CAPT Mac’s Guide to Mobilization at MSCEUR


This past year, 34 of us mobilized to support one of the greatest seaborne lift efforts in the history of the world.  The other 100 reservists assigned to our units supported the efforts with extended AT for specific and timely missions.  We operated in 32 ports in the AOR; moved 14.2 million square feet of cargo (enough to fill all DIV 1 football stadiums - 96% of OIF requirements); ensured 500 safe transits through choke points in hostile areas; delivered 1.4 million barrels of fuel to MSC shipping; and coordinated the movements of 178 merchant ships.  Keep in mind that we are not the “war-fighters” we are REMFs (Rear Echelon MSC Forces).  They can’t do any “War-Fighting” without us.  Our job is to ensure that the “Inane Logistic Details” go smoothly.

This mission was successful because of the preparation and guidance we received prior to being mobilized.  It was the most significant accomplishment of my Navy or professional life.  We had the opportunity to work with the finest, most professional enlisted and officers we ever met.  It’s time to stuff your ego away and learn to “just get along” with everyone for the mission to be successful – safe, timely, and expeditious seaborne transportation.   

These are some quick thoughts on Mobilization for you to peruse.  These lessons were learned the hard way.  If we don’t review them, we are doomed to repeat them.  

PREPARE for MOBILIZATION


This sounds easy, but there are definite pitfalls.  The top things that will keep people from being mobilized include:

1. Are they ready – do they KNOW that they are GOING to be recalled? 

2. If they don’t want to go – they need to resign.  This is not a charitable organization or a professional club.

3. Have they discussed this with their employers and families?  Ensure you have addresses and POC for their families and employers – you will need this later.

4. It is very inconvenient to be recalled – deal with it!  

5. HIV screening out of date – since we go overseas we need it every 6 months

6. Females – Annual PAP Smear RESULTS must be in their Medical Record

7. Dental – Class 1 or 2  must be current and preferably from a Navy Dentist

8. Reenlistment & High-Year Tenure –can’t end enlistment while gone 

9. Is their clearance current and appropriate?

10. Passport – must have one.  

11. Who is taking care of the children? 
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Watch out when ordering Personnel Protective Gear (CBR/782).  The form does not list the equipment as 782 or CBR – you need to know.  If you don’t know, how will your E-5?  D= Desert W= Woodland.  It MUST be shipped to a street address   Have these forms filled out before hand and send them in upon notification.  How are you going to carry all that stuff?  

MOBILIZATION

Gut check time.  You have to get past your own worries and focus on your people.

1. You need to make the call – you’re the CO.  Don’t let someone else do it.  You are about to initiate a major change in someone else’s life – take your time.  Make sure YOU are prepared for this.  

2. Where do you have to be and when?

3. The RESCEN knows you and things will probably go well – out in ½ day.

4. The MOB site doesn’t know you.  You need to guide them!  This process will take 5-7 days after reporting.

a. What UIC are you going to?  Ensure it is correct before you leave.

b. What shots do you need – they may not be sure. You need to find out.

c. When PSD closes for a weekday due to snow – they won’t open on the weekend.  You need to push this.  (If it’s a war they should process us any time – if not a war send me home??) ( Your priority isn’t necessarily the PSD’s priority – they were busy before you were mobilized.  Senior leadership needs to sit down with the PSD officer to ENSURE clarity.)

d. Ensure your pay is right BEFORE you leave CONUS.

e. Don’t EVER leave your people to fend for themselves.  Know what the plan is every day to get out of there as soon as possible.  

f. Expect problems and work through them calmly. 

5. Check your tickets and itinerary.  How are you going to stay awake to change planes with a 4 hour layover when you are exhausted?  Use the buddy system.

6. Ensure you have a uniform in a carry-on.  Your luggage is about to be lost - you will not see it for a week.

(HINT:  If four O-6s are in the same room addressing an issue – it is a big problem that will not correct itself.  If your Chief walks in and says there is a problem – listen!!!)

REPORTING

You are being recalled for an emergency.  You do not get 4-5 days to recover from your trip and orient yourself.  You are expected to go to work immediately and be up to speed.  You won’t get trained – that’s what you were supposed to do BEFORE you reported for duty.  

1. Call ahead to ENSURE the Supported Command knows when you are arriving.  

2. Look at maps BEFORE you get on a plane.  Do you know where you are going?

3. If you run into a travel delay or change – who are you going to tell? How?

4. How are you getting from your point of arrival (the airport?) to your duty station?  Make sure you KNOW who is meeting you – or what connection you need.  

