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PREFACE

( The 1983 Colloquium on Mobilization with Special Emphasis on, Guard and
Reserve Components, sponsored by the Assistant Secretary of Defense for Reserve

Affairs with the assistance of the National Defense University Mobilization
Concepts Development Center and the Joint Chiefs of Staff, was held on 1-4
November 1983 at Fort McNair. The Colloquium was the first of its kind to
convene all sectors of the Reserve community from all Service branches, the
military Secretariats, the Joint Chiefs of Staff and the academic community
for the purpose of analyzing the reality of the Total Force as it actually
functions,

The Proceedings of the Colloquium have been published in two volumes.
Volume I contains an overview of the Colloquium, the presentations of the
distinguished guests and sponsors, and a consolidation of the issues addressed
by the presenters. Volume 1I contains the papers which were presented by the
participants.

The many individuals whose work and dedication made the Colloquium a
reality are too numerous to mention here. However, without the support of
Dr. Edward Philbin, Deputy Assistant Secretary of Defense (Reserve Affairs);

+ Lieutenant General Richard D. Lawrence, USA, ""resident, National Defense
g | University; and Dr. John N. Ellison, Director, Mobilization Concepts
4 Development Center, the Colloguium could never have succeeded.
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S8ACKGROUND
Y Mobilization planning for the Total Force involves making tne *a
most effective use of the active anc reserve component assets:

® Active units and commands

°® Units and individuals in the Ready Reserve

® Individuals in the Standby Reserve §
® Retired personnel,
Depending on the requirements (selective, partial, or full
mobilization), some or all of the reserve component assets would
be merged into the active forces to meet wartime or emergency

manning requirements.

> Preparation for mobilization must begin long before an

actual mobilization can occur. This preparation shculd include:

Assignment of personnel to selected reserve units,

° Preassignment of Individual Mobilization Augmentees,

Individual Ready Reserve, Standby Reserve, and

retired personnel to mobilization billets,




® Training cf all Selectec Reserve personnel (incluc:ing

recording of qualifications),

® Estimating the yield to be obtained in an actual

mobilizatioq;

° Planning for administration and management during
mobilization execution (writing orders, making

travel arrangements, etc.).

> . . sy s J
Computers can provide valuable assistance to mobilization

planners in all phases:
# Mobilization planning

® Training
[

® Mobilization execution ¢

® Mobilization asseSSﬂfnt, €

The Army Reserve Components Personnel and Administration

Center (RCPAC) has developed a mobilization personnel processing

D
Lt

system (MOBPERS), which is designed to assist with the accession

of reserve component personnel into active comporent commancs
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upon mobilization. The system is rur on a regular dasis to
preassign IRR, IMA/MOBDES, anc retired personnel of the Army
Reserve and National Guarcd to mobilization stations in peace-

time, thus avoiding delays during an actual mobilization.

The estimation of personnel yield from a mobilization has
also received attention from the Army. The Strategic Studies
Institute of the Army War College pgrformed a study of "show
rate," analyzing the various factors which may affect the numbder
of personnel who report as ordered and are deployable. The
study proposed that a computer model be develoéed to assist
manpower planners; the model~yas subsequently implemented by
the General Research Corporation and™s now used for predicting

mobilization yield under various sets of assumptions.

These are only two examples of the use of computers to
assist with mobilization planning and execution. If these
tools have value for handling the logistics of personnel
assignment and order writing, and in their use as yield predictors
by Army mobilization planners, then it appears that all the
services could benefit from the use of similar systems and
models. "'In fact, the use of a unified approach to mobilization

planning and system development might improve the mobilization

potential of all the reserve components.
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has declinzad, U.S. industry has increasingly turnec tc the use
of computers to reverse the productivity trend. While the
Department of Defense has also increased its use of automation,
the reserve components in particular stand to realize much more
benefit through the intelligent application of modern computer

technology to the problems of mobilization.

A CONCEPTUAL PERSONNEL ASSIGNMENT EXAMPLE

Consider a data base which contains personnel data for all
members of the reserve components (see Figure 1). Includec in
this data base are identifying data, skill codes (military and
civilian), geographic data (e.g., state and ZIP codes), etc.
Such a data base can be an extremely valuable resource for
mobilization planners, with possible uses in a number of

different areas.

]
.

T
o« e e

Consider another data base which contains the total wartime

g
\ : 3 13
s personnel requirements for the Total Force, organized by grade
o= and skill code within each active command (see Figure 2). This
%5ﬁ data base can be viewed as a requirements file for mobilization
e
é?: planning.
I ?
By processing the reguirements file against the personnel
‘;f data base periocdically (see Figure 3), the best qualified
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personnel can De assigned to each mooilization billet, oasecd

on such considerations as gracde, skills, and geographic proximity
to the gaining command. Both the gaining command and the
Reservist should be notified of the assignment so that the
command can assist the Reservist in becoming fully qualified to’
£ill his or her mobilization billet. Such a procedure should
improve assignments, provide for better pre-mobilization
training, and help to avcoid assignment and reporting delays

during an actual mobilization.

The Army's MOBPERS system performs a similar preassignment
function each month, with almost 900,000 urit, IRR, and retired
personnel preassigned to 43 mobilization sites. This system
alsc generates orders and travel orders which could be used £

immediately in an actual mobilization.

