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FROM THE FIREBASE

Army Values:
The Essence of Leadership

T he 10 divisions that comprise
our Army today are exceedingly
busy and stretched to the utmost
of their capabilities. The 1st Cavalry
Division is on peacekeeping duty in
Bosnia; 1st Armored and 1st Infantry
that just returned from that same mis-
sion are refreshing their warfighting
skills; while the 10th Mountain is in
trainingto relievethe 1st Cav at theend
of this year. The 2d Infantry Division
continues to defend South Korea; the
3dInfantry ispoisedto deploy to South-
west Asiashould theneed arise; and the
4th M echanized isbusy reorganizing as
our Army’ sfirst digitized division. The
25th Infantry Division (Light) along
with the 82d and 101st Airborne Divi-
sions stand ready as our contingency
forces for quick, decisive response
around the world. Couple these mis-
sionswith thefact that we may missour
recruitment goal by 5,000 soldiers this
year and many may wonder, “How can
the Army possibly meet theever-increas-
ing challenges of thefuture?’ That ques-
tion | answer with oneword: Leadership.

Leadership, basically, isthetechnique
of getting a group of people to act in
accord toward acommon goal. That’sa
simpledefinition of acomplex concept.
The secret to being a successful leader
in any organization is in discovering
what motivatesone' ssubordinates, what
common ideal or belief they hold that
will cause them to set aside their per-
sonal considerationsfor the good of the
larger group—what unseenforcecauses
soldierstorisk their livesfor their coun-
try.

For some soldiers that motivation is
pure patriotism, but that quality is far
from universal. Infact, our soldiers enter
theArmy for avariety of reasonsandtheir
motivations for success are equaly di-
verse, But for us to form cohesive units
that can withstand increased operational
tempo and the rigors of combat, we sm-
ply must haveashared valuessystem. It's
the only way our Army can remain the
effective fighting force it has become.
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To help leaders at al levels ingtill a
common set of character traits in our
soldiers, we will soon see publication
and distribution of the new edition of
Field Manual 22-100 Army Leader ship.
This manual recognizes the disparate
cultural, educational and ethical back-
grounds of our soldiers, as well as the
need for a common set of moral prin-
ciples, and offers the seven Army val-
uesasaframework for creating leaders
of character who will guide our forces
into the next century.

Loyalty, duty, respect, selfless-service,
honor, integrity, personal courage—
theseareour values. They arenot merely
snappy sayingsor suggested guidelines.
If we understand them and make them
our lives' very watchwords, they will
be the gluethat holds our unitstogether
and drives our soldiers to accomplish
the mission when torrential downpours
hit the firing point and bring down the
camouflage netstwo minutesbeforethe
time-on-target, when our howitzer
throws a track in the middle of a night
road march at the National Training Cen-
ter or when we're called upon to risk our
lives for our comrades, our country and
for freedom around the world.

Living these valuesisalot like doing
push-ups. Practiceisthe only thing that
will lead to improvement. No one ever
maxed aphysical fitnesstest by talking
about exercise, and no one will ever
becomean effectiveleader inthisArmy
by talking about our values. Aswemust
constantly hone our basic soldier skills
and our military occupational specialty
(MOS) tasks, wemust continually dem-
onstrate, reinforce and demand adher-
enceto thesevalues. Without this set of
shared principles, our Army would be
nothing morethan anarmed mob dressed
in camouflage.

Of course, wemust remember theother
basi c principl esof |eadership: keepyour
people informed and give them clear
guidance; be concerned for their per-
sonal safety and the welfare of their
families; decentralize your operations

MAJOR GENERAL LEO J. BAXTER
Chief of Field Artillery

to the lowest possible level to build
teamwork; and grow competent | eaders
at al levels. But above al, create a
command environment where living
Army values is away of life. The ex-
ampleswe set asleadersboth on and of f
the job inspire our soldiersto inculcate
the same set of values we hold dear.

Detailed discussions of all our Army
values are found in the pages of Army
Leadership. Assoon asit hitsyour unit,
get the new FM 22-100 out of the box
and into the hands of your soldiers. Read
it, learnit andliveit. It should becomethe
most well-thumbed publication in your
entire professiona library. The frame-
work for moral, adaptable, effectiveArmy
leadershipisoutlinedinthebook, but true
leadership occurs only if our values are
takento heart by everyoneintheunitfrom
private to general.

In spite of the many challenging mis-
sionswemay face, in spiteof tightening
constraints on our resources, in spite of
the dizzying speed at which technology
advances, our Army will continue to
excel in the 21st century because we
have wisely invested in becoming a
values-based Army. Weareaforcethat
can respond to any contingency with
both warrior spirit and humanitarian
concern because our foundation—our
bed rock—issolidly anchored by trained
leaders guided by seven Army values:
loyalty, duty, respect, selfless-service,
honor, integrity and personal courage.
Learn them. Live them. Teach them.
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Tuming Challenges
Into Opportunities

by General Dennis J. Reimer, Chief of Staff of the Army

ones our Army has faced in the past: How do we
keep the Army trained and ready? How do we
conduct the most fundamental restructuring of theforce
sincetheend of World War 11? And how dowedo all that
in an environment of constrained resources? These are
not easy challenges. But it’sthejob of leaderstoturn the
challenges of today into opportunitiesfor tomorrow.

T he challenges of today’s Army are similar to the
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How do we keep the Army trained
and r eady? Compounding the mission
of keeping the Army trained and ready
is the fast pace of operations. Right
now, we have more than 30,000 sol-
diersdeployedin 70 different countries
on a daily basis. Since the end of the
Cold War, the pace of Army operations
has increased 300 percent.

Then, wemust ask ourselvestheques-
tions,“ Trained andready for what?’ and
“How do we measure our readiness?’
In the past, we' ve determined “trained
and ready” by our ahilities to fulfill the
dictates of our nationa military strategy.

During the Cold War, we had a strat-
egy called “containment.” Our job was
to contain the Soviet threat, avery dan-
gerous and difficult job, but we spent a
lot of timeasan Army figuring out how
to do that. In 1989, we won the Cold
War and, as | say to my Washington
buddies, “We lost the best enemy we
ever had.” During the Cold War, we
could go to Congress and ask for re-
sources for modernization, training or
torecruit andretaintop-quality soldiers
because the Soviets were modern and
well-trained and our soldiers gave us
the edge.

If youlook at our forcetoday, you see
the US Army is pretty much commit-
ted—not only in terms of current and
potential operationsin Kosovo, but also
inBosniaand other operationsaround the
world. The Army has been involved in
morethan 30 such operationssince 1989.

The3dInfantry Division[Fort Stewart,
Georgia] istethered to Southwest Asia,
having taken over Operation Intrinsic
Action. Thelst Cav [Fort Hood, Texas]
has a brigade in Bosnia. Our two divi-
sions in Europe [1st Armored and 1st
Infantry Divisions] are tethered to the
Balkans and have their hands full. The
4th Infantry Division [Fort Hood] is
otherwise occupied designing the divi-
sionfor anuncertainfuture. | just named
the five heavy divisions of our 10 divi-
sions in the Army, and they are all
committed in a manner that equates to
onemajor theater of war. We've said to
the Joint Chiefsthat the Army can sup-
port one major theater war with our
supporting a second only at great risk.

Thisis atime when we must be vigi-
lant. | just came back from Korea and
was very impressed with the readiness
of that force—the 2d Infantry Division
and our allies. They have made tremen-
dousprogresssincel served over there.
But to the 2d Division—to all our divi-
sions—I| say don't be distracted by

Field Artillery ¥ May-June 1999

West Point Cadet Dennis J. Reimer, Class
of 62, was chosen to be a company com-
mander his senior year. Classmates pre-
dicted he would one day “go to the top.”

what's happening around the world.
Y our jobisto ensureyou can defend the
Korean peninsula or your part of the
world—to keep the force trained and
ready to do thejob. Wejust don’t know
what lies ahead.

How do we fundamentally restruc-
turethe Army? Our second challenge
isto restructure the Army—adapt it to
the post-Cold War environment. Our
ColdWar forcecameinnice, tidy pack-
ages. corps, divisions, brigadesand bat-

talions. But those packages don’'t nec-
essarily fit in the post-Cold War world.

Our recent operationsall haveinvolved
task forcessuch as Task ForceHawk in
Albania—a mix and match of forces.
The 5,000-man Task Force Hawk has
Apaches, MLRS [multiple-launch
rocket systems], ATACMS[Army tac-
tical missile system], engineers, secu-
rity forces such as Bradleys [fighting
vehicles] and a number of other sup-
porting arms. What we need is a head-
quarters to command and control task
forces like TF Hawk. That's why I've
pushed so hard for Strike Force.

Today’ sStrikeForceisaheadquarters
that can take the different forces from
thearsenal of America sColdWar Army
and configure them for our post-Cold
War requirements. It would be able to
handle 6,000 to 7,000 people from dif-
ferent capabilities, bothheavy andlight.
It must be adaptable and deployable
and an employable headquarters.

The challenge is that without Strike
Force, we have to send a division or
corps headquarters to command and
control task forces such as Task Force
Hawk—it just doesn’'t make sense to
usethat level of headquartersto control
5,000 people. We need those headquar-
ters to command and control a much
larger force.

Weonly havefour corpsinthe Army.
The Strike Force would complement

Future Chief of Staff of the Army (back row in the center) attends the Army’s Ranger School
at Fort Benning, Georgia, as a Second Lieutenant in the fall of 1962.




At the National Training Center (NTC), Fort Irwin, California, General Reimer stands before troops pre-
paring to train to do the nation’s business-perhaps as some of the 30,000 soldiers deployed in 70
countries on any given day.

tional Guard] will takeover
themissioninBosniastart-
ing in 2000, at that time,
fromthe10thMountainDi-
vision. So, we' re commit-
ted to a Total Army.

Now, intermsof restruc-
turing for the future, the
Army hasinstitutionalized
an effective change pro-
cess—Force XXI. Init, we
project ourselves out to
2020, look around to see
what the Army looks like,
look back to a current
timeframe and then “con-
nect the dots.” And as we
moveforward, wecheck our
movement in experiments.

Throughout this process,
we must keep the US
Army’ scorecompetencies

those corps, particularly the XVII1 Air-
borneCorps. Our XV 111 AirborneCorps
isreally our “Strike Corps’—our fast-
est, most deployable corps. We can't
afford to tie up our Strike Corps every
time we deploy atask force of 4,000 or
5,000 people.

I've also said Strike Force will be a
leader development laboratory. As we
move the Army from theindustrial age
to the information age, there are new
requirements on leaders. If we're not
careful to develop the right leaders for
theinformation age, al that will happen
is the Army will be inundated with
information.

We aso must develop leaders and
staffswith the skillsto handle the wide
rangeof operational responsibilitiesthe
StrikeForcewill have. They must know
how to fight diverse systems and build
teams quickly plus work the critical
logistical piece.

Thethird thing Strike Forcewill dois
serve as a prototype for the organiza-
tion of the Army After Next. I'm not
sure any of the organizations standard
intoday’ sArmy will work in2020. And
we can't wait until 2020 to restructure
the Army to meet the requirements for
the new world order. We must do that
now, and Strike Force is a start. If the
experimentation at Fort Polk works, we
could see Strike Force headquartersin,
say, Europe or the Pacific. If we had a
Strike Force on the ground today, it
would be commanding and controlling
Task Force Hawk.

As we look at al the Army’s opera-
tions since 1989, the potential for the
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expansion of some current onesand the
introduction of new ones, you can see
why | have been such an advocate of
One Team, One Fight, One Future. To
meet today’ scommitments, we must be
prepared to fight asaTotal Army—one
with the Reserve and Active Compo-
nents fully integrated.

Fifty-four percent of the Army isin
the Reserve Component—the Army
National Guard, theUnited StatesArmy
Reserve. Thisisthe largest percentage
of Reserve Components we've had in
the Army sincetheend of WorldWar I1;
for example, it’ sfour times higher than
in 1942.

The mission of our Reserve Compo-
nent elementsand their contributionsto
the Total Army are expanding. If you
look at operations since the end of the
Cold War, they’'ve always included
Reserve Component units. More than
15,000 Army Reservists and National
Guardsmen have mobilized to support
Bosnia. So we've sent the message to
America that we're going to use our
great National Guard and Reserve sol-
diers more often.

A littlebit closer to home—two-thirds
of our artillery isinthe National Guard.
| participated in the decision to have
such a large portion of the FA in the
National Guard. | know that’s a heavy
rock in the ruck sack of the National
Guard, but | have great confidence in
their abilities.

The Army can’'t handle two major
theater wars—we can’'t even handle
one—without the Total Army. The49th
Armored Division [Texas Army Na-

[compel enemiesto submit
to our will, deter potential adversaries,
reassureour friendsand allies, and sup-
port the nation] and the six imperatives
synchronized over time [quality force;
tough, realistic training; effective
warfighting doctrine; right force mix;
modernizationfor thefuture; andleader
development]. It's not enough to syn-
chronize them in 1999 and 2020. We
must synchronize them in 2000, 2002,
2010, 2012 and so forth. And that’s an
interesting challenge, but | feel com-
fortable with the way we're headed.

The Army in 2020 will be based on
knowledge, speed and power. Knowl-
edgewill comeasweleverageinforma
tionagetechnology. It alsowill comeas
we develop leaders who can leverage
information dominance. Our leaders
must be able to answer the questions,
“Where is the enemy?’ “What is he
goingtodo?’ and“How do | checkmate
him?’ To checkmate him, our force
must be involved in every move he
makes. That will allow usto destroy his
will toresist and endtheconflict quicker
on termsthat allow for alasting peace.
That’ snot somethingwe vedonerecently.

Findingtheanswer tothesethreeques-
tionswasthe premise of the Task Force
AWE [Advanced Warfighting Experi-
ment] at Fort Irwin, California, [March
1997] and the Division Advanced
Warfighting Experiment with the 4th
Divisionat Fort Hood[November 1997].
If we can answer those questions, we
can fundamentally change the way the
Army operates.

Now, didtheseAWEswork perfectly?
No, but therewasenough potential there
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totell usto “go for it.” So we continue
to stay focused on situational aware-
ness that will lead us to information
dominance.

The second trait the Army After Next
will haveis speed, and it hastwo parts.
One, obviously, is to move a force
quicker andfarther to project more pow-
er faster. We've made tremendous
stridesin our strategic deployability. In
Operations Desert Shield and Storm, it
took 18daysto closeabrigadeinto South-
west Asia. Today, because of preposi-
tioned equipment, we can close a bri-
gadeinto theater within 72 to 96 hours.
We re moving in the right direction by
bringing on the number of new fast
transport ships and C17s to meet the
reguirements of deploying our forces.
But we must lower our requirements.

One system being devel oped that will
do that is HIMARS [high-mability ar-
tillery rocket system]. HIMARS will
complement light, heavy or special op-
erations and is narrowing the gap be-
tween our heavy and light forces.

We also need the FDSWS [future di-
rect support weapon system] to replace
our M119 light howitzers. We must tap
into technology to make alighter—less
than 5,000 pounds—and more mobile
and agile howitzer to give our light
forcesgreater punch. We need thissys-
tem for our light forces.

Which introduces the second part of
speed: tactical agility. Tied with situ-
ational awareness, we must be able to
move fast enough on the battlefield to
turn inside the enemy’ s decision cycle.
To do that, we need leaders who can
leverageinformationdominancefor tac-
tical agility and are comfortable with a
certain degree of ambiguity that will
inevitably be there. We need the speed
to be adaptable enough to get the right
force at theright time in the right num-
bersto theright place.

| can’t describethe power of the Army
After Next interms of corps, divisions,
brigadesor other forcestoday. But | can
tell youit will beaforcewithitsActive
and Reserve Components totally inte-
grated.

The Army of 2020 probably will have
acertain activeforce capability embed-
dedinit, acapability that will allowitto
operatefor 12 hours. If asituation calls
for 24-hour operations, an RC crew, a
mirror image of the Active Component
crew, will operatefor theother 12 hours.
If you combine that with our modern-
ization efforts, such as turning night
into day, we soon will be able to con-
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duct 24-hour combat operationsto com-
pletely beat down the enemy. In future
24-hour operations, the limiting factor
is going to be human endurance.

Because we'll depend on atotally in-
tegrated force, we must build trust and
confidence among our component lead-
ers and ensure al achieve the same
standards and same level of readiness.
That's why some active Army com-
manders are over National Guard units
and some National Guard commanders
are over active Army units. For ex-
ample, [Colonel] Mark Graham [active
Army] iscommanding the40th I nfantry
DivisionArtillery, part of theCalifornia
Army National Guard. That's why we
have the teaming concept—the 49th
Division teamed with the 1st Cav Divi-
sion, the 40th Division teamed with the
4th Division. We hope to expand the
concept to team the 10th [Mountain
Division, Fort Drum, New Y ork] and
the29th[Infantry Division(Light), Vir-
ginia Army National Guard] and other
divisions. It will take a Total Army
effort in Army After Next.

In addition, we' ve just announced the
formation of twointegrated divisions—
the 7th Infantry Division at Fort Carson
[Colorado] and the 24th Infantry Divi-
sion at Fort Riley [Kansas]. The divi-
sionseachwill consist of three National
Guard enhanced brigadesand an Active
Component command and control head-
quarters.

WEe're aso in the process of evaluat-
ing round-out, round-up capabilities
where, say, a National Guard infantry
company is either the third company in
an active Army battalion asaround-out
company or the fourth company in an
activebattalionasaround-up unit. Some
active units are passing to the Reserve

Components. For example, B Company
of thel4thEngineersat Fort L ewis, Wash-
ington, just passedtotheNational Guard
and has a National Guard commander.

The biggest challenge in implement-
ing the One Team, One Fight, One
Future concept is dealing with uncer-
tainty. Any time you have dramatic
changessuchaswehavegoingoninthe
Army, you have uncertainty. And the
Army isavery conservative organiza-
tion, asit should be. We all recognize
we' redealing withthe national security
of our nation, soweneedto get it right.
One Team, One Fight, One Future is
much morethan abumper sticker—it’s
our future.

Howdowedoit all with constrained
resources? The third area of Army
challenges is operating in a resource-
constrained environment. 1998 was a
very interesting year becauseit focused
on our resource challenges.

1998 was the eighth straight year of
drawdowns. We actually started draw-
down plans in 1990 when we were
building up the force for Desert Shield
and Storm. That means we have cap-
tains in their career courses who have
never knownan Army that wasn't draw-
ing down.

1998 wasalsothe 13th straight year of
declining dollars. If you straight line
and then compare the last 10 years of
Army budgets, the reductions have
equaled $750 billion worth of peace
dividend savings. That's a sizeable
amount.

Now in an environment of constant
changeinforcestructureand resources,
we obviously did not get all the reduc-
tionstotally right the first time. And so
1998 was the year we went back to
Congress and said, “We' ve been good

GEN Reimer (left photo), shown here with LTG(R) David E. Ott, US FA Association
President, is honored with a Miltary Tattoo that set music to the events of his career at the
Association’s annual meeting on 14 April during the Senior Fire Support Conference at Fort
Sill. On the right, GEN Reimer shakes the hand of his Director of the Army Staff, another
Redleg, LTG John A. Dubia, who is congratulating him on the tattoo.




“As | look back on 37 years in the Army, | know that
Field Artillery was absolutely the right branch for
me....As General David Ott says, ‘Notall are priviledged
to be Field Artillerymen.”

possible. We need Crusader to
maintain the edge.

Crusader will give us three
times the capabilities of Pala-
din. If we had Crusader today,
we would have deployed it to
Albania. Its increased range
and rate of fire plus mobility
and agility would make it an
excellent weapon for Task
Force Hawk. Although we
could use Crusader today, it
also bridgesour capabilitiesto
Army After Next. Comanche
will be our “quarterback” of
thedigitized battlefield. It will
enable us to leverage the ad-
vanced air and ground situ-
ational awareness capabilities
we'll have in Army XXI and
the Army After Next.

How does one lead change
for tomorrow’ sArmy? Aswe
go through this change pro-
cess, we must identify those
thingswedon’t want tochange,
which is as important, if not
moreimportant, than determin-
ingwhat must change. Weneed
leaderswhounderstandthat the
Army must keep the funda-

stewards and done what we had to do.
But now we need some more money.”
Basicaly, | told the President what |
told the members of Congress, “You
havetwo choices: either give usmoney
or changethenational military strategy.
You must recognize we can’t execute
our current national military strategy
unlessyou’'rewilling to commit the re-
sources we need to execute it.”

The Army does not receive one-third
of the defense dollars—only about 25
percent. We must increase that propor-
tion because, as current events in the
Balkanspoint out, theUSneedsaground
force to get the job done.

To give Americathe peace dividend,
we restructured our force moderniza-
tion plan—fine tuned or modified pro-
grams, cutting out more than 100 of
them. Today we only have two new
major programs in the Army modern-
ization budget. One is Comanche [ob-
servation and attack helicopter] and the
other is Crusader [future self-propelled
howitzer]. Both are absolutely critical.