5. Rental cars should be looked at as scarce collective assets.  You will have fights over cars. Get a policy down quickly that ensures access for everyone.

6. Ensure you have contact info for everyone – hotel phone # - house # - cell #.

7. How is the check-in process done?  Use a check list.  You will find that the checklist is not applicable to you in many cases – it was designed for PCS.  There will be policies and procedures for the base that are communicated through “Normal” orientation and will bypass you.  You need to get this info anyway.

8. Who do you need to meet at the supported command?

9. What uniform are you wearing?

10. Where is your CBR/782 Gear?

11. What is your role – watch stander – port ops – filling a gapped billet? 

12. Is your role defined?  If not – you will have to do this – the Supported Command is busy – that’s why they called.

13. Start a data base – names – addresses – phone numbers – date reported to Active Duty – CONUS departure date - date of reporting at Supported Command.

14. Make up cards with contact #s – Commodore – RLO – Senior Reserve Officer – Senior Reserve Enlisted – hotels – MSCEUR Staff Duty Officer – Medical – Security – make sure EVERYONE gets one

15. You are a guest at the Supported Command – BEHAVE YOURSELF

16. Figure out what is going on BEFORE you try to change things

17. Do not commit MSCEUR money, people, or resources without authorization

18. Keep an accurate phone log – this is difficult – there are many phones

PORT OPERATIONS

You are the representative of the US Navy for this operation.  Part of your job is liaison, part supervisor, and part educator.  You need to ensure the timely and safe completion of this operation.  Document what you did.  Ensure the pubs, checklists, and flow charts which accurately reflect the PROCESS used to conduct a successful mission is complete BEFORE you leave.

1. What ship is coming? When?  What pier?  Do you know where that is?

2. What is the ship’s mission?  

3. USNS? Time charter? Voyage charter? Which one determines how much work and responsibility you have.  (While you shouldn’t have to worry about where a voyage charter gets fuel, you may want to check it out.  If a ship picks up ammo in Israel and wants to load fuel in Port Said, there may be an operational concern.) 

4. What do you have to do? Watch it or load it?

5. Early, Late, cancelled, or finished – who do you call?

6. YOU NEED – A CELL PHONE

a. Ship’s INMARSAT phone number

b. Name of MASTER

c. Name of Agent - & Phone Number

d. Name of Operating Company – 

We don’t call the Operating Company – 

We call the Watch who calls MSC HQ

e. MSCEUR Phone number

f. US NAVY Liaison to Host nation phone number

g. Phone numbers for load interface – fueling? – MTMC? - whatever

7. Force Protection 

a. What has to be done prior to port entry?

b. What has to be done while pier side?

c. Is there a threat in that port?  Check the Department of State Web-site and J2.  (It doesn’t help to find out Green Peace’s plan two days after the attack because you didn’t get the info.)

d. What do you have to do when it doesn’t happen?

e. What is the security exclusion zone and what will you do if it is breeched?

f. Liberty? Control of Military personnel onboard.  You need to meet them! Find out what they need.  (If your FP team walks off the ship at night with their weapons and gear – where are they going?  Who is protecting the ship? – THIS IS A PROBLEM.)

g. Watch out for mis-interpretation due to language problems:

“Ship BOOM Finito” – could mean “the ship has an imminent threat” or that “the oil boom is in place” – this needs to be communicated and resolved immediately – How are you going to ensure that happens?

8. Loading – 

a. Who is in control?

b. What reports are expected for you to make? How? How often?

1. What if there is an oil spill?

2. What if an accident occurs? Personnel? Equipment?

3. What if you are attacked?

c. MTMC, Stevedore, ship’s crew, or local folks?  

d. Load plan – how long, what, & where?

e. Safety Conference – this is where you get people’s attention - 

f. How do you ensure safe and expeditious loading?

g. Address and resolve issues early – it is not uncommon for ships to arrive and announce they have no lashing gear – now what?  

h. Ships’s schedules change for many reasons.  Who do you need to tell?

i. What precautions do you need to make to ensure the pier is not damaged?

WATCHSTANDING


You need to assist in controlling the operations of shipping in the AOR.  There are three things you need to control: Ships, Ports, & People.  If you walk in during a contingency, it will be chaotic.  YOU need to help organize it!  Document what you did.  Ensure the pubs, checklists, and flow charts which accurately reflect the PROCESS used to conduct a successful mission is complete BEFORE you leave.

