Will The Unit Operations Center Become A Burden For Marine Corps Communicators?
EWS 2005

Subject Area Operations

WIIl the Unit Operations Center becone a burden for Marine

Cor ps comuni cat ors?

EWS Contenporary |ssues Paper

Submitted by

Capt MA GQuerra

To

Maj Gelerter / Maj Uecker

February 2005



Form Approved

Report Documentation Page OMB No. 0704-0188

Public reporting burden for the collection of information is estimated to average 1 hour per response, including the time for reviewing instructions, searching existing data sources, gathering and
maintaining the data needed, and completing and reviewing the collection of information. Send comments regarding this burden estimate or any other aspect of this collection of information,
including suggestions for reducing this burden, to Washington Headquarters Services, Directorate for Information Operations and Reports, 1215 Jefferson Davis Highway, Suite 1204, Arlington
VA 22202-4302. Respondents should be aware that notwithstanding any other provision of law, no person shall be subject to a penalty for failing to comply with a collection of information if it
does not display a currently valid OMB control number.

1. REPORT DATE 3. DATES COVERED
FEB 2005 2. REPORT TYPE 00-00-2005 to 00-00-2005
4. TITLE AND SUBTITLE 5a. CONTRACT NUMBER

Will The Unit Operations Center Become A Burden For Marine Corps £b. GRANT NUMBER

Communicator s?
5c. PROGRAM ELEMENT NUMBER

6. AUTHOR(S) 5d. PROJECT NUMBER

5e. TASK NUMBER

5f. WORK UNIT NUMBER

7. PERFORMING ORGANIZATION NAME(S) AND ADDRESS(ES) 8. PERFORMING ORGANIZATION
United States Marine Cor ps,Command Staff College Marine Corps REPORT NUMBER
University,2076 South Street, Marine Cor ps Combat Development
Command,Quantico,VA,22134-5068

9. SPONSORING/MONITORING AGENCY NAME(S) AND ADDRESS(ES) 10. SPONSOR/MONITOR’'S ACRONYM(S)
11. SPONSOR/MONITOR’ S REPORT
NUMBER(S)

12. DISTRIBUTION/AVAILABILITY STATEMENT

Approved for public release; distribution unlimited

13. SUPPLEMENTARY NOTES

14. ABSTRACT

15. SUBJECT TERMS

16. SECURITY CLASSIFICATION OF: 17. LIMITATION OF 18. NUMBER 19a. NAME OF

ABSTRACT OF PAGES RESPONSIBLE PERSON
a REPORT b. ABSTRACT c. THISPAGE Sa_me as 13
unclassified unclassified unclassified Report (SAR)

Standard Form 298 (Rev. 8-98)
Prescribed by ANSI Std Z39-18



INTRODUCTION

In current operations, the Marine Corps does not just rely
on fires and their effects to win battles. Information
operations, public relations, and digital comunications have
becone al nost as inportant as pulling the trigger and sendi ng
rounds down range. Today, those who can gather, filter, and
distribute tinmely and rel evant information have a greater chance
of winning the battle!. Recognizing this, units throughout the
Mari ne Corps have packed their homegrown COCs with digital
equi pnent to increase their information collection, filtration,
and di ssem nation capabilities? This has occurred with little
or no support from Mari ne Corps or Departnment of Defense (DoD)
| ogi stics prograns. In an effort to fill this support gap,
Marine Corps Systens Command ( MARCORSYCOCM), w th gui dance from
Marine Corp Conmbat Devel opnent Command (MCCDC) and the operating
forces, procured the Unit Operations Center (UOC), a
standardi zed COC. The UOC is full of sone of the |atest Marine
Corps command and control (C2) applications and equi pnent
designed to help Marine Corps units speed up their observe,
orient, direct, and act® (OODA) |oop. However, although the UCC

was procured to provide its own | ogistics support, current UCC

! Laura Little. “The Digital Combat Operations Center,” Marine Corps Gazette, August 2002, 37-53.

