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INTRODUCT ION

The Marine Corps doctrine of task organi zati on enbodi es
flexibility of deploynment and enpl oynment, m niml response tines,
and force sustainnment. Virtually all marine Air G ound Task
Forces (MAGTFs) enpl oy aviation assets, froma conposite squadron
to an entire Marine Aircraft Wng (MAW. A critical aspect of
force sustainnment is the ability to provide continuous
i nternedi ate-1 evel mai ntenance support to deployed aircraft once
operations commence. The aircraft enployed in the snaller MAGIFs
derive their support from air-capabl e anphi bi ous ships with m nor
augnmentation fromthe parent Marine Aviation Logistics Squadron
(MALS) Internedi ate Miintenance Activity (IMA). In the late
1970s, the Marine Corps determ ned that a better neans of
supporting the nunber of aircraft enployed in the | arger MAGIFs
was necessary. This required deploying the MALS in a flexible and
rapid method wi thout generating additional strategic airlift
requirenents.

In the early 1980's, the Marine Corps discovered an
i deal method that capitalized on proven civilian
cont ai nershi p technol ogy. Through the conversion of two
Seabri dge-cl ass contai nershi ps, the Navy & Marine Corps
pl aced two Aviation Logistics Support Ships (T-AVBs) in

service (see Appendix A for characteristics). These ships



can qui ckly depl oy task-organi zed internediate-| evel

mai nt enance support, with the bulk of this support housed in

8 x 8 x 201 containers called nobile Facilities (Ms) (see
Appendi x A, pg. A-3). The T-AVBs are not nerely containerships.
The I MA can operate in these MFs whil e | oaded aboard the T-AVB
or offl oaded ashore in a contingency area.

The value of the T-AVBs as a force multiplier was anply
denonstrated in Operations DESERT SH ELD AND DESERT STORM
Unfortunately, in the afterglow of success, a | oss of
noment um has beset this val uabl e programraising many issues
and concerns regarding the future of |arge-scale Aviation
Conmbat El enent (ACE) sustainment. The purpose of this paper
is to stinulate debate, highlight concerns and suggest ideas
in the hope of regaining the nonentum of the T-AVB program

BACKGROUND

The Avi ation Logistics Support Ship (T-AVB) primary mssion is
to provide dedicated fast sealift for the novenent of a task
organi zed Marine Aviation Logistics Squadron (MALS) Internedi ate
Mai nt enance Activity (IMA) to a contingency area to support the
fixed and rotary wing aircraft of the Marine Air-Gound Task
Force (MAGTF) Aviation Conbat Elenent (ACE) in either an
anphi bi ous or Maritinme Prepositioning Force operation.
I ndi vi dual workcenters are housed in Mbile Facility (Ms) vans

and enbar ked aboard the T-AVB. The T- AVB can be configured in



two ways: (1) with 300 MF vans, of which 186 woul d be
functional, or (2) with 644 vans in a pure transport (no
repair enroute) configuration.1 In the functional node, the
MALS i s capabl e of conductiong at-sea repair of aeronautica
conmponents. The T-AVB is al so capabl e of offloading the
MALS at a secure port or instreamwth the use of

i ght er age.

The ships, the SS CURTISS and the SS WRI GHT, are
mai nt ai ned in Reduced Operating Status 5 (ROS-5) by the
Maritime Adm nistration (MARAD). The SS Wight is
| ayberthed at Baltinore, MD, and the SS WRI GHT at Port
Hueneme, CA. A civilian, commercial U S. Merchant Marine
retention crewis stationed aboard each ship to nonitor
equi pnent and conduct vessel maintenance. Upon receipt of a
request for activation, additional civilian crew are hired,
ship systens are brought on-line, and the ship sails to
arrive at the Sea Port of Enbarkation (SPOE) for | oading
w thin 120 hours of activation, and arrival into the theater
of operations by D+20 (see Appendix B for details).2

The T-AVB is absolutely critical to ACE sustainnent in
operations lasting nore than 30 days or those conducting a
heavy schedul e of conbat sorties. The Fly-In Support

Package (FISP), which acconpanies the Fly-In Echelon (FIE)



aircraft, only contains 30 days of organizational -1evel
(renmove and replace) repair parts at conbat utilization
rates.3 Consequently, sustained aircraft readi ness and
avai lability is dependant on the arrival of |IMA support and
addi tional spare parts. Considering the scarcity of many
aeronautical conponents and the transportation |ag tine when
sourci ng replacenment assets from CONUS, the in-theater repair
provided by the T-AVB is the only efficient way to nmaintain an
acceptabl e I evel of conbat-ready aircraft.