A CONCEPTUAL TRAINING EXAMPLE

1
i
J
4
s
4

Consider the following scenario:

A Reservist reports to his gaining command for two
weeks of annual training. Seating himself at a computer
terminal, he keys in his name, rank, and social security number.

The computer responds with a description of his mobilization

billet, the billet requirements, and a billet training plan to

A-1-6
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of lessons, some of which use computer-aided instruction, and

others which use programmed instruction, text assignments,

videotapes, hands-on exercises, or classroom instruction. 2a:
the completion of each lesson, the Reservist's computer file is

updated to reflect his training progress. Checkpoint tests are

FEEPO g DO

administered at several stages to verify that learning has

-

o .
ala

indeed taken place. After all the lessons have been comrleted,

L

a final exam is given and graded by the computer.

oo o, 0, v cwm
L LS v

A futuristic picture? No, this is well within the state-
of-the-art of current technology. 1In fact, a system called PLATO

is now in use at several DoD locations to provide computer-

managed instruction (CMI) and computer-aided instruction (CAI)
to military and civilian personnel. It is feasible to ex:tenad
the use of PLATO or similar systems to assist individual
Reservists in becoming qualified in their mobilization billets.
Initially, this might involve development of CAI/CMI training
packages and installation of computer terminals and support

equipment at gaining commands; ‘eventually, terminals could be

installed in the Reserve Centers so that this training could
continue throughcut the year. The principal obstacles would "

be development effort and acquisition cost.
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A CONCEPTUAL YIZLD ESTIMATION EXAMPLE

All the U.S. Armed Services have the problem of determining
and validating estimates of the availability of pretrainec
military manpower in the event of mobilization. Total defense
plarning could be substantially improved if there were ways to
confirm the "yield rates" which would be realized for each

category of reserve manpower.

Consider a data base which contains manpower data for all
the reserve components (see Fidure 4). Such a data base, when
used with an interactive computer model, could be used by a
mobilization planner to precdict yield rates for each reserve
component under various sets of mobilization scenarios and

assumptions,

Assuming that the reliability of such a model is adequate,
this planning tool could be used to identify where shortfalls
are likely to occur during mobilization. Using this information,
DoD planners and policy makers could take action to eliminate
these shorfalls by recommending changes in reserve manning

levels, changes in deferment legislation, and so on.

The model developed by the Army War College and implemented

by the General Research Corporation performs these functions,

A-1-8
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1 using data for the Army Reserve anc the Army National Guarc.

= o Although the current mocdel is somewhat crude and the data

:£{ guality is poor, it is the most powerful manpower management
-SE vehicle now available. Extension of this model to all the

'bﬁ reserve components woulcd provide a useful tool to DoD manpower
qi: planners and should be considered.

54 SUMMARY

4 el

o2

N While planning for mobilization of the Total Force is a
oA

Sa very difficult process, actual mobilization would be a massive
fﬁﬁ logistics problem, and assessment of the degree of success of
ﬁ#é the mobilization mignt be difficult to determine. Modern

.-"..

.QJ QZE computer technology can be applied to all phases of this process -
;ﬁﬁ = planning, training, execution, and assessment - and can improve
E%ﬁ mobilization effectiveness while reducing the administrative

burdens associated with mobilization activities. While computers
have been effectively appiied to this problem in several
instances by individual services, a much greater potential

remains to be tapped.

w ’
.

The Army has developed the MOBPERS system to assist in
mobilization planning and execution; the Army has also developecd
a computer model for predicting the manpower yield from a

-

mobilization. The Department of Defense has successfully usec

B o e S T e S e o e e e L




re——re—ssTreT ST/ oTE - SYSTEMS [Or ULrXAalnlng (not necessariiy
mobilization training for Reservists as yet). The Navy has {SJ
adopted NAMMOS (Navy Manpower Mobilization System) as its
official mobilization system. The Air Force also uses automatecd

systems to support mobilization planning.

All the services stand to gain by sharing their experiences,

building on their successes, and avoiding repeats of their

failures in the use of computers to support mobilization planning
and execution. Such an effort should contribute to improved

readiness of U.,S. and NATO forces.
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PELROUNNEL CATA ELEVLINTOS

1. Name

P
JF Py

2. Social Sécurity Number

. -
W

3. Pay Grade

IR

4. Date of Rank

ot ot ]

5. Sex

—a A s s ol

6. Marital Status

r lcl‘:’{

7. Number of Dependents
8. Primary Military Skill Code (NOBC/NEC, MOS, AFSC)
9. Secondary Military Skill Code
10. Tertiary Military Skill Code
11. Language and Skill Level
12. Civilian Skill Code
13. State Code (Residence)
14. Zip Code
15. Home Phone Number
16. Work Phone Number
17. Address

18. Civilian Employer

FIGURE 1
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2.
3.
4.
5.
6.
7.
8.
9.
10.
11,

12.

SILLLET DATAa ZLESIEILO

Unit Identification Code

Billet Sponsor (Department)
Billet Identifier

Billet Title

Pay Grade Desired

Primary Military Skill Regquired
Secondary Military Skill Required
Tertiary Military Skill Required
Language and Skill Level Required
Sex (M/F/either)

Security Clearance Required

Need Date (M + ?)

