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5 Range Sustainability

5.1 Sustainability planning to support readiness training and testing

Range management requires sustainability planning to ensure future sustainable ranges for training and testing.  Such planning should be guided by a set of defined principles.  The following paragraphs describe solutions to range encroachment and sustainment challenges.

5.1.1 Range Sustainability Requires Strategic Planning

Strategic planning is a grounding principle by which an organization analyzes its situation and creates the vision and strategy that guide organizational actions into the future.  For purposes of military ranges, a strategic plan and vision provide the high level guidance to develop range management plans that describe operational concepts, encroachment and sustainment efforts, and investment strategies.

Strategic planning also requires command advocacy and sponsorship that adds legitimacy and commitment to an effort.  It is imperative that range strategic planning efforts have command sanction.  Such sanctioning focuses attention on range sustainment matters and provides the underpinning authorities and responsibilities for organizational efforts and supporting resources.

Example:
Marine Corps Base Camp Lejeune (MCB CL) has developed a Strategic Plan and supporting Range Transformation Initiative (RTI).  The RTI describes the range environment, identifies encroachment and sustainment threats to the range complex, and provides investment actions and projects for future range sustainment out to the year 2020.

Example:
The Commanding General, MCB CL, is the sponsor of the MCB CL Strategic Plan, dated December 2002.  The Strategic Plan provides the Commander’s intent and the overarching strategic themes, goals, and processes by which MCB CL organizations prepare for range sustainment.  Moreover, the Strategic Plan provides the sponsorship, impetus, and high-level direction for the RTI.

Example:
The MCB CL RTI identifies 54 projects for range resources in seven major investment categories: air, land, and water; instrumentation; targets and target arrays; range operations; facilities; environmental; and outreach.  These projects are central to the MCB CL investment profile and are highlighted in Section 3. Investment Strategy.

5.1.2 Range Sustainability Requires Formal Organizational Structures and Processes

Range sustainability management is a formal organizational function requiring established procedures and processes.  Establishing formal sustainment organizations and functions promulgates executive-level sponsorship of and commitment to those organizations responsible for range sustainment activities and initiatives.  Sustainment management ensures that current and future range sustainment efforts and planning can be managed efficiently and authoritatively.  Ideal organizational structures are designed to address the many variables of range encroachment and sustainment.  Management must be structured to ensure these variables are integrated among the affiliated organizations to produce coherent and synchronized range sustainment strategies.

Example:
The Commanding General, MCB CL directed the Range Development Division to develop the RTI as a supporting effort to the MCB CL Strategic Plan.  The RTI provides a range assessment, summarizes existing deficiencies, identifies range requirements, envisions a 20-year modernization and sustainment plan, enhances MCB CL range and MAEWR integration, and identifies investment projects.

Example:
MCB CL has numerous organizations to conduct range sustainment activities.  They include MCB Operations and Training, Training Resources Management, Range Operations, Range Development, Public Outreach, and Environmental Management.  These organizations have the authorities and responsibilities to develop and implement sustainment strategies and processes for MCB CL.  They coordinate and integrate their activities through formal procedures to achieve mutual agreement and support on range sustainment issues and challenges.

Example:
Under the Training Range Management Division (TRMD), MCB CL has a comprehensive range maintenance process involving both recurring maintenance (scheduled quarterly) and emerging maintenance (near real time and prioritized maintenance identified by range inspectors).  Range maintenance activities ensure that selected ranges undergo recurrent maintenance for cleanup and preventive purposes and that other ranges can have on-the-spot maintenance when identified by range inspectors.  TRMD uses a centralized database to identify, collect, and prioritize range maintenance projects.  Range inspectors populate the database by inspecting ranges, entering maintenance data into handheld computers, and downloading the data into the TRMD server.  TRMD uses the data to prioritize and schedule the emerging maintenance activities.
Example:
 MCB CL has a comprehensive range safety program.  Centralized scheduling, range inspections, range control, and range safety procedures provide for optimum range usage and comprehensive range safety practices.  Proper safety supervision by range managers to orient and educate commanders and users enables safe operation of live-fire equipment, facilities, and ranges.  Moreover, MCB CL requires units to have a certified RSO and Range OIC before operating and firing on any live-fire ranges.  Close coordination and de-confliction by range managers also allow for concurrent training to be conducted in surrounding training areas outside the range safety zones and range fans.