The T-AVB nmission has increased in inportance through
recent changes in doctrine. The increased doctrina
enphasi s on rapid, sustained forces "fromthe sea"
hi ghli ghts the need for a responsive and sustai nabl e ACE. 4
Consequently, the role of the T-AVB has grown in inportance as
the centerpiece of the ACE expeditionary naintenance capability.
Only through regular exercises will the Marine Corps be able to
achieve the required T-AVB readi ness to support this doctrina
focus and neet the criterion as outlined in the Required
Operational Capabilities and Projected Operational Environnent
(ROC/ POE) for the T-AVB (OPNAVI NST 3501. 202A). Mobility
capability 14.5 of the instruction states:

Conduct peacetime activation, nount-out and novemnent

exerci ses of selected personnel and equi pnent to ensure

capability of contingencies involving naval forces
short of a general war.



In order to neet the D+20 arrival timefrane, frequent
exercise of the ship systens incorporating the MALS
| ogi stics capabilities is necessary. Qutside of the
di fficult OPERATI ON DESERT SHI ELD/ DESERT STORM | oadout
exercise activity has been static or greatly limted in
scope. Accordingly, the experience |level and the nunber of
MALS Mari nes throughout the Corps famliar with T- AVB
operations is rapidly declining. A review of the Marine
Corps Lessons Learned System (MCLLS) yielded no fewer than
five subm ssions (MCCDC (W) -2, HQMC (ASL, POR, LPO)
recommendi ng that annual T-AVB exerci ses be conducted to
prevent the re-occurrence of the sane problens. A comon
theme to these | essons | earned was that T-AVB activation and
| oading tinelines did not neet expectations. The decline of
t he experience base, coupled with delays in ship
noder ni zation/alteration and a | ack of program understandi ng
within marine aviation, has created an atnosphere of "benign
negl ect” which seriously questions the ability of the T-AVBS

to be ready to deploy in support of a contingency or war.

ISSUES AND CONCERNS

The significant issues and concerns involving the T-AVB
program can be categorized into three main areas: (1) funding for

noder ni zation, (2) material and capability deficiencies, and (3)



readi ness and training issues.

Funding. First, nodernization funding is a major concern
considering the fact that many of the critical ship alterations
(TRANSALTS) based on Fleet Operational Need Statenents (FONS)
fromthe GQulf war have not been incorporated. The recently re
prioritized list (see Appendix C) ranges fromsuch itens as the
energency intercomsystem (#1) to the crash boat cradle (#22),
with a total funding requirenment of roughly $3.2 mllion per
ship.

During the FY 96 budget review process, the Sealift
Moder ni zation (T-FMP) |ine of the CNO (N42) T-AVB budget was
significantly decreased (58%) fromits FY 95 high of $1.652
mllion to an annual average of $700,000 for the FY 97-01
time franme (see Appendix D).5 This decrenmented funding |evel
stretches the nodernization period for the needed alterations
into al nost five years for each ship! The second hi ghest
alteration priority, the IMA electrical upgrade, is consequently
unfunded due to its high price tag -- $1.4 mllion/ship. This
el ectrical upgrade is absolutely critical to the I MA m ssion.
unl ess this funding decline is reversed in the near future,
critical upgrades to the T-AVBs will not be acconplished, or if
conpleted, will be done just in tine for their schedul ed 2008
deactivation. 6

Material/Capability Deficiencies. Wiile the T-AVBs provide




tremendous sustai nment capacity to the ACE, the ships have sone
mat erial and capability deficiencies that warrant discussion.
Those that have been identified and programed via a Fl eet
Qperational Need Statenment (FONS), such as shipboard
comuni cations, are excluded fromthis discussion despite their
i nportance. Instead, the focus is on those issues which have been
over|l ooked or require further exam nation and di scussi on.

First, the T-AVBs are strictly day Visual Flight Rules (VFR)
hel i copter capable, unlike the maritine Pre-Positioning
Squadron (MPS) ships and the T-AHs (hospital
shi ps) which have night capability as well. Wile Instrunent
Flight Rules (IFR) capability nay be unwarranted, certainly a
ni ght capable flight deck is necessary. A |arge portion of
aircraft maintenance is done at night in preparation for the next
day's flight schedule, therefore access to the supply and
mai nt enance capabilities of the T-AVBs is essential. Internediate
| evel nmmintenance is a 24-hour-a-day operation and, while at sea
in a functional node, the restriction of daylight hours on the
shuttling of critical aeronautical conponents fromthe beach to
the T-AVBs results in unnecessary aircraft readi ness degradati on.
Many OPLANS assunme an average aircraft readiness rate of 90%
this cannot realistically be achieved with this restricted flight

deck.



