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FORCE INTEGRATION
Preface

This fieid manuai (FM) describes the doctrlne and process of planning, managing, and impiementing
change in the Army-Force integration. it is deslgned to be both phiiosophical and mechanicai in its ap-
proach to describing how to deal with change and modernization.

Aithough those managing change in the fieid have a strong desire for a publication that speiis out a
step-by-step procedure of how to do it, this ﬂeld\manual wiii not satisfy that desire. it does, where
feasibie, provide milestones, checkilsts, or tabies to ‘assist in deveioping step-by-step procedures. Each
major Army command (MACOM), instailation, and dIvIsIon has its own unique operationai considerations
that would make a detalied set of procedures in a publlcatlon such as this FM, of marginal vaiue. As a
resuit, this manual provides a doctrinal, phiiosophical perspectlve that can be taiiored to meet specific
unit needs.

This FM applies to instailations, corps, divisions, separate brigades, and armored cavairy regiments
and closely conforms to the Army of Excelience force structure and design initiatives. Appiication Is at
the MACOM level since these organizations are deepiy Involved in corps and division actions.

The proponent of this pubiication is HQ TRADOC. Users o{ this manual should submit recommenda-
tlons and comments on DA Form 2028 (Recommended Changes to Publications and Biank Forms) and
forward It to the Commander, US Army Combined Arms Center ATTN: ATZL-SWA-DL, Fort Leaven-
worth, KS 66027.

Uniess otherwise stated, the mascuiine gender appiies to both\men and women; however, using the
mascuiine gender Is exciusive when referring to a combat environment.

DISTRIBUTION RESTRICTION: Approved for publiic release; distributionis uniimited.
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CHAPTER 1

Introduction-the Army and Change

Toduy’s Army is undergoing massive changes in doctrine, training, force strueture, ¢

/ and matericl. Change is a lormiduble challenge. 1t is of such magnitude and scope l
that it demands much ol the individual soldicr who must frequently adapt to new and
unfamiliar command structures, working cnvironments, procedures, and skill require-
ments. 1tis especially demanding ol leaders at all levels because they must faeilitate the |
change process in units throughout the Army while simultancously maintaining the
capability of those units to deploy, fight, and win on short notice. They must also damp-
en the turmoil olten associated with change that is in direct conflict with the stability
nceded to form cohesive, combat-cflective units.  To overcome these challenges re-
quires Icaders and soldicrs alike who understand change and possess the manage-
ment and leadership skills needed to plan lor and control it and make it happen.

SECTION 1

In battle a sccond-best army is a losing army.
Armics must be organized, trained, and equipped (o
deter and, if necessary, light and win. In today’s cra

| of global interdependence an army must be deploy-

! able, sustainable, and capable of fighting in any ¢n-
vironment. Being the best, however, is an clusive
goal because it is measured against an cver-chang-
ing array of variables such as cconomics, politics,
and technology.

Emerging from World War 11 and Korca, the
US Army was undoubtedly the strongest army on
the earth, but since then, the world has changed
drastically.  While fighting in Victnam, the US
Army consumed more than a decade’s worth of
military resources that cllectively curtailed most
modernization cfforts.  Improvements in doctrine,
organizations, and equipment came to a virtual halt
while the US Army fought the war at hand. 1n the

WHY CHANGE?

years following the Victnam conflict, modern-
ization of the US Army remained stalled as the na-
tion reduced its investment in defense.  The US
Army thus began the 1980s with doctrine, organiza-
tions, and cquipment designed for the world and
battlelicld ol the 1900s.

During this period, however, the world and the
threat did not stand still. The world has slowly be-
come onc ol global interdependenee characterized
by instantancous, world-wide communications, mul-
tinational corporations, world monctary criscs,
limited critical resources, and international ter-
rorism.  Yct the technology that helped to foster
global interdependenee has also made today’s bat-
tlelield an increasingly deadly place.

Lascrs, microprocessors, compulers, and other
new technologies have significantly increased the
lethality and tempo ol battde.  The 1973 Yom

1



Chapter 1

Kippur War vividly demonstrated this fact. In a war
that lasted only 18 days, men and matericl were
expended al a slaggering rate. The rival armics
were armed with the lalest weapons systems
available. This also illuminates how the military
balance has changed since World War 1l. The
world has armed itsell so extensively since then that
significant military forces are no longer the sole
preserve of the superpowers. The armed forces of
many Third World nations are cquippcd with highly
sophisticated weapons systems made possible by the
sale of oil or other scarce natural resources.
Small countries no more populous than a United
States or Soviel cily are now capable of an immense
military efflort.

While US Army modernization efforts stalled
during and alter the Vietnam conllict, the Sovicts
have grown more powerful and deadly. The US’
economy has become more than 50-percent
dependent on foreign sources for 23 of 40 critical
malcrials (such as oil and minerals). The Sovicl
Union is totally independent of foreign sources lor
35 of such critical materials (Figure 1). The

USSR has also consistently devoled a larger portion
of its gross national product (GNP) to improving its
military  capabilitics both  quantitatively  and
qualitatively.  Their military buildup has been
relentless in comparison to US ellorts (Figure 2).

From 1960 o 1980, the only US Army tank
ficlded was the MoD-series tank. During the same
period, the Sovict army ficlded the T54-, T55-, T62-,
and T72-series tanks in greal numbers. Each of
these  lanks  included increased  levels  of
sophistication in fircpower. protection, and mobility.
The realities of this buildup were demonstrated
during thc Soviet invasion and occupation of
Alghanistan with four well-equipped divisions. The
invasion was accomplished within a few days with
a barely visible tactical buildup. Simultancous
with the invasion of Afghanistan, the Soviets fully
manned the NATO and Sino-Soviet borders.

All of these factors add up to a single impera-
tive. To remain a credible force, now and in the
future, the US Army must continue to change. 1t
musl be prepared to fight the next war, not the last
war,

Figure 1. United States and USSR resource
dependency comparison.
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SECTION L.

The need to establish and maintain an army
capable of deterring aggression and protecting the
national intcrest creales a serious dilemma. The
United States does not have the resources to mateh
the thrcat soldier-for-soldier and tank-for-tank
and still maintain its standard of living and
democratic institutions. While some quantitative
improvements are possible, most are not. Thc limits
on manpower and dollars are real. The preferred
course of action has becomc a qualitative
approach--beat the encmy, not with a bigger force,
but with a better foree.

To build and maintain a quality forcc requires
that all the elements that influence its combat effec-
tiveness be addressed. This is the "total system” ap-
proach. By addressing each clement as part of a
whole system, the overall effect is magnified with
the desired result being, in the case of the Army, a
singlc military forece much morc capable than the
sum of its parts or elements. Those eritical cle-
ments  are  doctrine, equipment, organizations,
personncl, and training (Figure 3).

Doctrine

How the Army intends to fight, or doetrine, is
the driving element of the total system. Prior to
defining equipment and organizational require-

ments, there must be a concept of what is to be

Chapter 1

HOW TO CHANGE

accomplished on the battleficld and how that is 1o
be done. Once that is established, organizations to
accomplish thosc tasks can be designed and ncees-
sary cquipment and personnel can be identified
and procured.

Equipment

The application of hardware to the battlefield
has always had a profound effect on warfarc—the
longbow at Crecy, the tank at Cambrat, the helicop-
ter at Ia Drang. The role of technology in shaping
loday’s army is no lcss important. It is a kcy fae-
lor in saving eritical manpower resources. By
making each soldicr more mobile and lethal, the
forcc can actually increase its overall capability
while dccreasing manpower levels.  Technology is
not a simple solution, however. [t does not
come cheaply. Numerical manpower savings arc
often offsct by increased quality requirements,
Also, equipment alone docs not win battles. The
ability of soldicrs to operate a weapon and the
cffectiveness with which a commander employs it
ultimately determine its impaet on the battleficld.

Organizations

Army organizations should refleet its doetrine,
soldiers, and equipment.  Organizational design

Figure 3. Bullding blocks of the "total system” approach to combat effectiveness.
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should, in fact, enhance the doetrine’s utility by
creating unit structures that combine soldicrs and
equipmenl in a manner compatible with the
doctrine. Addilionally, these units must be com-
bined into a synergistic forcc structurce capable of
implementing doctrine.. Failing to do these basics
can render even the most well-reasoned and poten-
tially effective doctrine useless.  For example, it is
difficult to conduct rapid, maobile battleficld opera-
tions with large cumbersome organizations.

Personnel

Soldiers are the powecr bchind the Army.
Without them, it is mercly a collection ol idcas and
machinery. People make the ideds happen and the
machinery work lhruugh both their natural and "ac-
quircd abilities. 1t is imperalive thercforc that sol-
dier considerations be ‘addressed carly in the
development of doctrine, equipment, and organiza-
tions. There is little value in turning a costly high-
tech weapon system over to a person incapable of
learning to operate and maintain it properly.

Training -

The Army's main function in peacetime is to
train soldiers and units in the skills 'of combat so
that when war, comes they are prcp'\rc_d 1o light
and win. The potential of doctrine, soldiers, cquip-
ment, and organizations is unly realized lhroug__h
training efforts.

In dllemplmg to make up for two decades
current  modernization  elorts have
wrought  substanlial changcs in all ‘of these
arcas at a rapnd pace. Thesc mcludc major
doctrinal ddjuslmcnls lhc mlr()duclmn of a new
generation of high- -tech. Imtllcﬁcld systems,. the
restructure of all heavy divisions and the -creation
of new light divisions, .and the. usc: of a.new unil
replacement or rotation systemr. - All of these cf-
forts have been positive in design but, when taken

SECTION 111

/YOQ’/;orcc inlcgrdliol; is thc introduction,

/mcorpordllon, and sustainment of new doctrine, or-

4

ganizations, and cquipment into an cxisting force
structure. It is a multidimensional approach (o0

collectively, have .also caused problems.  The
problems arc generally a result of three factors:

® The vertical distribution of responsibilitics
when planning for or implementing change.
" @ The “hit-and-miss”- approach (o assimilating
change within the Army.

® A lack of knowledge about how the Army
runs.

"The Army has traditionally fr.l,g,mcnlcd the
“responsibility for cach of the ' total system” building

blocks—doctrine, equipment, organizations. person-

ncl, and training—into separate vertical stovepipes.

While this specialization makes for better manage-

“ment of cach element, it does not .lddrus the com-

~tain the eqmpmcnl, and so on.
problems requires a broad horizontal perspective,

plementary ¢ffect that they have on cach other.

. Dealing with cach clement in isolation lcads to

problems ‘when implementing Lhdnge—equnpnm,nl
does not support the doctrine, people cannot main-
Correcting these

an approach whu,h most Army management head-
quarters are nol well organized (o accomplish.

, Even il this were the case, however, an insullicient
. undcrslandmg of the systems, and procedures that
_.man, equip, structure, and train the Army would he

change.
. that void.

a hindrance (o |mplcmcnlmg, this total system ap-
proach. . Leaders and managers lhmublmul the
Army, while experts in their own assigned arcas,
often have little or no knowledge of how they in-
Muence or are influenced by other arcas.  This

" deficiency is ébmpoundcd by the fact that no sct of
_' gmdclmu ordoctring '¢xists on the total system

dap-
proach to” planning, manigging, and imptementing
Thisficld manual was written to help fill

IC will“address the doetrine and process
of planning, ‘managing, and implementing change—
FORCE INTEGRATION. lts foeus is at the corps
or division level where concepts and reality come
face-to-face.

FORCE INTEGRATION

managing the wavc of change that the Army is ex-
periencing at every level. 1t deals with doctrine,

_organizations, people, equipment, and training in

an interretated manncer, from introduction through



"ownership.”  Ownership is that state when change
has been fully accepted by soldiers and their leaders
and when new becomes routine.  Foree integration
allows organizations (o look at change in a com-
prehensive, logical Tashion and to internalize those
changes and the new capabilitics involved with mini-
mul disruption (0 current  operations  and
capabilitics.

The (erm “force  integration” has  recently
achicved a degree of prominence as the Army has
scrumbled (0 gain controf of its modernization
cffort, but force integration is not new (o the Army.
AU the risk of oversimplification, Toree integration is
a process (hat armics have been using since their
creation-assimilating ~ change o doctrine,
organizations, and ¢cquipment in order 1o remain a
capable force. There is much to be learned from
thosc expericnces that can be applicd today.

Probably the best  example of an  army
transformed from the inside out by foree integration
is that of the German army from 1916 10 1917, 1tis
cspecially valuable for study because the diverse
conditions and  compressed  timeframe - under
which it was accomplished serve (o aceentuale some
important lessons.  Fuced by a tacticul stulemate on
the Weslern Front, Allicd forces had sought ways to
break the deadlock. They (tried strategic solutions
(Gallipoli), technological solutions (the tank), and
finally in 1916-17 an operational solution:  Using
vast quantitics of munitions concentrated in
small arca, they attemped (o create a penctration in
the front that could then he exploited.

The German army responded (o this Allied -use
of mass fircpower by developing and implementing,
prior (o the Allicd 1917 spring offensive, an clastic
defense-in-depth doctrine. 1t was designed (o ex-
ploit Allicd weaknesses in mobility by allowing
them o expend the energy of their attacks while
thc German army conserved its  encrgy lor
subsequent counterattacks. The enlire process, in-
cluding  reorganization, introduction  of  new
equipment, and (raining according o these new
defensive  principles, was  accomplished in only
seven months despite severe cconomic and man-
power constraints. Al the close of their (917 ol-
fensive, the Allies had gained little ground and had
expended much blood and matericl, while the Ger-
mans had conscrved cnough strength (o continue
the war into 1918, How did they do it?
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Firs(, they understood the crucial role played by
doctrine in giving dircetion o the cfforts of an
army. Doctrine is an army’s collective vision of
how to fight. It must be sulliciently gencral to apply
to a varicty of tactical conditions, yet sulficiently
precise to ensure common understunding and unity
of cflort. Sccond, they understood the complemen-
tary nature of doctrine, organizations, equipment,
and the soldicrs who employ them. Suceess on the
battlceficld results from an enlightened mixture of
all four by aggressive, imaginative lcadership. Or-
ganizational and matericl developments cannot be
successfully  exploited  without a  compalible
doctrine.  Even the best weapon can be rendered
uscless by improper employment, as demonstrated
by the Allied use of tunks in 1916, Finally, the Ger-
mans understood that new doctrine, organizations,
and cquipment were useless unless training could
instill in soldicrs and their leaders the necessary
standards ol performance in employing them. One
ol the most influential German military figures 1o
emerge during World War 1, Generid Erich von
Ludendorll, underscored this point when he wrote
that “orders on paper were of themselves uscless,

_they had (o be pounded into the flesh and blood of

officers and men.” How to fight had 1o be (aught
and reinforced at every tactical level until that
knowledge had been aceepted and internalized.

The US Army has been no stranger (o extensive
change, cspecially since 1940, As the German
mechanized  Blitzkreig raced  ucross France in
that year, the US Army was conducling mancuvers
at home that included (wo horse cavalry
divisions. At that time, the US Army was a
shell of what it would be by 1945, 1t had a total
strength of only 190,000 officers and men organized
into 11 understrength  divisions.  They  were
armed with M-1903, bolt-aetion Springficld rifles
and light tanks mounting nothing larger than .50-
caliber machine. guns. By 1945, the United
States boasted a world-class army with a total
strength of 2,502,000 officers and men organized
into 90 divisions. The standard infantry rifle was
the 30-caliber semiautomatic Garand-the best in-
fantry shoulder arm of World War 11, Armored
Torces were equipped with a variety of M4 Sherman
medium tanks, some mounting high-velocity, 70-mil-
limeter guns.  This trunsformation, which ook
place between 1940 and 1945, was as impressive
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an achicvement as any in military history. 1t
marked (he beginning of an Army with global
responsibilities.  Since then, the Army has been
constantly evolving and changing to effectively ful-
fill those responsibilitics. While no single factor
has driven these developments, the changing
capabilities of potential adversaries have profound-
ly affected the Army’s doctrine as well as its or-
ganization and equipment. Thal is why potential
conflict in Southeast Asia in the early 1960s shifled
the Army’s focus from the nuclear battlefield and
pentomic division Lo airmobility and the air assaull
division.

Given past history, some general conclusions
about change and military forces may be drawn.
The first is thal change is nol an abnormal state,

but rathcr a normal one. If a force .wishes (o
remain cffective in a changing cnvironment, it must
also change. Second, efforts o change a force will
often be wasted unless there is a  doctrinal
[ramework (o provide for direction and unity of cf-
fort. Finally, concepts can only be translated into
reality through training and understanding. These
lessons can be distilled into the following basic as-
sumplions that will serve as a foundation for force
integration doctrinc:

® Change is a normal state. -

® Doctrine is the standard against which
change is measured. . .

® Training is the method for incorporating and
suslaining change.
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CHAPTER 2

‘Cornerstone-How the Army Intends to Fight

the total system.

octrine is Lthe cornerstone of force integration. As the Army’s collective view of
how it intends to fight, doctrine provides a common reference point against
which change can be measured. It provides the Army with a common language and
purpose that serve to unite the actions of many diverse elements into a team effort. 1t
_also influences the development of organizations and weapons systems by establishing
" Upotential functions and paramcters of employment.
espccially changes to doctrine, should be treated with caution and respect
No doctrine is workable unless it can be applicd. To au.omplnh its dcsucd effccl
doctrine must rely upon other clements of the total syslcm——urgqnﬂallons equipment,
personnel, and training. To understand force integration requires an understanding
of what doctrine is, how it is developed, and how it influences the other clements of

For (hese reasons, doctrine, and

SECTION L

DOCTRINE, TACTICS, TECHNIQUES, AND

PROCEDURES

The term doctrine is often used to describe all
malerial that outlines how the Army should fight
from theater army to squad level. This approach
tends to ohscure the purpose of doctrine, which is Lo
provide broad guidclines for action. Further defini-
tion of those guidelines for specific organizations
and situations is accomplished through the develop-
ment of tactics, techniques, and procedures. To
truly understand doctrine requires an understanding
of these terms as well.

o Doctrine

Headquarters, Department  of  the  Army
(HQDA), officially delines doetrine in JCS Publica-
tion 1 as "fundamental principles by which military

. forees or elements thercof guide their actions in sup-

port of national objectives. It is authoritative but re-
quires judgnment in application.”  Doctrine simply

describes how the Army wants o do things on and in
support of the battleficld. How it is applied is left up
to the commander on the ground. Consider the fol-
lowing doctrinal principle as an cxample:

Maintain a reserve. (DOCTRINE) The com-
mander will normally retain a reserve during offen-
sive opcrations. The reserve should be about a third
of the foree and should be used to influence opera-
tions at a decisive point or 1o rcinforce main and
supporting attacks,

How a commander carries out a doctrinal prin-
ciple is described by tactics, techniques, and proce-
dures.

Tuctics

Tactics supplements doctrine. It is defined in
JCS Pub 1 as the “the employment of units in com-
bat,” which refers o both what actually happens in

7
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combat and what should happen. With respect to
the latter, it is a theorctical approach to employing
a unit or units to achieve the best possible results.
Using the previous example of a doctrinal prin-
ciple, assume a division commander has becn given
the mission to attack:

Two brigades make the main attack with one
brigade in reserve. (TACTICS) The division com-
mander has analyzed the lactors of mission, encmy,
terrain, troops, and time available (METT-T) and
decided how best to designate and plan for the use
of that reserve.

The detailed methods to be uscd by the reserve
brigade in carrying out its assigned missions are
techniques and procedurcs.

Technlques and Procedures

The effliciency of units being employed in com-
bat is improved by cstablishing techniques and pro-
cedures Lo ensure uniformity of action. Technigues
are officially defined as "methods of perlormance
of any act, especially the detailed methods used by
troops or commanders in performing assigned
tasks.” Procedures can be defined as particular
courscs or modes of action that describe how 1o
perform certain tasks.

SECTION 11

Army doctrine is derived [rom approved opera-
tional concepts. Concepts arc idcas that are essen-
tially notional and represent the best thoughts on
how to perform one or more battlelield functions.
They usually begin as the result of a perecived
problem. This concept exploration is containcd
within the framework of a formal system-the
Concept-Based Requircments  System  (CBRS)
(Figure 4). The US Army Training and Doctrine
Command (TRADOC) is responsible for CBRS.

The CBRS is designed to introduce order into
the decision-making process that determines how
the Army will fight on luture battlcliclds. For
many years, these decisions were often made as a
{ rcsult of matericl acquisition dccisions. It was a
very narrow approach that did not consider the
broad rangc of factors that influence a military
force’s combat ellectiveness.  The CBRS intro-
duces a more logical approach. It determines the

!

Consider the brigade commander assigned the
mission as a division rescrve:

Reserve brigade will follow the division along
several axes of advance. (TECHNIQUE) The
reserve brigade commandcr has decided to use this
method (o perform  his mission as  division
rescrve. It gives him the fexibility to carry out a
major action as a whole brigade or to reinforce with
scparate battalions. .

Brigade units moving along attack routes will
follow standing opcrating procedures (SOP)  for
route movement. (PROCEDURE) The brigade
commander is relerring to a specilic set of actions
or drills that units havc practiced to improve
performance and specd of execution.  These
include, for example, how tank platoons react to
high-performance aireralt attack:

1. Voice alert over radio.
2. Platoon accelerates without dclay.

3. Tanks move obliquely to the direction of
© movement.

4. Distance between tanks is incrcased.

8. Tank commandcers prepare to fire upward in
the direction ol the reported air atiack.

DOCTRINE DEVELOPMENT

best way o fight on [uture

considering~

battleficlds- by

® What the Army must do.
® How il was done in the past.

@ Capabilitics and shortcomings of potential
cnemigs.

@ Futurc capabilities that might bc available to
cither side.

This brouad operational concept or umbrella con-
cept is subjected to rigorous examination at all
levels within the Army.  Oncc approved, or cven
belore, the umbrella concept becomes the basis for
lurther  development ol functional  concepts
(marcuver, fire support, air delense, et celera).
Approved concepts are published in the TRADOC
525-serics pamphlets.
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Figure 4. Concept-Based Requirements Systems.
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The writing and publishing of concepts are not
ends in themsclves; rather, they arc the means for
identifying further doctrine, cquipment, organiza-
tions, and training requircments. The methodology
used (o identify these requirements is called mis-
sion area analysis (MAA). Mission arca analysis is
an assessment of the capability ol a Torce (o per-
form on a particular battlelicld or within
lunctional arca. The analysis is designed to dis-
cover deficiencies. It stresses doctrinal solutions,
followed by (raining, organizational, and lastly,
matericl solutions.  Mission arca analysis also
provides a basis Tor applying advanced technology
(o future Army operations. A study group at the
proponcnt TRADOC center or school performs
thc MAA oncce cvery three years. Current mission
arcas are—

Combinced Arms,
Close combat, heavy.
Closc combat, light.
Firc support.

Air defense.
Communications.
Command and control.

Intelligence and clectronic warfare.

Combat support, cnginecr, and mine warlare.

® Combal scrvice support.
® Combal support, NBC,
@ Aviation.

® Spccial aperations.

All. MAA results are assembled by cach
proponent into a Mission Arca Development Plan
(MADP) that lays out proponents’ strategy for
solving mission arca problems.  The deficiencies
that MAA identifics as requiring HODA visibility
and assistance in  solving are integrated and
prioritized into the Battlefield Development Plan
(BDP). The BDP provides guidance to focus,
prioritize, and integrate TRADOC efforts in sup-
port of current and future Army missions.

The completed MADP and BDP  provide
dircetion for writing doctring, developing, (raining
programs, initisting changes  in  organization
structure, and developing new matericl systems.
The sequence—doctrine changes, training changes,
organization structure changes, and new maltericl
system development-rellects the intent o lix the
deliciencies identificd in the MAA based on
affordability. As a first choice (o meet identified
deficicneies, doctrine  changes  are  the  least
expensive  option;  next, lraining  changes; then
organization structure changes; and, finally, ncw
matcricl systems arc initiated to provide the fix.
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The requirement to wrile new doctrine, estab-
lishcd by the MADP and BDP, is accomplished by
subject-matter  experts  (SME)  within  the
TRADOC school system. They develop approved
concepts into draft ficld manuals. These manuals

proceed through coordinating and final drafts in a
standard manner that ultimately produces an ap-
proved and published licld manual. This published
doctrine is then uscd throughout the Army to
develop tactics, techniques, and procedures.

SECTION IIl. _DOCTRINE PUBLICATION

Doctrine is published according to thc annual
Armywide Doctrinal and Training Literature
Program (ADTLP).  This program lists all
doctrinal literature projects scheduled for comple-
tion during the ensuing two fiscal years. Proponent
service schools arc responsible for writing and
preparing doctrinal literature for print. Doctring is
normally published in DA field manuals or as train-
ing circulars.  Other means of disseminaling
doctrine include TRADOC 525-series pamphlets,
battle reports, and coordinating drafts.

A clear distinction must be made bctween the
management and actual wriling of doctrinal litcra-
ture. The managers are principally interested in
producing the required product in the required for-
mat al the required timc. The wrilers are prin-
cipally concerned with the subject matter. The
ADTLP manages ficld manuals (FMs), Army train-
ing and evaluation programs (ARTEPs), and train-
ing circulars (TCs).

An FM is defined as a DA publication contain-
ing doctrine prescribing how units function in terms
of mission, personncl, and equipment. It serves as
the primary means of disseminating testcd and DA-
approved  doctrine. The preparing agency
reviews FMs every 18 months to ensure doctrinal
sufficiency. Ficld manuals are written and

prepared by appropriate service schools.  Coor-
dinating drafts arc distributed carly in the produc-
tion process (0 solicit ficld comments. Uscers are
responsible for providing comments or recom-
mended changes (o the preparing agency.

The ARTEP provides the framework for train-
ing units and evaluating performance of assigned
missions. It establishes combat-critical tasks, realis-
tic battleficld conditions, and minimum standards
ol performance based on doctrine, organizations,
and cquipment considerations. 1 is wrilten and
prepared by appropriate service schools and is
managed like an FM.

The execution of doctrine  requires  that
techniques, procedures, or instruction be developed
o train individuals and units to perform the
functions doctrine prescribes.  Training circulars
teach standardized techniques, procedures, and
drills. They also include training methods.  Of
these, drills  are ol particular  importance,
providing the link between  individual  and
collective training at the crew. squad, scction, and
platoon level.  Their mastery should lcad to
instinctive  and  sponlaneous  exccution  of
techniques  and  procedures  required on  the
battleficld. The appropriate proponent  school
wrilcs and prepares TCs as  techniques  and
procedures change (0 supporl approved doctrine.

SECTION 1IV. CURRENT DOCTRINE

l

The” Army’s current operational concept is
called AirLand Batle doctrine. It was
developed as the best way for the Army (o light
and win on the next battlefield. On that battlefield,
the Army is expected to face a determined
enemy who is willing (0 use every weapon at his
disposal to sustain rapid movement during the

10

offense. Breaking or restraining the enemy’s initial
ground attacks will not end hostilitics.  Cam-
paigns ol consideruble movement and lethality
will be commonplace, resulting in a highly fluid,
nonlincar serics of rapid, violent battles.  Small
units may find themselves bypassed or encircled by
enemy forces. ‘

r



Success on the AirLand battlefield will depend
on the ability of forces 10—

@ Scize and retain independence of action (IN-
ITIATIVE).

® Usc the entire depth of the battleficld to
strike the encmy (DEPTH).

® Act faster than the enemy (AGILITY).

® Coordinate all battlcficld asscts to achieve
maximum combat power at decisive poinls
(SYNCHRONIZATION).

Bcyond these basic lenels, AirLand Battle
doctrinc provides a more spccific sct of guidclines
to enhance its battlcficld application.

Unity of effort. Unity of cffort is the harnessing
of every force and capability available (o ensure at-
tainment of the mission. Air, ground, and naval for-
ces must cooperate fully. Elements of the ground
force must understand the overall operation

Chapter 2

objectives. They must know their own parts in the
operation as well as those of their neighbors if they
are to fight cffectively. This requires the use of mis-
sion orders and the application of mission-oriented
lactics.

Designating and sustnining the main effort.
Onc unit within a [orce makes the main effort and
bececomes the focal point for combat, combat sup-
port, and combat service support efforts. Agility is
derived in part from the ability to shift this main cf-
fort as appropriate during the battle.

Sustaining the fight. Forces must maintain the
tempo of thc baule through combined arms
cooperation.

Using terrain and weather. Skillful use of thcse
natural elements enhances combat power.

Protecting the force, Prescrving the force’s
strength maximizes combat power availability at the
decisive place and timc. This applics to activities
as diverse as proper medical care and rcar.opera-
tions,

SECTION V. UNIT ROLE IN DOCTRINE DEVELOPMENT

Doctrine development does not end with an ap-
proved operational concept or  ficld manual.
Doctrine may emerge from theory, but it must be
proven under fire or, if that is not possible, under
rigorous training conditions. The validation of
doctrine can only be done where the action occurs-
at unit level.  Small-unit leaders tend 1o view the
doctrine  dewvelopment  process as  being  far
removed from their sphere ol inlluence or interest,
which is not true. While TRADOC is officially as-
signed the responsibility for doctrine devclopment,
in reality every leader and soldier shares in that
responsibility.

Because of its interrelationship with equipment,
organizations, personnel, and training, doctrine is
in a constant state of evolution. Nowhere in the
Army is this more apparent than at the division
level where it all comes together. New ideas and
changes 10 old idcas cannot be isolated within a bat-
talion or division. Il a new tactlic or technique is
good enough for use within a single unit, then it
should be shared within the Army at large. There-
fore, new doctrine, including tactics, tcchniques,
and proccdurcs, is regularly staffed with ficld units.
The importance of ficld comments at this time in

the development cycle cannot be overstated for
doctrinc must be workable. A doctrine that cannot
be applied will only compound an army’s misfor-
tune. Those who write doctrine within TRADOC
do not have all the solutions. If there is a hetter
wiay, it must be addressed. Feedback is critical to
keep doctrine current and cffective.  This is cspe-
cially important during periods of substantial
change.

It is at this point that problems arise. How
does a division, brigade, or battalion, not resourced
as an official playcr in the doctrine develop-
ment process, (ind the time and. personnel 1o
participate? The answer is (o integrate
doctrinal considerations inlo the routinc busi-
ness of a unil. New and emerging doctrine, tac-
tics, techniques, and procedures should be-

® Reviewed by senior leader councils.

® Reviewed and discussed us part of officer
and NCO  professional  development
programs.

@ Tested in regularly scheduled training exer-
ciscs.

11
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A changc in doctrine requircs leaders and sol-
diers at all levels to adopt new ways of thinking.
This change of mindsct is the most difficult aspect
of implementing a new doctrine and must be
handled first, starting with the division’s senior
leadership. Impending doetrinal changes should
be discussed by thcm to establish a common under-
standing of what thc change is, surface issues which
require further resolution, and sct the strategy for
implementation within the division. That strategy
should include use of the division’s professional
development program (o transmit information about
thc change 1o subordinate lcaders and soldicrs.
This kind of action will help o "sell the change"
and stimulate further discussions. These discus-

sions will enhance the top-to-bottom flow of infor-

mation and surface a more dctailed set of issues and
impaets which can be expccted upon implementa-
tion. Few doctrinal changes are made without
having (0 be fine-tuned. They must often be
modified prior to and during implemcntation. A
division should always consider this modification
process to be a natural part of assimilating doctrinc.

The actual implementation of a new doetrine
should be approached incrementally as part of the
division training program. It should be a routine,
planned part of the division training program. It
should begin with thc professional development
program, proceed through wargaming and com-
mand post exercises, and ultimately be integrated
into field training and evaluations. Feedback from
all of these activities should flow baek up the chain
of command to promote adjustments to doctrinc.
For example, feedback from unil exereiscs at the
National Training Center (NTC) has been invalu-
able in refining AirLand Battle doctrinc.

The results of these cfforts should then be for-
warded to the approprialc proponent school or
TRADOQC point of contact (POC). The format is
not of critical importance~substance is. The resulls
may bc in the form of SOPs, aftcr-aetion reports,
or issuc  papers. In order to [acilitate
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communications between ficld units and TRADOC
proponent schools, a POC program has been estab-
lished.. '

An additional method o gathcr information on
doctrinal change and (o0 identily new or modified
training rcquirements is through cvaluation of units
in the lield by branch training (eams (BTT). When
cvaluations are accomplished in ¢onjunction with
force integration initiatives, they arc normally con-
ducted in association with major system licldings or
unit reorganizations. This process produces inlor-
mation that provides immediatc input on the status
of current doctrine o the proponent  branch
school. This is a single, low-cost way for units in the
field to influence doctrine development.

The Doctrine Point of Contact Program defines
relationships between designated elements and units
ol US Army, Europe (USAREUR), US Army For-
ces Command (FORSCOM), Eighth US Army
(EUSA), and US Army Western Command
(WESTCOM) in support of an informal doctrinal
interface program. [ scrves as an excellent means
for TRADOC doctrinal proponents o acecss
MACOM POCs and their designated using units. 1t
promotcs the discussion of doctrinal initiatives and
the exchange of ideas refative o other aspects of
doctrine development. It also facilitates ficld-user
feedback and input of good ideas while promoling,
on an informal basis, a gencral exchange of informa-
tion regarding a wide range of doctrinal issues. Ar-
mywide organizations and aclivities arc encouraged
o use the program as a rapid mcans (o receive in-
formal responses concerning doetrine devclopment
while surfacing ideas and initiativcs. The
MACOM POCs are authorized dircet communica-
tion with other participating MACOM counter-
parts for the purposc of exchanging information.
Informalily is stressed to promote timeliness in
identifying good idcas, since official positions re-
quirc formal coordination and may delay the timely
application of ncw conecpts and ideas.
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CHAPTER 3

Foundation-How the Army Runs

Thc suceessful integration of new doctrine, organizations, and ¢quipment into the
current force requires the synchronization of multiple levels of command and
diverse management structures and systems. This eannot be accomplished unless
leaders at all levels understand as much about how the Army runs as they do about
how it intends to fight. Force integration involves a series of interrelated actions,
both horizontally and vertically across the Army. The actions, which must be in-
tegrated to build a more capable force, are essentially those that structure, man,
equip, and train units, Doctrine, organizations, people, equipment, and (raining arc
inexorably linked in building a combat-ready force; however, the managemcent struc-
tures and systems that support them are not. Knowledgeable leadership is required
to provide that linkage. This ehapter is meant to assist in that effort. 1t is intended
as a primer on how the Army runs.

SECTION 1. ARMY LIFE CYCLE MODEL

An organizational chart is the convcntional way
ol depicting the principal components ol a large,
complex organization such as the Army. It shows
patterns of relationships by prescribing a hicrarchy
of organizational clcments (Figurc 5).

There are weaknesses in using this approach.
Actions such as ficlding a new tank with all essential
support, including parls, supporl cquipment,
trained operators, and facilities, impacts across
several organizational boundaries and cannot be
adcquately understood using an organization chart.
A systems approach is a better method to explain
these complex relationships. There is one basic sys-
tems model that is useful in this casc. It deseribes
a syslem as consisting of an input, a serics of trans-
formalion activities, and an output. Th¢ army can
be dissceted using this model (Figure 0).

In a dynamie relationship with a free society
and representative government, the Army reecives
various inputs, transforms these inputs in a varicty
of ways, and provides output. By law the Army is
required to be organized, trained, and cquipped

Figure 5. Organizational chart.
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Figure 6. Basic Army systems model.
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for prompt and sustained combat. Approached sys-
tematically, this is accomplished by taking people,
materiel, and money (INPUT) and converting them
through organization and training (TRANSFOR-
MATION ACTIVITY) into a force capable of
successfully defeating an enemy in combat (OUT-
PUT). When not engaged in actual combat, this
ability is measured in terms of readiness.

Threat capabilities and national sccurity objec-
tives change and the system must adapt and com-
pensate for these changes. 1t is vital to the internal
health of the system that information be fed back
to the Army’s leadership to effect necessary changes
and adjustments. Information in the form of readi-
ness reportls, inspections, surveys, ¢t cetera,
measures the efllectivencss and cfficiency of the in-
ternal transformation processcs and the system it-
self and forms the basis for corrective actions,

/ With this basic understanding of the systems ap-
pro

/

ach to building or changing organizations, it is
possible o examine the Army’s internal transforma-
tion processes that create a combat-ready force.
For simplicity, assume that thc Army docs not exist
and must be raised by Congress. The [irst action
necessary is to determine what kind of force is
needed. Based on opcrational concepts, doctrine,
mission, threat, and resources available, a FORCE
STRUCTURE is dcsigned.  Next, people and
matericl are ACQUIRED (o support  that
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structure.  The people must then be transformed
into soldicrs. They must be taught the discipline,
drill, and practices ol the military through TRAIN-
ING. (Remember, for future reference, that train-
ing in this context is initial-entry training.)

Having produced soldiers and provided (hem
with basic skills and knowledge, they and the re-
quired cquipment are then DISTRIBUTED to
claimant organizations within the force structure.
Because all of the soldiers and equipment are not
neccssarily available at the same time, they are dis-
tributed 1o those organizalions on a mission-
priority basis. The next step is the movement or
DEPLOYMENT ol those organizations to various
locations in accordanee with assigned missions and
commitments,

In peace or war, the arrival of units, soldiers,
and equipment establishes a requirement to SUS-
TAIN them.  This includes sustaining unit and
soldier proficicney through training and also the re-
placement, repair. and rotation ol soldiers and
cquipment. While sustainment maintains a level of
perlormance, the opportunity exists to improve or
DEVELOP soldier and equipment capabilities
beyond those levels. A soldier can be developed
through cducational and training programs. Equip-
ment can be  developed  through  product-
improvement programs.  Finally there comes a
time when there is no more need for those soldicrs

L
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Figure 7. Linear A

@

rmy life cycle functions.

@ ®

FORCE ACQUIRE TRAIN
STRUCTURE PEOPLE THINGS '
6 &) O]
SUSTAIN 7 DEPLOY v DISTRIBUTE
PEOPLE THINGS Z/Q PEOPLE THINGS 2 PEOPLE THINGS
@ ®
DEVELOP > SEPARATE
PEOPLE THINGS | PEOPLE THINGS

and equipment.  They are then SEPARATED
from military control.

Lincar Army life cycle functions (Figure 7) rep-
resent a one-time, birth-to-death lile cyele system.
in reality though, because the Army is in a con-
stant, never-ending process of building and rebuild-
ing, with all of these functions occurring

concurrently, a better representation of the actual
relationship is shown in Figure 8.

Because the life c¢ycle actions do not occur in
isolation, feedback loops have been added. The ac-
tions are also arrayed in a circular, rather than
lincar, fashion to better depict the never-cnding
and lar-reaching nature of the process. In placc of

Figure 8. The Army’s life cycle model.
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force structure, the term "force development” has
been used because it better describes the process
with a [orce in being. Finally, two important inputs
to the system have been added-resources (time,
moncy, people, materiel), to cnergize the system;
and command (or leadership), to provide direction.
This model is an exccllent tool to help soldiers at
all levels within the Army to better understand
how, on a day-to-day basis, the Army runs.

Force integration occurs within the framework
of this modc! at several levels.

