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EARLY CAREER


MR. DARIUS:  Mr. Keltz, looking back at your career, which assignment best prepared you for the position of AMC Principal Deputy of Logistics?


MR. KELTZ:  I would say it wasn’t a single assignment, but rather the variety of assignments that prepared me to work here in the Office of the Deputy Commander of AMC.  If I had pursued a single career path in transportation, or in supply, or in maintenance, I don’t think I would have had the breadth of experience that either the Deputy Commanding General (DCG) or the Commanding General (CG) were seeking.  


Having served not only with the Army both in Germany and here in CONUS (Continental United States), but also with the Navy here in Washington; having time on the Department of the Army (DA) staff; having been the director of a small element of the Deputy Chief of Staff for Logistics (DSCLOG), all of that experience brought together a different management perspective than if I had come up through a single career path and ladder.  And I really think that’s probably more of the deciding factor.  


In this job, they weren’t looking for someone with technical expertise.  Certainly many of the people here in the building and throughout the command are far more technically qualified than I am in any given area of logistics.  It was more of the management perspective and the breadth of experience in dealing with the personnel in building in a variety of assignments that I think made the difference.

AMC PRINCIPAL DEPUTY FOR LOGISTICS


MR. DARIUS:  When did you assume your duties as the AMC Principal Deputy (PD)xe "Principal Deputy" for Logisticsxe "Logistics"?  What guidance did you receive from General Ross, the AMC Commander, and LTG General Pigaty?  Were you charged with any specific objectives when you came on board?


MR. KELTZ:  When I came on board, I joined Dick Chait, who was the Principal Deputyxe "Principal Deputy" (PD) for Technology and Darold Griffin, who was the Principal Deputy for Acquisition.  At the time they were just evolving the whole concept of having three PDs and one DCG.  And so the issue was how do we articulate the core competenciesxe "Core competencies" for the Command?  What in fact was this “power projection,” what does this “power projection” mean and how would this Command operate within that kind of a scheme?  So we spent the majority of our time in those early months trying to put the intellectual underpinnings in place.  I think it fairly well stood the test of time over the last five years.  The three core competencies have remained in place, and I think they have been a valuable framework for not only defending the Command, but also articulating the value of AMC for the rest of the Army.


Logistics power projection was a whole new concept for AMC to the extent that we have largely been a command focused on our CONUS operations.  AMC subsequently assumed responsibility for world wide management of Army war reserves, to include the former CEG-E (Combat Equipment Group, Europe) sites in Europe, and the afloat pre-positioned material, as well as the unit sets now in Kuwait and in Qatar.  We’ve picked up a strategic mobility base down in Charleston which we are using as a maintenance rotation base for our afloat pre-positioned ships, and we developed the concepts of the Logistics Support Elementxe "Logistics Support Element (LSE)" to project AMC’s capabilities forward into a theater of operations or a natural disaster such as Hurricane Andrew.  So it was General Ross’s intent, as he brought the three PDxe "Principal Deputy"’s and Lieutenant General [Leo J.] Pigaty on board under this new scheme, to lay out that overall framework and to articulate that in a lasting manner and I think we did that together.

LAST OF THE FIRST THREE PRINCIPAL DEPUTIES


MR. DARIUS:  General Pigaty once told me that the three principal deputies are the glue that keep this place together; they give it stability.  They’re heavily involved in strategic operations.  What is your view on your role there in the context of the three principal deputies?


MR. KELTZ:  I think initially, while General Pigaty believed in that (and he was a strong supporter, as was General Ross) there was real skepticism across the command as to whether or not we could in fact provide that stability, that vision, and make it last.  I think a lot of people thought it was just going to be a flash in the pan and over time we’d be pushed aside, run over, whatever.  I don’t think that’s happened.  

We’ve seen turnover in terms of who’s in the PDxe "Principal Deputy" jobs.  I’ll be the last of the original three to leave, and yet each time, as we replace the individuals, the basic fabric has remained intact.  If you asked, “Do we [the principal deputies] manage day-to-day?” the answer is no.  We’re really the spokesperson charged with the stewardship for our respective areas and we’re expected to provide the leadership that focuses them.  The actual execution still remains out with the MSCs (Major Subordinate Commands), and our subordinate elements.  The basic fabric is certainly one of providing strong advocacy and stewardship for each of those areas here in the building.


MR. DARIUS:  This system of having one deputy works better than the two, right?  One three-star rather than two three-stars?