Second, the ten 30-ton cargo boons aboard each T-AVB
are old, slow and deteriorating.7 The boons are obviously vital to
the T- AVB mi ssion; however their early 1960's technol ogy, using a
"yard and stay" type system (see Appendix A, pg. A-6), is prone
to breakdown. Since these old boons are virtually extinct in the
commercial containership fleets, spare parts are no |onger
manuf actured or stocked. Additionally, few nmerchant sailors are
famliar with this type of boom resulting in a higher incidence
of damage to both the cargo and the boons. The boons are easily
bent during on/of fl oad operations and repl acenent parts can only
be obtai ned through canni balization of the SS Cape None. 8
The SS Cape None is the third of the four Seabridge-class
ships fromwhich the two T-AVBs were converted. The fourth ship,
with all its potential spare parts, was sold for scrap. The SS
Cape None is berthed with the Janes River Reserve Fleet and rapidly
runni ng out of usable parts.

The third capability deficiency involves self-defense.
Wiile the T-AVB s concept of enploynent specifies that it
will be used in a "secure" port, the ever-expandi ng depth of
the battlefield makes the targeting of ports and rear areas
nore |likely than in past conflicts. Additionally, the now
defunct Sealift Survivability Programidentified the MPS,
T-AHs and T-AVBs as Hi gh-Value Targets (HVTs) as part of the

U S Strategic Sealift Fleet.9 The critical role the T-AVB



pl ays in ACE sustai nnent, coupled with the fact that it
oper ates many hi gh-val ue, one-of-a kind test benches and

ot her assets, nmakes it a lucrative target. U S air
superiority will nost likely remain free fromdirect
chal I enge by an aggressor air force in the foreseeable
future; however, an attack on vul nerabl e sustai nnent (rear)
forces could quickly dilute Anerican airpower. The
targeting of high-value ships, such as the T-AVB, is a

| ogi cal means of equalizing the battle for the potentia
aggressor. The loss of an in-theater T-AVB woul d severely
cripple the air operations of the ACE for an extended period
of tine.

The T-AVB is a vul nerabl e ship. During OPERATI ON
DETERM NED WARRI OR, many of the ship's vulnerabilities were
identified.10 For exanple, it is extrenely easy to board the
ship undetected through large gaps in the stern gate hinge
area and travel the entire length of the ship through a
conceal ed, man-sized vent plenum Ship takeover is easily
acconpl i shed through use of the fire-fighting system which
allows for the selective flooding of key conpartments with
carbon di oxide. Both the carbon di oxide system control room
and the aft steering conpartnent are within 50 feet of the

stern gate, nmaking the task of ship takeover quick and easy.



Externally, the Sealift Survivability Programidentified the
greatest threats as light manned aircraft and hi gh-speed,
smal| surface craft (see Appendi x E).11 The ship has no

or gani ¢ weapons and the enbarked marines provide only a
noder ate anmount of small arns firepower to defend agai nst

t hese threats.

Rear area security, by doctrine, is the responsibility
of the rear area units. 12 Consequently, the security of the
T-AVB is the responsibility of the enbarked marine Aviation
Logi stics Squadron (MALS) in conjunction with the ship's
Master.13 Currently, there is no existing SOP for T-AVB
security and no specific training within the MALS for this
type of operation.

Readiness and Training Issues.

Readiness. T-AVB readiness is the responsibility of

many di verse agencies, but |acks a central coordinating or
quality control agent for the Marine Corps to inspect and ensure
the continued readi ness of the ships. The maritine

Adm ni stration (MARAD) and the Mlitary Sealift Conmand (MSC)
are only concerned, by charter, wth the major physical plant
readi ness. whil e physical plant readiness is currently high,
this is due in large part to the activation of both ships |ast
year vice alternating years as programred. 14

The ability to rapidly deploy entails nmany other



details such as initial outfitting itens (galley and
bert hi ng equi pnent, safety gear, etc.), nmanuals,
publications, essential equipage, and the genera
mai nt enance of marine spaces and equi pnment. Each tine
the ships are activated, the deploying MALS scranbles to |ocate
these itenms and get the "Marine portion" of the ship up to
habitability and safety standards. There has been sone
i mprovenent in this area. Last year after both exercises, Mrine
Corps accountable itens were | ocked into storage boxes and
pl aced in specific spaces; however, the T-AVBs still need an
agent, such as a "sponsor MALS' to ensure their readiness from
the Marine Corps perspective.

Anot her readi ness issue is the lack of a Marine Corps-
wi de SOP for T-AVB operations. In addition, current doctrina
publications (NWP 22-10, FMFM 1-5) do not include enpl oynent
information on the T-AVB. Wiile there are nany
draft SOPS circul ati ng anong the Marine Aircraft Wngs (MAWS), a
consol i dated manual is |ong overdue. Much Iike the Marine Corps
Avi ation Supply Desktop Procedures (MCO 4400.177x) and the Naval
Avi ati on Mai ntenance Program ( OPNAVI NST 4790. 2x), a T-AvVB
OQper ati ons Manual should be omnipresent in every MALS and
integrated into their training plan. Exacerbating this problem

further is the inaccurate, outdated and, in many cases, n ssing



T-AVB I nformation Manual. This Naval Sea Systens Conmand
(NAVSEA) docunent has not been revised since 1986, falling
behi nd i n docunenting changes to the ship's physical plant and
operation. The lack of this docunentation and an SOP for a
systemas vital and conplex as the T-AVB is inexcusabl e.

