SUBJECT:  AAR on Mobilization of A & C Companies, 49th Infantry Division.

1.  BACKGROUND:  A Co 2/142d IN was Mobilized at Home Station on 6 Oct 01 with report to Mob Station (Fort Bliss) on 9 Oct.  The installation was notified of the Mobilization on 4 Oct and began planning.  On 6 Oct, 5th Army changed the Mob Station to Fort Hood with a report to Mob Station (Fort Hood) of 13 Oct.  On 7 Oct, CG, 5th Army, changed the Mob Station back to Fort Bliss with report to Mob Station 10 Oct.  A Co Advance Party (7 personnel) reported to Fort Bliss on 8 Oct and Main Body (103 Personnel) reported on 10 Oct.  The unit arrived with 110% of Personnel ceiling that they were authorized.  This was to compensate for any individuals that became non-deployable.  Mission requirement for A Co 2/142d IN is 100 Personnel. A Co expected move out date is 24 Oct with mission assumption 28 Oct at Fort Sam Houston.

C Co 2/142d IN was Mobilized at Home Station on 6 Oct 01 with report to Mob Station (Fort Hood) on 9 Oct. On 7 Oct, CG, 5th Army, changed the Mob Station to Fort Bliss from Fort Hood with report to Mob Station 10 Oct. C Co Advance Party (7 personnel) reported to Fort Bliss on 8 Oct and Main Body (141) Personnel) reported on 10 Oct.  The unit arrived with 110% of Personnel ceiling that they were authorized.  This was to compensate for any individuals that became non-deployable.  Mission requirement for C Co 2/142d IN is 140 Personnel. C Co move out date was 19 Oct with assumption of mission 20 Oct at WSMR.

2.  A meeting was held on Thursday, 18 October 2001 from 1330 – 1500 in Building 2, C Wing, Room 118 to collect and discuss Lessons Learned and AAR issues from key players that participated in the mobilization.  A follow on meeting was conducted on 23 Oct from 1500 – 1630 to discuss and capture additional information.  Input collected was documented as internal and external; with internal being issues to be addressed at Fort Bliss and external as items to be surfaced to external agencies related to the mobilization. 

3.  Internal Issues

     a.   PMO

1.) Issue:  Arms Security

Observation:  Not enough arms rooms were designated for use by reserve units deploying to and from Fort Bliss.

Recommendation:  Physical Security is working with DPWL, Real Property Branch and MRCS to designate existing arms rooms that are not in use as contingency arms rooms.  MRCS is programming an alarm system installation into a vault for an additional arms room to accommodate future deployments.  

2.) POC: SSG Joseph R. Boyette, Physical Security Specialist, 3-5151

b.  6th ADA Brigade.  1-56 Training Mission:  On 11 & 14 October, conduct Night Drivers Training for 33 members of A & C Companies, 2-142 Infantry.   

Concept of Operations: Class Size: 11 Oct - 16 Soldiers; 14 Oct - 17 Soldiers; Equipment: HMMWVs and PVS-14 NVD.  Phase I - Overview of driving with NVDs, course layout, and safety briefing.  Phase 2 - Use of NVGs to obtain a good sight picture and safe following distances when driving with NVDs.  Phase 3 - Execute the driving course with their individual PVS-14s with a 6X shotgun.  Training was completed at 2200 both nights with no accidents.


1.) Issue:  Unclear communication of information
Observation:  It was difficult to get clear guidance as to what the mission was.  The information was traveling through too many channels and became unclear or incomplete once received.

IssI
Recommendation:

- Use EOC/DPTMS tasking channels to avoid redundant or incomplete information.

- Better coordination is needed in the future to relate specific details of training (PVS 5 verses PVS 14s) to lessen the impact of last minute changes in training.   

- Must establish link-up earlier in the evening to retrain soldiers (drivers) on HMMWV operations. 

2.) POC: MAJ Spangler, 3-3758

c.  AG

1.) Issue:  SRP Process, Procedures, and Facilities

Observation:

- It was extremely cold in the gym

- A unit roster was not provided prior to processing to ensure that all soldiers had processed through the station

- Units did not arrive early enough to pass out the 201 files to the soldiers.  The agencies had to wait until the files were passed out to the soldiers before being able to start.

