















































































































































Retooling Leader Development in the
Financial Management School

success in the 21st century environment—

requires Army leaders who can think critically,
are comfortable with ambiguity and decentralization,
demonstrate a willingness to take prudent risk, and can
adjust rapidly when needed. They must be able to han-
dle hybrid threats and conduct full-spectrum operations,
and they must be proficient in the latest technology and
capable of melding it with their basic combat and occu-
pational specialty skills.

Equipping our forces with the competencies that
match today’s complex, ambiguous, and multithreat
operating conditions ultimately depends on the Army’s
ability to form and execute a viable leader develop-
ment program. The Army Leader Development
Strategy (ALDS) for a 21st Century Army, released
at the end of 2009, advocates a balanced approach
to the three pillars of leader development—training,
education, and experience—through a deliberate,
continuous, sequential, and progressive process. The
Financial Management School at the Soldier Support
Institute at Fort Jackson, South Carolina, is cogni-
zant of the Army’s needs and the ALDS blueprint and
is revamping and enhancing its leader development
efforts accordingly.

Achieving operational adaptability—the key to

Experience, Education, and Training

Among the most important changes, the Financial
Management School has revised the career maps for
financial management (FM) officers and noncommis-
sioned officers. While it is possible for FM Soldiers
to be successful by tracking in a single core func-
tion, FM leaders believe it is highly important that
FM Soldiers acquire nearly equal amounts of finance
operations and resource management experience. For
officers, time in command also remains central to
career development, although the specific assignment
matters little.

The career maps strongly encourage education as
well, particularly outside of the Army sphere. Certifi-

cations, such as a Certified Defense Financial Manager

or Certified Government Financial Manager, graduate
and postgraduate degrees, and training with industry
are key to expanding the FM Soldier’s experience base
and sharpening his professional skills.

The Financial Management School also is revamping

its programs of instruction to reflect the requirements

BY DR. Dennis K. Davis

of the current environment. In accordance with the
new general guiding principles, the school is more
frequently employing the experiential learning model
in a small-group-instruction setting. This allows
students to serve as assistant instructors and share
their knowledge and firsthand experiences with their
peers. The school is also integrating active-based
and problem-based learning methods, which use

the pattern of problem, plan, test, and reflect. Early
results indicate that this methodology produces bet-
ter comprehension.

The Financial Management School is seeking a
better balance between “training” and “education.”
Training focuses on equipping the student with
specific skills that enable him to perform specific
tasks for which success, failure, and completion are
clearly measurable. Education is broader; it intro-
duces the student to general, fundamental concepts
and the practice of critical thinking, both of which
are essential in today’s unconventional operational
environment.

In the rapidly evolving conditions of Iraq and
Afghanistan, for example, Soldiers have encountered
situations that were not part of their training in either
the schoolhouse or the unit. In these instances, their
ability to use critical thinking to solve a problem, as
opposed to trying to apply a pat solution or procedure,
greatly increases their chance of success.

Courses That Reflect Conditions on the Ground

The Financial Management School is adapting
course materials as well. Operations in Iraq and
Afghanistan have clearly demonstrated the potential
of money as a “weapon system”—that is, money as
a warfighting tool that is equally essential to achiev-
ing tactical and strategic objectives as a Stryker
vehicle or a Hellfire missile. Where civil society
and the economy have been severely damaged or
completely destroyed, injecting money through pub-
lic works projects rebuilds the basic infrastructure
required for daily life to flourish (such as roads,
schools, sanitation, power, and medical facilities) and
helps to establish trust with the local populace. As
projects create jobs, directly or indirectly, cash flows
into local people’s pockets, kick-starting the economy
and providing an income alternative to illegal or
enemy activity.
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U.S. forces have primarily used the Commander’s
Emergency Response Program (CERP) to leverage
the power of financial resources. To ensure that FM
Soldiers are prepared to help commanders “deploy”
this important weapon as soon as they enter an area of
operations, the Financial Management School curricu-
lum now provides in-depth CERP instruction, includ-
ing information on legal limitations and the proper
administration of funds.

The Financial Management School also is working
with the private sector to develop a banking course. In
Iraq and Afghanistan, Soldiers have taken a significant
role in building banking systems, which are vital to a
modern, thriving nation but were absent in both coun-
tries. The school intends to expand the Army’s training-
with-industry program in banking.

Iraq and Afghanistan have clearly demonstrated the
importance of understanding regional customs and cul-
ture, both in terms of fighting the enemy and winning
the support of local civilians. As part of the Army’s
Culture and Foreign Language Strategy, the Financial
Management School added a cultural adviser to the
staff in June 2010.

The adviser is a subject-matter expert on South-
west Asia (which includes Saudi Arabia, Yemen, the
United Arab Emirates, Oman, Qatar, Bahrain, Kuwait,
Turkmenistan, Uzbekistan, Tajikistan, Kazakhstan,
Afghanistan, and Pakistan) and currently provides cul-
tural awareness instruction to the Basic Officer Leader
Course and the Captains’ Career Course. The school
intends to expand cultural and foreign language initia-
tives and products for students, sharpening the program
each successive session.

As with every other Soldier, financial manag-
ers must be ready for the physical conditions on
the ground. The Financial Management School’s
curriculum therefore includes Virtual Battle Space
2 (VBS2). A game-based training platform, VBS2
helps Soldiers learn how to anticipate and respond to
tactical situations akin to those in Iraq and Afghani-
stan, such as encountering an improvised explosive
device (IED), by moving in a shared, immersive,
first-person environment.

