Setting the Conditions for Success--

Aviation Ground Convoy PCC/PCI 

You have been assigned as the serial commander of serial 2.  It’s Training Day 5, 0300 hours.  A 35-knot wind is blowing sand and reducing the current 40% illumination.  Twenty vehicles have just lined up for convoy, and there you are.  Your task – to lead this convoy safely across 40 miles of unforgiving desert prepared for enemy contact, lost vehicles, vehicle breakdowns, and stranded soldiers.  Success will be defined as arriving safely at the new TAA site with enough personnel and equipment to establish the position and support the battle.   Where do you start?  There are several key areas that must be prepared and executed prior to convoy SP.  First, troop leading procedures must be initiated to insure FRAGO information is disseminated to the lowest levels, and more importantly, understood by all.  Route recons are conducted, with the information collected integrated into the convoy risk assessment as well as the planned actions on contact portion of the convoy briefing.  The S2 is consulted for intelligence on current enemy activity and civilians on the battlefield.  The Operations Order (OPORD) is reviewed, and a movement plan is prepared.  Subsequently, all soldiers are briefed, the movement is rehearsed, and implementation of hazard control measures are discussed, with associated responsibilities assigned. 

After all the planning and preparation is complete and you’re staring at 20 vehicles, 50 soldiers, and an austere environment.  So what’s left to insure the convoy is postured for success--Precombat Checks and Precombat Inspections (PCC/PCI).  

PCC/PCI can be described as the detailed set of checks and final checks that units conduct to insure correct posture before mission execution.  PCC/PCIs have a great impact on the safety of personnel, condition of equipment, and ultimately mission success.  Results of a poorly executed PCC/PCI include vehicles running out of fuel, vehicle loads shifting during convoy, weapon systems not ready when needed, batteries not available for GPS operation, and soldiers unaware of the current challenge and password.  The check and inspection method of PCC/PCI should be developed for all critical mission preparation tasks in which incorrect posture can cause critical or cascading mission failures.  Aviation tasks benefiting from PCC/PCI include preparing for jump FARP missions, tactical displacement of production control and tech supply elements, and pre-deployment loading of AVIM special tools.  While there are several areas and methods to apply PCC/PCI checklists, this article will present “A Way” to accomplish convoy PCC/PCI, highlighting what’s important during planning, preparation, and execution.

Planning – The first step in the planning process is to develop a convoy PCC/PCI checklist.  Highly effective checklists include the following categories: Personnel Situational Awareness, Personal Equipment, Intelligence, NBC Readiness, Communications Readiness, Vehicle and Equipment Readiness, Maintenance Status.  Following identification of these major categories, add appropriate individual checks under each.

Next, establish a standard PCC/PCI timeline.  How far out should first iteration of checks (PCCs) be completed?  And how much prior to convoy SP should the PCIs be completed? Generally, PCCs are conducted and completed no later than four to six hours before the convoy rolls.  The PCIs are completed at convoy line up.  Once the timeline is established, add it to the PCC/PCI checklist heading.

Often the task of PCC is left to the driver and is not checked again until PCI.  Or both PCC and PCI are conducted by the platoon sergeant.  It’s important to identify responsibilities along with timelines for PCC and PCI.  What works well is aligning the PCC responsibility with the unit chain of command.  PCI or the final check is best left to a third party--the serial commander.  This is the person taking responsibility to insure the vehicle and cargo arrive safely at RP.  This inspection is most effective when performed at convoy line-up where the condition of the personnel, vehicles, and equipment is not likely to change before crossing the SP.  This will give the serial commander a good picture of convoy readiness.

Another consideration in creating a PCC/PCI plan is a PCI posture.  PCIs are generally conducted near SP time.  In order to allow the serial commander to adequately inspect vehicles, equipment, and personnel, consider establishing a PCI posture that requires drivers to have their BII, dispatches, licenses, load plans, strip maps, NVGs, PLGRs and weapons displayed in a pre-arranged pattern.  Such a posture will facilitate and expedite the inspection.