FIGURE 2
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RESERVE COMPONENTS PROFILE

° Component (Army Reserve, Naval Reserve, etc.)
° Age Distribution
- ° Mental Group Category Distribution
° Educational Level Distribution
° Sex Distribution
° Marital Status Distribution
°® Number of Dependents by Marital Status and Sex Distributicn
® Continuation (Reenlistment) Rates
° Term of Present Enlistment by Grade Distribution
° Geographic Distribution
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A Day Late — A Dollar Short"

A Unit Level Perspective on Mobilization

e yday

Major G. Robert Boesch

R

Military Police Corps, U.S. Army Reserve
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Introduction

T TMYT

International tensions and global politics indicste, now more than

R

any time since World War II, the neccessity for s totally trained and

deployable reserve military force. With the failure of deteate', the

lack of verifiable nuclear parity beiflg achieved by SALT,—
_, have further strained U.S.

‘ii) -Soviet relations at a time vhen the balance of power in the Europeon

EARTE Eall

VLY Yty

S 10 S3dTIY) uror ayl jo uoriezyuediQ oyl {AIFSaAATUR asudJaq

Y3irm paridwod aie sainpasoxd 3aduep1eald ,ewio] TTIUN uofledyiqnd
s30

10 3sealal 103 papuajuy jou sy iaded ayg

theater indicates that the NATO mission has been redgfined to a delaying

force by Threat doctrine. There is no doubt that the Soviets have the

5 SIRTTAES

capability to move on Western Europe at a moment's notice. When these

Aue 10 f3j3ey
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factors are added to the defense equation, our rapid deployment forces

dernorjaed uy Jurpnidur ‘joaxayl - Loune Lue 1o Junalaedaq asuayaq ayil jo sSmata

IR I

assume the role of a NATO reserve and our National Guard and reserve
forces become first line defenders. Likewise, our international prestige
and national resolve sre b;ing tested in the Middle East and South
America daily. Readiness, including mobilization planning and training,

sust receive the highest priority.

Mobiliation Planning snd Trsining
While credibility can often be given to the reverse planning
o construct, for mobilization it seems more practical to implement planning

from the ground up. Reason suggests that alerting and trsnsporting units
B-1-1
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must preempt the movement of corps and armies to the battle area. There

k.

is oo intent to denigrate the importance of the deployment phase, but the A
national priority is unbalanced toward overseas deployment, and insuf-

ficient attention devoted to initial mobilization.

.
PO PSP

Reserve mobilization doctrine, as viewed by the field commander, is 3
based upon time. Time to assemble; time to move; and time to train )
before deployment. There is a presumption that there will be a :
significant increase in diplomatic tension over time to allow for
mobilization and refresher training prior to deployment. To rely so

heavily on this presumption is ludicrous. Can ve afford to believe

Threat doctrine and its strategists are not equally as familiar with
Clauswitz and the classic "priuciplez_of var” as our own military ;
planners? Who would dare suggest th;z Moscow would willingly sacrifice ;
surprise on 3 first strike; whether in Europe, CONUS, or on both areas
simultaneously?

Presently, at the unit (company and battallion) level, specific
mobilization training appears limited to an annual legal briefing on
wills, re-employment rights, and the Soldier's and Sailor's Relief Act. -
While beneficial and neccessary, there is little actual training devoted
to preparing a unit, both physically and emotionally for mobilizatiom.
The absence of meanipgful mobilization planning and training is

conspicious. Movement of any unit over a significant distance presents

unique problems in the best of circumstances. A national emergency

mobilization will compound these problems. The Army recently concluded a

~e

- %y "t "y
»

Mobilization Exercise (MOBEX), however no units were actually moved. The

]

|

i ,

: exercise was a staff level paper/telephone war game. Educational war e N

! feohgan e

i - A

: gaming in this fashion has its place in any comprehensive staff ﬁ
e
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necessary for fi1eld @ODIITZaCION. TWUIIIZABUIUN, o0 vy swpraewvs y
demand hard skill acquisition gained only by realistic operatiomal
training, and mobilization training must share at least equal emphasis
with all other operational training.

Unfortunately, realistic mobilization training is both very expensive
and time conauming. Reserve forces of thia nation already bear a
tremendous training responsibility. In the Army there is little
difference in the annual training requirements of an active battallion
and one of the reserve. In fact, they both are generally evaluated under
the same ARTEP (Army Training and Evaluation Program). However, the
reserve unit is expected to accomplish a relative ievel of training
proficiency inm only thirty-two (32) training days per year that are also,
filled with administrative requiremenzg,'maintanence activities, and
housekeeping chores. Considering the committments on reserve training
time, our present state of readiness, such th;c it is, is remarkable.
Were it not for the extreme dedication of its members, our reserve forces
would scarcely function at all.

