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COVEr: The MRAP—the mine-resistant
ambush-protected vehicle—might turn

out to be the iconic image of the wars in
Afghanistan and Iraq. The Department of
Defense acquired MRAPs to meet an urgent
requirement: protecting troops on the move
against improvised explosive devices. But

the rapid fielding of this solution to a specific
challenge has created issues of doctrine,
training, sustainment, and integration into the
Army’s force structure and raised questions
about how the MRAP will fit into the Army’s
future plans. In the articles beginning on pages
24,26, 28, and
30, four officers
examine how the Far
MRAP should be SUSTAINMENT |

used. In the cover § (R —
photo, Soldiers U1 o
check returning FUTURE,REE
MRAPs after a
combat patrol
at Camp Spann
in Afghanistan.
(Photo by

PO2 Jonathan
Chandler)
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Vital Partners in Sustainment:
CASCOM’s Support of the Reserve

Component

ne of the key factors underlying the Army’s

status as the preeminent land-based military

force in the world is its ability to integrate and
employ the Reserve component—the Army National
Guard and the U.S. Army Reserve—as part of the
operating force. This incorporation of the Reserve
component is crucial to maintaining one of the Army’s
decisive advantages in the global environment: its
ability to sustain itself over global distances. With the
majority of the Army’s total sustainment force in the
Reserve component, the Guard and Reserve provide the
depth needed to sustain Army forces in all but the most
limited contingencies.

For example, at echelons above brigade, Reserve
component sustainment units comprise over 72 percent
of the total force. That number is projected to increase
to 77 percent by 2017, with 100 percent of many capa-
bilities found only in the Guard and Reserve.

While serving as the commander of the Surface De-
ployment and Distribution Command (SDDC), I saw
firsthand the invaluable contributions made to the fight
by the Reserve forces. They clearly understood the
importance of support to the warfighter, embraced the
mission, and melded seamlessly into the organization
with the Active component.

Because the Reserve component is such an impor-
tant part of the sustainment force, the Army Combined
Arms Support Command (CASCOM) and its propo-
nent schools are heavily engaged across the doctrine,
organization, training, materiel, leadership and educa-
tion, personnel, and facilities spectrum to ensure con-
tinued institutional support to the Guard and Reserve.

That engagement begins with CASCOM’s organiza-
tional structure, where Reserve component personnel
are integrated at every level. The integration starts in
the command group, where CASCOM’s Deputy Com-
manding General (DCG) for Mobilization and Training
is a Reserve brigadier general. Supporting the DCG
are over 70 Active Guard Reserve Soldiers assigned to
the CASCOM staff and its proponent schools. These
Soldiers’ understanding of the Reserve component’s
structure and training environment provides the critical
insights that CASCOM needs to effectively support the
Guard and Reserve.

The knowledge and understanding possessed by its
Reserve component personnel, in turn, provide the
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BY MaJor GENERAL JamEs L. HobGe

foundation for
CASCOM’s
direct support of
Reserve compo-
nent education
and training. The
size of this sup-
port can be seen
in the student
load for 2010,
when CASCOM
schools trained
more than 27,000
Reserve compo-
nent sustainment
Soldiers.

CASCOM also worked closely with the Army Na-
tional Guard’s regional training institutes and the Army
Reserve’s 94th Training Division to train an additional
28,000 sustainment Soldiers. CASCOM’s ongoing
effort to update both Active and Reserve component
programs of instruction in its schools ensures that all
Soldiers, regardless of which school provides their
training, meet the same standards upon graduation.

Beyond the schoolhouses, CASCOM provides major
support to the collective training of both Components
through the Command Post Exercise—Sustainment
(CPX-S). This innovative collective exercise fills a
training gap for Active, Guard, and Reserve expedition-
ary sustainment commands, sustainment brigades, and
movement control battalions as they prepare to deploy.

Reverse collection and analysis team events for rede-
ploying units have identified the CPX-S as one of the
most important training events Soldiers received during
their preparation for deployment. The CPX-S is not
currently a program of record, so CASCOM is working
with the Army Training and Doctrine Command, the
Guard and Reserve, and the Army Forces Command to
develop a long-term training strategy to meet sustain-
ment units’ needs.

In the coming months and years, CASCOM support
of the Reserve component faces two major challenges:
a more austere funding environment that will affect all
Army organizations and programs, and the transforma-
tion of the Army’s way of doing business to an enter-
prise approach.

Continued on page 49



LOGSA: Sustaining the Heartheat
of the Materiel Enterprise

BY CoLoNEL RoBERT P. SuLLIVAN AND JUANETTA L. BRENT

The Secretary of the Army recently directed the Army Materiel Command

to create “a single, common location for all Army materiel stakeholders

to access, acquire and deliver data and information for managing Army materiel.”
The Logistics Support Activity’s Logistics Information Warehouse is serving

as that repository, and all logisticians should be familiar with how it is

changing in response to a changing military environment.

that can pump the information it needs in order
to function as a healthy and effective system.
The Army Materiel Command’s Logistics Support Ac-
tivity (LOGSA) at Redstone Arsenal, Alabama, plays
a key role in sustaining the heartbeat of the Materiel
Enterprise by providing logistics data, information, and
analysis for its customers worldwide.

Logisticians must continually focus on the effect of
the operational environment on the Soldier. Having a
clear perspective on the ever-changing conditions fac-
ing Soldiers enables logisticians to accurately interpret
the environment and make tough decisions based on
the best information available. Where do logisticians
find that information? The answer is the Logistics
Information Warehouse (LIW).

The New Military Environment and LOGSA

In our individual lives, we must become acclimated
to our environment—wherever we find ourselves—if
we are to function effectively. The same is true for the
Army. Soldiers must continually adapt to environmen-
tal changes, especially in an era of persistent conflict.

The revolutionary changes and technological ad-
vances affecting military affairs today are unlike any
witnessed before in the long history of U.S. warfare.
Massive increases in materiel procurement and the
heightened readiness demands of the Army Force
Generation (ARFORGEN) cycle have dictated a shift
toward a new system of business management—the
Army’s enterprise planning system.

The enterprise planning system consists of four core
enterprises: Materiel, Readiness, Human Capital, and
Services and Infrastructure. The Materiel Enterprise is
cochaired by the Assistant Secretary of the Army for
Acquisition, Logistics, and Technology (ASA [ALT])

T he Army’s Materiel Enterprise must have a heart

and the commanding general of AMC. This partnership
creates a more complete integration of the life-cycle
management of systems between the developer (ASA
[ALT]) and the sustainer (AMC).

The Army’s Materiel Enterprise and the emerg-
ing Enterprise Resource Planning (ERP) system are
revolutionizing logistics automation business practices,
processes, and functions. LOGSA’s role in ERP is to
support the development and execution of an integrated
approach to managing logistics information.

LOGSA’s Mission and Today’s LIW

Our mission at LOGSA is to provide timely and
integrated life-cycle logistics information and expertise
in support of warfighters globally to meet full-spectrum
operational requirements. Our workforce of 850 mili-
tary, civilian, and contractor personnel provides acqui-
sition logistics support, logistics information intelli-
gence, and logistics technical assistance to customers
worldwide.

LIW is essential to LOGSA’s successful perfor-
mance of its mission. In fact, the Secretary of the
Army in March designated LIW to serve as the Army’s
authoritative repository for logistics data. This will sup-
port the optimization of ARFORGEN materiel manage-
ment.

LIW is the Army’s primary source for storing, ac-
cessing, acquiring, and delivering integrated logistics
domain data and information for reuse, analysis, and
aggregation. However, LIW is more than just a data
repository. It also houses logistics reference informa-
tion, such as electronic technical manuals and interac-
tive electronic technical manuals, FED LOG [Federal
Logistics Data], reports, applications, and tools made
available to the customer in a user-friendly portal for-
mat. The broad suite of tools offered by LIW is gov-
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erned by business rules and logic that ensure that data
are presented to Army commanders and senior leaders
as actionable intelligence.

The Future of LIW

To keep LIW healthy, LOGSA must integrate and
transform its products and services to support the
emerging ERP and the AMC and ASA (ALT) Materiel
Enterprise Transformation Plan. To accomplish this,
LOGSA developed a comprehensive plan, with a re-
lated executive order, structured along four overlapping
lines of effort (LOE). You can think of these four LOEs
like the four chambers of the human heart. The heart’s
chambers serve to pump blood, but each has a specific
life-preserving purpose. What follows is a summary of
the LOE framework.

LOE 1
The first LOE is to develop the lead materiel inte-
grator decision support tool. AMC is the Secretary

of the Army’s designated lead materiel integrator for

synchronizing and integrating equipping distribution.

This includes materiel distribution solutions to improve

equipment on-hand readiness and achieve the goals

established in the Army’s Equipping Strategy. AMC’s
executive agent for this task is the Army Sustainment

Command.

To enable equipping, a web-based, collaborative
decision support tool will—

U Provide an automated link to an integrated demand
signal.

U Provide a predictive capability that allows the Ma-
teriel Enterprise to visualize the future impacts of
current sourcing decisions.

U Provide a course-of-action capability to rapidly
evaluate alternative sourcing solutions.

U Automate an interoperable materiel synchronization
capability networked to LIW that provides shared
situational awareness across the Army.

U Present output reports, such as an equipping matrix.

To achieve these objectives, LOGSA’s role is to lead
the development of the decision support tool module,
the work flow module, and all associated reports. How-
ever, before moving out, we must first identify acquisi-
tion and logistics information and data requirements in
support of the lead materiel integrator. Once the data
requirements are determined, data gaps must be identi-
fied and filled. Sufficient data oversight is also critical
to ensure that the data are the highest quality and most
accurate available.

LOE 2

The second LOE is to support Army logistics trans-
formation to the ERP strategy. LOGSA established
an enterprise-class integrated data warehouse in July
2010. A second phase of development is now underway

4 ARMY SUSTAINMENT

that includes maturing the integrated data warehouse,
reengineering business processes and redesigning ap-
plications to exploit data in providing futuristic analyt-
ics, and modernizing applications and data brokering
by means of a service-oriented architecture. [“Data
brokering” refers to gathering and making available
information. ]

LOGSA has also developed a growing partnership
with the Project Manager, Army Enterprise Systems
Integration Program. Several key tasks have evolved as
part of these initiatives.

