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EXECUTIVE SUMMARY
The U.S. Transportation Command (USTRANSCOM), as the designated Distribution Process Owner (DPO) coordinated with its National Partners (all Department of Defense (DOD) agencies involved with the distribution process), to deploy a Deployment and Distribution Operations Center (DDOC) to the U.S. Central Command (USCENTCOM) (CDDOC).  The CDDOC’s mission is Link strategic deployment and distribution processes to operational and tactical functions in support of the warfighter, thereby improving End-to-End (E2E) distribution within USCENTCOM’s Area of Responsibility (AOR).  

The aim of the CDDOC was to bridge the gap between strategic and theater distribution.  The team bridged many of the gaps affecting theater distribution and force movement.  The provisions of logistics subject matter experts (SMEs) and their specialized ability of reach back to the numerous National Partners were vital to the success of the CDDOC.  Reach back empowered them with the ability to make quick decisions on behalf of their respective commands.  The CDDOC quickly remedied problems, such as those occurring during force transitions.  In the reverse, it was critical for reach back sources to absorb ground truth situational awareness of the AOR.  Located near the theater staffs, CDDOC members were able to anticipate issues before they rose to the level requiring formal response and high-level actions.

The CDDOC was also heavily involved in coordinating force deployment to and redeployment from the theater.  This mission placed CDDOC at the unique juncture where deployment and distribution met.  
The CDDOC created several initiatives that helped make USCENTCOM’s theater distribution more responsive and flexible.  Additionally, the CDDOC made use of various automated tools to facilitate its efforts in synchronizing theater distribution.  Many of these initiatives resulted in enhanced asset visibility that gives the warfighter greater confidence in the distribution pipeline.  Theater commanders could see cargo flowing into the theater, thereby allowing them to prioritize their sustainment.  

The CDDOC’s ability to influence theater distribution can be measured in Customer Wait Time (CWT).  Measured from CONUS to USCENTOM for Army Class IX (reparables) materiel, CENTCOM’s CWT was reduced from 59 days in October 2003 to 36 days in September 2004.  The CDDOC simultaneously reported a cost avoidance/savings of $26 million CY04.

CDDOC has transformed execution of the distribution process.  This pilot concept became a critical link in providing exquisite support to the warfighter.  The CDDOC was such a successful pilot, that other theaters are requesting this capability.  Successes were captured as core efficiencies for a generic Joint DDOC (JDDOC) template.  It is still finding new ways to optimize the process daily.

SECTION 1:  GENERAL INFORMATION AND PROJECT COMPLEXITY

1.1.  NAME OF THE SUBMITTING ORGANIZATION

Headquarters, United States Transportation Command (USTRANSCOM)

1.2.  RESPONDING ORGANIZATIONAL UNIT

USTRANSCOM, Strategy, Plans, Policy, and Programs Directorate, Strategic Initiatives Division, (J5)

1.3.  MISSION DESCRIPTION

Background

The vision of USTRANSCOM is: Provide the synchronized transportation, distribution, and sustainment which makes possible projecting and maintaining national power where needed with the greatest speed and agility, the highest efficiency and with the most reliable level of trust and accuracy.

The requirement to locate certain supplies and have visibility of shipments of equipment and supplies to the front lines has always existed.  From World War II to Operations DESERT SHIELD and DESERT STORM, the lack of visible and coordinated shipments was a major reason for less than optimal troop sustainment on the battlefield.  The key to solving this challenge is synchronizing forces, equipment, and supplies at that critical juncture when they arrive in theater and move onward.  Until now, this solution was constrained by the limited resources of theater lift and theater infrastructure and the seam between the strategic lift and infrastructure to the theater or tactical infrastructure.

On 16 September 2003, the Secretary of Defense (SECDEF) designated the Commander of USTRANSCOM as DOD’s Distribution Process Owner (DPO).  As DPO, in coordination with its National Partners (all DOD agencies involved with the distribution process), USTRANSCOM must direct and supervise strategic distribution and synchronize all participants in the End-to-End (E2E) supply, transportation, and distribution pipeline with the key result being increased interoperability, efficiency, and effectiveness.  One of Gen Handy’s first DPO actions was establishing and deploying a forward Deployment and Distribution Operations Center (DDOC) to the U.S. Central Command (USCENTCOM).

Mission of USCENTCOM DDOC
During the fall of 2003, USTRANSCOM, in close liaison with USCENTCOM, Defense Logistics Agency (DLA), and the Army Material Command, gave the USCENTCOM DDOC (CDDOC) its original mission:  Link strategic deployment and distribution processes to operational and tactical functions in support of the warfighter, thereby improving E2E distribution within USCENTCOM’s Area of Responsibility (AOR). 

This coalition of DOD partners also formatted the CDDOC charter:  Span theater distribution providing visibility, synchronization, and management of capacity through reach forward/back synergy.  With the charter and mission, the CDDOC formulated a relative short list of specified tasks.  

· Confirm USCENTCOM deployment and distribution priorities

· Validate and direct Combined Force Air Component Commander (CFACC) intra-theater airlift requirement support to components and Combined Joint Task Forces (CJTFs)

· Monitor and direct Coalition Forces Land Component Commander (CFLCC) intra-theater surface distribution support to components and CJTFs

· Adjudicate identified USCENTCOM distribution and intra-theater shortfalls

· Coordinate for additional USTRANSCOM support and materiel

· Set the conditions for effective theater retrograde

The CDDOC accomplished this mission through six specific focus areas.

1.  Provide Total Asset Visibility (TAV) of forces and materiel:  Providing TAV is a critical focus area.  The combatant commander cannot manage what he cannot see in his information systems.  A primary concern is the location of his units, their equipment, and the sustainment stocks necessary to build and sustain combat power.  Systems that provide TAV must be populated with quality data in a timely manner to facilitate effective joint operational effects.  

2.  Refine theater distribution architecture in coordination with Services, Joint Staff (JS), and CJTF Commanders:  Theater distribution architecture has evolved over the course of the Global War on Terrorism (GWOT).  Gaps and seams between strategic and tactical systems architecture within and between Regional Combatant Command (RCC) AORs must be identified.  This analysis will facilitate development of a seamless process and design of Information Technology (IT) tools to enable the warfighter to accomplish the desired joint operational effects in a timely manner.

3.  Synchronize strategic and operational distribution:  Synchronizing strategic and operational distribution capabilities enables force and materiel tracking for the RCC from  CONUS to their AOR. CDDOC reduced the friction, disconnects, and delays at key transportation and distribution nodes by establishing and maintaining cohesive working relationships with key elements such as the Director of Mobility Forces (DIRMOBFOR), Air Mobility Division (AMD), CFLCC, DLA Contingency Support Team (DCST), and CJTF-180.  CDDOC provided the single voice and reconciliation authority for RCC’s priorities.  

4.  Develop strategic and operational distribution performance measures:  Performance measures were essential in determining if the CDDOC had a positive impact on strategic distribution, as well as to ensure all nodes and processes were being measured against the same standard.  In some cases, the CDDOC found that some processes were not being measured, or there was a lack of uniformity in the metrics themselves.  Metrics rely on IT systems databases being populated with timely and quality data.  Refinement of adequate measures is on-going. 
5.  Execute container, 463L pallet system, and Radio Frequency Identification Data (RFID) tag management:  Effectively managing, maintaining, and redistributing containers and 463L pallets presents a significant challenge in a wartime theater.  The CDDOC created a web-based asset tracker designed to identify where pallets and nets are located in theater.  This tracker facilitated redistribution and the retrograde of these critical assets.  A similar tool is being developed for container management.  Once developed and implemented, this system will be able to provide positive control of commercially leased/acquired containers and will significantly reduce detention charges incurred on “lost” containers.

6. Establish retrograde visibility:  Retrograde of materiel, especially depot level reparables (DLRs), helps Services maintain readiness through their repair and rebuild facilities as well as manage acquisition of spare parts and other materiel.  In addition, finite DOD resources are maximized through asset repair and rebuild, as opposed to scrapping and repurchasing.
The CDDOC mission statement has been updated.  The adjusted mission gave credence to provide synergy and efficiency to the warfighter in relation to logistics:  Synchronize and optimize strategic & theater multi-modal resources to maximize distribution, force movement, and sustainment logistics in CENTCOM AOR.
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The CDDOC accomplishes this mission with closely knit teams of logistics subject matter experts (SME), using technical expertise and information technology to reach back to their individual commands for support.  The expertise of the CDDOC teams optimizes the environment for the warfighter while it cuts overall costs, in terms of dollars, manpower, and time, to bring sustained tactical superiority on the ground and prevent tactical disadvantages for the warfighter.

The forward deployed DDOC is under the Tactical Control (TACON) of the Combatant Command (COCOM) and works directly for the senior logistician (J4).  CDDOC’s forward presence allows RCC and theater staffs to focus forward on the war fight, instead of trying to focus both forward and backward to national systems.  CDDOC is DPO’s single face to the customer, the RCC.  CDDOC’s teaming with National Partners enables it to speak with one voice in advising the RCC on joint, integrated national capability and solutions.  The TACON relationship allows the USCENTCOM J4 to further employ the CDDOC as the arm by which the RCC exercises directive authority for the deployment and distribution-related aspects of logistics.  Synergism between staffs results in a more current E2E common operational picture; provides more adaptive and responsive strategic logistics systems and processes; and accelerates strategic and theater-level logistics decision cycles.
1.4.  AWARD CATEGORY

Award for Excellence in Supply Chain Operations. 
1.5.  DESCRIPTION OF THE SUPPLY CHAIN AND PROCESSES
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Today’s DOD supply chain is multi – faceted with many separate agencies not sufficiently coordinated throughout the entire supply and distribution chain from point of supply to point of consumption.  There are too many process owners to synchronize to the fidelity needed for USCENTCOM.

The DPO designation streamlines this process.  The distribution system under one umbrella – the DPO, and aligned end to end – Plan, Source, Make, Deliver, and Return.
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A portion of the E2E distribution system pipeline in forward supply process can be measured in 11 segments.
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Eleven Segments:  

1.   Establishing the requisition

2.   Source the requisition

3.   Pick, Pack, and prepare to ship

4.   Move requisition to the CCP

5.   Consolidation and containerization activities

6.   Move consolidated/containerized material to the POE

7.   Includes cargo in-check, processing, and loading on conveyance

8.   Movement from POE to POD, which includes transshipment time

9.   Includes cargo receipt, processing, and loading on conveyance

10. Movement to the FDP

11.  Installation processing.

CDDOC’s span of influence is highlighted by the purple color in segments 2-11, virtually the entire Supply Chain.  The influence commences at the time the Materiel Release Order (MRO) is established (segment 2) to the Final Distribution Point (FDP) Process (segment 11), also referred to as ‘factory to foxhole’.

1.6.  EXTERNAL SUPPLY CHAIN PARTNERS

To resource the CDDOC, the DPO partnered with several National Partners and DOD agencies.  All of USTRANSCOM’s National Partners played a pivotal role in providing manpower and assisting to achieve its goals bringing reach back capability as one of their main attributes.  The CDDOC consisted of DOD civilians, and contractors, all highly experienced in transportation, distribution, and TAV processes and systems.  Their diversity and specialized knowledge was fundamental to success.  As the concept and process for CDDOC matured the manpower requirement was reduced significantly and maintained optimal efficiency.  As of November 2004, the CDDOC had a Joint Manning Document (JMD) with positions filled by the Joint Staff in coordination with the Services, Combatant Commands, and DLA.  The functional categories supplied by the external supply chain partners, listed below, deployed forward.  See Attachment 1 for more details on CDDOC manning.
	External Supply Chain Partners
	Spiral 1
	JMD
	Functional Category

	HQ Defense Logistics Agency


	9
	15
	Sustainment Chief

Commodity Chief

Distribution Specialist

	HQ U.S Joint Forces Command
	4
	3
	Analysis Specialist

JDLM programmer

	HQ U.S Central Command
	1
	
	Theater Representative

	HQ U.S Air Force
	6
	
	Service Representative

	HQ U.S Army
	5
	
	Service Representative

	 HQ U.S Navy
	1
	
	Service Representative

	HQ U.S  Marine Corps
	3
	
	Service Representative

	HQ U.S Army Field Support Command/ Joint Munitions Command
	0
	2
	

	Total 
	29
	20
	



1.7.  INTERNAL FUNCTIONAL ORGANIZATIONS

The CDDOC’s internal manpower was sourced from USTRANSCOM and it’s Component Commands:  HQ Air Mobility Command; HQ Military Surface Deployment and Distribution Command (MSDDC) and HQ Military Sealift Command (MSC).

