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< Crossed Cannons

™. on Your Collar

Issues and Updates:

FFA HQ, FA Units as “Truck
Companies,” Training and Others

tough issuesfacing the FA and the

Army and provideupdatesontrain-
ing initiatives and other opportunities
inthe FA.

ForceFA Headquarters(FFA HQ).
Withthemost recent transfer of author-
ity (TOA) in Irag between the land com-
ponent headquarters of 111 US Corps
and XVII1 US Corps, we are reminded
of both the differences and the shared
capabilitiesof our nation’ smilitary com-
bat power. Focusing on the two corps
artillery headquarters involved in this
TOA, youreadily seetheextremevalue
and capability of the FFA HQ.

The role of this headquarters is not
simply to enforce and enable subordi-
nateartillery formationsto continuously
follow and precisely master the five
requirementsfor accuratepredictedfire.
The FFA HQ does much more than
enablethetraditional gunnery team so-
[ution; in thisfight, it also servesasthe
critical core of effects coordination for
theMultiNational Corps-Iraq’ s(MNC-
I’s) Joint Fires and Effects Cell (JFEC)
teamed with the MNC-I’s Air Support
Operations Group (ASOG) and infor-
mation operations (10) elements. Full-
spectrum, lethal and nonlethal and to-
tally jointin design and in effects capa-
bility, thisorganizationistruly the“ go-
toplace” andsynergizer for effectsplan-
ning, coordination and execution.

Given the structure of the FFA HQ
functioninacorpsartillery of amere55
(+/-) Field Artillerymen, it would seem
reasonable that as we move forward
into modularity that we recognize this
relatively small headquarters as a true
joint “bargain.” At the three-star UEx
level, wecannot afford not toincludean
FFA HQ. At the two-star UEX level,
clearly it appearsthe FiresBrigade will
have the responsibility of the FFA HQ.

Being a FFA HQ requires both sci-
ence and art. The science is readily
covered by “ cutting edge” technol ogies

I n this column, | deal with some
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and modernized equipment inthe hands
of trained, disciplined Artillery Soldiers.
The art is based on the personal rela-
tionship, mutual trust and mutual confi-
dence that the effects coordinator, or
ECOORD, (read Fires Brigade com-
mander) establisheswith hisUEx com-
mander as part of that commander’'s
inner circle of advisors, decision-mak-
ers and executers.

Given the decision to resource six
Fires Brigades in each of the Active
Component (AC) and Reserve Compo-
nent (RC) formations, 12 total, it be-
comes obvious that the FFA function
will be a geographical challenge aswe
move into modularity at the UEX level.
Wewill haveto work thishard. It’s not
about command rel ati onshi ps but about
relationships among commanders.

It is reasonable to expect that Fires
Brigades will be an early and integral
supporting brigadefor the UEx inevery
deployment and fight. The task and
purpose of this UEx commander is not
only to fight the UEx deep in the preci-
sionstrikefight with UEx-level sensors
and responders, but, most importantly,
to shape and set conditions that enable
its brigade combat team (BCT) fight to
be overwhelmingly successful. In the
unit life cycle management system as
we set theteams, train and certify them
for deployment, and then commit them,
ittraditionally hasbeentheexperienced
eyeof anFA colonel that best can assess
and certify for the BCT commanders
that their FFA HQ and Fires Battalions
are ready.

Not having aFFA HQ led by an Artil-
lery 06 at each UEX stationisnot a“red
star cluster” or anindicator that “ the sky
is falling”; however, as we “see our-
selves,” it is critica we continue to
createtherelationshipsof trust and con-
fidence with our maneuver command-
ers. As Artillerymen, we must always
ensure our Soldiers and the joint fires
formationare, indeed, trained and ready

Major General David P. Valcourt
Chief of Field Artillery

to exactingly high standards. We will
“roll up our sleeves” onthisoneand get
to the hard work.

L et mehear what you think. Sound of f
with letters to the editor and (or) to me
at email Redleg@sill.army.mil.

Deploying “Re-Missioned As”
Rather Than for “In Lieu of” Mis-
sions. Make no mistake, the decide,
detect, deliver and assess (D3A) cycle
continues to be executed daily in both
Afghanistan and Irag. Don't believe
everything you see on the television or
read in the papers. Lethal, kinetic fires
continue to occur virtually everyday in
both theaters. Knowing that the thun-
derous devastation of precisely aimed
and responsive cannon fires are less
than two minutes away is a point of
highest confidence and insuranceto the
guys on the ground doing the “heavy
lifting” in those theaters.

That said, a continued source for the
Army for trained combat arms Sol diers
is our Artillery formations. Recently
redeployed from Operation Iragi Free-
dom (OIF) 11, the Soldiers from the 2d
Battalion, 147th Field Artillery (2-147
FA), South Dakota Army National
Guard, did not serveontheir gunshbutin
the non-traditional FA role of provid-
ing fixed-site security, safeguarding
captured enemy ammunition (CEA) and
driving truck convoys.

We all recognize that the most vulner-
able mission in Iraq today is executing
ground convoys, and FA battalions are
readily trainedtoexecutethischallenging
mission. Inmy view, themissionisclearly
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acceptable and a mission-essential task
list (METL) task in most FA formations.

No question about it—give an FA
battalion the mission to “serve in lieu
of” a 300-Soldier truck formation and
the same leadership and tenacity that
puts95-pound projectilesaccurately and
responsively on the heads of the bad
guys also will get the truck formation
from point A to point B.

Under the current plan, some corps
artillery formations will deploy to Iraq
as truck units. What is concerning is
that we may separate the FA battalion
leadership, retrainthebattalionandthen
re-mission these artillery formationsto
deploy as truck companies rather than
asartillery batteriesassigned to execute
an “inlieu of” mission. Thisis atrou-
blingissue. We have situational aware-
ness of this and are working it hard.

Some Training Updates. Fort Sill re-
cently wasdesignatedasoneof theArmy’s
four Basic Officer Leader’ sCoursePhase
1 (BOLCII)sites. BOLCII isexpectedto
beginthe Second Quarter of FY 06 and be
a six-week resident Training and Doc-
trine Command (TRADOC) common-
core course attended by officersfrom all
branchesfollowing commissioning. This
meansit’ slikely that someFA lieutenants
will attend BOLC |l at a Site other than
Fort Sill.

After completing BOLC I, FA offic-
ers will attend BOLC Il at Fort Sill,
which will instruct branch core compe-
tencies for assignments as FA platoon
leaders, fire support team (FIST) chiefs
and fire direction officers (FDOs) in a
15-plus week curriculum.

Our second Joint Fires and Effects
Coursewill be4to 16 April at Fort Sill
and is in high demand with all seats
taken. The next course will be in Au-
gust. Seats are available through the
Army Training Requirements and Re-
sources System (ATRRS) or by con-
tacting the Fort Sill G3 at DSN 639-
2199/5124 or (580) 442-2199/5124 or
the Joint and Combined Integration
(JACI) Directorate at DSN 639-1701/
8671 or (580) 442-1701/8671.

TRADOC' spilot Tactical 10 Course,
focusing on 10 and effects-based op-
erations at the brigade level and below,
is scheduled for 25 April through 13
May at Fort Sill. Thiswill be aterrific
coursefor NCOs, warrants and officers
who serve in JFECs coordinating the
lethal and nonlethal effectsof 10 at the
BCT level and below. Seats are avail-
able through ATTRS or by calling the
G3 at DSN 639-2199/5124 or (580)
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442-2199/5124.

Thepilot FAMaster Gunner’sCourse
isscheduled for 27 July. ItstargetisE7
Military Occupational Specialty (MOS)
13B Cannoneers and 13M Missileers
whowill receive Additional Skill Iden-
tifiers (ASIs) A7 and A9, respectively.
This four-week technical course will
cover training management, mainte-
nance and advanced gunnery. Those
senior NCOs who want to attend the
course should email gregory.plant@us.
army.mil.

TrainingJoint FiresObservers(JFOs)
remainsapriority task for all FA units.
For those units preparing to deploy,
training JFOs with simulations is the
next best thing to live-fire conducted at
home station or at the Combat Training
Centers (CTCs).

Most units have a guard unit armory
device, full-crew interactivesimulation
trainer (GUARDFIST). GUARDFIST
enables basic fire mission processing,
but it lacks the ability to train close air
support (CAS), hasamarginal capabil-
ity for training firesinurbanterrain and
does not have state-of-the-art technol -
ogy and granularity.

Many of you haveread about and may
have seen the Joint Fires and Effects
Trainer System (JFETS) now at Fort
Sill that has the Call-for-Fire Trainer
(CFFT) imbeddedinit, includinginthe
urban terrain module. (See the article
“CFFT and the JFO” in this edition.)
The great news is that the CFFT will
replacethe GUARDFIST and closethe
training gaps.

However in the near term, JFETS with
the CFFT is found only in Fort Sill
coursesandinaSpecia OperationsCom-
mand (SOCOM) course. For FA units
not at Fort Sill with immediate pre-
deployment training needs, there are
some very good commercial indirect
firetrainersavailablefor CAStraining.
Unitscanobtaininformationabout these
simulators from the General Services
Administration (GSA) catalog. The
Army will field both Active and Guard
units with CFFTs beginning the latter
part of FY 05 and into the FY 06.

Traineesin Basic Combat Training at
Fort Sill now are conducting convoy
livefire as part of Warrior Ethos train-
ing. Mounted in trucks with modified
center row seating, Artillery Soldiers
engage enemy insurgents in both open
and then closed ambush scenarios.

Also, every trainee now has had to go
“eyeball to eyeball” with an opponent in
combative scenarios, including timed

bouts. They arrive at their units under-
standing the basic moves and techniques.

Additionally, our FieldArtillery Train-
ing Center cadre now uses the weapon
immersion concept of i ssuing each new
Soldier apersonal weapon (not a“rub-
ber duck”) immediately following the
Soldier’ sfirst basicriflemarksmanship
training. The Soldier maintains the
weapon along with amagazine of blank
ammunition during all training and in
the barracks. This technique teaches
each trainee better weapon’ sdiscipline
and responsibility as well as instills
better muzzle awareness.

Congider BecominganArtilleryWar -
rant Officer. Giventheexpansion of FA
modularity, there is plenty of room to
grow and serveyour branchin thetechni-
cal specialties of FA warrants. The skill
set required to be successful as a 131A
Targeting/Radar Warrant tracks most
closaly with the skillsfound in our MOS
13F Fire Support Specidist and 13R
Firefinder Radar Operator NCOs, but the
most important “ingredients’ are leader-
ship coupled with a penchant for atten-
tion-to-detail found today in all our FA
NCO ranks.

| encourage leaders in every forma-
tion to talk about this career opportu-
nity with promising promotion poten-
tial for our Soldiers. Inmid-May, Chief
Warrant Officer Four Walter G. Ayer,
Fort Sill’s Senior Targeting Warrant
Officer, will discuss FA branchwarrant
officer opportunitiesin avideo stream
on our Fires Knowledge Network site
on Army Knowledge Online (AKO).
Check thisout, and giveit somethought.

“Sad Face” for Fort Sill and* Smiley
Face” for our Army. No Soldier likes
to lose a Battle Buddy, and that goes
doubly if you arethe FA Commandant.
Recently our senior enlisted Field Artil-
lery NCO, Command Sergeant Major
Tommy A. Williams, was selected to
depart Fort Sill to assume new dutiesas
the CSM of America’s Corps, | Corps,
at Fort Lewis, Washington. Truly Fort
Sill’slossisawin for the FA aswe all
recogni zethetremendoushonor of hav-
ing an FA leader serve as a corps-level
CSM. Fort Lewisand | Corps Soldiers
aregaining aleader of thehighest order.

And we know that CSM Williamswill
keep aclose eye on the summer crop of
Warrior Forge ROTC Cadets while at
Fort Lewis as well as the Stryker Bri-
gade Combat Team (SBCT) Redlegsat
Fort Lewis to ensure our branch re-
mains strong and mai ntai ns the highest
of standards. Create the Thunder!
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Letters to the Editor

Artillery and Maneuver—Relevance and Reality

As an institution, we, the FA,
alwaysseemfearful that the Army
will “move out without us.” This
fear may bejustified, given some
of the recent deployments and the
redesignof the Army’ sformations.
Withthisin mind, and withreflec-
tion on my year in Irag command-
ing an FA battalion that was chal-
lenged with many missions, mostly
nonstandard missions, | believe
the Field Artillery should embark

tainly hold, control and shape it
onceit hasbeen seized, asthey are
doing now

The Field Artillery should use the
reality of the current array of forces
onthegroundin Iraq for ajustifica-
tion to fight for additional resources
from the Army. The Soldiersin Ar-
tillery battalions should have the
equivalent individual and crew-
servedweaponssystems, optics(both
day and night vision) and com-

on anew path to ensurerelevance.
| propose the FA reassessits ca-

Soldiers of 1/37 FA practice clearing a building in Irag.

munications equipment for small-
unit actions as their Infantry breth-

pabilities, ensuring it always can
provide fire support and formally tak-
ing on a secondary mission of fighting
asinfantry.

In 2003 as units attacked north from
Kuwait into Irag, they relied on the
firepower of all weapons at their dis-
posal and did so with realistic rules of
engagement. This allowed the FA to
impact many battles significantly until
the fall of Baghdad. From DS [direct
support] 105-mm to GS [general sup-
port] ATACMS[Army tactical missile
system] fires, all fires were responsive
and, from the reports | read, quite dev-
astating. However, with a relatively
short campaign at the higher end of the
spectrum of warfare, thisopportunity to
employ our trade was short compared
to the current operational pace and in-
tensity in Iraqg.

Asthe Army continues the long haul
in Irag, it is challenged with an ex-
tremely large battlespace and a com-
plex insurgency that continuously chal-
lenges the number of “boots on the
ground” conducting offensive opera-
tions and SASO [stability and support
operations]. Many Field Artillery, En-
gineer, Cavalry, and Armor units find
themselves in unique roles that differ
significantly, in many cases, from their
METLs [mission-essential task lists].
Many are performing as infantry and
doing so admirably, given their train-
ing, level of resourcingand design. They
are successfully filling the gaps to ex-
tendthe Army’ spresenceontheground
and providing economy-of-force for
their higher headquarters.

Why shouldthe FA changeitsmission
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to include a secondary ability to “fight
asinfantry?’ Serving as infantry isthe
reality on the ground in Iraq for most
FA units. Daily these units perform
maneuver tasks that truly provide an
economy-of-force for the effort. Units
are taking advantage of the rapid field-
ing initiative (RFl) to overcome se-
lected shortcomingsin equipment. The
training has been, thus far, conducted
on their own with assistance coming at
times from maneuver unitsin their bri-
gades. The problem is that many FA
battalionshavenot beenformally trained
or resourced for thisfight.

Based on thereality of both the opera-
tionsin Irag and the capabilities of non-
infantry unitsperforming them, aunique
thing is happening in the force. The
METLs of FA battalions are being al-
tered to include maneuver tasks. Asthe
Army continues to modularize its bri-
gadecombat teams[BCTs] into unitsof
action (UAs), this trend is likely to
continue. However, | alsowould liketo
point out that asthe METL sof these FA
units change, so must the training base
outside of the battalion. We must insti-
tutionalize changes to support the em-
ployment of these units.

