Lessons Learned—2004-04

13 April 2004

Fort Anywhere, USA

Observation:  General observations in the areas of leadership, personnel and operations captured overtime that should be considered/implemented in units facing a Medical Reengineering Initiative activations or conversion.  

Discussion:  

Leadership Actions:

· Be proactive; find out from your higher headquarters what the five-year plan is for your unit.  If there is a conversion in your future, acquire the base TOE documents and analyze them in light of your unit’s current capabilities and limitations.

· Review and understand the current status of your unit (personnel, equipment, training, physical plant, and installation support).  Project your requirements based on your assessment of the base TOE documents, particularly where new construction maybe required.  

· Build a core team of staff officers and action officers/NCOs to work the issues involved in a conversion or activation.  Conduct monthly In-Process-Reviews (IPRs), where each staff section/action officer report progress made in their respective areas and air issues for resolution by the group and commander.

· In a conversion, crosswalk the old and new MTOEs for personnel and equipment.  Again assess the impact on TOE storage space, office space (orderly rooms), billets, arms rooms, motor parks and maintenance facilities.  

· Establish a timeline for all actions.  Some headquarters have developed an OP Order for each conversion/activation.  

Personnel Actions:

· Review your current Unit Status Report for personnel issues.  Army Reserve (AR) units in addition should review the current Unit Commander’s Readiness Report in the Individual Training and Readiness System (ITRS).  Be able to answer all aspects of the question:  What is the personnel status of your unit?  

· In a conversion, determine your personnel shortages after your crosswalk the old MTOE to the new MTOE.  

· Active component units should drop their personnel requisitions one year out from E-date.  AR units need to identify what MOSs need to be recruited.  Engage recruiters in your 50-mile radius to fill your critical vacancies.

· Identify soldiers that need to be retrained or reassigned.  For key personnel you may want to request a stop loss action in order to retain these key personnel during the conversion process.  AR units identify early on what training seats you will need to fill to ensure your MOS Qualified (MOSQ) statistics will make P3 or better at E-date.

· Determine your PROFIS requirements (both active and reserve units).  AR units may need to look for personnel in the National AMEDD Augmentation Detachment (NAAD) and the Individual Ready Reserve (IRR) to fill vacancies in their converting/activating units.

Operational Actions:

· Request at least an 18-month carrier status for activating units.  (Definition:  Carrier unit identification code: provides a means to assign personnel and account for equipment that arrives at the unit before unit activation.  Upon activation of the MTOE unit, HQDA (DAMO-FD) will discontinue the carrier UIC.)  Converting units may request through their higher HQ to their MACOM C5 status effective one year from E-date.  

· AR units, start retraining of individual soldiers early.  Some medical MOSs require year long training and courses may be hard to get into.  

· Hold Commander’s monthly IPRs to track issues concerned with the conversion/activation.

· Coordinate New Organization Training (NOT) to coincide with an assigned strength of 80% or higher.  NOT can occur 3-6 months prior to E-date or 3-6 months after E-date, depending on the desires of the Commander and the availability of personnel for training.  

· Establish timelines with higher Medical HQ, corps HQ, and/or Reserve Readiness Command (RRC).

· Assist as required in the manning and equipping effort.  

Recommendations:  

1. Commanders must be proactive, start your planning process early and keep actions on track through monthly IPRs.

2. Stay informed.  Contact the MRI Program Implementation Office if there are questions regarding your conversion/activation.

