USAREUR Theater Engagement Strategy and 21st TSC

     The fall of the Berlin wall, NATO expansion and the expanding USAREUR theater engagement strategy led to a shift in focus for logistics, particularly transportation, to support the projection and the sustainment of US forces.  Prior to 1995, our area of operations were limited to Germany, the Benelux and Italy.  Our logistical support was directed at sustaining forward deployed forces.  The new focus places maximum emphasis on our ability to rapidly project forces, move freely, and train anywhere in Europe.  In 1995, the Dayton Peace Accord and deployment of forces into the Balkans precipitated a series of initiatives to develop new lines of communication for deployment and sustainment of forces in a rapidly expanding area of operations.  Those initiatives started with deploying forces to Bosnia, grew as we deployed forces to Kosovo, and continues to evolve as USAREUR looks to the future.

IFOR/SFOR Deployments

     Prior to the Dayton Peace Accord, there were no U.S. rail or motor transport movements into Austria or Hungary, let alone the Balkans or other Eastern European countries.  Deployment to Bosnia was complicated because it is landlocked with limited  transportation infrastructure.  Much of the existing infrastructure was destroyed or neglected during the war with Serbia.  Lines of communication (LOC’s) to countries we  operated in passed through up to as many as six sovereign nations.  In addition, the most direct route was complicated by Austria’s long-standing position of neutrality.

Rail Conferences.  To overcome a lack of experience and operational knowledge, 21st Theater Support Command’s (TSC) 1st Transportation Movement Control Agency (TMCA) established contacts with the military authorities and the railway officials of all the countries which we needed to transit in EUCOM.  The first international rail conference of its kind was hosted by the 1st TMCA in Kaiserslautern, Germany in the fall of 1995 with the national railway authorities of Germany, the Czech Republic, Slovakia, Austria, Hungary, Croatia and Slovenia.  This first conference was an important ground breaking event that established processes and set the pattern for many future initiatives.  These efforts with former Eastern Block countries paid off as USAREUR deployed the Implementation Forces (IFOR) from Central Europe to the Balkans.  Initial trains were routed through Czech and Slovakia.  However, Austria quickly agreed to allow transit of forces in support of the United Nations sanctioned operation.

Host Nation Interface.  Included in the deploying forces was the V Corps’ 27th Transportation Battalion (Movement Control).  The 1st TMCA and the 27th Trans Bn quickly established valuable liaisons with host nation officials in Budapest and Taszar, Hungary.  Procedures for highway movements and border crossing were soon established with this Non-NATO country.  They also developed procedures for rail, commercial bus and truck support to Stabilization Forces (SFOR).  To facilitate this mission, the 27th Trans Bn hired several translators who have since become experts in transportation and continue to support US forces as Brown and Root Services transportation specialists.  In addition to Hungary, the 1st TMCA placed an LNO with the Austrian Ministry of Defense in Vienna to help coordinate movements.   These liaisons have proven to be critical and are still in place today.

Developing Infrastructure.   As the area of operations matured it became necessary to improve the transportation infrastructure.  In addition to building floating bridges across the Sava River, the rail line was rebuilt by NATO so that it extended to Lukavac, Bosnia.  Additionally, the introduction of CONUS based forces for later rotations added a new dimension.  To shorten deployment timelines, 21st TSC conducted Reception, Staging and Onward Movement (RSO) operations in the port of Rijeka, Croatia.   CONUS based units were no longer limited to deploying through Western European ports.  