@ Conceptual. ldeas about how to fight are
generated within TRADOC. These ideas in-
fluence doctrine development as well as or-
ganizational and equipment design. They
result from the CBRS. Everything clse that
is done in creating a more capuble force
should fit within the "how-to-fight" doctrine
established at this level.  Doctrine is the
basis for subsequent structuring, equipping,
manning, and training actions.

@ Technical. Management actions necessary to
translate idcas into reality occur within the
Army Stalf (ARSTAF). They include foree
structure  design  and  documentation,
matericl and personnel acquisition, and
programming and budgeting dollars. Even
though most of these actions are administra-
tive, they must not detract from the how-to-
fight focus established carlier. If resource
constraints make (his neeessary, then the
original eoncept should itself be adjusted.

® Mechanical.
involves the

Force integration at this level

coordinated movement  of

soldiers, equipment, and associated support
to a required location. It begins with the
ARSTAF and involves cvery level of com-
mand and managcment. All of this must be
synchronized to obtain the desired effect
without disrupting ongoing training and sup-
port programs. How organizations are struc-
turcd and function to accomplish this
efliciently and effectivcly are important fac-
tors which deserve command attention.

@ Training. The actual planning and cxecution
of a eombined arms, multicchelon training
program is the heart of foree intcgration at
the division level. This is where units inter-

nalize change. [t should not be done at the

expense of ongoing sustainment (raining, but
rather in eonjunction with it

@ Ownership. Onee a change has been made,
it must be sustained. This requires accep-
tunce by lcaders and soldicrs and depends
on training. Follow-up and (eedback ure
necessary (o ensure that this happens.

The division bears the responsibitity for the
mechanical, training, and ownership levels of foree
integration.  As such, it is dependent on higher
headquarters. Thc HODA and MACOMs arc
responsible for establishing eoncepts, developing
structures, and planning and programming resour-
ees al the eonceptual and technical levels. How
that is uccomplished has been explained in general
terms using the Army's life cyele model. Several of
those key_functions of particular importance to
force integration will be more fully explained in the

| remaindcr of this chapter.

SECTION II. FORCE DEVELOPMENT

(7
. Foree development is the foundation for all

other actions in the Army system. Its purpose is to
develop a force structure within constrained resour-
ces capable of deterring or defeating a percecived
or real threat. It is accomplished by translating or-
ganizational concepts, based on doctrine and tech-
nologies and manpowcr constraints, into  a
balanced mix of combat, combat support, and com-
bal serviee support units authorized people and
cquipment. 1t involves—
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¢ Combat developers from TRADOC who
build organizational models from eoncepts.

® Force developers from the Office of the
Deputy Chiet of Staff for Operations and
Plans (ODCSOPS), HODA, uand their subor-
dinatc MACOM counterparts who use those
modecls to create a mix ol units that can ful-
fill assigned missions and can be supported
with avaitable soldiers and equipment.



il

® Force managers and manpower managers
from HQDA, MACOMs, and installations
who allocate resources and manage those
units.

® Training developers from TRADOC who
design training programs (o implement or-
ganizational models and  coneepts  and
doctrine  from  which the models were
derived.

® Matericl developers from Army Matcericl
Command who turn requirements cstab-
lished by TRADOC combat developers into
functional weapon and support systems.

The force development process can be broken
% down into the five phascs shown in Figurc 9.

Organizatlonal Deslgn

This phase dcals with development, design, and
documentation of the organizational blueprints and

Figure 9. Force development process.
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guidelines that the Army uses to build its force
structure (Figure 10). The principal outputs of this
phase arc the tables of organization and eguipment
(TOE) and tables ol distribution and allowances
(TDA). The primary development and design of a
TOE is donc by a functionally oricnted combat
developer at a school or center within TRADOC.
A TDA is developed at the lowest level possible
(MACOM, corps, installation, division). The TDA
manpower requirements arc  gencrated by the
workload to be accomplished.

The need (o design new lype organizations or
change existing oncs is gencrated within the
framcwork of the CBRS. The CBRS identifies
deficiencies in the force and recommends solu-
tions. Those solutions may involve organizational
design requirements. The organizational design
process begins with a front-cnd analysis consisting
of a review of the umbrella concept, missions, les-
sons learned, lield input, and other studies. A key
factor in TOE design is affordability. Combat-
elfective units must be designed within constrained
manpower boundaries. The design is documented
on the automated unit relerenee sheet (AURS)-a
eomputer data base which provides a starting point
for TOE design.

For equipment~related solutions, the matericl
developer’s input is contained in two documents:
The first is the Qualitative and Quantitative Person-
nel Requirements Information (QQPRI) report,

Figure 10. Organizational design.
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which is prepared within the matericl develop-
ments community and provides a description of sol-
dier skills required (o operate and support a new
matericl system, The second is the Basis of Issuc
Plan (BOIP), which is joined with th¢ QOQPRI to
subsequently influence an organizational design.
The BOIP, prepared by TRADOC  combat
developers, identilies how many items of a ncw
matericl system are to be included in current, new,
or revised organizational designs. 1t also identiflies
quantitics of associated support equipment required
to support the density of a new system. Thus,
given the manpower required to opcrate and sup-
port one system (QQPRI) and the numbers of that
system to be included in a type organization,
simple mathematics will provide the total manpower
impact of a new materiel systcm on that type or-
ganization. Numerous QQPRIs and BOIPs may be
used in the development of an AURS.

Further refinement of the AURS results in a
draft TOE. The draflt TOE contains the justifica-
tion for development, concept for unit
organization, and unit mission capabilitics. It has
been updated to include more substantial QQPRI
and BOIP information resulting from the full-scale
development of new matericl systems. Manpower
requirements for necessary combat support and
combat service support functions have been added
using munpower requirements criteria (MARC).

Manpower requirements criteria provide the ra-
tionale for scrvice and support positions above and
beyond those tied to new matericl systems. These
criteria include both fixed allowances for general
administrative positions, such as operations NCOs,
and variable allowances bascd on workload factors,
such as tracked-vehicle mechanics.

When the draft TOE has been completed, it is
forwarded to the field for review and comment.
Upon input from the ficld and resolution of com-
ments, it is published as a TOE. The TOE is lor-
warded to HQDA for final review and approval. It
is important 1o note at this time that the TOE is a
requirements document, and that the requirements

‘represenicd have not been resourced. 1t merely
reflects a blueprint for organizing units which are
capable of executing current doctrine.

Table of distribution and allowances organiza-
tions apply to units designed to provide support for
which a TOE does not exist. They are usually non-
deployable units organized to fulfill the workload
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obligations of a fixcd support establishment.  They
can include civilian manpower positions; TOEs can-
not. They are designed on an individual basis by
ficld commands, normally at installation level, und
reflect the lowest essential stafling that will allow
the most effective use of resources and the most ef-
ficient operational capability.  The actual design
and manpower and equipment requirements arc
determined using manpower stalling standards and
manpower surveys (0 accomplish recognized mis-
sions. The installation then forwards the TDA o its
MACOM for approval.

The Army must now decide how many and
what mix ol thesc organizations, based on TOEs
and TDAs, it needs to satisfy its national security
responsibilitics within dollar and manpower con-
straints.  Another consideration is the degree of
risk 10 be assumed given a shortage ol units.

Force Planning

Army force planning focuses on the policy,
guidance, and force requirements cstablished by
the National Command Authority and the Depart-
ment of Defense (DOD). 1t centers on the threat
and national objectives and goals. 1t also provides
a means (o progress from the very broad concep-
tual view of national defense to the specifics of units
and force structure. Risk assessments  and
resource constraints are considered while determin-
ing these specilics.

Army planning culminates in the development
of The Army Plan (TAP). The Plan is constrained
to expected dollar and manpower levels provided by
DOD guidance. Ut depicts the required force struc-
turc in terms of numbers and types of divisions (that
is, light, hcavy, airborne, air assault), specilic
separate brigades (for instance, 172nd Inf, 194th
Armd, Berlin), and other special forces.  Before
these lorce levels can be implemented, further
delinition is requircd, support requircments neces-
sary lo maintain and sustain the force must be iden-

*ified, and force requirements must be allocated

among Army Components (Active Army, Army Na-

. tional Guard. Army Reserve).  This is  ac-

complished during the force structuring process.

Force Structuring

Force structuring takes the major combat forees
contained in the Army Plan and, according to a




given scenario, develops the combat support, com-.

bat service support, and gencral support forces
nccessary Lo sustain them.  This is accomplished
using a computer-assisted process called Total
Army Analysis (TAA). The TAA wargames the
combat force to determine the actual mix of sup-
port units required. It starts with a simulation of
the dcployment of major combat forces and
proceeds into a warfighting model. 1t produces a
force that is doctrinally sound, is sustainable with
required support, and includes all Army com-
ponents.

The TAA-developed base force becomes the
basis for a Force Integration Analysis (FIA) and a
Programmed Force Capability Analysis (PFCA).
The goal of FIA is to ensurc that the programmed
force structure is affordable and can be executed.
Force developers, with asset managers (that is, per-
sonnel, training, facilities, equipment, et cetera), en-
sure that the assets will be available in time to ficld
the force structure. The FIA identifies where asset
management programs must be adjusted to ficld
the force structure; and, in cases where assct
programs cannot be changed, it identifics where
the force structure must be changed. The PFCA
analyzes the capability of the force structure

-throughout the program years and identifics [orce

structure changes necessary (o maintain a balanced
force structure capable of accomplishing the Army’s
mission.

That force structure will become the goal for
subsequent programming and resourcing actions,
Throughout the process. MACOM and ARSTAF
force developers meet routinely to evaluate the foree
as it takes shape. The final output forms the basis
for development of the Army’s five-year program.

Force Progrumming

This phase of the force dewvelopment process
translates the force requirements from TAA into a
detailed program ready to budget and exccute-the
Program Objectivc Mcmorandum (POM).  The
POM lays out a five-ycar program that describes
all aspects of the Army plan to increasce readiness
and implement new initiatives. It highlights the ac-
tions required to mect overall Army strategy and
objectives in separate and distinct packages: for ex-
ample, activating a new division, ficlding a new
weapons system, or developing a new NCO-
education course. These packages are called
Program Development Inerement Packages (PDIP).

Chapter 3

The PDIPs are the building blocks of the POM.
They are used to associate force structure changes
and other force improvements with resources (man-
power and dollars). Each PDIP is designed to be a
complcte presentation of resource requirements so
that decision makers can review, analyze, and
prioritize the action it supports. This is necessary in
order (o build a balanced program and force within
real resource constraints.

The approved POM displays a force called the
program force. The program force is designed to
be achievable within the cxact resource levels ex-
pected from Congress. 1t specifies the number and
typc of Army divisions, separate brigades, armored
cavalry regiments, special forces units, and all re-
quired combat support and combal service support
units. It specifies the force mix among active and
rescrve components and depicts forcc improve-
ments over time. It further identifies all the over-
hcad to opcrate the Army in the training and
sustaining basc. Then DOD reviews and approves
the Army's POM. The specifics of the approved
progrum force are recorded by DA ODCSOPS in
its manpower accounting system, the Force Ac-
counting System (FAS). The FAS depicts man-
power allocations by unit and by category (officer,
warrant officer, enlisted). The system contains no
grade or skill information. The dollars and man-
power within cach PDIP are provided to the
MACQOMs as Program Budget Guidance (PBG).

Once the force structure has becen approved
and resourced, those resources are allocated to
claimant MACOMs where unit organizations are
then documented.  The focus of this process is the
authorization document. This document displays a
unit’s approved structure, which includes allocated
soldicr and equipment resources. It serves as the
authority for a unit (o exist and is the basis for the
requisition and assignment of pcoplc and equip-
ment.

There are (wo types of authorization docu-
ments: modification tables of organization and
equipment (MTOE) and TDAs (Figure 11). An
MTOE is a modificd version of a TOE that
prescribes unit organization, personnel, and equip-
ment in order 1o perform an assigned mission in a
specific location or environment. It designates the
specific unit it applics to, the authorized level of
organization (ALO) (how much manpower and
equipment), and the cffective date (E-date). The
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Figure 11. Documentation.

TRADOC ]| TRADOC/AMC HQDA/TRADOC/AMC/MACOM WACOM
HQDA ALLOCATES
MaA RESOURCES GUIDANCE
MADP
! T [ oePRi MARC MANPOWER lsouwmsnr
BOP - BOIP BOIP
DESIGN DRAFT MTOE
A AURS s ToE cTu
MACOM
INPUT
CBRS TOE DEVELOPMENT FORCE MANAGEMENT

TDA, which was discussed earlier in this chapter
as a requirements document, also includes
authorization information.

Semiannually the MACOMs submit updated
MTOEs and TDAs to HQDA during a manage-
ment of change (MOC) window. The authoriza-
tions in these documents must be within the
manpower, dollar, and equipment guidance
provided by HQDA. To assist MACOMs in updat-
ing MTOEs, HQDA publishes, also semiannually,
a consolidated TOE update (CTU) which has the
latest version of all TOEs.

The development of authorization documents is
supported by The Army Authorization Documents
Systems (TAADS). The TAADS is a HQODA
automated system that contains all approved
authorization documents.  Twice a year these
authorizations are used to develop planning goals
for personnel and equipment planners.  The

Structure and Composition System (SACS) sup-
ports this cflort. The SACS uses input from
TAADS, a master TOE lile, BOIP file, and the FAS
to develop armywide personnel authorizations and
equipment requirements for a time period covering
the current, budget, and POM years.  Authoriza-
tion documents from TAADS provide the most up-
to-date and reliable information; however, they arce
usually only valid through the budget years.
Beyond thuat point, TOEs arc used where MTOESs
do not exist. The FAS is used as a management
tool throughout to preclude overstatement of man-
power authorizations by making the documented
unit position match the programmed unit position.
Authorization documents are a claim for man-
power, dollars, and equipment. Any item of
cquipment or soldicr that a unit is missing can be
requisitioned  based on a valid authorization docu-
ment.

SECTION III. ACQUISITION

The cstablishment  of a  force  structure
creates the need for soldiers and equipment.
The acquisition of these  resources will
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provide substance to the force structure.  Ac-
quisition in this context is an initial procurement
activity.

*



.

Materlel Acquislition

Stripped of all but the basics, the Army’s
matericl acquisition methodology is very simple
and straightforward. First, a determination must
be made that a new materiel system is necded.
This is donc by combat developers in the MAA
process. That need may arise beeause of a deficien-
cy that exists in a currently ficlded system or from
the opportunity to exploit a technological
breakthrough. The next step is Lo explore solutions
that will satisfy that need. The best solution is iden-
tificd according 1o a mix of factors, the most impor-
tant of which are cfleetiveness and affordability.
Once an optimum solution has been identificd,
prototypes are constructed (o test the feasibility of
the solution. If the solution is workable, it is then
further developed, tested, refined. produced, and
ficlded, with budget support from Congress.

This basic process has been formalized by DOD
to provide structure and control throughout the
system’s life cyele. The formal management struc-
ture is called the Life Cycle Sysiem Management
Model (LCSMM) (Figure 12).  The US Army
Materiel Command (AMC) is responsible for over-
secing the development and acquisition of new
materiel systems according to this model, but the
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Army’s lcadership reviews the progress during
development and may approve continuation, make
correetions, or cancel further development.

Program initiation.  After analyzing and provid-
ing the justification for a new system through
MAA, requirements documents are prepared that
are the basis for formal approval of that system.

Concept  exploration.  As distinguished from
development of hardware, the primary purpose of
this phase is to explore potential ideas, concepts,
and solutions in a competitive environment. It is
conducted jointly by AMC and TRADOC under
the auspices of a special study group or task foree
chartered by HQDA ODCSOPS. The group ac-
quires information for use in sclecting the proper
alternative for hardware development. Alternative
system design concepts are then explored within
the context of mission need and program objec-
tives. At Milestone 1, the first decision point, the al-
tcrnatives are presented (o a HQDA or DOD
decision body. The best coneept is selected and ap-
proval to enter the next phase is granted.

NOTE: At each decision point a program may
also be adjusted or ¢ven cancelled.

Demonstration and validation. The primary pur-
pose of this phase is 10 identify and substantially
reduce program risk before making the crucial

Figure 12. Life Cycle Systems Management Model.
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decisions on which contractor’s system best meets
program objectives. During this phase, risk is
reduced by testing the concept through simulation,
models, or prototypes. This often involves compet-
ing contractors. The information that results [rom
testing is used to document associated support re-
quirements. The QQPRI and BOIP are developed
at this time. Also at this point, the decision is
made to continue, adjust, or cancel. The go-ahead
decision usually involves selecting the best design
among competing contractors.

Full-scale development. During this phase, the
system, with all items nccessary for its support in-
cluding training devices and computer resources, is
fully developed, engineered, fabricated, and tested.
Al the end of this phase a decision is made on its
acceplability for entering the Army inventory.
Documentation during this phase is similar 10 that
prepared during the previous phase except that
more information and expericnce is available. The
QQPRI and BOIP are updated into final versions.
When approved and published, they are distributed
to MACOM headquarters.  As requircments
documents they can be used [or planning and infor-
mation purposes and supplement other force
modernization planning documents.

Another important document, the Matericl
Ficlding Plan (MFP) is initiated at this time. The
MFP is the principal document around which coor-
dination and agrecment on deployment of a new
system are accomplished to assure that the gaining
MACOM will have sufficient advance information
to budget necessary resources and to plan for the
receipt of the system. Dralt MFPs are published
26 months prior 10 the first-unit-equipped (FUE)
date and are distributed 1o the MACOM in sulfi-
cient copies [or subordinate command review.

Production and deplovment. During this final
phase of the materiel acquisition process, the im-
pact and requircments are grealest on the gaining
commands. Inclusive in this phase are all activitics
associated with procurement and distribution of
equipment, training ol operational units, and the
marshaling of logisties resources into supportable
packages. Activities associated with finalization of
materiel fielding documents are intense at all
levels, especially at the gaining command level.
Gaining command influence on the materiel ac-
quisition process is greatest during this phase.
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Opcrational support. The purpose of this phase is
1o ensurc that units that have received the new sys-
tem are able to achieve a continued high level of
operational readiness. Activitics associated with this
phasc include transition to standard support systems
and cvaluation of the system for upgrade or replace-
ment.

The traditional LCSMM is structured to
provide guidance for managing major new materiel
development programs.  Alternatives to a {full-
fledged LCSMM development program are—

® To product-improve existing Army systems.
® To usc nondevelopment items (off the shelf).
® To tailor the LCSMM.

® To use the Army Streamlined Acquisition
Process (ASAP).

The ASAP is used for low-risk development
programs which feature integration of mature tech-
nologies or proven components (Figure 13).

It does little good to ficld a new materiel sys-
tem without the necessary support Lo sustain that
system in the ficld. That support includes person-
nel to operate and maintain the system, lacilities for
slorage or maintecnance purposcs, training programs
1o educalc operators and  mechanics, replace-
ment parts for repair purposes, test cquipment and
technical data for diagnosing problems, and so
forth.

This effort to ensure that necessary support is
available when a new system is Ticlded is called in-
tegrated logistic support (ILS) (Figure 14). The
ILS planning begins almost concurrently with the
initial efforts to develop a new matericl system and
tracks its progress through the LCSMM. It is an
extremely complex process yet vital to the suc-
cess of the materiel acquisition process. A system
that cannot be maintained, supported, or
operated in an efficient way fails to meet the needs
of combat-rcady units.

The MANPRINT mcthodology is a recent in-
novation in materiel acquisition. The premise of
MANPRINT is to influence the total materiel sys-
tem design early and (o design equipment to it the
man instcad of trying to make the man fit the equip-
ment. The six arcas MANPRINT analyzes arc man-
power, personncl, training, human factors engineer-
ing, health hazards, and safcty. The goal is to ficld
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equipment systems which maximize the capability
of a manned system. .

Along with developing new equipment comes
the requirement to determine how many of that
item should be purchased. Acquisition objectives
are determined Trom the logistic portion of SACS
called LOGSACS. The LOGSACS provides all of
the line items of equipment authorized by every
unit or organization for current, budget, and POM
years based on MTOE, TDA, and TOE data.
Once unit equipment nceds are determined, there
arc additional factors applied, such as war rescrve
and maintenance sparcs, Lo arrive at the acquisition
objective.  After this objective is calculated, it is

compared against the on-hand inventory. The dif-
ference between the objective and the inventory is
the quantity of equipment that must be considered
for procurement during preparation of the POM
and the budget.

Personnel Acquisition

Manning is the process that translates
requircments for people into tramed units. 1t
involves manpower management, authorizations
management. as well as personnel management. It
is closely linked to materiel acquisition and force
development. For the manning process to work, it
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requires an understanding of each of its
components, how they fit together, and wherc
disconnects exist.

Because every functional area in the Army has
its own peculiar language, an understanding of man-
ning requires an undcrstanding of its language.
For this reason, the following terms and their as-
sociated definitions arc provided

® Manpower. Numbers of personncl spaces
required or authorized.

® Requirement. Valid need for manpower
documented in an HQDA-approved MTOE
or TDA (indicated in the required column of
an authorization document).

® Authorization. Allocation of available
manpower documented in MTOE or TDA
(indicated in the authorized column ol an
authorization document).

® Personncl. Soldiers in the Army.

The manning process begins in the organiza-
tional design phase of the force development
process; TOEs and TDAs are created in (his
phase. A major component of these documents is
manpowcr, as expressed by grade and skill. These
manpower requirements are influenced by a num-
ber of factors including design and utilization infor-
mation. The Army subsequcntly decides how many
and whal mix of these organizations it nceds during
the planning and structuring phases of force
development. Up to this point, manpower has only
been dcalt with as requirements.  Bul manpower
that can actually be obtained must be considered
before the Army can go to Congress with its
budget request -(Figure 15).

Congress  sets the' limit on how much man-
power it will resource through appropriations.
This is the End Strength (ES). It is a program-
matic number that tells the Active Army how many
soldiers it can have on its rolls on the last day of
each fiscal year. It also determines how much
money is appropriated for military pay and thus
limits the size of the Army throughout the year.
The ARSTAF, working within this ES constraint,
must then dctermine how many of thesc resources
are Lo be allocated to each of its MACOMs. A
critical consideration hcre is ovcrhcad; that is, the
manpower cost of maintaining and sustaining the
Army. It represents  expected numbers  of
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Figure 15. The manning process.
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personnel not available to man the organizations
within the Army at any given time. 1 includes new
soldicrs in basic and advanced training as well as
soldiers being transferred between units and in ad-
vanced individual schooling.  This overhead is
termed the (rainces, transients, holdees, and stu-
dents (TTHS) account, or the individuals account,
The manpower allocated (o the MACOMs in order
(o build and/or sustain their organizations is called
the forcc structure allowance (FSA). The process
of determining what manpower can be allocated Lo
the MACOMs is a cooperative effort betwecn two
primary ARSTAF clements, ODCSOPS and the (-
fice of the Deputy Chief of Staff for Personnel
(ODCSPER). The specifics of that decision are
rceorded in the FAS and in the PBG.

The FAS depicts manpower allocated by unit
and category (officer, warrant officer, cnlisted). It
contains no grade and skill information. The
MACOM provides that information in its atithoriza-
tion documents.  Manpower allocations are (rans-
mitted to the MACOMs in the PBG. The
MACOMs then spread these manpower resources
among appropriale organizations and documcent
the grades and skills associated with cach in
MTOEs and TDAs. It is at this point that actual
personnel planning begins.



The personnel planning proccss and the execu-
tion of those plans involve many commands and
agencies. The primary participants in the process
include ODCSPER, the US Army Total Army Per-
sonnel Agency (TAPA), the US Army Recruiting
Command (USAREC), und TRADOC. The
ODCSPER is responsible for oversecing the
proccss and TAPA s its ficld opcrating agency for
making it happen. The USAREC is the licld com-
mand charged with the mission of procuring
civilians to be soldicrs, while TRADOC is respon-
sible for turning those civilians into soldicrs. The
process itself has evolved through years of trial and
error and nowherc are all of its proccdurcs and
practices documentcd under one cover, That is be-
cause it is not one homogeneous process but a mix-
ture of associated processes that taken together
produce the required cnd result (Figure 10).

The personncl planning process takes place in
four sequential phascs:

PHASE 1. Identifving manning goals. Futurc
manning goals are determined from the personnel
portion of SACS culled PERSACS. The PER-
SACS contains personnel authorizations by unit or
organization, by skill and gradc, for the current,
budget, and POM years bascd on data [rom
authorization documents. The TAPA uscs

Chapter 3

PERSACS duta to update the authorizations data
base semiannually. That data base, after some addi-,
tional fine tuning, hecomes the manning goal (or use
in further plunning actions.

PHASE 2. Comparing against projected inven-
tory. Knowing what [uture authorizations will be
does not help the personnel planner unless he can
also projcct what the future inventory of personncl
will he. That projected inventory, when compared
with luture authorizations, provides a good indica-
tion of what actions must bc taken to mcct luture
personnel needs. Where deficiencies exist, policies
can bc changed or program adjustments can be
madc. The total Army personnel inventory is main-
tained by TAPA in data filcs callcd the officer or
enlisted master files (OMF or EMF), The data
containcd in those files is input {rom organizations
throughout the Army via thc Standard
Installation/Division Personnel System (SIDPERS).
This inventory is projccted into the future based on
current personnel policics and historical trends.
This "aged” inventory is then compared with the
projected manning goals at selccted points in the fu-
ture. The dillerences that exist at these points rep-
resent [uture personncl shortages or surpluses that
must be adjusted to support the planned force
structure.  This is done by developing and

Figure 16. Personnel time line (months).
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implementing a manning program that best aligns
inventory with structure.

PHASE 3. Developing integrated prograins.
Developing an effective manning program requires
the integrated use of four force alignment tools:

® Accessions (recruiting new personnel).
® Retentions (reenlisting soldiers in the force).

® Designation (reclassification of soldiers from
one skill to another).

@ Promotion (advancing soldiers to a higher
grade).

Each of these tools is most effcctive when used
with the others in an integrated program. That
program is drafted initially by TAPA and then
refined through a scrics of ARSTAF-level meet-
ings. Upon linal approval, the manning program
generates  recruiting  missions [or USAREC,

recnlistment objectives for the MACOMs, training
requirements for TRADOC, and reclassification
directives for selected organizations.

PHASE 4. Executing aud monitoring the
progratns.  The recruiting missions transmitted to
USAREC by TAPA arc synchronized with training
available within the TRADOC school system.
Once the program is initiated, its progress must be
closely monitored. Reality may not mecet the expec-
tations of thc planncrs for many reasons-unex-
pected lorce structure changes that invalidate the
targeted manning goals or deteriorating eeonomic

“conditions that increase retention above planncd

levels. For thcse reasons, ODCSPER and TAPA
monitor the manning program and make adjust-
ments as needed.

Once recruited and trained, soldiers are as-
signed by TAPA to organizations throughout the
Army according to needs and priorities.

SECTION 1V. RESOURCES

The biennial Army Planning, Programming,
Budgcting, and Execution System (PPBES) is the
formal process by which strategy and strueture
needs are linked to resource requirements.  The
Army PPBES responds to and is dependent on the
DOD Planning, Programming, and Budgeting Sys-
tem (PPBS).

The PPBES begins with the planning phase that
addresses the development of military strategy and
defense policies designed to attain national security
objcetives. It corresponds with the force planning
phase of the force dcvelopment process. Foree ob-
jectives and capabilities, as well as resource projee-
tions envisioned to counter the estimated threat,
are evaluated. The information that results from
these evaluations interfaces with the Joint Strategic
Planning Document (JSPD) prepared by the Joint
Chicfs of Staff (JCS). The JSPD contains thc
Army’s  planning force  projections, force
capabilities, projectcd levels of acceptable risk, and
assessment ol the adequacy of projected funding.
The JSPD also contains similar asscssments made
by other services. It is through the JSPD that the
JCS contributes military advice to DOD and
provides the baseline for defense policy and
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guidance for the ensuing programming and budget-
ing phases.

Bascd on presidential guidance and information
furnished in the JSPD, DOD publishes the Defense
Guidance (DG). The publication of the DG sig-
nals the elose of the planning phase and the tran-
sition to the programming phase. The DG provides
orientation for the preparation of  service
program projections cnvisioned to satisfy defcnse
stratcgy nceds. This causes the Army (o ex-
aminc issues such as:

©® How large must the Army be?

® What forces will make up the Army?

® What cquipment must be bought?

® Where and when should forces be stationcd?
@ What facilities must be built?

® What resource constraints can be an-
ticipated?

The Army’s answers to these and similar questions
are formalized in the Army POM.



The MACOMs are able to identify and justify
long-range program resource requirements through
the submission of the Program Analysis and
Resource Rcview (PARR).  Historically, the
PARR is prepared at MACOM  level.
Howcver, MACOMs occasionally  will  scck
input from their major subordinate commands
(MSC). Information from thc MACOM’s PARR
is integrated with the POM. When approved
by DOD, the POM is used to update thc Fivc-
Year Dcfense Plan (FYDP). The FYDP con-
stitutes the DOD working summary of
approved programs, inclusive of related total
obligation authority, manpowcr, and force lcvels in
terms of major mission programs and support ob-
jectives. The approved POM cxpresses the plans
developed during the planning phase into balanced
allocations of forces, manpower, matcricl, and dol-
lars needed to accomplish the national security ob-
jectives for the five-year period.

The Program Deccision Memorandum (PDM)
is issued to the scrvices on the DOD program
dccision. Rcccipt of thc PDM begins the budget-
ing phase for the Army. During the budgecting
phase, the ARSTAF translates its need for
funds and manpower into a request for dollars
from Congress. This rcquest takes the form of
the Army Budget Estimate (ABE). When reccived
at DOD, the¢ ABE, together with the other ser-
vices’ budget estimates, is used to update the FYDP
to reflect the latest cost projections of the scerviccs
for approved programs. The budget estimates con-
tain cost information for the prior ycar and cur-
rent year of execution, as well as cost projections
for the budget and program ycars.

The DOD uscs the scrvices’ budget cs-
timates to reach Program Budget Decisions (PBD).
The PBD reflects the budget levels at which ser-
vice programs have been approved for inclusion
in the DOD portion of the presidential budget
which is forwarded to Congress. The FYDP is
also updated for the third time in the PPBS cycle
to rcllect the finite cost estimates for the major
programs addressed in the presidential budget.

Once the presidential budget has been sub-
mittcd to Congress, the House and Scnate Armed
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Serviccs  Committeces (HASC and SASC)
evaluate the DOD portion of the presidential
budgct. Congressional evaluation of the presiden-
tial budget impacts heavily on military expenditures
through the enactment of authorization and
appropriation legislation. The main focus of Con-
gress at this juncture is the devclopment of its
versions of the programs to bc implemented by
the services in carrying out national security
objectives. Congress works closcly with the Of-
fice of Management and Budget (OMB) and the
president’s budget office to resolve differences
between the presidential and congressional versions
of the national budget. The product of this con-
gressional effort, referrcd to as the first eoncur-
rent resolution or congressional budget, is an
authorization bill. The authorization bill is sub-
mitted to the President to be signed into law.

The signing of the authorization bill into
law initiates the congressional appropriation phase.
During this phase, the House and Senate
Appropriations Committces (HAC and SAC) ex-
amine the authorization lcgislation and recommend
levels of funding based on the projeeted nation-
al revenues. This congressional action is designed
to grant obligational authority for programs.
House and Scnate concurrence on the composi-
tion of thc appropriation bill is the second con-
current resolution.  If signed into law in late
Scptember by the President, the services are given
obligation authority to begin executing their
approved programs at the start of the new fis-
cal year (1 October). The absencc of an approved
appropriation bill rcquires the cnaetment of a con-
tinuing resolution act by Congress to allow thc ser-
vices to opcrate at levels equal to the previous
year’s obligations. At division and installation
levels, the authority to begin executing the new
year’s programs will be reflectcd through the
reecipt of a funding authorization document from
the supporting MACOM. It is through this process
that the ficld receives funding for day-to-day opcra-
tions as well as force modernization and integra-
tion needs.

Throughout this chaptcr the focus has becn on
those actions occurring at HQDA and
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MACOM levels which most influcnce force
integration in the division. This has been done
to give the division force integration stafl member
a general undcrstanding of the systcm within which
he must opcrate. Force development and acquisi-

tion, along with resourcing, were examined in detail
because these functions are the genesis of change
in the Army. This treatment of these {unctions
docs not lessen the importance of the other func-
tions in thc Army lile cycle.



CHAPTER 4

Cement-How the Army Trains

The Army must be preparcd to fight and win. Training is the means to that end. It
is the method by which the eombined combat potential ol doctrine, organizations,
equipment, and the personnel who use them can be realized and sustained. For that
reason, training is an ¢ssential clement of force integration and is critical to the suc-
cess of today’s modernization efforts. It translates the concepts behind new doctrine,
organizations, and equipment into a loree capable of fighting and winning on
the battleficld.

History has demonstrated the decisive role that training ean play in battlefield sue-
cess. It ean offset the numerical supcriority of an cnemy even when the differenec in
equipment quality is ncgligible. That faet was witnessed in North Africa during
World War 11 and rceently in the Arab-Isracli wars. With a signifieant quantitative
disadvantage and a qualitative standoll, the Army must depend on training to provide
the edge with soldicrs who arce tough, competent and confident; crew and squads
that are cohcsive teams technieally and tactieally proficient; and units with the con-
fidence and proficency to fight as eombined arms teams.

Thc Army’s training goal is to develop and sus-
tain a combat-rcady force prepared to mobilize, tions, and cquipment. The assimilation of

SECTION 1. ARMY TRAINING

@ Train to integralc new doctrine, organiza-

deploy, and dcfeat enemies of the United States in
support of worldwide national eommitments. The
training systcm that supports this goal is bascd on
the following training philosophies:

® Train as you will fight. Units must train as
they will fight, Tor they will fight as they have
been traincd. Training must be hard, realis-
tic, and must stress combincd arms team-
work. 1t must focus on those tasks essential
to sucecss on the battlefield.

® Train to standards. Standards provide a
common nctwork of tasks, procedures, and
drills that allow soldiers and units to function
smoothly and effieicntly. They also cstablish
a common rcferenee from which o measure
the success of decentralized training efforts
across the Army.

force modcernization initiatives depends on
training. This is especially true of cach new
generation  of  high-technology  cquipment.
The challcnge of matehing man  with
machine in such a way that allows the
machinc to be cmployed with full effective-
ness is critical. It makes little sense to pay
for development of systems that provide in-
creascd battleficld capabilitics  without
making a like commitment to train soldicrs
to effectively use them.  The average
American soldicr docs not possess a degree
in computer seicnee or electronics and may
be apprehensive about using new high-teeh-
nology cquipment.  Somc aspeets of this
problem can be engineered away, but a sub-
stantial training challenge still exists.
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® Train smart to conserve resources. In
today’s resource-constrained environment,
training must be well planned and exccuted,
getting the maximum benefit out of those
resources available. To do this requires the
exploitation of technology to develop em-
" bedded training capability, training devices,
and simulations as cost-effective alternatives
to old training methods. Embedded training
is an important technology which must be
used wherever possible.

® Train (o sustain. Once standards are
achieved through training, they can only be
maintained through training.

The Army training system is composed of three
mutually supporting parts (Figure 17). The com-
bined operation of these subsystcms is responsible
for transforming people, materiel, time, and money
into combat-ready units. The Army training system
is dependent on these resources and must inter-
relate closely with the management systems that
produce them.

Figure 17. Army tralning system.
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Training Base

The training base provides individual or collec-
tive training conducted by a service school,
training cenler, or any educational institution sanc-
tioned under DOD. It involves both initial-entry
training (IET) and professional-development
training.

/ Initial-entrv training is the introductory training

given to all personncl on initial entry into the
Army. It provides an orderly transition from
civilian to military lifc, motivation to become a
productive member of the Army, and an introduc-
tion to the basic skills required by all members of
the Army. It also provides training in certain job-
critical skills dependent on the soldier’s assigned
specialty. It includes training for new recruits as
well as newly commissioned officers.
Professional-development training is advanced
training that provides Icadership and technical
cducation (o support career progression and
prepare officers and NCOs to occupy positions of
increasing  responsibility. The training base
provides recruits, NCQs, and officers with a solid
foundation of individual skills with which they can
eventually become cffective members of a unit.

Unit Training

Unit training is individual and collective train-
ing conducted in units. It involves learning and sus-
laining proficicney in individual and collcctive skills
that units need for mission accomplishment. Unit
training is discusscd in detail later in this chapter
as "Division Training."

Training Support

Training support is thc foundation on which the
Army training system is built. It provides f{or the
central management of training materials and ser-
vices supporting the training base and-unit training.
This includes providing manuals, audiovisual aids,
simulations, simulators, devices, raining arcas, ran-
ges, ammunition. and other tools necessary (0 con-
duct training in units and institutions.

Training support requirements are developed
using a systems approach. This methodology was
established to c¢nsurc that (raining support
products and tools continue to meet current train-
ing necds-a challenge when change is widespread
and quick-paced.  This approach is common to
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nearly every aspect of training development and
involves inpul from matericl acquisition, force
development, and doctrine devclopment proccsses.
It consists of five interrelated actions:

1.Evaluation.
2.Analysis.
3.Design.
4.Development.
S.Implcmentation.

The evaluation process provides constant con-
tact with tactical units to cnsure that training
and (raining publications are meecling (raining
needs. The analysis reviews unit missions, collee-
tive tasks, and individual tasks. This Icads 10 a
deflinition of conditions and standards for carry-
ing out those lasks and ensures that all combat-
critical tasks arc identified and developed. The
products of the analysis arce uscd to design training
and training publications. This leads to training
and evaluation outlines for collective tasks that be-
come part of thc unit’s ARTEP and individual tasks
which bccome part of the Army’s Individual Train-
ing and Evaluation Program (ITEP). Training
strategies and programs outlincd in the dcsign
phase are dcveloped into draft training publica-
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tions, such as the ARTEP and mission training
plans (MTP) for collective training and programs
of instruction (POl), soldicr’s manuals, and skill
qualification tests (SQT) for individual training.
Using this approach, all draft training publica-
tions are reviewed to ensure all training needs
are addressed by an applicablc training publication,
that there is horizontal and vertical linkage for each
individual task at each skill level, and that all col-
lective tasks are supported by coordinated in-
dividual training publications. Implemcntation is
through the Training Requirecments Analysis System
(TRAS).

The TRAS is a systematic management process
used to facilitate the development and implementa-
tion of training by documenting plans and support
requirements. It integrates the training develop-
ment and implementation process with external
resource systems (for example, personncl, construc-
tion, training equipment, ammunition, dollars).

In the (inal analysis, these training support el-
forts, and those of the institutional training system,
arc focused to support unit-level training; that is,
where the other clements of the total system-
doctrine, organizations, people, and equipmcent-are
brought together and molded into a combat-
rcady force. !

SECTION I1I. DIVISION TRAINING

Training a division is often performed in an en-
vironment  characterized by shortages and tur-
bulence. That environment bccomes even more
challecnging due to the demands of assimilating new
doctrine, organizations, and equipment. The in-
crease of battlefield complexity is causing
training complexity. Thc expanding nced for
specialization has added to the range of tasks
that must be addressed by a unit training program.
Even the tools that trainers must work with-
conduct-of-firc traincrs, subcaliber devices. instru-
mented ranges, et celcra—arc morc complex.  For
thcse rcasons, it is essential that unit commandcrs,
cspecially  division  commandcers, cut  through
thcse complexities and concentratc training cf-
forts on those tasks that are critical to battlcficld
success. This is defined in FM 25-100, Training the
Force, as battle focus.