2 Asad A. Kahn. “Digital Combat Operations Center,” Marine Corps Gazette, March 2003, 39-41. Proguest
Military Collection (20 January 2005).

® OODA is a model of decision process that can be used in the tactical environment to try to stay ahead of enemy
actions.



support plans will place nost of the equipnent, training, and
manpower burden on the comruni cations conmunity.
BACKGROUND
In the past, Marine units, particularly infantry reginents
and bel ow, have gat hered conmercial equi pnment necessary for
their COCs, loaded it in the back of a few high-back highly
nmobi l e nul ti-wheel ed vehicles (HMWW), purchased a small
gasol i ne- powered generator, placed operators assigned to them
fromthe staff sections, flipped a few sw tches, and hoped for
t he best when they went out to the field. Looking for a better
sol uti on,
during the 14-16 January 99 Division Comanders’
Conference the Conmmanding Generals for the 1st, 2nd,
3rd, and 4th Mirine Divisions stated the follow ng:
“The COC needs to provide space, power, and connectors
to enable ‘plug and play’ operations for our series of
integrated C2 systens. Each of our echelons of
command needs to be able to transport the shelters, Q2
systens and support equipnent, and power generation
equi pment of the COC.”*
And so UOC was initiated to resolve the |lack of |ogistics
support for Marine Corps COCs.
To make the request official a m ssion need statenment and

operational requirenents docunent® were drafted and approved in

1996 for the UOC®. UOC was to “provide nobile facilities that

* Marine Corps Combat Development Command, Operational Requirements Document for the Combat Operations
Center (COC); Change 4(No. CCC 30.1). Quantico, VA: MCCDC, 2001.

®> UOC Operational Requirements Document, 2001.

® UOC Operational Requirements Document, 2001.



[ woul d] host or interface with current and pl anned [ Tacti cal
Data Systems] TDS” 7. It was to "interface with planned and

exi sting organi zati onal Table of Equi pnent (T/E) conmunicati on
systens” and “existing conmuni cation assets [woul d] not be

i mredi ately replaced [but rather] phased out and new ones phased
in wth the devel opment and procurenent of new radi os and
systens as separate programs”®.

The contract for UOCC was awarded on April 2002 by
MARCORSYSCOM t o CGeneral Dynam cs Deci sion Systens and after
goi ng through sonme prelimnary testing, the UOCC was sent out to
Irag to support | Marine Expeditionary Force (MEF) during
Qperation Iragi Freedom!l and Il. However, after design,
initial production, and some conbat operations sone equi pnent
and training i ssues have been raised within the comruni cations
comunity about UCC.

EQUIPMENT

Transmn ssi on

Si nce the UOCC program does not have any organic
transm ssion systems, it will not add radios to a unit’s T/E°.
Units will have to provide UOC a transm ssion path via the
radi os they have been using with their inprovised COCs. One of

the major issues that has arisen about the UCC is that the

" UOC Operational Requirements Document, 2001.
8 UOC Operational Requirements Document, 2001.
° UOC Operational Requirements Document, 2001.



transm ssions systens that the infantry battalions have cannot
support the bandwi dth required by the UCC. Wile the UOC boasts
about the capacity of its routers and switches, it is highly
reliant on the Enhanced Position Location Reporting System
(EPLRS)'® to comunicate with other units. It was evident during
Qperation Iragi Freedom (O F) | and Il that EPLRS was not very
reliable!. Since it is aline of sight radio, it was at the
nmercy of the surrounding terrain and its | ow bandw dth
capability did not provide the Marines with what they needed!?
Eventual ly EPLRS will be able to provide nore bandw dth, but
still not enough to effectively support UOC s C2 applications
and equi prent. More capable transni ssion systens will appear at
a later date that will support UOCs current bandw dth

requi renents, but when that happens, much of the UCC equi pnent
is sure to be obsolete®® or replaced with equi pmrent with even

hi gher bandw dth requirements. Consequently, since UOC does not
provide any of its own transm ssion systens, it will burden the
comuni cations Marines by forcing themto take from al ready

scarce resources to support the UCC

19 EPLRS provides robust, on-the-move, high-speed, automated data exchange using a contention-free networking
architecture. This guarantees speed of service to time-critical users.

