By Adam J. Hebert, Senior Editor

S'A. Dan Briscoe, a tactical airlift control element member, marshals a C-130 to
a parking space at-a-forward base during Gulf War |1. Shortages of combat
support personnel have put a strain on USAF’s expeditionary system.
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Gulf War 1l reconfirmed the value of the
_Air Force’s new deployment concept.

Air Warmiors
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FTER the terrorist attacks of
Sept. 11, 2001, the United
States Air Force beefed
up its system of 10 rotat-
ing Air and Space Expeditionary
Forces (AEFs) to meet its new re-
quirements.

Inlate 2002, the network of AEFs
hel ped to simplify the early stages of
the buildup for.war in Irag. The sys-
tem provided an orelerly path through
which forces bound fer Operation
Iraq| Freedom could flow to the Per-
sian Gulf region.

Eventually, though, ever- mcreas— -

ing demands swamped the rotational
system, and regularly scheduled pairs
of AEFs couldn’t maintain the pace.

Intherun-uptolragi Freedom, forces™

were deployed before the time dic-

tated by the schedule. In addition,
troops already in the region were
told they would stay in Southwest
Asia as long-as necessary.

These actions put notional 90-day
deployments of AEF pairson indefi-
nite hold.

Officials said that, although the
schedule broke down, the existence
of the system—the “Expeditionary
Air and Space Force,” or “EAF"—
paid handsomedividends. AEF rota-
tions made it easy for the Air Force
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to identify and task units for mis-
sions overseas; all USAF had to do
was reach forward and deploy units
from AEFs later in the calendar.

Air Forceofficialsalso say the AEF
system will ease the force through its
planned postwar reconstitution period.

Busting the Schedule

When hostilitiesbecameimminent,
the Air Force began using assetsfrom
virtually all of itsindividual AEFs.

First, USAFfrozeinplacetheforces
and weapons of AEFs 7 and 8, whose
period of duty was supposed to end
Feb. 28. TheAir Forcedeployedforces
from AEFs 9 and 10 in their regular
period. Then, it began early deploy-
ment of some forces in AEF pairs
from the next rotational cycle.

Gen. John P. Jumper, the Air Force
Chief of Staff, said in February that
more than 23,000 airmen from fu-
ture AEFshad been deployed to meet
immediate taskings.

Although the deployment sched-
ule had gone out the window, the
expeditionary system made it pos-
siblefor the Air Forceto easily iden-
tify the units that would be able to
cover deployments during a recon-
stitution period after Iragi Freedom.

“We've alwayssaid that if we had
acrisis,we'dgotothepair[of AEFS]
that’s vulnerable first, then the next
ready pair, then the next ready pair,”
said the USAF’ schief expeditionary
forceplanner, Maj. Gen. Timothy A.
Peppe. That is exactly what hap-
penedinthe buildup for Gulf War I1.

SSgt. Brett Duncan stands watch in Southwest Asia. Security forces are
among those personnel who have been most in demand since the 9/11 terror-
ist attacks. USAF plans to boost their numbers, starting in 2004.

The AEF structure has served the
Air Force well, Peppe said in an
interview, even when it had to deal
with “an extremely high number of
requirements.”

During preparationsfor thewar in
Iraq, Air Force planners “saw the
requirements coming, and there was
literally no way to meet that level of
requirementswithout literally freez-
ing people in place” and instituting
indefinite deployments, he said.

The AEF system also called atten-
tion to shortages facing a force that
had been originally designed to oper-
ate in a Cold War structure of large,

ANG F-16s from Alabama, Colorado, and lllinois arrive at an airfield in South-
west Asia. USAF uses its Guard and Reserve forces “big time,” said Maj. Gen.
Timothy Peppe, the service’s chief expeditionary force planner.
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permanent bases. The Air Force has
too few support personnel in key ar-
eas. Though questions remain about
what the steady state demands on the
Air Forcewill beinthefuture, the Air
Forceisworkingto synchronizeforces
and expeditionary requirements.

Each of the 10 AEFs in the EAF
setup is designed to offer the theater
commander roughly equal “buckets
of capability.” The AEF pairs are
organized to meet almost all opera-
tional needs short of major theater
war. Unitsassignedtoan AEF areon
call for a90-day period, followed by
a 12-month rest and reconstitution
period in which other units take the
lead on deployments.

