JOINT LOGISTICS AND EDUCATION DEVELOPMENT FORUM #3 (JLEDF 3)
22-23 October 2008
Wednesday, 22 October 2008

0800-0815  Welcome (Overstreet)

In about an hour there will be two classes from ALMC join the group (TLog & Joint Course on Logistics)
Thanked/acknowledged SOLE – mentioned the strategic alliance
0815-0900  Overview of Defense Logistics Education Executive Workshop (O’Brien)

How we got here
• Second JLEDF was to have been a gap analysis, but shifted to discussion of the HCS and the Center of Joint and Strategic Excellence (stood up on 1 October)  It’s got two deliverables: 1/ a landscape analysis of the courses out there and 2/ development of a core joint logistics curriculum.  You will not go to the center for education: it has a coordinating and synchronizing function: it’s just to make sure it know what is out there and synchronize overall joint educational efforts

•  Third JLEDF was to have gone back to the gap analysis, but the J4 shifted the focus to collaborate with the initiatives of the center
Defense Logistics Education Executive Workshop

• LTG Gainey on 3 October hosted the workshop with senior service logisticians, COCOMs, some selected senior levels from industry and academia.  Three goals: 1/ define some senior level logistics competencies (using some of the HCS and JLEDF’s previous work); 2/ determine how to best leverage what industry does in training their logisticians with an eye to collaboration and synergy; and 3/ how to best put education, training & experience together, with the help of academia

• 1/ Take the competency list and prioritize to the “top 10”; and 2/ Develop academic requirements list for academia.  Parking lot item – mentoring (which will be discussed in February 2009)
•  Core competencies list shown.  Focused on “financial management” – what does a logistician need to know about FM?  It’s not the DoD “budgeting” process, but rather FM.

•  3 Objectives:  1/ Review the competencies to get feedback for the top 10, for each level; 2/ Provide update on the ongoing initiatives (HCS and the Joint Center) and provide insights into academia on what the customer wants (senior, service & COCOM levels); 3/ Assist the Joint Center with the development of their deliverables

•  Joint Log Course Review and input to the Joint Center

Quadrilateral Logistics Forum (QLF) Logistics Training Requirement Working Group

•  Requirement to identify what a coalition senior logistics officer needs to know

•  They’ve identified 9 coalition logistics functional competencies: coalition logistics context, supply & service, materiel & maintenance, movement & transportation, engineering support, medical, contracting, host nation support, funding mechanisms. 
•  Next meeting is in December
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Summary/Way Ahead

•  Core curriculum has to be developed by summer

•  J4/Joint Center will be “synchronizing”/”coordinating” all efforts

•  Long term goal is one single focus for joint logistics education and training

•  Multiple initiatives will require constant communication and feedback – almost all will be fed to the Joint Center and other initiatives

Questions/Answers

Q (George) – Do we have a Wiki page?  A – Yes, but not everyone can access it.  Link will go back out to everyone.
Q (George) – Will we be able to allow academia to get to the page?  A – We’ll work on it?

Q (George) – Will we be able to continue to get feedback from people and allow them to be part of the process in identifying what direction we need to be going?  A – Of course.

Q (Erb) – We’re defining “Senior Logistics” leaders as O-5/O-6?  A – Yes, with mid-level as being O-3/O-4.

Q (Purdham) – Still not clear on the deliver for 09 – the Core Logistics Curriculum.  What is it – a set of courses, a POI?  A1 (O’Brien) – An identification of what should be taught (i.e., a set of objectives), not necessarily courses.  A2 (Topic) – What is it our senior logistics leaders need in the realm of joint operations over the course of the coming decades.  There’s such a broad difference in what the service schools teach about joint logistics, from a little to a lot.  There’s no common repository for the material, we may not be teaching the latest joint logistics information/guidance – our objective is to try to put together a common understanding of what we want, and get products out to everybody.  A3 (Barbara) – A large percentage of the joint logisticians are civilians, we’re talking about the entire logistics community … a large audience, a large group that needs training.
Q (Willis Jackson) – Putting all of the courses is a great idea, but unless you make it regulatory we’ll be in the same situation.  Who do you have on your panel representing the intermediate levels to ensure that the O3/O4 training gets synchronized.  A1 (O’Brien) – Agreed that it has to be written, synchronized, then taken through the OPNET piece.  A2 (Needham) – Mr. Bell asked them to take it to the initial entry level [military officers].  What do officers at the various levels need to know about joint logistics?  At the intermediate level, you need to know service logistics.  Then, in moving up, the focus has to be on integration.  The intent of the core curriculum is to provide a “shopping list” of what could (rather than should), a pull rather than a push.  There’s another effort ongoing with the J7 to try to get more of the “shoulds” in.

Q (Bragdon) – Wanted to challenge the issue of the 10 competencies, and asked that they be validated during the discussions; joint logistics – military, civilian community and non-profits all need to be integrated.  A1 (O’Brien) – Will provide his first point back to the Executive Workshop group; and focused on “defense logistics” rather than “joint”  A2 (Topic) – Emphasized that the civilian academic community offers up opportunities to meet the needs of what DoD can’t do.
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Q (Anderson, AFIT) – Are we trying to look at everyone in a broad, one-size-fits-all view … at what point does it go between general and specialized?  Also, will we be looking at the constraints (e.g., limited budgets and operational time)?  A (O’Brien) – This is broad: we will try to narrow it initially by focusing it on the core curriculum piece, using education that already exists and adding joint logistics into it, first at the senior level, then at the mid-level. [There is some discussion about sending senior leaders to COCOMs for case studies, etc.]

Q (Grosson) – There’s a great body of knowledge out there that most of the folks here might not know about.  Suggested that as many of those studies as possible get posted on the website.  Also, joint logistics has to follow a national strategy, one in which the nation manages its industrial base, works with its coalition partners, and integrates with the globe.  It looks like we’re starting in the middle (O4/O5), rather than starting at the top down.  A1 (O’Brien) – Website point is valid; will address the second point at the next workshop.  A2 (Hall) – Reinforced the web site focus.
0915-1015  LTG Gainey

“We’re here to talk about education.”  We have so much to do … we really need your feedback, candor, input to help us get to where we need to go.  My goal is getting it right on the 80% mark.
Shared direction on where they’re going and what the role of the J4 is.

•  Why must we change?  Everything has changed.  The enemy is different, the lines of communication are not secure, we have get transit agreements for both military and commercial convoys; the enemy gets a vote, and he changes a little more rapidly than we are.
•  Joint logistics is 22% of our budget – what we need to do is be more effective and efficient. [You can have both, but you can’t just have efficiency

•  Joint Logistics Compass – What is my job and how do I do it?  ‘You’re supposed to be the advocate for all of the COCOMs, making sure that all of their requirements are met.’  Unless we get all of the services and COCOMs to agree on the direction of the joint logisticians, we’re dead in the water.  Presented COMPASS to the COCOM/service J4s/OSD to validate the future state, the road to get there, and what are some of the key parts.