Replicating the Operational Environment

Replicating the operational environment is
essential to proper preparation. To ensure that FM
Soldiers understand how they will perform their
duties in the real world and can integrate their
training, education, and cultural awareness, Finan-
cial Management School courses culminate with a
field training exercise (FTX) at the Soldier Support
Institute’s Warrior Training Area (WTA). A state-
of-the-art facility that mirrors the design of forward
operating bases in Iraq and Afghanistan, the WTA
engages students in full-spectrum operations and
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allows instructors to evaluate the students’ ability to
survive and execute their mission.

Soldiers must prove their proficiency in the vari-
ous systems and software of their profession, such
as Eagle Cash Card, Paper Check Conversion, the
Deployable Disbursing System, and the Commercial
Accounts Processing System. In addition to FM-
specific tasks, the FTX includes convoy operations,
defense against IED attacks, and interaction with
“local” citizens. The WTA also provides a setting for
testing new financial management concepts and initia-
tives, such as the viability of using cell phones to con-
duct banking operations.

To strengthen financial management training fur-
ther, the Financial Management School and the Soldier
Support Institute, in conjunction with the Army Train-
ing and Doctrine Command, are exploring the possibil-
ity of expanding the WTA and making it the financial
management equivalent of the National Training
Center at Fort Irwin, California. All FM units would
be required to complete a field exercise there before
deploying, and the facility would be used for regular
sustainment training as well.

The Financial Management School is committed
to continual self-evaluation to ensure that everything
it does betters our Soldiers and keeps them prepared
for all of the challenges they may face. The school
will listen to and integrate into FM doctrine, training,
and education the best ideas from junior Soldiers and
senior civilian and military leaders alike. That input
will be especially important as the school considers a
redesign of its Captains’ Career Course.

The Financial Management School also will seek
to expand opportunities for FM Soldiers to gain expe-
rience and knowledge from the private sector and
nonmilitary institutions of higher learning. Exposing
students to fresh thinking and different perspectives
has proven critical to helping them adapt to today’s
environment and will certainly remain so.

Ultimately, the dynamic and ambiguous state of
modern warfare is unlikely to change any time soon,
if ever. The frequency of decentralized operations
undoubtedly will continue to increase, raising the
responsibility bar for junior leaders; the types of mis-
sions that FM troops conduct will continue to morph
and tread into the nontraditional; and the requirement
for forward-deployed FM Soldiers within and beyond
the wire will grow. No matter the situation, FM Sol-
diers will be ready to apply economic and fiscal power
and give U.S. and coalition combatant commanders the
decisive edge they need.

Dr. Dennis K. Davis is THE DEPUTY COMMANDANT OF THE FINANCIAL
MaNAGEMENT SCHOOL.
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E—
The Army Out of Balance

BY DR. RoMuALD A. STONE

To restore balance and enhance readiness, the Army must
consider its institutional culture while developing a strategy
to align its four key imperatives.

and remain the world’s premier land-based fighting force. In its 10th year at war, the

Army must be versatile enough to adapt to operate in a world of persistent conflict
that is expected to continue for the foreseeable future. It is working to meet this challenge by
building a versatile and agile campaign-capable expeditionary Army.! However, the cumula-
tive effect of fighting two wars has put the Army out of balance.

The Army is out of balance because the logistics demand on our forces continues to exceed
the sustainable supply. Senior Army leaders understand the magnitude of this challenge and
have crafted a vision and strategy to meet current and emerging challenges. This strategy is
articulated in each Army posture statement since 2008 and is grounded in four key impera-
tives: sustain, prepare, reset, and transform. (See sidebar below.)

The purpose of this article is not to debate the merits of this strategy but to highlight the
need to integrate the four imperatives into a holistic and synergistic framework for restoring
and sustaining balance.

The Chief of Staff of the Army, General George W. Casey, Jr., testified before a Senate
subcommittee in February 2008 on the efforts required to transform the Army. In his remarks,

The Army’s Four Imperatives

The Army continues to face challenges in its ability to sustain an all-volunteer force
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1 George W. Casey, “Opening Remarks Senate Appropriations Subcommittee on Defense,” 27 February 2008, <http://www.army.mil/-
speeches/2008/02/27/7825-opening-remarks-senate-appropriations-subcommittee-on-defense/>, accessed on 28 September 2009.
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Culture shapes how the Army “views the environ-
ment and adapts to meet current and future challenges.”
Whenever there is an incongruity between the current
culture and the goals of a change initiative, the culture
always wins.” For this reason, many change initiatives
are ultimately unsuccessful because they lack sufficient
cultural support to get people to embrace and implement
the change.

Culture and Army Imperatives

The Army institutional culture should be the linch-
pin that holds the four imperatives together. Culture is
the key to the Army’s strategy to achieve and sustain
balance. Fundamentally, change is all about organiza-
tions and people doing things in new ways with regard
to behaviors, organization, and processes. “When large,
complex organizations pursue genuine transformational
change, a true measure of their success is the ability
of leaders to properly focus (and to reorient if needed)
people’s attitudes, actions and beliefs—which guide
behavior and establish the true operating culture of the
organization.”®

The center of gravity for restoring balance resides
in the Army institutional culture. The Army needs
to place institutional culture back into the restoring
balance equation. By paying careful attention to the
Army’s values, beliefs, and behavior, we can create the
necessary environment that supports achievement of
the four imperatives to restore and sustain balance.

