









7 July 2003

MEMORANDUM FOR UNIT MOBILIZATION ASSISTORS

SUBJECT:  Unit Mobilization Assistor (UMA) Unit Validation Lessons Leaned

1. INTRODUCTION:  When mobilizing through Ft Carson, activated Reserve and National Guard units must pass “Validation” before they are released for their assignment.  This process will take varying amounts of time and is typically in direct relation to the size of the unit.  A battalion size element may take several months, where a small team of a dozen people can pass validation in a matter of days. The time spent in validation is divided into three parts, personnel, training, and equipment validation.  All of these parts of the process are run concurrently.

2. PERSONNEL VALIDATION:  A unit does not have to be at 100% strength to mobilize.  Depending on need and mission, the unit may be allowed to mobilize with a percent strength in the high 90s.  

(a) One of the first things that should be done is to gather an updated list of all unit vacancies by MOS.  These vacancies are forwarded to the Regional Support Command (RSC) or State Troop Command level so that additional personnel may be found.  This list will change on a daily basis as personnel go through the Mobilization (MOB) process and are deemed deployable or not.

(b) Keep track of MOS qualified people on your roster.  If you have a good soldier in the wrong paragraph line number on your roster you may lose them during the MOB process.

(c) Units need to keep clothing and equipment records up to date.  Many units had bad records and had a difficult time understanding what soldiers were missing.  Typical problems included incorrect size of Kevlars and a lack of body armor.  A list of all and incorrect sized equipment needs to be provided to Ft Carson upon unit activation.  

(d) Unit supply personnel are required to order chemical protective equipment upon activation.  This includes JSLST sizes for the new protective suit.  No one is allowed to leave without the proper sized chemical protective gear.

(e)  Dental cannot be stressed enough.  Due to the speed of mobilization, soldiers with any dental issues greater than a minor cavity had their teeth pulled.  It was not uncommon for soldiers to lose half a dozen teeth during the medical in processing.  If there is time at home station before reporting to Ft Carson, have people take care of dental issues.  Dental patients are confined to quarters up to a week causing delays in the processing such as range qualification.

(f) Upon unit activation verify that medical records for each soldier are available and up to date.  The Unit Mobilization Assistor (UMA) (now UA) is responsible to verify that everyone with a physical older than five years receives one at Ft Carson.

(g) Before the unit arrives at Ft Carson, verify that protective masks fit properly.  It is a misconception that units are issued new masks at the MOB station.  
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(h) The masks that units train with are the same ones that they deploy with.  Only new filters are issued.  Units should use or obtain a PAS system to test the masks and maintain the test records.

3. TRAINING VALIDATION:  This phase of the validation process consists of weapons qualification, the NBC chamber, and typically an FTX.
(a) Everyone will have a chance to qualify with his or her weapon before leaving Ft Carson.  Although the goal is to have everyone qualify on a weapon, the requirement for a unit to deploy is that 90% of the unit is qualified on a weapon.

(b) Pay particular attention to crew served weapons.  Make sure the people that are assigned to the weapon are the ones that qualify on the weapon.  Try to get extra people scheduled for the crew served ranges.  At a minimum try to get the gunner and assistant gunner qualified.

(c) The UMA should follow up on all ranges at least one day before they are scheduled.  The ranges are run by the Garrison Support Unit (GSU) and frequently receive incorrect information on when a range is scheduled and the number of people attempting to qualify.

(d) NBC training at MOB station consists of going to the gas chamber.  If a unit requires any other NBC practice incorporate that training into the FTX.

(e) Very little if any MOS training is done at the mob site.  The UMA needs to talk to the unit commander and confirm skills.  Some MOS training may be incorporated in the FTX.

(f) If an FTX is done, the major focus is on Command and Control as well as Force Protection.  Often, unit FTX’s are done without unit equipment due to ongoing equipment validation and early rail-loading.  The FTX may be done with buses and borrowed vehicles, tools, and other equipment.

4. EQUIPMENT VALIDATION:

(a) Maintenance is key.  Once a unit gets to the MOB station there may be several days or several months to get equipment fully mission capable.  When a unit is activated, the UMA must verify the status of all equipment, especially pacing items.  Make these the number one priority for maintenance.  If requested, additional maintenance support can be provided at Ft Carson.

(b) PLL should be ordered upon activation.  Depending on supplies this may take weeks to get.

(c) Upon activation take a look at the unit’s Containers (i.e., CONEX).  Containers that have been drilled or welded to install shelves or other customization are not considered sea worthy and need to be replaced.  Ordering containers takes time so place the order with the rail yard early and accurately.

(d) Verify that a hazmat trained soldier is present when containers are packed.  
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(e) Ship and rail load dates constantly change and will take priority of any scheduled training.  

(f) All equipment must be cleaned before it is rail loaded and sent to port.  Try to accurately forecast the time needed to properly clean all equipment.

(g) Have rail load and ship load crews identified before arriving at Ft Carson.

5. GENERAL COMMENTS:  In addition to validation there are a number of things that will make a UMAs life easier.
(a) Bus transportation is the only transportation for Ft Carson.  Bus requests must be turned in the day before transportation is needed.  Ft Carson buses are only used for transportation to and from training and chow.  Buses will not take soldiers to the PX, Commissary, etc.  Buses will drop the unit off and move on to their next mission.  If possible see if the unit can hire their own charter buses for their stay at Ft Carson.  This will provide more flexibility to the unit.  Some smaller units rented large vans.

(b) Have deploying units keep their radios, PLGR, and night vision with them on the plane.  Containers may not arrive in country the same time the unit does.

(c) Have Ft Carson issue an Army cell phone.  Once one is issued, keep track of the minutes used.  Make arrangements early if more minutes are required. 

6. POC:  Captain David Carter, Engineer Team 7, 3/361st Rgt, 2nd Brigade, 91st Division.  david.p.carter@us.army.mil.
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