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SUBJECT:  Command Policy #20, Operational Readiness Evaluations (OREs)
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MEMORANDUM FOR SEE DISTRIBUTION

SUBJECT: Command Policy #20-12, Operational Readiness Evaluations (OREs) 

1.  PURPOSE:  Develop, train and validate PATRIOT Crew proficiency and equipment readiness.  This Policy letter will outline procedures for conducting and scoring OREs.  

2.  REFERENCES:  All areas will be evaluated in accordance with the following:


a.  AR 700-138


b.  Current BN OPLAN 5027


c.  TM 9-1440-600-10


d.  ARTEP 44-635-14 DRILL


e.  Applicable TM for each End Item


f.   BN TSOP

3.  EVALUATION PROCEDURES:  The ORE begins when the EMMO team issues a SAM/SHORAD Tactical Order (SSTO) to the BTOC. The SSTO will up-order the Firing Battery under evaluation to assume an Alert State (AS) 2.  The Fire Unit must be at a valid AS 5 before proceeding to the ORE portion of the evaluation.  There are five major areas evaluated during an ORE, and they are described in detail below:

a.  SECTION 1 – This section is an evaluation of the unit’s ability to conduct air defense operations through the message center in an effort to complete the loop to the BTOC.  In this section the unit will demonstrate the ability to update and pass the SAMSTAT REP, SSTO, NBC, reports, missile expenditure report, CCIRs as well as direct site activities through sounding of proper alarms.

b.  SECTION 2 - Maintenance & Equipment Availability: This section is an evaluation of daily maintenance, dispatching, grounding, and maintenance support activity required to maintain the system.  This section is checked throughout the evaluation. The unit must perform before operations PMCS on all generators prior to starting them. PMCS will be performed daily while the unit is at an AS 5 and weekly while at an AS 7 or 8.  Should an ORE be conducted prior to daily PMCS, the previous day PMCS will be accepted for all system equipment.  If no faults are found, the equipments DA form 5988-E may be reused for up to seven days.  Generators will not be dispatched for more than a 7-day period.  Due to the nature of our mission, third and fourth operators may be written and signed into the remarks section of the dispatch (DA form 5987-E).  Operators will close out the dispatch prior to leaving site by writing the generator hours next to their name in pencil.  If the dispatch has not expired prior to pulling another shift, the crewmember may reopen the dispatch by erasing the hours next to his or her name.

c.  SECTION 3 - Assumption of AS 2: This section is an evaluation of the Fire Unit’s ability to quickly transition to an AS 2 status, and it begins the moment the TCO/TCA receives the full SSTO ordering the FU to an AS 2.  When first entering the ECS/ICC, the evaluator will ensure that the unit was at a valid AS 5.  Any LS that is NMC for conventional faults but for which the system is still operational WILL be used.  All launching stations and the radar set will be positioned within 2 degrees (plus or minus) of the assigned azimuth.  Emphasis is on Fire Control crew performance supported by launcher crew actions.  If a fault occurs during the ORE, the TCO/TCA is responsible for correctly identifying the fault and making the correct fix or fight decision based on the tactical situation.  The unit must continue the drill unless the TCO determines the fault is to be fixed.  If the fault is corrected within 20 minutes the ORE will continue.  If the incorrect fix or fight decision is made, the unit will receive an invalid assumption and be scored accordingly.

d.  SECTION 4 - Launcher Readiness Checks: This section is an evaluation of Launcher Equipment readiness and launcher crew performance.  This section begins as soon as the Fire Unit is ordered to an AS 2 and the Fire Control crew notifies the launcher crew.

