institute of Technology and a
bachelor’s degree in business administration from the
University of Alabama.

JULY-AUGUST 2002

6/12/02, 11:13 AM



) NN T T

. [T 1T ||

Obstacles to CSS

Transformation

by Major Gregory H. Graves

Trends observed in operations and exercises
indicate areas in which the Army must change

to achieve the Objective Force.

Combat Service Support Transformation is es-
sential to realization of the Objective Force con-
cept. Logistics efficiencies are necessary to sup-
port the very challenging sustainment time/dis-
tance/volume/weight/physiology paradigm. The
Combat Service Support Transformation will en-
compass both advanced capabilities and new lo-
gistical concepts.

—Concepts for the Objective Force
Army White Paper, 2001

Combat service support (CSS) transforma-
tion will require a paradigm shift: the warfighter must
stop viewing CSS as a constraint and start seeing it as
an enabler for strategic, operational, and tactical ma-
neuver. To break the habit of viewing logistics support
as a constraint, the Army must make fundamental
changes in how it deploys and sustains the force.

Since the Gulf War, Army leaders at all levels have
documented the results of many operations and exer-
cises in an attempt to capture the lessons of experience
for future leaders. That many of the trends observed
over the last decade tend to recur indicates that many of
these lessons have not been learned.

These trends serve as an excellent starting point for
launching the changes necessary to transform CSS. They
are drawn from observations documented by the Center
for Army Lessons Learned, the Army War College, the
Army Combined Arms Support Command (CASCOM),
the Battle Command Training Program (BCTP), the
combat training centers (CTCs), the Institute for National
Strategic Studies, and the Association of the U.S. Army
(AUSA). These trends can be considered according to
the Army’s six imperatives—doctrine, training, leader
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development, organizations, materiel, and soldiers. In
this article, I focus on trends at or below division level,
while including significant trends involving strategic
assets.

Doctrine

Doctrine increasingly emphasizes the use of infor-
mation to enhance the Army’s ability to provide support
efficiently and effectively.

Trend observed. A lack of capability in communica-
tions and information systems in CSS organizations is a
critical impediment to effective support.

Tactical communications assets routinely have been
provided in adequate amounts to combat units, while
CSS organizations have been forced to manage with less.
However, secure communications are as vital for CSS
units as for maneuver elements. Communications proved
to be woefully inadequate during the Gulf War. Sup-
port convoys there had no logistics radio net to monitor
during emergencies. Other convoys lost contact less than
5 kilometers down the main supply route. The lack of
communications also reduced the ability of smaller lo-
gistics elements to provide accurate updates to command
and control centers so that logistics leaders could main-
tain situational awareness.

Improving logistics automated information systems
is even more important than improving tactical com-
munications capabilities. The bottom line is that lo-
gisticians need an automated system that integrates all
functional areas and interfaces with joint systems. The
current conglomeration of systems was developed inde-
pendently by different proponents. Although some
progress at systems integration has been made over the
last decade, the situation has not improved dramatically.

During the Gulf War, there was no viable multi-
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OCommonality is a key feature of the new Stryker
interim armored vehicle. It will come in 10 ver-
sions, including the infantry carrier vehicle (above)
and the mobile gun system (right).

functional logistics automation. Comments from trans-
portation, medical, and personnel organizations identi-
fied common problems. Automated systems needed
better interfaces, more communications links, improved
durability, and, in some cases, more hard-drive storage
capacity. To meet urgent requirements, soldiers resorted
to comfortable, simple manual systems. This fallback
position reduced the accuracy and responsiveness re-
quired for effective support.

Impact on transformation. Lack of communications
capability is partially the result of the supply-based lo-
gistics system from which the Army is transitioning. In
this system, stockpiles are established in the theater, and
transportation assets are committed without the need to
redirect them en route to their destinations. In the Ob-
jective Force, we not only will be able to track supplies
in real time all the way to the user but also to redirect
them as the mission dictates. This capability is impos-
sible with the current state of communications and in-
formation technology.

Training

Deficiencies in various areas of CSS training have
been well documented through BCTP and CTC ex-
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periences. The major need in training results from the
lack of communications capability.

