Sustaining the Force
in the 21st Century
Lines of Effort

Enable global logistics awareness and diversify distribution
by LtCaol Christopher Gilmore, Mr. James Jones,
Ms. Jillian McCain & Ms. Meloney Wallace

n 2018, the unclassified sum-
mary of the National Deféme
Strategy (NDS) listed “[c]ontinu-
ousiy delivering performance with
affordability and speed as we change
Departmental mindset, culture, and
management systems’! as one of our
primary defense objectives. This state-
ment addresses emergent threats in an
ever-changing global landscape. Our
near-peer adversaries have made war-
fighter sustainment far more difficult
than in previous years. Massive bases
and supply convoys that supported Op-
eration IRAQI FREEDOM and Operation
ENDURING FREEDOM are outdared
concepts. This blunt assessment exposcs
the reaiity that we must continue to
evolve in order to change the future
of distribution. Failure to do so will
severely limit our ability to support the
warfighter in future engagements.
The 2018 NDS, the 38th Comman-
dant’s Planning Guidance (CPG) and the
Deputy Commandant for Installations
and Logistics’ Sustaining the Force in
the 21st Century (StF) logistics concept
document highlight the chalienges of
the future—operating environment in
support of expeditionary advanced
base operations (EABO), distributed
maritime operations (DMO), and lit-
toral operationsina contested environ-
ment. These maritime concepts support
sustainment of logistics by achieving
several attributes and capabiiities: task-
organized, strategically mobile, secure,
sustainable, and integrated with Navy,

Marine Corps Gazette® March 2021

>LtCol Gilmore is the Deputy Director, LPD, LP, I&L, HOMC.

>>Mr. Jones is the Deputy Section Head, LPD-1, LPD, LP, I&L, HOMC.

>>>Ms. McCain is Contract Support, LPD-1, LPD, LP, I&1, HOMC.

s>>x>Ms. Wallace is Contract Suppert, LPD-1, LPD, LP, I1&L, HOMC.

FLC Bahrain successfully delivered cargo to combat logistics force ships that fulfilled replen-
ishments at sea for the USS Bataan (LHD 5] Amphibious Ready. (Phota by Kambra Biackmon.)

Marine, and joint forces. These concepts
expose sustainment challenges that re-
quite our logistics and distribution pipe-
lines to evolve and adapt to the changing
global threats and environments.

The StF states, “Marine Cotps lo-
gistics is not postured to sustain the
future fight as defined by the NDS.”* To
meet the requirements of the VDS and
other overarching guidance, the Marine
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Corps must be capable of sustaining
combat power in contested environ-
ments.

In response to this goal, the Navyand
Marine Corps Logistics Communities
of Interest created the Naval Logistics
Integration {NLI) Billet Exchange Pro-
gram. The NLI Billet Exchange Pro-
gram addresses the challenges outlined
in the NDS by sccking to deliver greater
performance and strengthen alliances
while serving in contested environ-
ments. The program also supports the
goals and intent of the EABO, DMO,
and Littoral Operations in a Contested
Environment naval concept.

Background

The NLI Billet Exchange Program
is an agreement between the Navy and
Marine Corps logistics Communities
of Interests to cxchangc logistics pet-
sonnel across kf:y logistics nodes and
billets. The program isa direct result of
findings from the 2013 Deputy Com-

mandant for Installations and Logis-

curity Teams, Marine Special Opera-
tions Forces, Marine Aviation Logistics
Squadrons, the Black Sea Rotational
Force, Carrier Groups, exercises, and
other operations. These highly trained
distribution management Marines
significantly reduce port-hold-times,
helping to mitigate custotmns issues, fa-
cilitating lift access and coordination,
providing Vastly improvcd direct access
to naval logistics support, and offering
transportation and logistics advocacy
for local and transiting Marine Corps
units where none previously existed.

Operating Forward ... Always Ready:
FLC Bahrain

The mission of FLC Bahrain is to
providc full—spcctrum opcrational logis—
tics support and quality of life programs
to Navy, joint, and Coalition warfight-
ers, DOD civilians, and their families in
the U.S. Central Command AOR. The
MOS 3112 Marine gunnery sergeant is
responsible for logistical and distribu-
tion support for several unit’s: Carrier

The NLI Billet Exchange Program addresses the chal-
lenges outlined in the NDS by seeking to deliver
greater performance and strengthen alliances while
serving in contested environments.

tics—sponsored Transportation and Dis-
tribution Operational Advisory Group
(T&D OAQG) and other NLI forums.
The requirement was born from a desire
to improve throughput velocity by plac-
ing distribution subject matter experts
(SME) at key logistics nodes. In sup-
port of the program, the Marine Corps
placed distribution management {MOS
3112) SMEs with the Navy under Naval
Supply Systems Command (NAVSUP)
Fleet Logistics Centers (FLCs) in the
5th Fleet (FLC Bahrain), 6th Fleet
(FLC Sigonella), and 7th Fleet (FLC
Yokosuka) area of responsibility {AOR).

