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The nation ia faced with large bhudget deficits and the DoD will

have to share in the apending cuta. - Significant miamatches between
strategy and force projection capability make deterrence lesa credit-
able. Committing forces to execute a war plen which haa no reassonable

chance of success due to Inadequate 1ift would be unconacionable.
Overall, our capability to meet ocean cergo requirementas has been at
high riak for over two decadea. After - decade of ‘neglect 1in the

Seventiea, theire was ‘much improvement in strategic airlift during theg,uv

Eightiea. Over the next-teh yeara, the C-17 program is designed to
provide aufficient new capebility to reach the official DuD sirlift
goal. However, the author questiona the aufficlercy of the official
goal. Strategic mobility programs have hiastorically been cut by the
Servicea before they would give up major weapona aystems. Loat ca-
pability must be made up through other, innovative meana., The proceas
by which the military obtained the Fast Sealift Shipa may have rel-
evance to the airlift ahortiall problem. -, The decade of +the Nineties
will have DoD with decreaaing hudgetas and aevere competition among the
Servicea’ programa. ‘If past 1ls prologue,~”the total programmed buy of
C-17"a.will be at risk for ‘@aach of the next several years. The author
projecte a serleas of circumatances which could result in the DoD cgreat -
ly expanding ita airlift capability at a fracticn of the coat of new
procurement. Hia aolution requires a commitment to do the unorthodox
and to not fall prey to the paraedigma thaet would prevent aeizing the
oppoertunity. )
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INTRODUCTITON

T TMME FRONT @

The mantie cof defeat loomed over Paria {In early September,
1914. The German army was rapidly apprcaching the Marne River,
threatening the capitol. The French army deaperately needed to
atem this onalaught but, unfortunately, reinforcementa arriving in
Paris had no available tranaport to move them to the front 1lines.
What happened next is hiatory. Genereal Gallieni ordered the
Parisian gendermes to round up every available civilian taxicahbh
and bring them to the Ministry of War headquartera. Army officers
quickly briefed the newly recruited drivers and sent them out ¢to
load the waiting regiments at collection points throughout the
city. Over 1,00¢ taxia then sped to the front, bringing the need-
ed reinforcements to stop the Germans at the firat Battle of the
Marne. Thia reacurceful tactic undoubtedly saved the Allies from
certein defeat.,

Thia atory demonatrates aseveral positive traita of military
leaderahip, perhapa even to the point of crediting a Frenchman
with diaplaying “Yankee Ingenuity.'" A key point here ia that the
Parisian taxi fleet was not a military-owned cacsaet, but was a
national asset with militery applicability. Recognition of this
applicability distinguishes General Galliani from the staffer who
wag buay writing memos telling everyone to adjust their Latest

Arrival Dates at the front due to a shortage of tranapori.!




Or worae, the G-3 buay re-writing the concept of operationa be-
cauge he thought his original forward defenae concept wasn’t fea-
sible due to lack of mobility. Another point 1a that the taxi
fleet owners and drivers obviously saw it to be in their best in-
terests to asaist the army in defending againast the German attack
at the Marne. Without their help, the front c¢could eaaily have
been the Seine.

In the HMarrne example, the military defined the need and saw a
solution; the civil aector responded and the regt 1ia tranaspcrta-
tion hiastory. Aa we enter into the decade of the 9@‘’a, the na-
tion ia faced with aome large budget and aocial problems that aim-
ply cannot be ignored. The DoD budget submisaion will have to
compete with other programs and it 1s not difficult to foraee
ahrinking military appropriations ahead. The challenge for the
military planner ia to get as much capability for the dollar aa
possibl=2., More importantly, /e must avoid a self-defeeting atti-
tude of '"zero budget growth equals zero capability growth." The
Defenae Tranaportation Syatem is a partnerahip between military
and civilian industry. As 3eneral Gallieni did some 75 years ago,
we muat break out o€ the paradigms which restrict our thinking and
press for new solutionsa. The firat atep ias to look at how we have
been attacking (or in many cases, not attacking) the atrategic

mobility problem the paa*% 20 yearsa.




IN SEARCH OF TAXXIIS:Z 1D - A DIXRCS

DEFINING THE NEED

Strategic mobility is defined by the Joint Chiefs of Staff as
‘“the capability to deploy and sustain military forces worldwide in
support of national atrategy.”™ Sounds fairly straight-forward and
perhaps it ia, until you atart considering what the definition
does not say. It docea not mention the "requirementa'” end of the
equation. Even the apprentice contingency planner recognizes that
requirements alwayas seem to exceens capability. The approved
definition alao leavea out the concept of time. How fast can you
move a fighting force if it haa to take everytliilng with it as it
deploya to & bare-baased theater of operationa? Conversely, do we
have "ﬁore" atrategic moblility if the size of an infantry di-
vieion is cut to enable deployment 1in an arbitrary number of
sortiea? When one begina to contemplate all the aaspects that en-
compaas the capability to project forcea worldwide, terminology
becomeas less and lesa simple.

Significant miasmatches between strategy and force projection
capability would tend to make deterrence lesa creditable. The
worat of all worlda would be a national atrategy formulated
without an understanding of cur actual capability to execute such
atrategy. Committing forces to execute a war plan which has no
reasonable chance of aucceaa due tc inadequate 1lift would be
unconacionable. The conatant astruggle to determine how much ia

enough presenta intereating challe=nges to the long-range




contingency planner, He must not only be concerned with
programming force packages with the requisite firepower, but also
muat argue for the capability to project that force overseas and
to suatain it on through to conflict resolution. Trading-off
firepower for improved battlefield maneuver {a conaidered bril-
liant in the Combat Development community. Intereating enough,
these asame people would probably resiat trading-off any element of
combat power for improvements to their ability to "maneuver"
atrategically. This phenomenon is most likely a result of the
misconception that deployment ias a logistical ‘'aervice'" provided
by the Transportaticn COperating Agencies (MAC/MSC/MTMC). Nothing
could be farther from the truth. The ability to deploy rapidly
should be a high priority of every CONUS-based commander.