The most significant task is to sustain operations as
the Army transforms to an enterprise system. Users
must be capable of reading data from legacy systems
and the emerging ERP system. A process dubbed
“backwards compatibility” allows for the translation of
enterprise data into a legacy format. However, legacy
logistics tools (such as the Battle Command Sustain-
ment Support System [BCS3], Defense Readiness Re-
porting System—Army [DRRS—-A], and Operating and
Support Management Information System [OSMIS])
cannot translate certain ERP data elements and records.
To mitigate this shortfall, the initiative to make data
“backwards compatible” will enable LIW to broker
logistics data from GCSS—Army (Global Combat Sup-
port System—Army)-converted units to legacy systems.

Another task is developing metrics to measure sys-
tem readiness and capacity to perform enterprise-level
analytics. Similar to an x ray, the enterprise LIW will
maintain domain-wide visibility of requirements and
capabilities while simultaneously sustaining current
and enduring operations.

LOE 3

The third LOE is to develop and sustain LIW ar-
chitecture and storage. As we redesign applications to
provide customers with a better presentation, we are
also redesigning the internal, or “back-end,” architec-
ture of LIW. This will allow us to move data to the
lowest possible level. We will also use multiple tiers
of storage. Data that users need to access immediately
will thus be available on a higher tier of storage to
more rapidly satisfy their needs.

Data stored for archival or historical purposes will
be placed on less expensive storage tiers. If we see a
need to access this type of information rapidly, it will
be moved automatically to a higher-performing stor-
age tier. It then will be returned to a lower tier as the
demand decreases.

We also have created an LIW Data Warehouse that
will power the integrated LIW and its applications.
This warehouse will also be the foundation for broker-
ing large amounts of data to critical Army decision
support tools such as DRRS-A, BCS3, OSMIS, and the
Army Enterprise Equipping System.

As we transform LIW, we are conducting continual



mission analysis and working to develop the best solu-
tions for hosting primary and critical backup data.

LOE 4

The fourth LOE is LIW’s transformation and opti-
mization in support of the Army ERP strategy, making
data more accessible to our Soldiers and partners.

How does LOGSA envision the future of the enter-
prise LIW? Our intent is to optimize current structure,
data, architecture, and important business practices,
processes, and rules to—

U Provide the Army a central, authoritative repository
for data and logistics answers.

U Improve logistics and financial visibility by syn-
chronizing and integrating a complex suite of net-
works and functional components.

U Enable an effective and efficient feed of actionable
information to other logistics domains, commands,
and trading partners through the expanding use of
web services.

As we transform to meet the needs of the Army, we
must ensure that LIW provides customers an efficient
and user-friendly system. Adhering to Army and AMC
guidance, we will determine the best “front-end” ap-
plications available for LIW and ensure that quick and
effective query functions are available.

To meet this objective, we are documenting legacy
products and services, identifying faulty logic within
near- and long-term enduring products and services,
identifying candidate processes for “leaning” [apply-
ing Lean Six Sigma analysis], and facilitating a value-
stream mapping event. We are also evaluating internal
resources and potential substitutes, evaluating related
agreements with customers and external suppliers of
information and services, and identifying overlaps with
other organizations. Finally, we are developing and
executing a “sunset” plan for applicable legacy tools
and data feeds that will have no utility once we achieve
the ERP’s full operating capability.

As we take revolutionary steps to improve access
to and the accuracy of logistics data, information, and
analysis, logisticians should remember these key points
about LOGSA.

The environment drives change. Information and
automated systems that turn data into actionable infor-
mation and intelligence must change with the environ-
ment.

LIW has more than 1,500 legacy reports, tools, and
applications available and passes data to over 150
trading partners. We recognize the need to provide
customers with sustained capabilities while instituting
enduring change. We have developed clear lines of ef-
fort that extend from meeting the data needs of emerg-
ing partners to upgrading and optimizing our storage
and services capability.

LOGSA’'S

MoOST CRITICAL
TOoOOLS IN SUPPORT
OF ARFORGEN

Tools developed to support theater
redistribution:
U Theater-Provided Equipment (TPE) Planner
U Automated Reset Management Tool
(ARMT)
U Left Behind Equipment (LBE) Visibility
Tool

Special tools built to support Army
modularity:

U Task Force Builder

[ Preset Equipment Assessment Tool (PEAT)

Tools developed to provide a strategic-level
common operating picture:
U The Army Force Generation Common Oper-
ating Picture (ARFORGEN COP)
U 360 Degree Logistics Readiness (360dLR)
U My Supply Support Activity (MySSA)

The Secretary of the Army has designated LIW as
the Army’s single repository of authoritative logistics.
LIW provides end-to-end life-cycle logistics support
data and information to support activities across the
Department of Defense. LOGSA’s goal is to provide
an integrated, single source in meeting the information
needs of the Materiel Enterprise and beyond.

The significant assistance that LIW brings to the
table makes LOGSA’s role vital in sustaining the heart-
beat of the Materiel Enterprise.
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oF THE ArRmy MaTerieL CommanD LoGisTics SUPPORT
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Force Management and Integration
Within a Deployed Sustainment

Brigade

BY MaJor JoHN M. RuTHs

Deployment is a complex management challenge for sustainment brigades
because they must identify and coordinate the arrival and replacement

of numerous units over time.

planners recommended that a

second sustainment brigade be
added to the force structure in Af-
ghanistan and that it be placed at
Kandahar Airfield to support Re-
gional Commands (RCs) South
and West and the soon-to-emerge
RC Southwest. As U.S. Forces
increased and expanded through-
out Afghanistan, one sustain-
ment brigade located in RC East
could no longer provide mission
command for all tactical logistics
above the brigade combat team
(BCT) level in Afghanistan.

In December 2009, President
Obama announced a force uplift
strategy, and the 43d Sustain-
ment Brigade was identified as
the second sustainment brigade
to deploy to Afghanistan and was
organized into the first push of
forces, Force Package 1. The bri-
gade’s force management section,
organized under the plans section, immediately started
to identify the rest of the brigade’s down-range task
organization and to assemble a force management team.

The Army’s modular force logistics concept, while
giving considerable flexibility to sustainment command-
ers in developing a force structure to support any ma-
neuver element, also creates many challenges for force
management. Unlike a BCT, which deploys as one unit
on a set timeline, a sustainment brigade must manage
the deployment, relief in place and transfer of authority
(RIP/TOA), and redeployment of each element within
its formation. Successfully executing this critical task
requires a comprehensive strategy that covers the entire
force management process.

In retrospect, the modular nature of the 43d Sustain-

I n the fall of 2009, theater
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A sustainment unit trains at the National Training Center at Fort Irwin,
California, before deploying to Afghanistan. This unit’s predeployment
force integration process was effective and helped to influence how it
trained before deployment. (Photo by MAJ John M. Ruths)

ment Brigade—one where units are arriving and depart-
ing a theater over time rather than all at once—served
as a forcing function to expeditiously move the force in-
tegration process forward. In preparation for its deploy-
ment to Afghanistan in support of Operation Enduring
Freedom 10-11, the brigade had to develop this process
for the existing force structure in RCs South, West, and
Southwest and for new units included in Force Packages
1, 2, and 3 of the force uplift.

Unit Identification

The first step was to identify each subordinate unit in
the formation and its position in the Army Force Gen-
eration (ARFORGEN) cycle. With the support of the
82d Sustainment Brigade, which was the sustainment



brigade in RC East, the 43d Sustainment Brigade was
able to obtain a common operating picture of the units
on the ground and their projected replacements.

Identifying every unit associated with the force uplift
proved more challenging. A team of three people was
assembled and trained to compile all the unit data pulled
from U.S. Joint Forces Command and Army Forces
Command (FORSCOM) deployment orders, the Forces
Requirements Enhanced Database, the Joint Capabilities
Requirements Manager (JCRM) system, and the Army
Force Management Support Agency. This information
was used to create a complete picture of the brigade’s
deployed task organization.

The brigade commander, Colonel Edward M. Daly,
and the rest of the command group immediately recog-
nized the importance of these data. Back at the brigade’s
home station at Fort Carson, Colorado, during formal
ARFORGEN briefs held before the deployment, Colonel
Daly often said, “It takes a brigade to deploy a compa-
ny.” The very same proved to be true about the reception
of units within the deployed brigade headquarters.

The picture of the task organization that the force
management team created was more than just a line-and-
block chart. The brigade staff had to array the task orga-
nization over time to identify potential points of friction.
For example, were there any windows of time in which a
large number of RIP/TOAs were scheduled or that over-
lapped with the RIP/TOA of a major supported unit? It
also was important to find contact information for every
down-trace unit and initiate contact.

While the whole team was being identified and
contacted, the next challenge in the process was being
tackled: What did the brigade need to know about these
units, what would it be able to influence, and what did
the units need to know about the brigade?

Unit Integration

The brigade’s force management team, in conjunction
with the entire brigade staff, created a thorough product
to pass on to new units. This product included the down-
range mission, operating environment, unit standards,
command philosophy, and process for tracking units
through the deployment cycle. That packet was a critical
first introduction to subordinate units.

Though the task organization would not take effect
until a unit arrived in Afghanistan, the brigade wanted to
bring units on board as quickly as possible to make them
part of the team. Anything that helps chip away at the
“first 100 days” concept is a positive step. Early contact
with company-sized formations served several purposes.
It gave home-station commanders an opportunity to
model their training plans to match the unit’s deployed
mission set. That is valuable because a unit does not
necessarily perform its doctrinal mission in theater.

For example, in Afghanistan, petroleum transportation
companies serve as general transportation and convoy

security companies. A deploying unit’s mission is crucial
information for home-station commanders and mobi-
lization stations to have. It gives the not-yet-deployed
unit’s command team the opportunity to coordinate for
the resources they need to train. Units that arrive with
untrained Soldiers burn valuable “boots on ground” time
before they are able to support any missions.