• What’s the Future State? … Support the joint warfighter, giving him different capabilities and options.  To do that, you have to have sustained logistics readiness; a means to share your resources.  Right now, many of our solutions are driven by our fiscal constraints, rather than defining the problem identifying how to solve it then getting the resources?

•  How Are We Going to Get There?
First, a common end-to-end framework, that measures the success of all parts - rather than measuring all pieces in a silo – without letting our authority and funding constrain the design of the system.
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Second – we have to have logisticians that can interoperate not only in a joint service environment, but also with a UN/coalition, State Department or US AID partner.  Third – Life Cycle Management.  We buy great weapon systems, but nobody designs in as  mandatory requirements reliability and supportability.  Let’s put the money there up front early.  We’re trying to work to put the key performance parameters in before they go into design phase.  [AT&L has gone out to the services – and the J4 is working with the acquisition community.]  Logisticians have to properly document the failure data the difference when RMS is built in up front.
•  Critical Enablers – 1/  Explicit decision authority, a vehicle by which we govern ourselves to get everybody to agree on the direction that needs to be attained.  2/  Shared language (aka a “common logistics lexicon”) – speak in a common language that everyone is going to hear and understand us.  3/  Metrics need to drive the right behavior.  What is it you’re trying to do?  What information will tell you that you’re doing it right?  Are you collecting the right information today or do you have to put a requirement on the system to collect it?  We’ve got to measure the right behavior, and optimize not the segment but the whole process.
•  Our People – Our Future.  We need logisticians that are adaptable, flexible, can make the right decisions at the right time.  [Provided copies of Joint Pub 4.0, July 2008.]

•  What I Need From You?  I need you to think differently – joint, enterprise.  How would you do it differently?  We need to make decisions on what’s best for the nation, and do it interdependently.  We have to look at this as total capability, not through our own rice bowls.  We’ve got to pull your experience into how we design our future training.  We’ve got to be much, much more flexible, so that doctrine continues to evolve with our new processes.  It’s everybody’s input that’s going to make us the best joint logisticians.
•  As a Reminder … Figure out how we can have interoperability with academia, telling them what we need and them telling us what they have; and then trying to figure out how to redesign.

Q (CPT Gepheart) – What are some of the obstacles that you’ve seen in integrating the longer courses into/across services?  A (G) – Probably OPTEMPO.  The Combat Engineers have already done this last year, developing a course that all of the services attend and train to the common, joint elements (then they go back and get their service “sub-elements”).

Q (officer from Indonesia) – How can you use the foreign service officers that have been trained to leverage their training/experience?  A (G)  Going out to the international partners to talk about interoperability with the international community; redesigning; then also bringing it back to the international community.

Q (CPT Highland, TLog) – Common theme is the inability to talk between the services to talk about/across the whole process.  What are your thoughts of getting to a Joint Logistics Command?  A (G)  Can’t get there just yet, but we can look at the success that Britain and Australia have.  I’d like to see a single Joint Process Owner, rather than segment process owner.  TRANSCOM and DLA is creating a single IT system (not and integrated system with middleware).
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Q ( Al Richardson, DISA) – There needs to be some addressing of the design of IT systems. A (G)  - We are partnering right now with DISA on DCCS-J to develop visibility of fuel, ammunition (Jan 09) and _________
Q (CPT Armstrong, TLog)  What can we do to integrate, staff and resources of the various service experiences?  A (G)  First, speak in English, not “log speak”  Don’t speak in sub-specialties or acronyms.  Make sure the services agree with the common language.

Q (MAJ Lambert, TLog)  What are the benchmarks you use for turning the system to a more efficient model, and who determines that?  The COCOM?  A (G)  Services worry about efficiency, COCOMs about the effectiveness.  Identify the “good enough” – identify what’s the best way to go, then figure out what you don’t need to do, what processes can be weeded out.  If we start looking at it end-to-end we’ll get efficiency (e.g., IT systems going back to the source data).  Look at what you do everyday – look at who you send it to, ask them what they do with it, and determining the way to deliver “best value.”
Q (Bragdon)  With the core competencies we need to look at it “forensically” (used an example of head injuries) – proactively.  A (G)  Good point.  Some of the things that we’ve learned from this war has come from forensic measurements; and, as a result, we’ve redesigned body armor and some of our weapon systems.  We’ve got to do a better job of getting the feedback into the loop.

Q (O’Brien)  Logistics seems to be bigger than “just joint.”  Is it actually “national security logistics?”  What are your thoughts?  A (G)  When we talk about Logistics we include medical and the engineers.  We do need to define all the aspects of logistics [took that on as a tasker] – so they can understand coalition partners’ viewpoints.
1045-1145  “What the Customer Wants” (Hall/Topic/Mroczkowski)

Topic – At the end of the Executive Workshop on 3 October we decided that we wanted to hear “the voice of the customer.”  We, in some cases, are both the community of practice and the customer.  Hall will talk from both the commercial aspect and as an insider; Mroczkowski will talk from both an academic and as a civilian executive; I will talk from both the warfighter perspective and as an educational planner.
• Not only haven’t we told you what we need, I’m not sure we know what we need.  And, if we start, it will likely change.  How do you hear the voice of the customer?  How do you know what we want you to teach?  What do I need for people to be able to participate effectively in the decision process at the senior level?  How do we train people to be able to warn us of coming surprises?  We need your help balancing requirements and resources.

•  What I don’t want is  a war on “stuff.”  If you’re giving me data, that’s not really education.  If someone says to you “that was really informative,” you’re going in the wrong direction.  If someone says, “you made me think,” then you’re going in the right direction.
JOINT LOGISTICS AND EDUCATION DEVELOPMENT FORUM #3 (JLEDF 3)

22-23 October 2008

•  Education (4 parts) –


Educational programs – long courses, think about systems, processes and analyses


Short courses – 1-2 weeks, need to be coordinated to have a single integrated message.

Logistics components of longer schools (senior service colleges, service long programs) – what is it about logistics, joint logistics that you want non-logisticians to know?


Executive education programs – “excellent to the point of being life-changing”

•  Thinking about theories, ideas, assessments, inquiries – we need people who can think.

•  What are your graduates getting from your program, what should they be getting, and how do you know that?  Are the right folks teaching?  How often/how fast/how well do you refresh?  Are you adding value – how do you know?  How are setting up your seats?

•  Senior service colleges – How much worse of a product would we get if I gave each of the students $20k and a list of books and set the process up as dialogues and seminars with senior leadership?

•  What is it you can’t teach?  Who can’t/shouldn’t you teach?

•  We need to develop a culture of learning that is a life-long process.  Learning has to be an integral part of your work environment.  There is a significant component that has to be self-taught, and we need to teach people how to do this.

Hall – Going to share three perspectives, three areas of value that academia can bring to the department:
1/ In your educational programs, help our O-5s who have come into these joint responsibilities (after having been very successful) being asked to lead programs, organizations and – ultimately – institutions to be independent thinkers. Folks either are uncomfortable with that.
2/  Help our folks understand the “sources of benefits” side of financial management.  We do need to understand why things are going to be different, what changes will be made from which benefits will emerge.  [e.g, improve materiel readiness, improve reliability, etc.]

