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NARR/THE REF WAS CONVENED BY COMUSMARCENT (G1) TO DEVELOP LESSONS LEARNED IN G/S1 FUNCTIONAL AREAS DURING OIF//

RMKS/1.  THE REF CONSISTED OF G1 REPRESENTATIVES FROM MARCENT, I MEF, AND MLC, INCLUDING DEPLOYED MEMBERS OF MCAAT AND MISSO-11.  THE PURPOSE OF THE CONFERENCE WAS TO IDENTIFY LESSONS LEARNED IN EACH DEPLOYABLE G1 FUNCTIONAL AREA AND DEVELOP RECOMMENDATIONS FOR FUTURE IMPROVEMENTS.  THE FUNCTIONAL AREAS ADDRESSED INCLUDED:

1.A.  CASUALTY REPORTING AND TRACKING.

1.B.  CONTINGENCY MANPOWER/PERSONNEL MANAGEMENT.

1.C.  DEPLOYED PERSONNEL ACCOUNTABILITY.

1.D.  COMMUNICATIONS/CONNECTIVITY REQUIREMENTS.

1.E.  PERSONNEL ADMINISTRATION ISO CONTINGENCY OPERATIONS.

1.F.  AWARDS.

1.G.  SERVICES (POSTAL, RECREATION, EXCHANGE).

2.  ISSUE. CASUALTY REPORTING AND TRACKING.

2.A.  DISCUSSION.  THE PCR PROCESS IS CUMBERSOME IN A COMBAT ENVIRONMENT AND DOES NOT TAKE ADVANTAGE OF AVAILABLE TECHNOLOGY.  EMBEDDED MEDIA INCREASED EXPECTATION FOR NEAR REAL-TIME CASUALTY INFORMATION AND CHALLENGED THE DISCIPLINE REQUIRED TO ENSURE THAT ACCURATE CASUALTY INFORMATION IS PROMULGATED.  OPERATIONAL REPORTING WAS NOT COORDINATED EFFECTIVELY WITH ADMINISTRATIVE (PCR) REPORTING.  HOSPITAL LNOS ARE KEY TO ACCURATE AND TIMELY CASUALTY REPORTING AND TRACKING.  I MEF CASUALTY WEBSITE WORKED, BUT BECAME MORE THAN AN INTERNAL I MEF TRACKING TOOL.

2.B.  RECOMMENDATIONS: CASUALTY REPORTING AND TRACKING SHOULD BE SUPPORTED BY A ROBUST, SEAMLESS, SCALABLE AND INTEGRATED, SERVICE-WIDE WEB-BASED SYSTEM THAT PROVIDES FOR COMPILING, SUBMITTING AND TRACKING PCR'S AND CASUALTIES FROM POINT OF INJURY TO PARENT COMMAND.  COMPONENT CASUALTY REPORTING POLICIES SHOULD ENABLE DISCIPLINED AND TIMELY REPORTING TO THE SERVICE HQS AND BE FULLY INTEGRATED WITH JOINT/JOINT COMBINED COMMAND'S REPORTING REQUIREMENTS.  THE PCR IS NOT AN OPERATIONAL REPORT.  OPERATIONAL REPORTING MUST REMAIN DISTINCT FROM ADMINISTRATIVE REPORTING.  HOSPITAL LNO'S MUST BE PLACED AT EACH LEVEL-II AND LEVEL-III FACILITY, THOROUGHLY TRAINED IN REPORTING REQUIREMENTS AND MEDICAL PROCESSING, BE CAPABLE OF 24 HOUR OPS, AND EQUIPPED TO COMMUNICATE EFFECTIVELY WITH THEIR COMMANDS.  A SERVICE-WIDE, WEB-BASED CASUALTY REPORTING AND TRACKING SYSTEM MUST ALSO PROVIDE SUBORDINATE COMMANDS WITH AN INTERNAL TRACKING TOOL.  REPORTING UNITS SHOULD NOT BE RESPONSIBLE FOR COMPLETING PCR LINES OF INFORMATION THAT REQUIRE INFORMATION RESIDENT IN THE MCTFS OR PROVIDED BY OTHER AGENCIES.  IT IS IMPERATIVE THAT CASUALTY ACCOUNTING AND REPORTING MUST BE EXERCISED DURING SMALL UNIT TRAINING UP TO COMPONENT-LEVEL CPX'S.

