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Forward-supportcompany (FSC) employment is a topic that emerges frequently, particularly asbrigades approach
combat training center (CTC) rotations and begin to examine how freedom of maneuver and momentum can best
be maintained over ground lines of communication (LOC). The 2"d Armored Brigade Combat Team’s (ABCT) most
recent National Training Center (NTC) rotation made one thing crystal clear to both maneuver and logistics
commanders:in most environments, under most conditions, supportefficiency is maximized when most of the
FSC’s distribution assets along with a mission-command node (essentially the battalion trains, which many still
refer to as the field-trains command post (FTCP)) areco-locatedinthe brigade-supportarea (BSA) with the
brigade-supportbattalion (BSB).

Problem

While Army Techniques Publication (ATP) 4-90, Brigade Support Battalion, states FSCs areassigned to the BSB and
may be attached to or placed under operational control of maneuver units for short durations, many brigade
combat teams (BCTs) arriveat NTC with FSCs already attached to or already under opcon of maneuver units well
before the rotation. Given this relationship, the BSBs sometimes struggle to communicate with FSCs; arenot fully
aware of FSC personnel strengths and weaknesses; do not fully understand FSC voiceand digital communication
challenges;andlackclarity on FSC training proficiency or the FSC’s ability to manage maintenance for its supported
unit.

Perhaps most importantly, supported units sometimes view FSCs as subordinateunits and dictatethe FSC’s
employment, preventing FSC representation inthe BSA, regardless of the BSB’s concept of support. As aresult,
communication challenges, situational understanding and supportinefficiency often emerge when exposed to the
slightestfriction. Simplefunctions such as |l ogistics-status (LOGSTAT) submission and logistics-synchronization
(LOGSYNCH) meetings areoften seeminglyimpossible endeavors; management of liquid logistics (fuel and water)
across the BCT suffers gaps; and brigades often culminate very earlyinthe fight due to sustainmentshortfalls
rather than due to gaps inintelligence,communication, fires or any of the other warfighting functions (WfF). In
short, brigades areoften unableto maximizetraining on other WfFs simply due to poor logistics planning and the
BSB’s inability to effectively integrate FSCs into the concept of support.

To be clear, the purpose of this articleis notto advocatefor a specific command or supportrelationship between
FSCs and maneuver battalions,as ATP 4-90 and Field Manual 6-0, Commander and Staff Organization and
Operations, already providedoctrinal guidanceto commanders regarding options on this subject. However,
regardless of the command or support relationship employed, taking deliberate steps to improve communication
andreinforce relationships between the BSB and the FSCs whilein garrisonis absolutely a prudent and necessary
measure that will lead to efficiencies duringa CTC rotation or a deployment.

While FSCs were attached to supported battalions in our own brigade well prior to NTC, as our rotation
approached, maneuver and logistics commanders and planners analyzed how we could best supporta brigade
movement-to-contact over extended LOCs. Given that the BSB’s distribution company was not robustenough to
execute dailytactical convoyoperations insupportofsixindependent battalions,itbecame clear the best way to
supportmost of our battalions would beto retain a portion of each unit’s trains in the BSA and push the combat-
trains command post (CTCP) along with each battalion’s unitmaintenance-collection point (UMCP) forward. By
doingso, the BSB could employ its distribution company primarily for supply-pointdistribution, which maximized
its capability to receive, store and issueoneday’s worth of commodities for the BCT. This model provided the BSB
with flexibility to conduct up to two independent resupply operations forward daily, either in the form of a
standard or emergency-resupply logistics package (LOGPAC) when needed, or inthe form of a forward logistics
element (FLE).

We sawa marked improvement in direct communication among the FSC commanders, our S-3, support-operations
(SPO) officer and the BSB commander as our NTC rotation approached. FSC commanders became increasingly



aware a portion of their trains would be co-located with the BSB. As such, the BSB became much more aware of
FSC personnel and equipment limitations;far more informed and ableto provide effective adviceon logistics
matters uniqueto each supported battalion;and better armed to immediately address leadership and equipment
capability gaps within each organization.As a result, our brigade overcame many issues before our NTC rotation.
For issues notfully addressed prior to our rotation, we determined exactly where we could assumerisk and where
we needed to surgelogistics effortto ensure the BCT’'s momentum and its commander’s freedom of maneuver
during movement-to-contact.