3/  For those of you in the civilian academic institutions, help our folks make the translation from what commercial companies are doing and why they’re doing it, to how it can benefit what DoD is doing.  Help them understand practices that the commercial world uses and what those logisticians are trying to achieve, so that you can apply some of those processes to benefit the DoD environment.

Mroczkowski – I’m looking at the question from the perspective of a long-term civil servant working in logistics for over 30 years – what I want the logisticians working for me to be capable of doing.  It’s really hard to tell you what we want since the logistics world has changed over the past 20 years.  We’re also moving in the direction of ensuring that our civilian logisticians are true professionals in every respect … gained not just through OJT.  Less than 30% of the GS-12/GS-13 level had an undergraduate degree less than 2-3 years ago.  Keep in mind not only what we want/need for our senior logisticians, but how do we get there – both immediately and long term.  There are many components that academic institutions and professional associations can only bring to the table.  We’re asking you to create a confident and competent individual – if you’re
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competent you have an array of skill sets and experiences, plus the knowledge of how you fit in an organization in confidence.  We need critical thinkers – those who can look at a complex problem, within the context of the problem, under conditions of significant uncertainly, and who can systematically look at course of action and perform reasonable cost/benefit analysis to be able to make recommendations with substance behind them.  We need the global perspective, we need information on national/global economics (where does our decision fit into the global environment?), we need communicators – in short, the person with the broad perspective.  We need depth in logistics – what are the conceptual underpinnings of the elements of logistics, the body of knowledge that underpins the 3” understanding.  Work with us and our logisticians as a team to provide critical thinking skills, and a course of life-long learning approaches that fully exploits the learning experience.
Q (Grosson) – As we bring these newly-trained and expanded individuals back into the organization,, it has to have a culture that’s willing to accept these folks and that is willing to expand on and utilize the new skills.  What are we doing to do within the organization to let these people really use their new skills?  A1 (Mroczkowski)  DoD has recognized this as a problem.  Civilians as they move on to educational programs will not be allowed to return to their old job.  At the Army and DoD level there are senior development programs and the individuals will be developed and subsequently utilized.  A2 (Topic)  One of the ways to change to a culture of life-long learning is having senior executives self-assess how well they’re “doing this.”
Q (Rainey)  Please don’t get too fine with your guidance about what you want the educational institutions to do/how to do it.  Broader objectives from you will allow us to help you better.  A (Hall)  Certainly a fair point.

Q (Wright State)  We tend to get mixed messages about teaching/advocating commercial best practices.  They’re often dismissed as being “not relevant to my organization.”  Any guidance from you relative to that incorporation would be very useful.  A (Hall)  The important part is the translation of – not the teaching of – commercial best practices.

Q (Wheeler)  In the non-credit area, there appear to be no differences between the non-credit academic areas and industry.  One of the more important things is to prep your people before you send them to the course/program – give them clear expectations about what you want from them when they come back.  On the degree side, if you want to be a customer of the degree programs, you need to act like a customer.  You need to come to the schools and meet the faculty, discuss the needs: you’re not part of the community, you’re e-mailing in your issues.  What we teach them is what our paying customers is asking for.  A1 (Hall) Really good point.  A2 (Mroczkowski)  If we’re not communicating with you how we see the connection, then how can we expect you to communicate the connection to you?  Excellent point.
C (Erb)  As you go to the joint level, it may not need to be independent thinking as much as it needs to be creative, and understand that the best solution in the time that you have to make a recommendation may involve engaging multiple coalition partners.
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C (Buzzi)  To Topic – We have about 8 years of data for you.  To Hall – Regarding “translation”, you need to get your faculty involved in your students’ work … mentoring, developing case studies, working on real-world projects.

C (AFIT) We have a lot of cultural issues to overcome.  How do we overcome something like the impact of living with our short-term budgetary constraints while focusing on our long-term goals?  Q (unidentified) How is cutting the budget a cultural issues?  A (AFIT)  Cutting based on short term gains by not evaluating cuts against long term benefits.
C (Bendall)  Gave example of the culture getting better, based on degree quotas.
C (Hall)  What we all need to do is ensure that we can explain to our senior leaders what we’re doing that is valuable for them.

C (Mroczkowski)  The way to protect the subset of the expenditure is to show the value – culture is not created overnight … it’s done one year at a time.
C (Bendall)  I’m surprised that our academic partners are not telling us how to get logistics away from a stove-piped focus and go to a true joint environment.
Q (Varkoni)  Will the goals of the DoD logistician have a better understanding and knowledge of how the commercial logistician operates/thinks?  A1 (Hall) – It will help our folks thinks more creatively.  I want them to be taught about the issues, how they were “wrestled” with, and how that type of an examination would help us.
Q (Bragdon)  It appears that we’re creating an intellectual cul-de-sac … it doesn’t have any entry points.  It seems that you need a blending of an academic faculty with the military need.  We have to be open to new ideas:  the whole field of information assurance will become critical; the second area is language, one that is not based on linear text but on a new oncology.  A (Topic)  I hope that will be part of what the workshops will focus on – “skate to where the puck is going to be.”  Also, the idea of hybridization of faculty is a good idea – perhaps achieved through partnerships with your customers.
1400-1500  Human Capital Strategy (Conrad)
•  Beginning in 2005-2006 we started to try to get the “size” of the DoD logistics workforce.  Instead of over 1 million it’s actually closer to +/- 632,000 [plus 200,000 guard & reserve], broken down into four categories (supply sustainment, maintenance support, deployment & distribution, life cycle logistics).  [Executive Steering Group is chaired by Jim Hall and will be taken over on 1 January by Alan Estevez.]  4 workforce categories, 15 technical competencies, 6 measures.
•  3 October workshop talked to Financial Management training – they’ve subsequently identified classes that are being offered.

•  Six pillars of success: definition of competencies, logistics career road map (identified functional proponent), education and training, identification of competencies and proficiencies as measurement of level
Q (Varkoni)  Has this been funded in FY 09 A (Conrad)  All the efforts to date have been funded in OSD.  Next phase is pilot implementation (full implementation is supposed to be in 2010) – funding from services.

Q (Hall)  Please describe how the course assessment was developed  A (Conrad)  They only did a sample based on what their SMEs were familiar with.  They just identified it as a source of education or training.
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Q (Wright State) Is this a living, breathing document?  A (Conrad)  Yes.

Q (Elder)  If we have questions on competency terminology, who can we call?  A (Conrad)  The leadership and management were defined by OPM.

Q (Oldham)  How do these competencies relate to the OPM senior executive leader competencies?  A1 (Conrad)  Similar.  A2 (O’Brien)  The HCS competencies were considered by the Executive Working Group, with an emphasis on what a logistician need.
Q (Purdham)  Is there a gap in the maintenance or was it just because you’re not familiar with where they were offered.  A (Conrad)  Tasked out to John Johns.
1500-1530  Center for Joint & Strategic Logistics Excellence (Needham)
•  In response to numerous GAO findings and a letter from Schwartz/Dail/Bell to the SecDef, a center for joint logistics was proposed to be stood up at NDU (Topic/Needham).
•  J4 said go forth and find funding.