Not knowing the mission set can also add strain to
the TOA process by potentially making it longer. Early
contact can facilitate a vital early snapshot of supply and
personnel readiness. Repeated deployments have left
some units severely short of equipment and personnel.
Having this information on hand early enough to correct
problems proved to be vital. A commander down range,
in the fight, can influence the Army Human Resources
Command and FORSCOM to fill resource shortfalls.
The 43d Sustainment Brigade staff was able to make
those calls and help deploying units because it possessed
the information in time to assist. Learning when a unit
arrives that it is 70-percent filled is too late to effect
change.

Two products came out of this staff assessment. One
was a guide for newly identified units that educated
them on 43d Sustainment Brigade policies and proce-
dures and provided critical training guidance for their
commanders to use in shaping their predeployment
training. The other was a force integration brief that in-
formed the brigade commander about the unit transition
schedule 9 to 12 months ahead of a unit’s arrival and the
status of each unit RIP/TOA. These products were criti-
cal tools to make the initial transition smoother for units
new to the brigade.

The introduction and guide for new units included the
following products:

O A letter of introduction from the brigade commander
and command sergeant major.

U The brigade’s mission and the commander’s intent
and priorities.

O The command philosophy.

U The mission set order, spelling out what the unit
would do and the nature of its mission.

O The RIP/TOA packet.

O RIP/TOA tasks.

O The mission’s anticipated timeline.

O A list of theater-provided equipment, if applicable.

U The brigade force integration brief, which tracked
the progress of both incoming and outgoing units
through the RIP/TOA process. (This was also briefed
to the brigade commander twice weekly in his update
brief for active transitions or assumptions.)

First impressions are lasting impressions. Quickly
integrating a unit and bringing it on board helps to ease
the transition process and maintains uninterrupted sup-
port to maneuver units.

Another important facet involved the mission infor-
mation on each unit that is shown on the FORSCOM
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43d Sustainment Brigade
Force Management Process

}!_1

Check for replacement units
onthe JCRM and
FORSCOM websites and
ensure that FTNs match.

12 months out or as soon as
information appears

Check the unit’s mission
description on both the

JCRM and FRED (FORSCOM)
websites. Check the unit’s
LAD and see if it matches
against the current unit's

BOG date. Incoming LAD
should be outgoing unit’s
BOG minus 25 days.

=)

Research the unit on the
USAFMSA website (formerly
WEBTAADS). Determine if it
is Active component or
Reserve component (USAR or
NG) and what state or
installation it comes from.

=)

)

Establish contact information
and points of contact.
Attempt to get both NIPR
and SIPR email addresses
for points of contact.

10 to 12 months out

11 to 12 months out or upon
receipt of FORSCOM
fragmentary order

9to 10 months out

standard, notify JSC—A immediately.

«If the unit data associated with the FTN on the JCRM
and FRED websites are incorrect, submit correct
information to JSC—-A for submission higher.

«If the incoming LAD does not meet the BOG-25 day

Ensure that mission orders
have been written by the
sustainment brigade; they
should match the functions
the unit will perform in
theater.

Send the unit’s mission order
and the current deployment
book data. Ensureto send a
NIPR email to alert points of
contact that information was
sent on SIPR.

=)

Stay in contact with both the
battalion headquarters here in
Afghanistan and the unit to
ensure a VTC is conducted.

=)

Conduct the VTC 3 to 4 months

Continue to monitor the unit
until....

approximately 7 days before
the unit’s LAD, then handoff
to S-3/CUOPS

7 to 8 months before 5to 6 months before the unit's LAD

before the unit's LAD

* Weekly force management working group meetings held at the
brigade headquarters and at JSC-A.

*Ongoing research and unit contact.

* Actual arrival date memos submitted for Active component units to
setthe next unit’s latest arrival date and use of the Mobilization and
Deployment Information System for Reserve component units to
determine mobilization and 400-day dates.

Ongoing Activities

* Brief force management at battle upgrade assessments twice each
week or in accordance with the battle rhythm.

* Alert brigade leadership to any issues.

* Work with JSC—A to correct unit mismatches.

* Pull in support from the rest of the staff as needed to address issues
with incoming units.

* Battalions stay in touch with future units.

This process map shows what happens and when it should happen throughout the force management process.
A process map such as this helped the 43d Sustainment Brigade develop measures of effectiveness for each
major area of operations. These measures prevented actions from happening too late.

and JCRM websites. The force management team had
to determine if each unit’s narrative matched what the
brigade would send out in the mission set order. This

is important because the unit’s normal predeployment
higher headquarters may also check the unit’s informa-
tion. The narrative should really describe what the unit
will do while deployed and, in doing so, give the com-
mander an idea of what to train on and even how to do
it. This might not seem very important, but it is really a
key part of the process. A monthly working group was
started to closely examine unit narratives so that adjust-
ments could be sent to correct those that needed it.

Managing the Process

The ARFORGEN cycle and unit transitions are dy-
namic processes that demand constant oversight. To stay
current with every ongoing and upcoming unit transi-
tion, force management and integration must be part
of the unit’s battle thythm and receive the appropriate
command emphasis. To manage the process on a weekly
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basis, the brigade’s force management team hosted a
weekly video teleconference (VTC) with the brigade’s
subordinate battalions. Those VTCs, chaired by the
brigade deputy commander or executive officer, were a
critical forum for providing updates on incoming units’
preparations for deployment and for providing guidance
and addressing concerns.

Like all meetings, preparation for the VTC was es-
sential to maximizing the meeting’s effectiveness. Each
battalion was required to update its information no later
than 24 hours before the meeting and to address any
concerns. In the VTC, battalions were able to provide
more thorough, interactive updates. Most issues were
either successfully addressed or assigned to an action
officer with a suspense for resolution. Eventually, the
brigade’s higher headquarters, the Joint Sustainment
Command—Afghanistan (the 184th Expeditionary Sus-
tainment Command from the Mississippi Army National
Guard), started a weekly working group meeting that
brought yet another useful tool to the process.




Legend

BOG = Boots on ground

CUOPS = Current operations officer

FORSCOM = Army Forces Command

FRED = Force Requirements Enhanced Database
FTN = Force tracking number

JCRM = Joint Capabilities Requirements Manager
JSC-A = Joint Sustainment Command—-Afghanistan
LAD = Latest arrival date

NG = National Guard

NIPR = Nonsecure Internet Protocol Router

SIPR = Secure Internet Protocol Router
USAFMSA = U.S.Army Force Management Support Agency
USAR = U.S.Army Reserve

WEBTAADS = Web Based Total Army Authorization

Documents System

The 43d Sustainment Brigade effectively linked each
currently deployed unit with the unit that would eventu-
ally replace it. Since these units shared force tracking
numbers (FTNs), they were fairly easy to match with
each other (the only difference being the part of the FTN
that delineated the year). The brigade’s force manager
created a single sheet that made it possible for each
subordinate battalion’s force manager to track units. A
timeline across the top of the sheet showed key dates,
including the date of the incoming unit’s arrival in the-
ater, the date the outgoing unit would reach its last day
of boots on the ground (which was the date of its arrival
in theater plus 364 days), and the date the units would
conduct their TOA ceremony. The rest of the space
was evenly divided between the incoming unit and the
outgoing unit.

On the incoming side, various areas were tracked
under the headings of S—1, S-2, S-3, S—4, S—6, medi-
cal, and transportation. These areas of the sheet were
populated as the information became available or as the
subordinate battalion and the future deploying unit got
to know one another through the process of exchanging
information.

On the other side, the outgoing unit was tracked with
the same headings but covered specific tasks that fit an
outgoing unit. These included the tracking of ratings,
end-of-tour awards, redeployment briefings, awards and
TOA ceremonies, the clearance of accounts, and the
transfer of property. Having all of this information on a
single page made briefing it simple and straightforward.
It also made it easy to see if the battalion was on track
with both the incoming and outgoing units over time.

Typically, the accuracy of information improved as the
incoming unit got closer to its deployment. The overall
situation in each of the three RCs—South, Southwest,
and West—differed from one another. This was yet
another way that conducting weekly working group
meetings paid off. The efforts and outputs of the force
integration working group created another way for the
brigade staff to visualize the RC differences and how
those differences related to bringing in new units.

Systems, Practices, and Positive Results

One example of the 43d Sustainment Brigade’s force
management process in practice is offered by an active-
duty petroleum transportation company stationed in the
continental United States (CONUS) that knew it would
deploy to Afghanistan. The 43d Sustainment Brigade
headquarters also knew this, and it forwarded this
information to the combat sustainment support battalion
(CSSB) headquarters under which the company would
fall while deployed. The CSSB S—3 contacted the com-
pany through the battalion’s headquarters.

Eventually, the company commander talked to the
CSSB S-3, who was also in charge of force management
at the battalion level, and an important communication
process commenced. Through requests for information,
company personnel in CONUS learned a great deal
about who they would replace, what their mission would
be, what it would be like in the particular area of opera-
tions to which they would deploy, and a great deal more.
They also learned that they would be employed primar-
ily for convoy security, which is a key element to com-
pleting successful convoys. So, even if there had been a
mismatch between the FORSCOM and JCRM websites,
the company was able to learn about its mission through
a “pitch and catch” proactive communication process.

In this particular case, the unit knew well ahead of
time what its mission would be and even the specific
type of vehicles it would use to perform that mission.
This led to all three platoons of the company being
trained and licensed on the MaxxPro mine-resistant
ambush-protected vehicle (MRAP).

If the overall force management process, along with
solid lines of communication, had not been in place,
over 100 Soldiers of these three transportation pla-
toons would have had to become vehicle certified after
deployment. This would have proven to be a lengthy
process, with a 40-hour course and a finite number of
vehicles and instructors available for training. It also
would have strained the RIP/TOA process between this
unit and the unit it was replacing. Being able to avoid
such strains was a major benefit and made the integra-
tion of the company into the battlespace much more
predictable.

This was just one instance in which the force integra-
tion process paid dividends within the 43d Sustainment
Brigade. A smooth RIP/TOA process not only helps a
new unit assume its mission more effectively, but it also
helps the outgoing unit redeploy successfully. When the
RIP/TOA process is well planned from the company
through the battalion and up to the brigade, it gives the
outgoing unit adequate time to accomplish all of its
redeployment tasks.