We would be remiss if we did not point out that two battalions retained control of their entire FSC throughout our
decisive-actionrotation;inonecase, a unit reverted to dated doctrine and employed a combined-arms BSA
concept with the FTCP, CTCP and UMCP co-located far forward. The other unitsimply pulledits trains outof the
BSA, pushed them a few kilometers forward on the battlefield and pushed supplies fromits trains toits CTCP and
companies forward.

Whileour brigadewas ultimately very successful froma logistics perspective, tailoring supportto those two units
reinforced that the BSB would be extremely challenged to supportmore than two complete FSCs forward at any
given time, given the limitations of its distribution company. Simply put, without control over dispositionand
employment of the FSCs, the BSB and its distribution companyis notdesigned, manned or equipped to pusha
brigade’s worth of requirements forward of the BSA on a daily basis, particularly when the BCT has enablers
(additional consumers) attached. Unfortunately, that is exactly how many units attempt to supportbrigade
requirements. Contraryto popular belief, the BSB does not exist simply to resupply the FSCs; instead, the FSCs and
their distribution assets existto enable the BSB to extend operational reach to supportand resupply the brigade.

To be completely transparent, the method our brigade used very successfully during Rotation 15-06 requires FSCs
to co-locatea portion of their trains along with a mission-command node at the BSA; draw commodities from the
BSA; pushsupplies forwardto logisticsrelease points (LRPs); resupply platforms atthe company trains;and return
to the BSA to synchronizelogisticsand setconditions for future requirements. This technique works exceptionally
well when the brigadeis in defense or operating over short-to medium-range LOCs of 25 kilometers or less.
However, it cannotbe sustained for long durations over extended LOCs (greater than 25 kilometers).To do so
requires the BSA to either jump forward — thereby reducing the ground LOC to something more manageable for
the FSC to negotiate — or risk overextension and set conditions for massive echelons-above-brigade (EAB) backhaul
by pushing multiple (more than two) convoys from the BSB’s distribution company daily.

A way
Whilewe do not have all theanswers —and what worked for our brigade may not work inall situations —what

follows is our honestassessment of how the BSB’s core companies and FSCs might be employed to maximizethe
sustainment WfF within most BCTs in most situations.

First,the BSB should havea formal, established relationship with the FSCs, regardless if FSCs areattached to
maneuver units for shortor longer durations. At the command level, this means FSC commanders clearly
understand their logistics professional development and guidance for employment comes from the BSB
commander, thereby preventing them from seeingtheir companies as subordinateto the maneuver battalions
they support. At the staff level, this means FSCs communicate frequently with the BSB’s SPO and actively
participatein key planningand coordination meetings, including LOGSYNCH and the brigade maintenance meeting.

Second, innearly every instance, maneuver units should co-locatea portion of their battalion trains (witha
competent leader and most of the FSC’s distribution assets)insidethe BSA while co-locating their CTCP, UMCP and
battalionaid station (BAS) forward in their unitarea. Doing so ensures the supported unit has a strong, credible
proponent inthe BSA who presumably will stop atnothing to make sure his/her unit’s needs are met.

This also has the following benefits:
e Iteliminates the voice anddigital communicationissuesoften present between BSBs and FSCs;
e Itenablesatrue andfar more accurateandrobustlogistics common operating picture;
e Itensures some logistics capability and most of its maintenance and medical assets arelocated as far
forward as possible;



e |tensuresthe BSB has organicdistribution-company assets on hand to receive and temporarily store
commodities as EAB LOGPACs arrive at the BSA;

e Itincreases security and force protection for the FSC; and

e Itenables the BSB’s distribution company to provide up to two well-planned, well-resourced, independent
LOGPACs dailyifrequired.These two elements could be standard LOGPACs to units unableto co-locate
their trains inthe BSA, emergency resupply operations, FLEs or any combination.