MR. KELTZ:  I’m not sure what would be my basis of comparison.  I was here in the early 1980s and I was significantly down within the heart of the organization.  And so if I recall, Lieutenant General [Harold F.] Hardin was the DCG for Materiel Readiness [1979-82] that I worked for, but I’m not sure I had a broad enough perspective to say, “it worked better or not.”  It works.  During the time when we had two deputies, during the height of the Reagan era build-up, we had major, major programs going on in terms of new weapon systems acquisition.  When I came back to AMC this time, we were very much, and have remained so, engaged in downsizing.  We have relatively few major acquisition programs ongoing now.  Certainly the Comanche [helicopter] is the major one, followed by the M1A1 to M1A2xe "M1A1 to M1A2" tank upgrade, but it’s a very different command in terms of the size and the breadth of responsibility.  So I think my reaction to your question is the current scheme is working well, but I’m not sure it would have worked during that same period.  


MR. DARIUS:  Because of the demands for new weapons systems? 


MR. KELTZ:  Exactly and for the number of people in the command.  We had well over a hundred thousand people [then] which is a very different command than it is today.  


MR. DARIUS:  What area of responsibilities consumed most of your time as the Principal Deputyxe "Principal Deputy" for Logistics?


MR. KELTZ:  Certainly the issues of operating our maintenance depots, how they should be sized and the workload.  Others issues are the debate over 60/40, the debate over core [of our program], the perennial debate with Congressmen as to how to keep jobs in their respective districts.  This all consumed a very significant amount of my time.  Closely following that was management of our business automation systems, principally, the Commodity Command Standard Systems (CCSSxe "Commodity Command Standard System (CCSS)") and the former Standard Depot System (SDS).  That evolved into the relationship with the Joint Logistics Systems Command, our efforts to create an integrated data environment.  We have been heavily engaged in that arena.  


I think the third area and the one that I least anticipated was the amount of time consumed in personnel management issues.  Performance Review Boards, SES [Senior Executive Service] selection, the LOGAMP [Logistics and Acquisition Management Program], the Senior Management Executive Development Program (SMEDP), and the downsizing effort in a generic sense.  Trying to take care of both our civilians and our military consumed far more time that I had envisioned.

INTEGRATED DATA ENVIRONMENT CHALLENGE MET


MR. DARIUS:  Overall, did you have some personal initiatives and some personal challenges?  


MR. KELTZ:  Well, I’m most proud of the creation of an integrated data environment within what was formerly CCSSxe "Commodity Command Standard System (CCSS)", and the complete revamping of how we manage our automated systems, transferring most of those responsibilities to the MSCs, while securing very robust funding to keep them in place.  I am certainly proud of the assumption of the war reserve mission and the establishment of the War Reserve Command within IOC (U.S. Army Industrial Operations Command), and seeing the tremendous success we had in managing the issue of equipment from the former CEG-E sites to the troops that deployed to Bosnia and Hungary.  


In terms of personal accomplishments, being able to recognize our civilians who were awarded the Purple Heart as the result of the two terrorist actions, and making a permanent monument [the AMC Purple Heart Memorialxe "Purple Heart Memorial"] is something that gave me a great deal of pride and satisfaction.  Those are the ones I really view as lasting contributions.

ORGANIZATIONAL CHANGES IN PDxe "Principal Deputy" OFFICES


MR. DARIUS:  Do you see a need to change the organization’s staffing budget responsibilities in your office?  Did you make any organizational changes?


MR. KELTZ:  Each of the PDxe "Principal Deputy"’s have one assistant and a secretary.  I would be very resistant to changing that because it forces us to work through the staff rather than building a separate element.  That’s the challenge.  If you have no staff you have to work within the building.  Probably the worst area of potential friction is between the PD’s and the AMC Chief of Staff, because nominally, the entire staff works for the Chief, while at the same time they end up accepting taskers from us.  That’s true of the MSCs as well.  While there is great potential for friction there, I’ve not seen that come to bear.  Whether it was when General Wilson was the Chief of Staff or MG Ray McCoy or now MG Billy K. Solomon, there was a lot of give and take between the Chiefs and the PDs, at least from my perspective.  And so I would leave that alone, but I think that’s going to be the area that Commanders will look at over time.  That is, do you have clear lanes of responsibility?  