General Watchstanding Tips:

1. Everyone can’t know everything.  There is too much information.  Guidance must be provided to parse the activities and provide useable information (not data) to the Watch Leader.
2. Phone Numbers must be gathered in one place for ready reference. 
3. All messages and e-mails must be read as they come in.  During OIF we received 1000 of each during a normal watch.  Assign someone to monitor this activity.  Action Items should be forwarded to Commodore and OPS and the appropriate desk to handle. (It doesn’t help when the Watch receives a message about protest activities in a port we are operating, if the information isn’t read and acted upon in a timely manner.)
4. A Brief – is brief.  15-20 minutes to ensure the Commodore & OPS are up to speed on current activities.  Ensure the information is correct and delivered in a professional manner (brief by chuckle is a bad thing).
5. Watch turnover is COMPLETE at the end of the brief.  If you have lots of questions, get there earlier.
6. READ THE MESSAGE BEFORE YOU RELEASE IT
SHIPS – 

1. When is it arriving in the AOR – how do you know? When is it leaving? Can it make it?
2. Is it passing or stopping?
a. If passing – watch it – DO NOT IGNORE IT.

3. If stopping – 

a. Where – When – How long - & Why

b. Is it an approved port?  If not, what obstacles must you overcome to make this happen? (Sometimes people in the Navy need to be GENTLY reminded about the purpose of the Navy – “To Open and Maintain Sealines of Communication (Logistics) Throughout the World”)

c. Does it have clearance – different ports have different requirements ranging from a phonecall to 10 working days – YOU HAVE TO KNOW THIS – You will get notified of a scheduled load that has insufficient time to meet the clearance requirement

d. Can it fit? Check the draft (12 M ships have a tough time in 10 M ports) – bridge clearance – pier size – anchor swing

4. Force Protection requirements will drive you crazy.  The only thing worse is ensuring you, the port, and the ship are compliant with it.

a. What protection is required? There will be conflicting guidance between what the Fleet Commander requires and the Host Nation will provide.  YOU must assist in the resolution of these issues.

b. Who is providing it? What if the protection is pulled?

PORTS

1. Who is your Point of Contact?  Phone numbers?

2. Watch the Diplomacy thing - 

a. If it’s in Jane’s it CANNOT go through the Dardanelles or Bosporus (Bosporus is the one next to the Black Sea) without special clearance

b. Greek Cypriot flagged ships are not welcome in Turkey

c. You can’t go directly from Gibraltar into Spain or from Israel into an Arab port – you may think it is silly; these countries do not find it humorous.

3. Does the ship FIT??

a. Right for the mission?

b. Physical limitations? Draft? Height? Length?

4. REPORTS – What is required and how often?

PEOPLE

1. How many do you REALLY need and where?

2. Are there supercargo onboard that have to be taken care of?

3. Is there a crew change – what do you need to do to help?

4. Are FP teams embarking/debarking?  They need to be coordinated – trying to get through an airport with guns and ammo is very difficult.

5. Speaking of ammo – who is taking it?  You need to coordinate this as well.  

6. Ensure peoples pay and travel claims are OK.  This is a touchy subject.

7. Adjust to peoples talents – if someone works in ports for a living use them in a port not in HQ.

8. Talk to people to find out how to do things better.

9. Get phone numbers to contact them.

10. Ensure they get out – often.

11. Write to their employers and families (remember the list when you first mob’d).

12. You need to write the FITREPS & EVALS – remember  the Supported Command was busy before you got there – now they are still busy

13. AWARDS – ensure you acknowledge everyone’s contributions adequately – remember that they put their other lives on hold to do this

a. Keep track of Unit Awards – If the Supportive Command earned an award that you are eligible for, how will you know?

14. Don’t embarrass yourself, your family, or the United States by being stupid

15. Don’t forget why you are there.  FREEDOM ISN”T FREE!

.

DEMOBING

1. You need your old DD214 and a complete set of orders – make lots of copies.

2. Active Duty LES will be needed to prove you already paid for SGLI – if you don’t your entire first Reserve paycheck will pay it again

3. You must E-mail your new DD214 to PERS-41 to ensure you get credit for your Active Duty time

4. Don’t fall asleep at an airport and miss the plane – you will eat the ticket

5. Upon return – relax for at least three weeks – you are a guest

6. NEVER LET ANYONE PUT YOU DOWN FOR YOUR SERVICE – YOU CONTRIBUTED TO A HIGHER CAUSE AT GREAT PERSONAL EXPENSE - BE PROUD THAT YOU DID THE RIGHT THING!