Trend observed. Logistics leaders possess inadequate
situational awareness, which prevents anticipatory logis-
tics support.

A leader who lacks current situational awareness can-
not anticipate future requirements effectively. The ma-
jor impediments to logistics situational awareness, as
described in several years of BCTP comments, are poor
reporting and poor battle tracking, both of which may
be addressed through training. Poor logistics status re-
porting from supported units hinders accurate forecast-
ing and does not allow CSS units to fulfill support re-
quirements. Reporting problems reach across CSS func-
tions. Regardless of the specific CSS function, a lack of
timely reporting results in missed decision points and
forces logisticians to react.

Status reports from supported units are not the only
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problem. Reporting within CSS units also is lacking.
Logistics units do not maintain running estimates of
stockage status. At the National Training Center at Fort
Irwin, California, main support battalion (MSB) and
forward support battalion supply companies have diffi-
culty tracking on-hand supplies. Transportation units
have difficulty maintaining accurate status of personnel
and trucks on missions or available for missions at the
company and battalion levels. During the Gulf War,
MSBs and corps support battalions had as many as nine
separate convoys on the road at one time with no cur-
rent status report on them available. The inadequate
information systems in place did not facilitate logistics
reporting. Problems with communications among these
systems made it difficult for units to keep accurate and
timely maintenance status.

Reporting problems have contributed to, but do not
entirely account for, poor CSS battle tracking. CSS lead-
ers must employ better tracking systems within their
command and control centers. Lessons learned from
the Joint Readiness Training Center at Fort Polk, Loui-
siana, show that poor battle tracking reduces the ability
of logistics leaders to forecast and position elements to
provide responsive support. CSS leader decisions and
unit movements are not based on tactical events and
therefore do not permit effective support. Support op-
erations officers at the CTCs often discover problems
only after the opportunities to correct them have passed.
Logisticians must track the battle and the accomplish-
ment of logistics missions accurately to support the ma-
neuver commander.

A predictable result of the deficiencies in battle track-
ing is that CSS operations have not been synchronized
with the maneuver scheme. BCTP observations have
shown that movement control and main supply route
security often are not synchronized with the tactical op-
eration. As a result of the lack of synchronized plan-
ning, resupply operations react to events and resupply
windows often are missed. CSS operations and move-
ments are not controlled properly or synchronized with
supporting as well as supported units. This creates dis-
connected, ineffective support that does not respond ad-
equately to mission needs.

Impact on transformation. Concepts for the Ob-
Jective Force describes what will result from improving
situational awareness and status reporting: “Improved
situational understanding will enhance force protection
and sustainment, allowing the force to preserve combat
power for decisive outcomes at times and places of the
commander’s choosing.” A continued lack of situational
awareness will impede the responsiveness and versatil-
ity required of the Objective Force. More training is
needed to improve status reporting and battle tracking.
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Leader Development

Since leaders have the primary responsibility for docu-
menting lessons learned, some of the issues recorded at
the CTCs and BCTP inevitably focus on the process of
growing future leaders and on moving leaders through
developmental assignments.

Trend observed. The combination of increased opera-
tional tempo and reduced force structure has impacted
the professional development of CSS officers negatively.

One area where this negative impact can be seen is in
the career progression of junior officers. CSS lieuten-
ants have been perceived as sharp and technically profi-
cient. However, their career progression has been hin-
dered by the absence of executive officer positions in
most CSS companies. Combat arms leaders view that
leadership opportunity as the best place for lieutenants
to learn how to be company commanders. Most logis-
tics units, however, have lost their authorizations for
executive officers as a result of measures taken to re-
duce the size of the force.

Another area where the impact of doing more with
less has been felt is in the reintegration training phase
following operational deployments and CTC rotations.
In the transition period following the Gulf War, units
experienced leadership changes, rapid loss of personnel
once the restriction on retirements and transfers was
lifted, and shortages in low-density military occupational
specialties because of competing personnel assignment
priorities. Senior leaders had to move junior leaders
into positions above their grades because they lacked a
sufficient number of experienced replacements.

