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THE UPDATE POINT

FA Essential to
Current and Future
Force Success

he Field Artillery is absolutely

essential today to the success of

our joint forcesand the Army’s
combined arms team—and will con-
tinue to be in the future. Some have
confused discussions about the viabil-
ity of any particular weapons system
with established requirementsfor indi-
rect fires or the future relevancy of
Field Artillery. Therequirement for in-
directfiresisgrowing, andtherelevancy
of the Field Artillery ison therise.

Inthefuture, the Field Artillery, fully
integrated with joint fires and all other
effects-producing systems, will bemore
critical to the success of land forcesin
high-intensity conflictthanever before.
Thismessageis clear and being articu-
lated repeatedly by our most senior ci-
vilian and military leadership in an un-
precedented way.

Army studies, analysesand war games
haveinformed usof the continuing need
for land-based indirect fires and rein-
forced that a mix of mortar, cannon,
rocket and missilefireswill berequired
to meet the fire support needs of the
force.

Window into the Future. How the
Army wants its transformed force to
operateisclear. The Army’s White Pa-
per “ Conceptsfor the Objective Force”
states, “Operations will be character-
ized by developing situations out of
contact; maneuvering to positions of
advantage; engaging enemy forces be-
yond the range of their weapons; de-
stroying them with precision fires; and,
asrequired, by tactical assault at times
and places of our choosing.”

This concept was the basis of the re-
cently concluded Army Transforma
tion War Game (ATWG) at Carlisle
Barracks, Pennsylvania. It provided
valuableinsightsthat reinforce the im-
portance of the Field Artillery and the
employment of land-basedindirect fires.
IntheWar Game, thetransformed force
faced the full spectrum of operational
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requirements. high-intensity conflict,
peace support operations and stability
operations/deterrence. The force con-
ducted these operationsinthefull range
of environmenta and terrain conditions,
including mountainous, complex, urban,
open-rolling and triple-canopy jungle.

The following are War Game obser-
vationsapplicabletotheField Artillery.

* In any environment, we must have a
widerangeof jointand Army indirect fire
capabilities to engage targets success
fully and be responsive to any echelon.

» Shaping operations will be continu-
ous, will be conducted throughout the
nonlinear battlespace, will require the
sustained commitment of air- and land-
based fires and will not end until the
conflict is terminated.

» Removing the adversary’s counter-
strike capabilities early—his missiles/
rockets, air power and air defenses—is
absolutely imperativeto ensureour suc-
cessful access to the areasin which we
must operate.

« Joint operations require interdepen-
dence among the services. The capabil -
ity to fully integrate joint and land-
based indirect fires is essential to en-
gage the right targets with the right
capabilities at the right time.

» Weneed abroader spectrum of non-
lethal effects to influence outcomes
across the full spectrum of operations.

* Our command, control, communica-
tions, computers, intelligence, surveil-
lance and reconnaissance (C*ISR) sys-
tems, including sensors, must function
in all environments and be networked.
Tothat end, the Networked Firesarchi-
tecture must be an inherent part of the
Army’s battle command system.

* Integrated versus deconflicted air-
space must be the norm. We must en-
ableall airspaceusers—not restrict them
in time or space. This requirement fa-
cilitates the deconfliction of the trajec-
tories of our munitions and the loiter
attack capabilitieswe will field.

MAJOR GENERAL MICHAEL D. MAPLES
Chief of Field Artillery

* Finaly, the future force needs an
organizational element at every ech-
elonthat enabl esexecution-centric, hori-
zontally integrated fires and effects.

These insights harken back to immu-
table principles of land warfare. Land
forces are an essential component of
our armed services and will remain the
primary means by which enemy armies
are defeated and terrain is controlled.
Land forces employ two primary mili-
tary meansto conduct warfare: firesand
maneuver. Each complementstheother.

Fires include joint air/sea- and land-
basedfires. Jointair/sea- andland-based
fires, again, are complementary and fill
mutually supporting roles essential to
the successful prosecution of warfare.
Land-based fires include the capabili-
ties of systems that engage targets by
direct and indirect means.

Our doctrine is based on these prin-
ciples. FM 3.0, Operations states that
“Firepower provides the destructive
force essential to overcoming the
enemy’ sability andwill tofight.” (Para-
graph 4-11)

Our leadersunderstandthecritical role
of firepower in land warfare—includ-
ing artillery firepower. Deputy Secre-
tary of Defense Paul D. Wolfowitz said,
“Land warfare will continue to be a
critical part of our defense strategy.
And there’s a vital role for accurate
artillery in establishing battlefield
dominance....Theneedfor artillery has
definitely not goneaway. We need pre-
cise fires.” (Department of Defense
News Briefing, 8 May)



shown here firing.

Land-based operational fires will come from NetFires, FCS-NLOS and HIMARS, the latter

FutureIndirect Fires. Indirect fires,
especially those provided by the Field
Artillery, will be increasingly impor-
tant to warfare in the future. We will
provide highly lethal and responsive
operational and tactical fires.

Secretary of the Army Thomas E.
White said, “... the requirement for
indirect fire systems to support the
United States Army ... across the full
spectrum of conflict, 24/7, al weather,
tactical, operational ranges, preciseand
mass targets, continues. And that re-
quirement is valid and has to be met.”
(News Briefing, 8 May)

Our future operational fires will be
long-range and precise to enable the
initial engagement of systems—suchas
long-range ballistic missiles employed
to deny us accessto the enemy—and to
support subsequent operational maneu-
ver by offensive counterstrikeand shap-
ing operations.

We aso will use land-based indirect
fires to attack sophisticated enemy air
defensesto open up protected air corri-
dors for a precision air campaign in
depth. These operational fires will be
delivered fromdeployableartillery sys-
tems and complement the effects pro-
vided by joint systems, such as manned
aircraft, naval cruise missilesand long-
range naval gunfire.

L and-based operational fireswill come
from NetFires, the future combat sys-
tem-non-line-of-sight (FCS-NLOS) and
the high-mobility artillery rocket sys-
tem (HIMARYS) firing precision Army
tactical missiles and rockets.

By doctrine, our tactical fires are to
“destroy or neutralize enemy forces,
suppress enemy fires, and disrupt en-
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emy movement.” (FM 3.0, Paragraph
4-15) We will continue to use the ef-
fects of indirect fires before forces are
joined in order to destroy, dislocate,
demoralize and disorganize our adver-
saries. Wewill seek to create an advan-
tage for our maneuver forces and re-
duce or eliminate any advantages our
adversaries might have. Indirect fires
will isolate the battlefield, enable ma-
neuver forces to retain freedom of ac-
tion and posture those forces to enter
closecombat at asignificant advantage.

The Field Artillery’s enduring mis-
sion of close support for maneuver will
create the conditions for decisive close
combat. In making it possible for ma-
neuver to close with the enemy, land-
based indirect fire tasks will include
preparatory fires, area fires (including
suppression and obscuration), counter-
battery, danger close and final protec-
tivefires. With future technologies, we
potentially will be able to contribute a
widerangeof nonlethal effectstoblind or
disable the enemy, emplace unattended
ground sensors or launch tactical un-
manned aerid vehicles (TUAVS).

Our experience and analyses inform
us that a combination of mortar, can-
non, rocket and missile fires will be
required to accomplish these tactical
firestasks.

Land-based indirect fires combined
with joint firesare the critical elements
of additional combat power the joint
force commander can apply. They must
be available to ensure success in the
most critical stages of engagements
when forces are joined with the enemy.

The FA and Networked Fires. To-
day, the Field Artillery clearly under-

stands and accepts its role as the inte-
grating agent to synchronize indirect
fires with maneuver. Fires and effects
integrationwill becomeevenmorecriti-
cal to the transformed force.

The Training and Doctrine Command
(TRADOC) recently designated the
Field Artillery Center at Fort Sill the
lead for developing our Army’s proce-
dures for fires and effects integration
and designing the architecture for Net-
worked Fires for our Objective Force.
Fort Sill isin the process of organizing
an Enhanced Battle L ab to support fires
and effects integration.

The concept of Networked Firesisto
provide near-real-time integration of
lethal and nonlethal effects, including
complementary access to and support
of joint sensors and fires capabilities.
The intent is to fully access and inte-
graterelevant Army, joint, multinational
and interagency sensors, delivery sys-
tems and information. Thiswill enable
commanders at every echelon to have
responsive, dynamic control over the
application of effects and reach-back
access to additional support systems.
Networked Fires will provide optimal
attack solutions by integrating Army,
joint and multinational lethal and non-
lethal systemswithrelevant sensorsfor
attack and post-attack assessment.

Conclusion. The current and future
forces of the Army will remain depen-
dent onindirect fires asa critical com-
ponent of combat power. Army doc-
trine, conceptual work and extensive
analyses al reinforce that land-based
indirect firesare essential today and for
asfar aswe can project into the future.

Infact, aswemoveintothefuture, the
transformingforcewill conduct tactical
assaults only when regquired—as stated
in the Objective Force White Paper.

| concludewiththewordsof our Chief
of Staff of the Army General Eric K.
Shinseki who could not have articu-
lated the requirement for indirect fires
more clearly. He said, “The Army’s
need for organic fires requires respon-
sive, immediate, 24-hour-a-day, seven-
day-a-week, accurate support in all
weather and terrain, capable of reen-
gaging fleeting targets, and sustainable
for as long as they are required. These
indirect fire capabilities are what we
must provide to our Soldiers as they
fight to win the close battle.” (Opening
Statement before the Senate Armed
Services Committee, 16 May)

The Field Artillery has a future, one
that' s vital to our Army’s future.
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INTERVIEW

Sergeant Major of the Army Jack L. Tilley
Army Staff at the Pentagon

NCQs, Stay In Your Lane—
the Army Needs You There

By Patrecia Slayden Hollis

NCOs play what role and have
what responsibilitiesintheTrans-
formation of the Army?

The Army’s Transformation en-

compasses far more than just the
formation of the IBCT [initial brigade
combat team] at Fort Lewis, Washing-
ton. The Army’s Transformation in-
volvestheentireofficer, NCO and war-
rant officer education systems, theinte-
gration of the Army and Secretary of
the Army staffs—just about every as-
pect of the Army.

But as far as the NCOs down in the
units are concerned, they will have the
same role and responsibilities in the
transformed Army. The equipment and
unit organi zation might changeandtech-
nology will be more advanced, but they
still must focus on the basics and stay
focused on their jobs.

AsasergeantintheArmy, I’ veworked
with seven different tanks. That didn’t

change my leadership style, techniques :

of developing people or how | fulfilled
my responsibilities to soldiers and the
unit—just my equi pment changed. Now
education-wise, some things may
change, but that isbased on technology.

The NCO needs to “stay in hislane.”
He must understand the basics of sol-
diering, know his MOS [military occu-
pational specialty]; lead, counsel and
train hissoldiers; enforceall standards;
and live the Army values—be the best
at what he does. In war, there is no
“Second Place” for the NCO and his
soldiers. That’ stheNCO’ sfocusduring
transformation.

The Army education system for
officers, NCOsand war r ant offic-
er

sTs transforming with the Chief of
Saff’s new Leader Development Cam+-
paign Plan. Although the redesign of
the NCOES is not final, why are we
redesigning NCOES and what can you
tell us about the redesign?
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SMA Tillery listens to a soldier’s question.

—
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We surveyed some 34,000 NCOs

about the NCOES and what we
needed to improve to better develop
NCOs. Latethisspring, wewill finalize
the plan and release the details of the
redesign.

The NCOES that | went through was
developedinthemid-1970s, soit’ stime
to transform our education system. We
aretaking alook at all NCOES courses
and revamping themto ensurethat what
the NCO needs to know is in the right
course at theright time in his career.

Basically, we are looking at distance
learning for the common coreinforma-
tion, whichwould allow soldiersto stay
intheir unitslonger. So for courseslike
BNCOC [basic NCO course] and
ANCOC [advanced NCO course], stu-
dents would learn the common core
subjects via distance learning before
they came to the resident courses.

We are not adding any distancelearn-
ingto PLDC [primary leadership devel-
opment course]. Y oung soldiersneed to
come on site and interact with each
other and their instructorsto learn | ead-
ership skills.

Butweareadding somefinancial plan-
ningto PLDC, so our futureleaderscan
managetheir financesandinvest for the
future. INnBNCOC and ANCOC, weare
going to educate NCOs about their re-
tirement benefits—Iet them know what
they can expect before they retire.

We are dipping the Sergeants Major
Academy toearlierinan NCO'’ scareer.
Right now, the average for attendance
is more than 20 years of service. We
want to bring that down to about 17
years. NCOs need to know somethings
earlier intheir careers. That’ sthe same
reason we are taking some information
in the Battle Staff and First Sergeant
Courses and moving it down into
BNCOC and ANCOC.

One of the things peopledon’t realize
is the civilian education level of the
NCO Corps has gone up considerably.
About 20 years ago, the average educa-
tion level was a high school diploma.
Today, the average education level of
the NCO is probably at least an asso-
ciate's degree...many have more edu-
cation. A degree is not a requirement,
but because of the national emphasison
education, NCOstoday aremorehighly
educated.

So, we are developing the Army Uni-
versity Access Online. This is a
$500,000,000 program that gives sol-
dierslaptopsand printersfor their Army
distance learning requirements and to
gotocollege. In afew years, the Army
will start issuing laptopsand printersto
soldiers.

Right now, we have about 125,000
soldiers forward deployed in Korea,
Germany and other places. We have
another 75,000 soldiers deployed in
operations in places such as Kosovo,
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INTERVIEW

Bosnia, Macedonia, even Afghanistan.
This Army University Access Online
program will ensure soldiers “on the
ground” have the equipment they need
to complete the distance learning re-
quirementsfor their NCOES coursesin
atimely manner and continuetheir col-
lege education from wherever they are.

Overall, we are increasing distance
learning requirements. But we need to
be careful not to overload the soldier—
not to overload the unit that hasto give
him duty time to complete distance
learning requirements. The Chief of
Staff of the Army agrees we have to
strikeabalanceof distancelearningand
resident instruction.

Do you see the Army combining
Q or partially combining OES and
NCOES course POIs [ programs of in-
struction] wherever possible?

There's been a lot of discussion

about that, and I’ m not surethat’ s
agood idea. Our NCO and officer corps
are intertwined. Our officers comple-
ment NCOsand our NCOscomplement
officers. The relationship between the
twoisprobably thebest I've seenin my
33 yearsin the Army.

But officers and NCOs do different
things. So, we don’'t want officers and
NCOs thinking alike. NCOs must con-
tinuetothink at theindividual task level
and officersat the collective task level.
Officers plan; sergeants execute. It's
good to come together in some inte-
gratedtraining, but our OESandNCOES
need to be different so we both know
where our lanes are.

Thedifference between our Army and
the armies of other countries is our
NCO Corps—the specific focus of our
NCO Corps. You know, right now in
Afghanistan and elsewhere, we have
great political and military leaders do-
ing awonderful job, but the sergeant on
thegroundismakingthedifference. He
isdeciding whether or not to kill some-
body. Active, Reserve or National
Guard, our NCOs are dedicated profes-
sionalswho provethat daily by making
adifferencein deploymentsaround the
world.

What is your vision of the future
soldier—do you see him highly
skilfed in a specific area with more
narrow assignment utilization or more
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a generalist who receives assignment-
oriented training—training only as he
needsit for his next assignment?

| favor themulti purposesol dier—

he must have general knowledge
of hisMOS coming out of basictraining
and Al T [advanced individual training]
but befully trained onthe specificequip-
ment he'll find in his first unit. Each
soldier is going to have to do more.

Atthesametime, | think wehaveto be
very careful not to overload soldiers
while making them multipurpose. We
need to ensure soldiers can be profi-
cient in their MOS.

We have gone back to the proponents
of the various MOS and asked them if
their MOS are combined correctly. For
example, we took the 11B (Infantry-
man), 11M (Fighting Vehicle Infantry-
man) and 11H (Heavy Antiarmor Weap-
ons Infantryman) MOS and consoli-
dated them into one MOS to make the
infantryman multipurpose. 11Bs need
to know how to fight in light units,
operate Bradleys or fire TOWSs [tube-
launched, optically tracked, wire-guided
missiles].

Now, it'll takefiveor so yearstowork
through all the “gigs’ of combining
these MOS. But the consolidated MOS
will give the Army more options for
employing 11Bsin different places.

When you consolidate MOS, how

does the soldier get the training

he needswhen heisreassignedto a unit
with different equipment?

Thesoldier will betrained on that

equipment before he goes to his
next unit—called “just-in-time” train-
ing. Astimegoeson, for example, 11Bs
will have served in light infantry and
thenBradl ey units, sothey will betrained
in all aspects of their MOS.

Of course, the consolidated MOS'
ANCOC and BNCOC will incorporate
training from the three MOS. The de-
velopment of themultipurpose11B will
take quite awhile.

One issue we were concerned about
was the promotion system. Soldiersin
the three MOS that now make up the
11B MOS advanced a little quicker in
theseparate M OS. We had to make sure
theadvancement for soldiersinthecon-
solidated MOS was Ok before we con-
solidated those MOS.

Wearelooking at consolidating some
CSS [combat service support] MOS
...medical MOS; some of the supply
MOS; the mechanical MOS, maybe
those for light-wheeled and heavy-
wheeled vehicles;, even some of the
administrative MOS. But no decisions
have been made yet.

When you consolidate MOS and

make the soldier multipurpose
withjust-in-timetraining, when he gets
to the top ranks of his MOS, will he be
prepared to train and supervise subor-
dinates? Will he betechnically andtac-
tically competent in his MOS that en-
compasses a broader type and number
of skill sets?

He's going to have challenges,

but the answer is, “Yes.” The se-
nior NCO's leadership skills are basic
to meeting that challenge.

I’m not trained in every MOS in the
Army; | have one MOS—I’m atanker.
And I’ ve been atanker for along, long
time. But that doesn’t mean that | can’t
deal with other MOS.

So it's a leadership challenge—it's
technical too, butit really boilsdownto
theleadership skillstheNCO hasdevel-
oped as he has been selected for higher
and more demanding positions.

The “Sop Loss” program (not
Q allowing soldiers in selected
shortage MOSs to retire or leave the
Army) wasimplemented in conjunction
with the War on Terrorism and affects
only a few MOS. Do you see the Stop
Loss Program expanding?

That really depends on the needs

of theArmy intheWar on Terror-
ism. The Chief of Staff of the Army,
Secretary of the Army and Secretary of
Defense along with the CINCs [com-
manders-in-chief] determine exactly
what we need to fight terrorism. You
notice they did not lock everybody in
the Army—just critical MOS that have
shortages.

Our Reserve and National Guard sol-
diersalso are working hard on duty for
long periods. Eleven thousand National
Guardsmen areworking airport, instal-
lation and other homeland security
projects. So, the regquirements depend
on how the War on Terrorism progres-
SES.
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Moralein the Army is good—I mean
really good. We're fighting for the
United States of America.

We just had the best pay raise in 20
years, the Army isgetting 29,000 setsof
privatized housing by 2007, we areim-
proving billeting for single soldiersand
spendingbillionsof dollarson Tricare—
it is a good time to be a soldier. The
American peoplewatch soldiersin Af-
ghanistan and other placesin theworld
on thetelevision news and are proud of
them.

Armywarrant officer MOSassess
new WOs from the NCO Corps
Vi

ic€accessing themdirectly out of, say,
civilianschoolingandexperience. Some
think that takes the most technically
qualified people out of the NCO Corps.
What's best for the Army?

I’ve heard discussions about

that—I think theway we' redoing
it now isbest for the Army. | don’t have
a problem with taking warrant officers
out of the NCO Corps.

Some MOS have more limited ad-
vancement possibilities, and becoming
awarrant officer givessoldiersoptions,
provides another way for NCOs to de-
velop and grow.

As the most senior NCO in the

Army, what advicewouldyougive
ambitious young NCOs who aspire to
the most senior NCO positions?

One—don't aspire. You know, |

never wantedto bethe SMA [ Ser-
geant Mgjor of the Army]. When | was
aprivate, | wanted to bethebest private
| could be so | could make specialist.
Then as a specialist, | worked hard so,
maybe, | could become a sergeant. |
was never selected in the secondary
zone for any promotion—I alwayswas
promoted in the primary zone. That's
justtheway it fell because of promotion
dots, allocations and, maybe, because
of my performance. But | wasalwaysa
good soldier.

Somy adviceis, doyour jobtothebest
of your ability and stay in your lane of
responsibility. If you areasguad|eader,
give 200 percent to your squad or team.
Y our laneof responsibility iswhereyou
are at thetime...from tank commander
to division sergeant major. That's all
about training, discipline, motivation,
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Benning, Georgia.

SMA Jack Tillery shares a few thoughts with members of the 75th Ranger Regiment at Fort
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attitude and taking care of soldiers and
families.

InVietnamin 1968, half theunit | was
in was killed during the Tet Offen-
sive—A Troop, 1st Squadron, 4th Cav-
alry—the 1/4 Cav—in the 1st Infantry
Division. Many good officers, NCOs
and soldiersdied in that surprise attack,
fighting outnumbered.

My pointis, NCOs must do their jobs
to the best of their abilities everyday.
Because when the surprise offensive
comes, it's too late to teach soldiers
what to do. Even at a“desk job” at the
Pentagon, when aterrorist planehitsthe
building, it'stoo late to teach first aid.
Don’'t assume the worst won't happen
because it can and does, especialy in
our business.

If | could change one thing in my
career, I'd have spent more time with
my family. I've been married for 32
years, and | love my wife—sheisabso-
lutely my best friend. But | havebeen so
focused onthe Army that | didn’t watch
my two children grow up.

Would | have been selected for SMA
if I had spent more time with my fam-
ily? Totell you thetruth, | don't know,
and |’ mnot sureit matters. If | had spent
moretime—timethat goes by so fast—
with my wife and kids, | still would
have been agood soldier, agood NCO.
So, my final piece of advice to young
NCOs is to maintain balance in your

lives—be a dedicated professional, but
make time for your families.

What message would you like to
send Field Artillery NCOs sta-
tioried around the world?

Stay focused and in your lane.
Understand this War on Terror-
ism is not over. We need you and your
soldiersto stay prepared to do your jobs

in the next fight.
2>

N—"

Sergeant Major Jack L. Tilley became the
12th Sergeant Major of the Army on 23
June 2000. In his previous assignment, he
was the Command Sergeant Major (CSM)
of Central Command, MacDill AFB, Florida.
Other CSM assignments include serving at
the Army Space and Missile Defense Com-
mand, Arlington, Virginia; 194th Armor
Brigade, 1st Armored Division in Germany;
and 1st Battalion, 10th Cavalry, Fort Knox,
Kentucky. In his 33 years in the Army, he
has held every key NCO leadership posi-
tion: tank commander, section leader, drill
sergeant, platoon sergeant, senior instruc-
tor, operations sergeant, first sergeant and
CSM. He is a graduate of Airborne School,
FortBenning, Georgia, and the Master Gun-
ner Course, Fort Knox, Kentucky, among
others. He is a combat veteran of Vietham
with the 1st Squadron, 4th Cavalry, 1st
Infantry Division.



The Platoon Sergeant
and His Lieutenant

Who Does What?

Command Sergeant Major Rodney L. Beck

est tactical element.

A sergeant in the Army, if he’s a squad leader
or tank commander, isacommander just like an
officer, no difference whatever. It’s just the small-

As Commanding General, Training and Doctrine Command
“The Officer/NCO Relationship,” The NCO Journal, Fall 2001

General William E. DePuy

COs, thebackboneof the Army,
N train, lead and take care of sol-

diers—all soldiers. Rank isiir-
relevant. NCOs receive their authority
from their oath of office, Federa law,
rank and Army traditionsand regul ations.

Battery leaders, literally, are

al “officers” as part of the &
organization called the .
Army—some are com-
missioned and someare
noncommissioned. In-
tertwined, theofficerand
NCO corpssharerespon-
sibilities for the disci-
pline, morale, wel-

fare, performance and combat readiness
of the unit—although at different lev-
els. Because battery NCOs are respon-
sible for soldiers, they have a duty to
share their expertise with and help de-
velop their young officers. Likewise,
theseyoung officershaveobligations
to their NCOs and soldiers.
| This article outlines expecta-
.| tions for platoon sergeants
= training second lieutenantsand
lieutenants' obligations to
. their NCOs and soldiers.

What Officers and NCOs Do. The
officer commands, establishes policy
and manages the Army. He focuses on
collectivetraining that leads to accom-
plishing the mission. Primarily, he is
involvedwith unit-level leadership, man-
agement and operations, concentrating
on unit effectiveness and readiness. The
officer also mentorsand coaches his sub-
ordinate officers and NCOs.

The officer ensures his subordinate
NCOsand soldiersarepreparedtofunc-
tion aseffectiveunit membersand fight
in combat.

The officer focuses on day-to-day op-
erations at a higher level—developing
training schedul es, acquiring resources
for upcoming events, troubleshooting
unit challenges, planning and coordi-
nating with the next higher unit and
much more.

In contrast, the NCO conductsthe daily
businessof the Army within established
policy. He focuses on individual train-
ing that leads to mission capability.
Primarily, the NCO is involved with
individual soldiersandleadingtheteam,
concentrating on meeting the standards
of performance, training soldiers and
providing professional development for
his officers and subordinate NCOs. At
all times, theNCO coachesand mentors
his soldiers, preparing them for combat
and developing them for the future re-
sponsibilities.
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TheNCO ensureshissoldiersarepre-
paredtofunction aseffectiveteam mem-
bers and fight in combat.

Attheplatoonlevel, thefollowing are
some of the daily tasks of the platoon
sergeant. He conducts an accountabil-
ity formation (anin-ranksinspection to
ensure soldiers are cleanly shaven and
havetheproper uniform) at thephysical
fitness (PT) formation and then another
oneat the“first work call” formation. He
ingpects his platoon and marches his sol-
diers off to conduct police call. He then
brings them back into a formation and
marches them off to the training site.

During the day, the platoon sergeant
may conduct other inspections (i.e.,
vehicle and equipment); may attend
meetings with his lieutenant, other
NCOsand (or) the battery commander;
and will spend some time counseling
soldiers and trying to solve their prob-
lems. Withtheofficer’ sfocuson higher
level planning and resourcing, who is
best qualified to train the second lieu-
tenantinthe day-to-day operationsand
technical aspects of the platoon? The
lieutenant’ splatoon sergeant, of course.

Platoon Sergeant’s Training and
Developing His Second Lieutenant.
I’ ve been wearing the rank of NCO for
24-plusyears, and I’ ve trained so many
soldiersthat | can’t count them. Andto
be honest, some of my easiest times
training soldiers were when | trained
lieutenants. They areeager tolearn, just
like arecruit coming into basic combat
training (BCT).

The new Basic Officer Leader Course
(BOLC) being developed to replace
Officer Basic Courses(will haveaPhase
Il of BOLC at Fort Sill) places more
emphasisonyoung officers' abilitiesto
lead small unitsincombat asnew gradu-
ates. Morethan ever, they will need the
expertise and support of their NCOs.

It is in the unit that the lieutenant
learns how to lead the Army’s most
valuable and complex resource—the
soldier. But the Army doesapoor job of
training lieutenants in units. At least
part of thereasonisthe confusion about
whose“responsibility” itistotrainthem.

Too often the platoon sergeant hears
thebattery commander’ sinfamousstate-
ment, “Platoon Sergeant, it is your re-
sponsihility totrainyour platoon leader.”
Not true. It is the battery commander’s
responsibility to train the second lieuten-
ant, to develop his skills and knowledge
from the officer’s perspective.

That does not mean the platoon ser-
geant doesnot shareinthe devel opment
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of the second lieutenant—in fact he
does. It is the platoon sergeant’ s duty,
asateam player inthebattery, totrainand
developall of hisnew soldiers(thesecond
lieutenant included) as much as he can.

The words of Command Sergeant
Mgajor John D. Woodward, asthe Com-
mand Sergeant Mgjor of the 84th Ord-
nance Battalion in Germany, express
theduty clearly: “ Asaplatoon sergeant,
you must be constantly aware of your
role as a teacher to your platoon
leader....Your task is to convey your
knowledgeand experiencetoyour lieu-
tenant without being condescending or
disrespectful.” (Quote taken from the
article “My Lieutenant and Me,” The
NCO Journal, Fall, 2001, Page 10-11.)

TheArmy doesagreat job of teaching
NCOs how to train soldiers, but a poor
job of teaching NCOs how to train and
develop their young officers. Here are
somethingsplatoon sergeantscan doto
develop their lieutenants.

Havetheright attitude. Asthe platoon
sergeant begins working with the lieu-
tenant, his first concern should be to
providethe best possibleleadership for
the platoon. But at the sametime, heis
training afuture commander and influ-
encing the young officer’ srelationship
with, reliance on and support of NCOs
for yearsto come. The platoon sergeant
should have the attitude that it is his
duty to train and devel op hislieutenant
into the best in the battalion.

Apply tact and show loyalty. The pla-
toon sergeant must share hisknowledge
and experiencewiththelieutenant. How
does he do that and till let the lieuten-
ant learn through experience?Itisn’'t as
hardasit seems. It requiresaskill called
“tact” and atrait called “loyalty.”

Here' sanexampl eof what the platoon
sergeant can say: “Sir, | recommend we
attack the hill fromtheright because...”
Now, suppose the lieutenant says, “I
think the left side is better”? The pla-
toon sergeant then hasan opportunity to
demonstrate his loyalty—an important
trait. Without the unquestionable loy-
alty of his platoon sergeant, the junior
officer will never trust him completely.
And without complete trust in the pla-
toon sergeant, the lieutenant probably
won't learn much from him—the
Army’sloss.

So, what if the lieutenant’s choice
doesn’t work? Hewill bewrong, but he
will learn through the experience, en-
abling himto makeawiser choiceinthe
future. He may realize that his platoon
sergeant’ s ideas and recommendations

weregood ones. Regardless, theprofes-
sional NCO must beloyal enoughto do
his utmost to see that the lieutenant’s
solution works.

| alwaystold each of my young offic-
ers that no matter what happened, he
would make all final decisions after
listening to the advice of hisNCOsand
fellow officers. | also encouraged him
to seek advice from and confidein two
great soldiers: the battery first sergeant
and battalion command sergeant major.
Both of these “old” soldiers have a
wealth of experience, not only in ex-
ecuting the mission, but also in taking
careof soldiersinthefield and garrison.

Bethetechnical expert. Whenit comes
to commontasks, military occupational
specialty (MOS) competencies and
knowledge of weapons, the platoon ser-
geant must be the most proficient sol-
dier in the platoon. Thiswill go along
way toward developing thelieutenant’s
confidence in and willingness to learn
from the platoon sergeant.

