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SUBJECT:   Army Regional Flotillas (ARF) and Afloat Forward Staging Base (AFSB)

1. Purpose.  To provide information on the continuing development of the ARF and AFSB Army Prepositioned Stocks Afloat strategy.  This paper highlights coordination effected with the Military Sealift Command, U.S. Transportation Command and is submitted as an addendum to the monthly APS-Evolution SITREPs provided to the DCS, G-3 by DAMO-SSW.

2.  Facts.


a.  This paper captures comments, lessons learned, and coordination to date between representatives from DAMO-SSW and the Military Sealift Command.  The Army Prepositioned Stocks strategy brief was presented to VADM David Brewer, RADM John Stuart, Mr Ross Camardella, the MSC Area Commanders,  and the Afloat Prepositioning Program Commodores at the MSC Annual Afloat Prepositioned Force (APF) Conference at MSC HQs during 19-20 June 2003.  A follow-up meeting with Mr Keith Bauer and Mr Wayne Hudson of PM-3 on 26 June 2003, and numerous phone calls and emails since with Commodore Tony Heimer, APSRON-4 (Army Afloat Stocks -3) Commander added to this paper.  (Note:  Commodore Heimer is designated as APSRON 4 [Afloat Prepositioned Squadron Four] due solely to the fact that the Marine Corps MPSRON [Maritime Prepositioned Squadron] Commanders are MPSRON 1, MPSRON 2 and MPSRON 3. Therefore, Commodore Heimer is APSRON 4, commanding the ships which carry the Army’s APS – 3 Stocks.)


b.  General information:  The APS-E briefing was well received by all attendees, with particular support and enthusiasm for the new concepts of ARF & AFSB expressed by both MSC, PM-3 and Commodore Heimer of APSRON-4.  Of special significance was the briefing presented the following day by the APSRON-4 Commander, depicting his vision for enabling the new Army Regional Flotilla concept under his purview.    This briefing covered the disposition of the eight LMSRs heretofore included in the Army’s APS-3 (AFLOAT) to include the “prepositioning of empty LMSRs at both Tacoma, WA and Pearl Harbor, HA to enhance the strategic responsiveness of the Army’s Stryker Brigade Combat Team (SBCT) in the PACOM AOR.


c.  Army Regional Flotillas (ARF):

i.  Large Medium Speed RORO (LMSR):
· Two LMSRs are envisioned for each of three ARFs.  One will contain the 1 X 1 Heavy Task Force (HVY TF) replete with a typical brigade level slice of habitual association units such as engineer, artillery, air defense artillery, military police, and chemical units.  The second ship comprises units normally associated with theater/corps opening packages, i.e., those units required to move, support and sustain combat forces.  These are the combat support and combat service support (CS/CSS) enablers normally found at echelons above division and corps (EAD/EAC).

· In 2003 dollars, one LMSR costs the Army $44,415.00 per day.  In 2004 dollars one LMSR will cost $48,990.00 per day.  The average annual price for one LMSR is approximately $17 million, of which the Army had eight prior to OIF = $136 million per year

· Annual lease costs for an LMSR are based on 25% underway time  and 75% inport time, plus the costs of operating the ships using merchant mariners.

· Average pax on-board when fully operational = 30 crew; 65 supercargo; minus 15 force protection. 

· MSC will favorably consider the concept of prepo’ing LMSR ships in the near-term to both Tacoma, WA and Pear Harbor, HA, in support of the SBCTs stationed/to be stationed at those locations.  The ships will remain in the Prepo Afloat program.

· G4 is considering recommendation of a  third LMSR in each ARF to split the load of a 1 X 1 HVY TF in order to reduce the STOW factor, increase on-board maintenance, and thus improve operational readiness rates.  While the 1 X 1 HVY TF will load onto one LMSR, reducing the STOW factor to improve readiness is a major lesson learned from OIF.  Otherwise, increased maintenance cycles from the current 30 month cycle down to 18-24 months is the only alternative to improving readiness of on-board equipment if stowed tightly as was the preferred method to date.

ii.  Commercial 26’ draft RO/RO for Humanitarian Assistance/ Disaster Relief/ Special Operations Forces (HA/ DR/ SOF):  

· A separate meeting was held at MSC HQs with PM-3 representatives on 26 June 2003 to discuss the desired capabilities for a shallower 26’ draft RO/RO in order for PM-3 to draft and release a marketing survey to potential vendors. This meeting focused on capabilities required as expressed below.

· Each ARF has a need for a 26’ draft combination RO/RO /Container ship for HA/DR/SOF prepositioned equipment afloat.  The shallower draft ship affords three times the global port access over the 35’ {Larry, I’ve never had a ship loaded to this draft.  Recommend change this to 34’ 6” maximum draft.  That’s the deepest I’ve had a ship loaded.  Especially if we reduce the Stow Factor and therefore the total tonnage loaded, we can reduce the max draft to 33’} draft LMSR.  Less than world-class ports are anticipated in regions of small-scale contingencies (SSC) where this type equipment has historically been employed over the last ten years (as determined in a study by CAA).

