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Orchestrate, Integrate, Coordinate

Gen. Norton A. Schwartz, USAF, Commander, U.S. Transportation Command

upport to the warfighter worldwide is a top prior-

ity for U.S. Transportation Command, headquar-

tered at Scott AFB, Ill. USTRANSCOM deploys, sus-

tains, and redeploys warfighters and their supplies

and equipment; rapidly transports wounded and
injured servicemembers to medical treatment facilities;
and supports humanitarian and disaster relief at home
and globally.

In September 2003, Defense Secretary Donald H. Rums-
feld designated TRANSCOM as the DoD Distribution
Process Owner with additional supply-chain management
functions, giving the command greater operational flex-
ibility. In May 2006, Deputy Secretary of Defense Gordon
England formally restated the designation in a memo-
randum whose addressees included the Service secre-
taries, the under secretaries of defense, the commanders
of the combatant commands, the director of the Defense
Logistics Agency, and the chairman of the Joint Chiefs of
Staff. The memo instructs the USTRANSCOM comman-
der to develop a DoD Distribution Process instruction
“defining authority, accountability, resources, and re-
sponsibility for process management.”
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USTRANSCOM is in a state of significant transformation
as it seeks to bring together the components, agencies,
and national partners of the Defense Transportation En-
terprise to effect a strategic improvement to the defense
supply chain.

Leading this effort is Air Force Gen. Norton A. Schwartz,
USTRANSCOM commander. Schwartz’s customer orien-
tation keeps his organization focused on their most vital
goal: supporting the combatant commanders downrange.
On a recent visit to Andrews Air Force Base, Md., the gen-
eral took time to speak with Bill Kobren, DAU program
director, sustainment, about his vision for a horizontal
supply chain and his belief in increasing trust and confi-
dence in the distribution process through ever-improving
in-transit visibility.

o

Gen. Schwartz, from a top-level perspective, how would
you summarize the duties and responsibilities of the U.S.
Transportation Command?
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A

They fall into four categories. Fundamentally, the busi-
ness of USTRANSCOM is to get the shooters to the fight.
That’s the core purpose. We're likewise engaged in sus-
taining the forces while they’re deployed or in combat—
a very important function. The third thing is the air med-
ical evacuation function. That’s one of the things of which
[ am proudest because it is part of the contract. In our
volunteer force, it is one of those things that maintain the
faith of our troops in the way we function. We make the
promise that if someone is injured or wounded in battle,
we’ll return him or her as rapidly as possible to the best
medical care the country can provide. Last, we bring the
shooters back home from the fight.

Within the sustainment piece, a very important mission
is the distribution process—a mission given to us by the
secretary of defense in 2003. We’ve been working to
move beyond the notion that air people do air missions,
maritime people do maritime missions, and surface peo-
ple do surface missions, to a more integrated view. We’re
looking at the supply chain too as not just acquisition or
movement or warehousing, but as a more integrated
process to better serve the warfighting commanders.

Q

What do you see as the most pressing short-term chal-
lenges currently confronting the U.S. Transportation Com-
mand?

A

[ think the key thing here for us is making sure that those
folks who are carrying the burden—Gen. John Abizaid
[commander, Central Command], for example, and his
troops—have all that they need. Our goal, as a support-
ing command, is to make John Abizaid and the other
commanders successful and to allow them to worry a lit-
tle bit less about their backsides and a little bit more about
the targets in front of them.

First, we make sure that we have a system that is re-
sponsive to those major customers. Second, we ensure
that we have the tools to do the job: tools that range from
trains and trucks and airplanes and ships, to information
technology, to business processes, and so on. We make
sure that those are sound and in a process of continuous
improvement. It’s a challenge every day.

Of course, none of this works very effectively without
people who know their business, who are passionate
about it, and who get satisfaction out of making others
successful. It is important for us to have a cadre of peo-
ple who have the right tools, knowledge, and preparation.

So those are the major challenges: making sure that our
system is as responsive as it needs to be; having the
right range of tools (some of which are material and

some not) to do the work well; and making sure that
we have people who are well-trained, well-motivated,
well-led, well-prepared, and ready to go rock and roll.

Q
Just for background here, how many people are we talk-
ing about?