•  Executive Committee/Board of Directors of 5 – Center stood up on 1 October.

•  2 deliverables: 1/ Conduct a landscape analysis of what’s being offered (to be finished by April 2009); 2/ Where could improvements be made if an hour or two could be inserted into the training for non-logisticians about joint logistics (e.g., the joint logistics core curriculum).
•  Joint Pub 02 definition et al – almost everything is logistics (other than operations)

•  Where does it go in the future?  Sunset clause – if the paying community doesn’t feel value has been added within two years, the center will be shut down.

•  Three areas of focus: organizational structure and management; financial management; and cultural change to flexibility and adaptability.
•  Developing a culture and joint educational environment of life-long learning.

Q (Hemmrich)  Is there any thought about trying to ensure through promotion boards that these proficiencies/competencies are met?  A (Needham)  Not at this time; a potential could be that a special identifier could be used.  Ideally, what will happen is that those educated would rise to the top and then the promotion boards would say ‘we need this type of education.’
Q (Bragdon)  Questioned the use of “premier” [Paul agreed it should be taken out.]  Who is accrediting?  A (Needham) NDU is accredited.  The customers will say whether it’s premier or not.
Q (Hall) Is the Center coordinating or providing education?  A (Needham) Initially, coordinating.  Eventually – and most likely at the Executive Level – there would be some education exported/provided.  They also hope to give some small measure of training to the GO CAPSTONE training.
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1550-1645  Group Leaders Outbriefs and Q&As

Yellow Team (Ron Jaeckle)


Struggled with “what is a competency”?  and “who is a senior leader”?
Not really competencies, but foundational knowledge (e.g., developing a collaborative system; business acumen discussion until tomorrow).  SEE LIST.  Not on the chart – the ability to be a change agent.

How do you get there from here?  SEE SLIDE.  Logistics credentialing (goes beyond certification) – may be a degree-granting credential, beyond a certificate.  Also talked about an integrated faculty, some type of collaboration with the military.

Diverse student body is important.
Red Team (Larry Toler)

We started off with a lot of independent thinking, went to critical thinking and went to creative thinking.

1/  We need to speak with a single voice as a customer.

2/  We need to be sure we speak with a common understanding/language (e.g., financial management, life cycle management)

Tried to identify the customer at several levels

Tried to identify the requirements (e.g., competencies)

How do we communicate the requirements?

Customers:

1/  Joint Logistician (internal and external)
2/  Warfighter

Competencies were not labeled “joint” – they were competencies needed to operate in a joint environment

You can’t wait until you’re in a joint billet to learn about joint logistics

It’s hard to find a joint logistician with both an operational and acquisition background.

Look at logistics as broader than DoD.

What do we think about the competencies?  Didn’t change them – broke them into two groups (O-2/O-3 and O-4/O-5)  SEE CHART

There are opportunities to roll some of the competencies together (e.g., creativity & innovation with strategic vision).  Had a lot of discussion on “analytics.”
Blue Team (Barbara 
Looked first at the competencies by definition, then on their own.  Their list does not include most of what’s on the other list.  Customer was defined as the “senior joint military or civilian logistician.”  Felt that “logistics” is something that you should be coming with.  Focused on more of the leadership skills required of the senior logistician (many of which are included in MBA programs).
Felt that “global logistics” and “cultural awareness” were critical, to include the corporate and private cultures.

ID’d IT knowledge and security assurance as critical.
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Strategic thinking/vision were, like the other two groups, critical.

Program management was used as the “label” for many of the management skills.
Contracting (management & contingency contracting) were added to their list.

Negotiation (of all sorts) was ID’d.

Expanded on the cross-functional collaboration – not only across DoD, but also across cultures and organizations.

Looked at metrics at its broadest – performance based to lead to “analytics”

Academia can help everywhere – there are many ways that we can work with them to gain the competencies for senior leaders (and not necessarily through degree programs), i.e., executive programs, collaborative research, e-learning, symposia.

Q (B) What were the common themes?  A (O’Brien)  Business acumen seemed to come out across all of the groups.

C (Grosson)  I’m not too sure that we’ve looked out 20 year.  Will the logistician even exist, or will it be absorbed by command and control?  Will we be replaced by intelligent systems?  As we went through this process, I see us solving today’s problems with today’s solutions?  We will need business managers, people to make sound decisions.  Q (Topic)  What should we be looking at?  A (Grosson)  A lot of logistics solutions lie in the systems engineering of developing IT and communications systems, with global visibility.  Information will be everywhere, everything will be a sensor, and we’ll have systems that will be able to search out the information that we need.  My mind tends to engineering solutions to solve logistics problems.

C (Bragdon)  AI will move to a new level.  The use of personnel in combat will change (e.g., we’re using drones now).
C (LogTech program)  Computers are so far away from what our minds can do.  What has to come out of this is an OODO loop. A1 (BM)  While we do have to look 20 years in the future, we still have to work 5-10 years in the future. A2 (RJ)  A lot of those capabilities will be with us for a very long time.

Q (Needham)  Don’t we have to look 20 years in the future?  (Gave an example of an AI application.)  Looking to the future about what might be – we have to be very adaptable.  We need both visions.

Q (Topic)  The idea of operational contract support has taken on, over the last 5 years, a tremendous importance – and we don’t have the tools to manage it.  In less than 6 years, it’s radically changed how we operate.  (It’s really a problem for military schools.)  A1 (LT)  Within the QM School, we discuss that within the NCO and WO courses.  At the officer level courses, we introduce them to contractor support and what it means to the warfight effort.  A2 (BM)  ALMC is almost done with the development of a contractual management course (how do you work with contractors in the operational environment).  It’s really up to the schools .  C (Topic)  That’s nice, but that’s sort of like deck chairs on the Titanic.  When I say that, what I’m looking for is the O-6/GS-15/contractor that can say what contractor/military mix will be need at Day 1 and Day 30 in an invasion of Tunisia... What risks are there?  What SOF agreements need to be? C2 (Erb)  Let’s face it – there are competencies that are “owned” by contractors.  Go ask a 
JOINT LOGISTICS AND EDUCATION DEVELOPMENT FORUM #3 (JLEDF 3)

22-23 October 2008

J4 that’s planning the next operation what systems are managed by PBL and he can’t tell you.

Q (Elder)  What constraints will be on academia for developing new curricula in a timely manner?  A1 (BM)  That’s true – we just need to develop the courses and let the process catch up.

C (DISA rep)  On the PBL and Life Cycle Logistics side we do know that information..  Trying to find the last mix is the problem.

C (Cramer)  DoD has to know how the corporate environment works so you know how to interface with them, so you can partner better.

C (Wheeler)  PBL is a classic area where if academia taught it it would help.  Academia doesn’t, because they don’t see it as mainstream.  Universities are facing the same issue of the retirement bubble – a lot of institutions around the world will be way ahead of us, if we’re not leveraging everything we can.  UT is dropping programs, the public universities have real budget concerns.  The difference between DoD and industry in the use of the word logistics is a good example.