- Provide a mobile copier (some had a copy of their updated forms, but did not want to give them up so a new one had to be generated).

- Have bleachers pulled out for the soldiers to sit on while they wait to have their forms prepared.

- There was a major cluster at the table where the forms are prepared making it difficult to hear.

- There was little control over soldiers waiting to get their ID cards.

Recommendation:  Hand soldiers their records and mobilization packets upon their entry into the SRP site area before the briefings begin.  Have at least one soldier responsible for movement of mobilizing soldiers at each station.

2.) POC:  MSG Barbara Wade, 3-3837.

d.  PAO


1.) PAO Mission:  Provided media training to the 2-142d IN.  A total of seven hours of training was provided.  Training included classroom, practice interviews, local media and media breach of secure area.  No issues / feedback indicated and unit expectations were met.  A total of 10 PAO representatives participated.

2.) POC:  Ms. Jean Offutt, 3-4505

e.  OSJA

1.) Issue:  Legal training requirements for mobilizing units

Observation:  POI for mobilization was not consistent with the mission requirements.

Recommendation:

- The POI for mobilization needs to be reviewed to allow discretion to change the legal training according to the mission.  If a unit is staying CONUS, the soldiers do not need to receive Law of War (LOW) training.  Rather, they should receive rules for the use of force (RUF) training.

- All mobilizing units should receive 3 hours of legal training.  The three hours should consist of one hour of UCMJ training, one hour of general legal issues training which includes instruction on SGLI, the Soldiers and Sailors Civil Relief Act, and legal assistance at a minimum, and one hour of RUF/LOW/rules of engagement (ROE) training.  The three courses should be taught consecutively to allow us to spend more time on the issues most relevant to the particular unit.

- We coordinated with the OSJAs at the installations that the National Guard companies were going to.  The pre-coordination proved very beneficial as the RUFs are different at Fort Sam Houston than they are at White Sands Missile Range.  Time permitting, we will continue to coordinate with receiving installation's SJA offices prior to training the units.

- The 78th LSO did a wonderful job of preparing its soldiers for deployment.  Their legal needs were taken care of before the soldiers of the 314th MP Co. arrived here from California.  The quality of preparation was excellent and saved the soldiers a lot of time once they arrived here.  Units that are going to deploy should try to go through the SRP process before arriving here.  As a result, more time will be able to be spent on training and less on taking care of administrative matters.

2.) POC: MAJ Baime, 3-0759

f. USACAS

1.) Issue:    Unclear Chain of Command.

Observation:  It was unclear where the taskings for ranges were being generated.  This caused confusion in execution for each organization's responsibilities, leading to late pick up of ammunition, wrong amount of ammunition being scheduled, wrong arrival times for medic support, etc.

Recommendation:  We must identify CLEAR POINTS OF CONTACTS and GENERATE CLEAR OPORDs to execute the ranges.  DPTMS should be the clearinghouse for all tasks and, in concert with the tasked units, develop OPORDs or FRAGOs so that all parties get clear and unambiguous taskings.

2.) Issue:  Lack of Back-up Plans

Observation:  There was no clear plan for contingencies.  For example:  BOLOs on the range.  There was no plan for how soldiers would re-fire.

Recommendation:  While it is understood that the units are on a tight schedule during mobilization, flexibility must be entered into the plan to account for back-up days at the range.  Some of the soldiers had not touched a weapon since they left active duty.

3.) POC: MAJ Randal, 4-9223

g.  DRM

1.) Issue:  Outdated Mobilization SOP

Observation: Upon first being notified of the mobilization, DRM's first source of guidance was DPTMS’ Ft. Bliss Mobilization and Operations Planning System located in the Ft. Bliss Public Folders.  The information in the folders was outdated.  

Recommendation:  DPTMS update guidance using experience gained through current mobilizations / lessons learned.

2.) POC:  Robert Gonzalez, 3-7801

h.  MAT Team

1.) Issue: Mermite Support

Observation: Both the red cycle unit and A/C 2-142 executed transportation of mermite meals.  There were instances of confusion on pick-up and movement when the responsibility for pick-up of meals was changed from red cycle to the unit.  Additionally, plates/flatware do not come with the mermite meals unless specifically requested.  In at least one instance this led to mermite meals being served without such items.