A

In the Transportation Command, there are about 154,000
when you consider all the Reserve and National Guard
and the active duty and civilian personnel. A fair num-
ber of folks are devoted to this, and I think that we do our
work pretty well. We just completed, in the last month,
another rotation for Iraq and Afghanistan of more than
100,000 troops. We're at the point where it’s almost rou-
tine.

o

You mentioned the DPO—Distribution Process Owner—
role that was created in 2003. To quote from the actual
memorandum, USTRANSCOM was named as DPO to serve
“as the single entity to direct and supervise execution of
the Strategic Distribution system” to “improve the overall
efficiency and interoperability of distribution-related ac-
tivities—deployment, sustainment, and redeployment sup-
port during peace and war.” How has TRANSCOM had to
adapt over the last three years—and into the future as far
as planning goes—to meet those new responsibilities?

A

In the old construct, we were concerned with—in the
lingo—“port to port.” Our current focus is something
much broader than that, the notion of a horizontal view
of the supply chain. It is superior to the former view, which
was built with silos or stovepipes. If you look at the sup-
ply chain horizontally, all the modes of transportation and
all the partners in the enterprise (the Defense Logistics
Agency, the combatant commanders and their operating
components, the Services, and so on), all of those folks,
all of the contributors to this national capability, are deal-
ing with it in a synchronized, coherent fashion.

The adaptations we’ve tried to put in place are to take on
this broader view, and to not do it in a way that asserts
ownership. I'll give you a case in point: In the early part
of 2005, the secretary of defense declared that no unar-
mored vehicles would operate off protected installations
in Irag. In order to make that possible, lots of things were
done. Uparmored humvees—High Mobility Multipurpose
Wheeled Vehicles—were collected from many locations
and moved by air and by sea into theater. In addition,
there were many thin-skinned vehicles that needed mod-
ification. So modification centers were set up in Balad,
[rag, and in Kuwait, and teams of welders came from all
the Services and from all over DoD, and we moved into
24/7 cycles to equip the thin-skinned vehicles with add-
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on armor Kits. Initially, we flew every one of those add-
on armor Kits to those locations. There came a point when
inventory of the Kits in Balad and Kuwait was such that,
even with the welders working 24/7, we could shift the
mode of transportation from air to surface without in-
terrupting the work pace. So we did that, and we were
then able to move the Kits into theater at one-tenth the
cost.
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If I'd had only the perspective of port to port, and not the
insight into what the inventory of these kits was, I would
have been unable to make the recommendation to Gen.
Abizaid that we should ship the mod kits and that it was
prudent to do so. When you take a horizontal view, and
you look at the thing from when the item comes off the
loading dock at the manufacturer, and you have some in-
sight into the remainder of the supply chain as it moves
it through theater, you can make intelligent recommen-
dations about how to optimize the use of government
and commercial resources and how to best serve—in this
case, Gen. Abizaid and the troops that were moving around
on the ground. That’s one example of this broader per-
spective that I think is healthy and value-added for the
Department and certainly for people who have missions
to accomplish.

o
So that affects ability at reduced cost.

A

This isn’t all about cost. Clearly, cost is a significant con-
sideration. But in our business, there are times when it
doesn’t matter what it costs. What we try to do is focus
on supporting the person assigned the mission. We’re
supporting the commander. That process is maturing.
Having insight back into the supply chain, into things that
remain the domain of defense logistics agencies and the
Service agencies and so on, and then forward into the
realm where the theater commanders operate, is not in-
trusive. It’s value-added. I think people believe that.

Q

You mention DLA—the Defense Logistics Agency—and
the Service materiel commands and so forth. How has the
relationship with those organizations evolved over the last

three years?

A

There was probably some anxiety at the outset. People
in Gen. Abizaid’s command wondered, why is TRANSCOM
at Scott worried about the inventory of armored Kits at
Balad? Why do they care? But I think as this has matured,
there’s a recognition that it’s not about who gets the credit;
it’s about providing support.

In the case of DLA, for example, we are partnering on
something really big. We’re unifying logistics, distribu-
tion, and transportation visibility efforts by combining
the Integrated Data Environment and Global Transporta-
tion Network. GTN is a key system and a tremendous ad-
vantage over what we had 10 and 15 years ago. Ap-
proximately 10 years ago, Internet capabilities grew
exponentially, and that enabled us to evolve the fledgling
GTN into one of the first Web-based systems where we
could aggregate information from multiple systems and
display the information to users on the Internet. GTN is



an automated information system. This automated com-
mand and control—C2—system provides in-transit visi-
bility, which is the ability to track the identity, status, and
location of passengers and/or cargo moving through the
Defense Transportation System.