 SFOR Sustainment.   To sustain deployed US forces, the use of ground LOC’s from Germany to Taszar and Tuzla greatly expanded.    In 1996, 37th TRANSCOM (USAREUR’s line haul truck unit) established Eagle Express to provide continuous line-haul sustainment to the Balkans and shortened Requisition Wait Time (RWT) from 20+ days down to the 10-13 day range.  The route used convoy support centers (CSC) in Regensberg, Germany and Bruck, Austria.  The CSC in Austria was among the first cooperative efforts between a NATO nation and Austria for a military operation.  Eagle Express delivered cargo in three days to Taszar and four days to Tuzla from Kaiserslautern.  The 21st TSC eventually transitioned Eagle Express to commercial truck and rail, and subsequently outsourced the operation to Brown and Root Services.  Brown and Root Services drivers reduced transit time to 24 hours using a “pony express” truck operation ultimately shaving SFOR intra-theater (RWT) to 6 days from a request initiated in Bosnia to receipt in Bosnia.

     The SFOR air line of communication originates or transits Ramstein Air Force Base, Germany with destinations at Taszar and Tuzla.  In 2000, as part of the USTRANSCOM/DLA Strategic Distribution Management Initiative, the Theater Distribution Management Center (TDMC) , jointly staffed by USAFE and 21st TSC was established at Ramstein.  The TDMC decides whether to leave cargo in the air system or divert it to ground transport based on availability of intra-theater aircraft and weather.  In another endeavor, the 21st TSC established their Theater Distribution Center (TDC) in Kaiserslautern to receive commercial containers, Military ALOC and Commercial ALOC cargo, break it down from multiple consignee cargo into delivery routes and routinely move the cargo to over 60 supply sites in USAREUR daily.   The combination of ground and airlift improved customer support by reducing transit times and dramatically improving the reliability of theater distribution to the point that our OCONUS high priority wholesale supply demands are delivered to this theater in ten days.

SFOR Deployments.  After ten major SFOR rotations, deployments are now routine.  With the Military Traffic Management Command’s (MTMC) 598th Transportation Group units managing port operations ICW 21st TSC, we have demonstrated strategic agility by conducing RSO operations in Rijeka, Croatia; Koper, Slovenia and Bremerhaven, Germany in support of SFOR.   Rail operations from Rijeka, Croatia to Lukavac, Bosnia are now as routine as movements in Germany.   Koper, Slovenia now gives USAREUR yet another deployment option for Bosnia and further enhances EUCOM’s theater engagement strategy.

                                                KFOR DEPLOYMENTS

     The challenging deployment of Task Force Hawk to Tirana, Albania required us to develop an alternative to APOD’s that are quickly overcome by MOG constraints for airlift and find new SPOD’s that could accommodate large scale shipments by sea and ground into Kosovo. 

Opening of Thessaloniki, Greece.   To improve deployment operations, MTMC and the 21st TSC’s 29th Support Group opened and operated the Port of Thessaloniki, Greece for the second KFOR deployment and redeployment.  Since the U.S. had no permanent presence in Thessaloniki, deployment of over 300 soldiers to conduct the Reception, Staging, and Onward Movement (RSO) operations proved to be quite a challenge. The initial move by rail to Bremerhaven, the long ocean voyage from Bremerhaven to Thessaloniki, and then a 200 kilometer convoy to Camp Able Sentry (CAS) in Skopje, Macedonia for deploying units was too lengthy and inflexible.

Building on Success.  Building on the foundations laid in developing the SFOR ground LOCs, the 1st TMCA, with the assistance of various Defense Attaches, coordinated with the various host nation Transportation and Defense ministries of Romania, Bulgaria, Greece and the Former Yugoslavian Republic of Macedonia (FYROM) to develop a ground route to Kosovo.  A series of conferences, meetings and reconnaissance trips resulted in the first use of rail, Victory Trains as they were called, from the Central Region to Kosovo in April of 2000.  Certain oversized equipment (primarily M1s) could not be railed through the southern portion of Bulgaria and required an alternate plan for the M1s. The train with the M1s, the first ever US Army mission in Bulgaria, railed to Radomir, Bulgaria where the equipment was downloaded and moved 200 kilometers by HET to Camp Able Sentry in FYROM.  The second train railed the entire route through Germany, Austria, Hungary, Romania, Bulgaria, Greece and FYROM.  This movement of the task force by rail and highway marked the opening of a viable ground line of communication from the Central Region of Europe to Kosovo.  