We need Crusader to leveragethetre-
mendous power of the brigade combat
team. Our M 109 howitzershave served
uswell for 35years, but we' ve product-
improved them to the maximum extent
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mentals, such as the intelli-
gence preparation of the battlefield
[IPB], the commander’s intent and the
commander’s critical information re-
quirements[CCIR], etc. Althoughwe' Il
need to adjust the military decision-
making process [MDMP], the basic
decide-detect-deliver-assess targeting
processwill remainvalid. Theinforma-
tion age will help us do these things,
only better and faster.

One constant must be our corevalues:
loyalty, duty, selfless-service, respect,
honesty, integrity and personal cour-
age. In the past few years as we've
worked through change, we' veencoun-
tered anumber of problems. If you look
closely at them, you'll see that at the
foundation isthe fact we had lost touch
with our values. So I’ ve reemphasized
our core values in the United States
Army. We must never lose sight of
them—they are our map for an uncer-
tain future.

The second piece we must retain—
must always emphasize—is standards.
Now | realize I'm addressing Field
Artillerymen who set the standard for
standards in the Army. When | was at
Fort Sill inthebasic course, theinstruc-
tors taught us how to sharpen our pen-
cils because they put a great deal of

emphasis on precision—on standards.
When you start to fall off standards,
you're on a slippery slope.

Change is leader-intensive business.
Y ou must never lose the focus on sol-
diers because you're too busy or dis-
tracted by other challenges. Thehuman
aspect of changeismuch moredifficult
than the technological aspect.

As | look back on 37 years in the
Army, | know that Field Artillery was
absolutely the right branch for me. The
Field Artillery has led the way in a
number of areas: setting and maintain-
ing high standards, digitizing the force
and innovativeness, and Redlegs are
now bridging the gap into joint opera-
tions. As [Lieutenant] General David
Ott [retired, President of the US FA
Association] says, “Not all are privi-
leged to be Field Artillerymen.”

So, meeting al of our challenges de-
pends on you and our other Army lead-
erstoday and tomorrow. Leaders make
thingshappen—Ieadersturn challenges
into opportunities for the Army and
America.

Editor’s Note: This article was taken
from General Reimer’s participation
in the Senior Fire Support Confer-
ence at the Field Artillery School,
Fort Sill, Oklahoma, on 15 April 1999.

FrkkH

General Dennis J. Reimer became the 33d
Chief of Staff of the Army on 20 June 1995.
His previous assignment was as the Com-
manding General of Forces Command at
FortMcPherson, Georgia. Also atthe Penta-
gon, he served as Vice Chief of Staff of the
Army and Deputy Chief of Staff for Opera-
tions and Plans during Operation Desert
Storm, the latter while simultaneously serv-
ing as the Senior Member of the Military
Staff Committee of the United Nations. He
commanded the 4th Infantry Division
(Mechanized) at Fort Carson, Colorado,
and was Assistant Chief of Staff (C3/J33) of
the US Combined Forces Command in the
Republic of Korea. Among other assign-
ments, he served as Commander of Il
Corps Artillery and Deputy Assistant Com-
mandant of the Field Artillery School, both
at Fort Sill; Chief of Staff of the 8th Infantry
Division (Mechanized) and Commander of
the 8th Division Artillery in Germany; and
Commander of the 1st Battalion, 27th Field
Artillery of the 4th Infantry Division. General
Reimer will retire from the Armyon 21 June.
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FA Leaders
Lane Training

he 1st Battalion, 129th Field Artil-
I lery (1-129 FA) of the 135th Field
Artillery Brigade, Missouri Na-
tional Guard, completed its 1998 annual
training (AT) exercise at Dugway Prov-
ing Ground, Utah. The battalion experi-
enced many training firsts that signifi-
cantly increased its combat readiness.
One event that set the tone for the bat-
talion’s success during AT was the ex-
ecution of a Field Artillery (FA) Lead-
ers Lane for its three firing batteries.

The 8th Training Support Battalion
(TSBn) Field Artillery, part of the 120th
Infantry Training Brigade at Fort Hood,
Texas, planned, coordinated and facili-
tated the lane training. The training was
designed to strengthen the pre-mobili-
zation warfighting skills of the battery
leadership: battery commander (BC), first
sergeant (1SG), platoon leader (PL), pla-
toon sergeant (PSG) and gunnery ser-
geant (GSG).

The 8th TSBn designed FA Leaders
Lane training after observing a trend
among units during training: battery lead-
ers were not tactically proficient in their
abilities to plan, coordinate, execute and
sustain operations-complex and per-
ishable skills. This method of training
focuses on those critical leader skills
and builds a foundation for success dur-
ing AT and, ultimately, combat.

The FA Leaders Lane is performance-
oriented and gives leaders an opportu-
nity to make mistakes and ask questions
without the soldiers present. It offers a
unigue opportunity to strengthen lead-
ers’ knowledge of doctrine; tactics, tech-
niques and procedures (TTP); pre-com-
bat inspections (PCI); and standing op-
erating procedures (SOP).

Raising the level of knowledge and con-
fidence of unit leaders correlates di-
rectly with increasing the confidence
soldiers have in them. Whether in the
Active Component (AC) or Reserve Com-
ponent (RC), soldiers who believe in their
leaders are more likely to increase unit
recruitment and retention.

What is a Leaders Lane? “Training
Circular [TC] 25-10 A Leader’s Guide to
Lane Training” defines lane training as a
process for training company-sized or
smaller units on collective tasks (pre-
requisites: soldier and leader individual
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SFC Thomas Richey, 8th TSBn Trainer, reviews aiming circle procedures with CPT Mast, Com-
mander of A Battery, 1-129 FA, during Leaders Lane training at Dugway Proving Ground.

tasks and battle drills) supporting aunit’s
mission-essential task list (METL). The
FA Leaders Lane concept is unlike other
lane training. It is not a roll-on/roll-off
lane focusing on the execution of a par-
ticular task or battle drill. The Leaders
Lane is training vice an event.

The training starts during the fall in con-
junction with an inactive duty training
(IDT) and can carry over into the spring.
The result is the unit executes two or
three Leaders Lanes before AT, giving
the battery leadership a basic knowl-
edge of those critical leader skills needed
to fight and win on tomorrow’s battle-
field.

How does it work? FA Leaders Lane
training has four prerequisites for suc-
cess. First, participants must stay fo-
cused on the purpose of the training.
Second, they must be prepared for per-
formance-oriented training. Third, the
battalion leadership must believe in it.
And finally, the FA Leaders Lane is unit-
specific-no two units’ lane training are
the same. The FA Leaders Lane is based
on the individual unit’'s METL assess-
ment and performance shortcomings
identified during the previous AT exer-
cise and IDT weekends.

The training works best when planned
and executed at the start of AT tactical
assembly area (TAA) operations. Con-
ducting the FA Leaders Lane while the
unit is in the TAA sets the tone for the
entire exercise. The FA Leaders Lane
training takes about four hours, but the
actual time for any given unitis driven by
its mission, enemy, terrain, troops and
time available (METT-T). During 1-129

FA’s Leaders Lane, the 8th TSBn relied
on the “round robin” technique to train
the three firing batteries-simple and
easy to execute. It consisted of four
stations located in the vicinity of 1-129
FA’s TAA. The battalion provided four
aiming circles and one M198 howitzer. It
also had its survey section emplace four
orienting stations (OS) and one end-of-
orienting-line (EOL).

The tasks comprising the four stations
were Station #1: Aiming Circle (M2A2)
Drills; Station #2: Troop-Leading Proce-
dures; Station #3: Reconnaissance, Se-
lection and Occupation of a Position
(RSOP) Procedures; and Station #4: Plan-
ning a Battery Defense. Each station
had of 50 minutes of training followed by
10 minutes of questions and answers.
The leadership was divided into four
groups consisting of four to six person-
nel. For the best interaction and sharing
of information and responsibilities, the
groups need an equal representation of
battery leadership: BC, 1SG, PL, PSG
and GSG.

The FA Leaders Lane reinforces the
premise that battery leaders, like sol-
diers, require teaching, coaching and
mentoring. This training technique also
will work for the FA battalion’s combat
service support batteries, field trains
and combat trains and can be executed
at the battery, battalion and brigade
levels in AC as well as RC units.

MAJ David G. Johnson, FA
Observer-Controller/Trainer, 8 TSBn FA
120 IN Bde, Fort Hood, TX



Top Ten Traits for

by Colonel Rhett A. Hernandez

ith the 21st century rapidly
approaching, the revolution
in fires continues. Sophisti-

cated information-age technology, in-
creased situational awareness, advanced
weapons systemswith extended ranges
and munitions with enhanced lethality
indicateasignificantly different future.
These changes are so powerful that the
final destination of fire support and the
Field Artillery remains unknown.

Since 1996, Division X X| experimen-
tation has provided lessons|earned and
insightsinto 21st century warfare. These
lessons highlight a digital battlefield
with increased pace, tempo and com-
plexity.

While operating on this experimental
digital battlefield, the4th Infantry Divi-
sion(Mechanized) Artillery, Fort Hood,
Texas, used new systems to demon-
strate improved lethality, survivability
and sustainability. The fires that this
experimental force (EXFOR) provided
during the division advanced warfight-
ing experiment (DAWE) supported the
Field Artillery vision—*A more tech-
nologically advanced, potent and agile
Field Artillery force relying as always
on well-trained, dedicated, and moti-
vated leaders and soldiers to ensure
success.”

Achieving this vision requires time,
patience and strong leadership. FA of-
ficersstand at theforefront of thischange
and arethe critical ingredient to realiz-
ing thisvision.

This article considers how the ongo-
ing change associated with Division
XXI1 is having an impact on you, the
junior leader—our leadersof thefuture.
Thisisnot an effort to redefine |eader-
ship. Basicleadership principlesremain
unchanged and timeless. To be an ef-
fective leader, you must influence oth-
ersto do what needs to be done.

However, the transition to Division
XXl is providing insights into leader-
ship traits required of you to lead to-
morrow. Although not new, thesetraits
gain significance given the type of
change we're experiencing. Our par-
ticipation in Division X X| experiments

8

and redesign and our focus on remain-
ing trained and ready highlight traits
essential for you to lead in Division
XXI.Youmust have character, pursuea
vision, have abroad perspective, main-
tain a positive attitude, empower oth-
ers, develop the future, serve soldiers,
listen more, make decisions and act
decisively.

10. Possesschar acter . First, consider
the future battlefield. We have identi-
fiedthepotential that thebattlefieldwill
become more impersonal. Y ou can ex-
pect to fight from greater distances,
with teams separated from you, the
leader, for extended periods of timein
an environment where your presence
may belessthantoday’ sleader’ sand at
an increased tempo and pace not yet
fully realized. Aswetransition to Divi-
sion XXI, digitization will not replace
leaders, and the need for leaders of
character remains our number one pri-
ority. As always, leaders will need to
inspire soldiers to do the right thing.

For you to lead successfully in these
conditions, you must have character
and be abletoinstill values, teamwork,
standards and discipline in your unit.
Soldiers must trust you and have confi-
dencein you as their leader; they must
allow you to influence them.

You gain trust through your daily
words and actions. As a leader, you
must embody Army values, maintain
integrity, treat all with dignity and re-
spect, and demonstrate a genuine con-
cernfor soldiersandfamilies. Y oumust
be the unit role model.

Takethisserioudly. If you expect sol-
diers to do the right thing in your ab-
sence, character cannotbe“al talk.” As
demonstrated by your actions, your char-
acter will commit soldierstofollow you
onto the next battlefield.

Character precedes vision. Soldiers
follow leaders of character first, and
then they pursue a worthwhile cause.

9. Pursuevision. Soldiersneedtoknow
not only whoyou arebut alsowhereyou
are going. Vision—asimple, ideal im-
age of the future—provides direction.

Regardless of experimentation and
change, our force must maintain a
warfighting spirit and remain trained
andready. Division X X1 systemslever-
age technology, increase digitization
and pursueinformationdominance. We
know the combined effects of these
systems will significantly impact how
we fight and train. Fireswill be differ-
ent. Aswe lead firesinto the 21st cen-
tury, our vision must adjust to the many
unknowns.
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Future Leaders

As aresult, the 4th Infantry Division
Artillery has developed a vision state-
ment to guide our journey: “lron
Gunners...aproud, disciplined, trained
and ready team of competent warriors
with leaders who care for soldiers and
families and who are actively leading
fires into the 21st century.” Without
vision, our journey could easily take us
where we do not want to go.

So, what can you do to prepare for
your journey? First, recognize that ev-
eryonehasarolein moving Field Artil-
lery and fire support into the future.
Your roleisto ensurethevision clearly
articulates where you are headed in a
way easily understood by all and recog-
nizes the powerful change occurring.
Simultaneously, you are uniquely posi-
tioned to maintain critical elements of
the past. Not everything should change.
You have to help determine what to
keep asis and what to change. Play an
activerole in pursuing your future.

Second, you must recognize that you
can’'t dictateavision. Building avision
is a team effort; an effective vision is
one that’s shared by the organization.
Onceaccepted, everyonehassomething
toaimfor, all havearoleto play and all
have something to be proud of. Every-
one must understand that this described
standard of excellence makes your or-
ganization unique. Y ou, as the leader,
provide the catalyst and enthusiasm re-
quired to inspire others to understand,
accept and execute the vision.

Finally, to develop vision, you must
taketimeto think. Thinking and under-
standing what comes next is more im-
portant than acting without purpose.
Seek the right balance between think-
ing and acting. Thinking then acting
keep you moving in theright direction.

Goinginthewrongdirection can have
some long-lasting effects, just asbeing
too narrowly focused can hinder pro-
gress.

8. Develop a broad per spective. Al-
though a narrow focus is absolutely
essential at times, thefuture guarantees
that leaders need awide field of view.
Even our most junior leaders need to
start developing a broad perspective.
The days of solving one problem at a
timeinisolation are in the past.
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Given our information systems and
the connectivity among systems, essen-
tially everything is interrelated. When
the FA had the only digital systemson
the battlefield, developing a stovepipe
system was acceptable. However, to-
day’s suite of digital systems touches
all battlefield operating systems (BOS)
andreguiresextensivevertical and hori-
zontal integration.

Now our systemsbuild on and rely on
each other. This provides faster infor-
mation sharing and often allows the
system to make decisionsfor the opera-
tor based on previously defined require-
ments.

Giventhisenvironment, you must rec-
ognize that more information will be
available than you are used to and that
everything you receive is interrelated.
Further, information will present itself
through mediums you are not necessar-
ily comfortable with. Accepting thisas
your futureenvironment isthefirst step
in developing a broad perspective.

Next, you cannot be afraid of these
new systems or ignore them. Y ou must
understand how they work, know how
to use them and make everyone else do
the same. But don’t become a “digital
geek.” Remember, you are aleader and
warfighter. You use these systems to
help you lead.

You can start developing a broader
view by asking yourself, “Who else
needs to know?’ This simple question

forces you to think broader and share
information while avoiding surprises
and reducing potential second-order
effects generally found in a narrowly
focused view.

An integrated systemic approach in
all you do is important to a broad per-
spectiveand hel psyou devel optheright
attitude.

7.Maintainapositiveattitude. L ead-
ers must have positive attitudes to deal
with the changes we are experiencing.
Our experimentation and division reor-
ganizationidentifiesnew lessonslearned
and requires usto adjust our way of do-
ing business. All this information pro-
vides great insightsinto what could be,
but none of the changes suggested by
these insights are perfect or frustration
free. Technology is changing too rap-
idly to think everything will be abso-
lutely right the first time. You must
accept constant changewithitsinherent
challengesandlook forwardto growing
through change.

Y our excitement, enthusiasmand con-
fidence in your unit’s ability to affect
positivechangeisinfectioustosoldiers.
Thisrequiresawillingnessto learn and
improve, comfort in dealing with the
unknown, prideinleading change, pur-
suit of creative solutions and absolute
refusal to quit. Y our attitude will touch
everyone.

Here are a few areas to frame your
attitude about leading in the 21st cen-

— —
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Given our information systems and the connectivity among systems, essentially every-
thing is interrelated.




tury. First, accept digitization and com-
mit to use it to improve our ability to
provide responsive, lethal fires. That's
where we' re going—you are our future
and will get us there. Make the digits
work, understand the processes and
know how to usethe systemstoimprove
our warfighting capability. Beknownasa
change catalyst—not a barrier.

Second, focus on the basics. Leaders
must determine the competencies re-
quired for digitization. Start by being
competent on the basics, not lost in the
digits. This competence requires an
understanding of analog systems be-
fore becoming too focused on the digi-
tal requirements. Eventually, digital
skillsbecomecritical, but youmust first
understand how to operate today in a
non-digital environment. Thiswill make
your transition easier. If you lack this
understanding, expect personal frustra-
tion from your inability to understand
the world the digits are operating in.
Thiswill affect your attitude.

Third, realizethat digitsmovequickly
in this environment and many things
occur simultaneously. And, if youtry to
doit all, you will be overwhelmed.

6. Empower others. Division XXI
will not lead to over-control by leaders.
In a digital environment, there's too
much going on at a speed too fast for
any one leader to keep up with every-
thing. A vision of a “laptop officer”
sitting away from the future battlefield
ableto control everythingisinaccurate.

I mproved communi cationsand cheaper
andfaster computersareprovidingmore
information at unprecedented rates.
However, if we expect to usethisinfor-
mation in atimely way and stay ahead
of our enemy’ s decision-making cycle,
then we must synchronize fires faster
than we can today. Increased demands
to shareinformation and to havetechni-
cal skills will exceed the capability of
any one individual.

Thecorrectvisonisoneof expertsmaller
teams operating in a collaborative envi-
ronment while dispersed on the battle-
field to ensure the timely attack of tar-
gets. Decisionsoftenwill bemadeat the
lowest level, precluding you from con-
trolling everything.

There are afew things you can do to
prepare yourself to empower others to
make the most of your information-age
unit. Start by ensuring you don’t create
theexpectationthat everyonewill know
everything, or everyone will be disap-
pointed. Recognizing that all our sys-
temsareinterrelated, identify whoison
your team. Y ou'll find your teammates
work in al the BOS and often are not
located with you. Y ou must understand
what they contributeand work asateam
to leverage each other.

Next, identify what you really need to
know and control, what you expect oth-
ers to know and do, and then practice
operating together. Practice isthe only
way you can test your expectations and
check how you have empowered oth-

Digitization blurs the line between the leader and the led. You can’t afford to miss the power
of your soldiers, leave your NCOs behind or have officers unfocused. You must prepare
everyone for the future.
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ers. In a digitized force, empowering
others becomes even more critical than
in today’s force.

Digitizationblursthelinebetweenthe
leader and the led. You can't afford to
miss the power of your soldiers, leave
your NCOs behind or have officers un-
focused. You must prepare everyone
for the future.

5. Develop the future. Information-
agetechnology requiresaforce capable
of operating information-age systems.
The skills required are more technical
and complex than for analog systems.
I magine computers connected by large
databases with visual displays, pull-
down menus and touch screensthat are
not alwaysasuser-friendly asyouwould
like. Information will continueto flow,
and processes will defer to the default.
An unintended default can achieve a
perfect solution to the wrong problem.

If you don’t want to be avictim of di-
gital systems, you must know how they
operate. Start investing now in devel-
oping yourself, your NCOs and your
soldiers. Recognizethisisanew way of
communi catingthat requiressignificant
training to eliminate a fear of the un-
known and develop digital skills.

You do this by learning more about
digital systems and automation. You
must gain a better appreciation of the
systemsyou'’ |l use. Start thinking about
how you can use these systems to sup-
port the planning process, aid decision-
making and make fires more responsive.
The moretime you invest now, the more
prepared you will become.

Next, ensure you invest in the persona
and professional development of your
NCOsand soldiers. With everyone oper-
atinginadigital world, no oneisexempt.
There' salways something to learn when
change is continuous. Schoolhouse in-
struction, college courses and strong unit
trainingprogramswill improveindividual
competence and confidence.

When you finally arrivein aDivision
XXI1 unit, train hard. Gaining technol-
ogy and equipping unitsistheeasy part.
Training is the tough part and requires
your full attention. Your digital skills
will beperishableand require continual
practice. In the field, be ruthlessin us-
ing and stressing all digital systems.
Fight the urge to “go voice.” In garri-
son, insist on and conduct well-defined
digital sustainment training programs.
Finally, in al training, focus on inte-
grating fires into combined armstrain-
ing—that’ s what we do and that’s how
we'll fight.
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Even as technology develops, information expands and battlefield conditions change, our

soldiers remain our centerpiece.

Tomorrow’ ssoldiersand leadersmust
be learners today. The payoff is well
worth theinvestment, and you oweit to
yourself and the soldiers you serve.

4. Serve soldiers. A leader’s passion
for serving soldiersin the next century
must not be any less than the leader’s
today. Division XXI| experiments dem-
onstratedamorelethal divisionwithfewer
soldiers than today’s divison. Even as
technology develops, information ex-
pands and battlefield conditions change,
our soldiers remain our centerpiece.