Recommendation:  Designate the responsibility for mermite meal transportation and sustain it with that system.  This allows for a rhythm of support.  Installation/DFACs should plan for flatware/plate quantities whenever mobilizing units request mermite meals.  Mobilizing units are not similar to resident units that provide their own flatware/plate items.

2.) Issue: Facility for Mobilization Assistance Team and OC/T Battalion

Observation: The 75th Division Mobilization Assistance Team (MAT) and OC/T battalion occupied the MRCS conference room.  Originally, it did not have active telephone lines or LAN connections.  This was coordinated and operational within two days. The conference room was set aside, but is not currently designated as the permanent location for mobilization assistance teams.  There should be a site on Fort Bliss specifically for use by MAT cells and OC/T units.

Recommendation:  Designate a site (office, building, etc.) for MAT cells and OC/T units.  The facility must have at least three telephone lines, two LAN connections, dry erase boards, and many tables/chairs.  The MRCS conference room worked well as coordination with MRCS was critical.  The room would need additional phone and LAN lines if designated as the MAT cell site.

3.) Issue: Mobilization Assistance Team – Fort Bliss “Smart Book”

Observation: Fort Bliss has an SOP for Reserve Unit Annual Training and IDT Training.  However, there is not “smart book” for mobilization assistance teams.  As Fort Bliss is a power projection platform, Fort Bliss installation should develop a Mobilization SOP and Smart Book for MAT cells.  This will specify how mobilized units draw equipment, documentation, and other details.  Additionally, it delineates responsibility for MAT cells and coordination with installation.

Recommendation:  Develop a mobilization SOP, which includes MAT cell “smart book” information to conduct coordination and operations.  The SOP must incorporate both the full-up mobilization and Noble Eagle type of mobilizations.

4.) Issue: Class IV Yard

Observation: There is currently no Class IV yard on Ft. Bliss.  Tenant units are issued and maintain their own stockages of Class IV.  As a result, DPWL just serves as a clearinghouse for Class IV.  They arrange for new Class IV to be issued and do not want it back.  When units not from the installation come as a training support battalion in support of mobilization, DPWL will have to buy Class IV each time.  This creates additional costs and unnecessary delays to training.  Most posts have a consolidated post Class IV yard in order to consolidate and maximize use of training resources.

Recommendation:  The installation needs to establish a post Class IV yard.  Materials bought in support of mobilizations need to be stored for future use.

5.) Issue: Build a SASO Kit

Observation: Units being mobilized are being tasked to execute non-traditional missions.  Units will be required to train on Support and Stabilization Operations (SASO) missions.  The post has purchased materials to conduct SASO training, including such non-traditional material needed to replicate checkpoints, quick reaction forces, and car bombs.

Recommendation:  The installation needs to maintain the equipment for a SASO kit based on the training conducted for A/C 2-142d.  It is impossible to bring many of these materials on commercial transportation under the current environment, and this is the primary mode of transportation for the trainers.

6.) Issue: Operations are not “business as usual”

Observation:  Many issues surfaced which required after hours coordination (during workdays or on weekends).  When agencies closed or personnel departed, some critical issues were on hold until the following workday, thus creating last minute or late taskings and action.  Additionally, with the mobilized unit, soldiers were pulled from training to complete dental, personnel, and other actions from SRP.  Night clinics would have prevented this and allowed them to focus on training.  In many cases trainers were turned away because they were asking for supplies and services inside normal request/processing times.  It required high level (DCG/Chief of Staff) intervention to make things happen.

Recommendation:  Upon receipt of mobilization support missions, activities must be taken off of routine operation hours.  Actions for after hours contacts and operations must be established.  Night clinics for mobilized unit must be established for Dental, Medical, and possibly personnel.  Weekend minimal staff should be provided to continue working issues and sustaining operations.  The installation must inform tenant units that business is not as usual and that normal request timelines do not apply.