Teach him how the platoon operates.
Another way for the platoon sergeant to
develop the lieutenant and earn his re-
spect isto show him continually how to
accomplish platoon tasks. The platoon
sergeant can teach him how to conduct
inspections and, then, have him con-
duct inspections, such asin-ranks, TA-
50 layouts, and vehicle and equipment
inspections.

Many times I’ ve asked officers when
they last inspected their section or pla-
toon, and most answered, “Never.” So
my question was, “Why not—because
someone saidinspectionswereNCO's
Business ?’ Inspectionsensuresoldiers
areequipped and prepared to go out and
dowhat leadersareaskingthemto do—
inspections enforce standards and take
careof soldiers—inspectionsare”|ead-
ers’ business.”

If the platoon sergeant respects and
supportshissecond lieutenant, thelieu-
tenant will support and respect him.

Lieutenant Obligations to the Pla-
toon Sergeant. Now, what does the
NCO expect of the lieutenant (of offic-
ers of any rank)?

Havecharacter and bededicated. The
platoon sergeant expects the highest
standardsof personal integrity and mor-
als. He expects the lieutenant to main-
tain the highest state of personal ap-
pearance. He expectshimto befair and
consistent, have dignity, have compas-
sion and understanding, and treat each
soldier asanindividua with individual
talents and problems.



The young officer must work to be
good at hisjob, have asense of duty and
be selfless and honest. He must have
courage, the courage to stand up and
defend soldiers and assume the blame
when things go wrong.

The NCO also expects his lieutenant
to stick out hischinand say, “ Thisman
isworthy of promotion, and | want him
promoted.” On the other hand, he must
have the greater courage to say, “This
man isnot qualified, and he must not be
promoted.”

Understand NCO businessand devel-
opment. Lieutenantsshouldbeinvolved
in the NCO professional development
program(NCOPD).NCOPD isand hasto
bethebusinessof all leaders, NCOsand
officers.

Although the command sergeant ma-
jor plansNCOPDsandthefirst sergeant
manages and conducts them, the pla-
toon sergeant should invite hislieuten-
ant to thetraining. If not, the lieutenant
should expressinterestinattending. The
NCOPD shows the competencies and
professionalism of the NCO Corps and
educates the young officer about the
NCO’s business and challenges.

Y oung officers must learn about the
NCO education system (NCOES); the
platoon sergeant should teach him. The
young officer must understand theimpor-
tance of the NCO's career development
and hisprofessional and personal growth.

Many times leaders, NCOs and offic-
ers, keep a soldier from attending a
professional school because they can't
sparehimwithamajor equipment field-
ing or training exercise coming up.
Whenleadersdothat, they take away or
delay the soldier’ s opportunity for fur-
ther development, take away the oppor-
tunity to createagreat NCOwho hasthe
right behavioral model to follow and
may rob the Army of areenlistment.

The second lieutenant also must learn
theNCO promotion system. Theofficer
promotion system and the NCO promo-
tionsystemarevery different. A second
lieutenant will be promotedtofirst lieu-
tenant and then captain automatically
(almost) within a time schedule.

In contrast, NCO promotions are not
“automatic.” (However, onecould make
a case that promotions from private to
private first class are automatic.) For
example, aspecialist hasto prove him-
self, not only in his performance on the
job and off duty, but also in the eyes of
the first sergeant and battalion com-
mand sergeant maj or beforethey recom-
mend thebattalion commander approve
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his promotion. He knows when he be-
comes eligible, but he does not know
when he will be asked to appear before
the local board.

Theplatoon sergeant, battery first ser-
geant and battalion command sergeant
major begin the process of educating
young officersonthe promotion system
so they understand the impact of their
actions—especially when they become
battery commanders. The platoon ser-
geant hasthe opportunity to “grow” the
lieutenant to become concerned with
his NCOs' qualifications for selection
for promotions and knowledgeable
about their DA MOS selection rates.

Take pride in his NCOs. The young
officer must take pride in his NCOs.
Their performance reflects his effi-
ciency. The more he encourages them
and facilitates their military education
andthedevel opment of |eadership skills,
the more qualified his NCOs are to
perform. He can turn to the battery’s
expert, thefirst sergeant, for adviceabout
hissoldiers' developmental requirements.

Make training a priority. Leaders—
both officers and NCOs—are respon-
siblefor effective, realistictraining. The
lieutenant allocates resources and time
and provides clear guidance for train-
ing, while the NCO conducts the train-
ing. The lieutenant must help ensure
that every minute of training fills a
platoon training need.

Thelieutenant should involve hispla-
toon sergeant in planning training and
in al training meetings. The platoon
sergeant isan expert onwhat individual
and platoon tasks need to be trained.

The lieutenant must exhibit tolerance
for mistakes during training—they will
happen. After all, soldiersarenotintrain-

ingto maketheir bosses|ook good—they
are being trained and, like their lieuten-
ant, will learn from their mistakes.

Atthesametime, thelieutenant should
hold his platoon sergeant responsible
for quality training. He sharesresponsi-
bility for the development of the pla-
toon sergeant’ s training skills with the
battery first sergeant and the battalion
command sergeant major.

If the second lieutenant respects and
supports his platoon sergeant, then the
sergeant will respect and support him.

Together, the lieutenant and platoon
sergeant will lead their soldiers into
combat, if need be. So they must work
together in peacetime, one depending
ontheother, to ensuretheir soldiersare
trained and ready to fight. If not, when
thefirst round isfired in combat, it will

be too late.
e

Command Sergeant Major Rodney L. Beck
became the CSM of the Field Artillery and
Fort Sill, Oklahoma, in May 2001. He served
two years as a Platoon Sergeant, six years
as a Battery First Sergeant and two and
one-half years as a Battalion CSM. His last
assignment was as the CSM of the 10th
Mountain Division (Light Infantry) Artillery
(M198 and M119 howitzers) at Fort Drum,
New York. He was a Battery Nuclear, Bio-
logical and Chemical NCO; Drill Sergeant;
Gunnery Instructor; FA Battalion Opera-
tions NCO; and Operations Sergeant for
the Commander-in-Chief of Europe’s Air-
borne Command Post. Among other units,
he has served in a Paladin unit in Il Corps
Artillery, Fort Sill; a multiple-launch rocket
system (MLRS) unit in the 2d Infantry Divi-
sion in Korea; and an M102 105-mm unit in
the 9th Infantry Division at Fort Lewis,
Washington. CSM Beck is a certified Com-
puter Repair Technician.

Profession of Arms”

Commanders”

NCO Leadership Booklets O

* “The Sergeants Major of the Army: On Leadership and The

* “The Officer/NCO Relationship: Words of Wisdom and Tips for Success”
* “The Noncommissioned Officer Corps: On Leadership, the Army, and America”
* “The Noncommissioned Officer Corps: On Training, Cohesion, and Combat”

* “Command, Leadership, and Effective Staff Support: A Handbook Including
Practical Ways for the Staff to Increase Support to Battalion and Company

* “The US Army Noncommissioned Officer Corps: A Selected Bibliography” (1998)

Soldiers can get an electronic copy of these and other Information Management
Support Center booklets from the Center for Army Lessons Learned (CALL) website
at http//call.army.mil; click on “CALL Products” and then “Special Products.” The
booklets are in PDF format. Soldiers also can call (703) 697-1365 or DSN 227-1365
if they have questions or problems downloading the booklets.
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So, You Wanttobea

Master Gunn

at the Field Artillery Division Artillery, Brigade and

Battalionlevels. Inearly 1999, the Chief of Field Artillery
tasked the Gunnery Department and the then Warfighting
Integration Development Directorate (WIDD) of the Field
Artillery School, Fort Sill, Oklahoma, to develop a Master
Gunner program. After ayear of research and several analyses
of task lists, the departments established a Field Artillery
Master Gunner position at the FA School.

In general, the Master Gunner is the commander’s and
command sergeant major’'s (CSM’ s) weapons system expert
on training, safety, ammunition resupply and maintenance
operations. He is assigned to the S3 section to help train and
certify crews, maintain the operational status of primary
weapons systems and conduct certifications of unit com-
manders and leaders on weapons and digital fire direction
systems. Healso may train newly arrived soldiersontheunit’s
particular weapon system.

The soldier who wantsto be aMaster Gunner must meet the
basic requirements and have the assignments to best prepare
him for the position.

Battalion Master Gunner. TheFA School recommendsthe
Master Gunner, activeduty or Army National Guard (ARNG),
beasergeant first classand haveat | east oneyear’ sexperience
as afiring or ammunition platoon sergeant (PSG).

It also is recommended he be a Battle Staff graduate. This
giveshimtheknowledgeto help providelogistical support for
the close fight on today’s battlefield. Combined with his
experience as a PSG, the course enhances his abilities to
provide the battalion commander and CSM the accurate,
detailedinformation they need to ensuretheunitistrained and
ready. During field operations, the Master Gunner is an addi-
tional planner in the battalion tactical operations center (TOC).

The following assignments are recommended to ensure the
soldier hastheskillsandtechnical proficiency requiredfor the
Battalion Master Gunner job.

Towed Artillery (M102/M119/M198). One should be ex-
tremely proficient with the aiming circle, gun laying and
positioning system (GLPS), firecontrol alignmenttest (FCAT),
calibrations, ammunition section operationsand firedirection
operations; understand basic gunnery; and be a U-6 FA
Weapons Maintenance Course graduate.

Salf-Propelled Howitzer (M109A5). Oneshould beextremely
proficient with the aiming circle, GLPS, FCAT, calibrations,
ammunition section operations and fire direction operations
and understand basic gunnery.

Paladin Artillery (M109A6). One should be extremely pro-
ficient with the aiming circle, GLPS, FCAT, calibrations,
ammunition section operations and fire direction operations;
understand basic gunnery; and be a Paladin Commander’s
Course graduate.

MLRSArtillery (M270/M270A1). One should be extremely
proficient with the fire control system (FCS), calibrations,

I n 1995, theMaster Gunner positionsfirst wereauthorized
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calcul ating mask-
ing data, ammu-
nition section op-
erations and fire
direction operations.

Division Artillery/Brigade Master Gunner. It is recom-
mended he have at least two years' experience as a Battalion
Master Gunner.

If the Master Gunner will serve in a division artillery, his
Master Gunner experience will have been in a howitzer
battalion, heavy or light, as appropriate for the division
artillery. Thispositionisnot authorized onthe modified table
of organization and equipment (MTOE); all divisions with
master gunners are taking them “out of hide.”

If the Master Gunner will serve in an FA brigade with
primarily rocket/missile units, then his Master Gunner expe-
rience will have been in arocket/missile battalion.

However, at the division artillery/brigade level, the Master
Gunner is expected to be an expert on all the systems his unit
has. Toqualify for Division Artillery/Brigade M aster Gunner,
aformer Battalion Master Gunner must become an expert on
other weapons systems by self-study.

The Division Artillery/Brigade Master Gunner establishes
and maintains standards and ensures the entire division artil-
lery/brigade understands and adheres to standardization.

TheDivisionArtillery/BrigadeMaster Gunner worksfor the
commander and CSM and is responsible for the Battalion
Master Gunner program, including certifying and validating
theBattalion Master Gunners. TheDivision Artillery/Brigade
Master Gunner works with his respective battalions as the
total trainer and resident expert on all matterspertainingtothe
division artillery/brigade. He mentors the Battalion Master
Gunners and maintains a top-notch gunnery certification
program throughout the division artillery/brigade.

FA Master Gunner. It isrecommended that all future FA
Master Gunners be amaster sergeant and have a minimum of
one year as a Division Artillery/Brigade Master Gunner or
first sergeant. Hisdutiesinclude hel ping to manageindividual
and crew training and certification programs for all delivery
systems; maintain the maximum readiness and operational
status of al delivery systems; troubleshoot problems on the
primary weapon systems, ammunition vehiclesandfiredirec-
tion centers (FDCs); and maintain the most current informa-
tion and training packages on al primary weapons systems
and their supporting ammunition vehicles and FDC. In addi-
tion, the FA Master Gunner maintains a dialogue with all
Master Gunners.

TheMaster Gunner webgiteis at http://sill-www.army.mil/mg.
It includes support packages, standards for unit certification
programs and away to contact the FA Master Gunner.

MSG Arthur D. Hawkins, FA Master Gunner
Gunnery Department, FA School, Fort Sill, OK



The First Sergeant

By Lieutenant Colonel (Retired) Thomas D. Morgan

irst commands never can be du-
F plicated nor can the First Ser-
geantsand other NCOswhowent
with them. In the late 1950s, First Ser-
geant Lawrence “Bud” McCarren was
the“Topkick” of B Battery, 5th Battal-
ion, 16th Field Artillery, part of the 4th
Infantry Division at Fort Lewis, Wash-
ington. B Battery was my first Field
Artillery command. | was aFirst Lieu-
tenant at the time.

“Top” wasawonderful “Old Soldier,”
oldenoughtobemy father, and | thought
of him asbeing Supreme. A World War
Il veteran who had started out in the
Army asaCannoneer “Gun Bunny,” he
knew everything about theArtillery and
the Army. He had little formal educa-
tion but agreat deal of talent and intel-
ligence.

He was a solidly built Irishman from
Minnesotawith an Irish brogue who was
ruggedly good-looking, very much like
the sergeants played by veteran actor
Victor McLagleninthe John Ford/John
Wayne westerns. He was the type of
career NCOthat veteran USO performer
Martha Raye doted on when she enter-
tained the troops in Vietnam.

| was in awe of him and rarely did
anything without consulting him. He
had agroup of career senior NCOswho
he relied on to help him run the bat-
tery—the Motor Sergeant, Mess Ser-
geant and Chief of Firing Battery
(“Smoke”). These senior NCOs were
the types who extended a helping hand
and provided the irreplaceable inner
strength of the unit. They were hard-
core professional swho alwayscould be
counted on in a pinch.

They wereblocky, knurled NCOswho
knew how to handle draftee soldiers and
young NCOs during the Cold War era.
The Army had just made the transition
frombrownto black footwear, and many
soldiersdyedtheir relatively new brown
bootsblack. Some waysto do that were
better than others, and the career NCOs
showed the troops the best way to doit.
That wasjust one of themany thingsthe
Old Army soldiers could teach the new
draftees. And teach they did.

They served soldiers and the Army
selflessly—a model for generations to
come. | was lucky enough to know
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them. Thisarticleistheir portrait and a
tribute to them.

Careful AttentiontoDetail/Enfor ce
the Standards. My first observation of
the First Sergeant at work wasduring my
first Saturday morning inspection
(SAMI). Heformed the battery and then
had the men face off and check each
other over. He had a checklist that he
talked them through. He started at the
top—the hat (everyone had to wear his
overseas cap at the same angle), the
placement of the lapel and shoulder
insignia (and alittlelast-minute polish-
ing), thealignment of the buttonsonthe
jacket, the length of the trousers (they
were either pulled up if too long or
pulled down alittle under the blouse if
too short) and so forth.

When he was satisfied the men were
ready, he then called on me to inspect
the formation. As one would expect, |
waspleased withtheresults. Therefore,
we could finish early. The men were
released before Saturday afternoon had
started, and the NCOs could repair to
the NCO Club for abeer or two before
going home.

Everything went like awell-run ship.
TheFirst Sergeant made sure it was so.

Expert Field Artilleryman. In the
field during firing practices, First Ser-
geant McCarren could do al the jobs
reguired of the soldiers. He could get a
slow gun section firing faster, and he
knew how to troubleshoot the battery
switchboard if a “green” draftee had
trouble making it work. He was a mas-
ter at setting up the battery area, making
it efficient and visually attractive for
inspectingofficersfromhigher headquar-
ters.

Dedicated Professionals. He and the
Motor Sergeant had a close relation-
ship. McCarren always screened new
men for their mechanical aptitude and
made sure the Motor Sergeant had the
right type of men who would make good
mechanics to maintain the trucks and
tractors that towed our battery’s M114
155-mm howitzers.

Themechanicsinthemotor pool were
not always pretty, but they were amaz-
ingly effective. We always | eft the mo-
tor pool with all our vehicles and came
back with them all.

/ ‘ \

The Motor Sergeant was alittle over-
weight anddid not liketobeseenaround
the headquarters. He was known for
raiding the mess truck at night in the
field. | always “turned a blind eye” to
this. | had learned early on that he knew
what he was doing with our vehicles.

The Mess Sergeant was another feu-
dal baron in his own right. His domain
wasthemesshall. Thetroopsawaysate
well, and therefore, so did the officers.
Coffeeand freshly madedonutsor cake
were availablefor mid-morning snacks
in garrison and in the field.

Our supported infantry unit always
came over to the battery area when we
were in the field because of the good
fresh-cooked food—no C-Rations for
us. Sometimes B-Rations were issued
inthefield, buttheMessSergeant aways
made them into meals that disguised the
fact that they came out of Gl-issued cans.

Cakes were baked for birthdays, and
there were dways extrathingsto eat that
the Mess Sergeant had scrounged from
his circle of NCO friends on the post.
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Smoke kept the Cannoneers in line
with rawhide toughness but human un-
derstanding. The 95-pound 155-mm
shells were heavy, and the fuzes and
primersrequired special care. Wenever
had the accidents with ammunition or
firing errors that other units had.

While it may seem from my descrip-
tionthat lifein B battery wasidyllic, we
had our share of problems and trouble.
Some of thedrafteesol dierswererecalci-
trant and somewerecriminal s(thosewho
locdl judgeshad giventheoption of going
to jail or into the Army). But, the NCO
chain-of-command could handle them.

Those NCOs planned and organized
projects with little or no supervision,
and then they could execute them as
planned. They were loyal, sincere and
all-businesson duty. | rarely was asked
to exercise my command authority with
UniformCodeof Military Justice(UCMJ)
punishments.

Role Model and Teacher. First Ser-
geant McCarren wasafather figureand
strict disciplinarian to the young sol-
diers and a role model for the young
NCOs. Hetreated me with gresat respect,
but hewas abit of a“Dutch Uncle.” If |
got carried away with something, he
could bring me back to earth quickly.
Sometimes he would tell me “Lieuten-
ant, it'stime for you to give alittle.” |
soon learned to value his judgment.

Heplayed melikeaviolin,and | loved
thetune. It alwayswas better to let him
do most of the talking when the Battal-
ion Commander came around.

The First Sergeant was helpful to the
troops, but hislrishtemper camethrough
when provoked. No onewantedto cross
him, and woe be it to those who tried.

Photo courtesy of Fort Lewis Museum
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First Sergeants had their work cut out for
them in the Draftee Army.
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The two young Lieutenants on the First Sergeant’s left owed their status in the battery to th

First Sergeant’s mentoring.

Whenit cametimefor metoleavethe
battery, the First Sergeant gave me a
swagger stick. Swagger stickswerego-
ing out of style by then, but | carried it
proudly for awhile. | still haveit.

Postlude. Not long ago, | saw the old
First Sergeant at the Post Exchange at
Fort Lewisfor thefirst timein morethan
30 years. He was standing in the phar-
macy linewith hisback tome. Nowin his
80s, he was leaning lightly on a cane.
He had had a heart by-passoperationin
his 70s and needed some of the types of
medicationsthat most of usold soldiers
depend upon as we age.

However, | recognized him instantly.
I remembered how he looked when his
back wasto meinformationwhenhewas
forming up the battery for inspection. He
looked the same to me now as then.

Time and pressure make diamonds,
and hewas still asplendid soldier. The
years had been kind to hiscountenance,
and hisvoicewasstill firmwith ahint of
that Irish brogue. We chatted about old
times and the soldiers we had known.

I will never forget First Sergeant
McCarren—and al the other quality
NCOsin B Battery—or my chance meet-
ingwith himthat day. | think | stayedin
the Army until mandatory retirement
because of him and his cadre of NCOs.

Characterisessential inFirst Sergeants
justasitisfor successful officers. | hope
the day has not passed when dlightly
undereducated but thoroughly dedi-
cated professional soldiers can rise to
the top.

SoldierslikeFirst Sergeant McCarren
(andtheothers) stayed closetothetroops
and were the backbone of the Army
whenFirst Sergeantswerethereal power
block. They did not hold meetings and
conferences, have reserved parking
Spaces or serve as “ornaments’ on pa-
rade. They worked hard without fanfare
andwerenot afraid to do thetoughjobs.
They werenotinitfor personal gainand
were happy to serve as First Sergeants
for years.

| kept looking for men like First Ser-
geant McCarren during my years of
service. | found some who were almost
asgood but nonewho couldtophim. He
epitomizedthevalueof selflessservice.

2 NSy

Lieutenant Colonel Thomas D. Morgan re-
tired fromthe Armyin 1986. He then worked
12 years as a Fire Support Analyst under
contract with the Battle Command Train-
ing Program (BCTP) at Fort Leavenworth,
Kansas, since the BCTP’s inception, retir-
ing from the program in 1999. He com-
manded two firing batteries in the 5th Bat-
talion, 16th Field Artillery, part of the 4th
Infantry Division at Fort Lewis, Washing-
ton. Among other assignments, he was a
Gunnery Instructor in the Field Artillery
School at Fort Sill, Oklahoma, and the Ex-
ecutive Officer of 1st Battalion, 321st Field
Artillery, 101st Airborne Division in Viet-
nam. He holds an MAin History from Pacific
Lutheran University in Tacoma, Washing-
ton, and a Master of Public Administration
from the University of Missouri at Kansas
City.
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@ Sergeant Major”

By Colonel Lawrence H. Saul

l | ndoubtedly, the most important
interpersonal relationship in
any battalionisthat of the com-

mander and the command sergeant major

(CSM). Asthetwo most senior leadersin

the battalion, they will have nearly ahalf

century of experience between them.

Thebattalioncommander andtheCSM
are both well-intentioned and wish to
lead the unit successfully. Together,
they set the day-to-day climate of the
unit. Thisrelationshipwill becrucial in
establishing and enforcing standards of
combat readiness, training, morale and
discipline for the unit.

Perhapsthe most challenging task of a
battalion commander is establishing
termsof referencefor the newly assigned
battalion CSM. There are a number of
areasinwhichthebattalion commander
and CSM must focus their attention.
Clearly, training, mai ntenanceand other
readiness-related issues are critical;
however, there are fundamentals that
reguire routine review and emphasis.
Some of these are leadership and disci-
pline, expectations of sergeants, the
development of junior leaders, safety
and other topics.
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Thefollowing isan open letter froma
battalion commander to his newly ap-
pointed battalion CSM, proposingterms
of reference for day-to-day operations
of the battalion.

Dear Sergeant Magjor:

| fully understand the duties and re-
sponsibilitiesof the Command Sergeant
Major are numerous. With your vast
experience, | expect your greatest con-
tribution to this unit will be upholding
and enforcing standards and providing
all our soldiers outstanding |eadership
by your living example.

TheCSM seeksout problemareasand
takes corrective action, ingtills disci-
pline and obedience by setting the ex-
ampleandisadoer aswell asan advisor
to the commander. This is the obliga-
tion of the senior NCO Corps; further-
more, it is mandated in Army Regula-
tion 600-20 Army Command Policy.

| firmly believe that, next to me, you
will have moreimpact on this battalion
than any other NCO or officer.

Expectationsfor Sergeants. Itisim-
portant you know what | expect of ser-

geants. | have seven key expectationsof
sergeants [see the figure]. Perhaps the
most critical of theseexpectationsisfor
a sergeant to really know his soldiers—
to have a detailed knowledge of their
talents, abilities, strengths and weak-
Nesses.

Each sergeant must maintain a data
bank of key informationon hissoldiers.
Thisinformation includes weapons se-
rial number, qualificationdateand score,
PT [physical fitness] test dateand score,
uniform and boot sizes and the date of
thesoldier’ slast NCOER[NCOevalua-
tion report]. Additional but also impor-
tant information isthe soldier’ smarital
andfamily status, wherehisfamilylives,
thecondition of hisquarters, thequality
of thelocal schoolsfor hischildren and
So on.

Of course, you recognize this data
bank as the “Leader’s Book.” Sadly,
many units no longer maintain such
leadership tools.

Promotingand Developing Soldiers.
Y ouandtheother senior NCOsarefully
responsible for identifying and select-
ing our future leaders. Thisis an awe-
sometask; the perpetuation of the NCO
Corps rests upon your shoulders. You
know the process. Y ouwill “betraining
your replacement.”

| am confident you will establish a
system that identifies, produces and de-
velopsjunior leaders to meet the needs
of the battalion. | think you will agree
the most important requirements for
promotion are MOS [military occupa-
tional specialty] knowledge and the
demonstrated potential to do thejob the
young leader would be promoted into.

In addition, you are responsible for the
conduct of al promotion boards, ensur-
ing they are fair, yet selective. | know
you will maintain high standards and
that only the best qualified soldierswill
be selected for promotion. We cannot
afford to have unqualified personnel
promoted.

L eader ship and Discipline. You are
key to maintaining esprit de corps and
discipline, focusing ontheareasof dress,
military bearing and conduct of the en-
listed members of the battalion.

Y ou shape the emerging sergeant by
allowing him, early on, tolead and train
soldiers. Develop a program that helps
troopspreparefor PLDC [primary lead-
ership development course] and other
leader developing schools. Inform sol-
diers about the many positive profes-
sional benefits of attending Ranger
School and competing for the Sergeant
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Audie Murphy Club or the Sergeant
Morales Club and other programs.

Y ou know the critical task of teaching
the art of leadership. Our newly pro-
moted NCOs, who were just recently
specialists, have much to learn. With
your years of experience, you are best
positioned to ensurethey learn theright
things.

To ensure the proper development of
budding sergeants, they must have the
opportunity to learn and grow in aposi-
tive, non-threatening environment. As
the CSM, you help establish that envi-
ronment.

Ensureall NCOs employ proper lead-
ershipand supervisory techniques. This
will require routine oversight on your
part.

Discipline hasbeen defined as* doing
the right thing, when no one is watch-
ing.” Discipline also is behaving in a
proper, professional manner at all times.
Whenitcomesto UCMJ[Uniform Code
of Military Justice] punishments and
other adverse personnel actions, | will
seek your adviceand recommendations
on these matters. You will play a key
role in this process.

You maintain discipline by conduct-
ing formal andinformal NCOPD [NCO
professional development] classes, in-
specting personnel and unit areas, and
making on-the-spot corrections.

Professional Competence of Battal-
ion NCOs. NCOPD isthe most essential
tool you have to shape the NCO Corps
for thefuture. | want you tobeinvolved
with the battery 1SGs [first sergeants],
ensuring their teaching, leading, coun-
seling, advising and supervising of their
NCOsistopnotch. Y ouwill havearipple

1. Know their soldiers and their
character.

2. Know their soldiers’ whereabouts
24 hours a day, seven days a week.

3. Are responsible for their soldiers’
training and education.

4. Are responsible for their soldiers’
appearance and demeanor.

5. Are responsible for the maintenance,
accountability and security of their
section equipment.

6. Enforce standards by their own
appearance, attitude and ability.

7. Live and instill Army values daily and
set and enforce high standards of
personal conduct.

Expectations of Sergeants. The most im-
portant expectation is the first.
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effect when you train the 1SGs how to
do their job and they, in turn, train the
PSGs [platoon sergeants] who, subse-
quently, train the section chiefs and
team leaders.

Educationiswhat separatesour Army
from all others. Y ou should emphasize
continuing education. Keep the com-
mand informed on the many facets of
the Army education program.

Personal development must be fos-
tered and encouraged. Y ou advise and
guide our junior leaders on their career
development. Y ou should visit the post
education center, MOS library, NCO
Academy and other educational facili-
tiesto determine what services offered
meet the needs of the battalion.

Y ou and the NCO support channel are
responsiblefor CTT[commontask train-
ing] and testing.

NCO Assignments. Y ou are respon-
sible for the procedures of assigning
NCOs and soldiers to the batteries and
sections where they are most needed.
Y ou manage al NCO assignments.

| want to know of any changesinvolv-
ing SFCs [sergeants first class] and
above, just to be kept informed.

All enlisted affairs are your responsi-
bility—99.9 percent of the time | will
support your personnel recommenda-
tions; however, there may be some
unique circumstances where | need to
intervene.

NCO Initiative. We must ensure our
NCOs understand they have the free-
dom to use their own initiative in deci-
sion-making, training and other aspects
of their duties.

Temperedwiththeir own experiences,
they will become credibleleaderswhen
they know and understand the com-
mander’ sintent and have the necessary
tools and resources. You help ensure
they understand the commander’s in-
tent and have the resources to do their
jobs.

We cannot adlow a “Zero Defects”
attitudetoexistinthisunit, exceptinthe
area of safety.

Training. The most important action
aunit undertakesistraining. Y ou must
be fully involved in advising battery
1SGs on all aspects of training: plan-
ning, coordinating, executing and in-
specting. The essential ingredient to
our success in training depends on the
effectiveness of battalion and battery
training meetings and the enforcement
of very high standards.

Secondly, and aso of great importance
to me, is your personal involvement in

the Sergeant’ s Time program. Thisisa
critical event for us. You will put real
meaning into this endeavor if you en-
force high standards in planning and
executing this crucia training.

| will enforce Sergeant’s Time train-
ing with the passion of a zealot. Once
the program meets your standards, in-
vite me to inspect and observe.

Safety. Thisareaisvital to me. Based
on our past experiences, | know you will
make strict enforcement of safety proce-
duresapersonal interest aswell. | expect
you to have zero tolerance in this one
critical area. Everyonemust bea“ Safety
Officer.” Notraining eventisworth the
loss of asoldier’slife or limb.

In addition, an artillery unit’s reputa-
tion precedesit. A unit that can’t shoot
straight is dangerous and held up for
ridicule. Our battalion must be safeand
competent, technically and tactically.

Off-duty vehicle accidents kill too
many soldiers. Often, if leaders had been
involved, these tragedies could have
been prevented. Let’ skeep our soldiers
alive.

Administration. Y ou advise the bat-
talion staff and battery commandersand
NCOs on how to establish sound and
practical administrative procedures.
Y ou need to closely monitor the activi-
ties of the PAC [personnel administra-
tion center]. Y ou advise me on all mat-
ters pertaining to the enlisted members
of the battalion, to include monitoring
the reenlistment program and bar to
reenlistment procedures.

Additionally, | expect youtolook into
any complaints and report your find-
ingsand recommendati onsto me. What-
ever theissue, youlook intoit and offer
solutionsor institute your own fix. Feel
free to use me whenever you feel com-
mand emphasisisneeded to sol ve prob-
lems.

Y ou also will monitor NCOERSs, en-
suring the proper rating scheme is fol-
lowedand all reportsare correct, appro-
priate and submitted on time. | want
your advice on senior rating NCOs and
the proper comments to write.

You assist mein training the officers
of thebattalioninall aspectsof NCOER
management. | will ask you to give OPD
[officer professional development]
classes to our officers on emerging se-
lection board trends and other aspects
of NCO promotions and selections,
NCOER writing, etc. Please be assured
that | will put as much effort into writing
an officer’ sOER [officer efficiency re-
port] ashedoeshissergeants NCOERs.
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Furthermore, theawardsprogramwill
need your oversight.