The system wasestablished to pro-
vide stability and predictability for
the force. Some missions, such as
no-fly zone enforcement over Iraq,
had been going on for years and had
undermined retention, morale, and
readiness because of frequent and
haphazard deployments.

Under ideal circumstances, the
AEF schedule would let every air-
man know when he or she would be
vulnerable to deployment—and for
how long.

However, the real world often in-
trudes. Iragi Freedom, infact, was not
the first time a contingency had over-
powered AEF plans. When the system
wasdesigned, EAFforceswerealigned
in such a way that each on-call AEF
pair could provide enough equipment
and personnel to maintain continuing
operationssuchasNorthernand South-
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ern Watch—with extra assets avail-
able for “pop up” contingencies.

However, the conduct of Opera-
tion Allied Force over Serbiain 1999
immediately called for force levels
that surpassed the plan. This was a
minor concern at the time because
AEF rotationswere not scheduled to
begin until after the campaign. Yet
then—Secretary of the Air Force F.
Whitten Peters said at the time that
Allied Force was consuming about
four AEFsS worth of assets. Only
two AEFs are supposed to be on call
at any given time.

Sudden New Demands

More recently, the 9/11 terrorist
attacks created a host of new de-
mands on the Air Force, many of
which now appear permanent. The
most glaring exampleistherequire-
ment for heightened force protec-
tion in the US and overseas. The
global war onterror also highlighted
shortages in the AEF system.

Overall, however, the concept has
held up well under the strain. The
success of the system stemsin large
part fromthe Air Force’ sdetermined
expansion of “the library” —the to-
tal number of active duty personnel
who are eligible for deployment.

Before 9/11, thetypical Air Force
overseas operation required around
3,700 airmen. The AEFs originally
were designed with that number in
mind asthe likely steady-state need.

At the time the service came up
withthissystem, USAF wasengaged
in enforcementsof no-fly-zonesover
Irag and peacekeepinginthe Balkans,
Peppe noted, without much else in
sight.

After 9/11, but before the buildup
for war in Iraq, steady-state deploy-
mentsrose from about 7,500 (for the
two no-fly zone operations) toroughly
19,000 people, covering Operation
Enduring Freedom in Afghanistan
as well. Even at that level of de-
mand, the Air Force was in “pretty
good shape” because of the enlarged
AEF rosters, Peppe said.

Planners already had been ready-
ing the AEF system for significant
changes when hostilities neared in
Irag. Thechangeswill still takeplace,
but they may not be implemented as
planned at the beginning of AEF
Cycle 4, which begins June 1.

Now, no one knows the steady-
state level of the future, especially
the number that will be needed around
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Irag. “ The biggest thing we have to
work in the next couple of yearsis
the manpower equation,” said Peppe.
“We have to size the force prop-
erly.” He added, “It's the base sup-
port aspect [that is most in ques-
tion]. ... We've got to take a hard
ook at what we can and cannot sup-
port with an AEF.”

Building on the experiences of the

past two years, when the Air Force
began to operate from a large num-
ber of new locations, the service is
now devel oping aplaybook for open-
ing and operating out of new bases.

“Force Modules”
USAFiscreating“forcemodules,”

so that if, in the future, the service

needs to open a new base, it will

Expeditionary Support Units Surge For Iraq

When new air bases were needed for access to Afghanistan during
Operation Enduring Freedom, USAF base support and medical units went
into high gear. When the buildup began for the war in Iraq, those same
expeditionary support forces had to ramp up their efforts even further.
Demands on these units increased again as Operation Iraqi Freedom got

under way.

Between February and April, USAF’s Expeditionary Combat Supportteams
established 12 new bases in the Persian Gulf region—five of them in Iraqi
territory. This proved to be critical, as the new airfields ensured that
commanders had access to airpower near the combat zone—around the
clock. In one instance, the pilot of an A-10 that was shot up over Baghdad
was able to land at an operating base in Irag, possibly saving the aircraft.

Lt. Gen. T. Michael Moseley, who ran the Gulf War Il air campaign, said in
April that “from opening bases and launching sorties, to providing fuel,
munitions, food, and billeting, our ECS team has done a truly amazing and

essential job.”