7.) Issue: Post Leadership Meetings

Observation: Prior to arrival of the mobilized unit and execution of training, daily meetings were held to discuss taskings, responsibilities, and coordination with the leadership of the installation.  These were not conducted after 10 Oct 01.  With changing requirements and extension of the training for A/2-142, such meetings would have been beneficial to reducing support conflicts, disseminating new taskings, and de-conflicting issues.  The mission for one of the mobilized units changed multiple times, yet the installation did not publicize the revised timelines and its implications on resources and taskings to supported units.

Recommendation:  Sustain mobilization meetings prior to arrival of unit.  Meetings with key personnel from MRCS, DPTMS, MAT Cell, Red Cycle units, and selected individuals should be conducted either daily or every 2-3 days to continue synchronized support for the training unit, disseminate information/taskings, and de-conflict issues.

8.) Issue: Dissemination of funding/APC Codes for Mobilization Support

Observation: Procedures for mobilization funding were established.  Each Fort Bliss activity was to maintain APC codes to track Noble Eagle expenditures.  However, some activities were not aware of this or were unsure of how final reimbursement would occur.  This caused delay in coordinating support and issues with critical supplies. 

Recommendation:  Ensure all activities are completely briefed on funding procedures as part of the initial coordination meetings (including the Mobilization Assistance Team).  Reiterate this issue during periodic coordination meetings to sustain support and de-conflict issues.

9.) Issue: POC Rosters for Key Post Representatives

Observation:  During initial meetings key points of contact were designated for red cycle, installation facilities, trainers (TSB and installation personnel), and the Mobilization Assistance Team.  However, no consolidated telephone/email roster was compiled.  During the first two days of operations, the MAT cell developed one.  This was essential in coordinating support. 

Recommendation:  Publish a mobilization smart book containing POC names, telephone numbers, and email addresses, and add arriving unit, TSB, and MAT personnel.  In lieu of the smart book roster, pass a roster for all personnel at initial meetings to fill out with this information and designate an agency to develop and disseminate.

10.) Issue:  Activation of Garrison Support Unit

Observation:  The MRCS was not sufficiently staffed for mobilization support.  The civilian representatives’ efforts and abilities were outstanding.  However, the MRCS did not have soldiers to personally manage requirements, coordinate facilities, and follow-up on actions throughout the installation.  MAT personnel were the initial link between the TSB and MRCS, and they assumed the role of assisting the MRCS with direct coordination with numerous activities (DPWL, MILES warehouse, contracting, and so on).  Additionally, the red cycle units had to conduct ranges and support numerous logistics requirements.  In the event of the Fort Bliss resident units being mobilized, no red cycle is available.  Therefore, management of Noble Eagle mobilization support should mirror all mobilization requirements.  Call up of the garrison support unit (approximately 24 soldiers) would have greatly assisted the MRCS and served as the link for the MAT personnel.  They could have also operated the ranges and assisted in resolving issues as noted in paragraph 4d (1), this document.

Recommendation:  Garrison support units should be activated in support of mobilization installations.  Their roles to serve as the link between MAT personnel, MRCS, and installation activities will expedite and simplify coordination/management.  Noble Eagle mobilization support from installations should be the same as in any OCONUS mobilization/deployment support missions.

11.) Issue:  Fort Bliss Taskings in Support of Mobilization Missions

Observation:  The MAT personnel developed a support request format/system that worked very well.  All support requests or required taskings went to the MRCS and were re-directed to DPTMS.  The MRCS had little or no authority to manage taskings, coordinate facilities for support, or extend contracts/taskings.  This caused delays in filling requirements.  The MAT personnel began providing the red cycle brigade with copies of requests submitted.  In many instances, support was already coordinated before DPTMS cut the official tasking.

Recommendation:  Mobilization taskings should be managed separately from traditional Fort Bliss taskings.  Either DPTMS augments MRCS with a cell to manage, coordinate, and track such taskings or MRCS is authorized to coordinate taskings directly with installation activities and red cycle units.

Other: At AAR meeting conducted on 23 Oct, the tasking process for Mobilization and regular taskings was further discussed.  Need to streamline the process for mobilization.  Create a flow chart with names, phone numbers, building numbers, etc for ops support particularly during the weekend and after normal duty hours.