Lastly, yet of great significance, isthe
battalion commandinspection program;
we must ensure it remains aviable, ef-
fective endeavor.

Welfareand Morale. Youneedtobe
involved in maintaining the health,
welfare and morale of members of the
units and their families. All battalion
leaders must promote a lifestyle that
produces motivated and responsive sol-
diers who are fit to fight. We need to
encourage healthy and wholesome
lifestyles for our soldiersto strive for.

We also need to de-emphasize habits
and activities that are unhealthy or haz-
ardous. It' sashamewhenayoung soldier
takesup cigarette smoking or someother
foolhardy habit. What isworseiswhen
he takes up the bad habit by observing
his senior leaderswho have set poor ex-
amples.

Y ou counsel all theenlisted personnel
on al phases of Army life. You can
enlist the aid of the chaplain, where
appropriate. Hehasawealth of resources
that can benefit our families. You and
the chaplain play a significant role in
the lives of our families, establishing
programs and offering varied opportu-
nitiesthat enablesol diersandtheir fami-
liesto thrive.

Equal Opportunity/Human Rela-
tions. Y ouensurethat all enlisted mem-
bers of the command are treated fairly
without regard to race, religiousbeliefs
or national origin. Remainalertforsigns
of discrimination in any form, and re-
port them to me immediately.

Our soldiers must be treated with dig-
nity and respect; furthermore, they must
acknowledge they owe the same treat-
ment to others. | will not tolerate any
form of discrimination.

Our young soldiers come from a vari-
ety of backgrounds and their cultural
differencessometimesareunfamiliar to
their fellow soldiers. However, they all
must understand and adopt Army Val ues:
Loyalty, Duty, Respect, Selfless Service,
Honor, Integrity and Personal Courage.
Our soldiers must live them every day—
and see them modeled by al their lead-
ers, especially the NCO Corps.

Control of Drugand Alcohol Abuse.
Endeavor to instill in the NCO Corps
knowledge and awareness of drug and
alcohol abuse that enables NCOs to
instruct and counsel subordinates con-
cerning the dangers of drugs and alco-
hol. Together, wemust continually play
down the traditional “machismo” atti-
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tude regarding alcohol and strive to
eradicate drug use. These attitudes re-
main a plague on our Army and have a
negative impact on morale and esprit.

The new drug “Ecstasy” isagrowing
menace. Beknowledgeableabout it and
onthelook out for evidence of itsabuse
by our soldiers.

Physical Conditioningand Competi-
tive Athletics. You help the batteries
and the battalion staff plan, coordinate
and execute the full range of organized
sports, athleticsand recreational activi-
ties.

Sports are an essential ingredient of
team building. Too often these days,
leaders do not appreciate the positive
impact team sports have on their unit’s
morale. A winning sportsteam canmake
agood unit even better.

Y ou must striveto develop the soldier
as a whole person, one who is fit and
willing to fight and wants to expend
maximum efforttoaccomplishtheunit’s
mission and hisindividua goals.

Visits to the Batteries and Offices.
Independent of me, make frequent vis-
itstothebatteriesaswell assectionsand
offices throughout the battalion. Let
leadersknow what you saw and provide
me a recommendation if something
needs my attention.

Y ou and the battalion NCO Corps are
responsible for the appearance of all
unit facilities. Visiting leaders form a
“snapshot” opinion of our unit based on
its appearance. One of your jobsis to
ensure our headquarters reflects our
unit's proud history and traditions as
the home of professionals. You also
ensure our barracks are maintained in
such a condition that our soldiers are
proud to call them “home.”

Reception of Incoming Personnel.
Make sure we have a solid sponsorship
program. Thereception and welcoming
of new personnel is crucial. Y ou must
ensureNCOsareinstructedintheproper
techniques of making soldiersfeel they
are wanted and needed as members of
the team.

Drill and Ceremonies. Although the
Napoleonic Period ended nearly 200
years ago, soldiers still have require-
ments to march. Parades, changes of
command and other ceremoniesrequire
soldiers to move in formations. Good
units do all things well, including drill
and ceremonies. | expect our formations
to be amodel of discipline.

Y oumust devel opand maintainahigh
degree of awareness of Army traditions,
customs and military courtesy in the

NCO Corps and ensure the battalion
adheres to these traditions. The young
officers, aswell, will benefit from your
training them in these matters.

| expect you to help me greet visitors
andfulfill social obligationsof thecom-
mand.

“Command” in CSM. To help you
discharge your duties and responsibili-
tieseffectively, youwill play an active,
authoritative partinthebattalion. | con-
sider you my right arm; you will bethe
only man in the battalion able to influ-
ence me to change my mind. | expect
you to offer your advice, guidance and
counsel.

My ideal CSM istheabsoluteepitome
of dedicationand professionalisminhis
appearance, knowledge, upholding the
standards and concern for soldiers.

Y ou are the finder and fixer of prob-
lems. Y ou will know more about what
isgoing on in the battalion than anyone
else. Keep me informed of what is go-
ing on, both good and bad. Be totally
honest with me about what | am doing,
both good and bad.

You must enforce standardization
across the board. This is central to all
artillerymen.

Finally, feel freeto discussthis docu-
ment with me, including deletions, re-
visions or additions. Thisis not a con-
tract—merely my viewsonwhataCSM
does in regards to making a battalion
operate efficiently.

R. L Cannon
LTC, FA
Commanding

W/:;\ &
\\¢/‘x,,

Colonel Lawrence (Larry) H. Saul com-
mands the 10th Mountain Division (Light
Infantry) Artillery, Fort Drum, New York. He
began his military career as an enlisted
soldier in 1968 and was commissioned a
Second Lieutenant in the Field Artillery via
Officer Candidate School, Fort Benning,
Georgia, in 1978. He commanded two bat-
talions: 4th Battalion, 11th Field Artillery,
and the Arctic Warrior Battalion, both in the
172d Infantry Brigade (Separate) in Alaska.
He also commanded three batteries: two
firing batteries in the 41st Field Artillery
Brigade, V Corps, in Germany, and a head-
quarters, headquarters and services bat-
tery, in the 1st Battalion, 37th Field Artillery,
also in the 172d Infantry Brigade. He has
had seven tours overseas, including two
with the British Army. He is a Vietnam
veteran, serving as mortar Platoon Leader
with the 18th Engineer Brigade.
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hether in the motor
pool or onthebattle-
field, thereisacom-

mon negative trend among a
number of FA units: deadlined
M981 fire support team ve-
hicles(FIST-Vs). TheFIST-V
isanM113chassiswithalaser
designator rangefinder (LDR)
and night-sight mounted onit.
It seems these vehicles breakdown continuously.

Information gathered at the National Training Center (NTC),
Fort Irwin, California, from rotational units over a three-
month period showed that, at the task force (TF) level,
anywherefrom 25 to 100 percent of the FIST-V swerereport-
ed non-mission capable (NMC) at any one time. This same
trend is evident in FA unitswith FIST-Vs Army-wide.

Thisarticlediscusseswaystohelpreversethis trend, includ-
ing changing the FIST-V’s maintenance reporting system.

The Operator. Making the M981 a more dependable ve-
hicle begins with the operator. First, the operator must con-
duct proper preventive maintenance checks and services
(PMCYS) with the correct technical manual (TM); hewill find
minor deficienciesthat, if left unattended, couldlead to major
problemsand aNM C vehicle. Also, the operator must usethe
proper lubrication order (LO) when filling fluids to prevent
unnecessary wear and tear. Finally, he must operate the
vehicle properly to avoid damaging it.

Supervisorsmust ensureall deficienciesareannotated prop-
erly on the DA Form 5988-E Equipment Inspection and
Maintenance Checklist (the automated version of DA Form
2404). This form is sent to unit-level maintenance to order
parts. Supervisors must follow-up on the status of the defi-
ciencies and ensure al parts are on order.

Unit Maintenance. The next step in the process is the
battery maintenance personnel verify that thedeficienciesare
legitimate and annotated correctly. After ordering the parts,
the supervisor should ensurethese partsremain onrequisition
and posted on the 5988-E until the parts are received and
placed on the vehicle or the deficiencies repaired.

Thebattery motor sergeant ensuresthe M981 FIST-V dead-
linesareincludedintheir NM C reports, which may or may not
be consolidated at the battalion level.

Reporting Problem. Although other M113s are ground-
reportable pieces of equipment on the monthly Army mate-
riel statussystem (AMSS) report (the automated version of
DA Form 2406 Materiel Conditions Status Report), the
logistics community classifies the M981 FIST-V as
non-reportable on AMSS. Batteries only can doci
ment their deadlined FIST-Vs on the automat
daily NMC report via the unit-level logistics sys-
tem-ground (ULLS-G). o

For any NMC piece of equipment to make the-
AMSS report, its materiel condition status rep
(MCSR) codeinULLS-Gmustbea“Y”; the FIST
V iscoded “M.” Only the equipment coded witha
“Y” on AMSS can appear on the 026 report—the
report routinely briefed to commanders. There-
fore, the FIST-V cannot be reported on the 026.

When the NMC FIST-V becomes automated,
it loses visibility for higher level maintenance

The M981 FIST-V on

DEADLINE

managers plus others briefed
on the 026. Also, the NMC
FIST-V isnot factored into the
unit’ soperationsreadinessrate.

Thebottomlineisthat, based
on automated reports and rou-
tineprocedures, NMCFIST-Vs
have no visibility above the
battery level.

Trend Fixes. There are sev-
eral things units can do to help reverse the negative trend of
FIST-Vs being NMC.

The battalion maintenance tech (BMT) or the battalion
motor officer (BMO) must take the battery’sNMC reportsto
the next higher mai ntenance manager and get hel pin expedit-
ing the delivery of repair parts for FIST-Vs. This brings the
problem to the attention of the higher level maintenance
managers who otherwise would not have visibility of the
NMCFIST-Vs,

NMC FIST-Vs should be briefed to higher commanders.
Routinely, vehicles on the 026 that are NMC for anumber of
days (15, 30—it varies by command) are briefed to higher
commanders. Although not listed on the 026, NMC FIST-V's
also should be briefed. Commanders need to be aware of the
lack of visibility NMC FIST-Vshave dueto the MCSR code.
Then they can emphasize theimportance of supporting FIST-V
mai ntenance throughout the command.

In addition, the Field Artillery School at Fort Sill, Okla-
homa, needs to work with the logistics community to change
the FIST-V coding so NMC FIST-Vs can appear on the
AMSS—and, ultimately, the 026.

When fully mission capable, the M981 FIST-V isan effec-
tiveplatformto accurately locate and adjust indirect firesonto
targets. A properly working targeting station and 13-power
LDR give the commander more in-depth information about
his battlefield than he can get with other visibility means.

If properly maintained with deficiencies reported and fixed
inatimely manner, the M981 FIST-V deficiency trend canbe
reversed, enabling FISTsto focus on training and providing the
right fires at the right place and right time.

SSG Ledlie W. Ketchum, Co/Tm Fire Support Trainer
“ Scorpion Team, NTC,
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Enlisted Redlegs:

Take Charge of Your Career

By Sergeant First Class Robert A. Smedley and Lieutenant Colonel William A. Rigby

T ransformationisoccurringacross
the full spectrum of Army
systems. Our activeduty enlisted
personnel management system (EPMS)
isundergoing changesto moveforward
with advancesin technology and infor-
mation management. Thesechangeswill
increase the soldier’s control over his
career, makethepersonnel systemmore
responsive to personal preferences and
increase overall family stability.
Enlisted personnel management’ sfirst
priority is to meet Army readiness re-
quirements—man warfighting units to
100 percent of authorizations. The Army
relies on enlisted soldiers, particularly
combat arms, to offset shortagesin of-
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ficer manningandshortfallsinother mili-
tary occupational specialties (MOS).

Our second priority is to fulfill the
soldier’s personal assignment prefer-
ences. Thisisasignificant changefrom
the past when personal preference was
the third or fourth consideration. How-
ever, thischangein priority placesmore
responsibility on the soldier to manage
his professional development. More so
than ever, the soldier must understand
the requirements for development and
success in his MOS. Inherent, also, is
the greater responsibility of his senior
leaders and mentors to understand his
professional devel opment needsand ad-
vise him on career options.

This article provides information for
soldiers and leaders on the Field
Artillery’s enlisted force professional
development requirements and guide-
lines.

How to Succeed. Theskillsand expe-
riences that enable a young sergeant
(SGT) to become a competent platoon
sergeant (PSG) are the result of that
NCO’ scommitment to becoming asub-
ject matter expert (SME) in his field,
both inside and outside his MOS, and
being proactive in his career assign-
ments. Devel oping and sustaining indi-
vidual competence is aresult of Army
schools, unit training and exercises, and
personal learning by the soldier.
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Personal learning or lifetime learning
isacentral tenet of the Army’ s person-
nel transformation. New information
technologies provide greater opportu-
nities for self-education through dis-
tancelearning programs. Someexamples
are video teleconference classes, indi-
vidual CD ROM interactive training,
web-based individual learning and cor-
respondence programs. Soldiers use
computers to access most of these dis-
tance learning programs.

While these programs won't replace
resident training inthe Army schoolsor
unit exercises, they will helpthesoldier
in sustainment training or special skills
qualification. Leaders must understand
this shift and provide soldiers the op-
portunities to maximize their use of
these developmental programs.

TheTotal Army Personnel Command
(PERSCOM) in Alexandria, Virginia,
and branch proponents have websites
that provide substantial career devel-
opment information for enlisted sol-
diers. See Figure 1 for the websites for
Field Artillerymen and abrief explana-
tion of what’s available on each.

To use many of the Army systems
listed in Figure 1, the soldier must have

an Army Knowledge Online (AKO) ac-
count. For exampl e, soldiersmay check
their individual military records online
through the AKO web portal before pro-
motion boards.

Soldiers also must understand the se-
guence and typesof professional devel-
opment optionsin their MOS and how
these fit into the progression of all the
Fied Artillery MOS. The Field Artillery
isstructured with 87 percent of itsautho-
rizations in tables of organization and
equipment (TOESs) in warfighting units
with theremaining 13 percent in tables
of distribution and allowances (TDAS)
insupport unitsand organizations. Thus,
most of asoldier’ sField Artillery career
will be spent in tactical units.

The majority of the TDA positions
availablefor Field Artillery soldiersare
at Fort Sill, Oklahoma, and includejobs
such as instructor, drill sergeant and
other positions in the Field Artillery
School and Center. The other primary
TDA assignments for FA soldiers are
recruiting positions, Active Component/
Reserve Component (AC/RC) positions,
Combat Training Center (CTC) observ-
ers/controllers (O/Cs) and ROTC posi-
tions.

Thenext considerationin career plan-
ning isoverseasservice. Tenyearsago,
nearly 50 percent of the Field Artillery
was positioned overseas. Today, that
percentageisabout 18 percent. Soldiers
today haveasdlightly greater probability
of serving in an unaccompanied short
tour (Korea) than of servingin an over-
seas long tour.

The following sections provide a de-
scription of the key agencies and the
chain of command—plustheindividual
soldier—who areinvolvedindetermin-
ing Field Artillery enlisted professional
development and assignments.

Field Artillery Proponency Office
(FAPO). The Chief of Field Artillery
setsthe professional devel opment stan-
dardsfor all Field Artillery soldiers. The
action office is FAPO, which “coordi-
nates the formulation and implementa-
tion of personnel management issues’
and advises and assists in enlisted ca-
reer management.

FAPO provides a wealth of informa-
tion at its website (Figure 1). Thisin-
cludes detailed descriptions of each FA
MOS and career maps with required
ingtitutional training duty positions to
be held and for what lengths of time,

Websites

Useful Information or Links Found on

FA Branch Update, Field Artillery Proponency

Website Proponent/
Title

FA Branch

Web Addresses

http://www.perscom.army.mil/Epfa/fa_ltr.htm

Office (FAPO) Professional Development Model
and Duty Descriptions by MOS, PERSCOM
Directory of FA Branch Representatives, FA Links

PERSCOM

Numerous Useful Links, Including Enlisted
Records and Evaluation Center (EREC), Army
Doctrine and Training Digital Library (ADATDL-
Field Manuals), Army Electronic Library (Army
Regulations and DA Pamphlets), NCO Education
System (NCOES), etc.

Army Knowledge Online (AKO)

http://www.us.army.mil/portal/portal_home.jhtml

Online Update of Location Preference, Volunteer-
ing for Locations or Special Duty Assignments
and Personal Contact Information

Army Satisfaction Key (ASK)

https:isdrad06.hoffman.army.mil/erec/ask_ako.htm

Official Military Personnel File (OMPF) Online

EREC

http://www.erec/army.mil/

Officer and Enlisted Management Directorate,
Enlisted Selections and Promotions, EREC,
Officer Efficiency Reports (OERs) and NCOERs

PERSCOM

http://www.perscom.army.mil/default.htm

Links for FA Officers and Warrant Officers, NCO
Professional Development, NCO and Enlisted
MOS Descriptions, FA Related Training and
Doctrine Publications and the FA Professional
Development Model

FAPO—The Artilleryman

http://sill-www.army.mil/FA/index.htm

FA Training and Doctrine Publications, Individual
and Shared Task Lists, Soldier Training Publica-
tions (STPs), Individual Training Materials

Requirements Determination
Development and Integration
(RDDI) of the Futures
Development Integration
Center, Fort Sill

http://faresources.sill.army.mil/rddi/rddi_page.htm

Figure 1: Useful FA Websites
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Institutional OSUT/AIT/ PLDC BNCOC ANCOC Sergeants Major Academy
Pillar PLDC
Operational Driver Gunner Section Chief PSG PSG Ops SGM/CSM
Pillar Cannoneer Ammo SGT Gunnery SGT Gunnery SGT FA Battalion-
Ammo SP Master Gunner Master Gunner Erﬁf‘de'gv's'o”
rtillery-Corps
Asst Gunner Asst Ops NCO Asst Ops NCO Artillery
Special Corporal Recruiter Drill SGT Drill SGT Instructor/ROTC Instructor/ROTC
Assignments Recruiter Recruiter Recruiter/ROTC AC/RC Trainer AC/RC Trainer
Instructor Instructor CTC O/C CTC O/C
AC/RC or CTC O/C IG NCO FA School
EOA
Institutional Airborne Airborne Airborne Airborne 1SG Course Tactical Air
g‘kslfl’ec'al Air Assault Air Assault Air Assault Air Assault Battle Staff Operations
s ASI U6 ASI U6 ASI U6 Battle Staff
Recommended | Needs of the Needs of 24 Mos as 24 Mos as PSG 24 Mos as 1SG Needs of
Time in Army the Army Section Chief Gunnery SGT the Army
Assignments Master Gunner
Asst Ops NCO
Promotions 6 Mos—PV2 PZ—36 Mos PZ—84 Mos Pz—Sz Pz—Sz Pz—Sz
12 Mos—PFC | SZ—18 Mos SZ—48 Mos Announced by Announced by Announced by
26 Mos—SPC HQDA Before HQDA Before HQDA Before
Each Board Each Board Each Board
Retention 3Yrs TIS 15 Yrs TIS 20 Yrs TIS 24 Yrs TIS 26 Yrs TIS 30 Yrs TIS
ggi':]ttro' SPC—10 YrsTIS | SGT(P)—20 Yrs | SSG(P)—24 Yrs | SFC(P)—26 Yrs MSG(P)—30 Yrs CSM (Nominative
SPC(P)—13 Yrs TIS TIS TIS TIS Only by 3- or 4-
Star Generals)
TIS
35Yrs TIS
Legend: BNCOC = Basic NCO Course OSUT = One-Station Unit Training
AC/RC = Active Component/Reserve CTC = Combat Training Center PLDC = Primary Leadership Development Course
Component EOA = Equal Opportunity Advisor PZ = Primary Zone
AIT = Advanced Individual Training HQDA = Headquarters Department of the Army SP = Self Propelled
ANCOC = Advanced NCO Course IG = Inspector General SZ = Secondary Zone
ASI = Additional Skill Identifier O/C = Observer/Controller TIS = Time in Service

Figure 2: MOS 13B Cannon Crewmember Proponent Career Map

and special skill training and assign-
ments recommended by rank. See the
sample career map for 13B Cannon
Crewmember in Figure 2.

Whilethereisno one career pathway,
the principal development objectiveis
for every soldier to serve at least 24
months in defined | eadership positions
as a staff sergeant (SSG), sergeant first
class(SFC) and master sergeant (M SG).
At the Field Artillery Command Ser-
geantsMajor (CSM) Conferencein Sep-
tember 2000, the CSM's recommended
that career mapsbe used asthe standard
for promotion boards. These career
maps, such asthe onein Figure 2, will
be published in DA Pam 600-25, US
Army Noncommissioned Officer’s
Guide, whichisexpectedtobereleasedin
2003.

Field Artillery Branch, PERSCOM.
This agency plays a magjor role in the
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progression of asoldier. Inthe courseof
managing Army readinessrequirements
and soldier development, theFA Branch
manages soldiers from their entrance
on active duty through their retirement.

FA Branchrecommendsaccessionre-
guirementsand monetary incentivesfor
enlisting soldiers as well as distributes
advanced individual training (AIT)
graduates throughout the world. In order
to retain quality soldiers and maintain
proper strength levels, the FA Branch
advisesPERSCOM onretentionissues,
such as reclassification requests and
reenlistment monetary incentives.

The branch objective is to place all
soldiers in assignments that will allow
them to meet branch professional de-
velopment requirements and advance
through the NCO ranksin their MOS.

PERSCOM implemented an online
interactiveinformationsysteminMarch.

TheAssignment SatisfactionKey (ASK)
allowssoldierstoinput preferencesand
get information from the Total Army
Personnel Database(TAPDB). Soldiers
also may view current assignment in-
structions through ASK. In April,
PERSCOM mailed abrochure explain-
ing ASK to all units.

ASK supportsenlisted personnel vol-
unteeringfor assignments, by gradeand
MOS, based on the needs of the Army
or the soldier's preference. It allows
soldierstoview and updateinformation
fromhomeor theofficeviatheInternet.

UsingASK, thesoldier canselect three
continental United States(CONUS) and
three outside CONUS (OCONUS) as-
signment preferences (assignment vol-
unteer requests) that FA Branch will
consider when making assignments.

PERSCOM viewsaservicemember’'s
preferencesas”If | must bereassigned,
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these arethe locations | prefer.” While
a service member who volunteers for
reassignmentisviewed as“| wouldlike
to be reassigned now to one of these
locations.” Thesestatementsapply when
the soldier updates his special duty pref-
erencesand volunteer informationonline.

An advantage to ASK isit allows the
service member to update his personal
contact information online, such as
home address, home and duty phone
numbers and home or military email
addresses.

ASK islinkedtoanautomated Soldier
Assignment Module (SAM) that
PERSCOM asoimplementedinMarch.
SAM automatically links ASK infor-
mation to assignment processing. FA
Branch nolonger must track “ DA Form
4187, Personnel Action” preferencere-
guestsmanually. SAM providesalist of
eligiblesoldiersfor agiven assignment.
Volunteers, if qualified, are considered
for the assignment before non-volun-
teers.

SAM appliescurrent assignment poli-
cies, such as time-on-station guidance
(36 to 48 months), remaining time-in-
service (TIS) requirements and MOS
and grade matches. Thismaintainsdis-
ciplineintheassignment system, which
means a soldier who volunteers for an
assignment will not move early unless
Army readinessrequireshimto. A sec-
ond quality control measure is that the
FA Branch sergeant major (SGM) re-
views every soldier's assignment to
ensure he's not reassigned too soon.

Chain of Command. Commanders,
CSMs and first sergeants (1SGs) pro-
vide the critical link between profes-
sional development abjectives and ac-
tual assignment of soldiers. They also
aretherecommendingauthority for pro-
motionsfrom privateto SSG. Thesekey
leaders must understand the branch ca-
reer development maps and provide
soldiers opportunitiesfor advancement
whilebalancing unit readinessand mis-
sion requirementswith theindividual’s
development.

SomeFA soldiersand NCOsmay have
to work outside their assigned MOS to
fill critical, low-density MOSunit short-
ages—for example, battery training
NCO; nuclear biological chemical
(NBC) NCO,; or supply or fuel special-
ists. But leaders must understand that it
isimperativetothesoldiers’ career pro-
gression that they spend the minimal
time in these types of positions.

TheNCO evaluationreport (NCOER)
is the primary consideration for deter-
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mining assignment qualifications and
nominative assignments. Troop-lead-
ing experienceiscritical tothedevel op-
ment of all soldiers and their advance-
ment as senior NCOs.

Multiple duty positions and NCOER
ratings for positions outside the career
map’ srecommended paths are not con-
sidered career enhancing. Such a pat-
tern may make it appear the NCO is
avoiding challenging troop-leading as-
signments.

The Individual Soldier. FAPO,
PERSCOM and the chain of command
provide the basic framework of skills
and guidance and give the soldier an
opportunity to succeed with attendance
at the appropriate NCO education sys-
tem (NCOES) school sand assignments
totheduty positionfor hisrank. Butitis
theNCO' sresponsibility tolearn, grow
and devel op. He must become a student
of the profession of arms. He routinely
must read professional journas and
updated doctrinal manuals to keep
abreast of the newest methodsand tech-
nologies being devel oped.

AstheArmy transforms, sol diersadapt
to new systems and training methods.
Transformation will place a premium
on asoldier’ s ability to learn and adapt
quickly.

Soldiers must first be proficient in
their MOS. But they also should work
to understand the skills of other Field
Artillery MOS and those MOS they
habitually work with.

The biggest discriminator for assign-
mentsisusually asoldier’ sgeneral tech-
nical (GT) score from the Armed Ser-
vices Vocational Aptitude Battery
(ASVAB).Ifasoldier’ sGT scoreonthe
ASVAB isbelow 100, hewill beineli-
gible for most nominative assignments
or to transfer to a different MOS.

If asoldier's GT score is below 100,
then he should strive to raise it to make
himself competitive for possible reen-
listment options, promotionsand nomi-
nativeor special duty assignments. Bat-
tery and battalion leaders should sup-
port promisingjunior soldiersandNCOs
with the opportunity to attend Func-
tional Aptitude Skills Test (FAST)
classesto raise their GT scores.

How to Get an Assignment. Soldiers
can take specific actions to improve
their assignment options.

Reenlistment. By carefully planning
and exercising reenlistment options, an
NCO can program asignificant portion
of hiscareer from hisfirst reenlistment
through hisfollowing reenlistmentsuntil

he reaches a career NCO status at 10
yearsor moreof service. A soldier could
provide hisfamily asignificant amount
of timeinonelocation or select reenlist-
ment bonus options that provide a sig-
nificant amount of money.

For example, a soldier could reenlist
for anumber of years and select a per-
manent change of station (PCS) to a
location he and his family want. Once
settled, he would be stabilized for a
minimum of 24 months before being
selected for an overseas assignment.

If the soldier or NCO wanted to pro-
vide his family with even more stabil-
ity, hecould volunteer to serve an unac-
companied tour to Korea and request a
Homebase A ssignment Program (HAP)
location back to the post he reenlisted
for. The 24 or more months CONUS
service plus the 12 months in Korea
plus another 24 or more months gives
hisfamily uptofiveyearsor moreat the
same location.

Under current PERSCOM assignment
policies, personnel normally will serve
36 monthstime-on-station beforebeing
eligible for reassignment overseas and
48 monthstime-on-station beforebeing
reassigned in CONUS.

That same NCO may elect to take
advantage of the Army’s reenlistment
bonus programs when choosing the lo-
cation and MOS to give his family or
himself a financial gain. A Selective
Reenlistment Bonus (SRB) is one of-
fered for reenlisting within a certain
MOSfor aspecified amount of time. A
Targeted Selective Reenlistment Bo-
nus (TSRB) is offered for reenlistment
to specific locations. In both cases, the
list of MOSoffering SRBsandtheloca-
tions offering TSRBs change periodi-
cally in an attempt to maintain the
strength of the overall force. Informa-
tion regarding bonuses and when they
are offered is available from the unit
reenlistment NCO.

PERSCOM recently implemented a
policy in an effort to give mid-career
NCOs more options on continued ser-
vice as they approach reenlistment. In
the past, assignment timing often had a
mid-career NCO entering his window
for reenlistment—210to 13 monthsfrom
expiration term of service (ETS)—al-
ready on orders by FA Branch. Unless
he submitted aDA Form 4187 request-
ing a deletion, he had to proceed to the
new assignment. Thiscaused many sol-
diers to choose to leave service rather
than accept an assignment they did not
want.
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Thenew policy doesnot allow PERS-
COM assignment branches to place a
mid-career NCO on orders from 13 to
10monthsbeforeETS. Thisfour-month
block isintended to allow an NCO time
to review and exercise reenlistment
options. Most assignmentsare coded as
only available for reenlisting soldiers
between the 13 to 10 months before the
reguired report date. Unit reenlistment
counselors can provide soldiers with
available locations from the reenlist-
ment Retain system.

NCOES Schooling. NCOES schools
aredesignedto prepare NCOsto perform
duties at the next higher duty position;
attendance is mandatory for promotion
to SGT, SSG and SFC. Thus, maintain-
ing eligibility to attend and completean
NCOES school should be of primary
concernto an NCO desiring to advance.

FA Branchisresponsiblefor schedul-
ing promotable SSGs for the advanced
NCO course (ANCOC). Once selected
by the SFC promotion board, the pro-
motable NCOs' records are passed to
theFA Branch schoolscoordinator who
screensand schedulesthoseeligiblefor
attendanceat ANCOC onthe Army train-
ing requirements and resources system
(ATRRS).

It takes from three to five weeks to
schedulepromotable SSGsfor ANCOC
after the promotion list is released. In
that process, the schools coordinator
considersthe sequencenumbers, physi-
cal profiles, flags and bars, approved
retirements, location and, if theNCO is
overseas, whether or not itismore cost-

effective to send the NCO temporary
duty (TDY) andreturn or TDY enroute
to his new next duty station.

Scheduling for the basic NCO course
(BNCOC) isconducted by the NCOES
Branchat PERSCOM usingtheBNCOC
automated report system (BARS) or by
units submitting a request through the
chain of command to the installation
training office through the Army train-
ing application system (ATAS).

The BARS report isan order-of-merit
listthat ranksstaff sergeantsby date-of -
rank and promotable sergeants by pro-
motion points. The battalion schools
NCO usually maintains the BARS re-
port with input from the unit leadership
and NCO support channel.

BARS isonly asaccurate astheinput
fromthefield; itistheunit’ sandNCO'’s
responsibility to keep the report up-to-
date. Failure to do so could result in
delays or the inability to schedule an
otherwise eligible NCO for BNCOC.