Some may argue that thisis a unique
moment in time, that the current use of
artillery asmaneuver will beshort-lived.
| disagree. | believe that future opera-
tions could prove just as challenging
once the higher intensity of combat is
over. The Artillery needs to be able to
shift gears from fire support to maneu-
ver. | do not propose FA battalions
seize terrain; however, they can cer-

ren. We must continue the fight to
get thiskit into the hands of Redlegsand
into the schoolhouse at Fort Sill.

Withthat said, Fort Sill also must ook
inward and adjust its training at every
level within the schoolhouse. This is
challenging, given current resources,
but it must happen. It must begin with
anArtillery-Infantry mindset assoon as
new Soldiers arrive and be fully inte-
grated into all courses of instruction.

| find it disappointing and concerning
that some GSunitshavebeen earmarked
for futureoperationsinlrag astranspor-
tation units. Without a doubt, we, as a
branch, are going to provide whatever
is required for the current fight; how-
ever, | ponder thedifferencethese same
units could makeif they were deployed
to fight on the ground conducting ma-
neuver tasksand control ling battlespace.

| look at this period as one of incred-
ible opportunity for the branch. What
brigade or higher commander would
ever propose leaving his artillery at
home if he were assured his artillery
could provide the force a secondary
role and preserve options?

We have proved much in Iraq as a
branch serving as maneuver and en-
joyed much success; however, much of
that successisstill limited by thebaseof
training and physical resources. | pro-
posechanging themissionandthetrain-
ing whilecontinuingtofight for Soldier
equipment now. Once this is accom-
plished, relevance will never be ques-
tioned again.

LTC Steven A. Sliwa, FA
Former Cdr, 1-37 FA, 3/2 SBCT
Fort Lewis, WA
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CTF Thunder in Afghanistan

s one might expect, deploy-
A ment orders sending the 25th
Infantry Division (Light) (25th
ID), Tropic Lightning, into combat for
the first time since the Vietnam War
caused great excitement all across the
military community at Schofield Bar-
racks, Hawaii. Unfortunately, even
though the division would deploy into
two theaters, Afghanistan and Iraqg, the
Division Artillery was not on the origi-
nal troop list—we would, it seemed, be
left behind.

However, that all changed on 21 Feb-
ruary 2004 when the Department of the
Army tasked the division to source a
second maneuver brigade headquarters
in Afghanistan. Our commanding gen-
eral tapped the division artillery (Div
Arty) for this mission; we, ultimately,
were known as Combined Task Force
(CTF) Thunder. Suddenly we were on
theteam; wewereelated withthechance
to make a contribution to our nation’s
Global War on Terrorism, abeit in a
non-traditional role.

In just over 90 days, we deployed to
Afghanistan to direct operationsin Re-

- gional Command East as a provisional

infantry brigaderesponsiblefor 16 prov-
inces in the eastern region of Afghani-
stan.

After el ght months of a yearlong tour

-~

By Colonel Gary H. Cheek

in theater, this article examines the ex-
perience of the 25th Div Arty in Af-
ghanistan and offers some thoughts on
maneuver brigade command for Field
Artillerymen and combined arms war-
riors everywhere.

Understanding the Conflict in Af-
ghanistan. Sun Tzu'smaxim to “know
the enemy and know yourself” issound
advice for any conflict; the war in Af-
ghanistan is no exception. Add to this
the people, weather, terrain, culture,
regional neighborsand ahost of foreign
interests, and Sun Tzu’'s words take on
incredible complexity.

Yet understanding the operational
construct is fundamental to efficiently
applying resources and operations to
achievethe effects necessary to accom-
plish the mission and, ultimately, win
the conflict. This was one of our first
endeavors as a brigade headquarters:
examine the conflict and commit our-
selves to an overarching construct that
would serve as the foundation for our
operations.

“ Seeingtheenemy” might seemsimple
atfirst—Taliban, Al Qaedaandtheother
insurgent el ementswefacedin Afghani-
stan. Yet, what is the enemy center of
gravity? Does one exist with so many

o - . LT . S

factions? Does it matter?

In our assessment, we determined the
enemy’ scenter of gravity tobehisradi-
cal ideology—ahbinding force that cen-
terson hatred of the West and servesto
motivate combatants, attract recruits
and, significantly, gain the sympathy
and support of the general population.
We were careful to differentiate be-
tween the violence, Jihad and intoler-
ance of the variousterrorist groups, the
discriminators that made these actors
and their ideology “radical,” and the
more moderate and mainstream inter-
pretations of 1slam by other groups.

| dentifyingthiscenter of gravity drives
home that this war is larger than just
Kinetic operationsagai nstinsurgentsand
their leadership; it is also about the
Afghan people. To be victorious we
must win their trust and confidence
through our actions, reconstruction of
their infrastructure and information
operations (10) that advocate moderate
Islam for the peoplewith apeaceful and
prosperous future for their children.

| would arguethat getting thisright is
essential to success—misunderstand-
ing the enemy drives you to operations
that may do little to further your cause
and, in the end, could even be counter-
productive.

“Seeing yourself” also would seem

e ) 5 -
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simple enough—
perhapsjustlaying
down the order of
battle for our own
forcesand those of
our allies. Yet,
what stands out as
the center of grav-
ity?

At first blush, we
mightlook for com-
bat force, some
aspect of our ability
to strike the enemy
or someasymmetri-
cal advantage we
haveover our adver-
sary, such as air
power. However,
our assessment is

Tl

andy. We also have
three Afghan Na
tiona Army infan-
try battalions: the2d
and 3d Kandak Bat-
talions and the 23d
Kandak Battalion.
Thisis an infantry
footprint that may
increase as time
goes on.

In addition, we
have eight Provin-
cial Reconstruction
Teams (PRTS) that
areinteragency or-
ganizations fo-
cused on recon-
struction and good
governanceat vari-
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that the Afghan
Government is the
friendly center of

COL Gary H. Cheek, Commander of Combined Task Force (CTF) Thunder, and CPT Tage
Rainsford, Commander of C Company, 2d Battalion, 27th Infantry, listen to village elders
on 20 December 2004 in Waza Khwa, Afghanistan.

ouslocationswith-
inour AO.
We have severd

gravity. This,again,
isimportant, asit directs usto do more
than combat operations against the
insurgents—it directsusto continuously
strengthen the Afghan Government
whileattacking thoseforcesthat seek to
disrupt or destroy it—bethey enemy or
some aspect of the environment.

Asthe government gains strength and
wins the trust and confidence of the
populace, the peoplewill, in turn, deny
sanctuary, support and manpower to
the enemy. The peopl€’ s support isjust
asessential to successasunderstanding
the enemy.

Asfor theenvironment, CTF Thunder
commands the eastern portion of Af-
ghanistan, 16 provinces in an area
roughly the size of the state of lowa.
The terrain ranges from rolling high
desert in the southeast to rugged moun-
tains in the west and mountainous re-
gions in the north with low-lying river
valleys and sparse forests. Overall, the
region is arid, hampered by drought
over the past severa years. Tempera-
turesare significantly impacted by alti-
tudes: lower areas have hot summers
and mild winterswhile the high deserts
across the mountain ranges have hot
summers and cold winters.

Pavedroadsarerare—someprovinces
have none. Riverbeds are the typical
road networks, and such conditions
make for slow road traffic.

Afghan society is tribal, with strong
village structures and elder influences
and ahost of aliances, feudsand disputes
that have been around for generations.

Thetribal society, compartmentalized

terrain and sizeof theareaof operations
(AO) mandates distributed operations
over a nonlinear battlefield. It places
enormous trust in company- and pla-
toon-level commanders as each must
operate independently with great re-
sponsibility.

This construct is the basic foundation
for our operations in Afghanistan: de-
feat the insurgents, strengthen the gov-
ernment and win the trust and confi-
dence of the population. Our goalsfol-
low the doctrinal basis for counterin-
surgency warfare where you seek to
separate guerillas from the popul ation.

We offer the Afghanstremendous ad-
vantages over our adversaries: a
promise of security, good governance,
reconstruction of the war-torn infra-
structure and, above all, apeaceful and
prosperous future. Our adversaries of -
fer threats, destruction of property, op-
pression of variousgroupsand avirtual
guarantee that violence will continue
through many generations. Itisacompel-
ling difference, one that gives us enor-
mous credibility with the Afghan people
asthey seethegenuinesincerity of Ameri-
can policy through our actions.

CTF Thunder: A Study in Diver-
sity. Matched to this operational con-
struct is CTF Thunder’s rather unique
task organization. It consists of three US
infantry battalions: 2d Battalion, 27th In-
fantry (2-271N), 25th Division, the Wolf-
hounds; 3-3MarinesfromMarineCorps
Base Hawaii, America’ s Battalion; and
3-16 IN, 29th Infantry Division (Light),
Virginia Army National Guard, Norm-

other attachments,
but one element we lack is a direct
support (DS) Field Artillery battalion—
although we sharetwo of thefour firing
batteries from our sister brigade to the
south.

That we can bring these diverse units
together and be successful is a tribute
not only to our headquarters, but also to
our incredible teamwork and the versa-
tility of our military.

In addition, we host avariety of other
units and agencies throughout our AO,
eachwithitsownmissions, capabilities
and chain of command. While on the
surface one would see unity of com-
mandissuesfrom suchastructure, much
of thisis obviated by continuous coor-
dinationand unity of effort toward com-
mon goals. It takes continuous empha-
sisto bring units together and continu-
ousoversight of all operationsto ensure
the effects generated by any operation
contributeto the overall strategy for the
region.

Key Lessons. Against this backdrop
of a diverse organization thrust into a
complex operating environment, what
are the key lessons | learned?

War really isan extension of politics.
Inacounterinsurgency conflict, suchas
the one in Afghanistan, the political
aspects of operations are perhaps more
important than the combat operations.
All company-level leaders must devote
considerable energy to engaging a host
of local informal and formal leaders, to
include those who are part of the gov-
ernment as well as tribal elders and
religious mullahs. Influential leaders
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who support coalition efforts contrib-
ute to our overarching goal to separate
insurgents from the population and
strengthen support for the Afghan Gov-
ernment.

IO takes continued, well organized
and synchronized effortsaswell asposi-
tive and continuous relations with both
local and international press. It means
being sensitive to the Afghan culture,
adapting to changesin the environment
and, aboveall, beingforthright and hon-
est in everything we do.

An additional benefit of working ex-
tensively with the local population is
that it builds relationships between the
Soldier and the people, one that engen-
ders adesire within the Soldier to help
the peopl e through both combat opera-
tions and humanitarian assistance. The
Afghan conflict, in essence, isahuman
battlefield where the objectives are not
hills or towns, but rather the people
themselves.

Commit yourself to an operational con-
struct. Through our military schooling,
we are well versed in the orders process
and such mundane, but essentidl , tasksas
mission analysis and the military deci-
sion-making process (MDMP).

Many times leaders are reluctant to
ventureinto identifying the operational
cornerstonesuponwhichthey will build
their plans. Thisis largely because no
leader wants to suffer the embarrass-
ment of fixatingona" center of gravity”
only to be shown that his intellectual
“sword” hasafew -
dings on the edge.

However, com-
mitting yourself to
thisendeavor reaps
some veiled ben-
efitsthat cangreat-
ly enhance opera-
tions. For exam-
ple, supporting na-
tional elections
might seeman odd
fit for a military
force, and some
might say that el ec-
tions rightly be-
longinthedomain
of the State De-
partment or United
Nations. Yet, by
viewing the Af-
ghan Government

celeratethe growth and strength of gov-
ernment leaders and their security ap-
paratus.

Keeping your eye on the center of
gravity keepsyour mind open to oppor-
tunities that might otherwise be hidden
in less sophisticated thinking. In the
case of Afghan Presidential Elections,
the successful elections elevated the
prestige of the government, increased
the confidence of the local police and
the Afghan National Army and greatly
accelerated the growth of all. The elec-
tions were a decisive win with lasting
positive results.

Write terms of reference for senior
leaders. While this is always a good
practice, it isparticularly important for
combat deployments where inevitably
there will be alot of non-standard re-
quirementsand command rel ationships.

For example, we were blessed with a
deputy commanding officer (DCO), an
Infantry officer pre-positioned for bat-
talion command. While there could be
concernsthat addingaDCOwould cause
friction between him and the executive
officer (XO) or even the S3, having
written terms of referencefor key lead-
ers—the DCO, XO, S3 and command
sergeant major (CSM)—hel ped clarify
their roles and responsibilities.

In the end, personalities make a big
difference, but our DCO became the
staff synchronizer and planner, leaving
the XO to focus on logistics and base
operations and the S3 to focus on cur-

rent operationsand near-term planning.
My experience has shown methevalue
of writing terms of reference aswell as
the extraordinary value-added a DCO
provides.

Build teams and relationships for the
future. While thismay seem obvious at
first glance, building teams is key to
success and must start as early as pos-
sible. Continuous, positive contact with
provincial leaders at all levels is like
financial investments—some will pay
bigdividendswhileothersbear nofruit.
Likewise, establishing positive and co-
operative relations with other units re-
duces friction when circumstances re-
quire working together.

The key is that you have to build
relationships to have them when you
need them. A great example of thiswas
when we had three non-combatant
deaths in one of our provinces. The
relationship the battalion commander
had established with the governor of
that provinceproved to bekey in defus-
ing a very difficult situation. Without
that positive relationship, the governor
might have aggravated the situation to
advance his own interests.

The same holds true with joint and
combined combat operations. Welcom-
ing other unitsinto your tent, contribut-
ingforcestotheir operations, providing
support for their operationsand sharing
intelligence all pay off when you need
to include their capabilities in your op-
erations. Such was the case in one par-

ticular operationin
Kunar Provincethat
includedforcesand
assets from no less
than eight separate
organizations.

Commanders and
leaders can't wait
until they need help
to build relation-
ships—by that time,
it'stoo late.

Be positive in all
communi cations—
up and down. A
wise commander
shared an interest-
ing philosophy with
me: “‘Bad mouth’
no one.” His point
was nothing good
comesfromcritical

Photo by CPL Rich Mattingly

as our center of
gravity, wesawthe
electionsasaforc-

. . in January.
ing function to ac-

Marines from 3d Battalion, 3d Marine Regiment, part of CTF Thunder, leap from a CH-47
Chinook helicopter onto the snowy hills of Korangal, Afghanistan, during Operation Spurs

or cynical com-
ments about other
units, leaders or
Soldiers. To that
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end, we established two philosophies
within the Thunder Brigade: First love
your higher headquarters, and second
ensure our own headquarters is adding
valueto the operations of subordinates.

Loving our higher headquarters was
not difficult as its guidance, policies
and productswereall great assetsto our
operationsand itsvarious staff sections
had superbtalent. Positiverelationswith
our higher headquarters fostered in-
creased productivity based upon healthy
relationships between the various staff
principals and their counterparts.

Likewise, our relationships with our
11 subordinate units had to be founded
on actions—not words. We were deter-
mined not to be a headquarters that
focused simply on deadlines and re-
ports. Welistened patiently totheneeds
of our subordinate units and pushed
hard to remedy every issue they had.
Our $A sectionwasaparticularly heroic
section, meticulously tracking every
material request and following it up
until completion.