A vital readiness issue that remains unaddressed is the
use of conmercial |ongshorenen in on/offl oad operations.
Essentially, the blending of mlitary and civilian | ongshore
personnel in these conplex, high tenpo operations does not
wor k. 15 Both marines and ship's crew have expressed concern
over the inflexibility of comrercial |ongshorenmen and their
unlikely availability in foreign ports. Even interna
maritime Adm nistration (MARAD) docunents cite the probl ens
| ongshor enen posed for the Gulf War | oadout.16 Not only did
they cause a delay in the ship's departure, they were
unavai l abl e in key ports such as Bahrain and Jubayl that
supported OPERATI ON DESERT SHI ELDY DESERT STORM The
avai |l abl e | ongshorenen were allocated to offl oading the
hi gher priority ground ordnance and equi prent. The crucial point
is that we are continuing to assune that | ongshorenen w |
satisfactorily handl e these tasks, when experience invalidates
this assunption. The tinme value of the T-AVB would greatly
i ncrease through the incorporation of a self-contained on/offl oad

capability consisting of a conbination of ship's crew and



enbar ked MALS Marines. 17 18 Not only are they intimately famliar
with the MF vans and ship systenms, they al so have a vested
interest in the speedy and safe handling of these sensitive,
hi gh-val ue assets. OPERATI ON DETERM NED WARRI OR and Ad LE
PROVI DER proved the concept of self-contained on/offl oad
capability works. 19

The sequence to initiate the activation of the T-AVBs
(Appendi x B) is unnecessarily cunbersone and results in
bureaucratic in fighting during the pre-depl oynent workups.
The MPS ships and the T-AHS (hospital ships) both fal
directly under the cogni zance of the Mlitary Sealift
Command (MSC) as the type commander, even during inactive
periods. The T-AVBs, on the other hand, fall under the
maritime Adm nistration (MARAD) until such tine as
activation and sea trials are conplete. OPCON is then
passed to the respective MSC area comrander during
enbar kati on, the nunbered Fl eet commander during transit, and
finally the CATF/ CMPF upon arrival in the AOR
Regardl ess of the efficiency or inefficiency of MARAD, the
addi tional hurdle of activating the ship through MARAD, vice
directly with MSC, |acks sufficient justification.20 In
addition, activation orders and funding flows woul d be

substantially streamlined by placing the T-AVBs with their



MPS sister ships directly under MSC control, rather than
have them conpeting for funds and attention in the conmon
pool of MARAD shi ps.

Training. The deficiency in training and experience
wth the T-AVB is a serious problem yet one which can be
greatly anmeliorated within a very short tinme. Marine
aviation, and in particular Mrine Aviation Logistics
Squadron (MALS) personnel, nust be well-versed in the
enpl oynent capabilities and [imtations of the T-AVB. The
aviation conmmunity is making a critical, but weak,
assunption that the T-AVB will function in the future as
advertised or in the manner that was denonstrated in the
@Qul f War. Many of the advantages and wor kar ounds enj oyed
during that conflict may be unavail able the next tine. For
exanpl e, we may not have the luxury of debarking the supply
packups to the beach, or be able to reconfigure the |oad two
or nore tinmes upon arrival in theater. A secure port nmay be
unavai |l abl e, necessitating either in-streamoffload or
conpl ete operational capability offshore. The instream
of fl oad capability has yet to be tested and experienced
seanen are skeptical of its success in anything but calm
seas. 21 Only through the proper training and exercise of al
the functions required of a T-AVB in war will the Marine

Corps be able to count on the sustainnment it provides.



Only a select feww thin the aviation |ogistics
community have the experience and know edge to successfully
pl an the | oadout of the T-AVB. Envision a nulti-dinmensiona
puzzl e which nust satisfy the conpeting constraints of form
fit, function, weight/bal ance and power requirenments (to
nane a few) and you have an rough idea of the "Rubic's Cube”
process of | oad planning. This perishable skill is
literally an art and a science. The addition of the T-AVB
Aut omat ed Load Pl anning System ( TALPS), essentially an
artificial intelligence/expert system wll be hel pful but
still requires significant training when fielded.22 Since
each MALS is capable of deploying aboard the T-AVB, their
key operations and mai nt enance personnel rnust be trained and
practiced in this inmportant task.