I think the other area that becomes tricky is for those DCSs not directly aligned under a PDxe "Principal Deputy".  Who’s their advocate?  Who’s their proponent?  A good example is Resource Management, because the Resource Management Office serves all the PDs.  But all of us think our area comes first.  It’s human nature.  That I think is going to take some more sorting.  


The one organizational change I would make, and I would also say its been one of my greatest frustrations, is that of the Corporate Information Office (CIO).  I don’t think that organization serves this command well.  I think they’re too large.  I think that more of their responsibility should be divested to CECOM (U.S. Army Communications-Electronics Command) as the executive agent.  And I think the CIO has failed to take the leadership role in dealing with issues like the pending millennium date changexe "Millennium date change"; the technology challenges of how to effectively apply the tremendous computational power that is out there; of embracing things like the study that I orchestrated, “Should We Privatize the Mega Centers?”  Many of those functions the CIO should have been in charge of, leading and getting out in front.  And at best they are a reluctant participant instead of taking the lead.  So that’s the frustration I leave here.  I articulated that to Lieutenant General Benchoff (AMC Deputy Commanding General), and I sent him an e-mail last week, and I said that if I had to look across the last five years, my single greatest frustration is not being able to get that element of the staff really energized to their potential in providing the leadership that they need to in this organization.


MR. DARIUS:  As you leave for your next position, what areas would still concern you?  What things did time not allow you to complete?  


MR. KELTZ:  I touched on it just briefly.  I think the area that is virtually a time bomb for this command is the millennium date changexe "Millennium date change".  I’m convinced that we have our major business applications on a glide path that will enable us to continue to operate.  When I get out and start looking at things like environmental control systems, elevator control systems, intrusion alarms, fire alarms, all the pieces of automation that enable us to do business, I’m not sure we’ve even touched the surface of beginning to figure out how to fix those so they will work in the year 2000 or in identifying work-arounds.  In a like manner, we have yet to even seriously complete a survey of the software that we provide to operate our major weapon systems to ensure that they’re going to be fixed on time and to identify the resources.  So almost every time I get a chance to express myself that’s the area that I think is going to consume this Command and it needs to happen now.  We can’t wait until the year 1999 to fix the year 2000.  So that’s one.  

DEPOT SIZExe "Depot"

The other area that I said I spent a tremendous amount of time on that never seems to come to closure is how do we “right-size” the depots?  We as a Command are absolutely hamstrung by the political realities of the depots equating to jobs, which equates to votes within a district.  Oftentimes, our maintenance depots are both the largest employer and the employer of choice in a given congressional district.  As such, it is very, very hard to size them, to downsize them, to right size them, whatever words you want to use, but to get them to a work force level that is consistent with their funded workload.  I’ve seen three commanders now agonize over that; General Wilson is engaged in it almost daily, but there are no easy solutions.

MR. DARIUS:  You’ve served, as you mentioned, under three different commanders during your tour here.  What was the focus and direction of the Command? How did it change? Give us your perspective of working under General Ross, General Salomon, and General Wilson.


MR. KELTZ:  Well I think first of all, from my perspective, a Principal Deputyxe "Principal Deputy" is here to serve the Deputy Commanding General and the Commanding General.  I use serve in a very personal sense, in that we become their spokesperson, their mister fix-it, if you will.  We’re the ones expected to articulate their intent, their vision, and to bring that about.  All three commanders (and for that matter all three deputy commanders) brought with them different management styles and different strengths in leadership.  And so the challenge was always and continues to be one of how do you adapt to their management styles.  


A couple of simple examples come to mind.  At the executive steering committee meetings, General Ross always deferred leadership of those conferences to the AMC Chief of Staff.  He was there, but the Chief of Staff, then Major General Wilson, conducted the business and General Ross would periodically add his flavor to the process.  The commanders basically dealt with the AMC Chief of Staff.  When General Salomon came on board, he very aggressively took charge.  That was his style.  He liked the hands-on, get down into the details of the business.  General Wilson, having observed both those styles has taken a more middle-of-the-road approach; he is more hands-on than General Ross [was], but far less so than General Salomon....  We’ve had to adapt our involvement to best serve [each of] those individuals.  Now the issues change obviously, as time goes on, but it’s more of an adaptation to those personalities than anything else that I’ve noticed.

CORE COMPETENCIES


MR. DARIUS: It has been said that the strength of AMC is the synergy of its three core competenciesxe "Core competencies": Technology Generation, Acquisition Excellence and Logistics Power Projectionxe "Logistics Power Projection".  Do you see it as still balanced among the three or is the Command leaning in the direction of one or two of the competencies?  Was there also at one time a question whether security assistance should be a fourth competency?


