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ABSTRACT
AUTHOR:  LTC Steve M. Poet
TITLE# - Providing Personnel Service Support To a Peace
o Operations Force: What is the Right Recipe?
'FORMAfi‘ jStfategy Research Pfoject |

DATE : 07 April 1998 ~ PAGES: 30  CLASSIFICATION: Unclassified

»dThe‘papef examines the personnel community’s efforts to

: provide sﬁstdined personﬁel service support'within the‘ebhtext of
pthe ohgoing peacekeeping mission'in Bosnia; It loeks at:the‘
vforee mix between reserve and active soidiers and ﬁnits‘ﬁithin a.
pefsonnel services battélion‘(PSB), and‘the currenf doctrinal
guidance of operating in muitiple (split based)‘versus one
vlocation (duel based). The‘paper provides special focus‘pn all
pf:thevcritical tasks and missions perfermed by personnel service
supporf units operatihg et the tactical and operational‘levels,
~and the impact of those missions on tﬁe supported and supperting
_dnits. It cencludes by offering nine fecommendatiOns for
prbvidiﬁg perSonnel service support in futu;e peacekeeping |

missions.
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PROVIEHJR;IPE§SONNEI.EHERVICE SUPPORT TO A PEACE‘

OPERATIONS FORCE: WHAT IS THE RIGHT RECIPE?

Whether committed to ' a forward presence or OOTW
mission, personnel support must be tailored to satisfy.
the tactical  and operational requirements: of “the
commander, elther alone or in concert with a joint or
combined force.

—FM 12-6

INTRODUCTION

As the United States Army moves out-of its cold war

“footing and into'the‘uncertain world of operations other than war
(OOTW) , has the Adjutant General Corps adapted its’personnel
service support methods to meet this new env1ronment° Can the
: Personnel Serv1ces Battallon (PSB) continue to prov1de the same
support to the OOTW commander in the fleld as doctrine would
‘dlctate for a major confllct? -How does the PSB provlde sustained
support for those units and families in the‘rear durlng'ertended:‘
:operatiOns? What is the right:mix of reserve and actlve
component elements that would comprise a PSB within the
kpeacekeeplng‘operation context, and how should reserre component
sunits be‘integrated, both inrthe deployed theater and in’the:
“rear? ‘What individual supportdmissions‘should personnel'support
”‘units provide the deployed commander, and should those missionsv

differ from what is provided in a garrison environment or mirror




what doctrine says is to be provided during wartime, or something
in between?

As tﬁese questions and the title of this paper suggest,vthe
Adjutant General Corps has not yet reached a consensus oﬁ'v
doctrine which supports units deplOYed on peacekeeping
Qperations. To assist\in this effert it is essential fo first
examine the current personnel doctrine for its adaptability to
OOTW reelities. Does it take into account the peculiarities‘of
forwafd besed split operations and the span of control challenges
,currently facing the Personnel Services Baﬁtalion cemmander in
Eu;ope? Is the personnel community asking too mﬁch of these
multifunctional organizations given current expectations to
provide support simultaneously in both forward and rear
locations, in what is referred to as split based operations?

Just what are the essential personnel services the PSB commander
should provide, aﬁd does the OOTW mission dictate a‘different set
of services from those outlined in our doctrine for wartime
support?

‘'Secondly, an examination of the initial Bosnia mission is
appropriate to gain a clearer hnderstanding of the challenges
facing the PSB commander today. Operation Joint Endeavor
involved over 25,000 U.S; soldiers from throughout United States
Army Europe (USAREUR),~both.reserve andnactive duty selected
units from the continental United States (CONUS), and individuel

augmentees from various locations throughout the world. The 15t




\vArmored‘Division; led by its‘two maneuVervbrigades, spearheaded
'the effort. The division was joined by four separate‘VVCorps‘ .
brigades, creating a ten-brigade task force that remained in:
.Bosnia for just over eleven months before turning the miSsion
over totthe‘lﬁzInfantry Division in November 1996. |

USAREUR’ s personnel command,-the 1°* Personnel Command (1“
PERSCOM) was assigned the‘miSSionvof providing ail personnel
service support to this task force, known as Task‘Force Eagle.
‘1ST PERSCOM in turn tasked a;subordinate unit, the 9ch PerSOnnel‘
‘ServiceS‘BattaliOn, headquartered‘in Baumholder, Germany, as the
direct snpport element to provide the'day to day perSOnnei
‘support for the task,force.- The 90" PSB had a'habitual support
' relationship with 1AD. |
" 'Did 1°t PERSCOM provide‘the'kind of support that the;Task.
‘Foroe Eagle éommander‘needed over that eleven—month deployment.‘
:time line?. What were the limitations imposed ontthose providing
U support, and how.were they o?ercome? How did the personnel“
community plan to support'the,operationﬁand what impact‘did those
7ddeoisions-ha§e on future Suoh operations?

