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SEDRE and SPOD Operations

OPERATIONS

A joint task force–port opening executed a sea emergency deployment readiness exercise and 
seaport of debarkation operations to prepare for humanitarian and expeditionary operations.

	By Maj. Dustin A. Menhart and Capt. Robert A. Robinson

Simultaneously executing a sea 
emergency deployment read-
iness exercise (SEDRE) and 

seaport of debarkation (SPOD) op-
erations is a challenging undertak-
ing. To prepare for the challenge, 
the 597th Transportation Brigade, 
Military Surface Deployment and 
Distribution Command, executed a 
SEDRE and SPOD operations at 
the Port of Port Arthur, Texas, in 
April 2016. �e exercise was further 
complicated by a joint task force–
port opening ( JTF–PO) mission. 

SEDRE and SPOD operations 
heavily rely on a realistic operational 
design, e
ective deployment of forc-
es, and a methodical redeployment 
and retrograde process. �e oper-
ational framework for the exercise 
was broken into four phases: plan-
ning and preparation, deployment of 
personnel and equipment, execution, 
and redeployment and retrograde.

Phase I: Planning 
During the 597th Transportation 

Brigade’s after action review of the 

exercise, it identi�ed four areas re-
lated to planning and preparation: 
operational design and approach, the 
predeployment site survey (PDSS), 
knowledge management, and the re-
hearsal of concept (ROC) drill.

Operational design and approach. 
Initially, the 833rd Transportation 
Battalion commander identi�ed the 
objectives and end state for the exer-
cise. �e commander’s clear guidance 
and intent established a thorough un-
derstanding of the tools and methods 
that framed the path forward. 

Joint assessment team Soldiers assigned to the 597th Transportation Brigade and the 832nd Battalion, 689th Rapid Port 
Opening Element, get an arrival brie�ng at the Port of San Diego, Calif., on Aug. 19, 2017. (Photo by Airman 1st Class 
Haley Phillips)
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Each unit involved in the exer-
cise had speci�c lines of e
ort and 
a desired outcome that captured the 
signi�cance of the operational de-
sign and approach for this operation. 
�e operational design and approach 
were shared with all partners and ex-
ercised throughout all phases of the 
operation, particularly during the 
ROC drill. 

According to Joint Publication 
5-0, Joint Planning, operational de-
sign is “the conception and construc-
tion of the framework that underpins 
a campaign or operation and its sub-
sequent execution.” Operational de-
sign requires a unit commander to 
lead the development of the design, 
to encourage discourse and leverage 
dialogue in order to solve ill-de�ned 
problems, and to collaborate with 
higher headquarters to resolve di
er-
ences of interpretation.

PDSS. �e PDSS was particularly 
useful for synchronizing the logistics 
footprint and sustainment respon-
sibilities at the Port of Port Arthur. 
�e 101st Airborne Division, the 
129th Combat Sustainment Sup-
port Battalion, the 101st Airborne 
Division Sustainment Brigade, and 
the 833rd Transportation Battalion 
synchronized their concepts of op-
erations and concepts of support to 
allow for situational understanding 
and awareness for each higher head-
quarters objective. 

�e PDSS provided integration 
and built partnerships within the 
separate command organizations. 
�ese partnership proved to be im-
portant during vessel discharge.

Knowledge management. �e De-
partment of Defense enterprise sys-
tem of record, Intelink, was initially 
developed to be a knowledge man-
agement system for reporting pro-
cedures across the multiple levels of 
combatant commands. �e 833rd 
Transportation Battalion has been 
using Intelink at the Joint Enabling 
Capabilities Command to train and 
provide its personnel with best prac-
tices for operations. �e method and 
system allowed for timely reports that 
captured cargo documentation and 

ensured end-to-end asset visibility. 
Intelink enabled several tools for 

managing a joint operations center, 
such as battle drills, commander’s 
critical information requirements, 
and signi�cant activities. All infor-
mation and operational data was 
promptly accessed using Intelink, 
which enhanced operational e
ec-
tiveness across the commands and 
the multiple joint organizations 
involved. 