Our ebility to deploy, fight and win is contingent wupon our
proper use of the elementa of airlift and asealift, prepoaitioning,
en route support and asaiastance from alliea. After a decade of
neglect in the 70’a, there was asignificant improvement in stra-
tegic mobllity during cthe 80°s. Scme of the added capability came
in the form of new equipment. Significant organizational changes
occured, both in the Unified Command Plan and other elements
charged with getting forces deployed as rapidly aas posaible.
Virtually all of these changea had impact on and were impacted by
the civilian transport sector. General Duane H. Cassidy, the
Comnander-in-Chief, USTRANSCOM, summed up the importance of the
civil sector during hias congressional teastimony in April, 19838.
He told the subcommittee, “We rely wupon the civilian trans-

portation industry to join with us to preject national power




overseasa. The health of commercial tranaportation carriers is as
important to our warfighting capability as ias the readineas of our
combat forces. They go hand in hand.". A look at the air-
frame contribution of both shows a pretty much equal partnership
in providing the capability to conduct a major deployment.

» "»
"x CIVIL RESERVE AIR FLEET s
"+ [LONG RANGE INTERNATIONAL SEGMENT “s
u. -l
*s “s
“s "s
"s PASSENGER CARGO TOTAL ™
n . “s
“» B-707..... 3 6 9 %
"a bC-8...... 20 43 65 "
“s B-747.....112 50 162 %
*s DC-10..... 37 26 83 ™
“n L-1011.... 38 Q9 38 ™
"% B-767..... 28 Q 28 %
“ A-310..... 19 %] 19 ™
"a ‘s
*s TOTALS 277 127 404 "a
“y “a
L} ..

Aa of January 1989 Source: MAC
There is no doubt that General Cassidy, DoD’s asenior trans-
porter, knows the full impact of CRAF. The most recent sta-
tiatica show that the commercial sector contribution to atrategic
airlift actually exceeda the military fleet. Perhaps more im-
portantly, the civil sector fiight crewa per airplane ratio 1is

much higher than he military.




The following chart ahows the typea and quantitieas of

strategic airlifters assigned to MAC.

T MII. I TARY AITRLIFT ]
S COMMAND ATRCRAFEFT “s
“a "s
“u “x
" TYPE ACTIVE RESERVE GUARD TOTAL "
" “a
"a C-5 80 29 11 120 *»
“s “a
“ C-141 251 8 8 267 *a
"» “n
"« TOTAL 331 37 19 387 ™
“u “»

Aa of November 1988 Source: MAC

The 494 CRAF contribution added to the 387 MAC planes givesa
ua nearly 800Q planea for strategic deployment. However, the raw
numbera asuggeat a partnerahip that may be stronger on paper than
would be experienced in a time of national emergency, eapecially
if that crisis were aomething less than a clear and present danger
to national survival. The CRAF program has been providing ready,
coat-effective airlift capability to the military for nearly 40
years, but it must be remembered that it has never actually been
activated; the cost and chaoa factors preclude a peacetime ‘“tesat”
of the surge capability of this pertnership. Even during the
Vietnam War peak movement yeara of 1966 to 1970, willing carriera
provided sufficient cargo and passenger contract flighta to MAC.

On the other hand, the ocean ahipping industry haan‘t and
probably never will have the internal capacity to reapond to a

large deployment. Qver the paat 20 years, our maritime poeition




haa asunk to dangerocualy low levelsa. It appears as though Congreas
liatenas to tesatimony concerning the plight of our aea deployment
fleet, then fails to act upon it. A quick look at the aealift

case z2ince 1979 wlil point thia out.

OCEAN CAPABILITY

You don’t have to dig deepiy to find big problems with our
U.S. Merchant Marire capability. Twenty years ago we had 18 major
shipping companies with a total of more than 430 ships in service.
Today, there are four majer companiea with a total of 88 ehips
that operate in the foreign tradea.a On the plus side, the
military was able to acquire many of those shipa for the maritime
and afloat prepositioning programa and significantly upgraded the
Ready Reaerwve Force of mothballed shipa. However, the crucial
factor ias that moat of these ahips are tied up idle, placing no
demand on an already declining pool of trained seamen to crew them
in a call-up. Overall, our capability to meet the ocean cargo re-
quirements has been at high riask for more than two decades.

As far back aas Fiacal Year 1969, the Department of Defense
atated a requirement for 3@ new Fast Deployment Logistic(FDL)
shipa to complement the C-141 and new C5-A aircraft. The program
called for a rapid deployment team of air and ocean capability.
The FDL program was never funded for the sea requirement. 1In the
air, procurement problema with vast coat overruna caused the
original planned buy of 120 C35-A’a to be cut to 86.

After successive yearas of being turned down on the FDL

proposal, the Navy ¢tried another approach. It aought py




Multi-Purpcae Ships (MPS) to be built by induatry and chartered
back to the Navy. That program fsailed, too. Ita failure was
blamed, by at least asome obaserversa, on ‘'commercial carriers
atrongly oppoased to the MPS program.'. Efforta to fund theae
programa aimply could not get through the Congreas. It is impor-
tant to note that asince 1970 our overall military requirement for
ocean cargo movement in a contingency has remained relatively
unchanged. There was significant shortfall identified during the
entire period of neglect of the 70’s. 1In apite of some programs
to upgrede the military fleet of transport aships in the 80@’a, the
requirements still far exceed capability and there is a de&: er of
losing creditaebility of our ‘deterrence thru deployment" moctto.

It ia time for both the civilian and military asectora to
recognize our Merchant Marine for what it is --a disaster--, and
continue to urge a national solution to the problem. As hard aa
one looks, it’a wvirtually impoaaible to be optimistic about
increasing U.S. ocean shipping capability in the 90’a. The few
minor programs accompliahed in the 80’a pale in comparison to the
ateady loas of Merchant Mariners needed to crew all the sashipa of
the Ready Reaerve Force. There may be a few leasons to glean from
the ocean shipping programas of the 80©’a, though. Juat because

they weren’t enough it doesn’t mean they weren’t significant.