	Internal Functional Partners
	Spiral 1
	JMD
	Functional Category

	USTRANSCOM
	16
	11
	JOPES Operator

Air Branch Chief

Sealift Specialist

Systems Integrator

Movements Specialist

	HQ Air Mobility Command (Air Component)
	10
	4
	Air Branch support

	HQ Surface Deployment and Distribution Command (MSDDC) (Army Component)
	6
	2
	Movements Specialist support

	HQ Military Sealift Command (Navy Component)
	2
	1
	Sealift Specialist support

	Total 
	34
	18
	


1.8.  POINTS OF CONTACT FOR EACH SUPPLY CHAIN PARTNER

	Agency
	Title
	Name, Mailing Address, Contact Information

	OSD:  
	Acting Deputy Under Secretary of Defense, Logistics Material & Readiness
	Mr Brad Berkson

3500 Defense Pentagon

Washington DC 20301

brad.berkson@osd.mil, 703 697-1368

	OSD:  
	Asst Deputy Under Secretary of Defense, Logistics, Material, & Readiness for Transportation Policy, ADUSD (LMR), TP
	Mr Earl Boyanton

ADUSD (Supply Chain Integration)

201 12th St “S”, Suite 210B

Arlington VA 22202

earl.boyanton@osd.mil, 703 601-4950 ext 101  

	DLA:
	Director, HQ Defense Logistics Agency 
	VADM Keith Lippert

8725 John J. Kingman, Suite 2533

Ft Belvior VA 22060-6221

Keith.Lippert@dla.mil, 703 767-5233 

	Joint Staff/J4:  
	Director for Logistics, J-4, The Joint Staff


	Lt Gen Duncan McNabb

400 Joint Staff Pentagon, RM 2E828

Washington DC 20318

Duncan.McNab@js.pentagon.mil, 703 697-4121

	Army:  
	Deputy Chief of Staff - G4 
	LTG Claude Christianson  

500 Army Pentagon

Washington DC 20310-0500

Claude.Christianson@hqda.army.mil, 703 695-4102 

	Navy:  
	Fleet Readiness and Logistics, DCNO/N4
	VADM Justin McCarthy

Director, Materiel, Readiness, & Logistics (N4)

2000 Navy Pentagon

Washington DC 20350-2000

Justin.mccarthy@navy.mil, 703 693-7651

	Marine Corps:
	Deputy Commandant, Installations & Logistics, HQMC9(I&L)
	LtGen Richard Kelly

2 Navy Annex

Washington DC 20380-1775

Kellyrl@hqmc.usmc.mil, 703-695-8572

	Air Force:
	Deputy Chief of Staff for Installations & Logistics, AF/IL
	LtGen Donald Wetekam 

1030 Air Force Pentagon

Washington DC 20330

donald.wetekam@pentagon.af.mil, 703 695-3153

	CENTCOM
	Director of Logistics - J4

Deputy J4
	MG William Mortensen

7115 South Boundary Blvd, Attn:  J4 

MacDill AFB FL 33621-5101

mortenwe@centcom.mil, 813-827-6539

	EUCOM
	Director, Logistics and Security Assistance - J4
	Maj Gen Ed LaFountaine

Unit 30400, Box 1000

APO AE 09131

lafounta@eucom.mil, 011-49-711-680-444

	PACOM
	Director for Logistics, Engineering & Security Assistance - J-4
	BG James Kennon

Box 64020

Camp Smith HI 96861-4020

james.kennon@pacom.mil, 315-447-7655

	JFCOM
	Deputy Director, Joint Experimentation - J9
	Mr John Ryneska

115 Lake View Parkway

Suffolk VA 23435

 john.ryneska@je.jfcom.mil, 757-836-8195

	SOUTHCOM
	Director of Logistics 
	Col Raymond Regner

3511 NW 91 Avenue

Miami FL 33172

regnerr@hq.southcom.mil, 305-437-1400

	NORTHCOM
	Director of Logistic and Engineering for HQ NORAD & USNORTHCOM
	RADM Steven Maas

250 Vandenberg St. Suite B016

Peterson AFB CO 80914-3816

steven.maas@northcom.mil. 719-554-3711/6868

	STRATCOM
	Director, Combat Support
	CAPT Anthony Swerczek

901 SAC Blvd, Suite B01
Offutt AFB NE 68113

swerczea@stratcom.mil, 402-294-5800

	SOCOM
	Director of Logistics Center (SOAL-C)
	COL Jack Hampton

7701 Tampa Point Blvd

MacDill AFB FL 33621-4323

hamptoj@socom.mil, DSN 229-1367


SECTION 2:  IMPLEMENTATION

2.1.  WHY IMPLEMENT THE CDDOC

Background

Once designated as the DPO, Gen John Handy, Commander, USTRANSCOM, responsibilities and span of influence over the DOD’s Supply Chain expanded.  The DPO could better introduce initiatives that would increase E2E distribution interoperability, efficiency, and effectiveness.  The DDOC concept was an initiative to improve strategic and operational processes and improve support to the warfighter specifically in USCENTCOM AOR.  
The lessons we learned from Operation IRAQI FREEDOM (OIF) I, Operation ENDURING FREEDOM (OEF), and other military operations showed that the operational commander lacked a clear view of all the distribution occurring in the commander’s theater.  They could not see what was on the way to them.  Senior level commanders could not see to prioritize their needs or make decisions early in the distribution process.  This lack of visibility overburdened the system with multiple requisitions for the same items – the warfighter did not trust and lacked confidence in the supply system overburdened the distribution system.  
USTRANSCOM, USCENTCOM, and DLA realized a need to build a National Partnership of SME that would deploy to USCENTCOM to synchronize the strategic to theater distribution of forces and material.  The SMEs were packaged as the “pilot” CDDOC.  GEN John Abizaid, Commander, USCENTCOM, approved Gen John Handy’s request to deploy the DDOC to the USCENTCOM AOR to deploy into the theater for 120 days. 
Documented Challenges of the Joint Distribution Theater
The documented challenges with theater (not strategic or Continental U.S.) distribution were:

· Fragmentation with a lack of synchronization
· Multiple feeds of sustainment cargo coming into the pipeline without an overall owner
· Making this process cope with non-interoperable information systems
· A lack of distribution integration and prioritization of sustainment cargo
· Ineffective E2E In-Transit Visibility (ITV)
Theater Distribution Issues

Joint theater distribution consists of physical, financial, information, and communications networks.  Management of these networks relies on the possession of total visibility over all resources contained within the theater distribution system.  The theater portion of the distribution pipeline comprises all the networks through which materiel, units, and data flow before reaching their final destination.  
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Control of the theater portion of the distribution pipeline is the responsibility of the geographic combatant commander and the forces assigned to that commander in the AOR, in this case, USCENTCOM.  It requires synchronizing all the elements of the logistics system to deliver the right things, to the right place, at the right time.  

Geographic Distribution Points.  The theater structure for joint distribution is comprised of various Aerial Ports of Embarkation (APOEs) or Debarkation (APODs), Sea Ports of Embarkation (SPOEs) or Debarkation (SPODs), Main Supply Routes (MSRs), and Alternate Supply Routes (ASRs).  There are also distribution centers that take inbound cargo for the theater and ship the cargo to specific sites.  In the USCENTCOM theater, the prime distribution centers are the Theater Distribution Center (TDC) at Doha, Kuwait and the Corps Distribution Center (CDC) at Logistics Support Area (LSA) Anaconda, Iraq.  There are also various checkpoints along the MSR/ASR routes, which provide a means of managing the truck traffic along the MSR/ASR complex.

Joint Publication (JP) 4-01.3, “Joint Theater Distribution,” 9 April 2002, assigns the responsibility for Joint Reception, Staging, Onward Movement, and Integration (JRSOI) to the Supported Commander.  For OEF and OIF, the Commander of USCENTCOM is the supported commander and designated the CFLCC as responsible for theater JRSOI.  The CFLCC is responsible for planning and supporting the JRSOI for incoming forces, equipment and cargo, and depends on the deliberate planning and Time Phased Force Deployment Data (TPFDD) provided via the Joint Operational Planning and Execution System (JOPES) Process.  The CFLCC developed a specific Command and Control (C2) establishment that executes the transportation plan for the JRSOI process.  

[image: image24.jpg]


The CDDOC was intended as a solution to some if not all of the challenges presented with execution and control, centralized and decentralized.  It contained the enterprise architecture for the E2E distribution process.  It established business rules to link sustainment, distribution, and movement requirements.  This linkage then made visible to distribution system customers to know what is coming in support of or to sustain the fight.  CDDOC was to identify and manage all of USCENTCOM’s movement requirements and the large volume of containers, pallets, and various supplies coming into the theater from DLA and the Services’ distribution centers and vendors, the General Services Administration (GSA) and the Army and Air Force Exchange Service (AAFES).

CDDOC Deployment

The USCENTCOM J-4 located the CDDOC with CFLCC where the majority of the effort to synchronize the strategic to tactical movement was made.  CFLCC and CDDOC linked when CDDOC declared full operational capability.  CFLCC primarily supported CJTF-7, which meant that CDDOC, as a supporter of USCENTCOM, was required to support not only the synchronization effort in Kuwait and Iraq but Afghanistan (CJTF-180) and the Horn of Africa (HOA) as well.  
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2.2.  LIFESPAN OF THE CDDOC

CDDOC was deliberately declared a “pilot” program because a, “[pilot] serves as a tentative model for future development…  [which]…exemplifies a contemplated series, intended to attract sponsors… [and is] an original model on which something is patterned.”
  When a pilot program is declared over, the concept it supported can be expanded into a permanent organization or change in doctrine, morphed into something completely different, or discarded without consequence.

The CDDOC pilot has been deemed a success by USCENTCOM leadership and the National Partners have concurred.  This pilot project has transitioned into a permanent organizational construct within USCENTCOM using the basis of the former Joint Movements Center as the CDDOC core.  In future, the organizational size, skill composition, and the areas of focus will be tailored to the theater’s Operations Tempo (OPSTEMPO).  Depending on theater requirements, the National Partners should expect to continue providing augmentation to the CDDOC to meet operational needs.  The National Partners’ buy-in and support for the pilot program is professed through the quality personnel they provided, thus allowing for the full success and accomplishments garnered by the CDDOC pilot.  The National Partners also benefit from assigning personnel to CDDOC in the following way.  They now have more seasoned logisticians who are well versed in USCENTCOM logistical requirements.  The importance of subject matter expertise cannot be understated.  

It was very exciting for CDDOC team members to put joint logistical concepts into action.  As the SME’s return to their duties with the National Partners back home, they will have completed only half of their CDDOC assignment, their remaining CDDOC role is now to be the ‘reach back’ for CDDOC follow-on personnel.

2.3.  INSTITUTIONALIZING CDDOC CONCEPT 

PRE-DEPLOYMENT AND DEPLOYMENT ACTIONS 

Pre-deployment training  
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The individuals of the CDDOC team were provided by all the National Partners.  The team members traveled from around the globe to USTRANSCOM at Scott Air Force Base (AFB) for 2 weeks of training.  The team received specific systems and individual pre-deployment training.  

Specific systems training acquainted the members with the various automated information systems (AIS) that track cargo and communicate with the National Partners.  These systems included Single Mobility System (SMS), Global Transportation Network (GTN), Worldwide Port System (WPS), Movement Tracking System (MTS) Log Book, Global Decision Support System (GDSS), and the CDDOC Portal Page.  

The two-week indoctrination period was punctuated with situational awareness on the workings of the CFLCC and Joint Movement Center Training including a very basic understanding about the AMD and the DIRMOBFOR.  The team learned that the CDDOC would be located with CFLCC and be working with the Joint Movements Center.  The cells were told to think multimodal, look for chokepoints, and do the utmost to provide the best details they could on cargo and force movement visibility.  They learned that the Joint Movements Center had little influence on surface movements.  The Joint Movements Center’s primary focus was intra-theater airlift.  They validated intra-theater movements and coordinated strategic airlift transfer to intra-theater airlift, but only monitored surface movements of sustainment into the AOR.  The team briefed that CDDOC would define the need for new policy or changes in doctrine.  

During the introduction phase of the indoctrination, the CDDOC conducted a video teleconference (VTC) with the Joint Movements Center and the CDDOC’s appointed Director, Brigadier General Brad Baker, USAF (who had just left as the DIRMOBFOR).  The discussions during this VTC helped to provide better situational awareness on how the Joint Movements Center and the DIRMOBFOR interacted with CFLCC.  

The two-week period culminated in a Rehearsal of Capabilities (ROC) briefing to the USTRANSCOM J3, MSDDC Commander, DLA J3/4, and the US Army Deputy G4.  A mock requirement was established and carried through a process developed during the indoctrination period that involved all cells of the CDDOC: Requirements and Sustainment (R&S); Air; Policy, Analysis, and Evaluation (PA&E); Surface; ITV; and Ops Integration.  The briefing showed the potential collective effort of CDDOC.  After comments from key attendees, adjustments were made to individual cell plans and the overall CDDOC Concept of Operations (CONOPS).  The individual teams began fusing together and developing plans for the start of operations at Camp Arifjan, Kuwait.
Deployment  

The deployment for CDDOC team members took place on 16 January 2004 with a flight from Scott AFB to Kuwait City International Airport (KWI).  This routing was chosen to allow the CDDOC to experience the JRSOI process experienced by forces entering the AOR.  
Automation and Information Infrastructure
The team worked the visibility aspect of the distribution pipeline in cooperation with the CFLCC C-4 Log Automation Cell and the USCENTCOM C-4 Log Automation Division.  They helped both organizations establish requirements by providing training to newly assigned people with ITV responsibilities.  USCENTCOM has an austere environment for ITV – not only do they have infrastructure challenges such as climate and security, they also have issues with the constant rotation of personnel who have to be trained and become familiar with USCENTCOM ITV policy.    

The team looked for new technology that could provide ITV without having a need for fixed interrogators.  The team explored the use of Iridium technology, which provides detailed manifest data that can be tracked with the Joint Deployment Logistics Model (JDLM).  JDLM is a proprietary system that provides a map of the operational area and superimposes a visual representation of the cargo moving over land.  JDLM is an approved Army system currently employed in U.S. European Command (USEUCOM) as part of the Logistics Common Operational Picture (LCOP) and has been a part of CFLCC since January 2003.  The team also worked with satellite tag technology that provided another form of detailed manifest data and was observable using JDLM.  

ITV goes beyond the use of technology--its representation into actionable information is its most important aspect.  The ITV and Ops Integration Division created a series of visual basic macro applications that consolidated information from disparate systems into individual reports for tracking high interest cargo and then allowing prioritization for movement.  These applications streamlined the cumbersome process of drilling for data in national systems and provided CJTF-7 with cargo specifics so decisions could be made on which cargo to move to the front of the shipping lanes at APOE.  They proved essential when delivery of cargo could not be accomplished by surface means and had to be flown to CJTF-7 at Balad Air Base (AB).  Users at combatant commands, Services, and agencies are incorporating these report applications into GTN to allow worldwide accessibility.  In addition, the USTRANSCOM GTN 21 Program Manager (PM) is scheduling these capabilities for development in GTN 21.

The team worked to synchronize distribution not only for cargo, but also for passenger movement.  The Requirements Branch worked on synchronizing basic support for inbound personnel during OIF 1/2 and OEF 5/6 rotations.  The Requirements Branch helped to develop a process, called the “Single Ticket”, which enables passengers and forces not requiring JRSOI to board pre-arranged “connecting flights” to their final destination, thus synchronizing inter- and intra-theater movements.  Sixty percent of the troops in OEF 5 traveled to Afghanistan in this manner, with an inter- to intra-theater lift loiter [image: image27.jpg]


time of less than 27 hours.  This is almost a 300% improvement over the average 72 hours under the previous process.

Command Relationships and Directive Authority

[image: image28.jpg]


CDDOC was under the TACON of the USCENTCOM Commander.  USTRANSCOM and the National Partners emphasized this relationship by changing the name from the original “DDOC” to “CDDOC.”  The USCENTCOM Commander delegated TACON of the CDDOC to the USCENTCOM J-4.  This brought the Director of CDDOC directly under the USCENTCOM J-4 for taskings.  The CDDOC was positioned with the Joint Movement Center at Camp Arifjan, Kuwait so that both were collocated with CFLCC.  

The command relationship CDDOC operated under provided its team members oversight of all surface movements (land, sea, and rail) and air movements with a tie-in to the DIRMOBFOR for intra-theater airlift scheduling.  This was required for CDDOC to synchronize the flow of cargo and passengers from strategic sources to tactical destinations.  