This is an information technology backbone for the De-
partment at an enterprise level. Previously, DLA had their
Integrated Data Environment system for functions they
had to perform: acquisition, warehousing, inventory con-
trol, order fulfillment, and so on. On the transportation
side, we had GTN to do our part of it: transportation, in-
transit visibility, delivery receipt, and so forth. But if you
take the horizontal view of this from end to end, think of
the power: Instead of having brute-force interfaces between
these two systems, instead having DLA and TRANSCOM
dealing with a common program office, you have an end-
to-end backbone system to which the Services can con-
nect and that looks at this whole thing up-front as an en-
terprise. There’s a recognition that this kind of effort will
bring value to the warfighter and will ultimately result in a
more rational allocation of resources. It will do pragmatic
things, like increase the velocity of the supply chain and—
very important—increase reliability.

Q
Will it also increase visibility to the warfighter?

A

Without a doubt. In the end, that’s really the coin of the
realm. ITV—in-transit visibility—has challenged organi-
zations for centuries. We've made tremendous progress,
but [ know we can—and must—do better.

Many will recall the “iron mountains” of shipping con-
tainers during the Gulf War, when GTN didn’t exist. You
had mountains of supplies and the notion was PUSH!
That was the best mechanism we had, that we knew. The
truth was, it was a rare thing when we had good insight
into what was actually in those mountains of supplies. In
a metaphorical sense, today we have “mounds” of sup-
plies, and we have pretty fair insight into what is in them.
And it’s getting better all the time. In the end, sustain-
ment and our business are about trust and confidence.
If people downrange believe that we’ll keep our promises,
if they believe that when they order and when we say
we’ll get it to them at such-and-such time and place, they’ll
be confident that it’ll occur; then inevitably, behavior will
change. Our supported warfighters won’t submit multi-
ple orders for the same item.

Of course, no one in our business believes in just-in-time
inventory. No commander is going to go without safety
levels of supply if he is facing a thinking adversary. But
now, we no longer maintain the mountain of supplies;
it's a more precise mound. That’s a powerful outcome re-
sulting from in-transit visibility.

The analogy is with UPS: you send me something,
and I can track it on the Web, so [ know where it is
at any point. In that engine there is trust and confi-
dence. That same sort of insight should be available
to anybody in the supply chain. Increasingly, it is
what we are able to provide, and it’s exciting. It’s
not rocket science, it’s not glamorous, but it is fun-
damental. That’s why we’re passionate about it.

Another supporting mission focusing on a more
streamlined, joint, and reliable supply chain is the
work TRANSCOM has done to exercise distribution
portfolio management for the Department. Armed
with our authority as DPO, we’ve pulled together the
various information systems across the Services and
agencies that support and synchronize distribution.
Through a very transparent process and method, in-
cluding capabilities assessments and technical re-
views, we’'ve been able to address gaps, seams, and
redundancies in the distribution process. The Defense
Business System Management Council has approved
our subsequent recommendations for investments
in information systems to enable the improved
processes. The Council, chaired by the deputy sec-
retary of defense, serves as the governing body of
the Business Transformation Agency. We’ve already
delivered on the promise to save the Services mil-
lions of dollars in systems development while im-
proving overall logistics effectiveness. The result is
better connectivity, data quality, and responsive in-
formation. This has a cascading impact to warfight-
ers and logisticians alike, making command and con-
trol and combat support more effective and efficient.

Again, the point of all of this is warfighter confidence and
reliability. We are enabling others to see and act with
agility as opposed to react.

o

With the advent of performance-based logistics, will com-
mercial providers also have the same type of visibility of
parts as they are moving through the system?

A

Yes. There are a couple of aspects to this. You can have
command insight, but it’s not for everybody because you
don’t want the enemy to have it, of course. So one of the
things that’s different for industry is managing access to
information. The GTN is a means to provide the visibil-
ity. We have about 6,000 subscribers. It is Web-enabled,;
people can come in and find out where things are in the
process. There are scenarios where perhaps information
will be more discreet and we work that accordingly. But
the bottom line is that we are almost as much about mov-
ing information as we are about moving stuff. In terms
of working the trust and confidence, visibility is what en-
ables that.
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o

Regarding different modes for moving materiel, particu-
larly sea-based modes, are you finding that global port is-
sues are challenging your ability to get things in and out
of port quickly?