The positive result was that the receiving battalion
headquarters in Afghanistan was able to clearly com-
municate what mission the unit would routinely perform
in theater and the unit was able to positively adjust its
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U.S. Soldiers arrive in Afghanistan. After a short reception, staging, onward movement, and integration period,
they will be deep into the RIP/TOA process with the unit they will replace. (Photo by SFC Kevin W. Quill)

own training as a result. Deploying with the maximum
number of MRAP-qualified personnel also reduced
the potential risk that transportation units faced while
deployed.

The 43d’s force managers eventually developed a
process map and an action plan specifically for force
management and integration. (See process map on page
8.) Times were built into the process map for such im-
portant predeployment events as when to research units,
when to contact them, and when to send mission orders.
Later, this information helped leaders develop an action
plan for force management with well-defined measures
of effectiveness for each line of effort.

Products such as a process map and an action plan
help units to “see” themselves more effectively because
they provide specific criteria that units can use to grade
themselves and do not allow room for units to make
subjective judgments. Both products are also useful
when conducting the RIP/TOA process. They give the
incoming unit assuming the mission effective products it
can use to help learn the force management process and
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to determine how well it is executing that process.
During the 43d Sustainment Brigade’s tour of duty
in Afghanistan, the force management process steadily
improved. It became a factor within the brigade that
provided regularity and predictability to the potentially
stressful deployment process. It helped the brigade on
the ground in Afghanistan, the units training for deploy-
ment under the brigade, and even the units they would
eventually replace.

Masor JoHn M. RutHs 1s THE S—4 OF THE 4TH SPE-
ciAL TRooPs BATTALION, 4TH INFANTRY BRIGADE COMBAT
Team. HE WAS PREVIOUSLY THE PLANS OFFICER-IN-CHARGE
FOR THE 43D SuSTAINMENT BRIGADE. HE HOLDS AN
M.B.A. DEGREE WITH A CONCENTRATION IN LOGISTICS MAN-
AGEMENT FROM TUI UNIVERSITY AND IS A GRADUATE OF THE
ORbNANCE OFFICER Basic CouRse AND THE COMBINED
Loaistics Capr1aiNs CAREER COURSE.



The Challenges and Risks
of the ARFORGEN Process
for a Sustainment Brigade

BY CAPTAIN THomAs A. KNOTHE

The Army Force Generation process is different for sustainment units
and brigade combat teams—a lesson the 43d Sustainment Brigade learned
during its deployment to Afghanistan and its return to Fort Carson.

n 9 March 2010, the 43d Sustainment Bri-
gade departed its home station at Fort Carson,
Colorado, to deploy to Kandahar Airfield,
Afghanistan. Its mission was to provide logistics sup-
port for combat operations in Regional Commands
South, Southwest, and West. What made this deploy-
ment stand out was that the brigade did not replace an
existing unit. Its arrival resulted in the presence of two
sustainment brigades in Afghanistan for the first time
since U.S. military operations began there in 2001.
The 43d Sustainment Brigade’s deployment was
part of the uplift of forces in Afghanistan directed by
President Obama in December 2009. Since it did not
replace another unit, the 43d did not fall in on another
unit’s theater-provided equipment and thus had to start
its operations from the ground up.
The only theater-provided equipment the 43d re-
ceived was a small amount of computers and office

supplies transferred from the 82d Sustainment Brigade.

(Before the 43d Sustainment Brigade arrived, the 82d
had been the sole sustainment brigade in the country,
responsible for supporting all of Afghanistan). Know-
ing that there was not very much property to fall in on,
the 43d had to anticipate all of its supply requirements
before deploying, including items to construct its own
expeditionary tactical operations center.

Roughly half of the units that were attached to the
82d Sustainment Brigade were reorganized to fall un-
der the 43d Sustainment Brigade. A total of 31 subor-
dinate units would fall under the mission command of

the 43d at some point during its 12-month deployment.

This placed an unprecedented amount of strain on the
brigade staff to familiarize themselves with the Army
Force Generation (ARFORGEN) process for all of
those units. ARFORGEN creates challenges and risks
for sustainment brigades that are different from those
faced by brigade combat teams (BCTs).

Deploying a Sustainment Brigade

One of the ARFORGEN risks is the continuous de-
ployment and redeployment of subordinate units under
the sustainment brigade that are at different points in
the ARFORGEN cycle.

A significant difference between the deployment of
a sustainment brigade and the deployment of a BCT
is that when a sustainment brigade deploys, the battal-
ions and companies that fall under it in garrison do not
necessarily deploy with it. The only subordinate unit
organic to a sustainment brigade that deploys with it is
the special troops battalion’s (STB’s) headquarters and
headquarters company (HHC).

It is possible for a logistics company to be attached
in a deployed environment to its home-station sustain-
ment brigade, but the two units likely will not deploy or
redeploy together. A sustainment brigade commander
may elect to leave the STB in the rear to carry out its
garrison logistics responsibilities and provide mission
command for the brigade’s attached subordinate units
that did not deploy with the brigade.

The way that a sustainment brigade deploys and re-
deploys has several advantages and disadvantages. The
main advantage is that its attached subordinate units
that have already been in theater can assist the new
brigade headquarters in ongoing operations when it ar-
rives. This can actually serve as a continuity multiplier
for the incoming headquarters, which will benefit from
the already established units.

The biggest disadvantage to deploying as a sus-
tainment brigade is the great likelihood that the cur-
rently deployed array of subordinate units will not have
trained together for the deployment. Since they will
have come from a variety of continental United States
locations and even overseas locations such as Germany,
they probably will have all trained along different lines
of effort.
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The Army can take sustainment battalion headquar-
ters and a large variety of companies from anywhere
and organize them under the mission command of a
sustainment brigade. It is not uncommon for Army
National Guard and Army Reserve units to be placed
under the mission command of an Active Army sustain-
ment brigade, or vice versa.

Regardless of its Reserve component or Active Army
status, when a new subordinate unit arrives in theater
to fall under a sustainment brigade, its capabilities,
strengths, weaknesses, and company leaders are all
unknown. This can lead to variations in the relief in
place/transfer of authority (RIP/TOA) process while the
incoming unit learns all of the sustainment brigade’s
internal policies and procedures.

Deploying a BCT is a different situation. Under the
Army’s modular design, all combat battalions and the
brigade support battalion (BSB) within a BCT deploy
and move through the ARFORGEN process together as
a single unit. When a BCT deploys, the entire brigade
is brand new to the theater and a large portion of the
existing knowledge the previous BCT had can be lost
in the transition. Once the previous BCT redeploys
back to its home station, the new BCT is forced to re-
create or relearn many of the products and tasks that the
previous BCT had already completed and that the new
BCT may have missed during the RIP/TOA process.

Rear Detachment Responsibilities

While a sustainment brigade headquarters is de-
ployed, its rear detachment is still accountable for
many responsibilities. Even with the STB and sustain-
ment brigade headquarters deployed, normal business
operations will continue at the brigade’s home station.

The sustainment brigade’s rear detachment is re-
sponsible for pushing its attached companies that are
not deployed through the ARFORGEN process and
preparing them for deployment. It also must provide
logistics support to the installation and receive rede-
ploying subordinate units, start their reset process, and
begin to plan training.

The primary responsibilities of a BCT rear de-
tachment are far less extensive. Its primary duties
include receiving and preparing newly arriving Soldiers
for deployment, ensuring that they receive theater-
specific training, performing medical and administra-
tive actions for Soldiers who have returned home from
theater, and providing family readiness group support.

Reset and Individual Training

New ARFORGEN challenges awaited the 43d Sus-
tainment Brigade after it completed its mission in Af-
ghanistan and redeployed to Fort Carson. The amount
of ARFORGEN risk associated with a sustainment
brigade is at its highest level when the brigade returns
home from a deployment and takes over operations
from its rear detachment.
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Immediately after a sustainment brigade assumes
operational control after a deployment, it enters into the
first phase of the ARFORGEN process, the reset/train-
ing phase. At this point, many of the experienced staff
officers and noncommissioned officers will transition
out of the sustainment brigade. The primary objectives
for this phase are turning in equipment to reset and
conducting individual training, such as physical fitness
and weapons training. The first phase is considered
complete when the unit receives all of its equipment
back from reset, which should be in no more than 180
days.

The redeployed unit must also get back to Army in-
dividual training standards. Being away for a year and
having to retrain is significant. It is not only a matter of
getting back to individual standards but also of sending
Soldiers to noncommissioned officer education system
schools and getting selected Soldiers certified in vari-
ous unit additional areas.

What makes the ARFORGEN process more difficult
for a sustainment brigade is that the subordinate com-
panies attached to the sustainment brigade will be at
different points in the ARFORGEN process preparing
for their own deployments. It is the brigade’s respon-
sibility to prepare and resource these units for their
deployments and to reestablish all of their other prede-
ployment systems and practices to meet ARFORGEN
requirements. The brigade staff will undoubtedly be
busy juggling the different phases of the ARFORGEN
process for all of its downtrace units and managing
reset for the brigade headquarters.

Ready Force and Collective Training

After completing the reset/training phase, the unit
will enter into the second phase of the ARFORGEN
cycle, the ready force phase. This phase consists of
extensive collective training and is completed after the
unit successfully concludes its culminating training
event (CTE). If the unit properly planned individual
training during the reset/training phase, its foresight
will pay off during the CTE and any other collective
training events.

Scheduling internal collective training poses a sig-
nificant challenge for the sustainment brigade because
of the same ARFORGEN cycle disparity between units
mentioned earlier. If the brigade schedules a field train-
ing exercise, a unit may be unable to attend because it
is going through reset or taking block leave before it
deploys. With a portion of the companies under the 43d
constantly deployed or unable to attend a training event
because of their ARFORGEN cycles, the brigade’s sup-
port capabilities potentially will be different for each
training event.

Like most Army sustainment brigades, the 43d is the
senior logistics unit at its home station and is respon-
sible for providing logistics support to all tenant units



when it is not deployed. The sustainment brigade might
at times be unable to provide transportation assets

or fuel support because the units that furnish those
capabilities are deployed or in reset. This will force the
modular BCTs to look internally in some areas to meet
their logistics training requirements.