T- AVB exerci ses have historically been constrai ned by
the conflicting goals of realistic training and hone-base
readi ness requirenments. Wth one set of MF vans per MNALS,
it is very difficult to satisfy both goals w thout a
wi |l lingness on the part of the aviation comander to disrupt
the peacetine daily routine. Typically only a select few,
non-critical M- vans are | oaded aboard during an exerci se.
For exanpl e, supply support in the formof Peculiar

Conti ngency Support Packages (PCSPs) and Common Conti ngency



Support Packages (CCSPs) is virtually never enbarked or
operated in accordance with the concept of enploynent.23 In
addi tion, the Naval Aviation Logistics Command Managenent
Informati on System (NALCOM S) has not been enpl oyed during
activations. This systemis essential to aviation
mai nt enance/ supply comuni cati on and docunent ati on.
Consequently, the experience of MALS automated data
processi ng personnel in operating aboard the T-AVB, as
designed, is mnimal. The T-AVB program suffers froma | ack
of full scale operation during peacetine in order to
hi ghl i ght probl ens and el evate the operational conmander's
awar eness of the T-AVB's capabilities and limtations. 24 |f
the T- AVB were exercised according to the Marine Aviation
Logi stics Support Program (MALSP) during mmj or operationa
exercises (like AGQ LE PROVI DER), neani ngful exercise data
could be used to evaluate the ship's ability to support and
sustain the ACE according to current Defense Pl anning
Gui dance. 25 The aviation |logistics conmunity mnmust stop
deceiving itself that T-AVB operations will go as pl anned
wi thout ever truly testing the systemon a regul ar basis.
We nmust train as we fight!

T- AVB exerci ses nust include the Conmbat Service Support
El ement (CSSE) in order to educate both aviation and ground

| ogi sticians on the extensive coordination required in this



type of operation. Too often aviation |ogisticians overl ook
the ground support requirenents such as the vehicles and
mat eri al handl i ng equi pnment needed to support a T-AVB in
bot h exercises and conti ngenci es. Conversely, ground

| ogi sticians erroneously assune the T-AVB is sel f-contai ned
and will fly parts on and off the ship.26 The Marine W ng
Support Squadron and Port Operations Goup (POGQ

coordi nation with the enbarked MALS is critical to ensuring
that the T-AVB' s product-repaired conmponents--can get to

t he ACE

RECOMMENDAT 10ONS

Funding. The decrenent in nodernization funding nust be
continually challenged and reversed if the T-AVB is to have the
ability to safely and effectively provide support to the ACE
Ei ght of the top ten priority ship alterations are directly
related to safety and survivability (see
Appendi x E).27 The remaining two itens are m ssion essentia
-- the satellite tracking antenna and the I MA el ectrical upgrade.
Conti nued aggressive sponsor intervention in the Program
bj ective Menorandum (POM and budget subm ssions, md-year
reviews and Navy Conptroller (NAVCOWPT) markups is required. At
the sane tine, the marine Corps aviation | eadership nust be

sensitized to this vital issue. Another suggestion mght be to



enphasi ze the association of the T-AVB programw th MPS and reap
some of the "halo effect” of MPS funding.

Helo Deck. Despite the nodernization funding

shortfall, the addition of a night-capable flight deck nust

be explored further. The | ast avail abl e nodification cost

estimate for both a night and | FR capabl e deck nodifications

was $126, 000/ per ship.28 Wthout |IFR capability, the cost of adding
deck edge lighting, etc., should be considerably |ess. A day
l[imted ship of this inportance is inconsistent with

expedi tionary warfare doctrine.

Cargo Booms. The ideal solution to this problem albeit

expensi ve, would be to replace the ten boons with four nodern

tw n- pedestal cargo cranes (Haaglunds), such as those used on the
MPS ships.29 Not only are these cranes nore reliable, but are
typically twice as fast as the current T-AVB boons. Another, but
| ess expensive, alternative would be to contract for the

manuf acture of specific high failure rate boom conponents in
order to build a spares pool. While a poor investnent in old,
failing technology, it may be the only feasible solution. Either
way, the boomissue is one which demands action now prior to
exhausting all spares. The bottomline is that w thout the boons
operational, the T-AVB cannot | oadout and depl oy.

Self-Defense. Assuning that the Sealift Survivability

Programw || not be reestablished, the Marine Corps should



conduct a formal risk assessnent of the T-AVBs to confirm

the vul nerabilities uncovered during both the Gulf War and
OPERATI ON DETERM NED WARRI OR. Additionally, each MALS

shoul d establish the core of a T-AVB security force and

train these Marines in ship defense and clearing skills.