· Ship internal design parameters must incorporate:  1) 165,000 square feet clear under deck space; 2) 5,784 STON load carrying capacity; 3) 70 STON capable ramp; 4) minimum height of 10 feet (for 2/3rd  space) and 13 feet (for 1/3rd space); 5) must be humidity controlled; 6) and selective offload capable with 50% broken STOW;

· Ship external parameters must include: 1) no more than 26’ draft; 2) no longer than 600 feet; 3) 8,000 nm unrefueled range; 4) 16 knot minimum speed; 5) equipped with two pedastal cranes; 6) upper rear helicopter landing pad; and 7) able to store and offload  four LCM-8s via pedastal cranes..

· Ship administrative requirements must include: 1) less than 20 years of age; 2) must be American Flagged vessel; 3) daily cost less than $39,000; 4) minimum 59 month charter; and 5) deliverable during June – December 2004.



iii  Sustainment ships:

· Agreements between the HQDA DCS, G-3, G-4, and CG, AMC resulted in the decision to turn-in the two sustainment ships, MV Titus and MV Gibson, ending the current lease one year early.  The rationale for this evolved from an analysis of lessons learned during OIF.  The loads were found to be somewhat inadequate and not well organized for rapid distribution.  Subsequently, many of the sustainment-stocks were refused by gaining units.  

· Currently, a review is underway to reconfigure those items found to be viable and the elimination of those found to be unacceptable.  The reorganization of these stocks will exceed the remaining lease time for these two ships which warrants their early turn-in.  Additionally, newer, more capable ships have already been requested from MSC in the 2004 time frame.

· Each of these two ships carried similar loads equaling 30 days of supply (DOS) for 5 1/3 divisions.  The ARF concept for the future will require three separate sustainment ships, each carrying 30 DOS for 2.5 divisions.

· The plan is to load sustainment materiel aboard ship using a mix of various ISO container configurations (Side and end opening) and storage aids based on the type of commodity.   Locations will be assigned to all materiel in the storage containers and recorded in Army STAMIS.  The intent is to develop a modular "turn-key" warehouse that can be downloaded and emplaced rapidly, handed-off to the gaining unit and begin immediate issue operations.  
 



iv.  Ammunition Ships:

· Both the MV Carter and MV Page are uploaded and back on station at Diego Garcia.  Both will undergo periodic download, inspection and re-load of ammunition in the near future at Military Ocean Terminal Sunny Point (MOTSU) in Wilmington, NC.  MV Carter is scheduled for cargo and concurrent ship maintenance cycle during  the fall of 2003 (download in September – upload in December).  MV Page is scheduled for early CY 2004 (download in February – upload in April/May 2004).

· Currently, the Army Net Explosive Weight (N.E.W.) aboard these ships is in excess of 13 million pounds.  The location and situation at Diego Garcia affords us the opportunity to exceed normal port anchorage restrictions.  AMC is sponsoring a viable solution to reducing this excess N.E.W. by cross-leveling amongst three vice two ammo container ships.  In order to position these ships at the desired locations with the ARFs, the N.E.W. must be reduced per ship to < 8.0 million pounds N.E.W..

· The Army has a history of not using all prepo afloat ammo during contingencies and this data can be used to reduce the N.E.W. above and beyond the introduction of a third ship for cross-leveling.  The reduction in N.E.W. below 8.0 million pounds is critical for both anchorage and portside download vice in-stream discharge.

· The effects of N.E.W. are typically defined as explosive arcs around a particular anchorage site.  In addition to avoiding civilian infrastructure within that arc, another major impact is proximity to commercial shipping lanes.  Major global commercial seaports that can offload a deep draft ammo container ship are surrounded by ingress and egress shipping lanes which significantly reduces potential portside offloads.

· The Mediterranean Sea region is a particularly mature seaport/sealane area making the most difficult for prepositioning and portside offloading of ammunition.  Even so, the USN has had success in doing so in several key areas including portions of Italy, Malta, and Souda Bay, Crete.  Operations successfully conducted have thus far been limited to USAF ammo prepo ships with N.E.W. in the 7.2 million pound  total, further emphasizing the need to reduce Army N.E.W. aboard all prepo ammo container ships.