Positive communications facilitate
cooperation and, in the end, enhance
operations to the benefit of all.

Trust everyone—but keep your pow-
der dry. Conducting brigade-level op-
erationsin an AO the size of lowaisa
bit larger than our doctrine suggests.
Thesize of the AO mandates decentral -
ized operationswith aclear understand-
ing that neither you nor your forces can
be everywhere at once. Brigade-level
operations synchronizing multiple bat-
talionsin our AO arerare. We execute
virtually all operations by allocating
resources and giving guidance. This
places apremium on trust—afforded at
every level of command.

Battlefield circulation becamekey, and
it is how | “keep my powder dry,”
ensuring subordinates are executing
operations within our intent and that of
the Combined Joint Task Force 76
(CJTF-76) Commanding General. |
learned that our subordinates are mag-
nificent in execution and that | gained
more from my experiences with them
than they could have gained from any
“pearls of wisdom” or corrective ac-
tions from me.

In nonlinear operations, a commander
unaccustomedtotrusting hissubordinates
will dtifle initiative and, while he may
ensure perfection of afew missions, he'll
get far lessdone than hewould by giving
guidance, providing resources and trust-
ing hissubordinate leadersto accomplish
multiple missions at once.

8

| learned to trust my instincts as well,
placing myself in operations where |
felt my personal presence would be a
combat multiplier.

Keep thefirein your eye! Spending a
year deployed is along time. As with
any operation of this duration, itisim-
portant to continuously challenge the
organization and its subordinate ele-
ments. The commander should never
becontent withthestatusquo and should
alwaysbelooking for away toimprove
operations and the efficiency of the
organization. Just asimportant, he must
recognize those Soldiers and leaders
who take up the challenge and find new
ways to do business.

Interestingly, innovation is one of the
true virtues of a yearlong deployment.
It took us several months to really un-
derstand the battlefield as well as the
complexitiesof our operations. By con-
stantly pushing innovation, we moved
forward in virtually every area—mea-
suring effects, battle tracking, counter-
strike, intelligence fusion, reconstruc-
tion, good governance, communications
systems, Soldier quality of life, air-
ground integration, public affairs—the
list is unending.

Challenging Soldiers, Sailors, Airmen
and Marines to “keep the fire in their
eye” ensures your unit always moves
forward and, just as important, keeps
your joint troopers excited about the
contributions they are making to the
mission.

Some Thoughts on Maneuver Bri-
gade Command. In the movie Cool
Hand Luke, the warden admonished
Luke, tellinghim*“A man’ sgot to know
his limitations.” That's pretty sage ad-
vice that certainly speaks to me as a
Field Artillery officer commanding an
Infantry brigade in combat. No officer
has perfect experience; all are missing
some job, some experience that would
makethem abetter leader. Not being an
I nfantryman might be enough for many
tosay | am not qualified for my current
position. Fair enough.

But | would say that it begs the ques-
tion: Must an officer bean Infantryman
or tanker to be qualified to command a
combined arms formation at the bri-
gade level? I'll leave the answer to the
Army’s leadership—but | will offer to
our younger audience some thoughts
about my experience and what has
hel ped me the most as an FA maneuver
brigade commander that might help
them in the future.

Service in DS units. | have served in

both general support (GS) and DS FA
units. My DS experience included op-
erations with armored cavalry, mecha-
nized infantry and armor units. Oddly
enough, itdid notincludelightinfantry.
But, my experience with five different
brigade-level commandersandintimate
workings with the staffs at the field
grade level were essential to my ability
to direct a maneuver brigade staff.

Forall FieldArtillery officers, | would
advocate service in DS units. Without
thisexperience, you simply will not fully
understand the complexity and nature
of maneuver operations.

TheSchool of Advanced Military Stud-
ies(SAMS) and the Advanced Strategic
Arts Program (ASAP). SAMS at Fort
Leavenworth, Kansas, added an intel-
lectual edge to my experience base,
giving depth to my understanding of
current operations in the crucible of
military history and theory. Spending a
year studying the profession of arms
enlightened mein theart and science of
war, and the follow-on year as a divi-
sion planner helped me understand the
MDMP and the complexities of war
plans, exercises and operational plan-
ning. These experiences enabled me to
better understand the complex environ-
ment of Afghanistan and lead our staff
through the campaign planning process
for our yearlong deployment.

| also was fortunate enough to attend
ASAPattheArmy War College, Carlisle
Barracks, Pennsylvania. This program
focused on strategic planning and joint
and combined operations. In addition,
it introduced me to emerging warfight-
ing concepts, such as effects-based op-
erations (EBO).

Taken together, these programs offer
officersopportunitiestochallengethem-
selvesintellectually and provide abase
of knowledge for analysis and deci-
sion making.

Observer/Controller (O/C) at the Na-
tional Training Center (NTC), Fort Ir-
win, California. It is hard to beat the
tactical skillsyou develop asan O/C at
any of our Army’s training centers. A
general officer oncetold me, “| thought
| was a pretty damn good battalion
commander until | went to bean O/C at
theNTCandfound out how littlel knew
about our profession.” Truer wordshave
never been spoken as O/Cs stay im-
mersed in tactics, techniques and pro-
cedures (TTPs).

Having spent two years after battalion
command as Wolf 07, | was amazed at
how much | learned about warfighting
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and the synchronization of combined
arms warfare on the battlefields of the
NTC. Thereis, perhaps, no greater pro-
fessional experience for both officers
and NCOsthan to serve as O/Cs at one
of our Combat Training Centers(CTCs).
So you want to be a maneuver bri-
gadecommander ? Itisagreat honor to
serveour nation at atimewhen weface
such an enormous threat. | am grateful
for the opportunity to be part of this
fight in any capacity, and my time asa
Div Arty commander leading an infan-
try brigadein combat isthe highlight of
my career. Our experiencesin Afghani-
stanarerichintheir lessonsand reward-
ing in accomplishments.
Whilethereissome uncertainty inthe
future of Redlegs brigade command
opportunities, | encourageall Field Ar-

tillery officersto “stay the course” and
choosethe path that will makethemthe
best combined arms leaders possible.

From the observation post (OP) to the
battlefield coordination detachment
(BCD), Field Artillerymen are the
Army’s integrators of joint fires and
effects, duties that keep us intimately
involved in combined arms operations.
Asthe Chief of Field Artillery said in
his January-February column, Field
Artillerymenhavea“fed for thebattle—
a deep understanding that we share in-
stantly at every level ... Field Artillery-
men, quite simply, ‘get it."”

The experiences and training you re-
ceive today are what ensure that you
will “getit” and will beessential toyour
development asaleader inthe future—
perhaps of a maneuver brigade.

Colonel Gary H. Cheek commands the 25th
Infantry Division (Light) Artillery out of
Schofield Barracks, Hawaii. He deployed to
Afghanistan for Operation Enduring Free-
dom in June 2004 to command the 25th
Division’s Combined Task Force Thunder,
an Infantry brigade, for 12 months. He also
served as the Senior Fire Support Trainer
(Wolf07) at the National Training Center,
Fort Irwin, California. Other assignments
include commanding the 1st Battalion, 9th
Field Artillery (1-9 FA), 3d Infantry Division
(Mechanized), Fort Stewart, Georgia; and
serving as Executive Officer of the 1-41 FA
and G3 Plans Officer, both in the 24th Infan-
try Division (Mechanized) at Fort Stewart;
and Exchange Officer in the Canadian Field
Artillery School atthe Canadian Forces Base
Gagetown, New Brunswick, Canada. He
commanded A/2-28 FA, part of the 210th
Field Artillery Brigade, VIl Corps, Germany.

M777 Starts Fielding in the 11th Marines

The new M777 light-
weight 155-mm towed

ity and lethality. The

howitzer will begin Marine

fielding in May to the Unit Location M-NET O-NET

3d Battalion, 11th Ma- EY05

rines at Twentyni ne 11th 29 Palms, CA May 05 May 05

Palms, California. 11th Camp Pendleton, CA  Aug 05 Aug 05
. FY06

_The M777 is replac- EEAP 29 Palms Feb06  N/A

ing the aging 155-mm 11th Camp Pendleton May 06  May 06

towed M 198 howitzer. 10th Camp Lejeune, NC Jun 06 Jun 06

Some of the M777's 10th Camp Lejeune Jul 06 Aug 06

greatest improvements 10th Camp Lejeune Sep 06 Sep 06

areinitsmobility, trans- FYO7

portability, survivabil- 10th Camp Lejeune Oct 06 Oct 06

5th SBCT Schofield Barracks, HI Dec 06 Dec 06

M777 can be emplaced
and ready tofirein less
than two minutes, which
issignificantly fasterthan
the M198.

Legend:

EEAP = Enhanced Equipment Allowance Pool

SBCT = Stryker Brigade Combat Team

M-NET = Maintenance New Equipment Training
O-NET = Operations New Equipment Training

The new weapon can

trol system (DFCS). The
DFCS provides the howit-
zer highly accurate self-lo-
cation and directional con-
trol. With the introduction
of DFCS, the battery only
requiressurvey control points
toinitialize the system.

Thesection chief will have
anavigational aidinsidethe
cab, and the weapon has an
onboard single-channel
ground and airborne radio
system (SINCGARS) and
amplifier for digital commu-
nications. This provides
greater flexibility for the
howitzer, which no longer
will be tied to wire commu-
nications.

The M777A1 provides

be rapidly displaced
withintwotothreemin-

Current Fielding Schedule for the M777

commanders greater flex-
ibility in getting to thefight,

utes, allowing the bat-
tery to shoot and move before the
enemy canreturnfire. Itslight weight
(less than 10,000 pounds) and inde-
pendent suspension allow the
weapon to travel over rougher ter-
rain (worldwide, that amounts to
about 30 percent more terrain) and
be sling-loaded under more aircraft
than the M198.

Itfiresall current and planned 155-
mm munitions. Although its max
rangeisstill 30,000 meterswith cur-

rent rocket-assisted projectiles, that
range will extend to more than 37,000
meterswhen firing the new global posi-
tioning system/inertial navigation unit
(GPS/INU) precision-guided Excalibur
munition. The max rate of fireis four
rounds per minute while the sustained
rate is two rounds per minute.

Within ayear of theinitial M777 de-
liveries, both the Marine Corps and
Army will start taking delivery of the
M777A1, which addsadigital fire con-

carrying out their missions
and quickly moving to safe
locationsto carry out subsequent mis-
sions.

If units have questions, they can
call meat theM 777 New Equipment
Training Team (NETT) at Fort Sill,
Oklahoma: Commercial (580) 442-
4418/5301; the DSN prefix is 639.
Units can email me with their ques-
tions: waco.lane@sill.army.mil.

Capt Waco Lane, USMC
XO, M777 NETT, Fort Sill, OK
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1 -37 FA
i 3/2 SBCT

By Lieutenant Colonel Steven A. Sliwa

] st Battalion, 37th Field Artillery
(1-37 FA), the FA battalion as-

ignedtothe Army’ sfirst Stryker
Brigade Combat Team (SBCT), con-
ducted combat operationsin Irag from
November 2003 to October 2004. The
deployment of 3d Brigade, 2d Infantry
Division (2/3 SBCT) to Irag was the
first operational deployment of an SBCT
to combat.

During this yearlong effort in Iraqg,
1-37 FA conducted many operationsin
support of the brigade—conducting
counterfireand civil military operations
(CMO), securing key assets, process-
ing detainees, training the Iragi Na-
tional Guard aswell as conducting ma-
neuver operations in 1-37 FA’s bat-
tlespace. The battalion proved flexible
and capable of meeting the demands
and preserved options for the brigade
commander by serving asan economy-
of-force maneuver unit.

Just as other FA battalions before and
FA battalions currently serving in a
maneuver task force (TF) rolein Iraq,
1-37 FA had to grow interms of honing
new skill sets, deliberately reorganiz-
ingitsstructure and preparing for many
unknowns. Most challenging for the
battalion and itsleadership was serving
in the role of infantry—maneuvering
and controlling an area of operations.
But, likeother FA units, 1-37 FA proved
it was fully capable of serving in this
capacity.

Tough Decisionsand Breaking New
Ground. During the fina months of
preparation for deployment, the battal -

"*" Soldiers from 1-37 FA train at Forward Oper-
ating Base (FOB) Endurance at Qayarrah

1L West Airbase, Iraq.

0.
"... (Photo by SPC Gretel Sharpee, 139th Mobile Public Affairs Detachment)




ion conducted a mission analysis and
created a training plan to set up the
batteries and Soldiers for success. Im-
mediately, we established communica-
tions with FA battalionsin Iraq to har-
vest current tactics, techniquesand pro-
cedures(TTPs) and enemy trends, build-
ing abetter understanding of the operat-
ing environment and the unique mis-
sions being performed by fellow Red-
legs. This was a “real-time” source of
data from the theater and the basis of
our training.

We altered the current battalion mis-
sion-essential task list (METL) and fo-
cused resources on skills that previ-
ously had not been at the forefront (see
Figurel). Additionally, thetask of mass-
ing battalion fires was eliminated from
training plans. We realized that, given
the small-unit decentralized operations
inlrag, itwasunlikely therewould bea
demand for massed fires or that the
three batterieswould bein position and
ready to fire simultaneously. Instead,
thebattalion ensured each firing battery
was proficient in providing fires. The
battalion al so devel oped standing oper-
ating procedures (SOP) for small-unit
dismounted military operations in ur-
ban terrain (MOUT).

Then the battalion focused on indi-
vidual and small-unit tasks to bring
Soldierstoanew level of confidencein
weapons proficiency and battle drills
that platoons and batteries could ex-
ecute in support of the missions we
thought we would be assigned. The
batteries were organized into flexible
organi zationsconsi sting of two platoons
(built by dividingthefour, 10-man how-
itzer sections) and a headquarters de-
tachment (created from the fire direc-
tion center, or FDC, and remaining bat-
tery personnel).

Another tough decision for 1-37 FA
was to train without all its assigned
equipment to have additional high-mo-
bility multipurpose wheeled vehicles
(HMMWYVs) modified into “Special
Forces-likegunships.” Thislater would
prove to be one of the best moves we
made; these vehi cleswerethe mainstay
of our force and operations.

Finally, we had to change the mindset
of the battery leadership and Soldiers.
Thiswas challenging aswe had no way
to plan and rehearse for specific mis-
sions before deploying. Both the bri-
gade and battalion missions were un-
clear. For example, not until 3/2 SBCT
had conducted operationsin theater did
we know we would replace the 101st
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Mission Statement:

METL:

* Deploy/redeploy.

* Coordinate and control battalion
moves.

* Conduct counterfire operations.!

e Control delivery of fires.*

Notes:

1. Tasksreceivereduced level of training (based
on information at the time).

2. Basically afull-time implied task—was placed
on METL to provide additional focus.

3. Based on the likelihood of having to secure
FOBs, entry points, fixed sites, etc.

On order, 1-37 FA deploys rapidly by land, sea or air to any AOR and provides
lethal, nonlethal and joint effects to the SBCT. Be prepared to establish node
security, force protection and stability and support operations (SASO) in order
to provide economy-of-force to the SBCT.