The reserve component,_which now comprises oVerdSO% of’the
combat"service snpport‘communrty in‘the TotalvArmy today‘wasva'
'big part of the overall support plan‘for Operation Joint N
Endeavor How they were added into the support equatlon and what
pcompetenc1es they brought to the table w1ll also be examlned

- What mlss1ons can the reserve components do more effectlvely than‘




the active'component? Are‘there any miséion‘areas from which
they should be withheld? What role should resefve component
units play in supporting those units and families that stay
behind? How does the active component prepare them to opérate
. when their basic personnel systems are different from many of
those commonly uséd by the active component?.

If the Adjutant General Corpslcan improve ité understanding
of the peacekeeping mission, then we, as the Personnel community,
can better prepare our units, leaders and soldiers for success in
this environment. This paper willﬂprovide a starting point for
the process, by mékinglnine reéommendations on'developihg the

right recipe for supporting future'peacekeepihg missions.

PERSONNEL DOCTRINE

The Army’s;pérsonnel doctrine is outlined in FM 12-6, last
updated on 9 Séptember 1994. Since 1989, ﬁhén thevWarsaw Pact
began‘to implode, soldiers have deployed more often, with the
number of deployments'increaéing by 300%.7 Current personnel
docfrine however‘continues to focus exclusively on wartime
functions and makes little reference to supporting peacekeeping
operations. For example outside of all out combat, persoﬁhel
units are depiéted as critical1only auring pre-crisis, and
redeployment activities.’ Support féi péécekeeping operatioﬁs

missions is not mentioned.




iFor‘any contingency, getting personnel sOldiers and their
“data base capabilitles into theater‘remains paramount to the'
success of the planned operational personnel support scheme;vfhisr
‘is especiallyhimportant durlngupeacekeeping operations when
personnel units‘Will likely compete for early deployment seats on
»haircraft with-other critical combat service suppOrt units. |

VIn its war time support capacity, the personnel community
focuses on elght crltlcal elements when supportlng the ground
commander. " These functlons have not changed 51gn1f1cantly since
fpersonnel doctrlne was flrst publlshed ~These functions aret_(l)l
: Personnel Readlness, (2) Personnel Accounting and Strengthh |
Reporting, (3) Casualty Operations, (4)‘Replacement Operations,
(5)'Personnel Information Management,'(6) Postal Operations, (7)
“Moral, Welfare and Recreation (MWR), (8) Essential Personnel_i '
Services.* then discussing the Personnel community’s support‘for
‘peacekeeping operations, this paperrwill“only cOncentrate‘onv
replacement operations) postal operations, and essential‘
personnel servrces, since that is what‘the personneltservlces
battallon commander is prlmarlly focused on. Limiting the scope
~‘to these three areas should not detract from the‘importance of
the other fiue areaslinvwhichothermembers of the.personnel
,communlty are engaged .

The doctrlne 1s pretty stralghtforward in 1ts dlscus510n of

‘these‘elght areas of support. However, it makes llttle‘.

dlstlnctlon between prov1d1ng support in a wartlme scenarlo




versus a peacekeeping operation; There are some signifieent
differences between the two, diffefenees that if ignored will
cause the supporting commaﬁder’s plan to fail to meet the
supported commander’s expectetibn of personnelkservice suppori

provided during the operation.

REPLACEMENT OPﬁRATIONS.

At the strategic level, personnel support invol&es the
mechanics of reserve mobilizatien and national manpower
acquiéifion; integration, deployment and demobilizatioﬁ. It
links the nation’s personnel reeouices to military operations at
the theater level. With the entry of manpewer ieplacements‘into
the‘theater, responsibility passes through the'operatiohai te the.
tactical level. Unfeitunately, the current‘pfocess‘excludes the
one person with potentially the most impact en replacement
operatioﬁs...theiPSB commaﬁder. At the theater level, the
Personnel Command (PERSCOM) has that mission, and doctrinally
.this is where the responsibility ends. At boﬁh the operational
and_tactical levels these functions are assigned to the Cerps
Adjutant General and the Division Assistant Chief:of Steff,
Personnel (Gl) and their respective StrengthbManagement Offices.’
This arrangement attemﬁts to tie the strength accounting function
of these organizations with the replacement operation during any
deployed scenario. Oh papei; that mekes perfect eense,'but as

will be discussed later, it does not always work.

/




* POSTAL OPERATIONS.