Ficld Manual 25-100 describes in dctail the
structurc for training to effectively exccute a
mission on the AirLand battlclicld. It provides a
training managcment structurc which is supportive
of the Battalion Training Managemcnt System
(BTMS) at lower levels. Figure 18 depicts battle
focus, as wcll as training dircction, training plans
and cxccution, and force intcgration as distinguish-
able componcnts of a successful training system.

Battle focus scts the stage for units (o train as
they are going to fight. It is founded on the prin-
ciple that all training must relate to the mission,
thercby giving the unit or activity a sharcd common
dircction serving as the focal point for the develop-
ment and execution of training. Implementation of
the battle focus philosophy cnables the commandcr
and his stafl 1o structure a training program that
overcomes the seemingly unending stream of

]



Chapter 4

Figure 18. Division training process.
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requirements that beset all units. Battle focus
provides an approach for the translation of unit mis-
sions into a managcablc group of supporting collce-
tive and individual training tasks. This rccognizcs
that a unit cannot attain proficicney to standard on
cvery task, but that success is achicvable by narrow-
ing the focus to a few well-chosen, vital tasks. In
this approach, training becomes the means to at-
tain mission accomplishment. The process by which
battle Tocus is achicved is simplc, yet critical. 1t is
established by completely identifying and under-
standing the unit’s mission. Goals arc developed
from these missions. Ncxt, collective training tasks
ar¢ identificd and arranged according to how criti-
cal they arc in support of the goals and how they re-
late to the missions. Individual training tasks arc
then identified and arranged in priority based on
how they support the mission, goals, and collective
tasks. Thesc individual and collective tasks be-
come the foundation for dcveloping a training
program that preparcs units for war.

It is important to remember that force intcgra-
tion and training are not cither/or propositions.
Forcc integration requires training to be successful
The integration of new doctrine, organizations, and
equipment represents critical training tasks that
should be reflected in the unit training program. 1f
they are not incorporated, those initiatives will

SECTION 1L

Threce basic concepts influence the design of
division training: sustainment, multiechelon, and
combined arms training.

Sustalnment Tralnlng

Sustainment training is often misunderstood al-
though it is a rcasonably commonscnsc approach
to training. 1t trains units by intcgrating individual
and collective training and c¢nables the unit to be
continuously rcady to perform its combat mission.
. Thc operative word is "continuously.” Sustainment of
a skill requires training to a high-quality standard
often enough to prevent skill decay or to train ncw
people. At some interval, individual and collective
training must bc repeated so that proficieney is
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achicve only limited acccptance and will simul-
tancously disrupt other training activities.

The development of a battle focus is only the
first step in the analysis process for subordinatc
units who must further rcfine those tasks. This
process, tempercd by the BTMS, cvolves into subor-
dinate unit training programs. The full integrution
of the process is reflected in unit training design
and in ARTERP tasks, both trained and evaluated.

Aftcr refining the division battle focus into
specific individual and collective tasks, subordinate
units assess the proficiency of their soldicrs to suc-
cessfully complete those tasks to standards. Where
applicable, soldicr's manuals and ARTEPs are
used to provide the standards. Training resources
are rcquested and allocated against requircments
generated by an analysis of the tasks and past
records of individuals.  Then a strategy s
developed for the design-a detailed plan for the
evaluation of training. Units and individuals con-
duct the training, evaluation and feedback are
provided, and a new assessment of unit and in-
dividual proficicncy is made.

Battlc focus drives this proccss. The analysis of
critical tasks from division to squad is necessary L0
make the process work.

TRAINING CONCEPTS

sustained. The concept is complicated by the lact
that soldicrs Icarn and forget at different rates. Tur-
nover of personncl is a continuous process and re-
(quires a unit to conduct repetitive training. Tradi-
tionally, training skills in units tend to pcak for major
events (for example, ARTEP, gunnery). Traincrs
should attack this peaking and move the proficien-
cy of a unit to a stable lcvel over time.

In order to makc this concept work, the
ARTEP must become a continuous serics of training
cvents and cvaluations focused on the sustainment of
combat proficiency. Each time a unit conducts a
major cxercisc, the critical battle tasks bascd on bat-
tle focus are sustained at the lowest level, where
compatible individual and collective tasks arc linked.
Sustainment training, in the ¢nvironment of change,
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is relicd on to carry a unit from thc pcriod prior to
change, (hrough (ransition, lo an increased
capability. The difficully is the sustainment of edm-
bat effcctiveness throughout the process of change.

Multlechelon Tralning

Training is conducted on a hierarchy of battlc
tasks involving individual soldiers, lcadcrs,
crews, leams, and units. The synergistic: effect of
this training enables the unil to perform its com-
bat mission al a relatively high and stable Icvel of
effectiveness over lime.  This rcquires, as a
goal, that critical battle tasks be performed at least
three to four times annually under realistic condi-
tions 10 ARTEP and soldier’s manual standards.

To fully address the various lcvcls from in-
dividual soldier (o division while sustaining
proficiency, the division actively plans and executcs
multiechclon training. This approach helps to train
and sustain leaders and soldiers in critical battle
tasks under varying conditions. Multiechclon (rain-
ing mcans training effectively (o a division standard
al several command levels through the usc of train-
ing objectives. This requircs leaders (0 formu-
late training objcctives for all levels of command
for which training is planncd. For example, if a
company defense of a batlle position is being
planncd, multicchelon training can occur if specific
training objectives are formulated not only for
the company but also for thc platoons, squads,
crews, and individual soldiers. Leadcrs cannot ex-
pect multiechelon training Lo occur unless this type
of detailed planning and prcparation is completed.
Multicchelon training involves—

® Training at two or more levels concurrently

as part of Lthe same event.

® Concurrent leader (raining away from the
training unit.

@ Concurrent subunil training away from the
training unit.

Training at (wo levels concurrently is the most
common and important form of multiechelon train-
ing. For cxamplc, a lank crew trains on individual
and crew skills concurrently; during tank platoon
training, tank crews continue to work on individual
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skills and crew gunncry drills. Even during a major
licld training exercise (FTX), the tank crew should
continue its training. ‘In the example cited, Icaders
cannol expeet lank crew or individual training to
occur unless specific training objectives are estab-
lished, training is resourced, prcexecution checks
are Imade, and leadcers supervisc exccution.

Combined Arms Training

The full integration of the combined arms team
is altaincd through the brigade slice approach
lo training management. (NOTE: From the corps
perspective this would be a division slicc approach.)
This approach acknowledges that the brigade com-
mander is responsible for controlling and or-
chestrating  certain  basic  battleficld  functions.
In order to attain and sustain a high level of
proficiency he must train with those elements that
perform these lunctions.  In short, the brigade
commander must forge the combined arms
team. The key to managing the (raining of the
combincd arms tcam is the brigade slice.

The brigade commander is allocated units and
resources necessary Lo organize the combined arms
team and accomplish the following functions:

® Mancuver.

@ Fire support.

@ In(elligence.

@ Modbilily and survivability.
@ Air dcfense.

@ Combal service support.
@ Command and control.

These functions describe what is expected (o
happen during and in support of the AirLand battle.
They do not address the ingredients but rather the
results. For example, intelligenee fusion (reconnais-
sance, survcillance, and larget acquisition) repre-
scnts the cfficicnt and effective gathering and use
of intclligence from numerous sources  (scout
platoons, ground surveillance radar teams, et
celera).

These seven functions form the basis of the
brigade slicc. The actual slice is those lcaders and
units who must work with the brigade to plan
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and coordinate the synchronization of thosc func-
tions on the battlefield. Key leaders of the brigade
slice are-

® The brigade commander.

® Thc brigade command scrgeant major
(CSM).

@ Thc brigadc staff.

® The firc support officcr.

@ The air liaison officer.

® The task force commanders.

® The attack helicopter battalion commandcr.
@ The artillery battalion commander.

® The air defense artillicry (ADA) battcry
commander.
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@ Thc cnginccr company commander.

® The ground surveillance radar (GSR)
platoon leader.

@ The military police (MP) platoon leader.

@ The supporting signal company commander.
® The chemical platoon leader.

® The forward support battalion commander.

These playcrs can bc modified as appropriate to
mission and organization.

The brigade slice extends beyond the brigade 1o
include the cavalry squadron, which has a slice.
Even DIVARTY and DISCOM have a distinct
slice. The brigade slice, which may be considered
to include thcse other slice arrangements, works
togcther in planning and conducting training. 1t is
cxpected that the brigade commander will elosely
monitor the training of all slice elements.

SECTION IV. CENTRALIZED PLANNING AND DECENTRALIZED
| EXECUTION

Since 1971, the Army has had a dccentralized
training policy.  That policy has often been
misunderstood and has led o permissivencss.
Decentralized training does not mcan that higher
headquartcrs are not involved in training. - Their ac-
tions are critical in providing and maintaining direc-
tion in the training program. A goal of any division
training program is to dcvelop teamwork among its
diverse elcments. That cannot be accomplished if
each unit trains according (0 its own set of
priorities and standards, rcgardless of thc nccds of
the whole organization. The division staff allocates
training resources and cvaluatcs the training cffcc-
tivencss of subordinatc units.  Evaluation is cx-
tremely important, for it indicatcs not only how
well training is being conducted but if the battle
focus is being maintained.

With thc advent of massive changes in doctrine,
organizations, and equipment, the training mission
has bccome onc of modernizing, acccpling ch.mgu,
and prcparing (o fight and win-to win with im-
proved cffectiveness. Centralized, detailed planning

at division levcl becomes critical in this process of
facilitating change and minimizing degradation to
combat clfcctivencss. The following arc the essen-
tial elemcents in the centralized planning process:

® Fiscal year (FY) training guidance. |
@ Quarterly training guidance.

@ Quarterly training bricl.

Fiscal Year Training Guidance

The ultimate purposc of FY training guidance
is Lo provide thc commander’s battle focus to subor-
dinatc units. it gencrally contains the following cle-
ments, all of which relate Lo the battle focus:

Mission analvsis, goals, and objectives. These arc
discussed in Section I1.

Resourcing.  Divisions are the initial command
level wherc positive control exists o limit the tur-
moil causcd by change. Divisions manage time as
thc most critical rcsource in a training plan. Time
must be allocated based on the best information
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available. Division is also the level where other
resources (funds, ammunition, facilitics, land, et
cetera) can be controlled and allocated to subor-
dinate units to ensure effective training. The is-
suanee of battle focus establishes the priority for
resources.

Training design and evalnation. Both training
and evaluation design flow from the established
stralegy. Divisional training programs with estab-
lished planning goals and objectives are developed.
Goals and objectives are developed that include fu-
ture doctrinal, organizational, and equipment
changes. For example, the multiple launeh-rocket
system (MLRS) is integrated into a division by in-
cluding instruction on the MLRS in officer and
NCO professional development programs and by
conducting practical exercises on the employment
of MLRS during ficld excrcises well before it is
actually ficlded. Evaluations are dcsigned to aid in
the integration of new doctrine, organizations, and
equipment by dctermining how they can best be
uscd. For example, an evaluation after-aetion
review should inelude a discussion of [uture changes
in terms of how a mission ean be better or more
easily accomplished and should foeus on the actual
integration of change in a unit’s performanee. A

SECTION V. TRAINING

Full integration of change rcquires the intellee-
tual preparation of the battlefield by-

® Educating commanders and  staff, from
division through company levels, in doctrinal
changcs.

@ Identifying support requirements and incor-
porating them into plans and procedures.

® Reviewing tactical missions and  issuing
guidanec.

@ Revising training to ineorporate  these
changes.

Unless sueh an analysis occurs, it will make lit-
tle diffcrenee how profieient a unit may become.
Unless eommanders and stafl eonduct lcader and
soldier training to take advantage of the increased

36

division strategy of training and evaluation design
is prescribed in the FY training guidance. The
training guidance should include both a philosophi-
cal base by establishing goals and objcctives and a
detailed seheduling of specifie training and evalua-
tion. It should also contain detailed information on
force integration issues in order to alert the subor-
dinate units of important changes and to stress the
importance of this cffort in training,

Quarterly Training Guidance

The quarterly training guidance  controls
chunges and ensures that combined arms training
can and does take place. It updates the battle
focus, goals, and objectives for major training cxcr-
cises and highlights changes in training schedules
and foree integration issues. [t begins the "lock in"
process for division training.

Quarterly Training Briefs

Quarterly training briefs limit detractors of
training, highlight changes in doctrine and cquip-
ment, and protect and ensure that combined
arms training is being conducted. 1t is the final
"lock in” for (raining in the division.

AND FORCE INTEGRATION

combat eapability brought about by new doctrine,
organizations, and cquipment, only marginal im-
provements (o warfighting capability will occur.
Training should be planncd and eonducted at least
a ycar in advance of the introduction of new
doctrinc, organizations, and equipment in order to
accept and implement new capabilities.

Doctrine

To the training developer, changes in doctrine
mean the ehanging of a mindset. As doctrine is ac-
cepted, it influences leaders and how they cvaluate
situations and make dceisions. To change doctrine
means to change the influcnees on the decision-
mauking proeesscs. The challenge of doctrine is to
take what is publishcd and turn it into applicd
doctrine.



A bond of confidence between leaders and sub-
ordinates is nccessary. 1t requires frequent inter-
aclion in seminars, professional development
programs, command post exercises (CPX), FTXs,
and ARTEPs. Subordinates must gain canlidence
that their doctrinal thinking represents the think-
ing of their superiors. This fact is extremely eriti-
cal given AirLand Battle doctrine that requircs
initiative and agility of subordinate leaders.
The dactrine or concepts of employment should
be available to units before reorganization oc-
curs or new cquipment arrives. 11 this has not
happened, it may become nccessary for units to
develop and refine concepts and create bottom-up
doctrine.

‘

Organization and Equipment

Organization and  equipment  capabilitics
must be studied in order to formulate a doctrinal
base. The introduction ol new organizations and
equipment may initially prove detrimental 10 a
unit’s combat effectiveness.  Significant changes to
command and control must bc anticipated belore
accepling change in order to maximizc the
capabilities that new organizational structures and
equipment offer.

Training must be designed to prcpare for
the introduction of new organizations and equip-
ment.  Traincrs musl—

@ Structurc CPXs and FTXs to fucilitate the cx-
perience of commanding, controlling, and
employing ncw organizations and cquipment,

® Usc provisional organizations for (raining

purposes to excreise future roles and mis-
sions.

@ Tailor ARTEPs (o facilitate employment con-
cepts that allow units to expericnce the
demands of new organizations and cquip-
ment.

Army Modernization Training

Army Modernization Training (AMT) is a DA-
managed program designed (o aid in the transler
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of information about new dactrine, organiza-
tions, and cquipment from the developer to the
user. It is provided for under the provisions
of AR 350-35. Used properly, AMT can great-
ly enhance a division training program. IL con-
sists of the following calcgories.

New equipment training (NET), which is the in-
itial transfer of knowledge on the operation
and maintenance of new equipment from the
materiel developer.

Displaced equipment training (DET), which is
the requirement for training generated as a result
of the transfer of equipment replaced by Army
modcrnization.  Although displaced equipment
is nol new cquipment, it is vicwed as new equip-
ment by the receiving unit,

Doctrine and tactics training (DTT), which is
the guidance to commanders, staff, leadcrs, and
operators o how to employ the combat capabilities
of systems and organizations. It is usually included
in NET and DET. It does not necessarily mean
a lraining tcam, but may be rcfercnce malterial
provided to the unit.

Therc are several training strategics available
for the implementation of NET or DET.
Army Regulation 350-35 gives a detailed descerip-
tion of cach of the following stratcgics.

Organizational training, which brings individuals
together following  advanced individual training
(AIT) for unit training at one location. It requires
HODA approval.

Total unit training, which trains all assigned
operators and maintainers of the gaining unit. 1t
also requires HODA approval.

Cadre  training, which is uscd (o (rain
sclected cadre from the user MACOM  who
may then train other personnel or units.

Kev personnel training, which is designed for
those systems that are operated or maintained by
a sclect number of personnel. Only those person-
nel reccive training.

Training base, which is the ideal training con-
cepl. 1t oceurs when the schools are produe-
ing sufficient graduates to support the fielding
ol new cquipment.
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Exportable training materials, which are used for
relatively simple systems that are being ficlded.

The final category under AMT is sustainment
training (ST). It occurs following termination of
NET or DET and is normally the responsibility of
the unit commander. A key aspect of sustainment
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training is to ensurc that knowledge gained as a
result of NET or DET is relained, reinforced, and
increased.  During sustainment training the unit
commander will have the opportunity to train his
unit to fully implement the enhanced capabilitics
associated with the new system.
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CHAPTER 5

Force Integration-The Process

new beeomes the routine.

Furce integration is a comprehensive, logical approach to view, plan for, imple-{
/ ment, and sustain change. It is a constantly changing, multidimensional ehallenge.
It must deal with doctrine, organizations, equipment, and people in an interrelated
manncr. The proeess of foree integration begins with the introduction of a ehange
and eontinues until "ownership” has been establishcd. Ownership oceurs when a
change has becn fully accepted by both soldiers and leaders of an organization; the

SECTION 1.

The Total System Approach

The need 1o establish and maintain a eredible
force ercates a serious dilemma for the Army. The
US does not have the resourees to match the threat
soldier-for-soldier and tank-for-tank. While some
quantitative improvements are possible, most are
not. The limits on manpower and dollars are rcal.
The preferred course of aetion has become a
qualitative approach. To build and maintain a
quality foree requires that all the clements that in-
fluence its combat elfcetivensss be addressed. This
is the "total system™ approach.

As modernization  proceeds, sustaining  cur-
rent capabilitics while incorporating ncwer,
more potent capabilities is a difficult balancing act.
Without eareful thought, the balance can quick-
ly eollapse. For example, the reorganization of
the division eavalry squadron to a fully modern-
ized configuration is morce than just a limited
reshuffle of people and equipment. It is an ac-
tion which impacts on the entire organization.
Without tanks, the new L-series cavalry squadron
cannot perform guard and eovering force missions
for the division. Unless other units are trained
to assume this mission, or the eavalry squadron

CONCEPTS

trains_with cross-attached tanks, a significant
capability will disappear with reorganization. A
division must eonsider this, and other cause-effeet,
systemic relationships, as it plans its transition.
Using a systems approach, planners are able to
view the division as a dynamic structure of inter-
rclated parts and plan for all aspeets of change-
stated or unstated.

The Human Dimension

The human dimension is, without a doubt, the
most demanding aspeet of implementing a change.
Change is not a desired state for most people. Sol-
diers who are especially fond of routine and
regimen detest the uncertainties involved in
change. This is because the old way of doing
things is well known, and the new way of doing
things has not becn established. Soldiers are confi-
dent and clear about the old ways but are
apprehensive about the new. A soldier who is con-
sidered an "expert” on a picee of equipment may
resist the change to a newcer version beeause he can
no longer be viewed as the expert. Knowledge is
power and without it he is no longer in control. The
sume soldicr may also be apprchensive about
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organizational changes that dismantle smoothly
functioning work teams and reestablish new work
teams. When such new leams and groups are
formed, the potential increases for disagrcements
and conflicts over the way work is o be done.

The degree to which soldiers and their leaders
accept and understand changes will ultimatcly be
tested on the batteficld. On that baulclicld, new
lactics, organizations, and equipment will be of lit-
tle value if they are employed improperly. The key
to winning is a complete understanding, at evcry
level, of how to fight. The extent to which this un-
derstanding can be instilled in soldicrs and their
leaders will determine the confidence they will
have in themselves, each other, their weapons sys-
tems, and their units. It is for this reason that the
human dimension is such a significant part of foree
integration doctrine as well as AirLand Batlle
doctrine. If this understanding is to be achicved,
those who plan and implement force modern-
ization programs must be allentive o the human
dimension. Acceptance and understanding can only
be achieved through learning. And learning comes
from education and (raining.

Training

Training is a erilical element of the force in-
tegration process. When introducing new cquip-
ment and organizational structure, training is esscn-
tial 1o the successful assimilation of the ncw
capabilities that these changes offer.

The broad scope of training necessary to make
changes both uselul and permanent was not well un-
derstood as the Army began Lo modernize. Force
modernization * training was essentially new-

SECTION 1L

The division must first identify coming changes
in doctrine, organizations, and cqmpmcnl_\%

will in any way influence its ballxﬁcld capabiliticsy

This requires the mastery Sf~numcrous informa-
tion sources as well as coordination with higher
headquarters. The impacts of new doctrine, or-
ganizations, and equipment are cxpressed in terms
of "what we need o fight" (organizational struc-
tures, people, and equipment) and "how we intend

40

equipment (raining. The primary purpose of new-
equipment training was (o transfer knowledge Irom
the materiel developer (o the receiving unit. it ad-
dressed how Lo operatc and maintain the equipment
and, to a much lesser degree, how to employ it.
There the official training effort stopped. It ap-
pears no consideration was given (o other neces-
sary but Icss obvious training requirements.

it is now known that consideration must be given
1o training brigade and division staff membcers who
are responsible for planning the employment of
modernized units as part of a combined arms team.
Considcration must also be given (o (raining the
other members of the combined arms (cam who
have (o integrate their organizational and equip-
ment capabilities with those of the modernized
units. For example, a division which ficlds the
Blackhawk utility helieopter has signilicant training
responsibilities outside of the aviation battalion. In-
fantry and artillery commanders who rely on aerial
transporl and resupply must understand the new
capabilities of the Blackhawk and integrate such
considerations into their training and warplanning.
Force integration actions and a unit’s (raining
program should not bc viewed as mutually ex-
clusive actions. They are complementary in a
process moving loward a common goal. Force in-

' tegration must be viewed as an inseparable part of
combined arms training. Therclore, for every force
integration action, there is a requirement for all
units Lo rcview Lheir mission-cssential task list and
make adjustments as nccessary in Lraining.

Chapter 6 describes the successful integration
of new capabilities into a division. It follows the
same track as the eycle lor developing a training
program as FM 25-100 outlines.

THE PROCESS

l to fight" (doctrine, tactics, and teehniques) (Figure
19). The division commander determines how and
where these changes are to be incorporated.  His
guidanee is, to a grcat extent, based on his eon-
cepl ol how the division combined arms team will
fight on the AirLand battlefield, as influenced by
doctrine and the faetors of METT-T. The division
commandcr’s concept must be incremental and
evolutionary.



The concept is then translated into a division
| baule focus. A battle locus is the commander’s
vision for his unit, further clarified by purpose,
mission, and goals. Prerequisitcs lor winning the
AirLand Battle are a clarity of purpose and a
widesprcad understanding of how thc division
commander uscs the doctrinal concepts ol FM
100-5. A batle focus provides this clarity of
purpose. It translates unit requircments into the
essence of its purpose. These requirements include
training objectives and individual and collective
battle tasks at cvery lcvel within the division. Also
included are technical tasks that must be
accomplished in order to make resources available
to support the integration cffort. These technical
tasks might be requisitioning additional resources or
even redistributing on-hand asscts.

Following this, a strategy is developed that com-
bines the training and technical requirements in a
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mutually supportive manncr. 1t considers resource
constraints and systemic interrelationships.  The
strategy scrves as a road map for force integra-
tion actions and is then integrated into the division’s
combined arms training and sustainment program.
The training program enables leaders to train in-
dividuals and units to required levels of proficien-
cy on those critical force integration battle
tasks. This is complemented by a transition
program that providcs guidance for the mcchani-
cal actions involved in new-equipment [(ielding
or unit-reorganization actions that support, not dis-
rupt, the training program. Once implemented,
these programs are evaluated periodically. The
cvaluation providcs a feedback mechanism to adjust
or validate the batule focus, training or (ransi-
tion strategies, or recommend doctrinal, organiza-
tional, or equipment improvements.
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SECTION IIL

Force integration is an ambitious undertak-
ing for any division, especially when added to the
daily demands ol training and rcadiness. To make
it work rcquires substantial elfort from the division
stalf. The staff is the nervc center ol the division.
Only the staff is positioned and resourced o pull
together the diverse aspects ol force modernization
into a synchronized force intcgration program.
Certain  functions are critical for a staff to

CRITICAL STAFF FUNCTIONS

fulfill its responsibilitics in such a difficult and
complex environment.  These functions arc-

® Long-rangc planning.

® Horizontal coordination.

@ Information management.

@ Cucing.

@ Oversight (monitoring cxecution and sustain-
mcent).
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Long-Range Pianning

Successful force integration begins with long-
range planning. Force modernization is unique.
Its nature is such that most of the decisions which
obligate funds, diclalc training, or forecast spare
parts and ammunition requirements five years or
more in the future are made early. The long Icad
limes involved tend (o diminish or even eliminate
stall planning efforts. Given the magnitude of
change taking place, all on different timelines, stafl
planners tend (o focus on near-term actions. Long-
range planning lapses can often lead to sizable
problems. For example, major facility construction
requires a five-year lead time. A division staff
which waits until the last minute (0 become in-
volved in planning for the introduction of a new
piece of equipment may discover special facility re-
quirements which cannot be mct. Somcthing like
this can seriously disrupt training and dctract Irom
a division’s warfighting capability.

The division stafll must ensurc that long-range
planning is given ample attention on a continuing
basis despite the overwhelming demands of current
and short-lerm rcquirements. Forcc integration,
like combal, demands that the staff fight the
present battle, plan tomorrow’s actions, and
project future operations simultaneously.

Horizontal Coordination

Force integration planning requires a stafl to
look across the spectrum of change. Only Irom a

" horizontal viewpoint can the stall consider and

serve the needs of the entire division (Figure 20).
This is extremely difficult to do when force modern-
ization actions are fragmentcd among primary stafl
sections according to their vertical or functional
oricntation.

An example of this would be to assign the
responsibility for introducing a new piece of equip-
menl to the G4 (Assistant Chief of Staff for Logis-
lics). Fielding a ncw piccc of cquipment olten
involves more than logistics, however. There may
be organizational changes required which are
the responsibility of the (G3 (Assistant Chiel of
Stafl for Opcrations). The G1 (Assistant Chicl of
Staff for Personncl) has the responsibility of sup-
plying new pcrsonnel to opcrate and maintain the
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Figure 20. Horizontal coordination required by
force integration.

new equipment. Unlcss cxtensive horizontal coor-
dination occurs, each stalt scction would probably
place the fielding action within its own set of
prioritics. Planning and execution would be dis-
jointed because of varying degrees of emphasis
among the stalf sections. Disconnccts may oecur,
resulting in failure.

On a division stafl it is always possiblc, in-
deed probable, that a staff spccialist (vertical or
functional expert) will devclop a plan which he
believes, in all good faith, will benefit the entire
division. Beclore the plan is adopted, however, it
becomes nccessary for someone, usually the
Chiefl of Stalf, to evaluate the plan from a much
broader, horizontal viewpoint. The Chiel of Stafl
must ask questions about interface and coordina-
tion with other staff clements and organizations
within the division to determine the impacts of such
a plan across the division. Focused on their own
arcas of expcrtisc, staff specialists arc nol normal-
ly intcrested in lateral and related functions.

Planning and executing the integration of new
doctrine, organizations, and equipment into a
division requires extreme sensitivity to horizontal



coordination. When dealing with multidimensional
change, the impact is not simply additive but the
product of a complcx multiplicative function. Chan-
ges in one dimension prompt adjustments in
others. These in turn influence other facets in an
ever-increasing web of interdependencies. Plan-
ning in such an environment can only succeed if all
aspects of the problem are considered and ac-
counted for.

Informatlon Management

The ability of a division stalf o plan for and ex-
ecute force integration is bascd on its ability to
manage information. That ability is severcly con-
strained by the fragmented nature of the
information involved and the varying organizational
structures and communications means used. Much
of the key information associated with force mod-
ernizalion is spread among numcrous documecnts,
publications, and automated information systems.
Thc information that a staff necds for force integra-
tion planning is buried throughout these docu-
ments and systems; it does not arrive in a ncat
package. It enters the division through numerous
points at diffcrent times. Information that is valu-
able to one staff section can casily be disregarded
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by another, The vertical or functional orientation
mentioned previously can cause this.

Information must be managed to overcome
these deficicncies. 1t must be quickly provided to
those who need it, both in the chain of command
and across functional boundaries. There is no place
in the force inlegration business for surprises.
Open  and  continuous communications, both.
horizontally and vertically, at all levels is the best in-
surance against that unwelcome possibility. The in-
formation should be organized to providc only that
which is nccessary to those who need it. Carc must
be taken to avoid information overload. The over-
load condition occurs when an individual or staff
receives more information than it can cffectively
process. The ability (o process information is af-
fected by the inlormation’s intensity, relevance, and
mcaning. 1t is important to notc that it takes
longer 1o process nonrclevant information than
relevant information.

Cueing

Cueing is a necessary stall function, especially
in a resource-constrained cnvironment. Cueing
is essentially a milestone methodology used to or-
chestrate and monitor the accomplishment of criti-
cal tasks (Figure 21). Many of the technical

Figure 21. New-equipment fleiding miiestones.
MONTHS ACTIVITY ACTION/COORD
N-18 PREPARE AND SUBMIT MINOR G4 DFE
CONSTRUCTION REQUEST
N-16 PROGRAM FUNDS INTO COMPT
FOLLOWING YEAR FUNDS
N-12 FORECAST AMMO FOR NET G3
N-12 REVIEW NEW MTOE G3
N-11 DETERMINE SECURITY/PHYSICAL G2
SECURITY REQUIREMENTS
N-9 REQUEST SLAC DECK DMMC G4
N-7 APPOINT UNIT PROJECT OFFICER UNITS M
N-6 REQUISITION PUBLICATIONS Gl
N-6 REQUISITION SPECIAL TOOLS DMMC
AND TMDE
SELECT DS MAINT PERSONNEL G3 DISCOM
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tasks which must be accomplished in support of
force integration are time-dependent. Onc misstep
can create problems for all the steps that [ollow.
To ensure that these tasks arc done in tlime, mile-
stones are established and enforced. Units, and
even other staff sections, must know and then be
reminded of when actions are (0 be ac-
complished. These milestones should be intcgrated
into the division’s training and activity calendar
so that conflicts may be resolved and the entire
process synchronized.

Oversight

The oversight function provides a method
for making follow-up checks. The rapidity and

volume of changes associated with modern-
ization can easily cause incremental and sclec-
tive forgetting or both. One of the most significant
aspects of lorce integration doctrine is that it recog-
nizes thal change must be sustained. To
simply introduce a new doctrine or item of equip-
ment to a division does not ensure that it will be
properly used, or used at all, after the initial in-
troductory period. But, however the change is
conceived and implcmented, it will Tall by the
wayside unless it is incorporated into the organiza-
tion’s policics, procedures, and reward systcms. A
rouline oversight program can provide feedback o
determine if the intended change was ac-
complished, and then if it is being sustained.
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CHAPTER 6 :

Force Integration-Managing Change

When any complex organization undergocs change, especially change as extensive
and far-rcaching as the current modernization efforts, management of the
process becomes a ¢ritical factor. To the maximum degree possible, an organization
must control its transition and not let events control it. This is as true at the HQDA
level us it is at the division, brigade, and battalion level. Time is a valuable (and per-
haps the most critical) resourcc within any organization. Just maintaining an
aceeptable level of readiness is a time-consuming task. The added requirements of in-
tegrating new doctrine and changes into an organization and ficlding ncw or im-
proved systems make available time cven more precious. A division that only reacts
to the additional demands of force integration on an "as-they-oceur” basis squanders
valuable time. Therc is no doubt that unanticipated changes may occur at the last
minute, but long-range planning and preparation case associated difficulties and
make adjustments simpler and Icss wasteful of time, moncy, and manpower.

To plan for.and control-the_foree_integration process cffcctively requires an in-
place, division-lévcl management structur€™>A varicty of solutions are possible. This
structire may be part:time; where staff members devote part of their time to planning
and managing thc change, or it may be full-time, with selected personncl solely
responsible for the force integration process.

This chapter will address these basic approaches to the organizational control of
force integration as well as some useful variations. The array of possible manage-
ment structures offers each organization the opportunity to tailor its response (o the
challenge based on its own unique situation. Before addressing the specifics of each
approach, howcver, it is neccssary to cxplain why the traditional division stafl might
be altered or augmented in this manncr. It is also important (o dcfine what roles the
management structures are cxpected to fulfill within the framework of the foree in-
tegration process.

SECTION I. THE STAFF CHALLENGE

Faced with a substantial day-to-day workload,
traditionally organized division staffs have had dif-
ficulty coping with the long-range planning demunds
requirced by modernization efforts.  The traditional
FM 101-5 Gl1, G2, G3, and G4 distribution  of
functions ‘and the wvertical orientation of the
division staff is one factor contributing to this
weakness.

Horizontal coordination among division stalf
members is extremely important in managing the
"total system” approach 1o new equipment and or-
ganization liclding. This focus must be maintained
from the carly stages of long-range planning
through cexecution and sustainment.  However, the
focus and associated requirement for cffective and
continuing coordination between staff sections is
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difficult to sustain, especially when it must eompete
with the here-and-now demands of current mis-
sions. Tank gunnery is a G3 priority; the G2 is con-
cerned about thc basic load of maps; the Gl
wrestles with officer management; and the G4
stresses ration accounts.

The traditional vertical orientation must be put
aside when it comcs 1o fielding a ncw truck or reor-
ganizing the division’s aviation assets. Primary and
special stalfs must simultaneously place ap-
propriate emphasis on their efforts to accomplish
these missions and maintain continuous horizontal
communications if those efforts are to result in suc-
cess. However, the long lead times involved with
most force integration undertakings tend to diminish
these initial cooperative planning efiorts that are so
critical to the ultimate success of the action.

Given the magnitude of change taking plaee. all
on different time lines, staff planners may tend to
focus on those missions that will be accomplished
on their "watch" and delegate the others to the "as
time permits” file. These long-range planning lapses
can often lead to sizable problems. Major faeility
construction requires a five-year lead time. On-sitc
preparation for new equipment ficlding may begin
two or three years in advance of the actual cvent.
The review of new TQEs provides a two- or three-
year advance preview of a unit's fulure strueture
and authorizations. The failure of a division to be-
come involved in the initial planning for these and

other aetivities may result in serious diseonncets be-
tween high-level planners and those who must ex-
eeute the plans. These disconnects may become
major training distractors or disruptions that can
threaten a division’s ability to get the job done.

For the most part, divisions are organized and
staffed 1o deal with the present on a sequential
rather than simultaneous hasis.  However, during
periods of great change, they must also dcal with
two other situations—transition and the future.
Many division staffs are, in fact, laced with the com-
plex task of simultancously planning and im-
plementing plans lor three divisions at onec—the
present division, the division in transition, and the
future division. This task often demands more
lcadership, management, and resources than have
been made available for daily operations. There-
fore, it is necessary to make use of various organiza-
tional techniques or approaches designed to help
the division stall overcome these dilliculties.
These approaches may or may not require the com-
mitment of manpower resources.  All will probably
require some additional resourcing, even if that
equatcs only to time. Belorc addressing cach of
these, it is necessury (0 define what it is that must be
aceomplished.  We must deline those functions
that must be performed to cnsure clficient and ef-
lective Torce integration-functions for which the
division stall. as currently organized, is neither
designed nor resoureed Lo carry out.

SECTION II. FORCE INTEGRATION TASKS

As with every eoordinated staff action within a
division, there are certain critical functions to be
performed.

Recommending Priorities

Planning for the integration of new doctrine, or-
ganizations, and cquipment into an existing multi-
echelon, combined arms sustainment (raining
program requires looking across the speetrum of
change af the entire divison. Priorities that have the
interest of the entire division in mind can be recom-
mended only from that viewpoint. This is impos-
sible to do when force integration initiatives are
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distributed o primary staff seetions aecording to
their functional oricntation,  An example ol this
would be 1o assign the primary responsibility for
liclding a new picce of equipment to the G4. The
struetural change associated with this action falls
within the G3's arca of responsibility, seeurity con-
siderations are the G2's, et cetera. Each stalf sec-
tion pluces the ficlding uction within its own set of
priorities.  Does it reecive the proper amount ol
emphasis from cach stafl section at the appropriate
time? Maybe not. Will something fall through the
erack? Maybe so. In order to avoid this, it is
necessary (o establish priorities across stall boun-
darics and enlorce adherence to cach priority.
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Managing the Information Fiow

Much of the key information associatcd with
force integration initiatives is published in
numcrous documents and publications. System-
specific information is captured in the Army
Modernization InTormation Mcmorandum
(AMIM) and matericl ficlding plans. Organization-
al information can be found in TOEs, MTOE:s, the
Force Modernization Master Plan (FMMP), and
the AMiM. Facility information is found in system
and organization facility support plans. Doctrinal
information is in FMs.

The broad spectrum of information needed to
address the total impacet of a force integration ac-
tion does not arrive in a necal package. Higher
level staffs have the same vertical orientation
problems that plague division staffs. Bccause of
this, information that is critical in onc stall section
can get buried in another. Vertical oricntation
causes these staffs to overlook the impacts across
functional boundaries. Tbhe flow of information
must be managed to overcome these deficiencies. It
must be quickly provided to those involved, both
down the chain and across functional boundaries.
For example, a series of small changes in equipment
authorizations in the maneuver battalions of a
division, which seem insignilicant o cach bautalion,
may add up (o a major change for the division sup-
port apparatus. The information should be or-
ganized so as (o provide only that which is nccessary
to those that need it. Frequently, key information
is hidden in an overload of superfluous data. This is
intimidating (0 commanders and stafls pressed lor
time and can result in the information being
overlooked altogether.
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Cueing Service

Because many of thc resources required in the
force integration process are acquired according to
very specific time lines, long-term and near-term
milestones must be established and enforced.
Units must know and be reminded of when each ac-
tion is to be accomplished. These milcstones
should be integrated into the division’s training and
activity calendar so that problems can be avoided
and all the elements associated with a change are
brought together at the right place and time. En-
forcement of the milestone schedule is critical. It
is also dilliculi, especially when a number of staff
sections are involved. There is a tendency for staff
sections to abdicate their responsibilities to those
long-range planners who established the milestone.
The long-range planners are not staffed to do the
work of others. The milestone schedule performs a
"cueing service” by informing all stafl sections when
they should act in their traditional functional staff
area in the force integration process. 1t minimizes
wasted effort by efficicndy orchestrating the com-
bined actions of the entire staff.

v Monitoring Execution and Sustainment

Feedback is extremely important to the force in-
tegration process. It tells where adjustments are re-
quired to make things work more cfficicntly. It is
also used (o dctcrmine if what was accomplished
was what was intended. A new doctrinal initiative
has not been integrated into a division just because
commanders have the appropriate FM on their
desk. We must determine if soldiers are actually
following the new doctrine on a regular basis.

SECTION I11I. THE CRITICAL DIFFERENCE-LONG-RANGE
PLANNING

Successful force integration requires charting a
known course and begins with long-range planning
bascd on an 8- 10 10-year timeframe. In charting a
division’s future course, commanders and staffs
must lake inte account impending  doctrinal,
organizational, and cquipment changes belore they
occur and then tic each change to both the PPBES
cycle and the division’s (raining  plan.