* Coordinate/monitor CSS operations.

« Conduct force protection.?

« Conduct node security.®

* Provide survey, Met and radar sup-
port.*

4. Based on the likelihood that 155-mm fires
would not be used extensively but that
survey and Met would still be required for
mortars and radar intelligence always would
be required.

Legend:
AOR = Area of Operations
CSS = Combat Service Support

Met = Meteorological
SBCT = Stryker Brigade Combat Team

Figure 1: 1st Battalion, 37th Field Artillery (1-37 FA) Modified Mission Statement and
Mission-Essential Task List (METL) Approved July 2003. The last three tasks in the METL

were added for deployment training.

AirborneDivision (Air Assault). Based
on our analysisand feedback from units
in Irag, we took avery broad approach
totraining ondismounted skillsto cover
a spectrum of potential operations.

Operation Arrowhead Blizzard in
Samarra. Theunit’ sfirst combat expe-
riences were during Operation Arrow-
head Blizzard in Samarra. 3/2 SBCT
conducted operations with the 3d Bri-
gade, 4th Infantry. During this opera-
tion, TF 1-37 FA conducted amyriad of
tasks in support of the brigade. (See
Figure 2.)

C Battery task organized with sappers
from C/1092 EN and constructed and
operated a forward detainee-process-
ing center to relieve the forces operat-
ingin Samarraof thetask of processing
and transporting detainees. Using its
firebase construction skills, the battery
established a small strongpoint on the
outskirts of Samarrathat also provided
security for several retransmissionteams
and aforward medical treatment facil-
ity.

The task force provided 24/7 route
security along the two major lines of
communication (LOCs) that led from
the brigade base of operations on For-
ward Operating Base (FOB) Pacesetter,
approximately 35 kilometers from
Samarra. B Battery secured the north-
ernrouteusingour HMMWYV gunships.

HSB (-)
CRT, 296 BSB
FFT, 296 BSB

A Battery (-)

B Battery (-)

C Battery
1/HSB/1-37 FA
1/1/A/1-37 FA
1/C/1092 EN

C/52IN (9 ATGMs and 1 Fire Sup-
port Stryker Vehicles)
1/1/B/1-37 FA

C/1092 EN (-), WVARNG (Corps
Wheeled EN Battalion MTOE)

Legend:

ATGMs = Anti-Tank Guided Missiles
BSB = Brigade Support Battalion
CRT = Combat Repair Team

EN = Engineers
FFT = Field Feeding Team
HSB = Headquarters and Services
Battery
IN = Infantry
MTOE = Modified Table of
Organization and Equipment
WVARNG = West Virginia Army National
Guard

Figure 2: Task Force (TF) 1-37 FA Task Or-
ganization—Samarra. The key tasks in
Samarra were to provide counterfire; se-
cure lines of communications (LOCs) to
Samarra from FOB Pacesetter; hold, pro-
cess and transport detainees; and provide
a FOB quick-reaction force (QRF).
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Equipped with the anti-tank guided
missile (ATGM) variant of the Stryker
vehicle, C/52 IN secured the more dan-
gerous southern route. C/52 IN was
tasked-organized with a howitzer sec-
tion from B Battery for greater haul
capacity for barrier materials to con-
struct traffic control points(TCPs). The
sectionalso provided theadditional men
required for this mission.

A Battery provided a 6400-mil firing
capability on FOB Pacesetter. Three
platoonsof two howitzerswerelaid and
set on different azimuths to decrease
shift time. The FDC directed the pla-
toon to the required set of howitzers
during fire missions.

This paid off one night as rockets
attacked the FOB. The Q-36 Firefinder
redar, also located on the FOB, ac-
quired the attack, and A Battery ex-
ecuted counterfire, preventing 21 addi-
tional rockets from being fired at the
FOB.

The missions during this phase of the
battalion’s deployment were marked
by dispersed and independent opera-
tions at the battery and company level.
Command and control was challenging
but made easier via the use of Force
XXI battle command brigade and be-
low (FBCB?).

As a new maneuver commander, |
relied on my observations of the bri-
gade commander during many training
events and my experiences as a fire
support officer (FSO) at the company,
battalion and brigade levelsto lead the
operations. | positioned myself forward
at the detainee site because it allowed
me to best influence the majority of the
task force. This was a departure from
thetraditional positioning | had experi-
enced—"snaplinked” to the brigade
commander.

Mosul and Relief in Place(RI P) with
the 101st. After operationsin Samarra,
the brigade moved north away fromthe
Sunni Triangle and executed an RIP
with the 101st Division. The SBCT
took over the battlespace of adivision
and was stretched across an area ap-
proximately 137 milesby 165 miles. In
other terms, our 5,000 troops replaced
the 25,000 troopsinthedivision and its
attachments.

As1-37 FA arrivedin Mosul, itsmis-
sion was Yyet to be assigned, based on
the complexities of the RIP with the
101st. Analyzing the area of responsi-
bility (AOR) and the capabilities of his
units, the brigade commander did not
assign a mission to 1-37 FA until late
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HQs PIt/HHC 5-20 IN*

LST, 296 BSB

445 CAT, CAARNG

136 THT, 1-14 Cav, 3/2 SBCT
(DS)

333 THT, 310 MI Bn (DS)

335 THT, 310 MI Bn (GS)
(TACON)

C/52 IN (9 ATGMs and 1 Fire
Support Stryker Vehicles)

C/1-14 Cav (9 Reconnaissance,
2 Mortar, 1 Fire Support and 1
Medical Evacuation Stryker
Vehicles)

C/276 EN (), VAARNG (DS)
(Corps Wheeled EN Battalion
MTOE)

102d ING Battalion (OPCON)

*5-20 IN provided convoy security from April through
June 2004.

Legend:
CAARNG = California Army National
Guard
CAT = Civil Affairs Team
Cav = Cavalry
DS = Direct Support
GS = General Support
HHC = Headquarters and
Headquarters Company
ING = Iragi Army National Guard
LST = Logistic Support Team
MI = Military Intelligence
OPCON = Operational Control
Plt = Platoon
SBCT = Stryker Brigade Combat
Team
TACON = Tactical Control
THT = Tactical Human Intelligence
(HUMINT) Team
VAARNG = Virginia Army National
Guard

Figure 3: TF Sykes—Qayarrah. The task
force’s key tasks were to secure the area of
operations (AO), command and control (C?)
the FOB at Qayarrah West Airbase, train
Iraqi Army National Guard and secure Am-
munition Supply Point (ASP) Jaguar.

into the RIP. This proved challenging
for the battalion. However, our earlier
experiences with ambiguity allowed us
to remain “steady in the harness’ and
focus on improving force protection to
vehicles and Soldier living areas.

1-37 FA’ s assignment eventually be-
came securing a large area of opera-
tions (AO) encircling Mosul (approxi-
mately 1,700 sguare miles). This al-
lowed the brigade commander to place
his infantry battalions in Mosul and
establish an economy-of-force on the
outer periphery of the city.

TF 1-37 FA was quartered in Mosul
and maneuvered through the city to get
to anywhere in the AO. This built a
unique proficiency among the platoons
that navigated daily inthebuilt-upterrain.

C Battery had the mission to secure
FOB Freedom, the home of the brigade
headquarters and TF Olympia, the
brigade's higher headquarters. C Bat-
tery maintained this security mission
until the battalion redeployed

During thisphase of the operation, TF
1-37 FA reorganized, losing C Battery
and someengineersand gaining atarget
acquisitionbattery (TAB) (A/151TAB)
from the Minnesota Army National
Guard. In Mosul, TF 1-37 FA secured
the AO and alargefuel transport point,
built Iragi institutions, mentored the
Iragi Police and facilities protection
services force (FPSF), and improved
the Iragi infrastructure.

Itwasinthisphasethat 1-37 FA gained
its “sea legs” in conducting “cordon
and knocks” as well as combined op-
erationswiththelragi Police. Addition-
ally, the battalion standard was to con-
duct dismounted patrols and “flash”
TCPsduringevery missionintheAOto
increaseboth maneuver proficiency and
our local presence. During these opera-
tions, 1-37 FA captured weapons deal -
ers, counterfeiters and several arms
caches and responded to a number of
fights within the battl espace.

1-37 FA also prosecuted an intensive
CMO campaign to build up the legiti-
macy of 10 Iraqgi city councils as the
country approached Transfer of Sover-
eignty. Based onthelack of civil affairs
teams(CATSs), Redleg officersexecuted
the CA tasks.

InMosul, thebattalion’ sdepth of lead-
ership was put to the test. Due to a
unique tailoring of forces and person-
nel shortages, | left TF 1-37 FA in the
capable hands of the battalion execu-
tive officer (XO), Maor Rodney L.
Olson, to take command of TF Sykes
for six weeks. This TF was at FOB
Regulars (later named Endurance) at
Qayarrah West Airbase, approximately
45 miles south of Mosul. The assign-
ment included a battlespace of about
6,360 square miles (slightly larger than
Connecticut).

TF Sykeswasaunique TF (seeFigure
3) consisting of units that remained in
thevicinity of Qayarrah. Itsparent head-
quarters (5-20 IN) was successfully
executing convoy security operations
to reopen LOCs south of Balad and
Baghdad previously interdicted by the
enemy.

Thiswas an awesome task—aRedleg
commanding a TF with an ad hoc staff
and noFA units. Additionally, | had one
Iragi National Guard (ING) battalion
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under the operational control (OPCON)
of the TF. | relied on my experiences
gained during operationsin the periph-
ery of Mosul and placed my faithin the
staff and units that had a thorough
knowledge of the AO as | became fa-
miliar with the AO and situation.

| matured during this experience, in
terms of decision making. This situa-
tion forced meto rely on sound reason-
ing linked to plans and operations be-
cause | was not familiar with the per-
sonalities, talents, strengths or weak-
nesses of the commanders, staff or Sol-
diersin thetask force. Learning to live
outside of one's comfort zone can be
taxing, but, intheend, it wasvery worth-
while.

Changeof Mission and Link Up. In
June, 1-37 FA handed over its AO
around Mosul totwo Infantry battalions
and moved south to Qayarrah where |
was aready in command. The brigade
had accomplisheditssecurity and CMO
tasks in Mosul and shifted its effort to
secureanew AO andtrainandintegrate
the ING. Thiswould bethefinal set for
TF 1-37 FA inan AO the size of Rhode
Island (seethetask organizationin Fig-
ure 4).

Conditionsinthe Tigris River Valley
and the vicinity of the FOB became
more challenging and dangerous as TF
1-37 FA arrived. Thesituation required
the task force to execute many cordon
and knocks and cordon and searches,
conducting many withthe ING forcesit
had trained.

Other missions included securing a
mass gravesite in the vicinity of Al
Hadr. This site was where large num-
bersof Kurdswere systematically mur-
dered. It wasidentified asacrimescene
that could provide evidence against
Saddam Hussein. We also secured a
large former Iragi ammunition storage
point, where munitions were being de-
stroyed by US contractors, and the
brigade’ s retransmission site.

Not withstanding the offensive opera-
tionsmentioned earlier, one of themost
demanding missions was conducting
ING training. The TF trained two and
one-half battalions of ING on the FOB.
During one of its most intensive train-
ing periods, the TF trained 13 platoons
of ING on the FOB while meeting its
other security and operational require-
ments.

Additionally, force protection of the
FOB remained challenging. Responsi-
bility for protecting the FOB with two
task forces and many US and Iragi per-
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HSB (Q-36 and Q-37 in Mosul)*
CRT, 296 BSB
FFT, 296 BSB
LST, 296 BSB
445 CAT, CAARNG
136 THT, 1-14 Cav, 3/2 SBCT (DS)
333 THT, 310 MI Bn (DS)
335 THT, 310 MI Bn (GS)

(TACON)

A Battery

B Battery

C/52 IN (9 ATGMs and 1 Fire
Support Stryker)

A/131 FA TAB (-) TXARNG (in
Mosul with 3 x Q-36)

C/276 EN (-) VAARNG (DS)
(Corps Wheeled EN Battalion
MTOE)

1/266 OD Company, WIARNG
(OPCON)

102d ING Battalion (OPCON)

107th ING Battalion (OPCON)

*C/1-37 FA, also in Mosul, was OPCON to
3/2 SBCT to secure FOB Freedom.

Legend:
OD = Ordnance Corps
TAB = Target Acquisition Battery
TXARNG = Texas Army National
Guard
WIARNG = Wisconsin Army National
Guard

Figure 4: TF 1-37 FA—Qayarrah. The task
force’s key tasks were to secure the AO;
command and control FOB Qayarrah West
Airbase; train ING; secure the brigade re-
transmission site, ASP Jaguar and a mass
grave site in the vicinity of Al Hadr; inte-
grate ING into combined operations; and
be prepared to provide fires.

sonnel kept thecommand and staff fully
employed and ever vigilant.

Relief in Place. In October 2004, 2-8
FA, 1/25 SBCT, replaced 1-37 FA. 2-8
FA conducted a unique mission-for-
missionexchange. It deployedwithonly
its personnel and individual weapons
and gear andfell inon 1-37 FA’ sequip-
ment.

Before 2-8 FA deployed, we estab-
lished communications with the battal -
ion and transferred TTPs and knowl-
edge of the battlespace and missions.
This allowed 2-8 FA to prepare with a
greater focus back at Fort Lewis. The
battalion arrived aggressive, confident
and fit—the torch was passed to an-
other outstanding FA battalion.

On 3 November 2004, 1-37 FA re-
turned to Fort Lewis with all its Sol-
diers. With the battalion’s capabilities
fully realized, the brigade conducted a
final after-actionreview (AAR) and re-
viewedthebattalion' SMETL.1-37FA’s

METL, including maneuver tasks, was
confirmed and approved (see Figure 5
on Page 14).

Lessons Learned. | learned several
lessons that may be helpful for other
units deploying to Irag.

Force Protection. Thisis everyone's
business and needs the leaders’ con-
stant attention. There is always some
way to improve the protection or safety
of Soldiers—where they eat and sleep
or how they operate.

One goal of 1-37 FA was to place
Soldiers where they could sleep rela
tively assured of safety. As | learned
from a fellow battalion commander,
sleepisa“weapon” and iskey to better
performance. Our goal was to put Sol-
diers under concrete, whenever pos-
sible, or under sand bags, often sacrific-
ing comfort for protection.

The availability of funds and other
resources allowed for creative force
protection measures. Concreteand steel
obtained locally often provided extra
protection to positions and vehicles.

Theleadership must inspect daily and
maintain discipline to continuously
improve the level of force protection.
Theunit must follow through with vigi-
lance and never lose momentum by
giving in to a*“good enough” attitude.

The chain of command must chal-
lenge Soldiers to offer their ideas for
force protection; many of our bestideas
camefrom young Soldierswho thought
of methodstoimproveforceprotection.

Effects Coordinator (ECOORD) ver-
sus TF Commander. During operations
inlrag, balancing theresponsibilitiesas
the ECOORD and TF commander was
challenging. | quickly learned that at
the pace of operations on that distrib-
uted battlefield, the deputy effects co-
ordinator (DECOORD) could handle
the mission with limited oversight the
majority of the time.