Organic MALS personnel, with the addition of one MOS 0369
(Infantry) GQunnery Sergeant for weapons enpl oynent and

tactics coordination, can handl e the security needs of the T-AVB.
The security m ssion does create additional personnel overhead,
but is consistent with doctrine and a worthwhile investnent. The
devel opnent of an SOP regarding security that will establish the
procedures and coordi nation required between the ship's crew and
the enbarked marines is essential. For exanple, the Conmmander of
Troops (COT) and the ship's master nust concur and coordi nate
weapons use and the various levels of alert.30 To augnent the
limted organic firepower of the MALS, the addition of crew
served weapons such as the M1 (.50 cal) machi negun and the
attachment of a Stinger mssile team should greatly increase the
survivability of the T-AVB against the nost likely threats. 31

MALS T-AVB Training, Maintenance, Security and Sail

(TMS2)Teams. oviously, not all marines in each MALS can

be experienced in T-AVB operations. The nost efficient

means of ensuring depl oynent readi ness in each MALS is to



devel op a snmall cadre of planners, boom operators, security
force personnel, and MF van mai nt enance experts from which
to train and build fromin the event of a contingency.
Formal i zed as an additional duty under the cognizance of the
MALS S-3, personnel fromthis cadre would attend
conferences, participate in, observe exercises, and
periodically train aboard the ship. The establishnent of
the TM52 Teans will ensure that each MALS has a base of
experience for T-AVB operations, instead of the few

dedi cated Marines scattered throughout the aviation

| ogi stics comunity.

MALS Sponsorship Program (MSP). Acting as a quality

control agent, each year one MALS (or a pair) should be
tasked with the oversi ght (sponsorship) of their respective
T-AVB as part of an MSP. During periodic visits during the
year, the oversight MALS woul d i nspect, clean, inventory and
i mprove marine spaces as well as coordinate with the
civilian retention crew on other readiness issues. The
sponsor MALS TMS2 Team woul d be responsi ble for validating
SOPs, updating the T-AVB I nformati on Manual, and
coordinating all exercises during their year. The best way
to gain exposure and training, as well as guard nmarine Corps
interests in the T-AVBs, is to get each MALS actively

engaged instead of the |imted nunber of "expert MALS' that



currently exist.

Publish an SOP. Consolidate the various draft SOPs and

the Navy publications into an FMFM on T- AVB Qper ati ons.
Thi s docunment nust be scrubbed for conpatibility with Mrine
Corps and Navy doctrine and be reviewed by each Marine
Aircraft Wng (MAW. Additionally, the publication would be
updat ed, as necessary, after each exercise and vali dated by
the sponsor MALS annual ly. Headquarters, U.S. Marine Corps
(HQWC) shoul d task the sponsor MALS to acconplish this
val i dati on

Training. The inportance of realistic training of each
MALS with the T-AVB cannot be overenphasized. Wen the NMAW
participate in a nmajor or joint exercise, the Training
Exerci se and Enpl oynent Plan (TEEP) should reflect the
enpl oynent of the T-AVB as the source of ACE sustai nnent.
At the sane time, educate Navy and Marine | eadership on the
potent |ogistics capabilities inherent in the T-AVB, with
enphasis on its interoperability with other sustainnent
forces in theater. Uilization will not only increase
experience and exposure, but also help justify funding
support for the program

The extent of participation by the host MALS in

exerci ses nust increase so that the T-AVB i s the source of



sustai nment for the ACE and not "gamed" through repeated
trips ashore for repaired parts. Load what is needed and
operate as if there was no facility ashore fromwhich to
draw assets. Exercise the offload of the Internediate
Mai nt enace Activity (IMA) via |lighterage. Supply shoul d
enbark the appropriate material for support (PCSPs and
CCSPs) and enbark the comuni cati on and docunent ati on
systens, NALCOM S. Avi ation supply personnel nust becone
confortable with T-AVB operations and enpl oy their ful
capabilities in support of the IMA. Al MALS workcenters
shoul d be housed and operating in M- vans, even at hone
base, so that they are ready to sinply shut the doors and
deploy. Too often they retreat to the confort of a
war ehouse or hangar. In addition, devel op a self-contained
on/ of fl oad capability with MALS mari nes as boom operat ors.
T-AVB training without the ship can be acconpli shed
t hrough use of the Conbined Arns Staff Trainer (CAST). This
CAST is a facility for tactical wargam ng containing roons,
comuni cati on equi prent, and "ganeboards" to acconmopdat e
nost scenarios. The sequenci ng of |oading, unloading and
CSSE interface can easily be nade into a scenario for MALS
and Port Qperations Goup (POG personnel to practice. The
CAST was used for the rehearsal of OPERATI ON DETERM NED

WARRI OR wi th great success. 32 The coordi nati on of cargo



boons, ground assets and the | oadi ng sequence can be
effectively ganed with scal e nock-ups and ship draw ngs.

Finally, each MALS TM52 Team shoul d undergo a MCCRESS-
type evaluation of |oading out their unit aboard the T-AVB. This
coul d invol ve sone | oading aboard the ship or strictly be a CAST
eval uation. The eval uati on aboard ship could include such events
as a boom operator proficiency test, the generation of a viable
| oad plan and security force drills. An evaluated event of this
type, every other year for exanple, is the only true incentive
to drive a realistic T-AVB training program The MALS nust be
ready to deploy and know how to efficiently and effectively
enploy their capabilities -- a contingency focus.