�e ROC drill. Although a ROC 
drill is not an o�cial doctrinal event, 
it is a best management practice 
within the Department of Defense. 
Prior to the operation, the 833rd 
Transportation Battalion coordinat-
ed with the 101st Airborne Divi-
sion Sustainment Brigade and the 
129th Combat Sustainment Support 
Battalion to validate the path to the 
ROC drill. 

During the in-process review, a 
critical path was established for the 
concept of operation, concept of sup-
port, and outline for the ROC drill. 
A ROC drill brie�ng and script were 
generated to describe the four-phased 
operational approach that was paral-
lel to the operational framework.

By producing the ROC drill brief-
ing and script, the 833rd Transpor-
tation Battalion delineated the key 
tasks and objectives that each unit 
was required to perform. �rough 
continual in-process reviews and 
communication, the 101st Airborne 
Division Sustainment Brigade, the 
129th Combat Sustainment Support 
Battalion, and the 833rd Transporta-
tion Battalion continued to re�ne the 
operation and receive valuable com-
mander’s guidance. �anks to col-
laboration and teamwork, the units 
recognized gaps before the execution 
phase.

Phase II: Deployment 
Achieving the chief of sta
 of the 

Army’s top priority of readiness was 
one of the 833rd Transportation Bat-
talion commander’s essential goals. 
�e commander continuously eval-
uated the unit on readiness e
orts 
during movement working groups 

and ensured it applied the four de-
ployment principles during outload. 

�e precision of the unit move re-
lied on the unit movement o�cer and 
the oversight of the battalion’s mobil-
ity warrant o�cers. �e synchroniza-
tion of the equipment and personnel 
density list occurred during Phase 
I and continued to be assessed and 
monitored throughout Phase II for 
accountability and in-transit visibil-
ity (ITV). 

�e knowledge deployment prin-
ciple allowed for timely decisions, 
guidance, and a shared understand-
ing of all essential information re-
garding unit movements for cargo 
and personnel. Speed plays a role in 
force projection, and the e�ciencies 
and processes that allow for speed 
proved to be instrumental to the or-
ganizational movement plan. 

Having a tactical standard oper-
ating procedure (SOP) and a readi-
ness SOP bene�ts an organization by 
providing a collective understanding. 
Before the SEDRE and SPOD op-
erations began, the 833rd Transpor-
tation Battalion aggressively re�ned 
its tactical SOP that focused on the 
unit’s mobility. �e work and de-
tailed analysis paid dividends during 
the deployment and outload.

Phase III: Execution
If the planning and deployment 

phases are properly accomplished, 
the execution phase will be more 
synchronized. �e success of the si-
multaneous SEDRE and SPOD 
operations was a direct re�ection of 
the coordination and collaboration of 
partners exercising the mission. 

�e focal point of the operation 
was the USNS Benavidez, a roll-on/
roll-o
 vehicle cargo ship. Expedi-
tionary port unit personnel from the 
Military Sealift Command managed 
all port liaison functions for the ves-
sel. Sailors from Naval Cargo Han-
dling Battalion ONE provided the 
stevedore support for discharging the 
vessel. 

�e collaboration between the sup-
ported and supporting units began 
once the cargo and equipment start-
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ed to come o
 the vessel. �e 101st 
Airborne Division had a daily ves-
sel o¸oad plan meeting with all the 
JTF–PO units to ensure the priori-
ty of discharge was understood and 
maintained. �e division also provid-
ed a port support activity to help the 
naval battalion discharge cargo from 
the vessel. 

