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INSTRUCTOR:  Major Paul Boley

DESCRIPTION:  This instructional period presents an overview of Joint and Air Force systems, organizations, and processes that allow planners to project, establish and control support requirements.

OBJECTIVES:  The objective of this lesson is for each student to comprehend how support planning relates to deliberate planning.

SAMPLES OF BEHAVIOR:

1.  Define support planning.

2.  Describe the purpose of support planning.

3.  Describe the difference between unit-related and non-unit-related supplies.

4.  Describe how total supply requirements are computed.

5.  Identify the main JOPES software application used in support planning.

6.  Describe the purpose of CINs and PINs.

7.  Describe the importance of Joint Reception Staging Onward Movement and Integration (JRSO&I).

REQUIRED READING:  None.

OPTIONAL READING:

JFSC Pub.1; Section 417 (Support Planning) and Section 430 (JOPES ADP for Support Planning).
REFERENCES:

Joint Publication 1-02:  Department of Defense Dictionary of Military and Associated Terms
Joint Publication 4-0:  Doctrine for Logistics Support of Joint Operations

Joint Publication 5-0:  Doctrine for Planning Joint Operations
Joint Forces Staff College Publication 1:  The Joint Staff Officer’s Guide
TOPICAL OUTLINE

INTRODUCTION:  The aim of any military organization is to produce the greatest possible combat power with the resources available.  Each campaign or operation demands a proper balance between combat forces and support forces.

Combatant Commanders exercise combatant command (COCOM) over assigned forces, including directive authority for logistics, giving the Combatant Commander the ability to shift logistic resources within the theater.  However, the Combatant Commander’s authority is generally confined to the theater, while logistic support beyond the theater is usually a Service responsibility.  This authority underscores the need for accurate support and logistics planning between the Combatant Commanders, Services, supporting agencies, and allies.

1.  DEFINITION:  Support planning is the multi-level process of identifying, sourcing, and planning for the stockage and movement of resources (both personnel and equipment) necessary to promote the combat effectiveness of our forces.  

2.  PURPOSE:  The purpose of support planning is to identify the quantities of supplies, equipment, and replacement personnel required to sustain forces (identified in Phase III, Plan Development, Step 1, Force Planning) and phase their movement into the theater to support the concept of operations.  Support planning determines the quantities of supply by broad category and converts them into weights and volumes that can be compared to lift capability.  Thus, they become calculations of phased movements that become deployment movement requirements.  The intent is not to identify the detailed levels of particular supplies, but to identify and phase into the theater the gross quantities of needed sustainment.  These quantities are based on the number and types of combat, combat support and combat service support units to be employed in the operation.  Support planning is completed when all significant supply, equipment, and personnel requirements have been determined, consolidated by the supported commander, and then entered into the TPFDD file for the plan.

a.  Sustainment capability is a function of U.S. logistics capability, inter-Service and inter-allied support, Service guidance, theater guidance, and time-phasing.  Appropriate Combat Support Agencies and the General Services Administration (GSA) give the Services planning information concerning the origin and availability of non-Service controlled materiel.

b.  Support requirements include supplies, equipment, materiel, and replacement personnel for the forces, as well as civil engineering and medical materiel, and equipment and supplies to support the civil affairs effort.

c.  During the support planning step, planners are primarily concerned with how much strategic lift will be needed to move the support requirements.  Thus, the gross estimates of supplies and replacement personnel do little more than initially determine the amount of space and number of passenger seats needed.  Before the operation plan is complete, and definitely before it can be implemented, logistics and personnel planners must define the requirements in more detail.

3.  UNIT-RELATED VERSUS NON-UNIT-RELATED SUPPORT.  Support requirements for deploying forces are divided into two major categories: unit-related supplies and equipment, and non-unit-related supplies and equipment.  The relationships of the supply categories are shown in Figure 1.
Figure 1.
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a.  Unit-related supplies and equipment include a unit’s organic equipment, basic load, and additional accompanying supplies specified by the Combatant Commander.  The logistic details and movement data of these items are contained in the type unit characteristics (TUCHA) file standard.
1)  The basic load is the quantity of supplies a unit is required to keep on hand as a part of a UTC.  This is the materiel that makes the unit capable of operating immediately on arrival at the final destination.  Some units carry no basic load, others may deploy with 3, 5, 15, 30, or 60 days of supply.

2)  Additional accompanying supplies extend the period supported by the basic load.  The amount of additional accompanying supplies that must be added to the basic load quantities varies from unit to unit; it depends on the unit’s mission and doctrine.  To maintain effective contact with the enemy may require considerably more than the basic load.  When a unit deploys, it is normally required to arrive with enough supplies to perform its mission without being resupplied for a stated period ranging from one to five days.  The Combatant Commander defines in the concept of operations the length of time that the unit must be self-sustaining.  The quantity of additional accompanying supplies must be calculated and added to the OPLAN TPFDD for arrival with the unit.  These supplies are unit specific and are readily identifiable for the specific unit.

b.  Non-unit-related supplies and equipment include all support requirements that are not in the Service-generated type unit descriptions or augmented by accompanying supplies.  These supplies are not identified for a specific unit, thus the designation non-unit-related.