Thiswasadramatic changefromwhat
| experienced at the training centers.
However, | believe that, at the lower
end of thespectrum, the FA commander
can make more of adifferenceasaTF
commander than by serving the same
time only as the ECOORD.

Every Move is a Combat Operation.
Y ou must plan, resource and battledrill
every move to ensure the safety of ev-
eryone in the convoy. Pre-combat
checks/pre-combat inspections (PCCs/
PCls) are a must. Criteria for success
must be met before the move. Soldiers
must be empowered to identify defi-
ciencies without the fear of repercus-
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sionsto maintain a positive program of
success.

Cultural Awareness and Under stand-
ing. 1-37 FA’s understanding of the
Iragi culture never got very deep—de-
spite working closely with Iragis by
mentoring mayorsand city councilsand
training and joint operations with the
ING. No unit can spend the amount of
time it takes to really understand the
complex and unique peoplesin its AO
(tribes, religion, etc.).

To improve understanding, units
should employ interpreters not only
during operations, but also aslanguage
teachersin classes. Thefocusshould be
on key words and phrases Soldiers are
likely to encounter or will require dur-
ing operations. Often we relied solely
on interpreters and assumed the addi-
tional risk of our Soldiers not truly
understanding. Additionally, interpret-
erscan beoutstanding instructorsof the
culture in a given AO or of Iragisin
general.

Weapons Proficiency. Confidence in
weapons is a must. Soldiers must be
proficient intheir weapons and capable
on all other weapons. This is gained
though ranges, close quarters marks-
manship (CQM) and hands-on opera-
tions. Weapons proficiency and proper
clearing procedures prevent accidental
discharges and minimize risk to the
force.

ING Training and Integration. Work-

ing closely with Iraqi security forcesis
challenging andtakespatienceand flex-
ibility. Asrelationshipsdevelop, trustis
best built through the actions of both
USforces and the Iragis.

It is easy for those working closely
with Iragis to become frustrated and
tired over time due to the language
barrier, thelevels of competence of the
Iragisin their new roles and missions,
andcultural differences. Thosewhotrain
or liaise with Iragis must be rotated on
aschedul e that does not sacrifice expe-
rience but preserves morale.

Comunicationswith Like Units. 1-37 FA
was able to communicate with unitsin
Iraq before training for deployment.
Thedigital ageallowsunitsto “talk” to
each other as never before.

Much of the success of the RIP be-
tween 1-37 FA and 2-8 FA was due to
open communications at all levels be-
tween the units well before the RIP.
Additionally, 2-8 FA had a unique op-
portunity with support at Fort Lewisto
reach into our Army battle command
system (ABCS) and see our missions,
products, orders, etc. The battalion had
theinformation to plan in detail aswell
astrain for the missions with a greater
fidelity.

Although not all units will have this
capability, it’ sessential tousewhatever
means are available to obtain the real-
time information on enemy TTPs, con-
ditionsin specific AOsor anything else

Mission Statement:

* Conductcounterfire opera-

Conduct delivery of fires.

Conduct CSS operations.

Execute battle command.

Be prepared to conduct
area security.*

terials.

TCPs.?

Notes:

1-37 FA deploys rapidly by land, air or sea to a designated AOR and provides
full-spectrum fires in support of the Arrowhead BCT. Be prepared to conduct
area security operations as part of a brigade economy-of-force mission.

METL:
Battalion Howitzer Battery HSB
* Deploy. * Deploy. * Deploy.

 Provide indirect fires.
tions.  Conduct tactical moves.

« Defendbatteryareaand ma-
* Be prepared to establish

* Beprepared to conduct cor-
don and search.?

1. To control terrain—does not imply “seize” terrain.

« Perform CSS operations.

« Conduct tactical moves.

« Defend battery areas and
materials.

* Prepare for combat.

* Be prepared to establish
TCPs.?

2. Based on experience in Iraq.

Legend:
BCT = Brigade Combat Team

TCPs = Traffic Control Points

Figure 5: 1-37 FA Mission Statement and METL Approved January 2005
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pertinent to operations.

Radar Management. Although oper-
ating as a maneuver unit, TF 1-37 FA
consistently managed more than its or-
ganic radars (a Q-36 and Q-37) once it
moved to Mosul. Theradar deployment
orders (RDOs) of the six radarsin our
brigade—four Q-36, one Q-37 and one
lightweight countermortar radar
(LWCMR)—were developed by the
brigade's joint fires and effects cell
(JFEC) and the DECOORD.

However, because the TAB and or-
ganic radarsare under the control of the
FA battalion commander, he must en-
surealevel of oversight and analysisso
the counterfireintelligence performs at
an adequate level. To ensure the prior-
ity areaswerecovered, weestablisheda
detailed plan for conducting mainte-
nance during the periods when the en-
emy did not routinely fire. Trend analy-
sis also was key to orienting the right
radarsat theright timeaswell asallow-
ing the brigade to focus on specific
areas and times to patrol. Finaly, a
radar “play book” was developed with
plans to execute if any one or more
radars went down due to attacks or
unexpected repair requirements.

Maneuver Lessons. These are les
sons | learned while serving as a ma-
neuver commander.

Tactical Patience—Allowing Subor-
dinates to Develop the Stuation. This
was challenging and only came with
experience while conducting many op-
erations. The commander must fight
the urge for constant updates during
challenging missions. This will allow
the men to conduct their tasks with
complete focus. When things don’t go
asplanned, reportscomefast and steady.

Fewer but better reports come when
the commander askstheright questions
and allows subordinates to regain situ-
ational awarenessrather than askingfor
many reports that are distracting from
the most important thing at that mo-
ment: the mission.

Rehearsals. All operations must be
rehearsed—from convoysto cordonand
searches. The rehearsal identifies defi-
ciencies and allows leaders to make
decisionsthat mitigaterisksat thepoints
of friction or danger. Battle drills for
movement, recovery, hasty recovery,
contact—all must be rehearsed. Units
must maintain a program or SOP re-
garding rehearsals to ensure compla-
cency is defeated and Soldiers are pro-
ficient at the key tasks during an opera-
tion.
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It is the detailed rehearsal for offen-
sive operations that allows Soldiers to
visualizetheir physical positioning and
actionsin relationship to the other Sol-
diersof theteam, squad or platoon. This
builds Soldiers’ confidenceintheplan,
enablesthem to understand their rolein
accomplishing themissionand empow-
ers them to make smart decisions at
their levels.

Risk, Safety and Leadership. There
are times when a leader needs to “go
with his hunch” and stop actions when
the conditions are not set to mitigate
risk. Operations that a unit plans typi-
cally aresettobeexecuted onthat unit’s
planning timeline. Rather than just ad-
hereto atimeline, commanders haveto
recommend and enforce abort criteria
for operations. Leaders must cancel or
delay any operation that does not re-
quire an immediate response when the
conditions have not been met for suc-
cessful and safe execution.

Positioning on the Battlefield. | grew
to realize the importance of position-
ing. Thisis not a new lesson for sea-
soned maneuver commanders; however,
it wasfor me. The key wasmy position
needed to be where | best could influ-
enceoperations. Thereweretimeswhen
my position forward with the unit pro-
vided more to the fight where | could
better understand the situation and ap-
ply additional resources, if required.

When multiple and dispersed opera-
tionsweretaking place, asmuchasl did
not like it, the best location for me
proved to be in the tactical operations
center (TOC) where communications
were the best. This allowed me to bal-
ance the needs of several unitswith the
added power of the staff.

Task Organization—Below the Pla-
toon Level. A key lesson in task organi-
zation was simply overcoming the
units'/sections' resistancetomixingand
matching their capabilities. We do not
task organize very often in the Field
Artillery—much|essbelow the platoon
level. However, when conducting the
missionsasatask force, our reorganiza-
tion often occurred below the platoon
level. Thisresulted inmoreflexibleand
talented organi zationsfor specific mis-
sions. Whentask organizingat that level,
we needed more time for training and
rehearsals to build the team.

Planning for All AssetsAvailable. The
commander and staff had to learn to
employ and synchronize multiple bri-
gadeassetsin support of our ownopera-
tions. The use of fire support in al
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C/52 IN patrolling in the snow in Mosul.

forms (USAF, Army Aviation, howit-
zers and mortars) won't be lost on any
commander who has served as an FSO.
However, the inclusion of tactical hu-
man intelligence (HUMINT) teams
(THTs) and unmanned aerial vehicles
(UAVs) and the positioning of adjacent
units all provided added capabilities
and must beincluded in the staff’ smis-
sion analysis.

We can do it! The greatest lesson |
learned was that maneuver skills are
learned skills. Redlegsarefully capable
of executing Infantry tasks. Weareonly
limited by our time to train, the size of
our organizations and the equipment
currently issued.

As currently trained, equipped and
manned, | am convinced that Artillery
battalions are not the choice to seize
terrain and that when terrain must be
seized, nothing does it better than the
combined arms team led by maneuver.
However, oncethat terrainisseized and
thelarger battlesarewon, thereremains
amyriad of maneuver skillsrequired to
maintain security. This has been the
case in Irag, and Artillery units have
been instrumental in maintaining that
security.

Final Thoughts. Serving asamaneu-
ver battalionin Iraqgwas demanding for
1-37 FA. It wasn’t easy on the leader-
shipintermsof experience, anditwasn’t
easy for the Soldiersin terms of initial
training. 1-37 FA wassuccessful inlraq
due to the discipline and flexibility of

its Soldiers and leaders at every level.
Itsability togrow intomissionswhilein
contact proved this. As great as the
learning curve was for the unit, its ac-
complishments were just as great.

Any Soldier or unit in the US Army
can accomplish any mission or task
with adequate training and resourcing.
With foresight, flexibility and a “can-
do” mindset, any Artillery unit can
achieve outstanding results with any
mission in Irag.

Sy,

Lieutenant Colonel Steven A. Sliwa, until
recently, commanded the 1stBattalion, 37th
Field Artillery (1-37 FA), 3d Stryker Brigade
Combat Team (SBCT), 2d Infantry Division,
atFortLewis, Washington. He commanded
1-37 FA during the process of certifying the
Army’s first SBCT as well as during its
yearlong deployment to Irag. Currently, he
isthe Assistant G3for | Corps at Fort Lewis.
In his previous assignment, he was a Stra-
tegic Plannerinthe Directorate for Strategy
and Policy, J5, Joint Staff, at the Pentagon.
Among other assignments, he was the Bri-
gade Fire Support Officer (FSO) for 1st
Brigade and Executive Officer (XO) of 3-6
FA, bothinthe 10th Mountain Division (Light
Infantry) at Fort Drum, New York. He par-
ticipated in Operation Desert Storm in the
Gulf with the 3d Armored Division and in
Operation Uphold Democracy in Haiti with
the 25th Infantry Division (Light). He has
beenselected as aNational Security Fellow
atthe JFK School of GovernmentatHarvard
University.
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Call-for-Fire Trainer
and the Joint Fires Observer

C45, thisis C71, SEAD [suppression
of enemyair defenses| Polar, over. Sup-
pression, Direction 1820, Distance
3000; Mark, Direction 1860, Distance
3500, over. SA-6 dug-in, Q, illumina-
tion mark continuous.

CAS [close air support] TOT [time-
on-target] 1011, over.

Viper 7,thisisC71; areyou prepared
to copy 9-line?

This commo cut was captured during
training inthe Army’ s newest and most
state-of-the-art simulator, the call-for-
firetrainer (CFFT). The CFFT isaleap
ahead of the old training set fire obser-
vation (TSFO) and guard unit armory
device, full-crew interactivesimulation
trainer (GUARDFIST). Instead of us-
ing pictures, it uses high-resolution ter-
rain databases accurate to better than
one meter on the ground.

The CFFT trainsall therequired tasks
of thejoint firesobserver (JFO), includ-
ing FA, mortar, naval gunfireand CAS.
Units can tailor it to train against a
variety of opposing forces (OPFORYS),
from “technicals’ in pick-up trucksto a
massive attack that one might seein the
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By Colonel
Stephen D. Mitchell

mountainsof K orea. Observerscan pick
their observation points (OPs) to best
cover their zones or sectors from any-
where in the terrain database.

This gives the field a cutting-edge
trainer to teach and maintain observer
skillsthroughout theforce and, because
of the pressing need, fielding has been
pushed to the right. In fact, Fort Sill
teamed with the Program Executive
Officefor Simulation, Training and In-
strumentation (PEO-STRI) to push this
program through, from writing the re-
quirements document to first produc-
tion models, in less than two years—a
tremendous success story.

The first CFFT pre-production mod-
els are on the ground now and being
usedintraining at Fort Sill for the Mili-
tary Occupational Specialty (MOS)
13F Fire Support Specialist NCO Edu-
cation System (NCOES) courses, the
captain’s career course (CCC) and of-
ficer basic course (OBC) plus the Spe-
cial Operations Command (SOCOM)

Special Operations Terminal Attack
Controller (SOTAC) course. Forty per-
cent of SOTAC training is conducted
on the CFFT simulator.

CFFT represents a major advance in
capabilities, technological fidelity and
interoperability in the joint training
arena. As Operations Irag Freedom
(OIF) and Enduring Freedom (OEF)
continueto shapedefenserequirements,
the Department of the Army recognized
the CFFT asaTier O (must fund) Army
priority.

CFFT Capabilities. The CFFT in-
corporates the Army’s new one semi-
automated force (OneSAF) construc-
tive simulation as a force generation
tool capable of creating any type of
friendly, enemy or neutral force the
commander or instructor desires. The
SAF mission profiles can be saved as
scenario files to be used repeatedly as
well as modified to suit any number of
operational and training requirements.
CAS, naval gunfireand mortarsarejust
some of the CFFT’ sjoint firestraining;
it is flexible enough to create SAF air-
craft aswell as combat surface vessels.
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The range of current and programmed
weapons and munitions establishes
CFFT asamajor player intraining joint
fires. It incorporates the recognition of
combat vehicles (ROC-V), enhancing
the JFO’ s ability to identify vehiclesin
combat. The high level of fidelity in
munitions effects and accurate simula-
tionaregreatimprovementsover former
observed fire training systems.

Use of simulated military equipment,
such asthelightweight | aser designator
rangefinder (LLDR), increases the
student’s ability to replicate tasks sel-
dom allowed in a field environment.
Other simulated military equipment
under development include the Viper
laser range-finding binoculars and the
mini eye-safe laser infrared observa-
tion set (MELIOS).

The flexibility in simulated military
equipment allows a unit to tailor its
CFFT toreflect itstable of organization
and equipment (TOE).

The CFFT has three basic configura-
tions: 1:4, 1:12 and 1:30. Thefirst num-
ber representsthe number of instructors
required, and the second represents the
number of Soldier/student stations. The
1:4 and 1:12 systems are fully deploy-
able and take about 20 minutes for an
experienced operator to set up in any
classroom.

The Windows-based CFFT supports
open architecture protocols and virtu-
ally unlimited connectivity to other
training and command, control, com-
muni cations, computersandintelligence
(C*) systems. Specificaly, CFFT is
interoperable with other training sys-
temssuch asthe Soldier-combined arms
tactical trainer (S-CATT), virtual emer-
gency responsetrainingsystem(VERTS),
close combat tactical trainer (CCTT),
unmanned aeria vehicle (UAV) simula-
tor, digital battlestaff trainer (DBST) and
other distributive interactive simulation
(DIS) and high-level architecture (HLA)
compliant systems.