Poétal platobns prdvidé ail pbstal éervicés tolfhé féfwafd- 
deﬁloyed forcés currently operating in Germany and Kéréa1;~These
‘orgahiéations are small but tremendouély flexible in providihg )
support to deployed forées in ény type of operation{' They
provide both general'and direct support, and noﬁmally bﬁé cémpaﬁyl
is desigﬁed'to sustain a force of 25,000 soidiefs.‘ 'Doct;inaliy,f
‘in ofder for.the'forward‘deployed pOStal unit to pfévide support
_tQ ﬁhé‘deployed peacékeeping‘force, reserve units frbm the
continentélUnitedStates (CQNUS) are neceSsary. ‘The timing af
_this backfill‘iS'criﬁical'in‘any‘operation,'particularly_When a
‘presidential éall—upiis requifed to initiate the processf:-In the
" short term, civilian augmentation ié the best fix for pe£Sonnel_

:shortfalls until'the reserve units arrive.

ESSENTIA@ PERSONﬁEL SERVICES;

| vA'déplqyed Personnel Detachment will pfovidé gglx eSSential
serviqes/functions‘in contingency operations.’ During the Force
‘XXf_test‘conductéd at. Fort Hood, Texas, tﬁe personnel ¢9mmunity’
focused 6ﬁ limitihg'thevfootprint in theater, mé%imiiing‘
'teChnologicél advances and, bn‘balance,vsupportihg'deplqyéd
forces from the fear& Individual personnel functions will be
performed'at fhe highest level practical, using a’split‘ﬁaéed
operati‘onval‘d:esign-.8 Thus the;e is no plan then teprévidé a
full rangé of‘pe£$onnel services in theater via a‘dﬁal based

.‘system:where the capability to perform the function also exists




‘in the forward deployed elements df the unit.‘,The‘structﬁre and
methods of pfoviding suppOrﬁ will not be éompatible with the
realities of long-term peacekeeping operations, where the |
~emphasis remains fécdsed on providing services at the lowest .
possible level.' The'deployéd soldier ultimately pays the price
for-this'disconnect and is disadvéntaged regarding future
promotion, awards, reassignments, and evaluations. For example,
the ability to update the soldier’s ﬁeréonnel'file in thé |
deployed location will be non-existent. Most importantiy,
perhaps those personnel organizationsldeployed in support of a
peacekeeping force are unablevto quickly translate and implement
HQDA personnel policy changesito existing procedures and policieé

that always accompany any deployment.’

OPERATION JOINT ENDEAVOR

'Operation Joint Endeavor is an éxcellent'case study of why
the current personnel doctfine does not fit developing realitieé
‘of the peacekeeping mission.

| Many faétors contributed to the uniqueness of this particular
mission, including a lack of in—cbuntry infréStructure, and
geographical dispersion of the base camps which increased
equipment and communiéation requirements.10 Wéather, land mines,
and the piojectéd duration of the mission were also critical

factors impacting on the planning process and eventual execution

of the mission.




Senier 1eaders'within the EnrOpean personnel cemmunity,
however, were'not‘caught compietely by surprise and during the
mOnths‘of August and September 1995 deveioped a Personnel éer#ice
Support (PSSf Matrix. This matrix was refined during the month-
Lfloné Meuntain‘Eagle Exercise‘in Grafenwour; Germanyiin'OCtober.
.The_matrix provided the Task'Ferce Eagle Cemmander with a list‘of
functions'deployedvpersennel serVice snpport‘units'weuld prQVidev
'xfor nis force as well as a timeline of service availability; ‘Theﬁ‘
fﬁplan’s‘conCept, althqugh_sound,rlaeked necessary flexibility to
.~adapt to‘ehanging circumetanees on the'.g'vround.l1 |
The matrix also reinforced the original intent ef the
t:persennel community in‘concertiWith available doctrine} to
4'providenmost'services commanders‘were accuStemed to receiving in

‘garrison from the rear (i;e. essential‘personnel serviees) in a
split based mode . Cnly'thoee functions (postal, replaCement}
. Morale Welfare and Recreation kMWR), strength management, and-
lcasualty operations) as dictated by the dectrine for wartime
lsnppOrt were to ‘be provided forward.
"Finally, the major problem with theimatrix Was its failure'ter
| reflect the realities of Task Force Eagle’s long term
Apeacekeeping misSieni Conseqnently neither the TaekfForce
f;éemﬁander_nor his snpporting PSB commander truly adhered to the
._plan ontlined by the matrix. Ironically, the matrix was fellowed
j quite closely back_in thevcentral region of Germany by the»three

 ,remaining PSBs. As a result as the deployment developed,‘a’great



deal of duplicate work and conquion permeated throughout‘the 15t
Personnel Command. |