SOME BRIGHT SPOTS
The Military Sealift Command added a number of ahipa to its
fleet through three related, yet distinct, ship acqguisition pro-

grama completed in the laat decade. The Navy spent over $S6 bil-




lion on acquiring and modifying several ahips to meet military re-
quirementa. One MPS program, Multi-Purpose Ships, was defeated in
Congreas in the early 70’a. That MPS wasn’t favored by com-
nercial ahipping intereats. In the 1969’a, the Navy finally ob-
tained a program called MPS, except this time it stood for
Maritime Prepositioning Shipas. Thia demonstratea the value of
never throwing out an acronym. The 13 ahip contingent carrieas a
full range of U. S. Marine Corpa cargo, from ammunition and
artillery to water and rations. Theae fully-loaded ships are
deployed in three strategically located aquadrona, Each aquadron
ia capable of supporting a Marine Expeditionary Brigade of 16,000
troopa for 39 days.s While significantly increasing flexi-
bility for war planners, it muat be noted that an MPS element
cannot conduc. forced entry operationa. The Marines will be flown
to an airport n<ar the port of discharge where the cargo will be
adniniatratively off-locaded for eventual marry-up with the ar-
riving troopa. The empty shipa then revert to the MSC fleet for
other loada to the theater of operaticns. The MPS concept was
little more than a reccognition that the Navy was not going to fund
amphibioua shipbuilding at the expense of capital shipa.

A second initiative added 10 ships to MSC control under a
program called Afloat Prepoaitioning Shipa. They are cargo shipa
and tankers strategically deployed and loaded primarily with U.S.
Army and Air Force asupplies.g Again, the intent waa to re-
duce the early burden on the airlift flow in order to free air-
frames for unit equipment and personnel missions. After dis-

charge, these ships return to CONUS for additional loads.
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Before we congratulate ouraelvea on such a3 amart
Shelf" acquisition, it’s important to note the difference 3 d.ocade

~an maK=. During the late 6@’s and early 79’'s w wantzd, b

g

zould not obtain, the MPS program because the commercial
irduzery didn’t see 1ta economic intereats being szerved. Ty e
13307 5, rising fuel costs and aignificantly higher waje s2alos
cauzed many carriers to sell off assetas en route to  bankruptooy
court. In the caae of Sealand, which owned the eight SL-7"4, 1t

fleet -wide coat per container mile dropped from 13 <centa to 1O

~2nta when the SL-7"a were removed from gservice., When fivat

._ll_.




contradeeed i 1'a70, the “Wusan of the Docan™ L Wz o beerroonee b

the Jitterence between a Co0-3 alrIratt oand o o A LAl g Lo
creewrtoent remarkeaed, "This class o wer Dol e, el Ll cnINT A oieEY shiL D
Wwlili b2 wlthout =gqual on the oceans o the wor b ad Wb HEYICAUE
the oconperlbive superiorlty of our hardware bor e tubure.',

That vision was otfered shortly betore the Arab 2Ll sembarao and

IS
o
"
!
—
s
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PR actions which greatly ilncreased the cost ot ool
whicoh Zcould attain a maximum gservice a2peed of an unbei:avable N
chts. had one big drawback--MPG! The vessel consumed Bld tons ot
tuel o1l per day and could only go ©4359 nauticai riles at her top

speed before requiring re-fueling. Ag ftuel prices 2acalated, the

u

attractiveness of the SL-7 plummeted. In the late Seventies they
tfrequently operated at only one-fourth power Just to save fuel.
[he 13979 Iranian hoatage crisis and subsequent formaticn  of

the Rapid Deployment Joint Task Force(RDITED prought  relvewead

intersat in atrategic mobility. However, the problem of a sealist
zapability ahortfall existed and waa documented long before Iran

astirred our interests 1n going long distances with soldisrs  and
gquns. The RDJTF might have been the catalyst, but the main
alementa were a long atanding need coupled with a burning deszire
by 1ndustry to dump those eight aships. It worked out well ror
both parties. Seal.and got out of a financial pbind. Th= military
Joct a significant capability in two years inatead of  waiting ror
the development of a new .~lass Navy ship =—osting biliilons  and

taking 1% years to complete.




There was one other key argument for going with the SL-7
converaion program--the "bird in the hand"” theory. Projecting
continued Congreassional interest during the dozen years it would
take to design and build a new ship for rapid deployment would
have been a high-risk venture, especially given their dismal track
record on non-capital ship funding. Alasc, one could enviaion a
acenario in which the Navy would be forced to choose between a
combatant for their 600 aship navy and a sealift vessel used for
‘logiatica®”. The outcome would be feairly predictable. For a
variety of reasona we opted for the FSS becauae it was in our best
interestsa. It could be described as aselecting a good salternative
that was available now, rather than take chances with a better
alternative later and therefore more susceptible to down-sizing or
outright cancellation. It is a valuable leason, though, to
recognize that the deal waa poassible only because of a highly mo-
tivated aeller; highly motivated by busineas economics and the
belief that they owned a pink elephant.

Thia ia important to keep in mind as we look at possaibilities
for improving airlift capability in the decade ahead. A humorous
bumper sticker once read: WHEN "MY SHIP COMES IN", I‘LL PRCBABLY
BE AT THE AIRPORT!!! Perhaps this ias not juast a mixed metaphor.
If we conaider the 'ahip" to be ‘“opportunity’”, the moat 1likely
place for that opportunity to present itaelf may well be at the

airport.