FA Branch canrequest BNCOCfor an
NCOTDY enrouteto anew duty station;
however, attendance depends on avail-
able class dates and training spaces.
Oncescheduled, soldiersmust pay strict
attentionto personnel telegrams(PERS-
GRAMS) because, since 1 October 2001,
many NCOsattend BNCOCintwo sepa-
ratel ocationsfor Phasel (CommonCore)
and Phase Il (Technical Track). Dates
and locations should be verified with
the battalion schools manager.

A frequent concern is the status of
conditionally promoted NCOs (those
who have met the cut-off scores but

“Skyscraper” during training at the Confidence Obstacle Course. (Photo by Fred W. Baker lll, Fort

Sill Cannoneer.)
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have not completed the appropriate
NCOES school) being administratively
reduced becausethey haven't compl eted
BNCOC. Soldiers are required to com-
plete NCOES within one year of being
conditionally promoted. Soldiers who
are not scheduled for the appropriate
school within one year will not have
their rank removed if nonattendanceis
duetonofault of their own. If nonatten-
danceistheir fault, (academic or disci-
plinary reasons, failure to meet Army
height and weight standards or to pass
theArmy physical fitnesstest, or APFT),
they will have their rank removed.

The primary leadership development
course (PLDC) is conducted locally at
major installations. Local units sched-
ule soldiers to attend PLDC through the
installation schools manager. The battal-
ionCSM maintainsan order-of-meritlist.

Foecial Duty and Nominative Assign-
ments. These assignments play an im-
portant role in the careers of most sol-
diers. Solid duty performance in one of
thesejobsoftenwill increaseasoldier’'s
potential for promotion because he has
demonstratedtheability to performout-
side the normal duties of hisMOSin a
very challenging assignment. Soldiers
can enjoy a successful career without
serving in one of these type positions;
however, the majority of senior NCOs
promoted to M SG and SGM have com-
pleted a tour successfully in a special
duty or nominative position.

Thecareer mapsfor eachMOSlist the
positionshby gradefor whichNCOswill
be considered for special duty or nomi-
native assignments. (For an example,
see the row marked “ Special Assign-
ments’ in Figure 2.)

“Special duty” assignments are for
SSGsand below—fromfourto10years
of service. These include duty as drill
sergeants, recruiters, instructors and a
small number of other uniquepositions.
PERSCOM selects soldiers for special
duty positions.

A SGT may be selected for duty asa
recruiter based on the need for recruit-
ersandtheavail ablepopulation of SSGs
in an MOS. An SSG may serve as a
recruiter, drill sergeant, instructor and,
inafew cases, asan O/C at aCTC.

Each of the special duty assignments
has specific requirements regarding
rank, GT score, minimum physical pro-
file, NCOES courses completed, age
and leadership experience. Drill ser-
geant, instructor and O/C reguirements
arelistedin AR614-200, Enlisted Assign-
ments and Utilization Management.
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Generally, theminimumrequirements
areaGT scoreof 100 or better, be serv-
ing in the grade SSG and a BNCOC
graduate, have quality NCOERs and
DA Form 1059 Service School Aca-
demic Evaluation Report and display
military bearing, leadership ability and
the capability to performin positions of
greater responsibility.

Tobeadrill sergeant, an NCO must be
36yearsoldor younger, unlessvolunteer-
ing (submit a copy of arecent physical).

Army-wide, thereisagreater need for
qualified SGTsand SSGsfor recruiting
duty. Recruiting is difficult to qualify
for because recruiters often must live
away from military posts in high-cost
areas. Because of this, there are addi-
tional restrictions on the number of de-
pendents permitted.

AsaSGT or SSG, drill sergeant, re-
cruiter or instructor duty should be the
goal after completing two years in a
leadership position. Soldiers should be
willing to accept more than one type of
these challenging assignments because
they are limited by the school dates
available and the number of personnel
returning from these assignments. If a
soldier receivesordersfor one, heshould
put asmuch effort into being successful
at that duty ashedidinthepositionsthat
allowed him to be selected for the spe-
cial duty.

All soldiersconsideredfor special duty
assignments must pass a commander’ s
evauation for service in the duty posi-
tion and an extensive background re-
view of policerecords, financial records
and Army community support records.
PERSCOM assignment branches usu-
ally consider five NCOsfor every three
specia duty job positions.

“Nominative” assignmentsarefor ca-
reer soldiers—senior SSGs and SFCs
and above. PERSCOM nominates sol-
diers for these positions. An SFC may
serveasarecruiter, drill sergeant, CTC
or AC/RCQO/C, instructor, equal oppor-
tunity NCO and in a few positions in
ROTC or West Point. Most SFCs serv-
ing asrecruitersor drill sergeants were
assigned initially as SSGs and, subse-
guently were selected for promotion.

AnMSG may serveasaCTCor AC/RC
OIC, equal opportunity NCO, inspector
general (IG) NCO or ROTC instructor.

FA nominative assignments are com-
petitive and based primarily on demon-
strated | eadership ability, technical pro-
ficiency and other selectioncriteria, such
as time-in-grade, time-on-station and
the effect on unit readiness.
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- Have an active Army Knowl- |
edge Online (AKO) account.

* Know when you are eligible |
for a board.

* Ensure your Enlisted Records
and Evaluation Center (EREC)
“board” packet is accurate.

—Check your OMPF online
through the AKO portal.

—Have a current photo (every three
years); send a digital photo to EREC
via AKO (fast) or mail a copy of the
digital photo (slow).

—Verify your DA Form 2-1 and ERB;
make sure the data does not conflict
between these two reports and sign
them when you verify them.

 If there are errors, correct them.

Figure 3: DA Promotion Board Preparation
Checklist. The board only sees three docu-
ments: official military personnel file
(OMPF), photo and DA Form 2-1 Personnel
Qualification Record/Enlisted Records
Brief (ERB).

A soldier can improve his chances for
sdlectiontoaspecial duty or nominative
position by ensuring his GT score is
over 100, a prerequisite for both these
types of assignments. If he has retaken
the ASVAB after joining the Army, he
must ensure current scores are reflected
on his DA Form 2-1/2A, Personnel
Qualification Record and (or) Enlisted
Records Brief (ERB).

Being selected for a specia duty or
nominative assignment is significant.
However, theseassignmentsarenot sub-
stitutes for successful troop-leading
time. EachNCO should serveat | east 24
months in each leadership position at
the appropriate grade; the time served
“ontheline” is an essential part of the
professional development of the NCO.

Records Accuracy. With the ability to
review most of his military records
online, every FA soldier should review
them for completeness and accuracy
beforeevery centralized selectionboard
meets. By the end of 2002, the Army
will discontinue making microfiche
military records; all soldiers will have
to review their recordsonline. Figure 3
provides achecklist to usein preparing
for a board.

The NCOER is the most important
tool used by promotion boards and by
FA Branch for consideration for nomi-
native assignments. Because the
NCOERisapermanentpartof anNCO’s
record, theoverall quality of theNCOER
is of the utmost importance, both in
substance (content) and format. AR 623-

605, NCOER System should be
the start point for any questions
on the NCOER.
| The current NCOER system
works. It clearly identifiesthevast
majority of successful NCOs who
should be promoted and providesthe
opportunity for senior leaders to rec-
ognize those NCOs who are excep-

tional. Thus, performance reflected on

the NCOER is the most important as-
pect of a soldier’s career progression
andtheoneaspect over whichhehasthe
most control.

There is no magical formulafor suc-
cess. Successis acombination of com-
petence, hard work and solid perfor-
mance in the duty position and in sus-
taining this performance in each duty
position. The soldier must become fa-
miliar with the recommended career
pathways and general sequence of as-
signments, develop his leadership and
technical skills, complete the required
schools, meet the minimum aptitude
standards, use reenlistment windowsto
his advantage and continually perform
to standard. The soldier who does all
these thingswill bethe modern, techni-
cally proficient, professional NCOwho
istaking charge of his career.
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Sergeant First Class (Promotable) Robert
A. Smedley is the Military Occupational
Specialty (MOS) 13B Cannon Crewmember
Professional DevelopmentNCO atthe Field
Artillery Branch in the Enlisted Personnel
Management Directorate (EPMD) of the
Total Army Personnel Command (PERS-
COM), Alexandria, Virginia. He has served
in a variety of cannon artillery positions
during his career. His last assignment was
as a Paladin Platoon Sergeant in the 4th
Battalion, 42d Field Artillery, the 4th Infan-
try Division (Mechanized) at Fort Hood,
Texas. He also served for three years in
Recruiting Command at FortHamilton, New
York. He holds a Bachelor of Science in
Liberal Arts from Regents College in Al-
bany, New York.

Lieutenant Colonel (Promotable) William
A. Rigby is the Field Artillery Branch Chief,
EPMD at PERSCOM. He has served in a
variety of Field Artillery assignments, to
include in cannon, multiple-launch rocket
system (MLRS)and Pershing units. He most
recently headed the Office of the Chief of
Field Artillery as Chief of the Field Artillery
Proponency Office (FAPQO)in Training Com-
mand, Fort Sill. He will attend the War
College at Carlisle Barracks, Pennsylva-
nia, in August.
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6-27 FA FCNCO SSG(P) Johnnie Fields in FDC with PFC Micah Kennedy (R) and SPC Jose Galvan (L).

The Battalion

Fire Control NCO

By Sergeant First Class Robert M. Castillo

y first experience with the
M Field Artillery battalion fire

control NCO (FCNCO) was
as a young soldier in a battery fire
direction center (FDC) during the bat-
talion “Best FDC Competition.” | was
the FDC advance party man in a 105-
mm battery and had just pulled into
position with the rest of the battery
advance party.

Asl beganto enter theinitial gun data
into the back-up computer system
(BUCS), I heardthisgruff voiceasking,
“What areyour prioritiesof work asthe
advance party man?’ Before | could
answer, hetook thedataand BUCS and
entered the data in a few seconds. His
final wordswere, “It’s getting ready to
shoot!”

During the rest of my first tour, |
experienced the wrath of that old,
crabby, knowledgeabl e, chain-smoking,
coffee-drinking manual fire direction
guru many times. He dictated what we
trained on and when and where we
trained it.

The battalion FCNCO has remained
essentialy the same for the past 12
years—although with the introduction
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of digital systemstotheField Artillery,
the scope of his duties has increased
and will increase even morein the next
three to four years.

This article addresses the duties and
responsibilities of the FCNCO and out-
lines some tactics, techniques and pro-
cedures (TTPs) for his increasing the
effectiveness of the battalion.

Dutiesand Responsibilities. Thepri-
mary duty of the FCNCO is to be the
premier trainer of all theMilitary Occu-
pation Specialties (MOS) 13E Cannon
FireDirection Specialistsand 13C Au-
tomated Fire Support Systems Special-
istsinthedirect support (DS) FA battal-
ion. He determines the “gate” training
strategy for all 13E/C tasks in the bat-
talion; manages the 13E/Cs; mentors
battery and platoon FDC soldiers, sec-
tion chiefs and fire direction officers
(FDOs); guards FDC Sergeant’s Time
training; and devel ops the roadmap for
digital training in his battalion.

In addition, the FCNCO brings much
tothe DS ordersprocessin the military
decision-making process (MDMP).
With his shooter’s and executor’s per-
spective, hecanservethebattalionwell.

Training. Whilel wasthe FCNCO for
the 2d Battalion, 320th Field Artillery
(2-320 FA), 101st Airborne Division
(Air Assault) at Fort Campbell, Ken-
tucky, the battalion instituted an ag-
gressive training program to introduce
ex-Paladin FDC chiefs to the world of
manual FDC secondary checksand com-
putations. Wedid thisviaFDC consoli-
dated training in Sergeant’s Time and
the commitment of the command group
to aliberal training program.

However, the FCNCO responsibili-
tiesandinput arejust asimportantinthe
mechanized artillery battalion. The
FCNCO' sabhility tounderstand boththe
light and heavy fire direction worldsis
an asset to either battalion.

Our gatestrategy beganwith prioritiz-
ing the basic fire direction tasks based
onour missionessential tasklist(METL)
and then training them in standardized
crew drills supplemented with infor-
mally written standing operating proce-
dures (SOPs). These SOPshad step-by-
step proceduresto enhance understand-
ing. Thetraining culminated ingunnery
field exercises with advance party pro-
cedures, occupation crew drillsandfire
mission processing.

Later, asthe FCNCO in 4-27 FA, 1t
Armored Division, Germany, weestab-
lished a training strategy to build the
gunnery knowledge of all FDC soldiers
based onfeedback from arotationtothe
Combat Maneuver Training Center
(CMTC) in Hohenfels. The soldiers at-
tendedbasicmanua gunnery classesonce
a month during consolidated Sergeant’s
Time. Determining soldiers training
needs on an implied task—manual gun-
nery—isthe FCNCO’ sresponsihility.

The FCNCO's time should be spent
with the battery and platoon FDCs con-
centratingonsimplestep-by-stepdrillsat
thelowest levels. Thisenhancesand stan-
dardizessoldier knowledgeat every level.

The time spent with the battery and
platoon FDCsisbeneficial intwoways.
First, it ensures the training conducted
at the battalion and section levels is
useful and realistic and standardizesthe
battalion. The endstate is soldiers can
be “plugged into” any battery because
they all weretrained inthe same manner.

Second, theFCNCOl earnsthestrengths
and weaknesses of each of his battery
and platoon FDCs, which makes him a
better advisor to the commander in all
matters concerning the FDCs.

Managing. The FCNCO gives the
command sergeant mgjor (CSM) a
monthly “snapshot” of the FDC sol-
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diers and where the battalion standsin
team building. With the help of the
personnel actions NCO and the battery
first sergeants, each FDC soldier is
tracked using asimpl e spreadsheet soft-
wareprogramcontaining hisname, rank,
duty position, arrival date, previousduty
position, departure date and battery.

Thisform allowsthe FCNCO to make
recommendations to the chain of com-
mand and the NCO support channel on
moving soldiers and replacing soldiers
leaving the battalion. It also enhances
the battalion’s ability to promote sol-
diers from within, align new leaders
with sections based on their abilities
and that of their prospective sections,
and create an environment for soldiers
to strive to become leaders.

InFY 04, MOS13E and 13C aresched-
uled to be consolidated into MOS 13D
FA Tactical Data Systems Specialist.
With the introduction of the 13D pro-
gram to the fire direction community,
tracking FDC soldiersincreasesin im-
portance because of the effects of con-
solidating two MOS on a DS battalion.
For example, unless the FCNCO has a
tracking systeminplace, if thebattalion
receives an abundance of ex-13Cs to
run the battery and platoon FDC, this
could lead to problems throughout the
battalion. In addition, to qualify as a
13D, the 13C or 13E, at a minimum,
must undergo abattalion-directedtrain-
ing program and be certified as a 13D
by the first lieutenant colonel in the
soldier’s chain-of-command.

Mentoring. A battalion mentoring pro-
gramis, perhaps, the hardest to start but
the easiest to maintain. By the nature of
his job, the FCNCO is the senior “ob-
server/controller” in al matters related
to the battalion’s FDCs. During field
problems, the FCNCO learns about the
individual abilities of each leader and
soldier by visiting the firing batteries
andobservingthecrew drills, firedirec-
tion procedures and other training.

The FCNCO's visits to the battery
FDCswiththeBattalion Master Gunner
provide invaluable information for the
command team to usein futuretraining
events, field exercisesand depl oyments
to the various training centers. During
these visits, soldiers begin to under-
stand the role of the FCNCO, histrain-
ing plans and his ability to make them
better at their jobs. The visits also can
evaluate the effectiveness of training
and refine TTPs that aren’t working.
Thevisits promotethe FCNCO' sinter-
action with the FDC soldiers and build
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teams around the programs instead of
vice-versa

The FCNCO mentorship of battery
and platoon FDC personnel must in-
clude the battalion FDO and the sol-
diersinthebattalion FDC. Therelation-
ship between the FCNCO and the bat-
talion FDO is easy to define if one
understands what each “brings to the
table.” Atthebattalionlevel,theFDOis
either asenior lieutenant or captainwho,
in most cases, has served asabattery or
platoon FDO. His understanding of the
tactical and technical aspectsof thebat-
talion FDC islimited to his experience
as a battery FDO.

The battalion FCNCO is a senior en-
listed leader (E-7/sergeant first class)
who has served asabattery firedirection
NCO (FDNCO); inmost cases, asa 13C,
hewill have spent much of histimeat the
battalion FA tactical operations center
(TOC). Together, the two must build on
each other’s strengths and knowledge
and dedi cate themselvesto training the
battalion fire direction capabilities.

They share duties in the orders pro-
cessand devel oping battalion FDClead-
ers and, most important, perform each
other’s duties in the other’s absence.
Together they are key to the FDC pro-
gram and, therefore, share in the
mentorship program.

In many cases, the FCNCO must de-
velop the skills of the battalion FDO to
help him understand the difference be-
tween hisrole as a planner and execu-
tor. For exampleduringtheMDMP, the
FCNCO can help the battalion FDO
develop a plan that is tactically and
technically effective.

Too often, the technical aspects of a
plan areoverlooked until itisalready in
the hands of the battalion FDC and the
battery and platoon FDCs. The
FCNCO's mentoring of the battalion
FDO improvestheplanand, at the same

time, allowsthe FCNCO to gain experi-
ence in planning, learning skills most
FDOs learned from their first daysin
the service.

The battalion FDO and FCNCO can
develop FDC leadersin programs such
asthe“FDC University” held onenight
aweek, Fire Direction Conferences to
validate new SOPs or TTPs held quar-
terly and the occasional brown-bag
lunches with various combinations of
FDC chiefs, FDOs, the battalion’s of -
ficers and the command group. The
battalion FDC personnel can be devel-
oped with classesinthe MDMP, essen-
tial fire support tasks (EFSTS) versus
essential FA tasks (EFATSs) and ammu-
nition management.

Guarding Sergeant’ s Time. The CSM
establishes the battalion’s Sergeant’s
Time standards. Hisformat isatool for
all NCOs to ensure precious training
time is not wasted—or worse, is not
“just another event” annotated in the
monthly training calendar.

As the guardian of Sergeant’s Time,
theFCNCO ensuresFDC soldiersmain-
tain the high standards established by
the CSM. In Sergeant’ sTime, FDC sol-
diers meet one day aweek for consoli-
dated FDC training taught by section
chiefsand leadersin the various FDCs.
Thisconsolidated programallowsNCO
trainers to train as they were trained,
standardizing the battalion’ s training.

The training plan is the “digital road
map,” aplan that allowsthe FCNCO to
share his training vision for 13ES/Cs
with the command group, showing how
thetraining mesheswith the battalion’s
METL. Thisallowsthecommand group
to prioritize training, consolidate assets
and resources, and map the training ob-
jectivesinthesix-week training calendar.
Figure 1 is an example of adigital road
map for atask, in this case, developing a
digital fire mission processing SOP.

» Week One—Determine the format for the SOP; participants include all current
fire direction NCOs (FDNCOs) and fire direction officers (FDOs).

* Week Two—Determine the database requirements for sensor-to-shooter links.

* Week Three—Link the sensor-to-shooter, for example: handheld terminal unit
(HTU) to task force advanced FA tactical data system (AFATDS) to battalion fire
direction center (FDC) AFATDS to battery lightweight computer unit (LCU) AFATDS.

* Week Four—Determine fire mission step-by-step procedures using a sensor-to-
shooter link (classroom environment).

* Week Five—Conduct a sensor-to-shooter communications exercise (COMEX)
using a “TACFIRE [tactical fire direction system] Park” or motor pool.

* Week Six—Introduce the digital field environment in a field training exercise (FTX).

Figure 1: The FCNCO’s Training Road Map for Developing Digital Fire Mission Processing

Standing Operating Procedures (SOP)
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The FCNCO and the
MDMP. With al the du-
tiesandresponsibilitiesdis-
cussed, introducing the
FCNCO to the orders pro-
cessisthe most beneficial
to the battalion because of
his experience at both the
battery and battalion lev-
els. For example, the
FCNCO canhaveinputinto
no less than eight sets of
orders involved in the
battalion’s rotation to the
CMTC, not including the
deployment and redeploy-
ment orders.

The following informa-
tion walks through the
MDMP for developing or-
ders and presents TTP for
theFCNCO' sinvolvement
in the process.

Aswebegintheorderspro-
cess, thefirst stepismission
analysis. The FCNCO
should bring the informa-

tion listed in Figure 2 to the
missonanaysis.Usingtheir
experience, theFCNCOand

The FCNCO leads an after-action review (AAR) at one of
his FDCs. He oversees the training of and mentors all the
battalion’s 13Es and 13Cs.

battalion FDO can provide
insight into the digital technical and
tactical aspects of the mission.

Asthemissionisanalyzed, theFCNCO
can provide insight for the S3 to de-
velop thewarning order (WARNO) for
the batteries, to include battalion-di-
rected rehearsals for the battery and
platoon FDCs.

Thenext phaseof theMDMPisdevel-
oping courses of action (COAs) and
wargaming them. The FCNCO and bat-
talion FDO can help the S2 develop the
planthat portraystheenemy actionsinthe
variousCOAs. Figure 3liststheinforma-
tiontheFCNCOmust haveforwargaming.

The FCNCO's and battalion FDO's
contributions up to this stage of the

MDMP have been technical in nature.
But during wargaming, they must shift
fromplanner toexecutor. TheFCNCO' s
knowledge of what thegun line can and
cannot do is critical information for
planners. Much like the battalion op-
erationsofficer/S3, heisthehonest bro-
ker of the plan.

After the commander chooses the
COA, the FCNCO attends the Field
Artillery support plan (FASP) briefing
and the battalion Rock Drill. He pro-
vides technical expertise and explains
how thetargetswill be attacked and what
thetriggersarefor ammunition resupply.
Infact,hemay havetobrief theplaninthe
absence of the battalion FDO.

and battery/platoons?

What are our EFAT requirements?

» Digital Status: Do we have digital communications with observers, fire
support elements (FSEs) and battery/platoons?

« Communication Issues: Do we have communications with observers, FSEs
= Essential Fire Support Task (EFST) to Essential Field Artillery Task (EFAT):

* Range: What ranges must we be prepared to shoot?
* Munitions: What munitions are required?

* Meteorological: What is our Met schedule?

* Required Supply Rate (RSR): What is our RSR?

* Controlled Supply Rate (CSR): What is our CSR?

Figure 2: The FCNCO’s Information for Mission Analysis
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= Gunnery Solution for All Targets
= Ammunition Requirements

= Shift Times

* Met Schedule Confirmed

* EFATSs Plotted with Range Arcs
« Key Decision Points Identified

= Ammunition Resupply Synchro-
nized with EFAT Execution

Figure 3: The FCNCO’s Information for
Wargaming

TTP that has evolved out of Combat
Training Center (CTC) rotationshasthe
FCNCO present at the brigadefire sup-
port rehearsal and brigade combined
arms rehearsal to increase his under-
standing of the plan. Hisability to envi-
sion the brigade commander’s intent
for fires helps him synchronize the
shooter with the sensor. The FCNCO's
presence at these two major eventsalso
allowsfor invaluablecrosstalk withthe
aviators (fixed-wing and helicopters)
and hel ps him understand critical deci-
sion points for the brigade during the
fight. With this knowledge he can en-
surethebattalionFDCismoreflexible—
can change the plan during the fight, as
needed.

Asamajor player in training and di-
recting fire direction personnel, the
FCNCO can enhance the effectiveness
of the battalion. His knowledge of his
firedirection leadersand soldiersat the
battalion and battery/platoon levels al-
lows him to focus the battalion’s fire
direction effortsto accomplishthemis-
sion. He can live up to his title as the
battalion’s “Fire Control NCO” if his
priority is“Getting ready to shoot!”

e

Sergeant First Class Robert M. Castillo is
the Fire Control NCO (FCNCO) for the 4th
Battalion, 27th Field Artillery (4-27 FA), part
of the 1st Armored Division in Germany. He
previously served as an Operations Ser-
geant and FCNCO for 2-320 FA, part of the
101st Airborne Division (Air Assault) at Fort
Campbell, Kentucky; Fire Direction Center
Observer/Controller and Fire Support Ana-
lyst at the National Training Center, Fort
Irwin, California; FCNCO for 3-29 FA and
Battery Fire Direction Chief for 5-29 FA,
both in the 4th Infantry Division (Mecha-
nized)at Fort Carson, Colorado; and Battery
Fire Direction Chief for 1-7 FA, 10th Moun-
tain Division (Light Infantry) at Fort Drum,
New York. He entered the Army in 1989 and
holds a BA in English from St. Edwards
University in Austin, Texas.
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“S0,FSO, did we
Integrate our mortars
effectively ?”

By Sergeant First Class Russell W. Scott

All maneuver units require indirect
fires to win battles. Mortar sections and
platoons provide the maneuver com-
mander responsive indirect fires in the

close fight.
ilitary history hasrepeatedly
demonstrated the effective-

IVI ness of mortars. Their rapid,

high-angle fires are invaluable against
dug-inenemy troopsandtargetsin defi-
ladethat are not vulnerableto attack by
direct fires. FM 7-90, Tactical Employ-
ment of Mortars statesthat, by virtue of
their organization at both the company
and battalion levels, mortars provide
valuable and responsive fires that ease
the combat tasks of company/troop, bat-
talion/sguadron and brigade/regimen-
tal commanders. The bottom line—the
primary roleof themortarsisto provide
responsive, indirect fires to the maneu-
ver commander.

Sound good? Wl it isn’t happening!

What | see at the National Training
Center (NTC), Fort Irwin, California, is
rotational units' inability to achievethe
mortar effectsdesired during combined
arms operations. | continually see the
task force struggle to integrate its mor-
tarsproperly into the scheme of maneu-
ver even though the mortar platoon
leader is encouraged to spend time at the
tactical operationscenter (TOC) during
the planning phases of all operations.

Aml implyingthat thetask forcecom-
manders, fire support officers (FSOs)
and mortar platoon leadersdo not know
their jobs? Not at all. Through many
rotations, | have met some of the most
technically and tactically proficient of-
ficersand NCOsin the US Army.

So what’s the problem? It’s not that
mortarslack target list worksheets, over-
lays or fire support execution matrices
(FSEMs). For the most part, they each
have a specific task and purpose during

Field Artillery ¥ May-August 2002

the various phases of the
operation.

You might ask, “WEell,
isn't that integration of
mortars into the fire
plan?’ And | would answer, “Yes and
No.” | said only “specific task and pur-
pose”’—the mortar platoon’s mission
also must be realistic.

Many times | have read a task force
operations order (OPORD) where the
mortar platoon’s mission is to fix the
advance guard main body (AGMB) or
themain body (MB). That isasking too
much of a mortar platoon.

First,commandersand FSOsmust give
mortars a realistic mission, one within
the weapon’'s capabilities. This prob-
lem can beresolved by the FSO’ sfocus-
ing on high-payoff targets (HPTS) that
mortars can affect. Additionaly, the
FSO must provide the essential mortar
tasks, their purposesand desired effects
for therealistic missions. Both themor-
tar platoon and the observers who will
be calling for fire require realistic,
clearly understood missions.

Mortars destroy, neutralize or sup-
press the enemy, allowing the maneu-
ver element to close with and kill him.
For example during arecent rotation, |
observed a mortar platoon during a
force-on-forcemovement-to-contact mis-
sion. The mortars moved about one kilo-
meter behind thelead maneuver element.

The mortars occupied Mortar Point
Three when the lead element (M1A2
tanks and M2 Bradleys) started to re-
ceive fire from enemy anti-tank (AT)
systems to the front. The observer re-
sponsible for this area called the FSO

with afire mission, which was relayed
to the mortars. The enemy, consisting
of two BRDMs (Soviet-type wheeled
vehicle) with AT5s, was using a hill
mass and a wadi-system for cover and
to gain firing angle advantages.

The mortars adjusted fire onto the
target to try to suppress the BRDMSs.
Unfortunately, the target survived due
to a lack of volume of fires. The first
BRDM pulled back for cover, forcing
the second to reposition.

Mortars received a second fire mis-
sionfromtheFSO. Usingthreeand then
four guns, the mortars quickly adjusted
ontothetarget with suppressiveeffects.

Meanwhilethetask force commander
halted the movement of the lead ele-
ment approximately three kilometers
from the target (maximum range of the
ATS5 is 3,750 meters). His task for the
mortars, which had limited ammuni-
tion, wasto destroy the AT5s. Themor-
tars fired 14 suppressive missions, but
due to terrain and the ability of the
BRDMs to quickly reposition, the
BDRMs survived.

About the time the mortars went
“black” on ammunition, the task force
commander ordered thelead element to
close with and destroy the enemy. Five
tanksand three Bradleyslater, it wasall
over.

This engagement could have been a
classic exampl e of synchronization had
thelead element taken advantage of the
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mortars to suppress the enemy’s direct
fire weapons as the friendly force ad-
vanced. Theoutcomeof thebattlecould
have been different.

No one can foreseethefuture, andit’s
easy to pick apart someone’s course of
action after the fact, but this engage-
ment illustrates that the commander
madethe consciousdecision not tointe-
grate his battlefield assets to accom-
plishthemission. Thecommander chose
to use hisweaponsone at atimeinstead
of in concert with each other (mass),
losing the advantages the integrated
operation would have given him. Asa
result, thetask forcedid not accomplish
the mission.

How do unitsuse mortars more effec-
tively? In addition to the commander’s
giving the mortar platoon realistic mis-
sions, thetask force fire supportersand
decision makers need to establish com-
mand relationships to routinely work
withmortars, ensuremortar leaderspar-
ticipate in the task force military deci-
sion-making process(MDMP) andtrain
with mortars at home station.

Command Relationships. Relation-
shipsbetweenthemortar platoon |l eader
and his task force commander, battal-
ion operations officer and FSO must be
special, as stated in FM 7-90. The FM
also states that the FSO and the mortar
platoon leader must haveauniquerela-

tionship. They both must understand
the battalion commander’s intent for
fires and work closely together to see
that it is carried out.

WEell, that’s what doctrine says. But
it'san areaunitsreally havetowork on.

During my time as an observer/con-
troller (O/C), about 80 percent of the
mortar platoon leaders do not know
their FSOs. They talk once or twiceone
week before coming to the NTC—one
can only imagine how that impacts on
the planning process. Mortars usually
are pushed to the side and haphazardly
worked into the fire plan as an after-
thought.

Military Decision-Making Process.
The mortar platoon leader or platoon
sergeant needsto beinvolvedinthetask
force’'s MDMP at home station as well
as during Combat Training Center
(CTC) rotations. This facilitates the
FSO’s, operations officer's (S3's) and
commander’s better understanding of
the capabilities and limitations of mor-
tars.

After the mission analysis briefing to
the task force commander, the com-
mander provides specific guidance for
mortars, includingtheessential firesup-
port tasks (EFSTSs) with task, purpose,
method and desired effects. This fo-
cusesthemortar platoon throughout the
planning and preparation phases.