Reality suggests that, continuing our present course could find us "

a

day late = because we were a dollar short”. The initial element of
mobilization is the alert. All reserve units have, as a minimum, an
annual requirement to hold a test alert, o;tensibly to evaluate the alert
notification procedure. In most units, the date of the alert is as
predicable as sunrise. Test alerts routinely occur at the same time each
year and always on a "drill" weekend. Many units could bemefit from more
alerts written into their training mission, but most must sacrifice this
additional benefit because of the added expense of the telephone charges.
This fiscal sensitivity in matters of national security indicates that

B-1-3
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our fate, in the event of naional emergency, is preordained.

Additionzlly, units continue to practice the most crirical missions
under the most favorable conditions. Wnen was the last time a 1eserve
unit was alerted during the week? When was the last time a unit was
alerted, assembled, and moved to its mobilization statior subsequent to
the alert? |

Another vital concern is transportation. As many reserve un.ts are
not organically trsnsportable as are, and many units considered to be, by
definition, organicslly transportable are only organically transportable
in the battle area. Many "hesv’"” equipment units lack the neccessary
prime movers or have only limited capabilities. Movemen€ of units from
mobilization stations and staging areas to the battle area will be
relatively simple compared to the anticipated logistical chaos expected
during a ravid mobilization. Availability of tramsportation is a;ﬁ

critical.

The entire scope of mobilization planning and training is long

overdue for critical review. The trite addage about proper prior

!
i
i
o
1
1

planning (and training) has never held more significance than it does
today. The inplicationa.of a first strike must be factored into the
mobilization planning and training, with particular emphasis placed upon
the potential disruption of communications, command and control. The
alert notificetion procedure for individual ready reservists needs
improvement, as well. A defined service wide doctrine for the

acquisition of civilian transportation assets must be addressed.




Motivation
Current mobilization emphasis neglects the psycho-pathology of the
individual soldier. The fighting spirit of America wvas never severely
questioned until Vietnam. The seed that bore the disaffection for that
war and draft evasion of the 1960's was planted in 1947. Pricr to that
year the United States had maintained a Department of War. In 1947, the
Department of War (representing ~ proactive perspective) wvas sbolished
and the Department of Defense (representing a reactive perspective) vas
established. This subtle shift in national orientation was severely felt
during the 1960's and 1970's and our won-loss record siuce 1947 leaves
much to be desired. Any comparison between Vietnam and a U.S. - Soviet
confrontation is purely rhetorical. ;% assess military conflict in terms
of popularity seems a classic contridiction in terms, but nonetheless, it
Q;' has become a generic description. Vietman was not a "popular” war.
Likewise, nothing suggests the next war vill be any more popular, the

more seric . s consequences notwithstanding.

Vietnam, tragic as it was, presented unique opportunities to both

sides in the ideological debate. For the isolationists it provided

justificatiton for reduced international involvement. For the

expansionists it crested an opportunity for greater internmational

influence. For the political elite it provided the fuel for countless

hours cf debste. And for the military professional it provided an

excellent training ground for new techniques and technology.

Unfortunately, it never provided any of these interests a clear cut

opportunity for success. The absence of a decisive outcome in both Korea

, and Vietnam vwill have serious effects on national motivation given any

future confiict less than total.




The ability and courage of the American prcfessional fighting man is
not questioned. Hovevér, the possibility exists that our "fulltime" oy
profeasionals vill be significantly compromised aa part of the délaying
force. There is alao no question of the coursge or cesolve of individual
reservists once committed to the fight. The human instinct for survival,
a2 confirmed daily in Viettam, will supply sufficient motivation omce in
the battle area. legretfthly there are now lesa life~threateming
nationally sanctioned alternatives available to reserviats and conscripts
during mobilization. The precedent of the "Carter amneaty" has provided
a vindow through which many may feel compelled to escape. Any
compreh;nlive planning effort for mobilization must include increased

emphasis upon individual motivation to counter the increasing apathy.

-l
it

Suinity

The Fear of Failure Syndrome L

The most critical determinant of effective mobilization planning is
the accuracy of status reporting. Eowever the propensity for mis-
representation is growing in the system. Analysis reveals a direct
linkage between unit status reporting and rhe personnel effeciency
reporting system in 21l services. This system has fostered and fuels a
"fear of failure" syndrome which is escalating rapidly inm our military
structure. Due to the relative lack of individual rights in employment
security for the career military professional, the fear of a "bad
efficiency report” has beccme institutionalized. The very sytem of
efficiency reporting designed to eliwinate the ineffective and -

unqualified has spawned a generation of career-conscious leaders that,

when subjected to the intense competition for advancement, find it easier

'S
f
.
]
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to ignore or camouflage a problem than report the facts. The desire to
insulate the boss from problems is pandemic; The implication is that any
field commander willing to "tell the whole truth" about his unit does so
st the risk of bis'career. Likewise, any rating officer dispoaed to a
“fair and honest" evaluation of a subordinate's efficiency runa the risk
of inadvertently destroying a meaningful and contributive career.

Success in the system requires contiruous outstanding fitness reports.

Iz no other activity does "dammning with faint praise” have more
significance than the efficiency reporting system with which we suffer.
Intuition suggests that a soldier should be either good enmough to keep or
bad enough to discharge, but the built-in inflation of efficiency

reporting gives even the marginal performer the highest ratings in

-l
-l

proficiency.