12.) POC:  MAJ Phillips, 3-4997/5384

i.  11th ADA Brigade (Red Cycle Unit)

1.) Issue:  Most taskings received by the red cycle unit never came through the tasking authority (DPTMS)
Observation:   Ninety percent of taskings received by the red cycle unit originated in meetings or by phone directly from numerous requestors; some within two to four hours of execution or after the close of business with an execution time of early the next morning.

Recommendation: All mobilization support requests are routed through a knowledgeable planning cell at MRCS who flushes out the details then forwards to DPTMS with a heads up copy to the supporting unit.

2.) Issue:  Mobilizing units are not familiar with the installation’s ammunition request and pickup procedures. 
Observation:   The red cycle coordinator spent a lot of time checking and verifying 581s were turned in and ensuring that the name on the signature card would be the same person to sign for the ammunition on the day of pickup.

Recommendation:  A Noncommissioned Officer working in the MRCS should be responsible for the mobilizing unit’s 581s and be on the signature card at the Ammunition Storage Point.

Other:  At AAR meeting conducted on 23 Oct, MRCS agreed to generate a memorandum allowing Red Cycle Unit to sign for and pick up ammunition thus expediting the process and reducing delays.

3.) Issue:  There was little coordination between the different units and staff sections facilitating the mobilization support and requirements.    
Observation:   The red cycle unit remained in a state of confusion in reference to times, locations and point of contacts.  The POC name on the tasker was not always available or did not have enough information to properly execute the tasking.  Hours were spent trying to get to right person with the information needed for a tasking that had to be executed within day.

Recommendation:   There needs to be a request form from the executor through MRCS to DPTMS with the 4 Ws.

4.) Issue:  There is no one in DPTMS on the weekend to process tasking.    
Observation: When the mobilizing unit identifies taskings that need to be supported on a weekend or early Monday morning, there is no one to pass the tasking to.

Recommendation:  DPTMS along with all other players, maintain an on call roster, or a person to process support requirement on the weekend.  

- 
Is there a standard mobilization plan for Fort Bliss with supporting Post and Unit POCs, with standard reception and integration events; with some level of detail to support execution of those events?

- Does the mobilizing unit provide a training plan early on to be supported by the installation?

- Who receives it and applies MDMP to flush it out into specified, implied, and essential tasks?

- ID – Acquire / Allocate Resources

- ID and task for support requirements

5.) POC:  SGM Whetstone, 3-5798


j.  MRCS

1.) Issue:  Flexibility to work around existing MOB Plans

Observation:  Existing MOB Plans are not flexible for last minute changes or for last minute requirements.  For example, newly identified requirements and tasks relating to Home Land Defense are not in existing MOB plans.  DA, FORSCOM and the CONUSAs are writing the requirements as needed.  

Recommendation:  Need to be flexible in executing MOB Plans and conform to the current mission.  Tasking must be streamlined until MOBTDA is activated to meet the mission requirements.

2.) POC:  Mr. Vogel, 3-1451

k.  WBAMC / CTMC

1.) Issue:  SRP Processes and Procedures

Observation:  There was insufficient planning and coordination in place to facilitate moving the soldiers through the SRP process.

Recommendation:

- MRCS must outline time allotted for SRP and for follow on needs (e.g. physicals not done IAW regulations, soldiers presenting with P3 or P4 profiles, soldiers with acute/unevaluated medical problems).

- MRCS must coordinate for bigger facility. Stout Gym is acceptable.

- Do not place Dental station within the Medical stations.  Keep it separate.

- MRCS liaison must be available at all times at the SRP.

- MRCS should develop a "status report format" before the SRP commences that addresses their reporting needs.  For instance, tell us ahead of time what data (number of physicals, number of permanent profiles, etc) are required for the Ft Bliss EOC reports.

- Marshall the unit -- do not put an entire unit in line just to stand and wait.

2.) POC:  LTC Horn, 4-2018

l.  DPTMS 

1.) Issue:  Mobilization Process and Procedures

Observation:  Mobilization processes and procedures are disconnected and have too many steps to be followed during a short-suspensed tasking.

Recommendation:

- All parties involved on post have to coordinate the events.  Ranges have to be thought out, although USACAS runs the ranges and may be evaluating themselves-but that works best when time is a factor.  Red cycle units cannot sign for and close ranges in such a short notice.  They can provide workers but the expertise needs to come from the experts, USACAS Battalion. 