Sustainment brigades are in a constant state of train-
ing support, and BCTs rely heavily on them throughout
the Army to support the logistics needs of their training
requirements. This symbiotic relationship between the
BCTs and the sustainment brigade also benefits the 43d
because supporting the BSBs and maneuver battalions
at Fort Carson provides great training opportunities for
the sustainment brigade’s staff and attached units.

The final portion of the ready force phase is the ex-
ecution and successful completion of the CTE. When a
BCT enters into its CTE at the National Training Cen-
ter or the Joint Readiness Training Center, the entire
BCT normally goes together. In a sustainment brigade,
the units are forced to “fight to train” based on the unit
commander’s guidance and intent.

As noted, all of the subordinate units in a sustainment
brigade are at different phases of the ARFORGEN
process and at different phases in the training process.
If a battalion or company within a sustainment brigade
needs a CTE, it must coordinate with a BCT for space
in the BCT’s rotation. This predeployment capstone
training exercise is vital to mission success. The train-
ing value it provides is irreplaceable because it allows
the commander to evaluate the competence and capa-
bility of his unit before deploying.

Even though the company or battalion headquarters
will not necessarily be deploying with the same unit it
trains with, a CTE will still provide essential collective
training for the company and allow the commander to
see his unit’s strengths and weaknesses. The main risk
for a sustainment unit seeking a CTE is that the unit
will rely completely on the BCT to allow it to attend
the training. However, the BCT is not required to allow
a sustainment unit the opportunity to train with it dur-
ing its rotation.

A large amount of coordination between the two
brigades is needed before executing the training in such
areas as determining equipment available on the rota-
tional draw grid, arranging for billeting and transporta-
tion, defining the support unit’s role while executing
the training, and integrating the sustainment brigade
into the overall concept of the operation for the BCT.
This is even more difficult to coordinate when the two
units are not at the same installation. Smart sustainment
units “sell” the benefits of training with a sustainment
brigade to the BCT that is the centerpiece of the train-
ing rotation.

Available Force Phase
The third and final phase of the ARFORGEN process
before deployment is the available force phase. Upon

reaching this phase, the unit is considered trained,
equipped, and available for deployment. If the unit has
been slated for a deployment, it will normally receive
its deployment orders just before entering this phase.
During the available force phase, the unit prepares its
equipment for movement, purchases and packs sup-
plies, splits its property book, and allows its Soldiers to
take block leave before deploying. Whether the unit is
a single company or the sustainment brigade headquar-
ters, it will deploy by itself and not as part of a larger
organization, as a company within a BCT would do.
The unit will arrive in theater and fall in under a
different chain of command. Upon arrival, it is pos-
sible that the deploying unit and its already deployed
headquarters will know little about each other. A well-
functioning and effective force integration process,
led from the already deployed unit’s headquarters, can
eliminate this lack of knowledge and the communica-
tion gaps one might expect.

The purpose behind the Army’s implementation of
the ARFORGEN process is to provide predictability
and stability to Soldiers during a time of extremely
high operating tempo in an era of persistent conflict
and continuous deployments. In addition to ensuring
that the Army has units prepared to deploy in support
of operations all over the world, the ARFORGEN pro-
cess also provides some measure of predictability to the
Soldiers who make up those units.

Soldiers can familiarize themselves with the AR-
FORGEN model to gain a better understanding of what
training they can expect to perform during each phase
and when their unit is available for deployment. It is
important for Soldiers to understand and appreciate the
differences in the overall ARFORGEN process be-
tween BCTs and sustainment brigades. Knowing these
differences can help sustainment brigades through the
process as they prepare to deploy and, in doing so,
leave their traditional task organization at home station
and become part of another organization in a deployed
environment.

CaPTAIN THOMAS A. KNOTHE IS THE COMMANDER OF THE
Forwarp SuppoRT CompPANY, 4TH ENGINEER BATTALION,
5551H ENGINEER BRIGADE, AT FORT CARSON, COLORADO.
HE PREVIOUSLY SERVED AS THE SUPPORT OPERATIONS PLANS
OFFICER FOR THE 43D SuUSTAINMENT BRIGADE. HE HOLDS
A B.S. DEGREE IN ECONOMICS FROM AUBURN UNIVERSITY
AND IS A GRADUATE OF THE ORDNANCE OFFICER Basic
CouRse AND THE ComBINED Logistics CaPTaiNsS CAREER
COURSE.
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82d Sustainment Brigade
Rear Provisional Headquarters

BY LIEUTENANT CoLoNEL PeTER B. WINDSOR

When the 82d Sustainment Brigade prepared to deploy to Afghanistan in 2009,
it decided to establish a rear provisional command consisting of Active and Reserve
component Soldiers that could perform the brigade’s Fort Bragg sustainment mission.

any scholars judge General Creighton W.
M Abrams’ plan known as the Abrams Doctrine,

which set up the Army so that the Nation can
never go into major conflict without calling up the
Army Reserve components, to be brilliant. The doctrine
has certainly been decisive in the conflicts since 2001,
to which the Army National Guard and Army Reserve
have provided thousands of troops in support of the
Active Army both in the continental United States and
in theater operations.

Putting Abrams’ Principle Into Play
When examining mission command options for the
82d Sustainment Brigade during its deployment to

Soldiers of the 82d Sustainment Brigade load pallets of supplies for air-
drop during the Joint Forcible Entry Exercise.
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Afghanistan, the brigade commander, Colonel John
“Skip” O’Neil, put Abrams’ principle into practice by
integrating Active and Reserve component Soldiers
into a rear provisional command that would continue
the sustainment mission at Fort Bragg, North Carolina.

This option was selected over setting up a rear
detachment because it provided the most efficient way
to manage the training and readiness authority for 3
support battalions totaling nearly 3,000 Soldiers in the
dwell cycle. It was also the best way to manage fiscal
year 2010 training and certification on low-altitude
delivery systems for 20 units and the reset of 12 units
following deployment.

The request for authorization to establish the 82d
Sustainment Brigade (Rear) (Provi-
sional) was submitted, and in July
2009, the Army Forces Command
G—-3/5/7 approved its establishment
effective 1 September 2009 for a
period not to exceed 2 years.

The rear provisional headquarters
for the 82d Sustainment Brigade,
called Task Force Provider, was a
mix of Active and Reserve compo-
nent Soldiers. It included a blend
of 87 Army Active officers and
noncommissioned officers, 5 Army
National Guard Soldiers, 19 Army
Reservists, 3 Individual Ready Re-
servists, and 2 retiree recalls. It was
led by a Reserve component com-
mander, Colonel Hector Lopez, and
an active-duty command sergeant
major, Command Sergeant Major
Edward Bell. Most of the primary
staff positions were filled by Army
Reservists.

The multicomponent organization
assumed command on 5 November
2009 to form a hugely successful



Task Force
Provider
Soldiers load
high-mobility
multipurpose
wheeled ve-
hicles onto an
aircraft for
transport dur-
ing the Joint
Forcible Entry
Exercise.

rear provisional headquarters for the 82d Sustainment
Brigade. This truly was the “One Army, One Team”
concept of a combined Active Army, Army National
Guard, and Army Reserve force in practice and at its
best. Although Task Force Provider’s strength was
less than 25 percent of the normal sustainment brigade
headquarters, the operating tempo did not subside.

In a video teleconference from Afghanistan, Colonel
O’Neil said that Colonel Lopez and Task Force Pro-
vider had done much more than just maintain the status
quo. This was evident in Task Force Provider’s many
accomplishments, including the successful outcome of
the XVIII Airborne Corps Organizational Readiness
Assessment.

Operation Unified Response

Shortly after taking charge, Task Force Provider
was confronted with a real-world scenario in which it
played a critical role in support of Operation Unified
Response, the earthquake disaster relief effort in Haiti.

During this crisis, the brigade provided mission
command for logistics support, transported 3,764 Sol-
diers for deployment, moved 330 containers and 816
463L pallets, escorted 23 civilian transports, loaded
223 aircraft, and distributed 47 pallets of medical sup-
plies.

Unit Achievements

Other noteworthy accomplishments during Task
Force Provider’s tenure were the establishment of the
first-ever brigade headquarters outload support mission

command cell for the Joint Forcible Entry Exercise 10—
06 and Forcible Entry Demo. In this XVIII Airborne

Corps and Air Force exercise, a brigade combat team
(BCT) from Fort Bragg assumed duties as the Army’s
global reaction force with the potential of deploying
up to the entire BCT in support of both domestic crisis
responses and overseas contingency operations. Two
mobilized Reserve component Soldiers led the logistics
synchronization efforts and provided outload mission
control for this high-visibility mission.

Task Force Provider also manned a theater support
command response cell with 18 officers and noncom-
missioned officers to support the XVIII Airborne
Corps’ 3-week mission rehearsal exercises as it pre-
pared to deploy to Iraq.

Task Force Provider hosted or executed several other
high-visibility events, including the Annual Rigger
Rodeo, which is a multicomponent, interservice best
rigger competition. The task force also hosted the
brigade’s new expert action badge training program—a
validation and training event that measured the combat
readiness of sustainment brigade Soldiers. This event
tested the Soldiers’ physical fitness, land navigation
skills, and expertise on 30 warrior tasks. Candidates
completed lanes training, which culminated with an
event-driven scenario and a 4-mile validation run.

Task Force Provider developed other sustainment
brigade initiative guidance, such as the leader’s book
and the program and continuity book, for redeploying
a sustainment brigade headquarters. The task force also
participated in an Iraqi logistics visit with Iraqi general
officers.

Benefits From Diverse Backgrounds
Task Force Provider has benefited greatly from
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Supplies are delivered by airdrop on pallets prepared by the 82d Sustain-
ment Brigade’s Task Force Provider during the Joint Forcible Entry
Exercise.

having all three Army components in its ranks. The
Active Army task force members contributed their
considerable experience and familiarity with the corps
and the installation. Two products of the Active compo-
nent were the Primary Leaders Course and the Junior
Leadership Course. These courses educate all new 82d
Sustainment Brigade leaders about the brigade poli-
cies, procedures, and standards that they are expected
to adhere to and enforce. The Task Force Provider S—1
laid the groundwork for the Reserve recruitment and
mobilization efforts, which have been emulated by
other sustainment brigades throughout the Army.