The nature of the military system subjects field commanders, to
protect their career interests, to value judgements at every turn.
Regrettably, many choose to amend the facts, ignore the problem, or
disguise the actual state of affairs in the hope tha’ tenure will get
them before the truth does. In fairness to the many conacientious field
commanders and other officers, it is readily acknowledged that manyv of
these problexs and conditons are either inherited, structural) and vithout
reasonable remedy or beyond their capabilities to resolve. Nonetheless,
the system orientation suggests that to confess the existence of unit

deficiencies is to admit failure, and to admit failure will short-

circuit one's career.

A Partial Prescripiion

To raise a question carries with it the responsibility to offer, at




the very least, a possible answer. The forecost recommendation is an
increase in the priority and funding for reserve mobilization training.
In this regard, funds should be set aside to provide for more alerts,
vith movement to mobilization stations for selected uvits. The
implementataion of this proactive mobilization training effort will
provide first~hand experience in actual movement conditions and problems,
and also will serve to heighten the mobilization attitpde of all reserve
forces. As an aside, this overt mobilization activity will not go
unnoticed in the international community.

The reserve forces should be aliowed to more numerous alerts, coupled
with mobilization wission training activity. This will provide all units
with a better understanding of their q:bilization role and will, in a
subtle way, increase the mobilization attitude of the individual
soldier. Those components that have not yet decentralized their e
mobilization notification process and procedures should do so at the
earliest opportunity. The absence of an effective decentralized
notification process could prove disastrous in the event of massive
command and communnication interruption.

Defined agreements for the nationalization of communications and
transportation assets should be negotiated, or legislated, and the
knowledge of these provisions should receive the widest possible
dissimination.

There is no easy solution to the reporting problem, for there is no
easy vay to legislate integrity. Annual inspections, readiness

inspections, etc., have some effect, but the compromise rate of these

P

"unannounced" visits is appalling. Perhaps the fear of failure syndrome .

v
4.

suggests the need for a periodic "amnesty" to allow the most critical

problems to reach the conference table without recrimination. Continued
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changing and a military profession, once coveted as & priviledge and
bhonor, is now considered smong the younger leaders as omly a job. Un-
fortunately until some positive step is taken to coumter this situation,
unprepared units will be reported as ready snd the vast majority of

csreer personnel will remain in the top five percent im overall fitness.

Conclusion

The maintenance of an adequately trained reserve force is in the
national interest, however, both credibility and deterrence are
sacrificed if inadequate attention is not given to the capability to
rapidly mobilize and deploy. To ach;E%e the level of proficiency
required vill be expensive, but when one contenplate{ the billions of
dollars spent to maintain a marginally deployable reserve system, the
additional expense is more easily justified.

Intending only to raise the "mobilization consciousness” of the
United States reserve fo;ces, the preceding comments are based upon
observation and experience, as opposed to statistical or scholarly
research. Certainly for every point there is a counterpoint. For ever:
assertion there is an "official" report that will condemn the implicaticn.

The best to be achieved is the realization that the perspective presected

here is a closer approximation of the truth than a systemic appraisal.
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{aptain James Hartiey, usSiK

Introduction

Mobilization* has alvays been a difficult subject in a democracy. In
peacetime, people do not like to think in these terms. Usually, the hard
questions about mobilization are not answered and only minimal resources are
devoted to it. The results, as in World War Il and the Korean War, is that
significant defeats are suffered before the country can be mobilized and

sufficient resources brought to bear to achieve victory (WW II) or stale

mate (Korea).

Discussion

This paper will discuss some of the problems involved in mobilization
from a fairly narrov perspective - that of a commander of a Navy patrol air
wving. Generally, an air wing will co:;'crol two or three or more squairon
VP P-3 Orion subhunters. Each squadron has nine aircraft. From this
perspective it appears that 1983 finds the U.S. again with serious deficien-
cies in its ability to mobilize. The paper will use a case study format to
highlight these deficie.ncies, on the assumption that m.ny of the problenms
discussed may apply to other forces as well. It does not, however, attempt
to speak for other segments of the U.S. defense establishment. Some of the
gaps noted in readiness may in fact be already filled. Of course, much of
the planning for mobilization is necessarily classified. Thus an unclassilied
forum has some limitations. However, the problems discussed appear to be real
to the reserve commander in the fleet faced with the task of mobilizing numer-
ous squadrons and deploying them in accordance with direczives from higher

2=

authority.

*
For the purposes of this paper, mobilization is interpreted to mean both the
assembling forces in a general callup and the deployment of those forces to

forward areas where they can be used to affect the outcome of any conflict.
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the mobilization point of view (that is, assembling forces, as opposed to
deploying them) it is better prepared than many other Navy units. The squadrons
are vell organized and equipped. Most of ths squadrons are at or near their
full complement in manpower and all have a complete complement of equipment.
The typical individuals in these squadroas have active duty oxperien'cc in
patrol aviation. Flight crews may fly together for up to ten years and some-~
times more. This gives them a depth of experience that is the envy of cheir
active duty couhtorparts. Because of this capability, the reserve squadrons
regularly augment the fleet in performing its mission in the forward areas.
Thanks to a modernmization program, the reser've aircrafc will be able to

perfoin their mission as fully as the active duty squadrons for the foreseeable
future. The result is the reserve patrol aviation squadrons are ready to mobilize

and perform their mission on extremeXy short notice -- they can be considered

trained and ready.