    The opening of this new ground LOC provided EUCOM and USAREUR with increased options for deployment and sustainment of forces.  We now have the choice of deploying by any mode of transportation or any combination of modes.  Prior to the opening of this Pan European Corridor IV, deploying forces were restricted to air and sea for the “strategic or operational” portion of the movement.  Now, we can exercise the option, or mix of options, to best meet the commander’s intent.

      Deployment by rail increased the flexibility and improves the ability to phase the deployment over time to allow for the orderly closure of forces and sequences the relief in place (RIP) of missions between incoming and outgoing units.  Deployment by rail also reduces the resources required to move forces.  The moving units only load equipment one time and the equipment moves to final destination by rail.  

     Additionally, USAREUR expanded the Brown and Root Services line-haul mission to include service to KFOR.  Sustainment cargo is now delivered via truck from the 21st TSC’s Theater Distribution Center in Kaiserslautern, Germany to Camp Able Sentry, Macedonia in 50-55 hours and KFOR soldiers can expect a repair part from CONUS in 13-14 days.     

Developing Infrastructure.   As in Bosnia, the infrastructure required work to support our movements efficiently.  One problem was the poor condition of the thirteen bridges inside FYROM on the road (Route Diamond) from Bulgaria.  The first M1 movements over this route required downloading of the loaded Heavey Equipment Transporters (HETs) to cross the bridges to ensure that the load limit was not exceeded.  Working with NATO, the 21st TSC staff engineer arranged for structural upgrades of the bridges that now makes them suitable for fully loaded HETs to traverse.  The structural enhancements offer improvements for commercial traffic as well.

Burgas, Bulgaria.   To give USAREUR another deployment option and increase our Theater Engagement footprint, the Port of Burgas, Bulgaria on the Black Sea coast was tested by 21st TSC during a previous KFOR rotation.  Two KFOR rotations of helicopters and support equipment have now moved through Burgas, Bulgaria thus reducing the reliance on Thessaloniki, Greece and developing multiple options for SPOD/SPOE’s.  Additionally, the 21st TSC made use of airfields near Plov Div and Sofia, Bulgaria for refueling of deploying/redeploying Army aircraft.  The command is also now postured to use the newly formed Bulgarian National Logistics Coordination Center (NLCC) in support of USAREUR operations in Bulgaria.  The 21st TSC now routinely staffs a LNO in the Sophia NLCC when we are transiting the Bulgarian AOR.  

Pristina, Kosovo.  In KFOR 3A/3B, we received approval from EUCOM to use the commercial airfield at Slatina to redeploy the 101st Abn Div soldiers from Camp Bondsteel in Kosovo.  All 22 redeployment flights went out of this APOE and virtually eliminated the transit of KFOR soldiers into Macedonia for redeployment by air and improved the quality of support to their soldiers by reducing their ground bus transit times for redeployment to less than an hour.

Expansion of NATO/Theater Engagement

     USAREUR’s mission to promote stability in the region requires an extensive Theater Engagement Program.  In addition to the peacekeeping operations in the Balkans, USAREUR is engaged throughout the theater in a number of ways as NATO and the Partnership for Peace program expands.  

Maintaining/Improving Relationships.  Maintaining open lines of communication throughout the theater is an ongoing process.  Initial successes must be followed with long-term commitments to keep multi-national cooperation flourishing.  In order to facilitate movements on an ongoing basis, the 1st TMCA has maintained liaison officers on site in Vienna and Budapest since the early days of SFOR.  Additionally, they placed a LNO in Bucharest Romania for KFOR.  As needed, LNO’s are also now established with Bulgaria and Greece.  In addition to these ongoing liaisons, the 1st TMCA periodically convenes international conferences with personnel from the various ministries of defense and transportation, and the rail authorities of transited countries.  These conferences discuss surface movements and work toward further improvements in procedures and processes that can save time and money, or provide better service to the U.S. forces.  The most recent SFOR/KFOR Conference involved the US, Germany, Czech, Slovenia, Austria, Croatia, Slovakia, Bosnia, Bulgaria, Romania, Greece, FYROM and Great Britain.

