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FROM THE FIREBASE

ast October, at the Association

of the United States Army

(AUSA) convention in Wash-
ington, DC, the Chief of Staff of the
Army (CSA) outlined his vision for a
bold and rapid transformation of the
Army. Genera Eric K. Shinseki’s vi-
sionisto createanirreversiblemomen-
tumthat will transform usinto an Army
that has the responsiveness and domi-
nance required to support our national
strategy, that can project land combat
power anywherein the world in a mat-
ter of hoursand isdecisive at any point
on the operational spectrum, in any lo-
cation, in any environment. This force
will be more lethal, more survivable
and moresustainablethanwearetoday.
It will beafull-spectrum force, capable
of battlefield dominance in every type
of engagement from stability and sup-
port operations (SASO) to operationsin
amajor theater of war (MTW).

The transformation process will im-
pact the entire Army, including every-
thing from the personnel system, re-
cruiting and |eadership development to
the officer and NCO education systems
(OESINCOES). Aspart of thetransfor-
mation process, the Field Artillery and
Fort Sill also will rapidly and dramati-
cally change. Thisisnot aconservative
process—it's a bold and ambitious
change. Ours will be a very different
Army in the year 2020.

| am enthusiastic about the revolu-
tionary improvements and possibilities
that the transformation presents. Fort
Sill and the Field Artillery are commit-
ted to the Army and to hel ping the CSA
achieve hisvision.

Transformation to the Objective
Force. The goal of the transformation
effort is to implement an “objective
force” design by 2010 to 2012. The
objective force's operations and orga-
nizationarestill largely conceptual, and
no decision has been made concerning
itsforcedesign, but itsconstruct will be
centered around the future combat sys-
tem (FCS) and a product of doctrine,

Field Artillery

technical maturation
and affordability.

It's important to note
that doctrine is leading
the technology. The
Army knows where it
wants to go and how it
wantsto get thereandis
developing the tech-
nologies required to
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MAJOR GENERAL TONEY STRICKLIN
Chief of Field Artillery

The Field Artillery
INn Transformation
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achieve a specific set of
capabilities for the ob-

Gunners of C/1-3
out-of-traverse fire mission with their M198 at Fort Lewis.

7 FA of the initial BCT prepare to conduct an

jective force.

As milestones on the path that will
take us to the objective force, we will
field twoinitial and six interim brigade
combat teams (BCTs). Both organiza-
tions will be optimized for small-scale
contingencies (SSC) and require aug-
mentation to operate in an MTW.

Thetwoinitial BCTswill befielded at
Fort Lewis, Washington, in FY01 and
FYO02. 1st Battalion, 37th Field Artil-
lery, 2d Infantry Division Artillery, is
converting to the initial force design
now, and 2d Battalion, 8th Field Artil-
lery, 25th Infantry Division (Light)
Artillery, will convert next year.

Fire support in the BCTs will be ef-
fects-based rather than delivery sys-
tem-based. A fires and effects coordi-
nation cell (FECC) will be in the bri-
gade’s headquarters and headquarters
company. The direct support (DS) FA
battalion commander will serve as the
effects coordinator (ECOORD).

The battalion fire support element
(FSE) and fire support teams (FISTS)
will be organic to each maneuver bat-
talion’ s headquarters and headquarters
company. This configurationwill capi-
talize ontheorganizational trainingand
leadership development synergies of
the transformation.

TheDSweaponssystemfor theinitial
BCTswill bethe M198 155-mm towed
howitzer. Although the subsequent six
interim BCTs have arequirement for a
self-propelled interim armored vehicle
(IAV) 155-mm howitzer, its afforda
bility is at issue. Our fallback position
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will betousethenew towed lightweight
155-mm howitzer (LW 155) in the in-
terim BCTs.

The success of theinitial and interim
brigades will create a bridge for trans-
formation to the objective force.

Field Artillery Vision for the Fu-
ture. Fire support and the Field Artil-
lery areessential elementsof theCSA’s
transformation vision. Our Field Artil-
lery vision remains constant and is en-
tirely consistent and supportive of the
transformation process and objectives.
The four tenets of the Field Artillery
vision—effects-based fires, organiza-
tional transformation, dynamic force
tailoringand munitionscentrality—help
focus our effortsin transformation and
allow usto accommodate rapid and re-
volutionary change.

TheFieldArtillery transformationand
modernization strategy isguided by the
overarching tenets of the FA vision.
Our strategy facilitates rapidly deploy-
ing firepower with higher lethality per
system or munition and leverages mu-
nition centrality to achieve required
battlefield effects.

Weapon systems currently under de-
velopment arefundamental to transfor-
mation and the objective force. Cru-
sader will support both the legacy and
transformationforceand serveasatech-
nology carrier for the future combat
system. The prototype is currently fir-
ing at Y uma Proving Ground, Arizona,
at rangesin excessof 40kilometers. We
areontrack toreduce Crusader’ sweight

1



to 40 tons and are fully funded to field
480 systems.

Crusader will support thetransforma-
tion originally as augmentation to the
interimforceand will beacritical com-
ponent of the Army’s counterattack
corpscomposed of modernizedanddigi-
tized divisions equipped with the
M1A2SEP (system enhancement pro-
gram) tank, M2A3 Bradley infantry
fighting vehicle, M270A1 multiple-
launch rocket system (MLRS) and the
AH-64D Longbow Apache and RAH-
66 Comanche helicopters. Crusader
quite possibly will bein the force until
2040 and beyond.

Thelightweight 155-mm howitzerisa
joint United StatesMarine Corps/Army
development effort that also plays a
critical role in the transformation pro-
cess. It may providefire support for the
interim BCT. The initial design howit-
zer has fired thousands of rounds, and

Photo courtesy of Team Crusader/United Defense

Crusader prototype firing in testing at Yuma
Proving Ground in Arizona.

the prototype was delivered in June
with seven more to follow. Production
beginsin 2002.

Thehigh-mobility artillery rocket sys-
tem (HIMARS) also supports the Ar-
my’s transformation vision. It enjoys
great support throughout the Army and,
as part of afollow-on force, will aug-
ment the initial and interim brigades.

Theseareexcitingtimes. The Army is
transforming into a more responsive,
more deployable and more lethal land
combat force. We fully support this
transformation and will transform as
well.

The Field Artillery is and will con-
tinue to be an integral part of the com-
bined arms force that will prosecute
America's land campaigns today or in
our transformed Army of the near future.
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First ARNG Officer Commands
AC FA Battalion: AC-RC Exchange
L J. Lull, formerly of the Colo-

rado Army National Guard
(ARNG), came on active duty to take
command of thelst Battalion, 17thField
Artillery, part of the 75th Field Artillery
Brigadeof |11 CorpsArtillery, Fort Sill,
Oklahoma, on 27 June. He is the first
ARNG officer to take command of an
Active Component (AC) FA unit under
the AC-Reserve Component (RC) ex-

change program and the fourth FA of-
ficer in the program.

ieutenant Colonel Kenneth  share expertise, manage-
ment practi cesand | eader-
ship and promote the
interoperability of thecom-
ponentsinto one seamless
Army.

On 16 April, Lieutenant
Colonel Gary D. Giebel
becamethethird AC Field
Artilleryman in the pro-
gram to assume command
of an ARNG unit—the 2d Battalion,
157th Field Artillery, part of the 169th

141st FieldArtillery, LouisianaARNG,
1996 to 1998, and Colonel Mark A.
Graham, AC, commandedthe40th Infan-

The AC-RC exchange program fills

FA Brigade, in Longmont, Colorado.

LTC Lull

selected command and senior staff po-
sitionsfrom the alternate component to

Lieutenant Colonel John R. Hennigan,
Jr., AC, commanded the 1st Battalion,

try Division(Mechanized) Artillery, Cali-
fornia ARNG, 1998 to 2000.

Planning is underway for the next Senior Fire Sup-
port Conference at the Field Artillery School, Fort Sill,
Oklahoma, the week of 23 April 2001. The focus of the
conference will be the Army’s Transformation and the
FA’s initiatives in support of it.

As in past years, Senior Fire Support Conference
invitees include Army corps and Marine expeditionary force
(MEF) commanders; Reserve Component (RC) and Active
Component (AC) Army and Marine division commanders; FA
active and selected retired general officers; Training and
Doctrine Command school commandants; AC and RC Army
corps artillery, FA brigade, division artillery and Marine regi-
mental commanders and their command sergeants major

% (CSMs); and US Field Artillery Association corporate
" members. FA commanders and their CSMs will check
. into the conference on Sunday. Other participants will
Ny iy check in on Tuesday, unless they want to participate in

the golf scramble on Tuesday—they then can check in
on Monday.

More details of the conference and the week’s schedule
will be in the November-December Red Book, including a
conference email address. Until that time, email questions
about the conference to Colonel Ted Janosko, Deputy Assis-
tant Commandant of the FA School, at janoskot@sill.army.mil.
Official invitations to the conference will be mailed in January
2001.
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INTERVIEW

General James L. Jones, Commandant of the Marine Corps

Fixing the Marine Artillery,

Interview by Patrecia Slayden Hollis, Editor

Shortly after you became Com-

mandant of the Marine Corpsin
July 1999, you issued a directive to
review the role, mission, organization,
doctrine, structure and training of the
Marine Corps Field Artillery compre-
hensively asone of your priorities. Why
the review, and in general, what were
the artillery's deficiencies that called
for the review?

Inthepast 10 or soyears, wehave

decreased our fire support sys-
temstoo far. We got rid of alot of our
artillery weapons in the name of effi-
ciency, inthe name of mobility, and we
hinged ourselvesto one Field Artillery
system—theM 198towed 155-mm how-
itzer. TheM 198 isawonderful artillery
piece, but it's not very mobile.

At the time, the Marine Corps had
made a conscious decision to shift to
aviation as kind of “a flying artillery
system.” This placed our ground-based
fires out of balance with the maneuver
forces it supported.

Asadivision commander [2d Marine
Division], | had adifficult timeweight-
ing the main effort and shaping my
battlespace with ground fires without
taking artillery away from other units.
A division commander can use hisfour
FA battalions as he seesfit, but he does
not have enough artillery [one FA bat-
talion for each of his three infantry
regiments and one FA battalion for his
division's tank battalion and light ar-
mored reconnaissance battalion]. | had
to rely on fires from Marine aviation,
whichisadversely affected by weather;
naval surfacefiresupport; ortheArmy’s
MLRS [multiple-launch rocket system],
which was not always available.

Wehaveatrophied our Marineground
fires inventory to a dangerous point.
WEe're out-gunned and out-ranged by
just about everyone. So | am fixing the
artillery—Dbringing robustness back to
the Marine artillery. And since | or-
deredthereview of theMarineartillery,
I've decided we need to look at fire
support for theentire MAGTF [Marine

Field Artillery

air ground task force] to ensureit hasan
integrated, flexible system.

You' ve come up with a plan for a
triad of firing platforms to give
the Marine Corps FA more flexibility.

What are the three platforms and how
will each contribute to the fight?

The analyses that we've con-

ducted recommended areview of
our total capabilitieswith particular em-
phasis on the high- and low-end sys-
tems. | haven’t made any formal deci-
sions on the third leg of the triad of
systems, but we' re bringing two legs of
the triad into the inventory. Oneis the
M777, the lightweight 155-mm howit-
zer[asocaledtheL W 155] beingjointly
developed by the Army and Marine
Corps. TheM 777 will havetowed artil-
lery digitization [TAD].

We're moving ahead to replace all
M198s with the M777, beginning in
2003. The M777 will be our direct sup-
port [DS] workhorse for the divisions.
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The other leg is HIMARS [high-mo-
bility artillery rocket system]. We're
replacing two of the five M198 battal-
ions in our Reserve artillery, the 14th
Marines, with HIMARS battalions,
hopefully, in 2006. As a matter of fact,
at arecent conferenceat Camp Lejeune
[North Carolina], a number of Marine
generals fired HHIMARS and were very
impressed. Eventually, we may want
HIMARS in the active force as well—
say aHIMARS battery per division. But,
initially, thesystemwill gointothe 14th
Marines, giving usthe added capability
during a major theater war.

HIMARS will be our general support
system for the commander, giving him
theflexibility to weight the main effort,
provide counterfire and shape his bat-
tlespace without pulling DS systems
away from other units. HIMARS is a
critical asset to shore up our paucity of
ground fire support capabilities.

Now, the final system of the land-
based fire support triad is yet to be
determined. That will bethevery light-
weight expeditionary fire support sys-
tem [EFSS]. We must project credible
forces ashore to secure limited objec-
tivesand, if it’ sinour national interests,
hang on to those objectives until our
forcesarerelieved by more sustainable
land-based forces. Such operations re-
quirealot of coordination and asingle
integrated system of lethal and nonle-
thal fires developed from air-, ground-
and sea-based assets.

Withinthat expeditionary context, the
EFSS' principal role will be to support
the air assault elements of the STOM
[ship-to-objective maneuver] during
OMFTS [operational maneuver from
the sea, beginning in the 2015 time
frame] until such time as other indirect
fire support assets can be brought to
bear on enemy forces. The challenges
are to provide all-weather, continuous
fire support to match our maneuver and
mesh the operations of decentralized
operations in STOM with the central-
ized fire support command and control
system.
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WEe're currently studying the remain-
ing fire support deficiencies and deter-
mining the requirements for the EFSS.
Marinesin my generation grew up with
the 105-mm howitzer and shed sincere
tearswhenitwastakenaway. So, thefinal
EFSSchoicecould beal05or amortar or
some other advanced system. If the solu-
tionisamortar, thesystemwill remainan
infantry weapon. Thebasicsof small-unit
fire support operationsin STOM won't
change significantly enough to justify
taking the infantry commander’s “ hip-
pocket artillery” away.

Snce 1988, the Marine Corps

artillery has been reduced by ap-
proximately 57 percent. If the Marine
CorpsaddsHIMARSandtheverylight-
weight EFSSto the force, will that re-
sult in reductionsin 155-mm cannons?
If you add new systems and don't re-
duce the number of 155 systems, it will
call for more Marine Field Artillery
personnel—is that an option?

Although we're always looking
for ways to get lighter, | do not
foresee a reduction in the number of
artillery piecesin the active force. The
155 howitzer design and family of mu-
nitions, both current and future, makeit
avery capable and flexible system.
The intent behind “fixing fires’ isto
ensure we have the fires to accomplish
all our warfighting requirements—in-
cluding sea-based, air-based and land-
based fires. We have a modernization
plan for sea-based fires when the tech-

and other systems to come on line. We
areadequately invested in aviation-based
fires. But we learned in Kosovo that if
we're going to fight in different terrain
anddifferentweather conditions, wemust
have dl-weather, all-the-time fire sup-
port. Artillery gives us that capability.

To increase our ground-based fires,
we're looking at several new artillery
systems—such as fire support weap-
ons, a ground weapons locating radar
and others. But we're also looking at
how wetrain and organize our fire sup-
porters. So, yes, increasing the number
of Field Artillerymen in the Marine
Corpsisan option.

In fact, I'm bringing back the
ANGLICOJairgroundnava gunfireliai-
son company] initsoriginal form. It was
amistake to get rid of our ANGLICOs.

We have an ongoing project to freeup
Marines in the Corps by replacing se-
lected positions with civilians. In our
modest reform just this year, we have
identified almost 2,500 Marines who
are going out into the operating forces.
At some point, | may be willing to go
forward to the Secretary of Defense to
recommend the Marine Corps have a
modest increase in strength. We abso-
lutely must shore up our operating
forces, and our artillery units are criti-
cally deficient.

What changes are you making to
personnel management policies
andtraining to ensure your future fire
support personnel have the competen-
cies you need, including flexibility and

nology matures for precision guided
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L to R: Sergeant Major of the Marine Corps Alford L. McMichael and General Jones

adaptability?

attending the first annual Sergeants Symposium in March 2000.
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The road ahead in the Corps for

Marinesin combat armsand sup-
porting arms is to work in their MOS
[military occupational specialties] as
longaspossible. TheMarineCorps, not
theindividual, must make sureour Ma-
rines have the opportunity to progress
andbecomeexpertsintheirfield. That’s
particularly important inthe FA, in the
fire support business.

As fire supporters, Marine artillery-
men must integratethe MAGTF sfires
from all sources. Failure to develop
professional fire supporters could re-
sult in disaster.

As far as training is concerned, the
Army will continue to teach Marines
the art and science of Field Artillery.
The Army isthe best in theworld at it.
Our basic schooling develops the Ma
rine expeditionary mindset.

TheArmy' sinterimbrigade com-
bat teams (BCTs) are being de-
s

gnedto belighter and moredeployable
to contingenciesbut haveenough combat
power to make a difference until heavy
forcesarrive, Onecould makea casethat
the Marine Corps, with its OMFTS and
the Army, with itsinterim BCT transfor-
mation, are developing similar combat
capabilities. Do you seethe devel opment
of these concepts as fulfilling comple-
mentary roles and missions, and how?

Theoperational conceptscomple-

ment each other—a certain
amount of redundancy on the battle-
fieldisnecessary. USforcesdon’t want
to have “just the right amount” of one
capability because, sooner or later, we' ll
come up short.

Point Number Two: The battlefield
will not be crowded with USforces. In
each major regional contingency, we
have advanced, detailed plans that are
fully integrated with the Army’ splans.
Today, we know exactly what we're
going to be doing and where and the
Army knows what it’s going to be do-
ing and where in each scenario. The
differenceis the Marines will comein
by shipsand the Army by strategic lift.

In recent years, there has been a

Q pushfor greater useof UAVs[ un-
ned aerial vehicles], robotics and
precision strike munitions. |s the Ma-

rine Corps requirement for volume,
area and massed fires diminishing?
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We need both precision and

massed fires, depending on the
scenario. In conventional warfighting
in a major regiona contingency, we
now have a shortage in our ability to
massfiresand must depend onthe Army
for support.

UAVsand precision firesare and will
continue to be important, especialy in
urban terrain. But precise fires require
precise targeting, and wewon't always
know exactly where every target is. Dif-
ferences in terrain, the conditions and
thetypeof enemy targetscall for different
tactics and munitions. We cannot afford
to get into an either/or situation.

What message would you like to
send Marine Artillerymen sta-
tioned around the world?

| would like to tell artillerymen

the story of my “coming of age”
in regard to fire support in Vietnam in
1968. Perhaps this will help explain
why one of my priorities is to fix the
Marine artillery.

Although | spent most of my 1967-
1968 tour with Golf Company, 2d Bat-
talion, 3dMarines, | assumed command
of Fox Company for about twoweeksin
1968. Fox Company was assigned to
patrol the Laotian border up near Khe
Sanh.

At the end of the day on 28 May, we
positioned ourselveson aridgelinethat
seemed to have good fields of fire and
be defensible. We were within range of
the North Vietnamese artillery across
the Laotian border near a place called
Co Roc. The North Vietnamese guns
werewell emplacedincaves—very hard
for artillery or aviation fire support to
get at. (Co Roc did the shooting during
the siege of Khe Sanh.)

Intheweehoursof 28 May, Fox Com-
pany was assaulted by a North Viet-
namese battalion that had just come
across the border. We were dug in, but
it was clear that the sheer numbers of
the enemy would overcome us.

Wehad awonderful artillery spotteam
with us that started calling in artillery
defensive fires and “walking” the fires
back toward us. About nine batteries,
both at Khe Sanh and with my 2d Bat-
talion, 3d Marines, fired in direct sup-
port of Fox Company—2105sand 155s—
virtually nonstop from 0200 until 12000
that morning.
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A Marine Corps MV-22 Osprey prepares to deliv
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er an M777 lightweight 155-mm howitzer.

Usually, the North Vietnamese broke
contact at daylight because they knew
helicopter gunships and Phantom jets
would beon station. But such prospects
did not dissuadethisNorth Vietnamese
battalion. Daylight came, and the bat-
talion started attacking even more ag-
gressively. Beforeit was over, some of
us had to fight the North Viethamese
inside our perimeter.

Themajority of our fire support came
in with devastating accuracy and ex-
traordinarily close—within meters of
us. Artillery and our 81-mm and 60-
mm mortars firing nonstop saved the
day, essentially decimating a North
Vietnamese battalion. Fox Company
had very few casualties.

One of the things that helped save us
wasthat the enemy used green flaresto
start the attack, and so wereasoned that
red flares would stop it. We fired red
flaresfrom our line, and it broke up the
attack. And by thetimethe North Viet-
namese got reorganized and began at-
tacking again, we' d adjusted our calls-
for-fire to provide a safety net of steel
between us and them.

Thecombination of the courage of the
company and the accuracy and respon-
siveness of our organic fire support is
what allowed Fox Company towalk of f
that hill that day—I"m convinced of it.
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As the Commandant of the Marine
Corps, I'm determined to ensure Ma-
rines will have the fires they need to
“walk off the hill” on any future battle-
field.

It's an exciting time to be a Marine
artilleryman.

A

General James L. Jones became the 32d
Commandant of the Marine Corps in July
1999. In his previous assignment, he was
the Military Assistant to the Secretary of
Defense. Also in Washington, DC, he was
the Deputy Chief of Staff for Plans, Policies
and Operations for Headquarters, Marine
Corps, and Director of the Expeditionary
Warfare Division (N85) in the Office of the
Chief of Naval Operations. He commanded
the 2d Marine Division, Marine Forces At-
lantic, at Camp Lejeune, North Carolina.
While Deputy Director, J-3, of the US Euro-
pean Command in Germany, he was
assigned as Chief of Staff of Joint Task
Force Provide Promise for operations in
Bosnia-Herzegovina and Macedonia. He
also participated in Operation Provide Com-
fort in Northern Iraq and Turkey as the
Commanding Officer of the 24th Marine
Expeditionary Unit out of Camp Lejeune.
He commanded the 3d Battalion, 9th Ma-
rines in the 1st Marine Division at Camp
Pendleton, California, and five infantry com-
panies, including two in Vietnam.

Photo Courtesy of Marine Corps Gazette



L to R: SFC Tim Rex, Operations NCO; MAJ Mark Higginbotham, S3; and LTC Pete Baker, Commander of 1-14 FA

Building Our

Intellectual Capital

The Need for Adaptive Leaders
In Today’s Army

by Major Steven A. Stebbins, USAR
Photos by Linda A. Young, Fort Sill TSC

development—today’s leaders

must think faster, deeper and
broader than ever before. Rapid com-
munications and transportation, new
technol ogies, grueling operationstempo
(OPTEMPO), diversemissionsand new
threats stretch our leaders' abilities to
the limit. In asingle year, a lieutenant
could deploy to the National Training

I t's time to raise the bar for |eader

6

Center (NTC), Fort Irwin, California;
field complex new equipment; provide
military supporttocivil authorities; and
conduct peacekeeping operations
abroad. Each scenarioisuniquewithits
own particular challenges.

How many civilian leadership roles
are there with requirements so broad?
Military leadersare expected to bewar-
riors, diplomats, technicians, teachers,
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project managers, policemen, humani-
tarian assistance providers and media
relations specialists. And thelist grows
every year. Thereis, perhaps, no other
vocation with so many potential de-
mands. Developing adaptive leaders
who are effective in each situation is
critical to the Army’ s success.

The Challenge. Our leader develop-
ment programs teach the military deci-
sion-making process(MDMP) inavery
structuredframework. Thestructurehas
evolved over centuries, propelled by
numeroustactical andtechnol ogical de-
velopments. In the 19th century, the
industrial revolution and the nation-in-
arms combined the effects of technol-
ogy and the demands of massarmiesto
drive the need for centralized, efficient
decision-making.

ThePrussian general staff system met
thisneed best, and most modern armies
adopted the Prussian model. It became
the basic model for staff organization
and military decision making through
the 20th century. Centralized planning
and clearly defined doctrine became
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common to al modern armies, and the
analytical, objectivetechniquesof mili-
tary science overshadowed the intui-
tive, subjective nuances of military art.

Thissystemworkedwell through most
of the 20th century, but now we're en-
teringthepost-industrial age. Many call
this new era the Information Age. Its
characteristics are ever-faster commu-
nication and increasingly sophisticated
meansfor managing information. Since
theessence of war centersonthehuman
mindinthatitsobjectiveisfor oneparty
to compel another party to decide to
submit, the devel opments of the Infor-
mation Age profoundly affect the way
we wage war.

Some experts believe these devel op-
ments constitute a revolution in mili-
tary affairs. Military theoristspronounce
that new technology and the decline of
the nation state have ended the era of
massed and sustained land wars. In-
stead, future conflicts will be centered
on a wide variety of antagonists and
threats that most militaries previously
viewed as distractions, at best. Terror-
ism, informationwarfare, peacemaking
and peacekeeping are where we should
focus our defense efforts, according to
some.

Whether or not thesechangesaretruly
revolutionary, clearly theworldischang-
ing and the demands on leaders are
intense. In a complex, fast-moving en-
vironment, leaders often won't have
timeto stop and think. Y et, they’ |l need
to be incredibly thoughtful. In a faster
worldlinked by global communications,
the decisions of |leaders at the lowest
levels can have major significance.
Flooded with information, these lead-
ers will need the intuition and confi-
dence to think without thinking and to
act decisively and do the right thing.
Thisis the essence of military art.

But since the death of Clausewitz,
most military theorists have focused on
military science. Today, professors of
military science(PM S) devel op most of
our new lieutenants. Our training pro-
gramsstresshighly structured decision-
making processes and countlesslists of
principlesand rules, whichisnot neces-
sarily a bad thing. The techniques of
military scienceprovidepractical guide-
lines and common intellectual frames
of reference. However, to quote now-
retired Brigadier General Huba Wass
de Czege in a 1984 Military Review
article, “The art of war consists of the
artful practice of the science of war.”*
To win on future battlefields, our |ead-
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ers will need to build on their founda-
tion of military science to become deft
practitioners of military art.