5.1.3 Fleet Current and Future Operating Force Training Ranges Must Have Clearly Defined Requirements

Range requirements are derived from validated training requirements.  Ranges must provide for realistic, responsive operational training that is scalable and properly resourced.  Once training requirements are determined, range planners can identify range capability requirements and develop investment strategies for range modernization.

Example:
The Commander, Fleet Forces Command (CFFC) is developing a Range Capabilities Document (RCD) that will define the Navy training requirements and the supporting range capabilities needed to meet the training requirements.  The RCD will support future investment strategies to fill identified capability gaps and to sustain the ranges.

5.1.4 Current and Future Training Ranges and Operations Must Clearly Identify Encroachment Impacts

Each range must identify and understand the encroachment issues impacting range management and operations.  Understanding encroachment issues and their impacts on range capabilities, training, and testing serves to develop mitigation and investment strategies to ameliorate encroachment impacts on readiness.

Example:
MCB Camp Pendleton has conducted an exhaustive study of encroachment impacts on a selected set of operations.  This seminal study quantified the encroachment impacts on urbanization, threatened and endangered species, airspace, noise, wetlands, air quality, cultural resources, and public safety.  The project developed a prototype relational database to capture the study data and to serve as a tool to track future impacts of encroachment on training.  The DoD considers the Camp Pendleton study a model for similar analysis at military bases, range, and facilities around the country.

Example:
The Cherry Point/Camp Lejeune (CP/CL) RCMP uses a set of 17 encroachment matrices to describe encroachment impacts on the CP/CL range complexes.  The encroachment impacts are evaluated against 11 environmental issues affecting the ranges.  The matrices constitute a triage whereby range managers can identify, isolate, and resolve those impacts most pressing on range capabilities and the training mission.  Matrix data helps to focus range managers on the main issues while deemphasizing the minor encroachment impacts.

5.1.5 Natural and Cultural Resources Must Be Managed Externally and Internally

Ranges are influenced by external factors that must be integrated with range management and operations.  Community and public planning have direct bearing on range activities.  Regional, State, and Federal efforts place the ranges into larger context.  External pressures from all levels argue for a comprehensive regional ecosystem management approach to range encroachment and sustainment.

Moreover, real property alternatives can provide buffer zone areas and compatible use zones.  Integrated natural and cultural resource management plans, as alternatives to critical habitat designations and the provisions of the Archeological Resources Protection Plan, reduce the impacts of critical habitat designations and eligible archeological sites and artifacts.  In addition, range modernization efforts may identify alternative ways to use available land and range resources.

Example:
Both Marine Corps Air Station (MCAS) CP and MCB CL have Integrated Natural Resources Management Plans (INRMPs), Integrated Cultural Resources Management Plans (ICRMPs), Range Air Installation Compatible Use Zone (RAICUZ) studies and Air Installation Compatible Use Zone (AICUZ) studies.  These plans and studies offer alternatives to critical habitat designations and provide land use descriptions.  As with other range activities, INRMPs, ICRMPs, RAICUZ, and AICUZ provide guidance and direction to investment strategies.

Example:
 MCAS CP has an active AICUZ effort and accompanying Joint Land Use (JLUS) initiative.  The AICUZ describes the air station operations, noise patterns, and safety footprints affecting the public.  The JLUS strategy seeks to garner public commitments to land use strategies that ameliorate the public concerns about noise and safety emanating from the air station.  The Community Plans and Liaison department at MCAS CP manages both the AICUZ and JLUS efforts.

Example:
MCB CL is involved with Onslow County and local communities in a JLUS effort to buffer the ranges from encroachment.  The buffer zones protect the public from range activities and provide additional conservation lands for ecosystem enhancement and protection.  In addition, MCB CL actively participates in the Onslow Bight Conservation Forum.  The Forum involves regional conservation agencies that have a shared vision of regional ecosystem conservation that protects the environment while promoting military activity on military lands.
5.1.6 Community and Stakeholder Involvement Are Central to Sustainability

Military installations and ranges, with their military members, families, and civilian employees, are part of local, regional, and state communities.  What happens on the ranges and in the communities is of mutual interest to all military and civilian stakeholders.  Mutually supporting contributions and relationships among stakeholders foster understanding, cooperation, and support.  Communicating the military mission and developing and maintaining stakeholder partnerships ensure mission essential operations and range sustainment.
Example:
The Public Outreach function of the Assistant Chief of Staff for Training and Operations (AC/S T/O) at MCB CL is actively involved in community affairs.  Two major outreach activities are the participation in the JLUS program and the Citizen Comprehensive Plan for Onslow County.  In both these efforts, MCB CL representatives sit on the planning boards and provide military and MCB CL perspectives important to both the community and to the MCB.