MR. KELTZ:  Well let me speak to that first.  I think that’s still an issue that some people articulate.  I’m very comfortable with security assistance as a component of Logistics Power Projectionxe "Logistics Power Projection" and I don’t perceive a need to change that.  I think the strength of the three core competenciesxe "Core competencies" has been that we have not tampered with them.  The consistency has been a strength because the Army as an institution has now seen three commanders stay with the same core competencies and the same major thrust.  And I think that has been very, very important to the viability of this Command.  I would always caution against change unless there is some overwhelming need.  It was a very bold move for General Ross to restructure this way.  Having got that in place, I would be very hesitant to further tamper with it right now.

AMC CIVILIAN WORK FORCE


MR. DARIUS:  As the Army continues to shrink in numbers and receive more non-traditional missions and major operations other than war (MOOTW), such as counter drug operations, do you see the role of the Army Materiel Command civilianxe "Civilians" work force expanding to support the Army in the field?


MR. KELTZ: You’re going to see the role expanding but our numbers continuing to drop.  Clearly we’re going to be supporting a smaller Army.  Whether it’s the 495,000 that we now have, or as some would suggest in the Quadrennial Defense Review (QDR), 395,000 in the active component, I think we at AMC are going to be doing it with a smaller civilianxe "Civilians" work force and with greater dependence on the private sector.  My fear is that we are going to have an imbalance between those folks involved in our depot and arsenal operations and the balance—we’ve talked about the power of the depot caucus, but I think we are getting into a potential imbalance where we are going to have guards, firefighters, and maintenance personnel to the detriment of scientists, engineers, inventory control specialists and so on.  And to me, that is going to be a very difficult balance for whoever the Commanding General [of AMC] is to maintain.  


Now, I do see an expanded role—and we’re already witnessing this in the Integrated Sustainment Maintenancexe "Integrated Sustainment Maintenance (ISM)" Program—where we are taking on a greater and greater responsibility for General Support (GS) and Direct Support (DS) maintenance operations down at the installation level.  


I can perceive a day when AMC is operating many of the traditional Director of Logistics (DOL) operations down at the post, camp, and stations.  I think there is some potential for AMC providing broader responsibility in terms of contracting across the Army.  Instead of doing it at the installation level, we have some kind of a contracting activity.  I certainly see us, through the Logistics Support Elementxe "Logistics Support Element (LSE)" (LSE), having a much broader responsibility in terms of supporting contingency operations.  We just, as you are aware, awarded the follow-on LOGCAP (Logistics Civilian Augmentation Programxe "Logistics Civilian Augmentation Program (LOGCAP)") contract to DynCorp to provide logistics support for contingency operations.  The management of that contract will cause AMC to be far more significantly involved than we have in the past, but again with a smaller work force.


MR. DARIUS:  What are the major challenges to integrating the AMC civilianxe "Civilians" work force with the “green suit” Army on the non-traditional battlefield?


MR. KELTZ:  Let me speak to a concern on a little different level.  That is, how does AMC maintain currency with the Army it supports given the continued downward pressure on the number of Army officers assigned to AMC?  I find it very valuable to have on the staff at any level, majors, lieutenant colonels and colonels who have recently had field experience, who have commanded at the battalion or brigade level, because they bring some sense of how our policies and our equipment impacts the Army.  And as we lose those individuals, I’m concerned that we’re not going to be as responsive or as current as we should be.  So that to me is more of a challenge than how we integrate because I think ever since Desert Shieldxe "Desert Shield"/Desert Stormxe "Desert Storm", the Army has accepted that AMC is going to have a viable presence on the futurexe "Army’s future" battlefield.  They understand that’s going to take the form of civilians and civilianxe "Civilians" contractors and I think they are realizing that they must be dependent upon that support.  But, having said all that, we start looking around.  Where is that interface?  Where is that seasoned colonel?  They just aren’t here today.  As you sit here in this building, the military presence is way, way down.  That is going to be a challenge.

