LOGISTICS FUNCTIONS & CHARACTERISTICS


TACTICAL LOGISTICS


Tactical logistics, which includes construction engineering activities, sustains the tactical commander’s ability to fight battles and engagements.  Successful tactical logistics provides the right support at the right time and place to units in the CZ.  The focus at the tactical level is on manning and arming tactical units, fixing and fueling their equipment, moving soldiers, equipment, and supplies, and sustaining soldiers and their systems.  Tactical commanders thoroughly integrate the concept of logistical support with their concept of operations during tactical planning.  Mobile, responsive capabilities are essential for preparation and execution of tactical logistics.  All tactical logistics functions must focus on generating and maintaining combat power.


LOGISTICS CHARACTERISTICS


Successful logistics must be both effective and efficient.  Logistics operations are not successful unless they provide effective support.  Scarce resources require logistics operations to be efficient.  Effectiveness, however, cannot be handicapped by efficiency.  These two aspects of logistics are balanced to provide the foundation for successful logistics operations.


Five characteristics facilitate effective, efficient logistics operations.  Foremost among these characteristics is anticipation.  Commanders and logisticians anticipate requirements.  They integrate logistics concepts and operations with strategic, operational, and tactical plans.  Logistics operations and systems must be responsive to the commander, providing continuous support to forward-deployed forces.  Finally, logisticians improvise to expedite actions when needed.  These five characteristics—anticipation, integration, continuity, responsiveness, and improvisation—enable operational success.  They apply to war and operations other than war.


ANTICIPATION


Accurate anticipation of requirements can enhance both the agility of the force and its ability to seize and retain the initiative and synchronize activities in depth.  Though no one can predict the exact course of events, future logistics demands must be estimated as accurately as possible.  Anticipation means identifying, accumulating, and maintaining the assets and information necessary to support operations at the right times and places.  Anticipation also means developing logistics capabilities that are versatile and mobile enough to accommodate likely operational or tactical events.  Strategic and operational commanders and logisticians visualize the entire course of a major operation or campaign while planning in detail for the current phase.


Logistics planners should anticipate requirements in order to push the right support forward; this minimizes the need for improvisation in the theater.  Anticipation requires constant coordination between the operations and logistics staffs.








Base facilities, priorities of support, LOCs, and troop movements in the theater support the main lines of operation.  Successful logistics plans anticipate shifts in demand based on the changing nature of operations.  Examples include operations that shift from high-ammunition to high-petroleum consumption or the transition from combat operations to operations other than war.


Anticipation may mean pre-positioning critical supplies, end items, and replacement crews behind each corps sector at the beginning of high-tempo operations.  This precludes the impracticality of cross-leveling between corps at the start of combat operations.


INTEGRATION


Tactical and operational success depend on fully integrated concepts of logistics and operations.  Integration during planning ensures support of operations during execution.  Logistics capabilities often affect the feasibility of a concept of operations.  Based on the theater strategic and operational concept, logisticians develop a logistics concept that gives commanders the greatest possible freedom of action and enhances the agility and versatility of an operation.  Supporting unit commanders are bold and innovative in their support operations and contribute to surprise by helping the supported force do more than the enemy believes possible.  Even deception plans should incorporate logistics activities.


Since Army forces usually operate as part of joint and combined forces, integrating support operations may yield efficiencies not otherwise achievable.  The Army seeks opportunities for such integration throughout the planning and execution of operations by determining who can best provide support.  The Army continues to promote standardization and interoperability of its forces and equipment with other services and allies.


CONTINUITY


Any interruption in logistics operations diminishes the combat power of a force.  During operations, committed forces require continuous supply and service support to sustain their fighting strength and agility.  Continuity of support is the lifeblood of combat operations at all levels.  For example, a tactical plan should provide for logistics support to friendly units that may be isolated by enemy action.  This can be done by ensuring that CSS capabilities accompany isolated or detached units or by specifically planning resupply, combat health support, and personnel replacement operations.


While both combat operations and logistics can vary in intensity, combat operations may enter periods of relative inactivity; logistics operations do not.  Commanders use every opportunity to increase sustaining capabilities.  When the pace of combat activity diminishes, CSS units replenish their capabilities while continuing support to combat units.