(Sec FM 25-10).) Nothing is more normal to a
division than changes that occur without warning
and interrupt scheduled training, operations, sup-
port, and sustainment activities and influence readi-
ness. Long-range planning with near-term updatcs
can help to avoid or at lcast minimize these negative
cffects. Force integration planners must observe
two guidelines:
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Identify what the changes are, who is involved,
and when they will occur. This requires the mastery
of numerous information doeuments and systems
and close coordination with higher headquarters.
In the force integration environment, current infor-
mation has a short life expectancy. It must be con-
tinuously updated. Do not hesitate to be proactive.

Identify and monitor technical and mechanical
milestones. There are certain time-dependent tech-
nical and mechanical tasks that must be ac-
ecomplished before actions such as new--
equipment ficlding may proeeed. They are usually
assoeiated with releasing resources neeessary (0
support these actions. The responsibility for per-
forming these tasks usually rests with higher head-
quarters; however, the failure to accomplish any of
them ereates problems that rest at division level.
The eompletion of these tasks should be monitored
by division staffers, thus helping to avoid delays that
waste valuable time and energy.

The net result of the planning effort is a Long-
Range Foree Integration Plan (LRFIP). The plan
ties force integration aetions 1o division goals as well

as Lo how the division intends to fight. It evaluates
each action in terms of structure, personnel, equip-
ment, resourees, plans, and sustainment. It
incorporates planning data [rom a variety of tradi-
tional information doeuments and provides casy ae-
eess for eommanders who are often absorbed in
other matters. The plan provides a general direction
for all force integration actions including divisional
input into the PPBES. Its methodology permits
early identification of resource requirements and
eonstraints. lts view toward the luture allows the
development of a complementary training program
in the exeeution year that balances current and fu-
lure ré¢quirements.

The LRFIP provides general direction for all
foree integration actions and major planning
guidance for entering into PPBES. It identifies
resource  requirements  and  constraints  carly.
However, it has a certain amount of built-in uncer-
tainty caused by the nature of the decision process
and current resource constraints. Because of this
unecrtainty, the LRFIP will be of little interest or
value to the taetical commander without a short-
term “cueing” system.

SECTION 1V. CUEING

The force integration cucing system is a (wo-
step process. Each quarter a force integration sum-
mary is published with the division commander’s
quarterly training guidance to serve as a "primer”
to inform, assist, and document all integration ae-
tions. The foree integration summary is organized
by, and contains a erosswalk for, each AirLand bat-
tle function for such impacts as doetrine, structure;
personnel, equipment, training, resources, plans,
and sustainment for every force integration action.
The information is displayed under each AirLand
battle function that must be considered in the el-
fort to improve our combat eapability, as shown in
Figure 22.

As ficlding of new doctrinc, force structure,
or equipment nears, starting with the 270- o 300-
day requisitioning windows for personnel and
equipment and publication of the annual FY train-
ing guidance, an LOI or operations plan (OPLAN)
is published for each force integration aetion.

Foree integration LOIs are developed according
to the following methodology:
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® Review of information documents,

® Crosswalk with FY and quarterly training
guidance.

Figure 22. Quarterly force Integration
summary.

Timetable matrix

New doctrinal concepts

New force structure
~New or modernized equipment
Personnel

Facilities and stationing
Resourcing

Readiness reporting
Combined arms training
Battle focus integration
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@ Ficlding unit appoints projcet officer to act
as liaison to force integration stalf.

® Joint development of milestones and taskings.
® Publication of strawman LOI or OPLAN.

® Staffing to develop annexes or refine taskings
or eliminate conflicts.

® Final staffing, which involves division and
special staffs, assistant division commanders
(ADC) and major subordinate commanders,
and installation and military communitics.

® Publication.

® Exccution and monitoring. -

® Ninety- to 180-day follow-up cvaluations.
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These LOIs have the same authority as the
more traditional tactical and {raining OPLANs
publishcd by the G3. They are signed by cither the
chief of staff or the commanding general. They es-
tablish milestones and specific responsibilities for
ficlding units, staff, and external organizations, in-
cluding installations or communities and higher
hcadquarters. In short, the force integration mile-
stones for each force integration action become bat-
tle tasks to be accomplished within the framework
ol the division-level combined arms, multiechclon,
sustainment-training program.  As an cxample, a
forcc integration LOI to reorganize the division's
cavalry squadron to conform to the Army of Excel-
lence (AOE) force structurc configuration might
well evolve from the matrix developed jointly with
other staff clements shown in Figure 23.

Figure 23. Force structure matrix.

MISSION: Reorganize Division

Cavalry Squadron G1

G2| G3 ]G4 |COMP] DISCOM |DEH] AVN

1. Identify final structural objective

2. ldentify resource requirements/constraints
People
Equipment
Facilities
Funds

3. Review doctrine—determine new mission
capabilities

Determine reorganization strategy

5. Activate air troop—inactivate
ground troop

6. Equipment cross level/turn in
Tech inspection
Parts
Funds

7. Requisition/cross level people

8. Conduct CPX/FTX

9. Adjust OPLANS
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SECTION V. FORCE INTEGRATION ROLES

The commander is the chief force integrator in
the division. It is his battle focus that provides
dircction for the process. There is, however, some
debate as to who is the staff proponent for force in-
tegration on the division staff. Each division’s situa-
tion is different in terms of force integration and
cach must select the command and management
approach that best suits that situation. As the situa-
tion changes, the approach should change in-
crementally. Staff integration is properly the role

of the division chief of staff. This works because it

does not change traditional staff relationships.
However, it tends to break down as the pace of
modernization quickens. The massive information
flow and the additional long-range planning re-
quirements serve to overload an alrcady over-
worked staff. This situation leads to a solution that
designates the G3 as the division's force integration
proponent.

Force development is an important segment of
force integration. Because the G3 has a TDA sec-
tion devoted to force development, he becomes the
next logical answer to the question of who's in
charge. More manpower, with expertise in a key
arca, is now devoted to the task. However, under
this arrangement, force integration is still an addi-
tional duty. This, along with the opcrations and
training focus of the G3, may skew the "total system”
horizontal approach that is required to make force
intcgration work. Dectailed support planning, both
personnel and materiel, may not receive sufficient
emphasis or proper dircction and thus jcopardize
the entire effort. These problems have been recog-
nized in the past and steps have been taken to mini-
mize or eliminate them. The problem of focus can
be overcome by educating the GG3 on the full scope
of force integration. The problem of insufficient
manpower is more difficult. There is no doubt that
the modernization and integration cffort requires
dedicated manpower.

Prior (o FY 84, all manpower dedicated totally
to modernization came out of cxisting divisional
resources. In FY 84, HQDA acted to ease thut bur-
den by authorizing TDA spaces to corps, divisions,
separate brigades, and sclected subordinate com-
mands to manage modernization. Many divisions
created a separate office under the G3 dedicated
solely to modcrnization planning. These sections
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are usually equipment-oriented because that has
been the most visible part of past modernization.
That emphasis, which tends to be shortsighted, is
slowly changing to an integrated, organizational
approach that recognizes that the impact of
modernization is more far-reaching than just ncw
equipment.

Because of the critical nature and tempo of
force integration activity, some divisions have
placed this staff clement directly under the chief of
stafl. This simplifies lines of communication and
provides more direct aceess to the commander. It
also elevates the importance and visibility of force
integration by creating an assistant chicf of staff
coequal with the G1, G2, 63, and G4.

No mattcr who is in churge of the division
staffs force integration effort, there are universal
factors that influence its success.

The Commander's Backing

The division commander must support the
force integration effort and must ensure that all
commandcers and stafl understand and support the
division’s force integration goals and prioritics.
His backing is the informal authority behind cfforts
to orchestrate the actions of numerous units and
staff clements. He must be accessible to the
primary stall efements responsible for planning and
developing force integration initiatives. He must
also communicate to the staft and subordinate com-
manders the important linkage between the
training program and force integration. Force in-
tegration plans must carry the same authority and
weight as the more traditional tactical and training
plans the G3 publishes.

The Team Effort

Forcc intcgration is a tcam cffort. 1t must be
planned and executed as a multicchelon combined
arms endeavor.  Success or lailure rests on the
weakest link in the chain. Each soldier must under-
stand his role in the process. Leaders must
encourage input from cvery level and ucross func-
tional boundaries. Lines of communication should
enhance the quick, efficicnt internal stafl controls
that maintain the tempo of activity rather than



hindcring it. 1nformation must be available across
stall boundaries. Information is power, and with
force integration it must be shared to be effective.
Caution should be maintaincd, however, in ¢cnsur-
ing that only essential information is distributed.
Data overload can slow the process, cspecially
when the tactical commanders, who must execute
the action, must search through voluminous docu-
ments for key information. Lincs of communica-
tion are also factors. Thesc must be simple and
direct. If normal staffing routes arc long and com-
plicated, steps must be taken to establish alterna-
tive routes to maintain simplicity and momentum.

Leadership

Leadership is a key ingredient to successful
force integration. Leaders at every level of the
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division must crcate a climate conducive to intcgrat-
ing ncw ideas and capabilities. This requires cxten-
sive involvement in the process. This does not
mean that a commandcr should bc involved in the
minute details of the day-to-day management of
change. It means that the commander is respon-
sible to support the integration actions. To do this
requires leaders that are—

® Knowledgeable and committed.  Lcaders
and their stafls understand the process and
are committed to support the rcquircd
changes.

® Willing to devote resources. Support in-
cludes a tangible commitment of pcople,
money, equipment, and timc.

® Willing to take risks. Leaders must be open
to new and innovative approaches.

SECTION V1. ORGANIZATIONAL APPROACHES

Once it has becn dctermined who is in chargc
of the division lorce integration ellort, a managc-
ment structure must be established to make it hap-
pen. This structure should take into account the
size of the challenge and those lactors that
facilitate integration. 1t should be adaptable to both
‘the pace and scope of change. Its design should en-
hance the strengths and minimize the weaknesses
of the traditional general stafl. The following or-
ganizational approaches and management techni-
ques arc ways (o do this. Each has its own strengths
and weaknesses, and nonc are mutually exclusive.

The Centralized Approach

This approach brings togcther all thosc resour-
ces necessary (0 managc the entirc scope of foree
integration under onc stall element. It requires
functional experts in the areas of doctrine
(AirLand battle functions), force strueture. person-
nel, new equipment, rcsources, and facilitics. 1t
may also include positions dedicated to oversecing
the fielding of certain major systems; for example,
an AH-64 system manager. This approach is effec-
tive in centralized plunning and dccentralized cx-
ecution of force integration, and, as such, mcshes
with the training philosophy outlined in FM 25-100.
There is very little need for other stafl elements to
become involved in initial long-rangc planning

activitics. However, this approach is extrcmcly
resource-intensive and is accomplished at a cost to
other stafl scetions.  Its size alone invites other
staff sections to abdicate their force integration
responsibilities beeause of who has the resources
and expertise.

This new centralized staff clement for force in-
tegration may bc created using thc G3 TDA
personnel allocations as a base (Figure 24). 1t be-
comes the “corporate long-range planner” for the
division commander, his traditional stalf, and ficld-
ing units. Explicit in the charter for a separate
stall section are two key concepts. It should be
charged to act as the division’s single point of con-
tact both internally and externally and for all force
integration actions, including-

® AirLand battlc systems revicw.
@ New force structure.

® Personncl changes.
®

Modernized equipment with associated logis-
tic and personnel trails.

Facilitics and stationing.

® Doctrinal and proccdural strawmen  for
brigade slice and division stall training.

The section should also be centralizcd to-
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Figure 24. Generali staff directorate for force Integration.
ACofS
Fl
| 1 I 1 1
NEW EQUIP FORCE LOGISTICS FACILITIES INFO SY$
MGR I
i
| 1 1 | 1 1
Gl G2 G3 G4 G5 SPECIAL
POC POC POC POC POC STAFF
USER NON MC
UNIT DIVISION AI.AO
POCs POCs

® Managc information flow and long-term plan-
ning

® Clear the "underbrush” for the tactical com-
mander and division stalff,

® Coordinate efforts of the division staff and
other nondivisional players.

® Inlensively manage the handoff of future
planning (o the rest of the division staff as
each force inlcgration action is completed
and becomes part of the "here-and-now” ex-
ecution,

(It is important (0 note at the outsct that this
general staff section is nol organized to do the
work of the other staff sections; rather, il is or-
ganized (o perform (he "cueing service” outlined
previously through the management of information
flow (o let other staff scctions know when it is time
to do their normal staff function for u given force
intcgration action. The scction does long-range
force integration planning and monitors the execu-
tion of thosc associated actions for the division. It
performs cueing through the use of a POC in each
general and special staff section, ficlding unit, in-
stallation, ct eetera.)

The Power-Down Approach

This approach functions with a small central
management cell. 1 depends heavily on other stalf
clements for functional expertise. s primary pur-
pose is (o orchestrate the force integration process
and faeilitate interstafl communication. 1 is a very
cfficient use of scarce manpower resources, espe-
cially when used in association with automated
data management. It also gets the primary division
staff and subordinate commanders involved in the
integration process. I is very dependent, however,
on how well the management cell can maintain in-
terest and exact effort early in the process from
other stalf elements. For this reason, visibility is an
important factor in how well this approach works.
Mistakes and oversights early in the process ean
snowhall into major problems as initiatives near
implementation.

This approach also beeomes less effective during
periods of intense change. The management cell
cun simply be overcome by requirements.
Automated systems can help during these periods.
Other staff clements can also pick up some of the
burden although this may be an awkward handolf.
There also appears (o be a limit (o the utility of this
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approach. It is typically uscd to deal only with
single functional issucs, such as new equipment,
with other functions sprcad among other primary
and special staff elcments.

Management Techniques

There are scveral management techniques that
can supplement these approaches. They are meant
to reinforce weakncsses that might cxist in
whalever organizational structure is established.
Thcy may be pcrmanent but arc most often uscd as
temporary fixes during periods of increascd activity.

The functional manager technigne.  This
tcchnique was mentioned previously but requires
somc additional comments.  When manpower is
scarce, the use of functional experts is most cost-
effective.  Functional cxperts can deal with any
problem in their area of expertisc across a range of
organizations. For cxample, a personncl expert
can articulatc the requircments associated with
MOS reclassification in an infantry battalion as
well as stabilization criteria for pilots in a new at-
tack hclicopter company. As a team, functional ex-
pcrts are an cxcellent way of covering all the bases
in lorce integration planning and exccution. This
tcchnique lends itsell to  additional . manpower
savings by doubling up functional rcsponsibilitics
within a single position where possible; that is, per-
sonncl and training,

The svstern manager technigne.  This techni-
que assigns the responsibility for coordinating the
lielding ol a ncw matericl system to a specific in-
dividual. Taken in isolation, this can scem (o be
an impossible task. Howevcr, by working with a
teum of functional experls, a systcm manager can
handle it. This technique is most effective when
the individual chosen remains with the proponent
or fielding unit. He must maintain a close working
rclationship with, or cven come under the direction
of, the force intcgration staff. His presence in the
unit keeps the action visiblc to thosc who must
eventually make it happen.  He creates a quick,
dircet link to the division stall Tor all and any is-
sues connccled with ficlding. Becausc this is usual-
ly a temporary or even additional duty, most
individuals assigned to it are valuable if some “fun-
damental" cducation is available to assist them.
Evcn after this training is accomplished. it is recom-
mended that updates be  continued to  chart
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progress and provide additional assistance when
necded.

The staff POC technigne. To facilitate quick
communications bclween the primary staff and
force integration staff, POCs can be assigned in
each primary staff element. These POCs dcal with
forcc integration as an additional duty but provide
a quick conduit for information in and out of a
primary staff officc. Thcy also quickly bccome that
section’s window on the future. How these POCs
arc used is very important.  They arc valuable in
facilitating interstaff coordination but, when
misused, they can, in facl, damage these relation-
ships. Remember, they work with the force integra-
tion staffl, not for it.

The special task force technigne. Certain force
integration initiatives may crcate large, short-tcrm
administrative and control problems. These are
best handled by a special task force, a group of in-
dividuals taken (rom within the current organiza-
tion and shifted from other primary duties to handle
large workloads of limited duration. A major
division reorganization is a good example of this
type of situation. The requirement (o transfer
large numbers of people and equipment while main-
taining accountability may forcc the (i1 and G4 (o
set up a temporary lask force to maintain control
of the situation. This tcchnique is very praclical be-
causc it is flexible. 1t allows manpower resources
to quickly shift to critical points on the integration
battlelield. But it sometimes falls short of expecta-
tions. Evcn while the task force may contain many
experts, they are all dealing with a one-time action
that may negalc Lheir expericnce.

The special or standing cominittee  technigne.
This tcchnique provides an excellent mcans (o
kcep commanders and primary staff officers in-
formed and involved in the force integration
proccss. These commillces meet on a regularly
scheduled basis to discuss and review future and
on-going lorce integration initiatives. The mectings
are olten held in conjunction with similar gather-
ings, such as monthly rcadiness reviews and quarter-
ly training updates. Division commanders can
exploit thesc opportunities to keep horizontal
priorities cnforced, generale corporate discussion
and thought, and rcceive fccdback.

Dcpending on the sitvation, any or all of these
techniques may have o be used to accomplish
force intcgration tasks.
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SECTION VII. ORGANIZATIONAL CONSIDERATIONS FOR
MANAGING THE INTRODUCTION OF NEW EQUIPMENT

The fielding of modcrnization equipment sys-
tems is a multidimensional activity that has far-
rcaching impacts on a corps or division. Thc
complex equipment programs (dealing with, for ex-
ample, the introduction of the Bradley fighting
vehicle) touch all facets of the variablcs of force in-
tegration. A change in one arca (for example,
facilities requirements) is likely to have a domino
effecct within the paramcters of one equipment
program or functionally among numcrous pieces of
equipment.  Within any of the techniques or ap-
proaches Section VI discusses, successful manage-
ment of change lies in adopting a total system
approach. This approach facilitates-

® Comprehensive long-range planning at every
level of command.

® Use of structured review processes 10 assess

the status of mceting mandated force integra-
tion requirements.

® Rciention of maximum flexibility to react
and adapt to changc.

Effective managcment of the new cquipment
function must rely on close and continuous coor-
dination, centralized master  planning, and
decentralized system management and cxccution.
Timcly, detailed, and complctc execution of all
preficlding activities can be met through a system
manager process.  Syslem managecment respon-
sibility is assigncd to a stall section or unit. The
chicf or commander designates a system manager.
The system manager is assisted by force integration
action officers from staflls and units. Section VIII
discusses these key players’ specific functions.

NOTE: For the remainder of the chapter, the phrase 'flelding new
equipment” Is used synonymously with the phrase ‘force modernization.

SECTION VIIIL

The concept for the unit’s organization should
involve several primary players, structured groups
or forums, guidance, planning, and documentation
to provide direction and 10 ensurc that required uc-
tions are accomplished. Organizational design
hould ensure the involvement of the cntire chain of
command in the management process.

Primary Players

Commanders, primary and spccial staff officers,
directors, and installation stalf involvement
includes certain functions. Each person must main-
tain an awareness of required actions, make or par-
ticipate in decisions, and accomplish required ac-
tions. He must accomplish all this within stated
suspenses and according to plans devcloped und
issucd for implementation. Staffs retain traditional
functional responsibilities.

The senior force intcgration stall officer is the
primary stafl proponent and executive agent. He
plans, coordinates, and executes equipment-related
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actions speciflically and force integration activities
in general. .

A system manager is an action officer assigned
to the organizational lorce integration office or
another staflf scction, organization, or agency. Hc
performs specilic tasks and coordinates actions for
one or more designated new materiel system(s) to
be fielded to the organization. Because of normal
unit staffing limitations and time constraints,
limited experience of personnel, equipment com-
plexitics and densitics, normal functional respon-
sibilities, and planned distribution schemes, each
system must be examined (o ascertain where it can
best be managed to ensurc that all ficlding require-
ments are accomplished.

The following principles should be used when
assigning system managers:

® Each system should be assigned a system
manager.

® System management responsibilities will be
assigned (0 an organization or agency. The



commander or chicl should designate sys-
tems managers.  Integration goals are best
mel when the designated systems manager
has a vested interest in the equipment.

® The senior force intcgrator will monitor the
status of all systems regardlcss of where sys-
tem management responsibility is assigned.
Depending on stafling within each organiza-
tion, the force integration office may accept
responsibility for system management  of
major systems. A major system is defined
here as one which will be lielded in more
than onc major subordinate organization, or
in large numbers, or is a high-visibility item.
An example where system  management
responsibility would be assigned to a subor-
dinate organization is when a syslem re-
quires particular experlise 10 ensure proper
ficldings or is unique Lo one organization.

® Regurdless of the placement of new equip-
ment management responsibility, the foree in-
tegration office should always be the agency
that coordinates with external agencics.

A designated systems manager might face the
following responsibilitics:
® Acting as the single POC for designated sys-
tems.

® Ensuring timely, detailed, and integrated
planning and cxecution of force integration
actions.

® Using ficlding models to guide plunning and
coordination  actions and  maintaining
records of actions.

® Assisling in the Modernization Resource In-
formation Submission (MRIS) and Com-
mand Operating Budget (COB) process and
resource utilization monitoring,

® Assisting integration in the preparation of
unit LOIs for the force intcgration office.

® Visiting subordinute commands, agencices,
and aclivilics 1o discuss system  lielding
progress, identifving and resolving problems,
and ensuring that required actions are com-
pleted on time.

® Preparing and presenting periodic informa-
tion in-process reviews (IPR) ol assigned
systems to unit key personnel as required.

Chapter 6

® Hosting the ncw equipment introductory
bricfing for assigned systems in coordination
with the unit force intcgration office.

® Altlending program revicws or coordination
meelings, as required in coordination with
the unit force integration office.

® Reviewing AMIM, matericl ficlding plans,
and distribution plans; disseminating informa-
tion, as appropriate, lo determine system im-
pact; and developing alternate distribution
plans for command review, if appropriate.

® ldentifving problems related o new equip-
ment fieldings and associated actions and
parlicipating in resolving problems.

® Serving as a mcmber of force integration-
related councils from designation 1o system
ficlding.

® Participating as a member of organizational
management networks.

Force integration action officers (functional
managers or stall POCs) are designated officers,
noncommissioned offlicers, or civilian employees lo-
caled in stafl sections, subordinate organizations,
and installation agcncies. They are appointed by
the commander or stafl section chiel and are
charged with performing specific force integration
tasks as related to their parent  organization or
stafl clement. This scheme allows for aspects of all
equipment ficldings, as well as the other foree in-
legration variables, to be addressed lunctionally
and horizontally.

The types of dcsignated Force Integration
Analysis Officc (FIAQ) responsibilitics are-

® Rcceiving and transmitting  all working
documents and information within the or-
ganizational  management  network  and
making required distribution within their or-
ganizations.

® Coordinating with and advising other mem-
bers of the organizational management net-
work on unit or agency invol ement in force
integration actions. This includes estimating
impact und reviewing proposed dates and
time lines with unit training plans or agency
schedules.
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@ Ensuring (hat reviews of maleriel ficlding
plans and fielding documents are completed,
including preparation of comments on drafts,
identification of unit or agency-specific re-
quirements, and initiation of necessary ac-
tions.

@ Acting within their organization to ensure
that required force integration actions are ac-
complished in a timely and responsive man-
ner and that information and reports are
passed to the force integration stafl office
and other designated key action personnel.

@ Representing (heir unit or agency as re-
quired and attending prefielding‘conferences
and meetings.

@ ldentifying problems rclated (o force integra-
tion actions and participating in problem
resolution.

@ Performing system manager responsihilitics,
when designated, for a specific system.

Key Manugement Activities

Management exccution of new equipment ficld-
ing aclions requires continuous coordination by all
agencies. The activilies can be established accord-
ing 10 the needs of each command but should in-
volve routinely scheduled meetings, membership,
and special-purpose forums.

Routinely Scheduled Meetings

Sessions involving commanders and staffs and
other structured functional sessions (such as PBAC
or USR briefings), which mect on a regularly
scheduled basis, can be used o exchange and dis-
cuss new equipment ficlding information and sur-
face minor issues. To aid on-going management of
force integration actions, action officer level
forums may be established. These groups of desig-
nated systems managers and force integration ac-
tion officers would meel routinely and coordinate,
plan, and share information. Their responsibilitics
would be-

® To review on-going force integration
programs.

@ To cvaluate projeclted new equipment field-
ings.

® To share information.

@ To develop plans for pending actions.
@ To analyze options for future activitics.
® To revise procedures.

® To ensure fully intcgrated efforts.

@ To develop policy reccommendations.

Membership

An aclion officer-lype organization is com-
posed of the following representatives:

® Chief force integrator in the organization.

® Force integration action officers from each
subordinate unit and cach internal and exter-
nal staffl agency.

® Syslems managers as appropriale.

Special Purpose Forums

The following represent special purpose
forums: ,
Executive committees. These executive-lype com-
mitlecs would meel-

® To reccive, research, and analyze force in-
Legration missions,

¢ To formulate policy and guidance recommen-
dations.

® To coordinatc special presentations  for
higher lcvel forums.

® To resolve crisis siluations.

Membership. An  executive-lype organization
composed of key representatives from the follow-
ing functional areas:

® Force integration office.

Operations, plans, and training.
Fucilities master planning.
Force development.
Comptroller.

Personnel management.

Supply and scrvice.

Maintcnance.

Dircctorate of Industrial Operations (DIO)
(if applicablc).
® Army Matcricl Command (AMC) LAO.



Command reviews. These [orums arc conducted
quarterly, or as required, as an informational and
decision-making  activity for commanders.  The
purpose of such reviews is—

® To review the status of [orce integration ac-
tions.

@ To gain decisions for proposed actions.
® To share information.

@ To establish policy and strategy for force in-
tegration,

Command revicws are composed of the follow-
ing personnel:

® Commandecr.
® ADC(s).

® ColS or executive officer.
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@ Director of Personnel and Community Ac-
tivities (DPCA).

® Gl

o G2

® G3.

o G4

e DIO.

® Fucilities Engineer (FE).
& Comptroller.

o Adjutant General (AG).

o DPCA.

@ Subordinate commanders.
®

Force Integration Office employees.
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CHAPTER 7

Modernization Information

installations.

Pmper planning, coordination, execution, and sustainment of modernization
programs are based on the timely availability of numcrous information, guidance,
and coordination documents. Individual action-officer and unit-stafl cffectiveness
rclies on the expert access, interpretation, dissemination, and application of informa-
tion produced by HQDA, TRADOC, fielding agencies, and gaining MACOMs or

SECTION 1.

Hcadquartcrs, DA, is responsible for the
production of three documents to be used in the
modernization process.

The Army Modernization Information
Memorandum

The AMIM (DA Pamphlet 5-25 and its clas-
sified supplement 5-25-1) is a bicnnial DA
ODCSOPS  publication that provides system-
oriented information for new systems being liclded
to MACOM organizations. The AMIM is used by
al MACOMs and HQDA for planning,
programming, and budgcting rcsources to
operate and support the ficlding of new and dis-
placed equipment. In addition, the Army stafl uses
the AMIM as a primary sourcc for review of force
modernization program and budget submissions
and as a baseline for justification of programs
before DOD agencies and Congress. Asidc from
programming uses, th¢ AMIM mcets many
MACOM information requirements to plan for
equipment modernization. Information is provided
by materiel, combat, and training devclopers and by
the Army stalf.

Systems included in the AMIM are projccted
for fielding (or transfer in the case of displaced
cquipment) during the POM period plus two years.

DOCUMENTS PRODUCED BY HQDA

Systems  displayed are based on practical
requircments and the extent of data for each mod-
crnized system. Accordingly, four levcls ol data
detail are provided. These systems are-

® The intensively managed (iM) form system,
® The standurd form (SF) system.

® The displaced form (DF) system.

® The abbreviatcd form (AF) system.

The Totai Army Equipment Distribution
Program (TAEDP) Dlstributi{m Pian

The TAEDP is a computer-assisted system
which compares force rcquirements and priorities
against on-hand assets and projected deliverics. It
produces an equipment-distribution program for
the Army for the current year, the budget year, und
the five program years. Deliveries consist of new
procurement. depot maintenance returns, and
redistribution of displaced cquipment or  asscts
generated through force structure changes. The ac-
tual modernization equipment  distribution plan
which will guidc MACOMs and subordinate com-
mands is a specific product of the TAEDP.

These plans, along with the entire TAEDP, are
processed o align with the DOD and DA
budgetary process. The ODCSOPS, HQDA, is



responsible  for  determining the strategy and
priority for distribution. Generally, distribution is
accomplished in Equipment Readiness Criteria
(ERC)-A/Department of Army Master Priority
List (DAMPL) scquence but recognizes other
directed priorities.

The MACOM'’s use of the TAEDP distribution
plans, together with continuous coordination with
the DA stalf, is a basis for developing detailed in-
ternal distribution plans. These are distributed to
subordinate commands, installations, and agencies
by various means (for example, software package).

The Facllity Support Plan.

Facility support plans are dcveloped and
prepared by the US Army Corps of Engineers and
arc intended to be used as gencral informational
planning guidance documents. Information in
FSPs are adjunct to the material provided in the
facilitics section of the AMIM. They address the
facilities impact of modernization programs from
two perspectives—individual cquipment systems and

SECTION II. DOCUMENTS

The Training and Doctrinc Command is rcspon-
sible for producing TOEs and BO{Ps.

Tables of Organlzation and Equipment

A TOE is a requircments document that provides
information on a unit’s mission, capabilitics, and
limitations. 1t describes in dctail the minimum es-
sential personnel and equipment requirements to ef-
fectively accomplish the stated wartime mission. A
TOE represents the Army’s base ‘organizational
document for combat, combat support, and combat
service support units. The TOEs are used by the
Army’s ficld commands as models for structuring
their modification TOEs., TRADOC is the DA
proponent for all Army TOEs. TRADOC schools,
Health Services Command (HSC'), Intelligence and
Security Command (INSCOM), Information Sys-
tcms Command (I1SC), and the integrating centers
have TOE subproponent responsibility.  They
develop (or recommend) new TOEs or changes to
TOEs in coordination with all affccted TRADOC
agencies. Headquarters, TRADOC, maintains and
updates the automated TOE filc.
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organizations. The uscr must compare the facility
requirements identified in the FSP with existing
facilities, facility inventories, and stationing plans to
determine modification or construction require-
ments.  The number and type of personnel are
provided to allow programmers to determine re-
quirements for barracks, dining facilities, chapcls,
or family housing,

The FSP will eventually bc replaced by the
support facility annex (SFA), which will provide
cxpanded inlormation to support the facility plan-
ning process. The SFA is part of the automated
programming, administration, and cxccution (PAX)
system located with the master planner for facilities
on each post and installation. The computer-driven
model will allow the installation planner to compare
the requirements of a new materiel system or
organization into existing facilities and identify
future requirements. The final products of the
analysis can be stored in PAX and provided as
paper copy. The SFA can be produced in the same
manncr.

PRODUCED BY TRADOC

Basls of Issue Plan

The BOIP is a planning document which
states the number of new itcms of equipment and
personnel to be included in TOEs, TDAs, joint
tablcs of allowances (ITA), and additive operation-
al projects (AOP). The BOIP states other equip-
ment and personnel changes to those information
sources that ar¢ requircd to support the new item
of equipment. Headquarters, TRADOC, is respon-
sible for development and staffing of BOIPs. The
BOIP serves as a management tool for-

® Hcadquartcrs, DA, to forecast and docu-
ment logistic support and distribution plan-
ning for ncw items of equipment or systcms
entering the Army Supply System.

® Combat devclopers to update TOEs.

® The MACOM to update TDAs and other
authorization documents and to program for
other equipment, facilities, initial provision-
ing, personnel, and funds needed to support
new equipment.
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SECTION 1L

In materiel development, the ficlding agency is
responsible for the production of NETPs, MFPs,
and material transfer plans.

New Equipment Training Plan

The NETP is a component of the new matericl
development and ficlding process. The NETP
describes Army strategy for the initial transfer of
knowledge on the operation and maintenance of
new equipment from the matericl developer to the
tester, (rainer, and user. The NETP covers all
training aspects of the equipment from procure-
ment or development and testing through produc-
tion and fielding. The plans are developed,
coordinated, published, and distributed by the
materiel developer for each item of new or sig-
nificantly modified equipment for which training is
required. This includes ancillary itcms such as
training devices. As matericl, operations, main-
tenance, and ficlding concepts change during the
development of the system, the NETP will he
revised accordingly. The plans will he updated
semiannually and published as a part of each
United States Army Matericl Readiness Com-
mand’s (that is, TACOM, AVSCOM, TROSCOM)
consolidated nmew  equipment  training  plan
(CNETP).

Dispinced Eguipment Training Pian

Displaced equipment (raining plans  are
developed for all designated displaced systems

DOCUMENTS PRODUCED BY FIELDING AGENCY

identified as requiring opcration, support, and
maintcnance training. Like NETP, DETP will be
developed to train staff planners, users, supporters,
and trainers and will assign responsibilitics, cs-
timate costs, identify resources required, and
describe the training strategy to be lollowed.
TRADOC develops DETPs for AC displaced-
equipment training. FORSCOM or WESTCOM
develops DETPs for the USAR and Chief of the
National Guard Burcau for the ARNG.

Materiel Fielding Plan and Materlel
Transfer Plan

The MFP contains the detailed plans, actions,
and schedules required for suceesslul processing,
deployment, and sustainment of a new matericl sys-
tem into a user command. The materiel developer
or ficlder, in coordination with ILS program par-
ticipants and gaining MACOMs, is responsible Tor
preparing, negotiating, and coordinating the MFP,
An MFP is tailored in one of two ways, either
through a scparate MFP  for each gaining
MACOM or through a single MFP covering multi-
ple gaining MACOMs. An MFP is also required
for initial distribution to the designated traincr
(normally TRADQOC). Distribution to POMCUS
may also necessitate an MFP, The MFPs arc re-
quired lor all first time ficlding of logistically sig-
nificant ncw or product-improved systems.  The
Matericl Transfer Plan scrves the same purpose lor
displaced systems as the MFP does for new systems.

SECTION IV. DOCUMENTS PRODUCED BY GAINING MACOM
OR INSTALLATION

The gaining MACOM or installation is respon-
sible for producing MTOEs, TDAs, and MSPs.

Modification Tables of Organization and
Equipment

An MTOE prescribes the unit organization, per-
sonnel, and equipment needed to perform an
assigned mission in a specific geographical or
operational c¢nvironment. An MTOE is required
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to designate the ALO and provide other data such
as unit designation and the E-date. The MACOMs
ar¢ the proponents for developing, processing, and
allocating resources among claimant organizations
documented in MTOE:s.

Tables of Distribution and Allowances

A TDA prescribes the organization, personnel,
and cquipment needed to perform a specific



support mission. Designated units are basically
nondeployable and organized (o fulfill mission,
function, and workload obligations of a fixed sup-
port establishment in CONUS or overseas. The
tables usually include civilian manpower. They arc
developed from DA staffing guides thut provide
manpower yardsticks for specific functions in com-
mon TDA activilics. The MACOMs arc
proponents for TDAs.

Misslon Support Plan

The MSP is another component of the matericl
ficlding planning process. An MSP is prepared by
the gaining MACOM to advise the materiel ficlder
of the using and support organizations (both AC
and RC) components stockage points, and
preferred method of shipment (push or pull
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system). © Reserve Component unils required o
support the system in peacctimc and on
mobilization must be included in the MSP. Support
units for equipment being deploycd to POMCUS
and theater reserve stocks should be included as
well. The MSP will be used by the materiel fielder
(o compute procuremenl quantities of support
material and by the trainer to quantify both AC and
RC training requirements. Bascd on the equip-
ment distribution schedulc, the MSP will identify
the required associated support items of equipment
(ASIOE) and organizational support equipment.
This is donc by specilying projected stock levels for
maintenance and supply support activities in the
gaining MACOM. Coordination and finalization of
the MSP coincides with established MFP milestones
in the ficlding proccss.
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Structuring

rmy units are designcd to perform specific missions. The resources, manpower,

and equipment that enable a unit to accomplish its mission are allocated to the
unit by MTOE and TDA. The process in which MTOEs and TDAs are¢ produced in-
volves both the force structure and documentation processes.

In the early 1980s, modernization and reorganization efforts were introduced within
the US Army. Since then, force structure development and documentation have had
an increasing role in the Army’s readiness and sustainment. The introduction of
more than 400 new systems into new organizations designed to maximizc these sys-
tems’ capabilities is one of the most diflicult tasks now facing the Army. This
extensive change and its impact on the documentation system has resulted in a
HODA initiative called Documentation Modernization (DOCMOD).  Although the
DOCMOD study group was disbanded in 1986, the DOCMOD initiatives arc being
incorporated into the Army. .

The DOCMOD initiative instituted substantial changes in the development of unit
MTOEs. The living TOE (LTOE) process will significantly decrease the amount of
work involved in the documentation process at MACOM, corps, and division levels.
The LTOE process will also provide an accurate picturc of a unit’s capability and will
form a sound basis for evaluation of unit rcadincss. This chapter provides the tools
required at corps and division level in the documentation process as it exists today
and introduces DOCMOD initiatives.

SECTION 1. CORPS AND DIVISION ROLES IN FORCE
STRUCTURE ACTIONS

The correct documentation of force structure
and equipment changes provides the key to success-
ful management of change in units undergoing
force integration actions. Only with accurate
documentation can a unit gain the authorization to
requisition and receive the correct equipment and
manpower (o accomplish its assigned missions.

In order to maintain sustainable and combat-
ready units, action officers at corps and division
levels must be involved in their units’ structuring
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and documentation. With knowledge of how the
force structure and documentation  systems
currently work, uction officcrs can make a posi-
tive contribution to the system and decrease the
impact of change on their units.  Detailed
knowledge of the following [actors will cnablc units
to successfully managc force structure change:

e HQDA, TRADQC, and MACOM uctions.
A clear understanding of who manages

L}



change is necessary in order lo provide the
corrcel input at the right time and place.

® Horizontal management. Impact of chunge
in personncl, equipment, and organizational
structure must be considcred as an action in
which the entire organization is involved.
For example, ficlding a new vehicle in an in-
fantry battalion will also change the pcrson-
nel and equipment needed in the forward
support hattalion. It will also involve change
at the corps level support command (SUP-
COM). Without resourcing the new systcm
or organization in depth, the systcm may not
be supportable and could have a subsequent,
adverse impact on readiness.

® In-depth knowledge of documents. Dctailcd
review of past documents (MTOEs) and [u-
ture documents (cither TOEs, MTOEs,
TDAs, or LTOEs) 1s required and should be
done on a ling-by-line basis. Much of the

detailed work c¢an be reduced il the action of-

ficer knows what products can bec obtained
from the Vertical Force Accounting System
(VFAS), Standardized Property Book Sys-
tem (SPBS), and Installation, The Army
Authorization.Documents System (ITAADS).

SECTION -1I.
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® In-depth knowlcdge of critical items and
equipment.  Availability of key items of
equipment and their status, overages or
shortages, must be managcd along with the
documentation process. When equipment
status is not considered during unit documen-
tation, rcadincss problems can dcvclop be-
cause of shortages, improper distribution, or
improper documentation.

@ In-depth knowlcdge of unit organization and
manpower structure. Knowledge of the or-
ganization and the manpowcr required to
perform assigned missions is necessary for
detailed revicew of documents (TOE or
MTOE). Review should consider both per-
sonncl and equipment structurc within a
unit, such as a battalion, and must also con-
sider the impact upon other units associated
with it in accomplishment of its mission.