A

The truth is, particularly on the maritime side, global com-
merce is at an all-time high. Ports, particularly on the west
coast, are experiencing record throughput of materiel. An
issue for TRANSCOM is to deploy and redeploy forces
and materiel through these ports as marshalling space
becomes more of a premium requirement.

Infrastructure matters; it is one of the things that I watch
closely. In the U.S., it involves the entire network of roads,
rail, terminals, and airports. It also involves overseas in-
frastructure. Where can we berth ships? Where can they
transit? Where can airplanes land to refuel? What are the
choke points in the network for the various mode oper-
ators? These are among the many infrastructure consid-
erations that our TRANSCOM team continually assesses
with our supported COCOMs so that our nation can surge
to meet their warfighting requirements. We watch reports
of natural disasters or labor disputes or things of that na-
ture that could affect our getting our mission done in time.
Those things may not be particularly meaningful to oth-
ers, but for us they’re key.

Q
Does that entail any Rind of partnerships or innovative
arrangements with some of the private sector port or trans-

portation providers?

A

Clearly. A case in point: Beaumont, Texas. There is a rela-
tionship between our Service component, the Army’s Mil-
itary Surface Deployment and Distribution Command, and
the wonderful people in Beaumont. After Hurricane Kat-
rina, the first people into the port of Beaumont, led by the
sheriff, were our people from SDDC because Army equip-
ment in the port that was deploying to support Iraq had
remained through the storm. The port manager in Beau-
mont and the sheriff—who had many things on their minds
at the time—prioritized that materiel very highly. They saw
its importance to national defense.

It’s a partnership. This is the sort of thing that’s very im-
portant to understand in the surface business, in the mar-
itime business, and in the merchant marine, for exam-
ple. These people are patriotic, and they understand the
significance of what they do and how they contribute. I
work every day to listen, to cultivate, to make sure we do
this right because the U.S. government could never own
all the resources it needs to do this job. Much of what we
have, what we rely on, is in commerce; and when we
need to surge, we get assistance, at much, much less cost
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to the taxpayer. Partnerships with industry are absolutely
essential in our business, and I have found industry to be
extremely supportive. Now there are some things indus-
try can’t do continuously, of course, like lose money—
and I appreciate that. But they do their best, truly, to make
things happen for us. I think it is a win-win for the coun-
try and for industry as well.

o

Another thing you are very proud of is the DDOCs, or De-
ployment Distribution Operation Centers. Can you explain
a little more about those, and the capability they bring to
the warfighter?

A

We used to have entities in theater that were essentially
joint movement control centers. They had a pretty nar-
row focus, mainly on reception and onward movement.
It was important work, but we needed to have something
that was bigger, that could look at things in a more end-
to-end fashion. We wanted to fashion an organization that
had connections to and an understanding of what was
headed to them, as well as the dynamics and require-
ments associated with the retail business of distribution
in theater, going all the way to the PFC Smiths at the end
of the supply chain.

The first DDOC started in Central Command. Each of the
commands has one of these organizations, and they’re
not cookie-cutter operations; they’ve taken on the flavor
of their combatant commanders and the nature and re-
quirements of their specific theaters. They provide an or-
ganization with the people with the tools and connectiv-
ity to look at everything involved in distribution, to reach
back to DLA and the Service materiel providers in the
United States, to those who orchestrate the transporta-
tion, to those who receive it in theater; and then, ulti-
mately, they deliver it to the end user. It has worked pretty
well. The example [ gave you earlier about the armor Kits
for the humvees—that really was the work of the CENT-
COM DDOC, which works for Gen. Abizaid and his J4, so
it is not a TRANSCOM sort of insert. Through the years,
it has become an integral element within the CENTCOM
architecture. It’s also true in the other commands.