Figure 1. 299t BSB’s BSA setup during NTC Rotation 15-06 at Fort Irwin, CA. Depicted in the photo are elements
from all four core companies and four of the six FSCs supporting 2"d ABCT, 15t Infantry Division. (Photo taken by
Eagle (Aviation) Team pilot, NTC Operations Group)

Third, each brigadeshould plan and execute a logisticsleader-development program, followed by a logistics
exercise (LOGEX) —ideally conducted on terrain that enables doctrinal distances between support areas —to build
foundational logistics competence within the BCT. The former creates shared understandingand expectations on
how BCT logistics and medical supportwill be executed. The latter provides a visual and mental frame of reference
for eachlogistics leader, maintenance manager and medical representative when consideringhow best and where
to best employ LRPs, ambulance exchange points, trains, UMCPs, BASs, the BSA and the like.

In 1stInfantry Division at FortRiley, our former commanding general, MG Paul Funk, provided guidance, time and
spacefor both events priorto our NTC rotation, and we were ableto capitalizeon Fort Riley’s robust capability to
supporta BCT-level movement-to-contact operationto demonstrate these supportfunctions whilethe BCT
simultaneously conducted gunnery and company-level live-fire exercises throughout the trainingarea.By
positioning elements of 15tInfantry Division’s SustainmentBrigadeinthe logistics supportarea (LSA) at Smoky Hill
Army Airfield near Salina, KS (about90 kilometers from Fort Riley); deploying 2" ABCT elements throughout Fort
Riley’s large northern trainingarea;and positioningthe BSA in the southern trainingarea, we were ableto extend
LOCs to meet or exceed doctrinal distances between supportareas and LRPs.

The results were undeniable: leaders, maintenance managers and medical personnel atall levels quickly
understood how and when to report LOGSTATs, LOGSYNCH and brigade maintenance meeting requirements. They
alsoknew how to execute LRPs, time- and distance-planningfactors,and what various logistics nodes look likeand
consistofinterms of capability. Whiletime- and resource-intensive, the foundational competence and logistics
understanding these two events builtacross our formation cannotbe overstated.



Figure 2. LTC C.J. King, 299t BSB’s commander, explains LRP operations to logistics and maintenance
representatives from units across Fort Riley. Before its NTC rotation, 2"d ABCT, 15t Infantry Division, executed a
robust LOGEX demonstration for leaders, emphasizing the functions, placement and capabilities of critical
logistics nodes across the BCT footprint. (Photo by COL Robert A. Law, 15t Infantry Division Sustainment Brigade
commander)
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Figure 3. Concept of the LOGEX. While the BCT simultaneously conducted gunnery and company-level live-fire
exercises throughout the training area, 15t Infantry Division’s Sustainment Brigade positioned elements in the
LSA about 90 kilometers from Fort Riley; deployed 2"d ABCT elements throughout Fort Riley’s large northern
training area; and positioned the BSA in the southern training area, extending LOCs to meet or exceed doctrinal
distances between support areas and LRPs.



Fourth, every unitinthe BCT must understand the importance of a LOGSTAT. While multi-page, complex LOGSTATs
are a method, simpleand to-the-point LOGSTATs designed to providejustenough detail to ensure that Class |
(food and water), Class IlIB (fuel), ClassIlIP (petroleum products), Class IV (barrier material) and ClassV
(ammunition) requirements are known and understood more than 24 hours out is often far less laboriousand far
more effective. Also, ensuringthe entire BCT understands what green (greater than 75 percent), amber (50
percent to 75 percent), red (25 percent to 50 percent) and black (less than 25 percent), or GARB, means is
important. The whole BCT also needs to know when cross-leveling within organizationsisappropriate rather than
callingfor an emergency resupply and why that’s critical; it minimizes the number of unplanned (emergency)
missionsthatcan desynchronizethe BCT’s logistics plan. Keepingthose definitions thesame for all classes of
supplyis highly recommended, and it simplifies reportingas well.