_13.-




REQUIRING TAXIS TO FILUY

DETERMINING NEEDS

Current national strategy places great emphasis on flexible
reaponse. A fundamental principle of that strategy is to react in
an appropriate and timely manner to threata to our national in-
tereata. Airlift enables us to multiply the deterrent effect of
all U.S. forcea. 1t provides what can be termed a ‘''remote presas-
ence" in that forcea can be rapidly diaspatched to any location in
reaponae to a real or threatened conflict.

The 1981 Defense Authorization Act required the DoD to con-
duct a mobility atudy to determine the lift capability needed for
reaponge to contingenciea. The report, which came to be known asa
the Congressionally Mandated Mobility Study (CHMMS), concluded that
DoD waa short of cargo capability and recommended a program be de-
veloped to reach the goal of 66 million ton miles per day
(MTMD). 1o Ton milea measure capability without tying the an-
awer to only one apecific scenario. A ton mile requirement ias
what it would take to move one ton one nautical mile. An example
would be the requirement to move one tank weighing 6@ tonas from
Fort Knox to Europe (4200 NM). The equation would be 6@ tona x
4200 milea, for a figure of 252,000 ton miles. Thia 1in turn
equateas to ©.252 MTM. When you consider that only four tanks
would require one million ton miles of capability, the figure of
66 MTM per day isn‘t as much as it might seem. When you further

conaider that our actual airlift rapability in 1981 was less than

-14-




3¢ million ton milea per day, you can eaajily asee the ahortfall.
Paassenger capability 1a meaasured in the same manpner,
obtaining a figure called millions of pasasenger mileas (MPM). In
the same caae as above, deploying a brigade of 5000 troopa to Eu-
rope would result in & requirement of 21 million passenger miles.
Roughly, an Army division-sized force of 20,000 troops to Europe
would require about 84,000,090 paasenger milea. When fully ac-
tivated, the CRAF passenger fleet 1is capable of moving nearly
169,000,000 passenger milea per day. Said another way, the CRAF
passenger fleet could move the entire 500,000 active duty,
CONUS-based Aixr Force to Europe in 13 days! The CMMS concluded

that paasenger capability was adequate.

e e e e e T e e e e e e " ™

] “n
“» CIVIL. RESERVE AIR FLEET “a
"+ LONG RANGE INTERNATIONAL SEGMENT "
“» PASSENGER CAPACITY “s
" “s
" ')
"a MODEL # AVAIL X SEATS = CAPACITY "
"a “a
"r B-7¢7..... 3 x 15@¢ = 450 s
“u DC-8...... 20 x 1990 = 3800 *»
"u B-747.....112 x 4¢0 = 44800 "s
“n DC-10..... 57 x 260 = 14820 "
“a L-1011.... 38 x 240 = 9120 *»
“n B-767..... 28 x 189 = S04Q ™
] A-310..... 19 x 250 = 4750 *»
“u "o
“s TOTALS 277 82780 "s

.
e e T e e e e e e e e e e

As of January 1989 Source: MAC

Taia fleet, with an 8¢,000 pamsaenger daily aurge capability,

could austain a daily rate of 60,000 troopsa to Europe for an

-15-




extended period. This takes into conaideration the empty return
leg, or even a full plane load o0f non-combatants who could be
loaded and off-loaded in normally reasonable timea. When you
factor in the wide-body international planes owned and operated by
our NATO alliea, pasaenger movement ias really not conatrained by
airframe availability. It ia gquite logical and reaaonable to as-
aume the use of ocur NATO ealliea’ paasenger capability. In a
large-scale ashooting war, touriam tenda to drop considerably.
Transpcrtera of all kinda would be much better off not sapending
time worrying about sufficiency of long-range international
passenger seats in time of war. The overaseas theater’s reception,
staging, and onward movement capability, on the other hand, 1is
worthy of serious study. In all probability, slow clearing of the
Ports of Debarkation will curtail the asmooth flow of troops well

before any airplane ahortage.

TRYING TO MEET THE NEED

The CMMS 1is the benchmark which haa driven all improvement
programs for the paat decade and 1is8 cited aas the requirementsa
document for added airlift well into the 1990°’as. At the time of
the study we posseassed a capability to move alightly lesa than 3@
million ton-miles per day. Once again, the Iranian situation and
the forming of the Rapid Deployment Force did not increase
requirements for strategic mobility. As in the sealift case, the
requirements were there all along, but gquietly ignored. The RDJTF
merely highlighted the need. As a result, several actions were

initiated to improve the airlift poature.
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The following chart showa growth in capability

period.
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In addition to a significant increaase in actual military air-

frames, the CRAF aide of the partneraship greatly upgraded the

wide-body capability. It 4ias important to note that these

incremental improvementa were really nothing more than consoclation
for avoiding the larger problem of making a positive deciaion on a

new class of tactically-oriented tranaports.
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In not approving the "C-X" concept, the Congresa approved
purchase of an additional 5@ C-5 Galaxy aircraft, upgraded to
“"B-modela". Ironically, that addition brought the Military
Airlift Command up to the 120 plane complement enviasioned by
Secretary cf Defense Robert McNamara in 1968.,: Other airlift
programs bought 60 KC-10A’a, the military version of the familiar
DC-1® passenger plane. Theae dual-capable tanker/transport
aircraft added both range and breadth to the DoD fleet. Finally,
modificationa to several commercial pasaenger planeas, making them
eaaily convertible to cargo carriers in an emergency, added
ancther million ton miles per day fto our capability.