1)  Prepositioned War Reserve Sets (PWRS) are a forward-deployed part of the nation’s total war reserve stocks.  Because strategic transportation assets are limited, especially in the early days of a deployment, prepositioned supplies reduce some of the competition for strategic lift.  Prepositioning is an essential sustainment asset that bridges the time between when a unit begins to operate in the theater and when continuous resupply is established.  The Army’s AWR-3 Program, Prepositioning of Materiel Configured to Unit Sets (POMCUS), the Marine Corps Maritime Prepositioning Ships (MPS), and the Air Force and Defense Logistics Agency (DLA) Afloat Prepositioning Ships (APS) programs in the Mediterranean Sea and Indian Ocean are examples of prepositioned war materiel that substantially reduce the near-term strategic lift requirement for unit equipment, basic load, and additional accompanying supplies.

2)  Sustaining supplies are needed by forces to support them from the time their accompanying supplies and war reserve sets (if available) run out until the continuous resupply pipeline opens.  This is especially true if forces have deployed over long distances.  The continuous resupply pipeline largely depends on sealift.  Sealift could take days or weeks to begin making regular deliveries because of the loading and unloading time at the ports and the sailing time between them.  Sustaining supplies, therefore, are normally delivered by airlift.

3)  Continuous resupply includes all the materiel needed to sustain forces, to include supplies necessary to replenish the consumed supplies.  Resupply will be a continuous requirement as long as forces remain in an area of operations.

4) Supply buildup includes all supplies above the consumption rate that can be delivered into the area of operations and stockpiled.  The stockpile then acts as a buffer in the supply system that can continue to sustain the forces should the supply pipeline be temporarily interrupted.  Supply buildup policy is defined in the concept of support in the Combatant Commander’s Strategic Concept.  For example, the policy may specify that a 15-day supply buildup of all supply classes be in place at the end of 30 days.

5)  Replacement personnel are categorized as a non-unit-related requirement that is designed to keep all units daily at 100 percent combat effectiveness.  The requirement for replacement personnel is computed using Service attrition factors at various rates for non-combat losses and intensities of combat.  Replacements are time-phased into replacement centers within the objective area at regular intervals.  On the other hand, filler personnel are individuals of suitable grade and skill initially required to bring a unit to its authorized strength.

4.  SUPPLY REQUIREMENTS COMPUTATION.  The computation of sustainment uses Service planning factors, or consumption rates, and the number of forces, or consumers, to be supported.  The product of these factors becomes a total supply requirement (e.g., rations:  6.8 lbs per person per day; spare parts:  25 filters per 10-18 tractors per month operating in a dusty environment; or munitions:  the number of high-explosive rounds per day fired by 155mm batteries in heavy rate of fire), as illustrated in Figure 2.  This total must be expressed as gross movement requirements in barrels of petroleum, oils, and lubricants (POL); short tons or measurement tons of equipment and materiel identified by broad supply class or subclass; and numbers of personnel.  The component commanders, who refer to Service and USSOCOM planning guidelines and doctrine, generally make this calculation.  It is also possible for the supported commander to perform the calculations using component supplied force lists and planning factors.
Figure 2.
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5.  MAIN JOPES SOFTWARE APPLICATION USED IN SUPPORT PLANNING.  If performed manually, the calculations for the many force records in a typical TPFDD would be overwhelming.  Consumption rates vary with the class and subclass of supply, theater or area within the theater of operation, intensity of combat for different Services and time periods, etc.  JOPES ADP is a great help in performing these calculations and adding the supplies to the TPFDD.  Supplies are phased into the theater in increments to avoid overloading logistics support facilities and transportation.  It is important to note that the key to successful support planning is the prudent choice of planning factors.  The main JOPES ADP system used for support planning is the Joint Flow and Analysis System for Transportation (JFAST) Sustainment Generator.  The JFAST Sustainment Generator allows the user to create sustainment records (cargo increment number (CIN) and personnel increment number (PIN)) based on user editable factors and the projected population or types of units at the TPFDD destinations.  This application program calculates the gross non-unit-related equipment and supplies to support the OPLAN.  These calculations determine the non-unit movement requirements by using number of personnel, number and types of UTCs, Service planning factors, and user-supplied Combatant Commander planning guidance from the Combatant Commander’s Strategic Concept and TPFDD LOI.  These gross determinations for supplies are translated into weights and volumes and added to the TPFDD as movement requirements.
To execute the JFAST Sustainment Generator, users need the following information:

· The period of planning for the OPLAN (expected duration)

· The increments in which resupply will be delivered

· The supply class/subclass consumption factors for each UTC in the plan

· The weight-to-volume multipliers for converting short tons to measurement tons

· Specification of the objective area for determining theater-specific multipliers

· Combat intensity rate for periods of planning

6.  CARGO INCREMENT NUMBER (CIN) AND PERSONNEL INCREMENT NUMBER (PIN).  The main purpose of CINs and PINs is to support the transportation feasibility estimation process that occurs during planning.