To be modern masters of the military
art, leaders must be highly adaptive.
They must be able to adapt their think-
ing and behaviors to the wide range of
situations they’ll face. Doing this suc-
cessfully requires several basic compe-
tencies: creativity, resourceful ness, ini-
tiative and decisiveness;, a profound
understanding of doctrine and theory;
highly devel oped intuition and concep-
tual thinking; the ability to see patterns
and identify key information; strong
cultural and political sensitivity; sys-
tems perspective (ability to see connec-
tions between conditions and events);
and atolerance for ambiguity.

Throughrigorousstudy, abroad range
of experiences and constant reflection,
adaptive leaders develop the intellec-
tual ability to understand diverse and
complex situations, copewithaflood of
information and establish the clarity
and focus to act decisively.

Adaptive L eadership. The first step
toward becoming an adaptive leader is
to make a personal commitment. It'sa
commitment to curiosity, to being an
active thinker and a student of one's
profession. Learning how to preparean
FA support plan or fire sup-

|eadership, adaptiveleadership must be
built on afoundation of trust. Adaptive
|eadersmust know they havethetrust of
superiors and subordinates alike. Oth-
erwise, they lack theconfidencetothink
creatively and act decisively.

Lately, wehaveread alot about alack
of faith in senior leaders.? Careerism,
micro-management and thezero-defects
mentality, constant criticisms since the
Vietnam War, seem to be increasingly
common complaints. Good professional
development counseling is rare. Under
these conditions, building trust is hard.

What can we do to fix thisand create
the right sort of environment for devel-
oping adaptive leaders? Above al, de-
veloping others must bethetop priority
of every leader. We need to recognize
that teaching is at the core of leader-
ship.® Once we accept that at all levels,
the fear and insecurity that drives the
zero-defectsmindset anditsmicro-man-
agement behaviorswill dissipate. We' ll
cometorecognizethat devel opinglead-
ers takes time, and that we learn best
through our failures.

Thechange hasto start at the very top.
Senior leaders must clearly articulate
the new behaviors and skills expected
of al leaders, then model them consis-
tently and conspicuously. They must

port execution matrix isnec-
essary, of course, butitisn’t
sufficient. Beyond master-
ing the technical details of
his functional specialty, the
adaptive leader needs a
broader knowledge of the
military art and the world at
large.
Armiesfunctioninthecon-
text of national and world
events, and adaptive leaders
understand this context.
They developasensefor how
seemingly unrelated forces
and eventsinteract and how
they can shape their envi-
ronment. Developing this
“feel” takes time; indeed,
sinceour worldisconstantly
changing, our leadership
sense is developing con-
stantly. Purposeful devel op-
ment occurs through active
engagement and reflection.

s
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Without commitment there
can beno deliberate growth.

Growth can flourish only
inasupportiveenvironment.
As does all truly effective

Adaptive leaders have the intellectual ability to under-
stand diverse and complex situations, cope with a flood
of information and establish the clarity and focus to act
decisively. L to R: 1SG Mark Walters and SSG Kyle Cunningham, 1-14 FA.
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hold subordinates accountable for
developing future leaders. It will be
hard. Attitudesand habitsdevel oped
over decadesdon’t changeovernight.

Recognizing this, the Army should
consider executive coaching for its
senior leaders. Anincreasingly com-
mon civilian practice, executive
coaching involves working with a
professional coach to prepare a per-
sonal development plan and receive
periodic one-on-one developmental
feedback. The coach, often atrained
psychologist, offers a more objec-
tive perspective than could someone
from within the executive's organi-
zation. Their objectivity and profes-
sional training often make them
highly effective in coaching senior
leaders. Supported by their coaches,
senior leaders then could model ef-
fectivedevel opment practicesfor the
rest of the Army.

All leaders need to have abasic set
of coaching skills. Regrettably, we

don’'t do avery good job of teaching
these skills. As aresult, many lead-
ers don't really know how to de-
velop other leaders. They have diffi-

Trained intuition is the core intellectual competency
of adaptive leadership. It is what enables leaders to
think without thinking, to assimilate and act upon
large amounts of information quickly.

The technical aspects of our craft
stress precision, highly structured
planning and unwavering execution
of theplan. Thesecharacteristicshave
been essential to indirect fire gun-
nery and the complex fire support
planning processes that have been
the heart of our training since the
First World War.

Unfortunately, the attitudes re-
quired for technical success can un-
dermine the attitudes required of
adaptive leaders. It is only a short
step from precisionto azero-defects
mentality and micro-management.
Strict adherence to structured plan-
ning processes easily can lead to a
lack of creativity andoriginality. Un-
wavering execution of the plan
teaches none of the flexibility re-
quired of adaptiveleaders. Theintel-
lectual challenge for artillerymenis
to retain the precision, attention to
detail and objectivity required for
technical excellence, while cultivat-
ing the creativity, flexibility and intu-
ition essential to adaptive leadership.

That trained intuition is the core
intellectual competency of adaptive

culty identifying and assessing the
behaviors and cognitive skills associ-
ated with specific leader competencies.
They aren’t trained in preparing indi-
vidual development plans, so those
plans, whilesorely needed, arevirtually
non-existent. We can’t blame the lead-
ers; the Army hasn't trained theminthe
skillsto do the job.

There are several things we could do
to closethis skill gap. Beginning at our
officer basic course and NCO primary
|eadership devel opment course(PLDC),
we can introduce training in leadership
competencies and how to identify and
assess associated behaviors and think-
ing skills. Training in coaching skills,
particularly effective listening, would
beessential. Role-plays, videotaped and
with rigorous feedback, would become
the core of this training. Lieutenants
and junior NCOswould leavethe Field
Artillery School at Fort Sill, Oklahoma,
with abasic understanding of theleader
development skills they could practice
intheir assignments. Most importantly,
they would understand the level of
coaching they should expect from their
leaders and commanders.

Advanced course students, both of-
ficerand NCO, wouldrevisitthebasics,
complete with role-plays, then would
moveinto devel opment planning. They
would learn how to facilitate the pur-
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poseful growth of subordinatesthrough
planned development activities and
timely competency-based feedback. To
further their own development, ad-
vanced coursestudentscould undergoa
personal assessment through a combi-
nation of formal testing, simulations
and interviews. They would receive
thorough and insightful feedback from
atrained professional whowould deepen
their self-knowledge, a basic require-
ment for any leader.

Using this new self-knowledge to
guide their own development, these
leaderswouldreturntothefieldasmore
activelearnersand caring coaches. Pre-
command course students could un-
dergo similar education.

A focus on active listening, deep per-
sonal insight and regular coachingwould
be a big change for most leaders. In a
make-it-happen culture with constant
personnel churn, taking the time neces-
sary to nurture and grow thoughtful
leaders is hard. But it must happen.
Unless we make the time to coach sub-
ordinates and build deeper trust be-
tween leaders and led, we won't have
theenvironment necessary for devel op-
ing adaptive leaders.

Trained Intuition. Artillerymenface
unique challenges in developing the
intellectual habits of adaptive leaders.
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leadership. Itiswhat enables|eaders
to think without thinking, to assimilate
and act upon large amounts of informa-
tion quickly. When intuition is highly
developed, it manifestsitself in “flow”
experiences. We've all had these expe-
riences. Think of a time when things
were happening so fast that you didn’t
havetimeto think yet had to decide and
act—perhaps during a Combat Train-
ing Center (CTC) rotation or whilecon-
ducting an airborne assault. Y ou knew
what needed to be done and did it,
period.

FM 22-100 Army Leadership defines
intuition as “direct, immediate insight
or understanding of important factors
without apparent rational thought or
inference.” It further states that “the
ability to assess a situation accurately
and reliably—a critical tool in the
leader’ s arsenal—requires instinct and
intuition based on experienceand learn-
ing.”4

The key concept here istrained intu-
ition. It' snot just agut feel; onedoesn’t
justwingit. AsGeneral Wassde Czege
asserts, “...the art of war demands dis-
ciplined intellectual activity.”®

Beginning with the study of core doc-
trineand tactics, young leadersdevel op
acommon framework for how to think
about the problems of their profession.
Through early experiences, they learn
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how to apply those conceptsin practice.
Thechallengeisto continuethat devel-
opmental process beyond the narrow
range of tactical problems.

Now the coaching and teaching skills
of mid-level and senior |eadersbecomes
important. They must developtheskills
of the Socratic teacher who helps his
student discover new insights through
deliberate and patient questioning. To
guoteColonel Rhett A. Hernandez (“ Ten
Top Traitsfor Future Leaders,” May—
June1999), leadersmust learnto“listen
moreandtalk |ess.”® They must learnto
understand and appreciate diverse per-
sonality types and learning styles so
they can tailor their coaching to the
individual. Recognizing that the pace
of day-to-day operations will only in-
crease, they must see every event, mis-
sion or tasking as a learning opportu-
nity and exploit it as such.

In Leadership without Easy Answers,
Ronald Heifetz describes the leader’s
role as ateacher: “Unlike rote learning
situations in which the answer is sup-
plied, though paced, by the teacher,
adaptivelearning situationsdemand that
people discover, invent, and take re-
sponsibility. L eadershipisaspecial sort
of educating, inwhichtheteacher raises
problems, questions, options, interpre-
tations, and perspectives, often without
answers, gauging all the while when to
push through and when to hold stea-
dy....The leader as educator has to en-
gage the partiesin a process of inquiry
that accounts for their fear or pain, if
learning isto be produced.””

The senior leader becomes a mentor
who guideshisjuniorsthrough learning
experiences, simultaneously develop-
ing their intellectual disciplineand cre-
ativity. Guided by his mentor, the de-
veloping leader learns to think more
broadly, deeply and creatively. Helearns
to think about thinking and to see and
understand broad conceptsand connec-
tions. Rather than becoming a prisoner
of doctrine, he uses his solid doctrina
foundation to inform and guide his cre-
ative thinking. Through study, experi-
ence, feedback and reflection, he deep-
ens his understanding and knowledge.

Hebecomesacontinuouslearner whose
intuition develops constantly.

Fortunately, today’s Army already
providesmany of the core devel opmen-
tal experiencesthat leadersrequire. We
giveleadersresponsibility early, rotate
them through a wide range of jobs fre-
guently and return them to the school -
house regularly. Junior leaders learn
thefundamental sof leadership quickly,
which iswhy they are so marketablein
thecorporatesector. Many civilianlead-
ers, including renowned leadership
scholar WarrenBennis, credit their mili-
tary experience for teaching them the
basics of leading people.®

While our leader development pro-
grams are among the best at instilling
the basics, they are less effective at
devel opingleaderswiththebreadthand
depthrequired of modern adaptivelead-
ers. To address this shortcoming, we
must create an ever-widening range of
experiences for the developing leader.
Increasingly complex simulations, con-
temporary case studies and diverse as-
signments are only a few possihilities.
Some of theseinitiativesare already in
progress, such asthetraining programs
described in the April 2000 issue of
Soldiers magazine. It describes Army
Experiment 6 that developed “...adap-
tivetraining programsthat stresshow to
think.”® [Also see the article “ Training
Adaptive Leaders—Are We Ready?’
by Dr. Karol G. Ross in this edition.]
Theabjectiveisto createsituationsthat
expose the developing leader to new
challenges and perspectives, which his
trained mentor then can help him to
explore. Both mentor and student be-
come partners in learning, increasing
the Army’ sintellectual capital together.

This growth of intellectual capital
serves two purposes:. it increases the
Army’s effectiveness as alearning or-
ganizationandincreasestheindividual’s
effectiveness as a leader. The two are
intertwined. Just as an organization’'s
results largely reflect the individual
decisionsof itsmembers, anindividual’s
results often reflect the culture and col-
lective knowledge of the organization.
Creating avigorousculture of engaged,

insightful and mutually supportive ac-
tive learning will improve both.

Conclusion. In the end, the Army’s
capacity to practice adaptiveleadership
is afunction of its intellectual capital.
We must become a more thoughtful
Army while retaining our ability to act
decisively. Thisis the real paradox of
adaptiveleadershipandthereal cultural
challengefor our Army. Inan organiza-
tion that values doers over thinkers, we
need to think more about thinking sowe
can act decisively whenthereisnotime
to think.

This takes leader development to an-
other level. It places a premium on the
leader’ s thinking skills, in addition to
hisinterpersonal and management skills.
Developing adaptive leadersis more a
process of constant nurturing and lessa
process of completing required coun-
seling sessions or hurdling key career
“gates.”

Thekey elementsof devel oping adap-
tiveleadersareinstillingacommitment
toactiveand continuouslearning, train-
ing leaders in the art of developing
others and then challenging them with
increasingly complex anddiverselearn-
ing experiences. Theresultwill beadap-
tive leaders whose trained intuition
makes them nimbl e practitioners of the

military art.
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Development
for the IBCT

by Lieutenant Colonel William M. Raymond, Jr.

n the battlefiel ds of tomorrow,

America s sons and daughters

demand leaders of character
who are adaptive and use initiative
within their commanders' intent to ac-
complish the mission. The Initial Bri-
gade Combat Team's (IBCT's) Leader
Development Program, especidly its
quarterly leadership sustainment train-
ing, will help develop such adaptive,
decisive leaders.

10

On 12 October 1999, Chief of Staff of
the Army Genera Eric K. Shinseki an-
nounced hisplanstotransformthe Army
into an “objective’ forcethat would be
moreresponsive, deployable, agile, ver-
satile, lethal, survivable and sustain-
able. Since that announcement, there
has been widespread interest in the ac-
tivities going on at Fort Lewis, Wash-
ington, where the first two brigades
are converting into “initial” brigades
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equipped with medium-weight, light
armored vehicles and a host of new
capabilities.! These IBCTs will have
unprecedented lethality, mobility and
survivability; deploy anywhere in the
world within 96 hours; and be capable
of conductingfull-spectrum operations.

The new brigade will have unique
capabilities. (See Figure 1 for the orga-
nization of the IBCT.) This IBCT will
havethreeinfantry battalionswith com-
bined arms companies and one recon-
naissance, surveillance target acquisi-
tion (RSTA) squadron, significantly in-
creasing the number of combat arms
soldiers as compared to the number in
the typical light or heavy brigade.

Fire support teams (FISTs) with
Striker-like vehiclesand operationsare
organic to each maneuver company.
The IBCT has an unprecedented num-
ber of mortars—a total of 66 mortars:
60-mm, 81-mmand 120-mm mortarsat
the company and battalion levels.

The RSTA squadronisaunique orga-
nization with three reconnaissance
troops and a surveillance troop. The
squadron combines the capahilities of
cavalry scouts and selected military in-

.w-..'
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telligence assets, including unmanned
aerial vehicles (UAVSs), sensors and
counterintelligence teams to serve as
the IBCT's primary source of combat
information.

A fires and effects coordination cell
(FECCQ) is replacing the fire support
element (FSE) at the brigade headquar-
ters. The FECC will provide brigade

counterfire and deep operations and
serve as afocal point for coordinating
and synchronizing both lethal and non-
lethal assets in support of the com-
mander.

The first IBCT's FA battalion—the
1st Battalion, 37th Field Artillery (1-37
FA), theformer direct support battalion
for the 2d Infantry Division based at

* Field Artillery Battalion*

* Brigade Support Battalion (BSB)
* Anti-Tank Company

= Signal Company

* Military Intelligence Company

= Engineer Company

» Brigade Headquarters and Headquarters Company (HHC)*
* 3 Infantry Battalions with Combined Arms Companies?
* Reconnaissance, Surveillance and Target Acquisition (RSTA) Battalion®

SIncludes six 120-mm mortars.

!Location of the Fires and Effects Coordination Cell (FECC).
2Includes 20 mortars per battalion (60-mm, 81-mm and 120-mm).

“Has 12 M198 howitzers, a target acquisition platoon and a meteorological section.

Figure 1: The Initial Brigade Combat Team

Field Artillery ¥

September-October 2000

Fort Lewis—has three batteries, each
with four M198 155-mm howitzers
(3x4). The battalion also has a target
acquisition platoon with one Q-36 and
one Q-37 Firefinder radar and a meteo-
rological section.

The brigade support battalion (BSB)
will accomplish execution-focused sup-
port that's integrated fully with the
IBCT's concept of operations and
scheme of maneuver.

While these capabilities are certainly
new and noteworthy, one of the most
revolutionary of the IBCT' sinitiatives
is its Leader Development Program.
The program includesthe one-timeini-
tial leader “ conversion” training (aTac-
tical Leaders Course and Senior Lead-
ers Course). In addition, the program
has quarterly sustainment training that
includesNCO educational development
and nested leadership training with
multiple vignettes from the brigade to
the platoon levels.

This article provides an overview of
the type of leader the IBCT demands
and describes the key components of
thelBCT L eadership Devel opment Pro-
gram.
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Overview. The 21st century opera-
tional environment our Army confronts
isextremely fluid and demanding. Full-
spectrum operations range from stabil-
ity and support operations, small-scale
contingencies (SSC) and major theater
of wars. These operations most likely
will occur in complex terrain and urban
environments. Theincreasein thenum-
ber of unknownsthat |eaderscould face
intheseenvironmentsincreasestheneed
for adaptive leaders. The IBCT opera-
tional and organizational concept
(O& O) requiresuniquel eadershiptrain-
ing to prepare IBCT leaders for full-
spectrum operations, precision inter-
netted (digital tactical internet) com-
bined arms fighting, dispersed and de-
centralized operations, and network-
centric and leader-centric operations.

The IBCT O&O defines an adaptive
leader as one who “influences people
by providing purpose, direction and
motivation while operating in a com-
plex, dynamic environment of uncer-
tainty and ambiguity to accomplish the
mission and improving the organiza-
tion.”2 Figure 2 lists the qualities of an
adaptive leader.®

Given the distributive, decentralized
and simultaneous operations an IBCT
leader will confront over an expanded
battlespace, the building of highly co-
hesive and trusting units is essential.
The IBCT also must have leaders who
can make decisions and act within their
higher commander’s intent.

How dowedevelop andtrainthat type
of leader? First, the leaders must be the
primary experts and trainers to facili-
tate the building of cohesive, trusting
units. Second, leaders must be trained
initially to execute operations relative
tothe IBCT O& O and not based solely
ontheir former experienceas*“light” or
“heavy” fighters. Third, IBCT leaders
must sustainleader trainingwithastruc-
tured, comprehensive unit leader de-
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The purpose of the Senior Leaders Course was to teach the senior IBCT leaders about the

uniqueness of their organization. Participants were the brigade commander and his
battalion commanders and their respective staffs.

velopment program based on FM 22-
100 Army Leadership. This program
must be conducted quarterly to keep
leaders within a band of excellence.
Initial Leader Conversion Training.
The one-time leader conversion train-
ing consisted of the Tactical Leaders
Course and Senior Leaders Course.
Tactical Leaders Course. The pur-
pose of this course wasto train leaders
onhow thelBCT fights, focusingonthe
squad, platoon and company levels. The
Tactical Leaders Course participants
were company and battalion |eaders/
staffsfrom acrossthe IBCT—hasically
platoon sergeantsto battalion command-
ers. ThelBCT conducted fiveiterations
of the course from May to August.
Eachiteration consisted of two phases.
Thefirst lasted seven days. Three days
were devoted to common core classes
onthel BCT organization, adaptivelead-
ership, operating in an SSC environ-
ment and developing training. Every

The adaptive leader is—
* Decisive.

e Focused and a quick learner.

uses ‘“initiative within intent.”
* A good communicator.

= Able to balance the human leadership dimension with technology.
* Comfortable with uncertainty (agile and flexible).

* One who empowers others and is a decentralized leader who properly

* Able to build cohesive, trusting teams with candor.
» Effective using the force across the full spectrum of conflict.

Figure 2: Qualities of an Adaptive Leader
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IBCT tactical leader received the same
core instruction.

During this phase, the tactical |eaders
received a one-hour class on fires and
effectsinthel BCT. Thisclassdiscussed
the FA Vision, specifically the para-
digm shift to effects-based fires; the
capabilities and organization of the
FECC; fire support assetsfrom the pla-
toon to the brigade levels; and the 3x4
M198 FA battalion organization and
operations. Theclassalso discussed the
integration of non-lethal effectsand in-
formation operations into the IBCT’s
combined arms operations.

The next three days focused on unit-
specific fighting. For example, infantry
battalions conducted infantry training,
and the RSTA squadron conducted re-
connaissanceand surveillancetraining.
In August, 1-37 FA’s tactical |eaders
spent three days at the Battle Simula-
tion Center on Fort Lewis.

Using the joint conflict and tactical
simulation (JCATS)* and the Kosovo
common scenario, FA tactical leaders
gained abetter understanding of how to
fight in an SSC that featured complex,
urbanterrainand distributed operations.
During this simulation exercise (SIM-
EX), the FA battalion didn’t perform
new artillery tasks but had to operatein
a significantly different environment
than in the past.

The seventh day of the Tactical Lead-
ers Course was reserved for retraining
aswell asafter-actionreviews (AARS).

Phasell of theTactical LeadersCourse
will beaweeklong crucibleevent, “The
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Arrowhead Challenge,” that will occur
in2001. The Arrowhead Challengewill
beamorale and cohesion building, per-
formance-oriented event for leadersthat
will bephysically and mentally demand-
ing and focus on military skills. It also
will serve as a ceremony to recognize
the transition of leaders to this new
organization.

Senior Leaders Course. The purpose
of the Senior Leaders Course was to
teach the senior IBCT leaders about the
uniqueness of their organization. Par-
ticipants were the brigade commander
and hisbattalion commandersand their
respective staffs. The course started at
Fort Lewison 15 Juneand finished with
a one-week digital capstone exercise at
Fort L eavenworth, Kansas, on29 August.

In between these two events, the se-
nior |eaders spent oneweek each at Fort
Lee, Virginia, training on BSB opera-
tions; Fort Huachuca, Arizona, on mili-
tary intelligence; Fort Knox, Kentucky,
onRSTA operations; and Fort Benning,
Georgia, oninfantry operations. Ateach
post, the leaders participated in hands-
on proponent training that was task,
conditions and standards-based. In ad-
dition, special physical training events,
staff rides and noteworthy guest speak-
ersallowed theleadersto build camara-
derie among themselves.

Training at Forts Lewis, Benning,
Knox and Leavenworth had fires and
effects and combat service support
(CSS) concepts integrated into the in-
struction and exercises. For example,
during the RSTA training at Fort Knox,
the senior |eaders grappled with how to
support this unique unit with fires and
effects and CSS.

Leader Sustainment Training. The
quarterly sustainment training will be-
gin in the spring of 2001. The two key
components of the program are NCO
educational development and nested
leadership training. Each quarter, the
five-day sustainmenttrainingwill cover
individual and specia skills sustain-
ment and low-density military occupa-
tional specialty (MOS) training, with
selected NCOs attending college
courses. At the sametime, team |eaders
through the brigade commander will
participate in nested leadership training.

NCO Education. This program will
provide civilian education to staff ser-
geants(primarily) to enhancetheir edu-
cational development. Fort Lewis is
working with colleges and universities
in the northwest to provide two three-
credit-hour college courses. Onecourse
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Day 1 | Brigade Commander

Battalion Commanders

Company Commanders

Day 2 | Battalion Commander

Company Commanders

Platoon Leaders

Day 3 | Company Commander

Platoon Leaders

Squad Leaders

Day 4 | Platoon Leader

Squad Leaders

Team Leaders

Day 5

As Required by Commanders

Figure 3: Nested Leadership Training. Each day has problem-solving vignettes that focus
at the highest level listed; the highest level is the title of the “nest.” For example, each
company commander will have participated in the Brigade Nest on Day 1 and the Battalion
Nest on Day 2 before leading his own nest on Day 3.

will cover the human dimensions of
leadership in combat, focusing on the
practical application of the principles
and conceptsof the behavioral sciences
andinterpersonal relationshipsinacom-
bat environment.

The second college course will cover
the SSC environment, introducing vari-
ous perspectives on global issues and
emphasizing the increasingly interde-
pendent nature of our world. Case stud-

1. Interpersonal—How to Deal with
People:

* Understanding Soldiers

e Communicating

* Supervising

e Coaching

* Teaching

e Counseling

= Motivating

= Empowering

2. Conceptual—How to Handle Ideas:

e Using Sound Judgement

e Establishing Intent

e Filtering Information

e Understanding Systems

= Using Ethical, Analytical,
Critical Reasoning

3. Technical—How to Employ
Job-Related Abilities:

= Knowing Basic Soldier Skills
= Maintaining Critical Skills
* Resourcing

= Predicting Second and
Third Order Events

4. Tactical—How to Solve Unit
Combat Problems:

e Synchronizing
* Orchestrating

Figure 4: Skill Categories and Leader Ac-
tions for Nested Leadership Training
Vignettes. These four skills from FM 22-
100 Army Leadership form the basis for the
skills developed inthe leadership vignettes.
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ies will examine US interventions in
Panama, Somalia, Haiti, Bosnia and
Kosovo. During quarterly sustainment
training, selected NCOswill beexcused
from other activities to attend these
COUrSes.

Nested Leader ship Sustainment Train-
ing. The heart of theleadership sustain-
ment program is quarterly nested lead-
ershiptraining. Thepurposeof thistrain-
ing isto develop the leaders’ common
understanding of IBCT operations that
increases their experience levels and
forcesthem to solve problemsbased on
multiple leadership vignettes.

Figure 3 depictsthe nested leadership
model. Each of the five days trains a
“nest” of leadersfrom threelevels. For
example, Day 1 is the “brigade nest”
consisting of the brigade commander
and his battalion and company com-
manderswhotacklebrigade-level prob-
lems posed in four vignettes. Note, for
example, that each company com-
mander will participate in training in
two other levels of nests (brigade and
battalion) before he leads his own nest
of platoon and squad leaders through
their four vignettes.

Thefifth day of the nested |eadership
trainingisreserved for additional train-
ing, as required by the commanders.
Leaders will need no external assis-
tanceto conduct their nested | eadership
training.