Senior Fire Support Conference

30 September—4 October

The 2002 Senior Fire Support Conference will be held from Monday 30 Septem-
ber until Friday 4 October at the Field Artillery School, Fort Sill, Oklahoma. The
conference will cover subjects related to current, future, joint and allied fires.

In addition to brigade-level and above Active Component (AC) and Reserve
Component (RC) Army and Marine Field Artillery commanders with their com-
mand sergeants major (CSMs), the conference attendees will include Army and
Marine senior commanders; selected senior leaders from all services and our
allies; some retired general officers; and US Field Artillery Association corporate
members.

The main conference for all attendees will start on Wednesday 1 October.
Monday and Tuesday will have special sessions for Army AC and Army National
Guard (ARNG) Field Artillery commanders and their CSMs.

Monday will be conference registration for special session attendees followed
by an evening icebreaker. Tuesday’s sessions will discuss FA issues, including
a status report on the Senior Field Artillery Leaders’ Conference held at the Field
Artillery School in May. On Tuesday afternoon, ARNG commanders will have a
special session as will the CSMs, both AC and ARNG.

Other conference attendees will register for the conference Tuesday afternoon.

As the conference theme and details of the conference agenda are finalized,
they will be posted on the Senior Fire Support Conference website on the Fort Sill
Homepage: sill-www.army.mil/sfsc. Ifreaders have questions before the website
is online, they can contact Colonel Gary Swartz, Director of the Fire Support and
Combined Arms Operations Department, FA School, at swartzl@sill.army.mil.
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The mortar platoon leader and (or)
platoon sergeant must actively partici-
pate in the course of action (COA) de-
velopment and wargaming stagesof the
MDMP. This ensures mortars will be
integrated into and synchronized with
the task force scheme of maneuver and
defensive plan. The processwill define
specific mortar fire missions, move-
ment triggers, positioning and resupply
reguirements.

Without the participation of mortar
leadersin the MDMP, decision makers
can make erroneous assumptions about
what the mortar platoon can and cannot
do.

Home-Station Training. Mortar
training should start with al related fire
support elements in the task force to
establish rapport and a good working
relationship among these elements and
promote a better understanding of the
requirements involved in integrating
mortars.

Mortars must be an integral part of
unit training events, such as command
post exercises(CPXs) inthemotor pool,
task force and company-level gunnery
training, and field training exercises
(FTXs).

This article does not tell everything
units need to do to integrate mortars
with maneuver—it just givesafew sug-
gestions based on observations of rota-
tionsat the NTC.

If units implement these suggestions,
they can go along way toward revers-
ing the negative trend of failing to inte-
grate mortars into combined arms op-
erations.
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Sergeant First Class Russell W. Scottis the
Senior Mortar Platoon Trainer for the Scor-
pion Team at the National Training Center,
Fort Irwin, California. In previous assign-
ments, hewas the Mortar Platoon Sergeant
at Headquarters and Headquarters Com-
pany, 1stBattalion, 505th Parachute Infantry
Regiment, Fort Bragg, North Carolina; a
Recruiter for the 6th Recruiting Brigade,
Denver Battalion, Colorado Springs, Colo-
rado; a Heavy Mortar Section Sergeant in
the 3d Battery, 68th Armor Battalion, 4th
Infantry Division (Mechanized), Fort Carson,
Colorado; and a Mortar Section Sergeant
in C Company, 1st Battalion, 9th Infantry,
7th Infantry Division (Light) at Fort Ord,
California. In addition he served as a Fire
Direction Control Computer for the Heavy
Mortar Platoon in Headquarters and Head-
quarters Company, 7th Battalion, 6th
Infantry, in the 1stInfantry Division (Mecha-
nized), Germany.
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FA School Library Named After
Master Sergeant

Morris Swett

tillery and MissileCenter, Fort Sill,

Oklahoma, renamed its” Technical
Library” in Room 16 of Snow Hall
“MorrisJ. Swett” after aretired Master
Sergeant who devoted more than 40
yearsto the library.

Morris Swett was born in Brooklyn,
New Y ork, on 18 December 1888. He
entered military service on 22 Decem-
ber 1908 at Fort Slocum, New Y ork,
and on 3 January 1909, was assigned as
aPhotographer at theUSMilitary Acad-
emy (USMA) at West Point, where he
served for six years. During that time, he
workedinthe USMA library and discov-
ered hislifelong interest asalibrarian.

On 15 May 1915, he was transferred
to the School of Fire at Fort Sill, Okla-
homa, to help runthe newly established
library. The artillery library had been
started by First Lieutenant (later Major
General) Ralph Pennell, Secretary of
the School of Fire, by order of Captain
DanT. Moore, thefirst Commandant of
the School of Fire, in 1911.

When Master Sergeant Swett retired 1
July 1939 after 30 years of active ser-
vice, hehad devoted morethan 24 years
tothedevel opment of Fort Sill’ s60,000-
volumelibrary. Hethen joined the staff
of the Field Artillery Journal in Wash-
ington, DC, under the editorship of
Captain Wilbur S. Nye.

On 15 October 1939, President
Franklin D. Roosevelt signed an un-
precedented executive order placing
Sergeant Swettincivil service, waiving
the requirement for him to speak afor-
eign language, enabling himto serveas
thelibrarianat Fort Sill. Sergeant Swett,
once again, became the librarian at the
Field Artillery School.

Before his retirement from civil ser-
vicein December 1954, hisjob position
was as a GS 11, one of the highest
grades in civil service. He had served
the Fort Sill library for more than 40
years,

On 14 January 1955, Morris Swett
received the Meritorious Civilian Ser-

I n October 1968, the US Army Ar-
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vice Award, the sec-
ond highest citation
given to acivilian em-
ployee, for his service
from 15 October 1939
until 15 October 1954.

Morris Swett had de-
veloped the library’s
technical and historical

holdingsfromanucleus
of afew volumesto one

Master Sergeant Morris Swett stands with the famous Indian
Scout I-See-O.

of thelargest, most com-
plete catalogued military libraries in
existence. He also gathered original
source material on the history of Fort
Sill and the surrounding area.

On his off-duty time, hewas activein
recording the personalities and events
of historical interest in the areaby con-
ducting interviews, collecting materi-
alsandartifacts, andtaking photographs.
Hisrange of interestsincluded not only
the military, but also civilian pioneers
of the region, particularly the Indians.
Hewasafriend of IndianScout I-See-O
after whomtheField Artillery School’s
[-See-O Hall was named. In additionin
1942, he was adopted into the Kiowa
Tribe as the son of Hunting Horse and
named “Too-goodle-ti-ke,” meaning
“Helping Y oung Man.”

Inadditionto collecting earlier photo-
graphs, hetook some 2,000 photographs
covering the period 1916 through the
1930s. He preserved and catalogued
these photographs, often donating them
to the appropriate museum of the area,
such as the Carnegie Library and the
Museum of the Great Plains—includ-
ing giving thousands of documents, ar-
tifacts and photographs to the Fort Sill
Museum.

Swett’ s knowledge, contacts, records
and photographs were critical in the
devel opment and writing of the official
history of old Fort Sill—Carbine and
Lance by Wilbur S. Nye.

He was also instrumental in locating
and marking many historical sites on
Fort Sill and elsewhere. For example,
he conducted research and located the

unmarked grave of frontier Marshal
Heck Thomas in Highland Cemetery,
Lawton, Oklahoma, and helped to lo-
cate the unmarked grave of Geronimo
on Fort Sill.

In 1964, he was awarded the presti-
giousAchievement Award of the Ameri-
can Association of Stateand Local His-
tory, Raleigh, North Carolina.

Under his guidance, the Field Artil-
lery Library had grown from approxi-
mately 200 volumes to more than
108,000 volumes, comprising one of
thefinest Artillery librariesintheworld.
It was still growing by 4,000 volumes
per year when he retired.

In 1962 at the age of 74, Morris Swett
joined the staff of the Museum of the
Great Plains, Lawton, as the curator of
its library and archives. He guided the
development of the museum’s library
until July 1965.

In August 1966, Morris Swett died at
the age of 77 after alengthy illness. He
was buried with full military honorsin
the Fort Sill Cemetery.

Master Sergeant Morris Swett often
was referred to as “Mr. Fort Sill” be-
cause of his vast historical knowledge
of thepost and area. Asoneof thepillars
of the Field Artillery School, he hel ped
and advised generations of young
artillerymen and was widely known
throughout the artillery community.

Information taken from collected
newspaper clippings and documents of
Morris Swett Library.

Ed.
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I nthe“Army of One,” senior leaders

look to the NCO Corpsto embrace

avalue system that devel ops char-
acter and to lead soldiers. The Army
dependsonitsNCOsto createthe envi-
ronment and set the tempo for success
in full-spectrum operations.

Successful NCOs anticipate change,

exploit every opportunity to meet the
an a u e S — aS e unit’ sobjectivesand motivatetheir sub-
ordinates to higher levels of productiv-

ity to achieve the unit’ sgoals. Success-

- - |
ful sergeantspromote Army Valuesand
eCISlon a I n take care of soldiersin the process. In
short, they areleaderswithvalues-based
. . decision-making skills.

based on the realization that modern
wars most likely will be fought with
more high-technology forces in com-
plex terrain. These include offensive
and defensive operations in major the-
ater wars(MTWSs) downto stability and
support operations (SASO). These op-
erations often will be conducted on an

expanded, nonlinear battlefield.

Full-spectrum operationsdemandthat
NCOsmaster theart of leading soldiers
inany situation. Thismakesdevel oping
quality leaders with mature decision-
making skills a priority for the NCO
Corps.

Developing Quality L eaders. While
many civilian organizations seek indi-
viduals they hope already have honed
essential leadership abilities, the NCO
Corps “grows’ leaders, instilling the
leadership qualities and skills in its
young soldiers. The NCO Corps ac-
complishes this by having young sol-
diersparticipateindifferent coursesand
training and perform in different jobs.
This exposes them repeatedly to the
applicable environments, developing
their insight to anticipate change and
skillstoexploit theopportunitieschange
presents and teaching them how to in-
spire subordinates to higher levels of
productivity to meet unit objectives.
Successful NCOs are uninhibited by
constraints that would be considered
daunting, and they placenoboundariesor
limitations on accomplishing their goals.

y Successful NCOs accomplish full-

T Fiouts ] spectrum missions by being task-ori-
ented and persuasive and tactful inin-

fluencing others. Their influence, how-
ever, would beshort-lived without keen

L

F'Ic(- fear, danger,’

2 Adversity A conceptual skills, task competence, good
human relation skills, and a sense of
self-confidence.

Conceptual Skills. Theseare“general
analytical ability, logical thinking, pro-
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ficiency in concept formation and
conceptualization of complex and am-
biguousrelationships, creativity inidea
generation and problem solving, ability
to analyze events and perceive trends,
anticipate changes, and recognize op-
portunities and potential problems.”!
These skills are essentia for NCOs’
effective planning, organizing, coordi-
nating policy formation, problem solv-
ing and program development.

For instance, in order to coordinate
separate, specialized parts of aunit, an
NCO needs a certain level of technical
knowledge of how the various parts
relate to each other. He must be ableto
visualize and anticipate how changesin
onepart of theunit’ soperationswill affect
the other parts. Otherwise, he won't be
ableto synchronizethe overal operation.

Task Competenceand Self Confidence.
NCOs provide and create the capabili-
tiesfor significant victoriesonthebattle-
field. Thisiswhy NCOs must know pro-
cedures, methods and techniques in-
volved in pursuing the unit's objec-
tives. They must be highly proficientin
using the tools of their trade.

Technical and tactical competencein
their jobs gives sergeants confidence
when directing subordinates and helps
them makeeffectivedecisions. Compe-
tent, confident NCOs are morelikely to
makegood decisionsandinfluence oth-
ers to help them implement the deci-
sions to accomplish the mission.

At thesametime, they must recognize
their own weaknesses—knowing when
to seek help or advice is a positive
attribute. Such flexibility allows good
leadersto avoid wasted effort on coun-
terproductive courses of actions.

Human Relations Skills. In addition,
because sergeants are first-line leaders
and interact with soldiers on an hourly
basis, human relations skills and mak-
ing good humanistic decisionsarecriti-
cal to relate effectively to seniors and
peers alike. The first-line leader must
be a good communicator who demon-
stratesinsight when dealing with social
situations. He must be considerate of
others and able to instill a spirit of
cooperation among al the members of
his team.

These abilitiesare essential for NCOs
to establish rapport with subordinates,
peers, superiors and outsiders. When a
sergeant isnot sensitiveto the attitudes,
feelings and needs of his soldiers, he
won't be able to anticipate reactions to
his orders accurately, making decision
making difficult.
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guidance.

1. Analyze the Mission—Brigade receives the division operations order
(OPORD), conducts an analysis and issues a warning order (WARNO).

2. Determine the Situation—Brigade commander determines his intent and

3. Develop Courses of Action (COAs)—Brigade develops COAs and deter-
mines the high-payoff target list (HPTL).

4. Analyze COAs—Brigade analyzes and wargames the various COAs, deter-
mining the best COAs for the commander’s consideration.

5. Compare COAs—This is a continuation of the brigade’s wargaming of the
COAs with the brigade staff briefing the commander on his COA options.

6. Decide on COA—Commander determines the COA; brigade then prepares
for/rehearses and executes the COA.

The Rational Decision-Making Model (Graham T. Allison) Parallel to the Military Decision-
Making Process (MDMP). The six steps in the rational decision-making model are similar
to the steps in the MDMP; however, the latter carries the COA on into execution.

Values-Based Decision Making.
Quality NCO leadership goes beyond
the traits and skills already discussed.
NCOs must master the process of deci-
sion-making to enhancetheir effective-
ness for their units and the Army, in-
cluding using resources efficiently.

Decision making is the process of
eval uating two or moreoptionstoreach
the best possible outcome. Decision
makers incorporate perception, inter-
pretation, option generation and evalu-
ation into the process.

Because NCOs face problemsand is-
sues calling for decision making daily,
they must consider the requirements
and directives when making choices.
They also must be ableto anticipatethe
effect the current situation will have on
future requirements.

NCOs must continually evaluate each
situationand adapt tounpredi cted changes
in the status quo. From the mountains of
Afghanistan to SASO operations in
Bosnia—even in adminigtrative offices
throughout the Army—sergeants must
understand and be able to adjust to the
conditionsin which they must operate.

Two authors, Graham T. Allison and
Thomas L. Saaty, have proposed pro-
cessesfor decision making. Allison de-
veloped a six-step process that uses an
analysis approach to decision making.?
Saaty developed the Analytic Hierar-
chy Process (AHP), aconcept for mak-
ing values-focused decisions as com-
paredtoalternatives-focuseddecisions.®

Allison describes his rational deci-
sion-making model in six steps. mis-
sion analysis, situation analysis, course
of action (COA) development, COA
analysis, COA comparison and the de-
cision. Thismodel and otherssimilar to
it describe the process the Army uses
daily in multipleways. For instance, the
military decision-making process

(MDMP) for combat operations is a
decision making model. See the figure
for a comparison of Allison’s model
and the brigade MDMP.

Using Allison’s model, the NCO, for
instance in a military contingency, be-
gins by collecting information to deter-
mine the requirements to accomplish
the mission. He then helps formulate
goalsand objectivesbased on theinfor-
mation obtai ned fromthemissionanaly-
sis. Next, he analyzes the situation and
advises seniors of the details of the
relevant factors, such as framework,
operational area, restrictions, assump-
tions and deductions.

Based on thisanalysis, he helpsiden-
tify COAs. He analyzes each COA for
adequacy andfeasibility andthenevalu-
ates them by weighing its advantages
against its disadvantages. NCOs must
participate in the fina selection of the
best COA inlight of military operationa
successesandorgani zational capabilities.

Saaty says decision making is either
values-focused or alternatives-focused
and arguesthat decision making should
be based on values, not alternatives.
Alternatives-focused thinking is when
the decision maker determineswhat al-
ternativesareavailableand then chooses
the best one—the one that solves the
problem and is efficient, cost-effective
and feasible to implement.

Values-focused thinking is when the
decision maker decides what he wants
astheoutcome, based on hisvalues, and
figures out how to make it happen. He
chooses his best values-based alterna-
tive and works to make it areality.

While decision making usually fo-
cuses on a choice among alternatives,
Saaty proposes that the underlying ra-
tionale in any decision problem should
be the desire to avoid undesirable con-
sequences while achieving desirable
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NCOs who guard the War on Terrorism prisoners of war in Guantanamo Bay, Cuba,

struggle with integrity issues daily. (US Navy photo by Photographer's Mate 1st Class Shane T. McCoy)

ones. Although Saaty’ s process recog-
nizesthat fundamental valuescanresult
in the decision maker’ sidentifying de-
cision opportunities and developing
better alternatives, the intent is to be
proactive and select more attractive al-
ternativesbeforereachingaconclusion.
AHP is a highly flexible decision-
making process; it allowsfor changein
the selected COA. For example, it al-
lowsan NCO to gather input for adeci-
sion, make a values-based decision af-
fecting his soldiers, test the sensitivity
of hissolution on hissoldiersand make
changesasnecessary. The advantageis
the AHP process recognizes the poten-
tial for the NCO to fine-tune a COA as
the situation changes around him.
Finally, AHP provides a framework
for NCOs' participation in decision
making or problem solving. Ideas and
judgments, when questioned, can be
strengthened or weakened by input.
Theway to shapethefutureisthrough
team parti cipation, bargai ning and com-
promise. Although team participation
takestimeand may initially complicate
the processof implementing adecision,
the benefit of incorporating diversein-
put in the deci sion-making process out-
weighs the potential negative effect.
Understandably, in many situations
there will not be enough time to get a
volume of input for or fine tune a solu-
tion. However, if NCOs exercise these
skills in situations when time is not a
factor, the process will become second
nature and useful, evenin aclock-criti-
cal crisisin military operations.
Army Valuesand Decision Making.
Army Values are extremely important
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toNCOdecisionmaking: Loyalty, Duty,
Respect, SelflessService, Honesty, Integ-
rity, and Personal Courage(LDRSHIP).
Thefollowing aretwo examplesof how
NCOsapply Army Vauestotheir deci-
sion making.

NCOs face decisions affecting their
integrity on many occasions. Integrity
is steadfast obedience to a strict mora
or ethical code and the ability to make
firm and complete decisions without
compromising mission objectives.

For instance, the NCOswho guard the
War on Terrorism prisoners of war in
Guantanamo Bay, Cuba, struggle with
integrity issuesdaily. Each must adhere
consistently to strict procedures and
abideby stringent rules, regulationsand
national/international laws pertaining
to the treatment of prisoners of war
while under the watchful eyes of the
media and international authorities.
Each must follow al therulesand laws
with completeobjectivity, regardlessof
his negative feelings about the group
that attacked his nation or his personal
bias for or against one or more of the
individual prisoners. At the sametime,
hemust conduct reasonabl eassessments
of situations and demonstrate sound
initiative under special situationswhile
upholding the rules of engagement—
behavior key tothesuccessof any NCO.

Integrity in an NCO is crucia for
identifying shortcomings and enforc-
ing standards. For instance, when asol-
dier is identified as overweight, the
Weight Control NCO must enforce the
standards of the Army weight control
program. He should not ignore stan-
dardsbecausethesoldierisahardworker

or a peer. The NCO must consider the
good of the Army and ultimately the
good of the overweight soldier and make
the values-based decision. Often, the
NCOwill haveto choose“thehardright
over the easy wrong.”

Inthissituation, the NCO would iden-
tify the individual for the overweight
program and use his human relation
skills to work with the soldier to de-
velop goals for losing weight without
breakingdownthesoldier’ sself-respect.
This action implements a values-based
decision, one that solves the problem
and works with the individual affected
by the decision.

To ignore the overweight problem
because of a reenlistment goal, a pro-
motion or becausethe soldier isasenior
leader impairs the NCO's credibility
and integrity. When he failsto enforce
standards, he compromises the unit’'s
combat readiness.

Thereality isthat sergeants will face
problem-solving issues requiring deci-
sions on a daily basis. Today's NCO
must approach his job armed with es-
sential leadership traits and an under-
standing of not only the decision-mak-
ing process, but also the importance of
valuesin that process.

2 g
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CA: Lifetime Learning Publications, 1982), 22-26.
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ReDpLEG REVIEW

Desert Fire: The Diary of a

Gulf War Gunner

Andrew Gillespie, South Yorkshire,
England: Leo Cooper, 2001. 248
Pages. ISBN 0-85052-7953. $25.86

Thisis arare find—a book tailor-made for the professional
development of young commissioned and noncommissioned
officers.

Desert Fireisthe personal story of Major Andrew Gillespie
who commanded a battery of 155-mm self-propelled howit-
zers, part of the British 1st Armored Division during Opera-
tions Desert Shield and Storm. Although the work istitled a
“Diary,” the entries have obviously been polished and edited.
Perhaps someof theimmediacy of firstimpressionsmay have
been|ost or softened, but thetrade-off has produced acompe-
tently written, highly readable text.

The great strength of this book isthat it offersinnumerable
examples of the often mundane, but crucial challenges that
consume junior commanders on operational deployments.
Most striking is the importance of post-deployment training.
Gillespie saccount leaveslittle doubt that abattery trained to
fight on the Rhine was ill-prepared for desert warfare.

If the ground battle had started on 27 December, the day his
men arrived in theater, rather than almost two months later,
theresultswould havebeen quitedifferent. Someof thetasks—
figuring out the ins and outs of desert navigation—were
predictable. Others came as surprises. Forward observershad
always assumed that directing artillery fire would be their
primary task; however, inthe desert, they found that directing
close air support (CAS) and employing laser-guided muni-
tions were just as, if not more important.

Gillespie's prewar days were filled with building and then
training on makeshift ranges and conducting field training
exercises. Preparations and training continued up to the final
days before crossing the line of departure.

The diary is also excellent at illustrating the challenges of
on-the-spot tactical innovation. Battery resupply depended
on wheeled ammunition carriers that weretotally unsuited to
desert terrain. By trial and error, drivers discovered that by
deflating their tires and maneuvering independently, rather
than following in column asthey had been taught and trained,
they could compensate for their carriers’ limited off-road
capabilities. Such stories are gems of what good soldiers and
leaders do when faced with new operational challenges.

About two-thirds of the book coversthe deployment, prepa-
rations and post-conflict operations; the remaining one-third
isafine narrative of thelightning war. Mapsand photographs
arescattered throughout. Thereisauseful appendix and index
as well. All of these add to the utility of Desert Fire as a
professional development tool.

The best way to approach thiswork is not as a prescriptive
roadmap for how to adapt to desert battle, but as a case study
in how junior leadersrespond to operational challengesat the
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tactical level. One technique would be to treat Gillespie's
narrative like an after-action review, looking at what he saw
asthe problem, how he addressed it and what one might learn
from his experience. In virtually every category—leadership,
tactics, equipment, doctrine and organization-there are vi-
gnettesin his account worthy of debate and discussion.

Another point of departure might be a comparison between
British and American operational methods. The differences
between thetwo arewell known. British battery commanders
are far more senior than their US counterparts. During the
battle, they go forward to act as observers, leaving their
second in command to maneuver the guns. Thistext not only
offersan opportunity to debate the meritsof both systems, but
also should prompt consideration of which system might serve
best in the 21st century.

Despite al the innovations stemming from digital systems
and other transformation initiatives, the structure and func-
tion of the basic fighting unit-the artillery battery—seems
little effected.

Rethinking theroleof the battery | eadership and reconsider-
ingwhat thecritical command functionsareand how they will
beexercisedinarangeof military operationsshould consume
young minds for a long time and prompt innovation and
experimentation in every unit.

Dr. James Jay Carafano, LTC(R), FA
Senior Fellow, Center for Strategic and Budgetary Assessment
Washington, DC

Field Artillery ¥ May-August 2002

31



The Maneuver
Shooter Prog ram:

I iplying the Efficiency of
Irect Fires

By Master Sergeant Sean T. Yeterian and
Sergeant First Class Richard B. Dauz

he lieutenant was used to being

I thiscloseto hisadversaries, but

never this vulnerable. The de-

sert’s topography offered no security.

He and his soldiers were as easily vis-

ible to the three BMPs as they were to

him. One glance from the BMPsin the

wrong direction, and there was sure to
be trouble.

The lieutenant knew it was time to
drawuponhiscall-for-fire(CFF) train-
ing. As a new Bradley Commander, he
had not yet been exposed to the repeti-
tive CFF training that his other com-
rades had.

Being on the line looking directly at
the foe while your crew hurriedly tried
toremount athrowntrackwasnot“ part
of theplan,” at least not hisplan. Now,
with nowhereto run and thelivesof his
soldiersdepending ontheactionsof the
next several moments, the lieutenant
felt the sting of responsibility and over-
whelming pressure.

To his relief, the fire support officer
(FSO) answered himonthefirstcall. To
his horror, the enemy seemed to note
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their presence and began closing the
2000-meter gap between them. Now
mor e desperate than ever, the lieuten-
ant hurried his data, trying to estimate
an accurate grid coordinate for the
moving BMPs. He reported his infor-
mation and continued the drill.
Throughout this desperate and some-
timesfranticevent, henever considered
reporting the Bradley's location. It
seemed unimportant at the time. The
only thing that mattered wasgetting rid
of the immediate threat.
Thefiremissionwasexecuted, andthe
round landed short. The radio went
silent, and no effects were reported.
History’ sbattlefields are littered with
incidents of fratricide. Too often these
incidents can be attributed to alack of
understanding of the battlefield sys-
tems being used. The delivery of fires,
be it from artillery, naval gunfire or
close air support (CAS), is among the
leading cul pritsof our darkest moments
in combat.
The Maneuver Shooter Program is a
tool meant to weaken the grip of igno-

rance. Its purpose isto ensure fires are
not only safer for thetroopson theline,
but also a more lethal and effective
force multiplier.

This article discusses the Maneuver
Shooter Program, including itstraining
strategy for teaching maneuver soldiers
CFF procedures and giving them an
appreciation of the reguirements for
and time it takes to clear fires.

The Training Strategy. Simply put,
the Maneuver Shooter Program is a
training plan to educate key leadersin
frontline positions. The foundation of
the program is based on CFF skills.

Forward observers (FOs) are posi-
tioned onthebattlefield to gainasmuch
insight into the enemy situation as pos-
sible; however, it is unrealistic to ex-
pect a “total” realization of battlefield
activity with thelimited numbersof FA
FOs. TheManeuver Shooter Programis
based on the premise that the more
trained CFF eyeswe have on the battle-
field, the more effective our combat
power will be.

The CFF fundamentals are taught in
three phases: classroom instruction,
training on the ground unit armory de-
vice full-crew interactive simulation
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trainer (GUARDFIST) andlive-fireex-
ercises. Thetarget audience for each of
these phases, at aminimum, is the ma-
neuver battalion and company com-
manders, scouts, platoon leaders, pla-
toon sergeants and track commanders.
Phases | and |1 should be conducted at
least semiannually.

The content of the Maneuver Shooter
Programisaimed at the most basic CFF
procedures. As units gain proficiency
in those tasks, the program should in-
troduce them to more complicated sce-
narios requiring greater understanding
of the fire support system. The addi-
tional training includes moving target
drills, fire support doctrine, integrating
essential firesupport tasks(EFSTS) into
troop leading procedures (TLPs), etc.

The frequency of the Maneuver
Shooter Program phasesandthelengths
of training in each phase are recom-
mendations for sustainment training
after the program has been established
and maneuver unitstrained. The phases
for unitsin the infantile stages of train-
ing may need to be increased in fre-
guency and length.

Phasel —ClassroomInstruction. This
phaseis an eight-hour block of instruc-
tion covering the basic principles and
techniquesof effective CFF procedures.
The best environment to perform this
classwouldbeinaGUARDFIST. How-
ever, the absence of this system should
not prevent commanders from execut-
ing this essential training. The primary
trainers should be the company fire
support NCO (FSNCO) and FSO.

Phasell —GUARDFIST. Inthisphase,
thestudent appliestheknowledgegained
in Phase |. Each leader isinvolved in a
one-day period of hands-on CFF train-
ing using GUARDFIST. The focus is
onaccuratetarget location, correct CFF
procedures and correct adjustment pro-
cedures. The FSNCO should bethe pri-
mary trainer for this phase. Continual
feedback from trainer to student is key
to the success of this training.

Phase Ill-Live Fire. Thisphaseis exe-
cuted during scheduled Field Artillery
and mortar live-fireevents. It is“Phase
1" live training in areal environment.
During this drill, potential maneuver
shooters execute their CFF drills and
can see the effects of indirect fire. Bat-
talions should take advantage of obser-
vation points (OPs) located closeto the
impact areato observeclose-infires(up
to 200 meters) and their effects.

When there are not enough live-fire
training events available for maneuver
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shooter training, agood substitutewould
be the close combat tactical trainer
(CCTT).

The results of the program are that
maneuver has a greater understanding
of fire support along frontline traces.
The maneuver commander has in-
creased confidence in his unit’s abili-
tiestofight and survive. But do maneu-
ver shooters have enough training and
knowledgeto execute each CFF mission
in every situation safely and efficiently?

CFF proceduresareonly asubcompo-
nent of a multi-functional system. A
better understanding of what happens
once the CFF has been passed to the
FSO will increase the efficiency of its
requestors.

“Wherethehdlismyfiremission?” —

mor eof anangry statement thanaques-
tion, the staff sergeant nervously
watched the lead T-80 tanks creep to-
ward him in the valley below his
Abrams' hide position on the ridge.

During their movement-to-contact,
Tiger SX sordershad beentogotothe
crest of the ridge and look for the en-
emy. When he reported the enemy tank
company moving toward them, Tiger
Sx slast orderswere*“ Get the FSO to
drop DPICM [dual-purpose improved
conventional munitions] on their butt
to slow them down long enough for us
togetinpositionontheridgefor ahasty
ambush—but don’t compromise your
location.”

Having been an Abrams Tank Com-
mander for more than a year, he knew

that even the realism of the National
Training Center (NTC) at Fort Irwin,
California, had not made him feel this
anxious. Thepressurein combat wasan
entirely new level of anxiety.

“We can take ‘em, Chief,” the driver
whispered.

“Well if we don’t get some artillery
soon, wejust might dothat! | don’t want
those bastards to get away.”

Only 90 seconds had passed since the
Tank Commander had transmitted his
CFF, but asthe T-80s neared, the time
seemed to slow to a standstill.

“Mustang One Eight, thisis Bulldog
Five... whereismy fire? Over.”

“ Sand by...Out.” was the response.

Irritated andimpatient, the Tank Com-
mander felt compelled to resolve the
situation himself.

“ Alright boys, let’ sroll. Gunner, heat,
one tank.”

“Identified,” the gunner responded.

“Up,” the loader informed.

“Firel”

“ On the waaay!”