1 Neil Baumgardner. “Myriad of Communications Equipment Problematic For Marine Forces in OIF,” Defense
Daily 218, no. 144, (2003): 1.

12 Equipment Problematic For Marine Forces in OIF, 2003).

B3 “Information Technology Equipment Life Cycle.” Public Act 161 of 2003 Sec. 579. 2004.
http://www.michigan.gov/documents/Life_Cycle_Boilerplate_Report_86875_7.pdf.
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Tactical Switching

Tactical switching in the UOC is al so show ng signs of
trouble. In an effort to integrate all of its tactical data
systens such as Advanced Field Artillery Tactical Data System
(AFATDS), Intelligence Operations Wrkstation (1 ON, Voice over
I nternet Protocol (VolP), and other Marine Corps applications,
the UOC has found a need to integrate digital switches such as
routers, Internet Protocol (IP) switches, and digital voice
switches. This equipnment has enhanced UOC s capabilities but
has left it with some vulnerabilities.

Wil e the switches and routers enhance UOC s capabilities,
it islikely that this equiprment will not operate as it shoul d
100% of the tine. And, since UOC is a nobile system it is
likely that the shaking and rattling of field operations wll
cause even nore problens for its switches and routers. In
conversations with the UCC programoffice, they argue that the
equi prent in the UOC is nostly “plug-and-play” and that the
operators will only have to flip the ONVOFF switch, wait for the
bl i nking green lights, and get ready to talk. But, it is well
known in the comuni cati ons community that even if everything is
done right, it is very possible not to see the blinking green
lights on the very first try, especially if the equi pnent has
been rattled. This will cause problens for UCC since it is

reliant on its switches and routers. Troubl eshooting wll have



to be done by trained personnel who, if required, will either
fix the problemor replace the broken part. This will require
nore than a basic know edge of the system \Wen this happens,
comuni cations Marines who are already tasked with establishing
comuni cations with higher, subordinate, and lateral units wll
be diverted to set up the UOC routers and sw tches.

Communi cations Marines will surely lose tine hel pi ng UCC
operators set up the system but the greater danger is that sone
of the swi tching equi pment designated for higher, lateral, and
subordinate |links may be taken away to support UOCC. It wll be
up to the comruni cations officer and chief to enphasize to the
operations officer and conmander the inportance of outside |inks
conpared to the inportance of internal UOC |inks.

Tactical Data

In addition to its switches, UCC has found the need to add
servers to support the TDSes in the operational facility
(OPFAC). Like the tactical switches, servers will require
trai ned personnel to ensure UOC TDSes work properly. As it
stands now, non-conmuni cations operators will be installing,
operating, and maintaining UOC data systens. This may be
possible if the servers and data systens work properly 100% of
the tinme but if the data systens do not work as they should, it
is likely that the comunications section will have to provide

personnel and equi pnment to ensure UOC keeps wor ki ng properly.



PERSONNEL

Tr ai ni ng

In the prelimnary training, planning, process nethodol ogy
(TRPPM ** report conpleted in January 2005, the UOC program
of fice confirmed what the communicati ons community had been
specul ating since UOCC cane off the assenbly line. Through its
anal ysis, the UCC program office found that an increase in
trai ning for comrunications officers, comunications chiefs,
radi o operators, digital switch operators, and data network
specialists is necessary. The additional training is to train
t he communi cati ons conmunity on UQCC-specific equi pnent. Radio
operators will have to learn howto talk on the radio fromthe
UCC | aptops, digital switch operators would need to programthe
| aptops to act as phones, data network specialists would need to
programthe data terminals, the UOC routers, data sw tches, and
UCC servers'®. Wth the additional training, conmunications
Marines woul d be ready to “assist” the UOC operators in
installing, operating, and maintaining UOC equi pnent.
Conversely, the nost significant training changes for non-

communi cations Marines were for the generator operators and the

14 A defined process for training and education issues during program acquisition. It is developed by
MARCORSYSCOM and done in close coordination with Training and Education Command (TECOM).