The National Guard and Reserve task force members
contributed manpower, varied military and civilian
backgrounds and experiences, and Reserve component
sources and contacts. The brigade executive officer
was a high school science teacher, a certified Lean Six
Sigma green belt, and an Intermediate Level Education
instructor in the Reserve. He was a great trainer and
leader for the staff. Another Reservist was a civilian
certified public accountant who performed brilliantly
as the brigade budget officer. The brigade S—4 was an
operations supervisor for Otis Elevator in Buffalo, New
York. During his tenure, the 82d Sustainment Brigade
won the Commanding General’s Best Dining Facility
Award twice.

Sustainment Brigade Accomplishments

The sustainment brigade provided support to more
than 30,000 Soldiers in 12 BCTs and corps separate
brigades stationed at Fort Bragg. It provided oversight
and expertise on issuing, packing, and maintaining
more than 27,000 parachutes. The brigade supported
1,202 ground movement missions for 24,200 tons of
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cargo and 1.3 million critical and
routine requisition transactions
for classes II (clothing and indi-
vidual equipment), [V (construc-
tion and barrier materials), VII
(major end items), and IX (repair
parts), valued in excess of $35
million.

One person in the brigade S—3,
an Army National Guard officer
from Puerto Rico, was responsi-
ble for completing and managing
most of the mobilization exten-
sion packets and assisting the 7th
Sustainment Brigade in mobiliz-
ing Reserve component Soldiers
for its own provisional command.

Two of the retiree recalls were
born during the Eisenhower
administration and had more than
30 years of service. These Sol-
diers met Fort Bragg standards,
participating in daily physical training, competing in
brigade and corps 4-mile runs, and setting an example
for Soldiers half their age. Task Force Provider was
also fortunate to have talented junior officers. Three
from the National Guard had just returned from a de-
ployment in Iraq with the 30th BCT.

In addition to Task Force Provider’s varied experi-
ences, the Soldiers’ contacts with local Army National
Guard and Army Reserve units proved useful. This was
demonstrated when the 546th Transportation Company
received a short-notice deployment order to perform a
heavy equipment transporter mission to Kuwait. Since
the brigade did not have this type of vehicle, Reserve
officers assigned to Task Force Provider coordinated
with their contacts in the North Carolina Army Na-
tional Guard for the trainers and equipment needed to
certify 120 drivers.

Through the combination of General Abrams’ princi-
ples and Colonel O’Neil’s vision, the 82d Sustainment
Brigade rear provisional headquarters successfully
integrated Active and Reserve component Soldiers.
The varied knowledge and experience of the Active
and Reserve component Soldiers served them well in
fulfilling the mission of the headquarters.

LieuTeENANT CoLoNEL PeTer B. WINDSOR IS THE As-
SISTANT S—3 FOR THE 82D SUSTAINMENT BRIGADE AT
Fort BRAGG, NORTH CAROLINA. HE HOLDS A BACHELOR’S
DEGREE IN HISTORY FROM CAMPBELL UNIVERSITY AND IS A
GRADUATE OF THE INFANTRY OFFICER BAsic AND ADVANCED
Coursks, THE ARmY Commanp AND GENERAL S1aFr CoL-
LEGE, AND THE INTERMEDIATE LEVEL EDUCATION FACULTY
DeveLoPmeENT COURSE.



Not Your Father’s BCS3

tem (BCS3) has evolved considerably over the

past few years. Increased command emphasis
and system improvements have made it the system of
record for logistics tracking.

Brigade combat teams (BCTs) rotating through the
National Training Center (NTC) at Fort Irwin, Califor-
nia, use BCS3 to track their logistics statuses (LOG-
STATs). While commands consciously decide to use
BCS3, planners overlook certain aspects when prepar-
ing for NTC. They often do not fully appreciate the
complexity of the system, the time required to properly
train BCS3 operators, and the numerous technical
issues that can occur if the boxes are not configured
properly. This article provides suggestions for units that
want to use BCS3 to its full potential.

Focus on BCS3 before going to NTC. Many units
virtually ignore BCS3 until they arrive at NTC. Opera-
tors are hastily trained during the reception, staging,
onward movement, and integration (RSOI) week and,
even with assistance from the field service representa-
tives (FSRs), barely understand how to execute simple
tasks by the end of the rotation.

Often, units have not previously networked BCS3
boxes together and properly tested them. Valuable
training days are wasted while operators and FSRs try
to make BCS3 boxes operational.

Train BCS3 operators before NTC rotations. Most
major installations have a BCS3 team that can provide
collective training, initial individual training, and re-
fresher classes. If training is unavailable at the installa-
tion, contact the FSRs at NTC and inquire about having
operators trained during the Leader’s Training Program
week. Focus BCS3 training on capabilities your BCT
needs for its operations.

Ensure that BCS3 systems are networked and tested
during command post exercises and field training exer-
cises in garrison, and repeat the BCS3 gunnery during
the RSOI week at NTC. This will help minimize issues
with the BCS3 systems once the rotation begins. Units
should consider continuously operating the system on
their garrison local area network (LANs). While con-
necting to the LAN can be tedious, it allows units to
track readiness and in-transit visibility while maintain-
ing operators’ perishable skills.

Maintain continuity for operators. BCS3 has many
capabilities; however, it is also very complicated.
Operators need to work with the system for a signifi-
cant period before they become proficient. Every time
a BCS3 operator is replaced, the efficiency of BCS3
suffers. Units, especially at the battalion level, should

T he Battle Command Sustainment Support Sys-

BY CAPTAIN JOHN D. LAmMKIN

designate capable operators who will remain in the
position throughout most of an upcoming deployment.

Train the managers. Support operations officers
(SPOs) and BCT and battalion S—4s often know little
about BCS3. Most battalion S—4s are not logisticians,
and while logisticians receive some BCS3 training at
the Combined Logistics Captains Career Course, their
proficiency is perishable. Logistics managers also fail
to take advantage of additional training opportunities in
garrison or at NTC. Those who do not understand how
BCS3 works cannot properly supervise BCS3 operators
or ensure that the system’s capabilities are fully used.
Schedule key logistics managers to receive BCS3 train-
ing. If a manager is unavailable for formal training,
then informal BCS3 instruction from trained personnel
is needed.

Facilitate accurate reporting. Inaccurate LOG-
STAT reporting at the battalion level is the number one
logistics issue BCTs face. Headcounts are frequently
incorrect; battalions report almost no meals ready-to-
eat on hand when they have hundreds of cases distrib-
uted among their line companies; battalion S—4s do
not use ammunition expenditure reports, which makes
ammunition on-hand estimates inaccurate; and future
ammunition projections do not account for upcoming
operations.

Battalion S—4s and the BCT S—4 and SPO need to
perform their BCS3 data roles. Battalion S—4s need to
send accurate reports in a standardized format to main-
tain situational awareness of LOGSTAT throughout
the BCT and allow the BCT S—4 and SPO to conduct
logistics forecasting. The SPO needs to relate report-
ing requirements clearly to battalions and work with
the battalion and BCT executive officers to ensure that
standards are enforced.

Units that arrive at NTC with trained BCS3 operators
and managers and that emphasize accurate logistics
reporting generally have fewer logistics shortfalls and
emergency resupplies during their rotations. A com-
mand that emphasizes these areas will experience
smoother logistics operations, both at NTC and when
deployed.

CapP1aIN JOHN D. LAMKIN IS THE BRIGADE S—4 cowm-
BAT TRAINER AT THE NATIONAL TRAINING CENTER AT FORT
IrwiN, CALIFORNIA. HE HOLDS A BACHELOR’S DEGREE IN
POLITICAL SCIENCE FROM THE UNIVERSITY OF CALIFORNIA,
IRVINE, AND IS A GRADUATE OF THE OFFICER CANDIDATE
ScHooL anp THE ComBINED Loaistics CAPTAINS CAREER
COURSE.
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A Financial Management Support
Operations Team’s Deployment

to Kuwait

BY LIEUTENANT CoLONEL LAWRENCE M. SEWARD,

MaJor JONATHAN G. WESTFIELD, AND MASTER SERGEANT JAMES E. ComBs

Brigade™) deployed to Kuwait in April 2010

to support the responsible drawdown of forces
and equipment from Iraq and the transition to Opera-
tion New Dawn. This mission provided our unit, the
brigade’s financial management support operations
(FM SPO) team, with many valuable experiences and
lessons learned.

Our journey to Kuwait began at our home station,
Fort Riley, Kansas, where the FM SPO concept of
support for the upcoming mission was, at first, am-
biguous. We had little to guide us in our preparations
except doctrine. As we developed an initial picture of
what our niche was going to be for the drawdown, we
recognized that we would have to be both proactive and
creative.

T he 1st Sustainment Brigade (the “Durable

Directed Mission-Essential Task List

Before the predeployment site survey (PDSS) in
January 2010, we sought lessons learned from previous
FM SPOs’ deployment experiences. But such informa-
tion was scant. The lessons learned from one FM SPO’s
experience might not apply to our situation; however,
these lessons, along with doctrine, did allow us to begin
developing our FM SPO directed mission-essential task
list (DMETL). The 1st Sustainment Brigade empha-
sized the development of the DMETL to prepare for the
command post exercise—sustainment and subsequently
for the deployment.

From an FM SPO point of view, the development and
refinement of the DMETL was a value-added task. It
helped us to anticipate what we thought we might be
doing based on doctrine, the tactics, techniques, and
procedures used by the FM SPO already in Kuwait
(part of the 593d Sustainment Brigade), our mission,
our commander’s intent, our FM SPO structure and
skill sets, and our own creative input. The FM SPO
DMETL was a living document, and we modified it
throughout our deployment.