Rail Movement into Turkey.  Recently, the US Element of NATO’s Allied Command Europe Mobile Forces (Land) conducted its first rail deployment to Turkey for an exercise.  This deployment, again building on earlier successes, used the existing KFOR line of communication as the basis for the movement.  A rail conference convened in Istanbul by the 1st TMCA brought together the government and rail representatives from Bulgaria and Turkey to develop the processes and procedures for the final leg of the rail line into Turkey.  With minimal adjustments by all concerned, we were able to project forces into Turkey; something that would not have been imagined even 3 years ago.  Every exercise improves our movements that cross national boundaries, deal with new carriers and railways, and requires coordination with host nation authorities for diplomatic and customs clearances.  

Exercise Victory Strike.  NATO’s growth provides access to a wide variety of training areas for aviation operations, maneuver/live-fire exercises and gunnery.  V Corp’s Victory Strike exercises in Poland were some of the largest deep-strike training events in recent memory.  The first exercise in 2000 was a joint U.S./Poland military training exercise and the first time major U.S. forces operated on Polish soil since WWII.  The operation involved the movement of a brigade task force using over 50 trains with 1,400 railcars carrying nearly 1,700 pieces of equipment and over 3,000 passengers – the largest troop movement by train since World War II.  The exercise also involved air deployments and convoys movements across the German/Polish border.  The second iteration of Victory Strike concluded in October 01 and was on the same scale of magnitude as the FY 00 exercise and again demonstrated USAREUR’s operational agility in force projection.  

The Road Ahead

     As we look ahead, we anticipate new challenges and opportunities for theater engagement, and look for ways to improve our ability to deploy and sustain forces.  

Future Potential of Serbia.  To improve our ability to support US forces and enhance force rotations in Kosovo, we are working with EUCOM to obtain diplomatic authority to transit Serbia.  Transiting Serbia will reduce transit time from Bremerhaven to Kosovo from 5.5 days to 3 days as we eliminate the need to transit Romania, Bulgaria and Greece.  That single enhancement will shave 2-3 days off of the ground LOC supporting Kosovo and ultimately reduce OCONUS RWT to 8-10 days.  The Defense Logistics Agency is currently shipping non-military cargo successfully through Serbia to Kosovo.  

Constanza, Romania.  As part of Europe’s theater engagement strategy, 21st TSC is also pursuing the possibility of conducting the next KFOR rotation through the Black Sea port of Constanza, Romania.  Use of this port will add another option to increase flexibility for the theater to respond to deployment challenges in the Balkans and enhance NATO capabilities.

Operation Enduring Freedom.    Lessons learned from expansion of logistical capability within Europe lays the groundwork for similar support to our requirements in Operation Enduring Freedom. The 1st TMCA held preliminary discussions in October  with the Deutche Bahn (DB)(German Railways) about possible movements to Central Asia.  Again, there will need to be a diplomatic framework laid with the governments concerned before much progress can be made.  At this point, however, we know that the DB and the Russian Federation Railway offers commercial rail/container service several times a week from Berlin through Poland, Belarus and Russia to Central Asia.  The 7500+ kilometers, 14-day route has a proven track record of commercial reliability and should support our movements if and when needed.  When we consider that a single train of 60 containers equates roughly to 20 C17 sorties, rail to Central Asia appears to be a viable alternative.

Conclusion

     As a result of ongoing theater engagement initiatives, USAREUR can rapidly project forces to distant and varied locations to support EUCOM.  Close working relationships with transportation and defense authorities in many nations throughout Europe, including former Soviet Block countries are now established.  Moreover, 21st TSC has built a solid core of logistics and transportation expertise ready for joint and multi-national sustainment and theater RSO operations.
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