Continuity requires that the logistics effort never become hostage to a single source or mode of support.  It means adapting to changing missions and priorities quickly and adjusting to temporary or permanent losses of key seaports and airports and LOCs.  Forward-positioned bases and alternate facilities enhance continuity of support.  These options may require additional construction or a reduction in current consumption.  Force-projection operations require balancing the cost of these options against the risk of interrupting continuity of support.


RESPONSIVENESS


The logistics system must react rapidly in crises.  Moreover, seldom will requirements for units and supplies be known.  Logistics commanders and staffs must adapt units to requirements, often on short notice.  Tailoring organizations will be the rule.  Often units will operate with troop lists different from normal garrison and home station training situations.  Provisional units might need to be formed.  Logistics units, like combat and CS units, will frequently be task-organized for force-projection requirements that will be difficult to forecast with complete accuracy.  Training CSS and base development engineering units to respond on short notice and surge their support for brief periods develops quick reaction to increased demands.  Such quick-reaction efforts may temporarily disrupt long-range logistics planning but are often required to win.


At the operational level, the logistics system meets similar extraordinary demands on an even greater scale.  Efforts to reestablish a ruptured defense or exploit a tactical success may require relocation of logistics bases, repositioning of forward combat health support, major redirection of LOCs, reallocation of transportation and construction means, or short-notice transfer of replacement personnel or units from one part of the theater to another.  The mental and physical ability to cope with such requirements and the discipline to refocus in a crisis is built into the logistics system by effective organization, careful planning, solid training, and strong leadership.  Supply discipline includes adhering to movement tables, declaring and distributing excess materials, and observing senior commanders’ logistics priorities.  Supply discipline contributes to a responsive logistics system.


Responsive logistics, especially when time or other resources are constrained, relies greatly on worldwide, assured communications and automation networks.  These capabilities assist in integrating the full spectrum of logistics functions into a single system.  This may eliminate unnecessary accounting, bookkeeping, and information processing during combat operations.


IMPROVISATION


Improvisation is the talent to make, invent, arrange, or fabricate what is needed out of what is at hand.  Successful logistics operations adapt to changing situations.  The American soldier is a master at this.  Improvised methods and supply sources can maintain logistics continuity when standard procedures fail.


Commanders and planners continually review planning factors and consumption rates, maintain in-transit asset visibility, and revise logistics planning estimates.  Creative commanders and smart logisticians learn to anticipate the unexpected and adjust accordingly.  Enemy action, interruption of sealift or airlift, and natural disasters can disrupt plans and require improvisation.  Logistical improvisation will often spell the difference between success and failure of combat operations.


The need to improvise is even necessary in best-case scenarios.  As ground operations enjoyed great success in Operation Desert Storm, Army units had to deal with an unexpectedly large number of enemy prisoners of war (EPW).  Coalition forces collected 60,000 EPWs during the 100 hours of combat and thousands more following the cease-fire.  Since the engineer units that would normally construct new EPW facilities were still committed to other operations, the 800th MP Brigade (EPW) constructed the additional EPW camps they were to operate to accomplish their mission.


In fast-breaking situations, commanders are prepared to press tactical or civilian vehicles into service as supply transporters, to conduct battle damage assessment (BDA), to cannibalize equipment for parts, or to establish emergency supply points.  Less dramatic circumstances such as unexpected maintenance failures in a particular type of equipment, loss of support equipment, destruction of vital infrastructure, shortage of a particular blood type, or unanticipated peaks in work load may also require improvised solutions.  While improvisation is not a substitute for anticipation, it is a necessary complement.


LOGISTICS PLANNING CONSIDERATIONS


Planning for logistics at all levels involves several critical decisions concerning the interface of combat, CS, and CSS activities.  Support of major operations, battles, and engagements requires organization of capabilities and resources into an overall logistics concept.  Logistics planning and operations must be versatile;  they must complement combat plans and operations and enhance the ability of the supported unit to accomplish its mission.  Balanced logistics means enough support to do the mission but not so much that it overwhelms the system.  Although logistics factors constrain combat operations, the supported commander’s concept of operations, priorities, and allocations dictate the actions of the supporting logistician.