We recently had one connected to an
engagement skills trainer 2000 (EST
2000) where the observer in the CFFT
was supporting a direct fire engage-
ment. The effects of the firescalled in
the CFFT were seen in the EST 2000
and vice versa. This connectivity will
give trainers atool that is only limited
by their imagination.

Another exciting capability is the re-
quirement for each CFFT to be shipped
with three-plus-one terrain databases.
Joint Forces Command’s experiment
Joint Urban Warrior has demonstrated

Field Artillery ¥ March-April 2005

the opportunitiesfor simulation to lead
the way in training urban operationsin
a joint and combined environment.
CFFT ispositioned to provide the tools
needed to train joint fires in the urban
fight.

The Night Vision and Electronic Sen-
sors Directorate, at Fort Belvoir, Vir-
ginia, currently isdevel oping the Bagh-
dad terrain database. This effort will
give theinstructor arealistic urban en-
vironment using a high-fidelity geo-
specific building topography.

Terrain databases are being generated
to accommodate awide range of opera-
tional and training requirements, in-
cluding open terrain, urban terrain and
multiple canopy terrain. The standard
threeterraindatabasesshippedwitheach
CFFT will be the National Training
Center (NTC) for that open, rolling
desert training environment; Fort Sill,
for some open and compartmented ter-
rain; and Baghdad.

The “plus-on€’ terrain database will
be defined by the unit’s location. For
instance, units in Korea will want a
terrain database of the area they are
most likely to fight in. This capability
will give units the ability to do virtual
missionrehearsalsonvirtual terrainthey
will later train or fight on.

The CFFT program isalso leveraging
another simulation that was initialy
designed for SOCOM to incorporate
future capabilities—the Special Opera-
tionsForces (SOF) air-groundinterface
simulator (SAGIS).

The Field Artillery School and PEO-
STRI areworkingtoleveragetechnolo-
gies in the two simulations to achieve
the best of each system. The inclusion
of voicerecognitionand non-voicedigi-
tal input capabilities will continue to
increase CFFT’s ability to accurately
train the JFO.

Fort Sill and the University of South-
ernCdifornial nstituteof Creative Tech-
nology (ICT) joined in an initiative to
develop the Joint Fires and Effect
Trainer System (JFETS). Fort Sill and
ICT have incorporated movie industry
special effects into JFETS and created
an immersive training environment.
This year the beta version CFFT was
integrated into the open terrain module
(OTM) of JFETS.

FYO5 JFETS initiatives include de-
veloping a fully immersive state-of-
the-art CAStrainer. Oncecompl ete, the
CFFT will be the Army’s only system
capableof training thefull suiteof CAS
missions.

CFFT Pre-Pro Models and Field-
ing. The CFFT is not a future system.
The JFETS and SOTAC courses are
using pre-production CFFTs, and the
Project Manager for Ground Combat
Tactical Trainers(PM GCTT) currently
isfielding an additional 13 pre-produc-
tion CFFTs to selected Army Reserve
andNational Guard (ARNG) units. After
a successful Milestone C decision in
April for full-rate production, the PM
plans to begin fielding the production
CFFT in late Third Quarter FY 05.

Units that need the trainer now and
can't wait for the Army to field them
can order fromalimited number of pre-
production models. To order, units go
to the Fires Knowledge Network on
Army Knowledge Online (AKO) and
hit the link for the CFFT. There they
will find instructions on how to order a
pre-production model.

ThereareadvantagesinbuyingaCFFT
over some other system. It iswarranted
by the Army and any repairs or mainte-
nance are paid for. Also, with software
drops, units will get al the updates of
the production modules as they are de-
veloped.

Finally, units will get a trainer de-
signed to meet the rigid requirements
developed by theField Artillery School,
which also provides scenarios, training
support packages(T SPs) and new equip-
ment training (NET) to get unit trainers
up and running.

TheCFFT isthetraining simulator for
the FA’s future that the school will
continueto developtotrainall JFOsfor

joint interdependency.

Colonel Stephen D. Mitchell is the Director
of the Training and Doctrine Directorate
(DOTD) and G3 of the Field Artillery Center
and Fort Sill, Oklahoma. He was the Senior
Fire Support Observer/Controller (O/C) at
the Combat Maneuver Training Center
(CMTC), Hohenfels, Germany, and a Rein-
forcing Artillery Battalion Trainer and S3
Operations Trainer at the National Training
Center (NTC), FortIrwin, California. He com-
manded the 2d Battalion, 82d Field Artillery,
(2-82 FA), 1st Cavalry Division, Fort Hood,
Texas, and C/2-9 FA (Pershing), 56th FA
Command in Germany. Among other as-
signments, he was the Division Artillery
Executive Officer and Deputy Fire Support
Coordinator in the 2d Armored Division,
also at Fort Hood. He holds two master’s
degrees, including a Master of Strategic
Studies from the Army War College at
Carlisle Barracks, Pennsylvania
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The New JFEC and Targeting

Freedom (OIF) 11, the leadership

of Task Force (TF) Danger, 1st
Infantry Division (1st ID), realized it
needed to transform its conventional
targeting team. Many of the partici-
pants in the joint fires and effects cell
(JFEC) normally train for and operate
in high-intensity conflict conditions as
part of a deep operations coordination
cell (DOCC), planning 24, 48 and 72
hours out. The DOCC had to evolve
into a counterinsurgency-focused ele-
ment that concentrated on effects-based
operations (EBO) planning and execu-
tion up to several months out.

The division applied similar proce-
dures during several deployments to
the Balkans. Many of the problems en-
countered in Irag are similar to thosein
theBalkans, but thecompl exity of those

I n preparation for Operation Iragi
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By Colonel Richard C. Longo,
Majors Marty P. Chavers,
Steven W. Nettleton and

Michael D. Goains,
and Captain Jonathan G.
Bleakley

problems and the violence resulting
from them were clearly more intense
and presented the 1st ID new chal-
lenges. The combination of the sheer
size of the battlespace, multiple ethnic
fault lines, severe economic ruin and
complexity of full-spectrum operations
against a violent insurgent required a
different approach.

e Consideringtheproblems

¥ Y

and seeking to solve
them within the con-
structs of ends, ways

% and meansledtoady-
7 =\ namic and adaptable
4 processthat enabled us
to mass combat power
. and many combat en-
ablerssimultaneously.
ThelstID transformed
the DOCC into aJFEC

that synchronized lethal and nonlethal
fires, projects and funding to shape the
division's operating environment. In
the next few paragraphs, we provide an
overview of the JFEC and its battle
rhythm, processes and products and of
the methods employed for measuring
success.

The JFEC and Its Battle Rhythm.
Comprised of primary, special and per-
sonal staff members, the JFEC servesas
abridgebetween current operationsand
future plans, focusing one month out.
SeeFigure 1. JFEC operationsareover-
seen by thedivision artillery (Div Arty)
commander/fire support coordinator
(FSCOORD) and executed withthecom-
bined efforts of the deputy FSCOORD,
divisioninformationoperations(lO) of -
ficer and the division targeting officer.

The division targeting officer serves
as the key enabler of the day-to-day
operationsof the JFEC. He gathersdata
from the major subordinate commands
(MSCs), writes initial draft orders re-
sulting from the work of the JFEC and
conducts all the legwork to ensure that
information continually flows from
lower to higher echelons.

=
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Three key venues comprise the delib-
erate process that serves to coordinate
the JFEC’ sactions: theWorking Group,
the Nomination Board briefing and the
DivisionCommander/Commanding Gen-
era’s(CG's) Update. The JFEC Work-
ing Group mesets three times weekly to
conduct detailed analysis and develop
products. At mid-month, the JFEC briefs
the CG at the Nomination Board, apre-
sentation of the proposed prioritization
of effects for the next 30 to 45 days.

Theresultsare publishedinadivision
fragmentary order (FRAGO), titled the
effects tasking order (ETO). The ETO
incorporates themes and messages that
support taskings to staff and subordi-
nate units. It is based on input from all
involved and staffed through the G3
and chief of staff. The CG edits it,
ensuring hisintent is met.

The CG’sUpdate occurs at the begin-
ning of the month and focuses on as-
sessing the previous month’s effects.

Additionally, the JFEC may convene
acrisisactionteamat unscheduledtimes
in responseto certain critical situations
to help synchronize a specific current
operation. The team was instrumental
in the division’s response to the com-
plex situation in Samarra during the
August and September 2004 timeframe,
integrating lethal and nonlethal effects
aswell asfunding and projectssupport-
ingfull-spectrum operationsinthat city.

In addition to our internal meetings,
therearethreeprimary forumsby which
the 1st ID leadership garnersinput and
conveysimportant messagesto the Ira-
gis: thebiweekly Iragi Senior Advisory
Council, the monthly Sheiks' Council
and the monthly Governors' Confer-
ence. The JFEC isresponsiblefor these
forumsand ensuresthethemesand mes-
sagesarticulated at them arenested with
thosepublishedinthe ETO. Thediscus-
sions that occur at these forums enable
the CG toincrease his understanding of
thecultural, security, economic and po-
litical environment across the area of
operations (AO) and address the
division’s themes and messages.

TheIragi Senior Advisory Council is
comprised of sheiks, imams, business-
men, academicians, government lead-
ers and former military commanders.
These participants represent all ethni-
citiesfrom each of thefour provincesin
the AO. The CG briefs them on issues
currently needing attention; the suc-
cessesthedivision hasachieved in spe-
cific areas; and the progress on efforts,
such as preparations for the upcoming

Field Artillery ¥ March-April 2005

*G3 * CA
* G3 Plans * G4
> G2 * G5
= PCO * G6
* ALO * PMO
= SWO * PAO
* G3 Air * FSE
« ACE * Chaplain
* SJA = POLAD
*10 * LNOs
* PSYOP
Legend:

ACE = Analysis Control Element
ALO = Air Liaison Officer
CA = Civil Affairs
FSE = Fire Support Element
10 = Information Operations
LNOs = Liaison Officers
PAO = Public Affairs Office
PCO = Projects Coordination Office
PMO = Provost Marshal’s Office
POLAD = Political Advisor
PSYOP = Psychological Operations
SJA = Staff Judge Advocate
SWO = Staff Weather Officer

Figure 1: Roll Call—1st Infantry Division
Joint Fires and Effects Cell (JFEC)

elections. The Iragi Senior Advisory
Council aso breaks down into eco-
nomic, political, cultural and security
subcommittees to discuss key aspects
of theissuesat hand in pursuit of useful

input from community leaders.

The Iragi Senior Advisory Council
enabled the CG and staff to see solu-
tionsto complex problemsthrough Iragi
eyes.

TheSheiksCouncil enablestribal |ead-
ers in TF Danger’s four provinces to
bring to light issues affecting them and
their tribal constituents. It is also an-
other chancefor the CG to engagethem
with themes and messages that support
the effects outlined in the ETO.

TheGovernors Conferencebringsto-
gether provincial governors and bri-
gade combat team (BCT) commanders
with the CG and his staff. When as-
sembled, this group worksto develop a
common understanding of political and
military issues in the AO and recom-
mends courses-of-action (COAS) for
meeting those needs.

Targeting Transformed. Thefunda-
mental targeting process of decide, de-
tect, deliver and assess (DA) is the
foundation of the JFEC. Although doc-
trine laid the groundwork for develop-
ing TF Danger's JFEC, non-doctrinal
tactics, techniques and procedures
(TTPs) had to be developed and modi-
fied to fit the operational environment
and promote lethal/nonlethal effects-
based targeting.

During the decide phase, the CG's

1st ID Commander Major General John R. S. Batiste and Task Force Danger Chief of Staff
Colonel Keith Cooper with sheiks representing the tribes in Area of Operations Danger.
Ms. Suzanne Inzerillo, US State Department Political Adviser, is on the left, back row.
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intent; the MultiNational Corps-Iraq
(MNC-I) lines of operations, MNC-I
effects; specified tasks; and the predic-
tion of the future operating environ-
ment based on the mission, enemy, ter-
rain, troops, time available and civil-
ians(METT-TC) inthe AO all are used
to devel op effects, tasks, resources and
measures of effectiveness (MOES).

The desired effects are then priori-
tized, becoming the high-payoff effects
list (HPEL). See Figure 2 for an ex-
ample of aHPEL.

Once the HPEL is established, the
JFECwargamescritical capabilitiesand
vulnerabilitiesto determinethe optimal
assets and resources to detect targets
and deliver the effects. A holistic con-
sideration of all available assets is es-
sential—be it a guided bomb unit-32
(GBU-32), an infantry company con-
ducting cordon and search operations, a
civil affairs (CA) team rebuilding a
school, a public affairs (PA) team
spreading a message to the populace or
any combination of these and other
methods.

Thekey tounderstanding effects-based
targeting is an expansion in our task
lexicon. Fire supporters and maneuver
commandersarevery familiar withdoc-
trinal tasks, suchas* deny, limit, disrupt
and destroy.” However, we must now
consider theentirejoint publicationtask
list (JPTL), paying special attention to
| O-centric tasks (influence, inform, de-
grade, deceive, explait, tc).

For example, the JFEC may have to
develop tasks that support a modifica-
tion to a populace’s behavior or an

1. The credibility and capability of
the Iraqi Security Force (ISF)and
Joint Coordination Center (JCC)
continue to improve to achieve
Iraqi control.

2. Iraqi populace accepts the re-
sults of the elections and sup-
ports the elected officials.

3. The effects of improvised ex-
plosive devices (IEDs), vehicle-
borne IEDs (VBIEDs) and spec-
tacular attacks are minimized
throughout MultiNational Divi-
sion-North Central (MND-NC).

4. Perceptions of continuity and en-
during commitment are main-
tained by the Iragi populace dur-
ingrelief-in-place (RIP)or transfer
of authority (TOA) between the
divisions.

5. The attacks against infrastruc-
turearereduced inthe MND-NC.

Figure 2: October High-Payoff Effects List
(HPEL). This is an example of TF Danger’s
HPEL that guides production of the effects
tasking order (ETO).

increase in the operational effective-
ness of the Iragi Security Forces (1SF).
Often agencies from echelons above
division (EAD), such as the Depart-
ment of State or Special Forces, are
approaching the same problems and
producing their own solutions. These
entities must be incorporated into the
team. Ensuring effective employment
of nonlethal assetscan bejust asimpor-
tant as applying lethal combat power.

Target Category: ISF, JCC & Populace

Effect 1: The credibility and capability of the Iraqi Security Force (ISF) and Joint
Coordination Center (JCC) continue to improve to achieve Iragi control.

Method: Exploit ISF training and operations with media coverage.