3.  ISSUE.  CONTINGENCY MANPOWER/PERSONNEL MANAGEMENT.

3.A.  DISCUSSION.  COMMANDS WERE REQUIRED TO VALIDATE MANNING REQUIREMENTS FOR BILLETS THAT WERE ALREADY ON UNIT T/OS.  THE MANPOWER SYSTEM DOES NOT HAVE THE FLEXIBILITY TO SUPPORT OVERSTAFF REQUIREMENTS FOR LARGE TASK ORGANIZATIONS OPERATING IN A JOINT/JOINT COMBINED ENVIRONMENT OVER A LARGE GEOGRAPHIC AREA.  SERVICE STOP/LOSS POLICIES WERE NOT COORDINATED WITH SIMILAR STOP/LOSS POLICIES FOR NAVY PERSONNEL PERMANENTLY ASSIGNED TO MARINE UNITS.  DOD AND SERVICE-LEVEL POLICIES SEVERELY LIMITED ACCESS TO AND TIMELY EMPLOYMENT OF THE AVAILABLE MANPOWER INVENTORY TO FILL UNIT T/O'S AND PROVIDE FOR COMBAT REPLACEMENTS.  NO COMPREHENSIVE COMBAT REPLACEMENT PLAN WAS DEVELOPED AND PROMULGATED.  LIMITED ACCESS TO THE AVAILABLE MANPOWER INVENTORY HAD A SIGNIFICANT EFFECT ON SOURCING HIGH-DEMAND/LOW-DENSITY MOS'S.

3.B.  RECOMMENDATIONS.  UNIT T/O'S REPRESENT VALID WARTIME REQUIREMENTS.  SUFFICIENT INVENTORY SHOULD BE ALLOCATED IOT STAFF UNITS THAT WILL BE EMPLOYED IN COMBAT AT 100 PERCENT OF T/O.  OVERSTAFF REQUIREMENTS SHOULD BE JUSTIFIED, HOWEVER, VALID T/O BILLETS HAVE ALREADY BEEN JUSTIFIED AS WARTIME REQUIREMENTS AND REQUIRE NO FURTHER JUSTIFICATION.  CURRENT STEPS TO ESTABLISH A FLEXIBLE T/O MANAGEMENT TOOL THAT BUILDS TASK ORGANIZATIONS AND INTEGRATES ASSIGNMENTS TO INDIVIDUAL BILLETS WITHIN THE TASK ORGANIZATION SHOULD BE AGGRESSIVELY PURSUED.  INTEGRATE MARINE CORPS AND US NAVY MANPOWER PLANS AND POLICIES EARLY IN THE PLANNING PROCESS.  HQMC SHOULD DEVELOP AND PUBLISH COMBAT REPLACEMENT PLANS SO THAT COMMANDERS KNOW WHAT LEVEL OF SUPPORT IS ACHIEVABLE.  POLICIES AND PROCEDURES THAT ENSURE TIMELY ACCESS TO HIGH-DEMAND/LOW-DENSITY MOS'S IN THE RC AND RETIREE POPULATIONS MUST BE DEVELOPED.

4.  DEPLOYED PERSONNEL ACCOUNTABILITY.  

4.A.  DISCUSSION.  IN-TRANSIT VISIBILITY (ITV) OF DEPLOYING AND REDEPLOYING MARINES AND SAILORS WAS NOT SYSTEMATIC OR STRICTLY MAINTAINED. PERSONNEL MOVEMENT PLANNING FACTORS WERE NOT CONSISTENT WITH REPORTED ON-HAND PERSONNEL NUMBERS.  CONTINUOUS AD HOC RECONCILIATION WAS REQUIRED BETWEEN MOVEMENT MANIFESTS, JOPES PAX PLANNING NUMBERS AND ON-HAND PERSTAT REPORTS.  INTEGRATION OF PERSONNEL ACCOUNTING WITH 3D PERSCOM AT APOE/APOD WAS PROBLEMATIC AND HINDERED ACCURATE AND TIMELY ARRIVAL/DEPARTURE REPORTING.  PARENT UNIT RUC'S, TAD RUC'S, MAGTF CODES OR OTHER MCTFS ENTRIES DID NOT SUPPORT ACCURATE PERSONNEL ACCOUNTING.  DEPLOYED MAGTF'S DID NOT HAVE VISIBILITY ON OTHER SERVICES UNDER THEIR OPCON/TACON.  THE CENTCOM JPERSTAT WAS NOT CONFIGURED IN A MANNER THAT SUPPORTED UNIT STRENGTH ASSESSEMENTS.