· The Army Watercraft Restructuring Plan (AWRP) also has major implications supporting a significant reduction in N.E.W..  Since the turn-in of the two leased Heavy Lift Prepo Ships (M/V American Cormorant and the M/V Strong Virginian) as well as the pending loss of the SS Gopher State Auxiliary Crane Ship, all Army watercraft will be prepositioned within two combatant command geographical areas.  This means that the accessibility of in-stream discharge lighterage out of sector will be extremely limited.  Even in its previously more responsive disposition, the in-stream discharge process is time-consuming, laborious, cost-ineffective, and unreliable due principally to surface conditions above sea-state one.


d.  Afloat Forward Staging Base (AFSB):


i.   The first concept discussed is the lease and modification of a foreign commercial container ship.  This COA is preferred by MSC, PM-3.

· On the pro-side, this COA can be realized within 8 months by the commercial sector and leased for up to 5 years.  Conversely, after 5 years, we must either pay to retro-fit the vessel to original configuration, or purchase the vessel.  The major obstacle is the fact that these are foreign flagged vessels and there exists legislation that prohibits their purchase in the interest of protecting American ship-building Industrial base.  If we intend to pursue this program more than five years, new construction or conversion of a U.S. ship is the only option available to us.

· The flight deck capabilities are divided by the pilot house super-structure located approximately 2/3rd distance to the rear.  The forward flight deck is 660’ long x 122’ wide with  spots for 10+ helos.  The aft flight deck is 400’ long x 122’ wide with spots for 5+ helos.  Both flight decks are serviced by a separate elevator to the hanger deck.

· The hanger deck capabilities include parking space for 30 helos.  Other interior areas of the ship accommodate billeting space for 1,000 soldiers, a dry cargo area for 180 TEUs, an ammunition magazine in the foc’sel, and a modularized six-story office for C2.

ii.  The second option discussed is the conversion of an MSC owned/ operated LMSR from the Surge Sealift Fleet, or new build AFSB modified LMSR.  This COA is the only option available to support a long term requirement.

· An LMSR conversion affords immediate accessibility of the vessel currently located in the Ready Reserve Fleet (RRF).  LMSR conversion would take about 30 months.  Conversely, removal of an LMSR from the Surge Fleet will subtract from the 14 million square feet of strategic sealift requirement established by MRS (1992), confirmed by MRS-BURU (1995), and re-affirmed by MRS-05 (2001) which may necessitate the construction of a new LMSR

· Vice LMSR conversion, a new build, specifically designed, AFSB LMSR could be provided in about 48 months. Current Surge Fleet lift would then remain as is.



iii.  A separate fact-finding meeting was held to ascertain the elements of the USN/USMC Anti-corrosion Program for positioning helicopters at sea.  Meeting was held on Monday, 14 July, in Joint Staff J-7, with Mr. Jim Sasser and LTC Wes Jennings.

· The Army has no anti-corrosive program established for positioning helicopters at sea.  Most of the USN/USMC programs begin with the primer coat of paint, which is a special anti-corrosive variant.

· The USMC anti-corrosive program is built into their organizational structure and maintenance capability.  This begins with the positioning of 5 fixed and 5 rotary-winged sites in CONUS (includes Hawaii), plus one of each additional within the reserves.

· All aviation maintenance sites are 24 hour deployment capable via containerization and load-out onto two Aviation Maintenance Support ships (one East Coast/ one West Coast).

· The “Fly-in Support Package” (FISP) is operational within 30 days and encompasses 8-9 mob facilities at the aforementioned maintenance sites for a Marine Expeditionary Brigade.

· The Maintenance Requirement Cards (MRC) for periodic inspections (7, 14 & 28 days) are accelerated in time when aviation assets are deployed at sea.

· Camp Pendleton LCAC program is a good example of anti-corrosion program for the Army to investigate.  Cherry POINT MCNAS (MALS #14) is an excellent example of aviation anti-corrosive programs with four EA-6B squadrons, two KC-130 squadrons, and six AV-8 squadrons.

· Marinizing afloat aviation assets is both expensive up-front and maintenance intensive thereafter.  As a minimum, rotary-winged aircraft are washed after every mission and floorboards removed frequently for rust inspection.  Drain holes are commonly drilled in the bottom panels of aircraft to prevent standing water.

3.  Recommendations.


i.  Implement the Army Regional Flotilla Concept as approved by the HQDA DCS, G-3 IAW projected time-lines as briefed and accepted by the three-star “Resetting The Force” (RTF) Council.


ii.  Determine strategic risk implications from lessons learned from OIF regarding STOW factors as they relate positively and/or negatively to equipment readiness.


iii. Continue to review MSC, PM-3 Marketing Survey results for a commercial combination RORO/Containership to use for HA/DR/SOF and validate requirements with COCOMs.


iv.  Coordinate with both MSC, PM-3 and OPNAV, N-42 to determine most feasible course of action for implementing the Afloat Forward Staging Base Concept via formal Staff Study.


v.  Assess the impact of incorporating USN/USMC anti-corrosion programs into rotary aircraft frames intended to be pre-positioned afloat in a ready state status with sufficient maintenance personnel.
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