One-hundred and sixty vignettes are
being developed for this program. The
vignettes will focus on the four leader-
ship skills taken from the leadership
framework in FM 22-100: interpersonal,
conceptual, technical and tactical (see
Figure4). For each day of training, two
of the four vignettes will be based on
tactical skillsrelated tothe IBCT O& O
and use the Kosovo common scenario.
The other two vignettes will focus on
any of the three remaining leadership
skills with any type of scenario. Semi-
nars and discussions, map exercises,
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videos and terrain exercises without
troops (TEWT) are drivers for the vi-
gnettes.

The nested training approach allows
the IBCT to develop adaptive thinking
teams. Aseach nest worksthrough four
vignettes per day, leaders expand their
experience base as they tackle prob-
lemsfocused at the highest level of that
nest. Furthermore, leaders become pro-
ficient in making decisions and taking
the initiative within the commander’s
intent and gain a common understand-
ing of fighting and leading.

The objective of nested training isto
createacommon approach to analyzing
and solving tactical problemsthat |eads
to avariety of acceptable correct “solu-
tions’ consistent with Army doctrine.
Thetraining avoidsavalidation of rigid
thinking that leads to the same solution
each time.®

I nitiativeWithin Intent. Developing
leaders who are comfortabl e taking the
initiative within the commander’s in-
tent is an important component of the
Leader Development Program.

A simple example illustrates the type
of leader the IBCT needs. One of the
IBCT infantry battalions has the mis-
sion to destroy an enemy force on a
hilltoplocated about onetotwokilome-
ters behind a river. A company com-
mander isgiven the mission of securing
abridge on theriver to allow therest of
the battalion to cross the river and at-
tack and destroy the enemy. Upon ar-
riving near the bridge, the company
commander sees an enemy platoon
guarding it.

Hehastwo options. One, hecan attack
theenemy forceat thebridge, thusal ert-
ing the main force on the hill of his
company’s presence but accomplish-
ing his mission of securing the bridge
for the rest of the battalion. Two, upon
seeingtheenemy forceat thebridgeand
understanding his higher commander’s
intent, he can send soldiers to recon
both flanks of the bridgeto find another

fordinglocation; thesoldierswoulddis-
cover a fording location east of the
bridge. The company commander then
could secure the fording location and
notify the battalion of the new crossing
site, which would allow the battalion to
surprisethe enemy force onthehill and
destroy it. Clearly, the second option
illustrates an IBCT leader who is em-
powered, can act within his com-
mander’s intent and is comfortable in
making this type of decision.

The IBCT’s nested leadership train-
ing will develop this common under-
standing of how to take the initiative
within intent as the leaders solve vari-
ous problems in the vignettes.

Related IBCT Training that Sup-
portsL eader Development. Twoother
IBCT activitieswill support the devel-
opment of adaptive, decisive leaders:
Situational Training Exercises (STX5s)
and a unique Company Commanders
Preparation Program.

Stuational Training Exercises. The
platoon and squad STXs began last
spring. Thecompany STXswill start this
fal. The STXs have redlistic lanes that
train warfighting and leadership skills.

Senior leaders are subject matter ex-
perts (SMEs) and serve as observer/
controllers (O/Cs) during the conduct
of the lanes. The leader O/Cs walk the
lanesand hel ptheir subordinatesunder-
stand their intent. “Fall out one” drills,
where a key leader is “killed,” occurs
regularly and the mission continues.
Uncertainty and ambiguity arebuiltinto
the lanes, and multiple iterations occur
duringeach STX. AARsfocusonleader
and unit actions.

Company Commanders Preparation
Program. Starting in 2001, this pro-
gram will focus on how to support pre-
cisioninternetted combined armsfight-
ing and how to runthe IBCT company/
troop/battery. Thecoursewill consist of
independent modules that include unit-
specific training, leadership develop-
ment, trai ning management, staff train-

ing, maintenance and administration.
Captains will train via a variety of
means: self-paced, distance learning,
home station and institutional training,
the latter including temporary duty
(TDY) trips to proponent schools and
mobile training teams coming to Fort
Lewis.

Conclusion. The 21st century opera-
tional environment and the|BCT O& O
place exceptional demandson thelead-
ersof thisnew organization. The|IBCT
isconductingrealisticwarfightingtrain-
ing to prepare for its brigade certifica-
tion exercise at the Joint Readiness
Training Center (JRTC) at Fort Polk,
Louisiana, and initial operating capa-
bility (10C) in December 2001.

ThelBCT’ sLeadership Development
Programwill ensurethebrigade’ slead-
ersare adaptive and decisive enough to
maximize the combat power of their
unique organization

Qg g
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Lieutenant Colonel William M. Raymond,
Jr., took command of 2d Battalion, 2d Field
Artillery (2-2 FA), 30th Field Artillery Regi-
ment in the Training Command at Fort Sill,
Oklahoma, in July. For six months before
assuming command, he was the Effects
Branch Chief in the Brigade Coordination
Cell at Fort Lewis, Washington, helping to
transform the 1st Battalion, 37th Field Artil-
lery into an Initial Brigade Combat Team
(IBCT) organization and develop the Fires
and Effects Coordination Cell (FECC) and
the IBCT’s Leadership Development Train-
ing Program for the Training and Doctrine
Command’s (TRADOC’s) Deputy Com-
manding General for Transformation. His
other assignments include serving as the
Deputy Chief for Experimentation, Task
Force 2000 at the Field Artillery School,
Fort Sill; S3 and Executive Officer for 2-2
FA; and Commander of Headquarters and
Headquarters Battery for 6th Battalion, 1st
Field Artillery in the 1st Armored Division
Artillery in Germany. He holds a Ph.D. in
Politics from the University of Michigan.

-

Endnotes:

1. The 3d Brigade, 2d Infantry Division, was the first brigade in the Army to transform into one
of the Initial Brigade Combat Teams (IBCTs) and is projected to receive its interim armored
vehicles (IAVs) in March 2001. It will undergo a Combat Training Center rotation in late 2001
before achieving its initial operating capability (IOC) in December 2001.

2. Initial Brigade Combat Team (IBCT) Operational and Organizational (O&0), 31 October
1999, Appendix I, 5.

3. The qualities listed here were derived from three sources. The first source was the IBCT
0&O0; Colonel Ricky Lynch’s unpublished report on “Lessons Learned Commanding a Digital
Brigade.” Colonel Lynch is a former brigade commander in the 4th Infantry Division (Mecha-
nized) at Fort Hood, Texas, the Army’s first fully digitized division. The third source was the
White Paper “Preparation of Leaders” by Frederic Brown, January 2000, of the Institute for
Defense Analyses, Alexandria, Virginia.

4. Joint conflict and tactical simulation (JCATS) is a high-resolution combat simulation similar
to Janus. It replicates combat forces down to the individual vehicles and personnel. It also can

show aggregate forces in icons for better management in larger exercise scenarios. JCATS
plays the terrain in three dimensions (although it still only appears two dimensionally on the
computer screen), and it accounts for differences in elevation and vegetation to influence the
battle by limiting weapons and visibility to line-of-sight. JCATS has a detailed urban modeling
capability, to include subterranean features with the option of replicating buildings in complete
detail. Artillery flight paths can be interdicted by high terrain (in rough approximation) and by
buildings at the terminal end of the flight path. Buildings can be turned into rubble, which allows
moderately good training on collateral damage and rules of engagement (ROE) issues.

5. FM 22-100 Army Leadership (Fort Leavenworth, Kansas: US Army Combined Arms Center,
31 August 1999), 2-25.

6. See Lieutenant Colonel James M. Dubik’s article “Decentralized Command: Translating
Theory Into Practice,” Military Review, June 1992, for a more detailed discussion of the
conditions for decentralized command.

J
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Army Experiment 6 CGSC Students in the WarLab

Training Adaptive Leaders

Are We Ready?

by Dr. Karol G. Ross

The history of the 20th century is filled with
examples of the American soldiers’ bravery and
innovation-ordinary soldiers rising to extraor-
dinary stature through uncommon valor and the

ability to adapt to the unexpected. The
adaptability of the American soldier
is nothing new, but new challenges
in the 21st century cause us to ask
ourselves, “Are we ready?”

Field Artillery September-October 2000

T he demands to adapt to changing
operations and technology are
growing at an almost incompre-
hensible rate. Traditional warfighting
proficiency must be combined with ad-
ditional skillsif our Army isto remain
the world' s premier fighting force. We
need men and women who can think at
the speed of new technology. Evenwith
talent, it takes years to develop expert
tactica thinking. Innovative training is
neededto hel p peopledevel optheir think-
ing skills earlier and more thoroughly.

A new training methodology for de-
veloping adaptive thinking is helping
emergingleadersget ready. Thisarticle
addresses key questions about the new
methodology.

Why Adaptive Thinking? Increased
cognitive demandsfor situation assess-
ment, decision-making and monitoring
outcomesin unusual situationsare pro-
jectedfor “information rich,” complex,
fast-paced and ambiguous mission set-
tings of the 21st century. Individuals
are expected to be more multi-func-
tional, i.e., to understand and support
theroles of other staff membersand, in
some cases, perform tasks previously
designatedfor only onespecially trained
staff member.

Teams are expected to continuously
maintainacollective, amost tacit aware-
ness and understanding of the “big pic-
ture,” including many elementsnot pre-
vioudly tracked by a battalion or bri-
gade staff. Advances in information
technology, changing operational mis-
sionsand redesigned, “flattened” orga-
nizations all contribute to the new per-
formance requirements. The Army
leadership has defined the general skill
underlyingtheperformancerequirements
as adaptive thinking. (See Figure 1 on
Page 16.)

The genesis of the training methodol -
ogy was at the Army Research Labora-
tory-Human Research and Engineering
Directorate Field Unit at the Depth and
Simultaneous Attack Battle Lab, Fort
Sill, Oklahoma, and at Fort Leaven-
worth, Kansas. The methodology was
successfully demonstrated in 1999 at
the Command and General Staff Col-
lege (CGSC) in the Training and Doc-
trine Command’'s (TRADOC's) Army
Experiment 6. (For more information
on AE6, see www.armyexperiment.net.)
TRADOC' s methodol ogy continuesto
develop and expand aspart of thelnitial
BrigadeCombat Team’s(IBCT’ s) train-
ing and other training development ef-
forts.
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Adaptive thinking is—

= Key to the art rather than the science of war.
* The ability to react to unexpected changes during operations.
* Knowing “how” to think in addition to “what” to think.

* The ability to attain a multi-dimensional conceptualization of battlefield
events and use this understanding to decide and act.

Figure 1: Characterization of Adaptive Thinking by General John N. Abrams, Commanding
General of the Training and Doctrine Command (TRADOC), Fort Monroe, Virginia

The work was carried out at the Field
Artillery School at Fort Sill in 1998 to
answer thequestion“What kind of tech-
nology is most suitable for advanced
officer training in the military school-
house setting?” We concluded that
merely importing advanced battlefield
simulation technology into the class-
room setting wouldn’t support the key
requirement of advanced learning or
thelevel of training transfer needed for
emerging missions.

Written visions of emerging military
operations indicated that the training
reguired morefocuson flexible perfor-
mance of tactical thinking in response
to circumstances not anticipated by the
learner. The goal of the project became
to further the systematic and early devel-
opment of flexibility during an officer's
career. Tomeet that god , wedesigned the
Advanced Learning Model at Fort Sill.

Advanced Learning Model. The
model is based on state-of-the-art aca-
demic research in high-level cognitive
learning. It supports development of
high-level thinking skillsin an area of
expertise where there can be a lot of
ambiguity in the decision-making pro-
cess—an accurate description of com-
mand and battle staff performance.

The model uses an academic instruc-
tional approach called constructivism.
The goal of constructivism is for stu-
dentsto practiceconstructingtheir indi-
vidual modelsof complex problemsitu-
ationswhileimmersedinrealistic, chal-
lenging situations. The instructional
process helps the learner identify and
frame (structure) a problem and then
experience how information can func-
tion as atool to solve that problem.

Instruction must include multiple,
complex, problem-solving iterations.
Use of arich context allowsthe student
to see situations from many perspec-
tivesand struggle with making sense of
situations by defining problemsand ar-
riving at workable solutions. The ap-
proach is student-centered and places
the instructor in afacilitation role.
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The advanced learner—the target au-
diencefor thislearning model—al ready
has a great deal of information and at
least some practical procedural skills.
The advanced learner is neither a nov-
ice nor an expert.

Advanced learning requires a period
of sustained exploration (guided expe-
rience) to move through this stage and
on to expertise. There is no shortcut to
expert performance. However, to make
the most of the advanced training time
available, more structured experiences
and lessdirect instruction can movethe
learner along more effectively.

Those involved in leader and battle
staff training today may ask, “Aren’t
we already training that way?’ The an-
swer is“Yes’” and “No.” We have au-
thentic learning situations—Combat
Training Centers (CTCs), the Battle
Command Training Program (BCTP)
and simulations in the classroom—but
these are usually “high cost” training
situations that aren’t structured to ac-
commodate failures and exploration
through multiple iterations needed at
the advanced level of learning. In ad-
vancedinstitutional training or unit staff
training, we have small group instruc-
tion and students or staff working to-
gether, but we' re not coaching problem
solving of the nature needed to rein-
force how to think adaptively in the
operational setting.

We employ cases and examples in
institutional learning, but we still rely
too much onabstracted, disjointed cases
with no method to support active prob-
lem solving and exploration. Students
must confront realistictasks, not just be
passively exposed to examples. While
weexposetraineesto expertiseinterms
of recent operational lessons learned,
the exposure to expert modelsis sterile
orincomplete. Itlacksdirect linkagesto
experts practicing in the field to ex-
change views and understand the deci-
sion processes that unfolded.

Theobjectiveof theadaptivethinking
training methodology is different than

traditional battle staff training. It’ spro-
cess and execution oriented. It allows
the studentsto fight aplan and concen-
trate and reflect on their thinking pro-
cess as they execute the plan.

Next, the role of the coach or mentor
to guide the learning process is key.
Coaching must be implemented in ad-
dition to the traditional after-action re-
view (AAR) process.

Also, the nature of the practice in the
iterations is different. Students are
placed inincreasingly moredemanding
situations, growing out of one general
scenario with theinsertion of probes or
unexpected events until fundamentals
and thinking skills become second na-
ture.

Training must include multiple per-
spectives on the same situation and ar-
ticulation of principles across perspec-
tives and experiences to help learners
weave together what they are experi-
encing into an expert’s mindset.

Inthislearning process, people create
amental spacewherethey feel comfort-
able with a problem or concept—an
equilibrium point—and asthey add new
perceptions, dis-equilibriumiscreated.
The struggle to get to a new point of
equilibrium or balanceisthe process of
the advanced learner making sense of
new perceptions during the problem-
solving process.

Periodsof dis-equilibrium areuncom-
fortable but should be welcomed as a
sign of progress, or at least, one should
be able to disregard the uncomfortable
feelings and proceed. They are part of
the“terrain” leading to new discoveries
andthecreation of better vantage points
for defining and solving problems. It is
only through sustained experiencesolv-
ing meaningful problems and experi-
encing results (successand failure) that
an advanced learner can begin to toler-
ate ambiguity and gain the perspective
that is part of expert performance.

Captainsand majorsinthe Army typi-
cally have awealth of knowledge, but
they can't always apply it well, espe-
cially under pressure. The Advanced
Learning Model is directive in the use
of multiple, challenging problem-solv-
ing iterations with a specific kind of
coaching to help bring more of our
knowledge into play at the right time.

One of the greatest challenges for in-
structors or leaders using this model is
to change their role from a provider of
information to coach and, often, fellow
learner. Instructors are encouraged not
to introduce concepts through direct
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teaching but to use scaffolding at criti-
cal times during problem solving to
help the learners move forward.

Thedistinction between scaffol ding—
a coaching technique—and more tradi-
tional after-actionfeedback iscritical to
the Advanced Learning Model. Good
feedback helps the students generalize
the process they used to solve the prob-
lem while the mentor guides the feed-
back and offers or even demonstrates
other possible solutions.

AAR feedback is instructor-led and
may beaformal briefing of aplanby the
students. The traditional AAR comes
after executing a plan or as a more
informal review duringthelearning pro-
Cess.

In contrast, during scaffolding, the
instructor or leader observes the learn-
ersasthey performthetask(s) andinter-
venes only when the students reach a
point of no progress. This intervention
can take the form of questions, demon-
strations, discussionor instructions. The
instructor only intervenes to the point
where the students can begin making
progress again.

The process starts with the introduc-
tion of a situation or a challenge to the
students. The studentsdefinewhat they
believe the problem to be (like mission
analysis). They then form ahypothesis
about how to addressthe problem. This
part of the learning process is particu-
larly important. Here, the instructor
begins to see what the students “cue
into” in the situation and what they
overlook. Thisisthefirst chanceto see
what kind of good and poor assump-
tions the students make. Next, the stu-
dents build support for their approach
and move into testing their solutions,
and the instructor continues to watch
for mistaken assumptions, oversights
or even gaps in basic knowledge or
techniques.

Continual assessment isthe responsi-
bility of boththelearner and theinstruc-
tor. It permeates the entire process.

Current technology is supportive of
full-scale staff and unit exercises, but
not of multiple iterations and careful
scaffolding. Likewise, emerging tech-
nol ogy supportstypical computer-based
training that iseasy to deliver and could
accommodate computer-delivered tu-
toring but generally doesn’'t support
active problem solving by one or more
learners.

To fill the technology gap, we began
developing a PC-based simulation en-
vironment for use by individuals or by
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“multi-players.” The battle staff train-
ing tool, called Advanced Cognitive
Understanding of Military Environ-
ments (ACUMEN), for battalion and
brigade staff officersis still under de-
velopment at Fort Sill’ sBattleLab. The
goal istomakethetrainingtool auseful
practice environment with little or no
live instructor involvement, when de-
sired. The training tool requires con-
stant participation by the user and pro-
videscoachinginanatural format, such
as questions from simulated co-workers.

As we came to conclusions about the
nature of thetraining needed and began
developing the simulated learning en-
vironment, we became aware that the
Army leadership had begunto discussa
similar viewpoint, called “adaptive
thinking.” The 1999 Army Experiment
6 demonstration of our Advanced L earn-
ing Model—"The Adaptive Thinking
Experiment”—at CSGSinasmall group
instruction context was the result. This
experiment gave us more insight into
the potential success of themodel inan
instructional environment before we
complete the PC-based tool.

The Adaptive Thinking Training
M ethodology. Thepurposeof theadap-
tive thinking experiment was to de-
velop and test a methodology to teach
theleader and battle staff how to antici-
pate and leverage change. While the
learning model contained the ingredi-
ents to meet that goal, alearning envi-
ronment was needed to support it.

The learning model was designed to
maximize the use of technology to ac-

celerate the development of expertise.
The CGSC WarL ab, containing anim-
mersive classroom, a virtual tactica
operations center (TOC) and simula-
tion support, provided a low-overhead
training context to test the learning
model.

The WarL ab has been described as a
“staff COFT” (conduct-of-fire-trainer)
type of environment. Unlike any other
current technology, the WarLab was
constructed to host leader and staff re-
action courses using a low-overhead
driver consisting of Eagle/ModSAF
simulations with the ability to tie in
Army battle command system (ABCS)
tactical systems. Without the necessity
of afull brigade exercise and with only
a handful of overhead staff, the leader
and battle staff can execute the kind of
realistic challenges needed to support
the learning model.

The concept of deliberate practice
under research at the Army Research
Institute (ARI) wasintegrated with our
model to produce the adaptive thinking
training methodol ogy. Deliberate prac-
tice is a mode of training common in
sports. It involves performing while
focusing on selected elements of form.
The elements are compared against an
expert standard and conscioudy controlled
so they conform to the standard. The
behavior isrepeated until it is performed
automatically with improved form.

Typically, there is a focus on weak-
nesses as opposed to strengths. The
final performance of the responsein a
correct form is vital because it is only

To fill the technology gap, we began developing a PC-based simulation environment that
supports multiple iterations of student problem solving and scaffolding.
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* Models a thinking enemy.

* Shows rich contingency thinking.

interactions.

The expert tactical thinker—

* Focuses on mission accomplishment and the higher commander’s intent.
* Exhibits visualizations that are dynamic, proactive and flexible.

* Considers where the fight fits into the bigger picture of what is happening
or should happen, both from friendly and enemy perspectives.

* Considers all elements/systems available to him and his enemy and their

* Includes considerations of timing.

Figure 2: Themes Characteristic of Expert Tactical Thinking

through performance that the behavior
becomes automatic and can be per-
formed without conscious effort. The
student’s making a mistake and, later,
realizing he made a mistake, for ex-
ample, during an AAR discussion,
doesn’'t go far enough. Deliberate prac-
tice requires arepetition where the cor-
rect behavior is performed.

As we refined the adaptive thinking
training methodology, we also inte-
grated a set of principles called themes
identified as characteristics of expert
tactical thinking, whichwasdrawnfrom
previous ARI research. (See Figure 2.)
The Advanced Learning Model advo-
cates the use of themes to support the
devel opment of aweb-like understand-
ing of commonaltiesacrossexperiences.
Deliberate practice similarly advocates
the use of principles to focus practice
sessions on specific habits of thought.

The behaviors listed in Figure 2 are
familiar tomost sol dierswho havestud-
ied the art of battle command. Despite
the familiarity of the ideas, the behav-
iorsarecommonly performed poorly or
not at al in realistic situations, espe-
cialy in times of stress, fatigue and
distracting demands. The commander
encountersaminefieldand doesn’ t con-
sider theenemy’ spurposein emplacing
the minefield (i.e., Where does the en-
emy want me to go?) He changes his
axis of advance and doesn't consider
how this will affect adjacent friendly
units. He reacts to an unexpected en-
emy threat and doesn’t assessthe affect
of his actions on accomplishing the
mission. He forecasts the actions of the
enemy regiment he’'s facing without
considering what role that regiment
playsin the concept of the enemy divi-
sion commander. He visualizes the
movements of one of his companies
throughtheattack without assessing the
progressive effects of combat on the
company’s capabilities.
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I’ snot enough to understand the con-
cepts; the learner must perform with
enough repetition that his behaviors be-
come habitual. Thinking, itself, never
should become automatic and effort-
less, but the structure of how tothink on
the battlefield, once it has become ha-
bitual, supportsclear and accuratethink-
ing under conditions of pressure.

The adaptive thinking training meth-
odology was designed to develop the
skillslisted in Figure 3. The methodol-
ogy was demonstrated with 11 majors
from the Advanced Tactics Elective
Course A308at CGSCin 1999 who com-
prised the experimentd group. The stu-
dentsparticipatedinexerciseswithateam
of highly experienced military experts
acting as mentors.

The first part of the instruction con-
centrated on creatingamultidimensional
understanding of the battlefield using a
more traditiond instructional approach.
The second portion wasin the form of a
capstone exercise. It centered on intense
deliberate practice of cognitive skills in
an environment designed in accordance
with the training model.

Student insight into battlefield situa-
tionswas supported in both parts of the
instruction by the consistent use of the
themesthat represent expert perception
of battlefield situations and by simula-
tions to enact and display developing
situations under discussion. Their per-
formance was compared with that of
similar studentsin acontrol group who
didn’'t receive the special training but
who completed the existing brigade
advanced tactics elective course and
participatedinatraditionally structured
capstone exercise. Theteam of mentors
was engaged in both the first and sec-
ond parts of the adaptive training ex-
periment for the experimental group
only.

Performancemeasurement, consisting
of astructured methodfor elicitingwrit-
ten situation assessmentsfromindividu-
alsabout aspecific battl efield situation,
was conducted before and after thefirst
part and beforeand after the second part
of thecourse. Thesituation assessments
presented the same general situation on
paper to each individual student. Each
student made a brief, written assess-
ment by answering a set of questions
about the situation.

Then a special situation was intro-
duced on paper in which some unex-
pected event occurred within the origi-
nal situation. The students each gave
their revised written assessment of the
situation by responding to aset of ques-
tions about the information they would
need and actions they would take then.
Theassessment was scored by ateam of
subject matter experts (SMEs) using a
10-point scale.

Students who compl eted the adaptive
thinking experiment were found to per-

rich information.
multiple perspectives.

issues.

Adaptive thinking skills are—

= Domain-specific rather than general critical thinking skills.
* Based on effective learning experiences.

* Based on a concept of automaticity that includes not just procedural tasks,
but also cognitive tasks, ensuring performance under stress and freeing
the mind to work at higher cognitive levels.

* Based on perceptual attunement (tuning in to the cues an expert would see
in a situation), which facilitates the cognitive management of complex and
* Based on the ability to assess a situation in more depth through access to

* Tolerant of the dis-equilibrium associated with the assessment of complex

= Based on the ability to collaborate with others and “feed” off each other’s
ideas until reaching a workable solution.

Figure 3: Adaptive Thinking Skills
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form significantly better at adaptive
tactical thinking. Better performance
was found after the second half of the
course only—the intense practice por-
tion. Thefirst half of theadaptivethink-
ing experiment course, moretraditional
in nature, didn’'t produce measurable
gainsin adaptive thinking.
WhereDoWeGo From Here? Any
new product—a training method, an
information system or a weapon sys-
tem—must continue to be developed
andtested after initial promiseisshown.
In 2000, the methodol ogy was applied
in anewly developed Medium Brigade
Course at CGSC under the auspices of
theTRADOC Army transformation pro-
gram. The methodology also was used
in the Senior Leaders Course provided
to the Initial Brigade Combat Team at

the WarLab at CGSC in August. The
coaching techniques are being refined
and documented as an Army transfor-
mation product, “ L eader’ sGuideto the
Adaptive Thinking Training Method-
ology,” whichwill bedisseminated asa
training circular at the Association of
United States Army convention in Oc-
tober.