1630-1645  Wrap Up of Day 1 (O’Brien)
Morning take-aways:

1/  What about working from the top down (e.g., Senior Service down to the O-3/O-4)?

2/  Have to look at the validation of the competencies.

3/  Have to speak in a common logistics language/frame of reference

4/  How do we define joint/defense/global logistics?

5/  What about a joint logistics process owner?



What the Customer Wants take-aways

1/  Shift from financial management to business acumen

2/  Look to benefit analysis




Other take aways

1/ DoD doesn’t always act like a customer

2/ Consolidation of competencies with sub-elements
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Wednesday, 22 October 2008

0820-0825 Review/Plan for the Day (Overstreet/O’Brien)

Slight change to the schedule, with adding 5-10 minutes to allow the interns to sit in.
0830-0915  “What the Joint Logistician Needs to Know in Theater” (Hunsinger, SOUTHCOM)

•  SOUTHCOM is in the process of reorganizing: it’s not going to be a typical COCOM, but rather an interagency COCOM.  The recommendations that I’m going to make are largely based on where I sit.  We’re trading notes with AFRICOM.  I’ve passed out a booklet, which was just published within the past 90 days.  You’ll hear me talk about functional groups or directorates – we’re not the J4 anymore, we’re the Enterprise Support Directorate.
•  Security Challenges – you don’t see any big military force from a country.  You see crime, drugs, gangs, hurricanes – all are non-kinetic in nature, but form the trans-national adaptive threats we face daily.  Adaptive planning, the threat in which we face daily is very adaptive.  We need an inter-agency response to handle very diverse situations.  On our tri-border region, you have an area that raise a lot of funds for Al-Queda.

•  What we’re leaving behind is firepower, maneuvers, J-codes.  That structure does not work for what we’re dealing with.  While you can adapt it, it doesn’t work.

•  What we’re heading for is a culture of both war and peace.  We’re about launching ideas and not bullets.  What’s launching ideas?… strategic communications, partnering, building relationships, engaging within your community of focus (interagency state, multi-national operations.)  The new term is “AOF”(Areas of focus)” as opposed to “AOP” (areas of operation).
•  August 2007 the SecDef told us to change to an inter-agency COCOM.  SEE SLIDE.

•  If we have to, we’ll stop talking ideas and take up weapons – but we have to be structured in a manner that will allow us to do that.  SEE ORGANIZATION SLIDE – The key take-away is the involvement of the Secretary of State involvement.  {The Security Directorate is where the J-2/J-3 used to be.]

• FM 3.0 talks about security, stability and reconstruction.  SEE SLIDE WITH STABILITY DIRECTORATE.  It’s about a balance between ideas and military operations.  The J-4 is in the Enterprise Support Directorate, and we influence all of the capabilities.  Strategic Communications is constantly bombarding our AOF with messages that are contrary to what the political leaders in the AOF are putting out.
•  The challenge as we move forward to 2011 is “to find what’s below the water line and bring it together with what’s above the line.”

•  That said, this is what we see logistics is in an interagency environment.  It’s a matter of strategic communications.  A large part of SA countries is about relationships.  The more relationships we can form the better we can prevent the countries from providing sanctuary to our enemies.  USAID works with the military side by side to improve the image.  Logistics for someone like me who got there a year ago was totally different – I found myself working with other agencies and platforms without having had any experience or training prior.  Authorities – DEA and ATF hold the authorities for seizure and arrest.  Learning to work with them was a challenge.  Understanding how the guy on your left and right is huge.  Leverage opportunities is a matter of looking at civilian transportation – we tend to use that more in regions where a US presence in uniform is
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not necessarily the right way to go.  Humanitarian assistance is where we can interject and provide hope and a partnering relationship with our countries to the south.

•  Log university curriculum recommendations: what do we want to identify for the next 10-20 years?  At some point, every COCOM could become an interagency headquarters.  Given the combatant command structure, loggies need to have a firm base in the traditional joint courses.  However, they also need to understand what’s on the right. GET THE SLIDE.
1/  USAID’s Field Operations Guide is invaluable (especially the chapter about how to deal with the US military).  What’s especially important is their inclusion of the planning factors – a similar tool in the hands of all of our services in a similar guide would be invaluable.  Recommended the development an “all encompassing guide” that tells what the capabilities of different platforms are within an AOF.

2/  What’s important is an understanding of your full-spectrum logistics capabilities.  I would recommend to the school house less focus on classroom briefings and more emphasis on vignettes, classroom exercises; unclassified problem set that would allow them how to figure out how to move X number of short tons from point A to B in a specific amount of time with constraints would be invaluable.  (JP2 in Norfolk was helpful in this.)
3/  Learning how to work the “whole of government” is critical – bring all of those agencies into the schoolhouse (e.g., FBI, DEA, ATF, etc.), both US and with the AOF countries.

4/  Joint operational contract planning (for comm. plans).  The more we can learn about contract planning, especially from a strategic level, is critical.  Motseck has a 2-yr test with people there.
Q (Mroczkowski)  Can you expand on your work with NGOs, and their response in the region?  A (H)  It’s sometimes good and other times not so good, and that’s probably because we don’t understand their operation and requirements.  A lot of times they come to us (primarily for a ride).  Every now and then personalities become a problem, but focused on the same mission people work it out.  Learning ahead of time how they work and the policy red tape (e.g., requirement for a DepSecDef waiver to put NGO/non-military personnel on a military flight) would be helpful to put processes in place to reduce time delays and increasing efficiency.
Q (Futcher)  Do you have any lessons learned about how to work with the various financial management requirements?  A Our Resources and Assessments Directorate has a number of individuals involved in working through the pots and color of money issues.  There’s a lot of accounting that goes on in the field, and the J-8 collects that data.  Anything you can do ahead of time to set up efficiencies in the field – starting at discussions at the schoolhouse – can save time, resources and – often – lives.  I’ve never been given a class on nation building – I had to learn it in the field.  It needs to be taught/practiced in the schoolhouse and in training exercises.  And that answer can apply to any training question you would ask.  I have to look to/lean on the guy working in the State Department for the experience and the answers.
Q (McDonnell)  At SOUTHCOM do you actually have other agencies (other than State Dept) on your staff?  A  By 2011 (after the construction of the new building), military positions will be civilianized, and most likely from FBI, DEA or even State Dept.  The
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right mix is currently being discussed now.  FOQ – What about multi-nationals?  A  The problem is that they don’t have the right clearances – and they’re working through that now.