The Army is faced with a constantly changing glob-
al security landscape. Consequently, cultures that fit
old needs must give way to cultures that fit the dynam-
ics of current conflicts. The challenge perpetually fac-
ing the Army is not in defining or shaping its current
culture but in constantly adapting its culture to the new
realities of the 21st century. David Ulrich provides this
useful metaphor to illuminate that important point:

Just as people’s closets and attics may be stuffed
with mementos of sentimental value, organiza-
tions may preserve old cultures that feel cozy
but become burdensome by failing to respond to
change. Closets must be cleaned; attics must be
seen to hold remnants of the past; and organiza-
tions must learn to let go of old cultures when
new ones become necessary.’

Clearly, a wide variety of people and cultural issues
play a huge role in any change effort or transformation.
Culture can “not only stop a change effort dead in its
tracks, it can also propel it to great heights. Wisdom

during organizational transformation is understanding
the power of culture and how to get it to work for you
instead of against you.”!?

How do you get thousands of Soldiers and civil-
ian employees suddenly to change their most basic
assumptions about the Army? After all, the beliefs and
attitudes that make up a culture filter into everything
we do. And so, this is the challenge for Army leaders:
Do not lose sight of the important role of culture in
the transformation paradigm, and continue to shape
and nurture an Army culture that is congruent with the
realities of the changing environment. John P. Kotter
emphasizes the importance of culture in change initia-
tives in this passage:

Change sticks only when it becomes “the way

we do things around here,” when it seeps into the
very bloodstream of the work unit or corporate
body. Until new behaviors are rooted in social
norms and shared values, they are always subject
to degradation as soon as the pressures associated
with a change effort are removed."

Research provides further evidence that culture
is a key factor in an organization’s success and a
significant limiting factor in managing change.
Transformation leaders recognize that “significant
strategic or structural realignment cannot occur if it
is not supported by the organization’s values and
behavioral norms.”'?

This view is further supported by Rosabeth Moss
Kanter, who suggests that managing change in an orga-
nization requires that people find their stability and
security in the culture and direction of the organiza-
tion."® Therefore, understanding, analyzing, and effec-
tively managing all aspects of the institution’s culture
is paramount in supporting any change initiative.

Restoring Balance and Institutional Culture

In order to restore and sustain balance, the four
imperatives and the institutional culture must be in
alignment. This alignment is conveyed with arrows
in the chart at right. All of the “arrows” should be
pointing in the same direction—that is, aligned with
one another.

Many organizational transformation efforts often
fail to meet planned expectations. This may occur if
the culture and any of the four imperatives are not fully
aligned and interdependent. Any kind of misalignment
can put the effort to rebalance the Army in jeopardy of
not achieving the desired outcome. For example, if the

6 Michael B. Siegel, “Military culture and transformation,” Joint Forces Quarterly, Issue 49, 2d Quarter 2008, p. 103.

7 Daryl R. Conner, Leading at the Edge of Chaos: How to Create the Nimble Organization, John Wiley & Sons, Inc., New York, 1998, p. 207.

8 Mark D. Rocke and David P Fitchitt, “Establishing Strategic Vectors: Charting a Path for Army Transformation,” The Institute of Land Warfare, Association of the U.S. Army,
April 2007, <http://www3.ausa.org/pdfdocs/special/may07.pdf>, accessed on 28 September 2009.

9 Dave Ulrich, Human Resource Champions, Harvard Business School Press, Boston, 1996, pp. 177-178.

10 Larry E. Senn and John R. Childress, “Why Change Initiatives Fail: It’s the Culture Dummy!” Senn-Delaney Leadership Consulting Group, Inc., London, p. 1.
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Prepare

Balance

the Army

The four imperatives and the institutional culture need to be aligned in order to restore the Army’s balance.

strategy for one imperative suffers because of resource
constraints, the Army’s plans for the remaining impera-
tives will be affected and so may the overall strategy to
rebalance the Army.

Moreover, if the Army’s behavioral norms remain
unchanged, the misalignment itself is enough to lead to
difficulties in successfully executing the change. These
kinds of misalignments put a change effort in danger
of not achieving the desired outcome. What is required
is alignment—getting all the arrows to all point in the
same direction in order to achieve the ultimate goal of
restoring balance.

The four imperatives and Army culture are integral
components of any transformation process. Culture,
although difficult to measure precisely, is a real and
very powerful force in how the Army achieves bal-
ance. To this end, the need to reposition culture in the

overall Army strategy is underscored. There is a direct
and powerful link between the way people think and
behave (how personnel work together) and the Army’s
overall performance. Future posture statements and
action plans need to place renewed emphasis on insti-
tutional culture as an important element in the Army’s
paradigm for transformation so that we are better posi-
tioned to execute our strategy and goals in this impor-
tant area.

Dr. RomuaLp A. STONE IS A FACULTY MEMBER AT THE Army Man-
AGEMENT STAFF COLLEGE. HE HAS A BACHELOR OF BUSINESS ADMINISTRA-
TION DEGREE FROM GALIFORNIA STATE UNIVERSITY, FULLERTON, A MASTER
OF BUSINESS ADMINISTRATION DEGREE FRoM THE UNiversiTy oF WesT
FLORIDA, AND A DOCTOR OF BUSINESS ADMINISTRATION DEGREE FROM Nova
SoutHeasTERN UniversiTy. HE 1S A coAUTHOR OF THE Book MANAGING
ORGANIZATIONAL CHANGE.

" John P Kotter, Leading Change, Harvard Business School Press, Boston, 1996, p. 14.