Still, the technology gap exists. The
Army has no “staff COFT” for brigade
staff training. We're continuing to de-
vel opthe PC-based simul ation software
to support low-cost adaptive tactical
thinking training. However, the Army
gtill lacks a low-overhead simulation
solution that’ s easy to access and oper-
ate and integrates with ABCS tactical
equipment or canbeembeddedinABCS
for training. Suchasimulation solution

would allow us to fully implement the
learning model for the digitized force.

Oy

Sy,

Dr. Karol G. Ross is a Research Psycholo-
gist for the US Army Research Laboratory
and the principal investigator for Battle
Staff Training research at the Depth and
Simultaneous Attack Battle Laboratory, Fort
Sill, Oklahoma. She also serves as the Army
Research Laboratory Team Leader for re-
searchintotechnology-supported adaptive
battlefield performance. She previously
served as a Senior Research Scientist with
Raytheon Systems Company, Inc., and as
the Manager of Integrated Training Devel-
opment for BDM International. She earned
her Doctorate in Experimental Psychology
from the University of Tennessee.

First Lieutenant to Korea

talion. The Army had started a program—
First Lieutenant (1LT) to Korea—and the
battalion was sending three lieutenants.

“Pick me, pick me,” were not the first words |
uttered. Infact, | could not even visualize going to
Koreauntil my battalionfiredirection officer (FDO)
explained how the program would be aleadership
challenge and improve my professional develop-
ment. Now that I’ m finishing my tour in Korea, | must
agree. My year in Korea has been one of education and
challenges.

Lieutenant Missions. Korea is the only theater that uses
battle books. These books are dynamic as they’ re constantly
changing. Lieutenants maintain the books; however, it's the
1L T operationsofficer’ sresponsibility to ensurethey meet all
standards. It has been stressful working with the battle books
becausetheformat of the book—transitiontowar (T TW), unit
basic load (UBL) and initial battle position (IBP)—has
changed.

Redevel oping the book involved many reconsand countless
late nights and weekends. It required 1L T operations officers
to educate themselves on the proper way to develop, analyze
and brief the modified combined obstacle overlay (MCOQO)
and give proper guidance to other lieutenants in the battery.
It's one thing to develop and brief a plan for training, but it
takeson an entirely new meaningwhenthat’ stheplanyouand
your men will go to war with.

Maintenancein 6th Battalion, 37th Field Artillery (6-37 FA)
is a unique challenge. The battalion commander’s weekly
maintenance program isintense. It goes far beyond the usual
identifying of faults; it also involves true preventive mainte-
nance. Soldiers spend many hours finding potential non-
mission capable (NMC) faults. A back order statusof apartin
Koreacould mean adelay of weeks; however, the unit may be
only secondsfrom*“theballoongoingup.” Lieutenantsquickly

T he rumors moved quickly through the bat-

learn to command their platoon’s way of thinking
about maintenance and be proactive.

Beyond the lieutenant’s daily duties, he partici-
patesincorps- to division-level exercisesthat take
him away from his platoon for weeks at a time.
Many of the exercises involve US and Korean
forcesand requireawide scope of responsibilities.
Thelieutenantsare officers-in-charge (Ol Cs) of the
battalion’ s augmentees to Ulchi Focus Lens (UFL).
They also brief the North Korean artillery attack and
target selection to the “general of North Korean People's
Army” (nKPA) during UFL , aswell asgather informationand
co-formulate the G3's briefing to the Republic of Korea's
(ROK’s)-.commander. More often than not, 1LTs in Korea
find themselveswith moreresponsibilitiesthan their counter-
partsin other theaters.

L earning Commander ship. The First Lieutenant to Korea
Program prepares 1L Ts for command. Every decision or
troop-leading procedure in Korea can have a rea-world
impact and affect the readiness of the Army’ s most forward-
deployed division.

Personnel changes are almost daily; therefore, a lieutenant
must learn to maintain unit cohesion. Team building is a
necessary skill. The hardest |eadership challengeisoperating
within Korea straining restrictions and under the 2d I nfantry
Division’s (ID’s) high operational tempo (OPTEMPO). De-
spitetheserestrictions, 6-37 FA maintains mission readiness.

Inthe2d D, lieutenantsdevel opinitiativeand creativity and
sharpentheir leadership skills. Thedivision’ sstandardisto be
prepared to decisively engage the enemy at a moment’s
notice. That’s not something we boast about—it’'s how we
livein 6-37 FA. On the Minute—Deep Strike.

1L T Derrick G. Anthony, FA
Former Operations Officer, A/6-37 FA
2d IN Div Arty, Korea
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ecenttimeshaveseenasurgein

R thenumber of incidentsof Army

leadersfailing to live up to the

ideals of our Army values. The actions

of thesefew soldiershave cast shadows

of discredit onthemembersof the Army

who strive to live in accordance with

the seven Army values—Iloyalty, duty,

respect, selfless service, honor, integ-
rity and personal courage.

In response to many of these inci-
dents, senior leaders produced and dis-
tributed“valuescards’ and “valuesdog
tags.” In light of these recent failures,
there is little wonder these cards were
met with resistance. Uponreceivingthe
“values dog tags’ and being informed
that their wear was mandatory, many
soldiers could be heard making com-
ments to the effect of, “I don’t need to
be told how to live my life.”

Since the issuance of the values dog
tagsand values cards, commandersand
senior NCOsat all level shaveinstituted
a series of mandatory training events
for each Army value. These periods of
instruction are little more than Power
Point slideshowsor, at best, somesmall
group discussions on the meaning of
each of the Army values. The unit’s
values-based training is generally lim-
itedtoquarterly require-
ments. Theseclassesare
not much more than a
“check in the block” as
a unit is preparing for
its quarterly training
brief.

Current classes on
Army values focus on
understanding the defi-
nition of eachvalueand
its fixed application in
conveniently cut-and-
dry scenarios. Thesitu-
ationsfail toadequately
train and preparejunior
leaderstointernalizethe
Army’s values system.
As aresult, junior leaders are ill pre-
pared to implement values-based deci-
sions in the difficult rea-world situa-
tions of today’s Army.
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Army Values

by Captain Patrick D. Quinn IlI

Bear true faitﬂmd allegiance
to the U.S. Constitution,

the Army, your unit/ )

and other soldiers

Not only havewefailed to adequately
prepare junior leaders for real-world
challenges, we have unintentionally
created a zero-defects atmosphere
surrounding Army values. The use of
clear-cut scenarios, coupled with
measuring adherence to the seven
Army values as a part of the officer
evauation report (OER) and NCO
evaluation report (NCOER) sys
tems, isdamaging thefutureof our
organization. This atmosphere
strips away the ability of the jun-
ior members of our organization
toreflect, learn and grow from the deci-
sionsthey make—right orwrong. We've
created an essence of cover-up and de-
nial by “ruining careers’ if someone
getsa“no” onthefront-side of hiseval-
uation report.

Thisarticlediscussessomereal -world
situations, how junior leaders might
react totheethical dilemmabeforethem
and theimpact of the Army’ sunofficial
zero-defects mentality.

In the desert of Kuwait, asapart of an
Operation Intrinsic Action rotation, an
FA battery is attached to a maneuver
task force (TF). Y ou, thereader, arethe
all-knowing battery commander. Lieu-
tenants and senior NCOs of the battery
encounter a series of

Army . moral and ethical dilem-
Values mas throughout the de-
ployment and approach

you for mentoring and
guidance. Subsequent
tothe event, you reflect
on the moral dilemma,
which illustrates some
of the challenges.
Scenario 1: Loyalty
and Friendship. Pla-
toon leader First Lieu-
tenant (1LT) Brox is
conducting his final
planning and coordina-
tion for a platoon-level
training exercise to be
conducted along the southern boundary
of theUdairi Impact Area. Thisisavery
important event for himasitishisfinal
opportunity to train before executing
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Paladin Table
12—his platoon’s external evalu-
ation (EXEVAL). He has a number of
training objectives he wants to accom-
plish during thisfield training exercise
(FTX).

TheUSArmy Central Command-K u-
wait (ARCENT-K) rangecontrol stand-
ing operating procedure (SOP) requires
the officer-in-charge (OIC) conduct a
down-range sweep of theimpact areato
ensure it's clear of any Bedouins, no-
mads, camel-herders, etc. The TF SOP
states “all down-range sweeps by the
OIC will be accompanied by members
of the task force scout platoon.” 1L T
Brox links up with the scout platoon
leader, 1L T Rash, who happens to be
his good friend.

As the two vehicles crest the hill at
Observation Post 8, they stop to ob-
servetheimpact areaand planarouteto
conduct a thorough sweep of the area.
Inthedistance, 1L T Brox canidentify a
herd of camelsthat clearly will interfere
with histraining. 1LT Brox knows the
correct procedure to clear the impact
areaisto notify the TF tactical opera-
tions center (TOC), which then coordi-
nates support with Kuwaiti military
police (MP) to escort the Bedouins out
of the impact area.

Hevoiceshisfrustrationto 1L T Rash
about the inefficiencies of this process
that historically takestwo daysto com-
plete and how thiswill have adramatic
effect on his ability to prepare for the
EXEVAL. 1LT Rash comments that
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of camelsandtheBedouins, 1L T Rash’s
vehicle suddenly accelerates into the
herd and clearly attemptsto run over a
number of the camels. In a panic, the
herd beginsto rapidly move away from
1L T Rash’svehicle. 1L T Rash pursues
them, pushing the herd with hisvehicle
while standing through the cupola of
hishigh-mobility multipurposewheeled
vehicle (HMMWYV) behind hisM2 .50
cal machinegun, yelling and screaming
at the Bedouins. Once the herd had
sufficiently cleared the training area,
1L T Rash returns and comments, “The
training areais all clear now. You just
havetoknow how totreat thesepeople.”

Several dayslater, after returningfrom
staff call, you bring your lieutenants
and senior NCOstogether. Apparently,
the ARCENT-K Chief of Staff heard
about the incident through the liaison
officer (LNO) to the Kuwaiti MP unit.
Sinceyour TFistheonly unit presently
incountry, the Chief of Staff relayedthe
incident to your TF commander and
wantshimto follow up on thesituation.

After the meeting, 1LT Brox ap-
proachesyou and recountsthedetail sof
what happened along with the fact that
he has been struggling with the situa-
tion and was unsure about coming for-
ward with the information. He remem-
bers discussions with you concerning
the Army values and, in particular, is
torn between feelings of

Asthetwo vehicles approach the herd

on to an individual

You ask, “Whlch then, is more im-
portant for you to support—the values
of the organization of which you are a
member or an individual with whom
yOu associate on a per-
sonal basis?’

1L T Brox agreesorga-
nizational values repre-
sent the greater good;
however he's still con-
cernedthatreportinghis
friendwill get 1L T Rash
intotrouble. Heasksif it
would be appropriate to
confront hisfriend one-
on-one and attempt to
dissuade him from fur-
ther instancesof thisbe-
havior. Since no laws
were broken and noindi-
viduals or property dam-
aged, you advise him
that a face-to-face confrontation is a
good starting point. The scout platoon
leader’s reaction to this confrontation
will helpyour platoon leader determine
his subsequent actions.

Later that night, you sit down and
reflect on the day’s events. One of the
most difficult decisions an individua
has to make is to whom he owes his
allegiance or loyalty. It's difficult to
distinguish between loyalty and friend-
ship. Moreover, it’ sespecially challeng-
ing to confront or turn-in aclosefriend,
particularly when the confrontation

mdeelsarevery simila

: You are disappointed with the fact

that 1L T Brox tolerated an incident as
disrespectful as this. Respect doesn't
apply just to members of your own unit
or family members you
encounter on-post. It sa
fundamental belief that
all beings are intrinsi-
caly valuable, regard-
less of ethical, racial or
religious backgrounds.

Why didn’t 1L T Brox
come forward on his
own? Could he have
done something at the
time to prevent or stop
theincident from occur-
ring? He obvioudly felt
there would be conse-
quences if this incident
were to “get out of the
bag,” and he wasright.

Scenario 2: Taking a Moral Stand.
Asanyone who has ever been a battery
executive officer (XO) can attest, there
is a great number of duties to fill the
day. This deployment is no exception
for your XO, 1L T Danrich. In addition
tothestandard dutiesnormally assigned
to an XO, 1LT Danrich serves as the
battery’s purchasing agent. A number
of morale, welfare and recreation
(MWR) items are purchased routinely
from various local establishments. It's
1LT Danrich’'s responsibility to pur-
chase, pick-up and deliver these sup-
plies to the unit.

loyalty to his peer and the
blatant disrespect for citi-
zensof thiscountry. Hebe-
lieveshedidtheright thing
by choosing to support his
friend and fellow soldier
over someone with whom
he shares nothing in com-
mon. He justifies this deci-
sion by stating that the
greater good in thiscaseis
demonstratingloyalty tohis
peers.

As you are talking with
him, you ask him to differ-
entiate betweenloyalty and
friendship, feeling that he
may be confusing the two.
1L T Brox defines loyalty
as support for an ideal, or-
ganizationorindividualsin
the performance of a duty
based on apromisemadeor
anoathtaken. Friendshipis
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HERE'S YOUR. ARMY NALWES CARD.

( ARMY VALUES CARD? )

WERE ASSIGNING You VALUES
To LNE BY. THIS CARD WiLL.
KEEP You MORALLY STRAIGHT.

SIGN THE BACK, ITS A
CONTRACT BETWEEN You AND
THE ARMY .

STUP! D
CHN THIS

™ september-October 2000

FALURE T0 HAVE THE CARD oM
You AT AlLL TIMES Wikl
RESULT IN AN ARTICLE- IS .

Private Murphy’s Law by Mark Baker (Courtesy of Mark Baker, Army Times, 24 April 2000)

Since the beginning of the
deployment, 1L T Danrichhas
had anumber of challengesin
performing this duty. Time
andtimeagain hehasfailedto
get the correct amount of sup-
plies delivered at the appro-
priate times. Asyou are talk-
ing with some of your fellow
commanders, you inquire as
totheir statusinthisarea. Not-
ing that none of themis expe-
riencing any difficulties, you
decide to have a talk with
young 1L T Danrich.

Later that evening, you call
1L T Danrichinto discussthe
situation with him. Y ou bring
your discussionwiththeother
commanders to his attention.
Then he tells you the rest of
the story. 1L T Danrich states
that he has, in fact, met witha
lot of opposition and resis-
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and military authorities because he has
refused to “ greasetheir
palms.” Apparently, it
is a common and ac-
cepted practice in this
culturetotipvariousin-
dividuals you encoun-
ter to gain their favor
and encourage them to
expedite services. Fail-
uretocompensate these
individuals adequately
results in delays, con-
fiscation of property,
etc. Thisisan accepted
practice in this culture,
yet it is clearly not ac-
ceptable in our culture.

Thisnew information
brings to light a perspective of which
you were not previously aware. When
you ask why other companies weren’t
experiencing the same level of diffi-
culty, 1LT Danrich asserts that every-
one elseis paying off the Kuwaiti offi-
cials.

“You can assume what you want to,
Sir, but I’ veseenit happen. If you don’t
cough up some MREs [meals, ready to
eat], acase of bottled water or at least a
box of chem lights, then you’ Il encoun-
ter problems along the way.”

1L T Danrich is adamant about hold-
ingtohisposition. “ All my valuestrain-
ing thus far tells me there is no gray
area. Onceyou start down that road and
compromiseyour values, younevertruly
have them again.”

Stuck between arock and hard place,
youtell himto remain trueto hisvalues
and continue to do the
best he can. Later that
night you reflect on this
latest situation. The di-
lemma seems easy to
solve—do what’s right,
legally and morally. But
what about the hardship
this situation is causing
the unit?

For almost twomonths,
the unit has been doing
without the proper a-
mount of MWR supplies.
Thechallengeliesin LT
Danrich’s attempt to do
what isright and the ef-
fect it is beginning to
have on the unit's ability to meet its
mission and maintain a high level of
morale. Where does one draw the line
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showld be

1L T Danrich’smoral stand have on the
morale of the soldiers
when they realize that
everyone elsein the TF
is getting their MWR
supplies?

United States' compa-
nies that conduct busi-
nessin avariety of dif-
ferent countries have
learned that to be suc-
cessful in other cultures
they must adapt and con-
form to the expectations
and demands of that so-
ciety. Forexample, food
products shipped to Ja-
panoftendon’tclear cus-
tomsandrot attheportif
port authorities are not compensated.
American companies conducting busi-
ness in Saudi Arabia
havelearned not to dis-
cuss business in the
presence of Saudi fe-
males. Although we
don’'t support these
practices in our own
culture, wemust recog-
nize that they are ac-
ceptedinother cultures.

Isitillegal orimmoral
to give away some
MREsor afew cases of
water?Althoughtheno-
tion of choosing the
greater good supports
holding true to your
ownculture’ smoral be-
liefs, the hardship you are causing your
own soldiers can't be
reconciled. You decide
to have 1LT Danrich
give up some supplies
to get the much-needed
MWR supplies.

What impact doesthis
decision have on you,
and how will it affect
your career, as well as
that of 1LT Danrich?
Y ou have never faced a
situationlikethisbefore.
Y our valuestraining, as
well asthecommandcli-
mate prevalent across
every unit you've been
assigned to, tells you
thereisnomarginfor error. If you make
adecision, it'd better be the right one.
That's easy to do when the issue is
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] it the welfare of tl;é(natinn,
Sthe Army, and your subordinates

beforelyounown

Scenario 3: Combat Trains Com-
mand Post. One of the many duties
your battery is tasked to perform is to
serve on the TF guard force. Second
platoonispulling security at the combat
trains command post (CP). This detail
consists of a platoon of your personnel
and equipment manning various guard
posts, entry control points, the quick-
reaction force, etc.

Sergeant First Class(SFC) Jenry, while
on duty as the sergeant of the guard, is
conducting an inspection of the troop
billeting and bivouac areaasrequiredin
his guard instructions. During this in-
spection, he catches Specialist (SPC)
Alatts, one of his off-duty guard force
soldiers, “socializing” with a female
member of the combat trains CP. SFC
Jenry, himself a single soldier, under-
standsand empathizeswith SPC Alatts’
desires and need for a
relationship. However,
heiswell awarethat the
TF commander has a
policy explicitly forbid-
ding intimate contactin
afield or bivouac envi-
ronment. Thisisprima-
rily a force protection/
health-of-the-force is-
sue.

Thetwo soldierswere
not“intheact,” but SFC
Jenry knowsthat had he
not come across them
when he did, they most
B likely would have been.
Heaskshimself, “What
harm can it do?’ His bottom-line mis-
sion is the security of the perimeter—
the fact that he caught these soldiers
who were off duty and not hindering the
mission is inconsequential to the pur-
pose behind his being there.

SPC Alatts is one of his best troops
and is the stabilizer in his 4th Section.
He doesn't want to get this soldier
busted, and he definitely can’t afford to
shut down a section. So he orders his
soldier to returnto hisbivouac areaand
doesn’'t log the event on his DA Form
1594 Daily Staff Journal or Duty
Officer'sLog.

Thenext evening before assuming his
shift, SFC Jenry reports to you and
states he wants to correct his duty log
from the previous evening. When you
ask the nature of the correction, hetells
you he feels he made a poor decision
and wishes to correct it. Since coming
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pleely
and accurately report an incident cre-

ated a situation where two wrongs had
occurred. His failure to properly per-
form his duties could result in a break-
down in the trust his subordinates and
superiors have in him.

Later, you reflect on the situation that
transpired. SFC Jenry isan outstanding
NCO. Wheredid hisjudgment fail him?
It seems SFC Jenry tried to delineate
between the performance of his duties
as the sergeant of the guard and the
purpose behind hissoldiersbeing at the
combat trains CP.

Duty is the most sublime of all the
Army values. “ Special trust and confi-
dence” hasbeen reposedin each of us—
a trust to carry out the duties we're
assigned. We must not limit the scope
of our dutiesto that required by regula-
tionsor orders. Duty isencapsulated in
the premise of consistently doing what
isright.

Y our immediatereactionisdisappoint-
ment that SFC Jenry would have over-
looked this incident. Of all the prob-
lems you have encountered thus far,
this one seems the most cut and dry.

However, themoreyou think about it,
the greater the respect
andadmirationyouhave
for SFC Jenry and his
ability to come forward
and correct his wrong-
doing. Thisactionisthe
pinnacle of the term
“duty.”

Intoday’ sSArmy where
ethical “ stutter steps’ are
as good as a ceremoni-
ousendtoacareer, SFC
Jenry’s actions speak
louder than words. No-
body would haveknown
about thisincident if he
had not come forward.
Who would you rather
have working for you, SFC Jenry or an
individual who makes a mistake and
takes no action to correct it? SFC Jenry
has duty deeply instilled in him and the
intestinal fortitudeto admitto making a
mistake. Others simply may have the
appearance of doing the right thing.

Reflections. How do we conduct ef-
fective values training for the wide di-
versity of ethical, religiousand cultural
backgroundswe haveinthe US Army?
Is there one simple answer to every
ethical and moral dilemma we might
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% Face fear, danger,\
Hor adversity

sufficient.

What, then, of the situa-
tion with 1LT Brox and
1L T Rash as compared to
that of 1LT Danrich? In
the first scenario, the
greater good is obviously
loyalty totheorganization
as well as the recognition
of thedignity and worth of
all people. What is the
greater good in the situa-
tion with 1LT Danrich?

defects mentality we all seem to pos-
sess. | ndeed, thismen-
tality isreflectedinour
OERs and NCOERs.
To receive anything
less than the highest
ratings in the area of
values and beliefs
would be an uncer-
emonious end to an
individual’s career.
The emphasis on
zero defects has cre-

To remain steadfast to the g ] ated an atmospherein
ideal of unbreakable in- qﬂ-rhﬂw-m,l.q.- which soldiers feel
tegritywouldresultinhard- el yﬁrhm,!pll pressure to cover-up

ship on the unit. Whichis
the greater good and to
whom does your loyalty
flow in this situation?

Theapplication of ethicsand morality
isasindividual asyou and |. There are
certain universal truths that can be ex-
tracted from the seven Army values. In
the end, when the chips are down and
we are confronted with our own “real-
world” moral dilemmas, we must base
our actions and decisions on our own
analysis, individual training and expe-
riences. The correctnessand “ live-abil-
ity” of our decisionswill
be reflected as we look
in the mirror the next
morning.

Asin any training ex-
ercise, a commander
must strive to make the
training as realistic as
possiblewithin the con-
fines of risk manage-
ment. For the purpose
of “ease of training” we
have created artificial-
ity in our values train-
ing. Thislimitsour abil-
ity to “train as we fight”
intermsof Army values.

Aswith amost any ar-
gument, there are exceptions. Thereare
real-world moral and ethical dilemmas
that are cut and dry. But mixed in this
reality lies confusion, ambiguity and
conflict. The proof to this argument is
on the front page of Army Timesor any
leading news publication. It seems that
almost every issue has at least one ar-
ticle or commentary on a recent scan-
dal, accusation, affair or moral incident
inour organization. Theseincidentsare
systemic acrossall ranks—not just iso-
lated to one corps or another.

Arm
Ia);uc
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faltersandmisgivings.
What if, at some point
inthe past, theleaders
we've read about in Army Times had
been allowed to make mistakes, admit
them, learn from them and grow as
individualsand |eaderswithout thefear
of ending their careers for making one
wrong decision? Would they have
“made the Army Times’?

Instead of learning how to deny, avoid
and cover up amisjudgment because of
a perceived zero-defects atmosphere,
our soldiers should be gaining the op-
portunity to learn from their mistakes
and take the experience forward. If that
were to happen, the situation the Army
is facing would change greatly.

e

Captain Patrick D. Quinn Il serves with the
1st Battalion, 358th Regiment (Training
Support) where he provides direct training
support as an Observer/Controller/Trainer
for the 2d Battalion, 146th Field Artillery,
81st Separate Mechanized Brigade (En-
hanced), Olympia, Washington. Prior as-
signments include serving as Commander
of C Battery and as Assistant Operations
Officer, both with the 2d Battalion, 82d Field
Artillery, 1st Cavalry Division, Fort Hood,
Texas; Task Force Fire Support Officer
(FSO), Assistant Brigade FSO, Platoon
Leader, Fire Direction Officer and Com-
pany FSO, all while assigned to the 1st
Battalion, 41st Field Artillery in the 24th
Infantry Division (Mechanized), Fort Stewart,
Georgia. Captain Quinnis a graduate of the
FA Officer Basic and Advanced Courses,
Fort Sill, Oklahoma. He will complete his
Master of Arts in Organizational Leader-
ship from Chapman University in California
in December.
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NTC, Fort Irwin CA, January 2000

Developing the

Leader

by Colonel Bruce A. Brant

LL gnwe have to go—the en-

y tanks are about to break

hrough the perimeter wire!”

the brigade command sergeant major

(CSM) said as he rushed into the tacti-
cal operations center (TOC).

Sitting on acamp stool in front of the
operations map and surrounded by
multi-colored bubble charts, the bri-
gadecommander wasmotionl ess, seem-
ingly mesmerized by the vertical map
infront of him. Over theradios' blaring
contact reports, they could hear the
rumble of tracked vehicles. The situa-
tion was rapidly changing; decisions
had to be made.

“Sir, we have to leave now!” The
CSM grabbed the commander by the
arm and dragged him from the tent just
as the tanks broke through the wire,
roaring past feebl e attempts with small
arms to stop them. The commander
escaped to fight another day.

This scene is observed repeatedly at
the Combat Training Centers (CTCs)
when commanders, transfixed by ac-
tionsto execute their plans, are unable
toadjusttorapidly alteringevents. They
haveforgotten the maxim General (Re-
tired) Richard E. Cavazos often cites
during the Battle Command Training
Program (BCTP), “Remember, in any
plan, the enemy gets a vote.” Com-
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manderstoo oftenfocusontheplan, not
the enemy. They are unable to process
the changes the enemy causes to the
plan and figure out what they need to do
about them.