The patroi squadrons are unique in a second respect which interferes somewhat
wich their ability to mobilize and deploy — they do not have their owm logis-~
:.1cal infrastructure to support them in a deployment. The rest of the Navy--
ships, aircraft carriers and embarked squadrons, and the Marine Corps -~ are
structured for deployment. Whatever they need is either already part of their
equipment complement or a system exists to ensure that they have it. The patrol
squa.drons do not have this. In peacetime they typically deploy to Navy Air

Stations or Naval Air Facilicies that furnish all needed items--everything from

communications equipment to bed sheets.

If, however, they are called upon to deploy to a forward area without a
logistical infrastructure, deficiencies become obvious. A recent exercise,

Ocean Safari, which called for the deployment of patrol aircraft to a forward

el

base, highlighted this problem.
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the movement of convoys across the North Atlantic. As noted above, this was
the first time that this had bteen attempted from a remote site. -From an
operational point of view, the exercise was extremely successful. From the

logistical point of view, hovever, some potential problem areas were uncovered.

This is not surprising; problems are to be expected the first time anything

mev is tried. Rather than looking at an exercise such as this as a prodlem
PER SE, it should be reviewed as a necessary first step aiong the road that
vill enable the squadrons to operate successfully from a remote site in the

future without any problems.

Problem Areas

That che logistic system was able to supply these aircraft at all was a
tribute to the system's resilience and its ability to respond to unforeseen
contingencies. The dificulty with which this was accomplished, however,
suggests that, in a general mobilization with multiple unforeseen demands on

the system, serious problems may arise.

Some of these problems are listed below. It should be ncted that they
are seen from the perspective of an air wing staff. They might. not be problems
for others, and the staff may be unaware of all the factors. Further, these
problems will primarily apply to a deployment to a remote site rather than an
existing Naval Air Station. However current plans call for deployment to
remote sites in the event of hostilities, so this contingency must be prepared

for.

From the operational point of view, although very successful;- two problem
areas did emerge regarding sonobuoys and operational support. Sonobuoys were

in relatively short supply although enough were ultimately obtained to complecte
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(ASWOC) available at the remote site. Alchough the squadrons were able to

perform thieir mission without it, the efficiency with which this was done was

severely hampered by its absence.

The problems primarily center around logistics - the ability to provide
the vherewvirhal to operate once they reach their deployment site. The
difficulty vith wvhich it wvas accomplished hov‘vcr. suggests that, in a general
mobilization, the multiple demands on the logistical system would make it
difficult, 1if not impossible, to operate successfully. Either that, or other

units would not be able to function effectively because the system could not

support everyone.

Recommendations

* Hold more exercises that test the ability of the patrol squadrons to
deploy to remote sites. The current exercise was only a first step. More
practice will be needed before these forces will be able to operate easily &f.'

from these sites. |
* Set up mobilization training programs for reserve wing commanders,

their scaff, and commanding officers, particularly in the area of logistics.

Currently, there is a lack of understanding how the supply/logistical system

works and how it can be used during a mobilization, and, because of it,

commanding officers could not use the system to best advantage.

* Survey would be made of all likely deployment sites and the information
uade available to the reserve. Thus, preparations for mobilization could begin
immediately, rather Lhan await a wartime crisis. As a result, the reserve

would be better prepared for mobilization and could accomplish it-that much

wore quickly.
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the patrol squadrons are supplied at remote sites. Currently, AD HOC groups

arrange for these supplies, a not entirely satisfactory arrangement.

* Ocean Safari demonstrated the need for a mobile Antisubmarine Warfare
Operations Center (ASWOC) to support squadron operations at a remote site.
*Develop detailed lists of required supplies for remote site deployment
and take steps to ensure that they will be available on M-Day, and prepositioned

if possible.
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This paper was prepared for purposes of discussion at a scholarly conference and it
represents solely the views of the author. Statements contained in the paper do not
constitute policy, nor do they necessarily reflect the official views of the Defense
Department or any agency thereof, including in particular the Office of the Assistan*
of Defense, Reserye Affairs; the National Defense University; the Organiza:ic
of the Joint Chiefs of Staff; or any Military Department or Cumponent. The paper is
wmi’:h intended for release or publication until formal clearance procedures are caglie:
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The views, opinions, and/or findings
contained in this repcrt are those of
the author and should not be construed
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ARF STRUCTURE PROBLEMS

The joint chiefs' issue planning directives to the unified command CINCs.
Porces available to these supported CINCs are listed in the Joint Strategic
Capabilities Plan or JSCP as it is called. After developing the concept of
operations, which summarizes his intended use of forces made available for
planning by JSCP, the supported CINC tasks his component commanders,
representing the military services under his command, to develop a force list
and an initial time-phased plsn for their deployment. Air Forces including
Air Reserve Forces are identified in the Air Force War Mobilization Plen

(WMP) .