The forward PSB expanded its‘services beyond those core’
functions pfescribed by doctrine and into the essahtial services
area as the theater sfabilized. It was able to do so with
focusing available resources on the needs of those cOmmahdars in
theater, and disregarding much of what was initiallyvplanned
during fhe months preceding the deplbyment. Systems such as The
Officer Personnel‘Management Information Systemv(TOPMIS) and the
Enlisted Distribution and Assignmént'Syétem (EDAS) were as easily'
accessed with communications equipment in theater as if the
individual personnel detachments were aperating from any U.S.
Army installation worldwide. Access to EDAS allowed updating
promotioﬁ points in the deployed location rather than'sehding
information to the rear for processing. Connectivity with TOPMIS
allowed the battalion’s subordinate units, the personnel
detachments (PDs) to update Officer Recard Briefs (ORB) on site
and provide a copy to the officer. This was a big success
considering the number of centralized promotion boards conducted
throughou£ the year. Providing this service to task force
officers preveﬁted.any disadvantage in the promotion process,
since the Army made no special allowances for.those deplayed.

As communications links became more developéd; e-mail allowed
personnel soldiers greater access to critical pbints of contact

in Germany and CONUS. Access to the Local Area Network (LAN) was

- 10




‘key'in overc6ming the iaige disperéion of the personnel supbort’
~ assets throughout the 15 separate_baSe_éamps aﬂd 3‘different“
. cduntry locations.
The need for senior commanders to access current unit énd‘ ‘
‘tvindividual strengtﬁ accountstin a fluid'théater‘by locatioﬁ
-prompted the introduétion of the Personnel Accountability'Sysﬁem
(PAS) . This relétively new system allowed a SOlaier tO”bé:‘
1traéked‘from one loéation tb.another using his ID card. As thei'
:>theatef matured PAS became the system of chqice’bybfinancé'
'bpersonnel rélying on its iﬁformation in.determiningiﬁdividual

entitleménts. Entiflements‘varied dependinévon:cbﬁntfy lodation;
:in addition, thére were two othef impo:tant“spiﬁ offs of this
>system. First it fﬁﬁctioned as a quasi poét‘locator as‘the
posfai‘system matu:éd.in‘theéter; Secondiy; PAS wés ektreméiy
~ helpful in locating soldiers:for Réd C;oss emergencies."Thé‘~
system, however was very labor intensivé and causedﬁﬁhe PSB ﬁof
»diVert critical manpower in order to maintain‘the three major :
ports of embarkation (APOE) 24‘houré a day.u |

"As the operation deveiopéd, other essential‘personnel

 sér§ices were introduced. The decentralized promotion process
saw‘manyvéuécésées'énd faiiuiés dﬁring the dperation but was
‘;deémed by the senior non commissioned officer leadeiship of the
gtéék force as;neeessary for extended deployments. Verifying
promotion»points égainst‘often incomplete promotioﬁ packets,

'entéring those‘points into EDAS to recognize promotions,

11



inbutting the new grades into the Standard Installation Database
Personnel System (SIDPERS), andvmost impqrtantly paying soldiers
at the correct g;ade, all contributed to the many opportunities
for mission failure.

The Army’s prométion system is not sufficiently flexible to
‘account for connectivity and.otﬁer situational failureé which may
slow down the data entry process. As a result many séldiers were
not promoted on time, despite the PSB and its PDs’ best efforts;n
RécomputatiOns and Non—Commissioned Officers‘Education System
(NCOES) waivers were also procéssed as the theater matured. Most
of the péint verification for soldiers was accémplished over the
phone between deployed and rear PD soldiers. On many occasions
p;omotion érde:s were produced‘in both locaﬁions, adding fo the
confusion. This problem was overcome in time, as support methods
‘were refined.

Another example of providing the full range of serViceé tQ’
the deployed force and reducing the reliance on a split based
support model was the fielding of two deployable Regional Army
Personnel Identification System:(RAPIDSS machines. This |
capability eliminated the need for temporary ID cards to be
issued within the theater.

éIDPERS continued to be the Army’s personnel management tool
for strength accounting and strength mahagement. The system,
_although antiquated, performed well'throughout the depldyment and