- MILES issue and turn in cannot be plugged into the schedule only once.  It has to be planned for twice; once to the unit representative and then to the troops that use it.  What happened is it was planned on the schedule to be done to the soldiers at 0800.  The unit thought they would get the MILES from the warehouse at 0800, but the warehouse understood they would be issuing at that time.  So instead of one issue it will take two issues on the training schedule.

- Ammunition has to be issued / requested from the Subject Matter Experts (SMEs).  Standard 581s, standard 1687s, have to be developed for each type of ammunition.  Even then there is room for error and that needs the local “common sense guy” to take a look at the request.  That should be the individual that has a vast knowledge of weaponry, FM 23-9, FM23-35, DA PAM 350-38 and more.  

- The middleman has to be cut out of the picture when possible.  Normal taskers should remain in place, but short string taskers cannot go the normal route.  A finished product just can't be thrown together for signatures at any level.  The more signatures and sub taskers, the more the delays.  Most taskers will work if the mobilizing SME works directly with a BDE SGM.  A broad tasker (or mobilization only) needs to be in place stating, “YOU WILL MAKE THIS HAPPEN” if it comes out of the DPTMS office of the DPTMS, DPTMS SGM or Fort Bliss EOC.  This emphasized DPTMS’ tasking authority; averting units from questioning taskings.

- EOC has to have the CTO tasking NCO on a string during the off duty times to affect any and all taskers so that historical records are in place and immediate response is possible, especially if the mission requires out of the red cycle realm coordination/taskings.  DPTMS ammunition POC has already been given a cellular phone for immediate response.  

- Money and reimbursement cannot be an issue; although fraud, waste and abuse has to be monitored by an outside agency with the "mission in mind" of getting soldiers mobilized, safely and securely.

- EOD classes were taught and the soldiers passed all recognition, identification, marking, cordoning, and reporting procedures.     

2.) POC: SGM Gaither, 3-1235

4.  External Issues

a.  6th ADA Brigade:  

1.) Soldiers were motivated and ready to train. 
All equipment was fully operational (NVGs and vehicles)
.  No accidents or safety related injuries   

2.) POC:  MAJ Spangler, 3-3758

b.  AG


1.) Issue:  Soldiers are arriving at MOB stations with incomplete personnel documents.

Observation:

- Organization made an effort to update Emergency Data Cards, DD 93, and service members’ group life insurance policy, SGLV 8286.

- Only 15 sets of ID Tags had to be prepared.

- Soldiers remained motivated

- Soldiers said their records had just been updated, however the new copy of the SGLV and/or DD 93 was not in the personnel file.

- Those DD 93/SGLVs that were updated had to be re-generated because the addresses for the family members were not annotated.  In cases, where more than one family member lives at the same address, the entry “See item 4a,” (for example) should be annotated.

- Some DD 93/SGLVs were hand written and illegible.  This resulted in having to re-generate the forms.

- All soldiers had to have their identification cards as well as applications for their family members prepared here.

Recommendation:

- Ensure most recent copy of forms are filed in the personnel file as well as the soldier’s mobilization packet prior to deployment.

- Issue ID cards to mobilizing units at home station prior to deployment.

- Prepare applications for family members ID cards at the home station or have soldiers give power of attorney to their family member to accomplish this.

2.) POC:  MSG Wade, 3-3837

c.  Directorate of Resource Management

1.) Issue:  Lack of funding guidance

Observation:  When mobilization(s) occurred, Program and Budget Division did not have sufficient funding guidance to prepare orders.  There was confusion regarding who would pay for mobilization requirements, such as CIF, billeting, etc.

Recommendation:   

- Need higher HQ to issue funding guidance more timely.

- Installation issue supplemental instructions to activities that mobilization costs would be covered, collected, and reported to higher HQ for reimbursement as required by installation mobilization regulation.