Fifth, units must planand execute LOGSYNCH meetings with appropriateplayers over appropriate mediums well
before a CTC rotation or combat deployment. While LOGSYNCH players canvary, there is no substitute for
“representation by committee” when time and location allow; havingthe battalion executive officer, logistics
officer (S-4) and/or FSC commander represent the supported unitat these meetings virtually ensures allfriction
points will beidentified and deconflicted with the SPO. Also, executing the meeting over multiple mediums —face-
to-face, Defense Connect On-line, frequency-modulation radio, Joint Capabilities Release Chator Secure Voice-
Over-Internet Protocol — ensures the unitnot only has a primary, alternate, contingency and emergency
communication plan,but it also sets conditionsfor those mediums to be sequentially reverted to and employed
should the need arise.

Itis importantto note that co-locatingtrainsinthe BSA enables successful LOGSYNCHs, maintenance meetings and
sustainmentrehearsals, as thereis no substitute for face-to-face communication. Doing so negates any potential
voiceor digital connectivity challenges so often experienced at the CTCP and tactical-operations center and tactical
command posts forward of the BSA. On the flip side, any risk maneuver commanders might assume by placing FSC
elements inthe BSA is marginalatbest, with heavy FSC representation inthe CTCP, maneuver commanders retain
the ability to communicate quickly and efficiently with supporting elements.

Figure 4. Battalion-level logistics planners and managers from across 2" ABCT, 1%t Infantry Division, conduct a
face-to-face LOGSYNCH meeting at NTC. Standing is CPT Sean A. McFarling, 299" BSB’s medical planner. At the
table, left to right, are CPT Joseph M. Bower, commander, Delta Company, 299t BSB; SFC Michael A. Lewis and

CPT Bobby T. Hundemer, both from Headquarters and Headquarters Company, 299t BSB; and SFC Damon K.

McCullough, Alpha Company, 299 BSB. (Photo by SGT Jin Nakamura)

Finally, when most or all these conditions are met, the BSB should take a far more activerolein helping maneuver
commanders shape maintenance plans for each supported battalion within the BCT. While BSBs stay busy



managingorganizational maintenancefor core companies, NTC quickly reinforces thatthe more combat power
generated across theformation, the more combat-effective the BCTis, whichresultsinless Class|X(parts), Class
I1IP (petroleum products) and emerging distribution requirements. This ultimately benefits the distribution
company and the FSCs. In other words, by taking more ownershipina supported units’ maintenance program, the
BSB can directly help the BCT whileindirectly helpingitselfsimultaneously.

Insummary, as logisticiansand BCT logistics/maintenance managers, our job is to ensure our concept of support
and the sustainment WfF enable the BCT's momentum and freedom of maneuver. Given the complexity of this
taskand the personnel and equipment required to achieve success, co-locatinga portion of each FSCs’ trains in the
BSA when ground LOC distances arenegligibleis a critical measureto that end. Also, employingsome or all of the
recommendations cited in this article may help units who struggle with development and execution of their
maintenance plans.
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Acronym Quick-Scan
ABCT — armoredbrigade combat team
ATP — Army techniques publication
BAS - battalion aid station

BCT —brigade combatteam

BSA- brigade-support area

BSB — brigade-support battalion
CTC — combattraining center

CTCP —combat-trains command post
EAB —echelons above brigade

FLE — forward logistics element

FSC— forward-support company
FTCP — field-trains command post
GARB - green, amber, red, black
HRC- Human Resources Command
ILE — Intermediate-Level Education
LOC - linesof communication
LOGEX — logistics exercise

LOGPAC —logistics package
LOGSYNCH — | ogistics synchronization
LOGSTAT — logistics status

LRP — logistics release point



LSA —logistics supportarea

NTC — National TrainingCenter

SPO — support operations

UMCP —unit maintenance-collection point
WIFF — warfighting function