You asked that question  (in the read-ahead interview questions) about our ability to deploy several hundred civilians? The OPTEMPO (Operational Tempo) of our deployment is making that harder and harder.  There was a lot of, from my perspective, of patriotic zeal—appropriately so—for Desert Shieldxe "Desert Shield" and Desert Stormxe "Desert Storm".  Our civilians who are now deployed in Bosnia have seen the other side of that patriotic zeal, where no one really publicly cares a whole lot.  There’s not a great deal of enthusiasm for the mission.  And the living conditions, while at the other end of the spectrum, are probably as extreme, if not more so, than what we’ve experienced in the desert.  Winter in Bosnia is not a pleasant experience.  We are finding it increasingly difficult to find civilians who are not only willing to volunteer, but also have the types of skills, both in terms of technical, management, and leadership skills, that we are really looking for.  So what you are going to see is that we’ll start to designate more and more positions as emergency positions.  That is, we can direct people’s deployment and we are going to expect our employees to accept that as a condition of employment.  In theory we can deploy civilians involuntarily but we have not done so.  We have not had to.  But I think my successors are going to find that’s going to be a real challenge.

LOGISTICS SUPPORT ELEMENT

MR. DARIUS:  How has the Logistics Support Elementxe "Logistics Support Element (LSE)" (LSE) performed from Desert Shieldxe "Desert Shield" to Operation Joint Guard?


MR. KELTZ:  Well there has been a lot of evolution.  First of all, the Logistics Support Elementxe "Logistics Support Element (LSE)" can exist from as few as a half dozen people up to a very large organization of 3,000 or more as was employed in the Gulf War.  The concept of an LSE is to have an organization that both your contractors and civil service personnel can fall in under instead of having each MSC provide, on a stovepipe basis, their particular element of support to a theater.  So it’s to get a grasp around the totality of AMC’s direct and indirect support.  Now it is also to execute the requirements of the LOGCAPxe "Logistics Civilian Augmentation Program (LOGCAP)" contract and bring to bear the tremendous resources that DynCorp and their subordinate contractors can bring to bear to operate a theater logistics operation.  So, the success I see is that we have been able to get that into the doctrine.  If you go to the Deputy Chief of Staff for Logistics (DCSLOGxe "DCSLOG") now, you’ll find that there are field manuals (FM) that lay out the doctrine under which we would operate and employ.  The commanders in Bosnia, Haiti, Panama, Somalia and Rwanda have all had experiences with an LSExe "Logistics Support Element (LSE)".  The Federal Emergency Management Agency (FEMA), through our experience with Hurricane Andrew, now understands what we can bring to bear.  So I think that rather than have to try and convince people that they need us, it’s a matter now of you call and we’ll get on with the support.  So that whole process of bringing it into the institution has been very valuable.


MR. DARIUS:  How do you see the role of Logistics Support Elementxe "Logistics Support Element (LSE)" (LSE) and the Logistics Civilian Augmentation Program xe "Logistics Civilian Augmentation Program (LOGCAP)"(LOGCAP)? Are they complementary or would LOGCAP eventually replace most of the LSE?


MR. KELTZ:  I think the LSExe "Logistics Support Element (LSE)" provides the management framework to oversee the LOGCAPxe "Logistics Civilian Augmentation Program (LOGCAP)" support operations.  It’s broader than that, in the sense that an LSE also brings the Logistics Assistance Representatives (LAR) who provide the technical assistance down at the unit level.  They provide things like the test measurement and diagnostic equipment (TMDE) to support the Army Oil Analysis Program, as well as coordination of LOGCAP.  So I don’t see those as at all competitive.  On the one hand in the LSE you’ve got the inherent governmental functions, on the other you’ve got the LOGCAP contractor who brings to bear the life support and logistics support necessary to sustain the force.


MR. DARIUS:  AMC took over the Army War Reservexe "Army War Reserve" Program in 1994, and in 1996 the Army War Reserve Command was established.  Could you comment on how AMC is doing in the management of this area?


MR. KELTZ:  We’re doing quite well.  I spoke earlier about our success in issuing the unit sets and individual pieces of equipment for that matter to support our forces deployed to Bosnia and Hungary, and of course we are going through the process now of recovering much of that as that mission evolves.  We’ve now out loaded the first of our major vessels out of Charleston for the near-term pre-position ships and their follow-on.  We obtained a general officer to be the Industrial Operations Command deputy, in command of the Army War Reservexe "Army War Reserve" Command.  That’s Brigadier General Hamp McManus and he’s got his feet on the ground.  