e.  SECTION 5 – Scud/ABT Evaluation Drill (Air Battle):  This section will only be evaluated after a successful assumption of AS 2.  This section is an evaluation of the Fire Control crew’s ability to perform emergency actions to encounter a surprise TBM and/or ABT attack.  It is evaluated by running a TPT provided by the EMMO.  The air battle is part of the ORE and will be included in the ORE overall score.  A successful air battle conducted during an ORE will be counted as a table VIIIb certification. 
4.  CHECK SHEETS:  The EMMO evaluation team will annotate sheets as deficiencies are observed.  There is space below each checked item to make comments.  The check sheets will be completed in duplicate, signed by the TCO, and a copy left with the Fire Unit.  The original completed check sheet will be routed through the Battalion S-3 to the Battalion Commander.  The ORE checks sheets are divided into 5 sections as explained above. Three columns as outlined below organize the check sheets. 

a.  Column 1 - Checks & Comments: This describes the checks in the form of a specific question.  

b.  Column 2 - How Points Are Deducted:  This describes the specific scoring criteria.

c.  Column 3 - Number of Pts Deducted:  This is the total points deducted corresponding to the noted deficiencies for that checked item.

5.  SCORING:  

a.  Section Scoring and Rating:  Each section is worth 200 points each and no more than 200 points can be deducted per section.  Each evaluated section will receive a rating that correlates to points deducted.


1) 0 to 20 points deducted is an Excellent Rating.


2) 21 to 40 points deducted is a Satisfactory Rating.


3) 41 to 60 points deducted is a Marginal Rating.


4) More than 60 points deducted is an Unsatisfactory Rating.

b.  Overall Scoring and Rating:  The entire ORE is based upon 1000 points possible by adding sections 1- 5.  

1)  ORE Rating is computed as follows:  Add up points deducted from sections 1- 5.  Subtract the sum from the total points possible (1000).  Divide the number by the total points possible to receive the overall score as a percentage of the total possible points.  The following ratings will apply:

a) Excellent Rating: 90% and above.

b) Satisfactory Rating:  80% to 89%.

c) Marginal Rating: 70% to 79%.

d) Unsatisfactory Rating:  69% and below.

e) UNSAT/NMC:  The Fire Unit is unsatisfactory due to a Fire Unit NMC fault. 

2)  The following exceptions apply to scoring the overall rating:

a)  The overall score cannot be above 75% if Section 1, 2, or 3was given an Unsatisfactory Rating.  This will automatically result in a maximum overall rating of Marginal.

b)  The overall score cannot be above 69% (UNSAT) if two or more of Sections 1, 2 or 3 were given an unsatisfactory rating.

c) An overall score of 69% (UNSAT) will be given if an unsatisfactory rating was given in Section IV (Assumption of AS 2) or in Section V (Air Battle).

d)  If a System Non Mission Capable failure (NMC condition that prevents the FU from performing its TBM mission) occurs during the ORE the following applies:

1.  Fire Unit personnel will take immediate action and a maximum of 20 minutes will be allowed to clear the failure. This time will begin the moment the NMC failure is first observed and the system must be back in K-7 within 20 minutes.  If the system is returned to operation within 20 minutes the ORE will continue and times on ORE check sheet will apply. The LS crew will continue “ready for action” drill until stopped by the TCO. 

2.  If the NMC fault can’t be corrected within 20 minutes; the ORE will be halted, and immediate corrective procedures by FU Maintenance Personnel will continue.  There will be no overall score.  The FU will receive the rating of UNSAT/NMC.

3.  If a NMC fault occurs, and is corrected within 20 minutes, ORE is continued, and then subsequently the NMC condition re-occurs, the ORE will be halted as in para 2 above.

6.  OUTBRIEF:  At the conclusion of the ORE, EMMO team members will confer and review deficiencies for computation of scores.  The ORE team will then out brief the entire hot crew of the ORE results.  The objective is to conduct an After Action Review (AAR) so that the “On Site Crew” can learn from mistakes made.