Logistics planners seek innovative ways to minimize strategic-lift requirements.  Strategic lift is a scarce resource.  Some of the ways that help reduce the demands on strategic-lift requirements include echeloning capabilities and CSS units, establishing split-based operations, pre-configuring the packaging of material, and using civilian contractor, allied, and host nation capabilities.


Supporting operations other than war places special demands on the logistics system.  Operation Andrew, in the wake of Hurricane Andrew’s devastation of southern Florida in 1992, is an example of a disaster relief mission where soldiers supported local and state domestic authorities.  Throughout Andrew, soldiers distributed relief supplies, constructed temporary shelters, and removed debris.


Other typical support operations involve constructing roads, bridges, and other key infrastructure and providing emergency medical support abroad in support of diplomatic initiatives.  Combatant commanders tailor logistics support of these operations based on theater needs much as they would do in wartime situations.  In some cases, CS or CSS units may be the only units involved in operations other than war.  The logistical operation may well be the main effort in certain situations.  The level of support, however, should not overwhelm indigenous forces or cause them to become solely dependent on Army resources.  Army efforts must be integrated with host nation or local resources and activities.  The wide variety of potential support requirements demands a flexible logistics structure tailored to theater missions.





TACTICAL LOGISTICS FUNCTIONS


CSS units, supported by engineer units, accomplish tactical logistics functions.  Tactical logistics units normally operate from tactical rear operations areas.  Commanders choose rear operations areas as part of the battlefield framework, with close and deep areas appropriate to accomplish the mission at least cost.  Commanders, however, may choose to separate their tactical rear operations in time and distance to a noncontiguous or adjacent area.  Such separation might be temporary or permanent.  Commanders make these choices as a result of their METT-T analysis.


Logistics operations at the strategic and operational levels make the execution of logistics at the tactical level possible.  Tactical logistics functions are manning, arming, fueling, fixing, moving the force, and sustaining soldiers and their systems.


MANNING


The systems of personnel readiness management, replacement management, and casualty management meet the Army personnel requirements from mobilization and deployment through redeployment and demobilization.  The Army personnel readiness system provides a flexible tool for selecting and assigning soldiers with the correct skills to meet the requirements before, during, and after combat.  The replacement management system moves soldiers and civilians through the CONUS replacement centers to unit commanders in the theater of operations.  The replacement system responds to commanders through the personnel-readiness management system.  Casualty management helps the personnel-readiness manager replace losses incurred during battle.


ARMING


During periods of intense combat, arming the force is extensive and time-sensitive. It begins with peacetime planning and covers all phases of force-projection operations.  Arming the force requires detailed planning and coordination among the combat users and the ammunition and transportation logisticians at all levels.  Modern warfare consumes large amounts of ammunition.  Much of the Army’s ordnance depends on high-quality electronic and optical technologies for precision and effectiveness.  Logistics provides the total package of components, technical maintenance, and skilled soldiers to keep weapons systems firing.  The key to arming soldiers in the field is planning for a flexible logistics distribution system capable of surging for the main effort.  Given the large variety of ammunition and weapons in use and the fluid nature of battle, arming soldiers has become an even greater challenge.


FUELING


While the high performance air and ground vehicles of the Army furnish great potential mobility for both heavy and light forces, they also consume large quantities of fuel.  Wheeled vehicles use less fuel than tracked vehicles and heavy equipment but still make great cumulative demands on the logistics system.  Providing clear priorities for fueling, accurately estimating fuel consumption, and economizing assets whenever possible contribute to ensuring adequate support of operations.  Logisticians operate a high-volume refueling system to support routine consumption rates; they also provide a surge capability.  In peak consumption periods, victory may depend on the ability of the logistics system to increase the flow of fuel.  Whether combat, CS, or CSS, all units require uninterrupted fueling to function effectively.