The improvementas of the 80°a have increased cargo capability
by almoat 50%X. The current daily figure is up to about 48 million
ton-milea per day. A fleet of 210 new C-~17 aircraft are projected
to be procurred between now and 19S8. With the buy complete,
hopefully before the end of the century, we will have achieved the
66 million ton-mile goal. The big question is, though, at S178
million per airplane, can we expect Congreas to fully fund the 837
billion program over the next nine yeara? Any reduction in the
programmed buy will mean another delay in nmneeting the CMMS
ton-mile goal. That shortfall would have to be made up either
from the U.S. civilian aector or from the asseta of friendly na-
tiona. Another queation that should be addreassed concerns the
validity of the 1981 requirements data. JIt’s a virtual given that
we won‘’t obtain additional funding for more military aircraft

should the daily ton-mile requirement actually be too low.
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HOW MUCH IS ENOUGH?Y

At leaat one senior official has declared that the &6 MTMD
was not enocugh even when the atudy was written in 1981. In tes-
timony before the House Sub-committee on Readiness in October
1388, Major CGeneral Richard J. Trzaskoma called it "a fiscally
conatrained, reasonably attainable goal and is not a panacea for
our airlift shortfalla.” He also referred to the C-17 as *the
only logical alternative to provide the warfighting CINCs with re-
sponaive airlift where they want it, when they need it.";:

For the sake of discussion, though, let’s atipulate that the
CMMS was reasonably correct at the time it was written. Some de-
velopmenta aince 1981 bring that original goal into question. One
that comea readily to mind is the improved hend-held,
ground-to-air miasileas uaed soc effectively in Afghaniatan. Wide-
apread use of these weapona could dramatically 1increamae the at-
trition factors used for planning. Another conaideration 18 the
possible raduction of forward deployed forces in NATO and else-
where. In all likelihcod, a reduction in actual troops overseas
would not reduce our commitment to the host country, therefore re-
quiring increased rapid return capability.

The aorry atate of our current Merchant Marine ia well doc-
umented and the future looks even worse unlesa that gituation re-
ceives proper attention. Without improvement on the high =seas, a
larger burden fallas on our air asdsetsa. If recent trendsa in mili-
tary thinking continue, contingency planning et the operational

level of war will necessarily cauae a aignificant increase 1in
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demand on both atrategic and intratheater airlift. General Trzas-
koma, MAC’s Deputy Chief of Staff for Plans, asays *thst the CC-17
offera warfighting flexibility not posaible with the C-5 or C-130
aircraft.

The fleet of 2i0 will {1 all probability "ahrink"™ for the
atrategic missiona as they become the gsaviors of commandera plan-
ning theater campaigna. Conducting operational maneuver fto gain
advantage over an enemy is becoming an imperative. As wargaming
increasea the uase of operational maneuver, it s reasonable to
predict a heavier theater demand on the C-17. Everyone ia hopeful
of the prospect of the C-17 actually performing close toc the tac-
tical batile. However, there are stil)l quite a few officers a-
round who remember the hoopla aurrounding development of the "tac-
tical” C5-A., Once procurred and operational, the Air Force was
heasitant to riak it in a forward battle area. As one U.S. Army
general said, regarding the uase of the C-5 to support a European
battle, "They want us to land at Orly (Paria) and atart walk-
ing."1a At any rate, the Air Force ia now publishing numrer-
ous articlea on the direct delivery capability of the C-17 and one
such article actually challenges the Army to change ite doctrine
“to integrate the throughput and direct delivery concepts where
appropriate.”;4 In the same article, the author alludes to
conducting war at the operational level and urges useras to study
the new intratheater capability of the C-17. The secund order ef-
fect of using large numbera of C-17 in that way may very well
cause a strategic leg shortfall. If the C-17 turns out to be as

tactically uaeful as ia now being tauted, the Air Fforce can rest
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agsured that commanders in the field will use that capability to
the fullest. The result is goecd asnd sufficient reason to believe
that the 66 MTHMD 1a too low for the 9@’a. Can the difference be

made up commercially?

INCREASING THE CIVIL FLEET

It ia not the purpose of thia article to argue the merita or
poasible drawbacks to CRAF. In looking at a major superpower con-
frontation, which ias the only likelihood of full CRAF activation,
you have to aasume it will work as planned or you won’t have much
of a war. At least you couldn’t prosscute much of a conventional
war. It ia common knowledge that the Army and Air Force can‘t’
project subatantial combat power without calling up the FReserve
Componenta. It is equally true that they won‘t get to the war at
all if we can’t count on getting the CRAF fleet as planned. Since
the military already has moat of the usable cargo airframes com-

mitted to CRAF, how do you expand capability?

Fl. Al. IN THE ATTACK

As the French general discovered in 1914, taxis make good

troop tranaporta when that’s all you have available. The Ia-
raelis too experienced a atrategy/force miamatch 1in trans-
portation capability early in the 1973 "Yom Kippur" War. Faced

with a threat to their national survival, the Israelis needed war
materiel from the United States badly, but had no cargo planes of
their own. The United States offered to provide the materiel, but

for the firat few dayas did not make a commitment to use U.S.
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military planea. U.S. flag carriers were reluctant to fly into
the combat-ridden area. The Israelis owned only pasasenger ver-
aiona of the Boeing 747. When faced with a problem that simply
couldn’t be asaumed away, the Iaraelis did what had to be done.
They quickly stripped the seats out of the El1 Al aircraft and
placed sheets of plywood on the floor to atrenghten and protect
it.y= Critically needed munitions were then loaded through

the passenger doors, repalietized inside and flown to Israel f£from
JFK International Airport. It waan’t pretty and the loading time
was exceaslve compared to '"real' cargo planea. However, until the
massive MAC eerial resupply was approved, thia emergency interim
action by the Israelis ashowed, once again, the c¢riticality of
recognizing a commercial asaset with military application.

MAC learned a lesson from that operation, and by 19890 had 26
plywood kitas deaigned for converting B-747 passenger planes to
cargo capable craft, but "only for extreme emergencies.”;:¢& It
might be interesting to inspect those emergency kits today for
serviceability and to check out the corporate memory to zee if
anyone remembera why they are there. Based upon a promise of
non-—-attribution, a knowledgeable official recently told me that
there are only 20 of the kita in the syastem now and they have been
conasolidated at Travia Air Force Baase, California. There &re no
written plane or procedurea to uase them {n an emergency.
According to him, "MAC would probably juat play it by ear" be-
cause loading cargo through a passenger door is very inefficient.
That understatement sets the atage for the probing queation, "Be-

fore astarting a war, will an adversary wait until we can meet our

-22~




atrategic deployment requirementa in the moat efficient method?"
The airlift ahortfall, although greatly reduced in the laat sev-
eral yearas, atill representa only the bare minimum needed. Even
if the military gets the entire buy of 21@ C-17 aircraft, the
program would not be completed until 1998 in the rosiest acenario.
In the interim we have to come up with alternative aolutiona to
the problem.