Similar issues surfaced in many locations after op-
erational deployments and training rotations because
commands retained officers past their expected tour
lengths in order to keep the same team together for fu-
ture deployments. While valuable experience was gained
during operations and exercises, officers needed to move
on to other positions and attend required professional
development schools within a limited time to be quali-
fied for promotion. The balance between unit and indi-
vidual priorities must be managed more closely.

A final set of observations revolves around the issue
of multifunctional logistics officers. The establishment
of functional area (FA) 90, logistics, institutionalized
the concept of multifunctional logisticians in the Army.
However, more must be done to ensure that multifunc-
tional logisticians have the breadth of expertise and train-
ing they need. Since the majority of FA 90 officers come
from the traditional CSS branches (Quartermaster, Ord-
nance, and Transportation), expertise in medical sup-
port is lacking among FA 90 officers. The professional
development system must address this deficiency.

Impact on transformation. The Objective Force will
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be designed with organic combined arms units rather
than with today’s reliance on task organization. This
means more junior leaders will be needed to operate
outside the umbrella of a parent functional organization.
This independence will require more confidence and
expertise among junior logistics leaders—the very char-
acteristics that are most affected by the trends observed
in leader development.

Organizations

External factors impact how organizations are de-
signed, employed, and resourced. This trend addresses
external demand for the support that CSS organizations
provide.

Trend observed. The demand for logistics support is
too great.

Numerous observers have echoed this conclusion. For
example, in his AUSA Landpower Essay, “A Century
of Power Projection: 1898-1998,” Dr. Charles R. Shrader
asserts, “Although modern technology has resulted in
more firepower in smaller packages, modern mechanized
combat formations still consume enormous amounts of
fuel and other supplies.” As long as huge quantities of
supplies are required to support the force, large num-
bers of logistics units will be required to manage and
deliver those supplies. These logistics units also will
require logistics support, so the cycle will continue.

The following observation from the CASCOM col-
lection of lessons learned during the Gulf War provides
a graphic illustration of this point—

The COSCOM [corps support command], nor-
mally 8,000 strong, deployed to ODS [Operation
Desert Storm] with 22,000 people. They can’t help
but spend a large portion of their time supporting
themselves. We need to look at streamlining the
COSCOM. Streamlining divisional support struc-
tures while adding to the COSCOM monolith goes
against every lesson we should have learned from
this conflict. COSCOMs are unwieldy. They have
multiple layers that dilute any sense of urgency
that technicians might have. They are tradition-
ally so far geographically removed from their cus-
tomers (increasingly farther in an offensive situa-
tion) that they can’t be responsive to the needs of
the front line soldier.

Current efforts to reduce the logistics footprint have
begun to address this issue. Additional efforts, such as
employing families of vehicles, will help to reduce the
demand for supplies and thus drive down the required
level of logistics support.

Impact on transformation. Without reducing the
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amount of sustainment required to support the force, the
Army will be unable to achieve the reduction in the lo-
gistics footprint required by the Objective Force. The
force will continue to require large numbers of CSS units
and personnel, which, in turn, will drive up requirements
for sustainment. This continuing cycle will prevent the
Army from becoming the sustainable force that trans-
formation requires.

Materiel

Two trends involve materiel. These trends concern
the key CSS functions of fixing and moving.

First trend observed. The Army as a whole needs to
develop and exploit common-chassis vehicles with im-
proved reliability.

The organization trend notes that the current force
requires an excessive amount of logistics support. Com-
bat, combat support, and CSS organizations possess dis-
similar equipment. An AUSA report, “Strategic Mobil-
ity & Responsive Power Projection,” describes the Army
fleet as ““a complex inventory of multiple types of equip-
ment, the sheer numbers of which drive up the stockage
requirements for numerous lines of repair parts.” Prob-
lems with reliability compound the magnitude of these
stockage requirements by driving up demand. All
branches of the Army need to modernize, purify, and
standardize their vehicle fleets. As a case in point, in
“Experiences in Division Command, 1993,” a collec-
tion of lessons learned compiled from recent division
commanders by the Army War College, one division
commander [noked that, from a maintenance standpoint,
“One of the smartest things that was ever done was to
pure fleet [standardize] the 5-ton trucks.”