If the quote attributed to Helmut von
Moltke (The Elder) that “No plan sur-
vives contact with the enemy”t istrue,
thenthefirst sideto adapt tothechanges
presented by the enemy clearly retains
the initiative. The winner will be the
leader who continuously adapts to
changing situations, quickly respondsto
shifting circumstances and proactively
takes and keeps the initiative, thereby
dictating the parameters of the action. Is
the Army developing such leaders?

Today morethanever, the Army needs
adaptive leaders. A quick survey of the
state of the Army illustrates the need.
The Army has one corps upgrading to
Force XXI modernization to become
the first digital corps. Modernization
upgrades are still being tested in light
units. Multi-composition unitsthat fully
integrate National Guard and Army
Reserve soldiersinto active commands
are being developed. At the sametime,
soldiers are deploying to Bosnia and
Kosovo for peacekeeping operations
and to southwest Asiafor conventional
deterrence. Simultaneously, the Army
is working toward the Chief of Staff’s
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vision of total transformation of the
force. ThisvisionmovestheArmy from
the heavy tank to a rapid deployment
force based on the tactically mobile
dismounted infantryman.

The possible adversaries also have
changed. The days of linear warfare
might never be seen again on a grand
scale. Foreign armies watched Opera-
tion Desert StormintheGulf andlearned
three important lessons. First, don’t let
the USbuild up its combat power. Sec-
ond, stay close to the civilians and en-
sure the media reports any collateral
damage. Finally, create alarge number
of American casualties to directly at-
tack the American center of gravity—
the will of its citizens. US forces can
expect adecentralized, noncontiguous,
high-tempo battlefield with asymmet-
ric threats. The US Army will need to
be ready for combat immediately upon
deployment. The next enemy won't a-
low us time to prepare, as Saddam did
in Desert Shield.

Kosovo provides a good illustration
of what can be expected. To counter the
pinpoint accuracy of Air Force laser
guided munitions, Serbian air defense
didn’'t turn on radars. And because the
radarsdid not radiate, the Serbscouldn’t
belocated and destroyed aseffectively.
Thiskept USaircraft at ahigher altitude
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because the air defense threat at lower
levelswas still present. Target acquisi-
tion, accuracy and battle damage as-
sessment were greatly hindered by fly-
ing at higher altitudesto minimizecasu-
alties. CNN broadcast worldwide any
collateral damageor civilian casualties.
This impacted the NATO nation alli-
ances' targeting effortsand world opin-
ion. The enemy effectively adapted to
the American way of war.

British military historian Sir Michael
Howard wrote, “1 am tempted to say
that whatever doctrinethearmed forces
are working on now, they have got it
wrong. | am alsotempted to declarethat
it does not matter....What does matter
is their ability to get it right quickly,
when the moment arrives.”?

Former Chief of Staff of the Army,
General Gordon R. Sullivan says, “As
we, the leaders, deal with tomorrow,
our task is not to try to make perfect
plans....Our task is to create organiza-
tions that are sufficiently flexible and
versatile that they can take our imper-
fect plans and make them work in ex-
ecution.”®

Severa elementsinfluencethe devel-
opment of the adaptive leader: cultural
surroundings and expectations, charac-
ter, education, forcemodernization and
training.

Culture. The American way of life
gives US soldiers a great advantage
over other societies in preparing adap-
tiveleaders. Thevastnessof thearea, its
varying geography and weather and the
multicultural demographics all aid in
creating an open mindedness not found
in many other countries. Americansare
raised making choices, having options
and hearing divergent opinions. Few
Americans stay in the same geographic
location their entire lives. Traveling
around the country or overseas is the
norm.

Technology is part of amost every
household with the constant innova-
tionsin computersand telecommunica-
tions. We all adapt to Bill Gates' latest
software version. The pace of change,
always accelerating, molds Americans
like few other cultures.

Many countries placeagreat valueon
being homogeneous, being part of the
crowd and not upsetting tradition.
Americans celebrate individuality, the
entrepreneur and the nonconformist.

This culture develops a creative citi-
zen from whose intellect and insight
innovativeideasflow. All of thisallows
the citizen to form an attitude and abil-
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ity to makeachoicerapidly when given
variables and to change.

Ironically, many Americans stereo-
typethe military as closed-minded, tra-
dition-bound, rigidly disciplined robots
with no ingenuity. Nothing could be
further from reality.

Character. Edgar F. Puryear’s latest
study on generalship states, “I have
concluded that there is a pattern to suc-
cessful leadership....The most impor-
tant of these qualities is character.”*
Character isthefilter through which all
decisions are made. The leader may
have perfect knowledge of what is go-
ing on, what needs to take place, his
resources and how to use them, and the
strengths and weaknesses of his forces
andtheenemies, but hischaracter influ-
ences his decision of what action to
take.

What is character? Puryear says it
“...cannot be defined; it must be de-
scribed.” His description of character
comes from decades of studying suc-
cessful and unsuccessful leaders. He
describes the character pattern of the
greatest leaders as “...a selfless desire
to serve; to accept theresponsibility for
decision making, which Eisenhower
saidistheessenceof |eadership; tohave
the ‘feel’ or ‘sixth sense’ in decision
making...toread widely, to serve under
senior officers who selected and
mentored them, the reward meaning
longer hours, greater challenges and
greater sacrifices for themselves and
for their families; to be concerned for
and considerate of their people; to real-
ize that the ability to delegate deter-
mined how far they would go; andwhen
problems surface, to fix the problem,
not the blame.”®

General Matthew B. Ridgway de-
scribed characteras” ... standingfor self-
discipline, loyalty, readiness to accept
responsibility and willingness to sacri-
fice when necessary and, in my opin-
ion, for faithin God.”®

Values are amajor part of character.
Values are a few words that describe
what’s important. Values build disci-
pline. They represent what we want our
soldiers to be. They describe what our
nation expects of its soldiers. Finaly,
and most importantly, they serve our
Army’s purpose on the battlefield.”

Valueshelp leaders by consciously or
subconsciously allowingthemtodothe
right thing. With values as the founda-
tion, the leader’ s character isthe prism
through which all other components of
the decision-making processareforced
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to arrive at the leader’s final conclu-
sion.

Education. No other military hasthe
extensive school system or emphasizes
civilianeducationasthe USArmy does.
Each stage of progression of the NCO
or officer is developed through the
school network. An added bonusto the
structured curriculum in many courses
istheuseof electives, allowing students
to fill the gaps in what they believe is
needed for their own personal growth.

Anadditional benefitistheattendance
by other servicesand countriesto Army
courses. This opens the student to di-
verse opinions, tactics, techniques and
cultures. Many courses offer history
and battle staff ridesto historical battle
sites.

Learning from the past, especially on
the ground where the action took place,
increases the basis from which to draw
future judgments. The purpose of the
history instruction is not to try to have
leaders make decisions by recreating
the circumstances of the past, but to
open perspectives on why decisions
were made by leaders in certain condi-
tions.

Self-education is a must for al sol-
diers. This includes not only learning
the mechanics of the profession, but
also reading studies of history, biogra-
phies and leadership that add to the
mental “ hard-drive” fromwhichaleader
can draw to make a decision.

Force Modernization. The Army is
constantly changing. This is an addi-
tional factor in the development of the
adaptive leader. Ask the typical divi-
sion artillery or brigade commander

No other military has the extensive school
system or emphasizes civilian education
as the US Army does.
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how many firing data and fire support
computer systemshelearned, and he'll
probably tell you Field Artillery digital
analog computer (FADAC), TI-59, tac-
tical firedirection system (TACFIRE),
light TACFIRE, the variable-format
message entry device (VFMED), bat-
tery computer system (BCS), backup
computer system (BUC), maybe the
initial fire support automated system
(IFSAS) and advanced Field Artillery
tactical data system (AFATDS). The
list doesn’t include the many versions
of software for each system. Technol-
ogy forces adaptation.

L everaging technology has increased
the tempo of operations, speed of ma-
neuver, precision of firepower and the
paceat whichinformationisprocessed.
The adaptive leader learnsto be part of
the new technology, usingittoincrease
productivity and understanding, to
monitor and influence and to enhance
his ability to lead.®

Training. Doctrine specified in FM
25-100 Training the Force and FM 25-
101 TrainingtheForce: Battle Focused
Training works—if followed. Training
beginsin knowing the basics and being
technically andtactically proficient. The
leader’ ssoldiersmust beskilledintheir
jobs. Behavioral studies at the CTCs
concluded that individual job or task
competencewithin an organizationwas
a primary determinant of group effec-
tivenessin the organization. The better
trained thesoldiers, the better theunit.*°

Most units base training schedules on
CTCtrain-upsand deploymentsaswell
asreal-world contingencies. The CTCs
provide the best training in the world,
short of actual combat, to teach aleader
how to adapt tofast-changing situations
and using rapidly depleting resources.

The adaptive leader learns to be part of the
new technology, usingitto increase produc-
tivity and understanding, to monitor and in-
fluence and to enhance his ability to lead.
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Possibly the best experience gained
fromthe CTCsfor theleader isdealing
with friction. Military philosopher Carl
von Clausewitz's concept is, “Every-
thing in war is very simple, but the
simplest thing isdifficult. The difficul-
tiesaccumulate and end by producing a
kind of friction that is inconceivable
unless one has experienced war. Fric-
tionistheonly concept that moreor less
corresponds to the factors that distin-
guish real war from war on paper.”
Anyonewho hasexperiencedthe CTCs
knows what can go wrong, will go
wrong. Experiencingfriction, theleader
learns how to adapt to unknown or
unplanned problems.

Why Aren’t WeBetter? Inaculture
that embracestransformation and com-
mon core values, istheworld leader in
technology and has the most sophisti-
cated military school system and train-
ing built around the CTCs and after-
action reviews, why aren’'t leaders bet-
ter at adapting to changing situations?
There is no single answer. What are
believedto bestrengthsmay actually be
transforming leadersintofollowerswho
are unable to rapidly make a decision.
What do we need to change to ensure
the Army has adaptive leadership?

Change Our School System. Our cur-
riculum development has little struc-
turegearedtoward theprocessesneeded
now, much lesstwo or moreyearsfrom
now. An exampleistheteaching of DA
Form 2404 Equipment Inspection and
Maintenance Worksheet and DA Form
2408-14 Uncorrected Fault Record in
the primary leadership development
course (PLDC). During PLDC, only
two hoursaredevotedtoturningadriver
into the first-line leader who makesthe
critical call on the unit status report of
whether or not his vehicle is “Fully
Mission Capable.” Oneof thetwo hours
isspent teaching outdated forms. There
isno foresight.

The Command and General Staff Col-
lege, Fort Leavenworth, Kansas, grades
tactics on whether al the elements of
the order are present, not the planitself.
The process is graded over the useful-
ness of the product.

Commenting on the campaign in
K osovo and the challengeto ol d-school
military thinking, General Wesley
Clark, former Supreme Allied Com-
mander in Europe (SACEUR), said, “I
don’'t think the armed forces in our
country should assume, as a matter of
staff collegetraining, that when you go
into one of these operations you' re go-
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ing to be given carte blanche—bomb
anythingyouwant, get themissiondone.
It's not pure war.”2 Are the staff col-
leges teaching Kosovo, Bosnia, Haiti,
Panama, Honduras, East Timor or the
linear warfare of the Fulda Gap?

Genera Clark commented that one of
thereasonsthearmedforceshadtrouble
withKosovowas*“ ...becausewe’ dbeen
toschool onDesert Storm. Desert Storm
was an entirely different battlefield. 1t
was a battlefield that was clean. It was
clean of civilians, mostly clean of refu-
gees, clean of vegetation. It was pretty
much clean of media, too. Y ou have to
be prepared in the future to fight on a
cluttered battlefield. Where there are
civilians—friendly and not-so-friendly
civilians—where there’ stough vegeta-
tion. Where there’ s tough weather.” 13

In mid- to high-level Army schools,
students need courses on how to be
open to change. Thisis being taught at
top-level businessschoolsand corpora-
tions to prepare executives to embrace
the idea that change happens, to antici-
pate it, monitor it, adapt to it quickly
and be ready to change quickly again
and again.** Most Army schools teach
what to think, not how to think.

Change Our Philosophy of Technol-
ogy Dependence. Armies have sought
dominance through technology since
David and the slingshot. But for every
new technology, there always has been
a counter. A Training and Doctrine
Command (TRADOC) study of Opera-
tions Just Cause in Panama and Desert
Stormin the Gulf found “...that battle-
field leadership had to do with every-
thing but equi pment. Oncetheability to
communicate was established, the spe-
cific hardware pieces were far lessim-
portant than what transpired on and
through the lines.” 1

Military analyst and author Ral ph Pe-
ters observed, “...we have falen into
the old American trap of seeking tech-
nologi cal solutionsto human problems,
of so immersing ourselvesin questions
of form that we overlook fundamental
issues of functions.”*® This is demon-
strated in TOCs everyday when an S2
tells the commander his computer says
they have destroyed “x” number of en-
emy vehiclesbut cannot tell him where
the enemy strength is.

It's also demonstrated when the op-
erations order (OPORD) emailed to a
subordinate unit from the higher head-
quarters is never received. New tech-
nology seems to reduce the fog of war
by allowing better analysis of the en-
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emy force, but it raises the friction of
war by thefailuresof the systems. Who
hasn’t lost atransaction in the Standard
Installation/Division Personnel System
(SIDPERS) I11?

Ralph Peters may have said it best:
“We will face adangerous temptation to
seek purely technological responses to
behavioral challenges, especially given
the expense of standing forces....We
must beware of wonder weapons that
offer no significant advantage in a
changing world....We will fight in cit-
ies, andthisbrutal, casualty-prone, dirty
kind of combat will negate many of our
technol ogical advantageswhileit strains
our physical and moral resources.”’
L eaderswho focuson thetechnol ogical
solution are slow to changeto an asym-
metrical challenge.

Change the Way We Train Company/
Battery Leaders. Another problem be-
coming more prevalent throughout the
Army isthelimited training time given
to the company or battery commander.
Every exercise seems to be part of at
least a battalion exercise, and every
event is evaluated. There is little time
for thecommander to experiment inthe
field without being graded.

In 1930, Lieutenant Colonel George
C. Marshal invited German Captain
Adolf von Schell, who had more than
four years of combat experience on
several different fronts, to lecture at the
Infantry School on small unit leader-
ship. Marshall later published his lec-
tures as Battle Leadership. Von Schell
commented that, “The more freedom
allowed asubordinateleader inhistrain-
ing, the better the result will be. Why?
Because he is made responsible for re-
sultsand allowed to achievethemin his
own way....War is governed by the
uncertainand theunknown and theleast
known factor of all is the human ele-
ment.”*® The small unit leader must be
given ampletimeto learn in an environ-
ment that doesn’t hinder initiative and

allows him to become well
grounded in the fundamentals.

ChangeHome-Sation Train-
ing to Make it More Imagina-
tive. To prepare an adaptive
mind, units need to train to
chaos. Chaos is what leaders
will find on the battlefield.
Home-stationtraining, eventhe
external evaluation, istoo pre-
dictable.

Taketwodifferent battery ex-
ternal evaluations. In one, the
multiple-launch rocket system
(MLRS) battery commanderis
called to perform missions at
Fort Sill. Heknowswherehe's
going to livefire and has been

The small unitleader must be given ample time to learn
in an environment that doesn’t hinder initiative and
allows him to become well-grounded in the fundamen-
tals.

there many times. He knows where his
resupply is going to be and how to get
meteorological messages—just about
the entire event is predictable.

Now, take the airborne battery com-
mander and hisexternal eval uation. Go-
ing into an off-post drop zone as part of
an infantry task force, his troops and
equipment are spread out over adozen
aircraft. Some of his equipment will
never arrive. Several of his troops will
be hurt on the jump. He goes out the
door of theaircraft, in themiddle of the
night, not knowing where he will land,
where his howitzers will be, where his
troops will be, where the enemy is or
wherehisobserversare. All heknowsis
that hehastofind ahowitzer, acrew, get
communications with observers, com-
pute dataand put rounds down rangein
30 minutes or less. It's chaos. With
practice, he can adapt.

Units can plan exercises to include
some elements of friction, which trains
leaders’ judgment, common sense and
resolution. Units can take the predict-
ability out of exercises and promote
training to chaos.

It's possible to transform individuals
so that creative, adaptive behavior is
embeddedinthem. Today’ sArmy leads

theway in developing theleader whois
flexible and adaptable. But outdated
curriculum in our Army schools, over
centralized and predictable training, a
fear of failure by subordinates, lack of
time and unpredictabl e training sched-
ulesall forceleadersto becomereactive
instead of visionaries able to adapt to
whatever they encounter. We can do
better.
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Decision

Making

in the Information Age
Moving Beyond the MDMP

by Major John D. Hall

bnce the inception of the Army’s
orce XXI modernization pro-
ram, the pages of professional
military journals have been full of ar-
ticles predicting how information age
weaponsand command and control (C?)
systems will change the nature of war-
fare. “The debate surrounding auto-
mated C? systems and their impact on
battle command has been particularly
intense, withmany articlesmaking pre-
dictions about how advanced informa-
tiontechnol ogieswill lead toward domi-
nant battlespace knowledge.”?

Automated C? advocates assert that
emerging technologies and the result-
ing information dominance will vastly
reduce, if not eliminate, thefrictionand
fog of war, providing the commander
and his subordinates with nearly per-
fect situational awareness. Thus, the
proponentsof automated C2believethat
emerging technol ogy will “ enablecom-
manders to see and understand the en-
tire battlefield, and as aresult, win the
war."?

Whether or not these predictions will
cometrueiscertainly debatable. A num-
ber of commentaries on information
age control systems present rational ar-
guments against automated C2. Most of
the articles critical of the concept con-
tend that information age technology,
although rapidly improving, will re-
quire many moreyears of development
and experimentation before computers
can meet all the conditionsnecessary to
control modern forces on the battle-
field.

Another frequently articulated posi-
tion is that automated C? systems un-
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doubtedly will reduce uncertainty on
the battlefield, but they will fall short
of achieving nearly perfect situational
awareness. This group of authors ar-
gues that regardless of whether or not
we use automated or manual systems,
intuitive skills always will be called
upon to bridge the gap between the
information provided by the C? sys-
temsand theinformation required by a
commander to makedecisions.®Hence,
there's a perfectly rational argument
that war planning will continueto rely
ontheuseof assumptionstofill gapsin
information that is required but un-
available.

Nonetheless, the results of a number
of digitized C? experiments, suchasthe
advanced warfighting experiments
(AWESs) and Army Experiment 5, have
demonstrated the potential for some
sort of automated C2system. The Army
amost certainly will rely on computers
and digital communi cationssystemsto
provideautomated C? of forcesincom-
bat at some point inthefuture. Wemay
findthesituational awarenessthey pro-
videfallsshort of perfectionintermsof
timeliness, accuracy and compl eteness,
but the likelihood is that, eventually,
computers will give commanders an
unprecedented ability to see the en-
emy, the terrain and themselves.

Ironically, the debates regarding the
impact of automationon C?havelargely
neglected to discuss how to maximize
theopportunitiesthat animproved situ-
ational awarenessmay provide. Inpar-
ticular, theproponentsof automated C2
fail to analyze how our current meth-
ods of tactical decision making will fit
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within the framework of automated C2.
Specifically, therehasbeenvirtually no
discussion regarding how to supple-
ment the military decision-making pro-
cess(MDMP) with other decision-mak-
ing tools that will allow us to take ad-
vantage of the opportunitiesthat domi-
nant battlespace knowledge provides.

Thisarticleexamineshow theMDMP
fits within an automated C? environ-
ment, anditintroducesonesuch supple-
mental decision-makingtechnique—the
Recognition Primed Decision Model—
that, if used, will help to maximize the
potential of improved situational aware-
ness.

The Nature of the MDMP. The Ar-
my’sMDMP is one of agroup of deci-
sion-makingmodelsreferredtoas” ana-
Iytical” or“rational choice” models. Ana-
lytical models use a series of stagesto
move from identification of the prob-
lem to the implementation of the best
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possible solution. Seven steps are used
inthe MDMP: receipt of mission, mis-
sion analysis, course of action (COA)
development, COA analysis, COA com-
parison, COA approval and, finaly,
orders production.

One of the advantages to using ana-
lytical models like the MDMP is that
when used properly, they result in the
selection of the optimum COA. The
thoroughness of analytical modelsalso
meansthat commandersand their staffs
are less likely to overlook important
information as they approach the mis-
sion at hand.

Like other analytical models, the
MDMPisexceptionally versatileinthat
it' suseful inavariety of situationsacross
the entire spectrum of operations. The
MDMP is also an extremely valuable
tool for helping inexperienced com-
mandersand staffsdeterminewhat they
know and what they don’ t know regard-

Field Artillery ¥

ing the situation.® Perhaps most impor-
tantly, the correct use of the MDMP
usually resultsin awell-integrated, co-
ordinated and synchronized plan ar-
ticulated via a detailed operations or-
der.

Y et, this excellent model for making
decisionsal so hassignificant disadvan-
tagesthat makeit less suitabl e for deci-
sion making intheinformation age. FM
101-5 Saff Organization and Opera-
tions readily acknowledges that the
greatest weakness of the MDMPisthat
it'stime-consuming.® Like other ratio-
nal decision-makingmodels,theMDMP
can sometimes lead to hyperrationality
or the attempt to apply deductive and
quantitative reasoning to situations
where they don't apply. The most sig-
nificant shortcoming of the MDMP,
however, is that the circumstances of
actual combat often prevent command-
ersand staffsfromformally analyzinga
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situation, especially at echelons of bri-
gade and below where there are no
formal planning staffs available.

An analysis of Combat Training Cen-
ter (CTC) rotationsillustratesthispoint.
Astraining unitsreceive new missions,
the commanders and staffs use the
MDMP in the standard or time-con-
strained form as the means of develop-
ing their plans. However, once they
move from the planning to the execu-
tion phase of the operation, command-
ers cannot afford to take thetimeto use
the MDMP asameans of analyzing the
current situation and determining how
to best continue the operation. Instead,
they rely on their previous experience
andintuition asameansof accomplish-
ing the mission.

If the MDMP is less suitable as a
model for execution phase decision
making under the current C? system,
then it most definitely will be unsuit-
ableinan automated C? situation where
rapid decision making iscrucial to tak-
ing advantage of the greater situational
awarenessthat computerswill provide.
While the Army has a great planning
system in the MDMP, it desperately
needs a model for decision making in
the execution phase of operations. This
isparticularly trueat thelower echelons
of command, where staffs are less ro-
bust, commandersarecloser tothefight
and the time available and the con-
stantly changing situations make ana-
lytical decision-making systems inap-
propriate.

Fortunately, the Army has sponsored
research in thisarea. Theresearch firm
of Klein A ssociatesexamined how mili-
tary commanders make decisionsusing
real-timeinformation in high-pressure,
high-stakes, rapidly changing and dan-
gerousenvironments. During a15-year
period, Dr. Klein and his staff con-
ducted studies in what he refers to as
“naturalistic” environments, analyzing
Army and Navy commanders, fighter
pilots, paramedics, firechiefsand other
professionals required to make split-
second decisions. The result of these
studies was the development of a deci-
sion-makingmodel Kleincallsthe® Rec-
ognition Primed Decision Model.””

The Recognition Primed Decision
M odel. Theadvantageof Klein’ smodel
isthat it captures how commanders use
their previous experiencesto help visu-
alize an existing situation and then use
theirintuitionandvisualization skillsto
choose an acceptable COA. Klein dis-
covered that commanders often recog-
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nized a given situation as similar to a
previous experience. These command-
ers immediately understood what was
happening and were able to devise a
suitable COA without comparing mul-
tiple options.

Remarkably, Klein found that these
deliberations often took less than one
minute. He also discovered that on the
few occasions when commanders did
examine multiple options, they never
compared them against one another
based on some sort of rational criteria.
Instead, they thought of one option at a
time, visualized its execution in their
minds and then either accepted it or
rejected it as unsuitable.

If the option was unsuitable, the com-
manders examined another option and
repeated the processintheir mindsuntil
they found an acceptable solution.
Hence, most successful commanders

tended to evaluate each solution on its
own meritsrather than against an alter-
native sol ution.® The figure shows how
Klein's Recognition Primed Decision
Model can be applied to a purely mili-
tary environment.®

Under the guidelines of recognition
primed decision making, thefocusison
the way commanders assess a given
situation to determine how familiaritis
rather than on comparing options. Like-
wise, COAs are evaluated by the com-
manders’ visualizing their execution
rather than by formally analyzing or
comparing them. By imagining how the
COA will be executed, commanders
can spot weaknessesin the solution and
develop ways to work around those
weaknesses. Thisoften makestheorigi-
nal COA even better.

Klein aso found that commanders
usually look for thefirst workable solu-

Experience the situation in
a rapidly changing context.

v

Determine whether or not
the situation is typical.

v

Expected

Events

Mission

Compare the situation to
previous experiences, using-

Relevant
Cues

Previously
Acceptable
Solutions

Develop another

COA.
A

v

——

Evaluate the proposed COA
(battlefield visualization).

Modify the COA.

Yes, but..\

v

Will the
COA work?

No

Implement the COA.

Recognition Primed Decision Model. One alternative for the leader to determine his
course of action (COA) during mission execution is to apply this model.
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tion they can find, not the best option.
Most importantly, the Recognition
Primed Decision Model placesthe em-
phasis on being poised to act in atime-
critical situation rather than on waiting
for multiple COAs to be analyzed be-
fore taking action.’® Thus, by taking
advantage of the intuition gained from
previous experiences and the power of
battlefield visualization, commanders
can make reliable decisions faster than
they can under the MDMP.