Primarily, the ECS teams were responsible for ensuring that the expedition-
ary bases—often austere, bare-base locations—were capable of hosting
and launching the aircraft that warfighting commanders needed for Iraqi
Freedom. Officials noted that three of the new bases in the region pumped
more than one million gallons of JP-8 jet fuel per day, five times the normal
rate. They also said ECS units launched more than 46,000 sorties, with a
reported aircraft mission effectiveness rate of 98 percent. Meanwhile, other
ECS members served at least 111,000 hot meals daily.

Moseley called the ECS teams “a vital element of our success.”

Sometimes they had to improvise when immediate action was needed to
support the changing operation. For example, officials noted that ECS
teams leased Kuwaiti trucks to move equipment into Iraq when the demand
for transportation became greater than what coalition trucks could provide.
ECS teams also made purchases within Irag—while combat operations
were still in progress—to support the forward forces.

The Air Force Medical Service deployed expeditionary medical support
(EMEDS) personnel that Moseley described as “absolutely phenomenal.”
These are small, modular units that enabled the service to set up health
care services ranging from small clinics to theater hospitals in 12 nations
during the war. In all, USAF deployed 1,822 medics to the theater and 1,370

tons of medical equipment.

Aeromedical evacuations took place on an unprecedented scale. Officials
noted that more than 2,000 patients were evacuated from the war zone
during Iragi Freedom, with no deaths in transit. It was the largest such effort
since Vietham and was accomplished without the use of any dedicated

aeromedical evacuation aircraft.

Moseley praised the EMEDS concept, saying, “They pack so much capa-
bility in such a tiny footprint, | didn’'t have to choose between bombs and

bandages.”
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Members of an Air Force expeditionary services unit construct tents at Tallil
AB, Iraq. USAF is developing a force module approach to organize the person-
nel needed to set up new bases for operations.

have a prepackaged plan to do so,
completewith personnel needsstated.
“We're trying to modularize it, so
we can present our forces [to the
warfighting commanders] in alogi-
cal fashion,” Peppe said.

Brig. Gen. William P. Ard, USAF
director of manpower and organi-
zation, said that in recent reviews,
the Air Force has identified more
than 26,000 positions—a mix of
military and civilian—that it can
realign. The service expects to use
more than two-thirds of those posi-
tions to help ease shortages in its
stressed career fields.

About half of the 26,000 posi-
tions—9,300 military and 3,900 ci-
vilian—will come from USAF s ma-
jor commands. The service will be
realigning those positions through
the end of the decade, with some
3,700 realignments within the next
two years. Some current military
positions will become USAF civil-
ian positions, while the service ex-
pects to contract out others.

Many of the positions are termed
non-core, that is they do not relate
directly to Air Force core mission
areas, known as core competencies.
For example, officials say too many
USAF personnel are performing in-
formation technology work, when
there is a large and capable base of
contractorsavailableto perform that
mission.

Ard noted that it is difficult to
make final determinations on how
many people need to be assigned to
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stressed fields because the steady-
state requirements are still un-
known. Predicting security forces
concernsfiveyearsfromnow would
be difficult under the best of cir-
cumstances.

However, even beforetherealign-
ment candidates were announced,
some areaswith personnel shortages
were well-known.

The Known Shortages

Ongoing operations have exposed
shortages of personnel who support
an expeditionary force, including
some behind the scenes. For ex-
ample, so many airmen were de-
ployed or otherwise assisting with
ongoing operations that the Air
Force devel oped ashortage of quali-
fied instructors, which produced
training backlogs.

Peppe said that trainees at some
bases “are basically stacking up like
cordwood” because the bases lack
the personnel to train new arrivals.

The planned realignments will
benefit career fieldswherethe short-
ages are most critical, often areas
where there have been deficits since
the 2001 terrorist attacks. These in-
clude security forces, intelligence,
and civil engineer readiness and en-
listed aircrew functions.

Further, the Air Forceinstituted a
Stop-L oss order shortly before the
war with Iraq began that kept 43
officer and 56 enlisted specialtiesin
uniform. It was the second use of
Stop-Loss since 9/11. About 21,000

airmenwereinitially affected by the
latest order, but on May 14 the ser-
vicereleased airmen from morethan
half the specialties.

Most severe shortages have been
in security forces. Force protection
requirements unexpectedly skyrock-
eted after 9/11, and the Air Force
had to enlist the help of nearly 9,000
Army National Guardsmen to help
protect USAF installations.