Streanline Activation Chain. The T-AVBs bel ong
directly under the Mlitary Sealift Conmand (MSC), just |ike
the MPS and T-AHs. Having ADCON remain with one agency during
both inactive and active periods facilitates readi ness.
Additionally, the T-AVB activation would be faster and snoot her
wi th one | ess bureaucracy involved. To further streanline the
process, each MARFOR shoul d have an "energency breakout book"
whi ch woul d contain pre-formatted letters, orders and fundi ng
docunents. Only essential appropriation sub-heads and dates woul d
have to be filled in. This would take nmuch of the nystery out of

t he who, what, when and where of activati on.



The Future. The T-AVBs are schedul ed, according to CNO (Code

N422C) to be stricken in 2008. There has been no design work or
formal analysis done to develop the followon T-AVB. G ven the

| ength of the POM process, engineering work and construction
time, HOMC (ASL) should begin as soon as possible on an initia
concept which incorporates the latest in containership

technol ogy. The followon T-AVB nay not have to be new fromthe
keel up. The conversion of a variety of ships, such as a Rol
On/Roll Of (RORO ship, may work well. The new plant shoul d be
di esel -electric vice steamfor greater reliability and | ess
breakout tine.33 Finally, the current T-AVBs could be re-engined

and re-craned--a Service Life Extension Program (SLEP)--if found
to

be nore econom cal

CONCLUSI0ON

Ai rpower provides the majority of the heavy firepower
of the MEF, playing a pivotal role in virtually all battlefield
activities. This tremendous capability, however, can only remain
vi abl e past 30 days in a contingency or conbat environnent with
the support of the T-AVB. Potent, rapid, and nobile logistics is
not only a force multiplier, but is wholly conpatible with the
flexi ble force concept engendered in the "Fromthe Sea..."
doctrine. The T-AVB provides flexibility and speed; it can

transport the Internedi ate Mai ntenance Activity (IMA) to the



theater, repair conmponents enroute/at sea, offload ashore to
operate, and even retrograde and nove in support of the schene
of maneuver. The vulnerability of the I MA woul d be nuch greater
if flowm in or delivered by commercial containership to the
theater, sinply because of the IMA's imobility. The T-AVB
provi des nobility and uninterrupted support while on the nove --
sonmet hing few | ogi stics systens can acconpli sh.

The success of the T-AVB in the Qulf War proved the
concept was correct; however, there were many wor karounds
and extraordinary efforts that nmade it possible.34 In the
war m af t er gl ow of success, many prograns suffer froma | oss
of nonmentum The T-AVB is no exception. It's tine to fix
the problens and validate the | essons | earned fromthat
conflict. Is the aviation |logistics conmunity, in
conjunction with marine aviation | eadership, ready to step
up and save the programfromthis benign neglect? O are we
willing to assune that the T-AVB will be ready, work as
advertised in nodes yet untested, and not place our Marines at
risk? The T-AVB is far from just another containership; its
operation is conpl ex, dangerous and invol ves a nunber of
peri shable skills. Wthout proper funding, training, and
aggressi ve sponsorship, the programw |l wther from apathy.
marine aviation nust conme to the realization that the T-AVB is as

essential to the air canpaign as MPS equipnent is to the G ound



Combat El enent (GCE) and CSSE.

The sky is not falling. Many of the issues and concerns
expressed in this paper can be solved sinply through additiona
attention and training. A coordinated, proactive program
strategy, coupled with vigorous exercises and | eadership
attention can ensure that the T-AVB will neet expectations in the
future. To be snug over past success and make sweepi ng
assunptions is an invitation to disaster.

Logistics is not glorious - but then neither would be

the i npact of not having adequate, sustained air support.
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APPENDIX B

T-AVB ACTIVATION SEQUENCE
COMMAND RELATIONSHIPS

> JCS provides force options to the National Conmand
Aut horities for direction and gui dance. Anpong these options
is the MAGTF ACE Commander's request (via the MEF) for the
T- AVB.

> The Uni fied Conmanders, based on JCS gui dance, are
responsi bl e for the planning and enpl oynent of forces within
their Area of Responsibility (AOR). The Fl eet Commander-in
Chi ef (FLTCINC) Naval Component Commander exercises
operational control (OPCON) of the T-AVB and initiates the
activation process.

> The Commander, Mlitary Sealift Conmmand (COVSC) is the
type commander for the T-AVB. Upon receipt of the

activation order via the chain of comand addressed above,

COMSC orders the Maritinme Adm nistration (MARAD) to activate

t he vessel

> MARAD uses the retention crew (civilian U S. Merchant
Marine) and | ocal shipyard to reactivate ship systens in
preparation to get underway. The T-AVB readi ness st atus,

RCS-5, neans that once systens are brought on-line, the ship
sails to conduct sea trials and nust arrive at the Sea Port

of Enbarkation (SPCE) within 5 days.