Interestingly enough, during Hurricane Katrina, the
NORTHCOM DDOC wasn’t yet mature, and so we helped
Adm. Tim Keating [who led the NORTHCOM civil support
mission to provide hurricane relief] and we ended up de-
ploying a 20-person DDOC to Ft. Gillem, Ga., to assist. To
put it in understandable terms, their mission was to as-
certain the following: Where were the cases of water?
What routes were they taking? What platforms? Where
were the MREs? What loading docks were they coming
off? What routes should they follow, and where were the
handoff points? Where were we going to deliver this ma-
teriel—where did the Federal Emergency Management



Agency want it? Part of this is that you’ve got a pool of
people who understand: airmen who think about sealift,
sailors who think about airlift, surface folks who think
about both. So this is not about functional solutions, it is
about integrated solutions and putting them in place.
o

Would it be fair to say that they are the primary face of
TRANSCOM to the warfighter?

A

It’s a major face; in the operational sense, it’s certainly
our primary face. But in the planning sense, in preparing
for war, we have another. It has to do with our focused
warfighter effort at the command and is also a prelude
to the coming Base Realignment and Closure efforts.

We were once organized along functional lines, by which
I mean you had an air cell, a maritime cell, and a surface
cell. If you organize that way, what kind of transportation
solutions is the air cell going to give you? An air solution,
of course. What we decided to do instead was organize
along cells, but one for each combatant command. The
colonel who runs that cell will be known to that theater;
that’s the person—the belly button—for the commands.
In that cell, we work all of the theater requirements. For
us, a focus on the region is important and that is how
we’ve organized ourselves.

Q

Another mission you have undertaken is the Defense Trans-
portation Coordination Initiative—DTCI. Can you tell us
a bit about that?

A

Industry has discovered that transportation is a cost dri-
ver and has tried to manage those costs. One way that’s
proved very successful is the so-called third-party logis-
tics firm, a world-class logistics management capability
that can come in and essentially run a transportation busi-
ness for any company. About 82 percent of the Fortune
500 firms use these kinds of services. The DoD is several
years behind industry practices and needs to act to cap-
italize on commercial advances. Industry has experienced
cost savings ranging from 7 to15 percent through part-
nering with transportation service providers. That kind
of partnership provides people who are truly experts at
consolidating loads, at providing predictability and relia-
bility, at choosing the best modes and routes for trans-
portation, and so forth. There’s a science to it, and there
are some firms that do it very well.

Perhaps having a third-party logistics provider run DoD
freight movements in the continental United States makes
sense. | think it does. We are excluding certain categories
of freight—household goods, for example, and ammao,
specialized kinds of things—but for routine freight move-
ments, the notion is we can do better by orchestrating
this at the enterprise level, not necessarily at the instal-
lation level. We put out a solicitation last month [March]
and we expect replies from industry in the August time-
frame. If all goes according to plan, by the end of the first
quarter of fiscal year 2007, we will have a third-party lo-
gistics provider of some considerable reputation helping
us to orchestrate freight movement in the United States.
It will start small at DLA depots, and then over time, it
will expand to other locations around the country. Of
course, DLA is a major partner in this. The idea is that we
will have an optimized freight movement process for DoD
in the continental United States, and that will bring sav-
ings back to the Services that ultimately pay for this sup-
port.
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While this is common in business, it’s new in our domain.
DoD isn’t like Wal-Mart or Home Depot in every respect,
to be sure. We understand that there are unique aspects
for our freight, but the idea is that here’s another way for
us to manage costs—and transportation is a cost.

o

Are there other initiatives you've undertaken since the ad-
vent of the DPO, and even before that, in terms of lever-
aging the capabilities of the commercial sector and what
they bring to the table?

A

As implied earlier, the government couldn’t do all this by
itself, nor does it want to. On both the maritime and air
sides, we have very substantial capabilities and arrange-
ments with industry to come surge with us when the need
arises. I think this has proved vitally important over time,
as recently as the advent of Operation Iragi Freedom. We
will continue to use our commercial partners intensively
because they’re part of the team. It’s important. Part of
my role is to keep an eye on those industries, to recog-
nize when the things that we do make it more difficult
for them to provide national security services, and so on,
and we work those issues as they arise. That’s a key area
of partnership that will certainly continue. DTCI, I believe,
is another area where we are certainly reaching out to in-
dustry.

Q

How do you see The new ID requirements impacting op-
erations?