12§ Kerr and LW, Slocum, Jr., “Managing Corporate Culture Through Reward Systems,” Academy of Management Executive, Vol. 19, No. 4, November 2005, p. 130.
13 Rosabeth Moss Kanter, The Change Masters: Innovation and Entrepreneurship in the American Corporation, Simon & Shuster, New York, 1983, p. 123.
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COMMENTARY

Prospecting the Frontiers of Logistics

Research

BY DR. CHRisToPHER R. PAPARONE AND GEORGE L. Toric

The authors present 10 propositions for research by logisticians
who constitute the wider community of “enterprise logistics.”

ne of the most important aspects of professional

education for “enterprise” logisticians is

research. Research not only helps to develop
the intellectual and problem-solving skills leaders need,
but it also allows them to focus on key issues and make
meaningful contributions to the community. Research
projects offer students, practitioners, and faculties the
opportunity to explore, compare, and critically assess
available literature, consider contemporary issues from
an enterprise perspective, and report conclusions to
leaders, fellow practitioners, and the scholarly research
community.

Our intent is to first describe our view of the
“frontiers of enterprise logistics” and then present
ideas that will constitute a useful collection of propo-
sitions for research. We hope that our offering will
spur interest in these topics and produce some cre-
ative and useful research publications for the enter-
prise. We also wish to encourage discussion about
logistics research and discover other ideas from mem-
bers across the enterprise.

The Enterprise Logistics Frontier

We are careful to use the metaphor “frontier” when
attempting to define “enterprise logistics” because we
are not sure of the boundaries of this loosely coupled,
interorganizational network of professional logisticians
representing many institutions, cultures, and nations.

Reflecting on our Nation’s recent experience in
responding to the earthquake in Haiti, we were
encouraged by the vast array of international logistics
responders that met the challenges of acquiring, stor-
ing, and distributing countless supplies and provid-
ing engineering and medical support and other vital
logistics services to address the terrible suffering of so
many. Many people, including some of our enterprise
colleagues, may not be aware that the U.S. Department
of Defense (DOD) logistics community sees its role
in these circumstances as worthy of the term “core
competency.” No longer are overseas disaster relief and
support to domestic civil authorities considered ancil-
lary DOD missions.

In this regard, we see our defense logistics commu-
nity becoming part of a wider community of logisticians
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(the “enterprise”) that, as a set of otherwise autono-
mous organizations, comes together to reach goals that
none of us can reach separately. (We adapted this defi-
nition from Rupert F. Chisholm’s 1998 book, Develop-
ing Network Organizations: Learning from Practice
and Theory.)

Considering this context, we believe that the enter-
prise logistics “frontier” offers a tremendous array of
opportunities for logisticians—including students and
faculty at military and civilian institutions and opera-
tional practitioners—to think about, explore, expand,
refine, and assess ideas, issues, practices, processes,
and innovations. Their research efforts can be power-
ful forces for the development of new knowledge,
insights, and practices.

We should also point out that such research is not
the exclusive purview of professional logisticians.
Fresh eyes, eclectic ideas, alternative viewpoints, and
broader perspectives come from many of the best
papers we have seen in recent years—papers written by
others not traditionally seen as enterprise members.

We also seek to address the various forms of inquiry
that would constitute enterprise logistics research.
Before we get to our recommended proposals, we want
to first describe a typology for research that the enter-
prise might find useful. This typology relates to the
types of tasks and degrees of uncertainty that that the
logistics enterprise faces as it conducts operations.

Research Rooted in an Organizational Task Typology
One way to look at the different types of research
opportunities that are available is through the types of
tasks that are undertaken by an enterprise. We should
note that this categorization can be viewed as univer-
sal as opposed to simply applied within our field. As

Charles Perrow describes in his 1986 seminal book,
Complex Organizations: A Critical Essay, we see
logistics tasks performed by the enterprise as falling
into four types: routine, engineering, craftwork, and
nonroutine, or “emergent,” tasks. Each type answers a
different form of research question.

The first, routine tasks, involve organizational
standing operating procedures, rules, processes, and
centralized authorities that are learned, established, and



enforced to address discrete, recurrent problems and
to get expected results. For logistics work, these would
include set ordering procedures, managing intermodal
transportation capabilities (both in-house and out-
sourced), positioning capabilities at the point of need,
and so on.

While these activities are relatively easy to effi-
ciently control from a centralized organizational
perspective, enterprise logistics should not expect to
develop large-scale efficiencies by controlling routine
work across the network. (Although, paradoxically,
logisticians should be aware of each other’s tightly-
coupled routines in a collaborative, loosely coupled
way.) The analogy may be how banks operate through
their individual hierarchical controls yet can be part
of interorganizational financial networks such as Visa
or MasterCard.

Operations and systems analysis-style research,
afforded by Lean and Six Sigma techniques and other
scientific management models, would be appropriate
for research in routine tasks. The principal question for
this research would be how to increase efficiency.

Engineering tasks, the second type, address compli-
cated, interdependent constructions of tightly coupled,
integrated logistics systems, including the develop-
ment of inventory management software; design and
manufacturing of specialized transportation and ser-
vice technologies to enable distribution; and expertise,
equipment, and supplies under various conditions asso-
ciated with such factors as demand history, weather,
terrain, and security.

Imagine trying to integrate already complicated
logistics systems inside each participating organiza-
tion across the enterprise; this is likely untenable.
Probably the best the enterprise can hope for these
kinds of tasks is an interorganizational appreciation
for the complexity of various systems and for find-
ing opportunities to exchange ideas and improvise off
each other while participating together in planning or
exercise programs.