This chapter provides information on how the
corps and division can manage force structure
change to minimize the impact of change within
their organizations.

CORPS, DIVISION, AND SEPARATE BRIGADE

DOCUMENTATION REVIEW AND INTERFACE WITH MACOM

To ensure that MACOM subordinate unit re-
quircments arc recognized, staffed, and planncd
for, coordination betwcen the commanders and
staff must occur. This is a normal manner of busi-
ness within the US Army. However, with the in-
crcasing pacc of introducing ncw cquipment and
force structure changes, this coordination must be
timcly, accurate, and complete. Commands should
recognize that force structure and documentation
actions must bc studicd with all impacts considered
horizontally. The staff must look at both the actual
unit undergoing force structure changes and units
required to support it. Manpower, funding, train-
ing facilitics, and support facilitics must bc con-
sidered. This mcans the entire stall is either
involved or, if no action is required, informed.
Once issues have been developed with a horizontal
vicw, thc action should be¢ forwarded to the

MACOM where the impact of the action must
again be reviewed in a horizontal manner. Many
documentation problems ean be reduced by early
review (done in dctail) with an audit of cquipment
and manpower and balanced against projected fill
prior to the E-date (for a given MTOE). Coordina-
tion with the MACOM, corps, and installation staff
allows the subordinate staff to obtain the neccssary
tools to review documents early and conduct the
necessary follow-up. The primary tools required to
conduct a documentation rcview will he the dralt
TOE, TOE, current and Tuture MTOEs, and in-
licu-of (ILO) action historical records.

Documentation Revlew Requirements

Upon receipt of a ncw document (BOIP, draft
TOE, TOE, or MTOE), the stafl review normally
consists of-
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@ Identilying administrative errors that do not
change resource requirements, manpower,
or equipment.

@ Identifying and resolving eonfliets between
BOIP and TOE requirements.

@ Identifying substantive changes, such as per-
sonnel and equipment shortfall or overages
as opposed to requirements on MTOEs or
TDAEs, against requirements on BOIP.

@ Identifying doctrinal issues that require
restrueturing of TOEs or MTOEs and may
involve either administrative or substantive
changes.

The MACOM ean work and resolve the issues
involved with administrative errors, personnel
shortfalls, and equipment shortfalls. Doctrinal is-
sues that require restructure of the MTOE, and
therefore the TOE, must be resolved by
TRADOC. The MACOM does not have the
authority lo restructure a TOE. Identified
doctrinal issues must be forwarded through the
chain of command to TRADOC and its proponent
schools for resolution.

Staff Action on Draft TOE

The draft TOE is produeed by the TRADOC
proponent school and is a staffing tool used to ob-
tain MACOM eomments on a new organization. [t
is normally forwarded (0 the MACOM with a
limited response time. The MACOM will forward
the draflt TOE to its subordinate units. Within
time constraints, eorps and divisions should con-
duct the review from the lowest possible unit level.

The draflt TOE is valuable because it provides
the first review of a unit from an organizational
perspective, contains the justification for the or-
ganization’s development, and dctails information
on the organization’s strueture. It also presents an
opportunity to eomment on doetrinal and strue-
tural issues associated with the new unit.  The
MACOM consolidates all of thc comments and is-
sues and forwards them to TRADOC and the
proponent school. TRADOC eonsiders the input
when developing the TOE for HQDA approval.
The MACOM should also provide its subordinate
units with information eopies of the response to
TRADOC.

While the draflt TOE is not HQDA approved
and eannot be used as a basis for devclopment of
an authorization document such as an MTQE, it
should be retained by all commands involved sinee
it does eontain relerenee information on the or-
ganization that will not be found in later docu-
ments. Il a command has not received a dralt
TOE from the MACOM, and it is aware of a
major structural ehange in one or more of its units,
the command should rcquest MACOM assistance
in obtaining a eopy.

Staff Action on TOE

Detailed review of the TOE by all eommands is
vital to provide accurate doeumentation of the
MTOE. The MACOM and installation stafls eur-
rently reeeive updated and new TOEs twice a year
in the CTU proeess. When the TOE arrives in the
MACOM, the stafl must review requirements in
the arcas of force structure, manpower manage-
ment, documentation, and matericl management.
MACOM actions during each documentation cyele
follow.

Force stmeture. MACOM  planning formally
begins with guidance provided by HODA. The
guidanee provides necessary information to begin
developing issues and programming ol foree strue-
ture in the future. Based on input from MACOM
evaluation, HODA develops the program foree
which, while not fully supported, provides a
balance between rcsource availability and force
capability. Sinee this foree is orientcd two to six
years in the futurc, MACOM stalls evaluatc it
against manpowcr  authorizations, equipment
availability, facilities, and other rcstricting factors

to determine and resolve issues prior to final deter-

mination of the budget force. The budgct force is
drawn from the first (wo years ol the POM.
During the final resolution of the budgct lorec, the
MACOM ensures that the manpower spaces allo-
cated mateh the foree structure in detail.

Manpower management.  Manpower manage-
ment within the MACOM begins with development
of issues and requirements in the out years and
deals in detail with the budget force. Both plan-
ning and programming must comply with HQDA
guidance and must be programmcd within thc to-
tals of the authorized Army ES for the MACOM.
Each MACOM responds to the guidance by
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submitting a command plan reflccting its planncd
distribution of manpower spaces by unit identifica-
tion code (UIC). Subordinate commands con-
tribute to this process through the VFAS, MRIS,
and selected issucs that impact on the mission and
are unique to the command. When approved, the
command plan thcn becomes the basis for submit-
ting MTOE and TDA documentation to HQDA.
This provides a means for ensuring that the num-
ber of positions in authorization documents do not
exceed the number of manpower spaces allocated.
Documentation.  Afier spaces have been allo-
cated against the structurc and the command plan
has bcen approved, the MACOM stafl then
documents units through development of MTOEs
and TDAs. Under the current MOC coneept,
MTOEs and TDAs are submittcd twice yearly
during two MOC windows, January-March and
July-September (Figure 25). The primary basis for
building the MTOE is the TOE devcloped at
TRADQOC proponent schools.  TRADOC and
HODA must approve the TOE prior 10 use for
MTOE development. The MACOM receives com-
puter tapes of approved TOEs prior to the start of
the MOC window. This allows the MACOM and
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subordinate units to rcvicew the TOE 12 to 18
months prior to the MTOE's E-date.

Materiel management.  Concurrent with force
structure and documentation, the MACOM
manages the distribution of equipment allocated to
units within the command. Management of sys-
tems includes new equipment, current equipment,
and displaced equipment.

The MACOM coordinates dates of deployment
with the matericl developers, HQDA, and subor-
dinate units to receive new equipment. In deter-
mining [ficlding datcs, the MACOM cnsures that
adequate documentation, in the form of an MTOE,
is available to the unit at least a year (210 days in
CONUS; 300 days in OCONUS) prior to the issue
datc and with an E-date within one month of issue
of new cquipment to the receiving unit.  This al-
lows for issuc of the cquipment, if not ficlded by a
materiel ficlding team (MFT), and authorizes the
unit to requisition spare parts for sustainment.

Many factors within the unit, DA, and matcric!
development have an impaet on the documentation
of the E-datc. Thercforc, MACOMs must coor-
dinate all issucs with commands to ensurc the E-
date is properly aligned with equipment issue and

Figure 25. Management of change documentation cycle.
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reorganization. Additionally, NET must be
planned and coordinated for the receiving units.

The status of equipment that units are currently
authorized and equipment that units actually have
on hand must be maintaincd if documentation is to
be accurate. The MACOM must be prepared to
identify equipment shortages, detcrmine an ap-
propriate 1LO item, and document the new
authorization. DA Pam 700-25, the Class V11 sub-
stitution lis, TRADOC proponent schools,
matericl developers, and HQDA provide assistance
and information on adcquate 1LO items lor equip-
ment shortages. The MACOM DCSOPS must also
ensure that current equipment is distributed ac-
cording to HQDA priority, supports mission ac-
complishment, and supports contingency plans.

When new equipment has been issucd, HQDA
directs redistribution of the displaced equipment.
These items are then used to fill shortages within
the active Army or MACOM, arc rebuilt for issue
to the Reserves or National Guard, placed in war
reserves, or used in foreign military sales. 1f items
are to be redistributed within the Army, MACOM,
Reserves, or National Guard, the recciving com-
mand staff must ensure this equipment is docu-
mented in the same manncr as new equipment.

As stated previously, it is important during the
MACOM documentation process that subordinate
units and installations play an active role in their
MTOE’s development. Once the TOE computer
file has been received, printouts of the TOE can be
produced.  Copies of new TOEs should be
provided to like-type units for review and informa-
tion. Upon obtaining TOEs, commands should
determine the closing date for input to the
MACOM or installation during the MOC window.
A horizontal review of the document must be con-
ducted by all involved commands and stafls. H
changes are necessary, the chain of command must
be informed and changes - forwarded to the
MACOM. Prior to the close of the MOC window,
most MACOMs conduct a line-by-linc scrub of the
TOEs and issues. Changes that are approved at

"MACOM from the scrub are included in MTOE
computer files. As a quality control check, units
should ask for an up-to-date computer printout of
the MTOE to cnsure that the approved changcs
have been included. This computer printout is not
an authorization document, but it can show what
the MTOE will look like alter being approved by

HODA. If administrative errors or omissions are
discovered at this point, immediate action and coor-
dination will be required with the MACOM staff to
muke corrections prior to dispatching the MTOE
computer files to HQDA at the close of the MOC
window.

Key Items on TOE

The TOE consists of three sections. Section [
lists the unit’s organizations and equipment. The
organization subsection consists of-

@ The organization chart.

® The unit’s mission.

® The unit’s capabilities at cach level (1, 2, and
3).

° Th.e basis of allocation among other TOE
units.

@ The unit’s category per paragraph 2-14, AR
310-31.

® The unit’s mobility as expressed in a state-
ment of what is required to lift or ship from
one point (o another.

@ Doctrinal publications that apply to the unit.

Thc subsection on equipment includes the—

® Identification of authority for requisition and
issues.

® List of applicable indexes covering technical
manuals, supply manuals, and supply bul-
letins for expendable items.

@ List of applicable CTA.
® Additional instructional remarks as required.

Section I consists of thc number of personncl
requircd by the unit to perform the mission stated
in Section [. The following items are included:

@ Distribution of personnel by numbcred
paragraphs.

® -Recapilulalion of total personnel by grade
and MOS.

@ Remarks subsection  identifying  additional
skill identificrs (ASI) and personnel informa-
tion.



Within the personnel scction, checks should en-
sure that-

® Adequate personnel are available to ac-
complish the mission.

@ Personnel are MOS-matched to the job they
must do.

® MOS-trained personnel will be available to
fill positions when TOEs are used to
produce MTOE:.

® ASI requirements meet the necd of the unit
to accomplish its mission.

® The unit is structured correctly to ac-
complish its doctrinal mission.

® Adequate force structure spaces have been
programmed to meet requirements of the
unit when TOEs are used as basis [or
MTOE:.

Section 111 prescribes equipment requircments
for units except for those items authorized by CTA,
repair  parts, acccssorics, and cxpendablc items
listed in TMs, supply bulletins (§B), and supply
catalogs. It consists of the lollowing:

® Distribution of equipment by numbered
paragraphs corresponding to Section 11,

® Recapitulation by summarizing (otal equip-
ment allowances.

® Remarks necded to clarify the equipment
section, such as the distribution of ¢quip-
ment for specilic personnel.

Within the equipment section, the checks
should ensurc that-

® Adcquatc cquipment is allocated to ac-
complish mission. '

® Distribution of equipment within TOE sup-
ports mission accomplishment.

® Equipment is available or will bc availuble
Tor the unit when TOEs are used to produce
MTOEs.

® Adequate 1LQ) itcms are available to support
mission accomplishment il equipment is not
available.

@ All special tools and test sets required to sup-
port major end items are present.
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Staft Action on MTOE

At the closec of the MOC window and alter
HQDA approval, the MACOM and installations
will produce the MTOEs and TDAs with formal or-
ders for issue to units. The 1, G3, G4, lorce in-
tegration staff, property book officer, and the unit,
as a minimum, should again conduct a review of
the MTOE to ensure that prior approved issues
have been correctly documented.  Any required
changes must be passed through the chain of com-
mand to the MACOM. The MACOM has the [ol-
lowing options available to resolve problems:

" ® Administrative errors can be corrected by
publishing a change to the MTOE. This is
only necessary in cases where the MTOE has
an E-date prior to close of the next MOC
window or the MTOE has already taken ef-
fect.

® Administrative errors or omissions can he
corrected during the MOC window il the E-
date falls after the next MOC window and
the need to make thc change is not critical
for requisition prior to the MOC window.

® Those ILQO itcms incorrectly documented or
omitted can normally be corrected in the
next MOC window.  Until the correction can
be made, or an item added to the document,
a MACOM can normally provide readiness
reporting  guidance and authorized 1LO
items by message (0 units in the command.

® Dctailed files of prior MTOEs, MTOE ac-
tions, and new MTOEs must be maintaincd
by the command to provide a basis lor
review and a historical record.

Key Items on MTOE

The MTOE is an authorization document and,
when issuecd (o units, it must be accurate. Ac-
curucy helps eliminatc “instant unreadiness” or
"puper uprcadiness” problems created when a unit
has been authorized new items which it does not
have on hand. If detailed work has been com-
pleted with MACOM and installation stalls, the
rcvicw of the MTOE will be confirmation that
work accomplished with the TOE has becn in-
cluded. Key items on the MTOE include-
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® Orders.
Check:

1. Are orders current and for corrcct
units?

2. Are all units of like type on the same
order to ensure standardization?
® E-date on MTOE.,
Check:
1. Can organization mect readiness
rcquirements on assigned E-date?

2. If coordination has been condueted
with MACOM, is E-datc correct as
coordinated?

@ Section I (Administrativc Information).
Check:
1. ALO to determine equipping and

manning levcl for review of cquipment
and personnel.

2. Catcgory of unit to cnsure it is
consistent with AR 310-25.

3. Command Control Number (CCNUM)
to ensurc document is the correet one
and is up to date.

® Section 1l (Personncl Staffing).
Check:

1. Match MOS and authorization with job
based on TOE or MTOE scrub.

ASI correct for job rcquircments.

Adequate personnel Lo accomplish
mission.

4. Staffing in paragraphs match rccap in
number of pcrsonncl by MOS and
grade.

5. Auvailability of personncl in unit or
replacement system on E-date of
MTOE to identify shortfall problems.

@ Section |1 (Equipment Authorization).
Check:

1. Equipment authorized will allow for
mission accomplishment. Scrub TOE

with MTOE to determinge possible
shortfall.

2. Equipment documented in correet
paragraphs in MTOE.

3. Equipment is the correct itcm as
dcfined in TOE.

4. Equipment is documented with correct

line item number (LIN).
5. Equipment has correct ERC critcria.

Equipment dcseription is
understandable if not complete (eross
cheek with SB 700-20).

7. ILO items are documentcd as
authorized while item being replaced
remains on document as required.

8. Exempt items, for readiness reporting
purposes, have been identificd in
MACOM message or on MTOE
remarks. '

9. Equipment density in recap match
numbers in paragraph.

10. Equipment currently available to unit
will mcet requirements of unit as
documented or equipment can be
requisitioned and filled prior to
document’s E-date.

ILO Actions at Unlt Level

Upon completion of the MTOE review, the
most common problem will normally be equipment
availability or ‘shortfull against MTOE authoriza-
tion. If the MACOM has not provided guidance
on ILO items in thc message or on the
MTOE, the following actions will be required:

® Determine shortfull by rcviewing ussets on
hand against equipment authorization on the
MTOE.

® Dcterminc il cquipment can or cannot be
filled to required levels by requisition.

® If cquipment can be issucd, dcicrmine when
it ean reasonably be cxpected to arrive in the
unit?

"



@ If equipment cannot be issued, determine ap-
propriate 1ILO.itcm by consulting SB 700-20
and DA Pam 700-25.

® Determine availability and status of 1LO
ilems.

® Request MACOM to document ILO items

SECTION IIL.
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in the MTOE until actual authorized equip-
ment can be made available.

® Provide ILO guidance to subordinate units
by message.

® Dctermine if the unit’s capability will be sig-
nificantly degraded by usc of ILO items.

DOCUMENTS TO ASSIST IN REVIEW OF FORCE

STRUCTURE AND DOCUMENTATION ACTIONS

In the past, revicw of documentation (TOE and
MTOE) and force structure issues involved painful
and (ime-consuming line-by-line "stubby pencil”
drills.  With the introduction of automated data
processing, evaluation of documents is easicr.

Data cxtracts can be obtained from the installa-
tion or MACOM with VFAS and ITAADS. When
requesting information {rom these systems, direct
coordination with the analyst assigned to the
documentation position will assist in obtaining the
data most uscful in evaluating an issuc. Prior (0
coordination, the analyst needs the Tollowing infor-
mation to extract accurate data from the computer:

@ An "as ol" date when the data is to be run is
critical. For example, an "as of" datc prior to
thc uni’'s E-datec will not provide data
desired if the evaluation is to consider the
unit after the E-date.

@ The UIC and standard requirements code
(SRC) of units to be extracted from the data
base. '

@ The LIN and a description of the items of
cquipment to be extracted from the data
base.

® Paragraph, MOS, or job description of per-
sonnel positions to be extracted Irom the
data base.

Vertical Force Accounting System

The VFAS is produced by the MACOM to
provide input into the HQDA FAS. It is uscful as a
planning document for force structure actions in
subordinate units. It provides the following infor-
mation:

® A list of unit actions by troop program se-
quence number (TPSN) and UIC.

® Type change, E-date, and old and ncw
strength figures,

@ Reason for change.

This data is useful both for information and as
quality control for changes submitted on earlicr ac-
tions. It is also a good starting point for review of
force structure action prior (0 development of new
issues.

Standurdized Property Book System

The SPBS is used by the property book officer
for authorization data of equipment in units.
It is a dcrivalive of TAADS. Due to staffling
of TAADS within the MOC cycle, the follow-
ing must be taken into consideration:

® Authorizations will not always reflect new
MTOE data. The data must be checked
against any ncw MTOE or ITAADS dala.

® Authorization information will not be in an
MTOE paragraph breakdown. The types of
information the SPBS provides includes—

— Hand reccipt data.
= Asscl visibility by LIN,

— Authorizations (cross-balanced with
ITAADS).

- Sensilive item listing.
— Excess or shortage equipment listing.
If a staff action involves critical shortage items,
it is also advisable, as a quality control cheek, to
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coordinate with units to dectermine equipment
availability, in addition to using thc SPBS data.

Installation, The Army Authorizatlon
Documents System

The ITAADS is the automated data processing
system that provides standard management of
TOEs and MTOE: at the installation. In addition
to providing the capability to input new TOEs,
post-MTOE changes, and produce MTOEs in
the MOC cycle, the ITAADS provides management
extracts that assist in cvaluating documentation ac-
tion. These extracts are called cycle runs with cycle
VIl and VIII providing the most useful data to units
at corps level down.

@ Cycle VII extracts data by MOS (for person-
nel) and LIN (for equipment) rellecting re-
quired and authorized levels by unit (UIC
level). It provides a command summary and

produces a quick summary, by unit, of what
is authorized for a given unit on the "as of"
date'requested lor the data run.

.

@ Cycle VIl compares one or more docu-
ments (TOE or MTQE) against other docu-
ments (TOE or MTOE). It is divided into
four parts that depict differences between
the documents. Part 1 is the header and tells
which documcnts were compared.  Part 11
reflects differences between documents in-
cluding all multipliers.  Part 1 reflects
differences hetween documents but does not
include multiplicrs. - Part IV reflects net
change-by-line between documents.’ '

Cycle runs from ITAADS can_assist in making
a rapid comparison between an old MTOE and a
new TOE or MTOE. This climinates much 'of the
detail work of linc-by-line comparison of docu-
ments. It also allows for rapid identification of per-
sonncl and cquipment issues.

SECTION IV. DOCUMENTATION MODERNIZATION

Documentation modernization is a management
initiative, at HQDA level, designed to analyze,
evaluate, and recommend courses of action (0 im-
prove the Army documentation system. To resolve
problems of instant unreadiness associated with
modcrnization and (o improve managcment of
change, a three-initiative approach is being taken.
These are-

@ To stabilize the force.

® To standardize the force.

® To modernize the Army’s management and
documentation system.

The primary objective in force stabilization is to
reduce the level of change and turmoil. Docu-
ments, once produced as MTOEs, will not be
changed unless approved by HODA. Force stand-
-ardization will be achieved by implemcnting the
LTOE or standard installation TDA. Moderniza-
tion of the Army’s management and documentation
system will be through state-of-thc-art computer
systems and improved computer programs.

These improvements will decreasc the depth of
involvement required under the current sqyrflcm of
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documentaton  at division, corp, and MACOM
levels.  Documentation of unit  structure and
materiel changes will bc made in the LTOE only
after HQDA has fully resourced the change. The
methodology in which the LTOE is constructed
will allow lorccasting changes and will greatly
simplify the documentation process. The LTOE,
combined with the new automated system, will
allow commanders to focus that time currently
spent in detailed review of MTOESs toward other ef-
forts.

Llving TOE System

Under the current system, changes are applied
to the TOE from the BOIP. When the change. is
placed into the TOE, it applies to all units of the
sume type of SRC throughout the Army. Bccuuse
changes are madc up to two years prior to an or-
ganizational change or materiel liclding, problems
of instant unreadiness with new MTOEs become
an issuc with units in the field. Changes under the
LTOE are designed to correet this problem. The
LTOE is a document that prescribes the organiza-
tional design, including personnel and equipment
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Figure 28. The LTOE System.
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requirements, of a type of unit that grows in
capability with each incremental change (Figure
26).

The LTOE method of documentation offcrs
commanders in the field the following advantages:

® The intermcdiate TOE (ITOE) is docu-
mented for a specific battalion as change oc-
curs. '

® Each ITOE changes is totally resourced
prior 1o preparation of an authorization
document.

® Commanders rcport rcadiness against on-
hand equipment and personncl.

The TOE begins with a doctrinally sound buse
case and provides a scries of intermediate TOEs
leading 10 a fully modernized objective design.
The LTOE is the basis for force programming and
becomes an authorization document when HQDA
approves resourccs, specific unit designations, and
E-dates for the aclivation or reorganization. The im-
portant elements of the LTOE include-

The base TOE. The base TOE is an organiza-
tional design founded on doctrine and equipment
available. It is the lowest common denominator of
modernization. It identilies the minimum essential
warlime  requirements  for  personnel  and

equipment based on equipment common to all
units of a given type organization.

The incremental change puackage (ICP). The
ICP is a doctrinally sound grouping of personnel and
equipment change documents that is applied 1o a
bas¢ or intermediatc TOE 1o form a new TOE varia-
tion.

The ITOE. The ITOE is an organizational
design that results from applying onc or more in-
cremental change packages Lo a base TOE (o
produce an enhanced capability. Thesc documents
form a bridge between base and objective TOEs
and provide the primary tool for programming, ex-
ecuting, standardizing, and documenting the force
structure during phased modernization.  Each
ITOE is assigned a secondary ICP variation num-
ber.  For applying resources in a constrained en-
vironment, the system allows selective application
of BOIP 1o the ITOE.

The objective TOE. The objcctive TOE is a
fully modcrnized, doctrinally sound organizational
design that scts the goal for plunning and program-
ming at HQDA.

Hcadquarters, DA, through the Adjutant
General’s Office, periodically publishes an authenti-
cated subset (by SRC) of a unit’s LTOE (by SRC).
It is formatted o portray mission-significant in-
cremental TOE changes of a specific unit as it
movcs from the base TOE toward its objcetive
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TOE. In this manncr changes are documented and
managed down (o battalion level by UIC as resour-
ces become available. Units can also predict the
scope of change by consulting the LTOE for each
incremental TOE change.

Table of Distribution and Allowances
Modernization

Headquarters, DA, has developed TDA initia-
tives 10 dampen change and ensure supportability
of required changes in the Army’s TDA activitics.
Actions to stabilize, standardize, and modernize ap-
plies equally to TDA activities and MTOE unis.
A TDA system ensures improved supportability to
TDA changes. Implementation of the manpower
staffing standards system and standardization of in-
stallations and communities contributes to
improved TDA management. Additional measures
include the following actions:

T2

® Incorporation of the TDA force structure
into the force structuring process at HODA,
called the Total Army Analysis (AR 71-11).

® Reducing frequency of MOS, ASI, and of-
licer skill changes.

® Issuing by HODA of PBG at grade and
MOS levels of detail.

® Devcloping a plan for converting  ap-
propriate TDA activitics such as school
brigades and battalions to MTOE units.

All TDA modcrnization initiatives continue
(o recognize the unique requirements of the various
TDA activitics. However, HQDA, through central-
ized managemcnt, provides guidance, resources,
and a focal point in the TDA standardization
process.

W
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CHAPTER 9

Manning

Soldicrs remain the ultimate weapon in warfarc. Despite the cver-increasing techni-
cal sophistication and lethality ol weapons, soldiers still determine when, wherc,
and how those weapons are employed. 1t is this simple truth that makes division per-
sonnel planning and management activitics so important.  Never before have bat-
tefield skills been so complex and demanding. Yet, at the same time, never before
has the Army’s ability to acquire and retain the soldiers it needs been so constrained.
This situation has resulted in an increased need for training and specialization, with
an accompanying requircment for better management. Therc is no longer "slack” in
the personnel system. Where onec an infantryman could be uscd in both mechanized
and light infantry units, there are now two types of infantrymen-light and fighting
vehicle-who are not necessarily interchangeable. Where any infantryman could once
be assigned as a 90-millimeter, recoilless rifle gunner, now only specially trained and
identilied infantrymen are qualified to fire the Dragon antitank missile. Getting "the
right person, in the right place, at the right time" has never bcen more important and,
as such, is the essence of manning.

The division’s role in manning is generally limited to the preparation for receipt
and management of internal personnel resources. Up to the point where a soldier ar-
rives at his assigned duty station the ability of the division to influence the process
that recruited, trained, and assigned him is minimal at best. Decisions and actions
concerning the quality, quantity, and distribution of soldicrs are the responsibility of
HODA or its subordinate MACOMs. The division sits at the end of the manning
pipeline and must manage with the results of those decisions and actions, whether
good or bad. This is not to say that divisions have no means of redress when they are
being adverscly alfected; it just means that someone clse is at the controls of the
pipeline. It is therefore up to those responsible for manning within the division to
focus their efforts on making the best use of available soldicr assets in support of the
division.

SECTION I. RESPONSIBILITY

The division G1 is the point man in providing
personnel support.  He is responsible for estab-
lishing a personnel program that sustains the current
structurc  and supports fulurc  organizational
changes. That program must be based not only on
current and future personnel needs but also on
prioritics associated with those needs.  Without

priorities, there can be no logical method of shar-
ing the inevitable personnel shortages that will occur.
The program itsell must be implemented through a
management structurc that is precise yet flexible
cnough o make mideourse adjustments as situations
change.  To cestablish such a program requires
close eoordination with other division staff sections.
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While the G1 is an expert on personnel manage-
ment, he is not a force developer, trainer, or logis-
tician.  His ability to establish an effcctive
personnel program is hcavily dependent on his un-
derstanding of future force structurc and new
equipment initiatives.  Without assistance from
other staff experts, the only tools he has to deter-
mine future personnel requirements are SIDPERS
and external communications with higher level per-
sonnel management activities. SIDPERS is the
automated personnel management information sys-
tem uscd by division personnel planners and
managers. [t contains information on personnel as-
sets and personnel authorizations projected  six
months in the future. These future authorizations
are of limited use in isolation.

Errors

The authorizations in SIDPERS may be wrong.
Mistakes in documentation are not an uncommon
occurrence and may not be readily apparent to a
personnel manager. He requisitions and assigns
soldicrs based on authorizations. Unless errors are
obvious, such as the use of an obsolete MQ)S, he has
no basis for questioning the rational-cspecially
when doctrinal issues are involved.

Reallty

True personnel needs are not necessarily
depicted by those future authorizations. Those
authorizations are based on the E-dute of the
authorization document. That date depiets when
all personnel and equipment should be on hand for
the unit to be effective. It does not take into ae-
count preliminary training requirements, such as
NET, which requires those personnel o be avail-
able well before the E-date. It does not display the
incremental personnel adjustments  necded o
smoothly implement a major organizational restrue-
ture.

To ensure that personnel plans are based on
true personnel needs, the (Gl must eoordinate

closcly with other staff elements and ecommanders.
He must be an active participant in any forum that
impicts on future personnel authorizations and
necds. That can readily be aecomplished through
the organizational approaches Chapter 5 discusses.

The G1, with all his other responsibilitics, can-
not personally maintain the continuous day-to-day
communication and coordination necessary to keep
abreast of true personncl nceds.  This s
accomplished by assigning that responsibility to
members of his internal stafl. It can cither be a
full-time duty or additional duty depending on the
volume of expected change. This stall POC is the
G1's long-range personnel planncr. He is an ex-
pert on the personnel needs associated with im-
plementing new equipment and force structure
actions. He scrves as the personnel expert at all
action-officer-level force integration planning mect-
ings. Establishing such a POC enhancces horizontal
stall eommunieation.

The G1 must also keep his lines of communiea-
tion open to subordinate units and stalls. The en-
lire personnel planning and management proeess
works best when subordinate units participate in
developing plans and understand why plans arc
developed. They must be kept informed of chan-
ges that will influence their personnel status.  For
example, the introduction of a new item ol equip-
ment may rcquire that personnel fill for certain
critical skills in fielding units be increased during
NET abaove the division average. Those units who
also require the same personnel and are not in-
volved in fielding must be prepared to experience
shortages at times during the ficlding effort.

Given the GUs personnel planning respon-
sibilities, a commensurate responsibility rests with
the other division stall elements, especially the force
integration stafl. They must keep the Gl informed
of future actions that may impact on personncl.
They must include the Gl in all planning activities
to ensure personnel considerations are properly ad-
dressed. The Gl and G3 must coordinate sehool
quotas required to support foree modernization.

SECTION 1I. PLANNING CONSIDERATIONS

Planning personnel support for a division re-
quires a long-range focus. Abrupt changes in as-
signment or other unexpected personncl actions
can have a negative effect on soldiers, which
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degrades job performance.  These aetions can
usually be avoided il the G1 knows what changes
the future holds and uses an ineremental approach
to get from here to there. This means that he must



become involved early on in the stafling of
doctrinal, organizational, and equipment changes.
He must be privy to those documents that establish
personnel needs, including the-

® TOE. Rcview of a TOE provides a preview
ol expected personnel chunges. It is the
warning order for an organizational change
that can be the rcsult of a change in
doctrine, equipment, or even personncl
policy.

® MTOE. An MTOE indicates what the ac-
tual personnel change is to be as of its E-
date. It tells what soldiers an organization is
authorized and is the authority for rcquisi-
tioning those soldicrs.

® MFP. An MFP outlines the personnel needs
associaled with the ficlding of a ncw itcm of
equipment. 1t identifics new MOSs, training
requirements, and support requirements. 1t
is not an authority to requisition people. It
should be used to cross-check TOE or
MTOE information. Chapter 10 discusses
the MFP in morc detail.

An important factor in determining future per-
sonnel needs and then requisitioning people Lo meet
those nccds is understanding the system uscd to
match thc personncl needs of an organization with
actual people. Personnel positions in an organiza-
tion, as captured in a TOE, MTOE, or TDA, are
identified by a nine-character specialty code that
identifies the soldier skills and grades needed (o lill
those positions.  Skills and gradcs arc those
deemed essential for successfully pcrforming the
duties associalcd with cach position. There are
separate codes for officers, warrant officers, and ¢n-
listed personncl.

The most commonly used code is the military
occupational spccialty code (MOSC) for enlisted
personnel. An understanding of how this code is
used generally explains the use of all three. The
MOSC consists of five clements:

1. MOS. The first three characters of the code
represents a group of duty positions that require
closcly related skills; that is, MOS 11M-Fighting
Vehicle Infantryman.

2. Skill level (SL). The fourth character of the
code identifies skills, prolicicncy, and abilitics
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requircd for successful performancc at a given
gradc; that is, SL2 for a scrgeant, grade ES.

3. Special qualification identificr (SOQ1). The
fifth character of the code identifies spccial skills
and qualifications common to many positions; that
is, SO1 G-Ranger. |

4. AS). The sixth and seventh characters of the
code identify special skills and qualifications in ad-
dition to, but closely related o, MOS requirc-
ments; that is, ASI C2-Dragon gunner. Additional
skill training is highly spccialized. It is critical that
personncl be assigned hy their ASI.

. 8. Language identificr code (L1C). The last two
characters of the code identily proficiency in a
foreign language; that is, LIC KP-Korean. A posi-
tion identified as 11M2GC2KP shows the nced for
a fighting vehicle infaniryman, in the grade of ES,
trained as a Ranger and Dragon gunner, with a
proficicney in the Korean language. This same
code is used (o identify a soldier’s individual
qualifications and thus serves as the link between
personncl necds and the soldiers who can fill them.
A personncl planner must bccome especially
familiar with thosc MOSs and ASIs that relate to
new equipment. He must be able to identify and
track the people possessing those skills within the
division’s personnel inventory beeause of their criti-
cal role in opcrating, maintaining, and sustaining
new equipment that is often complex, high-
technology hardwarc.

Just knowing what future necds will be does nol
allow the G1 to complete his plans. He must also
know wherce the needs arc and when they will occur.
This is critical when the units of a division are sta-
tioned at several locations, as in USAREUR. A
soldier wrongly assigned Lo one unit cannot easily
be moved when substantial transportation costs are
involved in moving him to another unit and location.
Also, a soldier may be correctly assigned, but to a
unit that will inactivate during the year. If his skill
cannot be uscd in another unit at the same loca-
tion, he is then malassigned. Movement to another
location will again have a substantial cost. *

In planning to meet future personnel necds, the
G) must consider such consequences. He should
attempt in his planning (o incrementally draw down
the personnel  strengths  of inactivating  units
through normal reassignment actions o minimize
this problem. In cases where people arrive before
their skills are rcquired, they may be (emporarily
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assigned 10 a holding unit rather than be per-
manently improperly assigned elsewhere. This is
necessary when a new unit is activating.  The unit
docs not officially exist until its E-date. Prior to
this, a "carrier” unit is created to which soldiers are
assigned.

Once assignments have becn made they also
have an impact on future management of personnel
strength levels. If a unit is formed completely from
new arrivals, it will, given a standard tour for most
soldiers, self-destruct when those soldiers becomc
eligible for reassignment at the same time in the fu-
ture. In order 10 avoid this, the G 1 should attempt,
if possible, to create a new unit from both new ar-
rivals and soldiers transferred from other units
within the division.  Futurc personncl losses will
then be staggered over time and can be managed on
a routine, rather than crisis, basis.

Thce stabilization of personnel in units involved
in new equipment ficlding activitics has strength
management impacts.  The possibility cxists that
when the stabilization period ends, all soldicrs with
previously staggered reassignment dates may be im-
mediately available.  This can cause readiness
problems, most frequently with key personnel who
extend in order to help the unit during a ditficult
transition pcriod. They often depart en masse, leav-
ing a staggering knowlcdge gap (Figure 27).

Stabilization, along with certain personnel fill
policies, can have cven farther reaching cflcets.
During the ficlding of a major item of cquipment,
it is a common policy to stabilize unit personncl
beginning 60 days prior 1o the start of ficlding and
ending 60 days aficr ficlding is complete. During
this period, it is also common to fill ccrtain MOSs
to 100 percent of authorized personnel.  Many
times, this -MOS fill is well above the division
average and must be done with internal assets. If

multiple battalions arc involved, this means that
those battalions last liclding the equipment must
pay the personncl hill for the battalions ficlding
first. This problem can worsen il stabilization win-
dows overlap.

Figure 27. Stabliization scheduling dlagram.
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(Example: A division is scheduled to field the
M1 tank. It has live tank battalions. The NET
strategy dictates that a battalion transition cach
quarter with the actual ficlding process taking eight
weeks. The standard "60) days prior, 60 days after”
NET stabilization policy is in effect. A personnel
fill policy is also in cffect for that period stating
that MOS 19E (1ank crcewman) will be filled to 10t
percent in transitioning units. The average division
fill for MOS 19E is 80 pereent.  Figure 28 is a
graphic representation of the NET schedule. The
combined result of these policies is that at times
during the NET process, two battalions may be in

Figure 28. Sample. net schedule.
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the stabilization and 100-pcreent fill window. This
causes thc other three battalions to drop to around
66-pereent fill of 19Es and thus degrades readiness
(Figure 29).)

The G1 must be aware of these consequences
and plan to deal with them. His recommendations
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to the commander and advice (o force integrations
planners must warn of these dangers. The use of
stabilization and fill guidance is important to the
ficlding process and cannol be eliminated. It
should, however, be tempered with the interests of
the entire division in mind.

Figure 29. Strength profile.
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SECTION I1I. IMPLEMENTATION AND SUSTAINMENT

The actual implementation of established per-
sonnel plans must be precise yet flexible. It begins
by properly identifying the personnet assets needed
to implement the plan. This includes both on-hand
personnel and incoming personnel.

Incoming personnef must be carefufly screened,
to identify their skilf qualifications (MOS, SO,
ASI), and then properfy placed to make the best
use of their qualilications.  Because of the
specialization requirements  associated with new
equipment and structures it is ncessary to manage
personnel dowa to the ASI level of detail.

Although SIDPERS provides ASI-level detail,
personnel managers do not always manage at that
level. There are several reasons for this systemic
breakdown. One reason is a luck of understanding
on the part of personnel managers of the impor-
tance of ASl management,  Another is the
misinterpretation of priorities set by the chain of
command. For cxample. a battalion may be desig-
nated as top priority of fill for tank mechanies.

The next tank mechanic arriving at the division is
assigned by MOS even though he has an ASI for
another tank system. Management at ASI levels is
the key to successful personnel support for foree
modernization.

During implementation, numerous follow-up
checks must be made o ensure all is proceeding ae-
cording 1o the following established 6r emerging re-
(uirements;

o SIDPERS input. Action codes cntered into
SIDPERS (o accomplish a certain purpose
must be reviewed at a later date to ensurc
they have worked. This inctudes stabilization
actions as weff as MOS reclassification,

@ Strength levels. Strength levels must be con-
tinually monitored 1o ensure they follow es-
tablished guidelines. If replacements do not
arrive on time, or losses excced cxpccled
levels, adjustments must be made according
to the prioritics orginally established.
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SECTION 1V.

The Unit Replacement System is the manage-
ment process by which soldiers and their leaders arc
stabilized in small units that arc formed, trained, and
in some cases, deployed to meet manpower and
operational requirements. The existing Individual
Replacement System will continue to operatc in con-
junction with the Unit Replacement System; there-
fore, personnel managers must be [amiliar with both
systems.

Under the Cohesion, Operational Readiness
Training (COHORT) unit replacement system the
primary replacement unit is the company. In the
COHORT concept, first-term enlistees are recruited
for a specific COHORT unit and undergo 1IET
together. They then proceed to a FORSCOM unit
where they are joined with a cadre to form a
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IMPACT OF THE UNIT REPLACEMENT SYSTEM

stabilized unit that will train together and deploy
overscas on a fixed schedule. There are variations of
the basie model [or specific OCONUS assignments
and lor nondeploying units. Platoon and below re-
placement systems are also being used.