Aa in the Paris taxi case, the Israeli reaction to their
problem pointa out that help can come from previously un-
recognized sources. They did what they had to do when the chips
were down. You can also bet that the naticnal airline of Iarael
never again purcheased another long-range aircraft without a con-
vertibility feature. In the good old "American way of war", we
learned a leason fromr the Israelias in the heat of battle and took
credit for having the foreaight to pre-fabricate plywood kita.
Having done that, the mission waa completed and forgotten. It
seems a little like a bank laying off the payroll guard because

they haven‘t had a robbery lately.
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ON FINDING NEW ""TaxXxits-""

FOR THE Z21l=st CENTURY

PARADIGMS AND OTHER DISEASES

A paradigm (pronounced pair-ah-dime) is defined aimply as
“"example', or 'pettern.' In its proper uaage, the word ia meant to
represent an "“outstandingly clear or typical example" of szaome-
thing. Paradigms can be very useful timesavers. You see a
emall portion of the whole problem, but identify a relationship
emerging which allows you (through reassoning &and experience) to
arrive at the final anawer without actually having to work through
each step to the end. Paradigms provide the structure to arrive
at solutions based upcn information you already know to be true.
Paradigma becone unhealthy when applied aas rulea which atymie
creative thought.

A related concept ia called ‘'pattern matching”, uaed
frequently in home computer operations as a shortcut. An example
is typing a two letter command for new progranms. If you plan
ahead as you write or copy programa, naming them carefully, you
can call up any program by typing cnly two strokes regardleas of
the length of the actual title. Pattern matching allows you to
use lesas effort to get the thing you want. Both you and the com-
puter know your "“shorthand” and you can communicate faster. Af-
ter all, ;ou are only re-calling something thet you already have

done the long way once. Pattern matching in the extreme 1is the
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oppoaite of creative thinking.

Another possasible roadblock to finding new solutions to old
problema is the idea of autokineaia. There aeema to be a built-in
manipulation or coercion in the military deliberate planning pro-
cess which forces individuals toward minimum diaspersion for the
sake of consensus. Most mavericks are referred to in noatalgic
terms and it is hard to find a true "skunk works" 1in existence.
Even '"hoase who use the term are moat often only deacribing a tean
put together for a predetermined outcome. This seema to be
particularly true if the product 18 needed asooner than the
official bureaucracy might octherwise grind it out.

Additionally, creative thought ia often alowed by what I call
“"irrefutable truths'. The selection of "Facts Bearing on the
Problem” in the early astages cf the typical military ataff study
can fall intc this category. It is poassible to actually rule out
a golution that might solve your problem by 1listing too many
“"truths® in the initial atages of & atudy. An example of this
malady is "it is unrealiatic to assume we can socolve our cargo air-
lift problem with civil aircraft'” aas was asaid recently to Con-
gress.,» There muat be 8 dozen different waya to display
statiastica that show an already over-burdened civil cargo fleet
for CRAF activation. Accepting thia atatement aa fact, though,
can reault in a losas of unconventional options. We ahould not
lock ourselves out of a aolution juat because it might bhe unusual

or constitute a long shot,
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A VISTON OF OPPORTUNITY

Each year, more and more people take to the akies for travel.
Intereatingly enough, much of the travelling pvublic 1is atill
skeptical of statistice which show how very safe flying 1is com-
pared to the other modes of transpcrt. The “white-knuckle" fly-
ers among us are convinced that there ia good reason to fear air
travel. By comparison, the fatality rate from automobile ac-
cidenta in 1986 wae an aatonishing 126 people each and every day.
Increasing the apeed limit from 55 to 65 milea per hour will have
the predictable result of producing many more fatalities each year
than will reault from airplane miashapa. ;e In apite of all the
statigtical evidence, in apite of all the valid reaasona to be-
lieve that flying ia aafe, flyera renew thei: emotional in-
gsecurity each time an incident in the air occura. An incident 1in
which the airplane involved happena to be an L-1011 will result in
many people changing their flight reservations for weeks there-
after juat to avoid flying on an L-1011. Nervousa flyers look for
any excuae to "beat the odda™ that, in their mindas, are atacked
againast them at seven milea up in the air.

CRIPPLED ALOHA JET LANDS SAFELY. The headline addreassed the
moast important fact that over 9@ people aboard the damaged plane
landed aafely.,s However, what the flying public has remem-
bered asince April 28, 1987 is that a gaping hole blew open in the
fuselage and a stewardeas was sucked cut of the jet by the es-
caping air. A terrorist’s bomb did not cause this fatal air dis-

aster, but rather a suapicion of structural failure.
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The plane involved in the accident had been flown by Aloha
Airlinea for 19 yeera. PANEL RIPS OFF PART OF WING BUT JETLINER
I5 LANDED SAFELY. None of the 35357 people were injured as it
returned to Manila about an hour after departing from there.ca

The report, in making the point that this waas an 18-year-old
Boeing 747, also made the connection to the Aloha accident being a
19-year-old plane. However, both of theae pale in comparison to
the incident in February of this year aboard a United 747
dgparting Honolulu shortly after midnight. NINE SUCKED OQUT OF
HOLE IN PLANE. NINE PASSENGERS MEET HORRIBLE DEATHS IN MIDDLE OF
NIGHT. AIRCRAFT INVOLVED ONE OF THE OLDEST 1IN FLEET. News
coverege, both in print and televiaion, zeroced in on the age of

America’s airline fleet.