> Change of operational control (CHOP) from MARAD to NMSC
occurs upon successful conpletion of sea trials. MARAD

continues to crew and operate the T-AVB, receiving orders
fromthe respective MSC Area Comander.

> After the enbarkation phase and during transit, OPCON of
the T-AVB shifts to the appropriate nunbered Fl eet Comrander

even though the T- AVB can steam i ndependently. ADCON is

retai ned by the MSC Area Conmmander.

> The T-AVB, upon arrival in the AOR, CHOPs to the
Commander, Anphi bi ous Task Force (CATF), MAGIF Conmander, or
Commander, Maritinme Prepositioning Force (CWPF), as
appl i cabl e.

Source: OH 5-82 COWAVSURFWARDBVGRU TACMEMD, "Avi ation Logistics
Support Ship T-AVB) Enploynent” (Draft)



APPENDIX C

T-AVB FONS/TRANSALT COST ESTIMATE

RE-PRIORTIZED

NO. PRI/TYPE TITLE FONS CURTISS  WRIGHT
401 1 | M | EMERGENCY INTERCOM 3 $336,102 $336,102
001 2 | M | ELECTRICAL (IMA) 2 $1,447,845 | $1,447,845
101 3 | M | HELO CONTROL STATION 7 $265,367 $263,757
501 4 | M | HELO DECK FIREFIGHTING SYSTEM 4 $77,891 $98,939
404 5 |U | COMMUNICATIONS /C $59,275 $59,275
602 6 |1 EMERG BREATH DEVICE STORAGE 9 $39,500 $39,500
302 7 |1 EMERG LTG BATTLE LIGHTS 18 $32,490 $32,490
402 8 |1 SATELLITE TRACK ANT 6 $18,330 $22,824
305 9 |I HOLD NO. 2,3,5, LIGHTS E $71,328 $71,328
303 10 | M | MEDICAL EMER LIGHTS A $5,921 $5,921
403 11 |U | HELO DECK 7TA | $126,231 $126,231
102 12 | M | EXPEDIENT DECKS 11 $54,296 $49,012
301 13 |1 FLIGHT DECK BATTERY CHARGER 11A | $8,967 $8,967
405 14 |1 INERTIAL NAV SYSTEM 13 $36,922 $36,711
605 15 |1 BULK CURTAINS & BERTH LIGHTSL |19 $245,896 $245,896
604 16 |1 DRINKING FOUNTAINS 16 $9,439 $9,439
103 17 | M | DECKLIFTS 17 $35,785 $38,705
603 18 |1 FIRST AID KITS/STATIONS 15 $3,172 $3,172
105 19 |1 ACCESS, TOHOLD NO. 1 C $58,930 $63,851
304 20 |1 OLD NO. 1 LIGHTS D $28,092 $28,092
606 21 |M | CARPENTER SHOP & BOSUN STORES | 20 $114,937 $115,017
601 22 |1 CRASH BOAT CRADLE 7B $8,957 $8,957
104 23 |1 ACCESS, NO. 2 HATCH B $51,609 $47,592
TOTAL $3,137,282 | $3,159,623




APPENDIX D

FY96 BUDGET REVIEW
($, THOUSANDS)

PROGRAM FY95 FY96 FY97 FY98 FY99 FY00 FYO1
TAVB (2) 5,791 7,481 5, 468 5, 708 6, 219 6, 303 6, 387
TRAI NI NG/ EXERCI SE | 1, 738 1,674 1, 804 1,741 1, 848 1. 950 2, 055
ACTI VATI ON CURTISS | WRIGHT | CURTISS | WRIGHT | CURTISS | WRI GHT | CURTI SS
T- FMP 1, 652 1, 000 700 600 650 700 750




APPENDIX R

THREAT MATRIX

TOP TEN THREATS TO THE T-AVB

(BY OPERATI NG ENVI RONVENT)

RANK HOME BLUE WATER BROWN WATER OFFLOAD AREA
PORT/SPOE (enroute) (200 mles of
| and
1 Sabot age Light A/C Light AC Smal | Surface
manned manned Craft
2 Light A/C Sabot age Smal | Surface Swi nmrer s
manned Craft
3 Swi mmrer s M nes M ssiles Light AC
manned
4 Smal | Smal | M nes M nes
Surface Surface
Craft Craft
5 Boar der s M ssil es Smal | Arns
6 Har assnent Submari nes Boar der s Sabot age
7 M ssiles Damage from Damage from Damage from
(Portabl e) Acci dent s/ Acci dent s/ Acci dent s/
Weat her Weat her Weat her
8 Damage from Smal | Arns Smal | Arns Smal | Arns
Acci dent s/
Weat her
9 M nes M ssiles M ssiles Car Bonbs
(Portabl e) (Portabl e)
10 Smal | Arns Boar der s Har assnent Boar der s
Source: Security Analysis for MPS and T-AVB Ships, August 1991