2.) POC:  Robert Gonzalez, 3-7801

d.  MAT TEAM

1.) Issue: Mobilizing Unit Battalion Augmentation

Observation: Supply sergeants had difficulty in dropping requisitions and making training due to logistics requirements.  The requirement stated up front was that 100% of soldiers must attend all training.  With such a condensed training cycle for the mobilized units, there was very little time for the supply sergeant to conduct supply actions outside of the training windows.  Augmentation with a battalion logistics cell to work such items expedites coordinating and finalizing logistics required for training and mobilization support.  Two AGR soldiers were sent eight days into the deployment for this purpose, but left before the last unit completed training.  As a result, all turn-in supply actions again reverted to the supply sergeant who was supposed to be training.

Recommendation:  Ensure mobilizing unit has a logistics cell that is not required to attend training and can plan/coordinate logistics in support of training and mobilization.  Another alternative is to exempt unit logistics personnel from several certification requirements to allow them to manage operations

2.) Issue: Cutting Mobilization Order to CONUS installations

Observation:  Orders moving C/2-142 IN from Fort Bliss to Fort Sam Houston were delayed.  Under full-up deployments, FORSCOM would cut the movement order and specify how the unit was to depart a mobilization station.  The installation could not take any action in planning/coordinating transportation until an order was issued.  The initial belief was that FORSCOM was slow in getting the orders out.  Just three days prior to C CO departing, it was learned that 5th Army could cut an order.  The installation expected details on how to move the unit, as provided in a FORSCOM order, but they were not included.  The installation made their own plans for all transportation and completed coordination just one day prior to the unit’s departure.

Recommendation:  Unlike Army Reserve or National Guard movements for OCONUS deployments, the planning for CONUS movement seems to be deferred to 5th Army (to cut the order) and the mobilization station (to plan movement transportation).  FORSCOM/5th Army should standardize/designate responsibilities for movement from mobilization station to final destination.  Noble Eagle responsibilities must be streamlined and defined to expedite the planning and execution of moving units within CONUS.

3.) Issue: Mission Capability of Activated Unit versus Designate Missions

Observation: Units are being mobilized to conduct missions that are not part of their METL. Furthermore, they are being tasked to execute missions for which they are not properly equipped.  An example is tasking a light infantry unit to execute a mission designed for a mechanized infantry unit, or the ramifications of a mechanized unit conducting a light mission.  The key impact is the differences in unit weapon systems and communication capabilities.

Recommendation: A mission analysis must be conducted by the unit, MOB station and the training support unit about the capabilities of the unit mobilized versus the current mission.  A request to the AMC must be generated to support the unit with the required TOE equipment.

4.) POC:  MAJ Phillips, 3-4997/5384.

e.  MRCS

1.) Issue:  Requirement for initiating MOBTDA.  

Observation:  MOB Branch, MRCS Division, DPTMS needs to have activated the MOBTDA.  As of 23 Oct 01, request for FORCE PROTECTION with regard to mobilizing units has been requested to TRADOC to carry on business at heighten Force Protection state and for C2.  MOB Branch has MOBTDA for 38 personnel to be activated under PRC.  We currently are at partial and the only augmentation that MRCS has is 2 personnel on TTAD orders for 29 days beginning 24 Oct 01.  

Recommendation:  Streamline the process and establish the format so that the installation can make the request once and can then focus on executing the mission. 

2.) Issue:  Lack of funding guidance

Observation:  There were constant roadblocks and delays caused by not knowing who would incur costs.  

Recommendation:  Have one individual as the approving authority to insure costs are legal for the mobilization process.

3.) Issue:  Unclear guidance from HQs

Observation:  Constant changes and requirements from both HQs caused constant changes and requirements for the installation, especially for Red Cycle units to execute.

Recommendation:  Need better guidance from FORSCOM and 5th Army on training and equipment requirements.  

4.) Issue:  Soldiers arrived at MOB station without required individual clothing and OCIE.

Observation:  Procedures are in place to fill clothing shortages of a Guard or Reserve unit at their Home Station.  The procedure would be very effective for a normal deployment of a unit.  Currently we have activated units that cannot be called normal.  Two guard units mobilized at Fort Bliss were not 100% the original unit.  The two companies we made of other units (almost 50%) and Guard IRR's.  The unit did not know who was short uniforms except for those that had only one set of uniforms.  No shake down to verify non-serviceable uniforms or shortages was accomplished until requested by the installation at MOB Station. The same was also noted for OCIE items. 