Example:
The Community Plans and Liaison function at MCAS CP is actively engaged in public and stakeholder relations.  Both the RAICUZ and JLUS efforts seek to accommodate public and air station concerns about the impacts of MCAS CP and Bogue Field operations on public health and safety.  In addition, MCAS CP representatives are participants in the North Carolina Military Affairs Commission that seeks to strengthen the close relations of the state government, region, county, and localities with MCAS CP.
5.2 Management and Mitigation of Risks to Range Sustainability

5.2.1 Sustainability Management

Range sustainability management is a formal organizational function requiring established procedures and processes.  Establishing formal sustainment organizations and functions, such as the Range Planning Team (RPT) for the CP/CL range complex, requires Headquarters and command concurrence; thus, promulgating executive-level sponsorship of those organizations responsible for range sustainment activities and initiatives.  The RPT will be chartered to address CP/CL range sustainability from range complex, TRS, and Joint perspectives.  RPT functional responsibilities will include integrating and resolving range complex sustainment issues among its stakeholders.

Sustainment management ensures that current and future range sustainment efforts and planning can be managed efficiently and authoritatively.  Ideal organizational structures are designed to address the many variables of range encroachment and sustainment in a holistic manner.  A holistic approach guarantees that encroachment and sustainment matters are analyzed together through coherent and synchronized management practices leading to integrated outcomes and comprehensive sustainment strategies.

Example:
Sustainability management at MCB CL includes activities from a variety of organizations and functional areas.  Environmental management, operations and training, range maintenance, and public outreach and stakeholder involvement all contribute to range sustainment.  These functions collaborate through committees such as the Environmental Impact Working Group to integrate sustainment activities commensurate with training requirements and range capabilities.  Moreover, the various sustainment efforts have input to the RTI to ensure that functional, management, and operational matters are properly and thoroughly represented and become part of sustainment and investment strategies. 

Example:
The MCB CL AC/S T/O uses a “Corporate Scorecard” process to evaluate range management and operations.  The Scorecard uses 33 separate metrics including, for example, range utilization, availability, and capability; customer satisfaction; live fire support; and others.  The AC/S T/O uses the Scorecards to evaluate range activities and to report to the Commanding General, MCB CL, on range successes, lessons learned, and deficiencies.  Further, the Scorecards aid sustainment-planning efforts by identifying deficiency trends that require solutions and investment attention.

5.2.2 Navy Enhanced Readiness Team (ERT)

Commander Pacific Fleet (COMPACFLT) and Commander Atlantic Fleet (COMLANTFLT) established Enhanced Readiness Teams (ERT) to bring together operations, facility, legal, and environmental staffs to focus on preserving operations, training, testing, and other critical mission activities.  The ERT Charter places responsibility on the Navy to develop strategies that address emergent encroachment issues and to establish organizational structures that enable the Navy to plan and implement proactive strategies.

“The ERT mission is to ensure sustained readiness by securing access to areas that allow us to meet current training requirements and to provide for the long-term needs of training with emerging weapons systems.  The ERT must be both reactive to resolve existing issues, and proactive to develop and implement an engagement strategy that reduces future encroachment.”

ERT are established at Fleet Headquarters with N3/N5/N7 and N46 or their designated representatives as co-chairs.  Regional ERT are established as appropriate and are chaired by the respective Regional Commander or designated representative.  The ERT are chartered to address an encroachment issue when the issue 1) could have an adverse effect on Navy standard operating and training procedures, 2) may increase expenses associated with conducting standard operations and training, or 3) arises from the action(s) of an organization outside the Fleet claimancy.