There are several unique personncl manage-
ment considerations associated with the COHORT
program. Some areas of special coneern are selec-
tion of cadre personnel, impact on non-COHORT
units, reassignment of personnel upon termination of
the COHORT unit, and deployment procedures,
Army Regulation 600-83 discusscs the program in
detail and personnel managers must be [amiliar with
it in order to manage the COHORT program
along with other force modernization initiatives at
division level.
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CHAPTER 10

Equipping

Fie-lding new equipmcnt in Army organizations is a multidimensional process that
can ¢neompass all the force integration variables of doctrine, foree structure, man-
ning, resourees, training, plans, and sustainment.

The successful integration of new equipment at the division level depends on the
seope and complcxity of modcernization at the gaining command level. It also re-
quires an understanding ol the Army’s materiel acquisilion process and malericl field-
ing planning process as wcll as the gaining units’ roles in these processes. Also impor-
tant o successful integration is applying the "total systems ficlding" concept during
planning and execution, optimizing the organizational and management approach for
synchronization of all modernization activities, and using the numerous modern-
ization information documents and proeesses effeetively. Equally important is the
assimilation of new equipment into a multiechclon combined arms training program.

New equipment lielding is a dynamic and complex proeess when taken as a subset
of all othcr modernization activilics. The issue for gaining units is the ultimate sup-
portability of this matericl. Equipping programs are aecomplished as part of
synehronization of long-range planning and effective coordination. Execulion of
these programs through application of organizational force integration mechanisms,
available information, and expertise will have an optimal effect on unit readiness.

SECTION I. TOTAL SYSTEMS FIELDING CONCEPT

Thc eoncept of "total systems ficlding” involves
managing new equipment ficlding from all aspects
of neccssary operalional support as each system is
fieldcd. AU the organizational level, or receiving
end, of the modernization cffort, this concept is es-
sential to the success of the equipment integration
management proeess. There are two Armywide
systems which facilitate the total systems conecpt-
Integrated System Support (1SS) and total package
liclding (TPF).

Integrated System Support

Integrated System Support is an Army managc-
ment system which integrates all relevant Tactors as-
sociated with new matericl fielding into  the

modernization managcment process. The objective
of 1SS is to Tacilitatc the modernization ellfort that
is totally supportable and exccutable before,
during, and after liclding. This management sys-
tem supports the total systems eoncept by focusing
management efforts on fully equipped units rather
than individual equipment systcms. Thc scope of
ISS is greater than that of ILS, the backbone of
matceriel acquisition and development management.
Figure 30 lists the elements that are the basis lor
ISS.

Integrated System Support Management
The ISS is also used as a basis for assessing
modernization programs from the DA staff to the
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Figure 30. 1SS elements.
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*Technical data

*Computer resource
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*Packaging Documentation
*Facilities Force structure
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NOTE: The asterisks denote those elements that are
also ILS elements according to AR 700-127.

unit level. When supplemented with sufficicnt
detail, ISS elements are the basis for a required,
thorough review using the total systems approach.
Headquarters, DA, slaff agencics use ISS (o
facilitate program reviews during lunclional area as-
sessments (FAA). These assessments arc broad-
based, DA-level reviews designed to assess the
Army’s force integration effort and (o integrate the
efforts of the Army and MACOM stalfs. The ISS
model is used within the FAA process (o evaluate
key organizations with their related personncl and
matericl within a branch of the total Army. Each
FAA idcntifies both specific and systemic issues and
actions that must be resolved to ensure total systems
ficlding. Corps level stalls and below use ISS o
facilitate comprchensive assessments ol equipment
integration programs. By using the Total Systems
Fielding Assessmcnt List (Appendix A), staffs and
agencies can develop a more detailed list that will

80

suit the requircments of their installation, situation,
or level of organization.
The ISS can be used as-

@ A stalfing aid for review of modcrnization in-
formation documents (for cxample, AMIM,
MFP).

® A t(raining aid for systems or functional
managers in stafl or unit.

® A guide for publication of various unit infor-
mation products (Tor cxample, LOI or Fl
unil updales).

Total Package Fielding Concept

The current surge of equipment modernization
cfforts has contributed 10 many lessons lcarned for
matericl  developers,  combat  and  training
developers, and units.  Many ol these lessons have
resulted in changes (o poliey, regulations, and
strategies in the way modernization is conducted.
One such initiative, TPF, was developed and tested
by the US Army Matcriel Command (USAMC) to
improve the ficlding process. The Army’s goal is
to have TPF become the standard liclding process.

Under TPF, the materiel lielder assumes addi-
tional responsibilitics 1o relicve the gaining
MACOMs and their subordinate units of much of
the logistics burden previously associated with the
matcricl (iclding process.  The materiel liclder
develops, plans, and procures the materiel system,
In addition, the materiel ficlder requisitions the sys-
tem and all its support, coordinates the Matericl
Requirements  List  (MRL) with  the gaining
MACOM, consolidates and packages by unit level,
dclivers, performs a joint inventory at handolf,
provides documentation for all malcriel, and as-
sures that it is posted Lo unit records.

Total package ficlding requires different levels
of effort for both the ficlding and gaining com-
mands depending on the category of total package
ficlding. Two lactors are consistent throughout all
categories—the fielding commund programs Tunds
for matericl to be issued under the total package
fielding conecpl, and the ficlding command requisi-
tions matericl for issue. Total package ficlding in-
cludes concurrent handoffl of the primary matcricl
system and its support package, which includes but
is not limited to-

*



® The primary system, including all component
major items and associated basic issue items
(Bl).

® ASIOE and associated BlI.
® Special Lools and test cquipment (STTE).

® TMDE, including automatic test cquipment
(ATE) and test program sets (TPS) and in-
terconnecting devices.

® Any authorized initial issuc sparc and repair
parls.

® Special mission kits or equipment (lor ex-
ample, blackout kits, arctic kits).

® Starter sct of technical publications.

Under TFP, the matericl fielder requisitions,
packages by unit level, and marshalls all matericl for
the fielding process except  bulk  petroleum
products and chemicals (Class 111), conventional
ammunition (Class V), COMSEC matericl. and
medical materiel (Class VIII.  The guining
MACOM requisitions these classes of materiel.
However, they arc scparately and clearly listed as a
requirement on the total MRL. The matericl
ficlder also coordinatcs them with the gaining
MACOM and the appropriatc commodity manager
1o ascertain if these items will be available at time of
handoff. If itecms will not be available at handoff,
coordination will determine whether the end item
or weapon system ficlding will be delayed.  The
TPF for unit activations will include all items listed
above plus-

® Authorized organizational support equip-
ment (OSE) with required support packages.

® Deployable CTA equipment (CTA 50-909)
and required support packages.

The TPF for unit conversions directed by DA
includes these items plus the dilTerence between
the old and new series MTOE authorization.

Total package fielding will not be required for
ficlding involving-

® End items with different national stock num-
bers (NSN) but the same LINs being ficlded
to fill a replenishment requirement or plus-
ups. End items with a 25 pereent or greater
change in components, ASIOE, sparc or
repair parts will be fielded by the TPF
mcthod.

Chapter 10

® Modiflication work orders (MWO) and kits
for systems currently on hand in a field unit.

® Product improvement programs (PIP), cx-
cept extensive reconligurations with 25 per-
cent or more change in components and
sparcs.

® CTA or discretionary items, cxcept for
deployable CTA as CTA 50-909 outlines.

® Waur rescrves and non-POMCUS operational
projects initial stockage of war reserves
during support of TPF.

The actions needed to accomplish TPF will vary
based on the complexity of the system ficlding. Six
distinet categories are recognized with varying levels
of effort required to assure gaining unit satisfac-
tion. Army Rcgulation 700-142 outlines these six
categorics. In general, the success of TPF for the
unit requires the following actions:

@ [n coordination with the MACOM staff, as-
suring that MTQOE authorization documents
are estublished in time o ensurc that a valid,
complete, and coordinated total materiel re-
quircments list can be computed.

® Programing, budgeting, and requisitioning all
bulk petroleum and chemicals (Class 111),
Class V, and Class VU1 materiel necded to
support the system ficlding.

® Submitting publications requisitions (DA
Form 4569) to receive new or additional pub-
lications and updating the DA Form 12
scries 1o cnsure receipl of all changes and
revisions (o the publications.

® Providing the required personncl, matcriel,
facilities, and tools 1o assist in deprocessing
and handofl' as agrced to in the MFP or
MFA and prefielding coordination meetings.

® Performing  unit-level  deprocessing  of
matericl such as cleaning, unit marking, and
operator checks and maintenance.

@ Signing joint inventory lorms and posting
ncecessary receipts  and  other  accounting
documentation at all appropriate levels.

® Filling out and turning in, through all ap-
propriate  channels, DA Form 2410-R,
Availability of Logistics Support Elements,
and approptiate discrepancy reports or war-
ranty claims.
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SECTION II.

The success of actions that arc accomplished
during the planning phase are essential (o the total
systems integration of new equipment.  Planning
for numerous equipment ficldings must be
synchronized with the other  modernization
aclivities associated with structuring, rcsourcing,
manning, and training. This synchronization re-
quirement underscores the value ol the entire
management of change approach by the organiza-
tion.

System Identification

Planning for equipment ficlding begins as much
as seven or more years in advance. Designated
FUE units (or units being distributcd as non-
developmental, off-the-shelf, or otherwise ac-
celerated, program items) may have to accept a
shorter planning period. Whether optional or not,
the first task would be to identify what equipment
systems are programmed and when they will be
ficlded. The Army’s distribution information
source for modernization items is TAEDP. Once a
year the distribution plan for new syslems is
developed or updated by the Army stalf
(ODCSOPS), cntered into the TAEDP, and dis-
(ributed as a TAEDP product to each MACOM.
Each MACOM dcvclops its internal distribution
plan and disseminates it via various clectronic,
hardcopy, or soltware means to each installation
and major subordinate command or both. The
plans will normally reflect distribution to the UIC
level of detail.

Assess System Impact

Proper planning for the integration of new
equipment is based on a thorough understunding
of the system, its operational training, and support
requirements. Materiel fielding and gaining or-
ganizations use the total systems fielding concept
as the basis for ficlding activities. This provides a
framework for information gathcring, analysis, and
planning. Assessment lists, such as the 1SS-based
Total Systems Fielding Assessment List (Appendix
A), or derivative lists developed for the specitic
needs of the installation or organization, arc uscd
to review various information documcnts such as
AMIMs and Draft Materiel Fielding Plans
(DMFP).
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Early in the ficlding program, information may
not have been developed in cnough detail for
thorough planning. The only information available
would be in the Abbreviated Form (AF) section of
the AMIM. Until maturation of availuable informa-
tion in AMIM, FSP, or MFP, use of BOIPs, O&O
plans, and revised TOEs may provide general plan-
ning information. Thcse assessments facilitate the
development of new personnel, equipment, supply,
training, facilitics, and funds requirements. Tt also
includes identification of supportability shortcom-
ings that the matcricl developer, training
developer, and the MACOM or Army staffl must
resolve as fielding activities progress. In summary,
the total systems approach, use of comprehensive
assessment  tools, information acquisition, and
analysis are essential to the gaining command’s
planning cffcctiveness.

Develop Resource Program

Following thorough assessments and identifica-
tion of new or additional resource needs, units
develop their requests for resourees to support their
modernization programs. Requcsts for specilic in-
staltation or subordinate command requirements
(such as sitc activation, ncw cquipment training sup-
port, military construction, and repair of displaced
cquipment) are forwarded to the MACOM. They
ar¢ then submitted as part of thce MACOM
Program Analysis and Resource Review (PARR).
Headquarters, DA, then develops and programs
standard costs associated with new equipment ap-
plicable to all MACOMs, such as repair parts,
POL, and lirst-destination transportation. As units
review matcricl systems programs, they  either
develop thosc unique requirements as stated or as-
sist the MACOM in validating top-down developed
cost factors that HQDA provides. -

Develop Milestones

Based on the review and assessment process,
the force integration staff identifics the varicd tech-
nical systems with which the organization will inter-
face. The staff also identifies the mechanical tasks
required to cffect timcly documentation, manning,
equipping, truining, management, and program-
ming. To lav thesc requirements out in a logical,
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sequential, and timely manncr requires the develop-
ment of milestone lists or models. The modcels are
then used as management tools by all players. The
value of milestone models is in their use as control
mechanisms.

Task identification. Once relevant tasks are
identified for new equipment items, milestone
models facilitate rapid dissemination of informa-
tion to all eoneerned players. Everyone knows
what tasks nced to be accomplished o effect sue-
eessful fielding.

Tracking. Models assist foree integration par-
ticipants in keeping traek of required actions. This
facilitates a eoordinated command effort at meet-
ing fielding milestones.

Cueing. Models [aceilitate a cueing system for
managers who have responsibility for force integra-
tion actions. Cueing is a key function in the con-
trol of exeeution.

Information. Modcls are helpful in the neces-
sary and timely flow of information. Information
facilitates visibility of new cquipment and foree in-
legration activities and chain of eommand involve-
ment.

Individual system experts, functional staff per-
sonnel, and/or the foree integration stall initially
develop the milestones that will apply to each sys-
tem, Once a data basce is eslablished, the manuge-
ment of models is supported by administrative
equipment, such as word or data proeessors, which
retains and manipulates large volumes of informa-
tion. This proeess results in a comprehensive list,
from A to Z, of all the tasks the unit requires to in-
troduce and sustain each picce of cquipment and
its associated doctrinal, personncl, foree structure,
resourcing, and training aclions. Appendix B eon-
tains an example of a eomprehensive list for an in-
tensively managed system (IMS).

Materiel Fielding Milestones

The MFP was previously identificd as a docu-
ment essential o the gaining commund’s require-
ments for new ¢quipment processing, deployment,
and sustainment planning. The MFP's value as a
planning document is dircetly related to the gaining
eommand’s role in its development, staffing, and
publication.

The MFP milestones, plus those assoeiated with
fielding aetivities under the TPF  program,
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comprise the majorily of actions that gaining units
must manage for each system’s introduction. The
formal matcriel ficlding proeess spans two phascs of
the system’s life eyele. Early planning lakes plaec in
the full-seale development phase leading to a
production eontraet award (PCA). Milestones ap-
plicable to requircments before PCA are based on
the secheduled PCA date for the system. As sueh,
these milestones will be the same for all Army
units. Those milestones applicable aficr PCA are
based on the established first-unit-equipped date
(FUED) for the MACOM or hand-off date for fol-
low-on ficldings. Materiel ficlding milestones are
based on the type ol aequisition program in effeet
lor each system, either the traditional developmen-
tal program or the aecclerated (nondevelopmental)
program.  The aeeelcrated malteriel fielding
process is accomplished within a compressed mile-
stone schedule. Figure 31 lists the matceriel fielding
milestones (see pages 86 through 88).

Materiel Felding Plan Coordination

The coordination between the fielding eom-
mand and gaining eommand, as it rclates to the
publieation of a final MFP, is instrumental in the
ecommitment by all ageneies o user needs and satis-
faction. The MFP and MFA document the matericl
ficlding commitment. From the guaining command
perspective, the quality of the final MFP is related
to the thoroughness of the coordination and review
process.

Units below the MACOM level, must be aetive
participants throughout the MFP staffing proeess.
They must ensure that all required information is
provided, that gaining command responsibilities
are lully understood and agreed on, and that the
fielding command lully supports mutually coor-
dinated ficlding requirements.

Gaining units, and interested subordinate agen-
eics. units, and individuals, must thoroughly review
caeh itcration of draft MFPs according to internal
management  procedures. Reviews are ae-
complished by routine staff routing or speeial
group MFP scrubs to develop comprehensive, coor-
dinated eomments lor input to the MACOM and
the ficlding command. The unit must develop and
use detailed checklists (such as the ISS eheeklist)
that facilitate total systems ficlding eriteria or other
tools, sueh as the DA pamphlet eontaining MFP
preparation instructions, Lo accomplish reviews.
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To ensure ficlding and coordination agencies are
responsive to the needs that have becn articulated
in the MFP staffing process, units must be
provided with capies of applicable correspondence.
They must actively follow-up to ensure that cither
corrective action has been taken or unresolved is-
sues are being addressed by the appropriate action
agency (MACOM, TRADOC, AMC, HQDA).
The result of the MFP process is a document that
stands alone in its usclulness as a planning tool.

Mission Support Plan Coordination

Another important aspect of thc materiel ficld-
ing process is the preparation ol the MSP.
Since the MSP is uscd by the ficlding command to
computc the initial issuc quantitics of support
matericl at each support level in the gaining com-
mand, its preparation and subscquent accuracy has
a direct relationship to matcriel sustainability at
ficlding. The gaining command, with input from
subordinate  installations and  organizations,
prepares and submits the MSP. As the ficlding
proccss progresses, the MSP is continually updated
until its finalization about a year prior 1o FUE.

In prcparing thc MSP, responsible agencics
must consider unique support requircments caused
by- . )

® The diffecrences in mission, location, and
scparation between operational and support
units,

® The programmed force structure of DS and

GS units (both AC and RC).

® Contingcney, mobilization, war rcscrve
policies, and requircments.

® All related ASIOE for the supported item
based on data in thc MFP and other plan-
ning documents (AMIM, BOIP).

Gaining organizations continually revise the
MSP as distribution plans for the ¢nd item change,
or when associated support item requircments are
modified or added.

Materiel Requirements List Review

Using the MSP, MFP, and applicable authoriza-
tion documents, the ficlding command prepares a

84

consolidated MRL. The MRL becomes a part of
the coordination package which identifics the
authorized rcquirements lor—

® End items or wcapon systems.
® Associated support items of equipment.

@ Organizational support equipment (for unit
activations).

® Authorized  stockage list  (ASL)  and
prescribed load list (PLL).

¢ STTE.

¢ TMDE.

@ Spccial mission kits or cquipment.

® Technical publications.

© Communications securily cquipment.

@ Dcployable CTA items (for unit activations).

The MRL also identifics all requirements for
ammunition, bulk POL, and medicul supplics, even
though specially  controlled  commoditics  like
these arc not included in the package. The ficld-
ing command also [urnishes a list of items that are
not readily available in the supply system or that
require redistribution or accelerated issue to be on
hand for the ficlding.

The guining command, coordinating with ap-
plicable subordinate installations and maujor subor-
dinate commands, reviews the MRL and rclated
coordination documentation.  The review should
consider—

® Requisitioning responsibilitics for both the
liclding and gaining command.

® Verification ol the availability of supplics
that must be obtained by the gaining com-
mand.

@ Verification of the support package items
currently stocked that should not be fur-
nished as a part of the materiel package.

The “scrub” of repair parts lists in particular
should validate  requirements  for  additional
storage, climination of common items already stock-
cd, and long-term sustainment.

.
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Aclivities in the exccution phase of the equip-
ment ficlding process for the gaining organizations
are focused on~

@ Equipment displacement or redistribution ac-
tivities.

@ Joint supportabilily assessment procedures.
@ Hand-offl procedures.
® Conducting NET.

Displacement or Redistribution

Planning and  coordinating  for  the
displacement or redistribution of replaced items
must be as detailed and thorough as that done for
the receipt of new equipment. Proper resourcing
and planning for these items is initially dependent
on the decisions by HODA and/or the NICP and
MACOM as to their disposition. Demands within
the major unit, other units in corps or MACOM,
depol maintenance  requirements, RC shortagcs,
forcign military sales programs, war reserve
stockage requirements, or disposals entail varying
degrees of effort on the part of the units giving up
thesc asscts.

The MACOM hcadquarters, corps, and
division staflls must encrgize the ilem management
process carly by providing timely, coordinated
guidance to units. This allows units to allocate the
time, manpower, and dollars nceessary to exccute
turn-ins or redistribution. Disposilion instructions
and turn-in  or redistribution criteria are estab-
lished and disseminated (o the level responsible for
exceution,  Finally, a unit redistribution strategy
should avoid techniques that disrupt training or
have an adverse impact on readiness.

JoInt Supportubiiity Assessment Procedures

A key coordination event for the gaining unil
before the actual handofT of new itlems is an assess-
mcnt of the availability of the support package
bejgg assembled at a packaging point in CONUS.
The ficlding command provides the assessment of
the total package via a request for call forward.
Bascd on the request, the gaining command, in
coordination with recipicnt units, determines if con-
ditions arc acceptable.

Chapter 10

EXECUTION

Call forward information assists the gaining
command in determining system supportability
regarding-

@ End ilems.

® ASIOE.

¢ STTE and TMDE.

@ Technical publications.
@ ASL and PLL.

Information requircments for the call forward
process are—

® Percent of fill for esscential items.

@ Overall percent of fill for the ASL and PLL.

® Numbcr of Classes Il and VII lines in the
package.

® Backordcr status.

@ Location of the staging arca for shipment.

® Verilication of retail system for customer
documentation.

Based on access (o the Logistics Intelligence File
(LIF) and review of call-forward correspondence
(normally a message), gaining units determine
whether the new item is supportable and should be
accepted. Concurrence of the request by the gain-
ing command is the authorization necessary for the
ficlding command to ship the materiel.

Hand-Off Procedures

Alter the compietion of materiel consolidation
and movement of the total package to CONUS and
OCONUS slaging points, hand-off procedurcs
begin. This phasc includes the joint inventory con-
ducted by the materiel fielder’s hand-off team and
designated rcprescntatives of the gaining com-
mand. Arrangements for the inventory and actual
handoll are he joint responsibilities of the ficlding
ecommand, the hand-off tcam, and representatives of
the gaining MACOM.,

The actual inventory of Class IX repair parts,
TMs, and special tools consists of opening boxes,
rcmoving packages, and comparing status rcports
in the customer’s documentation package. There is
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also a physical inventory of individual packages to
verify contents. Requisitioning close-out documen-
tation begins and TMs are inspected to assure that
sets are complete and correct for the level of sup-
port for which the package is intended. Each Class
Il and VII item is inventoried to include Bl and
major components.

The inventory is complete when the gaining
command has accounted [or all itcms and when all

requircd discrepancy reports have been initiated.
The gaining command aids accountability through
the inventory process and the documentation of
missing or damaged itlcms. Once the equipment
packagc hus been accepted, continuous follow-up
with the ficlding command cnsures the provisioning
of back-fill items. Once the initial provisioning is
complete, the unit closes the loop with higher head-
quarters and the matericl ficlding agency.

Figure 31. Materiei System Key Fleiding Mllestones.

240 days (8 mos)

190 days (6-1/3 mos)

120 days (4 mos)

60 days (2 mos)

0 days (0 mos)

Time to FUED /Handoff

510 days (17 mos)

420 days (14 mos)

380 days (12-2/3 mos)

A}

Code Title
cD Combat Developer
GC Gaining Command
FC Fielding Command
SC Supporting Command (wholesale managers NICP,
providing end items and/or support items to a fielding command)
Time to PCA Event

— FC sends LON and initial draft MFP to GC
— CD validates/updates BOIP/TDA/TOE

— GC replies to LON, provides POCs and comments on
proposed subsequent milestones .

— GC provides initial MFP comments to FC and provides proposed MSP

— GC provides instructions for subsequent staffing
— FC makes appropriate adjustments to the production contract

— FC awards production contract

Event

— FC provides GC updated draft MFP and current distribution plan

— GC provides FC MFP comments and current MSP
— FC establishes and provides project codes to LCA and UMFPs

— FC provides final draft MFP. current distribution plan, and MFA (for
signature) to GC

LY
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Figure 31. Materiei System Key Fielding Miiestones-(continued).

Time to FUED/Handoff Event
360 days (12 mos) — FC establishes follow-on fielding/hand-off milestones in AMMS
©340 days (11-1/3 mos) — GC provides final MSP and signed MFA to FC

— GC publishes updated MTOE/TDA and agrees on end items required

310 days (3-1/3 mos) — FC verifies end item requirements and requests initial support lists
from SC (ERPSL or SLAC)

— FC establishes FRET header records

280 days (9-1/3 mos) — SC provides initial support lists

250 days (8-1/3 mos) — FC completes FRET data base
— FC provides final MFP, approved MFA, and coordinates total MRL

240 days (8 mos) — GC reviews total MRL, MFP, and MFA
210 days (7 mos) — FC and GC conduct MRL coordination meeting
190 days (6-1/3 mos) — GC indicates which MRL items are already stocked and not needed

— MRL coordination is completed and MSP verified

180 days (6 mos) — FC prepares FRET for requisition, provides MRL to LCA and UMFPs,
and requisitions MRL

150 days (5 mos) — GC requisitions bulk Class Il1l, Class V, and Class VIII items
— LCA provides status reports

— FC provides Class 1l and VIl document numbers to GC

90 days (3 mos) — FC and GC make system assessment, joint supportability assessment
for OCONUS

— Handoff scheduled

85 days (2-5/6 mos) — OCONUS shipping directives (surface) received at UMF.'

*NOTE: Failure to meet this milestone will cause proportionate slippage in the FUED/hand-off date.
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Figure 31. Materlel System Key Flelding Mllestones—(continued).

Time to FUED /Handoff Event

60 days (2 mos) — FC and GC joint supportability assessment for CONUS
— Handoff scheduled

55 days (1-5/6 mos) — OCONUS shipping directive (air) received at UMFP
— CONUS shipping directive (surface) received at UMFP

30 days (1 mo) — Final supportability assessment
— All materiel at staging site
— Customer documentation verified
— Final coordination for inventory and handoff

— Deprocessing begins

0 days (0 mos) ~ — FUED (hand-off date)
— FC/GC joint inventory handoff
— GC documentation posted
— FC/GC DA 361s, 364s, 368s
— FC 10Us
— FC/GC sign inventory report

+30 days (1 mo) — GC units submit 2410-Rs for fielding assessment to their MACOM
past FUED (handoff) HQ. LEA, MRSA, and FC
— FC MFT after action report and draft lessons learned to MATDEV HQ
and MRSA
) J
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Resourcing

1o provide cffective and timely input.

Finunciul and facilities resource constraints limit what can be done [or force integra-
tion at any given time.  Early identification of resouree issues can prevent a lack
of critical resources during the force integration process.
identify resource requirements, stall olficers and managers at all levels must be in-
volved in the process. Expert financial managers and facility engincers provide
detailed stalf work on projects; stall officers must be able to justily resourees in order

In order (o properly

SECTION 1L

Effective resource management in support of
force integration initiatives requires a lully coor-
dinated cffort by division and installation person-
nel. Programming and subsequent management of
allocated lunds involve unique activitics within the
framework of the existing PPBES. The acquisition
and control of force integration-related funds
neeessilates proeesses within organizations that cl-
fectively identify and document requirements during
the programming phase.  Financial management
focuses on closcly monitored use of allocated foree
integration dollars 10 maximize sustainability in
using organizations.

Key Players

Traditionally, the roles of personnel at division
and installation levels have been greatest during
the budgeting and exccution phases. With the ad-
vent of modernization, the Army requires a greater
role for user organizations Lo assist in determining
resource requirements in the formulation of the
POM. Somc important participants are—

Commanders. Commanders are responsible for
developing, justilying, presenting, and delending

FINANCIAL PROGRAMMING AND MANAGEMENT

budget programs supporting their assigned respon-
sihilitics. They bear the bulk of the responsibility
for ¢nsuring that approved budget programs are
properly executed.  Commanders must ensure (hat
foree integration issues and requircements are given
high priority within the units’ decision-making
process.

Primarv and special staff.  Installation and
divisional primary and special staffs participate in
resources activitics by keeping abreast of force in-
tegration actions and by continually assessing re-
lated resouree implications within their functional
arcas. They identify arcas and recommend actions
for decision mukers when additional resources are
requircd.  As programs are implemented, they do a
follow-up to cnsure resource adequacy and use.

Chief force integrator.  As the POC in a staff for
force integration activitics, the chiel foree in-
tegrator’s role in the financial arena is 10 cnsure
that resource requirements for new organizations,
equipment, and [acilitics are integrated into the
budget. Timely dissemination of information to the
lunctional stall, monitoring ol key resourcing milce-
stones, and continuous coordination with comp-
troller personnel are essential.  The chiel force
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integrator also participates in established financial
management decision and coordinating commiltees.

System managers. Dcesignated system managers
act in the capacity of cquipment experts. As such,
they play an important role in identifying uniquc re-
quiremcnts that impact on on¢ or more functional
arcas. System managers act as agents on behall of
force integration staff elements. They are valuable
to the processes that track, monitor, and follow-up
ficlding events. Systcm managers may have a
direct rolc in resource programming activities for
their designated system(s) or act in an advisory
capacity.

Special committees. Force inlegration resource
planning, programming, budgeting, and execution
al installation and division levcls are conducted
within the framework of existing management or-

ganizations. The PBAC is an installation organiza-

tion made up of program and scrvice directors. The
PBAC is responsible for providing the commander
with advice on financial policies and proccdures as
well as recommending distribution of resources to
satisfy mission requircments. The committec plays a
vital role in the development of force integration
budget submissions, subsequent exceution  of
programs, and the review of program performance.
Al the division level the Program Budget Advisory
Group (PBAG) pcrforms functions similiar to the
PBAC. Other special purposc organizations (for ex-
ample, spceial MRIS working groups) may be
formed periodically to facilitate resource manage-
ment during periods ol intense activity.

Resource Regquirements
and
Programming Resources

Timely .and accurale resource estimates at the
installation or division level arc dependent on the
staff’s ability to gather all rclevant-force integration
resource information. Thcre arc many sources of
information availablc at the installation or division
level that provide the data o formulate cstimates
for additional dollars and new facilitics.  Chapter 7
discusses these sources of information. Installation
and division resource requirements are incor-
porated into the POM through the MACOM
PARR. Moadcrnization rcsource cost cstimales arc
developed through MRIS. The current method of
MRIS prcparation is based on a top-down
approach.
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Top-Down Approach

The top-down approach (o the matericl sustain-
ment proccss relicves MACOMs and participating
installations of the burdens associated with the in-
tensive, (ime-consuming, complex, and inllexible
MRIS process. Under the top-down approach, the
MACOMs review cost rates op-loaded by HQDA
and recommend adjustments reflecting their own
uniquc cost rates. This approach is supported by a
modcl that calculates costs bascd on cost rates, dis-
tribution plans for the equipment itcms, and opcrat-
ing tempos as cstablished in AMIM, TAEDP, and
programming guidance documents.

The top-down process allows MACOMs and
subordinate organizations to focus efforts on validat-
ing cost factors, Since the top-down model com-
putes multiplication quickly and accurately, HQDA
will bc able to run "what if" drills during POM
development.  Changes in the distribution plan or
opcrating tempos can be quickly fed into the model,
making corresponding mutcricl system sustainment
requirements available to the Army’s senior decision
makcrs (Figure 32).

The AMIM, distribution plans, and program-
ming guidance contain planning information for
HOQDA’s intensively managed systems. The
MACOMs, in coordination with subordinatc agen-
cics and installations, cvaluatc the cost rates for
HODA’s intensively managed systems Lo determine
their correctness.  Based on the review process,
MACOMs provide input to HQDA during pcri-
odic force modernization conferences, which result
in the revision and linalization of cstablished cost
ratcs.

Later in the PPBS cycle, HODA providcs the
MACOMs with the top-loaded requirements hased
on thc model. These requirements consist of the
intensively  managed  systems  sustainment  costs
based on HQDA rates. The bulance of the inten-
sively managed systems sustainment requirements
rellects MACOM-unique requirements.

At a joint scrub, HQODA revicws and finalizcs the
MACOM-unique requirements.  The MACOMs
receive the top-down model as well as finalized
cost rates and operating tcmpos for the intensively
managed svstems. By running the model, the
MACOMs determine their total funding requirce-
ments. The only ingredient missing is the finalized
POM distribution plan. Hcudquarters, DA, gives
the MACOMs the linalized distribution plan when
POM lunding levels are locked into pluce.

i3
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Figure 32. Top-down approach (POM).
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During POM development, procurement
changes are incorporated into the top-down ap-
proach via an updated distribution plan, This can
be used Lo determine adjustments to the matcricl
system sustainment requirements.

The top-down approach to the COB begins
with the development of the MACOM COB
(Figure 33). The MACOMs continuc to reccive
AMIM, FMMP, and COB guidance and PBG con-
taining the POM’s lock funding levels. In addition,
HQDA provides the MACOMs with top-loaded
COB requirements and resources levels.  The

MACOMs reprogram certain elements as neces-
sary, apply MACOM-unique factors, and use the
commander’s guidance to develop the MACOM
COB submission.

HQDA Fuctors
Versus
MACOM-Unique Factors

Some factors will always be applicable (o only
one MACOM. These factors are designed as
MACOM-unique factors. All other factors will be

Figure 33. Top-down approach (COB).
HQDA
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HODA factors. Figure 34 contains examples of
HQDA factors and MACOM-unique factors.
Funds distributed to subordinate organizations
in the fenced category are those that normally sup-
port intensivcly managcd equipment systcms. Dis-
tribution and control of these funds are restricted
for use to support these programs. Within thc
category of funds supporting nonintensively
managed systems, commands have more [exibility
in distribution and control. Management of force
integration funds within MACOMs is supported by
a funding allowance systcm. This relativcly new
strategy gives fund control to the MACOM with
funding targets being issued to subordinate installa-
tion or major subordinatc command commandecrs.
Organizations must optimize control of allacated
funds, particularly those supporting intensively
managed systems. MACOMs may imposc spend-
ing targets for these programs. If targets are not

met, units may have funds withdrawn from them to
be distributed clsewhere.

To cnsure that dollars are used wiscly, the Army
is continually undcr budget exccution scrutinization.
Units must accurately justify and keep updated
rcsource requirements for their future force in-
tegration necds. An internal MRIS process serves
this purpose. In the absence of required participa-
tion in the MRIS process by som¢ MACOMs, in-
stallations or divisions necd this detailed informa-
tion 1o facilitate intcrnal  reprogramming,
reprioritization, and reallocating tasks that arise
routinely. In addition, budget executors must take
greal care to aceuralely track obligation of
fenced funds.  Aceurate historical cost information
will cnhance future justificaton of sustainment re-
quircments and faeilitatc  optimization of  avail-
ablc dollars during execution,

Figure 34. HQDA factors and MACOM-unique factors.

HAQDA FACTORS MACOM-UNIQUE
OPERATING MACOMs REPAIR PARTS SITE ACTIVATION
— FORSCOM POL NEW-EQUIPMENT TRAINING
— USAREUR SUPPORT
— EUSA CIVILIAN FIELD MAINTENANCE MILITARY CONSTRUCTION, ARMY
— NGB TARP
Etc.
AMC - P2-TPUMF PM OFFICE
P7M-DEPOT MAINTENANCE - MCA’ .
P7S-SUPPLY PIP/MOD APPLICATION
NETT (NEW—EQUIPMENT TRAINING TEAM)
1st DESTINATION TRANSPORTATION
TRADOC REPAIR PARTS TRADOC SYSTEMS
POL MANAGER OFFICE -
CIVILIAN FIELD MAINTENANCE "MCA -
TRAINING DEVELOPMENT
COMBAT DEVELOPMENT
OTHER 2d DESTINATION TRANSPORTATION MANPOWER
) OVEROCEAN TRANSPORTATION
AND PORT HANDLING
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In 1982, a MACOM commander stated that
"facilitics represent the absolute constraint on our
ability to execute |[modernization| initiatives." That
is why facilities are so important in the force in-
tegration process.

One of the major resourcc constraints in the
force integration process is fucility construction
and management.  Management of the Army's
facilities and construction programs is big business.
The Army dedicates over 51,000 people to the uc-
quisition and management of its real property.
The condition and nature of that real property
greatly affcets the Army’s ability to function at max-
imum efficiency. It is also dircetly linked to the
Army’s ability to modernize and restructure.

Real Property Management System

The Real Property Management Systcm
(RPMS) is the Army's basic management system for
facilities (Figure 35). It is a continuous process
composed of five components:

Figure 35. Real Property Management
System.
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FACILITY MANAGEMENT

Dctermination of regnirements. This involves
stationing dccisions, mission changes, master plan-
ning lor installations, and planning for force mod-
ernization or force structure support facilities.

Prograimming  resonrces. This component
involves both construction and operation and main-
tenance requirements.

Acgnisition. This is principally the design and
construction of ncw facilitics, as well as the pur-
chase or leasing of existing [acilitics.

Operation and maintenance of the Amy's physi-
cal plant. This includes operation, maintcnance,
and repair of the existing plant and utilitics sys-
tems, minor construction, and such services as fire
prevention and protection.

Disposal. Disposal involves the sale, destruction,
or storage ol surplus or irreparablc real property.

As decisions or changes are madc in each
phase of the cycle, impacts are felt and adjustments
made in all other parts of the system. The system
is truly one where individual decisions impact on
the effectiveness and efficiency of the whole.

Requirements Planning

Facilitics planning serves as the initial step
of the RPMS. It addresses the intcgratcd manage-
ment of the Army’s [acilities inventory from early
planning through property disposal. The planning
componcnt of RPMS consists of two distinct
but interrclated phases-scenario and master plan-
ning and the five-year program. At HQDA lcvel,

the Assistant Chicf of Engineers (ACE) is respon-

sible for installation and [facilities planning,
Master planning is the responsibility of each
installation’ commander.  The commander  acts

as the chairman of the installation planning board.
The board-

@ Guides development of the master plan.

® Elfcets coordination with other HQDA,
DOD, or federal agencies, and local, county,
or statc governments.

® Ensurcs that plans and programs are
developed in harmony with environmental,
energy, safety, and security requirements.
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The chief of enginecrs—
@ Provides technical review.

® Provides criteria and guidance for plan
development.

® Approves Army master plans.

The district engineer, when requested and
funded by the installation—-

@ Assists in the preparation of the installation
master plan.

® Acts as a member of the installation plan-
ning board.

Master planning provides total construction re-
quirements for installations. Based on mission and
dollar constraints, projects arc put in priority order
for accomplishment and transmitted through the
appropriatc MACOM to HQDA. The seceond
phase of facilitics planning entails the development
of the projected five-year program and the sub-
sequent identification of facilitics requircments
that shape all real property programs.

Capability planning is an extension of each of
the installation’s master plans. Capubility plans
identily maximum installation population and mis-
sions under maximum cxpansion of utilitics, land
use, and facilities. Both master plannning and
capability planning are useful for emergency expan-
sion, mobhilization, or peacetime restationing.

Since the Army’s programs and budget are up-
dated on an annual basis, the process of developing
valid facilities requirements is complicated. It re-

quires close cooperation among stafl clements at -

HOQDA, MACOM, and installations. Each
MACOM submits an annual update of the five-
year MCA program in the spring.

It is essential that these annual MCA updates
follow the Army POM that is in its final stage of
development during the samc period. To achicve
that correlation, each of the installation planning
boards, as well as MACOM stalls, must appreciate
and understand the program initiatives in the most
recent DOD-approved POM and AG.

The burden of this cffort is partially rclieved
through the use of the Army Stationing Installation
Plan (ASIP), which is updated periodically. This
document provides a five-ycar projection of force
structure changes at all but overseas Army installa-
tions.  Projects not included in the five-yeur
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program are listed in the long-range construction
program for future consideration.

