Aviation Maintenance in Mojavia

It was the 9th day of the campaign.  The U.S. led coalition forces had pummeled the Krasnovians back to within sight of their border.  The U.S. Brigade Combat Team (BCT) was putting the final touches on their plan to attack to restore the International Border.  During the OPORD the S2 presented the following information on the enemy “The 37th Motorized Rifle Division (MRD) has established a defense weighted to the south.  Countermobility efforts will also be located along the northern wall to push attacking forced to the south.  Expect the enemy to have at least 48-60hrs of engineer preparation time for the defense.  Non-persistent chemical munitions will likely be used to disrupt attacking formations, shape the battlefield and limit mobility of attacking forces.  

The S3 approached the map and continued the OPORD with the commander’s intent.  “The commander’s plan calls for the following: an attack company to conduct a deep attack to attrit the 25th IMRB south by 30% to deny their ability to execute CATK, two UH-60’s to insert COLTs to call fires on the Northern MRC.  OH-58D’s will conduct an area reconnaissance of the defense and identify the best Point of Penetration (POP) for the Brigade Combat Team (BCT).  A UH-60 will put a 4-hour Volcano along Phase Line Crystal to protect the BCT’s northern flank.  A platoon of CH-47s is on standby to perform emergency class V resupply and CASEVAC.”  

The BCT integrated aviation throughout the ground tactical plan to achieve the destruction of the Krasnovian forces and restoration of the international border.  As the aviation maintenance manager how do you ensure that the commander has the necessary assets to defeat the enemy?  This article addresses some of the most common mistakes that maintainers make while at the National Training Center and some techniques for avoiding those problems.

“Aviation maintenance activities are organized to provide commanders with the maximum number of safe, mission-capable aircraft.  These activities must be dedicated to fast, continuous, and reliable aviation maintenance support in the highly mobile, integrated battlefield” -  FM 3-04.500.  This is the goal of every maintainer.  At the National Training Center we have observed several trends that cause units not to meet this goal. 

Trend Number 1: Units deploy with insufficient equipment.


Units’ arrive at the National Training Center and discover that tools required for a repair did not get packed.  Commanders are caught by surprise because the tool or test set they thought they had is not present.  There have been several reasons why: A subordinate did not think it was needed, a supporting unit promised to send the test set with its slice but changed their mind and did not inform the deploying commander, it was on the packing list, but was overlooked.  

The key to success is leader involvement prior to deployment.  In Progress Reviews (IPRs) with key leaders are critical to the success of the deployment.  Ensure that the officers and Non Commissioned Officers (NCOs) that attend the IPRs are going to be part of the maintenance team that is deploying.  Do not accept the soldier from S3 shop that is ETSing in two months and will be out of the army when the unit arrives at the National Training Center.  It is critical that all sections of the maintenance team understand the types and number of aircraft deploying, and what equipment must deploy.  

It is important to treat your deployment to the National Training Center like a protracted war.  Plan as if you were deploying to a third world desert country.  Do not plan on receiving any maintenance support from the National Training Center or Barstow-Daggett Airport.  Front load as much maintenance as you can prior to deploying.  Unit’s that stop training flights at least a week prior to deploying and use that week to concentrate on maintenance have the best mission capable rates at NTC.

There is a method to speed up the supply system at no cost to the unit.  Prior to deploying to the National Training Center develop a wish list for repositioned parts.  Submit this list through the home station Logistics Assistance Representative (LAR) to Army Material Command (AMCOM) 120 days prior to the rotation requesting the relocation of the parts to the Defense Department San Juaquin Center (DDJC).  AMCOM will reposition the parts if available.  If the unit wants to preposition ordered assets to assist with the deployment; a holding area is available at the Fort Irwin Single Fund Warehouse, building 934 (W80WKN).  Contact the Accountable Officer prior to your deployment to arrange for holding the ordered class IX items.  


For receiving Class IX air at NTC, the Division Aviation Maintenance Officer (DAMO) or Material Management Center (MMC) aviation representative needs to make contact with the NTC MMC Support Operations Officer  (SPO) Class IX Accountable Officer.  This is to establish approval for A Direct Support Unit (DSU) (W80QJK) warehouse personnel to assist you with your Class IX air mission.  This is not automatic and you must make contact to set up the capability.  After obtaining approval, the supplemental address (W80QJK) may be used.  A list of aviation unit Department Of Defense Activity Address Codes (DODAACs) must be provided to the MMC Class IX section.  Aviation Class IX will be requisitioned using only home station DODAACs. 