5.2.3 Marine Corps Regional Review Board (RRB)

The RRB is under Charter to bring together installation and operational commanders to coordinate regional installation issues in order to ensure long-term, consistent support to the entire force.  The RRB considers initiatives, issues, and matters with installation implications that strategically guide, direct, characterize, assess, and shape every installation.  The RRB also becomes the direct advocate of installation requirements to the Deputy Commandant for Installations and Logistics (DCMC, I&L).  The RRB will keep its regional focus and make recommendations concerning:  USMC-wide issues; basing/facilities/infrastructure requirements; requirements for land, airspace, and littoral usage; regional and local encroachment issues and their impact on installations; regional and joint use initiatives; promoting uniformity of installations to meet Marine Air Ground Task Force (MAGTF) quantity, quality, and timeliness requirements; and coordinating actions between installations and the operating forces to protect, preserve, and enhance current and future needs.

5.3 Range Infrastructure Management

Range infrastructure management is vital to sustain the facilities, targets, and instrumentation on training ranges.  The primary types of management required are maintenance, refurbishment, forestry, devegetation, controlling wildfires and explosive ordnance disposal EOD.

5.3.1 Recurring Maintenance

Recurring maintenance is performed on a scheduled basis, e.g., quarterly.  At such times, selected ranges are closed until maintenance is completed.  Recurring maintenance includes scrap and unexploded ordnance cleanup, minor target and equipment repair, devegetation, and other activity suited to the particular range.

5.3.2 Emerging Maintenance

Emerging maintenance is on-the-spot maintenance.  Such maintenance occurs when a range inspector, safety official, or user finds a discrepancy worthy of attention.  The discrepancy can either be called-in to an appropriate maintenance official or entered into a maintenance database for action.  Range management then prioritizes and schedules the maintenance activity.

5.3.3 Range Refurbishment

Range refurbishment is a case-by-case activity to improve or install some range infrastructure item.  Unless previously funded, range management will continue to depend upon funding from Operations and Maintenance (O&M), environmental, or other accounts for specific range refurbishment projects.

5.3.4 Forestry Management

Forestry management provides management of endangered species, forest and natural resources conservation, and wildland fires.  Range forestry organizations work in partnership with the U.S Department of Agriculture Forest Service, the U.S. Fish and Wildlife Service, the U.S Geological Survey, and State Forestry agencies.  The DoD selected the USMC to develop recommendations for establishing a DoD Wildland Fire Management Policy.  At the local level, the forestry organization generally develops forest and wildland management plans, including prescribed burns, for its affiliated range complex.  Camp Lejeune’s forestry effort can be found at the Environmental Management Division web page, Forestry Section, www.lejeune.usmc.mil/emd.

5.3.5 Devegetation

Devegetation can be one of the most pervasive maintenance issues.  Some ranges are kept closed for extended periods due to vegetation encroachment.  Devegetation uses specialized tree and brush removing equipment that requires investment intervention to acquire and maintain.  Poor devegetation can result in obscured targets and restricted access to live fire ranges.  The total effect of substandard devegetation programs is to reduce range access, capacity, and capability; thereby, degrading training and testing.

5.3.6 Wildfires

Wildfires are prevalent on military ranges.  Munitions detonations, lightening, and other incendiary triggers can cause random, unintended fires throughout a range complex.  Range managers must limit the impacts of wildfires by establishing fire management plans and implementing fire-fighting procedures that complement other range management activities.  Wildfires themselves can affect range operations by creating avoidance areas and restricting range access.  They can also cause harm to animal and plant species, protected habitats, cultural resources, and archeological sites.  Likewise, fire-fighting practices can harm natural and cultural resources when they are implemented independent of the provisions of INRMPs, ICRMPs and forestry management plans.  Wildfire management must be part of an integrated process that choreographs the many range management activities that are designed and implemented to provide adequate range availability, access, capability, and capacity to meet training and testing requirements.

5.3.7 Explosive Ordnance Disposal (EOD)

EOD activities are essential to any range complex where military use live and inert ordnance.  Range managers must incorporate EOD when developing range management and range cleaning and clearing operations.  The primary mission for an EOD unit is to provide the capabilities to detect, identify, render safe, recover, evaluate, and dispose of explosive and hazardous ordnance that has been fired, dropped, launched, projected, or placed in such a manner as to constitute a threat to operations, installations, personnel, and material.  Normal EOD operations include range clearance and cleaning; ordnance certification of range areas, targets, and range debris; UXO disposal through controlled detonation and Open Burning Open Detonation (OBOD); and recovery of military ordnance located within the civilian community.