Facilities planning is further complicated by the
fact that more than four years usually transpires be-
tween the development of the original program-
ming documents for a particular project and
realization of the project. Since the effects of a
number of ASIP cycles and other resourcing plans
arc changed during this same period, it is essential
that installation planning boards be sensitive to
program changes that would trigger the need to ac-
celerate, delay, cancel, or alter projeets at various
stages of execution.

Programming

Programming is the orchestration of real proper-
ty resourees to achicve the "best mix" for construct-
ing and maintaining needed Army facilitics. Finan-
cial resourccs are programmed against prioritized
real property requirements in MCA, Opcrations
and Maintenance, Army (OMA), Family Housing
Management Account (FHMA), and NATO in-
frastructure; minor construction; wildlife conserva-
tion; and other {und sources. In general, these
programs arc developed in accordance with OSD
five-vear planning and include the following:

MCA. The MCA program’s development is fol-
lowed by a sequence of reviews by OSD, OMB,
and four committees in Congress.  Program
changes continue throughout the review until the
MCA program becomces law. Because of a congres-
sional mandate that requires that design of all con-
struction projeets be at least 35 pereent complete
when submitted to the Congress, there is a one-
year disconnect  between the Army’s  normal
programming and budgeting system and the MCA
process. ‘ - '

- Gutidance -vear (GY). * The GY begins with the
Olfice, Chicl .of Engineers, providing each
MACOM with' general instruetions and current
policy regarding the construction programs in the
PBG und published army guidance. During the
ycar the MACOMs submit their updated five-year
MCA program that begins with the GY. The
programs and priorities of the MACOMs are com-
piled. integrated, and further prioritized from an
overall Army viewpoint, by the HQDA Construc-
tion Requirements Review Committee (CRRC).
The CRRC is composed ol a cross-section of the



AN

HQDA staff and is chaired by the ACE. The
committee’s major role is in structuring the overall
HQDA MCA program, but its actions must remain
consistent with POM priorities or decisions. In ad-
dition, engineer divisions and districts arc provided
initial authority to prepare and award contracts for
design or to begin in-house design during the GY.

Design year (DY). Major progress on the project
must be made during the DY. To reducc the risk of
projccts being cut from the program, design on cach
project must be 35 percent complete before submis-
sion to Congress.

Budget year (BY). In the BY, the Army dclends
the Military Construction Program bcfore OSD,
OMB, and thc Congress.  Final design is substan-
tially completed during this year.

Program vear (PY). The PY or program execu-
tion ycar is the year that funds are made available
for construction. It is the first year of the execu-
tion phasc of each MCA program.

Acquisition

The acquisition proccss consists of acquiring
real property and land facilitics. The acquisition of
real property is authorized and funded by the Con-
gress as described in the programming proccess.
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The annual liscal ycar program of military construc-
tion (MILCON) includes major and minor Army
MCA, FHMA, National Guard (MCARNG), and
Reserve (MCAR) programs. Although the Army
may acquire lands with facilities already on them,
the acquisition process for facilities consists largely
of the design and construction of new fixed
facilitics on existing Army installations (Figure 36).

The design process consists of accomplishing a
project’s concept dcesign and then a final dcsign
that is based on a statement of user requirements
and existing crileria and rcgulations. The final
project design is packaged as a set of contract docu-
ments hat are advertised for competitive bids from
qualificd construction contractors. Usually a lump-
sum, [ixed-price construction contract is awarded
to the lowest bidder. The average project construc-
tion timc is about 18 months. Large multiple-build-
ing projects could require up to three ycars.

The design of MILCON projccts is done to a
large degree by architect-engineer firms under con-
tract to the district enginecr. About 20 percent of
the total MILCON program is designed by in-
housc forces. This is done to maintain the ability
of government lorces to direct, rcvicw, and ap-
prove the work done by construction firms. It also
provides the design cadre for cmergency and

Flgure 36. The facliities acquisition process.
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mobilization purposes. Design and construction
done overseas are severcly influenced by host-
nation customs and the Status of Forces Agree-
ment (SOFA),

The design of new facilities or major changes (o
existing (acilities for manufacturing, handling,
transporting, storing, maintaining, or testing military
explosives, toxic chemical agents, or ammunition re-
quires review by the Department of Defense Ex-
plosives Safcty Board (DDESB).

Under regulations regarding advertising for
design and construction services, sclection and ap-
proval, audit, negotiations, and approval of lees lor
smaller and simpler projects having construction
costs under $1,000,000 requires a minimum of 60
days to award a contract. Larger and morc com-
plex projects of over $5000,000 take up to six
months toward a contract and start design.

The design portion of the project generally
proceeds parallel to the programming process for
projects in any annual FY MILCON program.
User requirements, as revicwed by the facilities en-
gineer and approved by the installation commander,
form the basis of the project scope. This scope ser-
ves both as the basis for design and for submission
to Congress. The project design is normally in-
itiated by the district officc during the program
development cycle’s FY (as deseribed in the re-
quirements section).

Project design is intended to proceed to comple-
tion of the concept phase (35 pereent) by 31
December of the DY. Congress requires eost es-
timates based on concept-level design. Projects that
are included in the annual FY MILCON program
proceed into final design after user approval.

Final design of the average project is completed
soon after the enactment of the FY MILCON
Authorization and Appropriation Acts. Funds are
apportioned at the same time. The idcal situation
would be to award all projeet construction con-
tracts in cach annual FY program as soon as [unds
are apportioned. This has not been possible;
howevcr, construction contract awards ol the annual
MILCON programs are being made carlier each
year. This is becausc of improved program
development procedures and the use ol district
capabilities to assist the installations in developing
project documents.

Nearly all construction is accomplished by con-
tracts, most of which are competitively advertised,
fixed-price contracts. Negotiated [ixed-price con-
tracting (one-step) is permitted by DOD and the
Congress only lor acquisition of Army family hous-
ing and for nonappropriated fund construction
projects.  Negotiated cost-reimbursable construc-
tion contracts are generally only authorized in
emergencies or in overscas construction.

Contractors arc required to accomplish this
work according to the contract rcquirement for
time. They are also cxpected to establish a quality
control system to prevent mistakes in materials and
workmanship. A resident engineer and his stall
normally provide quality assurance and administra-
tion of the construction econtract. Newly
constructed fucilities are transferred to the using
agency and warranted for one year by the eorps.
Any difficulties in enforccment of warrantics with
contractors or vendors are referred to the district
cngineer.

All acquisition of real property must be in ac-
cordance  with specilic  legislative  authority.
Funds are specifically appropriated for that pur-
pose. Lands may be acquired by purchase, dona-
tion, exchange. or condemnation.  For permancent
requirements, the acquisition consists of either a fee
simple title, in which the government owns all
the rights in a property, or an casement for such
uses as roads, utility lines, and the like. Land and
improvements required for short terms are ac-
quired by leasehold. Leasing of improved land and
special-purpose space is within the authority of the
Sceretary of the Army, while leasing general-
purpose space is within the authority of the
administrator  of  the  General  Services
Administration (GSA). (Recruiting facilities, which
the Corps ol Engincers leases and manages as
the DOD executive agent for all military services,
arc examples of special-purpose space.)

The Chicf of Engincers has certain delegations of
authority to lcasc both spccial-purpose and general-
purposc space. For major leascholds (those exceed-
ing $50,000 annual rental), the exercise ol such
authority is subjeet to prior approval by the Assistant
Scerctary of Defense (manpower, rescrve affairs,
and logistics). In addition, leases exceeding $ 100,000
rental require prior clearance with the Armed Ser-
vices committecs ol Congress.
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Operations and Maintenance

Unlike construction execution, opcrations and
maintenance cxecution is not centralized. This is
the responsibility of the MACOM and installution
commanders. They have considerable flexibility in
deciding the resources Lo be applied to this impor-
tant task. Although there is a statutory Hoor that
specifics the minimum amount the Army must
spend on repair of its facilities, neither this floor
nor the amount actually expended in recent yeurs
has been adequate Lo meet recurring requirements.
As a result, a growing backlog of maintenance and
repair (BMAR) has developed.  In order (o
reverse this trend and reduce deficicncies that af-
lect readiness, the Army has been making o lurger
investment in OMA,

Inadequate staffing is another scrious problem
lor facilities engincers.  All these operations are
short in manpower, but the facilities engincers typi-
cally arc staffed at a lower percentage of recog-
nized requirements than are other base operations.
Even with increascd contracting as a result of
ongoing commercial and industrial Lype activily
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reviews, inadequale personnel strengths continue
to be a mujor problem.

Efforts o provide adequate resources, in both
manpower and dollars, for the RPMS are compli-
cated by a number of external influences.
Programs such as encrgy conservation, pollution
abatement, and OSHA all absorb shrinking main-
tenance and repair dollars.  Ulility cost increases
and inflation adversely impact on what can be ac-
complished with available funds. Obtaining ade-
quate management resources for facilities is a
major challenge for Army commanders.

Disposal

Real property that is nol required for im-
mediate use may be grantcd (by lease, easement,
license, or permit) o another federal entity, local
government, or privale party for certain uses as the
law allows. Recal property that is in excess should
be disposed of by transfer to another federal entity
or by donation, cxchange, or sale as the law
provides.

SECTION III. FACILITY PLANNING AT DIVISION LEVEL

Routine facility enginecr operations on a post,
installation, or militury community arc diverse and
complex. Facility engineering opcrations require
considerable funding, a skilled workforee, and a
professional engineering and management -stafl” to
meel cveryday demands of maintenance, construc-
tion, and long-range planning. With the Army’s
reorganization and with massive equipment. mod-
ernization, the facility engineering job has become
even more complicated. Development of future re-
quirements now demands a closer working relation-
ship on a daily basis with supported units.

Many items of critical planning information are
not available to the facility engineer Irom within his
stalf. If the installation master pluan is to focus fu-
ture eflorts toward elficient and cffcctive facilities,
it must include force integration issues. Some chal-
lenges in developing a comprehensive plan, when
force integration issucs become a factor, consist of
the following:

® Changes in distribution plans.
® Chunges in unil organization and size.

® Changes in systcm requirements or unstated
requirements associated with the system.

@ Information made available on a staggered
basis system or organizational changes occur.

@ Short notification of system ficlding.

® Unknown utility requircments such as
electricity, water, and (clephone.,

® Unknown or unidentified range safcty re-
quircments  dealing with ammunition and
lascrs.,

® Increase in existing requircments.

® Environmental impacts  caused by new
systems.
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In order to identify issues, the [facility
engincer and his stafl must develop a closer work-
ing relationship with the division force integra-
tion staff. The force integration staff, in turn, must
be represented on the master planning board (or
council) along with representatives of the division

stall and unit commandcers.  In order Lo achieve
a successful long-range plan, coordination of the
facility master plan must be horizontal, crossing all
stall and activity lines, rathcr than being developed
vertically and in isolation from associated issues of
force integration.

SECTION IV. ORGANIZING FOR FACILITY PLANNING AT
DIVISION LEVEL

Division Staff

In the past, the division stafl has been involved
in the installation master planning process.. The
division force integration stalfs role bccomes
increasingly important as the tempo of force
modernization and structure changes within the
division increases. The staff will acquire a working
knowledge of the many factors that impact on short-
and long-range facility planning. These are tools
available to the staff providing critical information
for the master planning proccss include-

@ The TOE by SRC.

® The MTOE (E-dates included).

® The AMIM,

® Equipment distribution plans.

@ Technical or doctrinal publications.
@ Stationing plans.

These materials allow the staff to identify the
scope of change within the division and to predict
when it is to occur. In order (o ensure full incor-
poration of force integration issucs into the facility
master planning process, the division G4, along
with the force integration staff, should have respon-
sibility for the following actions:

@ Opverall stall responsibility for stationing ac-
tions within the division.

@ Supervision of the status of division restation-
ing actions.

® Coordination with higher headquarters on all
facility issues dealing with force modern-
ization,

@ Provision of force modernization or restuation-
ing information to the facility engincer.

@ Resolution of stationing issues that require
force modcrnization {unding.

® Assisting in prioritization of MCA projects.

@ Providing the fucility engincer with changes
in the demographic profile based on the
units’ E-dates.

® Conducting briefings as required and repre-
senting the division in all meetings that in-
volve facility planning requircments.

@ Updating the Chicf of Staff and Command-
ing General, as required, on facility issues
dealing with foree integration.

Involvement in these actions allows the division
force integration stall to play a central role in
development of lacility requirements to support fu-
ture changes within the unit. It also ensures direct
and frequent coordination between the stall and
the fucility engineer on force integration issucs.

Facllity Engineer and Directorate of
Engineering and Housing

The facility engineer has the staff and technical
expertise available o ensure that plans are ac-
curate and properly funded. Provided with the in-
formation Irom the division force integration staff,
the facility cngineer can make recommendations on
solutions to short-range problems and develop solu-
tions to long-range lacility requirements.  Tools
that the fucility engincer has available to assist the
division stalT in planning consist of-

® The facility support plans, both equipment

and organization-specific. until the PAX
computer systiem in the installation master
planning olfice is updated.



® The SFA, both equipment and organization-
specific, as part of the PAX computer
system. The SFA, as part of a computer
system, offcrs increased capability to com-
pare future requircments against current on-
hand assets.

@ Long-rangc facility master plans.
MCA plans.

® Minor  Military  Construction,  Army
(MMCA), and Installation Funded Program
Plans.

@ Installation or community maps and

blueprints.

In addition, the facility enginccr provides a
mastcr planning service that has the capability of
evaluating future programs and making recommen-
dations on solutions to short-term problems. The
facility engineer should consider responsibility for
the following actions in order to ensure that force
integration issues are incorporated into the faeility
master plan:

® Ovcrall accountability and identification of
facilities availablc to the division,

® Ovcrull responsibility to  program  and
provide [facilities to support stationing ac-
tions.

® Providing a stationing or MCA POC for
division forec integration issucs.

@ Assisting in thc management of stationing ac-
tions within the division.

@ Dcveloping and processing DD Form 1391
and AE Form 3596.

® Providing data as required to the division
force integration stafl.

® Monitoring current and future division
population data in conjunction with the
division GG1 and G4. .
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® Prcparing and submitting needs letters that
include forcc integration requirements.

® Prioritizing  and  submitting  MCA-
programmed construction lists after coor-
dination with the division staff.

® Idcntifying to the force intcgration staff any
stationing actions or construction programs
that eannot be completed as scheduled.

@ Planning and conducting installation plan-
ning board meelings.

Rcgardlcss of task assignment of responsibility
between the force integration staff and the facility
engineer, the important point is that the facility en-
gineer is included in all aspects of the force integra-
tion process.

Units

Units within the division also have a key role to
play in the facility planning process. They must be
included in all planning [rom the initial concept to
the actual construction. Ultimately, thc units must
match the requirements to the actual situation
within thcir arcas.  Information that unit rcpre-
sentatives can provide includes—

® Identification  of projected  unit-rclated
requirements.

@ ldentilication of system and organizational-
unique problems that may not be identilied
in plunning documents.

® ldentification of resources 1o mcet projccted
facility shortlalls.

® Analysis of fulure projects.

® Integration of issucs when matching projects
1o unit mission and (raining.

SECTION V. CONSTRUCTION PROGRAMS

Facility Planning Scope
Once responsibility for force integration actions
in the facility master planning process has been as-
signed, it is important for members of the loree in-
tegration and G4 staffs to understand the scope of
facility planning activitics and programs. The key

progrums arc MCA, MMCA, and OMA projects.
These  progrums  resource  all  construction  and
renovation projects within a division area or installa-
tion. Determination of the scope of projects
required lor force structure changes and force mod-
crnization must include the following arcas:
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® Ranges and maneuver areas.

@ Fucling areas.

® Academic and training facilities.

® Airfields.

® Communications and navigational aids.
Maintenance areas.

Administrative arcas.

Hospital and medical facilitics.

®
[ J
® Warchouses.
®
©® Housing and community facilities.
®

Utilities, including clectricity for computer
environmental support (air-conditioning).

@ Utility distribution systems.

® Muscums and memorials.

@ Railroads.

® Relrigeration and air-conditioning,
@ Roads and parking areas.

® Arms rooms.

Once the requirements have been determinced,
the cost of the project determines the type construc-
tion program funding nccded. It also determines
the amount of time it takes until the facilitics are
available.

Miiitary Construction, Army

The MCA program is the principal source of
new Army facilities. This program’s objective is an
orderly and economical development of installations
based on sound master planning. The facility en-
gineer is deeply involved throughout the MCA
process and is responsible for developing support-
ing documentation for cach project. "The MCA
prajects comprise a portion” of the installation
master plan. in turn, the installation master plun
identifies facility construction nceds over a 20)-year
period. Individual projects that requirc MCA fund-
ing must be identificd five to six ycars from the
date the facility is required.

In starting a new project, the facility engincer is
responsible for preparation of the project develop-
ment brochure and DD Form 1391. The project
development brochure lists the planning objectives,
provides an overview of the project, shows the
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relationships of all functional requirements, and is
the basis for the cost estimate and conceptual
design. The DD Form 1391 is basced on the project
development brochure and is used by the Army,
DOD, and Congress (o determine costs  and
prioritize projects.  While the Tacility enginecr is
responsible for preparation ol these  documents,
the stafl proponcent (cither the (G4 or foree integra-
tion staff) has primary responsibility to provide the

justification for the facility, defend its need, and

define functional requirements of the proposed
facility.

Alter the documentation has been prepared, it is
forwarded through the chain of command lor
review and prioritization.  The projeet’s approval
and funding process can take three to four years
from the time the installation master plan board
determines that a facility is required.

Once Congress  has  uuthorized and  ap-
propriated funds for the project, the district en-
gineer accomplishes design and construction. The
district is responsible for supcrvising and  ad-
ministcring the contracts for both the design and ac-
tual construction.  The lacility engineer monitors
the design and construction to ensure that function-
al aspects mecet installuation requirements.  The
division stall must also take an active role in
monitoring the projeet to ensure that funding und
priority arc not changed during the planning phase
and that it mects unit requirements during construe-
tion. Duc to the length of time it takes for an
MCA project to be approved and constructed,
detailed records on the projeet’s history must be
maintained. It is important (o remember that the
individuals starting the project will probably not be
assigned to the installation when it is completed.

Minor Military Constructlon, Army

The MMCA program is another important
aspect of the installation’s military construction,
This program consists of projects of less than onc
million dollars. Some MMCA projects are sub-
mitted to Congress along with the MCA program.
Those that cannot bc delayed for the normal
programming process come under the exigent (re-
quiring immedigtc  action)  mjnor  program,
Dcepending on the cost of exigent minor projects,
approval for commitment of funds must come from
HODA, the Assistant Scerctary of the Army, or



the Office of the Sccrctary of Defense. Higher
cost projects that must be approved by the Assistant
Secretary of the Army and the Ollice of the
Secretary of Delense must also be submitted to
Congress for revicw.

The MMCA program has specific limits for
cost, scope, and ncw-start criteria.  Army Regula-
tion 415-35 should be followed closcly since viola-
tion of these limits is considered (o be a statutory
violation. The most important point is that all
projects must result in a complete and usable
facility within spending limits. As such, provisions
must be made in the total amount of the contract
for other cost variables that could push the con-
tract over the assigned spending limit. 1t is also im-
portant to remcmber that the amount of moncey
available for projects under this program is limited
and that projects require a solid justification if they
arce Lo be approved. The primary advantage of this
program is that the amount of time from concep-
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tion of the project to a completed facility is half of
the processing time required for MCA projects.

Installation Funded Projects

Projects under $200,000 are normally funded by
OMA, the Army Industrial Fund (AIF), Procure-
ment of Ammunition, Army (PAA), or RDTE ap-
propriations. The facilitics that come under this
spending limit are normally approved at installa-
tion level.  Funds for these projects must be
programmed in thc command operating budget.
Once funds are made available, design and construc-
tion must be completed within one ycar. The instal-
lation [ucility engineer resolves the construction
contract with thc Corps of Engincers. As with
MMCA, the project must produce a complele and
usable facility within cost limitations. No other
funding can be used for any other segment of the
facility (o bring it up to design standards. The
primary importance of this source ol funding is
that a new facility can be rapidly constructed.

SECTION VI. DETERMINATION OF FACILITY REQUIREMENTS

Staff' Interaction

In order to determine the source of funding re-
quircd o complete any facility, planning must be a
horizontal stall effort with all concerned stall agen-
cics contributing. In the case of force integration is-
sucs, every staff agency needs to contribute informa-
tion and planning guidance lo the process. In
order to determine requirements, identify. long-
and short-range projects, and separatc facility issues
from stationing issucs, a structurcd problem-solving
approach is required.

Steps to ldentify Fucliity Requirements

~To add structure to the decision-making
process in determination of facility requirements,
the following should be considered:

® The force integration stall must first deter-
mine wherc (o distribute the system and
when the system is (o arrive. The stafl then
must consider the system’s total impact, in-
cluding all components and logistic training,
and maintenance support.  The materiel
ficlding plan and the project manager

provide good sources to start this process.
Other sources may be required, but if they
arc not available, going through the chain of
command should provide a resolution. The
final goul is a clearly defined set of require-
ments for the system.

® The facility enginecr, with the force integra-
tion stall, uses inlormation -in the lacility
support plan to help determine the require-
ments for the system.

® Cancurrent with determination of system re- .
quircments, the foree integration stafl must’
determine  organizational changes.  These
changes are dctermined Irom the TOE and
are charted out as far into the future as pos-
sible.  Effective-dates must be included in
the plan.

® The fucility engincer has access Lo organiza-
tional lacility support plans. " ‘his, along with
the organizational information provided by
the lorce integration stalf, allows the iden-
tification of facility nceds for organizations
over the planning period.
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@ Once organizational and equipment require-
ments have been identificd, they must be
reviewed (0 ensure thal they are compatible
with each other and that there are no redun-
dant requirements.

@ The requirements must then be staffed joint-
ly between the [facility enginecr and force
integration staff (0 determine cxact require-
ments as [ar as possible into the future.

® Upon determination of all projected needs,
the requirecments must be compared with cur-
rent facilities to delermine any short[alls.

@ Shartfalls, once determined, are then in-
tegrated into the [acility master plan for
programming.

® Conslant review and follow-up are required
by both the facility enginecr and the force in-
tegration staff to ensure that new issues are
fully integrated into the process as they
occeur,

Stationing

Normally, the most immediate concern of units
involved with force integration are stationing ae-
tions, Because of the length of time it takes to
develop new [acilitics, most units must live with the
facilities currently available. In some cascs this will
force units to fit into [facilitics not originally
designed for them.

In resolving stationing issues there are no set
solutions. However, the following points should be
incorporated into planning for any stationing or
restationing plan;

@ Units, along with the facility engineer, must
conduct a detailed stationing analysis. This
analysis must consider updates of war plans,
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lacility upgrade costs, change-of-station costs
for soldicrs, matericl movement costs, main-
tenance costs, and the impact on soldicrs
and lamily members as @ result of the move.
Also, long-range plans must be checked to
ensure that the move is necessary and will
not incrcasc turbulence for the unit through
repelitive and unnecessary moves.

® After completing the slationing analysis, a
detailed plan must be produced. This plan
must cover all operational aspects of the
move and should address the quality of life
aspects for soldiers and family members.
This plan must be published well in advance
of the unit's required move.

@ The plan must then be provided to units that
are (o be moved and 1o any other concerned
unils on the iastallations.

@ Units must then brief the soldiers to he
moved. The purpose lor moving must be
¢learly delined. Why is it happening, when,
and how will it impact on them? Family
members should also be bricfed in detail if
possible.

® Once the move fulls within the planning win-
dow for the division training calendar, time
must be allocated for the move. This must
also include time prior to and after the ac-
tual move, :

Il problems exist with lacilities during a station-
ing aetion, the issues must be forwarded to the
lacility engineer and facility master planning board.
Il the issues arc of a severe enough nature that
they adverscly impact on the uni’s operational
rcadiness or on the quality of life of the soldiers and
lamily members, they must be resolved through the
chain of command.



CHAPTER 12

Readiness

An important goal of force integration efforts is to maximize modernization
programs’ increascd capabilitics while minimizing ncgative effects on readiness.
For examplc, thc magnitude of change to a unit causcd by extensive modernization
programs may overload the unils ability to assimilate changes. This could adversely
affcct opcrations and sustainment and individual and collective training status. There-
fore, rcadiness goals have a dircct refationship to force integration.

Readiness managemcnt at the corps, division, and brigade levels involves two
primary aspects: awarcness of the cffcets of modernization programs on readiness
and readincss reporting, and awarcness of actions that minimize ncgative effects on
readiness. These aspects are the focus of readiness management at the execution
level. Thcy are also the basis for the concepts and techniques this chapter discusses.

SECTION 1.

Units are aflfectcd by modernization programs
that cause changes in personncl, equipment, and
training. Such changes also increase demands on
Army resource support sysicms o provide resour-
ces for thesc changes. Such demands in turn in-
Muence the Army systems for allocating resources
that are availablc and validating the application of
them through the documentation system.

When the Army fails to provide additional or
ncw required wartime  resources  (reflected  in
MTOE:), the consequcnces are significant for both
the unit and the Army. Obviously, a unit without
varying degrees of rcquired resources will not be
capable of accomplishing its full wartimc mission.
Not only has the Army created a less ready unit;
but, based on established readiness status reporting
criteria (AR 220-1), the unit must accept degraded
status, even though the actual equipment on hand,
its operational readiness, and the unit’s capability
have not decreased. 1in fact, the unit’s capabilities

FORCE MODERNIZATION EFFECTS ON READINESS

may increasc. As ncw equipment or personnel are
received, readincss and capabilitics  should in-
crease. but the USR will not change until enough
equipment has been received to meet the newly es-
tablished MTOE criteria.

In addition to resource availability and
documentation as factors in rcadiness manage-
ment, lraining  requirements  associated  with
assimilation of new concepts, equipment, and new
organizations must be considered. An organization
may take several weeks or months of training to
return to previous levels of proficicney as it makes
4 major transition. As an organization asscsscs the
impact of modernization programs on readiness, it
does so recognizing the potentiul adverse effcets
that the lack of resourccs, the documcntation
proccss, and the train-up requirements could have
in degruding cxecution and sustainment.  Readi-
ness management works in minimizing these ncga-
tive effcets.
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SECTION IL

Synchronizing force integration activities in a
way that optimizes the readincss of thc organization
is accomplishcd by combining existing management
and training concepls with readiness analysis tcch-
niques. Readiness managers project the future
status of units undcrgoing rcorganizations or tran-
sition by dctermining potential equipment, person-
nel, or training shortfalls as early as possible before
the units’ new E-dates. A comparison of current
MTOEs with projected MTOEs is conducted to
determine new or additional personnel and equip-
ment requirements. 1t is then checked _against
known or projccted availability of those resour-
ces. Based on these assessments, the status can be
projected in terms of USR ratings (for cxample,
cquipment on hand).

As a unit conducts planning and coordination
for equipment modcrnization programs and forcc
structure actions, it musl recognize how each
program can influence the readiness condition of
each of its subordinate units. The readincss
perspective falls into two  catcgorics-rcadiness
reporling, seen in the monthly USR, and overall
unit readiness, which reflcets the many factors that
enable the unit to perform its specific mission.

An accurale projection of rcadiness stlatus
also considers available rcadiness  reporting
guidancc and policies. Army Rcgulation 220-1 out-
lines several procedures and rules conccrning
reporting of unils undergoing modernization
programs. The projection of each subordinate
unit’s readincss along with that of the overall con-
dition of the higher level organization (division)
is based on a review of the-

® Use of C-Rating C5 (not combat rcady,
programmcd) for periods of transition.

® Impact of transitioning units on composite
ratings required of divisions, separate
brigades, divisional brigades operating
separalcly, special force groups, and ar-
mored cavalry regiments.

® Application of ILO itcms and authorized
substitute items in authorization documenta-
tion and in equipment-on-hand calculations.
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® Current list of designated exempted report-
able equipment items found in AR 220-1 and
supplemental  guidance from HQDA or
MACOM.

® Proccdurcs for usc of the mission ac-
complishment estimate (MAE) for units that
anticipate reporting C4 or C5 overall during
the transition period.

® Procedures for reporting of COHORT units
that are assigned (o transitioning divisions or
brigades.

The projection of readiness should consider
other options available at MACOM level; such as—

® Adjusted E-dates of MTOEs and TDAs to
realign the reporting date with projected
availability of resources.

® Designaling modernization items, ASIOE, or
cquipment "plus up” items that are not avail-
able o support MTOEs and TDAs or ficld-
ing dates as nonreportable.

These projections provide readiness managers
and force integration planners with the information
necessary o determine what must be avoided or
planncd for when developing near-term and long-
range training plans. The projected level of readi-
ness lor one or more units (C3, C4, or C5) may
necessilale major reprioritization of the sequence
of modcrnization programs and adjustment of train-
ing objcctives and events. The projected unit readi-
ness slalus or capability has little meaning unless
its impact can be rclated to the overall effects on
opcrations and training.

Although these previous considerations for mini-
mizing readiness degradation involve paper status,
actual rcadiness must still be analyzed in develop-
ing modcernization programs. The solutions to in-
stant unrcadiness may be inadequatc when con-
sidering rcal concerns about unit contingency mis-
sions or battle plans. The temporary loss of a
unit’s capability to conduct its mission because of a
transition (o new equipment or becausc ol a rcor-
ganization (lor example, an armored cavalry regi-
ment with a daily border mission) may not be
acceptable, regardless of what rcadiness reporting



Chapter 12

solutions are available. In such instances, allcrna- ® Phased introduction of equipment and struc-
tives that minimize readiness degradation should tures.
be considered. Such alternatives are~ . )
b The determination (o use these or like alterna-
® Retention of old capabilities until new lives must be influenced by weighing supportability
capabilities are proven. 2 trade-offs.

108



CHAPTER 13

Sustainment

None of the approaches or force integration management modcls previously dis-
cussed will matter unless the processes for managing change are sustained
mechanically and until the change is [ully internalized by all organizations allected.
The human [actor must be evident to develop institutional and personal ownership of
change. As soon as change is introduced into a unit, the speed and volume of
change can easily cause selective forgetling and a return to earlicr habits. 1l we do
not put a "human touch” on the largely technical, mechanical, or intellectual aspects
of force integration, soldiers and commanders will continue to resist change, as a
natural human tendency, and be challenged by change. The direct consequence will
be degraded combined arms training and a less than satislactory integration effort.

Implementing force integration is a considerable leadership challenge. A division

fielding new equipment or transitioning 10 new organizational structures or both is
really two divisions—one that is committed (o integrating new capabilities and one that
is committed to maintaining its current readiness posture. This creates internal stress
for the command and control apparatus that is only designed and stalfed to maintain-
not to change. Thus, during periods of change, there is an increased potential for
conflicling priorities, unclear guidance, and ambiguous situations. A division can lose
sight of its objectives and direction. 1t is up to the division’s leadership to minimize
the adverse impact of these problems while encouraging maximum effort from its sol-
diers and units. They must control the action instead of letting the action control
them. They must seize the initiative by motivating soldiers to change, managing and
controlling the changing situation, and creating an atmosphere of teamwork.

SECTION 1. MOTIVATING CHANGE

A unit must be motivated (o change, and the
commander should consider the following motiva-
tional techniques when initiating change:

@ Selling the new configuration to the unit.
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The commander should use information and
communications to show the unit what it will
look like in the luture. He should create a
positive vision of the future. He should also
carelully outline the differences between the

prescnt level of functioning and the expected
future performance in order to generate a
sense that a better unit will be formed when
the new organization is in effect. The com-
mander can use this information to gencrate
excilement about the new way of organizing.

Asking unit membcrs to participate in plan-
ning and executing the change. The com-
mander can use this technique to produce a
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sense of commilment and identification with
the changeover throughout the unit. These
will, in turn, contribule to troop motivation.
One way this can be done is by having officer
and NCO prolessional development classes
that identify and solve real or anticipated
problems in the changcover.

Commanders and staffs ean also devise
various methods to "sound out” soldicrs. In-
progress reviews and allcr-action reviews
(both formal and informal) can identify
problems and contribute to solutions. Any
method allowing soldiers to shape their own
futures helps ease resistance.

® Educating and training unit members (o in-
crease their confidence with new equipment
and procedures. When confronted with new
equipment and new procedures, soldiers may
be reluctant or unable to use them. This

SECTION IL

To manage and control changes, a reeom-
mended strategy is (o create an ad hoc stalf at the
fielding unit level for planning and monitoring the
action. This stafl would work with the normal
stafl; however, the commander would oversee this
effort. He would be the final decision maker and
mediator in conflicts between the integration elfort
and normal mission requirements.

The commander sets the goals, standards, and
tone for change. He takes strong action (o prevent

SECTION Il

Force inlegration within a division is a team el-
fort. It is espeeially vital during implementation
that teamwork be maintained in spite of reorganiza-
tion aetions that disband intact teams and establish
new ones. Leaders al every echelon must take
steps o generate a feeling of stability and
confidence in the unit’s ability to sueceed in the
transition. The idea is (o promote the feeling that
the transition may have only temporary negative cf-
fects and thal, overall, the unit will be more
eflective  because itls combal  power will be
signilicantly ¢cnhanced by-
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may stem [rom the fact that their knowledge
or skill levels do not allow them to approach
the tasks or cquipment with confidence.

® Giving rewards and incentives to the soldicrs
for their sucecesses during the changeover
period.  Commanders should review and
orient reeognition, promotion, performance
evaluation, job assignments, and status sym-
bols to support the integration effort.

® Maintaining an understanding climate that al-
lows soldiers to express their [rustrations,
problems, and apprehensions. This does not
mean that commanders should tolerate a
lack of discipline; it does mean that time and
opportunities have (o be provided for sol-
dicrs 1o discngage [rom the previous way of
doing things and to air their problems with
job adjustments.

MANAGING AND CONTROLLING CHANGE

a "we-they" syndrome from developing between the
normal staff and the project staff. He establishes
monitoring” systems (0 mcasure pcogress and (0
provide feedback. Doing so allows midcourse ad-
justments.  Most important is that leaders remain
visible. The actions and visibility of top
lcaders demonstrating confidenee and  consisten-
cy helps reduce pereeptions of "drift" or lack
ol leadership.

CREATING A TEAMWORK ATMOSPHERE

® Presenling a powerful, graphic, undcr-
standable, and simple version of the change’s
end resull. The changcover Irom the present
to the future should be portrayed as exciling
and hencflicial. Force integration and a sue-
cessful changeover would then become a
focus for the unil’s activilies.

® Accentualing where no change will occur.
Arcas ol no change give soldiers a scnse that
while some things may change others will
remain the same. This gencrales a percep-
tion that change has definite limits, thus
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crealing a climate of stability. For example,
squads and crews are primary work groups.
Efforts should be made to keep these work
groups intact. Another approach is (0 use a
combination of experienced soldiers and new
soldiers to farm new work teams rather than
putting together all new people who do not
know each other.

® Having clear, announced plans and activities
that demonstrate the unit is ahead of
schedule instead of behind it. This in itsclf
will generate confidence and trust that the
unit can succeed in its transition. Appoint-
ing a unit transition management group that
has high visibility produces a sense of
stability and order at l[l:e top of the unit.

® Providing planning time. Activitics and plan-
ning time should be provided to allow a
newly formed work group or team to plan
how they are going to work and train
together under the unit battle focus.

® Communicating continually with the unit by-

- Explaining in simple terms exactly how
each group and person will benelit Trom
a change.

- Using simple language and simple
graphic symbols.

- Muintaining excitement by dramatizing,
highlighting, and [focusing on key
individuals and groups.

- Repeating  messages  regularly and
consistently using every medium available
to the organization (from DFs 1o monthly
pay calls).

- Investing resources (time, money, energy)
seriously in these communications.

~ Planning for feedback from all levels of the
organization.

- Providing easy channels for presenting
complaints and  suggestions. Such
activities need to increase as the rate of
change increases. '

® Increasing external support. Key groups out-
side the unit must support the change. Sup-
porting units, headquarters, and other stafls
must be aware of what is going on in the unit
so they can be prepared to assist, or at least
not interfere with, the unit’s transition, Sup-
I:orl and cooperation can be increased il
igher and supporting headquarters  are
aware of the unit’s plan.

® Holding a ‘"graduation exercise" (FTX,
ARTEP, CPX, ct cctera) upon completion
of a new cquipment ficlding or other mod-
ernization  cllort. For example, new-
equipment training can usually have cither a
qualification liring or a mancuver associated
with it which can be used as an indicator of
progress.  The exercise should symbolize the
completion of the changeover with some-
lhin;fv tangible—trophies,  certilicates  of
qualification, adoption of a mollo, or so

lorth.

® Using the positive experience of units that
huve already made the shilt ("Here’s how the
Third Infantry Division did it!"). Leaders
should usc the problems that other units ¢n-
countercd as a fcurning ool ("Watch out lor
these problems.”). They can also use the suc-
cess of other units as an aiming point ("Look
how well the Second Battalion did in
REFORGER after its c?nvcrsion.").

SECTION 1V. SUSTAINING CHANGE

Alter implcmenting the change. it must be sus-
tained. The sustainment effort must be locused
and synchronized as a part of a greater whole as
troops synchronize three simultancous battles on
the AirLand battleficld—close, rear, and deep. For-
tunately, the Army has a doctrinal model for
fighting the AirLand Battle that offers an analog
for sustainment of change and force integration ac-
tion. That model can be applied to force
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integration and the managemcnt of change in units.
An analysis of the process ol managing change will
often reveal that even though units have suceesslul-
ly organized and planned for and executed change
on a ncar-term basis, {ollow-through is sometimes
lacking. Unit resources, both human and organiza-
tional, are often nonuniformly applicd to sustain-
ment of force intcgration actions. Therelore,
combined arms truining sustainment of the newly



defined unit battle tasks will fall short of the unit
standard.

There are two serious shorlcomings (o
traditional division approaches to the force integra-
tion process. First, tactical units tend to rely on
specific individuals or stafl scctions for sustain-
menl.  Sccond, there are a number of processes
that are already used (o verify the stcady-state
condition of multicchelon combined arms sustain-
mcnt training but that have not traditionally
focused on force intcgration actions. These proces-
ses include inspcctor gencral (1G) and command
inspections; mainlenance management  reviews
(MMR); quarterly training bricfs (QTB); terrain
walks, as well as battle plan bricls; and various spe-
cial investigations or audits by the 1G and comp-
troller.

Failurc (o fully assimilatc forcc intcgration into
existing processes will rcsult in an unacceptable
time lag for full acceptance and incorporation of
ncw combat capabilitics into combined arms train-
ing and battle focus planning at every echelon.
And, as a result, commanders and staffs alike, ab-
sorbed on a daily basis with their own close-in bat-
tles, will be increasingly frustrated as the tempo of
changc increascs. They will also be tcmpted to put
the AOE and AirLand Battle doctrine into the w0-
hard-lo-handle catcgory.

There are (wo resource categories esscntial to
the sustainment effort: human dynamic and sysiems
integration.

Human Dynamlic

This catcgory includes individuals who can in-
flucnce sustainment cfforts; such as-

® Thc 1G.
® Thc CSM.
® The ADCs.

Systems Integration

This category includes processes that have a
direct influence on force integration sustainment;
such as—

@ Command inspcctions.
@ 1G inspcctions.

® MMRs.

¢ QTBs.

Chapter 13

Monthly USRs and 2715 reports.
Special IPRs.