Since 2014, the NLI Billet Exchange
Program has successfully supported
Navy-Marine Corps units, transiting
MEUs, Special Purpose MAGTFs
{SPMAGTTFs), Fleet Antiterrorism Se-
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Strike Groups, Amphibious Readiness
Groups, MEUs, SPMAGTFs, Fast
Company Central-Bahrain, Task Force
51/5, and tenant commands operating
in the 5th Fleet AOR.? Additional Ma-
rine Corps responsibilities include:
* Setve as Navy Air Clearance Au-
thority for the 5th Fleet AOR {all Ser-
vices) to process and clear cargo inan
expeditious manner for military aitlift.
s (Coordinate with the NAVSUP
Transportation Officer to establish an
alternative shipping method to ship
cargo via Total Delivery Services {ex-
pedited commercial airlift).
* Provide visibility, status, and ac-
countability of carge while utilizing
the Global Air Transportation Execu-
tion System (GATES), Financial and
Alr Clearance Transportation Systemns,

and the Integrated Data Environment/
Global Transportation Network Con-
vergence {IGC), to maintain accurate
and up to date information.

* Ensure all air shipments have the
required documentation for classified,
sensitive, serialized, high value, and
hazardous materials.

The Distribution Marines of FLC
Bahrain have earned overwhclmingly
positive feedback since the NLI Billet
Exchange Program’s inception in 2014.
The FLC Bahrain Marines provide an
array of extrcmely valuable distribution
services and capabilitics to the transiting
and dcployed Warﬁghtcrs within their
geographic areas.

Distribution Hub of the Med: FLC
Sigonella
The mission of FLC Sigonella is to
provide logistics, business, and support
services to Navy, joint, and allied forces
through partncrships and sound busi-
ness practices in order to set theater
readiness and accountability.4
The MOS 3112 Marine gunnery

sergeant has three primary roles at
FLC Sigonella. The first role is FLC
forward Marine logistics coordinator to
Marine forces operating in, or transiting
through, the 6th Fleet AOR. The sec-
ond role is a fully integrated member of
the Code 430 Logistics Operations De-
partment within the FL.C Headquarters.
The third role is senior enlisted advisor
for all Marines assigned to NAVSUP
FLC, responsible to the commanding
officer for the development and disci-
pline of the Marines assigned to the
various sites throughout the AOR. Ad-
ditional responsibilities include:

¢ Serve as overall Marine logistics

coordinator in direct support of the

MEUs, SPMAGTF-Crisis Response-

Africa, and other deployed fotces.

. Dcvclop and maintain collabora-

tion with United States Transportation

Command Component Commands,

Defense Logistics Agency, Marine

Corps Forces Central Command, and

all base/station Distribution Manage-

ment Offices to providc opcrational

movement of sustainment cargo and

passengets.

* Enter Advance Transportation Con-

trol and Movement Document data
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into GATES and perform tracer action
on transiting cargo.

* Provide In-transit Visibility (ITV)
support when required (Radio Fre-
quency Identification [RFID] tags,
IGC, etc.).

* Manage the movement of sustain-
ment cargo via the Defense Trans-
pottation System and the Worldwide
Express/ International Heavyweight
Express contracts.

WESTPAC Titan: FLC Yokosuka
(FLCY)

As the iargest Navy logistics com-
mand in the western Pacific, FLCY
serves the region’s forward deployed
maritime warfighter with 24/7 opera-
tional logistics support. FLC personnel
provide an extensive iogistics network to
deliver fuel, matetiel, mail, and supply
chain services across the Navy’s iargest
geographic AQR?

The MOS 3112 Marine gunnery
sergeant serves in the roles of a general
logistician, Marine liaison, transpor-
tation and distribution coordinaror,
and shipping and receiving chief. Ad-
ditional responsibilities include working
in NAVSUP Operations, and working
with Navy beach detachment personnel,
providing the following functions:

* Conduct forward deployed logis-
tics coordination between NAVSUP
FLCY and partners throughout the
United States Indo-Pacific (IJSIN-
DOPACOM) AOR.