5.3.8 Integration of Maintenance Activities

Maintenance activities have synergistic effects when integrated.  An individual maintenance activity performed on its own may interfere with some other range management activity.  For example, if range tree removal is not coordinated with forestry and cultural resources management, the tree removal may interfere with a forestry activity, e.g., prescribed fires may damage or disturb cultural resources sites that are pending survey, designation, or mitigation.  When maintenance activities are integrated and synchronized, there is less duplication of effort and more efficient and effective range sustainment.

5.4 Data Collection and Data Management

Data collection and data management have emerged as important processes in sustainable range management.  Data is required to support operational, environmental, and investment planning.  Environmental planning cannot be completed without knowing what operations occur on the range complex.  Sustainment planning is severely limited without understanding the encroachment impacts on range operations and management.  Correlating encroachment and sustainment prerogatives with range capabilities and training requirements facilitates investment planning.

The encroachment issue offers a case study on the need for data.  Historically the Services have had to rely on anecdotal evidence to articulate encroachment impacts.  Recent studies such as the Navy’s “Fleet Ranges to Readiness” study and the USMC’s “Encroachment Impacts on Training and Readiness at MCB Camp Pendleton” study have demonstrated that data quantification is imperative to internal situation awareness and meaningful dialogue with the public, Non Governmental Organizations (NGOs), and state and Federal governments on encroachment issues and impacts on military readiness.

In a recent report, the General Accounting Office (GAO) concluded that the Military Services

“… face difficulties in fully assessing the impact of training ranges on readiness because they have not fully defined their training range requirements and lack information on the training resources available to support those requirements ….”  (Military Training: DOD Lacks a Comprehensive Plan to Manage Encroachment on Training Ranges, GAO 02-614, June 11, 2002, page 4)

The GAO recommended the creation of a training range inventory to address this problem, a recommendation with which the Department concurred.  The GAO report and the inclusion of Section 366 in the FY2003 Authorization Act indicate long-standing Congressional interest in the effects that encroachment and training range resources have on readiness.  Thus, data collection and data management have come to the forefront of today’s installation and range management priorities.

Currently, both the Navy and Marine Corps have a strategic vision to collect and manage range complex data.  The Navy, through the Navy Range Management System (NRMS), envisions a process that will coordinate, integrate, and enhance range initiatives; improve readiness; and provide the necessary information to sustain range requirements.  The Marine Corps is working jointly with the Army in the development of an improved Range Facilities Management Support System (RFMSS) 2002, which is expected to be the solution for a range management and planning system that will provide statistical data for range use and encroachment.

Regardless of the data management system to be used, certain data categories are required for range management:  operational data, range data, encroachment data, and installation data.  Data must be independent of the mitigating effects of workarounds.  Data must also expand beyond the traditional collection process involving air activities, range events, and aircraft sorties to a more expansive collection activity that includes the data listed above.  Once data are collected, compiled, and analyzed, the data will provide range managers with quantifiable statistical evidence of range complex capabilities, encroachment impacts, sustainment imperatives, and investment shortfalls.

5.4.1 Operational Data

Operational data are needed for operational and environmental planning and range investment planning.  Operational data are required in three specific areas:

· Types of Operations Conducted 

· Numbers of operations (training exercises)

· Area of operations

· Types of operations correlated to a specific Warfare Mission area or NMETL.

· Participants and platforms utilized in each type 

· Total number of operations on an annual basis

· Ordnance Expended

· Correlated to Mission Area/NMETL

· Include type, quantity, and location (land, water, or ocean area) of expenditure on an annual basis

· For Navy ranges, ASW Training Events Involving Active Sonar Transmission

· Area of Operations (AO)

· Duration of the event

· Participants and platforms utilized

· Number of ASW events on an annual basis

5.4.2 Encroachment Data

The Congress, DoD, GAO and Inspector General (IG) are especially interested in range encroachment data.  The Services and the OSD staff have argued exhaustively about the impacts of encroachment on readiness.  In reality, encroachment affects ranges, thus leading to impacts on training and testing and, ultimately, readiness.  The Camp Pendleton Encroachment Study proves conclusively that encroachment (either environmental or self-induced) negatively impacts range capabilities.  Understanding range encroachment requires both anecdotal and statistical data.