Training design of unit priority battle focus
training events,

©® Syslcms revicws.

@ Quartcrly terrain walks.

@ Combincd arms training exercises.
@ General defensc or war planning.

Thesce are the division-level processes by which
the Army verifics sustainment of any action in the
unit, including-

® IG inspcctions, Lo contain a focus on-

- Total system fielding, including logistics
and personnel.

- Intcgrated  vertical  [ollow-through  of
specilic aspects of force integration; for
example, updating PLL and ASL and
outstanding requisitions to match the unit’s
documented force structure and ficlded
cquipment,

— Human dimensions.

® QTBs, to contain increased focus on horizon-
tal combincd arms integration of new
doctrine, structure, or equipment, including-

- Validated or redefined battlc tasks for new
cquipment or force structure.

- Total combined arms integration of the
modernized brigade and division slice.
@ USRs or 2715s to-

- Highlight currcnt personncl or
cquipment  shortfalls  that  arise  from
disconneets in MTOE  documentation
and system ficlding or force structure
changes.

- Forecast statistical rcadincss problems

that arise during transition to AOE and
Army 21 force structures.

- Idcntify  division  solutions, including
training, 1o overcome statistical readiness
problems.

® MMRs, o contain an expanded focus that
brings a broader battle support {lavor that
would-
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Ensure each unit maintains only that
equipment or personnel density for which
it is documented.

Review PLL or ASL and requisition
processes Lo ensure they match ficlded
force structure and equipment as well as
reconcile unit budgets with  currently
approved documents. o

@ Terrain walks for general dcfense plan
(GDP) or major exercise purposes couched
in terms of-
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The emphasis on AirLand Battle

doctrine and METT-T.

Integration of the upgraded capabilitics
in the division’s elements of combat power.

Changcs in tactics and proccdurcs.
Validation of battle focus training tasks.

Redefinition of combined urms integration
by system.

Command (raining guidance (CTG) to
rcflect-

Integrated combined arms  force
integration training tasks.

Sustainment training of previously ficlded
equipment and force structurc.

Pre-execution definition of training tasks
or events [or ncw force integration actions.

Thus, force integration is really the synchroniza-
tion of three simultancous processes, consisting of
the future battle in terms of planning, the hand-
off and cxecution of "now" force integration ac-
tions, and finally continuous sustainment.

The net result of this evolutionary force in-
tegration process, bascd on thc combined arms
multiechclon sustainment training program, is
not a mere intellectual abstraction, It is,
rather, a working management and leadership
model for division-level force integration ac-
tions. It will matcrially contribute to the US’s
ability to fight and win the AirLand Battle with
the doctrine, force structure, and equipment ficlded
at any given time. Rathcr than putting rapid
change in the too-hard-to-handle category, it ap-
proaches force integralion as a series of multi-
echelon combined arms battle tasks that need
to be done "right, on timc, and as a matter of
routine."

* An important aspect of the force intcgration
process is the lateral transfer of the cumulative in-
formation and lessons learned from each previous
force integration action. Such a transler must be-
come a vital part of the unit’s battle locus and
combincd arms multicchelon sustainment  train-
ing program. Then units will be able to maintain
equilibrium in a time of unprecedented change.
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APPENDIX A

~ Total Systems Fielding Assessment List

This total systems fielding assessment list is an organizationai modernization evaiuation tool. it has
been complied from several sources and Is tailored to the needs of organizations invoived in planning,
coordinating, and executing change. Such a checkiist's primary purpose is to focus the efforts of
individuai staff action personnel, special task forces, or units on all relevant factors (from the organiza-
tional perspective) necessary to ensure that the resuit of equipment fieiding (with related force structure
change) programs have an optimali effect on readiness.

@ Assessment Element or Subelement

Maintenance pianning

Maintenance concept (organization, DS, GS, depot)
Maintenance task requirement
Maintenance standards

Operational readiness float (ORF)
Repair-cycle float (RCF)

- Contractor support

- TDA maintenance

Host natlon support

interservice support agreements
Battie damage assessment and repair
Direct exchange

e Support equipment and TMDE

- Test, measurement, and diagnostic equipment (common and
peculiar) requirements

Callbration equipment (requirement and procedures)
Automatic test equipment (requirement)

Support and handiing equipment (requirements)

Electric generators (requirement)

POL and ammunition vehicles (requirements)

Tools and tool kits (requirements)

System major items components

Assoclated support items of equipment (ASIOE) requirement
Recovery or evacuation equipment {requirement)

DS or GS maintenance faciilties (components)

Test program sets

installatlon kits (communications, weapons, chemical detection,
smoke, et cetera)

1

1
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e Supply support (inciuding packaging, handling, and storage)

— initial provisioning

- Spare or repalr parts

- Basic sustainment materiel (POL, ammunition, consumabies,
et cetera)

- Handiing equipment

- DLA, Army, or other service equipment

- POMCUS stocks

- War reserves

- Major and secondary items

- BIli and on-board spares

- Disposal or demiiitarization [procedures]

- Sets, Kits, outfits

- Physical dimensions

- Container requirements

~ Storage space

- Administrative support storage

- Preservation, packaging, and handiing

- Paliiet, hardstand, and air delivery

~ Decontamination equipment and precautions

- Precautions for explosive or radioactive material

- Handiing constraints

- Llfting requirements

- Security requirements (system, parts, manualis, et cetera).

e Transportation and transportability

1

Rali, surface, water, air weight, size, and cube limits
Width and height constraints (CONUS and overseas)
Customs requirements

Airdrop requirements

Transportation configuration loading requirements
- Special precautions

- Unit mobliity Impacts

Container compatability

Tie-down provisions

Mobile maintenance and supply-van configurations
TMDE and special tools transport requirements
Support equipment transport requirements
Transportability approval

1

@ Technlcal data

- Technical manuais
— Technical buiietins
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Transportability guidance technical manuals
identification iists

Component iists

Repair parts and special toois iist
Maintenance aliocation chart

Lubrication instructions

Suppiy bulietins

Provisioning documentation

Calibration procedures

Drawings and specifications

Software documentation

Facliities use

Packaging procedures and materlais

Depot maintenance work requirements
Demilitarization and expiosive ordnance disposal procedures

o Facilities

Training facilities requirements

Depot maintenance facilities requirements

Mobile maintenance faciiities

Fixed IM and TDA maintenance facliities

Fixed and mobiie storage facilities, inciuding ammunition and
special weapons storage

Testing facliities

Facliity physical security requirements

Faciiity utiiities (such as common or unique organic or
commercial power)

Special facliity requirements

Operationai facliities (barracks, dining, administration,
BASOPs, et cetera)

Real estate

e Training and training devices

instructor and key personnei training
New-equipment training pian
New-equipment training team requirements
individuai and coliective training plan.
Resident school training

Army training and evaiuation program
Training materiais, alds, and devices
Training ammunition

Joint Service training

Training equipment

Extension course training
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Student training requirements
Fleld manuals

- Soldler manuals

Skill levels and sklit speclaltles
Skl quallfication test

Tralning Instructions

Materlals and lessons

Joint Service tralning agreements
Training device support

I

& Manpower and personnel

- Numbers, skllls, and grades

- Retentlon constralnts

- Recrultment or literacy requirements
- QQPRI

- Speclal sklll requirements

- Hazardous sklll requirements

- Human factors conslderations

~ Securlty clearance requirements
- Stabllizatlon requirements
Reclasslficatlon requirements
OPD Impact

® Computer resources support

- System operatlonal software

ATE operatlonal software

Post-deployment software support (PDSS) centers
PDSS product Improvement

PDSS test verlfication process

® Standardization and interoperabliity

- System famlly approach

Interoperable systems

Proven components and subsystems

Other Services. NATO Allles Interface (AR 12-16)

® Materiel fielding pianning

- TIming; schedule
- Letter of notification
- Materiel fielding plan
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Joint integrated logistic support pian (for muitiservice systems)
Materlel release review

Materlel fielding under total package concept
Materiel fieiding agreement

Mission support pian

Supportabliity assessment

Coordination of personnei requirements
Materiel transfer plan

Materiel transfer agreement

Memorandum of agreement

Request for call forward

Displaced systems

® Doctrine

Impact on operationai doctrine
impact on support doctrine

impact on training doctrine

impact on joint doctrine

Doctrinal literature program update
DTT requirements

¢ Distribution

Distribution plan published
DAMPL interface
Unit integrity: unit set appilcabiilty

o Redistribution

Recipient's identification

Transfer standards

Repalr and support resources

Accompanying anclilary equipment and publications
Reverse SLAC and PLL or ASL

Materiel transfer plan

Materlei transfer agreement

Displaced equipment training or pian

¢ Resources (programming and execution)

Modernization requirements in MRiS, PARR, and COB
Cost estimates in AMIM
Historical cost data or cost handbooks

Appendix A
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- Resource guldance In PBG and BMG
- Modernizatlon fund allocation; control policles and procedures

® Documentation

TOE and ITOE review

Resource avaliability review

MTOE publication schedule

Readiness report analysis

Equlpment modernlzation and force structure action interface
MTOE review or follow-up

o Command and controi

Contingency pian impact

Standard operating procedures impact
Communications requirements

Frequency spectrum requirements

interchange agreements

Reserve Component (Roundout or CAPSTONE) impact
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Modernization Milestones

This appendix provides a model that can be used to deveiop miiestone charts or iists for ali modern-

ization equipment systems.

The model depicts months prior to the N-date (FUED for an Army

deveiopmentai item and simuitaneous MTOE and TDA E-dates for the affected unit) or sequential actions
necessary to manage the introduction of new systems and assoclated MTOE changes. Since systems
and reiated organizational requirements are different, the model may vary from MACOM to MACOM or
instaliation to instaiiation. it generally refiects reguiatory miiestones in documentation, equipping, person-
nel management, tralning, facllities, and resource functional areas. The model Is a basls from which to
develop Instaiiation- or organization-unique detaiied iists to be used by staff agencies in tracking and
controliing modernization actions.

Months
N-60

N-60

N-60
N-60
in MACOM
N-28
N-27

N-25

N-24

N-24

N-22

Action
Recelve MACOM distribution pian.
Recelve avallable Information (AMIM, MFP, FSP, VFAS, FMMP, TAEDP).
Determine total system or organlzation requirements (personnel,
equipment, tralning, support, faciiltles).
Submit MCA requests.
Coordinate or validate programming input. Submit initiai MRIS for inciusion
PARR.
Conduct TOE review.

Submit TOE change issues.

Recelve initial draft MFP. Determine if system Is totai package or
nontotal package.*

Submit minor MCA requests.

TOE reflecting changes to programmed structure and/or new equipment
is avaliable.

Verify that MTOE or TDA reflect authorized personnel and equipment,
inciuding planned modernization items (prior to MOC window).

*For developmental acquilsition items.
**For nondevelopmental acquisition ltems.
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Months
N-21
N-21
N-21
N-18
N-17
N-16
N-14
N-14
N-13
N-12
N-12
N-12
N-12
N-12
N-12
N-12

N-12

N-12

N-11

N-10

N-9
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Action

Submit comments on Initiai draft MFP.*

Submit proposed MSP.*

Determine unit funded items requirements. Notify comptroller.
Pubiish and distribute new MTOE or TDA to units.

Recelve updated draft MFP.*

Update property books according to new MTOE or TDA.
Submit comments on updated draft MFP.*

Submit updated MSP.*

Recelve final draft MFP and MFA (for signature by MACOM).
Appoint system manager or action officer.

Request off-post school quotas.

Forecast ammunition for NET and sustainment training.
Determine impact of reorganization and system or both on readiness reporting.
Determine securlty and physical securlty requirements.
Submit final MSP.*

MACOM submits signed MFA. *

Receive Initial draft MFP for nondevelopmental items (ND)
systems.**

Submit Installation funded (OMA) construction requests.

Submit Materiel Assistance Deslgnated (MAD) | report (EOH), if required,
for any USR-reportabie item that changes.

Submit MTOE personnel and equipment requisitions (OCONUS).

Submit comments of initial draft MFP. Submit proposed MSP.**

*For developmental acquisition items.
**For nondevelopmental acquisition items.



Months

N-8

N-7
N-6
N-6

N-6

N-4
N-4
N-4
N-3
N-2
N-1

N-1

Appendix B

Action

Receive final MFP (with approved MFA) and MRL.

Conduct MRL coordination meeting with materiel flelding command.
Submit MTOE personnei and equipment requisitions (CONUS).

MRL scrub compiete. MSP verified.*

Drop requisitions for MRL by fielding command (total package fieiding).

Recelve displaced equipment disposition; turn in standards Iinstructlons
from MACOM or NICP.

Requisition Bulk Ciass lil, Class V, Class Vili tems.*
Receilve flnal draft MFP, MFA (for MACOM slgnature), and MRL.**

Submit comments on final draft MFP, signed MFA (MACOM}), and final
MSP **

MRL scrub complete.**

Drop requisitions for MRL by fielding command.

Requisition Bulk Class ili, Class V, Class VIl items.

Conduct system joint supportabllity assessment (OCONUS).
Conduct system joint supportability assessment (CONUS).
Total equipment package to staging slte.

Conduct final coordination for inventory and handoff.

Conduct joint inventory with fieiding command. Execute handoff.

*For developmental acquilsition items.
**For nondevelopmental acquisition items.
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ABE
AC
ACE
ACF
ACofS
actv
ADA
ADC
A-E
AF
AG
AlF
AT
ALO
AMC

AMIM
AMMS

AMT
AOE.
AOP

AR
ARNG
ARSTAF
ARTEP

ASAP

ASI
ASIOE

ASIP
ASL

ATE
AURS
avn
AVSCOM
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Glossary

A

Army Budget Estimate

Active Component

Asslstant Chlef of Englneers
abbrevlated cost form

Asslstant Chlef of Staff

activity

Alr Defense Artlllery

assistant dlvislon commander
archltect-engineer

abbrevlated form

Army Guldance

Army Industrlal Fund

advanced Individual training
authorlzed level of organization
Unlted States Army Materlel
Command

Army Modernization Information
Memorandum

Acqulstion Management Mllestone
System

Army Modernization Training
Army of Excellence

additive operatlonal projects
Army regulation

Army Natlonal Guard

Army Staff

Army Tralning and Evaluation
Program

Army Streamlined Acquisition
Process

additional skiii identifier
assoclated support items of
equipment

Army Statloning and Installation Plan
authorlzed stockage llIst
automatic test equipment
automated unit reference sheets
aviation

United States Army Aviatlon Systems
Command

BASOPS
BCS
BDP

Bl
BMAR
BMG

bn

BOI
BOIP
BOIPFD
BPPBES

BTMS

BY

CBRS

CCNUM
CD
CNETP

coB
COHORT

compt
COMSEC
CONUS
coord
CPX
CRRC

CSM
CTA
CTG
Cctu

DA

B

base operations

Battery Computer System
Battlefleld Development Plan
baslc issue ltems

backlog of maintenance and repalr
budget and manpower guldance
battallon

basls of Issue

basls-of-Issue plan
basls-of-Issue plan feeder data
Blennlel Planning, Programming,
Budgeting Executlon System
Battallon Training Management
System

budget year

C

Concept-Based Requirements
System

command control number
combat development/developer
Consolldated New-Equlpment
Training Pian

Command Operating Budget
Coheslon, Operational Readiness
Training

comptrolier

communlcatlons securlty
Continental Unlted States
coordination

command post exerclse
Construction Requirements Review
Committee

command sergeant major
common tabie of allowances
command training guidance
consolldated TOE update

D
Department of the Army

v



DAMPL
DCSOPS
DDESB
DEH

DET
DETP
DF

DFE

DG

DIiO
DiISCOM
DIVARTY
DLA
DLP
DMFP
DMMC

DOCMOD
DOD
DPCA

DS
DTT
DY

E-date
EMF
EOH
ERC
ERPSL
ES
EUSA

FAA
FAASV

FAS
FC

FE
FHMA

Department of the Army Master
Priority List

Deputy Chief of Staff for Operations
and Pians

Department of Defense Expiosives
Safety Board

Directorate of Engineering and
Housing

dispiaced equipment training
Displaced Equipment Training Pian
displaced form; disposition form
Directorate of Facliities Engineering
defense guidance

Directorate of industrial Operations
division support command

division artiliery

Defense Logistics Agency

doctrine and literature program
Draft Materiel Fieiding Pian
Division Materlel Management
Center

Documentation Modernization
Department of Defense
Director(ate) of Personnel and
Community Activities

direct support

doctrine and tactics training
design year

E

effective date

enlisted master fiie

equipment on hand

equipment readiness criteria
Essentlial Repair Parts Stockage List
end strength

Eighth United States Army (Korea)

F

Functional Area Assessment(s)
Field Artiiery Ammunition Support
Vehicie

Force Accounting System
Fieiding Command

faciiities engineer

Family Housing Management
Account '

Fi

FiA
FIAO
FM
FMMP

Glossary

force integration

Force integration Analysis

Force integration Analysis Office
Fieid Manual

Force Modernization Master Pian

FORSCOM United States Army Forces Command

FRET
FSA
FSP
FTX
FUE
FUED
FY
FYDP

GC
GDP
GLLD
GS
GSA
GSR
GY

HAC
HASC
HEMTT

HQDA

HSC

iCP

IET

iIG

iLO

iLS

iM

iMS
INSCOM

iPR
ISC

fielding requirements data base
force structure aliowance
facllity support pian

field training exercise

first unit equipped
first-unit-equipped date

fiscal year

Five-Year Defense Fian

G

gaining command

general defense pian

ground laser iocation designator
generai support .
General Services Administration
ground survelliance radar
guidance year

H

"House Appropriations Committee

House Armed Services Committee
Heavy Expanded Mobility Tactical
Truck

Headquarters, Department of the
Army

United States Army Health Services
Command

"Incremental Change Package

initiai-entry training

inspector general

in-ileu-of

integrated logistic support
intensively managed
intensively managed system
United States Army intelligence and
Security Command

in-process review

United States Army information
Systems Command
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Glossary

iISS
iTAADS

iTOE

JCS
JSPD
JTA

LAO
LCA
LCSMM

LEA

LiC

LIF

LiN
LOGSACS

LOI
LON
LRFIP
LTOE

MAA
MACOM
MAD

MAE
MARC
MATDEV
MCA
MCAR
MCARNG

METT-T

MFA
MFP
MFT
MILCON
MLRS
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Integrated systems support
Instaliation, The Army Authorization
Documents System

intermediate Tabie(s) of Organization
and Equipment

J

Joint Chiefs of Staff
Joint Strategic Pianning Document
joint tabie(s) of aliowances

L

iogistic assistance officer

Logistic Controi Activity

Life Cycie System Management
Model

Logistics Evaiuation Agency
language Identifier code

Logistics inteliigence Fiie

line item number

Logistics Structure and Composition
System

ietter of instruction

letter of notification

Long-Range Force integration Pian
iiving TOE

M

Mission Area Analysis

Major Army Command

Materiel Assis.ance Designated
(Repont)

mission accomplishment estimate
Manpower Requirement Criteria
Materiel Developer

Miitary Construction, Army

Miiitary Construction, Army Reserve
Miiltary Construction, Army National
Guard

mission, enemy, terrain, troops, and
time avaliable

materiel fielding agreement

Materiei Fieiding Pian

materiel fielding team

miiitary construction
muitiple-iaunch rocket system

MMCA
MMR
MOC
MOS
mo(s)
MOSC
MP
MRiS

MRL
MRSA
MSC
MSP
MTP
MTOE

MWO

NATO
NBC
NDI
NET
NETP
NETT
NGB
NiCP
NSN
NTC

OCE
OCONUS
ODCSOPS

ODCSPER

OMA
omMB
OMF
0&0
OPD

OPLAN
ORF
0osD

Minor Miiitary Construction, Army
maintenance management review
management of change

military occupational speciaity
month(s)

military occupationai speciaity code
miiitary police

Modernization Resource information
Submission

materiel requirements list

Materiel Readiness Support Activity
major subordinate command
mission support pian

mission training plan

modification tabie(s) organization and
equipment

modification work order(s)

N

North Atiantic Treaty Organization
nuclear, biological, chemical
nondeveiopmental item
new-equipment training
new-equipment training plan
new-equipment training team
National Guard Bureau

national inventory controi point
national stock number

national training center

o

fiice of the Chief of Engineers
outside continentai United States
Office, Deputy Chief of Staff for
Operations and Pians
Office, Deputy Chief of Staff for
Personnel
Operation and Maintenance, Army
Office of Management and Budget
officer master file
operational and organizational
Officer Personnel Directorate,
MILPERCEN
operations pian
operational readiness fioat

Office of the Secretary of Defeqse
|3

o
*
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Y

OSE
OSHA

PAA
PADS

PARR
PAX

PBAC
PBAG
PBD
PBG
PCA
PCS
POIP

POM

pdn
PDSS
PERSACS

PFCA

PiP

PLL

PM

POC

POI

POL
POM
POMCUS

PPBES

PPBS

pub
PY

QQPRI

QTB

organizatlonal support equlpment
Occupational Safety and Health
Agency

P

Procurement of Ammunition, Army
Positlon and Azumith Determining
System

Program Analysls and Resource
Review

programming, administration, and
execution

Program Budget Advisory Committee
Program Budget Advisory Group
Program Budget Declslon

Program Budget Guldance
productlon contract award
permanent change of statlon
Program Development increment
Package

Program Declsion Memorandum
productlon

post-deployment software support
Personnel Structure and Composition
System

Programmed Force Capabliity
Analysls

product Improvement programs
prescribed load list

program manager

point of contact

program(s) of Instruction
petroleum, olls, and lubrlcants
Program Objective Memorandum
pre-posltloning of materlel conflgured
to unit sets

Planning, Programming, Budgeting,
and Execution System

(Army system)

Planning, Programming, and
Budgeting System (DOD system)
publication

program year

Q

qualltative and quantitative personnel
requirements Information
quarterly training briefs

RC
RCF
RDTE

Glossary

R

Reserve Component

repalr-cycle float

research, development, test, and
evaluation experimentation

REFORGER Return of Forces to Germany

RPMS
rqmts

SAC
SACS
SASC

SB

SC

SF

SFA
SIDPERS

Real Property Management System
requirements

S

Senate Appropriations Committee
Structure and Composltion System
Senate Armed Services Committee
supply bulletin

supporting command

standard form

support faclllity annex

Standard Installation/Divislon
Personnel System

SINCGARS Single Channel Ground and Alrborne

SL
SLAC
SME
SOFA
SPBS

sal

sQr

SRC

ST

STTE
SUPCOM

TAA
TAADS

TACOM
TAEDP

TAPA

TAP
TARP
TC
TDA
tech

Radlo System

sklll level

Support List Allowance Card
subject matter expert

Status of Forces Agreement
Standard(lzed) Property Book
System

speclal quallficatlons Identlfler(s)
skill qualification test

standard requirement(s) code
sustainment tralning

speclal tools and test equipment
support command

T

Total Army Analysis

The Army Authorlzation Documents
System

Tank Automotive Command

Total Army Equipment Distributlon
Program

US Army Total Army Personnel
Agency

The Army Plan

Theater Army Rebulid Program
tralning circular

table(s) of distribution and aliowances
technology
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Glossary

™
TMDE

TOE

TPF

_TPS

TPSN
TPUMF
TRADOC
TRAS
TROSCOM

TTHS

124

technical manual

test, measurement, and diagnostic :

equipment

table(s) of organization and
equipment

total package fleiding

test program sets

troop program sequence number
Total Package Unit Materlel Flelding
United States Army Training and
Doctrine Command

Training Requirements Analysls
System

United States Army Troop Support
Command

tralnees, translents, holdees, and
students

uiC
UMFP
USAMC

USAR
USAREC

USAREUR
USR

VFAS

U

unit identification code

unit materlel flelding point
United States Army Materiel
Command

United States Army Reserve
United States Army Recruiting
Command

United States Army, Europe
unit status report

\
Vertical Force Accounting System

W

WESTCOM United States Army Western

Command
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AR 12-16 Joint Security Assistance Training
(JSAT)

AR 220-1 Unit Status Reporting

AR 310-25 Dictlonary of U.S. Army Terms (LV)

AR 310-31 Management System for Tables of
Organization and Equipment

(The TOE System)

AR 310-49 The Army Authorization Documen-
tation System (TAADS)

AR 350-35 Army Modernization Training

AR 600-83 The New Manning System

AR 700-127integrated Logistics Support

AR 700-XXAMateriel Release, Fielding, and
Transfer

”

CTA 50-909Fieid and Garrison Furnishing and

Equipment

DA Pamphiet 5-25 (U) Army Modernization
Information Memorandum

DA Pamphlet 5-25-1 (C) The Army Moder-
nization Information Memorandum (V)

DA Pamphiet 700-XXA instructions for
Materlel Release, Fielding, and Transfer

FM 25-100 Tralning the Force

FM 100-5 Operations

FM 101-5  Staff Organization and Opera-
tions

SB 700-20 Army Adopted/Other items
Selected for Authorization of

Reportable Items
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INDEX

A
acquiring, 14
acquisition, 20, 94, 96
materiel, 21
personnei, 23
action officer, 54
actions
documentation, 69
ILO, 68
readiness management, 105
additional skill identifier (ASi), 75
AE Form 3596, 100
agliity, 11
AirLand battie, 11
Doctrine, 10-12
guidelines, 11
tenets, 11
annex, support facliity, 59
approaches
centraiized, 51
functionai manager technique, 52
management technique, 52
organizational, 51
power-down, 52
speciai or standing committee technique, 53
special task force technique, 53
staff POC technique, 53
system manager technique, 53
. Army and change, the, 1
Army Authorization Documents Systems
(TAADS), The, 20
Army Budget Estimate (ABE), 27
Army components, 18
Active Army, 18
Army National Guard, 18
Army Reserve, 18
Armywide Doctrinal and Training Literature
Program (ADTLP), 10
Army of Excellence (AOE), 49
" Army Life Cycle Model, 13, 15
Army Modernization information Memorandum
(AMIM), 58
Army Modernization Training (AMT), 37
Army Pian (TAP), The, 18
Army Pianning, Programming, Budgeting, and
Execution System (PPBES), 26
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Army Stationing instaliation Pian (ASIP), 95 .
Army Streamiined Acquisition Process (ASAP), 22
Army training, 29
ARSTAF, 19
associated support items of equipment
(ASIOE), 81
authorization, 24
authorized Ievel of organization (ALO), 19
automated unit reference sheet (AURS), 17, 18
B
basic Army systems modei, 14
Basis of issue Pian (BOIP), 18, 59, 63
Battiefieid Deveiopment Pian (BDP), 9
battie focus, 31
branch training teams (BTT), 12
budget year (BY), 96
C
cadre training, 37
centralized approach, 51
centralized pianning, 35
change, 1-4, 6, 45
controliing, 108
executing, 107
identitying, 47
managing, 108
monitoring, 47
motivating, 107
planning, 107
selling, 107
sustaining, 109
chief force Integrator, 90
Cohesion, Operationai Readiness Training
(COHORT), 78
combat effectiveness, 3
combat deveiopers, 16, 17
combined arms training, 34
command training guidance (CTG), 110
commander's backing, 50
committees, special, 91
common tabie of allowances (CTA)
equipment, 81
Concept-Based Requirements System
(CBRS), 8, 9
concept expioration, 21
Concept, Totai Package Fieiding, 80
Concept, Total Systems Fieiding, 79



“

concepts, force integration process, 39
concepts, training, 33
conceptual, 16
consolidated TOE update (CTU), 20
Construction, Army, Military (MCA), 95
Construction, Army, Minor Military (MMCA), 100
construction programs, 100
coordination, horlzontal, 41, 42
corps role In force structure actlons, 62
critical staff functions (force Integration), 41
cueing, 41
horizontal coordination, 41
informatlon management, 41
long-range pianning, 41
oversight, 41
cueing, 41, 43, 48, 83
cuelng service, 47
current doctrine, 10
D
DD Form 1391, 100
decentrallzed executlon, 35
Defense Guldance (DG), 26
demonstration and validation, 21
depioyment, 14, 22
productlon and, 22
depth, 11
design year, 96
development, 14
Directorate of Englneering and Housing, 99
dispiaced equipment training, 37
displacement, 85
disposal, 94, 98
distribution
plan, 58
program, 58
division
roie in force structure actlons, 62
staff, 99
training, 31
training process, 32
doctrine, 3, 6, 7, 8, 36
and tactics training (DTT), 37
current, 10
development, 8, 31
new, 29
. publication, 10
unit role, 11
Doctrine, AirLand Battle, 10
doctrine, equipment, organizations, personnei,
and tralning, 3, 9

Index

Doctrine Polnt of Contact Program, 12
document
requirements, 63
review, 63
documentation, 20, 58, 65
actlons, 69
Fielding Agencies, 60
HQDA, 58
TRADOC, 59
Documentation Modernization (DOCMOD), 62, 70
E
effective date (E-date), 19
End Strength (ES), 24
Engineering and Housing, Directorate of, 99
equipment, 3, 11, 29
and organizatlon, 37
assoclated support ltems of, 81
common tabie of allowances, 81
new, 53
organizatlon, personnel, and tralning, 3, 11, 37
organizatlonal support equipment (OSE), 81
tralning, displaced (DET), 37
training, New- (NET), 37
Equipment Distribution Program, Total Army
(TAEDP), 58
Equipment, Tables of Organization and
Equipment, 17, 18, 59
Equlpment Tralning Plan
Displaced, 60
New, 60
equlpping, 79
executlon, 85
and sustainment, monltoring, 47
decentralized, 35
F
facliity
management, 94
planning (division ievel), 98
requirements, 102
scope, 100
support annex, 59
Faclilty Engineer, 99
Facllity Support Pian, 59
Family Houslng Management Account
(FHMA), 95
financial programming and management, 90
fiscal year (FY) tralning guldance, 35
Five-Year Defense Plan (FYDP), 27
force
developers, 16
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Index

deveiopment, 16, 30

development process, 17

managers, 16, 17

modernization organization, 54

planning, 18

programming, 19

structuring, 18
Force Accounting System (FAS), 19
force integration, 4-6, 16

and training, 36

concepts, 39

critical staff functions, 41

Human Dimension, 39

letters of instruction, 48

managing change, 45

roles, 49

summary, 48

tasks, 46

the process, 39, 40

Total System Approach, 39

training, 40
Force integration Analysis (FiA), 19
Force integration Analysis Office (FIAO),
force modernization, 104

effects on readiness, 104
force structure, 14, 64

actions, 62

conceptual, 16

corps and division roles, 62

mechanical, 16

ownership, 16

technical, 16
training, 16
forms

AE Form 3596, 100
DD Form 1391, 100
fuil-scaie development, 22
functional area assessment (FAA), 80
G
guidance year (GY), 95
H

hand-off procedures, 86
horizontai coordination, 41, 42
management, 62

Housing, Directorate of Engineering and, 99

How the Army Runs, 13

How the Army Trains, 29

HQDA factors, 93

Human Dimension (force integration), 39
human dynamic resource category, 110
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i
identifying manning goais, 25
iG Inspections, 110
impiementation, 77
incrementai change package (ICP), 71
individual Training and Evaiuation Program
(ITEP), 31
information
management, 41, 43
modernization, 58
information flow, 83
information flow, managing, 46
information Memorandum, Army
Modernization,58
initial-entry training, 30
initiative, 11
in-lieu-of (ILO) actions, 68
unit ievel, 68
inspections, IG, 110
installation Funded Projects, 102
instaliation, The Army Authorization Documents
System (iTAADS), 63, 69
integrated iogistic support (IiLS), 22
integrated Systems Support (iSS), 79
elements, 80
integrated System Support Management, 79
integrator, chief force, 90
intermediate tabies of organization and
equipment (iITOE), 71
J

Joint Strategic Planning Document (JSPD), 26
Joint supportabiiity assessment procedures, 85
K

key personnei training, 37

L
ianguage identifier code (LIC), 75
leadership, 51
ietters of instruction (force integration), 48
levels, strength, 78
Life Cycie System Management Model

. (LCSMM), 21, 22

linear Army iife cycie functions, 15
iiving TOE (LTOE), 62, 70, 71
LOGSACS, 23
Long-Range Force integration Pian (LRFiP), 48
iong-range pianning, 41, 42, 47
M

MACON-unique factors, 93
Maintenance Management Review (MMR), 110
managing

w



s,

and controlling, 108
change (force Integratlon), 45
Information flow, 46
The Staff Challenge, 45
management actlons, readiness, 105
management actlvitles, 56
committees, 56
forums, 56
meetings, 56
membershlp, 56
management, Information, 41
Management, integrated System Support, 79
management of change (MOC) window, 20°
manager system, 54, 91 -
manning '
errors, 74
reaiity, 74
responsibllity, 73
manning process, the, 24
manning goals, Identlfying, 25
manpower, 24
management, 64
managers 16, 17
requirements criteria (MARC), 18
MANPRINT, 22
materlel acquisition, 21, 30
materiei developers, 17
materiel fieiding milestones, 83
Materiei Fieiding Pian (MFP), 22, 66, 75
coordination, 83
materiel management, 65
Materlel Requirements Llist (MRL), 80
Review, 84
materlel system, 84
Materlel Transfer Plan, 60
coordination, 85
mechanical, 16
milestone development, 83
milestones, materiel flelding, 83, 84
Military Construction, Army, (MCA), 95, 101
plans, 100
military occupational speclalty, 75
Minor Miiitary Construction, Army,
(MMCA), 100, 101
misslon analysls, goals, and objectives, 35
misslon area analysls (MAA), 9
Misslon Support Plan, 61
misslon tralning pians, 31
Modernlzation, Documentation,
(DOCMOD), 62, 70

Index

modernization effects on readiness, 104

modernization Information, 58

Modernizatlon Information Memorandum,
Army, 58

modernization resource cost estimates, 91

Modernization Resource Information Submlsslon

(MRIS), 91
Modernizatlon, Tables of Distribution and
Allowances, 71
modificatlon tables of organization and
equipment (MTOE), 19, 63, 64, 75
key items, 67
staff action, 67
monitoring execution and sustainment, 47
motivating change, 107
MRIS process, 91
muitlechelon training, 34
N
new equlpment, organizatlonal conslderations
for Introduction of, 53
new-equlpment training (NET), 37
New Equipment Training Plan, 60
0

objective tables of organization and
equipment, 71
operational support, 22
operations and maintenance, 98
Operatlons and Maintenance, Army (OMA), 95
organizational '
approaches, 51
design, 17
training, 37
support equipment (OSE), 81
organization and equipment, 37
organizations, 3, 11, 29
oversight, 41, 44
ownership, 16
P
personnel, 4, 11, 24
acquisition, 23
planning process, 25
physical plant, operation and maintenance, 94
pianning, 82
centralized, 35
conslderatlons, 74
facility (divislon ievei), 98
long-range, 41, 42, 47
organizing, 99
time, 109 :
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Index

Planning, Programming, and Budgeting System
(PPBS) (DOD system), 26
Pianning, Programming, Budgeting, and
Execution System (Army System)
(PPBES), 90
plans
Army Stationing Iinstaliation Pian, 95
Basls of Issue Plan (BOIP), 59
Displaced Equlpment Training Plan, 60
Facllity Support Plan, 59
Materlel Flelding Plan, 60
Materlel Transfer Plan, 60
Mission Support Pian, 61
New Equipment Tralning Plan, 60
TAEDP Distribution Plan, 58
primary and special staff (PPBES), 90
priorities, recommending, 46
procedures, 8
production and deployment, 22
professional-development training, 30
program
Initlation, 21
manager (PM), 22 N
year (PY), 96
Program Analysis and Resource Review
(PARR), 27
Program Budget Advisory Committee (PBAC), 91
Program Budget Advisory Group (PBAG), 91
Program Budget Decislons (PBD), 27
Program Budget Guidance (PBG), 19
Program Decision Memorandum (PDM), 27
Program Development increment Packages
(PDIP), 19
Program Objective Memorandum (POM), 19
Programmed Force Capabiliity Analysis
(PFCA), 19
programming resources, 91
programs, construction, 100
protecting the force, 11
Q
Qualitative and Quantitative Personnel
Requirements Information (QQPRI), 17, 18
quarterly training brief, 35, 110
quarterly training guidance, 35
R

readiness, 104
management actions, 105
Real Property Management System, 94
redistribution, 85
requirement, 24
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requirements
determining, 94, 102
facility, 102
pianning, 94
resource categorles
human dynamic, 110
systems Integration, 110
resource program deveiopment, 82
requirements, 91
resources, 26
programming, 91, 94
resourcing, 35, 90
S
separated, 15
skili ievel (SL), 75
special qualification identifier (SQi), 75
special staff (PPBES), 90
staff chalienge, the, 45
staff interaction, 102
Standard instaliation/Divislon Personnel System
(SIDPERS), 25, 77
Standardized Property Book System
(SPBS), 63, 69
stationing, 103
strength ievels, 78
Structure and Composition System (SACS), 20
structuring, 62
summary, force integration, 48
support facllity annex (SFA), 59
sustalning, 14
change, 109
the fight, 11
the main effort, 11
sustainment, 77, 107
sustainment, monitoring, 47
training, 33
synchronization, 11
system
identification, 82
Impact assessment, 82
manager, 54
systems integration resource category, 110

tabies of distribution and aliowances
(TDA), 17, 18, 60
modernization, 71
tables of organization and equipment
(TOE), 17, 18, 59, 63, 64, 75
base, 71
intermediate (iTOE), 71
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intermediate, objective, 71
key items, 66
staff action, 64
tactics, 7
tactics training, doctrine and, (DTT), 37
TAPA, 25
task identification, 83
tasks, force integration, 46
team effort, 50
teamwork, 108
technical, 16
techniques, 8
terrain, 11
terrain walks, 110
The Army Authorization Documents Systems
(TAADS), 20
The Army Plan (TAP), 18
top-down approach, 91
top-down process, 91
Total Army Analysis (TAA), 19
Total Army Equipment Distribution Program
(TAEDP) Distribution Pian, 58
Total Package Fielding Concept, 80
Total System Approach, 3, 39
totai systems fieiding, 79
Total Systems Fleiding Concept,79
total unit training, 37
tracking, 83
trainees, transients, holdees, and students
(TTAS), 24
training, 4, 6, 11, 14, 16
and force Integration, 36
base, 30, 37
brief, quarterly, 35, 36
cadre, 37
combined arms, 34
concepts, 33
design and evaluation, 36
deveiopers, 17
division, 31
doctrine and tactics (DTT), 37
force integration, 36

force integration, 40
guidance, command (CTG), 110
guidance, fiscai year, 35, 36
guidance, quarterly, 35, 36
initiai-entry, 30
key personnel, 37
muitiecheion, 34
new equipment, 37
organizational, 37
plans, mission (MTP), 31
professionai-development, 30
suppont, 30
sustainment, 33
teams, branch, 12
total unit, 37
unit, 30

Training, Cohesion, Operationai Readiness

(COHORT), 78
Training Requirements Analysis System
(TRAS), 31

Training the Force, 31
U

unit
replacement system, 78
role in doctrine development, 11
status report (USR), 110
training, 30
training, total, 37

units, 100

unity of effort, 11
v

vatidation, demonstration and, 21

Index

Vertical Force Accounting System (VFAS), 63, 69

w

weather, 11
X
Y

year
budget (BY), 96
design (DY), 96
guidance (GY), 95
program (PY), 96
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