Aviation Class IX repair parts will not be received, issued, or turned-into A-DSU.  To ensure that this does not happen, an Aviation Class IX representative (clerk) must meet every delivery truck.  This will also ensure that accountability and control of aviation repair parts are maintained.  The assistance that will be provided is the downloading of parts from delivery trucks. The Division Supply Support Activity (DSSA) staff will assist on a non-interference basis that does not prevent them from accomplishing their ground/common Class IX mission.  If your Aviation Class IX representatives need more assistance than can be provided you will be responsible for any overtime costs associated with moving Aviation Class IX parts.  NTC does not have an Aviation Class IX Air Mission; A-DSU is not a stock/store facility for Class IX Air.


While at NTC, units should have a "rear aviation cell" receive the 2765-1's from elements located inside the training area via Tactical Local Area Network (TACLAN), Mobile Subscriber Equipment (MSE) or hard copy.  The rear Aviation Maintenance Officer (AMO) will do the research: Federal Logistics (FEDLOG), Visual Logistics Information Processing System (VLIPS), then enter the requisition into Defense Emergency Supply Expert System (DESEX).  After entering the data, then fax/call the National Inventory Control Points (NICPs) just as if it was a home station code Aircraft On Ground (AOG).  Using the project code "EAG" (if applicable), home station DODAAC with signal code J, supplemental address W80QJK, the parts will be pulled from depot stocks and shipped quickly.

It is recommended that a home station tactical Standard Army Retail Supply System Level 1 (SARSS-1) box is loaded with a home station temporary aviation DODAAC, and 2765’s or Unit Level Logistics System-Aviation (ULLS-A) disks be processed through the system to allow for BCT asset visibility and tracking.  By using MSE and TACLAN, units can order and receive parts quicker through BCT MMC channels by Blocked Asynchronous Transmission (BLAST) the data to the home station SARRS-2, with W80QJK as the supplemental address.  This process will allow your MMC Aviation representative in the D-Rear to monitor high priority requisitions and process "AOG" parts as applicable.

If the entire unit is not deploying, the maintenance commander and the Production Control (PC) officer must have a detailed list of what equipment is being deployed and even more important what equipment is being left behind. Ensure that first line soldiers are completing Pre Combat Inspections (PCIs).  Spot-check their inspections.  Review all Test, Measurement, and Diagnostic Equipment (TMDE).  Just because the torque wrench is packed does not necessarily mean it will not expire and have to get calibrated half way through the rotation. During this planning phase it is also important to determine the flow of support personnel and equipment.  What equipment is hand carried, is put on the C5 with the aircraft, is railed or is in the back of the forty-foot sea-land van.  A Maintenance Test Pilot (MTP) on Technical Inspector (TI) orders with a couple of crew chiefs should accompany the first aircraft into theater.  Echelon the maintenance support to last aircraft deploying as well as the first. Consider the flow of aircraft into theater and how to support the commander with the maximum number of safe, mission-capable aircraft during RSOI.

Trend Number 2: Maintenance personnel have poor tactical situational awareness.

 
“The combat mission of aviation units must remain the foremost consideration in the functions of AVUM and AVIM units.  Resources and priorities must be tailorable to changing combat situations.” - FM 3-04.500.  Maintenance soldiers all too frequently are simply performing the same duties they do in garrison without any idea of the unit mission or even when aircraft will depart on missions.  Maintenance Command Posts (CPs) fail to put out orders, battle track, and disseminate tactical information.  

Units must fix problems as they arise.  Continually deferring maintenance “until we get home” is a recipe for failure. Always make plans for the next 24 hours, but the trick here is to integrate the tactical situation into the task force and brigade plans.  Are we attacking or defending?  What happens if the defense fails?  This can effect your decision to start deferred maintenance tasks. It also should effect your priorities of work; which aircraft to work on, which one to save until you have a larger window of opportunity.  Is it wise to start a complicated lengthy job the same time the brigade is defending?  What is the plan to displace rapidly should the brigade’s defense fail?  Is there a plan to move forward with the success of the brigade’s attack?  Maintainer’s must understand the tactical context in order to tailor their resources.