* Provide a FLCY point of contact
for Marine units and other deployed
forces in support of cargo transiting
the region via multi-modal convey-
ances and ensure immediate onward
movement of cargo.

¢ Serve as overall Marine logistics
coordinator in direct support of the
MEUs and other depioyed forces.

¢ Ensure the execution of DMO core
functions and maintain communica-
tion among FLCY’s logistics providets.
* Implement cote DMO functions
and ensure effective communication
between fourteen FLCY sites across
eight nations and forward deployed
customets.

‘Welcome Aboard: FLC Singapore

Because of emerging future threats
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Marines assigned to Marine Medium Tilt-Rotor Squadron 764 and personnel assigned to FLC
Sigonella’s site in Rota, Spain, transport MV-22B Osprey aircraft in preparation to load them
on ship. (Photo by Tia McMilfen.)

and concepts described in the VDS and
CPG, the expansion of the NLI Billet
Exchange Program will soon include
the USINDOPACOM logistical port
of FLC Singapore. USINDOPACOM
is the oldest and largest of the unified
Combatant Commands and FLC
Singapore remains a large and active
port {(import and export) responsible
for much of the world’s trade in Asia.
During West Coast and Okinawa-
based MEU deployments, DLCs and
expeditors placed in Singapore provide
support as the MEUs transition through
that AOR. The NLI Billet Exchange
Program will play an integral role in
the future of materiel distribution and
the FLC Singapore billet will become
another positive step toward the greater
naval integration goal.

Civilian Expeditors: Distribution Pro-
cess Advocates (DPA)

DPAs are logistics/distribution
enablers who support the NLI Billet
Exchange Program. In support of the
CPG, DPAs also allow Marine Corps
Logistics Command {MARCORLOG-
COM) to support NLI in order to “en-
sure effective and efficient support to
Marine Forces (MARFORs) operation-
al-level logistics requirements.”® DPAs
are primarily a contracted capability

managed at MARCORLOGCOM.
The capability was originally born out
of necessity in 2004 at the height of
the Global War on Terrorism to serve
as part of the Marine Corps’ plan to
mitigate global distribution gaps. DPAs
have signiﬁcantiy affected the force’s
ability to sustain its lethality. The DPA
network consists of scasoned experts
with at least ten years of resident knowl-
edge in various areas of iogistics. DPAs
provide the expertise to integrate strate-
gic—ievei iogistics capabiiities to satisfy
tactical-level logistics requirements be-
yond organizational capabilitics. They
serve as cffective augments to enhance
the integration and synchronization of
mission requirements and achieve the
commandet’s strategic intent. Currently,
DPAs provide support on five conti-
nents throughout the globe and several
CONUS acrial and seaports. They aug-
ment the MEFs and MARFORs to sup-
port distribution planning for Marine
Corps Special Operations Command,
Marine Corps Central Command,
Matine Forces Europe and Africa, Ma-
rine Foreces Pacific, and Marine Forces
South. Given the current operational
environment and the unknown national
defense challenges ahead of our Nation,
MARCORLOGCOM “continues to

make strategic investments in focused
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IDEAS & Issues (LoGisTics & SUSTAINMENT )

logistics support as they fill DPA posi-

tions across the enterprise.””

The DPA nerwork has been a critical
enabler to the throughput and success
of the CONUS aerial and seaports and
greater global Defense Transportation
Systemn. The expansion and utilization
of the DPA network will be of even
greater importance in the future operat
ing environment.

Sustaining Marines: Distribution
Liaison Cells (DLC)

Billet integration to support en-
hanced distribution at the tactical level
has been an ongoing problem for many
years. One productive initiative is the
creation of DLCs, which are distribution
elements norrnally comprised of Distri-
bution Marines from the MAGTF Ma-
teriel Distribution Center {(MMDC),
within the MLG. The mission of the
MMDC is to provide general shipping
and receiving services, consolidated dis-
tribution services and to maintain ITV/
TAV to enhance throughput velocity
and sustain operational tempo.®

DLCs are task-organized and struc-
tured to perform various rasks at ports
of embarkation and/or debarkation or
forward-operating areas, including but
not limited to providing support for de-
ploying MAGTTFs. Roles and responsi-
bilities of the DLC include establish and
manage freight operations; synchronize
operational, tactical, and sustainment
distribution; maintain asset visibility for
sustainment cargo; and coordinating
the shipping, receiving, and delivery of
materiel to and from supported units.
Ultimately, DLCs are responsible for the
inland enward movement, throughput,
I'TV, distribution of cargo and passen-
gers to/from point of delivery to point
of employment.?