Programmatically there was a great deal of skepticism about AMC accepting this mission.  From my perspective we have not missed a beat.  Every time that a commander-in-chief (CINC) has called we’ve been there, we’ve been able to exercise the equipment.  The last time Saddam Hussein rattled his saber, we exercised the Kuwait Set in less than six hours and had it in the hands of soldiers ready to go.  When you look at the exercise support and the myriad of Joint Chiefs of Staff (JCS) exercises we’ve supported, we’ve been there.  We’ve been able to demonstrate we can do it.  So there is a great deal of pride in that.  


You asked earlier in the written questions about what specialized equipment we need to develop.  The one area that continues to trouble me is the communication package required to support the LSExe "Logistics Support Element (LSE)".  We have two prototype Fly-Away Packagesxe "Fly-Away Packages".  I’m not at all convinced we’ve got them right yet.  We’ve done a lot of work with the U.S. Army Communications-Electronics Command  (CECOM) and with the U.S. Army Signal Center and School, trying to refine that.  I think we need to be reliant upon the civil sector communications capabilities because anytime we get under the military spectrum we’re in competition with the war fighting CINC in that area.  We tend to get pushed off the frequency or made second cousins.  We’re in the process now of pulling one of the Fly-Away Packages out of Bosnia.  We’ll bring it back here and reconfigure it and get it ready to go for the next contingency.  But we’re awfully thin.  Both packages were in Bosnia and, if we had another contingency during that time, we would have been scrambling to kludge something together.  I would like to see us get at least two more sets of equipment so we could cover more than one exercise at a time.  


MR. DARIUS:  Has the Logistics Anchor Deskxe "Logistics Anchor Desk" (LAD) been effective?  What impact has funding constraints had on it?


MR. KELTZ:  How you measure success or failure is the issue with the Logistics Anchor Deskxe "Logistics Anchor Desk".  The Log Anchor Desk (LAD) has been a valuable tool within the Army for executing and planning the whole Bosnia experience.  We’ve been unsuccessful in convincing other services that the tool has merit.  They view the Army as espousing its own needs to the detriment of the other services.  We’ll be signing a memo here this week that declares the ACTD (Advanced Concepts Technology Demonstration) portion of the LAD to be complete and moves that system from an RDT& E (Research, Development, Test and Evaluation) environment to an OMA (Operations and Maintenance, Army) sustainment environment.  I suspect that if you come back in a year and ask my successor what’s the status of the LAD, you’ll find that the analytical tools that were developed in LAD have been pulled out and applied to other systems.  There won’t be a LAD per se.  I’m proud of what we did within that Army mission area, but I think we missed the mark in terms of providing a joint tool.  And that was our mission, to provide a joint tool and not just something to satisfy the Army’s need.  It was not one of our better efforts.


MR. DARIUS: Would you comment on Total Asset Visibilityxe "Total Asset Visibility" (TAV), the Single Stock Fundxe "Single Stock Fund (SSF)" (SSF) and Integrated Sustainment Maintenancexe "Integrated Sustainment Maintenance (ISM)" (ISM)?


MR. KELTZ:  Total Asset Visibilityxe "Total Asset Visibility" is probably coming of age at this point.  We’ve done a lot of work with it in AMC and, when our assets are not moving, we can tell you what’s going on with a high degree of resolution.  The global transportation network coming of age under TRANSCOM (U.S. Army Transportation Command) I hope will give us visibility of assets in motion.  That’s not there today.  And I think that’s the challenge of how do we bring to bear bar coding, RF (radio frequency) tags and other technologies to really capture this stuff as it moves through the theater of operations.  Private industry has done that with a great deal of success.  All you have to do is go down the street to UPS (United Parcel Service) or out to FED EX (Federal Express) and they’ve done it.  But they’re doing it within the context of an origin to destination pipeline that’s totally under their own control.  We’re crossing lines with the other services, with different CINCs, different geographic areas that are far more widely dispersed.  We don’t have good street addresses in Bosnia.  UPS and FED EX have got a leg up there.  I think that’s going to the next big challenge.  And then the challenge beyond that is to get it to work in a joint environment.  The Army has accepted executive agencies.  We’ve vested that responsibility into a joint program office under the leadership of the DA DSCLOG.  I think they’ve got a tremendous challenge because they’re going to have all the same problems that we did with LAD and not being embraced by the larger community.  


The Single Stock Fundxe "Single Stock Fund (SSF)" is finally going to happen.  It has been around since I was in my former assignment as the Director of the Strategic Logistics Agency.  The Army leadership is now committed to making it happen.  Within the next year or so you are going to see significant inroads made as we finally get beyond the prototypes and get a single stock fund up and working.  