This WMP tells the component commander the type of forces that he may use but
the MAJCOMs are tasked to actually assign unit flages and source the
requirements shown in the component commander's force list. Functional
managers throughout the MAJCOM HO assign unite, individuals, equipment, or
combinations of these, to satisfy these requirements using both Active and
Reserve forces for those contingencies that assume mobilization. Problems
arise when a requirement exists that can not be fully sourced by an Active or
a Reserve unit but requires individuals from the Reserve unit to supplement

the Active unit to sstisfy a critical shortfall. For example, there is a

critical shortfall of food handlers in the Active force as civilisn

g l.' I'. ”
o
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€ .

tit% contractors have taken over much of food aervice in today's Air Force. In the
.'_\':_

:iiﬁ Air National Guard food handlers are assigned to the combat support squadrers,
s N ¢

B wvhich total about 114 personnel. The functional manager at the MAJCOM is

ﬁ:%: required to task these food handlers in the combat support squadrons to fill

- ‘\.: 4

b L w,

o . the shortfall.
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The problem is critical in OPLANs requiring less than a full mobilization when

R

q

80 requireaent exists for the remainder of the combat support squadron,

Fily

3
»
s el o

Title 10 USC 672 raquires that ths antire unit be mobilized in order to obtain

} SN

the small aumber (1-8) of food handlers. This is a vary expansive and

.-
aia

demoralizing procadure wvhen 114 personnel are mobilized and only one or two

are usad.

An obvious solution would be to assign thase individuals in criticsl fields to
one unit, i.g. a mobility support flight, that could be =mobilized to satisfy

the cousistent shortfalls in the sctive force.

This probably would be the best solution provided that the individuals train
in their specialities and not as a mobility support flight (ss was done in the
past). However, this to}ution is not without drawbacks. If the rest of thc
ARF units are mobilized after the mobility support flight has been deployed to
support the active force, they find themselves deprived of part of their

capsbility.

Functional mansgers would have to ensure that ARF units receive bsckfili
support if a needed capsbility has been praviously deployed. This seems to be
better than the preaent procedure of mobilizing large numbars of ARF personrel

nsedlessly.
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MOBILIZATION PROCEDURE PROBLEMS

: The Military Airlift Command relies heavily on its gained Reserve Forces to
support most contingency operations. Thirty-nine percent of the total MAC
forces are in the Air National Guard or the Air iorcc Reserve, so it is
dmperative that mobilization of theae forces be accomplished quickly and

efficiently during a crisis.

MAC has identified Reserve forces needed to support various OPLANs, but since
ve do not execute OPLANg, time will still be required during execution
~ plsnning to review MAC mobilization requirements and create gn operations
order to be executed. Once the requirements are finalized MAJCOMs must
coordinste with USAF/X0 to obtsin permission to mobilize these forces. Full
P or total mobilization poses no problex, for all Air Reserve Force units are
mobilized. However, previous mobilization exercises hsve shown this to be &
very time-consuming effort resulting in serious delsys in the mobilizaticn
process if the mobilization is less than full. The present process requires
.

several messages to be sent to HQ USAF requesting approval to mobilize

psrticulsr ARF units. Several hours may pass before sn answer is received.

Approval is given as long as the MAJCOM doea not exceed the portion it was

allotted.

The procedure could be ahortened if MAJCOMs were allowed to use their own
discretion in mobilizing their ARF units provided the total number mobilizec
stays within a predesignated amount. Information copies of the mobilization

message to the units should be sent to USAF/XO and other coné;rned agencies to

keep them advised of units being mobilized. The preaent process is sometimes

¢§}
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confusing to other concerned agencies as they now receive copies of

USAF/XO0TN's mobilization message to the MAJCOM authorizing certain
predesignated units to be mobilized. Those agencies assume that the units
shown on the Air Staff mesaage will be mobilized. Bowever, because of unit
readiness or tasking changes, the MAJCOM may desire that another unit be
substituted for the predesignated unit aad begin the process to obtain
permission fron Alr Staff to make the change. Since the unit is not mobilized
until it receives its mobilization message, it would seem prudent that
concerned agencies receive copies of the message to the unit and not the Air
Staff messsge to the MAJCOM. The recommended procedure would save critical

time, lessen confusion, and eliminate needless message traffic.

Present mobilization directives prohibit MAJCOMs. SOAs, units, or members of
units from making any press release or statement concerning mobilization
before public announcement is made by the Secretary of Defemse. Units are not
allowed to use radio, television, or newspapers to notify individual members
of an alert to mobilize until DOD has provided detailed information to members
of the Congress and the public {AFR 28-5, para 2-7g). Consequently, units
must rely on their telephone alert procedures to notify individuals of a
mobilization. This procedure msy have been adequate when Reserves had thirty
days to mobilize, Put it is entirely unsstisfactory when the unit has only
tventy-four nours from the time it is notified to accomplish notification and

mobilization of its membders.

Recent mobilization exercises have shown that units have extreme difficulty in
using the telephone to call off-base to notify key alerters. Thi; problem

wvould be compounded many times cver during an actual nationel emergency.
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Instances such as the attempted assasination of the President have proven that
telephone communication 1s n.lmost impossible during times of crisis. Bases
such as Andrews AFB that are located in areas that are beavily concentrated
vith DOD facilities would find it very difficult to use the telephone. The
459 TAW at Andrevs bhad difficulty during the mobilization exercise Condor
Redoubt in obtaining telephone lines, even though that exercise was limited tc
the AF Reserve. An actual crisis would make it impossible to rely on a
telephore alert when all agencies would be competing for telephone lines. The
problenm would be compounded by those individuals that would be trying to call

into the base.