The best way to prepare to serve sol-
diers in the 21st century is to ensure
your leadership is personal—without
followers, leaders don’t exist. Human
values, emotions and needs are best
influenced by people, not machines. In
your unit, fight anyone’s urge to make
|eadership impersonal.

Y ou must remain committed to serv-
ing soldiers. A genuine passion for sol-
diersand families that provides oppor-
tunity, maintains dignity and focuses
on challenging training demonstrates
your commitment. Periodically ask
yourself why you serve. If your heart is
not init, then you shouldn’t lead in the
21st century. The human dimension is
too invaluable a combat multiplier to
get lost in the digits.

Your ability to listen to soldiersisan
important part of your assessing your
commitment to serving soldiers.

3.Listen more. Our soldiersareat the
heart of the changes occurring in Divi-
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sion XXI. They are better than any
machine. Timeand againwehaveplaced
equipment in their hands and asked
them to make it work. They aways
deliver: identify solutions, providecriti-
cal feedback and practiceworkarounds.
With the new equipment, the soldiers
become experts long before their lead-
ers.

The best way for you to take advan-
tage of your soldiers’ expertise is to
listen more and talk less. Involve sol-
diers early, provide them an opportu-
nity “to tell it like it is” and embrace
their comments. When you do, soldiers
becomeexcited, andyouwill beamazed
at what you'll learn.

Ensure you focus intensely when lis-
tening. Do not just go through the mo-
tions—your soldiers will know. Bein-
volved. Ask questions, obtain feedback
and do something with the information
they share.

Noindividual hasall theanswers, and
the more you listen, the more you'll
learn. Also, spend more time thinking
about what your soldierssay. Their com-
ments are rel evant and essential to pro-
gress and improve your understanding.
Listening morewill help you make bet-
ter decisions.

2. Make decisions. After listening,
make decisions. Digitization does not
replace the human mind, but it can eas-
ily stress a leader’s ability to keep up
with all the information and commit to
acourse of action. Our sensors provide

real-timetargetable data. However, the
window tostrikefleetingtargetsissmall
and successful engagement requiresim-
mediate action. Evenwiththe best deci-
sion support tools, leaders still make
decisions.

To prepare yourself to operate where
timing is essential, you must first un-
derstandthedecisionsupporttoolsavail-
ableand how toleveragethem. Ask your-
self how you can best use thesetoolsto
assist your decision-making.

Second, do not allow leadersat higher
levels to make decisions that are best
made by leaders at lower echelons. In-
sist on decisionsbeing made at the low-
est level.

Third, practicemakingdecisions. Prac-
tice isthe only way to gain experience
and improve. Establish an environment
where no oneis afraid of making mis-
takes and everyone learns from mis-
takes. Decisionsare an essential part of
your actions, and you must act.

1. Attack now. Finaly, don't wait.
Every leader has the responsibility to
lead change. Although adigitized force
is just beginning and the path is not
clearly marked, significant change lies
ahead. Your creativity, flexibility and
action must keep the Army moving in
the right direction.

Now isthetimefor awarrior spirit and
an attack mentality. Standing still and
doing nothingisnot anoption. So, move
out. The 21st century is here—Attack,
Attack, Attack!

S

Colonel Rhett A. Hernandez commands
the 4th Infantry Division (Mechanized) Artil-
lery at Fort Hood, Texas. His experience
has been in heavy divisions; since 1981, he
has been training in digitized Field Artillery
units. In his previous assignment, he was
the Senior Field Artillery Branch Represen-
tative and Strategic Planner for the Officer
Personnel Management System (OPMS)
XXI Task Force in the Office of the Chief of
Staff of the Army at the Pentagon. Before
serving on the OPMS XXI Task Force, he
commanded the 3d Battalion, 16th Field
Artillery in the 4th Infantry Division. He also
served as a Brigade Fire Support Officer,
Battalion Executive Officerand S3and Com-
mander of two batteries in the 1st Infantry
Division (Mechanized) at Fort Riley, Kan-
sas, and in Germany. Colonel Hernandez is
a graduate of the National War College in
Washington, DC.
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New Wine In
New Bottles

Revitalizing Battle
Staff Training

by Dr. Karol G. Ross, Dr. Linda G. Pierce,
Colonel Peter S. Corpac and
Lieutenant Colonel Christopher T. Fulton

Discussion in military affairs [of the 2010 to 2025
timeframe] has centered around the impact of
technology on weapon systems, but a more pro-
found level of efficiency will derive from new
organizational structures and training strategies

that promise to leverage and capitalize the

most from new technologies.

“Army After Next Project, First Annual Report”

T he key to success on the future
battlefieldisinthe mental capa-
bilitiesof our futurecombat | ead-
ers—in the minds of the commander
and hisbattle staff. Technology and the
accompanying technical skills will be
ever-changing. Tactical versatility, flex-
ibility and adaptability are the only
battlefield skills that will remain per-
manent.

L essonslearned and predictionsmade
by senior |eaders compel usto identify
training strategies for improving ad-
vanced beattle staff skills. This article
describes our approach to revitalizing
battle staff training to devel op the con-
ceptual skills the commander and his
battle staff need now and in the future.

Training Conceptual Skillsfor the
Future. As we look to the future, we
cannot depend on theautomation of fire
support processes alonefor Field Artil-
lery (FA) success on the battlefield. In
fact, “ spot reports” fromthefutureindi-
cate that envisioned operations will
place more stress on staff performance.
Continuing technol ogical evolutionand
changing operational reguirements are
creating the need for an entirely new
level of staff training and performance.
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Mastery of subject matter hasbecome
a subordinate task to the overarching
goalsof knowing how toformulateprob-
lems; how anareaof knowledgeisstruc-
tured; how to find, manage and share
information; and how to respond with
agiledecisions. A greater level and dif-
ferent types of proficiency must be at-
tained during advanced training, and
the carry-over to the field environment
must be more substantial.

Fortunately, the technol ogy that com-
pels us to process information more
quickly, often with several objectives
in mind, also brings us new capabilities
tolearnthoseskills. However, new tech-
nology doesnot usually comewithsim-
ple instructions on how to integrate it
into training.

New Winein Old Bottles. The Depth
and Simultaneous Attack Battle Labo-
ratory (D& SA BattleL ab) andthe Army
Research Laboratory (ARL) at Fort Sill,
Oklahoma, are leveraging emerging
trainingtechnol ogy toimprovefiresup-
port institutional training. We evaluate
what steps could be taken to improve
training and whether or not new tech-
nology is providing the desired impact
on training.

Toaddresstheseis-
sues, we conducted
an experiment to ex-
amine the impact of
technology intro-
duced into advanced
training at the Field Artillery School,
alsoat Fort Sill. Small groupinstruction
inthe Field Artillery Officer Advanced
Course (FAOAC)—now called the FA
Captains Career Course (FACCC)—
was the setting for the experiment.
We compared the learning process
and the performance of students after
training, evaluating the results of the
sections with and without advanced
technology availableintheir classrooms.
It was hypothesized that if classrooms
with advanced technology (simulation
andtactical equipment emulation) were
improving training, wewould see more
student interaction and more explor-
atory behavior (consulting a variety of
information sources) during problem
solving. We also expected that the stu-
dentswould feel moreimmersedin and
satisfied with thelearning process. Dif-
ferences in the learning process would
then lead to better post-training perfor-
manceby those studentsusing advanced
technology during training.
Observationsof several FAOAC practi-
cal exercisesindicated there were equal-
ly highlevelsof student-initiated verbal
interaction and student information-
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seeking behaviors during learning, re-
gardless of the presence or absence of
simulationtechnol ogy intheclassroom.
However, there were differences be-
tween the two conditions on a student
satisfaction survey. The data indicated
that small group instruction produced
satisfactory learning experiencesinboth
settings but that students in the non-
simulation classrooms were signifi-
cantly more satisfied with the learning
experience.

Students in the non-simulation class-
rooms agreed more strongly that the
practical exerciseshel pedthemremem-
ber and apply knowledge when needed
and prepared them to learn more about
operationsinthefutureoperations. Stu-
dentsin the non-simulation classrooms
also disagreed more strongly that the
exerciseswere often boring and wasted
too much time.

There were no significant differences
in exam scores and training outcomes
as rated by instructors or student self-
ratings of performance in a capstone
exercise after training.

We concluded that overlaying new
technology onto existing processes did
not yield the desired gains. Our conclu-
sionsappear to concur with thosefound
regarding theintegration of automation
in businessand industry processes. The
implementation of technology without
substantial thought asto the underlying
processto be supported will not be suc-

cessful. We, therefore, sought to better
understand the nature of advanced mili-
tary learning needed in the face of new
reguirements so we could more effec-
tively support the training process.

Strategy for Conceptual Skills De-
velopment. Theart of fire support, like
any art, requires judgment and creativ-
ity practiced in multiple experiences.
Theseskillscan beachieved only through
aprocess of apprenticeship with an ex-
pert and a great deal of experience.

We begin thedevel opment of concep-
tual skills in the art of fire support by
introducing thestudent to problemsthat
stretch thefoundation already achieved
in the technical aspects of fires. We fa-
miliarize him with and initiate him into
rich contexts and team collaboration
that arecharacteristic of themilitary art.
Learning theory provides a model of
cognitive apprenticeship that can guide
training prior to the student’s actua ap-
prenticeship with experts in authentic
settings.

Thelearning theory of constructivism
and cognitive flexibility support our
understanding and devel opment of tools
for cognitive apprenticeship. This vir-
tual apprenticeship model requires that
all instruction take place within arich,
authentic context. Thestudent must have
authentic opportunitiesto form hypoth-
eses about complex situations, gather
data, look at problems from multiple
perspectivesand try out avariety of so-

“Spot reports” from the future indicate that envisioned operations will place more stress
on staff performance. Continuing technological evolution and changing operational
requirements are creating the need for an entirely new level of staff training and

performance.
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Overarching, Authentic Context
Visual Representations, Not Text
Multiple Perspectives
Interesting, Complex Problems

Facilitation to Push Officers Past
Current Understanding

Learner Control of Exploration of
Concepts

Multiple Iterations

Continuous Opportunities for Self-
Assessment

Opportunities to Test Skills in New
Contexts

Elements of Training for Advanced Cogni-
tive Skills Development

[utions. Only by providingtrainingtools
that support this kind of sustained ex-
ploration can we expect the advanced
student to gain the cognitive skills nec-
essary for future performance in high-
cost settings. Training development
shouldincludetheelementslistedinthe
figure.

Hypermedia, a relatively new tech-
nology in training and education, can
support the incorporation of these ele-
ments into new training products. Hy-
permedia uses multimedia as well as
relational databasesto allow the devel-
opment of flexibly structured training
tools. These tools support student ex-
ploration of alarge, complex context or
scenariothroughmultiplelinksand pre-
sentation of information in avariety of
media.

Army training with its emphasis on
experience and the “train as you fight”
perspective has integrated some of the
principles found in constructivism.
However, theimplementationisincom-
plete. Some pieces are missing in the
way advanced training is designed and
executed; these pieces would bring the
trainingmoreinlinewithwhat research
tellsusis most effective.

While the Army strives for authentic
training through the use of simulations
inunit and institutional training, an op-
portunity to explore the rich context of
abattlefield situation is often available
only in high-cost situations. Technol-
ogy has not yet been used to introduce
studentsto the complexity of cognition
and collaboration in battlefield envi-
ronmentsoutsidehigh-cost training situ-
ations. And in rich environments, such
as our combat training centers (CTCs),
expectationsfor expert performanceare
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high. This limits the opportunities for
sustained expl oration—the appropriate
learning mode for many “non-expert”
training participants.

Prior to full-scale, high-cost simula-
tions, we must reinforce the essential
tasksof communicating and understand-
ing intentions, priorities and capabili-
ties. We must provide low-cost oppor-
tunities for training participants to ex-
plore situations from several perspec-
tives and develop an appreciation for
the level of collaboration necessary for
success. Currently, werely ondisjointed
and abstracted casesinstead of the pre-
sentation of rich situations. We need to
provide challengesand guidancefor of -
ficers to work through complex situa-
tions.

New Wine in New Bottles. A para-
digm shift is taking place in education
andindustry asconstructivist principles
of instruction are adopted. Some ele-
ments of thisnew paradigm are already
in place in advanced military training
duetointuitively guidedtraining devel-
opments based on the experiences and
observations of senior officers. How-
ever, there has been no articulation of
theunderlyinglearning processasfound
in the educationa research lit-
erature.

To support successful ad-
vancedtraining, themilitary can
build on its existing training
strengths by more clearly un-
derstanding the underlying
learning process. To help adapt
the constructivist approach to
advanced military training, we
began designing and develop-
ing a proof-of-principle prod-
uct. The product is a PC-based
cognitiveskillstrainingtool setin
arich context. We envision the
use of thetool to precede partici-
pation in full-scale smulation.

Such PC-based training in ad-
vanced cognitive skillsin mili-
tary environments is relatively
rare today. But new technolo-
gies such as “wizards’ (intelli-
gent agents), powerful PC-based
authoringtools, linkageof inter-
activedatabasesto graphical in-
terfaces and random access to
information through hyperlinks
now makeit possibleto movein
that direction.

Our battalion task force simu-
lation contains four levels of
training embedded in two rich,
overarchingscenarios. Thetrain-

ing focuseson assessment and planning
skills.

First Level. Thislevel hasan optional
set of tutorials on advanced FA con-
cepts. These concepts are the basis for
skill performancein the art of fire sup-
port as determined by asurvey of expe-
rienced FAOAC instructors and FA
battalion staff officers.

Thetutorialsare taught through prob-
lem solving and are set in the context of
ascenario on National Training Center
(NTC) desertterrainat Fort Irwin, Cali-
fornia—afamiliar environment for most
mid-career officers. Tutorialsareavail-
able on an optional basis to introduce
new studentsto key conceptsor tofill in
gaps/refreshtheknowledgeof advanced
students. Ninetutorialsareincluded on
topics such as the top-down fire plan-
ning process.

Second Level. Thesecond leve of train-
ing places the student in the role of the
fire support officer (FSO) in the ongoing
scenario on NTC terrain. In all levels of
training, the student can return to the
advanced concepts tutorias and access
tactical products specific to the scenario.

Accessto doctrinal referencesis pro-
vided through an electronic link to the

As our future comes closer, we must prepare our commanders
and their battle staffs to formulate problems; understand how
areas of knowledge are structured; find, manage and share
information; and respond with agile decisions. (Photo by Kevin
Tucker, Fort Sill TSC)

Army Doctrine and Training Digital
Library (ADTDL) at Fort Eustis, Vir-
ginia, and various expert perspectives
on the problems are presented. Thisre-
sourcematerial allowsusto present inter-
esting, complex problems requiring the
student to search for information.

In this second level of training, the
student’ scomputer interfaceisarepre-
sentation of an FSO workspace in the
M577 command post. Thisvisual inter-
face contains a number of “pop-up”
tool stosupport planning activities, such
asproblem solving, and includes maps,
overlay creationtoolsandrealisticviews
of the actual terrain of interest.

The second level of training focuses
specifically on understanding the sce-
nariofrom multiple perspectives. With-
out having to acquire the expertise of
each staff officer responsible for each
battl efield operating system (BOS), the
student is given various assignmentsto
completeaspart of theplanning process
that are not normally part of FSO tasks.
Inthisway, the FA officer gainsan ap-
preciation of the concerns, consider-
ationsand capabilities of thetotal spec-
trum of the force.

As assignments are completed, an
embedded simulation alows
the student to test his plan.
Multiple iterations are avail-
able so the student can correct
misconceptionsandtesttheplan
again.

Third Level. After complet-
ing the BOS-focused level of
training, thestudentisassigned
to the role of FSO in a North-
east Asia campaign. At this
level, the tool is much more
interactive. The student works
under time pressure to com-
plete aspects of the planning
process in response to video
and audio presentations of the
situation and the commander’ s
intent. The student has control
of the learning process at this
point in that he can go back to
the tutorials if desired, can re-
peat BOS-level tasksto clarify
understanding and can access
tactical and reference materia
in any order desired.

Facilitationisprovided by “in-
telligent agents” who commu-
nicateviaradiotransmissionor
appear in the work area to in-
quire about the statusand qual -
ity of products. Facilitation is
alsoprovided by theoccasional
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Army training with its emphasis on experience and the “train as you fight” perspective has
integrated some of the principles found in constructivism. However, the implementation

is incomplete. (Photo by Kevin Tucker, Fort Sill TSC)

appearance of experts who give their
perspective on the problem at hand.

Thestudent can choosetotest theplan
via simulation when he is ready; if he
runs out of time, the plan will begin
execution automatically. The student
can revise and test the plan multiple
times, if desired. He may access a pos-
sible expert solution once he has tried
his own solution at least once. Both of
these capabilities offer many opportu-
nities for self-assessment.

Fourth Level. The student progresses
along a campaign timeline of events
defined as vignettes in the third level.
At the conclusion of each vignette, the
student is “temporarily reassigned” as
an FSO in avariety of locations around
the world for one vignette and then
returned to the campaign. These reas-
signmentsarethefourthlevel: thechal-
lenge vignettes.

Thestudent hasthe opportunity to test
the understanding he hasgained in pre-
viouslevelsviavaryingsituationsinthe
challenge vignettes. Any campaign or
challenge vignettethe student hascom-
pleted is available for him to explore
again as desired.

We will complete the battalion task
force prototype-training tool as part of
an Army Research L aboratory program
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inJuly 1999. Thenwe' Il scheduleeval u-
ations by students and instructors in
FACCC during the summer. This tool
will providealower cost, higher access
training context for complex cognitive
skills than is currently available. As a
result, students will be better prepared
to benefit from full-scale simulation
training later in the course and in their
unit training to follow.

Thebattaliontask forcetool described
hereisonly one possible application of
the constructivist approach we've de-
veloped. We also have created a pro-
gram of instruction (POI) in adaptive
thinking for Army Experiment 6. This
experimenta POl wasused for advanced
tactics students during the 1999 spring
term at the Command and General Staff
College. We currently are evaluating
the results. We also are examining the
feasibility of a brigade combat team
(BCT) product aswell astheintegration
of digital battlefield systems into all
PC-based products.

As our future comes closer, we must
prepareour commandersandtheir battle
staffs to formulate problems; under-
stand how areasof knowledgearestruc-
tured; find, manage and share informa-
tion; and respond with agile decisions.
We must design training to build their

cognitiveskills—judgment and creativ-
ity experienced inmultipleiterationsin
rich, authentic environments—to lead
and fight on tomorrow’ s battlefield.

S
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Counseling:

Setting the
Conditions
for Junior
Officer
Success

by Captain Richard A. McConnell

You have a large responsibility for the success of your employ-
ees. Their jobs and careers depend on how well you rate their
performance. How much they develop and whether they develop
at all depends on the quality, honesty and frequency of your
feedback. This is a wonderful opportunity to help them develop.

The New Manager’s Handbook by Brad Thompson
Irwin Professional Publishing, New York, 1995

policy to give its junior officers
feedback and devel opthem profes-
sionally. We have anew officer evalu-
ation report (OER) and anew method to
track junior leader development that
incorporates the principles of counsel-
ing. But many junior officers receive
performance counseling without quan-
titative goal sgeared toward facilitating
their successduring therating period. I f
the purpose of counseling isto help the
officer accomplish his mission, are we
setting the conditions for success?
From April to September 1998, | con-
ducted a survey of 254 captains and
promotable first lieutenants, both Ac-
tive and Reserve Components, in five
FA Officer Advanced Courses(FAOACs)
at the Field Artillery Schooal, Fort Sill,
Oklahoma. (See the figure.) The pur-
pose of the survey wasto determinethe
students’ perceptions of counseling—
what counseling they had received and
what counseling they planned as future
supervisors. Thestudent popul ationwas
recently counseled as lieutenants and
soon will be counseling lieutenants as
battery commandersunder thenew OER
system. The responses include 10 Ma-
rine Corps students. Although the sur-

I t' strue, the Army hasacounseling

16

vey was not scientific, it did serveasa
significant indicator of FA junior of-
ficer perceptions about counseling.

Survey Results. Thissurvey indicates
the name of the Army’s counseling
“game” isClue. The object of the game
iSto move your game piece around the
board (work place) and by process of
elimination, determinetheweapon, per-
sonand placeof thecrime(jobtasksand
procedurestobeaccomplished). Finally,
you establish “who done it” (what the
boss sees as success).

The students’ lack of clarity of what
was expected of them on the job is
evidenced by more than 50 percent of
the respondents stating they received
performancecounselingwithnoclearly
defined goals. “Performance counsel-
ing” is not effective if the subordinate
walks away not knowing what needsto
be performed to succeed.