provided the commanders with the necessary personnel reports to

12




takélcare of their soldiers. There‘was no linkagéfbetweeﬁ EDAS
and SIDPERS howeve#, which required the’indiVidual PDs to inpﬁt'
_fwo'sysfems for every one'soidier transaction, whether that
transaction invoived a reassignment action or a promotibn,
.iRéaSsignment sectidns‘began producing 6fders on rédeplcying
:‘soldiéfs within the theatervabout half way through the deployment ;
‘;period, énd‘eiiminated yét another rear detachment'sblit based |
-jfunéﬁion; | | |
As time'wént on other PSS functions wére introduéed in
, Support of the deployed force. Identification tags,‘IEOR‘ID
:cards (which were méde for the entire force, not‘just U.S.
:}perSOnhel),‘gobd cdnduct‘medals, personnel history updatés,'and
“officer and‘non—commiésioned officer evaluation reports Qere‘
ﬁ.roufinélyvaccomplisﬁed by the four déplé?éd pérsoﬁnel
'édetachménfs; ~In ali, by?the end of the ele&én‘month‘IFdR‘missiQn
 vin‘November 1996, over 58,000.SIDPERS transactions; 8,500 |
‘ evaluatioh'reports;v24)000 IFOR:ID Cards, 2,SOO[ORB ﬁpdatés,
;4,500'good-¢onduct’medals, and 3,500 2—istere completed.™
'All of these‘funcﬁions were intended to be‘accomplished in :
 5£he cehtral régibnfof Gérﬁanyfor‘the duration of.theopéfation{' 
_.The impact of proviaing-those'services forward on.the soldiet and
'unit are difficult ko meésure. However, based onithe raw numbéfs‘
of actions accOmplished ahd‘the related number of.cuStomérs~over  

the 1ll-month period, the efforts to provide those services were
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well recoived. It is also difficult to imagine the impact on the
overall force had these services:not-beén pronidedsin theafer.

Aside from feeding_tne force, mail is.the single most |
importsnt morale issue of a soldier during any deployment. This
was also the case during Operation Joint Endeavor. Postal
operations also attracted a great deal of oommandvintefest that
begén early in the oporation and continued thronghout; Without
that interest hoWever, the PSB would not have been able to
overcome some of the glaring shortfalls in squipment, manpower,
and transportation to accomplish this high‘orofile mission.  When
the mission was turned over tO’the_Stabilization Forces (SFOR) in
November 1996, over 9.5 million pounds of mail had been handled
in theater by deployed postal’units.ﬁ

The success of{the postal operation was due in large part to
the overlap of Temporary'éhsnge of Station (TCS) soldiers
arriving into’ the PSB from various locations in Germany and the
United States mixed with Reserve Component (RC) soldiers from
CONUS. ‘Reserve soldiers deployed both into‘the'forwérd and rear
aréas and supplemented the AC fofce opersting in both locations.
However, a considerable amount of training was required once:
those soldiers arrived in Bosnia and Hungary, since most were not
prepared to operate and sustain a division level postal
operation. Specifically, they lacked a common understanding of

the general support mission and its critical link with the Air

Force’s Airmail Terminal operation.
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In CbNUS the pbstal'miésion is run.eXClﬁsively bY'the United
”States PostaleYStem, net the militar‘y;16 Outside‘ef CONUS it is
the responSibility of the United Statee Militaty Pestal‘System
kUSﬁPS); Once the ih—coﬁntry training Wes‘accomplished, )

- Operation Joint Endeaﬁor (OJE) demonetfeted°thet'a postal compaﬁy"
could euecessfully aecomplish both ite;operational mission and |
its:service ﬁissioh Qitﬁ the current configuration of a postal
operetions platoon'and postal settices platoons.

.“*The;main APC located intTuzla‘originally'required94,500

- square'feetAto separate_and‘sort mail to eachﬁof_the'battalions

' end sepetate‘unitsvof Teek ferce Eagle. The space reéﬁirement
was_based‘en‘the number~of uhits, locations, and the strength efi‘
- the task feice. The initial lack of space was eolved almost

~ immediately with the purchase of a large‘feet tent. The'
eperation'itself‘ran 7 deys'e week, 24Fhours a day,‘and‘was

: adjacentfto‘the 2,500 square foot airmail terminal run by the Aif
Force. ~Cohveyer belts, heaters,fans,‘serting'binsend x—ray;t
'mechines augmentedtthe notmal Modified Table of?OrQaniéatioﬁ and'
YEqﬁipﬁentb(MTOE) list totround out the final equipment needs.

- Force Protection requiremente, consisting of e fouf—vehicie
:econvo§ with~two crew ser%ed weepons, a.eombat‘lifesaVer and twé‘,
3 radiee, ihhibited‘the postal.compeny's ability to movetmail.
Internal task ferce transportationvaseets were not reliable'
eneugh‘to ensure routine deliyery to.the eight eutlyihgvpost

offices esteblished within the first 30 days of the operation.