Although CDDOC had directive authority for intra-theater airlift, it was never provided with official “directive authority” over theater surface transportation resources and assets that would have helped to synchronize inbound and outbound cargo and passengers.  The directive authority over those transportation assets rested with CFLCC C-4 and the 143rd Transportation Command.  

Merger with Joint Movements Center

The CDDOC merged with the Joint Movements Center on 22 March 2004.  This merger forced the teams of these organizations to work closely together.  In some respects, it brought together long-range planning and day-to-day execution.  A thorough study of the doctrine and tasks of the Joint Movements Center precede this organizational merger.  The primary differences between the doctrinally based Joint Movements Center and the CDDOC Pilot Program were reach back and sustainment coordination capabilities.  The merged combination resulted in new functional groupings:  Mission, ITV/Ops Integration, Sustainment, and Future Divisions.  These distinct divisions were subordinate to a Chief of Staff who was responsible for synchronizing and integrating their efforts to provide a synergistic theater distribution effort for the warfighter.  Further discussion regarding the organization and manning of CDDOC can be found in Attachment 1.

Crosswalk with the Joint Theater Logistics Model (JTLM)  

The CDDOC construct is consistent with the JTLM desired end-state:  Provide Combatant Commanders capabilities to execute directive authority for logistics to accomplish operational objectives.  Processes, rules, and tools provide the capabilities to see emerging requirements and rapidly resolve emerging issues.  JTLM identifies three overarching theater logistics capabilities required by a Combatant Commander.

“See/Sense” is the capability to plan, monitor, and assess in real-time, allowing control of the deployment/redeployment, distribution, employment, regeneration, and sustainment pipeline across the entire theater of operations
“Respond” is the capability to prioritize, direct, redirect, synchronize, and integrate common-user and cross-Service logistics commodities and functions under the COCOM’s control
“Collaborate” is the capability to fully integrate and synchronize with Service components, Joint Task Forces (JTFs), interagency supporting organizations, and coalition partners in theater, to achieve the ability to see/sense and respond.  JTLM further identifies 23 functional elements associated with the overarching capabilities

CDDOC is currently performing 40% of the functional elements; if manned with Global Patient Movement Requirements Center (GPMRC) and Defense Energy Supply Center (DESC) skills, it can perform over 50% of joint theater logistics functions.
CDDOC Functions

It is important to understand that CDDOC reports to USCENTCOM.  The USCENTCOM Commander has the team of joint logistics experts under his tactical command and control providing capabilities in his theater of operations.  The USCENTCOM J4 exercises TACON.  It is important to note that all the National Partners are stakeholders in CDDOC’s activities.
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CDDOC, working with CFLCC, CJTF-7, and CJTF-180, reduced bottlenecks and improved deployment and redeployment processes to ensure the smooth movement of 294,337 personnel and 2,378,806 short tons (stons) of cargo (294,337 stons by air and 2,084,469 stons by sealift) by strategic transportation assets (commercial and organic).  CDDOC facilitated the largest movement of forces and their equipment in such a compressed span of time in USTRANSCOM’s history.  Historically, challenges have been the throughput of forces and materiel beyond the strategic ports.  The CDDOC focused on synchronizing and eliminating the gaps between strategic and operational levels – mitigating bottlenecks at critical points and ensuring throughput of forces, equipment, and sustainment.  

CDDOC managed the overall capacity of the distribution pipeline through two programs.  The first program was the intermodal diversion of pallets coming from Charleston (CHS) AFB APOE bound for Balad AB and the LSA Anaconda.  We describe this process in a later section.  

The second method of managing capacity was CDDOC’s mapping of the theater distribution process.  This mapping effort, named TFX, found bottlenecks that could have caused significant backlog problems.  The Sustainment Division worked temporary measures to alleviate these bottlenecks.  More permanent solutions rest with recommended changes that CFLCC and CENTCOM must make (see Attachment 2), as well as a more systemic approach to training personnel who could potentially be assigned to an APOD/SPOD, TDC, CDC or Supply Support Activity (SSA). 
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2.4.  RESOLVING SIGNIFICANT CHALLENGES

The CDDOC had difficulties, at least initially, defining its role in supporting the organizational structure.  It took the team several weeks to acquire situational awareness and learn how CFLCC was task organized.  Additionally, security concerns limited the team’s ability to freely visit field operations within the theater’s distribution system and observe their processes.    

CDDOC must continue to address mapping of the theater distribution process to enable a seamless transition from the strategic to the tactical level while providing TAV.  The CDDOC itself is not manned sufficiently nor properly trained to map an end-state theater distribution architecture.  It is certainly capable of feeding theater logistical data back to experts who have the right tools and skills to support such a large undertaking.  The CDDOC is supporting day-to-day operational issues in a combat theater.  As important as the theater mapping is, the CDDOC must concentrate on the benefactors of theater distribution, working backward from the “foxhole” (SSAs).  They must determine what the customer requirements are, and how best those requirements can be supported.  The decision of long term versus short-term benefits must be considered.  Without short-term payback, the impact of the CDDOC benefit to the warfighter is tremendously diminished.  Short-term gains with long-term impacts have been the CDDOC’s main contribution and recognized benefit.

The CDDOC pilot provided enhanced ITV, reach back and decision-making authority, logistics experts within the reach of the warfighter, and actions in force flow and sustainment, all of which assisted the theater operational commanders in the accomplishment of their missions.  The CDDOC needs to continue ITV oversight of the theater and point out shortfalls.  ITV needs to be expanded and an executive theater agent for overall ITV needs to be identified and provided with the responsibility and resources to improve ITV infrastructure.  The CDDOC evolved as a capable technical data mining resource, which developed an information ad hoc repository.  However, the need for data manipulation capability for the theater to effectively use the data at hand is within an organization with technical skills and IT assets and tools. 

The CDDOC Surface Branch should focus on developing requirements and intermodal solutions using both commercial and theater ground assets.  CDDOC should develop processes and procedures which optimize ground transportation resources to maximize throughput and decrease Customer Wait Time (CWT).  CDDOC will transition “hands-on” container management to MSDDC in accordance with a USTRANSCOM directive.  CDDOC can provide its findings regarding container management to the designated Theater Container Manager(s) and Executive Agent (EA).  

The intra-theater airlift process using Joint Movements Center requests works but the process is based on an Excel spreadsheet and lacks IT connectivity.  CDDOC, in coordination with CENTAF and Air Mobility Command, is fielding the Intra-Theater Airlift Request System (ITARS), a web-based capability that will automate the present Joint Movements Center request process.  CDDOC staff will support the theater-wide implementation of this new capability.   

2.5.  METRICS USED TO MEASURE PROGRESS AND SUCCESS

CDDOC METRICS

The CDDOC was charged to develop metrics for the six focus areas.  It relied heavily upon JP 4-01.3, which discusses the need to instill customer confidence in the distribution pipeline.  This was best accomplished by providing visibility of the forces, equipment, cargo, and sustainment in the movement pipeline and by decreasing the amount of time the customer has to wait for critical sustainment to support weapons systems.  

In its charge, the CDDOC monitored 13 measures of merit for its accomplishments while assigned to USCENTCOM to provide gap analysis.  The measures of merit kept CDDOC’s attention on its six focus areas and on where to dedicate resources and effort.  
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Some dedicated efforts resulted in the various CDDOC initiatives (discussed in Section 2.6), such as ‘single ticket’ and ‘pure pallet’ that led to efficient and effective improvements in the distribution pipeline, which in turn reduced CWT and increased ITV.  WT illustrates whether the cargo is reaching the warfighter faster.  ITV of forces and sustainment illustrates the percentage of items visible in the pipeline.  Enhanced ITV increased customer confidence and trust in the distribution pipeline and reduced repeat orders.  

Recommendations from the Metrics
The ITV/Ops Integration Cell influenced ITV immediately upon arrival.  They collaborated with the CFLCC C4 Log Automation Cell to map the existing node infrastructure to determine where gaps in the visibility reporting systems existed (e.g., RFID, Global Air Transportation Execution System (GATES), WPS, etc.)  The Integration Cell assessed and monitored the supporting communications infrastructure to support ITV systems.  Additionally, they enhanced awareness of published ITV policies and assisted customers in obtaining visibility of their equipment and gear.  They reviewed the requirements for new TAV systems and helped get systems funded by USCENTCOM where appropriate.  

The Integration Cell discovered key nodes such as the TDC and CDC did not have RFID Write capability on site for tagging pallets and containers with content-level detail.  The CDDOC identified these shortfalls to CFLCC and enabled the installation of RFID capability at these critical nodes.  

They checked the accuracy and the timeliness of getting manifest data into a system of record i.e. GTN.  They also verified that content-level electronic manifests flowed to GTN within 1 hour of departure for airlift, within 12 hours of departure for commercial ships, and within 24 hours of departure for government ships.  Likewise, they facilitated the installation of approximately 35 new RFID read stations in the USCENTCOM AOR.  

The ITV/Ops Integration Division discovered that AAFES was not placing RFID tags on its containers, as mandated by USCENTCOM policy.  The team helped the AAFES Kuwait Logistics Director obtain an RF ITV Server account and coordinated with HQ AAFES to build a roadmap for compliance with the policy.  HQ AAFES began tagging containers from its VA Distribution Center in April 2004 and continues to expand their RFID process to all shipments.  Due to the CDDOC’s efforts, they now have visibility of this cargo from CONUS to destination, and they anticipate great cost savings due to improved container visibility and fewer “lost stocks.”
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The ITV/Ops Integration Division instituted random checking of RFID tags to determine where new gaps in RFID Reading existed and if the gaps were related to hardware or procedural in nature.  Where procedural issues occurred, the cell worked with the military activity to eliminate reoccurrences. 
The Sustainment Division, working with Rand and DLA Depot Operations Research Agency, tracked pure pallets destined for customers in the AOR.  The pure pallet process is described in detail in a later section.  The process worked well as indicated through CDDOC’s tracking.  It is essential that the master plan “USCENTCOM Pure Pallet Route Plan” accurately reflects customer needs and that all parties involved in creating and handling pure pallets have the correct plan.  CDDOC must look at the process of developing the pure pallet route plan to ensure that all Services are given a chance to participate in it and to make sure it accurately reflects customer requirements.
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Among its charges was container management and tracking.  The non-government owned containers accrue detention charges for both dry and refrigerated containers.  Detention charges also accrue for AAFES containers.  These costs were $22 per day for each dry 20-foot container, $35 per day for 40-foot containers, $63 per day for 20-foot reefers, and $85 per day for 40-foot reefers.  A problem existed with the reconciliation of multiple databases for the containers.  The theater manager (CFLCC) had a database system of record for containers, as did the CJTF-7 and MSDDC.  Three databases made it difficult to pinpoint how many containers were in the theater.  A comparison of the different databases found 10,000 containers with unknown statuses. 

CDDOC should continue to work with MSDDC and the theater to facilitate the MSDDC Global Container Management effort as the long term solution while supporting short term requirements of a theater container-tracking tool.  The aspect of tracking containers with current process databases while minor enhancements and then migrating the data from the short term solution to the longer term solution.  The challenge in the short term is to accurately show the number of containers moving in, out, and through the theater.  This is the first major step in container management.

The forecasting products created by CDDOC’s Air and Requirements Branch aided CFLCC with moving forces and equipment into and out of the theater.  These products led to the further development of the “Single Ticket” method of moving forces from CONUS to the theater, basically using a strategic system and process (JOPES) at the tactical level.  The Requirements Branch worked with the AMD for the use of correct Plan Identification Numbers (PIDs) in theater systems in order to provide worldwide visibility for these specific force movements.  The CDDOC needs to continue this effort to stratify the strategic system to the tactical systems.
2.6.  COST AND PERFORMANCE BENEFITS

As the CDDOC pursued the primary measures of merit to improve Delivery Performance, its success is best shown through CWT.  CWT is the measurement of the total elapsed time between the issuance of a customer order and the satisfaction of that order (that must be filled from the wholesale).  Cost benefits were tracked by each initiatives’ specific cost avoidance or savings incidents.
Customer Wait Time.  

Continuous improvement efforts are driven by performance measures.  Performance data can be used to track requisitions throughout the supply chain, determine the cause of blockages or constrained flows in the system, and identify immediate actions to remedy the situation.  Long-term performance data can provide feedback and process tracking.  Previously, USTRANSCOM focused on improvement to only the national level distribution process activities (strategic transportation systems with DLA’s strategic distribution centers).  We now influence behavior as DPO to provide a more responsive and reliable distribution service to customers worldwide.
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This diagram depicts the E2E CONUS supply chain for order fulfillment .  The overall process begins with the initial document requesting a repair part (or other materiel) and ends when the materiel is receipted at the customer’s supply activity.  Time stamps allow measurement of the 11 supply chain segments depicted along the distribution path.

The best measures of the improvements can be seen in segments 3 through 9, a segmented view because the stewards’ chain of command varied.  All the parts were not in a centralized report.  Using an existing data base that integrated the systems of record for various stewards, we can view the performance by segments at any time.

The CDDOC was postured to have a view back through this pipeline as far back as the customer’s order at the second segment.  Giving this view permitted influence.  The CDDOC had direct lines of communication to segments’ stewards.  Communication enabled influence and direct coordination.  

The three charts on the next page depict CWT performance of high-priority Army Class IX requisitions, moved via Military Air Lines of Communication (MILALOC), in support of OIF and OEF, over three four-month periods.  Each chart’s horizontal axis represents a four-month period broken out by applicable CWT segments (e.g. MRO Ship, Container Consolidation Point (CCP) Hold, etc.).  The stacked columns represent the percent of requisitions that made it through each segment, in days (left Y-axis.)  The stacked-columns are three percentile measures.  The bottom of each column (colored black) represents the 50th percentile.  This median depicts the number of days 50% of the requisitions made it through each given segment.  The 75th percentile is the second embedded measure in yellow.  The 95th percentile, at the top of each stacked column, depicts the total number of days 95% of requisitions made it through each given segment.  The last measure is the total number of requisition records used to calculate velocity through each segment of the distribution pipeline.  Number of requisitions is represented by the second Y-axis.  Not all of the CWT time stamps are going to be available for each requisition for every segment, and this explains why this number drops as requisitions move through the pipeline.  
The goal is to reduce the height of the 95th percentile column as close as possible to the 75th  percentile, in turn to the 50th percentile, reducing variability and increasing reliability in the overall distribution pipeline – increase trust and confidence, reduce CWT, increase velocity and overall performance. 
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Before the CDDOC arrived and began affecting CWT to the theater of operations segment 2 the time from when the MRO was cut to the item being identified to ship varied from 2 to over 40 days.  CCP hold, segment 5 the time a pallet is built, prepared, and waiting for shipment to POE varied from 2 to 12 days. 
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When the CDDOC first hit the ground segment 2 reduced the variability from 23 days.  Pure pallet initiative decreased large variability of CCP hold.  The initial trade off of CCP hold was increased POE hold until the system caught up.  
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As the CDDOC efforts matured segment 2 displays consistent performance, 1-2 days.  Pure pallet initiative continued reduction in CCP hold variability.  POE hold stabilized and variability decreased
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This consolidated graph depicts that the whole CWT for Army Class IV to OEF and OIF shows reduced CWT from 59 days in October 2003 to 36 days in September 2004.  Much of this improvement is due to the numerous initiatives that were introduced and facilitated by the CDDOC.