The Army has standards for every-
thing, including counsgling. Any unit pre-
paring for an Army training and eval-
uation program (ARTEP) will be able
to determine the standard for the rel-
evant tasks and train to achieve those
standards. Thestandardsfor counseling
are found in the “AR 623-105 Officer
Evaluation Reporting System,” Para-

graph 2-11 b. The AR says the boss
must discuss the scope of the rated
officers duties within 30 days of the
beginning of the rating period, includ-
ing at least the ratee’ s duty description
and performance objectives he must
meet. In addition, the supervisor must
counsel the rated officer “throughout
the rated period.” If we had a counsel-
ing “ARTEP” today to determine our
compliance with the standards, we
would not get a“Go.”

The survey found there was no uni-
versal understanding of counseling
standards. Responsesindicated arange
of counseling standards. Forty-two per-
cent said they were unsure of what their
units' counseling policieswereor if there
were counseling policies. Even though
58 percent of therespondentswereaware
of counsding policies, how those poli-
cieswere applied varied widdly.

Sixty-one percent of survey respon-
dents stated they were not counseled
enough. Thisresponseidentifiesadis-
parity between the Army’s counseling
policy and how we actually counsel
junior officers. The Army has empha
sized counselingsoldiersfor years. With
the advent of the new DA Form 67-9
Officer Evaluation Report and the DA
Form 67-9-1 Officer Evaluation Re-
port Support Form, the Army has re-
confirmed its commitment to counsel-
ing subordinate officers.

In my experience, it’scommon to see
unit first sergeantsreminding their pla-
toon sergeants to get their soldiers
monthly counseling statements com-
pleted. Sergeantsmajor acrossthe Army
often inspect first sergeants to ensure
their NCO quarterly counseling state-
ments are completed and up-to-date.
Whileweasl|eadersare busy enforcing
counseling for enlisted personnel, too
oftenwetell subordinateofficers,“Hey,
your OER is due—get me your dash
one [support form], ASAP.”

If the Army professional counseling
process were a game, it should not be
Clue, but football. Weasleadersshould
be coaches, developing the playersin
the game. We develop players by tell-
ing them what game they are playing
(job description); reviewing the game
films with them, correcting problems
and encouraging strengths (counsel-
ing); and tracking their development
for more playing time or special teams
(appraisals or performance reviews).

The survey is encouraging in one re-
spect. While more than 60 percent did
not believethey werecounsel ed enough,
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1. You are:

B. Reserve. ................
C. Reserve/Guard

C.Both.........ccoo.......
D. No answer

C. Almost never, never or rarely

defined goals:
A. Most of the time
B. Half of the time .....

B. Quarterly ..............

A. ACLIVE ...ooooiiiiiiiiiccccces

2. If you were counseled, was your counseling:
A. Performance ..........cccoccceeeviunenn.
B. Disciplinary ......c.cccccocevveeeeeennnns

E. Write in: no counseling ever done ........... 1%

3. You received performance counseling:
A. Every time counseled ..............
B. Half the time counseled...........

4. You received disciplinary counseling:
A. Every time counseled ..............
B. Half the time counseled............
C. Almost never, never, few, once
D. NO answer ........ccccceeeeeeeeeeeennnnnn.

5. Your counseling established clearly

C. AIMOSt NEVET .......vvveeeeeeeeeeinnnnnn.

C.Asneeded......ccccoeeeveveerivvvnnnnnnn..

A. Every 30 days .......ccccvveiieiiiiiiiieee e 13%
............... 79% B. Quarterly .......cccocceveeiiiiiiiieee e 39%0
................. 3% C. Asneeded.........cccceevvvieiiieeciiiieeiiiieenineeen. 35%0
D. Write in: yearly, biannually .......................... 1%
E. Selected B & C ........uuuviiiiiiiiiiiiiiiinenenenennnnnnnns 6%
F. Selected A & C ......ooiiiiiiieeieiiienenenenenes 2%
G. NO @NSWET ...eeiieiiiiiiiiee et 4%
............... 47% 9. Do you believe you were counseled enough?
.............. 21% AL YES it 330
............... 32% TR o N ¢ 72 & 7o)
ORI [0 J= 1 £5311Y =] 3%
................. 4% 10. You would describe counseling as:
................ 6% A. Helpful tool to ensure mission accomplish-
............. 89% MENT ..ottt sneneaeneens 8990
................ 1% B. Useful only as enclosures for chapter and
[01@41V/ % - Tox 1 To ] S 5%
C.Awasteoftime.............ccccce. 4%
D. NO @NSWET ... 2%

D. Write in: never been counseled ............... 1% days for all soldiers in your unit ................ 29%
6. Did your units have a counseling policy? B. Ensure mandatory counseling occurs for
AL YES s 58% enlisted soldiers every 30 days and for officers
B. NO e 28% F= ESR 4 [T=T0 [T Ot 45%
C. UNSUIE ...t 13% C. Delegate to section chiefs to ensure counsel-
D. Write in: yes, but not followed ................. 1% ing occurs ............ 10%
7. If yes, how often was counseling supposed DS €€ CTECl AT R ——————— 4%
to take place? E. Selected B& C ...oooooiiiriiiiiiiieeeeeeee 2%
A. Every 30 days F. Write in: Reserves are time-challenged to

D. Selected both A& B........ovvvvvvvvvvvnniinninninnnnnn. 3%
E. Write in: yearly, biannually .......................... 1%
F. No answer

8. How often did you counsel subordinates?

11. As a commander, you would:
A. Ensure mandatory counseling occurs every 30

complete counseling or theme variation .... 6%
............... G. No answer

Survey of 254 Students in Five FA Officer Advanced Courses

89 percent of our future battery com-
manders believe counseling is helpful
toaccomplishmissions. Theseresponses
indicate a dissatisfaction with our cur-
rent officer counseling system, yet an
understanding of its potential.

The Army expects leaders to set the
azimuth for the organization, publish
standards and inspect those standards
for compliance. FM 22-101 Leader ship
Counseling says, “Counseling is the
responsibility of every leader” and that
thereisaneed “...for leaders at al le-
velsintheArmy tocounsel effectively.”
Although Army counseling policy makes
no distinction among ranks, the survey
resultsand my observationsin unitsindi-
catethat therearedifferencesinfrequency
and commitment to the process.

Recommendations. One difference
between officer and enlisted counsel-
ingisinspection. Oneoldsaying—" That
which you do not check will not hap-
pen’—reflectsthat | eadersinspect what
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they deem important. Based on the sur-
vey, | recommend the following:

» Make officer counseling inspectable
under thecommandinspectionprogram.

« Incorporatemorecounselinginstruc-
tion into the captains career course and
pre-command course.

 Gear counseling instruction toward
counseling strategies, inspection tech-
niquesand role-playing; thesewould be
in addition to the current instruction on
the regulations and forms.

» Teach |eaders how to coach subordi-
nates.

Today’s Army isatotal force consist-
ing of both Active and Reserve Compo-
nents. Timely and effective counseling
iscritical to the successful synthesis of
these diverse groups into an effective
organization abletoaccomplishitsmis-
sion. A counseling and coaching system
that expects junior leaders to “figure it
out” isnot adequate. For all the Army’s
new technology, success on the mod-

ern-day battlefield could bethwarted by
a lack of good old-fashioned face-to-

face communication.

Captain Richard A. McConnell recently was
assigned as Special Assistant to the Chief
of Field Artillery and Commanding General
of Fort Sill, Oklahoma. In his previous as-
signment, he was the Senior Instructor in
the Fire Direction Branch of the Gunnery
Department in the Field Artillery School,
also at Fort Sill. He commanded Headquar-
ters and Headquarters Battery and served
as Assistant S3 in the 41st Field Artillery
Brigade, V Corps Artilleryin Germany. Among
otherassignments, hewas aPlatoon Leader
and Platoon Fire Direction Officer (FDO) in
C Battery, 5th Battalion, 8th Field Artillery of
the 18th Field Artillery Brigade, the battery
forward deployed to Fort Campbell, Ken-
tucky. He was a Battery FDO in the 1st
Battalion, 320th Field Artillery, 101st Air-
borne Division (Air Assault)inthe Gulfduring
Operation Desert Storm.

17



18

Leading In the
Three-Meter Zone

by Command Sergeant Major James D. Pendry

The choice of non-commissioned officersisan object of
the greatest importance: The order and discipline of a
regiment depends so much upon their behaviour that too
much carecannot betaken in preferringnonetothat trust
but thosewho by their merit and good conduct areentitled
to it. Honesty, sobriety, and a remarkable attention to
every point of duty, with a neatness in their dress, are
indispensablerequisites; a spirit to command respect and
obedience from the men, an expertness in performing
every part of the exercise, and an ability to teach it, are
absolutely necessary, nor can a sergeant or corporal be
said to be qualified who does not write and read in a
tolerable manner.

Major General Friedrich Baron von Steuben
Regulations for the Order and Discipline of the
Troops of the United States, 1779

independence and the superpower

of the day, we were an Army of
citizen soldiers in desperate need of
professional leadership, discipline and
training. Today, we' retheworld’ s best
trained, most powerful and profession-
ally led Army. We owe our strength to
awillingnessto changewhen necessary
and the good sense to understand and
leave alone the enduring things that
must never change. Ours has been a
dramatic evolution from acollection of
citizen soldier militiaunitsto the force
of Desert Storm.

While you think of that evolution, con-
sider this: Of all the changes that have
kept us powerful, one thing has never
and can never changeif weareto remain
so: the on-the-ground leadership em-
braced by von Steuben’'s expectations
and carried out daily by NCO leaders.

Thisarticle discusses how NCO lead-
ers must internalize von Steuben’s ex-
pectations and serve asamodel for sol-
diersand how to carefor soldiersinthe
three-meter zone.

I n the beginning, standing between

Setting the Example

* The choi ce of non-commissioned of-
ficersisan object of thegreatest impor-
tance... The most important leadering
that goes on in the Army is that which
occursclosest to soldiers—in thethree-
meter zone. Soldiers are molded, good
and bad, by the leadership events that
happen within three meters of them.
NCO leadership easily is the most im-
portant level of leadershipto our Army.
The expectations for NCO leaders to-
day remain virtually unchanged since
von Steuben penned them in 1779.

e ...too much care cannot be taken in
preferring noneto that trust... Thefirst
leader a soldier meetsin the process of
becoming asoldierisan NCO. The sol-
dier-NCO relationship beginsimmedi-
ately. We model standards, maintain
discipline, train and care for soldiers,
provide them with answers and lead
them. NCO leaders must understand the
influencewehaveonthe Army because
of our closerelationshipswith soldiers.

Consciously or not, we lead by ex-
ample. Soldiers learn how to lead and
take care of soldiers by copying the
model provided by their three-meter
zone NCO. The enduring nature of our
trade requires us to focus on the things
that make good |leaders.

e ...thosewho by their merit and good
conduct....Honesty, sobriety... Wemust
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internalizeandlivevalues. It’ snicethat
we've fashioned values reminders to
hang around our necks. The values
“credit card” for our walletsisnicetoo.
But those things are just reminders.
Soldiers do not learn values from alist
on atag or credit card; they learn the
values of their NCO.

It' seasy to memorizethebook defini-
tionsof our seven corevalues—|oyalty,
duty, respect, selfless service, honor,
integrity and personal courage. The
same can be said about the personal
valuesof candor, courage, compassion,
commitment and competence. The dif-
ficult task is internalizing what each
value means and understanding how
our soldiers learn them from us. Our
values arethe Army’ sfoundation; they
endure. Our soldiers learn them from
us—NCO leaders.

e ..anexpertnessin performing every
part of the exercise... We must master
leadership competencies. We all have
the challenge of completing a soul-
searching, honest self-assessment of our
knowledge, skills and abilities.

Everything important to an NCO
leader’ sproficiency isfoundin FM 22-
100 Military Leadership: communica-
tions, supervision, teaching and coun-
seling, soldier-team devel opment, tech-
nical and tactical proficiency, decision
making, planning, use of available sys-
tems and professional ethics. Whether
we're a high-tech, low-tech or no-tech
army, these competencies endure.

e ...aspiritto command respect... To
lead soldiers, we must gain their trust
and confidence. We gain their trust and
confidence by showing them we're
worthy of it—consistently living values
and demonstrating character and profi-
ciency by mastering thel eadershipcom-
petencies. Then soldierswill giveusthe
ability to lead them.

e ..a remarkable attention to every
point of duty, with a neatness in their
dress... We are the standard. Select a
subject, anything from physical fitness
to equipment maintenance to wear of
theuniform, and you canfind published
standards for it. The subject is not im-
portant. What’s important is that sol-
diers do not go to a book to look up a
standard for something. Instead, they
look to their closest NCO leader for the
standard.

We are watched every minute of ev-
eryday whether at the shoppette or on
thefiring line. Soldiers observe us and
copy us because what we model is the
standard. Every NCO' sthree-meter zone
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is a mirror image of the standard he
models.

¢ The order and discipline of a regi-
ment depends so much upon their
behaviour... Wecreatetheenvironment
for discipline. Discipline comes from
self-discipline. NCO |leaderswith good
self-discipline habits build well-disci-
plined soldiers and units.

Wemust enforcepublishedrules, regu-
lations and what we know to be moral
and legal. Selectively choosing to dis-
obey or disregard aregulation or stan-
dard, no matter how insignificantit seems
at thetime, isnot acceptable. If we make
that choice, we demonstrate poor self-
discipline and raise soldiers, future lead-
ers and units with poor discipline habits.

We must have purpose and direction.
All good leaders know where they’re
going and when they get there. They
have personal priorities based on their
knowledge of our Army, past and pre-
sent. They usethat knowledgeto estab-
lish the right direction for themselves
and their soldiers. NCO leaders apply
“personal battle focus’ to their lives.

e ...Nor can a sergeant or corporal be
said to be qualified who does not write
and read in a tolerable manner. We
have to model for soldiers a system of
self-assessment that tells us where we
are in our professional and personal
lives. From those assessments, we de-
velop a plan to get where we want and
need to be. We execute our plan, reas-
sess and then make another plan. Much
like the battle-focused training man-
agement cycle, wemodel for soldiersa
personal continuousimprovement sys-
tem—personal battle focus.

These are just some of the enduring
traits NCO leaders must have to grow
soldiersinto good three-meter zonelead-
ers, but that’s just half the story. Not
only must we show them how wework to
make ourselves better leaders, we aso
must show them how to teke care of
soldiers. They learn that from us too.

Caring for Soldiers

e Know your soldiers. It's important
to understand what knowing soldiers
means. Often we model that capturing
as much information about a person as
possibleandrecordingitinour leader’s
notebook equals knowing them. There
ismuch moreto knowing asoldier than
recording his or her weapon zero, PT
scoreand last counseling datein anote-
book.

What's just as important is to know
things like the environment your sol-
dier comes from. Was it a farm? The
inner city? Large family? Only child?
Thisinformation givesyou insight into
the person and is more important than
knowing his stats.

Knowing where asoldier comesfrom
may help you understand why the sol-
dier actsor reactsinacertain manner. A
soldier from a large family, for ex-
ample, may not need much privacy and
will readily adapt to a group, whereas
the opposite may be true for an only
child. This insight also may help you
understand the soldier's perceptions
about you and the business of being a
soldier—perceptions you may have to
counter by demonstrating that no oneis
more professional. Make sure that the

We are watched every minute of everyday whether at the shoppette or on the firing line.

Soldiers observe us and copy us because what we model is the standard.
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knowledge you have of your sol-
diers extends beyond the stats in
your leader’s notebook.

¢ Respect soldiers. My son stand-
ing in front of me as a brand new
Army private caused my view of
soldiers to take on a different hue.
Every private is the son or daughter
of someone. We have to treat them
with the same dignity and respect as
wetreat our own sonsand daughters.
That does not imply that we relax a
standard or arelessfirmwhen build-
ing discipline. It means if we train
hard, enforce standards and build
disciplinewegivethat son or daugh-
ter the best possible chance to sur-
vive.

Respect soldiers-every private is the son or daugh-
ter of someone. CSM Pendry shakes the hand of son
Sergeant Pendry.

womanworked at her roses, they were
never as good as his. She tried very
hard to find out what he was doing
differently than she, but never could.

One day out of frustration, she fi-
nally asked the old gentleman his
secret. He walked into his garden
shack and came back with a bucket.
“Here’s what | use,” he said, as he
passed her a bucket full of chicken
droppings.

The old lady was surprised that
he'd shared his secret with her. She
wasdeterminedtohaverosesasgood
as his. Every couple of days, she
went out and put a generous helping
of the droppings on her roses. Soon,
however, her roses began to droop

Treating soldiers with dignity and
respect does not equal softening the
environment. What' simportant and en-
during is that the private you mold by
example today is the NCO leader who
will betaking careof your son or daugh-
ter tomorrow.

* Motivatesoldiers—havethe...spirit
to command...obedience... How do we
motivate soldiers? We often model for
soldiers that motivation is directly re-
lated to the muscles used for push-ups.
Sonaturally, themoreweexercisethose
muscles for our soldiers, the more mo-
tivated we believe they will be. | could
easily break into a sermon here about
what motivation isor isn't, but | won't
do that. Just trust me when | tell you it
has little to do with push-ups.

Caring leaders who are positive role
models and out-front leaders motivate
soldiers. Motivating leadersunderstand
the importance of sharing the difficult
times with their soldiers. Sergeant Ma-
jor John G. Stepanek captured the spirit
of motivating soldiers in a speech to
officer basic students (OBC) at their
graduation that was printed in Army
Digest, August 1967: “AsaSenior NCO
Seeslt” (Pages5and 6). Inhisspeechto
the young officers, Sergeant Major
Stepanek said,

From most of us, you can expect...
courage to match your courage, gutsto
match your guts, endurance to match
your endurance, motivation to match
your motivation, esprit to match your
esprit, adesirefor achievement tomatch
your desire for achievement. You can
expect a love of God, a love of country
and a love of duty to match your love of
God, your love of country and your love
of duty. We won't mind the heat if you
sweat with us, and we won't mind the
cold if you shiver with us.
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e Train soldiers...[ have] an ability to
teach... NCOsarethe Army’ sprincipal
trainerscharged withitsmost important
aspect—individual training. Individual
training is the foundation for every-
thing in the Army. No commander can
complete a mission, training or real,
without soldiers well-trained in indi-
vidual skills.

Sometimes, for different reasons, we
lose sight of that critical element of
soldier care. We must be intimately
familiar with our role in training and
understand our battle-focused training
system. And remember this: How you
teach and train your soldiers to keep
them current in their jobs and basic
soldier survival skillsis how they will
do it when they replace you.

Every NCO leader leaves a legacy,
good or bad, with the piece of the Army
he leads. Never forget the enduring na-
ture of our business. If you have led a
team, squad, platoon or any sized ele-
ment inthe Army, you haveinfluenced
many. Each member of that element has
transferred some of your characteris-
tics, good or bad, to another squad or
platoon. By the nature of what we do,
each of usstandsto influence hundreds
and maybe, if we stick around long
enough, even thousands—astaggering
thought isn't it? As you ponder the
ramifications of your legacy, I'll leave
you with one more enduring aspect of
leadership to mull over: Chickenship.

| heard a story once. It was about a
couple of neighbors. They were old
retired folks living alone. One was an
old man, the other an old woman. Both
loved gardening and both were quite
good at it. Theold man, however, dways
had the most beautiful roses you could
imagine. No matter how hard the old

over and die. Right away she ac-
cused the old man of lying to her. She
told him she' d been putting thedroppings
on every couple of days and now, thanks
to him, her roses were dead.

“There' s your problem,” said the old
man, “ you’ veused too much. Too much
will cause them to quit growing, might
evenkill ‘em. Youjust apply alittle bit
at the right time, and they’ll do fine.”

Leadershipisalot likefertilizing roses.
The right amount and type applied at the
right time will get the job done. It will
have a nurturing affect and allow those
youareleading theopportunity to grow.
But be careful about the amount you
use. Because, “toomuchwill causethem
to quit growing, might even kill ‘em.”

Don’t turn your leadership into

chickenship.

Command Sergeant Major (CSM) JamesD.
Pendry has been the installation CSM of
Fort Myer Military Community that encom-
passes FortMyer, Virginia, and Fort McNair,
District of Columbia, since 1995. In other
assignments, he was the CSM of the 284th
Combat Service Support Battalion that had
the Headquarters and Headquarters Com-
pany (HHC) for the US Army in Europe
(USAREUR) and Seventh Army in Heidel-
berg, Germany; First Sergeant of 26th
HHC, Support Group and an Operations
Sergeant for Headquarters, USAREUR and
Seventh Army also in Heidelberg. He also
was a Drill Sergeant at Fort McClellan,
Alabama. CSM Pendry has an Associate’s
of Liberal Arts from City College of Chicago
and is working on his Bachelor of Science
in Business Administration from Strayer
University, Arlington, Virginia. He isagradu-
ate of the Army Management Staff College
atFort Belvoir, Virginia. His book The Three
Meter Zone: Common Sense Leadership
for NCOs was released by Presidio Press of
Novato, California, in April.
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National Assets:

The Precision SIGINT Targeting System

by Lieutenant Commander Michael V. Cooperwood, USN, and John F. Petrik

T arget acquisition is an old and
honoredtask of theartillery. Over
the years, gunners have devel-
oped the habit of relying on themselves
and their organic assets to identify and
locate targets—thus accounting for the
Field Artillery’ s historical array of tar-
get-locatingradars, aerial observersand
forward observers. These all provided
gunnersandrocketeersaccurate, timely
targets.