During the Military Decision Making Process (MDMP) the staff identifies what assets they need for their plan.  The maintenance company needs to be included in the tasks to subordinates so he can prioritize his efforts.  An example is: “D Company provide maintenance support for four flight hours per aircraft with a minimum of six AH-64s and two UH-60s from 192300AUG02 to 200300AUG02.  


Maintenance test flight areas should be integrated into the A2C2 plan.  Ideally, MTF areas are predesignated by the unit on the battlefield and are activated as required through the Aviation Control Order (ACO).  Although the NTC has an identified permanent MTF area (Coyote Lake), this area may not be the logical choice tactically.  MTFs are competitive after deploying to the field.  Ensure the ACO is understood by the MTP’s for the MTF needs.

Trend Number 3: Units fail to prepare for and keep up with desert maintenance.


What can you do to help fight off the effects of the desert? Prior to coming to NTC ensure the engines are clean (hot and cold sections).  Prepare in-flight HIT check baselines.  Ensure pilots know how to do them correctly.  This will prevent spending extra time on the ground, which results in dust ingestion.  

Flushes are one of the most important preventive maintenance tasks. We encourage water only flushes every 10-12 hours. Clear water flushes do not need to be captured. Gas path flushes must be captured.  We recommend the use of baby pools or galvanized metal oval tubs placed under aircraft to capture flush fluids. The capture fluid can then be left out to evaporate in the pool or poured into drums for disposal later. Units should bring 55-gallon drums to put the gas path in for turn in to Brigade’s HAZMAT team.  

Main rotor blades and tail rotor blades wear quickly in a sandy environment.  Look up blade repairing / spot painting in your aircraft’s TM.  The two part epoxy-polyamide applied with a small roller lasts longer than flat black spray paint and "Mopp-And-Glow".  Paint blades after every mission.  Ensure pilots are conducting a thorough post flights to alert maintenance personnel early to blades that need repairs.  Assemble kits with all the parts to replace blades and tip caps.

TB 55-2840-248-20-17 (Sandy Environment and/or Combat Operations for T700 Engines) recommends that T700, 701 and 701C " Normal on aircraft compressor cleaning in sandy or dusty/dirty environments should be performed every 50 engine hours. Hot section cleaning of engines should be accomplished at 50 hours or sooner depending upon hot section component condition". Keep the aircraft as clean as possible, do not let dust and dirt accumulate. 

Best maintenance actions are proactive. Bearings, Seals and Rotor blades take the abuse out here. Use "pressure bug sprayers" to direct water flow on spherical bearings to get the sand out to ease the pitting/erosion/wear.  Keep all surfaces that come into contact with seals as clean as possible (wipe them down after each flight, struts, servos, rod end bearings). Use organic assets - pressure washers from the motor pool, NBC decon sprayers from the NBC section or FSB work great to keep hydraulic decks and flight controls clean. If there is binding in flight controls the cause is probably sand and the cure is to clean them regularly. Extend and wipe servos with hydraulic fluid dampened rags/towels to clean and protect seals. 


Once the hostilities have ended the maintenance manager job is still far from over.  The next big hurdle is the plan to flow of aircraft back to home station.  Do not allow pilots to take short cuts in a rush to get home “Oh that fourth main rotor blade is just for redundancy, we can make it back with three.” Do not allow current maintenance faults to be deferred until the aircraft is flown back home.  Echelon maintenance assets to support the redeployment just as you did deploying to NTC.  What maintenance assets are pushing and who is receiving?  

The intent of this article was to help units win the maintenance battle at NTC.  This was by no means an all inclusive checklist for success. The Eagle Team Web page, http://www.irwin.army.mil/eagle/index.htm, contains a wealth of information.  If you have any questions about your upcoming deployment do not hesitate to contact us here at the Eagle Team DSN 470-4462 or email us at eagle18@irwin.army.mil or eagle26@irwin.army.mil. 

This article was authored by the aviation maintenance trainers at NTC, CW4 Thomas Jackson and MAJ David Bingham.