Finally, publish, distribute, and train to the standard.  Adding the PCC/PCI checklist to the unit TACSOP or NCO ground battle book along with who performs the inspections, when they are performed, and the PCI posture will insure everyone knows and understands the standard.  Creating the TACSOP on a popular word processing software will improve access to the information.  Hard copies should be issued to all soldiers, and not just before deployment.  If soldiers are to become familiar with the PCC/PCI standards, they must train with it every chance they get. 

Preparation – Having the time to complete a proper PCC/PCI is very important.  If your timeline is compressed, the first thing to suffer is PCC/PCI.  To avoid the “Just pack it and go!” method of convoy preparation, plan the PCC/PCI timeline from receipt of the FRAGO.  If not published in the FRAGO, anticipate the convoy SP time and begin the planning process.  Just as important as scheduling the PCC/PCI timeline is the inclusion of time and assets to correct PCI.  Forecasting possible problems and providing assets to solve them such as insuring a fuel tanker is nearby with an air hose and tire gauge could be critical to successfully meeting the convoy timeline.   

Finally, make sure all soldiers have copies of the PCC/PCI checklist, and a clear understanding of the timeline from receipt of the FRAGO to convoy SP.

Execution – Begins with leaders providing soldiers situational awareness, soldiers preparing mission and personal equipment, and drivers preparing vehicles in accordance with the unit’s PCC/PCI checklist.  The PCC process should be a planned, sequential process initiated early enough to insure the PCC checklist is complete well before convoy line up.  The next step is PCI.  Generally PCI is conducted at convoy line up.  The execution timeline should allow enough time after PCI to make corrections before the convoy rolls.  Isolation of the PCI site will reduce the possibility of vehicles, personnel, and mission equipment changing after PCI completion.  Completing the entire PCI checklist on every vehicle and crew can be a very time consuming process.  To reduce the time required for PCI completion, insure drivers lay out inspectable items prior to PCI.  By laying out such items as driver’s licenses, dispatches, load plans, strip maps, PLGRs, NVGs, first-aid kits, fire extinguishers, and weapons, the PCI execution time will be significantly shortened.  Following the PCI, all vehicles and personnel should remain in a controlled status to prevent a change in convoy readiness posture.  

The ultimate PCC/PCI goal is to insure equipment and soldiers are adequately prepared for mission success.  Leaders and soldiers should strive to perform PCC to a standard that eliminates PCI discrepancies and places PCI completion just prior to convoy roll out.  Insuring the unit convoy PCC/PCI standard is published, known, and trained will validate the procedure, enhance the unit’s tactical displacement ability, and build soldiers’ confidence in leaders.  Take every opportunity to train, and always train to standard.
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TRAIN THE FORCE!

EXAMPLE PCC/PCI CHECKLIST - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -“A Way”

	1. 
PERSONNEL
	YES
	NO
	N/A

	Full crew on vehicles
	
	
	

	Crew members knowledgeable of mission
	
	
	

	Crew members know applicable rules of engagement
	
	
	

	2.
PERSONAL EQUIPMENT
	YES
	NO
	N/A

	Dog tags present and worn
	
	
	

	ID card and meal card (if issued) present and serviceable
	
	
	

	Proper field uniform worn
	
	
	

	All TA-50 present per TAC SOP
	
	
	

	Individual weapons accounted for and basic load issued; M9 secured to LBE or holster
	
	
	

	Weapons serial numbers and zero (M16) data known
	
	
	

	Flashlight has filter and is operational
	
	
	

	Cat eyes on back of helmet bands
	
	
	

	Name on camouflage bands and helmet rank present
	
	
	

	Each leader has notebook pencil/pen and grease pencil
	
	
	