A

Well, we talked about in-transit visibility. The way for that
to occur is through various means of automatic identifi-
cation technology. As you are aware, there are different
ways to do radio frequency ID: classic “active” modes,
which typically have brick-sized tags that many of your
readers may have seen; or the somewhat newer “pas-
sive” modes, which are not quite barcodes, but similar.
“Active” allows you to read stuff from about 300 feet away,
in round numbers. “Passive” provides you that ability
within maybe 10 feet. The bottom line is that RFID gives
you insight into where containers might be, where pal-
lets are, where boxes are. Increasingly, we are deploying
this technology. We have a number of pilot programs to
demonstrate the benefits of active versus passive RFID
and to integrate that into the backbone data systems. This
information needs to show up in a fashion that enables
decision makers to make informed choices. The focus is
on trying to get our arms around what I call these “thou-
sand points of light” and try to bring some coherence to
this. I am doing this with our partners from the Office of
the Secretary of Defense so that what we end up with is
not a hodge-podge of RFID. The data need to go to the
right places so we can use them to the best effect.
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TRANSCOM'’s going to act as the quarterback and bring
value to the supply chain as a result.

LO]

In the same vein, you have certainly seen the Defense Sci-
ence Board’s recent summer study on transformation and
its recommendation for a joint logistics command.
Thoughts on that?

A

I know there are those who believe in traditional hierar-
chical organizations. They’ve worked in the past, so it’s
understandable that the DSB would see some promise in
that. There are other models, though, and I think that the
“supporting and supported” model has equal merit. In
industry, it is well understood now that you don’t have to
own stuff to get it to perform. I believe that. Our focus is
not to assert our dominion, but rather to recognize that
we have a mission assignment—in this case, the distrib-
ution process. We can do it through collaboration and
partnership and the power of our passion, and that’s how
we propel this process along. I know the DSB suggested
that you cannot accomplish what is needed without com-
mand relationships and this sort of dominion, but I think
we can accomplish a lot. There are some downsides to
asserting dominion, and I am not sure that they are fully
appreciated.

Q
So it would be fair to describe your vision of TRANSCOM
as a sustainment and distribution integrator?

A

Yes. The idea is to try to orchestrate, integrate, coordi-
nate, and do it in a way that puts the focus where it be-
longs: not on the logistics community or the logistics en-
terprise, but on the supported commander. We need to
recognize that all of us are in this business to make Gen.
Abizaid successful. If we have that as the first imperative,
there is much to be accomplished.

Q

You recently said that the DoD is in “surge” mode, and you
stated that when the global situation returns to a peace-
time mode, you are concerned with maintaining the readi-
ness on the organic force and having enough work for
commercial partners so that they will still be around to
surge with us when we next need them in wartime. How
does USTRANSCOM try to achieve this balance? What ef-
Jforts are being made to reach out to industry and ensure
they are retaining the necessary commercial capabilities?

A

Managing the Defense Transportation System is a con-
tinuous process of managing sometimes competing in-
terests and constantly refining the sweet spot in the mix
of organic and commercial lift. We are heavily engaged



today with our organic platforms in direct support of com-
bat operations in Iraq and Afghanistan. This surge in op-
erations spills over to our commercial partners as they
support the transoceanic portions of air and sealift. How-
ever, in peace and war, USTRANSCOM supports the sec-
retary of defense’s directive that DoD shall, to the maxi-
mum extent, use commercial U.S. flag capacity if such
shipping can be expected to be available to meet DoD’s
operational requirements.

The Civil Reserve Air Fleet is made up of commercial civil-
ian air carriers who volunteer on an annual basis to make
their aircraft available to the U.S. Armed Forces in return
for the Department’s peacetime airlift business. The air
carriers are paid no extra incentives or premiums, and
no laws exist to compel their assistance or nationaliza-
tion. Awarding sufficient guaranteed amounts of the De-
partment’s peacetime business has been an effective in-
centive to convince air carriers to commit airplanes to
the Civil Reserve Air Fleet program for more than 50 years.

Annually, the Department awards all its known airlift re-
quirements to the participating U.S. air carriers in pro-
portion to the number of airplanes they commit to the
program. This guaranteed amount of business is used by
the air carriers to obtain financing for operations, im-
provements, and expansion of their fleet. As additional
airlift requirements are identified throughout the year,
these too are awarded under this contract to the carriers
in proportion to their commitment to the program.