The development of the FM SPO DMETL, coupled
with working and consulting with our 593d Sustain-
ment Brigade counterparts, helped us to visualize the
future.
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Predeployment Site Survey

Our journey took us to Arifjan, Kuwait, in January
2010 to better grasp how our FM SPO team would
function in terms of battle rhythm and future opera-
tions. This visit also provided us with a picture of the
logistics footprint and capabilities in Kuwait.

We learned that finance operations in Kuwait were
relatively static. However, the drawdown of person-
nel and equipment from Iraq would require proactive
finance operations to anticipate future finance support
requirements throughout Kuwait and Iraq. Increased
oversight of finance operations and an effective internal
control program would also be crucial to ensuring that
funds and equipment were properly safeguarded.

The primary focus for the 1st Sustainment Brigade’s
commander during the drawdown would be the rapid
withdrawal and distribution of equipment. FM opera-
tions, therefore, had to appear seamless to the com-
manders of the 1st Sustainment Brigade and the 1st
Special Troops Battalion so that FM concerns did not
detract attention from the main effort—the drawdown.

During the PDSS, we attended key FM meetings and
events, including the technical update brief and the
FM SPO and FM company synchronization meeting,
and we also met with key FM stakeholders to establish
initial relationships.

From an operational perspective, we learned several
things. The future disposition of FM units in Kuwait,
based on the drawdown of forces in Iraq, was crucial.
To support future disposition of FM EagleCash card
kiosks, an EagleCash card depot was being set up in
Arifjan; this depot would be manned by two person-
nel from the Defense Finance and Accounting Service,
who would fix, refurbish, and relocate machines as
necessary.

The recent turnover of FM units in Kuwait would
make it necessary for the FM SPO to continue to
work closely with the financial management center’s
(FMC’s) internal control section and the FM company
to ensure that policies, procedures, and processes were
standardized across the finance detachments. Finally,
the ongoing effort to reduce the use of cash, initiated by
Third U.S. Army and U.S. Army Central (ARCENT) in
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a fragmentary order, had been successful.

We concluded that the brigade’s FM SPO team would
have to work closely with other 1st Sustainment Bri-
gade elements to synchronize FM support in Kuwait.
We would also have to develop a mutually support-
ing flow of information among the FM SPO team, the
326th FMC (the incoming FMC), and the 210th FM
Company. Our priorities of effort would be maintain-
ing optimal finance support for Soldiers in Kuwait,
stringent accountability of FM resources, and overall
support of the responsible drawdown as it related to
FM operations in Kuwait.

FM SPO attendance at the PDSS was crucial in so-
lidifying our role and helping us to establish priorities.
It also helped us to refine our DMETL, our concept
of support, and our quest for opportunities to improve
operations. Most notably, it helped us to begin estab-
lishing a sound working relationship with the FM units
in Kuwait, including the 326th FMC, the 210th FM
Company, and the ARCENT resource managers.

FM SPO Concept of Support

With the PDSS behind us, our team began to develop
our FM SPO concept of support. The final concept was
the result of 4 months of predeployment preparation.
Because the 1st Sustainment Brigade’s commander
included FM support as a key task for our upcoming
mission, the concept of support laid the foundation for
combining all of the knowledge we had gained and
exploiting it to support our purpose and to allow us to
take the initiative.

Our concept of support focused on establishing the
needed flow of information between the 1st Sustain-
ment Brigade and the FM community, ensuring that
EagleCash card machines and FM units were correctly
located to accommodate projected changes in Ku-
wait, and providing capabilities that met both FM and
sustainment principles (most notably economy, respon-
siveness, integration, and anticipation).

We briefed our concept twice before our deployment.
These briefings were designed to educate ourselves as
well as the 1st Sustainment Brigade commander, the
SPO, and the traditional “Napoleonic” staff (person-
nel, intelligence, and so forth). The development and
communication of our FM concept of support helped
us to establish credibility as valued members of the
Ist Sustainment Brigade team, provided a picture of
our role in the responsible drawdown and beyond, and
energized us to begin thinking about how to tackle the
first 60 days of our deployment.

Strategy for Success

When the brigade deployed to Kuwait in April 2010,
we immediately developed a philosophy and vision to
guide our actions. We established the mutually sup-
porting flow of information we knew we needed. To
educate the finance and sustainment communities, we
also established a strategic communications plan to tell
our story.

We learned that establishing an “FM SPO Philosophy
and Vision” allowed us to anticipate events, maximize
creativity, broaden our area of influence, and increase
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our relevance in the sustainment community.

Sustainment and FM principles are virtually the
same. If integration is the most crucial principle in
sustainment and coordination is the most crucial factor
in achieving integration, then coordination is arguably
the fundamental requirement for mission success for
sustainment. Our focus on the commander’s intent and
coordination with the entire FM community, the 1st
Sustainment Brigade staff, and force providers helped
us to achieve our desired goals of maintaining combat
readiness and providing proactive mission support.

Our vision and philosophy as a team also led us to
create an FM SPO website to share knowledge with
all FM SPOs in the Army and to develop an initiative
to provide logistics case studies, based on real chal-
lenges during the responsible drawdown, to academic
researchers like the Massachusetts Institute of Technol-
ogy.

Our initial strategy for success included meeting with
all key stakeholders in the FM community and estab-
lishing mutually supporting relationships that would
last throughout the deployment. This allowed the FM
SPO team to assess the situation, establish a common
operating picture, and visualize opportunities. The Fis-
cal Fitness Hotline, for example, was established to fill
a visible gap in support that we had the capability to
fill.

Fiscal Fitness Hotline

The Fiscal Fitness Hotline created by the FM SPO
team was designed to keep the brigade and its subordi-
nate battalions fiscally healthy and to support compre-
hensive Soldier financial fitness. The hotline provided
battalion commanders with a way to receive feedback
on fiscal law, resource management, and funding is-
sues so they could make resource-informed decisions.

If the fiscal triad (finance, resource management, and

contracting) is a legally binding process governing

the procurement process, then the hotline was a co-
ordination process to ensure that commanders were
making resource-informed decisions to, as the brigade
commander put it, “support first, as long as [it is] not
illegal, unethical, or immoral.”

The hotline—

U Provided combat readiness and mission direct sup-
port.

U Enhanced our operational reach outside of our area
of operations.

U Fostered better integration of FM operations into
sustainment operations.

U Ensured that 1st Sustainment Brigade Soldiers re-
ceived everything to which they were ethically and
statutorily entitled.

The hotline allowed us to address questions or con-
cerns on EagleCash cards, pay entitlements, and theater
finance policies. This initiative permitted the 1st Sus-

20 ARMY SUSTAINMENT

tainment Brigade to adopt a proactive stance in main-
taining fiscal discipline while supporting the customer
and readiness. It also demonstrated the implementation
of sustainment and financial principles, specifically
anticipation and stewardship, and helped the FM SPO
team to stay relevant. It also allowed the FM SPO to
act as a coordinating and analysis cell and permitted
effective collaboration to overcome the FM SPO team’s
collective lack of resource management experience.

Through the hotline, we helped over 100 Soldiers and
their families with various fiscal issues. The concept of
this hotline has the potential to be used in other sustain-
ment brigades.

Lines of Effort

The FM SPO strategic communications efforts syn-
chronized all brigade efforts to achieve specific results
in all tactical, operational, and strategic lines of opera-
tion. Of these lines of operation, the FM SPO devel-
oped specific lines of effort to reach intended audiences
of the FM and sustainment communities.

Our strategic line of effort was the reduction of U.S.
currency in use throughout the U.S. Central Command
(CENTCOM) area of responsibility. Our operational
lines of effort included finance operations, resource
management, planning and operations, funding the
force, banking and disbursing operations, pay support,
internal control, accounting support, and cost manage-
ment. Our effects campaigns were designed to inspire,
educate, and inform.

Our relief in place/transfer of authority with the 593d
Sustainment Brigade’s FM SPO team highlighted our
challenges and opportunities. It demonstrated that FM
SPOs were being used in many capacities. One was
taking the lead in the contracting cell; another was
splitting the team into core competencies, with one of-
ficer serving as the operational finance expert, another
managing brigade contracts, and the last serving as the
resource management expert.

In our case, our entire FM SPO team focused on
operational finance and had no direct responsibility
for contracting or resource management. The resource
management function was managed by the brigade
S—4, and the contracting function was managed by our
host-nation cell.

The reality is that each FM SPO’s experience will
be unique based on the strategy, structure, skill sets,
culture, and mission that each commander faces or
establishes. It is feasible that the sustainment brigade
replacing us will use their FM SPO team differently
than our brigade did.

Strategic Communications Activities

The FM SPO team consistently had a proactive role
in public affairs and strategic communications through
the publication of articles. To date, our team has



published five information papers, participated in four
key leader engagements, and drafted articles for Army
Sustainment, The 1st Infantry Division Post, Army
Times, The Gryphon (the monthly newsletter of the
Army Financial Management School), Running Times
magazine, the Defense Video and Imagery Distribution
System, the 1st Sustainment Brigade’s Sustainment
Times, and Third Army’s Desert Voice. Our intent was
to add to the collective body of knowledge and experi-
ences of an FM SPO and to contribute our talents to 1st
Sustainment Brigade events.

One such event was the brigade 9/11 Remembrance
Run. This event attracted over 1,600 participants,
including champion ultrarunner Scott Jurek. Another
event was a showing of the Army-Navy football game
video, which played in front of 60,000 spectators in
December 2010.

Our publications have reached the American people,
the entire Finance Corps, 1st Sustainment Brigade
Soldiers and their families, and the sustainment com-
munity. With the development of our FM SPO website,
which has been networked to other FM SPOs, FMCs,
and senior leaders, we provided an opportunity for
those interested to access lessons learned and view a
comprehensive picture of our deployment.

Managing EagleCash Card Kiosks

As the 1st Sustainment Brigade conducted its critical
role in the responsible drawdown from Iraq and set the
conditions for Operation New Dawn, the FM commu-
nity was making its own crucial contribution through
the refurbishment and redistribution of EagleCash card
kiosks to support the fight in Afghanistan. In August
2010, the FM SPO team visited the Kuwaiti Equipment
Depot to understand the process of retrograding Eagle-
Cash card kiosks.