4.B.  RECOMMENDATIONS.  MANPOWER AND PERSONNEL ADMIN SYSTEMS MUST SUPPORT THE FORCE DEPLOYMENT PLANNING AND EXECUTION (FDP&E) PROCESS.  THESE SYSTEMS MUST PROVIDE TIMELY AND ACCURATE PLANNING INFORMATION ISO FDP&E AND POSSESS THE FLEXIBILITY TO COPE WITH MULTIPLE TASK ORGANIZATIONS.  MARINES RECEPTION TEAMS SHOULD ACCOUNT FOR DEPLOYING AND REDEPLOYING MARINE FORCES AT POD'S/POE'S AND PROVIDE REQUIRED PERSONNEL INFORMATION TO 3D PERSCOM FOR CONSOLIDATION.  ESTABLISH MEGA-RUC'S AT THE POD'S/POE'S TO ATTACH DEPLOYING/REDEPLOYING PERSONNEL UPON RECEPTION IOT ALLOW MCTFS TRACKING AND ACCOUNTING.  PROVIDE THE MAGTF WITH ACCESS TO DMDC IOT MAINTAIN VISIBILITY ON OTHER SERVICE PERSONNEL ASSIGNED TO THE MAGTF.  UPDATE DMDC MORE FREQUENTLY THAN MONTHLY IOT PROVIDE OTHER SERVICES WITH CURRENT PERSONNEL ON ASSIGNED MARINE PERSONNEL.  DEVELOP A DEPLOYABLE PERSONNEL ACCOUNTING SYSTEM, GROUNDED IN MCTFS, THAT WILL SERVICE JOINT PERSONNEL REPORTING REQUIREMENTS, AND MEET THE PERSONNEL STRENGTH REPORTING REQUIREMENTS OF THE COMMANDER WITHOUT CREATING ADDITIONAL REPORTING REQUIREMENTS.

5.  ISSUE.  COMMUNICATIONS/CONNECTIVITY REQUIREMENTS.

5.A.  DISCUSSION.  NIPR COMMUNICATIONS WERE NOT ROBUST AND OPSEC LIMITATIONS FURTHER LIMITED AVAILABLE CONNECTIVITY.  SIPR CONNECTIVITY PROVIDED SUFFICIENT BANDWIDTH FOR CASUALTY TRACKING AND REPORTING, HOWEVER, OTHER AGENCIES DO NOT HAVE READY ACCESS TO THE SIPRNET.  ACCESS TO ODSE AND 3270 WERE SPORADIC AND NOT RESPONSIVE TO INFORMATION REQUIREMENTS.  SIPR AND NIPR ADDRESSING WERE NOT STANDARD.

5.B.  RECOMMENDATIONS.  NEW PERSONNEL ADMINISTRATIVE SYSTEMS MUST BE COMPATIBLE WITH AVAILABLE DEPLOYED BANDWIDTH ALLOCATIONS AND LIMITATIONS.  EARLY PLANNING WITH G6 STAFFS IS REQUIRED IOT ENSURE ACCESSABILITY TO PERSONNEL AND MANPOWER INFORMATION SYSTEMS.  MAGTF AND COMPONENT STAFFS REQUIRE AN IN-THEATER ODSE SERVER, UPDATED FREQUENTLY, IN ORDER TO SUPPORT PERSONNEL ACCOUNTABILITY AND ITV REQUIREMENTS.  HOSPITAL LNO'S, POE/POD RECEPTION TEAMS, AND OTHER REMOTE ELEMENTS WITH LIMITED ORGANIC COMMUNICATIONS CAPABILITIES REQUIRE A MOBILE, WIRELESS SOLUTION TO REPORT PERSONNEL INFORMATION.  COORDINATE WITH G6 STAFFS TO ENSURE STANDARDIZED SIPR/NIPR ADDRESSING THAT MINIMIZES CHANGES AS ORGANIZATIONS MOVE.  MISSO SUPPORT SHOULD BE DEPLOYED WITH ADVONS IOT FACILITATE MANPOWER AND PERSONNEL INFORMATION PROCEDURES IN-THEATER.