Q
In the same vein, you recently advocated purchasing ad-
ditional C-17 Globemaster III aircraft beyond the 180 cur-

rently on order. Can you share why you believe this is nec-
essary, and what short- and long-term impacts you see on
USTRANSCOM and the U.S. industrial base if the addi-
tional aircraft are not procured?

A
In determining whether or not to procure additional
C-17s, we must look at a variety of information.

First, the final report of the Mobility Capabilities Study,
which has been in progress since spring 2004, has been
released. The study has advanced our knowledge of na-
tional mobility requirements and is a data point upon
which we will continue to make decisions about the proper
mix of organic mobility platforms. The study said a fleet
of 292 large airplanes provided about the right capacity
for the missions that we foresee at moderate risk.

Second, the C-17 is being used in a capacity and at a rate
never before anticipated. We are consuming airframe life
at a rate greater than we planned. For example, we are
using the C-17 in a tactical airlift role in Iraq and
Afghanistan. It is fulfilling a portion of missions previously
flown by the C-130. Which brings me to the third point.

A third of our combat delivery C-130 fleet are nearing the
end of their service life. These Vietham-era workhorses
are facing structural fatigue cracks in their center wing
boxes. Let me take you back to the U.S. Forest Service
C-130 fighting fires in Yosemite, Calif., in June 2002. The
airplane was making a fire-retardant drop over a moun-
tain valley when the wings separated from the fuselage.
Close examination of the video revealed that the right
wing folded upward first, followed by the left wing about
one second later. Examination of the center wing box re-
vealed a 12-inch long fatigue crack. That remains etched
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Jur focus is not to assert our
dominion, but rather to
regugnize that we have 3
mission assignment—

in this

in my mind when [ ask our young airmen to fly missions
in support of worldwide operations.

Finally, the C-17 has been accomplishing yeoman’s work
in the strategic airlift business. As has recently been re-
ported, the C-17 has flown its millionth hour, the equiv-
alent of flying every minute of every day continuously
for more than 114 years. In the strategic airlift business,
the C-17 and C-5 are working harder than ever before.
The C-5 has a niche market; the C-17 doesn’t. However,
the C-5 is facing reliability challenges. Over the past five
years, its mission-capable rate has never exceeded 67
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percent, which is below our wartime goal of 75 per-
cent. So we’re currently undergoing a modernization
and re-engining effort that will allow it to achieve or
better this 75 percent goal. To date, 12 C-5s have suc-
cessfully undergone the first phase of modification, and
we have flown more than 600 operational hours with
eight of those aircraft. Success of the second phase, re-
engining, will not be known until operational test and
evaluation is complete at the end of fiscal year 2008.
By that time, the 180th C-17 will have been delivered.

With those factors and others in mind, I favor immedi-
ate funding for about seven additional C-17s. This should
be considered a cost-of-war issue and be included in the
upcoming supplemental spending bill.

o

From an acquisition perspective, what are some of the
TRANSCOM capabilities and responsibilities that the ac-
quisition community in general—the PEOs, the program
managers, the logisticians, and the program offices—
should know about?

A

Reliability, transportability, packageability—all the “-abil-
ities.” The thing here is in the design and acquisition
process. What we want to do is minimize inventories. We
want to have those effects on the supply chain that sup-
port the troop on the far end. The acquisition process
should look at ways to minimize sustainment, not to make
it a more demanding system. Less is better. Less is also
better in terms of transportability. The idea is, again,
weight, size, durability, reliability; those imperatives are
very important from our point of view in getting the shoot-
ers to the fight and sustaining them while they are en-
gaged. To the extent that those who design and field re-
sources for defense can pursue those imperatives, it is
certainly helpful to me in our line of work and certainly
to the shooter downrange. My appeal to the acquisition
community would be to think about supply chain issues
as they do their work.

Q
Is there anything else you'd like to add?

A

The key point is that we’re truly about trying our best to
make others successful. We're trying to bring value to
combatant commanders who carry the burden and to
their Service components, to their Services, who have
such an intense interest in the outcome. We want to pro-
vide a bit of vision here on the path that I think we need
to follow. It is fun. It is exciting. I hope that you and your
readers get a sense that we are really serious about try-
ing to improve business process, to bring value to the Ser-
vices and the Department. That comes down to manag-
ing cost and delivering for the guy who really counts—that
staff sergeant in Fallujah, Iraq. It’s all about the warfighter.
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