The first T-80 tank blew up. As the
Abrams crew took a bead on the second
T-80, theradioexploded: “ Bulldog Five,
thisis Tiger Sx. What the hell isgoing
onupthere—wearen’tinpositionyet?”

AsTiger Sx yelled into theradio, the
enemy tanks reacted by establishing a
firing line and began a hasty attack.

Maneuver shooters must understand
the time it takes to clear fires—espe-
cially, asinthis scenario—on targets of
opportunity duringamovement-to-con-

Maneuver soldiers down to the lowest possible level need to understand how and why fires

are cleared.
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tact where friendly forces are moving
within close proximity to the targets.
Without carefully clearing fires, there-
sults could be the same as in the first
scenario: fratricide.

Indirect fires were essential for the
tank company’ s hasty ambush to work.
But the maneuver shooter did not exer-
cise the tactical patience for indirect
fires to make the maneuver plan work.

Maneuver soldiersdown tothelowest
possible level need to understand how
and why fires are cleared. Knowledge
of thisprocessand therolefiresplay in
theoverall plangivemaneuver shooters
areasonto exercisepatienceindifficult
situations.

Based on the knowledge and experi-
ence of the maneuver soldiers to be
trained and the types of missions they
must execute, each Maneuver Shooter
Program’ scontents must betailored for
the maneuver units.

Fire Support Battle Drills. The CFF
training in the Maneuver Shooter Pro-
gram givesthe maneuver commander a
basic foundation to begin refining his
firesupport battledrills. Essentially this
processneutralizestheenemy withmini-
mal risk to friendly units. Animportant
part of the unit’s successful fires is a
quick, efficient methodfor clearingfires.

There are several issueswith clearing
fires, but for purposes of this article, |
discuss only three: target location, un-
derstanding procedures and knowledge
of the fire support system.

Target Location. The Maneuver
Shooter Program addresses this weak-
ness in the system by forcing the stu-
dentsto practice locating and directing
fireonnotional targets. However, faulty
target data is still a major nemesis of
effective fire support.

Fire support units that routinely re-
ceive errant datathrough CFF requests,
naturally, painstakingly ensure they
catch inaccuracies before they become
fatal. Becausethe FSO doesnot trust the
data, hishyper-analysisof each request
bogs down the process.

Units that are well-trained in target
location techniques will have aquicker
response time from their fire support
cells. Knowing that target location data
is dependable allows the FSO to be
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more involved in verifying data and
executing the mission rather than being
slow to commit.

The Bradley Commander in the first
scenario could have been the victim of
poor target location training. With the
urgency of the situation, he may have
hurriedly delivered an inaccurate grid
that was fatal to his crew.

But hiswas not the only mistake. The
company FSO, not taking into consid-
erationtherequestor’ slocation, had ap-
parently decidedto executethefirewith-
out clearing it.

When the lieutenant’ svoice exploded
over the speaker remote, it wasobvious
hewasindirestraits. ThreeBMPswere
movinginhisdirection; hisBradley had
thrown atrack and he needed immedi-
ate help. The FSO was his only hope.

During the transmission of the CFF
reguest, the FSO noticed info wasmiss-
ing from the request and it wasimprop-
erly formatted. But the FSO thought it
was no time to conduct training—the
lieutenant needed help and needed it
right away. The FSO failed to clear the
fires.

Under standing Proceduresat theLow-
est Level. The Abrams Tank Com-
mander inthesecond scenariowasprob-
ably thevictim of ignorance. Hedid not
understandtheneed for clearing firesor
the amount of time needed to execute
safe, accuratefires. Asproductsof simu-
lation exercises, soldiers expect that
once they make the call, immediate
results will follow.

The time needed to properly clear a
target varies with each situation. It is
largely dependent on what sector-of-
fire the target isin and who is respon-
sible for that sector-of-fire.

Units well-trained on well-conceived
battle drills for clearing fires will have
the best chance of success during grave
situations, but the dismissal of thispro-
cess is not an option.

Helping maneuver shooters under-
stand this process will give them tacti-
cal patience under pressure.

Knowledge is Power. Through fire
support conferences, the 1st Infantry
Division educates division senior lead-
ersonmethodsand applicationsof indi-
rect fires. Through simulations, these

principles can be applied and analyzed.
Through training exercises, we can see
the effects these applications have on
the battlefield.

The Maneuver Shooter Program can
givefirst-line soldiers up to command-
ers an appreciation for what happens
when afiresupporter doesn’t adjust fire
off apreplanned target. They can begin
to get a feel for the amount of time it
takesto “lift and shift” firesusing anti-
guated systems. Leaders can gain in-
sights into the necessity for clearing
fires and the time needed to make that
happen. Then they can begin thinking
about how to minimize the times and
fight with fires more effectively.

But all must understand that the en-
emy inthetrainingand simulationevents
isnot real, and nothing but actual com-
bat can cause the urgency and vicious
effects these events can have on sol-
dierscaling for firesto savetheir lives.
Thedecisionsthat havethemost critical
impact on victory or defeat are made at
the lowest levels. It is an absolute ne-
cessity to ensure frontline leaders have
enough training and information to ex-
ecute those decisions with confidence.
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2002 History Writing Contest Winners

First Place- “Bombarding the Marianas: Joint Fires at the Strategic, Operational
and Tactical Levels” by Major Prisco R. Hernandez, ARNG

Second Place—"A Contest of Contrasts: The Principle of Dislocation and the
Artillery Fight at the Battle of Chancellorsville” by Captain G. James Schreckengost,
PAARNG

Third Place- “How Artillery Beat Rommel After Kasserine” by Robert C. Baldridge

Judges of the 2002 History Writing Contest

Colonel (Retired) Thomas G. Waller, Jr. holds three Masters of Art, including in
Military Art and Science from the School for Advanced Military Studies (SAMS),
Fort Leavenworth, Kansas; Asian Studies from the University of Michigan; and
National Security Studies from the Naval War College, Newport, Rhode Island. He
has been published several times in Field Artillery, including as the winner of the
1989 History Writing Contest. His article “The Field Artillery Battery: Its Past, Present
and Future” that appeared in the January-February 2001 edition is a finalist for
the Army Historical Foundation’s 2001 Distinguished Article Award. He taught
Military History at the US Military Academy at West Point. Among other assign-
ments, he commanded two FA battalions and coordinated fire support for VI
Corps during Operations Desert Shield and Storm in Southwest Asia.

Dr. James Jay Carafano (LTC, Retired) is a Senior Fellow in the nonprofit Center
for Strategic and Budgetary Assessment in Washington, DC. He has a Ph.D. in
History from Georgetown University, also in Washington. Dr. Carafano taught his-
tory at the US Military Academy at West Point; Marymount College in Tarrytown,
New York; and the Field Artillery School, Fort Sill, Oklahoma. His book After D-
Day: Operation Cobra and the Normandy Breakout was selected for the Military
Book of the Month Club for June 2001. He edited Soldiers are Our Credentials:
The Collected Works and Selected Papers of Dennis J. Reimer, Center of Military
History, 2000. Dr. Carafano’s latest book, Waltzing into the Cold War: The Struggle
for Occupied Austria being published by Texas A&M University, is due out this fall.

Dr. Boyd L. Dastrup received a Ph.D. in History from Kansas State University. He
has authored several books, including The US Army Command and General Staff
College: A Centennial History (1982); Crusade in Nuremberg: Military Occupation,
1945-1949 (1985); King of Battle: A Branch History of the US Army’s Field Artillery
(1992, 1993); Modernizing the King of Battle: 1973-1991 (1994); and The Field
Artillery: History and Sourcebook (1994). He also has written articles for A Guide
to the Sources of United States Military History (1998) and The Oxford Compan-
ion to American Military History (1999). Dr. Dastrup has been the Command His-
torian for the US Army Field Artillery Center and Fort Sill since 1984.

Field Artillery Themes for 2003

Edition Theme Deadline

Sep-Oct Close Support 1 Jun 2002

Nov-Dec Red Book 1 Aug

Jan-Feb Fires TTP for the COE 1 Oct

Mar-Apr Lethal and Nonlethal Fires and Effects 1 Dec

May-Jun Joint Fires 1 Feb 2003

Jul-Aug History 1 Feb: Contest*
1 Apr: Other

Sep-Oct Fighting the FA Battalion 1 Jun

Nov-Dec Fires for the Objective Force 1 Aug

*Due date for Contest submissions; all other articles due 1 April.

2003 History Writing

Contest Rules

The US Field Artillery Association is
sponsoring its 18th annual History
Writing Contest with the winners’ ar-
ticles to be published in Field Artillery
and the Association’s version of the
magazine, FA Journal. To compete,
submit an original, unpublished
manuscript on any historical perspec-
tive of Field Artillery or fire support by
1 February 2003. The Association will
award $300 for the First Place article,
$150 for Second and $50 for Third. Se-
lected Honorable Mention articles also
may appear in Field Artillery. Civilians
or military of all branches and services,
including allies, are eligible to com-
pete. You don’t have to be a member
of the Association.

Your submission should include (1)
a double-spaced, typed manuscript of
no more than 4,000 words with foot-
notes, (2) bibliography, (3) your com-
prehensive biography and (4) graph-
ics (black and white or color photo-
graphs, maps, charts, etc.) to support
your article. The article should include
an analysis of lessons or concepts
that apply to today’s Redlegs—it
should not just record history or docu-
ment the details of an operation. Au-
thors may draw from any historical
period they choose.

A panel of three historians will judge
the manuscripts without the authors’
names. The panel will determine the
winners based on the following criteria:

* Writing clarity (40%)

= Usefulness to Today’s Redlegs (30%b)

 Historical Accuracy (20%b)

 Originality (10%)

By 1 February 2003, send the manu-
script to the US Field Artillery Asso-
ciation, ATTN: History Contest, P.O.
Box 33027, Fort Sill, Oklahoma
73503-0027(FedEx to Building 758,
McNair Road). For more information,
call DSN 639-5121/6806 or commer-
cial (580) 442-5121/6806 or email:
famag@sill.army.mil.

HISTORY =
WRITING /2
CONTEST
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World War I

Bombarding

the Marianas:

Joint Fires at the Strategic,
Operational and Tactical Levels

By Major Prisco R. Hernandez, ARNG

such a weapon.

The war was lost when the Marianas were taken away
from Japan and when we heard the B-29s were coming
out.we had nothing in Japan that we could use against

Commander-in-Chief of Japanese Home Defense

United States Army in World War II: The War in the Pacific, Phillip A. Crowl

Prince Naruhiko Higashikuni

“Campaign in the Marianas”

T he campaign to capture the
Mariana Islands from the Japa-
neseisespecially worthy of close
study by the joint fire support planner
because it was a campaign dominated
by the employment of firesat all levels
of war: strategic, operational and tacti-
cal. It was fought to capture airstrips
from which to carry on a campaign of
strategic bombing against the Japanese
homeland.

Operational success was ensured by
the neutralization of the Japanese an-
chorage and naval airbase at Truk and
thedefeat of astrong counterattack by a
Japanese carrier task force. At thetacti-
cal level, the amphibious assaults were
made possibleby extensive preparatory
bombardments and the constant appli-
cation of joint firepower to support land
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operations. Thus, theapplication of stra-
tegic firepower against the enemy was
theultimategoal of acampaignthat was
won by theuse of joint firesat the oper-
ational and tactical levels.

Strategic Environment and Oper a-
tional Planning. By spring of 1944, the
course of the Pacific War had turned
against Japan. Powerful Japanesefleets
had been fought to a standstill at Mid-
way and the Coral Sea, and Japanese
island garrisons in the South and Cen-
tral Pacific had been overcome and an-
nihilated by American and Australian
forces. Furthermore, American land-
based and carrier-based aircraft were
routinely bombing Japanese forward
anchorages, such as Rabaul and Truk.
American submarines al so were roam-
ingfredly, interdicting Japanesesealines
of communications by attacking mili-
tary and commercial cargo shipping.

Thetwo-pronged advance by General
DouglasMcArthur and Admiral Chester
W. Nimitz, which started as a compro-
mise born out of interservice rivalry,
had actually became a source of strate-
gic strength. It aready was eroding
Japan’s limited capabilities and keep-
ing its leadership off balance.!

By 1944, General McArthur had won
presidential approval for his“return” to
the Philippines.? However, the Com-
mander-in-Chief inthe Pacific Theater,
Admiral Nimitz, persisted in the belief
that athrust through thesmall atollsand
islands of the Central Pacific would
shortenthewar at lesscost tothe United
States. Suchathrust would cut Japanese
linesof communicationstothestrategic
resources of Southeast Asia and defeat
the Japanese Navy, thusisol ating Japa-
nese army units in the Philippines and
on the Asian mainland.

This approach also was favored by
General “Hap” Arnold and the Army
Air Forces (AAF). The capture of air-
strips in the Marianas would place the
AAFinapositiontolaunch long-range
strategic bombing attacks on the Japa-
nese homeland and interdict the north-
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A B-29 takes off from Saipan for a bombing mission over Japan.



south sea lanes that linked Japan to its
sourcesof oil, foodstuffsand raw mate-
rials in the Philippines and Southeast
Asia®

By thisstage of thewar, United States
forces had acquired a wealth of practi-
cal experience in the conduct of am-
phibiousoperations. Beginningwiththe
campaigns for Guadalcanal, New
Guinea and the Solomons in the South
Pacific and the Gilberts and Marshalls
in the Central Pacific, all the armed
services had been working together
under difficult circumstances to plan
and execute these complex operations.

In preparation for Operation Forager,
the assault on the Marianas, Admiral
Nimitz assembled apowerful jointforce
consisting of aircraft carriers, battle-
ships, cruisers, destroyers, amphibious
vessels, landing craft and numerous es-
corts.* Operational command was en-
trusted to Admiral Raymond A.
Spruance, Commander of the 5th Fleet.

Task Force 58, a fast carrier group
under Vice Admiral Marc A. Mitscher,
would provide escort and cover for the
amphibiousforces. Theseforceswould
be commanded by Vice Admiral Rich-
mond K. Turner and consisted of the
Northern and the Southern Amphibious
Assault Groups. Turner assumed per-
sonal command of the Northern Group,
whichwouldinvade Saipanand Tinian.

It included the 2d and 4th Marine Divi-
sions with the Army National Guard’s
27th Infantry Division in reserve and
the XXIV Corps Artillery in general
support (GS).

Onceashore, Marine General Holland
Smith would assume command of land
operations, grouping all forces under
theVV Amphibious Corps. The Southern
Assault Group, under Rear Admiral
Conolly, would invade Guam. Its land
component, 111 Amphibious Corps under
Marine Mgjor General Roy S. Geiger,
includedthe3d Marine Division, the 1st
Provisional Marine Brigade, a corps
artillery headquarters and the 77th In-
fantry Division in reserve.®

The coming operations clearly de-
manded joint planning and execution of
fires. Initialy, naval aviation and gun-
fire would serve as the primary means
of fire support. In addition, units from
the Seventh Army Air Forces would
strike at long range from the recently
captured airstripsin the Marshalls and,
later, would be transferred to captured
airfieldsintheMarianasto provideclose
air support (CAS). Finally, organic and
supporting Field Artillery units would
provide close and GSfires for the land
battles.

The tactical plans incorporated the
experiencegained fromprevioushbattles
in the Central Pacific. The US Marines

had suffered enormous casualtiesin the
assault on Betio Island in the Tarawa
atoll, and the desire to prevent future
bloodbathsanimated all operational and
tactical planning.® In the campaign for
the Marshall Islands, fire support plan-
ning had been far more thorough and
comprehensive, and as aresult, the as-
saultson Kwajalein and the other atolls
in the Marshalls were much less costly
than Tarawa.” However, campaign plan-
ners of all serviceswere aware that the
Marianas offered a far tougher “nut to
crack.”

In contrast with the small atolls of the
Central Pacific that offer few placesto
hide and no opportunitiesfor defensein
depth, the Marianas are substantial is-
lands. Their variedtopography includes
rough hills, thick jungle, nearly impass-
able coastal swamps and mangrove
thickets. The islands are of volcanic
origin and have many caves that could
afford an enemy formidable natural de-
fenses. They aso have man-made ter-
rainfeatures, suchasricepaddies, sugar-
cane fields and substantial towns.®

Thus, the Marianas Campaign would
be carried out in avery complex topo-
graphical and maritime environment. It
would consist of four distinct phases
and one supporting operation to be ex-
ecuted in the event of a Japanese naval
counterattack. (See Figure 1.)

AAA = Anti-Aircraft Artillery

AAF = Army Air Force

Mission Purpose Tasks Sources of Fires Effects
Phase | Achieve air superiority. | Protect amphibious | Neutralize enemy airfields. | Long-Range AAF Attacks on the Marianas
Preparation |Shape the battlespace. | forces in their Destroy enemy aircraft. Bombers and Truk effectively
approach to the Destroy/neutralize selected| Navy Carrier Aircraft neutralized enemy airfields.
objective. installations.
Phase Il Maintain air superiority. | Enable successful Destroy/neutralize enemy | Naval Gunfire Firepower assured the
Amphibious |Neutralize shore amphibious shore batteries. Naval/Marine Aviation | success of the amphibious
Assaults defenses. assaults. Destroy anti-aircraft guns. | Artillery Based on assaults and kept friendly
Shock/demoralize Minimize friendly Destroy enemy vessels. Saipan (for Assault casualties relatively low.
defenders. casualties. Provide close support to on Tinian)
ground forces.
Phase Il Achieve air supremacy. Counter battery fire. Army/Marine FA Firepower made a critical
Land Achieve firepower Defeat Japanese Support the close fight. Navy/Marine CAS/BAI | contribution to the combat
Operations dominance. ground forces. Interdict enemy LOC. Naval Gunfire power of ground maneuver
Support the close fight. Achieve/maintain air AAF CAS/BAI forces, especially when
supremacy. assaulting prepared
Provide protective fires. positions.
Phase IV Support the close fight. Support the close fight. Army FA/Mortars Firepower helped crush
Consolidation|Maintain air supremacy.| Secure the islands. | Maintain air supremacy. Marine Artillery/Mortars | enemy resistance while
minimizing friendly
casualties.
Supporting |Defeat the enemy fleet. | Eliminate the threat | Destroy/sink enemy ships. | Naval Aviation The Japanese fleet was
Naval to American naval Naval AAA crippled and forced to
Contingency and amphibious withdraw with catastrophic
Operations task forces. personnel and equipment
losses.
Legend:

BAI = Battlefield Air Interdiction

CAS = Close Air Support

LOC = Lines of Communications

Figure 1: Employment of Operational Firepower in the Marianas Campaign

Field Artillery May-August 2002

37



The campaign would start with apre-
paratory phase with the objective of
bringing the amphibious assault forces
safely to their attack positions off the
islands. This would be followed by
amphibious assaults on the three target
islands—Saipan, Tinianand Guam. The
islands then would be captured and all
enemy resistance eliminated. Finally,
Americanforceswould consolidateand
reorganize.

If the Japanese Navy were to chal-
lenge the invaders in a major fleet ac-
tion, the US Navy would have to ex-
ecute amajor contingency operation to
safeguard the landings and defeat the
Japaneseat sea. CapturingtheMarianas
would be followed by the building of
forward naval bases for the fleet and
landing strips capable of handling the
AAF s new B-29 long-range bombers.

Froman operational perspective, fire-
power would bethedecisive element of
combat power. Firepower would en-
able US forces to isolate the target is-
lands, facilitate the opposed landings
and ensure victory on the ground.

In any encounter with the Japanese
fleet, firepower would decidetheissue.

Preliminary and SupportingOper a-
tions. In April 1944, the AAF started
their “softening up” operations with
airstrikes on Guam, Saipan and Tinian
from airfields in Eniwetok in the
Marshalls.® In addition, a separate air
campaign against Truk, the principal
Japanese naval base in the Central Pa-
cific, was conducted to neutralize this
baseandisolatethetarget islandsin the
Marianas. The United States wanted to
ensureair superiority before the assault
landings.®®

The decision to “bypass’ Truk was
based on the understanding that air
power would suffice to neutralize this
and other Japanese airfields in the
Carolinelslands.* The Japaneseat Truk
were repeatedly pounded in savage
bombingraids. Althoughthey managed
to repair their airfields and fly-in some
reinforcements, The Japanese forces at
Truk were rendered ineffective.

This aerial campaign continued right
through the invasion of the Marianas
and denied the Japanese defenders any
significant air support. Indeed, on the
day of theinvasion of Saipan, Truk was
the object of an especially punishing
bombingraidtoensurethat itsairplanes
would not sortie against the American
invaders.®

Despitethe neutralization of Truk, the
Japanese Navy managed to assemble a
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Scarcely a week after coming ashore at Saipan, 155-mm “Long Tom” guns were bom-
barding Tinian, as shown here in a night bombardment.

sizable fleet to challenge the American
amphibioustask forces.®* This Japanese
fleet clashed withthe USNavy in aser-
ies of engagements from 3 May to 24
June 1944. The fighting culminated in
the climactic Battle of the Philippine
Sea (19-20 June 1944) and resultedina
decisive American victory.™ The battle
was hicknamed “The Marianas Turkey
Shoot” by US sailors becauseit was, in
essence, an attritional contest decided
by the superior equipment and training
of theAmericannaval aviatorsand anti-
aircraft gunners.’®

The neutralization of Truk and the
defeat of the Japanese Navy inthe Cen-
tral Pacific were critical enabling op-
erationsthat ensuredthesafety of Ameri-
can amphibious forcesin the Marianas
and proved vital to their success. Both
victories were won through the use of
superior aerial and naval firepower.

TheApplication of Firesat the Tac-
tical Level—One Play, Three Acts.
Although all three main islands in the
Marianas group shared common char-
acteristics, each had its own peculiari-
ties that planners had to consider. In
addition, with the capture and habilita-
tion of land airfields and the changing
conditions at sea, the sources of fire
support changed as the campaign pro-
gressed. For example, once Saipan was
captured, it served as a platform for
artillery attacks into Tinian and air at-
tacks into the other islands.’® (See the
map in Figure 2.)

Thefirstisland to betaken was Saipan.
The amphibious assault was set for 15

June 1944 with the 2d and 4th Marine
Divisionsspearheadingthelandingsand
the Army’s 27th Divisionin reserve. It
was preceded by four days of intensive
naval and air bombardment, two days
of minesweeping operations and pre-
liminary reconnaissance landings to
prepare the beaches.'’

American commanders had learned
from bitter experiencethat theonly way
to avoid terrible casuaties in an am-
phibious assault against prepared posi-
tions was to execute a massive and
thorough schedule of preparatory fires
using all means available.® The heavy
bombardment continued throughout the
assault with armed landing craft infan-
try (LCI) firing machineguns, rockets
and 40-mm cannons into the beach de-
fenses. This pattern of heavy prepara-
tory bombardment was repeatedly em-
ployed in all other amphibious assaults
with glight variations.

The assault on the next objective,
Tinian, was one of the most heavily
supported in the Pacific war. It was
noteworthy in that Field Artillery based
on Saipan provided effective preparatory
fires and continuous fire support for the
assault and subsequent land operations.

Tinian,asmallerisland, lay only three
tofour milessouth of Saipan, well within
range of land-based artillery. Indeed,
scarcely aweek after coming ashore at
Saipan, 155-mm*“Long Tom” gunswere
bombarding Tinian.

Soon, theX X1V CorpsArtillery served
as the controlling headquarters for a
massive grouping of artillery tubesreg-
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isteredon Tinian. By themiddleof July,
an impressive 13 battalions of Army
and Marine artillery of various types
werefiringon Tinian.** Thelandingson
24 July were prepared by an especially
heavy air, land and seabombardment.

The final objective in the Marianas
was Guam. This is the largest of the
islands and includes sizable mountains
to the south. Despite the challenging
terrain and the desperate fanaticism of
the doomed Japanese defenders, the
assault and capture of Guam benefited
from lessons learned in the previous
operations.

Admira Turner, the commander of
the amphibious force fully understood
the importance of firepower as a “bat-
tering ram” to crack tough defensesand
save the life of friendly troops. “My
aim,” hesaid, “istogetthetroopsashore
standing up.”#

Noresourcesweresparedintheprepa-
ration for thelandings. Theinitial bom-
bardment was savage. But it was not
merely the volume of fire that was sig-
nificant, but alsoitsincreased precision
and sophistication.

Close support was assured by organic
mortarsplustheMarines’ Pack 75 how-
itzers. In addition, 105-mm howitzers
of direct support (DS) battalions were
transported in DUKWs (amphibious
vehicles) closeontheheelsof theinfan-
try assault.22 Theseamphibiousvehicles
also proved invaluable for ammunition
resupply during theinitial stages of the
assault.?

Despite relatively lightly opposed
landings made possible by thorough
firesupport plans, savage closefighting
on all three islands continued for some
time. Desperate defenders launched
suicidal banzai attacks. Well-concealed
snipers and machineguns also took a
heavy toll. Casualties mounted, espe-
cially inthemountainsand thickly veg-
etated areas of Saipan and Guam.

This only proves that despite over-
whelming firepower andair supremacy,
theinfantry alwaysmust root out deter-
mined enemy soldiers. However, it is
clear that in the absence of this fire-
power, friendly casualties would have
been intolerable.

Fire Support Assetsand Coor dina-
tion. The level of joint cooperation in
fire support achieved in the Marianas
Campaign was remarkable, given the
degree of service independence during
World War |1. Because fire support as-
sets and weapons did not operate under
asingle chain of command, the tactics,
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techniquesand procedures(TTPs) used
were the result of practical experimen-
tation in joint warfare under combat
conditions.

Both Army and Navy organizational
structures were subdivided. The Army
included both the ground forcesand the
AAF. The Navy's fire support assets
included naval gunfire, naval aviation
and the Marine Corps—a service with
itsown artillery and aircraft. All these
elementshad their organic meansof fire
support. All would be needed.

Beside direct fire systems, such as
tanks and armed amphibious tracked
vehicles, called amtracs, the ground
forces had organic indirect fire support
weaponsin theform of mortars of vari-
ous sizes. Each Marine division was

supported by an artillery battalion, and
each Army division had four artillery
battalions in its division artillery. In
addition, V AmphibiousCorpswassup-
ported by the XXIV Corps Artillery
Headquarters under Brigadier General
Arthur M. Harper, which included two
battalions of 155-mm howitzers and
two of 155-mm guns plus other units
assigned as the situation demanded.

Similarly, the 111 Amphibious Corps
formed a corps artillery headquarters
under Marine Brigadier General Pedro
A.del Vale* Themostimportant func-
tion of these corps artillery headquar-
ters was to serve as the principa fire
support centersfor thecoordinationand
integration of all operational firesinthe
land battle.

Gurguan
Point

Airfield 4

Elms@'_lss NGF,

Southern
Sector

Garapan
Saipan
Aslito
Agingan © Airfield
Point ® © Pt
Ushi Point
EI/\ Nafutan
ms@l% N)GF Point
| Airfield 1
Western Airfield 3 ( Legend:
[ —————]
Sector 250 S ® illo o
uUsmc
[e1a()
Northern usme
Sector D27
© rixlxxw

Masalog
Point

Lalo Point

Figure 2: Japanese Defensive Positions on Tinian and US Artillery on Saipan

39



Of all the firepower, the Japanese most feared naval gunfire. These 16-inch guns were so

= e

powerful that the standoff distance from friendlies was 2,500 yards for most missions.

The corps artillery also served as a
clearinghousefor targetinginformation.
It worked closely withtheforce G2 and
used itsassigned light spotter aircraft to
gather targeting information, conduct
damage assessmentsand control fires.?
In addition, senior fire support coordi-
natorsfromtheNavy andtheAAFworked
closaly with their Army and Marine col-
leagues to coordinate, deconflict and
schedulefires.

Givenitscomplexity andjoint nature,
the ad hoc fire coordination arrange-
ments proved remarkably efficient and
flexible. As an example, Navy vessels,
ranging from battleships to destroyers,
were assigned DS missions to specific
infantry units.?® Two or three vessels
provided fires to an infantry regiment
or battalion, and their fires were con-
trolled by naval liaison officersinradio
contact with the ships. All caliber of
weaponswere used for thismission, but
the most effective type was the 5-inch
naval gun, amedium gunthat proved to
be particularly accurate.

Fire Support Platformsand the Ef-
fects of Fires. Aircraft were, and still
are, thefarthest ranging firepower plat-
forms. B-24 medium bombersand P-47
fighter-bombers of the AAF initiated
the preparatory phase of the Marianas
Campaign from airfields in Kwajalein
morethan1,000milesaway. Theairraids
continued right up to the assault landings
and throughout the land operations.

Once Saipan was captured, its air-
fields provided Army planes a base
within the theater from which they pro-
vided protection to the airfields and
CAStogroundtroops. Inaddition, Navy
and Marine planes attacked the islands
fromaircraft carriersand also provided
CAS. Throughout the campaign, air
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power proved its great flexibility. The
weather too, was generally good, and
was not a major impediment to flyers.

The AAF B-24 medium bomber could
carry a formidable payload, including
bombs weighing 500, 1,000 and even
1,500 pounds. Other planes, such asthe
P-47, served as fighter-bombers. They
could deliver bombs and make strafing
runs with their machineguns and 4.5
inch rockets. These rockets were rela-
tive newcomers to the battlefield but
proved very effective.

Another relatively new weapon was
theincendiary bomb. Thesebombswere
used to clear dense sugarcane fields to
facilitate the ground attack.?® In addi-
tion, light observation aircraft were ex-
tremely useful asaerial forward observ-
ers and scouts.

Of all thetypes of firepower the Japa-
nese experienced, naval gunfirewas by
far the most feared.? When asked how
he could tell naval gunfire apart from
regular artillery fire, a Japanese pris-
oner laughed bitterly and assured hiscap-
tor that thiswasnot difficult to determine
when one was a the receiving end.®

Naval gunfire proved to be devastat-
ing and remarkably accurate in DS to
the infantry, but its most valuable con-
tribution was as a deep attack weapon.
Large caliber long-ranging guns of up
to 16 inches proved to be excellent for
attacking bunkers, cavesand troop con-
centrations out of contact with friendly
forces. These guns were so powerful
that the safe stand-off distance from
friendly troopswas 1,500 yardsfor pre-
paratory firesand 2,500 yardsfor other
missions.®

However, asin other campaigns, most
commanders agreed with Brigadier
General Lemuel C. Shepherd, Jr., Com-

mander of the 1st Provisiona Marine
Brigade in operations in Guam, about
his assessment of Field Artillery. He
said, that for close support of the Infan-
try, “...artillery was the most effective
weaponemployedduringtheoperation.”
This assessment was echoed by Admiral
Turner, who commented: “Field artillery
is much better qualified for this type of
fire by reason of its greater accuracy and
smaller burst patterns.” =

Artillery fire was abundantly avail-
ablein the form of 75-mm Pack howit-
zersorganictoMarineregiments, Army
105-mm DS artillery battalions, and
155-mm howitzers and 155-mm Long
TomgunswiththeArmy’sXXIV Corps
Artillery. Artillery fire was immedi-
ately responsiveinthe DSroleand was
effective in al weather conditions. In
addition, the high-angle capabilities of
howitzers and mortars were particu-
larly effective in engaging enemy en-
trenchmentsindefiladeor reverse-siope
positions.