Yet scientific-oriented, systems-of-systems research
and development and lessons learned research do ben-
efit at least the internal organization of partners that
make up the enterprise. The key question is how to
best reengineer routine task linkages to work under a
variety of conditions ahead of time.

Craftwork represents tasks of a third kind and
includes tasks that change according to the situation
at hand; hence, there is a loose-coupling even within
a single organization, let alone a network of organiza-
tions. Craftwork (as the name implies) embodies a
certain creative, artful, and aesthetic quality. Craftwork
typically involves putting routine and engineered tasks
together in new ways. This is what improvisational
theorists call “bricolage”—putting old things together
in new ad hoc ways.

When enterprise logisticians find themselves deal-
ing with the unique conditions they face, their craft-
work is customized, whether together (loosely coupled)
or singly, through collaborative inquiry methods. Qual-
itative case-study research that seeks to document the
rich, historic descriptions of these sorts of collective
craftwork would help the enterprise immensely. This is
a type of research that we believe is underrepresented
in logistics literature, and our hope is to encourage
both academicians and practitioners to help build a
library of insights answering the question, how unique
logistics challenges were approached using knowledge
and capabilities at hand.

Nonroutine or emergent tasks, the fourth category,
are similar to craftwork. However, the complexity of
these tasks (they have a high degree of interactiveness
and interconnectedness with each other and with envi-
ronmental variables) makes performing them harder to
control from the point of view of centralized manage-
ment (centralized both internally in organizations and
between organizations). Here, “network-centricity” (or
decentralized self-organizing) becomes essential. The
enterprise participants at various locations may operate
together as improvisational jazz musicians would play
(with neither sheet music orchestration or a conductor).

Here, logisticians focus on “action research” that
involves experimenting with action before making
decisions (and decisions are participative and always
tentative). Admitting its ignorance (because no one
knows), management focuses (with a humility that
may be the subject of a logistics ethics research study
in itself) on the quality of the network connections that
can serve to promote near-real-time collaboration and
increase sharing of action learning.

One could argue that documenting action research
is similar to qualitative forms of research in craftwork.
However, the focus is more on enterprise learning
about the process of reframing, innovating, and impro-
vising while in the field—not necessarily using what
is known in new ways but inventing new knowledge
as well. In action research associated with emergent
tasks, the question is how to gain and report insights as
practitioners reflect-in-action.

While any of these task types can offer ample
fields for fertile research, our hope is that enterprise
logistics researchers will in fact attempt to synthe-
size all facets of these tasks so they are able to diag-
nose and prescribe applicable and relevant forms of
research. The types of tasks are of course not mutu-
ally exclusive, and in fact, elements of all of the task
types probably can be found in any research project.
It is a question of emphasis or focus that we hope to
have researchers consider.

We also believe that the community should encour-
age a balance between the different types of tasks. It is
our contention that, to date, the emphasis in logistics
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research has tended more toward routine and engi-
neering tasks that are measurable, and in many cases
falsifiable, using the scientific method. While clearly
valuable both as contributions to the literature and as
a learning methodology, qualitative research on craft-
work and emergent tasks offers great potential as well.

10 Propositions for Research

Although there is, or at least should be, a virtually
limitless supply of topics for research, we wanted to
address at least 10 that may help spur the effort. We
considered framing the following list as a Letterman-
style “Top Ten,” but we chose not to presume that
these are in any priority order—the numbers are just
there for reference. Our propositions can be considered
as a whole or as places where any number of more
focused theses can be drawn. In that regard, we offer
the following challenges for the enterprise researcher
from a DOD partner’s point of view.

1. Logistics efficiency is problematic because the
enterprise will almost always take the form of a loose-
ly coupled “adhocracy”—a dynamic, entrepreneurial,
and improvisational organization that self-organizes
based on common values (such as the need to sustain
and protect innocent life).

2. Congress provides most defense funding to the
three service departments. Defense logistics systems
therefore may have to trade efficiencies associated
with routine and engineering tasks while obfuscating
centralized control across a full range of operations
that include craftwork and emergent tasks.

3. Defense support to civil authorities and to over-
seas disaster relief requires DOD logistics to serve
many unpredictable (craftwork and nonroutine) tasks
required by victims, local authorities, state gover-
nors, other Federal agencies, or other nations. Thus,
designing organizations for defense logistics to oper-
ate under conditions of ambiguity and uncertainty is
problematic.

4. DOD “global force management” policies and
processes are supposed to field and sustain the right
joint capabilities at the right time for apportionment
or allocation to the combatant commands. Demands
for efficiency (getting the taxpayer the best value)
and effectiveness (giving the operational commanders
ready forces) often present competing or even conflict-
ing values and tasks.

5. A global view of supply chain management (from
obtaining raw materials worldwide to reforming trans-
portation systems and logistics education) reveals a
complicated web of potential failures for enterprise
logistics.

6. National and nongovernmental lines of com-
munication can be threatened (air, land, sea, natural
disasters, and so forth) and forced to compete for
inland resources (such as host-nation support, local
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contractors, ports, and roads) with no prospect of cen-
tralized control.

7. The host area infrastructure and DOD orga-
nizational designs for joint land operations may be
underdeveloped and unprepared to effectively and
efficiently support enterprise reception, staging, and
onward movement and provide decentralized logistics
activities.

8. U.S. logistics organizations (to include U.S. and
hired local contractors) play an important role in
providing relief and creating or sustaining legitimate
governance. Yet they typically are not systemically
designed in an appropriate fashion, and logisticians
are not prepared by service department or joint pro-
fessional military education to assume this mission
as “normal.”