15



The transportation issue was resolved about two months into thé
operation when Brown and Root, a U.S. civilian contractor assumed
much of the task forée's support mission, including moving the
mail within thé AOR." Frém Christmas Day 1995 through fhe ena of
the operation some eleven months later, postal serviée was
interrupted only on two occasions, boﬁh for periods of less than
24 hours. The pOStal éompany provided the‘full spectrum of
services throughout the operétion to inciude all incoming and
outgoing mail processing, post locator service, redirect mail,
all finance services to include regulaf postage, and money
orders, postal claims, inspeétion §f uﬁit mail rooms,_ﬁrainiﬁg of
mail clerks and casualty mail.® ‘Additidnally, postal‘units in:
Gérmany augmented by RC soldiers continued to provide
uninterrupted postal support to soldiérs and family members
throughout the deployment périod. |

A reserve replacement Eattalion“was’mobilizéd and deployed.to
Germany in support of the operétion. Their mission wasbto |
provide all replacement support fof the operation, since the 21°¢
Replacement Company, USAREUR’s only acﬁive replacement unit, was
neither manned nor equipped for theiadditional workloadkthis
mission required. The battalion collocated with the 21st’
Replacement Company at Rhine Main Air Base and stayed at that
.location for the duration bf the operation. Sub—élements from

this RC unit were also sent to Hungary and Tuzla to run those
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F,QpégétiOns siﬁce the I“VArméred Divisioﬁ did not haYe ﬁﬂe
'vresourcés_to accomplish that‘mission. |

Command and controi ¢f the replacemént ésSets remained an
issue throughout the deployment.‘VThe unit’s leadership‘argued
~ successfully that the‘battalion heédquattersvshould retéin
éommand and control.over all Subordinateelements; eveﬁ fhose
deployed with the forward PSB, which w_a:s ‘prdi(iding the”dail.y 3
: opexatiOnal direéti§n aﬁd sﬁstainmént. VIh addition toléroéessing‘
“1individual replacements, pro&iding life-support; and s¢heduling> 
: onward'transpoftation, replacementvdetéchment sbldiers”weré>als§
"tasked'to';un the R&R prbgram initiated in léte Mafch of 1996.19
;,Soldiers'from the‘éersonﬁel detachmentsterelglsb detailed fo
' w§rk aldng side thé'RC réplécement.soldiers at bus and éir
termiﬁals performiﬁg daily PAé functiqné. Althohgh attempts were
made to'tfain theSé.scidieré on the PAé systém,itﬁéir pthér daily
“fequifements‘préCluded full assumption‘of thét ﬁiSsion.
Split based operations and the contributioné of the reserve
'<componeﬁté in providing qualify PSSHsuﬁpo;tvduring thié operatiohf
were int‘ﬁi-cat‘e'l‘y‘ linked. To begin' with, split based operations
 :are_p£;cticéd daily in Eﬁrope, unlike CONUS whefe the PSBs
‘,1primarily are functiOnélly aligned‘and lOcated on dnery
instéllation.: In Europe‘perSOnnel‘detachments‘and the pqstal
 ’compahies are geographicaily separated from the battalion

headqﬁarters. In addition, in many cases the PDs themselves are
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broken down in many areas with squade and ﬁeams operating away
from the detachment or postal platoon.® |

When the execute order for Operation Joint Endeavor wes
issued, ali personnel service support participants understood
that the central region of Germany’s PSS mission would continue
uninte;rupted. Further splitting of an already split based
operafion did not reSﬁit'in an equal split Ofemission Vr
requirements. The fesult of thie additional split is depicted at
figure 1. Command and control Challenges alone for this

organization were daunting and the drain on already scarce

resources stretched the PSB beyond its capabilities."

NETHERLANDS

45 e, N Puatat
SUINNEN
TUE NETHERLANDS

As of 072200FEBIB

Figure 1. Cmd & Cntl for a forward-deployed operation.:

A partial solution to the tremendous drain of personnel
resources came with the announcement of a Presidential Select

Reserve Callup (PSRC). Reserve units were identified and
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mobiiizedbaporopriafely by postal‘platooﬁs andiperSOnhel
”defachments.x Upon érrival‘in.Europe; they were‘diVided émong
foqrEuropean based PSBs or‘tergeted for duty in‘Hungary;
Croetie, or‘Bosnia. Only one-third of the deployed.soldiersiwe:e
vfbaokfilled by RC soldiers in the central reéion'during this‘ll;:
:month‘timeframe.' o ' |

Most“reeerve postal_units were well prepered ahd‘followiﬁg'i
brief'ih—oouhtry;training provided a very poeitiVevimpaCt on-
‘postal operations both in the central ﬁegion of Gefﬁany and the "
deployed theater.. Many of these soldiers possessed‘deployment
expefience and had‘a very good understanding of‘their mission’andd
‘responsibilities. From a technical‘staﬁdpoint they‘were,betterd
prepared‘than'the ActiveIComponent CONUS‘Temporary‘Change of
Staﬁion kTCS) soidiers since‘many worked'for USPS in their
civilian careers. | |