Cost Avoidance/Savings

No numbers can exactly codify the value of added customer confidence and desired effects the CDDOC initiative brings to the Warfighter.  USTRANSCOM reported a cost avoidance/savings of $26 million since the introduction of the CDDOC (January-December 2004).  Many of the cost savings were directly attributable to the redirection of cargo from air to surface movement, a significantly cheaper method of transportation.  Enhanced visibility and information management with the SME’s reach back capability led to order fulfillment for high priority items from forward positioned stock locations, hence further cost avoidance.  

	Explanation
	Cost Avoidance

	Cargo movements redirected from air to surface lift.
	
	$3,399,240.00

	85,000 sq ft of AM-2 runway matting from Qatar to Iraq.
	$439,000.00
	

	100 armored High-Mobility Multipurpose Wheeled Vehicles 
	$2,600,000.00
	

	126 463L airlift pallets within Iraq.
	$132,000.00
	

	200 463L airlift pallets within Afghanistan
	$228,240.00
	

	
	
	

	5 commercial “emergency” flights of frozen foods for OEF identified as excess and cancelled.
	
	$796,000.00

	
	
	

	937 Twenty-foot Equivalent Units (TEUs) container of Class IV (construction) materials were requisitioned from CONUS for OIF.  CDDOC determined regional supply stocks could meet the requirement.
	
	$14,030,000.00

	Material
	$11,300,000.00
	

	Transportation
	$2,730,000.00
	

	
	
	

	Diverting 45 stons / week of cargo from air to surface lift.
	
	$7,100,000.00

	CDDOC identified and collected 721 missing 463L pallets.
	
	$900,000.00 

	CDDOC identified and collected 621 missing RFID tags.
	
	$60,000.00 

	Total cost avoidance/savings 
	
	$26,285,240.00 


CDDOC DEPLOYMENT AND DISTRIBUTION INITIATIVES

CDDOC and its National Partners were responsible for introducing and facilitating a variety of initiatives.  

Container Management
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The Surface Branch developed a partnership with the Department of the Army, CFLCC, CJTF-7 and HQ MSDDC to collectively determine how to return carrier-owned containers and reduce detention charges.  One of the biggest problems was differences in theater container counts - February MSDDC and CDDOC theater reports differed by approximately 2000 dry and refrigerated containers.  The Surface Branch synchronized data reporting to merge data from over 23 sources.  The current data of record was woefully outdated.  
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The Surface Branch developed a Statement of Work (SOW) for contractor execution and monitoring of container management in the USCENTCOM AOR.  The branch collected details from all theater container managers and major headquarters to ensure everyone’s concerns, efforts, and initiatives were covered in the SOW.  Several visits to container receiving sites revealed that many without warehouses to store the containers’ contents were forced to keep many containers for storage.  In some locations, containers are used as protective barriers, brigs/stockades, and temporary base exchanges.  With an accurate SOW, the branch developed standard operating procedures for both CJTF-7 and CFLCC.

To eliminate leased containers going forward into the AOR, DOD purchased containers as primers for cross-docking operations.  Only DOD owned containers will be sent forward into both Afghanistan and Iraq.  Leased commercial containers will be returned ASAP to the carriers.  It is anticipated that this initiative alone is anticipated to reduce the $13.4 million detention charges per month to approx $4 million.  This initiative is so new that there is currently no hard data to illustrate the anticipated improvement.
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Pure Pallets

The use of pure pallets was particularly important to improving velocity by precluding break-bulk operations at the Theater Distribution Center (TDC.)  CDDOC publicized with reach back to the National Partners, the CJTFs willingness to wait a couple of extra days so the pallets were built “pure” at the depot or APOE rather than have to break down pallets when they arrive in theater for repackaging and delivery to the customer.  It was better to build the pallets in “clean warehouses” than to break down and repackage them “in the mud.”  “Pure” pallets meant one DOD Activity Address Codes (DODAACs) per pallet.  It by-passed the usual break-bulk process inherent in pallets with multiple DODAACs.  
With “pure” pallets, throughput was streamlined, allowing the pallets to by-pass break-bulk processes, saving “touches” and speeding delivery to the warfighter.  Though the pallets are held a longer at DDC or the APOE, the aggregate time is faster with pure built pallets than it is with conducting break-bulk/sort/distribution operations in the field, resulting in reduced CWT.  Pure pallets on arrival at the APOD could be passed to the TDC for immediate throughput to the LSA serving multiple SSAs or direct to an SSA.  A CENTCOM route plan, identifying the LSAs and SSAs, was used by the depots and APOEs as a guide for consolidation of materiel and construction of pure pallets.  
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The pure pallet initiative has been extremely successful in helping reduce the overall CWT to theater.  The workload increase with respect to pure pallets at the DDC and APOEs is depicted in the below graphs (Defense Distribution Susquehanna Pennsylvania (DDSP) and Dover and Charleston Air Force Bases.)  In earlier charts you saw the increase at the DDC and APOE in the CCP Hold and the POD Hold times increase.  Although these times increased, the variability decreased at the DDC and APOEs, and the theater experienced reduced CWT by 13 days.
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 “Single Ticket” Process
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“Single Ticket” is a CDDOC-developed initiative to manage (schedule) unit movements from origin to final destination rather than waiting until just prior to or arrival at a Theater intermediate location (short of destination) to coordinate onward movement.  CENTCOM gave CDDOC synchronization authority for the theater including prioritization, coordination, and direction, enabling enabled CDDOC to synchronize and direct Theater airlift assets and allow theater force flow processes to mirror those used at the strategic level. Velocity of force closure is increased, and at the same time, troop loiter time at intermediate locations is drastically reduced.  Within the first 6 months of this initiative, 98% of passengers traveled via a “Single Ticket.”  The time from when a passenger arrived at the APOD to when the passenger was onward moved reduced from 72-96 hrs on the ground to 24-48 hrs.  There is no documented dollar savings or cost avoidance, but the time saved is increased capability given to the Commander.
One major theater issue before CDDOC’s arrival was no visibility and oversight of forces moving into theater.  The theater could not see who was coming into theater with enough lead-time to be proactive instead of reactive after the forces had arrived.  For the entire Joint Planning Execution Community (JPEC), visibility of troop movement extends from the APOE all of the way to final Theater Aerial Port of Debarkation (APOD).  
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The CDDOC developed a Concept of Operations (CONOPS) with Air Force Tanker Airlift Control Center and Director for Mobility Forces (DIRMOB4), Air Mobility Division.  CDDOC is formalizing the process in the CENTCOM Theater LOI.  Single Ticket enforces a single JOPES process for all passenger movements, across Strategic and Theater action agencies, and eliminates redundant tasks, (e.g., the Joint Movement Request).  

Intermodal Pallet Diversion
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When APOEs were congested with cargo destined for Balad, Iraq, due to higher national priorities, diversion of priority cargo was diverted through Kuwait International (KWI) via commercial 747 aircraft.  The CDDOC tracked cargo movement from CHS to the AOR, giving advanced notification of inbound cargo to the AOR distribution partners and allowing detailed coordination with the APOD at KWI for rapid cargo turn-over to surface movement to the TDC.  The TDC processed and loaded cargo on “Sustainer Push” trucks to convoy north.  Visibility was maintained for the entire move via the JDLM system.  This was a crucial ITV synergy provided by CDDOC, first through manual input, and later through the use of a custom-developed macro application.

Pallet hold times were sometimes increased when truck transport was limited.  To prevent priority cargo from loitering in the TDC, CDDOC coordinated movements using asset tracking through the RFID ITV giving visibility of RFID-tagged cargo.  JDLM was also used to gain visibility of AOR surface movement and track the pallets to final destination.  
CDDOC was able to expedite materiel flowing north to reduce CWT.  CDDOC was able to decrease CWT by increasing the velocity of material through the theater distribution nodes.  The CDDOC queried GTN for content-level detail on the individual pallets.  Linking GATES data of plane cargo to the RFID-tracked truck convoys traveling north from Kuwait, CDDOC provided comprehensive ITV and transportation segment times from APOD to APOE, to TDC, to the SSA.  
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Air Distribution Management “Macro” Aerial Port of Embarkation (APOE) Content Visibility 

The warfighter needs visibility of cargo inbound to their location to synchronize resources, as well as prioritize movement of urgently needed cargo.  CDDOC developed a computer software “macro” that provides RFID tag detail enabling the warfighter and his materiel manager to accomplish this task.  With the product from the air distribution management macro, the warfighter is able to provide level-6 detail priorities to the CDDOC and CFLCC C-4, who in turn works through the Service Air Clearance Authority (ACA) to “green sheet” the items (place cargo at the head of the queue).  This capability clearly serves as a combat multiplier.

APOE “on hand” pallet listings containing content level data (document numbers, National Stock Number, class of supply, and item name) are available daily to send to the Combatant Commander for visibility and management action on incoming cargo.  The CDDOC Air Distribution Dashboard reflects flow of pallets, 24 hour trends, and Class IX volume.  

Pallet & Net Cleaning 
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CDDOC drafted a SOW that establishes a contractor-operated pallet and net cleaning service in Kuwait.  The CFLCC C4 and the Logistics Civil Augmentation Program (LOGCAP) staffed the SOW through the contracting process and awarded a contract to a host nation contractor on 15 April 2004 with implementation in mid-May.  This SOW represented the first contractor-operated pallet and net cleaning service.  The pallets and nets were consolidated at a central location where they were cleaned and prepared for air shipment and then transported to the nearest aerial port for onward movement, satisfying defense transportation regulation requirements. This service relieved the aerial port at KWI of performing pallet and net cleaning and preparation with organic resources, a theater and user responsibility.  CDDOC is expanding this service in support of CJTF-7 at the CDC at Balad AB and LSA Anaconda.
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AOR Asset Tracker

CDDOC identified thousands of excess 463L air cargo pallets and net sets in the USCENTCOM AOR through the implementation and use of a web-based AOR Asset Tracker.  CDDOC modified existing software from Air Mobility Command to the USCENTCOM AOR.  The program enables pallet and net monitors within the AOR to report assets on-hand in relation to authorizations.  Web basing the program’s report increased visibility of the reported assets, leading to more effective and responsive management.  This program is responsible for identifying and returning over 6,000 pallets and 11,000 nets back into the DTS.  CENTAF-Forward has approved this program as the system of record for weekly pallet and net reporting by CENTAF-operated aerial ports.  CDDOC is expanding the use of the AOR Asset Tracker as the system of record for pallet and net reporting at LSAs and Forward Logistics Bases (FLB) in both CJTF-7 and CJTF-180 AORs.

Army Retrograde Management
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Before the CDDOC was fully operational, there was no documented process in place to leverage commercial liner service for the return and repair of required spares to Army Materiel Command's Depot Maintenance programs.  USCENTCOM’s effort on the rotation of forces and the low priority of retrograde items made military sealift prohibitive and unpredictable.  The primary method for retrograde before 17 January was military air cargo.  This method was unpredictable, expensive, and received the same lower priority.  The roll up of retrograde before 17 January was that 87% of all retrograde items flew by air and a mere 13% shipped by surface (2 surface containers in 7 months).  After 17 January, CDDOC brought the key players (598th Transportation Group, CFLCC C-4, Kellogg Brown and Root (KBR), and Army Materiel Command elements) together to identify the process and resolve the issues that prevented retrograde from being shipped by surface commercial liner methods.  The target was to satisfy Army Materiel Command’s maintenance programs. 

The result of CDDOC’s targeted effort was a defined process supported by all key players.  Individual responsibilities were measured against a standard for the first time.  The build of performance documented thus far is 98 in February, 262 in March, and 240 in April.  The Arifjan retrograde yard has produced approximately 120% of its depot repair cycle needs.  The most impressive fact is that 71% of retrograde items are now shipped by the less-expensive surface method with the remaining 29% by air and only then for critical requirements.  This is almost a complete reversal of the previous method for shipping retrograde items.
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UH-60/HH-60 Retrograde DLR Parts Movement

The Air Force’s HH-60 and the Army’s UH-60 helicopters have many common parts.  The USAF fleet is small compared to the Army’s (about a 7 to 1 ratio).  The parts availability for the Army’s UH-60 helicopter has a direct impact on the parts availability for the AF units.  The primary role for the Army’s UH-60s is combat while that of the USAF’s HH-60s is search and rescue.  Therefore, the Army requires substantial repair part availability and quantity.  If the Army has difficulty getting parts, the U.S Air Force (USAF) might not be able to fly its helicopters.  
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In April 2004, Air Force Materiel Command requested CDDOC gain visibility and identify 27 critically constrained UH-60 items in the theater logistics pipeline.  Working through the Army’s Aviation and Missile Command (AMCOM) a pipeline tool was designed to interrogate all 27 critical Air Force Materiel Command HH-60 DLR parts. 

The ongoing process and agreement in place with Air Force Materiel Command is to query the AMCOM database weekly for parts status.  Updated information is provided to Air Force Materiel Command and HH-60 POCs for analysis.  Ongoing meetings with AMCOM serve to encourage repair units who identify parts found on the constrained list to expedite the turn-in process.  After turn-in, the shipping process is expedited through World Wide Express (WWX) service.  If WWX is not available, Air Mobility Command channel missions are used.  Communication with the Army field units for quick turn is critical as well as the visibility provided by the query tools.  This information goes to HQ Air Force Materiel Command, item managers, and repair center management.  With this information, insight can be gained as to when individual parts will no longer be constrained or when mission critical aircraft will be flight ready.
Joint Operational Planning and Execution System (JOPES)
CDDOC’s Requirements Branch brought to the theater enhanced capabilities facilitating the rotation of forces (i.e. increased visibility of the flow of forces) through JOPES – direct linkage to strategic transportation partners for short notice and “HOT” issues resolution, force flow forecasting, advanced notification, and synchronization of inter- and intra-theater movements.  CFLCC-C4 recognized this CDDOC capability as combat value as an on-scene coordinator and facilitator.  
CDDOC enabled the theater logistics commander to put a “joystick” on the strategic transportation and strategic supply base and helped guide it to the areas that needed emphasis.  This “joystick effort” worked very well for three major force movements:  early redeployment of the 173rd Airborne Brigade to Italy, redirect of the 4th Infantry Division dual track flow redeployment, and early move of the 82nd Airborne back to home station, Fort Bragg, SC, to stand up as the Division Readiness Brigade (DRB).