1> Jim Jones and Tony Knight. UOC Manpower Training Plan Brief. Stafford, VA: NGIT, 2005



operations chief. For UCC operators, no significant training
changes were recomended.

The training itself does not pose any real burden for
comuni cations Marines, but rather the precedent that will be
set. Looking back at the UOC ORD, this suite of equi pnent
should only be seen as a termnal device froma conmunicator’s
prospective. It should be treated |ike the Conmand and Contro
Personal Conputer (C2PC) application where the comruni cations
Mari ne ensures the comuni cations path exists while the
operations clerk or officer are responsible for the operation of
the application itself. As it stands now, the UOC program
office is looking to task the comruni cati ons Marines with the
responsi bility of operating the UOC wi thout relieving them of
their primary m ssion or providing additional personnel.

Manpower

Li ke many ot her acquisition progranms, the UOCC s TRPPM
report does not reconmend any personnel increases to a unit’s
T/ O for UCC operations. This is due to the fact that the Marine
Corp has a finite nunber of Marines and that if nore Marines are
needed for a particular mlitary occupational specialty (MX),
they will be taken fromthe allotnment of another MOS. It is a
zer o- sum gane.

A maj or assunption done by the UOC programoffice in their

recommendati on was that, since the UOC advertises that it can



function as a communi cations systemas well as a COC®, primry
comruni cati ons equi pnent can be reduced at the unit and the
conmuni cations Marines can be diverted to the UOC. The problem
with this is that the comrunications programoffice at
MARCORSYSCOM has not yet agreed that UOC can performa

comuni cations function. Up until this issue is resolved,
comuni cations Marines will have to be responsible for
establ i shing comuni cati ons paths and setting up the UCC

equi prent w t hout any additional manpower. The UOC program
office agrees that this increase in responsibilities would

i ncrease the comuni cations Marine man-hours, but it is a risk
that they are willing to take'’. This approach is sure to cause
conflicts during operations because the operations section and
t he communi cations section will both be trying to use limted

resources to acconplish each of their respective m ssions.

COUNTERARGUMENT

Commander s have acknow edged that UOC has net the
requi rement of providing standard COC equi pnent with
correspondi ng | ogi stics support. The UOC has standardi zed
Marine Corps COCs and has provided the required | ogistics

support. However, rather than creating its own support, OUC

16 Jim Jones and Tony Knight, interview with author, February 7, 2005.
17 Jim Jones and Tony Knight, interview with author, February 7, 2005.



draws from exi sting comuni cati ons equi pnent and personnel
resour ces.

Mich of the UCC training curriculumis dependent on unit
trai ning and extensive use of electronic job aids and courses.
None of these informal courses will be tracked to formally
designate UOCC-trai ned operators. Sone argue that the young
Marines joining the Marine Corps are very conputer savvy and
shoul d be able to operate UOC without the assistance fromthe
communi cations conmunity!®. Bet even if these job aids enhance
an operator’s ability to operate the UOC, commanders cannot rely
on “maybe” and “probably” to conduct a successful operation.
CONCLUSION

Li ke any good Marine, conmunications Marines will do what
is necessary to acconplish the mssion. Comunications in the
Marine Corps is a support function and, therefore, will make
sure that the commander has what he or she needs. Wen
requi red, communications Marines will operate the UOCC while
still acconplishing their primary mssion. But, if the UCC
programoffice is truly | ooking to draw from comruni cati ons
Marines to run the UCC, it nust ensure that these Marines have
the appropriate resources and training. The UCC has actually
done what it has set out to do: It has provided Marine Corps

units with standard COCs that have Marine Corps and DoD

18 Conversation with various communication officers (0602) and Communications School instructors.
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| ogi stics support. However, it nmust do nore than create an
illusion that the UOC has its own support and place the
equi pnent, training, and manpower burden on communi cations

Mar i nes.

11
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