HOW OLD IS TOO OLD7?

Several industry and government taask forces have been
atudying the problem. Mishaps involving older 3jetas have been
occurring with asome frequency. Federal records show that there
were 14 accidentas or incidents on U.S. airlines caused by cracks,
corrosion or metal fatigue on some part of the airframe 1in older
jets between 1976 and 1988, 1If problems with aasociated metal fa-
tigue in engines or landing gear are counted, the number of in-
cidenta jumps to near 150.,, Manufacturers say the "economic”
or profitable life of a jet ia roughly 20 yeara. However, there
are many variablea that enter into the longevity equation and it
ia currently left up to the eirline: to decide when it ia time to

retire itas airplanes.

_27_




Statiatics show that the U.S. fleet ia not being replaced aa
rapidly as in the paat. The following chart showa four major air-

lines who will face difficult declaiona in the coming few years.
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Several airlines have continued to operate older jeta due to
relatively low fuel and maintenance costas. Some consumer groups
want the Federal Aviation Administration to consider mandatory re-
tirement. Although it is recognized that nothing lasts forever,
the criteria for declaring a plane "too old" is difficult to de-
termine. Among passengers, airplane retirement seems no burning

iasue. Few have the expertise even to recognize an older plane.
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Sayas a consumer-group official, "It’s not the kind of thing vyou
can check out with your travel agent."z:z It is here that the
author must depart from the conventional wisdom of the people cur-
rently apeaking for the airline industry and even the government.
A plausible vision for the Nineties could include an en-
vironment where the age of a plane will make a great difference.
Imagine a travel agent quoting farea to a proapective passenger on
the phone. The converaation goea asomething like thia, "Sir, the
New York to Los Angeleas fare is S50 for a newer plane. If the
plane is between 5 and 15 years old, the fare ia $400., On a plane
over 16 years old the fare is only £100! No,sir, you won’t have
any trouble getting on. Hardly anyone will fly on thoase nld
planes anymore." Sound impoaaible? Perhapa not, if the right
Circumstances materialize in the next few years. It wouldn’t be a
natter of a government report or the great Chilian grape scare of
1989. It wouldn’t be the result of conaumer group action calling
for different fares. Rather, the acenario would unfold with
another of thoae mishaps where people are sucked out of gaping
holea in & 747. In the course of the newa reporting it would be
continually reiterated that the plane was "22 vyears old lust
month." The media would go on to report each airline’s inventory,
year by year, model by model. People simply would not take a
chance, especilally if they thought they had an alternative. That
ia where the free enterprise ayatem will solve the aging air fleet
problem. A problem no government agency could aolve on its own.
The marketing folka in Delta or American, for example, will figure

ocut that they don’t have any of the planeas that the public |is
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being told are dangeroua. If they do have any, it would be so few
that they could ground them immediately.

The fickle and often superatitious flying public will flood
the phone reservation lines of those airlines who do not have old,
“unsafe' airplanes. Any of the major airlines who want to atay
viable will have to ground their "old"™ airplanes. My prediction
can hold true with as few aa two more incidenta aas 1long &aa they
are reasonably close together and sufficiently horrifying in
detail. In recent caases, the hLhodiea were never found. If it were
to happen over land where massive searchea for days occupied mosat
of the televiaion news, you would aee the ‘'guilty" sirline
companieas ruash to jettison their aging fleeta. Aa we approach the
Nineties, i1t doea not appear that the FAA ia ready to aet any
retirement rulea for commercial planeasa. However, under the
circumastances that were painted on a "what if" basias, thia author
is convinced that there would be an almost immediate glut on the
maxrket for used 747°’a. There doeas not appear to be a secondary
foreign market for aging 747‘’a the way there used to be for the
707 model. National pride, often without regard to the national
pocketbook, dictateas that a new aircraft be procurred for theae
national namesake airlines. Domeatically, asome of the 747’s would
be purchaased by freight forwarders for converaion to full time
cargo aircraft, but not enough to abaorb the entire fleet of aging

wide-body planes.
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SEIZING THE OPPORTUNITY

If the eventa unfold as projected and are of aufficient mag-
nitude to cause serioua loas of faith in older wide-body planes,
the military needs to be prepared for action. A significant
portion of the airlift shortfall could be covered by uaing an SL-7
technique. The parallel is uncanny: civilian vehicles which have
lost their commercial usefullnesas, but which can become mili-
tarily useful. The necessary modificationa can be done at a frac-
tion of the coat of procurring and operating military aircraft.
Envisioned is a fleet of 49 B-747 passenger aircraft purchased at
a very attractive price and modified by contractors to meet cargo
airlift needs.

Another contract should be awarded for maintenance and upkeep
of this apeciel fleet which would logically be based at
Davia-Monthan AFB, Arizona. The contract could be written such
that the apecial contingency fleet would be e&ble to fully activate
within four days notice. Peacetime flight teating could be per-
formed by rercently retired commercial pilots under a contract.
Several airlineas are now requiring their pilots to retire at 60
years of age. There would probably be a sufficient pool of in-
tereated pilota to fulfill such a contract.

There are precedents 1in formation of such a contingency
fleet, elbeit in ocean capability. Thias propoased air concept
could be handled asomewhat like the SL-7 converaion to the Fast
Sealift Shipa which greatly booated sasealift capability in the

8&’a. It is eatimated that we could add another 6 million ton
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Rileas daily to the atrategic mobility fleet if thia opportunity
ever preasented itself. Could we ever pull it off, or would we
atrangie on our own red tape? The answer would lie in our ability
to ahake off all the "trutha" we know about hauling military air

cargo and our reasolve to remove regulatory proacriptions.