6.  ISSUE.  PERSONNEL ADMINISTRATION ISO CONTINGENCY OPERATIONS.

6.A.  DISCUSSION.  REACHBACK ADMINISTRATION HAD NEVER BEEN ATTEMPTED ON THE SCALE REQUIRED DURING OIF.  BY EVERY MEASURE, REACHBACK ADMINISTRATION WORKS.  TWO UNITS RECEIVED A MCAAT DURING OIF DEPLOYMENT AND EXPERIENCED ONLY A 3-7 PERCENT ERROR RATE.  REACHBACK, HOWEVER, MUST BE MORE CLEARLY DEFINED IN DOCTRINE, SYSTEMS MUST BE DEVELOPED TO MAKE IT MORE EFFICIENT AND ADMINISTRATIVE PROCEDURES MUST BE STANDARDIZED THROUGHOUT THE MARINE CORPS.  CERTAIN ORGANIZATIONS CONTINUED TO SUBMIT UNIT DIARY ENTRIES FROM WITHIN THEATER.  SOME USMCR UNITS HAD DIFFICULTY INTEGRATING INTO REACHBACK CONAD'S AND WERE NOT FAMILIAR WITH REACHBACK PROCESSES AND CAPABILITIES.  ADDITIONALLY, NOT ALL SERVICE RECORD BOOKS WERE DIGITIZED WHICH CREATED SOME DIFFICULTY WITH REACHBACK.  CONNECTIVITY LIMITATIONS MADE DOWNLOADING TRECON DATA IMPOSSIBLE.

6.B.  RECOMMENDATIONS.  WRITE REACHBACK ADMINISTRATION INTO ADMINISTRATIVE DOCTRINE.  DEVELOP STANDARDIZED REACHBACK PROCESSES AND PROCEDURES AND DEVELOP SYSTEMS DESIGNED TO SUPPORT REACHBACK ADMINISTRATION EFFECTIVELY AND EFFICIENTLY.  DEVELOP A SYSTEM THAT WILL ENABLE THE MAGTF TO SUPPORT THE ADMINISTRATIVE REQUIREMENTS OF PERMANENTLY ASSIGNED US NAVY AND OTHER SERVICE PERSONNEL.  ISSUE SERVICE DIRECTIVE TO STANDARDIZE DIGITAL SERVICE RECORD SCANNING AND REQUIRE RECORD BOOK SCANNING MARINE CORPS-WIDE.  CONSIDER TRANSITIONING TO THE OMPF AS THE SERVICE MEMBER'S SERVICE RECORD.  ADMINISTRATIVE RELATIONSHIPS SHOULD BE CLEARLY ESTABLISHED BETWEEN USMCR UNITS AND THEIR SUPPORTING GFC CONADS IN ACTIVATIONS ORDERS.  USMCR MOS 0170 PERSONNEL SHOULD BE ASSIGNED TO THESE CONADS.  REPLACE UD/MIPS WITH A MODERN DATABASE STRUCTURE, AND ESTABLISH SUPPORTING SYSTEMS THAT CAPTURE REPORTABLE DATA AT THE POINT OF EVENT.  REQUIRE THE USE OF MAGTF DESIGNATOR CODES AND EXPAND THE CHARACTER FIELD ACCORDINGLY.

7.  ISSUE.  AWARDS.

7.A.  DISCUSSION.  DELEGATION OF AWARDING AUTHORITY FOR THE PURPLE HEART, BRONZE STAR, AIR MEDAL, CAR, AND COMBAT DISTINGUISHING DEVICES WAS NOT SUBMITTED IN A TIMELY FASHION.  THE LIMITED ACCESSIBILITY OF THE AWARD PROCESSING SYSTEM (APS) MADE TIMELY AWARD PROCESSING DIFFICULT.

7.B.  RECOMMENDATIONS.  DELEGATION FOR THE AWARDS LISTED ABOVE MUST BE COMPILED SUBMITTED AS EARLY AS POSSIBLE IN THE CONTINGENCY PLANNING PROCESS.  THESE AWARDS SHOULD BE DELEGATED DOWN TO THE LOWEST LEVEL POSSIBLE.  THE PROBLEMS EXPERIENCED WITH ACCESSING APS LARGELY RESULTED FROM IN-THEATER CONNECTIVITY PROBLEMS.  APS SHOULD BE TRANSITIONED TO A WEB-BASED SYSTEM THAT PROVIDES THE CAPABILITY TO PREPARE THE AWARD RECOMMENDATION OFF-LINE AND DOWN-LOAD TO THE WEB-SITE.