Field Artillery weaponsal sowereused
in unorthodox ways, often in a direct
firemodeagainst enemy entrenchments
and pillboxesor to stop banzai charges.
In one instance, “Pack howitzers were
dragged to within thirty-five yards of
the infantry front lines to fire point-
blank at the onrushing enemy. ‘Arms
and legs,” reported one observer, ‘flew
like snow.’” 3

Thehumaneffectsof firepower proved
tobeat least assignificant asthe physi-
cal destruction they wrought. Even
against so determined and fanatical an
enemy asthe Japanese, thephysical and
emotional effectsof bombardment were
devastating.

They sufferedgreatlyintheir seishin—
a word that means not so much “mo-
rale” as “psychological well-being.”
After several daysof successiveattacks,
“scattered outbreaks of serious loss of
spirit” occurred. After another week,
the spirit of some of the men deteriorated
so badly that they “could not perform
their dutiesin a positive manner.”®

Interestingly, the Japanese sense of
shiki, or soldierly duty, remained high.*
Thus, while firepower degraded their
hopesof victory or survival, it could not
break their devotion to duty.

Nonetheless, the powerful stunning
effect of bombardment by heavy weap-
ons often can be decisive. The human
factor, impossible to quantify, can be
critical tothe successof an attack. From
the comments of stunned prisoners, it
appearsthat heavy firepower didachieve
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Type of Platform

Principal Missions

Main Weapons

Capabilities

Limitations

80-mm Mortar
60-mm Mortar

High-Angle Fire Effective Against
Targets in Defilade
Excellent for Illumination

Naval Vessels Preparatory Fires 16” Gun Large Volume of Heavy Caliber Flat trajectory produces relatively
Deep Fires 14” Gun Fire high probable error.
Direct Support (DS) 8” Gun Greatest “Shock Effects” Flat trajectory makes it difficult to hit
5” Gun targets in defilade.
Heavy seas affect accuracy.
Aircraft CAS Bombs Capable of Achieving Tactical Limited time on target
BAI Napalm “Fire Bomb” Surprise Difficult to direct to targets.
Machinegun Shock Effect Slow response times.
4.5” Rocket Good for Attacking Deep Targets
Cannon
Tube Artillery DS 155-mm Howitzer Responsive Fires, Especially DS Required dedicated prime movers.
General Support (GS) | 155-mm Gun Good Accuracy Effectiveness depends on good and
105-mm Howitzer Capable of Predictable Fire timely observer-to-shooter
75-mm Pack Howitzer Patterns communications.
Well-Organized Command/Control
Mortars DS 4.2” Mortar Very Responsive Effectiveness depends on good and

timely observer-to-shooter
communications.

Rocket Launchers | DS

Explosive Warhead

High Volume of Fire

Not as accurate as tube artillery.

Figure 3: Fire Support Platforms and Weapons Used in the Marianas. The characteristics, capabilities and limitations of these weapons
as well as the missions assigned to them reflect those of World War Il and not their modern descendants.

decisive effects in the Marianas. (See
Figure 3.)

Back to the Future. It is clear the
success of major forcible-entry opera-
tions like those carried out in the
MarianasCampaigndependontheavail -
ability and application of awidevariety
of fire support assets. The study of such
operations provides many lessons for
today’ scapabilities-based force. Aswe
move from strategically forward-de-
ployed forces to expeditionary forces,
the likelihood of conducting forcible-
entry operationsin animmaturetheater
increases.®

The lessons of the Marianas Cam-
paign are as pertinent today as they
were almost 50 years ago. Fire support
assets must support the campaign plan
at the strategic, operational and tactical
levels. At the strategic level, planners
must ensurethey allocatesufficientfire-
power assetsto support thetheater com-
mander’ s objectives. Operational com-
manders must, in turn, reallocate fire-
power assets and establish a workable
joint command and control structure
that allows these assets to be used to
maximumadvantage. In certain circum-
stances, thecommander’ sobjectivesare
best attained by the application of fires;
in others, firepower enables maneuver.
In all cases, however, firepower em-
ployed agai nst well-chosentargetssaves
lives.

At the tactical level, the complex is-
sues of command and control of fire
support assests from all services must
be addressed to ensure they may be
brought to bear at the correct time and
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place. Even arich, technologically ad-
vanced andwell-suppliedforce, suchas
the American amphibious task force
that attacked the Marianas, never has
“enough” fire support to satisfy com-
mandersand soldierswho must facethe
enemy. Therefore commanders and
plannersmust continuously assessbattle-
field conditionsand shift assetsasneeded.

Inaddition, soldiersmust demonstrate
versatility and improvisation. For ex-
ample, inthe Marianas Campaign, Ma-
rines used captured 25-mm dual-
mounted cannonsto provide direct fire
support to pinned-down troops.® In
addition, because the Americans had
achieved total air supremacy, the fire-

power of the anti-aircraft artillery was
used in a direct fire mode to support
ground forces.®

One of the most important effects of
firesissuppression. Suppression, how-
ever, isatemporary effect. Thus, to be
effective, fire must be coordinated with
maneuver inassaultsthat follow closely
on the heels of preparatory fires.

In all situations where direct frontal
assaults are inevitable, fire support of-
ten spells the difference between suc-
cess and failure, between survival and
death. This was clearly evident in the
Marianas, a campaign that was waged
for the strategic objective of securing a
strategic firepower advantage over the

it 4 | : Ry

s
T e
.

On Saipan, the 8th Marines fire truck-mounted rocket launchers at the Japanese.
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enemy’s homeland. The forceful and
massive application of firepower at the
operational andtactical levelsmadethis
objective possible. The testimony of
stunned Japanese survivors validated
the effectiveness of suppression as an
effect of fires.

The Marianas Campaign was a joint
operation. In the 21st century, joint op-
erationswill bethenorm, not theexcep-
tion—a fact recognized in the Army’s
most recent doctrinal field manual, FM
3-0, Operations. The FM states, “The
strengths of each service component
combineto overcomethelimitationsor
reinforce the effects of the other com-
ponents. The combination of multiple
and diversejoint force capabilities cre-
ates military power more potent than
the sum of its parts.” %

The use of joint forces means that
battlefield operating systems (BOS),
such as firepower, cut across branch
and service boundaries. Firepower and
fire support are no longer the exclusive
purview of artillerymen. Firepower has
becomea“ system of systems” and mili-
tary professional smust employ all avail-
ableassestsinthemost effectiveway to
achieve the desired effects on target at
the appropriate time.

As we transition to an effects-based
firepower community, it is imperative
we develop integrated doctrine for em-
ploying fires at al levels. Fifty years

ago, the pace of events permitted thead
hoc evolution of practical solutions to
the challenges of joint warfare; tomor-
row, the battlefields of the future will
not allow us such luxury.

Finally, firepower weapons and artil-
lery, specifically, were developed to
create breaches, “crack down” fortifi-
cations and pierce otherwise impreg-
nable enemy defenses. Today, artillery
and firepower in general continue to
serve as the battering ram that enables
maneuver, sometimes serving as the
catalyst for victory through attrition.

Inour day, attritional warfarehasbeen
given abad name, evoking nightmarish
visions of murderous trench warfare.
But we must not forget that whenever
maneuver isnot feasibleand it becomes
necessary to literally punch a hole or
chargeintothemouthsof cannons, over-
whelming firepower and attrition war-
fare is often the best, sometimes the
only, solution.

We also must remember that, when
we adopt attritional warfare, we are
seekingtovisittheeffectsof overwhelm-
ing and sustained firepower upon the
enemy while protecting our own troops
from enemy fires. When the effects of
attritional warfare are brought to bear
ontheenemy, it candemolish hiswill to
resist and minimize friendly casualties.
Thus, theoldmaxim, “ Artillery conquers,
infantry occupies’ is realized.

Combat isnever simple. But, in some
situations, suchasontheMarianasCam-
paign, firepower can well be the deci-
sive element of combat power, whilein
others, it might be an enabling or aux-
iliary element. In all cases, however,
the proper application of fires remains
an essential element for victory.

S
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The Civil War

A Contest of Contrasts:

The Principle of Dislocation and the Artillery Fight

at the Battle of Chancellorsville
By Captain G. James Schreckengost, PAARNG

| doubt if the history of modern armies can exhibit a
paralld instance of such palpable crippling of a great
arm of the service in the very presence of a powerful
enemy, to overcomewhomwouldrequireevery ener gy of
all arms under the most favorable circumstances.

Brigadier General Henry Hunt, Artillery Chief

US Army of the Potomac, 1863

A Compilation of the Official Records of the Union and

action of opposites. For every ac-
tion, there is a reaction. For every
move, there' sacounter move. In 1998,
Lieutenant Colonel Robert Leonhard,
Infantry, wrote the polemic The Prin-
ciples of War for the Information Age.
In it, he argues that the nine principles
of war the Army has inculcated since
the 1920s should be altered to better
address the technological realities of
the 21st century. Hismost striking prin-
ciple, “Advantage” (which expandsthe
concept of Maneuver), is coupled with
the sub-principle of “dislocation.”?
According to Leonhard, “dislocation
is the art of rendering the enemy’s
strength irrelevant.” Through disloca-
tion, thefriendly forcetemporarily sets
aside the enemy’ s advantages (in num-
bers, positioning, technology, etc.) and
causesthosestrengthstobeunrelated to
the outcome of the conflict.
Throughout the history of war, armies
have used various means—technology,
organi zationand, very often, maneuver—

I t hasbeen said that war istheinter-
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Confederate Armies, 1861-65

HISTORY
WRITING
CONTEST

to didocate the enemy’s strength. Once
the enemy’ s strength was set aside, the
friendly forcewasfreeto attack through
the enemy’s weakness to bring about
defeat. Dislocation is the theoretical
foundation for obtaining advantage in
combat. In other words, it setsthe stage
to ensure the conditions for victory.2
One of the best examples of disloca-
tion occurred on May 3, 1863, the day
after “Stonewall” Jackson infamously
smashed the Federa right at Chancel-

lorsville. It wason thisday, the day that
| argue was the decisive day of the
battle, when Confederate Colonel E.
Porter Alexander, commander of the
Southern artillery on the Confederate
left, totally collapsed the Federal linein
araretextbook action—enfiladefire (a
form of dislocation). As such, it was
perhaps the best tactical use of artillery
in the entire war. It was also a day in
which the potentially overwhelming
Federal artillery failed duetoinadequate
organizational tables and an inefficient
support system.

Organization for Combat. When
Major Genera “Fighting Joe” Hooker
took command of the US Army of the
Potomac in January 1863, he stripped
Brigadier General Henry Hunt, the
army’s nominal chief of artillery since
mid-1862, of what little authority he
had. For example, Hooker “transferred
themilitary command of theartillery to
his own headquarters, to be resumed
by the chief of artillery only under spe-
cificordersandfor special occasions.”®
Thiswasn’t bad, asthe maneuver com-
mander should have a measure of con-
trol, but some room should have been
left to allow for the experience and
advice of the artillery chief.

For task organization, Hooker chose
to sprinkle his precious artillery assets
throughout the various infantry corps.
Each corps commander, usualy an in-
fantryman from the old army, deter-
mined how to use his artillery.

Under Hooker’ smodel, Hunt wasrel-
egated to simply being the command-
ing general’s artillery advisor. He was
still in charge of the respectable artil-
lery reserve of 12 batteries, but the
reserve could only be dispatched under
the direct orders of the commanding
general—not the artillery chief.

To compound the problem, each in-
fantry corps commander organized his
artillery differently. Thereforewhenthe
artillery was brought into battle at
Chancellorsville, sustained massing of
fireswas nearly impossible. Of the six
corpsinthe army, only half designated
an artillery chief: the Il1, X1 and XII
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Corps. The other three, I, Il and VI
Corps, simply had divisional artillery
chiefs. Thehighest-ranking artillery of -
ficers who had any real command au-
thority were mere captains, and they
were strictly beholden to their maneuver
commanders.

Instriking contrast, the artillery of the
Confederate Army of NorthernVirginia,
although not nearly aswell equipped as
its Federal counterpart, made up for its
shortcomings by having superior, but
not perfect, organizational tables. Rob-
ert E. Lee, an offensive-minded gen-
eral, believed that the artillery should
be massed forward. Therefore, he kept
only two battalions of artillery in re-
serve. Thebulk of hisartillery, all orga-
nized into battalions, was assigned to
each corps.

Eachcorpsasohadanartillery chief—
men who held real command author-
ity—andfivebattalionsof artillery each:
three were direct support (DS) for the
divisions and two were corps general
support (GS) on-order DS. Colonel
Alexander was Longstreet's | Corps
artillery chief, and Colonel Samuel
Crutchfield was Jackson’s I Corps ar-
tillery chief.

In contrast to the Federals, the Con-
federates fought their artillery at the
battalion level, not the battery level,
when the technology of the age called
for mass. They held but a small army
reserve and pushed most of their guns
down to the lowest level possible.

Battleof Chancellorsville. On2May
1863, Lee, outnumbered 2.5to 1, made
the bold decision to send Stonewall
Jackson with half of the army around
Hooker’ sright and roll up hisflank just
west of Chancellorsville (Seethemap.)
An hour before dusk, Jackson's men
advancedwithtwodivisionsonlineand
two in reserve and proceeded to evis-
cerate the outnumbered and outmaneu-
vered X1 Corps. AstheFederal infantry
brigades reeled under the weight of
Jackson’s assault, the six batteries of
the XI Corps under Lieutenant Colonel
L ouis Schirmer—the only corpsin the
Federal army to have a unified reserve
at the corps level—massed their fires
along the pike to impede the Confeder-
ate sweep.

Twelve artillery batteries were em-
placed in the clearings of Hazel Grove
and Fairview Heights, amilebehind the
Federal forces, to stop the enemy on-
slaught. Atoptheheights, now the* key-
point of the battlefield” and astride the
Plank Road, the Confederate main axis

a4

Major General “Fighting Joe” Hooker chose
to sprinkle his precious artillery assets
throughout the various infantry corps.

of advance, Captain Charles Best, XII
CorpsArtillery Chief, wheeled 18rifles
and 16 smoothbores—a total of 34
guns—into position.* About 500 yards
in front of Best's grand battery was
Brigadier General “Pappy” Williams
XI1I Corpsdivision of infantry, the* Red
Stars.” Because of the proximity of
Williams' infantry, the cannons were
“stationed so as to reach the enemy by
firing over the heads of our own
troops...as no better position could be
obtained, and the use of the guns was
imperative.”® Best' s well-chosen posi-
tion was, according to Confederate
artillerist Alexander, “essentially like
the Confederate position at Marye's
Heightsbefore Fredericksburg, butona
larger scale.”®

Some 600 yards farther south in the
clearing of Hazel Grove, Captain James
Huntington, adivisiona artillery chief
with the Il Corps, formed a “large
battery” of 36 guns (24 smoothbores
and 12 rifles) with the aid of Major
General Alfred Pleasonton, commander
of the Cavary Corps.” He placed the
10th New York Battery on the right
near the woods and four batteriesin the
center: hisown Battery H, 1st Ohio; the
X1 New York Battery; 6th New York
HorseArtillery from Pleasonton’ scom-
mand; and Battery F/K, 3d US. Battery
B, 1st New Jersey held the left of the
Federal line. Unlike Fairview Heights
that was supported by adivision of infan-
try, Hazel Grovehad only artillery units.®

AsCaptainsBest and Huntingtoncom-
pleted their deployment at dusk, re-

treating troops from the crushed XI
Corps, with the time bought by their
“well-handledartillery,” swept through
and around Best’s guns, “carrying off
horses and caissons and even overturn-
ing one of the guns; but, as a whole,
[Best and Huntington] held firm.”® On
theheel sof theserefugeesadvancedthe
brigades of A.P. Hill’s Confederate di-
vision, Jackson’s corps, that erupted
fromthewoodsand charged the Federal
infantry. About 500 yardsback onhigher
ground, Best’s gunners answered with
“astorm of canister, first checking and
then driving [the Confederates] back
into the woods.” 1°

Best remembered, “the enemy wasin
force in the woods between 600 yards
and amilein our front. | wasobliged to
fireover theheadsof our infantry force,
ranged in parallel lines about five hun-
dred yardsin front. It was an operation
of great delicacy, this cannonade of
thirty-four guns over the heads of our
men, but it was a matter of necessity,
andwaspromptly and fully executed.” 1t

Off to the left in Hazel Grove with
Huntington’s guns, Lewis' New Y ork
battery got theworst of it. Seeing that it
was about to be flanked by Hill’s at-
tacking infantry, Huntington ordered
Lewis to pull back about 200 yards
whilehisown battery turned itstubesto
the right and raked the wood line with
canister to cover the New Y orkers' re-
treat. The ploy worked, and the Confed-
eratesweremomentarily thrown back.?
General Hunt later declared that
Huntington's fight “was a desperate
combat between artillery and infantry
at threehundredyardsdistance,inwhich
theartillery repulsedtheinfantry, flushed,
asthey were, with agreat success.” 3

As the battle for Hazel Grove pro-
gressed, regiments of infantry from
Sickles's 11l Corps arrived to support
Huntington’ slonely gunnersandfinally
drove the Confederates back for the
night, clearingthewoodline.* Thefight
for Fairview Heights and Hazel Grove
on May 2 lasted “up to near 10 o’ clock
at night” after which Huntington or-
dered the guns be entrenched. Lieuten-
ant John Woodbury of Battery M, 1st
New Y ork Artillery, X1I Corps, remem-
bered “throwing up earthworks by dig-
ging down 1% feet, and placing the
earth in front of the pieces. For want of
proper tools, [it] consumed nearly the
whole night.”®

As the Il and XII Corps improved
their positionsaround Fairview Heights
and Hazel Grove, Confederate corps
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artillery chief Colonel Sam Crutchfield,
“partaking of the impatience of Jack-
son,” pushed some guns forward along
the Plank Road and opened up with a
“randomfire” toward Chancellorsville,
more than a mile away. This lone bat-
tery was savaged by Best’ swell-placed
artillery, however, not only forcingit to
withdraw, but also wounding the studi-
ous Crutchfield.

The rebel cause soon was dealt an-
other a blow when Jackson, returning
from a reconnaissance north of Best's
position, was mistakenly shot by ner-
vous pickets from the 33d North Caro-
linaof Lane' sbrigade, A.P. Hill’ sdivi-
sion. The Confederate attack, although
successful, wascostly. Not only had the
old master been wounded, but his artil-
lery chief, Crutchfield, and his stron-
gestdivisioncommander, A.P. Hill,also
were taken out of the fight. This left
Magjor General James Ewell Brown
Stuart, Lee’ scavalry chief, astherank-
ing officer on that side of the field.

One of thefirst things Stuart did upon
assuming command of the left wing of
Lee's army was to designate Colonel
Alexander of Longstreet’s corps (-) as
its“senior officer of artillery” and send
him on areconnaissance to “ select and
occupy with artillery positions along
theline bearing upon the enemy’ sposi-
tion” inorder to presstheattack thenext
morning.*” This would not be an easy
task as good artillery positions were
almost non-existent in the tangled wil-
derness of Orange County, Virginia.’8

After an“all-nighter,” Alexander was

Robert E. Lee, an offensive-minded gen-
eral, believed that the artillery should be
massed forward

to the south of the Plank Road], some
200 yards long by 25 yards wide. This
opened upon a cleared ridge, held by
the enemy’s artillery, about 400 yards
distant.”*®

Alexander kept the other hundred or
SO guns in reserve along Plank Road
near Dowdall’s Tavern due to the lack
of availability of artillery positions.
From this point, he planned to dispatch
them to the decisive time and place of
the up-and-coming battle.?

May 3 opened with 76,000 Federals
facing 43,000 Confederates along the
south bank of the Rapidan River north

of Chancellorsville. Whilethe Federals
held interior lines with superior artillery
positions (Hazel Grove and Fairview
Heights) and freshtroops(thell, V, and
XI1I Corps), the Confederatesheld exte-
rior lines with inferior artillery posi-
tions and, generally, were scattered.

Even so, Hooker yielded the opportu-
nity to the Confederates when he or-
dered Sickles to vacate Hazel Grove
because hethought it wasindefensible.
In total disbelief, the combative Sick-
les, the only non-West Pointer in the
Federal highcommand (hewasaDemo-
cratic Congressman and a member of
the New Y ork National Guard), argued
with Hooker to hold the position as it
protected Fairview Heights, the key to
the battlefield. Hooker insisted, how-
ever, and the New Y orker was ordered
to abandon the clearing.®

Ontheheel sof the Federal withdrawal
fromHazel Grove, Confederateartiller-
ist Major William Pegram pounced.
Only James Huntington’s Ohio battery
and two regiments of infantry from
Brigadier General Charles Graham's
brigade remained in the grove when
Pegram let them have it with shell. Af-
ter asharp exchange, Brigadier General
James Archer of A.P. Hill’s division
ordered his brigade to charge over the
now under-defended breastworks and
headed for the Ohio Battery.?? Faced
with overwhelming odds, Huntington
ordered his battery out.

“QOur infantry support soon gaveway,”
remembered Sergeant Orin Dority, a
Buckeye Redleg. “We were ordered to

able to place only two batter-
ies astride the Plank Road,
Stuart’s planned axis of ad-
vance, and another four along
the road that ran perpendicu-
lar to Hazel Grove under Ma-
jor John Pegram, the artillery
chief of A.P. Hill’sdivision.
“Therewere but two outlets
through which our artillery
could be moved,” Alexander
remembered, “one the Plank
Road, debouchingwithinfour
hundred yards of [thirty-four]
of theenemy’ sguns, protected
by breastworks and enfiladed
for along distance by apart of
them, as well as by two guns
behind a breastwork thrown

up across the road abreast of
their line of abatis and infan-

try cover; the second outlet
was a cleared vista or lane
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limber to the rear and get to the rear as
best wecould.” All thewhile, headded,
the Rebels were shooting down the ar-
tillery horses and calling out, “ Surren-
der you Y ankee so-and-so!" %

Asthebattery madeitsway northeast-
ward acrossthe clearing, Pelham’ sable
gunners knocked out three limbers—
splatteringthedriversandtheir horses—
and half of the battery was captured by
Archer’ sadvancingmen. Oncetheclear-
ing was secured, Pelham rushed up four
batteries of artillery, marking the deci-
sive turning point of the great battle.>*

Just as Archer and Pelham secured
Hazel Grove, the main Confederate at-
tack kicked off down the Plank Road
with afrontal assault against Fairview
Heights. Magjor General Alpheus Will-
iams' and Brigadier General John
Geary’ sX |1 Corpsdivisionsonthesouth
side of the road, Brigadier General
Hiram Berry’slll Corpsdivisiononthe
north side and Best's grand battery
astride the road beat them back, how-
ever, with serious losses.

As Sickles had warned, the key to
Fairview was now Hazel Grove, and
Alexander capitalized on the Federa
mistake. Making full use of the superior
organizational tables he helped imple-
ment, the Confederate artillery chief
quickly reinforced Pegram with three
batteries from his own battalion and
massed 28 guns on Hazel Grove. In one
of the rarest instances of the war,
Alexander and Pegram were not only
able to shoot “near enfiladefire” into a
division of enemy infantry, but also
Best's grand battery which was posted
atop the heights. During the deafening
cannonade, Pegramturnedto Alexander
and exclaimed, “A glorious day, Colo-
nel, aglorious day!”®

Evenworse, asthe Confederate attack
heightened, Best’ s guns ran out of am-
munition. Becausethe army lacked any
unified artillery chain of command let
alonesupport system, theseparatecorps
were responsiblefor resupply. And be-
cause the corps were principally infan-
try organizations, the artillery took a
back seat.

Toexacerbatethesituationevenmore,
the artillery on Fairview Heights came
from different commands and nobody
had the authority, especially a mere
captain of artillery, to pool ammunition
from the different corps trains. It must
beremembered that the highest ranking
artillery officer on the heights, Captain
Best, in charge of the very existence of
the army at this point in the battle, was
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outranked by the hundreds of majorsin
the infantry battalions, let alone the
brigade, division, and corps command-
ersin the areawho knew little or noth-
ing about the “long arm.”

General Hunt, the artillery chief, was
ordered by Hooker toremainmilesaway
from the key point of the battle. When
Best sent hisrequest straight to Hooker,
pleading for ammunition from any
source, the army commander’s reply
was, “| can’'t make ammunition!” 2

As soon as they ran out of shell and
shot, Best’ sguns ceased firing, for they
dared not fire canister over the heads of
their own troops. With central manage-
ment of the guns, the sort of command
formerly exercised by artillery chief
Henry Hunt, batterieslacking ammuni-
tion would have been pulled back and
replaced by fresh batteries held in re-
serve. But becauseHooker stripped Hunt
of this command authority and had or-
dered him to establish his headquarters
along the Rapidan, thisdidn’t happen.?”

In striking contrast to the steadily col-
lapsing artillery position at Fairview,
theConfederatepositionat Hazel Grove
grew steadily stronger. Colonel Alex-
ander rolledin additional batteriesfrom
hisreserveat Dowdall’ sTavernuntil he
had filled every available gun position.
The moment a battery ran low on am-
munition, it was replaced by another
withfull chests. Alexander had some50
guns employed against Best's dwin-
dling 20 or so, with perhapsthree dozen
firing at any time.?®

Historian Steven Sears comments in
hisbook Chancellorsville, “thevolume
of firedelivered from Hazel Grove that
morning was never exceeded by the
Confederate artillery. The best crews
were getting off three rounds a minute,
afiring pace equal ed of the best-trained
infantry. Thegunners’ singledisappoint-
ment was (asalways) thequality of their
ammunition.”?® Alexander complained
that there was an “extraordinary large
percentage” of shell and case shot that
either burst prematurely or failed to
burst at all.*®

Nevertheless, it wastheweight of this
artillery—andthe corresponding weak-
ening of the Federal artillery—that be-
gan to steadily shift thetide of battlein
the South’s favor.

With the lack of adequate artillery
support, AlpheusWilliams' Federal di-
vision deployed astride the Plank Road
was thrown back by two attacking bri-
gades from A.P. Hill’s division. “The
getting away was worse than staying,”

Williams remembered. “Our line of re-
treat wasover theravine, up an exposed
slope, and then for three-quarters of a
mileover an open plain swept by artillery
and infantry... Many a poor fellow lost
hislifeor limb in thisfearful transit.” !

Caught upinthismael stromwasLieu-
tenant Justin Dimick’ s section of army
regulars, Battery H, 1st US Army, on
the Plank Road. At first his gunners
tried to plug the hole with canister.
When it became apparent that all was
lost, however, Captain ThomasOsborn,
Dimick’s chief, ordered the guns out.

Like Huntington's battery in Hazel
Grove, the Confederates opened fireon
the horses to prevent the battery’s es-
cape. Seeing that one of his guns was
immobilized and with Confederate in-
fantry closebehind, Dimick dismounted
and pulled the gun along by prolonge.
As he unhitched the piece from the
limber, however, he fell mortally
wounded when abullet sliced hisspine,
disemboweling him.*2

An infantry officer from Williams'
division said of the incident: “Not a
braver act is recorded in the history of
thewar.”*Withthewithdrawal of Best's
gunsat Fairview, theentire Federal line
collapsed, and thearmy wasonceagain
forced to retreat north across the
Rappahannock, allowing Lee to embark
on his ambitious Gettysburg Campaign.

L essonsL earned. Great armieslearn
from their failures. Like the Phoenix
rising from the fires of destruction, so
too did the artillery of the Army of the
Potomac under the guiding hand of
Henry Jackson Hunt, father of the mod-
ern American artillery. Hunt regained
his artillery command authority. He
believed that artillery was the decisive
arm, that hewhousedit correctly would
win the battle and that he who did not,
would not; it was that simple. He also
believed that on the offense, if used
properly, artillery would clear the way
fortheinfantry. Andinadefensiverole,
its most effective role, it could smash
any enemy attack with frightening re-
sults.®

Countering oneinfantry officer’ satti-
tude about artillery, Winfield Scott
Hancock’s, who said that artillery was
simply thereto give “moral support for
the infantry with its loud noises and
smoke,” Hunt said, “What is called the
‘moral support’ of artillery is propor-
tional not to the noisethat it makes, but
to its actual destructive effect.”*

To facilitate the “destructive effect,”
Hunt once again lobbied Hooker to
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change how the artillery, the decisive
arm, was organized. This time Hooker
acquiesced to Hunt’ swishesand imple-
mented the system that has continued to
be the foundation of today’s artillery
organization.

Hunt created a seamless web of artil-
lery control, whether centralized or de-
centralized, that offered the flexibility
to apply the right firepower and the
right place at the right time. Under the
new system, every battery wasassigned
to a battalion (which Hunt called bri-
gadesto elevatetheir relevance). Inall,
therewere 13 artillery battalionsof five
to six batteries each. The six infantry
corps had one DS battalion and the
cavalry corps had two, for a total of
eight DS battalions.

Theseformationsfought asbattalions.
Each commanding officer, usualy a
field grade, also acted as his corps
commander’s fire support coordinator
(FSCOORD). He was empowered to
act as the corps commander’s artillery
advisor (develop essential fire support
tasks, or EFSTs) and deploy and com-
mand the artillery troops in the corps
(develop essential Field Artillery tasks,
or EFATS, to facilitate the maneuver
commander’ sintent). Although acorps
commander couldoverridehisFSCOORD
on fire support matters, he could not
override Hunt’ s fire support decisions.
Only the commanding general could do
that.

The remaining five battalions were
keptinthearmy’ sartillery reservecom-
manded by Brigadier General Robert
O. Tyler. They would bethearmy’sGS
on-order DS assets.*®

Aside from the fact that Hunt was
given the authority to move any gunon

thefieldto achievemasslike Alexander
did at Hazel Grove, the most important
change was the creation of an indepen-
dent artillery support system. As was
already stated, Federal artillery was
handicapped by its quixotic organiza-
tion at the Battle of Chancellorsville.
Because its artillery fought as separate
battalions or even batteries, when the
guns ran out of ammunition, they were
forced to vacate the field. Their divi-
sional or corps trains were not config-
ured to support artillery outfits.

In the new artillery reserve, General
Tyler not only commanded the 21 firing
batteries of the reserve, but also the
army’s new centralized artillery sup-
port system. No longer would the bat-
tery commanders have to beg, borrow
or steal from the infantry trains. They
could go through their battalion com-
manders who had adirect lineto Tyler
who controlled hundreds of ammunition
wagons(each holding 250 roundsper gun
for the 366 guns) and portable forges.