Unfortunately, reeerve personnel detachment soldiers and

:units were not As sﬁccessful. Most were not prebared’to assﬁme'
thevrear“suppOrt mission from the»deployed active un;te,:duemto
insﬁfficient training‘on key‘aotive personnel eysteﬁs. vSystems
Such as EDAS, SIDPERS, TOPMIS, and‘PASwere fo;eién conceptsito
fmostcneﬁiy arriving éc sQldiers.v-Thisproblem wes‘COmpounded by
ve£y few oapable‘AClsoldiers remaining in‘rear detachmenps to
ipro?ide‘tfeiniﬁg. In‘moet cases the AC soldiers hedvalready
deployed before the RC soldiefs-ar#ival; This created ﬁremendous

challenges during the redeployment phase ofvthedoperetion.,
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The lack of sYstem exposure wés also a problem in the
deployed theater, but in time was overcome with very,intenéive
tréining. Due to the urgent need in Europe,vtréining‘time t§
prepare RC units for mission Supéort was almost non-existent.

For the RC postal soldier this was not a significant problem, but

for the RC PD soldier it was a major factor.

RECOMMENDATIONS

If the personnel.éommunity is to»remain rélevant in thié héw‘(
: péacékeeping environment, it muét be prépared to provide the'task'
force commander the same level and variet§ of'support during'.
'deployments that is pro§ided on a daily basis'in garrison. If
existing personnel resources can not be focused towards:that end,
these units will not be'viéwed as the combat multiplier they are
and be relegated to thevsidelines of any future peacékeeping |
‘operation. During Operation Jéint Endeavor and those iterations
that foliowed necessary PSS‘support was prOvidedudespite
shortcomings in doctrinal guidance and blanniﬁg shortfalls at the
beginning of the operation. Such adjustments cahnot be_sustained
in ﬁultiple or prolongedupeacekeeping operations.

‘Now is clearly the time for the Adjutant General community to
take a hard look at the way peacekééﬁing missions are supported.
Our eventual goal should be either a substantial rewrite oquM
12-6, or the.Creatidn 6fva related field manual‘specially devoted
to peécekeeping missions. ' This paper offers nine specific

recommendations towards developing the‘right recipe for future
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PSSioperations in the areas of postal support, replacement
eperations, the use of reserve soldiers,'split—based'operatipns,

and essential PSS.

Category

, Table 1 - Recommendations
f POSTAL. | |

‘,Plenhere should eXpect vast geographicaiAdispeisiQn fdr‘eny
future peacekeeping operation.' They should insistvthat pQStel
uﬁits ér£ive'early‘in the operation. - it.can alse'be expeeted
“that trahsporfation‘requiremehts will quickly‘ovefwhelmr

capacity.? Establishing of the main postal operation at the main
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airfield in conjunction with the Air Terminal Operétidns
personnel of thé air force will ehsure that postal soldiers will
have immediaté access to inbound ﬁail. The‘cﬁrreht postal
operation in Tuzla should be maintained in iﬁs ehtirety onCelthe'
opeiation is éompiete, to include ﬁhe retainiﬁg of all non-MTOE
equipmeﬁt. Recommeﬁd that the equipment be étored and'maintaihed
in the European Theate: for future contingencies.t The sh&itage
of qualifiediperSOnnel throughout fhe Army in both the AC and RC
has been perpetuated by the insistence of thévAdjutant'Génerél‘
School that they be the only organization thatvcan award the F5
deéignator (skill identifier for postal) .2

In.order‘to ensure}that theré are sufficient numbers of
trained postal soldieré the Adjutant Genefal School should graht
‘the two postal directorates in Korea and Germany the authority to
award the F5 identifier. Tﬁat skill identifier is awarded
currently only by the Adjutantheneral Schoél after suCcessfully |
completing a self paced curriculum. The school has never
produced sufficient numbers of scldiefs neces$a;y to perform
postal missions. However, adeqﬁate training can be accomplished
by existing units. Without the ability to award the identifier;
personﬁel units responsible for postal opefations will constantly 
be playing catch-up with other Battlefield Operating Systems
(BOSS) upon deployment. Finally, give the Army Reserves’the
deployed postal mission. They will excel. As-the most recent

deployment clearly'proved, the reserves are as well, if not
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‘.bettervprépared to accomplishthat:mission.v They bractice
providingvpostal support year round, and many'deploy to‘either
Europe or Korea for their Active Duty for Tralning (ADT} periods
CONUS postal units do not get that opportunity and consequently,‘
are not as well prepared for a contingency operatlon Wlth the
‘kexceptlon of the one postal company a531gned to support the
contingency corps, the need for active duty'postal units_within

“CONUS is not justified.