7.  SAFETY:  Safety is a major concern during the ORE.  The following items are of major concern but are not all-inclusive.  Common sense and risk assessment must always be used to determine an unsafe situation.  Unsafe activity will be noted and point deductions are significant.

a.  Equipment not properly grounded.

b.  Not wearing hearing protection in noise hazard areas.

c.  Improper crew procedures that violate “Warnings” and “Cautions” in the TM or ARTEP.

d.  Lack of communications between the Launcher Crew and Fire Control Crew.

e.  Approaching a launcher that is in remote with “Ready to Fire Missiles”.

f.  Improper procedures followed during a “Missile Hazard” condition.

8.  CHECK SHEET UPDATES:  The ORE check sheets will continuously be updated and revised to reflect current PATRIOT training standards and to emphasize Battalion Commander priorities and concerns.  Check sheet updates must be distributed at least 24 hours in advance of an ORE.

9.  REPORTING ORE RESULTS:  ORE results will be forwarded through command channels to the Battalion Commander for review and comment.  The EMMO Team is responsible for updating the ORE score sheet shown at staff call each week.  

10. ORE CORRECTIVE ACTIONS:  

a. Battery Commanders will develop internal policy letters that outline what corrective action, if any, will be taken when a crew receives an overall Marginal rating on an ORE.  A copy of the Battery Commander’s policy as it regards ORE Corrective Actions will be provided to the Battalion Commander.

b. The Battalion Commander will direct corrective action for AS 5 Assumption, Validation, and ORE results rated as Unsatisfactory.  Such corrective action will be as follows:

1) The crew that fails in its area will remain on site to conduct training until the ORE Team can return to re-evaluate the crew (see paragraph 10c below).  The Battery Commander will formally counsel the TCO and/or crew and provide a copy of the counseling to the Battalion Commander.

2) If, after the first ORE failure, the crew fails again, the crew will be decertified and remain on site for remedial training.  The Battery Commander will formally counsel enlisted crewmembers and the Battalion Commander will counsel Officers.  The crew will continue on “lockdown” status with their Battery Commander until they are re-evaluated by the ORE Team.

3) Additional decertifications or three or more consecutive failures to pass an ORE will result in the Battalion Commander taking the following possible actions, determined by the magnitude of the crew’s inability to perform competently:

a. Formal Counseling

b. Letter of Reprimand/Concern

c. Continued Training on Site

4) Further decertifications or consecutive ORE failures could result in Relief For Cause and elimination procedures for failure to repair.

5) The EMMO team will not re-evaluate any crew until retraining for that crew has been conducted and the commander contacts the EMMO.  The EMMO may return within 72 hours of the failure and perform another ORE on a first time NO-GO crew.  The Battery Commander must request a re-look by memorandum for any decertified crews failing two consecutive OREs.

6) For each UNSAT rating that a unit receives, the unit must RBI the following to the BN S-3:

a. Cause of Failure

b. Corrective Actions

c. Implementation Time

c.  Training at the TAC Site is defined as:

1) Remain on site 22 hours a day to study, refine operational procedures, conduct thorough maintenance, and enhance overall knowledge of the PATRIOT system with the goal of passing the ORE and thus becoming mission capable.

2) Eat and sleep at site.

3) Be released for two hours every day to conduct physical training, shower and clean up at local gym/facility/barracks.

4) Potable water will be available on site for drinking.

d. 
There are three separate crews evaluated in an ORE that are listed below: 

1) Fire Control Crew: TD/TDA/31R or 25F or TCO/TCA/31R or 25F

2) Launcher Crew: Launcher Section Chief and two Hot Crew Personnel

3) CP/BTOC Crew: CP/BTOC Operators

System Maintenance Representatives, PLL Clerks, and guards are not considered part of the evaluated crews and are therefore not subject to lockdown unless deemed non-proficient in their duties by their Battery level supervisors.  However, system maintenance personnel are a vital link when the system has a fault identified by the crew that the crew cannot fix.  It is the responsibility of the crew to identify those faults and notify systems maintenance. 

11.  This Policy Letter supersedes Policy Letter #20, dated 22 July 2004.
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