Unfortunately, somesystemsexternal
tothefire support system have not been
as easy to exploit. They have different
purposesand arequiteproperly reserved
for those purposes, lack the requisite
accuracy or responsiveness needed for
arapidly shiftingtarget set (they’ vebeen
optimized for other sortsof collection), or
they’re smply owned by someone else
andtheartillery either doesn’ t know about
themor can’t getitshandsontheinforma-
tion they generate.

Giventhecapabilitiesof someof those
external systems, it somehow seems a
waste not to take advantage of them.
They are, after all, paid for andin place.
They’re also increasingly available.

Oneway to access existing national as-
sets with enough precision for tactical
targeting is the Office of Naval Re-
search’s (ONR'’s) signals intelligence
(SIGINT) targeting system. Thisarticle
is about SIGINT, its proven ability to
provide datafor cannon fires on enemy
radar systems and its promising future.

Precision SIGINT Targeting Sys
tem (PSTS). The United States Navy
has devised a system that enables the
artillery to use non-organic targeting
assets to great advantage. For the past
four years, ONR has been working on
an advanced concept technology dem-
onstration (ACTD) designed to take
advantage of cutting edge, currently
available systems to develop targets
cooperatively using both tactical and
national assets. ThisPSTSACTD con-
cluded its final demonstration in Sep-
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tember 1998. It showed we can detect
andtarget battlefield radarsquickly and
accurately enoughfor cannonandrocket
attack.

Signals intelligence can seem like a
black art to outsiders, but in conception

An Army tactical missile system (ATACMS)
firing. PSTS is especially well-suited for
acquiring targets for attack by this long-
range Field Artillery system.

it's relatively simple. Joint Pub 1-02
the Department of Defense Dictionary
of Military and Associated Terms de-
fines SIGINT as “a category of intelli-
gencecomprising either individually or
in combination al communicationsin-
telligence, electronics intelligence and
foreign instrumentation signalsintelli-
gence, however transmitted.”

SIGINT assets collect whatever the
enemy is emanating and process the
information into intelligence (and now
into targets). Locating an enemy radio
transmitter by radio direction finding
would be a common example of how
SIGINT exploitstheenemy’ semissions.
The PSTS mission was to find out how
to combine national and tactical sys-
tems’ intelligence datato accurately lo-
cate an enemy target in near-real time.

National Assets (No Vaporware,
Please). “National assets,” which you
may have heard referred to as* national
technica means,” are those systems
commonly used for treaty verification
and other purposes as directed by the
intelligence community under the con-
trol of the Director of the Central Intel-
ligence. For example, when President
Reagan told Chairman Gorbachev that

This RC-12 Guardrail aircraft is the kind that participated in the PSTS ACTD.
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we should “trust, but verify,” he had
national assets in mind to do much of
the necessary verification. We can say
that thenational assetswe’ reconcerned
within this context include avariety of
SIGINT assets, but that’ sabout asfar as
we can go in this unclassified forum.

PSTSis away tactical operators can
derive direct and visible benefits from
national SIGINT assets down to ech-
elons below corps. PSTS takes all the
security requirementsinto account and
gets accurate target locations into the
firedirection center (FDC) after only a
brief timefor dataprocessing andtrans-
mission.

Tactical SGINT Assets. Theother part
of PSTS' target acquisition concept con-
sists of tactical SIGINT assets. These
are by no means denizens of the open-
source world, but in general they oper-
ate at lower levelsof classification than
do the national systems. But they often
lack the accuracy needed for tactical
targeting, arelimited in both timeliness
and areaof coverageand alsotendto do
their work outside normal fire support
channels.

After a number of preliminary dem-
onstrations, theONRfixedon USForces
in Koreaasthe placeto demonstratethe
useof theSIGINT targeting system. We
used a Guardrail aircraft (RC-12 elec-
tronicintelligenceaircraft controlled at
the corps level) from the 3d Military
Intelligence Battalion, intelligence and
fire support elements (FSEs) in the 2d
Infantry Divisionandthe 155-mmhow-
itzers of the 2d Battalion, 17th Field
Artillery for thePSTSACTD. Wedem-
onstrated that information from widely
separated echelons could be fused co-
operatively into targets.

The Test. The PSTS ACTD chose to
work against two Army systems that
stood in as surrogatesfor alarger set of
typical threat radars we confront in
Korea. The Q-36 Firefinder provided a
weapons-locating radar to work against
the light and special division interim
while the sensor (LDIS) served as the
generic air defenseradar. Both of these
are relatively young, capable systems
designed to resist acquisition, so they
represented a fairly tough challenge.

The communication links PSTS used
were for the most part in place. The 2d
Infantry Divisionuseditsorganicintel-
ligencenetstotalk to Guardrail . Guard-
rail connected to the national assetsvia
satdlite over the division's tactica re-
lated application (TRAP) system. TRAP
isthe Defense Department’ sworldwide
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electronic intelligence broadcasting
network.

During the demonstration, Guardrail
acquiredasignal of interest (thisiswhat
Guardrail was built to do) and “tipped”
the national assets so they could tunein
to the same signal at an agreed timein
the near future. (This sort of coopera-
tion is known as “tip-tune.”)

The datathe national assets picked up
on the same emitter weretransmitted to
a central processing site, fused into a
geolocation product (that is, an accu-
rate location of the target), and trans-
mitted via TRAP and other means back
to operators in the 3d Military Intelli-
genceand 2d Infantry Division. Therethe
target reentered ordinary intelligenceand
fire support channds, finishing its career
asafire misson for the 2d of the 17th.

Anyone experienced in how things
can go wrong will immediately point
out that an unusually large number of
different agencies had to cooperate in
this fire mission and that processing a
call-for-fire near Ouijonbu via the
equivalent of a phone line 9,000 miles
long is not a plan that inspires confi-
dence. This proved to be one of those
occasions, however, inwhichAristotle’ s
dictumthat experiencecan bethemother

This PSTS operator’s station was demon-
strated during exercises in Korea.

of illusion was entirely correct. The
system actually worked.

Accurate and Timely Enough for
Attack by Cannons. The results were
very encouraging. When the ACTD
started, ONR initially found it could
locate radars only to an accuracy of
around 1,000 meters. But as PSTS im-
proved over the ACTD’s four years, it
wasableto generatetargetssufficiently
accurate for attack by cannon systems.
This is significantly better than what
had beenavailablefromearlier SIGINT
targeting systems. S

What’s an Advanced Concept
Technology Demonstration?

One of the goals of acquisition reform is to find better ways of buying the
technology that’s going to give warfighters the winning edge. A relatively new
kind of program called the advanced concept technology demonstration
(ACTD) represents one approach to this goal.

ACTDs take state-of-the-art, mature technology and turn it quickly and
affordably into something the fighting forces can use. They do this by involving
the operating forces in the demonstrations and using their feedback to adjust
and improve the systems being demonstrated during this relatively informal
phase of their life cycle. Projects are selected as ACTDs on the basis of four
criteria.

1. The project’s technologies and operational approaches must either offer
a potential solution to an important military problem or introduce a significant
new capability.

2. The technologies involved must be mature.

3. The project must have an executable program and a management plan.

4. The project must be completed in no more than four years and, if suc-
cessful, provide operational support for the system it leaves in the field for at
least two more.

At the conclusion of an ACTD, the Department of Defense (DoD) makes one
of three possible decisions. It may terminate or restructure the ACTD on the
basis of lessons learned. It may move the ACTD into the formal acquisition
process at an advanced milestone. Or, finally, it may transition the technology
developed directly to the warfighter with little further development or procure-
ment—if the system is mature enough. PSTS is one of the first successful
ACTDs and is awaiting a DoD decision.
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An Air Force U-2 in Aviano, Italy, in support of Operation Allied Force, the NATO intervention
in Kosovo. The U-2 is one of the aircraft that can be equipped to collect for PSTS.

The hog-nosed RC-135 reconnaissance
aircraft, Rivet Joint, with its extensive an-
tennae array, provides vital real-time battle
management information to mission plan-
ners, commanders and warfighters. Rivet
Joint aircraft are among the platforms to
which PSTS may be extended.

PSTS' order-of-magnitudeincreasein
target location accuracy along with the
greatly improved timeliness of fused
targeting information is a real boon to
the commander who must destroy, neu-
tralize or suppress—aquickly—a wide
range of critical targets. The average
time from a Guardrail tip to the TRAP
dissemination of thetarget locationwas
less than 12 minutes. We expect that
PSTS soon will reduce thistime to the
Six- to seven-minute range, but even 12
minutes is well within the operational
cycle and dwell time of the threat sys-
tems ONR had in mind. (For you for-
eign equipment buffs, PSTS works
against well-known systems like Fan
Song, Flat Face, Low Blow, Pork
Trough, Tin Shield, Drum Tilt, Team
Work, Fire Can and Whiff.)

PSTS Lessons and Challenges. The
first lessonisasimpleone, but onethat
fire supporters cannot relearn too often
when they work with their intelligence
comrades: tasking the assets is crucial
to getting the best intel support. FSEs
must work closely with their S2/G2
counterparts to take advantage of the
new capability PSTS represents.
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Second, the current state-of-the-art in
communications and data processing
permit the sort of widely distributed
collaboration PSTS demonstrated. The
Navy callsthisapproach* network-cen-
tric,” andit haspromise. Having alarge
number of cooperating agencies linked
by a complex communications architec-
ture is no longer quite the source of
Clausawitzian friction it was only afew
years ago.

Best of all, the demonstration left a
new system and a new operational ca-
pability in place for the US Forces Ko-
rea. We left aprocessing capability for
electronicintelligencetargetsthat hasa
24-hour, seven-day-a-week satellitecom-
munications link to connect forces in
Korea to the Kunia Regional SIGINT
Operations Center. The secure system
allowscoalitionforcestoaddressmulti-
level security issues and provides an
interim capability to conduct PSTSair-
craft/overhead operations.

Thesystem'’ sfuturehol dsfurther chal-
lenges. Some of these are relatively
straightforward. ONR hasdemonstrated
PSTS with Guardrail and has handed
the program over to another organiza-
tion, the Airborne Overhead Interop-
erability Office(AOIO), that isextending
PSTS' capabilitiestoother airborneplat-
forms, includingtheEP-3, EC-135Rivet
Joint and U-2.

Other issuesinvolveovercoming limi-
tationson our resources. Thetactical re-
ceiveequipment (TRE) operatorsuseto
receive TRAP broadcastsisn't aswidely
available as one would like. TRE is nec-
essary toalow PST S-generated informa:
tion to reach firing batteries in time to
make a difference in combat. There are
enough TRE setsto give usauseful cap-
ability, but their distribution may needto
be adjusted to make better use of them.

Other issues present more complex
and intriguing challenges. The AOIO
programsfollowing the now concluded
PSTS ACTD are trying to extend the
capability from radarsto other kinds of
emitters, particularly communications
emitters. When we succeed in demon-
strating the ability to target not only ra-
dars, but aso radios—tactical-nationa
communicationsintelligencetargeting—
PSTSwill realizeitsfull potential.

If you areinterested in PSTS and are
fortunate enough to be stationed in Ko-
rea, inquire through your fire support
personnel. If you're not over there, we
invite you to see the information avail-
able on this and other programs at the
ONRwehsite: http://www.onr.navy. mil.
To go directly to the PSTS web page,
follow the links to http://web/fie.com/
w3get/www.onr.navy.mil:80/scitech/
inter/psts.htm.

Theprecision SIGINT targeting sys-
tem provides one of those happy oc-
casions when you realize that all the
pieces of asolution werealwaysthere
before your eyes. It was just a matter
of seeing and exploiting them as an
organized whole. Andinthiscase, the

ONR did just that.

Lieutenant Commander Michael V.
Cooperwood, US Navy, is the Program
Manager for the Precision SIGINT (Signal
Intelligence) Targeting System Advanced
Concept Technology Demonstration (PSTS-
ACD)inthe Office of Naval Research (ONR),
Arlington, Virginia. In his previous position,
he was a Project Officer for the Link-6/
TADIL (Tactical Digital Information Link) J
Program Office and was instrumental in
developing the extended-range enhance-
ment to Link-16, known as Satellite TADIL
J. Lieutenant Commander Cooperwood
earned a Master of Electrical Engineering
from the Naval Postgraduate School, Fort
Ord, California.

John F. Petrik works for Noesis, Inc., a
consulting firm based in Virginia that sup-
ports ONR inavariety of programs. Amajor
in the US Army Reserves, he served on
active duty for 12 years in many Field Artil-
lery assignments, including an extended
tour with V Corps Artillery in Germany and
three years as a Combat Trainer with the
Fire Support Training Team at the National
Training Center, Fort Irwin, California. He
holds a Master of Artin Philosophy from the
University of Chicago and has taught at
both the United States Military Academy at
West Point and Rockhurst College in Mis-
souri.
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ongratulations! Your selection

for battalion command culmi-

nates years of preparation for
significant responsibilities. During this
period between your selection and as-
sumption of command, there are a
myriad of detailsfor you to consider—
training requirements, command phi-
losophy, relationship with your soon-
to-be command sergeant major (CSM),
scheduled major training events, com-
munity support, leader devel opment—

all seemingly disparate issuesto be ad-
dressed by you during this “interreg-
num.” But before you take the colors, |
propose you consider one more cat-
egory important to your unit’ s success:
your new lieutenants.

Y ou, asthe battalion commander, will
have the greatest span of influence on
your unit. That means that over time,
your battalion will walk, talk and act
like you. For example, if a battalion is
sent on along deployment and the com-

Tapping Into
Lieutenant Power

for a High-Performing
Battalion

by Brigadier General Lawrence R. Adair

mander growsamustache—just watch.
Or perhaps he starts using a high-speed
notebook to keep track of histasksand
personnel data—just watch. Or hestarts
carrying astick to outlineinthedirt his
tactical concept for the employment of
the battalion—just watch. Over time,
battalion leaders at all levelswill grow
mustaches, use high-speed notebooks
and carry sticks. It sanindication of the
pervasive influence you'll have over
the battalion.

So, if the battalion commander is the
single most influential person in deter-
mining if the battalion is high-perform-
ing or merely adequate, then who is
number two? Although your CSM is
vital and your right-hand man, heisnot
number two. Y our first sergeants. . . battery
commanders...soldiers?Unquestionably,
all contribute significantly—but none
arenumber two. Thesecond group most
ableto influence the battalion’ s perfor-
mance is not based on its level of re-
sponsibility but rather onitspotential as
anuntapped sourceof high-payoff |ead-
ers. your new lieutenants.

The New Lieutenant. Your lieuten-
antsbring high zest and enthusiasm but
low technical and tactical competence
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to your battalion. They are like their
advanced individual training (AIT) en-
listed counterpartsin thisregard: full of
energy but short on wisdom and experi-
ence.

But look closer. Look at your table of
organization and equipment (TOE) to
identify where you' re authorized lieu-
tenants. Their positions are at the criti-
cal juncture betweenthecommandgroup
deciding to perform atask and the se-
nior NCOs who make it happen. The
lieutenants' education, maturity, ability
to learn and especialy their potentia to
developis why they arethereinthehands
of experienced NCOs. They are there to
learn how the Army operates.

Thelieutenants experience at officer
basic course (OBC) was centered on
preparing him for this beginning. Even
though your lieutenants have been in
the Army for months, they don’t really
begin to experience “The Army” until
they get to their first units—including
your battalion. It's how we develop fu-
ture leaders.

Think back on what your OBC in-
structor said: “Today I'm are going to
teach you how to perform ‘task X." I'm
going to show you one way to perform
thistask, but there are many waysto do
it. Your first battalion will have an SOP
[standing operating procedures] describ-
ing precisely how it executesthistask.”
Or, perhaps, “Lieutenant, that’sa great
question, but | don’t have the time or
resources to teach you that task. When
you get to your first battalion, they’ll
show you how todothat.” Sound famil-
iar? It's the same today. Subliminally,
we tell our OBC students they won't
experiencethe Army until they arriveat
their first battalion.

Most of uswould indicate that one of
themosti mportant reasonswhy westayed
in the Army goes back to how we were
introduced to it in our first battalion.
When commissioned, thelieutenant in-
curs an obligation to serve. If through
serving in his first unit he finds the
Army as outstanding, it causes him to
move from obligation to commitment.
The lieutenant doesn’t understand this
at first, but hewill intime. He comesto
you full of energy and ready to learn
what you haveto offer but not yet vested
in our Army like your other battalion
leadersare. Y our lieutenants are recep-
tive, positive and “moldable.” Because
of these characteristics, your group of
lieutenants can have a disproportionate
influence on the battalion’s perfor-
mance. But first, they must have focus.
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TheFocused Lieutenant. The“entry
argument” for combat operationsinthe
FA isthe battalion because we fight as
battalions. Nocommander callsfor“ bat-
tery” firesto kill a high-payoff target.
Wemasshbattalionfiresonthesecritical
targets. Y oumust ensurethat your lead-
ers are focused on the artillery’s entry
argument.

Lieutenants should focus first on the
battalion and then on the battery. Ev-
erything of importance has a battalion
focustoit: time-on-target (TOT), start
and rendezvous pointson road marches,
mai ntenance management—even social
events. It’ shy battalion unitsthat we're
most effective. And your lieutenants
should be made to feel they are an
important part of the successes of your
battalion.

When a lieutenant is assigned to a
battery, he naturally will work to make
himself an important part of the team.
He accomplishes this by learning his
craft, becoming increasingly proficient
in his primary duty and showing con-
siderable enthusiasm for the many ad-
ditional duties assigned to him. Inside
the “womb” of the battery, he tends to
emplacesome* battery designed” blind-
ers to events around him. With this
limitedfocus, he" sees’ thebattery com-
mander and the first sergeant. When
you “bend” the lieutenant’ s blinders to
seethe battalion around him, you’re on
the road to having lieutenants actively
engaged in making your battalion high-
performing.

When | “grade” the performance of a
lieutenant, | look for teamwork at the
battalion level. For example, an officer
who has mastered his primary duty, has
become an expert in his additional du-
ties and has optimized a new piece of
equipment for hisbattery isasolid“B.”
The officer in another battery who also
hasmastered hisprimary and additional
duties, hasfigured out how to make the
new equipment better for the soldiersof
hisbattery and has shared that informa-
tion with afellow lieutenant is a solid
“B+.” Finally, the officer who hasgone
yet one step further by spreading the
new procedures he devised to maxi-
mize the new gear to lieutenants battal -
ion-widein away that brings no undue
attention to himself is an “A.” That
lieutenant is thinking and working for
the entire battalion. And when your
lieutenants come together as a group
and work to make the battalion as good
as it can be, the journey is easier by
tenfold.

A method to access and focus this
powerful groupisthrough aprogram of
leader development or, inthisinstance,
lieutenant development. A field grade
officer should give these new lieuten-
ants the battalion perspective, but not
you. As the battalion commander and
thesenior rater for your lieutenants, you
might inhibit the dialoguethat’ s central
to thistechnique. The best choiceisthe
battalion executive officer (XO) whois
a member of the command group but
not in therating chain of the majority of
these inexperienced officers.

About once every six weeks, the XO
meetswiththebattalion’ slieutenantsas
their “ platoonleader.” For each of these
platoon sessions, the XO leadsadiscus-
sion or classon asubject that reinforces
therole of the lieutenantsin the battal-
ion. The underlying message of each
meeting isthat battalion focusiskey to
their collective success. The XO an-
swers the lieutenants’ many questions
regarding lifein abattalion. Over time,
thelieutenantswill view themselves as
acoherent group and influencing agent
in the battalion, and your outfit will be
better for it.

Tapping into these high-payoff |eader
resourcesisjust onemoretechniquefor
you to think about as you take battalion
command. But | guarantee, your lieu-
tenantshavethe energy and enthusiasm
to propel their leader talents for extra-
ordinary effect on your battalion’ s per-
formance—if you providethefocusand
guidance to unleash their potential.
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Assistant Commandant of the Field Artil-
lery School and Deputy Commanding
General for Training at Fort Sill, Oklahoma.
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Executive Assistant to the Commander-in-
Chiefofthe US Atlantic Commandin Norfolk,
Virginia. He also served as Commander of
the 2d Armored Division Artillery at Fort
Hood, Texas; Special Assistant to the Sec-
retary of the Army at the Pentagon; Exe-
cutive Officer of the 3d Infantry Division
(Mechanized) Artillery in Germany; and
Commander of the 6th Battalion, 41st Field
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motor pools and gun
crews, barracks and
fighting positions,
orderlyrooms and
firing ranges.

hereisscarcediscussionof lead-
I ershiptheory or doctrineinthis
essay. This is more -10 than
Clausewitz. Theaimisto offer practi-
cal adviceto officersand NCOs from
sectionthrough brigadelevelsonlead-
ing the soldiersin their charge. Here,
then, areafew troop leading observa-
tions and rules of thumb.