Integrated Sustainment Maintenancexe "Integrated Sustainment Maintenance"

xe "Integrated Sustainment Maintenance (ISM)" is here.  It’s being embraced by TRADOC (U.S. Army Training and Doctrine Command) and by FORSCOM (U.S. Army Forces Command).  When you go out and visit those commands now, they like it so much they’re claiming it was their idea.  I still remember the days when it wasn’t their idea.  I recall the first time I took the program down to Forces Command.  I briefed the DCSLOGxe "DCSLOG" down there and was promptly shown the door and told to walk to the subway.  Now they embrace it as their own program.


The whole idea of Integrated Sustainment Maintenancexe "Integrated Sustainment Maintenance"

xe "Integrated Sustainment Maintenance (ISM)" is to create a single center of excellence for a given type of repair and to eliminate the redundancy of capabilities across the Army.  We can move a reparable item almost anywhere in the Unites States within 24 hours using the various express shipping services, FED EX, UPS and so on.  So why replicate repair capability at Fort Carson, Fort Hood, any combination of installations you want?  Why not create a single center of excellence and get rid of that redundant capacity?  And that’s what ISMxe "ISM" is all about.  How do we cut our overhead costs while still turning out a quality repair of a given item?  

Single Stock Fundxe "Single Stock Fund (SSF)" is just a way of eliminating the redundancy of layers of sale and of streamlining the financial management process as well as the ownership of the spare stock pile.  The down side of both those programs is it takes away the discretionary ability of an installation commander to have all that under their immediate control.  That’s been the hard part.  Once people got over that and realized, they were saving money, and freeing up resources to do other things, then there was a greater interest.  Both of those were classic learning experiences for me.  They’ve been around for almost seven years and we’re finally seeing the Army embrace them.  So it’s been a tremendous undertaking.  Changing the Army as an institution and getting it to do business in a different way takes time and tremendous intellectual energy.  It’s not simply a matter of someone directing, despite the fact that we’re a military organization.  Short of combat, the Army is an organization based on consensus and, until you get that consensus, things don’t happen.  It’s taken us that long to try and bring the institution around.  


MR. DARIUS:  Do you foresee AMC becoming the Army Sustainment Command and shedding its industrial operation orientation?


MR. KELTZ:  First of all, I don’t think we’ll shed our industrial operations.  I think the Army stationing plan is to have three major depots.  We tried to achieve that goal in BRAC 95, but we were unsuccessful in fully divesting at Red River Depot, although we downsized it significantly and of course Letterkenny with the missile maintenance mission is much the same.  The goal however, is still to have three depots.  


The arsenalsxe "Arsenals" will continue to have a role where industry does not have the capabilities, but they’ll be significantly downsized from what they are today.  With the exception of two of our ammunition plants they’re already government owned, contractor operated  (GOCO) and I think you’ll see little change in that.  You’re going to see a great deal of stability there.  The ammunition storage function, in my opinion, could go to the Defense Logistics Agency (DLA).  There is nothing unique about the management of that storage function.  There’s a lot of unique aspects of storing munitions, but who operates the facility, be it GOCO or DLA, is not something we have to do ourselves.  So there’s some room for changing there.


MR. DARIUS:  Do you still see AMC as the executive agent for conventionalxe "Conventional ammunition" ammunition? 


MR. KELTZ:  The EDCA (Executive Director, Conventional Ammunition) is broader than just storage.  It of course encompasses development and acquisition of all conventionalxe "Conventional ammunition" ammunition.  I don’t see that changing.  I’m just saying that in the core of this process, I don’t think you have to own the storage process.  


I would hate to have AMC labeled “the sustainment command,” with the implication that we would only do sustainment.  I think our other two competencies need to remain strong and viable.  I do think you are going to see AMC having a broader responsibility in sustainment.  Be it through things like LOGCAPxe "Logistics Civilian Augmentation Program (LOGCAP)", Single Stock Fundxe "Single Stock Fund (SSF)", ISM or a broader operation of the DOL (Director of Logistics) functions, there’s more room, but again I don’t think it will equate to a larger command.  We’ll be doing broader missions with fewer people and leveraging more through contracting and support from the industrial base.


MR. DARIUS:  How do you see AMC functioning within FORCE XXI?  What role and mission will it have?