Other comments by division commanders following
the Gulf War addressed the need for an off-road fueling
capability that was not provided by 5,000-gallon tank-
ers. Two commanders advocated replacing the tankers
with heavy, expanded-mobility, tactical truck (HEMTT)
fuelers. Doing so would have served two purposes. First,
it would have provided a fueling capability about as
mobile as the vehicles being supported. Second, it would
have helped to standardize the trucks in the division,
since many units already had cargo HEMTTs, which
reduced the need for additional lines of repair parts.
These two results are the key advantages of common-
chassis vehicles.

Impact on transformation. Army leaders have taken
this lesson to heart. The emergence of both the family
of medium tactical vehicles and the variants of the in-
fantry carrier vehicle in the interim brigade combat team
(IBCT) is a great stride toward improving the support-
ability of the Objective Force. Great improvements in
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equipment reliability also must be made in order to real-
ize the sustainment concepts and footprint reduction
needed for the Objective Force.

Second trend observed in the area of materiel. The
current force is not mobile enough.

Several comments following the Gulf War focused
on the lack of transportation capability within the CSS
force structure. One primary area of concern was the
shortage of heavy equipment transporters (HETSs) experi-
enced by the forces in theater. In “Experiences in Di-
vision Command, 1992, one former division com-
mander went so far as to say, “I would put at least one
battalion of HETs in each division . . . We don’t have
the ability to move about the battlefield.” HETs were
needed to move not only combat vehicles but also heavy
engineer equipment.

Transportation deficiencies also were experienced in
logistics units. The bulk petroleum-hauling capability
was inadequate; attempts to use host nation support to
make up the deficiency resulted in contaminated fuel
because of a lack of standardized procedures. Also lack-
ing was the capability to move the vast amount of repair
parts required to support a division. Ina 1991 CASCOM
memorandum compiling lessons learned from the Gulf
War, a division support command commander said, “If
you can’t make my ASL [authorized stockage list] 100%
mobile, it’s no good to me.”

Impact on transformation. The superior mobility that
the Objective Force must possess will apply to its logis-
tics support as well as to its weapons platforms. The
weapons platform issue is being addressed in the IBCT.
Mobility of logistics support must be improved to allow
responsive support to the highly mobile maneuver forces.

Soldiers

Soldiers are the Army’s most valuable assets. To
employ soldiers properly, the Army needs the right sol-
diers, properly equipped, in the right place at the right
time.

Trend observed. Reserve component CSS units must
be integrated into the logistics system, adequately
resourced, and modernized before they need to be
mobilized.

The Gulf War and Operation Joint Endeavor tested
the Army’s ability to activate and deploy many of its
Reserve component units. However, many of the com-
bat support and CSS forces were slow to activate and
were delayed in deploying into the theater. Some de-
ployed units had difficulty performing wartime missions;
their readiness ratings did not reflect their capabilities
accurately. Other units depended on their ability to cor-
rect their deficiencies after they arrived in the theater,
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when they really needed to be fully capable immedi-
ately on arrival. Some of the deficiencies were addressed
by using contracted support in the theater, which pre-
cluded accurate tracking of demands in the logistics sup-
port system.

Most Reserve component units did not know who they
would be supporting before they deployed, which cre-
ated a huge integration problem in the maintenance arena.
Since these units did not know who they would support,
they could not determine what ASL items they should
take with them. This created unnecessary, preventable
delays in obtaining repair parts. Other units were not
modernized to the same level as the units they supported.

Impact on transformation. The transformation of
the Army is a total Army effort. If we do not ensure that
Reserve component units are modernized to the same
level as their active counterparts and that they are prop-
erly integrated with the units they will support, we will
find ourselves with advanced warfighting platforms and
an outdated support structure that is unable to provide
the responsive support needed by the Objective Force.

The Objective Force concept calls for the Army to be
able to conduct continuous combat operations in order
to overwhelm the enemy’s ability to respond. The ca-
pabilities required to support these operations are still
being developed. Concepts for the Objective Force
states, “Continuous operations will require innovative
sustainment concepts and capabilities, based on sharp
reductions in sustainment demand, significant improve-
ments in reliability, split-based operations, and refined
procedures for accelerated throughput, battlefield dis-
tribution, and mission staging.” While obstacles cur-
rently exist that preclude the execution of this concept
with today’s force, the Army will overcome these ob-
stacles as it has so many others throughout its history.