Requirements Branch manning also included JOPES and Joint Deployment Process instructors whose purpose is to train CFLCC, Joint Movements Center, and all other interested personnel to understand the application of JOPES.  Requirement Branch trained more than 15 personnel on Joint Support Personnel Course material with 9 receiving their JOPES certifications.  Certification allows them to facilitate JOPES functions for their parent commands.  This flexibility allowed CDDOC to train Spiral 2 personnel in JOPES.  CDDOC also briefed key CFLCC personnel on Joint Deployment processes, increasing understanding of the JPEC’s tasks.

Container Satellite Tag Pilot (AXTracker)
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CDDOC developed and planned a satellite tag pilot test for 1 April.  Force protection and AOR frequency issues delayed this event.  Once operational four tags were tested from the TDC to the CDC.  The CDDOC received complete and timely position reports over the entire route.  After several days of interface code correction, container ITV was realized in the ITV server and JDLM.  This pilot will be continued in the AOR and CONUS.

The primary objective of the CDDOC satellite tag pilot was near real-time container tracking of location and contents.  The secondary objective was managing container detention and demurrage charges.  Thousands of containers cannot be located in the national ITV system.  DOD is paying detention charges on tens of thousands of containers in theater.  Satellite tags enabled all organizational levels to locate and manage containers without the large infrastructure required by RFID interrogators.

A number of AXTracker tags with associated alarms will be applied to Class IX containers at the TDC.  Once a container is manifested in a sourcing system it will be outfitted with satellite tag/alarms that transmit the container number along with the satellite tag identification number and its current latitude and longitude.  Another group of AXTracker tags with associated alarms will be applied to trucks of the subsistence prime vendor (SPV), Public Warehouse Corporation (PWC), and will be tracked via JDLM.  The tags are visible in the ITV server and JDLM as icons with associated information.  This ITV capability involved detailed discussions and interface work with USTRANSCOM, CDDOC, AeroAstro, GlobalStar, Axonn, and Army PM Automatic Identification Technology (AIT).  After sufficient data has been collected, USTRANSCOM will publish a comprehensive report.  If the pilot has proven merit, USTRANSCOM will present the results to OSD and the JS.
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Talon Reach Iridium Pilot

Although several systems in the USCENTCOM AOR provide real time tracking capability (Movement Tracking System (MTS), Defense Transportation Reporting and Control System (DTRACS), and Vistar), no systems currently provide simultaneous real time present position and cargo manifest data.  CDDOC initiated a pilot test using a Talon Reach Iridium device to link real time location and logistics data (e.g., TCN) on a surface movement in the AOR for display in the USAREUR ITV Server, JDLM, and GTN.

Partners involved in this test included CDDOC, CFLCC, HQ Space Warfare Center, AF Tactical Exploitation of National Capabilities (AF TENCAP), USTRANSCOM, the Army PM AIT, USAREUR, Titan Corporation, and Tapestry Solutions.  AF TENCAP and Titan provided the basic tracker device with GPS/Iridium antennas and internal power.  CDDOC received the equipment on 24 February and conducted familiarization training and initial testing on the device from 25 February – 2 March 2004.  

The tracker device successfully populated the ITV Server/JDLM map displays with both real time present position and TCN of the test pallet—a “first” in the USCENTCOM AOR.  Additionally, the pallet TCN was visible in GTN.  For the duration of the two-day test, the device operated flawlessly without any user intervention.  CDDOC and CFLCC personnel captured screen shots of the convoy during the test period confirming the device’s normal operation.

The Talon Reach Iridium device provides the warfighter tremendous capability to achieve TAV of critical cargo and equipment.  First, it has global coverage with real time reporting capability.  Second, the data is protected within secure DOD systems since it is down linked to the DOD Gateway in Hawaii.  Dissemination from the DOD Gateway is flexible and can be determined by the user.  In contrast, commercial satellite feeds are subject to compromise or involve multiple lease contracts for the desired coverage area.  Third, the device’s small size and minimal footprint provides flexibility since it is portable and can be used in different vehicles.  Last, the tracker device offers significant cost savings over currently fielded systems.  

The USAF TENCAP developed the Talon Reach Iridium device and optimized the architecture for use by the DOD community, and it is proven technology in industry.  It can significantly enhance both fixed, ground based tracking systems (e.g., RFID network) and fielded, satellite tracking systems (e.g., MTS, DTRACS, Vistar, etc).  Recommend this technology be integrated in the theater to provide real time visibility for warfighters’ logistics movements.

Theater Distribution
Distribution of sustainment has presented several challenges during the course of OIF.  Moving high-priority orders by air is quick but costly.  Surface shipments are less costly; however, they can take up to 45 days to reach the customer.  Recognizing the need to meet required delivery dates for orders and minimize transportation costs, one CDDOC initiative was to establish a DLA Depot forward.  At the request of CENTCOM, the Defense Distribution Depot Kuwait, Southwest Asia (DDKS), the only distribution center facility in Southwest Asia, was established on 30 August 2004 to house commodities with a goal of shortening theater sustainment lines of communication.  DDKS provides forward stock positioning support and enhance physical distribution services and surge capabilities to all CENTCOM components.  DDKS currently distributes repair parts, barrier/construction material, clothing, textiles and tentage, stocking approximately 7,800 NSNs with a future goal of 40,000 by August 2005.  Forward stocking of sustainment reduces customer wait time by warehousing high demand items.  As a result, Services can stock fewer items, reduce their storage requirements, and concentrate on stocking on the low demand items to improve operational readiness.  DDKS facilities also provide consolidated shipment and containerization services.  Customer wait time has been greatly reduced.  One week after the operation began; the center processed 159 MROs.  By the first week of November, weekly processing had increased to 4061 MROs.

Iraq Surface Convoys to Air Conversion
A surface convoy to air conversion initiative was started to reduce convoys on the road prompted by vulnerability of surface convoys to enemy attack.  This initiative maximizes the use of inter- and intra-theater airlift assets to reduce convoys along the most dangerous routes, especially within the Sunni Triangle.  Analysis identified potential sustainment cargo candidates for quick conversion to air routes (Class IX, V, and II).  CDDOC established an inter-theater channel from CONUS to Al Asad, bypassing the Balad to Al Asad and Al Taqqadum convoy route.  Working with CFLCC and 13th Corps Support Command, Theater and Corps prepared additional air pallets at the Theater Distribution Center (TDC) and Corps Distribution Center (CDC) for air movement that would have otherwise gone by ground convoy through the most dangerous areas of Iraq.  Now they bypass the Sunni Triangle area, reducing the risk to our personnel.

2.7. CDDOC SUPPORTS USTRANSCOM’S OBJECTIVES 

USTRANSCOM’s role, objectives and strategy have evolved significantly during the past 18 months. Not only was USTRANSCOM designated as the DPO, but it was also simultaneously required to provide uninterrupted and optimal support to the warfighter in both OEF and OIF.  The latest USTRANSCOM vision, responsibilities and objectives as stated in the Joint Deployment and Distribution Enterprise (JDDE) are laid down in the USTRANSCOM Deployment and Distribution Roadmap (DDR) which is still in the process of being staffed and finalized, see below:  
The USTRANSCOM Commander’s vision:
The National Security Strategy requires rapid, effective, and efficient projection of combat power.  The Commander, USTRANSCOM, is designated with the responsibility and authority to improve the overall effectiveness and interoperability of deployment and distribution related activities enabling the DPO to be a force multiplier for the COCOMs.  USTRANSCOM provides for the synchronized deployment and distribution of forces and sustainment which makes possible projecting and maintaining national power where needed with the greatest speed and agility, the highest efficiency, and the most reliable level of trust and accuracy.

The Unified Command Plan states USTRANSCOM responsibilities include: 

a. Providing common-user and commercial air, land, sea transportation, terminal management and aerial refueling to support the global deployment, employment, sustainment, and redeployment of US forces.

b. Providing global patient movement, in coordination with geographic combatant commands, for the DOD through the Defense Transportation System.

c. Serving as the Distribution Process Owner for the DOD, directing and supervising the execution of the strategic distribution system and developing and implementing distribution process improvements that enhance the Defense Logistics and Global Supply Chain Management System for the DOD.

The CDDOC concept created the foundation for the JDDOC (generic DDOC) template.  The CDDOC facilitated the synchronization of the distribution pipeline as required in the Commander’s vision, while meeting it’s responsibilities and assisting with the attainment of some of the JDDE objectives.  It also fulfilled an essential role under the DPO designation and assisted in bridging the gap between strategic and theater distribution.
SECTION 3:  KNOWLEDGE TRANSFER

3.1. SHARING LESSONS LEARNED

CDDOC followed the guidance of CJCSI 3150.25A, “Joint Lessons Learned Program,” 1 October 2000, and the draft USTRANSCOM Instruction 10-10, “USTRANSCOM Remedial Action Program” in developing the lessons learned from Spiral 1.

The lessons learned were gathered during three distinct phases: 

· Pre-deployment/Training/Deployment/JRSOI; 3-19 January, 18 lessons learned.

· Integration; 20-29 January, 22 lessons learned.

· Execution; 30 January-present, 31 lessons learned to date.  

Although CDDOC gathered more than 70 lessons learned (and this number continues to grow), this package includes only the most salient ones.

Pre-Deployment Requirements  

There’s a new paradigm in place today with the GWOT – no matter what organization or agency a person is assigned to, whether military member or not, that person should be prepared to deploy anywhere in the world at a given notice.  DOD should develop a theater-specific or worldwide pre-deployment checklist for use by all Services and agencies.  

RECOMMENDATION:  Research the specific requirements for the theater to which the team will deploy.  Develop a DOD wide pre-deployment checklist for either theater-specific or worldwide deployment (Ft Bliss has a well developed process and checklist for deployment to USCENTCOM’s AOR which can be found at this website http://www.bliss.army.mil/LocalUnitLinks/crc/default.htm.)  The pre-deployment checklist could also be automated and entered into a database that tracks all inbound and outbound Service members and civilians into the AOR.

CDDOC Frag or OP Order

The identity, role, and organization of the CDDOC were not well known throughout the DOD.  

RECOMMENDATION:  Draft and release a joint theater commander and USTRANSCOM message to all deployed commands within theater and all supporting organizations within CONUS to ensure that all action officers understand the CDDOC’s roles and capabilities meant to assist them in both deployment and sustainment macro issues. 

Proliferation of TAV Systems  

With increased operational demands and anticipated upcoming operations, DOD needs to develop a TAV infrastructure that satisfies warfighters’ needs.  Soldiers, contractors, and leaders at all levels are doing a phenomenal job of ensuring that thousands of tons of critically needed cargo arrive in time to support operations.  However, unique inter- and intra-theater deployment, redeployment, and sustainment visibility issues still need to be addressed (such as:  Data quality, timeliness of reporting on events, adherence to contractual reporting requirements placed on carriers doing business with the government, and adherence to business processes in garrison and in the field.)  TAV remains central to achieving situational awareness and continues to be an important tool for providing warfighters the access to data that facilitates quick and efficient deployment, redeployment, and sustainment of forces.  

RECOMMENDATION:  Recommend the JS develop a focused set of systems that capitalizes on the strengths of all the information systems currently in use by DOD across all Services.  Then bring in the developers of those systems and warfighters from all levels (theater commander down to private) and ask them what information they need to perform their duties.  By integrating their requirements through the use of satellite tags, passive barcodes, RF technologies, DOD can develop a true TAV system.  The information from this set of technologies can be fed into the DOD system of record, GTN 21.  Then by combining the strengths of the other information systems like JDLM with GTN, Joint Total Asset Visibility (JTAV), Single Mobility System (SMS), and other information system queries, DOD could develop a front end for the system of record to provide the user the information the warfighter needs.    

Coordination between Theater Organizations and CDDOC Directive Authority
Communication/interface at the action officer level between CFLCC, deployed commands, MSDDC – controlled port(s), AMC APOD(s), the TDC, CJTF-7, and CONUS-based supporting actors appears to be disjointed.  Clearer, more defined command and control/command relationships would facilitate higher cooperation levels at the AO level and would solve many issues before they get FO/GO level attention.

RECOMMENDATION:  At minimum, the CDDOC needs to be armed with very clear directive authority over USTRANSCOM Component, DLA, and Joint Movements Center human assets within theater. 

Theater Website
There are many web pages produced by various units in theatre without a central website that ties them all together.  Thus, it is not easy to maneuver through the available information.

RECOMMENDATION:  A centralized webmaster team for theater should be created.  All pages should be part of a theater front page and broken down by applicable category, i.e. units, transportation, logistics, air support, etc.  Granted this would take time and redesign, but if it is designed correctly, it would be a powerful tool for every level of command within the theater. 

TPFDD Updates  

Inaccurate TPFDD/JOPES data reduces the effectiveness of aircraft utilization. Aerial Ports and Movement Control Teams (MCTs) work diligently to expeditiously move redeploying troops back to home stations.  They often send individuals on a “space available” basis.  The problem, however, is that JOPES is not subsequently updated to reflect the remaining number of troops.  The result is a database showing inflated numbers of passengers requiring transportation.  Airlift is then scheduled against these inflated numbers wasting money, man-hours, and aircraft utilization.

RECOMMENDATION:  Users need to maintain an accurate accounting of personnel requiring movement.  Only by ensuring and enforcing the good practice of TPFDD updates can we improve the utilization for TPFDD movements.  Additionally, there should not be a penalty for users maintaining good, up-to-date numbers in JOPES.  Although technically there shouldn’t be “opportune” redeployments, this is a more effective use of aircraft which would be returning to CONUS anyway.  The movements just need to be captured in JOPES to allow better management of aircraft utilization.

Inter-/Intra-Theater Airlift Synchronization (Air Tasking Order (ATO))
Effective synchronization of inter-/intra-theater airlift cannot be effectively accomplished.  The dynamic nature of the theater environment, coupled with the visibility of routine channel cargo in the theater and the constraints placed upon theater airlift resources by the ATO cycle, make the effective synchronization of inter- and intra-theater airlift a truly daunting prospect at best and impossible at worst.