From this point forward, the corps
FSCOORDSs requested “x” number of
replacements from the artillery reserve
and, oncethey arrived, sent their batter-
ies back to Tyler for reconstitution. It
became one giant rotating system that
waselaborateinitsworkingsbut simple
in concept.

If the Battle of Chancellorsville had
been fought under thissystem, no doubt
the Confederates would have been
stopped the day after Jackson made his
fateful sweep. On the converse, Alex-
ander, athough outnumbered in artil-
lery assets, used his superior organiza-
tional tablesto theutmost and drovethe
Federals from the field by using the
principle of dislocation.

Through dislocation, one force tem-
porarily sets aside the other's advan-
tage. The Confederates, outnumbered
2.5t01, dislocatedthestronger Federals
at Chancellorsville with Jackson’s un-
expected attack on 2 May and, more
decisively, by maneuvering their artil-
lery assets onto Hazel Grove with
Alexander, driving the Federals from
the field.

Aswemoveinto an eraof “lighter but
more lethal forces,” employing those
forces—the art of war, so to speak—
must not be overtaken by the science of
war.

27, §
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T wo great feats of the US Army
Artillery in World War Il were
the February 1943 emergency
forced march of the 9th Infantry Divi-
sion Artillery (Div Arty) into Tunisia,
North Africa, and the division’ s result-
ing victory in the battle against a Ger-
man panzer division of Field Marshall
Irwin Rommel at Thala Pass. Further-
more, the 9th Div Arty fought without
the division’s three infantry regiments
present. The 9th Artillery had been too
far away to help stop the crushing Ger-
man breakthrough of the Allied lines
near the village of Kasserine and the
mountain pass there.! But it arrived in
timetobeat Rommel’ sforcesnear Thala
Pass.

TheThalaBattle. Rommel’ spanzers
had decimated the slim line of mostly
American defenders in the Kasserine
area—mainly the US 1st Armored, 3d
Armored and 34th Infantry Divisions.
The experienced Germans kept on,
quickly forging ahead toward another
important passat Thala, 30 milesnorth-
west of Kasserine. (See the map.)

World War Il

The raw, untested troops of the then
soundly beaten US Il Corps retreated
westward in an undisciplined and unor-
ganized disarray. Officers, even colo-
nels, made little or no effort to recover.
Vehicles and ambulances were filled
withthewoundedandinfantrymenwith-
out their equipment. All were heading
west.

When questioned by the 9th Div Arty
column arriving from the west, these
officers and soldiers replied that they
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had been overrun at Kasserine by supe-
rior numbers of German tanks and in-
fantry and that they had been ordered to
retreat to try to reconstitute somewhere
inthe rear.?

By the time the Allied Force Head-
quarters (AFHQ-Eisenhower) knew of
Rommel’ s ferocious attack, there were
no reserves nearby to throw into the
defense at Kasserine. There was no un-
committed infantry or armor to call
upon.

However, most of the 9th Div Arty
was some 800 mountainousmilestothe
west at Tlemcen, Algeria. AFHQ began
sending whatever combat units they
couldto stop Rommel from penetrating
further.2If he got to the important sup-
ply junction at Tebessa, just across the
border in Algeria, he could seriously
threaten the Allies in the north and de-
lay plans to conquer North Africa and
Sicily by weeks or even months.

So, should the 9th Div Arty have been
sent to fight Rommel’s panzer forces
without their 9th Divisioninfantrymen?
Without question, the emergency de-
manded it.

By thetimethe 9th Div Arty could get
into the area, Rommel’ s General Baron
Friedrich von Broich’ s 10th Panzer Di-
vision was driving hard up the road
from Kasserine to Thala.* Only a few
British infantry platoons were in posi-
tion to slow the panzer tanks and infan-
try. Mid-February had witnessed ama-
jor disaster for the US Army at
Kasserine, and another worse disaster
appeared to be looming at the western
passes beyond Kasserine.

X Field Artillery



TheForced March. Onthe morning of
17 February, the 9th Div Arty Com-
mander, Brigadier General S. LeRoy
Irwin, hurriedly received orderstomove
out immediately with all his available
artillery (one of his 105-mm battalions
was too far away at the time) plus two
regimental cannon companiesthat were
nearby. He was to “force march” to
Tebessa, meaning, “ Go!—and don’t let
anything stand in your way.” By late
afternoon, a long column of artillery
started on its now famous trek with
General Irwin commanding.®

Because its 155-mm howitzers were
the heaviest and the slowest, the 34th
Field Artillery Battalion, commanded
by Lieutenant Colonel William C.
Westmoreland and his Executive Of-
ficer,Magjor OttoKerner, Jr.,ledtheDiv
Arty column. Closely following was
Lieutenant Colonel Clinton Adams
60th Field Artillery Battalion and the
Division Artillery’ s Headquarters Bat-
tery. On the way near the village of
L’ Arba, the column picked up Lieuten-
ant Colonel Justin W. Stoll’ s84th Field
Artillery Battalion.

The column consisted of 12 155-mm,
24 105-mm and 12 75-mm howitzers
mounted on half tracks and two pla-
toonsof anti-tank 37-mmgunsfromthe
two regimental cannon companies plus
36 various caliber weapons manned by
British stragglers picked up along the
way. The tortuous motorized column
was 11 miles long and carried 2,170
officersandmenin411jeepsandtrucks
pulling guns and maintenance equip-
ment and supplies. This was a strong
combat artillery force, one to be reck-
oned with—if it got there in time.

Movingslowly, but almost constantly,
the column would take several hoursto
pass by a single point. Making only
short stops for brief rests, gas and ra-
tionsat depots, they madethe 800 miles
to Tebessa and then Thalain less than
100 hours.

The winter weather was the worst—
cold and rainy in the lowland plateaus
and frigid, icy and snowy in the 3,000-
foot high Atlas Mountains. The ancient
trade roads were narrow, clay-like and
dlightly tilted from the middle down to
the gullied sides for drainage, which
caused the howitzersto dlide.

At night the tight, snaky curvesin the
mountainsmadeit almostimpossibleto
see more than 20 yards ahead. Head-
lights were blacked out with only “ cat-
eye’ ditted hoods. Mud in the plains
and ice in the mountains covered the
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roads.® Miraculously, only two of the
9,000-pound 155-mmhowitzers, pulled
by big Diamond-T movers, dlid off the
roadintotheditchesor thegulliesasthe
howitzers swung behind the trucks on
CUrves.

Near their destination of Tebessa, the
retreating 11 Corps troops and vehicles
coming at themfromtheoppositedirec-
tion slowed the column. With the help
of a few MPs, the column sped up,
forcing the retreats to stand aside. The
retreating troops would often call out
honestly, “But you are going in the
wrong direction!””

Did thisaffect the morale of the green
oth Artillerymen who knew little of
what lay ahead as they moved toward
their first battle? Theresultsof thebattle
of Thalaanswer a definite, “ No.”

Among the iron men of the march
werethevehicledrivers, especially those
who drove the big GM C and Diamond-
T trucks that pulled the 105-mm and
155-mm howitzers. They hardly got
any sleep during the entire march. At
the few short rest periods, their ser-
geantshadto briskly jolt them awakein
order to get them started again. Certain
driverslater received Bronze Star med-
als for their determination along with
maintenance mechanics who repaired
breakdowns and road repair problems
day and night.®

By the morning of 21 February, the
column reached its crossroads destina-
tion town of Tebessa. It had nearby
airfields and a huge supply depot for
American and British ground and air
corps personnel. At that point, thetown
was frantic with a hodgepodge of ru-
mors flying, uncoordinated evacuation
activities and roads crowded with ambu-
lances, military equipment and vehicles.

When the column stopped at Tebessa,
General Irwin found new orders await-
ing him. He was to turn north immedi-

ately into Tunisiaand headfor themoun-
tain pass behind Thala.® There, he was
to take command of a mixed group of
Americanand British Artillerymenwho
were desperately trying to stop, or at
|east slow, thefast-approaching panzers
and infantry of the 10th Panzer Divi-
sion. Elements of Brigadier Charles
Dunphi€e’'s greatly outhumbered 26th
British Brigade were doing what they
could to slow the Germans. Some even
were running along ridgelines firing
their riflesto make the enemy think the
Thaladefenses were stronger than they
actually were. X

The Battle. By dusk of 21 February,
Irwin’s column arrived behind Thala
Pass, exhausted, cold and hungry. That
night was spent preparing for action—
diggingintheguns, unl oading and stack-
ing the ammo, making night survey
data, tying plotstogether, aligning gun
barrels by use of aiming circles and
stakes, and setting up radio and wire
communications—doing al the things
necessary for artillery to perform effec-
tively.

Communications that night and early
the next day were mostly out as many
radios were damaged by the bumpy
joltsof themarch. Hand-laid wireskept
getting knocked out by enemy shelling.

Gun-layinginstrumentswerenot prop-
erly declinated for this location. How-
ever, Brigadier H.J. Parham, the British
First Army Artillery officer, wason the
scene, supplying surveys, maps and
suggested gun positions, all of which
sped up accurate firing operations.'!

The news of the arrival of the 9th Div
Arty at Thalawas a great boost to the
morale of the Allied defenders there.
They had just been consolidated under
the command of Brigadier General
Cameron Nicholson, Assistant Com-
mander of the British 6th Armored Di-
vision. His small task force of infantry
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P %’% and armor could not be
expected to stop the Ger-
man panzer division just
over the next ridgeline.

But a small group of his

“Nickforce” tanksheroically
slowed the division down in time for
Irwin’ sartillery tostart blasting away at
it at dawn on that cloudy morning of 22
February.

Irwinhad positioned himself uponthe
front ridge of the British forward obser-
vation post (OP) overlooking the ad-
vancing Germans. Irwin made thisfor-
ward Allied OP his forward command
post for al the artillery inthe area.2 A
unit of British artillery already therewas
preparingtodirect fireonthe Germanson
the downward dope of the ridge.

Irwin knew that Captain William F.
McGonagal’ sC Battery, 84th Artillery,
had practiced direct fire by bore sight-
ing.®® (Bore sighting is not just looking
through or along the tube, it consists of
making the optical axis of thegunner’'s
panoramic telescope paraléel to the line-
of-sight through the center of the tube
using various instruments and methods.)

So Irwin called thefour 105-mm guns
of C Battery up to the ridge to go into
action. Two of itsgunswere hit and put
out of action that day, but not beforethe
battery had destroyed two enemy Mark
IV tanks plus lighter vehicles and ac-
companying infantry.

In addition to being shelled, the de-
fenders were subjected to bombing by
German Stuka dive-bombers through-
out the day, although cloudy skies had
limited both German air operationsand
thoseof theUS X1 Fighter Command.*

The artillery kept up a steady and
relentless” drumfire” onthe Germans—
so much so that by later that afternoon,
the howitzer ammunition was 15 min-
utesaway from being exhausted. By the
end of the next day, the 9th Div Arty
suffered 45 casualties, including eight
killed. It had fired 1,904 rounds.

When the 9th Artillery started firing on
the morning of 22 February, German
General von Broich quickly was in-
formed that thelarger blastswere obvi-
ously 155-mm howitzers. Heal so knew
from Arab spies that troop movements
had comeintothepassareatheprevious
night. Knowing that 155-mms were an
integral part of an infantry division's
artillery, he became mistakenly con-
vinced that an entire new infantry divi-
sion had arrived.

Hismenweretired and under strength
from their Kasserine fighting, and he
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thought they could not withstand afresh
enemy divisiononthescene. Heand his
10th Panzer Division stopped. With
Rommel’ sapproval, vonBroichordered
his troops to withdraw back east from
where they came.

Rommel, asick man at that time, also
wasdisillusioned by hisargumentswith
General von Armin in the northern sec-
tor. Von Armin was not cooperating
with the new command arrangements
where he came under Rommel’s com-
mand. VVon Armin pulled back histroops
that were threatening Tebessa.

AsAlliedreinforcementsarriveddaily
in the Tebessa and Thala area, it was
downhill from then on for the Germans
in North Africauntil their surrender on
13 May 1943.

The 9th Div Arty was awarded adis-
tinguished unit citation for conspi cuous
gallantry and heroism in battle on 21,
22 and 23 February 1943.1%

TheThalaBattle, which onecould say
waswonby theartillery, wasAmerica's
first land victory over the Germans in
World War Il. It led to their surrender
and withdrawal from North Africaand,
thus, to a much safer opening of the
Mediterranean and on to Sicily.

LessonsL earned. TheSthDiv Arty’s
forced march and success at the Thala
Battle provided many lessons for
artillerymen that still hold true today.

Quality Leadership. An early 9th Di-
vision Commander was Major General
Jacob Devers, later commanding gen-
eral of the 6th Army Group in wartime
Germany. The9th’ sCommanderinNorth

AfricawasMgjor General Manton Eddy,
later 3d Army’ s X11 Corps Commander
in Germany and then commander of the
reactivated US 7th Army in post-war
Germany.

General Irwinand Lieutenant Colonel
Westmoreland both had excellent train-
ingattheUSMilitary Academy at West
Point. Many others of the 9th Artillery,
such as Colonel Alexander Patch of the
47th Infantry Regiment, later Com-
manding General of the 7th Army in
wartime Germany, knew the value of
leadership and training in making the
9th oneof thewar’ spremium divisions.

Practical Training. Thisproved to be
of paramountimportance.’® Fortunately
at Thala, the 9th Artillery had had more
than its share of practical training. It
was a regular army division and was
manned by the early 1941 drafteeswho
were the best America had to offer.

Trainingat night wasobviousfor fight-
ers, but not so much for truck drivers.
The 34th FA had many such night exer-
cisesinthestates, including for itstruck
drivers.Y

The night training helped in other
ways. The Artillery needs the skills to
recon and set up new firing positions
quickly, especially at night. The Artil-
lery can't just stop and fire effectively
like arifleman or tank can.®

In the states, C Battery, 84th Field
Artillery conducted boresighting train-
ing, even though it was considered un-
likely thebattalionwoul d need thisskill
in combat. The instruments and meth-
ods were designed for 1,000 yards, but

s

The Thala Battle, which one could say was won by the artillery, was America’s first land

victory over the Germans in World War II.
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at Thala, the battalion needed its bore
siting skillsfor short-rangedirect fire.2°

Also while in the states, all ranks,
officersand enlisted, weretrained to be
ableto perform the jobs of their imme-
diatesupervisorsinthe34thField Artil-
lery. Officers were required to know
what went on at | east two level sdown.

The 34th had practiced widening or
closing the spread of a battery’s four
guns from the normal 200 yards to 800
yards, or even positioning guns next to
each other, asconditionsrequired. This
practice is desirable in deserts, plains
and mountains and useful at Thala®

Massing Fires. It wasonly after Thala
that theimportance of massedfiringwas
realized and understood and that a cen-
tralized (fire direction center) FDC was
the way to control it.??

Forward Command Post— rwin’slo-
cating at a good forward OP and mak-
ing it his forward command post was a
pivotal strategy at Thala. His tactics
were in contrast to those of the Com-
mander of the USI1 Corps, Magjor Gen-
eral Lloyd Fredendall, who located his
command post 70 miles back in an un-
derground mining bunker.Z It sounds
basictoday, but the concept of having a
command post so far forward was new
then.

Allied Cooperation. The Allies coop-
erated at ThalaPass, consolidating their
efforts to stop the German panzers.
Today, our armed forces operate simi-
larly under many types of command
arrangements all around the world.?*

Much hasbeenwritten about theNorth
African campaigns of the US Army,

from the November 1942 Operation
Torch landingsin French Morocco and
Algeria on through to the May 1943
conclusion in Tunisia where the Ger-
manswerethrust out of North Africaby
the Allied forces of America, Great
Britain and the Free French. The Thala
Battle, immediately after our disaster at
Kasserine, was neither along nor large
one, but it was the turning point in
North Africa, avenging Kasserine. At
Thala, without the 9th Div Arty, the
outnumbered and outgunned defenders
certainly would havebeenoverrun. The
Germansretreated from ThalaPassand,
justunder threemonthslater, fromNorth

Africa.
e

Battalion, later a Major

The author interviewed the following people for this article:
Leon Birum, Union City, Indiana—First Lieutenant Executive Officer of B Battery, 34th FA

Robert C. Baldridge is a World War Il vet-
eran with service in the 34th Field Artillery,
9th Infantry Division in England, France
and Germany. He received a battlefield

Battery, 34th FA Battalion, later a Colonel (USA, Retired)

George Connolly, Marblehead, Maine—Second Lieutenant Reconnaissance Officer in B

promotion to Second Lieutenant and was
awarded the Bronze Star Medal for his
actions as a Forward Observer with the 9th

in B Battery, 34th FA Battalion, later a Colonel (USA, Retired)

Donald Harrison, Colorado Springs, Colorado—First Lieutenant Forward Observer (FO)

Infantry. Mr. Baldridge graduated from Yale
in 1948 and is now retired from the textile

FO in B Battery, 34th FA Battalion, later a Captain

John Lannon, Pawtucket, Rhode Island—First Lieutenant Anti-Tank Platoon Leader and

industry. He is the author of Victory Road,
his World War Il memoirs. He also authored

Aaron Lubin, Fresh Meadows, New York—Private First Class in the Anti-Tank Platoon,
then a Sergeant in the Fire Direction Center of Headquarters Battery, 84th FA Battalion

the article “Atomic Annie: First Nuclear
Cannon” that was featured in the Decem-

Battalion, received Battlefield Commission to Second Lieutenant

Sheldon Stoddard, Portsmouth, New Hampshire—First Sergeant of B Battery, 34th FA

ber 1996 Military History magazine. Mr.
Baldridge, whois 77, is amember of the US
Field Artillery Association, The 9th Infantry

Deceased)

Bert Waller, Poway, California—First Lieutenant Communications Officer in Headquar-
ters Battery, 9th Infantry Division Atrtillery, later a Lieutenant Colonel (USA, Retired) (Now

Division Association, The Association of
the US Army, The Army Historical Founda-
tion, Inc., The CouncilOn America’s Military

Battalion, later a First Sergeant

Edward Winsch, Garden City, New York—Scout Corporal and FO in C Battery, 84th FA

Pastandisamember of The National Order
of Battlefield Commissions. He resides in
Lawrence, New York.

-

-

Endnotes:
1. Interview with George I. Connolly, Marblehead, MA, Second Lieutenant/ Reconnaissance 15. Mittleman, 91. The citation reads, in part, “Although enemy forces were entrenched only
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Center of Military History, 1957), Pub. 6-1, 466. 16. “Thorough technical, psychological and physical training is one protection and one
4. Ibid., 407. weapon that every nation can give its soldiers before committing them to battle..” Dwight D.
5. Captain Joseph B. Mittleman, Eight Stars to Victory: History of the Veteran 9th Infantry Eisenhower, Crusade in Europe (Garden City, NY: Doubleday, 1948), 175. “Eisenhower had
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7. Interview with Donald L. Harrison, Colorado Springs, CO, Second Lieutenant/Forward Ambrose, The Supreme Commander: The War Years of General Dwight D. Eisenhower
Observer, B/34 FA/9th IN Div. (Garden City, NY: Doubleday, 1970), 175.
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9. Martin Blumenson, Kasserine Pass (Boston, MA: Houghton Mifflin, 1967), 273. Westmoreland (New York: Morrow, 1994), 51-3.
10. Interview with John Lannon, Pawtucket, RI, First Lieutenant/ Forward Observer, B/34 FA/ 18. Interview with Connolly.
9th IN Div. 19. Waller, 99; interview with Winsch and Lubin.
11. Interview with (now deceased) Bert C. Waller, Poway, CA, First Lieutenant/Communica- 20. Interview with Connolly.
tions Officer, HQ Battery, Div Arty, 9th IN Div. 21. Ibid.
12. Bert C. Waller, Commanders We Knew, 9th Infantry Division in World War Il (Privately 22. Dr. Boyd L. Dastrup, King of Battle: A Branch History of the US Army’s Field Artillery (Fort
Published, October 1990), 5. Monroe, VA: US Army Training and Doctrine Command, 1992), 210.
13. Ibid., 99; interview with Edward Winsch, Garden City, NY, and Aaron Lubin, Fresh 23. Blumenson, 273-4.
Meadows, NY, C Battery/84th FA/9th IN Div.; Lubin, “The Battle of Thala,” Octofoil, 9th Infantry 24. Eisenhower became famous for understanding the problems allies had in their relation-
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14. “The AAF in Northwest Africa,” Army Air Force Wings at War Series, (Washington, DC:
Center for Air Force History, 1992), No. 6, 29-36; Blumenson, 7-81.
Field Artillery ¥ May-August 2002 51




Report Out:

Senior Field Artillery Leaders Conference

By Brigadier General David C. Ralston and Colonel Stephen D. Mitchell

Thegoal of future Army operationswill beto smultaneously
attack critical targets throughout the area of operations by
rapid maneuver and precision firesto break the adversary’s
will and compel him to surrender.

T hereare many challengesfacing
the Field Artillery today as we
meet current mission require-
ments and proceed with transforma-
tion. To tackle these challenges, Major
General Michael D. Maples, Chief of
Field Artillery, gathered together the
senior FA commanders and command
sergeantsmajor (CSMs), activeand Army
National Guard (ARNG), and other rep-
resentatives for a four-day conference
at the FA School, Fort Sill, in April.

During the conference, attendees di-
vided into panels and discussed the ca-
pabilities required for our Interim and
Objective Forces and readiness issues.
Then each panel briefed the conference
at large about its findings. The follow-
ing are selected topics briefed during
the conference.

ObjectiveFor cel ssues. A major point
of discussion was how we transition
from our current fire support elements
(FSEs) and deep operations coordina-
tion cells (DOCCs) to effects coordina-
tion cells (ECCs) and prepare soldiers
and leadersfor thisenvironment. While
we have a pilot effort underway with
the Initial Brigade Combat Teams
(IBCTs) at Fort Lewis, Washington, the
contemporary operating environment
(COE) is showing the need to move to
organizationsthat have abroader scope
thanjust traditional fire support coordi-
nation. TheXV1I Airborne CorpsArtil-
lery, Fort Bragg, North Carolina, and
the25thInfantry Division (Light) Artil-
lery, Schofield Barracks, Hawaii, are
already moving in this direction.

The COE is driving us to integrate
nonlethal effects along with the broad
range of lethal effects. This new em-
phasislikely will require some changes
inforcestructureandtactics, techniques
and procedures (TTPs) for the Legacy
Force. Requirements Determination
Developmentsand Integration (RDDI),
part of the Futures Development Inte-
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gration Center (FDIC) at Fort Sill will
look at what actions should betakenin
the near term.

Furthermore, thetasksassociated with
effects coordination are broader and
reguire curriculum changes to prepare
our leaders for these expanded duties.
Training Command will take the lead
on devel oping new coursesand instruc-
tion to address the training and leader
development required.

A parallel issueresultingfromachang-
ing environment where adaptive en-
emies use different types of sanctuary,
such asurban areas, isthe need to mini-
mize collateral damage and non-com-
batant casualties. As the conflicts in
Kosovo and Afghanistan illustrate, our
enemiesarelikely tohugthelocal popu-
lation and sensitive locations, such as
schools, hospitals or religious sites, in
order to avoid attack.

To counter that tactic, we must ac-
quire nonlethal munitions or other non-
kinetic capabilities to increase our rel-
evancein all environments. The devel-
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opment of munitions|leveraging nonle-
thal technologies is required—includ-
ing malodorants, sound, physical
incapacitants, the disabling of vehicle
electronics, vision blocks or night vi-
sion. The Concepts and Analysis Divi-
sion of FDIC will takethelead on these
munitions/capabilities.

Going hand-in-glove with effects is
the Networked Fires concept for future
automation requirements. This is part
of thelarger ObjectiveForcebattlecom-
mand system of systems that will pro-
vide near real-timeintegration of lethal
and nonlethal effectsintheland domain
to include “reach” to Army, joint and
multinational sensors and effects gen-
eratingsystems. TheFDIC' sTask Force
X X1 hasthelead on refining thisconcept.

Thefiresupport officer’ s(FSO’s) role
ininformation operations (10) alsowas
addressed. Freguently when deployed to
stability and support operations (SASO),
such as those in Bosnia and Kosovo,
FSOs at the task force and brigade lev-
elsfind themselves responsible for 10.
Maneuver commandersrecognizetheir
FSOs as their best integrators, so the
mission naturally falls to the FSOs.

We have learned that the targeting
methodol ogy of decide, detect, deliver,
assess(D-A) workswell with nonlethal
operation. We seeourselvesastheinte-
" T T o
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grator of parts of 1O that are generally
characterized as “offensive” 10, a-
though this concept needs refinement.
Furthermore, we need to capture les-
sonslearned andintegratetheminto our
TTP “kit bag” for the FSO. We should
look at addingthese T TPscapturedfrom
Bosnia and Kosovo into our training
and leader development.

Readiness Issues. Many issues dis-
cussed as readiness priorities for our
L egacy and I nterim Forceswerebrought
up in multiple panels. One of the top
issues was that of gun display unit
(GDU) readiness. TheGDU wasfielded
in non-Paladin cannon units as a com-
ponent of the battery computer system
(BCS) inthe 1980s. Although the BCS
lightwei ght computer units(L CUs) have
been upgraded sincethat time, theGDUs
have not and are no longer supportable.

Training and Doctrine Command
(TRADOC) Systems Manager for the
Advanced Field Artillery Tactical Data
System (TSM AFATDS) hastaken this
issueonandisworkingto segueaGDU
replacement onto the pocket forward
entry device (PFED) and lightweight
technical fire direction system
(LWTFDS). The TSM expects to start
fielding this GDU replacement on the
PFED in FY04.

Two other readiness concerns are be-
ing addressed with a similar solution.
The FED is aging, and we no longer
have a LCU backup, such as the old
backup computer system (BUCS). The
Project Manager for Intelligence and
Effects(PM 1& E), Fort Monmouth, New
Jersey, isleveraging advances in com-
puter equipment to put the FED, BUCS
and GDU on a palm-sized computer
device—the PFED. The PFED and
LWTFDSarefundedandwill start field-
ingin FY03.

The Field Artillery Center is acceler-
ating a number of other programs to
enhance the readiness of the Interim
Force. Currently, many of our forward
observers (FOs) are still working with
outdated technology in the form of the
ground/vehicular laser locator designa-
tor (G/VLLD). At 103 pounds, this de-
vice is simply too heavy and cumber-
some for dismounted operations.

A suite of programs will give our
observers more modern target acquisi-
tion tools to meet the first requirement
for accurate predictedfires: target loca-
tion and size. Among these are alight-
weight laser designator rangefinder
(LLDR) and alight dismounted optic.
The LLDR startsfielding in FY03.
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Unit/Ingtitutional TrainingBalance.
This panel tackled some tough issues
dealingwith assignment-orientedtrain-
ing and the impact of distance learning
on future officer and NCO institutional
instruction.

For example, we currently train lieu-
tenants for 19.4 weeks in the officer
basiccourse(OBC). Thenew TRADOC
model is the Basic Officer Leadership
Course (BOLC) that consists of two
phases and will be implemented in
FY04. The first is for six weeks of
small-unit combat skillsand |eadership
training. Phase Il is 13.4 weeks of
branch-specific training.

To make up for this six-week loss
from our OBC program of instruction
(PQI), we have conducted a detailed
task analysis of the critical skills re-
quired of anew lieutenantinavariety of
initial assignments in multiple-launch
rocket system (MLRS) and heavy and
light cannon units. We also reviewed
the percentages of lieutenants serving
inthose positionsand whether the criti-
cal tasks are best trained in the institu-
tion or the unit. To produce a more
competent lieutenant for his first unit,
the new BOLC course will be tracked
based on the lieutenant’s initial unit
with possible follow-on coursesfor se-
lected officers in Bradley fire support
team vehicle (BFIST) operations and
MLRS platoon leader skills.

TRADOC also isleading areview of
captains' instruction to increase their
proficiency as staff officers and com-
manders. TRADOC's intent is to put
unit commandersin charge of when an
officer returns to the institution, based
on the officer's next staff or battery
command assignment. The goal is for
the officer to receive “just-in-time” in-
struction tailored to his next job. The
just-in-time instruction may include
distance learning for the common core
tasks, institutional training or home-
station training—or various combina-
tions of the three.

Theinstitution’schallengeistoretain
the flexibility to teach those branch
critical tasksidentified as shortfallsfor
the individual officer as he movesto a
new type of assignment.

Enhanced BattleL abfor Networked
Fires. A few days after the conference,
TRADOC named Fort Sill as the lead
for developing the Army’s TTP for
Networked Fires. Networked Fires is
the near real-time integration of lethal
and nonlethal effects, including access
to and support from joint sensors and

firescapabilities. Fort Sill isorganizing
an enhanced battle lab to support this
fires and effects integration.

Reorganization of Fort Sill. This
Networked Fires announcement and
conference output provided the syn-
ergy for along overdue reorganization
of theField Artillery Center and School.
Thereorganizationwill be post-wide—
not just limited to the reorgani zation of
the Training Command as reported in
thearticle“Field Artillery Institutional
Transformation” by Colonel Michael
A. Madden in the March-April edition.

The leadership at Fort Sill has dis-
cussed reorganization for many years,
reductions in human resources and
TRADOC initiatives have combined to
serve as the catalyst for action on the
reorganization.

Conclusion. Other topics were raised
during the conference, but citing all of
them isoutside the scope of thisarticle.
However, tangible solutions to many
are already being worked and will be
reported on in upcoming editions of
Field Artillery and presented as an up-
date during the Senior Fire Support
Conference at Fort Sill on 30 Septem-
ber to 4 October (seetheinformation on
the conference on Page 26).

A magjor benefit of the conferencewas
timely feedback on equipment and readi-
ness concerns from field commanders.
With this dialogue, the Field Artillery
Center is better able to respond with a
focused, integrated strategy to enhance
theLegacy Forceandtransformitintothe
Objective Force, based on thecontinuing
need for land-based indirect fires.
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Brigadier General David C. Ralston is the
Deputy Commanding General of Fort Sill
and Assistant Commandant of the Field
Artillery School, Fort Sill, Oklahoma. He
also served as Chief of Staff of Fort Sill. He
commanded the 1st Cavalry Division Artil-
lery, FortHood, Texas, and the 3d Battalion,
1st Field Artillery, 3d Infantry Division
(Mechanized), Germany

Colonel Stephen D. Mitchell is the Director
of the Gunnery Department in the Field
Artillery School, Fort Sill. He commanded
the 2d Battalion, 82d Field Artillery, 1st
Cavalry Division at Fort Hood. During Op-
eration Desert Storm in the Gulf, he was the
Assistant Fire Support Coordinator for the
3d Armored Division. He also served as the
Senior Fire Support Trainer for the Combat
Maneuver Training Center in Hohenfels,
Germany.
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