In concert with the 326th FMC, the 138th FM
Company, the Federal Reserve Bank of Boston, the
Defense Finance and Accounting Service, and the Ku-
waiti Equipment Depot, the FM SPO team supported
CENTCOM’s Near Cashless Campaign to decrease the
amount of cash on the battlefield.

The process of refurbishing and redistributing Eagle-
Cash card kiosks during the responsible drawdown
began when a base in Iraq closed, which triggered
coordination with the Federal Reserve Bank of Boston.
The kiosks then were sent to the Joint Military Mail
Terminal in Kuwait. The terminal called the Kuwaiti
Equipment Depot at Camp Arifjan, Kuwait, to coor-
dinate the pickup of the kiosks. The depot recovered
the files from the kiosks, and if they were functioning
properly, the kiosks were refurbished as required for
redistribution to various locations in the world. Kiosks
that were not functioning properly were sent back to
the Federal Reserve Bank of Boston for further disposi-
tion. This process took about 2 weeks.

The FM SPO monitored trends in the use of Eagle
Cash cards, educated Soldiers on the benefits of using
EagleCash, and supported the 1st Sustainment Brigade
in addressing any EagleCash card issues through the
Fiscal Fitness Hotline. In Kuwait and Qatar alone, the
use of EagleCash removed on average $1 million dol-
lars of cash every month in transactions.

The design of the Durable Resiliency Center support-
ed comprehensive Soldier fitness. Our team developed
the idea of placing an EagleCash card kiosk in the
chaplain’s work area in the center to facilitate Soldiers’
access to their funds and support e-commerce. It was
also a great training opportunity for the Soldier who
installed the kiosk.

As our FM SPO team ended its deployment, we
planned for our transition and reintegration through
two lines of effort: transition and FM operations. Our
next step in our vision was to build an FM SPO con-
cept of support for FM garrison support at Fort Riley
in addition to the initial products we developed before
deploying. Because the 1st Sustainment Brigade has
established a sustainment operations center, we sought
to integrate FM operations into the center’s operations.
(See an article on the sustainment operations center in
the July—August 2011 of Army Sustainment.)

We also looked to establish working relationships
and collaborate with the 1st Infantry Division resource
managers and the Fort Riley resource management
office. Our concept will provide the building blocks on
which the next FM SPO at Fort Riley can capitalize.
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The Component
Repair Company

BY CApPTAIN CARL S. MILLER

The component repair company
enables units to make timely repairs
to equipment without having a large
logistics footprint.

Army create a need for responsive and flexible

integrated logistics that does not compromise
maneuverability. The component repair company
(CRC) enhances both responsiveness and flexibility in
logistics support at the operational level and allows for
a leaner support structure at the tactical level.

CRCs augment the depot repair concept by moving
component repairs closer to the forward line of troops,
thereby reducing the number of components that have
to travel between the customer and the component
repair depot. By extending the lifespan of repair parts
that are already in the Army system, CRCs reduce the
number of components the Army needs to purchase
each year.

The mission of a CRC is to perform sustainment
maintenance repairs on equipment components (off-
system repair and return to supply system). The CRC
can traditionally be found at either the corps or theater
level, but it occasionally attaches platoons to lower
echelons.

CRC Concept

The CRC is a product of Army modularization under
the “fix forward/repair rear” concept and operates with
an increasing number of Government civilians and con-
tractors. The primary focus of the CRC is the repair of
electronic systems, but the unit also has repair sections
that support component restoration for fuel equipment,
armament and artillery systems, automotive equipment,
ground support equipment, chemical systems, and engi-
neer equipment.

Equipment component repairs at the tactical level
under the Army of Excellence model created a large
logistics footprint and limited the maneuverability of
combat arms units. One of the solutions to improve
mobility was to move component repairs off the battle-
field, thus eliminating heavy component repair sections

T he changing mission requirements of today’s
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from tactical-level maneuver. However, detaching the
component repair capability from the tactical level
would reduce logistics responsiveness, so the Army
formed CRCs from general support units to close the
gaps created by modularization.

CRC Organization

CRCs generally contain between 140 and 180
personnel. All 19 CRCs belong to the Army National
Guard. A CRC is composed of a headquarters section, a
maintenance control section, and a service and recov-
ery section. Specialized modules are then attached to
the CRC depending on the mission. A typical CRC will
contain an automotive repair platoon, a ground support
equipment repair platoon, an armament repair platoon,
an electronic repair platoon, a component repair pla-
toon, and possibly a test, measurement, and diagnostic
equipment support team.

All CRC modules are certified by the National Main-
tenance Training Center at Camp Dodge, lowa. In rare
instances, a collection and classification platoon will be
attached to the CRC to reduce some of the distribution
required in returning parts to the supply system.



Acquiring Parts

Army acquisition agents use calculations to predict
the number of parts needed each year, based on the
mission set and historical data. After forecasting the
number of parts needed for the year, the Army ne-
gotiates contracts to purchase the parts from civilian
companies. Contracts for parts take months to develop,
process, and award to contractors, and the predictions
often are inaccurate.

Changing mission requirements and other variables
make it difficult for an Army acquisition agent to prac-
tice proper supply discipline and predict Army needs
accurately, so the CRC acts as a buffer between theory
and reality by making unserviceable parts that are
already in the supply system available through repairs.
Without the CRC, the Army would receive only the
number of parts contracted for the year and requests for
parts above that number would not be filled until the
next contract year.

The CRC'’s objective is to reduce part back-order
times that are caused by having too few serviceable
parts available in the system. The CRC offers flexibil-
ity to Army acquisition agents by reducing the amount
of accuracy required in estimating the number of items
that the Army needs to purchase each year. The CRC
backfills shortfalls by repairing parts already in the
system.

Getting Components to the CRC

As noted by John R. Folkeson and Marygail K.
Brauner in their report, “Improving the Army’s Man-
agement of Reparable Spare Parts,” one problem in
component repair is that the backhaul of unserviceable
parts is the lowest priority for movement in the distri-
bution system. If the end-user battalion has a part on
hand in its combat spares or at the supporting supply
support activity (SSA), the equipment is repaired and
the unit has no incentive to return the unserviceable
component to the supply system rapidly. The unit has
months to return the unserviceable part to the SSA un-
der exchange pricing before the Army enforces penal-
ties.

Once the unserviceable part is returned to the SSA,
the part becomes the lowest priority for movement to a
collection and classification company for sorting. After
sorting, the unserviceable part once again becomes low
priority for movement to a CRC. Most repairs on parts
at the CRC only take one or two shifts to complete.

Most of the time that a part is unavailable for use is
spent not in the shop for repairs but awaiting move-
ment in the distribution system or at the unit of origin
awaiting turn-in. To remedy the situation and reduce
backorder times, the Army should adjust the exchange
pricing system by reducing timelines for recoverable
parts turn-in. Unserviceable parts for pacing items

should also receive a higher priority
for retrograde.

Utility equipment repair technicians from the 632d Maintenance Com-
pany, 110th Combat Sustainment Support Battalion, 224th Sustainment
Brigade, 13th Sustainment Command (Expeditionary), repair an air-
conditioning component in a vehicle at Contingency Operating Base
Adder, Iraq. (Photo by SGT Kimberly Johnson)

Budget difficulties and changing
mission requirements create a need
for integrated logistics responsive-
ness and flexibility. The CRC helps
provide this at the operational
level, allowing for a leaner support
structure at the tactical level. CRCs
move component repairs closer to
the forward line of troops, reduce
the number of components that have
to travel between the unit and the
component repair depot, and reduce
the number of components the Army
needs to purchase.
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MRAPs in the Brigade Combat Team

BY MaJor RobnNEey H. Lipscoms Il

Mine-resistant ambush-protected vehicles have served the Army well for the past 4 years,
but the author believes that, because of their limitations, their acquisition should end.

procurement initiative to replace all up-armored

high-mobility multipurpose wheeled vehicles
(HMMWVs) in Iraq with the mine-resistant ambush-
protected (MRAP) family of vehicles. The design of
the MRAP’s v-shaped hull protects Soldiers from im-
provised explosive devices (IEDs), which account for
over 70 percent of U.S. casualties in Iraq.

The Department of Defense (DOD) accelerated the
MRAP program and allowed 12 separate vendors to
produce different versions of the vehicle to ensure
faster distribution to the field. It was the right decision
given the circumstances of the surge for Operation Iraqi
Freedom and the IED attack rates. However, now that
Operation Iraqi Freedom has transitioned to Operation
New Dawn and the military has withdrawn from com-
bat operations and reduced the number of U.S. Soldiers
in Iraq to 50,000, what should become of the 23,000
MRAPs that have been fielded?

I n 2007, the Department of Defense initiated a major

Program Problems

The MRAP was designed as an interim solution to
the need to increase the Soldier survivability rate over
that of the HMMW V. The joint light tactical vehicle
(JLTV) will replace the aging HMMWYV family of
vehicles, which is over 25 years old, but it is not ex-
pected to be fielded until fiscal year 2015. The design
of the JLTV is similar to the MRAP’s. It incorporates a
v-shaped hull, but it is smaller with better mobility and
will enable Soldiers to have better maneuverability in a
constrained environment.

Incorporating the MRAP into brigade combat teams
(BCTs) is detrimental to the future expeditionary con-
cept because the overall cost of fielding MRAPs could
cause the JLTV program to be suspended. The MRAP
is also too large and unwieldy to operate in a con-
strained environment, and it does not allow the BCT to
be expeditionary because of logistics requirements.

The fear of the MRAP program suspending or ending
other major programs is a real concern. The MRAP
program has been the third largest acquisition program
for the past 3 years, behind missile defense and the
joint strike fighter. The MRAP program has already
killed the Future Combat System (FCS) manned
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ground vehicles acquisition program.

Secretary of Defense Robert M. Gates made major
adjustments to the FCS program last year, and those
decisions had a significant impact on the FCS-centric
modernization effort and led to the termination of the
manned ground vehicle portion of the program. He
noted that “DOD lacked a clear role in the moderniza-
tion plan for the MRAP vehicles which are saving so
many lives in Afghanistan and Iraq.”

Secretary Gates’ intent for these bold adjustments
was “to better reflect the lessons that we were learn-
ing