Most experienced |eaders have come
to realize this over the years and, in
time-critical situationsand high-pitched
battles, have relied on their intuition
and visualization skills to solve com-
plex problems quickly. The trouble is
that until Klein devel oped the Recogni-
tion Primed Decision Model, it was
difficult to articulate just how com-
manders were arriving at their deci-
sions. Inother words, commandersknew
they were making decisions, but they
weren't sure how they were making
them.

It took almost 15 years of constant
research before Klein was able to syn-
thesizenaturalisticdecisionmakinginto
his model. The key to decision making
in modern and future battlefield envi-
ronmentsisn’ twhether tousetheMDMP
or the Recognition Primed Decision
Model but recognizing if one model is
more appropriate for a given situation
than another and determining when to
transition from one model to the next.
The Recognition Primed Decision
Model shows how the power of intu-
ition and visualization can help in situ-
ations where the MDMP isinappropri-
ate.

Intuition as a Combat Multiplier. In-
tuition is the process of recognizing a
situation without realizing how we do
it. Most peopletendto think of intuition
as an inborn trait—one that some have
andothersdon’t. Surprisingly, evidence
indicatesthat rather than being instinc-
tive, intuition grows out of previous
experiences.'! People compiletheir ex-
periences over time to form a sort of
mental database, which in turn allows
them to examine a situation and deter-
mine how it relates to previous events.

A broad base of experience provides
the commander a series of conscious
and subconsciouspatternsregardingthe
mission, the enemy and his own unit’s
abilities. Based on these patterns, the
commander formulates clear expectan-
cies, and these expectancies drive how
he should react in a given situation.
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When the recognized patterns match
previous experiences, intuition enables
the commander to use tactics that have
been previously successful. When the
patterns don’t match previous experi-
ences, intuition gives him the feeling
that something is “not quite right” and
leads him to approach the situation us-
ing an alternative COA .12

Besidesprovidingfactsfrommemory,
experience affects the way command-
ersseethesituation. Many times, expe-
rienced decisionmakersfindthemselves
reacting to things that are not happen-
ing rather than to things that are. An
expected pattern doesn’t emerge, and
this causes the commander to reevalu-
ate the current situation.

When theintuitive commander senses
asituation asatypical, hetendsto pause
mentally, gather additional information
and try to get a better sense of what is
occurring on the battlefield. Further-
more, he's often unaware of his use of
intuition because he's not drawing on
memoriesof specificeventsbut rather a
large set of similar incidencesthat have
all blended together.”

Key to decision making in time-criti-
cal situations, the process of recogniz-
ing patternsand whether or not they are
typical happens so fast that most of us
aren't aware of it. This means that a
well-trained commander instantly can
recognize when anew COA isrequired
and how muchtimehehastodevelopit.

This doesn't mean that intuition is
infallible, however. Sometimes acom-
mander’s intuition will mislead him,
causing him to make an incorrect deci-
sion. Nevertheless, even these failures
havemerit asthey areadded to the pool of
other experiences and should cause the
commander to chooseadifferent solution
the next time asimilar situation appears.

Fortunately, the Army can train sol-
diers to develop that part of intuition
that involves pattern matching and the
recognitionof familiar and typical cases.
Expanding the base of experience
through the use of exercises and com-
puter simulations alows current and
future commandersto devel op the abil-
ity to size-up situations quickly and
accurately.

The CTCs, for example, are excellent
waysof gaining such experience. These
exercises, like other good simulations,
let the training unit stop the action,
examine the events that occurred and
cram many situationstogether, helping
the commanders develop a sense of
typicality.
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Inthe Marine Corps, Lieutenant Gen-
eral Paul Van Riper has guided organi-
zations, such astheMarine CorpsCom-
bat Devel opment Command (MCCDC)
at Quantico, Virginia, to support intui-
tivedecision making. TheMarineshave
developed a number of exercises to
improve rapid pattern-matching abili-
ties. Analysis of the results of these
exercisesindicatestheemphasison pat-
tern matching seemed more useful than
formal analysis of alternate options.”®

The Power of Battlefield Visualiza-
tion. Battlefield visualization, or what
Klein refersto as“mental simulation,”
forms the other key component of rec-
ognition primed decision making. Ef-
fectivebattlefield visualizationismuch
more than accurate situational aware-
ness. It'sthe ability to imagine people,
equipment and events consciously and
through a series of imaginary transi-
tions and intermediate steps to deter-
mine how to arrive at a desired end
state. Once the commander has deter-
mined how the situation is similar or
different from those he has seen in the
past, he develops a COA to solve the
problem at hand.

A study conducted on behalf of the
Army Research Institute (ARI) found
that typical mental simulationswork to
satisfy three screening criteria. First,
the proposed sol ution must make sense
tactically. Second, it must result in suc-
cessful mission accomplishment, and
third, it must be complete enough to
move from the current state to the end
state. When a proposed solution meets
these criteria, then the commander, in
hismind, visualizestheexecution of the
COA, step by step, constantly on the
look out for potential shortcomings.® If
he can’t find any shortcomings in the
solution, then the process ends and he
directs the implementation of the solu-
tion. If he identifies problems as he is
visualizing its execution, the com-
mander can modify the COA to work
around the shortcomings, or he can re-
ject the COA outright and devise an
alternative solution.

Battlefield visualization serves sev-
eral functions in decision making. It
allows the leader to preview events as
they might unfold in a future situation
and examineaCOA inhismind, search-
ing for pitfallsto determine whether or
not he should adopt it or look for an
alternative. Visualizing the battlefield
asoalowsusto makesense of thediffer-
ent, oftenconflictingqueuesonthebattle-
field and explain what is occurring.
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Effectivebattlefieldvisuaizationtakes
alot of effort. It moves beyond simply
looking at a situation and understand-
ing what is happening. It's a process
that examinestheinformationavailable
regarding the current situation and at-
tempts to deduce why things are hap-
pening the way they are and determine
how to move from the current situation
to achieve the desired end state.

In reality, battlefield visualization is
what provides commanders true situ-
ational awareness. Withoutit, the Army
will never realize the potential of its
developmental automated C? systems.
True situational awareness occursonly
when a commander has combined his
intuitive skills with the results of his
visualization.

Disadvantages of the Model. Asgood
as the model sounds, it isn't without
disadvantages. One of the most impor-
tant detractorsisit’ sahighly individu-
alisticprocess. TheRecognition Primed
Decision Model centers on the person-
ality and experience of the commander,
and therefore, it'sapoor model for de-
veloping staffsor trying to build teams.
It doesn’t take direct advantage of the
experience of a staff as well as the
MDMP does because only the com-
mander conducts the mental simula-
tion. While the staff isn't precluded
fromdoingaconcurrentanalysis, clearly
it's more difficult to get the results of
that analysis to the commander before
he makes his decision.

Another disadvantage of the Recogni-
tion Primed Decision Model is its de-
pendence on the experience of the deci-
sionmaker. Whilecommandersaretypi-
cally the most experienced members of
the organization, the experience they
have may not be sufficient for the situ-
ation at hand.

The Army learned this lesson in the
early 1990s when we sent soldierswho
had trained for years to fight high-in-
tensity combat into peacekeeping op-
erationsin Somaliaand Haiti. Whilethe
commanders were certainly highly ex-
perienced when it came to warfighting,
they didn’t have enough experience in
stability and support operations for the
Recognition Primed Decision Model to
be a suitabl e decision-making toal.

A third disadvantage is that although
recognition primed decision making
occurs naturally, it’s often difficult for
individuals to articulate how they are
making their decisions. In fact, it's ex-
actly thisphenomenonthat defineswhat
intuition is. This same characteristic
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also makes it difficult to develop pro-
grams that foster the development of
intuitive decision-making skills. The
difficulty in trying to improve some-
one’' sability todo somethinghedoesn’t
evenrealize he'sdoingis, obviously, a
significant challenge to overcome.

Choosing the Right Model. Never-
theless, theresultsof studiesconducted
to dateindicate that recognition primed
decision making is aviable alternative
toanalytical models, suchastheMDMP.
Thisdoesn’t mean the model should be
areplacement for the MDMP. The key
to decision making in the information
age will be knowing when one must
compare available options and when
one must forsake comparison in the
interests of time. The MDM P and other
rational choice models are most suit-
able when there's enough time avail-
able to compare multiple options, the
decision maker lacks the experience
needed to make an intuitive decision or
when thereisaneed (real or perceived)
to justify the decision.

Likewise, there are situations where
recognition primed decision making is
more appropriate. The Recognition
Primed Decision Model is an excellent
method to use when time doesn’ t make
thecomparison of multipleoptionsprac-
tical. Also, when the commander has a
high degree of experience with the cur-
rent situation, using the Recognition
Primed Decision Model can save con-
siderable time: the commander already
knows how hewantsto tacklethe prob-
lem at hand, so the staff doesn’t waste
precious time developing alternative
COAs.

Finally, when the tactical situation is
highly dynamic, the reduced decision
timeline associated with the Recogni-
tion Primed Decision Model allows
commandersto usetimeto their advan-
tage. Thisisoftenreferredtoas” getting
inside the enemy’s decision cycle.”

Thereal question commanders of the
futurewill havetoaskiswhentoswitch
from one decision-making method to

another, and how to ensure the staff
knows when the shift will occur. It
could be when the unit crossesthe line
of departure. It could be when the en-
emy commander begins hisattack, or it
could be after the unit receives amis-
sionthat must be executed quickly. The
decision is up to the commander. Re-
gardless, it will becritical that his staff
understands the circumstances under
which the commander prefers to use
one model over another if the staff isto
work most effectively within his de-
sired framework.

Conclusion. Klein's testing of his
Recognition Primed Decision Model
and subsequent testing by outsideagen-
cies have supported virtually al of
Klein's theories. Nevertheless, the
Army has been reluctant to adopt rec-
ognition primed decision making asan
alternative to traditional models. Per-
haps this is because of the disadvan-
tages noted or because of the greater
preference for the MDMP throughout
the Army. Regardless, we should ac-
cept thefact that theRecognition Primed
Decision Model is a natural method of
making decisionsand begintaking steps
to develop these aready existing, but
institutionally suppressed capabilities
in our leaders.

Just how to devel op benign talents of
intuitive decision making within the
leadership isagreater problemto over-
come, andtherefore, additional research
isrequired to determinetheright meth-
ods of teaching this model. Some re-
searchers have suggested using com-
puter simulations to help accomplish
this task. Other services, such as the
Marine Corps, are experimenting with
situational exercises. Regardless of the
methodswe choose, the Army will gain
considerably once we find a way to
harness the intuitive decision-making
power that resides within its leader-
ship.

The Army also should begin to inte-
graterecognition primed decision mak-
ing into its doctrinal manuals. At this

early stage, it may only bementioned as
an acceptable option for commanders
to choose from, the means by which it
works and the situations where it’ s ap-
propriate to use. Asthe techniques and
procedures for training leaders to use
the model are developed, the discus-
sions in manuals can be expanded to
provide more information about the
model and maximizing its use.

Another optionavailableisto develop
training scenariosthat support recogni-
tion primed decision making, and inte-
gratetheminto existing CTC exercises.
The greatest advantage to be gained
from this approach isthat commanders
will learn when to switch from one
model to another.

By knowing whento switchfromana-
Iytical systems to intuitive systems,
Army leaders rapidly can adapt to the
dynamic situations we expect to en-
counter in 21st century military opera-
tions.
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A Day In the Life of a BCT

F&rst Sergeant

by Major Richard J. Anderson

bornto beasoldier. Clementisa

weathered, no-nonsense, field
soldier, capable leader and 15-month
veteran of Bosnia—one of thefirst US
soldiers to land in Tuzlain 1995 with
the 1st Armored Division.

For the second time in an 18-year ca-
reer, Clement hasbeenassignedto*“ gar-
rison” duty—this time as the senior
enlisted leader of C Battery, 1st Battal-
ion, 22d Field Artillery, abasic combat
training (BCT) unit at the FA Training
Center (FATC), Fort Sill, Oklahoma.
Clement has had to get used to more
paperwork and less direct contact with
soldiers, staying out of the way of the
battery drill sergeants. Crusty 1SG
Clement al so has had to work on polish
and poise to be in the spotlight as a
unique 1SG—the first female 1SG in
the FATC. Sheis up to the challenge.

Although Jeannette (Jenny) M. L.
Clement is not the first female first
sergeant of an FA unit—that distinction
belongs to First Sergeant Michelle
Hartness of Headquarters and Head-
quartersBattery (HHB), 101st Airborne
Division (Air Assault) Artillery of Fort
Campbell, Kentucky—she' sthefirstin
the FATC and second in the FA. 1SG
Clement reported to the FATC in June
1999, thesamemonth gender-integrated
training (GIT) started at Fort Sill.

Ironically, June 1999 was not the first
time Clement had been inside her of-
fice. She's married to retired Master
Sergeant Michael Clement, Special
Forces, who in the late 1980s, was a
drill sergeant in C Battery. Jenny re-
turnedtothesameunitandbuildingwhere
her husband had been assigned morethan
a decade earlier. In addition to the usual
14-hour training days, six days a week,
1SG Clement isawife and mother of two
sons, Carl, age 7, and Neil, age 5.

Born at Fort Belvoir, Virginia, asthe
daughter of an Army aviator, Jenny
Clement had the Army in her blood
fromthebeginning. Sheenlistedin 1981
as a Military Occupational Specialty
(MOS) 93F FA Meteorological Crew-
member and, after advanced individual

F irst Sergeant (1SG) Clement was

Field Artillery

training (AIT) at Fort Sill, wasassigned
to the 7th Infantry Division (Light) at
Fort Ord, California. She subsequently
has been assigned to various positions
fromthesectiontothedivisionartillery
levels in the 101st Airborne Division
and in Germany. She also served atour
withthe US Army Exhibit Team, which
isateam that travel saround the country
to high schools in 18-wheelers to help
Army recruiters. Her previous assign-
ment was as a platoon sergeant in HHB
and NCO-in-charge (NCOIC) of the S2
shop, bothinthe 101st Division Artillery
during her third tour at Fort Campbell.

Jenny spent 15 monthsin Bosniadur-
ing Operation Joint Endeavor. She
landedin Tuzlaonthefirst planel oad of
1st Armored Division personnel toform
Task Force Eagle in December 1995.
Whiledeployed, she served asameteo-
rological section leader and a member
of the division’s fire coordination ele-
ment (FCE).

After spending most of her career in
tactical units, Clement hashad to adjust
tolifeat theFATC. Shehashadtolearn
towork throughthedrill sergeants, hav-
ing never been one herself. In BCT
units, the drill sergeants conduct virtu-
ally all thetraining and the cadre serves
insupervisory and administrativeroles.
This, perhaps, has been the toughest
part of the transition as 1SG Clement
has always been a hands-on |eader.

While the typical Army duty day is
long by civilian standards, for BCT
cadre, it’ sevenlonger—starting at 0430
and ending between 1800 and 1900
hours, Monday through Saturday, with
checks of the battery’s areas on Sun-
days. 1SG Clement’s day is ho excep-
tion. (The drill sergeant’s day starts
before the soldiers get up at 0430 and
goesuntil lightsout at 2130.) Cadreand
drill sergeants continue at this pace for
nine-week stretchesuntil they receivea
cycle break between classes.

Monday through Saturday, physical
training (PT) startsat 0500 and lastsan
hour. Six days a week, 1SG Clement
participatesin PT withthesoldiers. Her
role is to ensure exercises are being
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e correctly, running formation in-
grity is maintained and stragglersare
pervised. With typically four differ-
ent fitness ability groupsin aBCT bat-
tery running each morning, thistask is
not aseasy asit might sound, especially
with the widely varying degrees of
motivation of the soldiers.

For 1SG Clement, PT isan important
part of the day. It san excellent way to
evaluate soldiers and a chance to lead
by example. For soldiers who aren't
used to running or doing push-ups, see-
ing a 37-year-old woman leading from
the front can be inspiring. This can pay
double dividends—motivating male
soldiers who don’'t want to be outdone
and female soldiers who don’'t know
what their true abilities are yet.

A BCT first sergeant’s level of in-
volvement with the soldiers during the
training day depends on the type and
phase of training. The nine weeks of
BCT havethreephases. Thefirst phase,
called “Patriot,” introduces soldiers to
the Army and Army valuesintheclass-
room. “Gunfighter,” the second phase,
focuses on basic rifle marksmanship,
other weapons and selected common
skills. Thefinal “Warrior” phaseteststhe
soldiersby havingthemapply their newly
acquired skillsin afield environment.

During classroom presentations for
the trainees, 1SG Clement focuses on
administrativeduties. A battery canhave
up to 256 trainees at one time, so the
amount of paperwork can be consider-
able, especially when the traineesturn-
over 100 percent every nine weeks.

Atweek four, thebattery transitionsto
the Gunfighter phase and the first ser-
geant’ sinvolvement increasesdramati-
cally. She, the battery commander and
executive officer supervise all live-fire
training. Soldiers receive 14 periods of
instruction on basicriflemarksmanship
at the various ranges throughout Fort
Sill. They also receive training on hand
grenades, rifle bayonet, hand-to-hand
combat and fighting with pugil sticksas
part of theGunfighter phase. 1SG Clem-
ent oversees her soldiers at the Confi-
dence Obstacle Course, the Combat
Conditioning CourseandtheNBC/mask
confidencechamber—coursesthat chal-
lenge a variety of soldier skills, to in-
clude physical fitness, teamwork and
personal courage. At this point in the
training, BCT soldiersare beginning to
bond and theresults of their effortsasa
team are visible.

The final Warrior phase of BCT cul-
minates in week eight with a 72-hour
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field training exercise (FTX). Dur-
ing the FTX, the soldiers apply all
their BCT training in a demanding
tactical environment. TheFT X isthe
cadre’ s chance to be innovative—to
go the extra mile to ensure soldiers
receive redigtic, stressful, but risk-
managed training.

One high point of 1SG Clement’s
tour to datewaswhen C Battery hosted
Secretary of the Army Louis Caldera
foravisitinMarch. Secretary Caldera
saw soldiers conducting lane train-
ing during an FT X, the battery’ stac-
tical operations center (TOC), con-
struction of the battery defense and
an ambush. While the Secretary re-
ceived some information from the bat-
tery cadre during the training, the ma-
jority of histimewasspent being briefed
by trainees. This is indicative of 1SG
Clement’ sadventurousspirit—her risk-
taking—I etting the most inexperienced
soldiers not only meet the Army’s top
official, butalsobehisprimary briefers.

After their FTX, the soldiers prepare
for their final inspection and gradua-
tion. The graduation ceremony is no
small event in the life of the battery.
Invariably, hundreds of relatives come
tovisit their soldiers, and graduationis

1

as much a chance for the battery to
display theprofessionalismof the Army
asitistosignify thecompletionof BCT.
After graduation, the 1SG’s adminis-
trative load remains high because, in
less than two days, all graduates are
shipped to their AIT units and hold-
overs are processed for recycling or
remedial physical fitness training.
Oncethe soldiers are shipped out, the
pace slows for two weeks in a cycle
break. Duringthat time, the battery con-
ducts mandatory training and rehearses
for the upcoming cycle, and perhaps

Expectations for a First Sergeant

1. Desire and Motivation: The individual wants to be a first sergeant.

9.

2. Integrity: Commanders and soldiers trust the first sergeant and know that

if they need to talk to him/her, they can.

. Leadership: A strong first sergeant is a good mentor. Soldiers want to

emulate the first sergeant who “leads the way.”

. Dedication to Duty: The first sergeant develops a system to accomplish all

missions. This may mean starting before the duty day begins and continuing
after the duty day ends.

. Tactical Knowledge: The first sergeant spot-checks positions or maneuver

tactics to strengthen an element’s leadership.

. Counseling and Development: The first sergeant teaches platoon ser-

geants how to perform and how to develop their subordinate NCOs.

. Knowledge of Rules: The first sergeant stays abreast of changes to all

regulations, standing operating procedures (SOPs) and unit policies.

. Ability to Speak: As the company’s senior enlisted advisor, the first sergeant

speaks to the commander on behalf of the soldiers.

Standard Setter: The first sergeant leads from the front and sets the
standard—not only in uniform appearance and PT, but also in off-duty conduct.

10. Time Management: The first sergeant develops a schedule and budgets

his/her time to take care of paperwork and meetings in the office and
soldiers and unit operations out of the office.

11. Uniform Code of Military Justice: The first sergeant does what’s right and

recommends appropriate punishment—always.

1SG Bertram F. Vaughan, 2-505th IN
82d Abn Div, Fort Bragg, NC
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most importantly, the cadre takes
leave or resumes an eight- to 10-hour
workday. With the arrival of new
trainees, the challenge of turning ci-
vilians into soldiers starts again.

1SG Clement redlizes the impor-
tance of the trainees’ first weeks of
exposure to the Army and the long-
termeffectsonthefutureof thefight-
ing force. Shethinksit’' simportant to
havewomeninleadershippositionsin
the initial entry training (IET) envi-
ronment. “Having women drill ser-
geants and even cadre members
higher up the chain of command at
IET is important because women
trainees see them as proof that long-
term career progression for womeninthe
Army isquite possible,” Clement said.

1SG Clement takes her job very seri-
ously. Never having been a first ser-
geant, she did her homework and took
the cue from friend 1SG Bert VVaughan
of the 82d Airborne Division at Fort
Bragg, North Carolina. Among other
things, he told her the 11 expectations
for afirst sergeant, which have served
as her guide. (See thefigure.)

Asto her future, 1SG Clement seesa
variety of possibilities after IET. Ser-
geant Magjor of the Field Artillery isa
position yet to be held by awoman. But
asalready seen, 1SG Clement won't let
precedence—or lack of it—deter her.

Although shenever hasmentionedthe
position as agoal, with her experience,
talent and determination, there may be
yet another “first” waiting for her inthe
future. She'll be up to the challenge.
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Russian Studies from Columbia University
in New York.
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Virtual Live

Getting Fires Back Intoht

by Lieutenant Colonel Howard E. Lee

bmulations represent a powerful

esource for training today’s

rmy, offering abroad spectrum

of flexibletrainingand missionrehearsal

toolsavailableto every leader and unit.

Unfortunately, by and large, our simu-

lations have been devel oped to support

maneuver training and often neglect the

accurate replication of fires and fire
support.

At least in part because of thisinabil-
ity to accurately replicate the effects of
fireswithinthevarioussimulationtrain-
ing environments, agrowing number of
maneuver commandersare questioning
the relevance of artillery to the execu-
tionof their missions. Inaddition, many
artillerymen are losing the skillsto ex-
ecute complex, integrated fire support
scenarios effectively because they rarely
practice such operations at home station.

TheField Artillery School at Fort Sill,
Oklahoma, is moving aggressively to
addressthese training environment and
simulation issues. The school has un-
dertaken several initiatives to fix the
replication of firesat the Combat Train-
ing Centers (CTCs) and in our models
and simul ations. Duringthenext couple
of years, commandersinthefield should
have the opportunity to see many of
these initiatives come to closure.

Initiative 1: Training in Virtual
Environments. Advancesin computer
technology have afforded the Army the
opportunity to train using virtual real-
ity. Simply put, these are environments
in which the trainees can interact with
each other and with other forces on a
computer-generated, three-dimensional
battlefield. There are several programs
that makeuseof thistechnology, but the
primary oneisthe close combat tactical
trainer (CCTT). CCTT isthe next gen-
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eration beyond the venerable simula-
tions networking (SIMNET) technol-
ogy familiar toamajority of our ground
maneuver brethren. CCTT provides an
excellent training environment for the
maneuver forces but falls short in the
areas of fires replication and fire sup-
port participation.

CCTT suites are currently located at
Fort Hood, Texas, Fort Knox, Ken-
tucky; and Forts Benning and Stewart,
Georgia. During the next three years,
CCTT suitesarescheduled to befiel ded
to Europe; Korea, Fort Carson, Colo-
rado; Fort Riley, Kansas; and Fort Lewis,
Washington (the latter, tentative).

In assessing effective training lever-
age points, the FA School determined
that CCTT needed to beafocusand, as
such, several projects are underway.

Thefirstistofixthe CCTT replication
of fires. At the moment, artillery has
essentially no effect onthe CCTT fight.
A direct hit froma155-mm high-explo-
sive projectile causes no casualties
amongthedismountedinfantry, letalone
the armored forces fighting the battle.
Asaresult, maneuver commanders are
gradually getting away from using artil-
lery correctly in support of their opera-
tions. Further, they may have alimited
respect for artillery as a casualty pro-
ducer should they find themselves in
the middle of an actual enemy barrage.

Recommended database and algorith-
mic modifications that address how
CCTTreplicatesfireshavebeenandare
continuing to bedevel oped. Command-
ers should begin seeing better attrition
and battle damage effects from artil-
lery-delivered munitionsintheir CCTT
training within the next year. In addi-
tion, more specialized munitions, such
as artillery-delivered mines, various
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! types of smoke and the new sense

| i and destroy armor munition (SAD-
|

. ARM), may be added tothe selection

{1 of ammunition available to forces
'\ fighting on virtual battlefields.

| The second area of concern in-
|| volves the replication of the fire
support structure. Here, also, the
CCTT training environment is defi-
cient. A standard suite of CCTT mod-

_ ules includes 14 M1A1 Abrams tanks

and 14 M2A2 Bradley fighting vehicles
but only one fire support team vehicle
(FIST-V). Efforts to provide a second
FIST module to each site have proved
cost prohibitive.

The current alternative under devel-
opment isto provide a“reconfigurable
kit” that allows a standard M2A2 mod-
ule to be converted into a Bradley fire
support team vehicle (BFIST) module
complete with onboard hand-held ter-
mina units (HTUs) and lightweight
computer units (LCUs).

The god is to field two full-scale
reconfigurable kitsto each CCTT site.
Maneuver commanders still will have
to decide whether to have FIST partici-
pation or afully manned Bradley com-
pany. Although not a perfect solution,
it's a step toward providing the correct
fire support structure to support com-
bined arms operations.