Security demands increased at
home and overseas. In Fiscal 2004,
officials say, 2,600 positionswill be
realigned, with 1,400 of these going
to the security forces.

The Air Force also hopes that new
technologies can be used to assist
with security missions such as pe-
rimeter defense, whichwould reduce
the demand for security forces in
future years.

Making Trade-offs

TheUSAFplantoretireearly some
aging aircraft such as early model
F-16 fighters and C-130 tactical air-
lifters will not reduce AEF capabil-
ity, said Peppe. These retirements
will be limited to the older systems,
and he said there is no large-scale
forcestructurereductionintheworks.
The total number of aircraft avail-
ableto each AEF “may decline abit,
but the capability will remain the
same,” Peppe added.

Service officials determined that
these older systems didn’t offer
enough benefit to justify their rising
operating costs.

Trade-offsof capabilitiesand quan-
tities may become even more promi-
nent in the future. For example, pro-
curement plans for the F/A-22 will
not allow the Raptor to replace ag-
ing F-15s on a one-for-one basis.
Despitethat, the Raptor will take on
a ground attack mission that far ex-
ceeds that of the F-15C.

The Air Force has stuck with its
stated requirement for 1,763 F-35
Joint Strike Fighters. However, it
has made other decisions that will
affect its AEF forces. One promi-
nent example is the decision in the
Fiscal 2004 budget to discontinue
the purchase of F-16CJs used for
suppression of enemy air defenses
missions.

In 1999 the service announced a
requirement for 50 new CJsto round
out the AEFswith SEAD capability,
but funding has languished because
of other budget concerns. Only 14 of
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the airplanes were funded, and now
additional purchaseshave been moved
completely off the books.

Ultimately, AEF rotations influ-
ence force structure decisions by
defining what quantities are needed.
The Air Force’ s desired capabilities
will continue to drive requirements.
The current requirement for 381 F/
A-22s, for example, is derived from
the goal of equipping each AEF with
a full squadron of Raptors, along
with asufficient number of attrition,
test, and depot aircraft. The Air Force
views this as the minimum number
that will provide the warfighting
commanders with the needed capa-
bilities, while preventing the F/A-
22 from becoming yet another low-
density, high-demand asset.

Currently, each AEF has a total
of about 26,500 positions assigned
to it, drawn from a library of stan-
dard unit type codes. Of the Air
Force’'s 359,000 total personnel,
about 269,000 are now eligible for
deployment in each 15-month AEF
cycle. This number represents a
marked increase from the 173,000
positions that were postured for
deployment in April 2002.

Almost every airman who could
reasonably be expected to deploy
with an AEF isnow part of theforce,
inthe view of Air Force officials. “I
don’t see the number going much
higher than that,” Peppe noted, be-
cause the remaining positions arein
areas that make them difficult—if
not impossible—to deploy.

USAF forces in Korea, such as this A-10 and F-16CG from the 51st Fighter
Wing, at Osan AB, South Korea, are not included in USAF’s AEF deployment
pool, which now includes nearly 75 percent of the service’s personnel.

Normally Air Force members in
recruiting and in training pipelines
cannot be deployed, nor can many
space officers or missileers. Units
based on the Korean Peninsula are
exempt as well, even though other
overseas locations regularly con-
tributed forces for missions such as
patrolling the no-fly zones in Iraqg.
The ongoing tensions with North
Koreamakeapermanent, fixed force
on the Korean Peninsula a fact of
life.

Peppe added that, on an average
day, about 25,000 Air Force mem-
bers are moving to a new duty sta-

An F-16CJ from the 52nd Fighter Wing, Spangdahlem AB, Germany, flies over
Iraq. USAF fighter aircraft flew more than 40 percent of the coalition fighter
sorties, which numbered more than 20,000.
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tion or undergoing training and thus
“aren’t really available.”

Tapped Out

“We've reached the bottom of the
barrel. ... | don't see the number
changing,” Peppe said.

The AEFs therefore generate afi-
nite amount of capability, particu-
larly in the base support realm. Each
AEF has acertain number of basesit
can support at any giventime, driven
toalarge degree by thelimited num-
ber of expeditionary support person-
nel on hand.