| REPLACEMEN’T OPERATIONS.
Replacement Operations involves the care of and accounting

for 1ndiv1dual solders mOVing in and out of a theater of
' operations. 'ESBs account for soldiers as part of their‘day to
day garrison‘function and in the deployed environment. | |
.“Replacement Operations below the:theater level(fwhere reserve

_component replacementwbattalions focus; should be shifted'toithe ;

rPSBs.‘;A lO*soldier cell (the number is the minimum number needed‘
‘,to support a division size task force)‘should be added to the PSB
“TOE in the SIDPERS section for replacement regulating It is’
-muchveaSier‘to account for soldiers when those entrusted toydo‘
the”accounting are_also the ones that"house,ﬁfeed and‘arrange
transportation. ‘There is nothing SCientific'aboutireplacement
operations‘and those functions clearly could and should be
incorporated intokthe overall PSB'mission. The replacementi{

mission goes hand in hand with personnel accountability, and;one
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that could be adopted with little or no major outside training

impact.®

'SPLIT BASED OPERATIONS AND RESERVE COMPONENT PSS SOLDIERS AND

UNITS.

Regardless of the rhetoric, split based operations over an’
extended'peéiod’of time degrade a unit’s capabilityito provide
sustained and standardized service to the deployed force and
those units and,faﬁiiies left behind. More often thanbnot, the
commander’s decision is to take his best seldiefs leaving the‘
least traihed behind; Compounding this problem, witeout
sufficient backfill those ieft behind are often woefully
~undermanned to‘accomplish even the basic daily missione{ The
best answer lies in the reserve component ?SB. For long termk(6
months or more) deployments, entire reserve units should be
activated to backfill the deploying PSB. To piece meal parts of
units without their senior leaders.is,not-a satisfactery
solution, and one that caused a eriad of_pefsonhel problems in
preﬁious operations. ‘'Allowing an entire unit to move ih behind
the deploying PSB relieves the deployed commendei of both the

unrealistic respensibility of providing PSS support'td the rear

and focusing on deploying his unit and establishing'support in a

deployed theater. The finance community deployed an entire

reserve finance battalion during Operation Joint Endeavor and
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although it experienced some growing pains, the‘deCision paid off‘
in the iong run. |
In addition;'the Army’s senior'personnei leaderskshouldv

‘insist’that key personnei systems for deployments are trained in ‘
Ethe reserve schools, during monthly drills, and during annual twed

week ADTs. ‘As a start, systems suen as SIDPERS 3, EDAS, TOPMIS,H
K and:PAS snould.be immediately incorporated into the training'
-plans; Doing S0 now-will ensure that future‘activated units ean
provide the necessary personnel support requlred to sustaln the
‘deployed force over an extended period of time. ' It will also’
bhelp to minimize the.training reduirements of AC personnel units

who receive RC augmentation.

' ESSENTIAL PERSONNEL SERVICES

;“Essentlal personnel serulces” are often determlned by the
persen or persons rece1v1ng the serulce.s Essential ean then be_
explained as any personnel service outside tnose core‘ 3
fdcempetencies outlined earlier in this paper that;the deployed
:commander requires to sustain his erce.. These,Services are
‘always provided in a peacetime‘garrison envirenment put selddﬁ ;
prov1ded w1th any regularlty durlng combat. As thls paper has
addressed there is plenty of room between a garrlson envrronmentt
_iand all out war when determlnlng what services are in deed B
‘essentlal. Our persennel doctrlne does not address in suffleient‘
detail the.neeessity to provide these serviees in a depieYed |

theater.
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As‘a start point for develoément and integretion into our
basic doctrine is what I would refer to as a flexible éupport
matrix. It will outline all of the non-core services routinely
provided to soldiers when a personnel organization plans for an
extended peacekeeping mission. The matrix itself should be
flexible enough to phase in the particular'levels of support
required as the operational environment develops. In doing so,
personnel organizations will.initially continue to concentrate on
their core competencieé, bUt'alsobtake with them the necessary
capability to expand services as circumstances allow. .This'
flexibility will help alleviate command frustration at the user
level and duplicatioh of effort by other.participating‘personnel
units.

CONCLUSION

These recommendations are nof a cohpiehenéive formula for
streamlining persoﬁnel support in peacekeepiﬁg miseions.’ HoWever
they do offer a etart point for more discussidn and analysis. As
the persennel commﬁnityvmbves into the.next centﬁry, peacekeeping
opefations will become more the norm instead of the‘excepfion. |
The‘personnel community must change-the way it pfovides support.
Addreeeing the many aesociated issuee dffers‘aloﬁ‘of excitihg
challenges for the Adjutaht-Generals Corps. Faiiﬁfe to‘adapf our
doctrine and practices to these new circumstances will eeriously“
undermine long teim sustainébility of peecekeeping'depleymente;
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