Another component of this initiative
isto enhancethe ability of artillerymen
touse CCTT for training. Theobjective
is to turn the facility over to an FA
battalion and then provide it arealistic
battlefield environment focused on
training the entire fire support struc-
ture. Combat scenarios using the
CCTT's semi-automated forces (SAF)
can be generated, and the artillery bat-
talion commander then will be able to
conduct focused fires and fire support
training for his battalion using CCTT.

The goal isto have al nine company
FISTsparticipating onthevirtual battle-
field. They would communicate and
coordinate with their battalion fire sup-
port elements (FSEs) using voice or
digital systems while the brigade FSE
participated or assessed thetraining. In
addition, the fire direction centers
(FDCs) and tactical operations centers
(TOCs) could participate, allowing a
comprehensive fires and fire support
training event.

To facilitate this concept, a standard
Bradley modulewould, again, betrans-
formed into a BFIST module, using a
lower-cost, lower-fidelity versionof the
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reconfigurablekit. Inthiscase, only the
turret of the Bradley would be modified
toincludean HTU. Then fires could be
digitally processed by the observing
FIST element and passed to either alive
or simulated FSE and (or) TOC. The
TOCs and FSEs would operate using
real-world command, control, commu-
nication, computer andintelligence(C*l)
systems(principally, theadvanced Field
Artillery tactical data system, or
AFATDS)toprocessfiremissions. This
would alow the FA battdlion to train its
entirefire support and fireddlivery struc-
ture.

Initiative2: Trainingat the Combat
Training Centers. The three dirt
CTCs—Fort Irwin, California; Fort
Polk, Louisiana; and Hohenfels, Ger-
many—are recognized as the corner-
stones of our collective live training.
Training at these sites, coupled with
professional observer/controller (O/C)
capabilities, have paid great dividends
to the readiness of the Army. Unfortu-
nately, the replication of fires and ef-
fects at the CTCs is generally inaccu-
rate. Asin CCTT, maneuver command-
ers are walking away from these train-
ing environments with the impression
that fires are ineffective.

But, there are solutions. One is to
revisethesoftwareinthesimulated area
weapons effects/multipleintegrated | a-
ser engagement system |1 (SAWE/
MILES I1) component of the CTC in-
strumentation system (CTC-1S).

Effortsareunderway withthe Simula-
tions, Training and Instrumentation
Command (STRICOM) to coordinate
the development of software fixes that
would allow better effects of firesto be
replicated at the CTCsand increase the
types of munitions available. This ini-
tiativeimpacts several of the battlefield
operating systems and, as aresult, has a
fairly broad base of support.

The CTC-IS software and interface
“boxes’ located with each vehicle and
soldier need to be upgraded to address
not only fires replications issues, but
also new vehicles coming into the in-
ventory, such as the light or medium
armored vehicles (LAVS) or (MAVS)
for the Initial Brigade Combat Team
(IBCT), and new weapon systems, such
asJavelin. The goal isto havethefixes
in place to support the rotation of the
IBCT at the Joint Readiness Training
Center (JRTC) at Fort Polk in Decem-
ber 2001.
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Initiative 3: Training With Models
and Simulations. Constructive simu-
lations, unlike the virtual CCTT, are
conducted on a series of networked
computer workstations. These smula-
tionsmodel real-world actionsor events
and cause friendly, enemy or neutral/
faction forces to interact on a com-
puter-generated battlefield.

Because of the expense and environ-
mental considerations associated with
large-scale maneuver exercises, the
military hasturned more extensively to
theuseof constructivesimulationstech-
nology to maintain unit readiness and
train senior leadership.

Asin virtual- and live-training envi-
ronments, the replication of fires in
model simulations is inaccurate and
often teaches poor lessons. Current
trainingmodels, such asthecorpsbattle
simulation (CBS), the brigade/battal-
ion battle ssimulation (BBS) or high-
resolution Janus, need their algorith-
mic underpinnings and effects data-
basesaggressively reviewed and modi-
fied to accurately replicate fires and
effects and the delivery of fires. This
effort is underway at the FA School in
coordination withthe National Simula-
tion Center (NSC).

L egacy simulations, such as those al-
ready mentioned, will be replaced dur-
ing the next two to 10 years by the next
generationof training simulations. Prin-
ciple among these are the Warfighter
Simulation (WARSIM) 2000 and the
One Semi-Automated Force (OneSAF).
Thesetwo simulation programs are ex-
pected to span the military operational
training environment from the corps,
divisonand brigadelevelsin WARSIM
down to brigade and bel ow operationsin
OneSAF. Brigade-level training serves
as the crossover point for the two.

TheFA School isanactiveparticipant
in both the WARSIM and OneSAF de-
velopment programs to ensure that er-
rorsof the past are not duplicated inthe
future. Ultimately, the goal is to have
the Army deliver atraining model that
accurately replicatesthe effectsof fires
across the full spectrum of battlefield
environmentsand providesartillerymen
the training resources necessary to de-
velop and maintain their skills.

WARSIM 2000 is projected to begin
initial fielding in late FYOQL. The sys-
tem’ scapabilitieswill beconsistentwith
thecurrent CBSmodel. Thesimulation
will be enhanced during the next sev-
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eral yearswith afull operational capa-
bility projected for about FY05. One-
SAF aso is expected to be delivered
about FY 05 and fully fielded by FY 08.

Initiative4: Training Digitally. One
of themost significant challengestoday
involves the use of digital technology
for communicating, processing, coor-
dinatingand, ultimately, deliveringfires.
This challenge is significant for both
the system operator and the battle staff
long accustomed to anal og systemsand
grease-pencil charts.

Developing and maintaining digital
staff proficiency is a critical skill re-
quired by current and futurebattl estaffs.
Itisn't askill that’s easily trained, and
the techniques involved are extremely
perishable. As the Army continues its
transition to digital battlefield manage-
ment, we must establish the training
environment to support unit proficiency
with digital systems.

Twoeffortsassociated withthisinitia-
tive are underway. The first is to sup-
port the National Simulation Center’s
program for providing the digital battle
staff trainer (DBST) to a broad selec-
tionof battlesimulation centersthrough-
outthe Army.DBST hasasitsheart Fire
Simulation (FireSim) XXI.

FireSim XX | isalarge-scale, artillery-
focusedsimulationoriginally developed
to support artillery system studies for
the combat developments community.
It has been adapted to support digitally
based training using an artillery unit’s
organic C4 and tactical communica-
tions systems. Units that have been
fielded this system have indicated it
provides the most readlistic and chal-
lenging training environment of any
simulation in use today.

The second part of thisinitiativeisto
establish a digitally oriented, senior
mentor program—a fires senior ob-
server/controller team (SOCT)—to
work with and help train active and
National Guard artillery brigade-level
staffsin digital battle staff operations.
This program is similar to the man-
euver's SOCT program currently resi-
dent at Fort Knox. The use of experi-
enced O/Cteamspaystremendousdivi-
dends at the CTCs and in Battle Com-
mand Training Program (BCTP) exer-
cisesand needsto beexpanded to home-
station training.

Similar to BCTP, the fires SOCT will
provide exercise planning, execution
and senior mentorship to units. By us-
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ing DBST as the core simulation, the
SOCT will train on the units' digital
equipment at their home stations. The
goal istoestablishthefiresSOCT capa-
bility and make it available to units
starting in FYOL; units will be able to
request SOCT support by calling the
FA School’ sChief of Simulationsat the
Depth and Simultaneous Attack Battle
Lab, Fort Sill, Oklahoma, at commer-
cial (580) 442-3649 or DSN 639-3649.

Other ToolsAvailable. Unitscanuse
the various models and simulations
availabletoday to createeffectivetrain-
ing environments for non-maneuver
users or for non-traditional missions.
Commandersand leadersat every level
need to articul atetheir creativetraining
ideas to their simulation center staffs
and push them to support the unit’s
training goals and objectives. The fol-
lowing are some of the leading models
and programs available and their gen-
eral capabilities.

Battlefiel d Synchroni zation and Com+
bined Arms Training. Janus and the
joint conflict and tactical simulation
(JCATS) are high-resolution training
models. This type of simulation repli-
cates vehicles and personnel down to
the individual level. The models are
extremely effectivein supporting battle-
field synchronization tasks. They allow
the fire supporter and the maneuver
commander to synchronize fires with
the scheme of maneuver and then ex-
ecute the plan in real time, addressing
critical timing issues.

High-resolution simulations often
serve as staff trainers but are primarily
used for “combat” training. Line-of-
sight is taken into account as the com-
puter “sees’ theterrain in three dimen-
sions.

When using the models, the leader-
ship of aplatoon or company generally
will be in the simulation center looking
at the computer screen to see what his
forces can see. The models have been
used to create effective training envi-
ronments in support of high- and low-
intensity combat operations, disaster
relief exercises, noncombatant evacua-
tion operations (NEO) and military op-
erations on urbanized terrain (MOUT).

Command and Saff Training. Com-
mand and staff training models, such as
CBSorBBS, normallyinvolvethetrain-
ing audience’'s being located at afield
siteand interacting with aresponse cell
at the simulation center. The response
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cell replicatesmultiplesubordinate el e-
mentsand interfaceswith the computer
system to execute the orders received
from the field.

Astheordersare executed, battlefield
outcomes are generated and given to
the response cell, which, in turn, pro-
videsthe battle staffstactical and logis-
tic information to drive the decision-
making process.

BCTP is probably the foremost pro-
gram of this type, although each corps
and division has a significant simula-
tion center capability to support unit
training and mission rehearsals.

Digital Battle Saff Training. FireSim
XXl is a superb system for providing
digital staff training. FireSim models
target acquisition and counterfire ra-
dars, communications, firemissionpro-
cessing and the firing of friendly and
enemy artillery and mortarsdowntothe
individual system level.

In a simulated event, a counterfire
radar acquisition occurs and the appro-
priate displays appear to the radar op-
erator who actions the acquisition and
forwards an appropriate tactical mes-
sageto the FDC or counterfire produc-
tion cell. Once received, the fire mis-
sionis processed and passed to afiring
element where it is executed.

The simulation monitors all of these
events and, as appropriate, assesses at-
trition. If any particular node (radar,
FDC, etc.) is not participating in the
exercise, FireSim replicates its actions
and generates the appropriate message
trafficaswould normally be seenonthe
unit’ stactical C*l systems.

This powerful training tool can be
linked with JCATS or Janusto provide
a maneuver fight and allow artillery
commandersto exercise not only coun-
terfire capabilities, but also direct sup-
port to the close fight.

Finally, the environment can be ex-
panded further to include the extended
air defense simulation (EADSIM) that
providesanair picture, air defensebattle
and intelligence feeds to the all-source
analysis system-remote workstation
(ASAS-RWS). When the entire envi-
ronment ispulled together, it createsan
extremely effective tool for training
across the depth of the battlefield.

Conclusion. Inaccurate fires replica-
tioninvirtual (CCTT), live(CTCs) and
constructive (CBS/BBS) training envi-
ronments have resulted, at least in part,
in maneuver commanders losing their

appreciation for the value of fires in
support of the scheme of maneuver.
Further, becausethesesimulationstool s
arenot up to thetask, artillerymen have
beenunabletotrain effectively at home
station. The Field Artillery School is
initiating and coordinating fixes to ad-
dress these training issues.

Simulations are a powerful tool for
commanders, staffsand leadersat every
level. They are not the answer to all
training issues but represent one of the
trainingmultipliersavailable. Withcre-
ativity and adequate lead times, local
battle simulation centers can coordi-
nate, plan and execute robust exercises
in support of the training community
and help commanders maintain unit
readiness and effectiveness.

Lieutenant Colonel Howard E. Lee is the
Chief of Simulations for the Field Artillery
School and the Depth and Simultaneous
Attack Battle Lab, both at Fort Sill, Okla-
homa. He previously served as the Deputy
Director of Simulations for the United |
States Army in Europe; and Battalion S3
for the 3d Battalion, 11th Field Artillery,
210th Field Artillery Brigade; Operations
Officer, also for the 210th Field Artillery
Brigade; and Fire Support Element Tar-
geting Team Chief for | Corps, all at Fort
Lewis, Washington. He served as Project

Directorforthe developmentoftheCorps ' |

Battle Simulation (CBS) at the National |
Simulation Center, Fort Leavenworth, |
Kansas. He was a Battery Commander

and S1 in the 2d Battalion, 11th Field ||
Artillery, 25th Infantry Division (Light),
Schofield Barracks, Hawaii. Lieuten-

ant Colonel Lee was selected for | |
the new Functional Area 57 Simu-

lations Operations.
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Leading the
Radar Section
In Battle—

_ What
HRI

ght”

Looks Like

by Chief Warrant Officer Three
Harold A. Thacker, Jr.

ew soldiers will spend a day at

the National Training Center

(NTC) at Fort Irwin, California,
asaradar section leader (Field Artillery
Targeting Technician Warrant Officer
131A). Y et, understanding the role and
responsibilities of the radar section
leader is key to the success of every
brigade combat team (BCT). The AN/
TPQ-36 radar section provides the bri-
gade unique force protection aswell as
valuableintelligence on enemy mortars
and artillery and the locations of high-
volume indirect fire.

This article examines the duties and
responsibilitiesof aradar sectionleader
as he prepares his radar section for and
leads hissoldiersinthe NTC battle. If he
trains to his duties and responsibilities
right, heand his section will be prepared
to conduct operationsin combat.

D-2, 1600. The brigade briefs subordi-
nateunitsonanoperationsorder (OPORD)
for a movement-to-contact. The direct
support (DS) FA battalion assistant S3
takesacopy of thebrigade OPORD tothe
DS battdion tactical operations center
(TOC) to begin mission analysis.

At the TOC, battle staffsfrom the DS
battalion and the reinforcing battalion
gather tojointly conduct mission analy-
sisaspart of themilitary decision-mak-
ing process(MDMP). Theradar section
leader and the general support (GS) FA
battalion targeting officer begin reading
the OPORD. The radar section leader
focusesontheinformationlistedinStep 1
“Anayzesthe mission...” of the figure.

The radar section leader notices the
OPORD contains no information on an
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electronic warfare (EW) threat. He co-
ordinates with the S2 and submits a
request for information (RFI) to the
brigade S2: “What is the ground-based
EW threat in theater?’

The section leader reads through the
OPORD concept of the operation and
subordinate unit tasks for the scheme of
maneuver. Hefocuses onwhat force pro-
tection assets are dedicated to the radar
section—Bradley team, military police
(MP) squad, infantry squad or engineer
survivability assets. If no protection as-
sets are identified in the OPORD, the
radar section leader discussesthe protec-
tion assetswith the S3, who addsthem to
the RFIsfor the brigade S3.

Finally, theradar section leader looks
through Annex D of the fire support
planto find theradar position areas and
radar zonelist. Hedeterminestheinfor-
mation devel oped by the brigadetarget-
ing officer (another 131A) during the
MDMP, aslisted in Step 1 of thefigure.

Ashe completesthe mission analysis,
the radar section leader considers the
implied and specified tasks he must
accomplish for the mission. For this
mission, hisspecifiedtasksaretoacquire
the enemy regimental artillery group
(RAG) and opposing force (OPFOR)
mortars. His implied tasks are to coor-
dinate thelink-up time and location for
forceprotectionand engineer assetsand
coordinate with adjacent unitsfor force
protection and support once the radar
section occupies its position.

The radar section leader attends the
mission analysis briefing to the com-
mander and copies down any guidance
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specifically for theradar. Hethenissues
a warning order (WARNO) to his sec-
tion, covering the information listed in
Step2“IssuesaWARNO...” of thefigure.

Next, he participates in course-of-ac-
tion (COA) development, confirming
the information listed in Step 3 of the
figure. For each action/counteraction of
the COA during wargaming, the radar
sectionleader statestheinformationlisted
in Step 4 of the figure.

The radar section leader then returns
to his section and issues a second
WARNO to update the section on the
outcome of the wargame.

D-1, 0600. After afew hours of sleep
and aquick breakfast, the radar section
leader attends the FA support plan
(FASP) briefing with the battery com-
manders. The GS FA battalion target-
ing officer briefsthe radar deployment
order (RDO). The section leader con-
firms his understanding of the plan and
the integration of hisradar section into
the schemes of maneuver and fires. He
then back-briefs the DS or reinforcing
battalion S3 on the key tasksand move-
ment of his section.

D-1, 0800. The radar section leader
attendsthebattalion after-actionreview
(AAR) for the previousbattle. He notes
key issues with radar zone refinement
and fixes call-for-fire zone (CFFZ) re-
finement for the next battle.

After the AAR, theradar section chief
briefshissoldiersontheupcomingmis-
sion using the five paragraph OPORD
format, including theinformationlisted
in Step 8 of the figure. He and the radar
section chief begin inspecting the criti-
cal pre-combat checks (PCCs) to be
accomplished beforethebrigadecrosses
the line-of -departure (LD).

He then reconnoiters future radar po-
sitions to evaluate their technical and
tactical suitability for the mission and
confirm routes. The radar section chief
returnsto the DS TOC and updates the
S2 and GSbattaliontargeting officer on
the friendly and enemy situations.

D-1, 1600. During the battalion rock
drill, the radar section leader indicates
the information listed in Step 11 of the
figure.

D-1, 1800. The radar section leader
briefshiscrew on any changesfromthe
rock drill. He then prepares his battle
board, including the updated informa-
tion listed in Step 12 of the figure. The
battery first sergeant (1SG) arrives, and
the section leader coordinatesfor logis-
tics,includingtheareasin Step 13 of the
figure. The radar section leader eats,
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rests and prepares his section to moveto
collocate with C Battery short of the LD.

Whilehe' seating, theforceprotection
arrives at the radar location—two MP
teams. The radar section leader briefs
them on the overall situation and gets
information from the teams, as indi-
cated in Step 14 of the figure.

D-1, 1900. The radar section moves
out and collocateswith C Battery. Dur-
ing themovement, the TOCinformsthe
radar section leader the route has
changed. Thechangesareplotted onthe

map and the appropriate waypoints are
entered into the global positioning sys-
tem (GPS).
Whilemovingthroughawireobstacle
from aprevious battle, the senior radar
operator callsto tell the section leader
thecargotrailer hasgottenwirewrapped
around thewheel and axle. The convoy
stops, and the MPs provide area secu-
rity. Theradar sectionleader goestothe
disabled vehicle, assesses the situation
and notifiesthe TOC the section will be
latein closing on C Battery’s location.

While the section leader contacts the
TOC, the radar section chief directs the
removal of the concertina wire from the
disabled vehicle.

An hour later, the radar section leader
briefs his soldiers on the dangers of
night movement and battlefield ob-
stacles. The soldiers mount-up and re-
sume movement, finally arriving at C
Battery and emplacing the radar.

Thesectionthen conductsacounterfire
battle drill rehearsal with the reinforc-
ing battalion in preparation for the up-

1. Analyzes the mission, by...

—Examining the Brigade Operations Order (OPORD) for the:

+ Enemy Electronic Warfare (EW)
+ Enemy Indirect Fire Systems

+ Enemy’s Most Likely Avenue of Approach (Ground and Air)
» Force Protection Assets for the Radar Section

» Radar Position Areas

» Radar Zone Numbers, Types and Grids (Annex D)

» Zone Activation/Deactivation Triggers (Annex D)
- Determining the implied and specified radar section tasks.
- Attending the Commander’s Mission Analysis Briefing,

section chief.

9. Conducts inspections on mission PCCs with the

10. Reconnoiters radar positions and routes; back-
briefs the S2 and general support (GS) targeting
officer on the friendly and enemy situations.

11. Participates in the FA battalion rock drill, indicating
for each phase of the plan the...
» Radar Location

» Search Azimuth
+ Active Zones
» Cueing Schedule

looking for specific guidance for his section. + Acquisition Flow

2. Issues a warning order (WARNO) to the section,

including the...

» Proposed Primary and Alternate Radar Positions

+ Search Azimuths

» Pre-Combat Checks (PCCs)

» Pre-Combat Inspections (PCls)
» Time Line for Key Events

3. Participates in Course-of-Action (COA) Development,

confirming...

+ Primary and Alternate Radar Positions

» Search Azimuth

» Cueing Schedule

» Radar Zones

» Use of Force Protection Assets

4. Participates in Wargaming and, during each action/
counteraction, states his section’s...

» Position

» Search Azimuth
+ Cueing Schedule
+ Active Zones

* Need for Casualty Evacuation (CASEVAC) Assistance

and Other Support

5. Issues second WARNO to the section, updating the
information in the first WARNO, COA development and

the wargame.

6. Attends the FA support plan (FASP) briefing and confirms
his understanding of the radar deployment order (RDO).

7. Back-briefs the direct support (DS) battalion S3 on key

tasks and section movement.

8. Briefs his section using the OPORD format, including...

» Map with Current Graphics
+ FASP

+ RDO

+ Operations Overlay

» Graphics
* Routes

(PMCS)

items.

+ Support Requirements at Critical Events
12. Briefs his section on changes and prepares his
battle board, including updated...
+ Zones Plotted

+ Ambulance Exchange Points
+ Radar Sites
13. Coordinates with the first sergeant for...

* Logistics, Personnel and Administration Center
(LOGPAC) Requirements

» Rations and Fuel
» Preventive Maintenance Checks and Services

14. Briefs the force protection assets on the...
» Primary and Alternate Positions and Routes
+ Friendly Scheme of Maneuver
+ Enemy Situation
» Need to provide roving security from the front to
the rear of the radar convoy and radar sites.

» Requirement for a list of the protection asset’s
personnel, support requirements and sensitive

15. Convoys to the battery short of the line-of-
departure (LD) and...

- Establishes communications and conducts
digital commo checks from sensor to shooter.

- Conducts a counterfire battle drill rehearsal with
the reinforcing battalion.

- Conducts section stand-to, checks sensitive
items and performs final PCls and PCCs.

- March orders to the LD and conducts the final
safety briefing.

Radar Section Leader’s Steps in Planning and Preparing to Execute His Mission
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Sergeant Delgado, senior radar operator for 3d Battalion, 29th Field Artillery, 4th Infantry
Division (Mechanized), inputs a critical friendly zone.

coming battle. The rehearsal ensures
there are no technical errorsand digital
communications work from sensor to
shooter. The radar section leader then
can beconfident that hiscommunications
work and that everyone understands the
radar zone and refinement plan.

Next, thesectionfollowsitssleep plan
for 24-hour operations, sleeping in
shifts. Theradar sectionleader and chief
monitor thefiresupport FM rehearsal at
D-1, 2100.

D-Day, 0400. Theradar sectionleader
and crew conduct stand-to, check sensi-
tive items and perform final PCCs and
pre-combat inspections (PCls) and
march order theradar systemtothelLD.
The radar section leader then conducts
a safety briefing. The soldiers mount
their vehicles and are ready to roll.

D-Day, 0600. Theradar sectionmoves
tothefirst radar positionin thevicinity
of the Matterhorn. The key task is to
locate the RAG and OPFOR mortars.
The GSbattaliontargeting officer, with
the S3' sapproval, has coordinated with
thedivisionartillery (Div Arty) for AN/
TPQ-37 radar coverage during the
move, including one critical friendly
zone (CFZ) over Brown Pass.

D-Day, 0635. The section leader di-
rects the emplacement of the generator
truck and radar trailer on the reverse
slope of an intervisibility line to give
some cover and concealment from di-
rect fire and observation. He directs the
shelter truck, cargo trailer, recon truck
andgenerator trail ertoemplacetotherear
of thesiteusing awaddi systemfor cover.

Hethen checkstheradiosintherecon-
naissance truck to be sure he can moni-
tor the Div Arty counterfire, FA battalion
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command and brigade operationsandin-
telligence (O&1) nets to track the battle.
He checks the initialization data, cueing
schedule and zones to ensure the radar
systemisready to observe, and he begins
battletrackingfriendly and OPFORmove-
ments, current zones and acquisitions.

Maneuver forces move past his loca-
tion, and B Battery occupies a position
close to the radar site as the lead task
force approaches Brown Pass. As B
Battery fires its missions and begins a
survivability move, OPFOR artillery
from the RAG fires. Rounds land 800
metersfromtheradar site. As54 rounds
impact, the radar section goesinto mis-
sion-oriented protective posture
(MOPP) Level 4 following its indirect
firedrill. Unfortunately, the RAG fires
destroy three MP vehicles and wound
four of the nine MPs. The radar section
leader begins coordinating for casualty
evacuation (CASEVAC) forthewound-
ed soldiers while the section members
administer buddy aid.

Unknown to the radar section leader,
an OPFOR division reconnaissance
team initiated the mission, hoping to
destroy the radar, a high-payoff target
(HTP). Thesectionleader callsthe TOC
with a SALUTE (size, activity, loca-
tion, unit, time and equipment) report
andnuclear, biological, chemical (NBC)
1 report.

Suspecting the sectionisunder enemy
observation, the section |eader requests
the section beallowed to makeasurviv-
ability move. Minuteslater, hereceives
guidance from the TOC to move to the
alternate location. Ten minutes later,
theradar section pullsinto the alternate
location 1,000 meters away.
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As the section chief scans the hilltop
for division and regimental reconnais-
sance teams, he spots five OPFOR sol-
diers overlooking the radar site. The
section chief notifies the radar section
leader of the OPFOR soldiersand sends
a SALUTE report to the TOC.

Theradar section|eader againrequests
permission to move farther northeast.
Approval is granted, and the radar sec-
tion movesagain. The TOC advisesthe
Div Arty of the contact reportsfrom the
Q-36, and the battalion receives Q-37
coverage for the move.