DLCs began prior to Operation
IRAQI FREEDOM, when MMDCs first
stood up within the MLG Supply Bat-
talions. When the MMDC deployed,
it would often send out fire team-sized
support elements {DLCs) and indi-
viduals {cargo expeditors) across the
battlefield. Prior to Operation [RAQI
FREEDOM, various logistics modern-
ization initiatives convened to address
cotnbat operational logistics deficiencies
identified during previous deployrnents.
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Improving MAGTTF distribution capa-
bility was one of these deficiencies and
the creation of the MMDC helped clase
this gap.

Since their inception, the MMDCs
have continued to evolve from company-
sized elements to individual sections
within the supply battalion. Regardless
of size, the MMDC has always provided
a signiﬁcant amount of benefit and value
{teturn on investment) despite their rela-
tively small footprint and staffing. An
important part of the DLCs success has
been their ability to task organize and

deploy rapidly.

Deployed Sustainment: MEU DLCs

During 2013, the Deputy Comman-
dant for Installations and Logistics di-
rected a MEU DLC Proof of Principle
to provide an “enbanced distribution
capability” for each MEU to address
historic challenges with expeditionary
cargo throughput, sustainment, veloc-
ity, I'T'V, passenger movements, trans-
portation finance accounting, customs
mitigation, and limited distribution ca-
pability as identified in multiple MEU
after-action reports and post-deploy-
ment logistics analysis.

MEU D1Cs are combined teams of
six to eight distribution management
(MOS 31XX), supply (MOS 30XX),
logistics (MOS 04XX), and aviation
logistics (MOS 66XX) Marines who
provide optimal integration of critical
skill sets and capabilities for the METUL
The skills of the DLC Marines directly
affect increased aircraft mission capable
rates and ground equipment readiness
during operational deployments. DLCs
are organic to the MLG (Supply Battal-
ion) table of organization; however, cach
MEF and MEU (in coordination with
the MLG) determines the size, MOS-
mix, shape, and operational control of
their DLCs prior to deployments.

MEU DLCs are optimally designed,
flexible and scalable in order to meet the
Velocity demands of logistics in support
of distributed operations. MEU DLCs
provide support from the landbase and
at sea, while integrating ait/ground lo-
gistics support for the MAGTF. The
MEU DLCs flexibility provides a sig-
nificant boost to the MEUs ability o
integrate logistics teams and personnel

from task organization through rede-
ployment back to home station.

The MEU DLC Proof of Principle
concluded in 2016. Senior leadership
from HQMC (LPD) briefed the Dep-
uty Commandant for Installations and
Logistics on the results and received his
concurrence on the proposed size and
concept of operation for the DLC team.
Upen Validating the logistics benefits of
the added capability, he recommended
that each MEU continue to receive the
capability. The MEU DLCs, notewor-
thy contributions result in reduced aver-
age customer wait time for both ground
and aviation MEU DLC deployments,
decreased instances of frustrated cargo,
as cornpared to past MEU deployrnents
without DLC capability (before 2013),
and substantial increases in readiness.
Opetational integration of DLCs on
MEU deployments have become stan-
dard for every MEU since 2013. DLCs
expanding requirements continue to im-
pact logistics planning considerations
for the future operating environment.

The Red Patchers: Landing Support
Battalions (LSB)

Recently, the Marine Corps re-cs-
tablished their LSBs in preparation for
distributed operations and conducting
throughput in the littorals. Known
for the distinctive red patches on their
trousers and cover, LSB Marines have
5 long and storied history that dates
baclk to World War II. The LSB, Beach
& Terminal Operations Company, in-
cludes a shipping and receiving platoon
comprised of MOS 3112s who provides
beach operations group, port-operations
group, railhead operations group, and
ship—to—shore movement distribution
support for deployments, operations,
and exercises. The LSB Marines provide
throughput support to deliver and trans-
port gear, persontel, and equipment on
beaches and in landing zones, ports, and
terminals in support of operations and
deployments. The re-establishment of
LSB supports the CPG and stands as a
significant event in the Marine Corps
“shift to the sea” in support of future
naval expeditionary operations. Land-
ing support elements with a reduced
footprint will become critical enablers
in our efforts to support the throughput
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and sustainment of distributed forces.
While the Marine Corps focuses on re-
juvenating our amphibious philosophy,
LSBs will provide the subject matter ex-
pertise to support EABO and DMO in

contested and dispersed environments.