9. Future concepts (white papers, joint operating
concepts, integrating concepts, and so forth) are sup-
posed to drive logistics organizations to change to
meet the complexity and ambiguity of future opera-
tional contexts. Yet history demonstrates we have been
unable to forecast craftwork and nonroutine forms of
work very effectively, if at all.

10. Logistics history is important but underem-
phasized in the enterprise (in DOD’s case, service
and joint professional military education). History
is important not because it provides templates for
the future, but principally because well-interpreted
history teaches us how each operational context is
unique and calls for critical and creative thinking,
especially when dealing with craftwork and complex,
non-routine tasks.

We recognize that these proposals may be incom-
plete and lack prioritization in the greater enterprise,
yet we feel compelled to express our views and share
them with others who study and operate in the fron-
tiers of enterprise logistics. Our hope is to be seen as
collegial so that we may at least begin conversations
among our fellow enterprise logisticians about these
sorts of proposals and perhaps address research in
other terms. We invite and encourage critical reviews
of both our construction of enterprise logistics and our
task typology, as well as our 10 research proposals.
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Army Changes Facility Standards to Improve
Energy Security

As of October 2010, the Army changed its poli-
cies on energy efficiency for buildings in an effort to
become a “net zero” energy consumer by 2030. The
policy changes aim to provide the Army with energy
security by ultimately ensuring that the service can
continue its mission without relying on the civilian
power grid.

Among the changes are revisions to the Memoran-
dum for Sustainable Design and Development Policy
Update (Environmental and Energy Performance),
from the Assistant Secretary of the Army for Instal-
lations, Energy, and Environment. The revisions set
planning, programming, budgeting, design, and build-
ing requirements that reduce energy consumption
for facilities by incorporating sustainable design and
development principles based on guidance from the
American Society of Heating, Refrigeration, and Air-
Conditioning Engineers.

Some of the strategies the Army will use to
reduce energy and water consumption, optimize

HEADLINES |

energy efficiencies and performance, and reduce
negative impacts on the environment include cool
roofs, solar water heating, and storm water manage-
ment. The Army Corps of Engineers’ preliminary
analysis of the new construction standards indicates
that the Army should see an energy saving of up to
45 percent.

The Army has also set goals to replace all incandes-
cent lighting on Army installations within the next 5
years and to purchase only high-efficiency light bulbs
for its owned and leased facilities and structures.

Though timelines have not yet been set, the Army
is also considering plans for “net zero” water and
waste consumption.

Army Contracting Command Renames
Major Contracting Centers by Location

On 19 January, the Army Contracting Com-
mand renamed its seven major contracting centers
to reflect their geographic locations. The centers’
names now are—

Army Reserve Unit Fielded First Palletized Load System A1 Trucks

The 730th Transportation Company, 311th Sustainment Command (Expeditionary), Army Reserve, received the first
palletized load system Al trucks fielded to the Army during a first-unit-equipped ceremony on 4 February at the
Joint Forces Training Base in Los Alamitos, California. The 730th will receive 60 of these trucks to support local
and long-distance line-haul operations. The new vehicles feature increased survivability and mobility and improved
performance compared to their predecessors. In this photo, Soldiers demonstrate how the truck can load and unload
equipment more quickly than previous truck variants. (Photo by Department of the Army)




1 Army Contracting Command-National Capital
Region, formerly National Capital Region Con-
tracting Center, at Alexandria, Virginia.

41 Army Contracting Command-Picatinny, formerly
JM&L [Joint Munitions and Lethality] Contract-
ing Center, at Picatinny Arsenal, New Jersey.

J1 Army Contracting Command-Aberdeen Proving
Ground (C4ISR) [Command, Control, Commu-
nications, Computers, Intelligence, Surveillance
and Reconnaissance], formerly CECOM [Army
Communications-Electronics Command] Con-
tracting Center, at Aberdeen Proving Ground,
Maryland.

J1 Army Contracting Command-Aberdeen Proving
Ground (SCRT) [Soldier, Chemical, Research,
and Test], formerly RDECOM [Research, Devel-
opment and Engineering Command] Contracting
Center, at Aberdeen Proving Ground.

1 Army Contracting Command-Redstone, formerly
AMCOM [Army Aviation and Missile Command]

Contracting Center, at Redstone Arsenal, Alabama.

1 Army Contracting Command-Warren, formerly

TACOM Contracting Center, at Warren, Michigan.
0 Army Contracting Command-Rock Island, former-

ly Rock Island Contracting Center, at Rock Island

Arsenal, Illinois.

The contracting centers provide acquisition, con-
tracting, business advisory, production support, and
depot-level maintenance services in acquiring, field-
ing, and sustaining Army weapon systems, services,
and Soldier support.

Largest Fuel Shipment of Operation Enduring
Freedom Delivered to Remote Base in Afghanistan

Over 2 days in January, three C—17 Globemaster 11
aircraft airdropped a total of 20,000 gallons of JP8 fuel to
the support battalion of Task Force Currahee, 101st Air-
borne Division, near Forward Operating Base Waza Khwa
in the Paktikah province of Afghanistan. The mission pro-
vided the remote base with a 30-day supply of fuel—the
largest delivery to a remote location during OEE.