TheAir Forceisalsostill defining
exactly what an AEF can be expected
todo. Plannersareworking to create
metrics for this purpose so senior
|eaders can understand what the EAF
offers. If new bases must be opened
up, acommander needsto know how
many airfields an AEF can create
and sustain.

Alsoimportant to understand, said
Peppe, is“if you go above that num-
ber, we've got a problem.” The Air
Force hasfar exceeded itstrue capa-
bility inthisarea. “I'velost track” of
the number of bases the service is
supporting overseas, thegeneral added.

For the EAF system to work in the
long run, the Air Force hastoreinin
itsrequirements so they do not over-
whelm the capabilities provided by
a pair of AEFs. Making the AEFs
more robust will enable them to do
more, but the Air Forceisnow reach-
ing the limit of how many assets can
be added to the expeditionary force.
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TheAir Force has plansto smooth
out the assets assigned to each AEF
and correct lingering personnel im-
balances.

First, USAF will eliminate the air
expeditionary wingsbased at Seymour
Johnson AFB, S.C., and Mountain
Home AFB, ldaho, and add their
forces to the main AEF structure.

The AEWSs were envisioned as
forcesthat would play backup roles,
pitching in if an unexpected contin-
gency overtaxed the on-call AEFs.
But thetwo expeditionary wings had
been chipping in all across the AEF
calendar, so aligning them with the
rotating forces was viewed as the
equitable and inevitable solution.

Second, the Air Force is trying to
spread expeditionary combat support
assets more equally across the AEFs,
the better to make operations more
sustainable. Existing allocations had
some*“ peaksandvalleys” Peppesaid,
and these combat support personnel
have been in constant demand since
9/11.

Combat support “runs the gamut”
fromair traffic controllers, to supply,
to fuels, to medical and finance per-
sonnel, the general said, adding that
support capabilities have “strained
us the most,” since the war on terror
began.

Finally, USAF realized that Air
National Guard and Air Force Re-
serve Command forceswere not prop-
erly postured in the AEFs because
their forceswereclustered primarily
in AEFs 7, 8, 9, and 10. This re-

-

A loadmaster from the Kentucky Air National Guard deployed for operations in
Iraq pulls the chocks from in front of a C-130. USAF is working to spread
reserve forces more evenly across its 10 AEFs.

stricted the Air Force’'s ability to
support ahigh level of requirements
without mobilizing large numbers
of reserve forces.

These assets will also be spread
acrossthe AEF calendar, Peppesaid,
because active duty units continu-
ally rely on Guard and Reserve sup-
port. The Guard and Reserve are
“being used big-time,” he said, to
provide the active duty force with
critical enablers such as airlift and
tanker aircraft. The Guard and Re-
serve also play the lead role in Op-
eration Noble Eagle, defending US
airspace.

Members of the 35th Fighter Wing, Misawa AB, Japan, return from a deploy-
ment supporting operations in Southwest Asia. USAF expanded its “library” of
personnel engaged in the expeditionary rotation schedule over the past year.
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The need to balance forces is in-
dicative of the fact that USAF has
not reached its goal of equal capa-
bilities in each AEF. The realign-
ment planned for thenext EAF cycle,
which starts this month, will get the
Air Force closer to that goal, but the
AEFswill never be exactly the same.

What is needed is combat equiva-
lence, said Peppe, and not identical
airframes. He said the Air Force has
many options for equalizing its 10
buckets of capability.

“It doesn’t make a difference to
meif it'saBlock 30 F-16 or a Block
40—if it can shoot a[precision guided
munition] or a [Joint Direct Attack
Munition], we're meeting combat-
ant commander requirements,” Peppe
noted. “The issue then is making
sure each AEF hasafull range of the
capabilities we offer.”

PGMsfor strike, close air support
systems, combat search and rescue
forces, andintelligence, surveillance,
and reconnai ssance assets remain in
short supply. They must be spread
across the AEFs to ensure each pair
has access to enough. High-demand
airlift and refueling capabilities are
also aligned with the AEFs, and all
of this has to be postured in a way
that does not require unitsto be for-
ward deployed for half ayear.

Thisisasituation that has existed
in the past, and has reappeared in
recent months, and could well defeat
the purpose of the rotational force
that USAF has labored so hard to
assemble. ]

AIR FORCE Magazine / June 2003

USAF photo by SSgt. Cherie A. Thurlby