RECOMMENDATION:  Advanced visibility of inbound cargo, as much as 96 hours prior to arrival, would permit the Joint Movements Center to self-initiate the request process for valid air movements prior to its arrival in theater.  Eliminating ATO cycle constraints from theater airlift missions, especially in a permissive threat environment, would permit greater flexibility in long term and short term airlift scheduling.

Worldwide Retrograde of Class IX through a Host Nation (HN) in a Combat Zone 
The disposition and repair of DLR items is a major issue, especially the retrograde of the DLR to be repaired.  The lack of a full complement of repair activities forces the theater to ship items to those certified repair activities.  The result of a larger volume of DLRs causes three critical short falls within the doctrinally-based Army system. 

· STAMIS - Shipping individual items to worldwide locations places the forces in an untenable position due to lack of readily available small-to-medium shipping requirements.   

· Training - Current training lacks a full comprehension of the magnitude of requirements and updated and practiced TTPs to conduct large volume operations.  The Army supply system during garrison operations rarely conducts unit-level forward bulk shipment operations.  Commonly, Field Support Activities in garrison are not required to bulk ship large volumes of Class IX items as normal functions.  In other words, “you fight the way you train.”

· Host Nation Support - There are import/export experts within DOD but rarely is this item covered at execution level.

RECOMMENDATION:  The fix to the retrograde system is three-fold:

· Required to develop and deploy hardware and software systems that will support containerized management of high volume DLR shipments.

· Require United States Army Training and Doctrine Command to develop and field modular DLR Recovery and Shipment units that are manned and trained to handle large volumes of Class IX and centralized ship-to addresses.  This action should include a centralized unit and location within CONUS for direct shipment and distribution of items to support National Maintenance Program Objectives.  United States Army Forces Command Training Plans should require units to conduct proper high volume retrograde of class IX requirements.

· Require all echelons within the Army to train as part of the unit collective training, and incorporate at the instructional level (Advanced Non-Commissioned Officers Course, Basic Non-Commissioned Officers Course, Army Operations Course, & Basic Operations Course) the many customs clearance processes within which the Army must operate.  

Distribution Management Center (DMC)  

A theater DMC was not established in accordance with FM 100-10-1, Theater Distribution.  The theater DMC, the functional commands/directorates, and the control centers orchestrate the distribution of all classes of supply and services, and personnel movements supporting the deployed force.  The DMC considers the impact of unit movement requirements on the distribution system.  The DMC provides current priorities for distribution/redistribution activities to the Movement Control Agency (MCA) and Materiel Management Center (MMC.)  

Effective and efficient theater distribution cannot occur unless a DMC is fully deployed and resourced.  Given the complexity of the DMC’s mission, consideration should be given to modularizing the Theater Support Command (TSC) so that the DMC is an active component, deployable module.  This deployable DMC module can perform both theater support planning and theater opening functions as required during the establishment of a viable distribution architecture.  

RECOMMENDATION:  Resource and train the DMC so that it can deploy and establish the requisite visibility, capacity, and control in a supported theater.

USCENTCOM RFID Compliance
Units must receive training and be held accountable for compliance with the USCENTCOM RFID interrogator naming policy.  RFID implementation is haphazard, with individual Services, branches, units and organizations fielding disparate systems with no coordination or overall controlled direction.  All command components must ensure their personnel receive proper training on the RFID naming convention so that the RFID network can operate at peak efficiency.

RECOMMENDATION:  All Combatant Commands and Services should ensure their resident RFID systems and training guidelines comply with the appropriate naming convention architecture.  CDDOC and USCENTCOM J4 Log Auto personnel will continue to provide awareness and enforcement of the RFID naming convention policy for interrogators in the USCENTCOM AOR.  

Several manning issues were identified and it was highlighted that personnel skill requirements must be codified.
Assign Members to CDDOC with Special Skills
Resources are scarce in deployed areas so team members possessing special abilities such as system instructor certifications are particularly valuable.  Using their talents enhances the ability of co-workers and saves money from having to pay contractors to conduct these tasks.

RECOMMENDATION:  Query potential team members for special skills and identify particular talents they can use while deployed, or source members who possess those skills.  Source the team with members who have special skills in systems, programs, or software, so they can instruct others at deployed locations.

JOPES Does Not Function Well at the Operational Level
Based on observations to date, JOPES is not organized, trained, equipped, or fielded to the levels necessary to provide efficient, effective, and flexible planning and execution information to the warfighter at the operational level.  This observation revolves around the following categories:

· Organization.  Neither the Army’s Military Table of Allowance (TOA) for personnel (below corps level) nor CFLCC’s Joint Manning Document (JMD) contains billets for JOPES functional personnel.  JOPES expertise is out-of-hide.  JOPES sections are ad hoc organizations.

· Training.  There appears to be a general lack of understanding of the JOPES process across the combined staffs.  Although the Joint Deployment Training Center (JDTC) trains between 1,500 and 2,000 students per year, units or commands may not be utilizing the trained personnel in their proper capacity.  It may appear there is a shortage of trained personnel, when in fact, there is a failure to utilize those who are already trained.

· Equipment.  JOPES capabilities in theater are hampered by lack of adequate bandwidth, connectivity problems, server issues, and lack of robust technical assistance.  For example, due to lack of bandwidth, CJTF-7 (headquartered in Baghdad) JOPES planners are forced - more often than not - to work with extremely outdated planning data (i.e., up to 8 day old JOPES pulls.)

· Fielding.  Encapsulates the previous three bullets.  Additionally, this includes units in the field at less robust locations having no access to JOPES systems for proper redeployment planning IAW current JOPES business rules. Individual unit, CJTF-7, and CJTF-180 planners are forced to use work around tools such as USEUCOM’s webhoc query, CDDOC's ad hoc query, and JOPES reports posted on USCENTCOM and CDDOC web pages to obtain planning information

RECOMMENDATION:  JS work with USJFCOM and Service Chiefs to:

· Identify and appropriately assign JOPES-trained personnel to the operational level of warfighting staffs

· Develop better information exchange ‘pipelines’ and JOPES AIS in theaters and to forward deployed forces which allows full transfer of required JOPES data.

There were numerous container management lessons identified by the CDDOC.  USTRANSCOM appointed MSDDC as the lead to tackle these problems with the help of the National Partners:

Creation of an MSDDC Ocean Cargo Booking Office at Camp Arifjan
There has been a significant increase in the amount of ocean cargo requiring booking from Kuwait, prompting the need for an MSDDC Ocean Cargo Booking Office at Camp Arifjan, Kuwait.

RECOMMENDATION: MSDDC should immediately begin preparations to move, or create and adequately staff, an MSDDC Ocean Cargo Booking Office at Camp Arifjan, Kuwait.

USCENTCOM Container Inventory Reporting
Container reporting agencies in the USCENTCOM AOR do not use a theater-wide format for reporting container inventories.  Agencies should not be left to format their own reports as they see fit.

RECOMMENDATION:  A Transportation Movement Control Agency (TMCA) (or designated theater container manager) must implement a single theater-wide container inventory format for use by all reporting agencies (Movement Control Teams (MCTs), Movement Control Battalions (MCBs), Contractors, etc). 

USCENTCOM Container Labeling  

Containers in the USCENTCOM AOR are mislabeled or not labeled at all.  CFLCC C4 Trans directed that containers in theater be labeled as to indicate owner (e.g. government, carrier, etc).  To date, this direction has not been followed.  As a result, reporting agencies cannot properly report on containers in their area of responsibility and it is impossible to get an accurate theater-wide picture of container status. 

RECOMMENDATION:  TMCA (or designated theater container manager) must direct that every container entering the theater will be labeled in accordance with standards that can be agreed upon by all parties concerned. This will require coordination with the DOD, Services, MSDDC, and carriers. 

Carrier Provided Data Quality   

The information in our national system, i.e., GTN or carrier-provided website, is not the most current or accurate because of inaccurate information in commercial carriers’ ITV systems.  In this instance, the carrier itself was the best source.    

RECOMMENDATION:  MSDDC is responsible for contracts with the ocean carriers.  We need to continue providing information about carrier deficiencies to MSDDC.  It is incumbent upon MSDDC to bring these issues to the attention of all ocean carriers.  MSDDC needs to enforce the contractual requirements of the carriers to provide accurate and timely information.

Theater Container Turn-In Facilities 

The theater is currently saturated with containers.  Turn-in procedures are inadequate for the return of the large number of containers owned by commercial carriers.  The return of empty containers is required by supply activities for the delivery of intra-theater sustainment stocks.
Container turn-in facilities can return empty government-owned containers to theater logisticians.  These facilities can also collect and ultimately return carrier-owned containers to the commercial carriers creating an audit trail.  The other successes these facilities would create include: 

· Reduced carrier detention costs

· Re-established asset visibility over lost, frustrated, and/or Found On Installation supplies

· An available supply of government-owned containers for use in intra-theater sustainment

· Improved accountability and management of theater containers 

RECOMMENDATION:  USCENTCOM should establish and designate the manager for one or more container turn-in facilities in Kuwait (and Iraq) and publish a comprehensive plan for the return of containers emphasizing the employment of the MCTs and MCBs.

Establish a Container Tracking/Retrieval Tiger Team  

A theater container management team - a tiger team for unstuffing carrier-owned containers and returning them to the various carriers - needs to be established and supported by USCENTCOM with Materiel Handling Equipment (MHE), operators, trucks, drivers, and a team of individuals to identify and retrieve these containers for return.  Many of the carrier-owned containers are either sitting empty at various locations or are being used as temporary storage.  These containers are drawing a substantial amount of detention and are not being moved due to a focus on Relief in Place/Transition of Authority (RIP/TOA).  

Currently, units have not standardized their reporting formats and there is no centralized database, web page, or email that updates commanders and logisticians on current container detention costs, where containers are located, and the DODAAC to which they were delivered.    

RECOMMENDATION:  USCENTCOM should appoint or contract out a container tracking/retrieval team to identify and retrieve all containers drawing detention in theater.  Assets must be allocated to this mission and the team must have complete authority for immediate action and impact.  

Container Tracking System  

The USCENTCOM AOR needs one, simple, easy-to-input system for tracking and monitoring container locations and the number of detention containers in theater.  The current methods are disjointed and not available for TAV.

The CDDOC Container Management team has developed an Excel format that is currently being used in the field to standardize reporting format.  Using AMC’s Worldwide Asset Tracker as a model, the CDDOC Air Division developed an AOR Asset Tracker for the management of 463L pallets and nets.  The CDDOC Surface Branch has further modified the AOR Asset Tracker for tracking the location and status of containers.  It has received concurrence from LSA which is assuming worldwide management of Army-owned containers.  

Several contracts are under development that include the implementation of a database for tracking containers.   Task Order (TO) 43 and other contracts are looking to update/redesign a database by utilizing the tool CDDOC already has.  Using CDDOC’s Theater Container Report will not incur additional expense for the development of a new database and the hiring of a database manager.

RECOMMENDATION:  USCENTCOM should direct the immediate implementation of the AOR Asset Tracker as the only method for reporting container management information.  The CDDOC Container Management team will contact the managers of Air Mobility Command’s AOR Asset Tracker to discuss the transfer of data from the various reported formats into an easily importable file, to prevent the duplication of data input as much as possible.  During this process, all agencies will be required to provide container-tracking POCs (both primary and alternate) and will receive training on the system.  This should eliminate any need to hire additional people for managing container reporting.  Instead, a review of existing contracts with KBR should include the MCT function and current contracts should be amended to include additional tasks.

3.2.  TRANSFERRING CDDOC TO OTHER COCOMs

Processes Influenced by the CDDOC

The CDDOC did not create collaboration in the theater, but raised it to a new level through the introduction of Information Work Space (IWS).  Additionally, CDDOC brought people together for coordinating various activities; for example, the pure pallet diversion plan brought together representatives from CFLCC-C4, 143rd Transportation Command, TDC, and the APOD.  The end result of bringing these parties together was a process which enabled pallets to move to the CDC in less than three days.  Likewise, the ITV/Ops Integration Division hosted a weekly IWS session with theater reps and CONUS partners to address ITV infrastructure and visibility requirements for unit moves and sustainment.  During one session, the CDDOC reviewed the 10th Mountain Division’s CONOPS for redeployment ITV and confirmed the tagging of equipment and containers to ensure ITV through trans-shipment locations.

The CDDOC also provided a venue for joint experimentation, as it tested newer technology for ITV through the use of iridium technology and AXTracker satellite tags.  Additionally, they capitalized on a multi-purpose software system named JDLM, a theater Logistics Common Operating Picture (LCOP).  CDDOC used this capability to track vital cargo in a very hostile environment.

The CDDOC introduced forecasting products which enabled the CFLCC-C4 and CJTF-7 to synchronize resources to provide maximum support to the warfighter.  The forecasting products provided CJTF-7 with the capability to pick and choose the cargo required for weapons systems and to support the basic needs of the force.  Forecasting also allowed for the synchronization of base operating services for warfighters who had to transit preparatory camps in a JRSOI process.  

The CDDOC introduced and promoted a portal page that provided communication and sharing of information with the warfighter via forecasting, data, and applications they could use to synchronize the infrastructure.  The portal provided a single, simple (no sign-on login requirement) location to access data and products.  External users were able to get CDDOC and National Partner logistics information at the click of a button.  

CDDOC mapped the theater distribution process through its TFX initiative (Attachment 2) and found gaps in the process.  TFX subsequently worked on bridging the gaps and to expediting cargo through the distribution nodes.  This was accomplished through a combination of providing visibility and synchronizing the movement of cargo and passengers from fort and factory to foxhole.

Organizational Change

Shortly after CDDOC’s arrival in theater, they were tasked by USCENTCOM-J4 to ‘leave the Joint Movement Center capability better than they found it.’  The Joint Movements Center capability of the future should be a DDOC like organization with the capabilities and resources of the CDDOC.  As was discussed earlier, the Joint Movements Center incorporation into the CDDOC was planned and developed during February and March 2004 and, on 22 March, the CDDOC merged with the Joint Movements Center.

Generic Deployment and Distribution Operations Center 

While CENTCOM redesigned the CDDOC, a parallel effort was underway at USTRANSCOM…the development of a JDDOC template, a standard “JDDOC” organization or concept for other theater AORs.  The “core” element of the JDDOC is made up of existing COCOM staff. 