As the equipment came o
 the ves-
sel, personnel from the 690th Rapid 
Port Opening Element (RPOE) 
documented the equipment to val-
idate and monitor the simulated 
theater distribution plan. �e cargo 
then was moved to the cargo trans-
fer yard, where it was staged in chalk 
order based on the theater movement 
plan initiated by the 101st Airborne 
Division. 

Once the cargo was released from 
the cargo transfer yard, a thorough 
exclusion of responsibility occurred 
and the units completed onward 
movement and integration into the 
theater of operations.

From the �rst piece of car-
go discharged to the last piece of 
equipment transferred, the cargo 
management center, operated by 
the 690th RPOE and personnel 
from the 597th Transportation Bri-
gade, provided the documentation 
and information technology for the 
seamless transition from intertheater 
distribution to intratheater move-
ment. �e center veri�ed that all 
plans were well-synchronized and 
monitored throughout the mission. 

Moreover, the JTF–PO SPOD 
mission command element, operated 
by the 833rd Transportation Battal-
ion, ensured all port management 
activities were successfully integrated 
with port operations and the schemes 
of maneuver and support.

Phase IV: Redeployment 
Redeployment and retrograde are a 

vital part of any operation, but they 
present di�culties. �ese di�culties 
are speci�c to each area of operations 
and present unique challenges that 
logisticians must overcome. 

SPOD operations require adequate 
planning to facilitate an e
ective 

and e�cient redeployment process. 
SPOD operations within the JTF–
PO environment are fast-paced, 
which further compound redeploy-
ment and retrograde operations. 
During the exercise, the JTF–PO 
had to focus on both the scenario and 
the real-world transfer of equipment 
and personnel back to Fort Eustis, 
Virginia.

Shipping equipment to Fort Eus-
tis involved several obstacles. �ese 
obstacles included properly mark-
ing equipment with military ship-
ping labels and radio-frequency 
identi�cation tags, adequately doc-
umenting hazardous materials, and 
coordinating with commercial line-
haul drivers. 

�e real-world movement of per-
sonnel was accomplished using 
�ights booked through the Defense 
Travel System (DTS) and Group 
Passenger Travel. Both Army and 
Navy personnel were being trans-
ported, so Group Passenger Travel 
was easier because DTS commercial 
�ights required the sharing of lines of 
accounting (LOAs). 

Last-minute personnel chang-
es during the redeployment caused 
last-minute sharing of LOAs. For 
future operations, all personnel will 
have shared LOAs on their DTS 
authorizations, even if LOAs are not 
ultimately used.

�e redeployment and retrograde 
operations consisted of notional-
ly returning a few pieces of equip-
ment and signing over the rest of the 
equipment to the follow-on force. 
�e RPOE rapidly set up ITV and 
coordinated the throughput of car-
go. �e JTF–PO was responsible for 
redeploying all equipment and pro-
vided a notional relief in place and 
transfer of authority, which trans-
ferred the remaining on-ground car-
go to the 101st Airborne Division 
Sustainment Brigade. 

�e redeployment and retrograde 
operations su
ered a few setbacks, 
but sharing LOAs among all par-
ticipants, properly marking equip-
ment to ensure accurate ITV, and 
ensuring proper hazardous materials 

documentation will further improve 
SPOD operations.

�e 597th Transportation Brigade 
used best practices learned from pre-
vious SEDRE and SPOD operations 
to streamline the planning process. 
Complex logistics operations involv-
ing several joint partners can cause 
problems such as duplicated e
orts 
and missed deadlines. 

Early planning resulted in a realis-
tic operational design and approach 
and facilitated e
ective communi-
cation among all JTF–PO partners. 
Using the unit tactical SOP and 
readiness SOP bene�ted the entire 
JTF–PO, increasing e�ciency and 
reducing reaction time. 

Using knowledge management al-
lowed personnel and the commander 
to assess the operation in near-real 
time. A realistic operational design, 
an e
ective deployment of forces, 
and a methodical redeployment and 
retrograde process were critical to the 
success of the exercise.
______________________________
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