D-Day, 0735. The radar system
emplaces and is ready to observe
OPFOR indirect fires impacting in the
BCT's area of operations (AO). The
radar receives and processes its first
zoneviolationfromaCFFZ and sendsit
digitally to the TOC. During the next
hour, the section processes a steady
seriesof acquisitionsand sendsthemto
the TOC. The radar section leader and
section chief plot the acquisitions and
refinethe CFFZ locations, reporting the
RAG position to the battalion S2.

Attached to the OPFOR at the NTC, a
battery of CaliforniaArmy National Guard
M109 howitzers replicates a battery of
2Sl1s during the battle. The 2S1 battery
firesamission and makesasurvivability
move. The 2S1 battery commander then
notices that firemarkers are in his last
position, replicating 12 rockets from the
friendlyforce' sreinforcingbattalion. With
anacquire-to-firetimeof six minutes, the
friendly counterfire mission is ineffec-
tive, andthe OPFOR artillery continuesto
fireinto the brigade sector with noloss of
combat power.

Using hisstopwatch, theradar section
leader checks the acquisition process-
ing time in the shelter. With a process-
ing time of 45 seconds, he looks for
waysto decrease thetime. He directsa
change in the radar shelter crew drill,
allowing each acquisition to be pro-
cessed digitally without waiting for
acknowledgement fromthe S2’ sdigital
device. The operator follows up on the
voice FM net to ensure the S2 section
receives the acquisitions.

Again using his stopwatch, the radar
section leader finds his battle drill is
averaging 15 seconds. He's confident
the radar operators understand the new
procedureand returnstotherecontruck
to track the battle.

D-Day, 0800. C Battery occupies a
position near the radar site and shoots
smoke missions to screen the lead task
force’ smovement. Meeting the surviv-
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ability criteria, the guns moveto anew
location, leaving the radar vulnerable to
OPFOR counterfire. The radar section
leader expresses concernto the DSTOC
and istold to stay in place while the task
forcemovesthrough Brownand Debnam
Passes. Thisisacritical time, andtheradar
section needsto provideforce protection.

D-Day, 0815. The OPFOR firesanon-
persistent (NP) nerve agent with the
radar in the downwind hazard. The M8
chemical alarm sounds, and the radar
section again goesinto MOPP Level 4.
Thesectioncontinuesto processasteady
flow of acquisitionsfromthe RAG and
OPFORmortarstothereinforcing TOC.
The radar section leader submits the
NBC 1 report to the DS TOC and waits
for the section chief toreport theresults
from the M256 chemical detection kit.

Fifteen minuteslater, the section chief
notifiestheradar section leader that the
areais al clear. The NBC 2 report is
given to the TOC, and the TOC grants
thesecti on permissionto beginunmask-
ing procedures.

Meanwhile, the 2S1 battery from the
RAG fires a smoke mission to support
movement of its AT-5 battery into an
ambush position. Beforethebattery can
make a survivability move, 12 rockets
from the reinforcing battalion impact
on its position, destroying four 2S1s.
With an acquire-to-fire time of two
minutes and 30 seconds, the friendly
force counterfire team begins the sys-
tematic destruction of the RAG.

D-Day, 0840. While monitoring the
brigade command net, the radar section
leader learns the task force has secured
Brown Pass. Thisisthetrigger to move
the radar section through the pass and
emplaceto support the BCT asit makes
contact with the enemy. The Div Arty
authorizes Q-37 radar coverage for the
Q-36 radar’ smovement, and the battal -
ion targeting officer directs the radar
section leader to move.

As the radar section closes to Brown
Pass, the section leader encounters an
OPFOR family of scatterable mines
(FASCAM) minefield. He reports its
location to the DS TOC and directsthe
section chief to move the other two
vehiclesto arally point. Theradar sec-
tion leader conducts an areareconnais-
sanceand coordinateswith engineersin
the passto use a passage lane; the rest of
theradar sectionthenisbrought forward.
Thesectionel ementslink upand continue
tactica movement to the new position.

The radar section leader tracks the
movement-to-contact and hears a spot
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report that contact has been made five
kilometers to the west. As he plots the
information on his map and studies the
situation, the section chief tellshim the
radar has been receiving a steady flow
of acquisitions, but most had been pl otted
outside the active CFFZ. After plotting
the hostile weapons locations, he directs
the section chief to have the radar opera-
tor delete the ineffective CFFZ, input a
new CFFZ and report the changes to the
battalion targeting officer and S2.

D-Day, 1000. From hisradar operator
at the section’s observation post (OP),
the radar section |eader receives a spot
report of suspected OPFOR smoke one
to two kilometers east of the section’s
location. Whilemonitoringthe FA battal -
ioncommand net, thesectionleader learns
that OPFOR elements continue to move
westward along the path of the smoke.

He notifiesthe TOC of the smoke and
OPFOR vehicles movement. He does
not request to move because adjacent
units are providing adequate force pro-
tection. The radar section continues to
process OPFOR acquisitions from the
RAG until thebattleculminatesat 1145.

D-Day, 1145. The section leader’s
day continues at the NTC, even though
the battle culminates; the radar section
receives continue-the-mission (CTM)
instructions. At CTM plusonehour, the
radar section conductsan AARwiththe
NTC' sradar/targeting trainer at the ra-
dar siteto assesswhat happened, why it
happened and how to improve for the
next fight. During the AAR, the radar
section leader brings up radar position-
ingversusfiring battery positioningand
the counterfirerisk of beingtoo closeto
firing elements. He agrees to fix radar
positioning during the next MDMP.

The radar section chief discusses the
hazards of battlefield obstacles and de-
termineswire cutters need to bereadily
accessible and the section needs battle
drillsfor self-recovery and obstacle by-
passing. Hewill developthebattledrills
and rehearsethemin preparationfor the
next battle.

The senior radar operator notes the
crew drill wasinconsistent and wantsto
integrate the section leader’s changes
into the standing operating procedures
(SOP). He will write the new SOP and
rehearse the new battle drill at the next
counterfire rehearsal.

NTC battlefield statisticsfor theradar
section are 40 acquisitions, 21 zone
violations and the destruction of 16
2S1s and six mortars. After the AAR,
the radar section leader moves the sec-
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tion back to the TOC until it'stime to
rollout for the next fight.

Conclusion. The battle responsibili-
ties of a radar section leader stretch
from thereceipt of the brigade OPORD
through the end of the battle. The pace
of hisactivitiesis rapid and relentless.
Yet radar section leader is one of the
most rewarding positions an FA target-
ing technician will ever fill.

Battleat theNTC for theradar section
leader illustrates the complexity of the
sectionleader’ sdutiesand responsibili-
ties. He must be an integral part of the
planning process, coordinate with vari-
ousel ementsof thecombined armsteam,
make key tactical and technical deci-
sionsduring the battle and provide can-
did post-battle assessments.

Like battle at the NTC, home-station
training must integratetheradar section
leader into the MDMP and rehearsals.
The training must exercise the coun-
terfire system, with the section striving
to meet a two-minute acquire-to-fire
time. Force protection assets and chal-
lenging battlefield movement and ef-
fects also must be integrated into the
training. Finally, no training is com-
plete without an AAR.

If home-station training offers these
challenges to radar sections, then units
will be well on their way to destroying
RAGs at the NTC—as well as on any

future battlefields.

Chief Warrant Officer Three Harold A.
Thacker, Jr., until recently, was a Combat
Radar/Targeting Trainer with the Fire Sup-
port Division of the Operations Group at
the National Training Center, Fort Irwin,
California. He is now a Target Acquisition
Instructor in the Targeting Division of the
Fire Support and Combined Arms Opera-
tions Department of the FA School, Fort
Sill, Oklahoma, his second tour in the divi-
sion. In previous assignments, he served
as an FA Intelligence Officer for the 1lst
Infantry Division (Mechanized)and Brigade
Targeting Officer with the 1st Battalion, 6th
Field Artillery, 3d Brigade Combat Team,
also in the 1st Division in Germany. During
Operation Joint Endeavor in Bosnia, he
was a Radar Section Leader for B Battery
of the 25th Field Artillery (TA), part of the 3d
Infantry Division (Mechanized) Artillery in
Germany. Among other courses, CW3
Thacker is a graduate of the Targeting
Process Course at Fort Sill; the Joint Fire-
power Control Course at Nellis AFB,
Nevada; and the Joint Aerospace Com-
mand and Control Course at Hurburt Field,
Florida.

41



“Hammer 30, thisis COLT [combat observation lasing team] 1. | have
20 armored vehicles moving east, vicinity of Grid NK386174. Time is

0830. Over.”

“This is Hammer 30, roger. Out.”

“COLT 3, thisis COLT 1. The lead element of the 20 victors is headed
into the eastern Granite Pass, vicinity of Grid NK399195. Over.”

“This is COLT 3, roger.” Break. “Hammer 30, this is COLT 3. Fire
KMO0015 at-my-command. Over.”

“COLT 3, this is Hammer 30. Message to observer, Steel Battalion,
6 DPICM [dual-purpose improved conventional munitions], KM0015.”
Break. “KMO0015, ready. Over.”

“Hammer 30, this is COLT 3. Fire KM0015. Over.”
“COLT 3, this is Hammer 30. Fire KM0015. Out.”

“Hammer 30, this is COLT 3. End of mission: two APCs [armored
personnel carriers] burning, two tanks damaged.” Break. “Let Battle
30 know he has 16 armored vehicles moving east toward Phase Line

Dan, vicinity Grid NK420212. Time 0905. Over.”

ou might think this was awell-
Y executed firesupport battledrill

at the National Training Center
(NTC) at Fort Irwin, California. How-
ever, it's a fire support exercise con-
ducted by soldiers of the 1st Battalion,
10th Field Artillery (1-10 FA), part of
the 3d Infantry Division (Mechanized),
at its close combat tactical trainer
(CCTT), Fort Benning, Georgia.

The guard unit armory device, full-
crew interactive simulation trainer
(GUARDFIST) and thetraining set fire
observation (TSFO) are great devices
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to train forward observers (FOs) on
call-for-fire (CFF) procedures. With a
little ingenuity, they can be used to
train additional tasks, such as radio
procedures and processing digital
CFFs.However, GUARDFIST andthe
TSFO can't be used as a stimulus for
many of thefire support tasksrequired
for combined arms operations.

Fire supporters must be able to plan,
rehearse and execute an integrated ob-
servation plan from a combat vehicle,
track the battle, pass combat intelli-
gence between observers and hand the
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by Lieutenant Colonel

Ernest J. Herold lll,
ickey A. Sanzotta and
aptain Thomas W. Everritt

battle over to subsequent observers. To
accomplish this type of training, a de-
vice must be able to place multiple
observersinan environment that realis-
tically simulates their unique point of
view from different positions on the
battlefield. With a little imagination,
the CCTT can be used to accomplish
this mission.

This article gives an overview of the
CCTT facility, discusses 1-10 FA'sde-
sign of and workaroundsfor atask force-
level fire support exercise and outlines
the lessons learned while planning and
executing the exercise.

CCTT Overview. TheCCTT wasde-
signed to train a company/team-sized
unit in combined arms operations. Sol-
diers conduct operationsin combat ve-
hicle simulators equipped with video
screensthat simulaterealisticviewpoints
of drivers, vehicle commanders, gun-
ners, observers and dismounted infan-
try. Mock-ups of M577 command post
carriers represent the task force (TF)
tactical operations center (TOC), the
mortar section, a direct support (DS)
Field Artillery battalion fire direction
center (FDC), as well as a logistics
support center.

The CCTT facility can expand to the
TF-level by manning up to 27 combat
vehicle simulators and controlling the
rest of the task force from semi-auto-
mated force (SAF) positions. There-
fore, a TF could man almost two com-
panies with combat vehicle simulators
and simulate a company with SAF
forces. Another scenario would place
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company commandersand platoon|ead-
ersincombat vehiclesimulatorsin con-
trol of SAF troops. The CCTT simula-
tion is very flexible and can arrange
many variations of manned simulators
and SAF elements.

The CCTT facility has off-the-shelf
training support package exercises that
can be adapted to meet FA unit training
objectives, or the unit can develop its
own exercise. Using an existing train-
ing exercise significantly decreases
planning time but may not meet all the
unit’s simulation requirements. Devel-
oping auniquescenario requiresalot of
time, effort and coordination with the
facility engineers; however, the end
product will be an exercise tailored to
the tasks the unit wantsto train.

To design an exercise in the CCTT,
the unit must produce an operations
order (OPORD) with overlays, decide
which simulators will be manned and
which simulated, determine six-digit
grids for al entities (vehicles, fighting
positions, dismounted positions,
minefields, etc.) and establish radio net
structures. The unit also must deter-
mine the opposing force (OPFOR)
strength, composition, disposition and
courses-of-action (COA). Early and con-
tinuous coordination with the CCTT fa-
cility is critical to ensure the scenario is
feasible and meets training objectives.

The major CCTT advantages are that
it provides low-cost, excellent training
in combined arms operations with
manned combat vehiclesand the ability
to conduct superb after-action reviews
(AARs) in an unequaled AAR facility.
Timeistheonly appreciabl e expense of
conducting a CCTT exercise; al other
costs are negligible.

Combat simulators are a huge benefit
for the M1 Abrams tank, M2 Bradley
infantry fighting vehicleand M981 fire
support team vehicle (FIST-V) crews.
Inside the boxy simulation modules,
crews operate controls and talk on ve-
hicleinter-communicationssystemsthat
replicate the “real McCoy.” For ex-
ample, the single-channel ground and
airborne radio system (SINCGARS)
mock-ups are so readlistic that soldiers
have to be stopped from attempting to
hook-up digital devices to the face-
plates, which appear functional.

Ascrewspeer through sightsor opened
hatches, they are amazed at the simu-
lated terrain and combat around them.
The AAR facility offers top-notch vi-
sual and audio playback of the battle,
including radio traffic from a macro-
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view downtotheaview from aspecific
tank gunner’s sight.

Another advantage of CCTT is the
NTC terrain database. Thisoffersare-
alistic view of the NTC battlefield, en-
abling soldiers to gain experience on
terrain where the greatest challenges
may occur. TheNTCterrainalsoallows
FOs to conduct observation training at
much greater distances than on a post
with heavily vegetated terrain.

CCTT Fire Support TF-Level Ex-
ercise. After observing maneuver task
forces use the CCTT for training, Fort
Benning Redlegs decided to design a
multi-echelon training exercise for fire
supporters. Thetraining objectiveswere
to exercise the entire fire support sys-
tem (includingthedigital system): plan,
rehearse and execute an integrated ob-
servation plan; perform battle tracking
and hand-over; exercise the sensor-to-
shooter link; and familiarize the unit
with the NTC terrain.

We adapted the capabilities of the
CCTTanddesignedaTF-level exercise
capable of training a TF fire support
element (FSE), company FISTs,
COLTs, aswell asthebrigade FSE. Our
design included the DS battalion FDC
and the mortar FDC.

One drawback was that only one
FIST-V simulator existsin the facility.
Toaccount for thelack of FIST-V simu-
lators, we provided quick instructionon
the M1 simulator and placed fire sup-
port officers (FSOs) and observers in
these vehicles. This alowed each FSO
to observethebattlefield with acapable
observation, maneuver and communi-

cations platform. Thisoption limitsthe
number of radiosavailabletothe FSOs;
however, it is not asignificant training
distracter.

The CCTT facility’ sfire support digi-
tal system consistsof theadvancedField
Artillery tactical datasystem (AFATDYS)
in the DS battalion FDC and TF FSE
and forward entry device (FED) sys
tems for observers in the FIST-V and
both dismounted infantry modules. Our
digital system congists of the initial fire
support automated system (IFSAS) and
hand-held termina units (HTU). We
adapted the CCTT system to ours by
wiring our HTUs from the observersin
thesimulatorstothe TFFSE, brigadeFSE
and DS battalion FDC IFSAS. When a
CFF was received, the FA battalion
FDCprocesseditintheCCTT AFATDS
to generate virtual fires in the simula-
tion that observers see on the ground.

During a future exercise, we plan to
remote a SINCGARS radio outside the
facility to communicate with the pla-
toon operation centers (POCs) and our
155-mm Paladin howitzers in a loca
trainingarea. Thiswill account for com-
plete fire mission processing time and
further train observersintargeting, trig-
gers and observation planning.

L essons L earned. We learned many
lessons while planning and executing
our fire support exercise in the CCTT
facility. These include the capabilities
and limitations of the facility and future
considerations for fire support exercises.

CCTT Capabilities. Face-to-face
coaching that was possiblein CCTT is
impossibleontheactual terrain. Itwould

A CCTT Observer/Controller Station
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be great if the FSO or the fire support
NCO could stand on the same piece of
ground as their FOs to coach them
through observation post (OP) selec-
tion, target refinement, trigger points,
etc. Inthe CCTT, thisis asimple task.
Instead of driving 20 kilometers over
broken terrain, the trainer only walks a
few feet to asimulator.

Engineer support iswell simulated in
the CCTT. The engineer has his own
console where he digs fighting posi-
tions and tank ditches, emplaces
minefieldsandwiresobstacles, etc. This
allows the engineer to work with ma-
neuver commandersand firesupporters
to build engagement areas (EAS) that
protect theforceand integrate obstacles
into the commander’s concept of the
operation.

The CCTT can change direct fire en-
gagement rangesand marksmanship. In
our scenario, wereduced the direct fire
engagement ranges for the Blue Forces
and OPFOR to two kilometers, which
compensated for the four-kilometer vi-
sual range in the CCTT. This alowed
observers to refine targets and deter-
mine trigger points to affect the battle
with indirect fires before the OPFOR
entered direct fire range.

We aso had to adjust the marksman-
ship level for simulated forces. During
testing of the simulation, we discovered
OPFOR simulated combat systems
would overpower a numerically supe-
rior simulated Blue Forcefor noreason.
We were able to adjust the marksman-
ship proficiency of bothforces“tolevel
the playing field” and meet our training
objectives.

One of the greatest capabilities of the
CCTT isits staff. While planning and
executing the exercise, the CCTT per-
sonnel quickly responded by creating
workarounds to enhance our training.
During planning, the staff found away
to use the dismounted platoon simula-
tor for the COLT to give us al the
capabilities of the module while creat-
ing avisual signature of only two sol-
diers. During execution, the CCTT staff
promptly converged on challenges to
solveproblemsand createworkarounds.
When a solution couldn’t be found,
they immediately informed us of the
problem and generated reports to their
higher headquarters to solve the prob-
lem for future operations.

CCTT Limitations. There are many
limitationsin CCTT becauseit was de-
signed for training close combat with
M1sand M2s, not fire support. Thekey
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isfor unitstobeawareof thelimitations
and develop techniquesto achievetheir
training objectives.

Thevisual limitinaCCTT simulator
is four kilometers. There are several
workarounds for this problem. In most
instances, we either placed observers
withinthefour kilometer range of what
they neededto seeor adjusted directfire
engagement ranges so observers could
accomplish essential fire support tasks
(EFSTSs) before OPFOR vehicles en-
tered direct fire range.

We also were able to adjust the OP-
FOR'’s rate-of-march and interval be-
tween forces. By slowing the rate-of-
march, weall owed the OPFOR to spend
more time in the EA. In addition, by
decreasing the interval between forces
we still stressed the need for quick and
accurate indirect firesin support of the
maneuver forces.

Because simulators aren’'t supplied
with global positioning systems (GPS),
track commanders and observers must
use land navigation skills to determine
their location and be able to maneuver
in the simulation. We helped observers
refine their location by finding their
positiononthe CCTT computers, which
arein various locations in the facility.

Because the CCTT only has one
FIST-V, we wanted to place two com-
pany FISTsin Bradleysto conduct fire
support operations and familiarize our
FISTs with their future vehicle. How-
ever, wediscovered the CCTT Bradley
simulator wasn't equipped with a tar-
geting system. Therefore, we opted to
use M1s because of their laser range-
finder capahility.

While SINCGARS mock-ups are
nearly identical totheir real-world cous-
ins, they only operateinsingle-channel,
plain text mode. Operators aren't able
to load radios and establish frequency-
hop communication or wrestle through
communications problems associated
with frequency-hop operations.

However, the CCTT simulation does
play radio maximum range and terrain
interfereswith communications. While
this feature forces you to work out a
plan to keep radio platforms within
range, the system doesn’t provide re-
transmission capability. We overcame
this obstacle by placing key vehicles,
such as the TF FSE and DS battalion
FDC, in positions where are-transmis-
sionvehiclenormally would havegone.

The maximum range for 155-mm ar-
tillery is 17 kilometers. This is not a
seriouslimitation for most of theopera-

September-October 2000

tions but must be accounted for during
the planning phase. Also, the unit basic
load (UBL) only has four rounds of
DPICM on the gun and ammo carrier.
The CCTT simulation fires anmo off
thegunandammocarrier until theround
type is exhausted and then places the
gun out of action for 30 minutes as it
conducts re-supply operations. Adjust-
ing the UBL to meet mission require-
ments during the planning phase will
alleviate this situation.

Another CCTT problem is that the
simulation will lock-up if there's too
much activity. Every entity (vehicle,
minefield, bullet, building, etc.) in the
simulation uses computer memory.
When entities are moving around and
shooting at each other, memory usage
jumps considerably.

During the planning phase, weran the
simulation to ensure we were able to
move forces and conduct attacksin ac-
cordance with doctrine, standing oper-
ating procedures (SOPs) and our spe-
cific plans. We discovered we could
replicatesomeentitieswithlessmemory
withnodifferenceinvisua effecttothe
soldier in asimulation module.

For instance, we knew from a previ-
ous exercise that the large amount of
memory required for scatterable
minefields helped lead to the simula-
tion failure. We reduced the amount of
memory used in our exercise by using
conventional minefields with a lane
through them in place of a scatterable
minefield.

During the simulation, we told the
OPFOR commander to drive hisrecon-
naissance through the lane in the
minefield. Arrival of thereconnai ssance
element triggered a call from an FO to
emplace a family of scatterable mines
(FASCAM) minefield. Wefiredthegrid
with DPICM roundsthat theobserverin
the simulator thought was scatterable
mines. When the OPFOR commander
sent in his main body formation, we
instructed him to run into the pre-
planned conventional minefield. By
using thistechnique, we provided qual-
ity visual effects for observer training
and ensured the simulation ran continu-
ously during the entire exercise.

CCTT isn't aperfect system. For ex-
ample, going back and forth between
regular view and binocular view on the
FO console of the dismounted station
crashed themodule. Onceweidentified
the problem, the facility engineers got
themoduleup and running againinless
than five minutes.
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While the CCTT was not developed
specifically as afire support trainer, it
can be adapted to provide inexpensive,
quality training for fire supporters. We
found that the CCTT dramatically im-
proved our ability to provide fires in
support of combined arms operations
and identified tasks needing additional
training.

With alittleimagination, any FA unit
canuseitsCCTT togainsimilar results.

&
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HONOR

Strict Conformity
to What’s Right

T he Army has seven values by which her soldiers strive
tolive: Loyalty, Duty, Respect, Selfless Service, Honor,
Integrity and Personal Courage. This brief piece fea-
turesMedal of Honor (M OH) winner George P. Hays, who, as
a first lieutenant with the 10th Field Artillery, 3d Infantry
Division, distinguished himself near Greves Farm in France
on 14-15 July 1918 during a German attack. The actions of
George Hays epitomize the Army value of Honor.

Lieutenant Hays, while wounded and operating under most
difficult circumstances, didwhat wasright. Asarunner, here-
established lines of communication after his commo equip-
ment was destroyed at the beginning of a massive two-day
German artillery barrage. He continuously moved back and
forth on horseback, responsible for effective fire from his
position, and rallied two French batteries, directing their fire.
He played amajor role in stopping the last German offensive
of World War I.

MOH Citation: George Price Hays, Number 34, 1919.
“At the very outset of the unprecedented artillery bombard-
ment by the enemy, hisline of communicationswasdestroyed
beyond repair. Despite the hazard attached to the mission of
runner, he immediately set out to establish contact with the
neighboring post of command and further establish liaison
with two French batteries, visiting their position so frequently
that hewasmainly responsiblefor theaccuratefiretherefrom.
Whilethus engaged, seven horseswere shot under himand he
was severely wounded. His activity under most severe fire
was an important factor in checking the advancing enemy.”

Hays, TheM an. GeorgeP. Hayswasborn 27 September 1892
inChina. Heentered servicein Okarche, Oklahoma, in 1917 as
a Second Lieutenant, Field Artillery in the Officer Reserve
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Corps. He came into
the Army at atime of
great significanceand e
change for the Field o ,
Artillery. WorldWar f

| wasthefirstlarge- ' <3P

scaleuseof indirect '~
fire with the corre- 1
spondingriseof the
roleof theforward

observer.

AfterWorldWar
I, hereceived his
Bachelor of Sci-
ence from Okla-
homa A&M in 1920. He at-
tended the Battery Officers School in
1922, the Command and Generd Staff
College in 1934 and the Army War
Collegein 1940.

Thenin1940-1941, he commanded :
the 99th Field Artillery (Pack) with #:52
Captain William O. Darby asoneof his
battery commanders. Darby later was the
organizer and leader of theWorldWar |1 Darby’s
Rangers and noted for his innovative use of the 4.2-inch
mortar. He credited Hays with teaching him much about the
aggressive use of indirect fire.

Hays went on to command the 10th Mountain Division in
Italy during World War I 1. He a so commanded the US Forces
in Austria in 1946 and then the Sixth US Army, 1946-1947.
Later, he served as the US Representative to the Allied
Military Government Coordinating Committee.

In 1953, Lieutenant General George P. Haysretired fromthe
Army. He died in September 1979. His other decorations
includetheDistinguished ServiceMedal, Silver Star with Oak
Leaf Cluster, Legion of Merit, Bronze Star and Purple Heart.
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(Editor: Informationfor thisarticlewastakenfromthe* Ameri-
can Artillery and the Medal of Honor,” Military History Mono-
graph 49, by Field Artilleryman David T. Zabecki, USAR.)
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