[image: image3.emf] 


Therefore, if a COCOM stood up a JDDOC, the personnel previously assigned to the Joint Movements Center could be assigned as JDDOC “core.”  A three tiered approach was developed in support of the 1-4-2-1 National Military Strategy (NMS).  The first tier (Fig 1) would use the core elements, the second tier (Fig 2) would build on the first using theater assets and the final tier (Fig 3 & 4) would encompass the first two tiers and the national partners (USTRANSCOM, DLA, Services…). 

Figure 1
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Figure 2
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Figure 3
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Figure 4
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As the scale of the operation increased, various “tiers” could be layered on top of the “core” to provide the additional expertise required for the increased OPSTEMPO.

The JDDOC template promotes a concept which enables the different COCOMs to vary the size of the DDOC structure based on the needs of the Combatant Commander.  The idea is to provide logistics experts to build onto a solid COCOM core during wartime scenarios and give that core more capabilities than it would normally have.  The key to the success of the JDDOC is that the foundation–must have people with proper qualifications and experience (“skill sets”) to conduct the very important job of coordinating the movement of cargo and people within the AOR.  Further discussion regarding JDDOC can be found in Attachment 1.

Doctrine, Organization, Training, Materiel, Leadership and Education, Personnel, and Facilities (DOTMLPF)
Although CDDOC was only a pilot program with limited goals and expectations, some potential DOTMLPF implications were revealed.  

· Doctrine.  The JDDOC would be under the operational control (OPCON) of the COCOM and work directly for respective J4 Director of Logistics.  These JDDOCs coordinate with COCOM Service component and with National Partners supporting those components.  The JDDOC is not only the single face to the warfighter for synchronizing inter- and intra-theater distribution requirements but it also serves as the DPO’s single face to the RCC.
· Organization.  This organization subsumes the current Joint Movements Center and adds in-theater and National Partner capabilities that evolved from the prototype DDOC lessons learned.  In most cases the divisions, branches, and cells shown would have resources and perform tasks that are typically found in a provisional
 Joint Movements Center organization, augmented by resources drawn from DPO National Partners.
· Training.  There are three levels of training for the DPO.  The first is the individual skills and training that the Services provide through military and civil servant skill standards.  The second category of training is for the DDOC nucleus (warm base).  This level of training should be the responsibility of the COCOM J4.  This team training is focused on the specific theater –unique operational environment, war plans, and theater distribution plans of the RCCs.  The third category of training is also team training but is focused on the National Partner augmentation teams.  
· Material.  This aspect is still undergoing exploration by CDDOC.  The DOTMLPF change request focuses on the creation of organizational structure and personnel spaces that will be spread among the COCOM headquarters’ staffs and the DPO organizations of DLA and USTRANSCOM.  With these changes alone, the prototype JDDOCs have demonstrated their value-added contributions.  However, to fully exploit information fusion and the JDDOC organization’s flexibility to provide agile logistics support to the warfighter, the JDDOC must be equipped with the material and financial resources that do not exist today.  The implications of JDLM, Iridium tracking, Axtracker Satellite Tags, etc. still need to be fully explored.
· Leadership and Education.  The JDDOC Director should be an O7/O8 flag officer who has experience with both the Joint Deployment Process and DOD Distribution Process and is well versed on strategic deployment/redeployment, theater reception, staging and onward movement operations, sustainment of forces, and retrograde of material in peacetime and contingency situations.  Grade level is consistent with the COCOM J4s, Service Component Staffs and theater DIRMOBFOR.  Individual must be equipped with special training, skills, access to information, and direct contacts needed to perform on the spot assessments of evolving situations and have the ability to determine the feasibility of alternative logistics strategies.  
· Personnel.  The personnel analysis, more than any other area of the DOTMLPF analysis process, was developed through live prototyping and operational commitments with different levels of staffing and skill mix solutions.  The recommendations contained in this change submission represent the results of the operational environments.
· Facilities.  It is recommended that these details are identified in the COCOMs DDOC plan; as they will have the responsibility for providing office, billeting, dining facilities, and family support facilities (when applicable). These facilities must include office space and workstations sufficient to handle a surge from the minimum “core” organization to encompass all three tiers (theater assets and National Partners), working in 24-7 shifts as required.
Distribution and Deployment Process Owners

CDDOC also has the unique position of being at the juncture where deployment and distribution meet, through its role of synchronizing and coordinating the force projection and sustainment requirements of the warfighter.  With this incomparable posture, CDDOC provides a common ground for both process owners–USTRANSCOM as the DPO and USJFCOM as the JDPO–to verify new concepts, systems, and transformed processes.  Through its management of both the distribution and deployment processes at all levels, strategic through tactical, it provides a “window” for both the process owners on challenges and possible solutions.  It also provides a venue for the sharing of ideas and projects that might prove beneficial to RCCs, as well as the process owners.  USJFCOM played a limited – although supporting – role in the initial development of the CDDOC, but should contribute more to become a major partner with USTRANSCOM and DLA in the continuation of CDDOC and the development of the JDDOC concept.

USPACOM DDOC – Fwd (U.S. Forces Korea) Assessment.  A recent Korea AOR assessment validates the JDDOC construct used in the USCENTCOM theater.  Key similarities are that the JDDOC must be tailored to the AOR, provide E2E subject matter experts with current experience, and maximize reach back to National Partners.  In order to optimize capabilities of a DPO augmentation team, the theater must be organized to provide a “warm base” to complement the JDDOC’s in-theater experience and contacts. 
USSOUTHCOM and USEUCOM DDOC (SDDOC and EDDOC) Assessments.  Recent USSOUTHCOM and USEUCOM assessments further validate the JDDOC construct and the need for a “warm base” to plug in capabilities of a DPO augmentation team.  USSOUTHCOM’s assessment differs in that the recommendation is that the SDDOC would be TACON to the USSOUTHCOM J3 vice the J4 due to the size and scope of the organization.  USEUCOM is requesting nine full-time National Partner representatives (6 – USTRANSCOM, 3 – DLA).  This will require follow-on discussion between the National Partners and USEUCOM.

USPACOM DDOC (PDDOC) Assessment.  The National Partners conducted an assessment of the USPACOM theater in conjunction with the exercise Terminal Fury 2005.  Initial indications reflect continued validation of the JDDOC construct.
Discussion of Doctrine, Title 10, and Lessons Learned

USTRANSCOM staff researched theater logistics doctrine, publications, regulations, and the support organizations identified to perform joint theater logistics missions.  

[image: image8]
Significant CDDOC lessons learned after only 30 days in the theater were that the team members’ current experience levels, subject matter expertise, and ability to use collaborative tools to reach back to their command centers were critical to solving logistical issues faced daily in the USCENTCOM AOR.  The team members were not liaison officers, but rather decision makers tied back to their respective operations centers and commanders.  Combined with insights gained by being forward positioned, their reach back capability expedited getting issues to the right senior level leaders and cut through layers of staff officers and staff work to solve pressing issues.  Another key lesson learned is that the USCENTCOM Joint Movement Center JMD must be updated to reflect the proper skill sets required for USCENTCOM to resource this effort in the future.
The USTRANSCOM Staff also looked at the current organizational structure in the USCENTCOM AOR to identify USCENTCOM’s existing logistical organization structure and their levels of responsibility.  More information on this is provided in the charts and discussion in Attachment 1, CDDOC/JDDOC Organization and Manning.
The CDDOC has paved the way for learning how a possible JTL organization could functionally be organized, staffed, and tasked.  There is still a long way to go to have a Joint Logistics ‘something.’.  The efforts and foresight of several senior leaders who recognized the need for a ‘purple’ organization in USCENTCOM and who made it happen must be commended.  CDDOC provided a model for others to consider and learn from as they evaluate its joint products.  The CDDOC may provide thoughts for consideration when defining a JTL doctrinal model for those organizations developing the concept.

JTL Purpose and Functions:
Peace, War; Swiftly Defeat in Large Scale Operations
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SUMMARY

The CDDOC bridged many of the gaps between strategic and theater distribution and is still creating new and developing more mature initiatives to optimize the distribution process daily.

The DPO designation that was granted to USTRANSCOM on 16 September 2003 facilitated the CDDOC initiative in coordination with its National Partners.  A truly team effort, the CDDOC brought the strategic distribution process down to the joint tactical level.  
CDDOC provided the warfighter with immediate access to logistics SMEs and reach back to the National Partners.  The SMEs were empowered with the ability to make decisions on behalf of their respective commands, i.e. quickly resolving force transitions problems.  The CDDOC team continues to optimize the support to the warfighter while cutting overall costs ($26 million cost avoidance), manpower efficiencies (CDDOC manpower reduced from 63 to 38 personnel), enhancing asset visibility, and reducing CWT from 59 days to 36 days.  This empowered and leaned CDDOC gives the warfighter enhanced National Capabilities – improving combat effectiveness, to include quicker reconstitution and responsive integration of forces and equipment.
The CDDOC “pilot” needs to continue in order to determine if and how doctrinal thinking should change to provide these capabilities in a future JDDOC organization.  The CDDOC initiative has paved the way for a possible Joint Theater Logistics concept and changed the way we look at distribution forever.  
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	AMCOM
	Army Aviation and Missile Command 

	AMD
	Air Mobility Division

	AOR
	Area of Responsibility
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	EDDOC
	USEUCOM Deployment and Distribution Operations Center

	FLB
	Forward Logistics Base

	FO/GO
	Flag Officer/General Officer
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	Joint Deployment Logistics Model
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	JMD
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	JOPES
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	JS
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	JTLM
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	KBR
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	Kuwait City International Airport
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	LSA
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	MCA
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	MCT
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	MEF
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	MHE
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	OPSTEMPO
	Operations Tempo
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	TACC
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	TACON
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	Transportation Control Number
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	TMCA
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	TMR
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	TO
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	TRADOC
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	Unit Line Number
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GLOSSARY

AMC Channel Airlift  Common-user airlift service provided on a scheduled basis between two points.  There are two types of channel airlift.  A requirements channel serves two or more points on a scheduled basis depending upon the volume of traffic; a frequency channel is time-based and serves two or more points at regular intervals.1
Automated Information System (AIS) is an assembly of computer hardware, software, data, and telecommunications equipment or any combination of those elements configured to accomplish specific information handling operations, such as collecting, displaying, processing, and transmitting information.  
Classes of Supply  Not to be confused with Federal Supply Class, terminology used to divide supplies and equipment into 10 easily identifiable categories of materiel that are depicted by Roman Numerals, as follows:2
Class I.
Subsistence, including gratuitous health and welfare items.

Class II.
Clothing, individual equipment, tentage, organizational tool kits, hand tools, administrative, and housekeeping supplies and equipment.

Class III.
Petroleum fuels, lubricants, hydraulic and insulating oils, preservatives, liquid and compressed gases, bulk chemical products, coolants, de-icing and antifreeze compounds, together with components and additives of such products, and coal.

Class IV.
Construction materials including installed equipment and all fortification and/or barrier materials.

Class V.
Ammunition of all types (including chemical, biological, radiological, and special weapons), bombs, explosives, mines, fuses, detonators, pyrotechnics, missiles, rockets, propellants, and other associated items.

Class VI.
Personal demand items (non-military sales items).

Class VII.
Major end items. A final combination of end products that is ready for its intended use; that is, launchers, tanks, mobile machine shop, and vehicles; etc.

Class VIII.
Medical materiel, including medical-peculiar repair parts.

Class IX.
Repair parts and components including kits, assemblies and subassemblies, reparable and consumable items required for maintenance support of all equipment, excluding medical-peculiar repair parts.

Class X. 
Materiel to support nonmilitary programs, such as agriculture and economic development, not included in classes I through IX.

Container Consolidation Point (CCP)  A facility where shipments from multiple shippers are combined to generate full container or air pallet loads of cargo for shipment.2
Customer Wait Time (CWT)  a measure of the flow of information and material through the Defense Distribution System.  Because long back-order time is influenced more by procurement time than by distribution time, this component is not factored in because it would distort the measure of true performance of the distribution system.
Segments of CWT3
MRO Ship:  The difference in time (days) between when a MRO is assigned to fill a requisition to when the material is shipped from a distribution center or vendor to a CCP or a carrier.  This time includes picking the material from the shelf, packaging, and loading the shipments into a transportation conveyance.

Ship to CCP:  The difference in time when a material shipment leaves the distribution center and arrives at the CCP.
CCP Hold:  The difference in time when a material shipment arrives at a CCP, and when it departs for a Port of Embarkation (POE).

CCP to POE:  The difference in time it takes a shipment to be transported between a CCP and the applicable POE.

POE Hold:  The difference in time when a shipment arrives at the POE to when it departs for the Port of Debarkation (POD).  This includes the time for shipment in check, processing, and loading onto a ship or aircraft for onward (overseas) movement.

POE to POD:  The total time it takes to move material from the origin POE to destination POD.  This includes transshipment time through intermediate ports.

POD Hold:  The difference in time when a shipment arrives at the POD to when it departs to an in-theater FDP.  This includes the time for shipment receipt, processing, and loading onto truck or rail for onward movement.4 
Defense Depot Susquehanna, Pennsylvania (DDSP)  DDSP is the largest DOD wholesale distribution depot in the US.  It is comprised of over two thousand employees, and operates on a campus in Mechanicsburg and New Cumberland.  DDSP is the eastern DLA Primary Distribution Site providing military and commercial repair parts, clothing and textiles, medical supplies, and industrial and electronic components to military customers throughout the United States and the world.5
Distribution is the operational process of synchronizing all elements of the logistics system to deliver the “right things” to the “right place” at the “right time” to support the Commander. 

End-to-End (E2E) Distribution is the distribution operation from source of supply to the designated RCC customer or logistics area. 

Forward Distribution Point (FDP)  Formerly called the Supply Support Activity.6 
Global Air Transportation Execution System (GATES) is the AMC aerial port operations and management information system to support automated cargo and passenger processing/manifesting, reporting of in-transit visibility data to GTN, and billing to AMC’s financial management directorate.  Includes Remote GATES (RGATES) and Deployed GATES (DGATES).

Global Decision Support System (GDSS) is HQ AMC’s primary command and control system.  GDSS provides GTN with real-time data concerning airlift mission schedules, actual arrival and departures of aircraft, and summary information on what the aircraft (AC organic or commercial) is carrying to include operation plan unit line number, short tons of cargo, and number of passengers being transported.  

Global Distribution is the process of providing materiel from the source of supply to the point of consumption.  It integrates the elements of supply chain management: requirements determinations, acquisition, supply, transportation, maintenance, and retrograde and disposal processes from the strategic through the tactical level to support joint force operations.

Global Transportation Network (GTN) is the automated command and control information system that enables USTRANSCOM and its components to provide global transportation management.  GTN provides the integrated transportation data and systems necessary to accomplish global transportation planning, command and control, and ITV during peace and war.  