Unit/Agency | Task MOEs Status
Division PAO: Inform | Number of Local and Local: 24
ISF Cell & local and International Media Us: 12
PAO international | Attendees International: 19
m‘;dllaffn:‘_“ Number & Type of Radio: 16 Local/4 Int'l
in Mpedia Local and International TV: 5 Local/9 Int’l
Dg at ISF Broadcast and Pub- Print: 19 Local/8 Int’l
Y ' lication Representatives | Internet: 7 Local/4 Int’|
Number of Press 24 News Articles
Releases Supporting Supporting the
ISF Published in the Credibility of the ISF
Local Media

Figure 3: Measures of Effectiveness (MOEs). MOEs are gathered from staff and subordinate
units and help determine what effects will be tasked in the future.
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Theweight of decisions, such asthose
regarding the allocation of funding or
exploitation of media assetsinterna to
and separate from the division, cannot
be taken lightly.

Incorporating these agencies and fac-
torsinto the JFEC planning and imple-
mentation is vital to ensure unity of
effort, coordination and integration
throughout the AO.

The assess phase is the most difficult
and, in this environment, requires an
especially high degree of patience. The
division frequently engages in long-
term effects that take time to observe
and measure, possibly monthsor years.

To quantify the results, the JFEC de-
termines MOESs and measures of per-
formance (M OPs) associated with each
task. (See Figure 3 for sample MOES
for a specific task.)

These MOEs and MOPs enable the
division to gauge success or failure.
MSCsandtheir liaison officers (LNOs)
provide empirical datato help measure
success or failure. Thisis essential in
determining what actions are needed to
achieve the desired effects: sustained
attack by the same means, re-attack
using another means or terminate the
taskif thedesired effectswereachieved.
Additionally, the MOEsand MOPs are
the basis for the CG’s Updates.

Twelve months of combat have given
the 1st ID JFEC vital insight into what
it takes to synchronize and deliver ef-
fectstosupport the CG’ sintent. The 1st
ID JFEC has learned to synchronize,
integrate and achieve lethal and nonle-
thal firesand effects, projectsand fund-
ing that shape the division’s operating
environment.

Theproficiency that hasresulted from
thesemonthsof combat experiencemust
be sustained while at home station to
ensurethe1st Infantry Division’ sreadi-
nessfor the next operation. At the same
time, the key warfighting tasks the
DOCC doctrinally accomplishes can-
not fall by the wayside.

In OIF I, TF Danger quickly learned
that the transition from high-intensity
conflict to full-spectrum operations, or
vice versa, can occur in a matter of
hours. The agility required of units to
quickly and effectively make that tran-
sition only can come with practice—be
it through realistic training or adeploy-
ment, such as OIF I1.

Inworkingtoaccomplishitstasksand
seekingtoimproveitsorganization, the
JFEC continuesto enable TF Danger to
achieve the unity of effort necessary to
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gainirreversiblemomentumtowardthe
safety of and security for the Iraqi
people. As our TTPs develop and so-
lidify, thepeopleof Iragwill bethetrue
winners.

e

Colonel Richard C. Longo commands the
1st Infantry Division (Mechanized) Artillery
and deployed for Operation Iraqi Freedom
(OIF) IIl. He was previously the Chief of Task
Force XXI in Training Command; G3, Il
Corps Artillery; and Commander of the 1st
Battalion, 14th Field Artillery (1-14 FA), 214th
FA Brigade, also in Il Corps Artillery, all at
Fort Sill, Oklahoma.

Major (Promotable) Marty P. Chaversis the
Deputy Fire Support Coordinator and Chief
ofthe Joint Fires and Effects Cell (JFEC) for
the 1st Infantry Division (1st ID) while de-
ployed for OIF Il. He also served as the
Operations Officer for 1-7 FA, deploying
with the battalion as part of the Kosovo
Force (KFOR) 4B, and Brigade Fire Support
Officer (FSO) for 2d Brigade Combat Team
(BCT), both in Germany in the 1st ID. He
commanded B/1-319 AFAR, 82d Airborne
Division, Fort Bragg, North Carolina.

Major Steven W. Nettleton is the Informa-
tion Operations Officer in the 1st ID JFEC
while deployed for OIF II. He formerly com-
manded B/2-4 FA, 214th Field Artillery
Brigade at Fort Sill. He is a graduate of the
Command and General Staff College, Fort
Leavenworth, Kansas.

Major Michael D. Goains is the Information
Operations (I0) Field Support Unit Com-
mander and |0 Targeting Officer for the 1st
ID while deployed for OIF II. He also served
as the 10 Chief for KFOR 3B/4A and 10
Targeting Officer for the Combatant Com-
mand Field Support Unit in support of
Northern Command (NORTHCOM). He
commanded D/3-112 AR of the Texas Army
National Guard in Stephenville, Texas.

Captain Jonathan G. Bleakley is a Target
Analyst in the 1st ID JFEC while deployed
for OIF Il. He was the Mobile Subscriber
Equipment (MSE) Platoon Leader in the
121stSignal Battalion, 1stID,and Company
FSOfor1-18IN, 1stID, bothin Germany. He
holds a Bachelor’s Degree in History from
Colorado State University.

On Iraq’'s election day, | spent
from 0330 until 2230 on the streets
inour armored high-mobility multi-
purposewhed edvehicle(HMMWYV)
or at election centersfrom Tikrit to
Bagubah. Bagubahisoneof themost
dangerous cities that we patrol.

It was great to see al the people
voting. There were very few poll-
ing sites that Iragis were afraid to
go to—all others werefilled to ca-
pacity. One polling site in a nicer
neighborhood next to a police sta-
tion had 5,000 voters by 1400.

During our patrolling that day,
there were some attacks. We dis-
covered three improvised explo-
sive devices (IEDs), heard gun-
shots all around us and listened to
units in and around our sector on
theradio fighting it out with small
pockets of insurgents. We also
heard explosions and were pretty
closeto acouple of mortar attacks.

But the voters never fled during
those attacks. They just stayed to
vote—it was really cool.

The Iragi soldiers in the picture
with me were very proud of what
they were doing. They kept telling
me that the people at the polling
site they were guarding did not
have to worry because “| shoot Ali
Babal” (They call al bad guysand

Irag’s Election Day
A Redleg on Patrol in a Tough Neighborhood

theenemy “Ali Baba.”) They wereproud
to show metheir well maintained weap-
ons and proud they were there to help
secure their people' s vote.

It was a great experience to be out on
the streets on election day in one of the
most dangerous townsin the 1st Infan-
try Division’s sector and see that the

Iraqi people were not intimidated,

that they were going to vote, evenif

they had to go to other neighbor-

hoods to do it. | am proud to have
helped make that happen.

CPT Jonathan G. Bleakley

Target Analyst, 1st ID, JFEC

FOB Danger, Tikrit, Iraq

soldiers who were in Baqubah with him to guard a polling site. The site was in 1st
Battalion, 6th Field Artillery’s sector.
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TF 2-2 IN FSE AAR:

Indirect Fires in the Battle of Fallujah

By Captain James T. Cobb,

First Lieutenant Christopher A. LaCour
and Sergeant First Class William H. Hight

Task Force 2d Battalion, 2d
Infantry’ s(TF 2-2IN’s) firesup-
port element (FSE) operated as
a mini-brigade FSE during the
Battle of Fallujah. The FSE co-
ordinated the combat effects of
Army, Air Force and Marine
assets more autonomously than
the traditional, doctrinal bat-
talion-level FSE—a model of
joint interdependency.

Although the FSE did not have
joint personnel assignedtoit, it
worked closely with thebrigade
air liaison officer (BALO), who
was chopped to TF 2-2 IN, and
functioned asa “ Joint FSE,” if
you will.

Ed.

EMORANDUM FOR
IVI RECORD: FSE, TF2-2IN,
3dBrigade Combat Team
(BCT), 1st ID, Operation Iragi Free-
dom(OIF) 11, Forward Operating Base
(FOB) Normandy, Mugdadiyah, Iraq
APO AE 09392 (AETV-BGR-FSE),
1 December 2004.
Subject: After-Action Review
(AAR) for the Battle of Fallujah
1. Background and Mission. The
Battle of Fallujah was conducted
from 8 to 20 November 2004 with
the last fire mission on 17 Novem-
ber. The battle was fought by an
Army, Marineand I ragi forceof about
15,000 under the | Marine Expedi-
tionary Force(IMEF), sweepingfrom
north to south. The joint and com-
bined force cordoned the city and
searched door-to-door, clearing build-
ings and engaging insurgents in the
streets—reputedly themost fierceur-
ban fighting for Marines since the
Battle of Hue City in Vietnam in
1968.
Fallujah is roughly 40 kilometers

west of Baghdad onthe EuphratesRiver.
Itspopulation beforethebattlewasabout
250,000 people; however, TF 2-2 IN
encountered few civilians in its attack
south.

TF 2-2 IN’s mission initially was to
attack south to Phase Line (PL) Fran
(Highway 10) from the northeastern
edge of the city to protect our eastern
flank and destroy the anti-lragi Forces
(AIF), keeping thelinesof communica-
tions open. For the attack, the city was
sliced north and south into six areas of
responsibility (AORs): TF 2-2 IN on
the northeastern slice of the city with
TF 1-3 Marines on our western flank
followed (east to west) by TF 1-8 Ma-
rines, TF 2-7 Cav, TF 3-5Marinesand,
finally, TF 3-1 Marines in the north-
western AOR al ongthe EuphratesRiver.

During the attack, many fragmentary
orders (FRAGOs) were issued, which
pushed TF 2-2 IN south of PL Fran to
the southern edge of the city. TF 2-2
IN’s rear tactical operations center
(RTOC) andtwo M 109A6 Pal adin how-
itzers were at Camp Fallujah (22 kilo-
meters southwest of Fallujah) from
which the Paladins fired during the
Battle of Fallujah.

Thecity isabout five kilometerswide
and five kilometers deep. It is divided
east and west by Highway 10 with resi-
dential neighborhoods to the north and
theindustrial sector in the south. In the
most southern sector of thecity isapoor
neighborhood that was filled with for-
eignfighters, dubbedthe“Martyr’ sDis-
trict.” Thiswas the sector in which we
encountered the heaviest resistance.

2. Enemy Forces. In TF 2-2 IN’s
AOR, the AIF had emplaced many ob-
stacles and fortified buildings as
strongpoints, dug trenches and estab-
lished fighting positions and bunkers.
Additionally, the enemy had rigged
buildingsand vehicleswith explosives.
Along the southeastern portion of the

city, the AIF emplaced rockets as
remotely controlled direct fireweap-
onsagainst any Coalition Forcesthat
attempted to attack fromthe south or
east of the city. The enemy aso
emplaced improvised explosive de-
vices (IEDs) and mines along key
routesand at i ntersectionsto impede
and funnel Coalition Forces' move-
ment. V ast caches of AIF munitions
had been positioned throughout the
sector for tactical resupply.

3. Friendly Forces. TF 2-2 IN de-
ployed to Camp Fallujah under the
operational control (OPCON) of
MarineRegimental Combat Team-7
(RCT-7), 1st MarineDivision. TF 2-
2N’ stask organization consisted of
one mechanized infantry company,
one armored company, the brigade
reconnaissance troop (BRT), one
Iraqi Intervention Forces (11F) Bat-
talion (-), one engineer platoon, two
M109A6 Paladins (positioned on
Camp Fallujah), four organic 120-
mm mortars and two 81-mm mor-
tars. Four Air Force joint terminal
attack controllers (JTACs) were at-
tached from the 3d BCT headquar-
ters and sliced out to the maneuver
companies with one BALO and an
enlisted driver in the task force tac-
tical command post (TAC).

4. Artillery Fires. Aspart of TF 2-
2 IN, the M109A6 Paladins and a
platoon fire direction center (FDC)
were attached in direct support (DS)
to the TF. For most of the fight, this
wastheir only role. Later, after TF 2-
21N hadreacheditslimit of advance
(LOA) at PL Fran, it also wastasked
to support RCT-7.

The Paladins were in a position
area(PA) in Camp Fallujah adjacent
to the Marine Corps and a battery of
Paladins from the 1st Cavalry Divi-
sion, A/3-82 FA, that was attached
tothelMEF. ThisfacilitatedtheFA’s
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sharing meteorological (Met) data
and survey and relieved the platoon
of self-security.

a.OrganictotheTF. Asanorganic
part of the TF, the howitzers pro-
vided accurate, timely firesthrough-
out the fight, delivering 925 rounds,
mostly indanger-closefires. Asdedi-
cated assets to the TF, Paladin fires
were greatly expedited in a 360-de-
gree fight with fluid targets and a
rapidly advancing maneuver force.
Firemissionstook lessthantwomin-
utes from the initial call-for-fire
(CFF) to rounds down range.

b. Responsibilities of TF FSE. The
TF FSE assumed responsibility for
coordinating with the TF 2-2 IN $4
for ClassV resupply, positioning the
platoonand selecting shell-fuzecom-
binations. The TF FSE cleared fires
at the TAC aong with the TF battle
captain or S3. Clearance of fires was
executed by demanding accuratecom-
pany frontline traces and forward ob-
server (FO) locations at regular inter-
vals and battle tracking in detail.

c. Role of the Artillery. The artil-
lery wasused indoctrinal roles, such
as screening theinitial point of pen-
etration, preparatory fires, closefire

dinate (MAXORD) exceeded the
closeair support (CAS) ceiling, lim-
iting mortar fires.

b. Platoon Security. The mortar
platoon operated outside of Camp
Fallujah at various firing points and
had to pull self-security. It was
manned to do so with no degradation
of fires. The platoon received enemy
indirect fires frequently during the
fight and wasforced to displace. But
duetosuperior training and good man-
euverability, it quickly displaced, re-
set and resumed operations.

6. Danger-Close Fires. Danger-
close missionsweretherule, not the
exception. 2/A/1-6 FA, our Paladin
platoon, and Thunder Base, our 120-
mm mortar platoon, quickly earned

SPC Deretinald Batiste, Task Force 2d Battalion, 2d
Infantry (TF 2-2 IN), looks for snipers in Fallujah
during Operation Al Fajr on 11 November 2004.

our confidence in their abilities to
delivertimely and, moreimportantly,
accuratefires. Weroutinely had 155-
mm and 120-mm fires within 200
meters of friendly forces. Less fre-
guently, 81-mmmortarsfired within
100 meters.

a. Walking FiresIn. We could de-
liver fires in various ways. The na
ture of MOUT actualy helped us
mitigatetherisk of danger-closemis-
sions because the houses and struc-

Photo by SPC Brandi Marshall, 55th Signal, Combat Camera

support and disruptive deep fires, as
well as in non-doctrinal roles, such as
clearing routes of IEDs and breeching
minefields.

Using Paladins directly attached to
the TF gave usatremendous advantage
inthefight. Our tactics, techniquesand
procedures (TTP) were effective and le-
thal and gave maneuver TFs greater
flexibility, firepower and mobility.

Theoverall performancewasoutstand-
ing. By using FOs and accurate intelli-
gence-driventargeting, theartillery was
a driving force in the TF's ability to
attack through a large city with mini-
mum casualtiesin six days.

d. Massing Fires. The only drawback
wasour inability tomassfiresontargets
dueto having only two guns. Whilewe
did have general support reinforcing
(GSR) assets, they were slow, cumber-
some and more difficult to coordinate
with than our organic systems. Trust
wasalso anissueasthe vast majority of
our fireswere danger-close, and wedid
not know the proficiency level of the
supporting guns.