Each plane dropped 40 bundles, for a total of 120,
with each pallet containing four 55-gallon drums of

RECENTLY PUBLISHED

Army Training and Doctrine Command Pam-
phlet (TRADOC Pam) 525-8-2, The U.S. Army
Learning Concept For 2015 (ALC 2015), published
in January 2011, sets a vision for how the Army will
train and educate Soldiers and leaders in individual
knowledge, skills, attributes, and abilities to execute
full-spectrum operations in an era of persistent con-
flict. ALC 2015 suggests a set of capabilities that
guides the development of an enhanced learning
environment centered on the learner and on provid-
ing access to relevant learning content throughout
Soldiers’ careers.

In a table spanning over 6 pages, ALC 2015 pro-
poses that the TRADOC Campaign Plan include a
number of training-related actions, including—

0 Converting most classroom experiences into col-
laborative problem-solving events led by facili-
tators who engage learners to think about and
understand the relevance and context of what
they learn.

0 Changing instructor and facilitator selection and
assignment processes to increase quality and
attract the best candidates through a rigorous
selection process.

0 Establishing a range of capabilities that support
the learner-centric 2015 learning environment.
Suggested capabilities to support the 2015 learn-

ing environment include a blended learning approach

that incorporates virtual and constructive simulations,

gaming technology, or other technology-delivered
instruction and a plan to put mobile digital devices
into the hands of all Soldiers no later than 2013.

TRADOC Pam 525-8-3, The U.S. Army Train-
ing Concept 2012-2020, published in January
2011, describes the total Army organizational
training requirements and capabilities needed to
generate and sustain units trained in full-spectrum
operations to succeed in the operational environ-
ment in conditions of uncertainty over extended
periods. The concept poses and answers these
questions:

0O How must the Army change its unit construct to
enable commanders and leaders to effectively
and efficiently train adaptive units to meet the
Army Force Generation (ARFORGEN) readiness
objective to conduct full-spectrum operations in
the future operational environment from 2012 to
20207

0 What capabilities should the Army provide com-
manders and leaders to enable them to execute
ARFORGEN-based training plans needed to gen-
erate and sustain full-spectrum operations-trained
units?

The concept also articulates how the Army is syn-
chronizing its efforts in the operational and institu-
tional domains to create this training environment.
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Soldiers from Task Force Currahee recover fuel
delivered by air to Forward Operating Base Waza Khwa
in Afghanistan.(Photo by MSgt. Adrian Cadiz, U.S. Air
Forces Central Public Affairs)

fuel. As the bundles landed, Soldiers from Task Force
Currahee collected and stored the pallets to prepare for
the next drop.

According to Lieutenant Colonel Stacy Maxey, the air

mobility liaison officer for Combined Joint Task Force
101, the mission was a perfect example of how joint
operations should work. “From the Army riggers who
palletized the JP8, to aerial porters and load masters
who put the pallets on the plane, to the C—17 crew that

delivers the supplies, right down to the Army contingent

here who recovered the supplies—this was a total force
mission proving we are all in.”

The fuel was delivered while the base had only 11
days worth of fuel left on hand, and air delivery is the

percent, from the FY 2011 OCO request. The President

is also asking for a $144.867 billion base budget, an

increase of $1.435 billion, or 1 percent, over the FY

2011 base request.

Spending requests by major category, including

OCO, are—

1 Military personnel: $63.580 billion (a decrease of
3.33 percent from the FY 2011 request).

1 Operation and maintenance: $89.793 billion (15.97
percent less than the FY 2011 request).

O Procurement: $24.343 billion (down 19.58 percent).

0 Research, development, test, and evaluation: $9.693
billion (a decrease of 7.54 percent).

1 Military construction: $4.290 billion (down 30.82
percent).

1 Family housing: $682 million (up 11.62 percent).

0 Joint Improvised Explosive Device Defeat Fund:
$2.799 billion (down 19.24 percent).

0 Chemical demilitarization: $1.63 billion (up 2.39
percent).

1 Afghanistan Security Forces Fund: $12.8 billion (up
10.16 percent).

1 Iraq Security Forces Fund: $0 (down 100 percent
from the FY 2011 request of $2 billion).

In FY 2012, the procurement request includes fund-
ing for the acquisition of—

1 75 UH-60 Black Hawk helicopters for $1.597 billion.

1 48 CH—47 Chinook helicopters, including 33 new
and 15 rebuilt helicopters, for $1.36 billion.

0 10,053 parachutes for $68.392 million, including
8,959 advanced tactical parachute systems, 144 joint
precision airdrop systems, and 950 advanced emer-
gency bailout parachutes.

0 18 systems from the mine-protection vehicle family,

only method of supply available to the base. Because of including 5 Panther medium mine-protected vehicles

a lack of roadway infrastructure and security, convoys
have not resupplied the base in 3 years.

Fuel shortages to remote operating bases such as this

one only make it harder to improve security. “Without
this resupply, we can’t run our vehicles, we have no
(security force) patrols, we can’t communicate,” said
Lieutenant Colonel Davis Preston, commander of the
support battalion. “Fuel is critical to our survival, and
these airdrops make it possible to sustain the mission.”

Army Fiscal Year 2012 Budget Request Reflects
Decline in Contingency Operations Spending
President Barack Obama’s proposed budget for the
Army was submitted to Congress on 14 February. The
fiscal year (FY) 2012 budget request totals $215.974
billion, a $29.552 billion, or 12 percent, decrease from
the FY 2011 request. Close to one-third of the fund-
ing, 32.9 percent, is requested for overseas contingency
operations (OCO). The President is asking $71.107 bil-
lion for OCO, a decrease of $30.987 billion, or 30.35

0

0

0

0

and 13 vehicle-mounted mine-detection systems, for
$56.671 million.