Evolution of Distribution

The FLCs, DLCs, DPAs, and LSBs
deliver tremendous impact on the Ma-
rine Corps ability o provide effective
nodal management. Our distribution
enablets provide commanders the en-
hanced capability to monitor capacity,
impact velocity, maintain IT'V, and pro-
vide information to assist with realtime
decisions. This results in more effective
and efficient delivery across the globe.
Additional benefits include reduced
customer wait times, decreased loss or
damages, and minimized instances of
frustrated cargo. The NLI Billet Ex-
change Program serves as a force mul-
tiplier by providing the “right person,
at the right place, at the right time.”
The program increased our ability to
accurately answer the age-old ques-
tion, “Where is my stuff?” before it is
asked. Our distribution enablers’ pres-
ence has increased reliability resulting in
improvements in customer satisfaction
and operational support.

Marine Corps distribution enablers
have revolutionized warfighter sustain-
ment. The days of using antiquated
tracking systems, pencil and paper, to
track the movement of supplies and
equipment have long since passed. The
effective and efficient use of Automated
Information Systems (AIS) is crucial
in their role of providing sustainment
distribution. Distribution enablers
throughout the global distribution net-
work utilize AIS for various reasons to
support sustainment distribution. At
the Base DMO, Marines use the Cargo
Movement Operations System to as-
sign shipments to a commercial carrier
and print RFID tags to allow shipment
tracking. At the MLG, MMDC Ma-
rines use the Automated-Manifest Sys-
tetn-Tactical to petform freight receipt
functions and passive RFID to track
the movement of cargo. Marines at the
MEF, MAGTF Deployment and Dis-
tribution Operations Center, use IGC
for near realtime I'TV of equipment and
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personnel. FLC Marines use GATES
for the receipt, movement, and billing
of cargo and passengers. Meanwhile,
MARCORLOGCOM DPAs monitor
the entire distribution network by using
the RFID-ITV Server, which receives
data from multiple Global Positioning
System—enabled satellite tracking tran-
sponders.

These uses of ALS are just some ex-
amples of how Marines have evolved
from using “pen and paper” to conduct
required actions, to using the latest in
modern technology. This evolution has
reduced the time, cost, and effort to
track, trace, and inventory suppliesand

The NLI Billet Exchange
Program is a “win-win”
proposition ...

equipment required to sustain the force.
Ultimately, the distribution enabler’s
diverse use of multiple AIS platforms
enhances the commanders’ ability to
support sustainment distribution across
the full range of military operations.

With the present danger of our near-
peer adversaries, the Marine Corps must
continue to f:xpand our logistics capa-
bilities in support of our warfighters.
The NLI Billet Exchange Program has
provided the perfect venue to evolve
the Marine Corps distribution man-
agement community into global dis-
tribution enablers. Placing Distribution
Marines into previously unsupported
AORs has proven extremely beneficial
to the supported commands and the
Marines selected for these high—visibility
assignments.

Benefits: Current and Future

The benefits of the NLI Billet Ex-
change Program are many but two
standout as exemplary. First, the pro-
gram offers a platform to place knowl-
edgeable distribution SMEs to support
deployed warfighters, regardless of
Service branch. This ensures that our
Navy-Marine Corps logistics team will
always be present in any geographic re-
gion. Second, the program offers excel-

lent opportunities for our distribution
enablers to evolve their training and
education by using the latest AIS and
other modern iogistics tcchnoiogy tools.
Overall, the Marine Corps participation
in the NLI Billet Exchange Program
is that rare occurrence when everyone
wins. The warfighters benefit from en-
hanced support from distribution en-
ablets stationed throughout the global
distribution network. The combatant
commanders gain knowledgcablc distri-
bution SMEs to support the deiivery of
sustainment cargo within their assigncd
AOR. The Navy reinforces the desired
partnetship outlined in the CPG, and
the Marine Corps gains an enhanced
opportunity to serve the warfighter.
The NLI Billet Exchange Program is
a “win-win” proposition that provides
the perfect setting to refine Marine
Corps distribution enabler Capabilities
for tuture distribution operations.
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