FIXING


Maximizing equipment availability is a necessity in supporting a force-projection army.  Sound maintenance practices in all units, forward positioning of maintenance capabilities, quickly accessible repair parts, and well-understood priorities for recovery and repair may spell the difference between success and failure.  Repairing equipment far forward is key.  A tailored maintenance capability will deploy, move with, and redeploy with supported units.  Modular support teams will provide additional capabilities.  Battle damage assessment and repair (BDAR) provides the capability to quickly repair and return equipment to combat or expedite recovery and evacuation to the closest maintenance facility with required capabilities.  The maintenance focus is on supporting combat operations.


MOVING


Soldiers, equipment, and supplies must move rapidly and in sufficient quantities to support combat operations.  Tactical actions require timely concentration of units and materiel and often demand short-notice movement of large forces and major shifts in direction of movement.  Automated systems provide in-transit visibility.  At the tactical level, units, supplies, and important facilities move as battles progress to ensure responsive support of committed units as large as corps.  While moving, CSS units must protect themselves and provide logistical support to combat units.  Planning, controlling, and executing transportation operations require detailed preparation and extensive training of CSS staffs and units.  The complicating effects of terrain, weather, and enemy interdiction demand well-planned engineer support and great flexibility of transportation planners and operators.


SUSTAINING SOLDIERS AND THEIR SYSTEMS


The five elements to sustaining soldiers and their systems are personnel services, health services, field services, quality of life, and general supply support.


Personnel Service Support


Personnel service support is the management and execution of personnel services; resource management; finance services; chaplain activities; command information services; and legal service support.  Soldiers are reassured by concerned, positive leadership and a personnel system that ensures care for them while they perform their missions.


Combat Health Support


The CHS system provides flexible, versatile, and fully modernized CHS units to support the rapid deployment of a CONUS-based, force-projection army.  The medical force will assure a medical presence with the soldier and, at the same time, provide state-of-the-art medical and surgical treatment and evacuation, limited only by the operational environment.  This support will ensure that battlefield casualties are treated and evacuated quickly.


The CHS system is a continuum of health care from the forward line of own troops through the CONUS sustaining base.  It is a system designed to provide continuous medical management of patients throughout the differing levels of care and evacuation.  The medical challenge is to provide CHS simultaneously to the CONUS base and to establish an CHS system within the theater that provides requisite care and support to soldiers, including progressive treatment and evacuation.  An additional requirement exists to provide CHS to redeployment and demobilization operations at the conclusion of military operations. Furthermore, CHS requirements will surface in support of operations other than war.  Typical operations include disaster relief, nation assistance, support to domestic civil authorities, and peacekeeping activities.


CHS is based on far-forward surgical and medical treatment to sustain the health of the force and treat life-threatening injuries; standardized medical units using a modular medical support system throughout the division, corps, and COMMZ areas; standardized air and ground medical evacuation units, using air evacuation as the primary means of medical evacuation; flexible and responsive hospitals designed and structured with medical modules to allow for strategic deployment; and enhanced ancillary and functional support systems using advanced state-of-the-art technology.


Field Service Support


Field services consist of food preparation, water purification, bakery, clothing and light textile repair, laundry and shower, parachute packing, air item maintenance, rigging supplies and equipment for airdrop, and mortuary affairs.  Technological advances have improved the quality of field service support to the soldier from tactical showers to improved food service support from modular field kitchens.  Provision of these basics is essential for the maintenance of soldier health, morale, and welfare.
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SUPPORTING COMBAT OPERATIONS


1.  To ensure effective support, CSS operators and planners must understand the commander’s tactical plans and intent.  They must know--


What each of the supported elements will be doing?


When they will do it?


How they will do it?


2.  After analyzing the concept of operations, CSS planners must be able to accurately predict support requirements.  They determine--


What type of support is required?


What quantities of support are required?


What is the priority of support, by type and unit?


3.  Using the requirements, CSS planners must assess the support capabilities to determine--


What CSS resources are available (organic, lateral, and higher headquarters)?


Where are the CSS resources?


When can CSS resources be available to the maneuver units?


How will the CSS resources be made available?


4.  Based on this analysis, CSS plans are developed that apply resources against requirements.


 


SUPPORTING THE OFFENSE


If offensive momentum is not maintained, the enemy may recover from the shock of the


first assault, gain the initiative, and mount a successful counterattack.  Therefore, the CSS priority must be to maintain the momentum of the attack.