Major Gregory H. Graves is an operations research
analyst in the Directorate of Combat Developments
for Combat Service Support at the Army Combined
Arms Support Command at Fort Lee, Virginia. He
holds a B.S. degree in engineering management from
the U.S. Military Academy and an M.S. degree in
industrial engineering from Texas A&M University.
He is a graduate of the Field Artillery Officer Basic
Course, the Transportation Officer Advanced Course,
and the Army Command and General Staff College.

PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS 11

$ 6/12/02, 11:15 AM



) NN T T .

T ‘ 28099_p12-14.pmd

Force Protection In the Future

by Major Timothy Norton

In the future, will it be necessary for the Army to train

“combat service support warriors’?

The author thinks the concept has merit.

Proposed changes in how future force struc-
tures (Force XXI, interim brigade combat teams [IBCTs],
and the Objective Force) will be supported could mean
that the Army will need to include equipment armed with
serious defensive weaponry and soldiers trained to use
it in its combat service support (CSS) units.

Results of the Army Transformation war game point
to a future battlefield rwice as lethal as the current one
across the full spectrum of operations. According to
observations from the National Training Center at Fort
Irwin, California, “The skills and equipment necessary
to fight in the BSA [brigade support area] and defend
resupply convoys are inadequate even for today’s con-
ditions, let alone future operations.” Considering the
lethality of future combat operations, CSS units will re
quire a quantum leap in tactical competence to survive
and fulfill their wartime missions. In the future, will
current CSS tactical doctrine and modification tables of
organization and equipment suffice, or will it be neces-
sary to develop true “CSS warriors™?

The Future

CSS units have always walked a fine line between
mission and survival. Many doctrinal publications re-
fer to the risks a CSS commander must take to provide
support to a combat element. CSS units are primary
targets for attacks ranging from terrorist actions to all-
out exploitation by enemy forces. Typically, attacking
forces try to disrupt supply distribution systems, destroy
command posts, and degrade the capability of CSS units
to support tactical operations.

In the future combat scenario, support must be flex-
ible, mobile, and agile to keep pace with maneuver ele-
ments. Logistics units will be everywhere on an ever-
changing battlefield to support the combat soldier. Lo-
gisticians cannot count on staying in the rear because
there will be no “rear,” only temporary staging areas
operating within the increasingly fast-paced and lethal
combat zone. With the expansion of areas of re-
sponsibility into huge geographical areas (estimated to
be 200 by 150 kilometers) in both Force XXI and the
IBCT or interim division, those units with doctrinal secu-
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rity missions, such as military police, could be overbur-
dened trying to provide route and security support. Lo-
gisticians simply cannot count on this support. This is
particularly important now that we consistently are oper-
ating convoys from the corps area through the brigade
rear boundary. If lethality is doubled, a unit or convoy
will have a difficult time surviving the first 10 minutes
of contact, let alone the 30 or more minutes it could take
for help to arrive. It is easy to envision entire convoys
becoming smoldering hulks while awaiting help from a
military police or combat unit performing route or area
security operations.

The Many Faces of Threat

Threats come in many shapes, sizes, and configura-
tions. This will not change in the future. Current doc-
trine prescribes principles for self-protection, such as
base defense and base cluster defense. This doctrine
was written mainly for a linear, contiguous battlefield,
which is no longer typical in most current operations.

The enemy’s mission in a rear or support area is to
delay the delivery of supplies or destroy them altogether.
Any level of threat can disrupt support operations if the
enemy has a target and a belief that his action will fur-
ther his cause. Such threats could be deterred or re-
pulsed quicker, easier, and at much less risk to the troops
involved by the presence of armor or other combat ve-
hicles in or very near the logistics units. If CSS units
could defend themselves better, combat and combat sup-
port troops would be free to concentrate on their origi-
nal mission—to win the war or keep the peace. With
optimal equipment, CSS units would need very little
assistance, if any, to combat threats.

The bottom line is that nearly all enemy operations in
the rear area take place because CSS units and convoys
are high-value targets and are esse