8.  ISSUE.  SERVICES (POSTAL, RECREATION, EXCHANGE).

8.A.  SERVICES PLANNING WAS CONDUCTED AT THE CSS-LEVEL, HOWEVER, PLANNING AT THE OPERATIONAL AND STRATEGIC LEVELS WAS LIMITED AND UNCOORDINATED.  A COMPONENT-LEVEL SERVICES OFFICER WAS NOT ESTABLISHED UNTIL LATE IN THE EXECUTION PHASE.  THESE FACTORS RESULTED IN INCONSISTENT POSTAL SERVICES, MINIMUM UNITY OF EFFORT IN SERVICE PLANNING AND EXECUTION BETWEEN SERVICE COMPONENTS AND MARINE ORGANIZATIONS, A LACK OF A SERVICE RECREATION PROGRAM PLAN, A UNFAVORABLE MOU WITH AAFES THAT ALLOWED AAFES TO RETAIN ALL EARNINGS FROM EXCHANGE SALES AND CHALLENGES DISTRIBUTING WHOLESALE EXCHANGE MERCHANDISE.

8.B.  RECOMMENDATION.  SERVICES PROGRAMS MUST BE INCLUDED IN CONTINGENCY PLANNING EARLY AND AT THE RELEVANT COMMAND-LEVEL.  INITIAL PLANNING MUST BE ACCOMPLISHED AT THE COMPONENT-LEVEL.  THE APPOINTMENT OF A COMPONENT SERVICES OFFICERS AT THE EARLIEST POSSIBLE DATE IS KEY TO THE INTEGRATION OF POSTAL OPERATIONS INTO THE THEATER PLAN, THE DEVELOPMENT OF A DEPLOYED RECREATION PLAN, AND SATISFACTORY ARRANGEMENTS WITH EXCHANGE SERVICE PROVIDERS.  UPON DEPLOYMENT, THE SERVICES OFFICER MUST BE PROVIDED WITH THE AUTHORITY AND RESOURCES (PERSONNEL, FUNDING, ETC.) TO COORDINATE POSTAL, RECREATION AND EXCHANGE PROGRAMS IN-THEATER.  RECREATION PROGRAM T/E'S MUST BE TAILORED TO SUPPORT THE REQUIREMENT, SOURCED EARLY AND DEPLOYED ACCORDING TO OPERATIONAL PRIORITIES.  MARINE CORPS POSTAL OPERATIONS SHOULD BE CENTRALIZED IN A TASK ORGANIZED UNIT RESPONSIBLE FOR OPERATIONAL-LEVEL POSTAL SUPPORT.  THIS SUPPORT MUST BE FULLY INTEGRATED WITH THEATER-LEVEL ORGANIZATIONS.  SERVICES OFFICERS SHOULD BE PERMANENTLY RESIDENT AT THE MEF AND MARFOR LEVELS.      

9. SUMMARY.  THE MARINE CORPS ADMINISTRATIVE DOCTRINE SHOULD BE CHANGED TO SUPPORT FDP&E INCLUDING MOBILIZATION, PRE-DEPLOYMENT, DEPLOYMENT AND POST-DEPLOYMENT AND DEMOBILIZATION MANPOWER AND PERSONNEL ADMINISTRATIVE REQUIREMENTS.  MOS 01XX PERSONNEL SHOULD BE TRAINED IN ALL WARTIME MANPOWER AND PERSONNEL FUNCTIONS.  ILS-LEVEL TRAINING FOCUSED ON OPERATIONAL ADMIN SHOULD BE PROVIDED TO MOS'S 0180 AND O170.  MARFOR AND MEF G1'S SHOULD BE ORGANIZED TO SUPPORT WARTIME FUNCTIONS AND EQUIPPED WITH THE RIGHT TOOLS TO ACCOUNT FOR PERSONNEL AND CAPTURE PERSONNEL INFORMATION AT THE POINT OF EVENT.  SCALABLE AND FLEXIBLE MANPOWER AND PERSONNEL INFORMATION SYSTEMS SHOULD BE DEVELOPED TO SUPPORT THE DEPLOYMENT OF SIGNIFICANT FORCES AND THEY SHOULD BE THE SAME SYSTEMS THAT WE USE IN A GARRISON ENVIRONMENT.

10.  MANY OF THE RECOMMENDATIONS PROVIDED ABOVE WILL BE INDUCTED INTO THE COMBAT DEVELOPMENT PROCESS THROUGH A UNIVERSAL NEEDS STATEMENT (UNS).  CHANGES TO MANPOWER INFORMATION SYSTEMS AND PROCESSES SHOULD BE INTEGRATED INTO THE TOTAL FORCE ADMINISTRATION (TFA) INITIATIVE.