Remember Gideon. When fighting
the Midianite nation, Gideon, the Old
Testament Israelite general, gave his
small army of 300 some very simple
battlefield guidance. He told them to
“Look on me, and do likewise...as |
do so shall ye do” (Judges 7:17). His
soldiers complied, and the vastly out-
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This article is about leading sol-
diers. More specifically, it's about
leading them in tactical units-
those soldierswho populate

Some Thoughts On
Troop Lealng

by Colonel Michael L. Combest

numbered Israelites defeated their en-
emies handily. The lesson of Gideon is
clear—set the standard, be the example.
Y our personal exampleand conduct are
easily the most powerful messages you
send about what you require of your sol-
diers. Y ou may tell your soldierswhat you
want them to be with words, but you tell
themwhat you expect themto bewith your
actions. Soldiers will tend toward your
example long after they’ ve forgotten your
speeches, proclamations and exhortations.
The majority will never read your written
policies. But they will know and conform
to the policies you establish by action.
Rest assured that your soldiers watch
closely to seeif you urge them down one

path while you take another. They con-
stantly and correctly measure your ac-
tions and conduct to seeif you demand
as much or more of yourself as you do
of them. And they watch with great
interest to see if what you preach isin
synch with what you practice.

“Remember Gideon” isarulethat sub-
sumes a variety of other observations,
two of which follow.

Where you areiswho you are. If you
want to establish the field as the most
important place to be, go to the field. If
you expect your unit to be dedicated to
motor pool activities, go to the motor
pool. If you want to encourage participa-
tionintheofficerand NCOclub, gothere.
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The corollary to this observation is
that you can be known by where you
don't go. A leader who never finds an
opportunity to spendtimeinthefield or
inthemotor pool or ontherangequickly
establisheshisprioritiesasbeing every-
where but those places. And ho amount
of wordsclaiming otherwisewill dispel
thenotion. Similarly, leaderswho can’t
find thetimeto attend and support gradu-
ation ceremoni es, community events, hos-
pitals and so on are letting it be known
that they do not consider them impor-
tant.

The“whereyou are” rule also carries
an issue of timing. Where you are con-
stantly iswho you are generally. Lead-
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erswhose top priority istraining spend
timeintraining-related activities. L ead-
ers whose top priority is astrong com-
munity spend time at community-re-
lated affairs. Likewise, whereyou areat
critical moments reveals who you are
and how you lead.

Ifyouaren’t seendoing physical train-
ing (PT), you aren’t doing PT. Partici-
pationinphysical trainingis, intheeyes
of soldiers, a bell-weather indicator of
how serious a leader is about living up
to the standards he setsfor hisunit. Itis
one of the most effective means you
have of establishing abonafide Gideon
factor. So bethere. And participate. And
be seen doing so.

Youdon't haveto runinevery forma
tion or be seen by every soldier—at the
battalion or brigade levels, you can't.
Troops know if you're there and they
know if you actively participate or if
you walk around “checking out PT.”

They are also quick to recognize the
type of leader who always manages to
have some critical meeting or special
breakfast or hot phone call during PT.
And don't try to pawn off your absence
from the PT field with the claim that
you have a “special” or alternate PT
regimen that you do at home or in the
evening. No one will buy that, and it
only makes you look ridiculous.

There's an interesting grade-related
phenomenon that appliestothe PT rule.
Themorejunior aleader is, themore he
will beconspicuousby hisabsence. The
more senior theleader, the more he will
be conspicuous by his presence.

Don’t accept failure. It'scommon to
hear soldiers of all ranks speak fondly
of command climateswherepeoplehave
freedom to fail. Offering subordinates
thefreedomtofail isavicenot avirtue.
The only sure thing one learns from fail-
ureis how to fail. We learn to succeed
by succeeding.

Falling short of required or established
goalsand objectives only hasmerit if it
leads directly to an analysis of what
went wrong followed by another shot at
the task. Allowing a unit or individual
soldier totry hard but fall short and stop
there sends the very bad message that
good effort is good enough. It isn't.
Successfully accomplishing established
objectives is good enough.

This doesn't mean every try ends in
success. It doesn’t even mean that the
second or third does. Successful leaders
understand that training is an iterative
process and that success often requires
attempting, falling short, attempting

againand, perhaps, falling short repeat-
edly before achieving a “target hit.”
Equally important, they understand that
settling for anything but atarget hit sets
astandard of accepting substandard per-
formance.

Not accepting failure does not mean
theleader hasto beoutraged or angered
at attempts that fall short of a goal. It
does, however, mean heisunwilling to
accept afinal level of execution that’s
not to standard. It implies a determina-
tion to commit and recommit the time,
energy and resources required to suc-
ceed.

Caring is action, not emotion. It's
universally understood that one of a
leader’ sprincipal rolesiscaring for the
soldiers in his charge. It is not so well
understood that caring haslittletodowith
feeling and everything to do with action.

Genuine caring is evidenced in the
things a leader does to ensure his sol-
diersareproperly trained and equi pped,
well-fed, well-housed, paid on time,
coached and encouraged and so on.
Leader care generally falls into two
broad categories of action.

Inspecting. Routinely, thegood | eader
inspects soldiers' equipment and docu-
mentation to ensure they have what
they need to execute their mission and
care for themselves and their families.

That meansinspecting (personally and
through the chain of command) TA-50,
socks, underwear, uniforms and shav-
ing kits far enough in advance of field
exercises and deployments to ensure
soldiers have and take all the service-
able“ stuff” they will need to complete
an exercise.

Inspect—yes, inspect—Ileave and
earning statements (L ES) to ensurethat
Jones' pay foul-up got fixed and he's
not going to receive “no pay due’ for
the second pay period in arow. Inspect
to seethat first line leaders are helping
soldiers prevent pay problems. Inspect
to see that the chain of command is
following through on correcting pay
problems rather than simply identify-
ing them repeatedly. Pay problems
should be fixed in one pay period.

Inspect billets on weekends with CQs
and staff duty to see that there’s toilet
paper in the latrines, the latrines are
functional, air conditioning or heat
works and noise levels are reasonabl e.

Inspect—casually and informally, of
course—thefacilitiesthat familiesrely
on for essential services. Set up an of-
fice call with facility managers at their
locations. Arrange for afacility tour to
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get a feel for the type and quality of
servicebeing provided. Thevast major-
ity of people who run facilities such as
day care, PXs, commissaries, gymnasi-
ums and libraries are thrilled to have
leadershiptakeanactiveinterestintheir
agencies and love to show them off.
Duringyour “inspection,” ask themwhat
problemsthey deal with and how youand
your chain of command can help them.

Finally, an essential aspect of inspect-
ing is following through. Inspecting
without correcting is not the work of a
leader who cares for his soldiers. Cor-
recting deficiencies and fixing prob-
lems prepares soldiers to succeed.

Preparing. Genuinely concernedlead-
ers prepare their subordinates to suc-
ceed at every opportunity. On the sur-
face, this statement seems intuitively
obvious, but it is often ignored on a
variety of fronts.

Take, for example, Specialist Jones
who hasbeen intheprimary zonefor E-5
for four months but is yet to be recom-
mended to go beforethe promotion board
because, according to his section and
platoon leadership, “He's just not
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ready.” Just-not-ready too often trans-
lates into Specialist Jones' not being
prepared by his chain of command. It
means his section chief didn’'t begin
readying him for the promotion board
five or six months before he became
eligible. It also means Jones' battalion
or battery or platoon leadership did not
create the requirement for him to be
prepared when first eligible.
Preparation is more than simply tell-
ing soldiersabout upcoming eventsthat
will affect them and then leaving the
outcome in their hands. Caring leader-
ship gives diagnostic PT tests in ad-
vanceof for-record teststoidentify weak-
nesses. They then ensure that remedial
training takes place. Caring leadership
knows that Specialist Smith has a gen-
eral test (GT) scoreof 95 and takessteps
to help him raiseit to the 110 threshold
s0 he can enter the reenlistment window
with more than one reenlistment option.
Caring preparation is not to be con-
fused with warmth and kindness. It
means work—hard work—for the sol-
diers and leader. Caring preparation
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Leaders inspect (personally and through the chain of command) TA-50, socks, underwear,
uniforms and shaving kits far enough in advance of field exercises and deployments to ensure
soldiers have and take all the serviceable “stuff’ they will need to complete an exercise.
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soldiers and applying the effort to
achieve and sustain those standards. It
means leaders accepting responsibility
for theperformanceof their subordinates.

Enthusiasm is contagious, so isthe
lack of it. Be enthusiastic. Y our subor-
dinatestaketheir cuesfromyou. If you
want your unit to approach the chal-
lenges of soldiering with determined,
optimistic enthusiasm, do the same.
Come to work determined that every
soldier will know that you revel in be-
ing a soldier—everyday.

This doesn’t mean rah-rah cheerlead-
ing everyday. But it doesmean approach-
ing duties and tasks with good humor
and energy, especially those that are
undesirable. Remember, your unit prob-
ably doesn’t need your enthusiasm to
perform the great and wonderful mis-
sions. It needs your enthusiasm when
assigned the dirty, dreary missionsthat
everybody avoids.

It doesn’t need your enthusiasm and
optimismwhenit’s onawinning streak;
everybody deals well with good for-
tune. Y our soldiers need your positive
determination, optimism and energy
most when times are tough and things
aren’'t going well. Great leaders moti-
vate and inspire their soldiers when
things go wrong because they know
things will get better quickly—they’ll
make it happen.

Indeed, great leaders take advantage
of adversity. They see tough times as
opportunities to get a good look at the
quality of their own and their subordi-
nates' |eadership. Disappointments are
valuable for seeing which leaders re-
spond with determined, optimistic, en-
thusiastic resolve and which ones panic
or throw in the towel.

One more thing about enthusiasm.
Executeyour boss' spoliciesand orders
with the same spirit and energy that you
expect your subordinates to execute
yours. You will quickly discover that
your subordinates do likewise.

Soldiersand unitsarewhothey are
everyday. Units that are aggressive,
tough, disciplined, proud and full of
initiative everyday will be tough, ag-
gressive, disciplined, proud and full of
initiative on Army training and eval ua-
tionprograms (ARTEPs), forimportant
inspectionsandinbattle. Unitsthat stress
themselves, who routinely demand the
most fromevery soldier andleader, find
themselves easily ableto deal with ma-
jor events and stressful challenges.

Contrarily, units that routinely oper-
ateinalaid-back, relaxed, take-it-as-it-
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comes manner and try and spin up for
the big test are usually disappointed.
Unitsand soldiersarelikeathletes...how
they practice is how they play.

What does this mean practically? Ev-
ery so often, you must reach beyond
what you and your soldiers can com-
fortably handle. Don't back off from
missions because they’re hard. Take
them. Infact, seek thembecausethey’ re
hard. Raisethebar in PT or riflemarks-
manship or SIDPERS (standard instal-
lation/division personnel system) or
maintenance or barracks appearance or
whatever to alevel that at first seemsa
little out of reach. Then go for it. And
don’t accept agood try as good enough.
You'll be pleasantly surprised.

Decidewhat you want your reputa-
tion to be, then earn it. Every soldier
and unitinthe Army earnsareputation.
Most are okay, some are outstanding,
some are poor. Surprisingly, most sol-
diers and units never sit down and de-
cide what reputation they want. Many,
if not most, leadersfail to tell their sub-
ordinates what they expect people to
say about X battery or Y battalion. Con-
sequently, most soldiers show up for
work everyday, do what's required and
gain areputation of showing up for work
everyday and doing what's required.

As the leader, your unit's and sol-
diers reputations are largely in your
hands. Y ou and your troops are judged
by those around you—higher, lower,
left and right—by a surprisingly small
number of standards: reliability, will-
ingness to support, timeliness, accu-
racy, appearance, personality and disci-
pline. Y ou, the leader, can and ought to
decide how youwant to bethought of in
those areas.

Meet with your chain of command
and go through asimple drill of asking
“What do we want our overall reputa-
tionto be?What type of unit dowewant
to be known as?’ My guessisthat just
about everyone will want to be known
as a “go-to’” unit—when you need it
done now, done right and done without
sniveling, go to the old 75th.

Having determined the go-to reputa-
tion as being one you want, ask and
honestly answer some basic questions
to see if that is who you are. “Do we
willingly accept taskingsor doesit take
an act of Congress to get us to take a
grasscutting detail? Do wereadily take
the easy taskings but try to push the
tough ones off on someone else? Are
we on time with reports and are they
accurate? If we commit to something,
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do we follow through or does someone
need to always come along behind us
and check our performance? Do we
look for opportunitiesto help out or do
wedo only what' sspecifically tasked?’
The list goes on and on.

In addition to an overall reputation,
decidewhat specifically you want to be
knownfor. PT studs?If so, commit toit
and pursue a PT average of 270. Want
to be known as warfighters? Inform
your subordinate leaders and ensure
your training reflects it. (By the way,
it's tough to be known as warfighters
and never leave garrison.)

When you'’ ve finished deciding what
general and specific reputations you
want, you' |l probably end upwith some-
thing like, “When peopletalk about the
33d, they think absolutely reliable, great
re-up program, focused on warfighting
and takes great care of families.”

Deciding what you want your reputa-
tion to beisthe easy part. Thereal test
is earning that reputation. A unit that
finds a hundred valid reasons why it
can't takethetough taskingswill not be
known as a go-to outfit. And neither
will its leaders.

Know what you’re doing—know
your job. The importance of this ab-
surdly self-evident rule cannot be over-
stated. (And it wouldn’t be in this dis-
cussion if it weren't violated with no
little frequency.) Whatever unit you
lead, you must have the knowledge to
make it and your soldiers perform the
right actions to the right standards. An
energetic, charismatic leader who
doesn't know what he's doing tacti-
cally, technically, administratively or
logistically, in most cases, will lead his
unit charismatically to ruin.

Nothing can compensate for alack of
competence in the essentials. Great
people skills can't make up for not
knowing how to employ a battery’s
weapons. No amount of social grace or
physical fithess will redeem a mainte-
nance program run by someone who
doesn’t know how to tie scheduled ser-
vicesto atraining program. Intellectual
prowess is no substitute for ignorance
in gunnery basics.

Thisdoesn’t imply that aleader hasto
master every weapon and support sys-
tem in his unit. At the battalion and
brigade levels, thisbecomes nigh-on to
impossible. However, the leader must
know how essential systems fit into
schemes of fireand maneuver. He must
master the foundation systems of his
units. A howitzer battalion or battery

commander who is not a master of that
weapon is poorly prepared to direct its
employment. A servicebattery first ser-
geant who doesn’t know how to drivea
heavy expanded-mobility tactical truck
(HEMTT)isill-suitedtosuperviseitsuse.

An essential aspect of “knowing what
you're doing” is knowing what your
positionrequiresof you. Battalioncom-
manders who were great battery com-
manders but fail to learn the full scope
of their new duties most likely will fail
to be great in their new role. Outstand-
ing section chiefs who fail to learn the
scope of responsibility of aplatoon ser-
geant will be, at best, an average pla-
toon sergeant. The reason is obvious:
one can have a wealth of tactical and
technical knowledge but be unaware of
how to apply it and thus be ineffective.

Upon assuming a new |leadership po-
sition (prior toit, if possible), makeit a
priority to find out what's required of
you. Goquickly tothetraditional sources
of information: subordinates, peers,
highers and standard operating proce-
dures (SOPs). Just knowing what's re-
quired of you and your unit putsarepu-
tationfor excellencewithinstrikingdis-
tance.

That's it. The thoughts in this paper
are by no means a compl ete discussion
of leading troops. Nor arethey iron clad
rules to be applied with mathematical
precision. However, when combined
withsomereflection, experienceand dedi-
cation, they may prove helpful to those
who lead theworld’ s best soldiers.

s
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FA Targeting
Technician 131A

by Chief Warrant Officer Three Donald F. Cooper

y selecting, training and posi-
Bti oning warrant officers (WOs)
in targeting, FA intelligence of -
ficer (FAIO) and counterfire officer
(CFO) positions, the FA WO restruc-
turing program begunin 1993 has com-
pleteditsinitial phase of replacing Ac-
tive Component (AC) FA officers. The
National Guard iscurrently at about 50
percent implementation of its restruc-
turing effort.
The intent of the program is to grow
targeting experts with a zero-sum gain
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inpersonnel. Theinitiativewill helpthe
FA better use WO expertise and cross-
fertilize targeting experience between
heavy andlight unitsandfromthehigher
to lower echelons, building on success-
ful procedures.

Wehad totransition our accessionand
training requirements to produce FA
Targeting Technicians Military Occu-
pational Speciaty (MOS) 131A while
maintaining some key skills of the re-
structured Target Acquisition Radar
Technician MOS 131A program. By

achievingthe personnel strengthto sup-
port therestructuring program, wehave
reached the pivotal implementation
point: the development and institution-
alization of anew career path for MOS
131A. (SeeFigure1for asamplecareer
path sequence.) The FA targeting tech-
nician can no longer follow the previ-
ouscareer path of our current senior WOs.
The Army and, more specifically, the FA
must clearly understand the new progres-
sion to senior positions and the responsi-
bilities of today’s FA WOs.

One challenge presented by the re-
structuring program hasbeentheloss of
seniority within the career field. Cur-
rently the field is 75 percent short in
CWi4s and CWS5s due to retirements.
However, thisisnot an obstacle—most
of these senior warrant officers had ex-
perience in areas other than targeting,
the position areas they would be filling
at their senior ranks. We now have an
opportunity to develop new targeting
technicians and institutionalize the
Army’ stargeting WO positionsand ex-
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pertise while retaining the WOs' sub-
ject matter expertise on FA target ac-
quisition systems.

This article addresses the analysis of
our structure, accession program, indi-
vidual training and education, distribu-
tion and professional development as-
pects of the new career path for FA
targeting technicians. Thelogical start-
ing point in anew career path devel op-
ment using the sel ect-train-utilizemodel
in WO development is accessions.

Accession Program. To ensure we
get thebest WO applicants, werecently
overhauled our accession prerequisites.
Theprerequisitesnow includeanarmed
services vocational aptitude battery
(ASVAB) score of 110 or higher in the
electronics(EL), general technical (GT)
and FA aptitudeareas; six collegecredit
hours of English and math from an ac-
credited university; and aletter of rec-
ommendationfromasenior WOinMOS
131A.

The intent of these measures is to
select applicants for training from the
top percentage of all services' enlisted
soldiers with the proven aptitude to ex-

WO Basic Course for MOS 131A

WOL1 Radar Section Leader on an AN/TPQ-36
Firefinder Radar (1-2 Years)

Joint Firepower Control Course-Air Ground
Operations School (JFCC-AGOS)

CW2 Targeting Officer at a Maneuver Brigade
(1-2 Years)

CW2 Radar Section Leader on an AN/TPQ-37
Firefinder Radar (1-2 Years)

CW?2 Assistant Counterfire Officer (1 Year)

CW?2 Observer/Controller at a Combat Train-
ing Center (JRTC, NTC, CMTC) (2 Years)

131A WO Advanced Course with the Joint
Nuclear Operations and Targeting Course as
Follow-On

CW3 FA School Instructor/Writer (2-3 Years)

Joint AeroSpace Command and Control
Course (JAC?C)

CW3 FA Brigade Counterfire Officer (2 Years)
Joint Targeting School

CW3 Division FA Intelligence Officer (2 Years)
CW4 Corps Artillery Targeting Officer (2 Years)
CW4 Combat Developer (2 Years)

CWS5 FA Proponency Officer for 131A (2 to 3
Years)

Figure 1: Sample WO 131A Radar Technician

Career Development Sequence
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Training was addressed by aligning the WO basic and advanced courses with tactical aspects
of the officer basic course (OBC) and captains career course (CCC) and the technical
applications of target acquisition (TA) asset management and the targeting process.

cel in the highly technical applications
of MOS131A. Thisisextremely impor-
tant for the strength and credibility of
the MOS, especially now while we're
compensating for the shortage of senior
131Asby manningthefieldwithalarge
population of WO1s and CW2s.

The next critical component of there-
structuring program is to develop the
training function in select-train-utilize
methodology.

Training 131As. Weaddressed train-
ing by aligning the WO basic and ad-
vanced courses with tactical aspects of
the officer basic course (OBC) and cap-
tains career course (CCC) and thetech-
nical applications of target acquisition
(TA) asset management and the target-
ing process. The focus of the instruc-
tional changes has been to expand our
warrant officers’ understanding of the
military decision-making process and
how to integrate targeting and TA asset
management into an operational plan
(OPLAN). Additionally, theinstruction
now emphasizes automation, simula-
tions, and nuclear and joint targeting.