A successful attack may develop into an exploitation or a pursuit, and CSS planners must be flexible enough to support either type of operation.  The following techniques and considerations apply to CSS offensive planning.





a.  Position essential CSS assets, such as ammunition, POL, and maintenance, well forward in the combat trains, and ensure that basic loads remain replenished.





b.  Establish maintenance priorities based on the commander’s guidance or intent and the factors of METT-T.  Priorities may change as different phases of an operation are completed.


   	


c.  Recover damaged vehicles only to the main supply route for further recovery by TF assets.


    	


d.  Plan for increased consumption of petroleum, oil, and lubricants (POL).


    	


e.  Push planned and pre-configured logistic packages of essential CSS items.


f.  Plan for increased vehicular maintenance, especially over rough terrain.


    	


g.  Make maximum use of company maintenance teams and maintenance support teams in forward areas.


    	


h.  Request unit distribution at forward locations.


 	


i.  Increase use of meals-ready-to-eat (MRE).


   	


j.  Use captured enemy supplies and equipment, particularly support vehicles and POL.   Before use, test for contamination.


   	


k.  Suspend most field service functions except airdrop and mortuary affairs.


   	


l.   Prepare for increased casualties and additional evacuation and mortuary affairs requirements.


   	


m.  Select supply routes, logistics release points, and subsequent trains locations based on map reconnaissance.


   	


n.  Plan and coordinate EPW operations; expect more EPWs.


   	


o.  Plan replacement operations based on known and projected losses.


   	


p.  Consider the increasing distances and longer travel times to ammunition supply points (ASPs) and ammunition transfer points (ATPs).


   	


q.  Ensure that CSS preparations for the attack do not compromise tactical plans.


 


3.	These considerations apply to some degree to all offensive operations.  The change from one type of operation to another, such as from a hasty attack to a pursuit, does not require a major shift in CSS plans and procedures.  However, the priorities and requirements for support may change.  The XO, assisted primarily by the S4, organizes the task force’s CSS assets to permit uninterrupted support.  The main purpose of CSS in the offense is to maintain the momentum of the attack.
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SUPPORTING THE DEFENSE





1.  The immediate purpose of the defense is to cause an enemy attack to fail or, in contrast to offensive operations, to break the momentum of the attack.





2.  As in offensive operations, perhaps the most critical time in the defense is the preparation stage.  General considerations to be made in preparing for defensive operations include the following.


 


  	a.  Pre-position limited amounts of ammunition, POL, and barrier material in centrally located battle position in the forward area.  Make plans to destroy those stocks if necessary.


    	


b.  Resupply during limited visibility to reduce the chance of enemy interference.


    	


c.  Plan to reorganize to reconstitute lost CSS capability.


Identify personnel from the field trains as potential replacements to reestablish the lost capability.


    	


d.  Use maintenance support teams in the UMCP to reduce the need to recover equipment to the brigade support area (BSA).


    


e.  Consider the additional transportation requirements for movement of Class IV barrier material, mines, and pre-positioned ammunition, plus the CSS requirements of additional engineer units assigned for preparation of the defense.


    	


f.  In defensive operations, pre-position ammunition on occupied and prepared positions.  However, plans must be made for the control of this ammunition.
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CONTINUOUS SUPPORT





CSS elements conduct sustainment operations continuously; when maneuver companies are not fighting, task force CSS elements take advantage of the lull to prepare the maneuver elements for the next operation.





1.  Maintenance, repair work, and normal services are done whenever the opportunity exists.  Repairing damaged equipment and returning it to the fight requires early diagnosis and identification of faults and is done as far forward as possible.





2.  Emergency resupply is conducted when needed, but routine resupply is usually conducted at night.  Vulnerability and limited cross-country mobility of CSS vehicles dictate that LOGPACs use existing roads at night.





3.  Continuous CSS operations require careful personnel management.  Routine details, perimeter guard, and operator maintenance use support personnel time not spent on the road.  A carefully planned and strictly enforced rest-work schedule or sleep plan is necessary to ensure continuous capability.
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