THE "SLL—7" OF THE NEXT DECADE? 27

\ THE "FSS" LOW COST SOLUT IO @ J/
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CONCLUSTITONS

As we enter the decade of the Nineties, the nation 1a faced
with some large budget and asocial problemae that cannot be ignored.
The DoD portion of the overall federal budget will therefore nec-
eagarily ahrink as Congresa snd the Administration jockey to dis-
pley fiacal resolve to the taxpayera. The general public ia aat-
isfied that enough ''extra" money was spent on the militery during
the Reagan years and that cuts will not draatically hurt readi-
neas. This asensing of the American people 1a reflected in the
halla of Congreaa. In the absence of a aignificant increase 1in
world tenaiona, it ia reasonable to project falling military
outlayas over the next aseveral years.

Strategic mobility representas the bridge between resaidual
combat power and the capability to actually bring that power to
bear in the furtherance of national interesta. Our civilian lead-
ers should never commit forces to execute a war plan which has no
reasonable chance of aucceas due to 1nadequate 1lift. Likewise,
the military ahould not unduly restrict the options of the Pres-
ident by failing to take advantage of opportunitieas to reduce
shortfalla in airlift and asealift. Formulation of national policy
which involves & military option ia not complete until an aaseas-
ment is made regarding our ability to strategically °“maneuver'™ the
required forcea to do the mission.

Deployment of forces is a requirement at the operational
level of war, not a logiatical ‘'service" performed by the

Tranaportation Operating Agencies. A review nof the last 20 yeara




cf major atrategic mobility dec'aiona leada one Lo conclude that
there is & mismatch between our zeal to acquire new weaponu
asyatems and our complacency in assuring an ability to get them
overaseas to fight. HMobilization and deployment will require not
only augmentation by the Reaserve Components, but also a large
effort by the civilian tranaport industries. It is important to
understand thias partnership and even more important to enaure {ta
health.

Sealift is easential in executing any plan larger than a mod-
eat 'Show of Force'" option. However, unleaa the continuing de-
cline of our maritime caepability is reversed, we will not be able
to conduct unilatersal) reaponaeas to regional threats. Sufficient
U.5. ships and crews are becoming lesa available due to an in-
ability to compete in world trade routes. There is little reason
to conclude that this problem will abate iteelf in the coming de-
cade. Proclamations and policy statementa iasued without the reqg-
uiasite programs to produce reasults will continue to ring hollow.
On the positive aide, the acquisition and modification of the SL-7
containershipa in the early 82’a was particularly inatructive.
The added cspability, cbtained at very low cosat, reaulted from
seeing and seizing an unexpected opportunity.

Current national atrategy reats on flexible reaponae. Air-
lift provides "remote preasence" throughout the world by rapid de-
ployment to real or threatening trouble spota. Several en-
hancement programa were completed during the 80°a which rep-
resented & 390X increase in air cargo capability. There is one re-

maining program to close the gap between requirements and
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capability. Over the next ten yeara, the DoD wanta to field a new
clasa of airlifter called the C-17. Thia 940 billion dollar buy
of 210 planes will meet a minimum goal, but would not totally meet
air cargo requirements in a major war. Addift ionally, mounting
presgures to reduce the federal deficit may result in a smaller
C-17 fleet. From studying past decisiona, one can only conclude
that there ia a strong tendency to sacrifice atrategic 1ift for
the sake of continued weapons systems purchasea. There ia little
reason to feel confident that the Services will rally each vyear
behind a full C-17 buy. It is reasonable to conclude that we will
still have a significant air cargo shortfall into the beginning of
the 21at century.

There may, however, be an opportunity to aignificantly en-
hance airlift capability in the 90’s. Many of the 1initial
wide-body pasaenger nDlanes placed in service in the late 6®’a and
early 70’s are rapidly reaching the end of their econonmic
(profitable) life. Further incidents involving fatalities blamed
on "old" airplanes may csuse a asudden glut on the market. It can
be concluded that the supply of those o0ld planes will greatly
exceed the demand. In that situation, the marketplace will
produce an opportunity too good tu pass up. As was done with the
SL-7 progrsam, we should be able to purchase and mnodify Boeing
747’a to meet military contingency needa. While such a program
ahould be an addition tc the C-17 flee®, it is not improbable for

it to end up being partially in lieu of the full C-17 buy.
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RECOMMENDATIONS

It ia eaay to say that a national solution is needed for our
maritime dilemma. Enviasioning the actuai remedial program is much
more difficult. U.S. owned and operated ocean ashipping capability
will not increaae significantly in the next decade without mejor
intervention by the federal government. The only iaterim recom-
mendation ia to atay abreaat of the international shipping sarene
to identify bargains aa they come into the marketplace. Our most
viable option is to rely on friendly nations and alliancea to pro-
duce the ocean fleet necessary to deploy a sizable force.

Airlift, on the other hand, offera aome hope for the 90‘’a.
After several false starts and foot-dragging, the C-X and C-XX
concepts became the C-17 program. It is the cornerstone of air-
lift modernizaetion and will take us well into the 21at century.
It ia recommended that the Service ateffas endorse the C-17 aa
whole-heartedly aa the Chairman of the Joint Chiefs of Staff and
the various warfig:.ting CINC’s.

The Air Force, as executive agent for common-user airlift,
should form a astudy team to develop a program for acquiring an
augmentation fleet of wide-body craft leaving commercial service.
A target of 4© planes is recommended, contingent upon total over-
all coats to acquire and modify. Uasing Air Force figures, though,
it would cost less than S5 million per plane conversion aince they

wouldn‘t have to be convertible. Total modification cost for a

fleet of 49 would then be well under the price of twa C-17’s.




Acquisition coasta for the old 747’s would be strictly a function
of the circumstances under which they are offered for sale. A
wige study team would look at the full range of poasible acen-
arios and recommend changes tc legislation to enable swift action
if and when the opportunity arises.

Tearing a page from the lesaona learned in the SL-7 to FSS
program, the Department of Defenase haa the opportunity to greatly
enhance strategic airlift. All it will take is a willingneas to
attempt the unconventional and the vision to aee a good altern-

ative now veraua the better alternative that never comes.
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