Recommendation:  Mobilized units have to insure that all of their soldiers have required individual clothing and that it is serviceable and all shortages reported to their higher headquarter for proper fill.  The same procedure must be taken for OCIE items.  The installation must know in advance what the units have on hand and what items need to be issued due to theater specific requirements. 


5.) POC:  Mr. Vogel 3-1451

f.  WBAMC / CTMC


1.) Issue:  Incomplete personnel documents


Observation:  Soldiers are arriving at MOB station with incomplete personnel documents

Recommendation:  

- Unit must provide alpha rosters, exception reports from MEDPROS/DEERS/etc. that shows HIV and DNA status of soldiers, and HIV labels.  

- Soldiers must bring individual shot records.

- Improve unit level accountability of personnel at the SRP site.  Who represented the unit chain of command?

2.) POC:  LTC Horn, 4-2018

g.  DPTMS

1.) Issue:  Lack of notification of arriving units

Observation:  Installation received 48 hours notice that the units were mobilizing through Fort Bliss. 

Recommendation:  Provide installation with sufficient notification to prepare so that the complete validation process can be completed.

2.) Issue:  Soldiers arrived without complete individual NBC protective equipment.

Observation:  NBC training went very well and DPTMS is confident that soldiers are well trained in NBC defense posture, however units lacked adequate survival gear.

Recommendation:  More survival equipment must be given to the units.  Considering the threat, the unit needs chemical detection devices above and beyond M8 paper.  They should have M8s, and M43s at a minimum.

3.) POC:  SGM Gaither, 3-1235

h.  DPWL

1.) Issue:  There were numerous problems in acquiring and issuing training materials.

2.) Observation: The unit has no DODAAC in the local system to charge issues against.  Additionally, there is no funding up-front to support this training and all material requisitioned and issued from stock was acquired from installation accounts.  Requirements were being identified by the unit and only after dollar estimates were given, did the unit indicate that they would not pay for it (example: towers for fire lanes)

Recommendation:  A central payment plan be set up at DRM to fund issues/projects, plus an individual/office to review requirements and validate/approve them prior to submission.  This would also ensure that all costs are identified and recouped.

3.) Issue:  Lack of Orders to deploy the unit created problems in acquiring transportation assets.

Observation:  Unit was scheduled to deploy to San Antonio, TX with equipment, however no orders were cut and insufficient time was given to acquire air support.

Recommendation: That orders be cut on the unit, citing roster of individuals to facilitate getting military transportation to their duty station.

4.) Issue:  Unit was required to accomplish force protection training, but was not provided appropriate equipment.

Observation:  Unit was devising make-shift training aids, such as security gates, time bombs, and towers for their fire lanes.  These items had to be constructed, which made funding and the shortness of time problematic.

Recommendation:  That training for the mobilized unit be standardized and appropriate training aids be constructed with sufficient time so as not to create short fuse actions on the installation support activities.  These aids need to be retained for use by the next mobilized unit.

5.) Issue:  Funding of items such as OCIE and CDE was not clearly defined.

Observation:  Units were directed to report to mobilization station with complete OCIE and CDE, however all they had was a minimum number of CTA items.  Who was to fund other required items was not clear.  TRADOC claimed that it should be FORSCOM.  FORSCOM indicated they should have requisitioned these items prior to mobilizing, however unit stated they only received a couple of days advance warning prior to mobilizing.

Recommendation:  That a central plan be devised identifying bill payers and who approves expenditures.  This should be done at the time orders are cut.

6.) Issues:  Mobilization station is being tasked by Employment station (WSMR) as to what they want unit to have with them when they report.

Observation:  WSMR is requiring unit to have extra HMMWV's, M16A2's, and SINCGARS radios even though, these items are over and above the unit's MTOE.  Mobilization station is not the source for these items.  If these items are required for mission accomplishment, FORSCOM needs to obtain these items for the unit.  If this is an employment station requirement, they should acquire the items by tasking assigned units as loans.

Recommendation:  Mission must be identified and ensure unit has the capability to perform it.

7.) POC:  Mr. Rudy Rivera, 3-2907

6.  POC for this action are Ms. Marie Doyle, 3-180 and Mr. Dana Carden, 3-3498 at the Strategic Planning and Integration Office.
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