C (Herring)  I’ve served at the joint level for 11 yrs – an understanding of the “instruments of national power” and how they operate are critical to the COCOMs’ understanding.  A lot of what he’s talking about is taught during TLog at ALMC.  A I’ve got to have all of my partners in the room (the classroom), not wait until I get to the field.  Most of our day in SOUTHCOM is spent coming up with a workaround that is other than a typical DoD solution.  It’s the strategic communications piece in our message to the countries that’s critical – you have to be careful how you walk.
Q (Purdham)  How critical is it to understand blocking and tackling, INCOTERMS, global transportation, import/export terms, etc. to the mission?  A  Extremely important.  The Military Groups get commissary goods flown to them on a quarterly basis (paid for by SOUTHCOM), and we have to figure out how to get them there.  We have to come up with solutions on how to get it to them in a cost effective manner.  Gave some other less critical examples (e.g., import/export issues are normally worked out ahead of time in the country agreements).  The problem is the funding of the shipments, primarily because of the difference in cost between buying it locally and having it flown in.
[muti-national log conference coming up in VA Beach; AFRICOM annual log conference, 12-13 Nov 08]
0930-1030  “Voice of the Customer Panel” (Mroczkowski/Futcher (N)/Bendall (AF)/Rubino (USMC)/
Wallace (A))

The way we’re going to handle the panel is to discuss a series of questions, after their introduction and discussion of what they’re doing in support of joint logistics.
• Frank Futcher, Director of Logistics Concepts see listing.  Participate in the development and reviews of Navy pubs (primarily NAVSUP) and some joint pubs.

• Chris Bendall, C, Force Development & Organizations Div, A4 Staff, Pentagon.  Reorganized into a Logistics Directorate (he’s a USAF Logistics Readiness Officer); today he is the career field manager for the USAF LROs and the Aircraft Maintenance and Ammunition (Munitions?) Officers; he also manages all of the enlisted logistics career fields and their force development (through a matrix organization); they also prepare the Logistics Advisory Counsel member (Sue Lumpkins) on civilian force development.  “You all know that the Air Force doesn’t ‘do’ joint real well.”

•  Jim Rubino, MAGTAF Officer (Combat Log Element),  Works at the Logistics Life Cycle Management Branch at HQ USMC (Maj Sam Davis works for him); represents the USMC on logistics at forums (Godfrey Chair).  Don’t do a lot of development in LPC, stay in the current [concept branch at I&L handles that]. USMC Joint Officer.

• Chris Wallace (was an AMC LAO at 18th Airborne), was in Concepts and Doctrines Development at CASCOM, then went to the Joint Allied and Future Concepts Division (works from 2014-2025), working on concept capabilities plans for Log C2, distribution, sea-basing.
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How does your service currently provide joint logistics education to your personnel, as well as others?

CB – As I said, the Air Force doesn’t ‘do’ joint very well.  Gave himself as an example of someone designated as a JSO with very little joint experience or training.  The Air Force has about 270 of the 300,000 +/- logistics officers in joint billets.  His requirements every 6 months to deploy are the same amount.  That means they go for 6 months, come home for 6 months, and then go back out again for 6 months.  We do not push our officers to joint assignments.  9/11 was a huge wake-up call for the AF: prior to that they did not deploy to/work in a true joint environment.  After that, AF logisticians are now doing some of the missions that the Army used to do.  We were forced to look for training in a joint environment.  The Army has some outstanding power projection platform training that they send AF to.  But they weren’t enthralled with combat convoy operations, and has now set up their own training.  (“The Air Force likes to do things differently in a couple of areas.”)  AF Maintenance & Munitions Officers Course does include joint training.

JR – We used to steal a lot of things from the other services.  We send the percentage that we’re required to send to the joint world.  My most rewarding tour was at DLA.  It’s certainly added value to our service to understand what the other services do.  We have an advanced logistics operations course (Majs); we partner with Penn State for the MC education program (which has paid big dividends in the application of commercial best practices); our more senior officers also go to LOGTECH.  Contracting is a huge issue now for us, particularly with the shift from military to civilian doing jobs.  Bottom line, nothing replaces OJT for learning joint.  Everything is about the money – and if understand, you can make a mark at any level.
CW – If you walk the halls of ALMC, you’ll appreciate the major transformation in Army movement toward joint and multi-national training.  We have the Joint Log Course here, and it’s particularly useful for middle-grade officers (mid-captains) to rub sleeves with a counterpart from another service.  There’s a dichotomy here:  the concept community is told that if it’s not born joint, it will die in the AROC/JROC process; however, we don’t reinforce that same message in education.  As $ dry up and the JCDS process comes home to roost, more and more of our officers will have to look to other services for solutions to service requirements/capabilities.  The second course is TLog: it’s a wealth of information.  [The Australian government thinks so highly of the course that their exchange officers go through the course before their assignment at ALMC.]  Integration will become more important as we start to focus on interagency awareness training.
FF – The Navy has had some traditional difficulties with working in joint positions.  Things are changing rapidly: anyone going for flag must be a joint qualified officer.  In order for going up before the Sea Board you have to have completed JPME (Phase I).  We start off many of our young officers in internships:  24 operational logistics internships (4 of which are joint logistics internships).  They also have transportation, petroleum, etc.  That gives them a 2-yr tour to learn JOPES, etc.  On the acquisition side they have internships in finance (including a 5-week program at Darden).  For Joint Officers, there’s not a whole lot of other joint logistics experience.  They do emphasize operational tours on ships (the exception being experience in IAs).  10 people a year get
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selected to got to civilian MBA programs; and at the NPGS they have a joint logistics operational program training (they also have an MBA program, a logistics program, etc.)  We also send folks to the junior service programs; LOGTECH, Penn State, AMP; they’ve recently instituted a partnership with Home Depot where an individual works at Home Depot for an entire year.  At the O-5 level they send individuals to the Joint Forces Staff College (or ICAF or NDU).  As an O-6 select they send them all to an Executive Training Program (2 or 4-week program); or – at the flag select level – to the NPGS.  Where we fall short right now, it’s a ‘go when you can and fit it into your schedule’ approach: they need to force officers to go at key milestones – otherwise they might not get it.
Q2 – Given what your service is doing, would you talk about what courses your service should be doing? And Q3 – What are some of the challenges you see?

CW – Without being log specific, there’s a draught out there that perhaps you can fill.  Many of the decisions are made on law and policy.  To support a joint operation, trying to get certain supplies from one service to another was a hampered circumstance.  There needs to be education on “left and right limits” based on Congressional restrictions, types/colors of money.  We don’t necessarily teach national policy in a 5-week period.  The second thing is that we start our joint organizational assignments as a happenstance – it has to be much more formal.  We’re seeing more and more joint interaction happening at the lower grades – the education has to start as early.

FF – Some of the challenges that we’re facing is that a lot of the experiences that supply officers happen fairly late in the game.  We need to see joint, have joint experiences (e.g., in the planning process or assignments at DLA) at a much earlier time (first joint tours often don’t happen until the O-5/flag level).  Perhaps we need to fill the positions at the O-3/O-4 level.

JR – The “long war” has provided an enormous opportunity for our officers to become more adaptable to the joint environment, and learn how to play in it.  That, certainly, is a great learning experience.  We tend to struggle with arrival and assembly of the force (e.g,  how do we plug into the various Title 10 responsibilities of the other services; how do you make sure the operation of the JTF is optimized)  We also need to learn capacity management of resources.  One of the challenges is to “operationalize” joint education?  Until you find a way to go in a classroom setting from education to training (e.g, through role playing), it won’t set in.
CB – Like the Navy, we tend to come to joint late.  Our challenges are budget and mentoring.  If $ are tight, we’ll tend to spend it on AF-specific training.  As for mentoring, we’ve set up strategic vectoring teams to ID assignments 3-times a year.  While we do it deliberately, we could still do more.