MR. KELTZ:  I think our roles and missions are going to be largely the same.  The dimension that’s going to change is one of greater velocity, less mass.  We have to continue leveraging automation.  I told you my frustrations already in that area, and we have not begun to capture the capabilities that’s out there in terms of being able to do things smarter, faster with less mass.  We can’t afford the experience we had in Desert Shieldxe "Desert Shield" of shipping tremendous volumes of materiel and yet not being able to bring it to bear with great precision.  Just as we’re focusing now on precision fires in our artillery and missile systems, we need to focus more on precision logistics—having just the right amount, just in time, -- without relying on the concept of tremendous mass of volume to get us through a given operation.  How do we organize to do that? 

We are going to see greater and greater dependence on afloat pre-positioning and forward position war reserves.  The relevancy of the Army is to be able to bring the soldiers to bear in great numbers, fully equipped, in a very short period of time and the only way we can do that, in my mind, is to have that pre-positioned equipment out there available so they can fall in on it.  AMC is going to have a very important and sustained role in doing that.

ARMY’S FUTURE FORCE STRUCTURE


MR. DARIUS:  What do you see as the course the Army in the future of xe "Army’s future"?  What will be the major challenges in the next five to fifteen years?  Are the Army’s long range plans appropriately focused to meet future need?


MR. KELTZ:  The debate going on within the Army is how to preserve force structure within a declining base.  I guess from my own personal perspective, the Army’s force structure is going to have to be reduced and I don’t envy the Army Chief of Staff that has to do that.  Clearly, his mandate is to keep the force structure alive, with the same number of divisions.  Can he do that and still have a viable Army?  I think we’re probably stretched about as thin as we’re going to be stretched.  I’m going to be interested to see what comes out of the Quadrennial Defense Review (QDR), whether or not some of these projections of an Army of 395,000 active forces as opposed to 495,000 comes to bear.  From that then, all the rest of the answers to your questions are uncertain.  The question is what size Army are we going to sustain?  


I think the area that I’m most concerned about is not the logistics area, but whether we’re going to have the modernization dollars we need to train and equip the Army of the futurexe "Army’s future".  We’re going to be able to sustain what we’ve got, and I’m not sure that we are currently investing anywhere near what we should in research and development (R&D) and modernization.  I have a great deal of concern about what that’s going to lead to.


MR. DARIUS: General Meyer (General Edward C. Meyer, Chief of Staff, 1979 to 1983) talked about a “Hollow Army,” I know that’s not a very popular term, but do you perceive the Army moving in that direction?


MR. KELTZ:  Well, you have to look back to when General Meyer was speaking when he invoked the term “Hollow Army.” The dimension we’re talking about today, is a very different.  I would hesitate to use the word hollow.  I have expressed concern over the R&D environment, and I think it’s a valid concern.  Yet by any measure we have the most powerful, capable Army anywhere in the world.  We are by no means anywhere near the largest, but in terms of sophistication of our weapons systems and the ability to dominate a battlefield, it’s clearly there.  We have great challenges, but I would not invoke the term hollow.  I know that’s the debate within the Army.  


We just read the article that the A-Vice (Assistant Vice-Chief of Staff of the Army) put out.  Lieutenant General Garner [the A-Vice] was speaking from the heart, and he did accept the term hollowness.  General Reimer, the Army Chief of Staff, came right behind him and said, “I don’t think so.”  So the question is, are we able to provide the Army with the most modern technology and tools available?  I would say we’re starting to slip back from that.  That’s far from being a “Hollow Army” and if the President called today, I’m convinced we’ve got the ability to project that force and sustain it and for us to demonstrate clear dominance of the ground battlefield, perhaps not with the most modern technology that’s available.  


MR. DARIUS:  Sir, what kinds of words of wisdom do you have for or what would you tell the person who takes over your job.  What should he work towards for the year or what he shouldn’t do?


MR. KELTZ:  When you come into a job like this, you have to look at yourself and say, “what skills do I bring to bear and how do my personal strengths and weaknesses compliment the Commander and Deputy Commander whom we serve?”  The bottom line of my advice to my successor, Dave Mills is, do your own thing.  Figure out how you can best support the commander and the deputy through the strengths you bring to the job and not based on what I did.  The areas that I expressed pride in are my strengths.  My successor may bring an entirely different focus and be equal or greater in his success.  So I would just say know yourself and bring those strengths to bear.  
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