In-Transit Visibility (ITV) is the ability to track the identity, status, and location of DOD-unit and non-unit cargo, passengers, patients, forces, and military and commercial airlift, sealift, and surface assets from origin to destination during peace, contingency, and war.  

Joint Deployment Distribution Operations Center (JDDOC)  The JDDOC synchronizes and optimizes combined strategic and theater multi-modal resources to maximize distribution, force movement, and sustainment logistics in support of the Combatant Commanders.  
Material Release Order (MRO)  An MRO is a directive to release material from stock on hand to a customer or supply activity.7
Military Air Lines of Communication (MILALOC)  MILALOC is a system that provides shipment movement (regardless of priority) for all Class IX, air eligible repair parts, and selected Class II materiel to certain oversea units, via AMC Channel airlift service.8
National Partners  A partnership between USTRANSCOM and all DOD agencies involved in the Distribution Process (the Services, DLA, COCOMs and JFCOM to provide the collective subject matter expertise for the JDDOC.)  Their key strengths are the ability to reach back and leverage their collective power to synchronize distribution to meet RCC intent.

Operation ENDURING FREEDOM (OEF)  OEF commenced on 7 October 2001.  Early combat operations included a mix of air strikes from land-based B-1, B-2, and B-52 bombers; carrier-based F-14 and F/A-18 fighters; and Tomahawk cruise missiles launched from both US and British ships and submarines.  The initial military objectives of OEF, as articulated by President George W. Bush in his 20 September Address to a Joint Session of Congress and his 7 October address to country, include the destruction of terrorist training camps and infrastructure within Afghanistan, the capture of al Qaeda leaders, and the cessation of terrorist activities in Afghanistan. SECDEF Donald Rumsfeld stated in a 7 October DOD News Briefing that US objectives were to make clear to Taliban leaders that the harboring of terrorists is unacceptable, to acquire intelligence on al Qaeda and Taliban resources, to develop relations with groups opposed to the Taliban, to prevent the use of Afghanistan as a safe haven for terrorists, and to destroy the Taliban military allowing opposition forces to succeed in their struggle. Finally, military force would help facilitate the delivering of humanitarian supplies to the Afghan people.9 
Operation IRAQI FREEDOM (OIF)  OIF began on 20 March, 2003 (5:34 AM local time in Baghdad.)  The military objectives of OIF consist of first, ending the regime of Saddam Hussein.  Second, to identify, isolate, and eliminate, Iraq's weapons of mass destruction.  Third, to search for, to capture, and to drive out terrorists from the country.  Fourth, to collect intelligence related to terrorist networks.  Fifth, to collect such intelligence as is related to the global network of illicit weapons of mass destruction.  Sixth, to end sanctions and to immediately deliver humanitarian support to the displaced and too many needed citizens.  Seventh, to secure Iraq's oil fields and resources, which belong to the Iraqi people.  Finally, to help the Iraqi people create conditions for a transition to a representative self-government.10 
Pure Pallet  A pallet containing cargo destined for the same geographic location.  Building and shipping individual aircraft pallets with cargo for a single customer
Radio Frequency Identification (RFID) is an automatic identification system comprising one or more reader/interrogators and one or more transponders in which communication and data transfer is achieved by means of electromagnetic energy of inductive, radio, or microwave frequency.  Aeronautical Systems Center, Air Force Material Command has certified that the characteristics of the RF tag complies with the requirements for certification of the equipment as being interference-free for cargo aircraft applications in accordance with Air Force regulation 60-16, paragraph 2-6.b.  It is suitable for flight from an electromagnetic interference standpoint.  There should be no flight safety issues. 

Spiral is the term used to define rotations of manning to the unit of deployment or designed programmed improvement.  
Pilot/ Spiral One
Start Date:  16 Jan 04

Spiral Two
Start Date:  16 May 04

Spiral Three 
Start Date:  16 Aug 04 (Last Spiral)

Theater distribution is the sub-set of global distribution that focuses on the flow of personnel and materiel within the theater to meet the Combatant Commander’s mission. 

Theater Distribution Architecture is the processes and systems used to manage distribution nodes, specify interrelationships among the nodes, and assist in synchronizing distribution.   

___________________________________________________________________________________

 DOD 4500.9-R, November 2004.

2 DOD 4140.1-R, May 23, 2003

3 DOD 4500.9-R, November 2004.

4 CWT and CWT Metrics Measure the Performance of the Army’s Logistics Chain for Spare Parts research note by the RAND Arroyo Center Army Research Division)

5 http://www.globalsecurity.org/military/facility/new-cumberland.htm
6 Reference Army Regulation 710-2, Inventory Management Supply Policy Below the National Level, 25-Feb-2004.

7 DOD 4500.9-R, November 2004.

8 Army Regulation 725–50, Requisitioning, Receipt, and Issue System, Nov-1995

9 http://globalsecurity.org/military/ops/enduring-freedom.htm
10 http://www.globalsecurity.org/military/ops/iraqi_freedom.htm
ATTACHMENT 1 - CDDOC/JDDOC ORGANIZATION AND MANNING

CDDOC was initially manned by 63 personnel from the National Partners.  They included personnel from USTRANSCOM, USJFCOM, DLA, each of the Services, Army Materiel Command, AMC, MSDDC, TACC, MSC and Joint Munitions Command.  Their original organization, developed at USTRANSCOM late December 2003-early January 2004 and finalized during two-week pre-deployment session at Scott AFB, is depicted  in below left diagram at Figure 5.
  Figure 5.  CDDOC Original Organization


                         Figure 6.  JMC Original Organization

The CDDOC was provided spaces adjacent to the CFLCC C4 Trans at Camp Arifjan, Kuwait and was co-located with the Joint Movement Center.  Per MG Mortensen’s direction in late January 2004, CDDOC was instructed to incorporate (or subsume) the Joint Movements Center but, at the same time, maintain its viability as a stand-alone entity should the CDDOC go home.  The Joint Movements Center JMD listed 33 personnel, but the Joint Movements Center was never manned by more than 28.  These individuals weren’t matched to the required skill sets but came in as ‘warm bodies’ to fill seats and required substantial training before they were considered capable of fulfilling the mission.  The organization of the Joint Movements Center as it existed in January 2003 is depicted diagram to the left at Figure 6.
The subsequent restructuring of the overall CDDOC/Joint Movements Center organization developed during the latter part of February and March 2004.  The reorganization was in mid-March, and initial operational capability was declared on 22 March with the organization depicted in figure 7.  
The “new” Joint Movements Center Core within the CDDOC was essentially a reduced version of the CDDOC, with similar, albeit more limited, capabilities.  The major difference between the new Joint Movements Center version and the old was the addition of a Sustainment section (Logistics Branch and Service Reps) and Requirements Branch (see figure 8.)
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Figure 7.  Spiral 2 CDDOC Organization                         Figure 8.  Spiral 2 JMC Organization
A Manning Document for CDDOC was developed and staffed through the USCENTCOM J4.  The concept was approved by USCENTCOM but it has not gone through staffing at the JS.  

At the same time this redesign of the CDDOC was taking place, another parallel effort was underway…the development of a notional JDDOC organization or concept for other theater AORs.  Since a majority of the Combatant Commanders already had existing Joint Movements Centers in place, and since Joint Movements Centers were already established in doctrine
, it was decided to use them as the “core” for JDDOCs.  Therefore, if a COCOM stood up a Joint Movements Center, he already had the “core” for an JDDOC.  As the scale of the operation increased, various “plugs” could be layered on top of the “core” to provide the additional expertise required for the increased OPSTEMPO.

ATTACHMENT 2 - TASK FORCE EXPRESS (TFX) REPORT FINDINGS

Organizations and personnel at the logistics nodes (SPOD and APOD) work very hard and do the best they can with the information and resources that are available.  They are drowning in inconsistent and sometimes unnecessary data and starved for useful information.  BG West (CJTF-7 C4) has stated that he does not have visibility in time to make prioritization decisions before materiel leaves for Iraq.  TFX was created to develop distribution solutions for the CJTF-7, provide earlier visibility (24-72 hours) in order to facilitate informed logistics decisions and improve the strategic to tactical distribution process. 

TFX established the following goals: 

Short term:  Map the distribution process as it is right now (“as is”) and overlay the “to be” processes.  Publish a clear CONOPS to all activities in the distribution process.  Establish a liaison officer network to facilitate the flow of data.  Establish clear visibility on prioritization sequence.  Improve CJTF-7 visibility of inbound cargo to enable a forecast of 24-48 hours.  Map TAV automation requirements.  Test and validate solutions.  

Mid-term:  Work with CDDOC ITV and Ops Integration technicians to implement RF interrogators and read/write capability at trans-shipment points.  Pass off process to personnel and establish a linkage with CDDOC Sustainment Branch.  Establish better implementation of the JDLM.

Long Term:  Map the retrograde process for materiel from Iraq to Kuwait.  Get USCENTCOM support and mandate for TFX.  Expand the TFX mandate to strategically refine the Iraq retrograde process.

TFX MAPPED CARGO MOVEMENT

Once materiel is manifested at the APOE, GTN can provide visibility of the cargo bound for Balad, Iraq.  CDDOC uses this visibility to provide the CJTF-7 C4 with a notice of the cargo at least 24 hours to allow them to effect changes in load priorities.  Once the cargo arrives in Kuwait (APOD), materiel flows from the APOD to Camp Wolf, where it is staged and pushed to the TDC.  There are four pushes per day (0100, 0800, 1400, and 2000).  Cargo movement begins with a Transportation Movement Request (TMR).  The TMR is then sent to the 49th MCB.  The 49th MCB assigns its transportation assets to move the materiel from SPOD or APOD to the TDC.  The materiel then leaves the TDC for onward movement in accordance with priorities of both USCENTCOM and the CJTF-7.   

For the SPOD, the Sustainment Division gets GTN data from the vessel after it has arrived in port.  It will then generate an Excel macro which provides visibility of the priority cargo for CJTF-7 who selects the cargo most in need of being moved.  The containers with the materiel stay in customs at the port for seven to ten days.  The 24-hour post arrival Excel macro gives the TDC and CJTF-7 approximately six to nine days of visibility of materiel.  It also provides the CDC with about nine to twelve days before the containers arrive.

For movement of materiel from Port of Umm Qasr to the CJTF-7, CDDOC generates 24 hour post-arrival notice of the materiel.  Customs clearances take approximately three to five days.  Containers then leave the port bound for Iraq by way of rail (to Taji).  TFX developed a truck option for CJTF-7 but it was never utilized.  

CONCLUSIONS

The success of TFX is directly linked to the cooperation received by the node operators.  The Sustainment Division worked with CFLCC C4 to get a dedicated fleet replaced Heavy Lift IV at TDC.  It also managed to get the GS Base to issue 02–high priority shipments cleanly through the TDC without delay.  It provided the CJTF-7 with advanced materiel details so action could be initiated to have cargo immediately shipped.  Lastly, it diverted cargo as necessary when theater or strategic assets were not available. 
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TFX traced the entire distribution process from APOD and SPOD to TDC to CDC (The “AS IS” Process) 
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TFX then took the “AS IS” process and through long discussions with the CFLCC, APOD, SPOD and TDC made process improvements depicted in the “TO BE” charts.  Once implemented these process improvements will help streamline materiel passing through these nodes.
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CDDOC links sustainment, distribution, and movement requirements.











CDDOC assisted in the movement of more than 294,000 troops and 2 million stons of cargo - by mitigating bottlenecks at key nodes.





During indoctrination, CDDOC members were told to “think multimodal”, look for chokepoints, and do the utmost to provide the best details they could on cargo and force movement visibility.  





The efforts of the ITV/Ops Integration Division will continue to keep TAV levels high thereby building customer confidence that requisitions are shipped and moving without delay to their location





CDDOC did not own any of the transportation resources nor did it have directive authority.  





 “The CDDOC -- set up in January 2004 -- already has paid dividends, the CDDOC synchronized onward movement of 672 air pallets destined for Iraq that were flown into Kuwait when military airlift was consumed by force rotation operations."


VADM Lippert, Director of the Defense Logistics Agency 


House Armed Services Committee Testimony, 30 March 2004





CDDOC helped establish requirements for ITV, enhance awareness and enforcement of USCENTCOM ITV policies








60% of OEF 5 troops moved to Afghanistan using “Single Ticket” Process with loiter time of less than 27 hours.








AOR Asset Tracker is responsible for the return of over 6,000 pallets and 11,000 nets to DTS.











CDDOC mapped processes for cargo retrograde that benefited the Army and Air Force.  A key to success in moving retrograde is visibility of the items.  Visibility is important to both the repair facility and the weapons system users.








CDDOC’s “Single Ticket” manages scheduled movements from origin to final destination – this is true synchronization capability for the theater.











The Sustainment Division’s TFX may be the best means of identifying critical points of lengthy time duration parts of the distribution pipeline by mapping the process, and identifying the chokepoints and communication gaps





It is essential that the master plan “USCENTCOM Pure Pallet Route Plan” accurately reflects customer needs and that all parties involved in creating and handling pure pallets have the correct plan.  CDDOC must look at the process of developing the pure pallet route plan to ensure that all Services are given a chance to participate in it and to make sure it accurately reflects customer requirements


































































































CDDOC moved the majority of the Army’s DLR shipments from air to surface.  This was a targeted effort, which produced 120% of Tank and Automotive Command’s repair needs.






































































































































CDDOC was tasked to ‘leave the Joint Movements Center better than they found it.’



























































Every hour we cut from CWT decreases the likelihood that customers will reorder the item.

















































































































































































































































































































































































































� WordNet ® 1.6, © 1997 Princeton University


� Current doctrine allows for the COCOM commander to establish a Joint Movements Center when needed but it has not been a full time, permanent part of the COCOM staff structure.  When formed, the assets in the Joint Movements Center are taken “out of hide” from selected COCOM and component command assets.  


� Joint Pub 4-0, “Doctrine for Logistic Support of Joint Operations”, 6 Apr 2000
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DDOC’S GLOBAL APPLICATION

SUPPORTING THE 1-4-2-1 NMS
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AMC provided a PP on the upcoming Mobility Capabilities Study (MCS) which will follow the 1-4-2-1 construct.  MRS 05 took into consideration of a 2/MTW to develop Strategic Mobility Capability.  The 1-4-2-1 construct will take into consideration recent lessons (i.e. 9/11) to develop a new MCS.

1: Defend the US 

4: Deter aggression and coercion in four critical regions 

2: Swiftly defeat aggression in overlapping major conflicts 

1: Upon President's direction, winning decisively against one of two 
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