Q4  The forum has provided insights into joint logistics education for senior leader.  How do you think the initiative can help your service?

CB – I’m still concerned that we’re not on the same page as it relates to joint logistics (e.g., different terms, languages, process for doing the same things).  I think we have to get us all on the same page.

JR – At HQ USMC I had no idea about what the JLB and/or the JCDS process.  There’s a huge gap in understanding how the service chairs create IPLs, gap lists, etc.  We have to start at the top and work our way down from the strategic level (e.g., policy, guidance) and then work down to the tactical level.  One of the other issues we have is that in the
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joint world we tend to look for solutions without analyzing the problem.  USMC is now looking at what their logistics officers education and training continuum.  Gave numerous examples of gaps.  What does it look like, so they can perform a gap analysis.  I think the joint world needs to do the same.

CB – I think that would be beneficial across DoD – we just don’t know what’s out there.

FF – I think for the universities, the two challenges are operationalizing the training/education, and the availability of the training/education.  Many of the courses are not available in other than one place (e.g., adapt a DAU model) – make it more available to those out in the fleet.

CW – I would say that we need to look at doing joint and service-specific education and training in parallel.  It also needs to start earlier and on a continuum – start early, continue to develop, bring them in and out of joint positions oftener.

C ( CGSC rep)  You might want to have your officers take courses across other service classes.  Pitch for CGSC.

Q (Volkoni)  Does your joint experience bring you into contact with leaders from the commercial sector; and if not, would they benefit from the exposure?  JR – Yes, and we benefit from it.  Recommended that maybe they need to send more of their reserve officers to the training, since they bring the commercial exposure with them.  I think that one of the areas that they probably need more commercial experience with is an understanding of KBR operations, LOGCAP, MEDICALCAP, DENTALCAP, etc., since they’re bring it into the battlefield with them.  CW – There isn’t a lot of commercial interaction on the joint side of training.  The joint question is involvement with more services, public law, left and right limits – and I’m not really sure that those two cross at any point.  The two intents are separate and distinct, and don’t necessarily intersect.
1110-1210  Keynote Speaker (Estevez)
Let me set the stage.  I guess I’d start off by asking how many people really know what a logistician is, or what a joint logistician is?  This is the crux of what we’re trying to work here.  I had the real honor of visiting some of our USMC forces about a month ago.  They were on the ground, in the middle of nowhere.  They were trained to operate off a ship, their supply system was the NAVAIR system.  They’re being supported by an Army sustainment support battalion; and a mix of Army and Air Force support for other sustainment; and they’re on a NATO-operated facility.  Huge mix, huge complexity.  When they got there, they found that they had the wrong mix of supplies and spares.  What they expected to break didn’t, and what wasn’t expected to break, did.  They went back through the supply system to reorder (back to Camp Lejeune).  If Lejeune had it, they got it through DHL in 5 days; if it didn’t, it went through Maguire, and it took 44 days to get it.  How are we trained to operate that way?  We’re not – they just figure it out when they get there.  There’s a whole slew of issues there that we need to be planning for – that’s not the new model, it is the model.  And we need to grow and train ourselves to operate in that environment.  We need to look to the commercial sector so see what we can absorb from them.  Gave Catepillar as an example.  But they’re not the end game.  I guess the bottom line is that we haven’t set ourselves up to train to that.  We haven’t set ourselves up to train – for example - TRANSCOM to have not just transporters but individuals who know how transportation fits into the whole environment.
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Let’s talk about an MRAP.  People want MRAPs because of their survivability rates.  Within the MRAP numerous variants (that were required because of our operational requirements and because of the fielding tempo), how do we sustain the level of complexity, both between the services and our coalition partners (Poland is now buying them)?  How does a logistician manage that?  We did the right thing from an acquisition strategy in buying these things fast.  There is no logistics plan to support the complexities of the variants.  If we haven’t trained ourselves to support such a situation, then when do we?
There’s nothing, nothing, nothing more important – personally and professionally – for every one of us than education.  From a DoD perspective, from a public sector perspective, if we don’t do this we’re unable to sustain our military might and our national imperative.  That’s how you do it.  If we can’t figure out how to do this, we have problems.  So, this is the most important thing we can do strategically.

Q (O’Brien)  Based on your experience, do you have any specific recommendations for our civilian educators on how they can help us?  A – There’s two facets to it.  One is, what are the best cases and how would you train us if I wanted to go to work at Proctor & Gamble or Toyota? What are the cases at Dell?  We need to absorb that.  What we don’t need it tweaking it so that it would be “in the military, this is how you would do it.”  We need the straight idea of how they would be training them to work in the civilian sector.  At the end of the day, despite what we want to say inside the DoD, the commercial sector requirements is really no different than having the repair part for an A-60 on the ground at the right place at the right time.  It’s learning those lessons and how to apply those lessons that’s critical to us.

Q (Grosson)  How can we drive the requirements for early identification of joint sustainment considerations early on into the acquisition process?  A – How do we as life cycle logisticians adapt to meet the rapid requirement for the bill of materiel early on?  If we have a combination of educated operators and acquisition professionals involved early on we’ll get there.  A, we need to insert ourselves into the process.  We need to be realistic in understanding that there will be some trade-offs (in the trade space).  Learning how to tie the trade-offs to the operational mission is critical for a logistician.  For a system that we buy that is not life cycle system effective, it’s actually not life-cycle mission effective.  So, building a vehicle and inserting the KPPs in the right manner, and learning how to articulate it in terms of mission and footprint over time is the best way to sell that.
Q (Buzzi)  One of the ideas I took away this morning was to broaden joint logistics training beyond DoD to all the other players that will be engaged.  What’s your perspective?  A – I think that’s a great idea.  But if I’m having trouble doing it inside our own family, how am I going to “do” it interagency (which is broken)?  So, if we don’t build those relationships and have a common understanding, we’re going to have those points of friction.  From a true perspective, that’s what we need to do.
Q (Topic)  What advice would you have for those just starting out their government logistics career?  A – I can only use my own historical example.  One, be curious.  Go after the hard stuff.  Failure is acceptable early on, especially if it’s failure in trying to learn something.  Take hard assignments, try things.  Get some depth of expertise in some discipline, but don’t lock yourself into that discipline.  Be willing to try new areas; be 
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willing to change disciplines, move around in your career field.  If a DoD logistician, be willing to work in the other services.  I think it’s important for the tactical logistician to have an understanding of how the wholesale system works.  Be willing to go after the better ideas.
Q (Wheeler)  I would suggest that I wouldn’t ask the academic community what you need.  I think that you really need to work more closely with institutions to be more of a customer, to understand the possibilities of various institutions in meeting your needs.  A – I agree – it’s a mutual society.  The Joint Center will see what’s out there, look for the gaps, and then pass it to the academic community.