a.  A Cargo Increment Number (CIN) is a seven-character alphanumeric field that uniquely describes a non-unit-cargo entry (line) in the Joint Operation Planning and Execution System time-phased force and deployment data.  The CIN is used as an identifier for a TPFDD record that projects movement requirements for supplies that will result from unit requisitions, redeployment of unit unserviceable equipment, or repositioning of theater stocks.  They are often called non-unit cargo moves.

b.  A Personnel Increment Number (PIN) is a seven-character alphanumeric field that uniquely describes a non-unit-personnel entry (line) in the Joint Operation Planning and Execution System time-phased force and deployment data.  A PIN is used as an identifier for a TPFDD record that contains non-unit movement data of replacement personnel, fillers, medical evacuees, and noncombatant evacuees.

c. CINs and PINs are not used in contingency or exercise TPFDDs. CINs/PINs are used exclusively to represent sustainment and replacement personnel flow in TPFDDs developed to support deliberate plans. When TPFDDs developed during the deliberate planning process are modified for execution, the supported commander removes CINs and PINs from the TPFDD.

d. Normally, the movement of nonunit cargo, including high-priority cargo transported via air mobility express, is planned and executed within the Defense Transportation System (DTS). In those specific instances when component commanders determine it necessary to move selected nonunit cargo via JOPES, components convert nonunit cargo requirements into ULN records before validation. ULNs representing nonunit cargo requirements move within the announced airlift and sealift allocation. The component commander establishing a nonunit cargo ULN is responsible for providing all data normally provided by supporting and supported commanders and must coordinate with the activity providing the materiel. Direct liaison between the component establishing the requirement and the providing activity is authorized to obtain cargo documentation (level 4-cargo detail) and shipping or distribution information. This procedure is intended to ensure selected high profile; nonunit cargo is afforded dedicated lift and increased In Transit Visibility (ITV).

7.  JRSO&I.  Joint Reception Staging Onward Movement and Integration is the essential process that transitions deploying forces arriving in theater into forces capable of meeting the Combatant Commander’s operational requirements.  Maintaining effectiveness and promoting efficiency in JRSO&I facilitates preparation for operations by providing adequately resourced, mission-capable forces to execute the Combatant Commander’s mission.  The four segments of JRSO&I are described below:
· Reception operations include all those functions required to receive and clear unit personnel, equipment, and materiel through the POD

· Staging assembles, temporarily holds, and organizes arriving personnel, equipment, and materiel into units and forces and prepares them for onward movement and tactical operations

· Onward Movement is the process of moving units and accompanying materiel from reception facilities, marshalling areas, and staging areas to tactical assembly areas (TAAs) and/or operational areas (OAs) or other theater destinations.

· Integration is the synchronized hand over of units into an operational commander’s force prior to mission execution

a.  The supported Combatant Commander is responsible for JRSO&I.  This includes all actions required to make arriving units operationally ready and then integrating them into the joint force.  The capability of strategic lift to move personnel, equipment, and materiel to the reception points (e.g., the PODs) must be matched by the capability to receive and process the force.  The Combatant Commander must have visibility of the deployment flow to control the rate as well as the sequencing and processing of deploying forces.  Although the supported commander is responsible for JRSO&I and other facets of logistic support, this does not relieve supporting commanders of responsibility for detailed oversight of the deployment flow and coordinating changes with the supported commander, when appropriate.

b.  JRSO&I is a critical operational challenge that relies on a robust logistics architecture for successful execution.  Even self-sustaining units that arrive in-theater are heavily dependent on logistics systems until they are reunited with their equipment.  As deploying units assemble, efforts focus on preparing for future operations and integrating into the joint force.  Successful JRSO&I requires command emphasis in planning, training, synchronization, and attention to detail.  JRSO&I is an integral part of an operation and enhances employment potential.

c.  JRSO&I provides a common framework to focus joint and Service component capabilities on land, at sea, and in the air into a coherent operation.  The context of each JRSO&I process may vary depending on the nature of the operation, mission, enemy, terrain and weather, troops and support available, time available, and civilian considerations.  However, deploying forces, regardless of Service, normally undergo some form of reception, staging, onward movement, and integration.  For example, a fighter squadron may complete JRSO&I in a few hours at the reception point or aerial port.  Large units may require 30 days or longer to complete the entire process.
8.  CLASSES OF SUPPLY.  The hundreds of thousands of items in the Federal supply system are categorized in one of ten broad classes.  Figure 3 lists these classes.  It further indicates the magnitude of the planning problem that must result in calculations, even in general terms, of the supplies required to first prepare an armed force for an operation and then continue to sustain it.  Deployment planning focuses on very broad categories, but it does subdivide the 10 classes into a total of just over 40 subclasses.  For instance, ammunition is subdivided into ammo-air and ammo-ground; subsistence is divided into subclasses for in-flight rations, refrigerated rations, non-refrigerated rations, combat rations, and water.

Figure 3.
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