$293.7 million to recapitalize mine-resistant ambush-
protected vehicles and route-clearance vehicles.
11,607 in the family of heavy tactical vehicles,
including 115 heavy expanded-mobility tactical
trucks (HEMTTs), 1,062 HEMTT light equipment
transporters, 154 heavy equipment transport systems,
2 palletized load system trucks, 2,095 container roll-
in/out platforms, 548 enhanced container handling
units, and 7,785 movement tracking systems, totaling
$674.508 million.

1,503 trucks and 950 trailers for the family of medi-
um tactical vehicles for $444.03 million.
Recapitalization of 1,362 up-armored high-mobility
multipurpose wheeled vehicles for $161.631 million.
494 petroleum and water distribution systems for
$75.457 million.

3 Force Provider modules with 4 power generation
kits, 6 cold-weather kits, and 8 Force Provider Expe-
ditionary Tricon sets for $68 million.
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0 226 field-feeding systems, including 160 multi-
temperature refrigerated container systems and 66
assault kitchens, for $26.860 million.

O 15 mobile integrated remains collection systems for
$7.384 million.

1 444 mobile maintenance equipment systems, includ-
ing 404 shop-equipment contact maintenance sys-
tems, 40 hydraulic-system test and repair units, and
the fielding of standard automotive tool sets to the
Army National Guard, for $41.701 million.

0 Two commercial-off-the-shelf fixed-wing aircraft
with associated military modifications for $14.572
million to support operational support airlift, special
electronic mission aircraft, special mission aircraft
(utility), and training requirements.

1 One joint high-speed vessel (JHSV) for $223.845
million. The JHSV provides intratheater lift of per-
sonnel, supplies, and equipment to improved ports
and other discharge sites.

The Army has also requested $10.080 million to
support the provisioning of industrial facilities (PIF)
and layaway of industrial facilities (LIF) programs. PIF

supports the upgrade and replacement of Government-
owned production equipment that is technically or
economically obsolete. LIF preserves the Army’s ability
to respond when increased production is needed while
keeping active production costs down.

Research, Development and Engineering Command
Deploys Task Force to Afghanistan

The Army Research, Development and Engineering
Command (RDECOM) deployed Task Force Warrior to
Afghanistan in January to be the Army’s command cen-
ter for science and technology for Operation Enduring
Freedom. The mission of the task force is to provide
timely solutions and answers to technical problems
coming from Soldiers in theater.

Task Force Warrior is composed of 32 military and
civilian personnel, including engineers, scientists, shop
foremen, machinists, and administrative and supply
staff, from 8 research centers from across the United
States. The RDECOM personnel are based at Bagram
Airfield in Afghanistan and during their 6-month

PROFESSIONAL DEVELOPMENT

Unit Supply Specialists Use Mobile Applications
for Training

A pilot program at the Army Quartermaster
School is supplying advanced students of the Unit
Supply Specialist (92Y) course with mobile devices
and tailored applications that let them continue learn-
ing outside of the classroom and access lessons when
unforeseen circumstances keep them from the class-
room.

The program, initiated in July 2010, is now in its
second phase. The program is slated to be completed
in July. It will allow the Army Combined Arms Sup-
port Command (CASCOM) to evaluate if mobile
applications can be used more extensively for train-
ing. According to Matthew MacLaughlin, Jr., chief
of the Technology Integration Branch at CASCOM,
the mobile curriculum for the 92Y course includes
lesson plans, checks on learning, manuals, and a
podcast library consisting of information on the
small-arms inventory that students will encounter.

A similar program is underway at the Army Ord-
nance School, where students in the Explosive Ord-
nance Course are using similar devices.

In addition to supporting the Army Learning Con-
cept 2015 by making courses less dependent on loca-
tion, the mobile devices also could substantially cut
paper reproduction costs by using digital media for
classroom materials.

Unit supply specialist students at the Army
Quartermaster School are engaged in a pilot program
that gives them access to iPhone-based course material.
(Photo by Keith Debois, CASCOM and SCoE Public

Affairs)
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deployment are responsible for establishing the Field
Assistance in Science and Technology Center.

The center will help Soldiers focus requirements so
that RDECOM’s technical staff can better understand
the specific needs of Soldiers on the ground.

Philip A. Connelly Award Winners Announced

The Department of the Army G—4 and the Chairman
of the Board, International Food Service Executives
Association, jointly announced the winners of the 2011
Philip A. Connelly Awards on 15 December.

The annual program recognizes excellence in Army
food service through the evaluation of food preparation,
taste, nutrition, service, and sanitation practices. The
2011 Philip A. Connelly Award winners are as follows:

0 Small garrison category: Camp Zama Dining Facil-
ity, Camp Zama, Japan.

0 Large garrison category: Freedom Inn Dining Facil-
ity, Fort Meade, Maryland.

0 Active Army field kitchen category: 126th Transpor-
tation Company, 330th Transportation Battalion, Fort
Bragg, North Carolina.

1 Army Reserve field kitchen category: 824th Quar-
termaster Company (Heavy Airdrop Systems), 362d
Quartermaster Battalion, Fort Bragg, North Carolina.

10 Army National Guard field kitchen category: Support
Company, 216th Engineer Battalion, Cincinnati, Ohio.
In March, two representatives from each winning

and runner-up team also received 1 week of culinary

arts training at the Robert Morris University Institute of

Culinary Arts in Chicago, Illinois.
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