Training a new FA targeting techni-
cian must not end at the WO basic and
advanced courses. Thecoursesonly give
the WO afoundation that he must build
on in home-station training and by at-
tending additional schooling, such as
the Joint Firepower Control Course
(JFCC) at Nellis AFB, Nevada; Joint
Aerospace Command and Control
Course (JAC?C) at Hurlburt Field,
Florida; and Joint Targeting Course at
Navy Marine Intelligence Center, Dam

Neck, Virginia. The MOS 131A portion
of AR 611-112 Manua of Warrant Of-
ficer Military Occupational Specialtiesis
being revised to include additional skill
codesfor those 131Aswho have attended
targeting schools or courses.

131A Mentorship. Training must be
accompanied by a comprehensive unit
mentoring program to ensure WO suc-
cessinthefield. Each organization must
develop a mentoring program to inte-
grate the new WO into the organization
and provideaprofessional development
plan to move him along his career path.

These programs must progressively
develop thetactical and technical skills
the WO needs for warfighting and in-
volve the organization’s commanders,
field grade officers and senior WOs.
Carefully integrating new targetingtech-
nicians into the organization will en-
sure that the complex functions of TA
asset management and targetingtactics,
techniques and procedures (TTP) are
shared, demonstrated and understood.
This, alongwith sharinglessonslearned
and unit standing operating procedures
(SOP), will makethe WO and hisorga-
nization more likely to succeed on the
battlefield, whether it’ sasimulated one
in the Battle Command Training Pro-
gram (BCTP) or one on the ground at
another combat training center (CTC).

Effective mentoring programs must
reinforce and devel op professional val-
ues and ethics, teamwork and problem
solving skills, an understanding of the
expectations of the command, officer-
WO-enlisted relationships, counseling,
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WOTIS 0 1 2 3 4 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20
woi fm| cw2 cws cw4 E cws
) .|
Schooling WOBC WOAC WOSC WO$SC
JFCC-AGOS JNOTC JAC?C-AGOS Joint Tgrgeting Course
Radar Section Leader (Q-36)
Targeting Officer (Maneuver Brigadg)
Radar Section Leader (Q-37)
TOE Assistant Counterfire Officer
Positions Counterfire Officer . .
FA Intelligence Officer
(Div and Corps)
Targeting Officer Targeting
(Div and BCD) Officer
(Corps)
Observer/Controller Observer/Controller (BCTP)
(NTC, JRTC, CMTC, AC/RC)
TDA Instructor{Doctrine Writer Senior
o Instructor/
Positions Combat Developer (
Assistant PM Firefinder Doctrine
Writer
Proponency
Officer
Legend:
AC/RC = Active Component/Reserve Component NTC = National Training Center
BCD = Battlefield Coordination Detachment PM = Product Manager
BCTP = Battle Command Training Program TDA = Table of Distribution and Allowances
CMTC = Combat Maneuver Training Center TIS = Time in Service
JAC2C-AGOS = Joint Aerospace Command and Control Course- TOE = Table of Organization and Equipment
Air Ground Operations School WOAC = Warrant Officer Advanced Course
JFCC-AGOS = Joint Firepower Control Course-Air Ground Operations School WOBC = Warrant Officer Basic Course
JNOT = Joint Nuclear Operations and Targeting Course WOSC = Warrant Officer Staff Course
JRTC = Joint Readiness Training Center WOSSC = Warrant Officer Senior Staff Course

Figure 2: FA Targeting Technician Life Cycle Development Model

officer lifestyle and culture and, most
importantly, leadership. Finaly, the
senior 131As in an organization must
advise the commander, staff and subor-
dinate WOs on what additional school-
ing and targeting positions the junior
WOs need for further development.
To make the mentoring program suc-
cessful, the FA must have a vision of
managing the career field to ensure our
nominative positions with senior WOs
arefilled with the best possible choices
to support the development of 131As.
With suchasmall field, we must ensure
our top performersare assigned to these
nominative positions, helping to pre-
pare junior WOs for senior grades.
Senior WOswill require backgrounds
in tactical targeting applications, tech-
nical systemsusage, maintenance man-
agement and connectivity of the sys-
tems that will make fire support effec-
tive on current and future battlefields.
Several nominative positions must be
closely managed to ensure the health of
the MOS. They include, but are not
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limited to, CTC observer/controllers,
service school instructors and doctrine
writers, combat developers and the as-
sistant product manager (PM) for PM
Firefinder. Linked with the valuable ex-
perience gained in thedivision and corps
artillery organi zations, thesepositionswil|
produce the senior WOs needed to repre-
sent and mentor the branch.

The senior positions available to the
FA WO are diversified: battlefield co-
ordination detachment (BCD), divi-
sional and corps artillery targeting of-
ficers, FA intelligence officers, combat
developers, instructors, doctrine writ-
ers and the proponent officer for the
MOS. To develop the skills and exper-
tisetosuccessfully fill thesepositions, a
new career path for the FA WO had to
be established—the new life cycle de-
velopment model (see Figure 2).

The new WO, his chain of command,
his career manager and the FA school
must understand the devel opmental se-
guence of MOS 131A. It requires a
team effort acrossthe FA to ensure our

WOs are successful in this new career
path designed to provide effective and
timely targetingto support today’ sArmy
and the Army of the 21st century.

S

Chief Warrant Officer Three Donald F.
Cooper is the Field Artillery Warrant Of-
ficer Proponent Officer in the FA School,
Fort Sill, Oklahoma. Also in the Field Artil-
lery School, he was an Instructor/Writer
for the Targeting Branch of the Target
Acquisition Division, Fire Support and
Combined Arms Operations Department.
He taught radar operations and targeting
to the Military Occupational Specialty
131A Warrant Officer Basic, FA Officer
Basic, FA Officer Advanced and the FA
Pre-Command Courses. During his 21-
year career, Chief Cooper has served as
a battery, battalion, brigade and corps
artillery Fire Control NCO, Radar Techni-
cian and, in a recent assignment, as a
Target Acquisition Observer/Controller at
the National Training Center, Fort Irwin,
California.
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y Boss loves being a soldier
and lovestolead soldiers. He’s
not spending time incommand

because it’s good for his career or be-
cause it will set him up for a good staff
position in a headquarters somewhere.
He enjoys imparting his training and
leadership philosophies to his subordi-
nates and letting them develop their
own styles. He’s comfortable speaking
with and listening to soldiers man-to-
man without an air of pretension or su-
periority. He stays highly visible to his
subordinates and not locked up in his
office. He always shows up for morning
PT, no matter how bitterly cold or steam-
ing hot it is. He is in good physical con-
dition and expects no less of his subor-
dinates.

To my Boss, trust and integrity are not
just words; they are a credo. If he gives
you his word on something, he feels
honor-bound to abide by it. He does not
demand your trust and loyalty just be-
cause he has been appointed your com-
mander; he expects to earn it, just as
you’ll earn his.

When presented a problem, my Boss
will seek and accept advice from his
subordinates, when applicable. Butwhen
the time comes to make the decision, he
won’t hesitate. He’ll give firm, concise
direction as to what he wants accom-
plished but not how he wants you to do
it. He’s confident enough to leave you to
carry out his orders in a fashion most
suitable to your style of leadership. But
beware, for he will check on your pro-
gress to ensure all is going well.

My Boss would never malign his boss
in front of us or ever force us, his subor-
dinates, to perform an activity for the

sole purpose of currying favor with his
boss. Should my Boss be taken to task
by his boss for a problem in his com-
mand, my Boss would have the courage
to take responsibility for the problem
and then ensure the problemwas solved
within the unit.

My Boss is a disciplinarian who be-
lieves the discipline of mind and body
makes a person strong. Despite his views
on discipline, he’s not without compas-
sion. He’s always fair when punishment
is required. In his mind “the time will fit
the crime”™ he won’t make an example
of any soldier.

1st Regiment, Royal Canadian Horse Artillery

Canadian Army

Principles of Leadership

Achieve professional competence.
Appreciate your own strengths and
limitations and pursue self-improve-
ment.

Seek and accept responsibility.
Lead by example.

Make sure your followers know your
meaning and intent, then lead them
to the accomplishment of the mission.
Knowyour soldiers and promote their
welfare.

Develop the leadership potential of
your followers.

Make sound and timely decisions.
Train your soldiers as a team and
employ them up to their capabilities.
Keep your followers informed of the
mission, the changing situation and
the overall picture.

My Boss is extremely knowledgeable
in all aspects of his job. Every time our
unit goes on an exercise, | learn some-
thing from him. He’s a good teacher and
is patient enough to allow subordinates
to make mistakes when learning. But he
can’t abide laziness or errors made in
basic skills.

My Boss does not want “Yes Men” in
his command. He takes great stock in
counsel received from his subordinate
leaders. He knows that, as the com-
mander, he will not always be able to see
or know everything going on in his com-
mand. He also realizes that his subordi-
nate leaders may have a better feel for
what'’s really happening “on the street.”
As a result, he knows he must rely on
those same leaders to solve the problem
if they can or bring it to him to solve or
take higher still.

The Boss expects his subordinate lead-
ers to be problem solvers and lead by
example. He counts on them to build a
team spirit in the unit, which makes it a
good place to work and call home.

My Boss knows he has only been given
the honor of commanding his unit for a
short time before he moves on, but he
will not use the unit as his personal
spring board for bigger and better things.
He will not leave us feeling tired and
used. Instead, he will challenge and care
for us and our morale. And when his time
in command is done, he will look back
and know he did the best he could.

My Boss is not areal, live person. He’s
a compilation of several bosses I've had
and bosses | wish I'd had. He encom-
passes leadership styles, characteris-
tics and ideas adopted from many fa-
mous soldiers through the years. Most
importantly, he has many attributes that
all leaders must strive to perfect to give
our soldiers the leadership they deserve.

[Editor’s Note: This piece was taken
froman article of the same title printedin
the Canadian Forces’ Gunner Bulletin,
Issue Number 28, Summer 1998, Pages
7 and 8.]

Capt Todd S. Scharlach, FA
Instructor-in-Gunnery

Royal Canadian Artillery School
Canadian Forces Base Gagetown,
New Brunswick, Canada
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6400-Mil
[Ineratmns:

Timely F

ires in All

by Captain Michael J. Forsyth and

Directions

Sergeants First Class Jeffrey M. Hoppert and Michael A. Jensen

t the Joint Readiness Training
A Center (JRTC), Fort Polk, Loui-
siana, firing units must provide
6400-mil firesinthelow-intensity phase
of therotation, yet too many unitscome
lacking proficiency in 6400-mil opera-
tions. Unitstendtofail toconducttimely,
effective 6400-mil operations because
their home-station training has been
designed with a live-fire mindset lim-
ited by their impact areas. The nonlin-
ear JRTCbattlefieldissimilar totheone
wefacedinVietnam and requires 6400-
mil firesto support maneuver elements.
The purpose of this article is to pro-
videtactics, techniquesand procedures
(TTP) for timely, accurate firesin any
direction. Here are some of the most
common problems that the observer/
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controllers (O/Cs) at the JRTC witness
month after month. Units have a ten-
dency to choose position areas (PAS)
that don’ tfacilitate 6400-mil operations,
fail to position equipment properly in
the firing location, emplace their aim-
ingreferencesincorrectly or fail tocom-
pute the executive officer's minimum
quadrant elevation (XO’smin QE), ter-
rain gun position corrections (TGPCs)
and graphical firing table (GFT) set-
tings for al eight octants. Failing to
perform any of these steps leads to the
unit’ sfailureto deliver timely, massed
and accurate firesin all directions.
Choosing a Position Area. The most
important aspect of providing 6400-mil
fires is choosing a position that facili-
tates this mission. Optimally, a 6400-

mil firinglocationwill sitonhighground
in aclearing with the nearest screening
crest aminimum of 200 metersfromthe
guns. Thepositionmust belargeenough
to emplace al guns yet maintain the
distance between the guns and the
screening crest. The advance party ini-
tially checks the site-to-crest using an
M2 aiming circle or an M2 compass
aroundthepointtoverify that thescreen-
ing crest is not a problem at that loca-
tion.

The position cannot be a woodline
firing position used to mask the batte-
ry’s location. Because the battery is
exposed in a position that facilitates
6400-mil firing, the leaders must en-
sure the position also facilitates 360-
degree security.
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PreparingtheGun Positions. Prepa-
ration of the gun positions starts with
the advance party. Under the direction
of the gunnery sergeant, the advance
party designates the physical layout of
each position. The gunny designates
gun positions that facilitate 6400-mil
firing.

Each gun guide markstheazimuth-of-
fire on the ground and prepares the
individual gun position for occupation.
The gun guide levelsthe ground where
the baseplatewill rest to eliminate cant.
Each guide hasatent stake with apiece
of engineer tape tied to it the length of
thetrails plusfive feet as a buffer zone
for the length of the tube. The guide
poundsthe stake into the ground where
he wants the baseplate to rest. He then
extends the engineer tape to its maxi-
mum length and walks around the posi-
tion. As he walks around the arc, the
guidescratchesout thepath of thetrail’ s
traverse. Whenthe gun arrives, the sec-
tion places nothing inside this arc that
can impede the traverse of the trails.

The section chief positions his ve-
hicles, section equipment and fighting
position based on the arc the gun guide
scratched into the ground. The chief
positionsthetrucksaway fromthegun’'s
traverse arc so the trails and tube can
turn afull circle without impediment.

Another consideration for positioning
the trucks is min QE. Preferably, the
section will dig the vehicles in using
engineer assets so the vehicles are be-
low ground level and close to the sec-
tion. But the chief may haveto position
the vehiclesfar enough away to reduce
the angle of the site to an acceptable
elevation.

Next, the chief places his gun section
equipment outsidethearc. Theplatoon/
battery should haveastandard layout of
its equipment, so the unit can cross-
level cannon crewmembersto different
sections during degraded operations.

Last, the chief designates the loca-
tionsof hissection’ sfighting positions.
Once again, he ensures these are out-
sidethetraversearc. If asection digsits
fighting positionstoo closetothearc, it
could drop atrail into thefighting posi-
tion, preventing its engagement of tar-
gets along that azimuth.

After the equipment is ready to fire,
the sectionimprovesthegun positionto
facilitate responsiveness to fire mis-
sions. First it digs a trench the entire
6400-mil traverse arc of thetrails. This
facilitates firing out-of-traverse mis-
sions because the spades are automati-
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cally dug in for the full circumference
of the trails.

While digging the trenches, the sec-
tion traverses the howitzer to al eight
octants, placing an azimuth marker ei-
ther at the end of the tube or the trails.
This makesit easy for the chief to find
the azimuth he's supposed to lay on
during an out-of-traverse fire mission.
(Pulling out a compass and digging in
spades wastes too many precious sec-
onds during firemissions.) Using these
simple steps, a section can shave min-
utes off its response time for out-of-
traverse missions.

Whiletraversingtheguntodigatrench
and mark azimuths, the chief also vali-
dateshecanseehisaimingreferencesin
all eight octants. If the section emplaces
the aiming references along the same
line of sight (i.e., the collimator and
aiming polesinlinetotheleft rear of the
trails), it's highly probable the gunner

won't be able to see them in an out-of-
traverse mission that has a significant
changein azimuth. Therefore, the chief
emplacesthem at different anglestothe
site. Then he validates that the gunner
can see a least one of them in each
octant when they traverseto trench and
set out azimuth markers.

In conjunction, the chief checks site-
to-crest for each octant. After setting out
his azimuth markers for that octant and
checking aiming references, the chief
traverses left and right of the azimuth,
recording the site-to-crest to the highest
point along that octant. (See Figure 1.)

The chief keeps his data organized
and reports all eight sets of datato the
platoon |eader or executive officer (PL/
XO0) for computation of min QE. If the
chief does not record the data system-
atically, he could inadvertently report
bogusinformation for an octant, setting
up a potential safety problem.

3200
2000
7
9?’2/ 2800
'? s
5600
6400

Figure 1: To ensure the gun is capable of firing 6400-mils, the section chief verifies the
aiming references for all azimuths in the position area (PA) and records the site-to-crest
for each octant. (The PA in this figure is only one example.)
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L eader Checksand Rehear sal. Once
the guns complete their tasks, the “Big
3"—PL/XO, chief of firing battery and
gunnery sergeant—verify thetaskswere
performed properly. They start at oppo-
site ends of theline-of-metal, checking
each gun systematically. The leaders
verify the aiming references, physical
layout of the gun positionsand defensi-
bility.

The section chief submits a report to
the PL/XOfor each gunwithitssite-to-
crest for al eight octantsrecorded onit.
The PL/XO then computes the min QE
problem for all octants.

If any of thegunshasasignificant min
QE problem for an octant, the PL/XO
takesstepsto correcttheproblem. Then
hebriefsthefiredirection center (FDC)
on hiscomputations. TheBig 3 check to
ensurethegunscanengageany targetin
all directions.

Thefinal check of theline-of-metal is
a rehearsal. The PL/XO has the FDC
work up dry-fire missions for each oc-
tant. The FDC then sends dry missions
toonegunat atimetoverify eachgun's
ability to engage targets in any direc-
tion. One of the Big 3 posts himself on
each gun during therehearsal. Oncethe
rehearsal iscomplete, thePL/XOknows
hisgunscanfully support the maneuver
elementsin all directions.

TasksintheFDC. Operationsrequir-
ing the firing element to provide 6400-
mil coverage are more demanding on
the FDC than operations in the impact
area. Because the FDC computesfiring
data for al eight octants, it also com-
putes TGPCsand GFT settingsfor each
octant. Also, theFDCrecordsand tracks
the min QE data for each octant, once
the PL/XO computesit.

Thetoughest part about 6400-mil op-
erations in the FDC is managing the
data. Tomakethetask easier, theFDC can
record the data for min QE, TGPCs and
GFT settingsfor each of theeight octants.

Thefirst piece of datathe FDC needs
isthe min QE. The PL/XO must com-
pute the min QE for severa charges
acrosstheeight octants. The chargeshe
computes are the ones for the likely
range-to-targetsintheoperational area.
ThisrequiresthePL/XOandtheFDCto
have athorough knowledge of the mis-
sion and locations of targets and sup-
ported units. Once the PL/XO delivers
the min QE data to the FDC, the FDC
records the data on a wheel depicting
the octants as shown in Figure 2. The
FDC posts the chart conspicuously for
quick reference during fire missions.
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Figure 2: Minimum Quadrant Elevation for 6400-Mil Operations. The FDC records the Min
QE data on a diagram similar to the one shown in Figure 1 and posts the chart
conspicuously for quick reference during firing missions. The example in this figure has the

azimuth of lay (AOL) as the 4800 octant.

Next, the FDC computes TGPCs for
thepositionarea. TheFDC usesacenter
of battery ghost piece as the base piece
to computethe corrections. It computes
correctionsfor the most likely charges,
just as the PL/XO does for min QE.
Also, it computes corrections for all
desired sheafsand shell families (high-
explosive, improved conventional mu-
nitions, etc.) If the unit only has a short
time to prepare, it should compute its
TGPCs for open sheaf, the most fre-
quent sheaf required for the standard
fireorderinlow-intensity conflict; how-
ever, if in the course of the battle the
unit needs to fire a different sheaf, it
must computethe TGPCsfor that sheaf .

TheunitusesTGPCswhendigital gun
display units (GDUs) are inoperative
on the gun line. The TGPCs facilitate
sending gun commandsto the piecesby
allowingthe FDCto send oneset of data
over the voice net and having the guns
apply individual corrections. If an FDC
fails to compute TGPCs for al eight
octantsbased on several charges, sheafs
and shell families, when afire mission

comes down and GDUs are inopera-
tive, the FDC must send several sets
of firing data. This slows responsive-
ness considerably.

Aswith min QE, the FDC recordsthe
TGPCsonawheel and postsit for quick
reference (See Figure 3). It is impera-
tive that the FDC exercise care and
attentiontodetail inrecordingand man-
aging this data to prevent the applica-
tion of the wrong charge, sheaf or mu-
nition data. In addition to the FDC, the
gunlinerecordsthe TGPCsinafashion
that makes the data easy to apply when
needed; the Big 3 ensure the gun line
has the data available.

Finally, the FDC computes GFT set-
tings for all azimuths. The FDC may
have to use GFT settings if the battery
computer system (BCS) goes down,
forcing the FDC to operate manually.
Again, the FDC uses likely ranges-to-
targets to compute the charges.

To derive the settings, the FDC con-
ducts adry-fire mission in the BCSfor
each octant and charge. It then places
the correctionsfor the primary azimuth
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Figure 3: TGPCs for 6400-Mil Operations. The FDC computes TGPCs with the “center
of battery” as a ghost base piece. (This example is of TGPCs for a Charge 5, open sheaf
fire mission using high-explosive munitions.)