Present directives should be changed to allow units and MAJCOMs to use the
media to expedite mobilization. Units should set up procedures to notify key
radioc and television stations to broadcast a predetermined mobilizetion
message to alert their members. Individual contacts at these stations shoulc
be designated to lessen confusion and authentication procedures should be set
up to prevent unauthorized use. Many Reserve members have jobs that require
then to travel ;nd often can not be reached at their predesignated alert phore
numbers. Use of the media would increase the possibility of their receiving

the mobilization alert.

These procedures should be practiced during sobilization exercises to
eliminate confusion in an actual crisis. Some say that practice mobilizet: on
messages would panic the public but CONELRAD practices have proven that tiis
is a false acsumption. In fact, practice messages could be a valuable ar

inexpensive recruiting device for it would uake the public aware that &

Reserve or Guard unit was in the area.
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UNIT MOBILIZATION CONCERNS

AR 28-5 atates that units are to be notified of mobilization by classified
means. Exercises have shown that this aometimes causes delays. There are &
ousber of units that do not have the means to receive classified messages.

For instance, some aerial port unita must be notified by Western Union which

can not receive classified measagea. During one exercise & medical unit was

late in mobilizing because the person on duty did not have the clearance to

receive classified messages.

The fact that a unit is being mobilized should not be classified. If this
information is classified, notification of individual members by non-gecure
telephone would be a breach of security. Recommend that mobilization messages

be unclassified.

Many Reserve and Guard units have not made adequate plans to ensure their
menbers are prepsred to mobilize and deploy within the time apan allotted. Ir
some instances both husband and wife are reservists and are eligible for
deployment with little or no notice. Many of these couples have not made

plans for someone to care for their dependents or household goods.

Even single members do mot realize the importance cf making plans for rapid

PR~
B
i BT

mobilization a2nd deployment. Reserve and Guard units must atress the fact

.l.l
:

thst they no longer have thirty days to mobilize. Plans should be made at the

v

‘.

unit level to ensure members are nrepared for quick mobilization and long term

deployment. Units could make provisions for some non-deploying members to
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assist those that deploy quickly with matters auch as care.of household goods

and notification of friends or relatives of the deploying member.

Host Active units are now required to produce mobilization plans to show how
they will support Reserve and Guard mobilization on their bases. A major
concern is the billeting and feeding of forces srriving on the Active tease,

" aspecially at MAC'a large bases wvhere a great number of Associate Reservistc
would be mobilized. Monthly training periods are nov staggered because these
bases are unable to support an Associate wing if all its members arrive on the
same weekend. It may be necessary to make arrangements with hotels or motels
to support the large influx, especially in the absence of a national emergency
such as the Presidential 100K Cell-up. '
It is necessary thet MAIJCOMs ensure that active units designated to support
Reserve Force mobilization receive notification of the mobilization. Past
exercises have shown that some Active units did not receive copies of the
mobilization message or were not notified of the alert and consequently would
not have been able to support the Reserve Force mobilization. These
orgenizations must be identified and procedures implemented to ensure thev

receive vord of mobilizatioms.

Many JCS exercises omit mobilization practices. In many caaes mobilization it
assuned to have already occurred when the exercise begins. Mobilizaticr
procedures must be exerciaed whenever possible, and to the maximum extent

consistent with the exercise to identify and correct problem areas, for it

will be critical that the procedure run smoothly in an actudl crisis.
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This paper was prepared for purposes of discussion at a scholarly conference and it
represents solely the views of the author. Statements contained in the paper do not
constitute policy, nor do they necessarily reflect the official views of the Defense
Department or any agency thereof, including in particular the Office of the Assistan:
Secretary of Defense, Reserye Affairs; the National Defense University; the Organizatic:
of the Joint Chiefs of Staff; or any Military Department or Component. The paper is
not intended for release or publication until formal clearance procedures are campliec
'iﬂ\o

Roundout Brigade Integration Into An Active Army Division

Colonel A. G. Isaac
Student, US Army Var College

17 October 1983

DISCLAIMER STATEMENT

"The views expressed in this paper are those of the author. They should not be
interpreted as necessarily reflecting the views of the Department of Defense or
any other organization public or private. The purpose of this.paper is to
disseninate information and opinion on issues of importance to those concernes

. vith various aspects of mobilizstion, expecially of the Guard and Reserve
Lo Components.”
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Roundout Brigade Integrat:on Into An Active Army Division
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INTRODUCTION

The current structure of several Active Army divisions includes the
presence of s National Guard brigade ss s major component of the division force.
No longer is this portion of the National Guard a back-up force, a tentative

sddition to the combat force. Today’s Total Army Force concept requires that

Roundout Brigades train and operate as a key element of the basic combst divi-
sion. The mission success of the division overall is directly related to the

k. readiness posture and complete integration of the Roundout Brigade into the

division organization. As & result, the techniques of integration, of readiness
assessment and improvement, and teamwork to attain optimum training at every
cpportunity a<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>