Q (DISA)  What kind of help can we get from the senior leadership in implementing more life cycle logistics up front, particularly RMS?  A – Part of that is not training the logisticians, but training the folks that are going to be PMs and PEOs.  (He’s going to talk to Randy Fowler.)  What we need to assure is that when you go through the PM course at DAU you get that understanding.  If you tie RMS to the operational imperative, they’re going to better be able to “get it.”

Q (BM)  What do you see as the biggest gaps in capabilities for the military and civilian working in joint logistics?  A – What I really think is we haven’t trained people to do that.  We’ve learned it, because we’ve “figured it out.”  We do that skin of the knee and bump of the nose.  But that’s not what we want.  The gap is that we haven’t really trained ourselves to fully understand what joint logistics is.  We need to have that kind of competency understanding of how supply relates to distribution, how distribution relates to maintenance, across all the services.  Right now we’re doing it by intuition and our buddies next to us.
Q (O’Brien)  We’re going to talk about business acumen this afternoon, because for senior logisticians it seems to be something that we don’t have but need.  What are your takes?  A -  That’s, again, something we try to figure out.  In the building, business acumen means getting your funding into the POM, not profit/loss. But, I guess, in a way it is.  To us, it’s increased operating effectiveness; to industry, it’s about cash.  We can’t lose the point on effectiveness.  But I would argue that efficiency is effectiveness.  So that’s the business acumen we need.  Our problem is that if we go to the Comptroller saying that the financial system will not allow us to do something, we’re not going to get the answer we need.  But what we need to do is say here’s the logistics system we need to operate, and then you build the financial system to support the logistics system.  We need to think that way, because it will make us more effective.
Q (Carl Buck, CLMO Intern)  What challenges will logisticians be facing now in Afghanistan in getting things to the right places in the right time?  A – Let’s start with geography – everyone should take a course in Strategic Geography.  It’s really hard, given all of the political aspects.  It’s a logistician’s nightmare.  We’re going to beef up how we get in and out of there.  We probably don’t have enough vertical lift asset capability – now we’ll be buying that capability commercially.  There’s dangerous zones we’re transporting containers across – so we shouldn’t be putting valuable assets in those containers to then buy them back in the bazaars.
Q (Grosson)  In order to train joint logisticians, there has to be some modicum of commonality about how they do their job.  Are there plans that there will be a standard DDOCs set of processes and procedures for distribution and materiel.  A (Topic) Instead 
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of a standard architecture, perhaps what we need to do is have a structure that can be tailored to meet the specific needs of the mission.  We do have to teach them how to do it now.   A2 (Estevez) What we do need is to have business processes and rules that state that materiel isn’t owned until it’s owned.  We really need to have joint business operating rules so that joint logisticians would learn how to operate inside of those rules, instead of learning it by intuition each time we try it.
Q (Log Intern)  Have changes in the economy changed your role in obtaining materials, or impacted your ability to obtain them?  A – Too soon to tell.  What will impact our ability is that there will be a crunch because of all of the competing needs for billions/trillions.  Our “new” boss would likely look to our inventory and reduce the DoD budget, while we try to make a lower budget sustain the force.  There are some huge, huge bills -  the reset bill for the equipment currently in the fight is $43 billion.

Q (Paul)  How do you instill in, and how do you create the opportunities to train our individuals in the flexibility to adapt to a situation?  A – We need everyone to ensure that we have coursework to develop intuition and the ability to “manage forward.”
1215-1220 Afternoon Overview (O’Brien)
Pick lunch up – get to the rooms, stay there until 1345, head back down here by 1400 for the outbriefs and Q&A.  The focus for the workshop is now Business Acumen for loggies.
1400-1430   Workshop Backbriefs/Q&As (Mroczkowski/Toler/Jaeckle)
Red Team (Toler)
•  Business acumen (w financial management as a sub-element)


Leadership


Ethics


Culture

Cost analysis (realistic)

•  What’s out there now?  All of those individual elements are out there, but nothing short of programs that ties them all together.

•  Implementation – you have to understand how the other services work.

•  Whatever is developed, the individual coming out has to have a common understanding of all the elements, and how the services relate to them.

Blue Team (Mroczkowski)

•  Have to grow military and civilians to have business acumen, analytical techniques & tools used in decision making.

•  How do you give people a tool kit that becomes part of the thought process?

•  Where do you get the education from?  The educational institutions.  But since so few get there, how do you incorporate the principles/tools into the courses, applied in a military environment?  Those skills have to be taught at every level.

•  E-learning capabilities should be exploited.

• (Topic)  We also talked about incentivizing.

Yellow Team (Jaeckle)

•  Who needs how much and when?  We think there is a basic understanding of Title 10 so that they can at least engage in the discussion.  As a competency, it is needed very early on.
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•  We think the service schools are teaching the core elements.

•  Additional specified financial management areas of emphasis:  analytics, types of contracts and what’s good for when, what motivates businesses, contract incentives, how business measures results.  At the GS 9/11 or junior Major level, or the shift to enterprise logistician, there should be more emphasis placed.
•  “Enterprise” individual – higher level competencies (critical thinking, cooperative approaches).  How do you lay it out in the military careers?  Most importantly, how do you lay it out in a civilian career?  Either way, it does require a cultural change: how do you incentivize leaders to develop their people in the competencies.

Q (Valkoni)  Is there a disconnect between what the civilians and military know?  A1 (BM)  Yes.  The military has a progressive, detailed development structure.  On the civilian side, unless you’re an intern, there are recommended courses, but there are no required courses for civilians, especially for joint logisticians.  [That’s the problem with all areas, not just logisticians.]  QFON – Is there this gap in the military side?  A1 (Topic)  It’s not so much that the civilians do it, but we want them to take care of their soldiers first.  A2 (O’Brien)  While I could use my ops research tools and may not have been able to use them properly, I knew that I could find someone who could to help me.  At least I can now look at the problem in a different way.

1430-1440   Wrap-Up and the Way Ahead (O’Brien)
• Voice of the COCOM – strategic communication
•  Service panel – ‘operationalizing” and shared logistics language; e-learning

•  How do you take something that was done for the right reason but is a nightmare to sustain?

•  Forum objective review:


1/  Get the latest info/updates out there - done


2/  Provide the insight to academia – not there yet


3/  Assist the Joint Center in their way ahead – done

•  Way Ahead

1/ Wiki is not going to work for our academic partners – will use a DAU COP site for the communication/info.  Will be up in 2 weeks.

2/  Translate commercial successes to military (and vice versa) – short term goal

3/  Frames of reference –


a/  Bigger than joint logistics


b/  Review of the Joint Logistics Course and e-learning course (Feb 09)

4/  Joint Center deliverables

5/  Defense Executive Logistics Workshop – February


a/  Mentorship


b/  Academia/DoD hand-off


c/  Update from this forum

6/  Next forum – late spring, early June

7/  Long term –


a/  DoD as a customer


b/  Shared logistics terminology/language


c/  Academia/DoD hand-off


d/  Joint Center actions
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Q (Valkoni) What do you mean by academia?  A – Service schools, institutions and others.
PAGE  
23