	3.
INTELLIGENCE
	YES
	NO
	N/A

	Crew member knowledgeable of his place in unit and unit's place in organization
	
	
	

	Soldiers know friendly/enemy aircraft and major combat vehicles
	
	
	

	All maps posted
	
	
	

	All leaders have list of their subordinate's weapons and sensitive items by serial number and vehicle/person
	
	
	

	4.
NBC EQUIPMENT
	YES
	NO
	N/A

	NBC suit present and serviceable
	
	
	

	Protective mask carried, fitted, and serviceable
	
	
	

	NBC boots present and serviceable
	
	
	

	NBC gloves present and serviceable
	
	
	

	M-256 Kit under drivers seat in vehicles
	
	
	

	M258 Decon Kit present on each person
	
	
	

	M11 Decon apparatus one per vehicle
	
	
	

	Soldiers with glasses have mask inserts complete per assigned vehicle (NBC Detection Teams)
	
	
	

	Crews knowledgeable of MOPP levels and alert warning procedures and signals
	
	
	

	NBC detection teams identified and knowledgeable of equipment
	
	
	

	NBC survey teams identified and knowledgeable of equipment
	
	
	

	Assigned unit equipment is present and serviceable
	
	
	

	NBC markers present for contaminated areas
	
	
	

	Crew knowledgeable of preparation of vehicle for nuclear blast
	
	
	

	5.
COMMUNICATIONS
	YES
	NO
	N/A

	SOI /ANCD on each vehicle/aircraft with radio (As available)
	
	
	

	Correct frequencies on each radio
	
	
	

	Frequencies, call signs, and IP addresses known by driver/crew
	
	
	

	Soldiers know sign and countersign
	
	
	

	Antenna properly secured and tied down; protective tip installed
	
	
	

	Leaders knowledgeable on time to change frequencies
	
	
	

	Leaders can use authentication and encoding table
	
	
	

	Comsec equipment keyed and operational
	
	
	

	6.
VEHICLE AND EQUIPMENT
	YES
	NO
	N/A

	All vehicle bumper numbers legible
	
	
	

	Are highway warning kits available on each vehicle?
	
	
	

	All weapons mounted and operational (headspace and timing set)
	
	
	

	Headspace and timing gage present and serviceable (50 cal)
	
	
	

	Crew can set headspace and timing on M-2s
	
	
	

	Spare barrel and equipment present and serviceable
	
	
	

	Weapons cleaning equipment present and sufficient on each vehicle One per weapon
	
	
	

	Ammunition basic load aboard vehicle
	
	
	

	Load plans posted on vehicles
	
	
	

	All equipment inside of combat vehicle is strapped down TA-5O and BlI properly stowed as per load plan (or -10 manual)
	
	
	

	Two operational flashlights on available to crew
	
	
	

	Vehicle topped off (3/4 tank minimum)
	
	
	

	Oil and water can filled
	
	
	

	Camouflage nets and poles complete serviceable and secured on each vehicle
	
	
	

	Canvas installed on trucks
	
	
	

	Night Observation Devices (NODs) present with batteries
	
	
	

	Eye protection available for those wheeled vehicles without glass
	
	
	

	7.
MAINTENANCE
	YES
	NO
	N/A

	Logbook, load plan, and dispatch on vehicle; Are copies of SF 91 (operator's report of motor vehicle accident) DD Form 518 (accident identification card) and TM 21-305 (manual for wheeled vehicle driver) on hand in logbook?
	
	
	

	Lube order and -10 present on vehicle and serviceable
	
	
	

	PMCS completed and daily 2404 filled out correctly
	
	
	

	Deferred maintenance 2404 filled out correctly
	
	
	

	Crews know how to perform B, D, and after PMCS correctly
	
	
	

	All vehicles weapons cleaned (no rust)
	
	
	

	Fire extinguishers serviceable current and functional
	
	
	

	Each vehicle has at least 1 complete change of batteries for all of its flashlights and NVDs
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