Octant 1 4400 to 5200- Chg 5 Rg 5000 EL 345 Ti 24.3 GFT Df Corr L6
Octant 2 5200 to 6000- Chg 4 Rg 4350 EL 325 Ti 18.5 GFT Df Corr R2
Octant 3 6000 to 0400- Chg 5 Rg 4800 EL 307 Ti 20.8 GFT Df Corr L3
Octant 4 0400 to 1200- Chg 5 Rg 5000 EL 346 Ti 24.5 GFT Df Corr L4
Octant 5 1200 to 2000- Chg 5 Rg 5000 EL 350 Ti 24.7 GFT Df Corr L3
Octant 6 2000 to 2800- Chg 6 Rg 6850 EL 336 Ti 23.7 GFT Df Corr L4
Octant 7 2800 to 3600- Chg 4 Rg 4350 EL 322 Ti 18.3 GFT Df Corr L1
Octant 8 3600 to 4400- Chg 5 Rg 5000 EL 348 Ti 24.6 GFT Df Corr R5

Figure 4: GFT Settings for 6400-Mil Operations. The FDC places the corrections for the
primary azimuth on the GFT and records the data for all octants as shown here.

1. Compute the data (sample): Chart Range 5000, Chart Deflection 1867;
Octant 1 Time 24.3, QE 345, Drift Left 6

» Octant 1 is the primary azimuth, and Octant 4 is the azimuth of the fire
mission.

» Octant 4 deflection correction is left 4; the difference in time settings
between the two octants is +0.2 and the difference in elevation is +1.

2. Apply the differences to the Octant 1 data to obtain the data to fire:

Time Setting Octant 1 24.3 Deflection 1867 QE 345
(Difference Between Octants 1&4) +0.2 L10 +1
(Data to Fire) 24.5 1877 346

Figure 5: FDC Method for Computing Quick Corrections for 6400-Mil Operations. The FDC
uses this method to quickly compute firing data in emergencies.
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on the GFT and records the data for all
octants. (See Figure 4.)

IftheFDCreceivesafiremissioninan
octant other than the primary azimuth,
it placesthe setting for that azimuth on
the appropriate GFT, if time allows. If
not, the FDC can usethe method shown
in Figure5tomakequick correctionsto
firing data. The method in Figure 5 is
not as accurate as the doctrinal GFT
setting and only should be used in an
emergency.

Too many times, units wait until an
out-of-traverse mission comes in be-
fore solving for 6400-mil fires. The
result is slow, inaccurate fires with the
firing element failing to mass.

The difference between providing
timely, accurate fires versus slow fires
that miss the target is leaders who are
proactive. Using the procedures out-
lined in this article, any FA unit can
provide massed, timely and accurate
fire for maneuver units—in any direc-

tion they need them.

Captain Michael J. Forsyth is the Firing
Battery 3 Senior Observer/Controller (O/C)
at the Joint Readiness Training Center
(JRTC), Fort Polk, Louisiana. In other as-
signments, he was the Commander of
Headquarters and Service Battery of the 3d
Battalion, 320th Field Artillery, 101st Air-
borne Division (Air Assault), Fort Campbell,
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munition Platoon Leader and Platoon Fire
Direction Officer in the 1st Battalion, 39th
Field Artillery Regiment (Airborne), 18th Field
Artillery Brigade, Fort Bragg, North Caro-
lina.

Sergeant First Class Jeffrey M. Hoppert is
the Firing Battery 3 Senior Firing Battery
NCO O/C at the JRTC. In his previous
assignments, he served as Platoon Ser-
geant of B Battery, 1st Battalion, 321stField
Artillery Regiment (Airborne), part of the
18th Field Artillery Brigade at Fort Bragg.
He also served as an Air Assault Instructor
in the 25th Infantry Division (Light) Artillery
at Schofield Barracks, Hawaii.

Sergeant First Class Michael A. Jensen is
the Firing Battery 3 Senior Fire Direction
NCO O/Catthe JRTC. Previously he served
as the Chief of Fire Direction NCO in 1st
Platoon, B Battery, 4th Battalion, 5th Field
Artillery, part of the 1st Infantry Division
(Mechanized) Artillery at Fort Riley, Kan-
sas. He also has served as Chief of Fire
Direction NCO in the 5th Battalion, 11th
Field Artillery in the 6th Infantry Division
(Light) Artillery at Fort Wainwright, Alaska.
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By Major John W. Amberg II

[lowing input, pushing people

tomakethemost of themsel ves,

setting the standards and re-
maining technically and tactically pro-
ficient are keys to successful leader-
ship. Although these actionsareimpor-
tant, there’ s more to leadership.

Good leaders set their people up for
success. Inmost cases, if theleader will
just smooth the path ahead, the soldier
will succeed.

Leaders must understand how to fa
cilitate their soldiers’ success. There
are five reasons why soldiersfail to do
what their leaders tell them to do: the
meansarenot available, prioritiesaren’t
clear, thesoldier doesn’t understand the
job, heforgets or he makes a conscious
decision not to perform the task.

From his perspective, the leader can
blindly see the soldier as failing, re-
gardless of the reason for the failure.
But to empower soldiers and create a
high-performing organization, the
leader must recognize the five reasons
for failure and set the soldier up for
SUCCESS.

1. The soldier doesn’t have the
means. The soldier can fail because he
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doesn’'t have enough training, time or
equipment, tools or other resources to
accomplish the task. When a leader
givesayoung soldier amission and the
soldier says, “Yes, | candoit,” theleader
can mistake the soldier’s can-do atti-
tude for validation of his skills and
knowledge to accomplish thetask. The
leader then doesn’t give the soldier the
guidance or assistance he needs. When
the soldier fails, the leader can mistake
the failure as the soldier’ s—instead of
his own.

Thethinking leader will ask questions
to determine the root of the failure and
turn the failure into a learning experi-
ence for the soldier. The leader can
counsel the soldier and give him the
training he needs. In the future, the
wiser leader will assign atask, ask the
soldier questions to indicate his ability
toexecutethetask andthen givehimthe
guidance and assistance he needs.

As a lieutenant, | had a brand new
gunnery sergeant who assured me he
knew how to set up an aiming circle.
One day when | wasin thefield select-
ing howitzer positions, | noticed him
fumbling with the aiming circle. With

the platoon only five minutes away, the
aiming circlewasnot ready. | contacted
thefiredirection officer (FDO) andtold
him to adjust the route to give me an-
other 20 minutes. Then | went through
aquick class with my sergeant, and he
laid the platoon correctly. From then
on, that gunnery sergeant knew hecould
ask questions without fear of backlash.

Whentheleader facilitatesthesoldier’s
doing hisjab, the soldier feels success-
ful, which breeds more success. At the
same time, the leader gains the trust of
the soldier who gainsthe confidence of
the leader—surely a recipe for high-
performance.

2. Priorities are not clear. Soldiers
can have conflicting demands. Today,
many soldiers’ duffel bags are packed
and ready for rapid deployment to an
operation half way around the world.
These same soldiers must keep al their
vehicles and weapons systems combat
ready while, perhaps, training on new
systems. They must pull duty in the
battery and complete post red-cycle
taskings—sometimes as an entire bat-
tery. These soldiers must conduct the
daily business of training, attending
meetings, pulling routine maintenance
onvehicles, conductinginventoriesand
taking classesoneverythingfromsexual
harassment to taxes. Their plateis con-
stantly overflowing with tasks and fo-
cusisdifficult. Leaders must carefully
communicate the priority of any task
being assigned so soldiers can accom-
plish the most important task first and
meet the leader’ s expectation.

One Friday, | invited the battalion
commander to hand out awards at our
battery’s close-of-business formation.
The battery was going to the field the
next Monday to train with our new
Paladins. The fielding team had been
using our Paladins for classes in the
motor pool all week before the field-
training portion that next week. My
boss was not happy when he took time
from his busy schedule and only one-
third of my soldiers showed up for the
formation.

The soldiers had had conflicting de-
mands. They were all fired up to suc-
ceed with their new howitzerson Mon-
day; their platoon sergeants had set the
priority of loading and preparing their
vehiclesin the motor pool. At the same
time, thefirst sergeant had set the prior-
ity of being at the formation. | had told
themtobeready for thefield—but | had
told the first sergeant | wanted them at
formation.
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Initially, frustrationwashigh; but once
weunderstood theconflicting guidance,
we moved on. We all knew that our
soldiers could and would do whatever
we, astheir |eaders, told them to do, but
there must be focus.

3. The soldier doesn’t understand
the task. Taking the picture in your
head and painting it in a subordinate’s
head so he understandsthetask and can
execute it is probably the hardest part
about being a leader. Often the chal-
lenge will be compounded by delega-
tion of the task further down the chain.

Theurgetotakechargeanddoit your-
self may seem constant. Instead, the
leader should assess what' s happening
to accomplish the task and compare it
with his guidance. Then, as necessary,
he should clarify the mission or amend
his guidance.

Leaders must think clearly and com-
municate effectively. That’'s not news.
But the corollary isthat theleader must
learn to identify when his subordinates
don’t understand the mission, take re-
sponsibility and communicate more ef-
fectively. That includeslistening to the
soldier.

Most soldiersand subordinate leaders
wake up each morning wanting to suc-
ceed. If empowered, they will accom-
plish their missions. One of the most
useful toolsto set them up for successis
the backbrief—*"1 got it, Sir,” or “Good
to go, Sir,” is not always sufficient. If
the soldier “hasit,” hewon't mind tell-
ing youwhat he“has.” Andif he hasit,
he won't recite your instructions back
to you word for word (a sure sign he
doesn’'t understand the task).

Thesoldier usually succeedswhenthe
leader’s explanation is clear and the
soldier listens. While explaining the
mission, the leader should reduce dis-
tractions as much as possible.

4. Thesoldier forgetsthetask. This
reason for failure doesn’t happen often.
But in rare cases, it can bring you to
your knees. | contend that a soldier’s
forgettingtoaccomplishataskis, again,
the leader’ s responsibility. The leader
hasto havethe systemsin placeto keep
the soldier from forgetting. This can be
as simple as the leader’s ensuring the
soldier makesanoteof it; 3x5 cardsand
US Government pens can be part of
your soldiers’ uniform.

Other leader solutions are to set
suspenses and times for in-progress re-
views (IPRs). The requirement for the
soldier to provide his leader a brief
update can keep him from forgetting.

Field Artillery ¥ May-June 1999

Having atimededicated for |eader-to-
leader updates can work well. Usually
thelast 15 minutesor so of theday while
the motor pool isbeing swept and tools
and equipment are being secured is a
good time for leaders who have del-
egated tasks to update their leaders.
These updates shouldn't take a lot of
time—in fact, the briefer the better.

Creating lists and adding them to the
unit standing operating procedures
(SOP) isanother meansto seethat spe-
cific tasks are accomplished. The list
canbepart of pre-combat checks(PCCs)
or pre-combat inspections (PCIs). Dur-
ing our execution of two National Train-
ing Center rotations at Fort Irwin, Cali-
fornia, we used this technique, and the
battery wasmoreefficient and successful.

5. The soldier makes a conscious
decision not todowhat heistold. This
is not as far-fetched as it sounds. It
happens and every such event requires
action by the leader.

Up until now we have looked at posi-
tive means to help soldiers accomplish
theirtasks. Discipliningasoldierisnever
fun, but in some cases it's necessary.
But beforealeader disciplinesasoldier,
hemust first understand why thesoldier
failed.

Onereason the soldier doesn’t get the
job donemay bebecausehe' slazy. One
suggestion to motivate action isto pro-
videawrittenlist of taskswith suspenses
and standards to be met and then in-
volve the soldier’s chain of command
to ensure he accomplishes the tasks.
But the leader, say a platoon leader,
should not provide the written expecta-
tionsto a section chief without the pla-
toon sergeant’s being aware of what's
going on.

Another reason a soldier fails is be-
cause hejust chooses not to do the task.
Everyone at some time or another has
dropped aball—just let it drop—hope-
fully not a glass one. The key for the
|eader i sthat theremust beconsequences
for the soldier’ sdropping the ball or he
will drop ballsthroughout hisstay inthe
Army. The consequence may be noth-
ing more than reminding the soldier of
the importance of the task and telling
him to “pick up the ball and get it back
in the air.” It may take an eye-to-eye
stern discussion ending with his com-
mitment to never let such afailure hap-
pen again. It may even be necessary to
provide some type of administrative
action if the performance is habitual.

Most soldierswill accept responsibil-
ity fortheirfailuresandtaketheir lumps,

becoming more likely to uphold the
standard in the future. Respect, disci-
pline and pride remain in units when
there are consequences to failing to
perform.

One final and very rare reason a sol-
dier consciously chooses to disobey a
leader is when he thinks the leader is
issuing an unlawful order. In this case,
the soldier must use his chain of com-
mand and report the incident.

Everyday too many | eadersreact nega-
tively asthefirst option to soldier fail-
ures. Infact, many of theseleadershave
settheir soldiersuptofail. Chewing out
sol diers—reacting negativel y—doesnot
motivate soldiersor build their loyalty.
The key is the leader’s constructive
reaction to failure. The aternativeis a
zero-defects climate.

These five reasons for failures are
instructive for those who lead the high-
quality soldiersinthe Army today. How-
ever, on rare occasion, a good leader
will not be ableto motivate a soldier to
perform while all the conditions for
success are present. Under those cir-
cumstances, the sol dier may beunfit for
the Army. The thinking leader who un-
derstands why soldiers fail to perform
will know the difference.

Coach Bear Bryant once said that if
Alabama logt, it was his fault, and if
Alabamawon, it wasthe players' fault.
Great units have leaders who set the
conditionsfor soldier successes, which
leads to soldiers who have the confi-
denceto take advantage of those oppor-

tunities and execute.
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Regardless of Gender

by Lieutenant Colonel Ann L. Horner

ort Sill, Oklahoma, becomesthe
F Army’s newest gender-inte-

grated training (GIT) installa-
tionin Junewith 2,500 female soldiers
going through initial-entry training
(IET)thisFY.TheFieldArtillery Train-
ing Center (FATC) on Fort Sill trains
about 14,500 soldiers annually, and
until now, the vast majority have been
male. The FATC currently only has
about 25 female soldiers at any given
time in advanced individual training
(AIT) for Military Occupational Spe-
cialties(MOS) 82C FA Surveyor; 93F
Meteorological Crewmember; 35M
Radar Repairer or 35C Surveillance
Radar Repairer. In FY 00, the number
of FATC female soldiersin IET each
year will increase to 5,000.

For the FATC, GIT bringsthe“Time
onTarget” Brigadeintothemainstream
of ahighly visibleArmy mission: train-
ing soldiers to standard, regardless of
gender, and getting the job done right.
The new GIT mission is the result of
the Army’s closing Fort McClellan,
Alabama, which conducted GIT, and
the increasing number of female sol-
diers entering the Army. The current
plan is for Fort Leonard Wood, Mis-
souri, to take over Fort Sill’s GIT in
FY 05 when it completes the construc-
tion of additiona facilities to handle
the training load.

Asthe commander of the only train-
ing battalion in the FATC that has
female drill sergeantsand female AIT
soldiers, | have been asked, “What are
the differences in leading men and
women?’ The question implies an un-
derlying belief that the different gen-
ders call for different leadership. My
reply: soldiers are soldiers—regard-
less of gender.

Those |eaderswho approach soldiers
with an attitude that women require a
different kind of leadership style will
not produce the best soldiers for our
Army. Certainly, it takes sound | eader-
ship to lead any soldiers. Each soldier
isunique. L eadersmust assesstheindi-
vidual soldier’s competence, motiva-

tionand commitment to ensurethey take
timely and appropriate leadership ac-
tions. But effectiveleadersavoid putting
any special gender “spin” on their lead-
ership.

Effective leadership is fair, firm and
equitablefor all soldiers. Thissoundsso
simple, yet we continue to categorize
soldiers and struggle with the presence
of certain groups in our Army—espe-
cially women.

The Canadian Army Lessons L earned
Centre at Kingston, Ontario, published
thebooklet “ L essonsL earned—L eader-
shipinaMixed Gender Environment” in
1998. The document captures the Cana-
dian Army’s 10 years of experience in
integrating women soldiers into many
non-traditional specialties, includingthe
combat arms. The Canadians’ experi-
encesrevealed, “ Almost every negative
i ssue associated with gender integration
hasitsrootsininappropriateleadership.”

The Canadian Army found the keysto
successfully integrating women include
apositivecommand attitudethat setsthe
conditionsfor success; equitableleader-
ship and disciplinein unitsthat allow no
favoritism, no harassment, no fraterni-
zation or segregation; and an absolute
insistence on enforcing and adhering to
the standards published for all soldiers,
regardless of gender. These observa
tionsare fundamental for leadersevery-
where.

Establish a positive climate. Leaders
constantly must be involved in setting
the conditionsfor the successof soldiers
and units. They ensure sufficient re-
sources, personnel and time are allotted
to accomplish the mission. They estab-
lish standardsthat are clearly communi-
cated and enforced. Thepositivetone set
in guidance and expectationsinfluences
the attitudes of subordinates.

After 20 yearsin the Field Artillery, |
know the role of women in the Army
continuesto be controversial. Neverthe-
less, it isincreasingly apparent that the
Army cannot fill its ranks and accom-
plishall itsmissionswithout women sol -
diers. Leaders must be “ part of the solu-
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tion” in accepting all soldiersand inte-
grating them into their units.

Provideequitableleader ship. Lead-
ers must scrupulously enforce fairness
and equal disciplinefor every soldierin
the unit. Every soldier, male or female,
deserves a unit climate free of favorit-
ism, harassment, fraternization and seg-
regation.

After thehighly publicized sexual ha-
rassment incidents that occurred at the
training center at Aberdeen Proving
Ground, Maryland, the Chief of Staff of
the Army directed every leader and
soldier receive a chain teaching called
“Consideration of Others.” The bottom
line communicated was that every sol-
dier must be an equal member of the
Army team and every soldier on the
team deservesto betreated with dignity
and respect.

While much attention has been fo-
cused on eradicating sexual harassment,
we also must ensure favoritism has no
placeinour units. Women soldiersdon’t
need (and most don’t desire) special at-
tention. For example, with the an-
nouncement of the new GIT mission at
Fort Sill, the FATC began receiving
mediarequeststo cover the story of the
first fill of women soldiers in basic
training. | predict the media attention
thrust on these “firsts” will be a source
of confusion and resentment for every
soldier in the unit.

The Army’s newly updated fraterni-
zation policy provides strict guidance
on prohibited rel ationshi psbetween the
genders and different ranks. Impor-
tantly, it upholds the absolute need for
integrity in the chain of command and
prohibits those rel ationships that could
“createan actual or predictable adverse
impact on discipline, authority, morale
or mission accomplishment.” A leader
who turns a blind eye to fraternization
will do irreparable damage to his (or
her) unit.

Enforcethesamestandard. Finally,
there can be only one standard for all
soldiers. Leaders must clearly commu-
nicatethat standard, demand adherence
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Those leaders who approach sol-
diers with an attitude that women
require a different kind of leader-
ship style will not produce the best

soldiers for our Army.

toit and rigidly enforceit. Perceptions
of adouble standard between male and
female soldiers kill both morale and
cohesion in the unit—erode the team
members confidence in each other.

The physical demands of basic train-
ing are considerable. Y et we do no ser-
viceto our women soldiersif we com-
promise the standards and allow them
to perform less than what should be
required of them. Training soldiers to
standard istaking care of soldiers. The
integration of women into our Army
has been hindered over the years by
leaders’ enforcing standards unevenly.

To be sure, some soldiers will take
advantage of a double standard, if a-
lowed. But most soldiers want to pull
their own weight and will flourish un-
der the kind of |eadership that requires
all soldiers to meet one standard. Sub-
ordinate leaders must know their chain
of command will support theminfairly
enforcing one standard for all soldiers.

The FATC has planned and prepared
for the arrival of the new female train-
ees. Without question, somethings had
to changeto accommodate gender-inte-
grated training. The brigade has inter-
faced with other GIT installations and
sponsored cadre classes and briefings
on awide range of subjects. These in-
clude physical fitness training/injury
prevention, medical support, traineerdla
tionships, uniform and grooming stan-
dards—just to name a few.

Fort Sill haschanged anumber of post
facilitiesto accommodatetheincoming
femalesoldiers. For example, theFATC
mini-PX now stocksmoreof someitems
and many new items to meet the needs

Effective leadership is fair, firm
and equitable for all soldiers. This
sounds so simple, yet we continue
to categorize soldiers and struggle
with the presence of certain groups
in our Army- especially women.

of alarger number of femalebasictrain-
ees. Thebarbershop ispreparedto style
women's hair and the troop medical
clinic to treat new health concerns.

Fort Sill will receivemany new women
drill sergeants. Whileit iscertainly de-
sirable to have them involved in train-
ing and serve as role models for our
women soldiers, their absence would
not doom the FATC to failure. The
FATC sultimate successwill berooted
in sticking to its training philosophy:
provide spirited, disciplined, team-ori-
ented soldiers who are physically and
mentally prepared to meet the challen-
gesintoday’s Army.

It doesn’t take awoman drill sergeant
or a woman battalion commander to
train women soldiers. It takes leaders
who are committed to providing that
positive command climate where stan-
dards are enforced for al soldiers and
every soldier isan equal member of the
team—regardless of gender. And the
same is true throughout the Army.

S
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