There are many ways encroachment can affect a range complex.  Encroachment data collection, therefore, can be burdensome and tedious unless simplified to a few categories for consideration.  These categories must be measurable, have direct bearing on range operations, and provide for thorough understanding of the impacts of encroachment on range operations.  The RCMP offers four encroachment categories for data collection and management.

· Range Availability―Operational forces need to use ranges based on training requirements and schedules.  At times, a range may be restricted from supporting all training.  This can happen when encroachment factors (e.g., noise restriction, vegetation, time constraints) prohibit certain training events.  Under these circumstances, the range is deemed not available for the prohibited training.  Availability data provide a statistical measure of how encroachment influences training events and training schedules.

· Range Access―Various factors restrict or prohibit training and testing activities on ranges or portions of ranges.  Threatened and endangered species habitat, archeological sites, wetlands, and others may preclude range operations on the affected land.  Such restrictions can be measured and will help to quantify access impacts on range management and training and testing operations. For example, ranges should collect data on user requests where range access is denied due to encroachment.

· Range Capability―A range complex must have the infrastructure and resources to accommodate training and testing requirements.  Infrastructure and resources include land, airspace, instrumentation, targets, and others.  Not every range has what it needs to conduct unrestricted training and testing.  For example, airspace size and altitude limitations are encroachment matters that can restrict flight operations and air combat training.  Frequency spectrum restrictions can encroach on tactical training and exercises of deployed forces by constraining C3 capabilities.  The degree to which a range can accommodate training and testing requirements is indicative of range capability shortfalls.  Range capability data must be collected to quantify these shortfalls and to focus investment planning.

· Range Capacity―Ideally, a range complex can apply all its resources at the right time to accommodate training and testing requirements.  There are times however, when some ranges may be closed or marginalized for cleanup, vegetation, or other factors.  When a range or portions of a range complex are restricted or unusable, capacity is affected.  Capacity reflects the combined effects of range availability, access, and capability.  Capacity is a higher order metric that can be quantified for the range complex as a whole or for defined portions such as firing ranges, training and maneuver ranges, and outlying fields.  Capacity data will allow the range commanders and managers to view their range infrastructure and resources from an interdependent perspective.

5.4.3 Range Data

In addition to operational data, range data can characterize range management practices and provide metrics that measure and compare range activities against the Command’s strategic plan or vision.  MCB CL currently uses a set of metrics embodied in the “Marine Corps Camp Lejeune Corporate Scorecard” system.  Some of the scorecards collect range data, such as range utilization, customer satisfaction, and range safety and security.  An alternative approach to collecting range data is through the topical areas outlined in paragraph 5.3.  This topical list includes:

· Recurring maintenance,

· Emerging maintenance,

· Range refurbishment,

· Forestry management,

· Devegetation,

· Wildfires, and

· EOD.

Using this or a similar categorization will align data collection with established range infrastructure management activities.  Metric-based data on these activities will provide statistical quantification of range performance and production.

5.4.4 Installation Data

Installation commanders and staffs also need data.  Data to measure such activities as internal actions, financial processes, and human development are useful to describe installation performance and mission success.  Installation data are also important to compare performance to the installation’s strategic plan.  Although worth mentioning, installation data is not in the purview of the CP/CL effort.

5.4.5 GIS Data

Geographic Information System (GIS) data detailing location and spatial relationships is increasingly useful to store, manipulate and report range capabilities and limitations.  The USMC is standardizing on RFMSS-2002, which is supported by a set of GIS layers under development.  They include:

· Installation boundary

· Training areas

· Firing ranges

· Observation Points

· Standard Surface Danger Zones

· Drop Zones

· MOUT/MAC sites

· Roads

· Special use airspace, boundaries and altitudes

· Firing points

· Targets

· Impact areas

· Hydrology

· No overflight areas

· Ammunition supply points

· Off-limits to training

· Restricted training areas

· General vegetation

· Buildings.

Source: RFMSS 2002 Brief by Major Drew Tabor at the Ranges and Training Lands Program (RTLP) Symposium (May 2003).

Additionally, ranges are encouraged to collect and maintain data on digital elevation, aerial photographs, and satellite imagery.  “Metadata” (data about data sources and quality) is important for all range data maintenance.
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