Whileit did not impact our operations
overall, at times the physical and psy-
chological effects of massed artillery
fires were the preferred effects. We
could use our 120-mm mortars when

24

we wanted to massfires, but additional
155-mm howitzers would have been
more effective.

5.Mortars. The Thunder Mortar Pla-
toon that isorganic to 2-2 IN proved to
bethe equal of theartillery in thisfight
in terms of accuracy and responsive-
ness and was an integral part of the
indirect fires used.

When provided the five requirements
for accuratepredictedfires, mortarswere
every hit as accurate and deadly as
artillery. Thefirepower of the 120-mm
munitionsallowed ustorespond quickly
with overwhelming firepower when
needed. During the course of the battle,
mortars fired 942 rounds of timely, ac-
curatefires.

a. Mortar Challenges. Our mortar pla-
toon received two M252 81-mm mor-
tars before deploying to the Fallujah
AOR. These were useful indirect fire
weaponswhen closefireswererequired.
The only drawback was they had no
sights. To use them, we had to take
sights from the 120-mm tubes and use
the sightswith the 81-mm mortars, tak-
ing two 120-mm tubes out of the fight.

The mortars' high angle of fire was
preferable for military operations in
urban terrain (MOUT), but there were
times when the mortars’ maximum or-

tures served as buffers for effects be-
tween friendly forces and the target.
The most widely used method when
bringing firesinwasto “walk” thefires
inclose, using adjustmentssent froman
observer. Beforegoingintothefire-for-
effect (FFE) phase, friendly companies
about toreceivedanger-closefireswere
alerted and given time to button up or
take cover.

b. Danger-Close Redefined. Per doc-
trine, the smallest munitions were used
closest to the frontline traces of the
maneuver el ement andlarger munitions
at greater distances. Although thistech-
nique was used, rarely were any fires
outside of the doctrinal danger-close
600 meters. That wasthe" deegpfight” in
this environment, and to have consid-
ered it asdanger-close and followed all
of the existing procedures for adjust-
ment would have decreased the effec-
tiveness of indirect fires.

7. FOs. The FOs played akey rolein
thisfight. Weplaced afiresupport team
(FIST) with A/2-2 IN, an FO with the
BRT and a fire support officer (FSO)
with A/2-63 AR. The FIST with A/2-2
IN included a sergeant (promotable) as
the FSO, a private first class as radio-
telephone operator (RTO) and a ser-
geant in two of the three platoons. One
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of our team chiefs, a sergeant who was
an experienced FO, became the BRT
FO. We did not have the manning to
deploy full FISTs but compensated by
deployingleaderswherethey weremost
effective; the FSE platoon was at 50
percent strength.

a. BRT FO Positioning and Reconnoi-
tering. A/2-2and A/2-63weredepl oyed
inthecity for most of the fight with the
BRT screening to the east. Due to the
BRT's position outside the city, the
BRT FO Sergeant Raymond Sapp had
excellent observation from dominant
terrain and was decisive in the early
fight. He was in position very early
before the attack. This was excellent
TTP that allowed us to adjust the pre-
planned smoke fires for breeching op-
erations and destroy enemy observa-
tion posts (OPs).

Asany combat training center (CTC)
fight tells us, he who wins the recon-
naissance fight will do well. Sergeant
Sapp could destroy enemy OPs early
and refine target locations as well as
confirm or deny that targets we had
planned were viable, such as AlF tar-
gets or buildings that did not appear to
have been recently inhabited. Hisloca-
tionwiththe BRT outsidethecity look-
inginenabled himto seetheentirebattle-
field and service targets throughout.

He used the BRT’s long-range ad-
vanced scout surveillance system
(LRAS®), an excellent piece of equip-
ment that allowed him to accurately
locate targets, day or night, with 10-
digit grids. LRAS® is superior to the
ground/vehicular laser locator designa-
tor (G/VLLD) in both optics and target

location, has night-vision optics and
can be mounted on vehicles. If scout
and BRT elementshavethisequipment,
fire supporters also should haveit.

b. City FOs Kept Moving. The other
observers were not as fortunate during
the early phases of the fight because
they weredowninthecity and could not
readily occupy OPs on dominant ter-
rain. The platoons that included FOs
could not afford the time or manpower
to establish an OP whilethey were con-
ducting the attack.

However, during halts or while the
platoons occupied strongpoints, the
observersestablished OPsand destroyed
targets. Theplatoon FOscameinto play
mainly beforethetask force crossed the
line of departure (LD) when they could
occupy OPson rooftopsand adjust pre-
paratory fires. Sergeant Randall Laird
was very effective at adjusting rounds
onto specific houses and destroying
them before we crossed the LD.

c. FO Vehicles. TheFOshadtoridein
the back of Bradley fighting vehicles
(BFVs) or M113s to move around the
battlefield, degrading both their com-
municationsand ability to observefires.
The TF FSO chose not to bring our two
FIST vehicles (FISTVs) to thefight for
the following reasons. they are me-
chanically unreliable; wecould not man
them, given our personnel strength; and
they cannot stay abreast of maneuver
forcesin Bradleys.

Instead we had M1114 up-armored
high-mobility multipurpose wheeled
vehicles (HMMWYVs) with all related
equipment in them although they often
were |eft in the combat trains with the

Soldiers assigned to to A/2-2 IN clear the upstairs of a house in Fallujah on 11 November 2004.
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FSO’s riding in the company com-
mander’s Bradley.

We could have used the new Bradley
fire support team vehicles (BFISTVYS)
with the personnel to man them.

d. Attached CompanieswithNoFISTs.
One of the biggest issues for FOs and
manning was attached companiesfrom
other battalions that did not bring their
FIST personnel. A/2-63 AR brought
only one second lieutenant for fire sup-
port—no other FISTers. This severely
degraded its ability to use fires during
the battle, especially when its FSO was
wounded in action (WIA).

A company attached as part of a TF
must bring its entire FIST, particularly
in aMOUT fight. If not, the ability to
support that company with firesis ex-
tremely difficult.

8. Other Equipment. Beforedeploy-
ing to Fallujah, we made deliberate
choices about what equipment to bring
and what to leave behind, and therewas
equipment we should have had but did
not have.

a. Fire Support Gear. The FOs had
single-channel ground and airborne ra-
dio systems (SINCGARS) manpacks,
binos, acompass, Viper-2 night-vision
goggles and precision lightweight glo-
bal positioning system receivers
(PLGRs). Communications were ad-
equate. They weredegraded when mov-
ing, but once OPs were established,
they worked well.

The Viper-2 is an excellent tool for
FOs. In conjunction with the PLGR, it
reliably provided accurate target loca-
tion.

The Blue Force Tracker was a good
tool to use at the TF FSE. It provided a
good pictureof forcesonthebattlefield,
but could not give friendly unit loca-
tions consistently enough to clear fires.
It is useful for targeting when imagery
isloaded.

Theflash,immediate, priority androut-
ing (FIPR) messaging function of Blue
Force Tracker was a good tool we did
not use fully. It could have been very
effective in communicating and pass-
ing fire support products from TOC to
TAC and vise-versa.

b. Joint Surveillance and Target At-
tack Radar System (JSTARS). We used
JSTARS as atargeting tool. The assis-
tant FSO and S2 collected JSTARS data
at the TOC and passed it to us astarget-
ing data to be serviced with indirect
fires.

c. Advanced FA Tactical Data System
(AFATDS). We did not have AFATDS
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in the FSE, although
2/A/1-6 FA’s platoon
operations center
(POC) did. Thebattal-
ion-level FSE hasonly
one AFATDS, and it
wasat FOB Normandy
to support counter-
strike operations.
WeneedtwoAFATDS
at thetask force level.
Twicewe' vehadtoex-
ecute split operations
and leave the AFATDS
behind (Najaf, April

2004).
Fireswerecontrolled

at the TAC. With the

vehicle available, we

could not have used
AFATDS, although

A precision air strike takes out an insurgent stronghold as Coalition Forces move
forward through Fallujah during Operation Al Fajr.

times.

10. CAS. We used
CASwell inthisfight,
droppingmorethan 15
guided-bombunit-12s
(GBU-12s),whichare
laser-guided 500-
pound bombs; four
2,000-pound joint di-
rect attack munition
(JDAMS) penetrators,
andoneMaverick. We
alsohad morethan six
hoursof AC-130 Spec-
ter gunship support.

a. CASEffectiveness.
Wehad problemswith
the GBU-12s. At least
fivedudsweredropped,
al from F/A-18s. The
AC-130 was an awe-

USMC photo by LCpl Thomas D. Hudzinski, 1st Mar Div

with a BFIST, we
would have been able to.

We did not use the lightweight for-
ward entry device (LFED); it was too
time-consuming to input targets of op-
portunity, andtherewasno AFATDSat
the battalion FSE.

9. Munitions. The munitions we
brought tothisfight were 155-mm high-
explosive (HE) M 107 (short-range) and
M795 (long-range) rounds, illumina-
tion and white phosphorous(WP, M110
and M 825), with point-detonating (PD),
delay, time and variable-time (VT)
fuzes. For the 120-mm mortars, we had
HE, illumination and WP with PD, de-
lay and proximity fuzes. We also car-
ried 81-mm HE with the same fuzes.

a. Range of Munitions. Themunitions
at our disposal gave us excellent flex-
ibility. The 81-mm munitions allowed
us to deliver extremely close fires to
friendly forces while we used larger
caliber munitionsto engageand destroy
heavily fortified houses and bunkers.
The standard table of organization and
equipment (TOE) for a mechanized
battalion does not include 81-mm mor-
tars, something the Army should exam-
ine and correct.

b. White Phosphorous. WP proved to
be an effective and versatile munition.
We used it for screening missions at
two breechesand, later inthefight, asa
potent psychological weapon against
theinsurgentsintrench linesand spider
holes when we could not get effects on
them with HE. We fired “shake and
bake” missions at the insurgents, using
WP to flush them out and HE to take
them out.

¢. HexachloroethaneZinc (HC) Smoke
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and Precision-Guided Munitions. We
could have used these munitions. We
used improved WP for screening mis-
sionswhen HC smokewould have been
more effective and saved our WP for
lethal missions.

We had several important targets, of-
tenreinforced housesthat FOshad eyes
on, that would have been more effec-
tively engaged with aprecision-guided
munition, such as Copperhead with its
shaped charge or the developmental
Excalibur Unitary round that is con-
crete piercing (to be fielded in 2006).
Barring theuseof such precision-guided
munitions, concrete-piercing (CP) fuzes
would have been more effective than
delay and PD fuzes were, but the latter
were satisfactory.

d. Ammo Resupply. The biggest chal-
lenge we had was ammunition resup-
ply. Theamount of munitionsexpended
was surprising, and we had to struggle
tokeep our cannonsand tubes supplied.
Thetargeting officer at the TOC and the
4 did afantastic job of obtaining am-
munition, but in the future, it would be
easier to over-anticipate ammunition
needs before the fight and stockpileit.

The Marines gave us what they had,
and the location of the Paladin platoon
on FOB Fallujah helped greatly. The
fact that the Paladin platoon brought a
palletized loading system (PLS) was a
huge plus. It allowed the $4 to coordi-
nate for ammunition and the Paladin
platoon to pick it up.

Inthefinal analysis, it all worked, but
I recommend we not put ourselves in
that position again. We never ran out of
ammunition, but we came close several

someweapon, operat-
ing at night and prepping our deep
battl espace with outstanding accuracy.
The four JDAM penetrators were
dropped on a bunker complex with ex-
cellent results. The bunker and more
than 20 AIF were destroyed.

Initially, we had difficulty working
with Marine air. However, once our
JTACs learned the system, it worked
ratherwell. Anairliaisonofficer (ALO)
from the Marines at the TOC would
have helped in the early stages and
facilitated theuseof moreMarine CAS.

b. Pulling Timely Air Assets. While
the Air Force JTACswereuseful onthe
ground, they had limited success pull-
ing timely air assets. A TOC ALOisa
must for two reasons: first, a Marine
ALO with direct access to higher will
pull air assets more quickly and be able
to disseminate their fires faster than an
Air Force JTAC ontheground. Second,
you need an officer who understands
the Marine system attached to the FSE
for better coordination.

Air assets are requested through adif-
ferent system than indirect lethal fires.
An ALO with two radios tied in to
higher and the battalion is a must and
will cut air request times in half. Al-
though air was planned, it often was
difficult for the battalion JTAC to talk
to the RCT-7 ALO and get air when
needed.

¢. CASand Other Indirect Fires. A big
lesson isthat CAS was not a substitute
for responsive artillery and mortars.
CAS was most effective in the deep
fight, particularly when used onintelli-
gence-driven targets.

11. Unmanned Aerial Vehicles
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(UAVs)and Tactical UAVS(TUAVS).
UAVswereanintegral part of thisfight
and should be included in any future
planning. The UAVsin thisfight—the
Predator, Shadow, Hunter and Pio-
neer—were very effective for preci-
sion, intelligence-driventargeting. Their
targetsoften were built-up strongpoints
being fortified or occupied before our
attack.

a. Targets in the Deep Fight. The
UAVsgave usagreat advantage in the
deep fight, usually beyond the coordi-
nated fireline (CFL). We engaged what
the AIF considered safe areas well in
advance of the forward line of troops
(FLOT), destroying the AIF's com-
mand, control and communications(C?)
nodes and denying them any respite
from the fight, a tremendous psycho-
logical advantage.

Except for the Raven TUAV, the
UAVs provided 10-digit grids and ac-
curate target descriptions, allowing us
to choose the most appropriate weapon
for the targets. The Raven also did not
have enough loiter time to obtain the
information we needed.

b. Targets of Opportunity. We at-
tempted to initiate and adjust fire mis-
sions against targets of opportunity us-
ing UAV sasobservation platformsand
were unable to do so in a timely and
accurate fashion. It was difficult to co-
ordinate with the platform operators
who were great distances away (some
stateside) to give usthe viewing angles
needed for adjustments.

TheTFTOC used UAV sfor targeting
and as observers for fire missions sev-
eral times. But unless the UAV's were
looking straight down, thegridreceived
usually was off by several hundred
meters. When adjusting fromthe Preda-
tor, the delay on the feed is about 20 to
30 seconds. The Shadow or Scan Eagle
isabetter platformfor battalionindirect
fires as they are more responsive and
more easily adjusted.

We displayed the UAV feed in the
TOC on a projector so the FSE could
coordinateand call for fires. Theeasiest
way to call for firesisto create aficti-
tiousobserver and adjust through cardi-
nal directions (the operators flying the
UAVs are not trained in calling for
fires). We need to develop TTP for
adjusting fireswith UAVs.

The way to use a UAV isfor the TF
FSE to havethisasset under itscontrol.
It wasan almost insurmountabletask to
coordinate for and adjust fires accu-
rately using UAV s because the control -
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ling element had to describetherounds’
impact.

12. Personnel Manning. Big prob-
lemsin thisfight were lack of fire sup-
port personnel with concurrent opera-
tionsintwo separategeographical loca-
tions. The TF 2-2 IN FSE had 14 of 30
authorized personnel beforethetactical
road march to Fallujah.

a. Fire Support Personnel. TF 2-2 IN
forward deployed with a 10-man FSE,
including FIST personnel, leaving four
personnel behind as part of the S5 and
operations sections.

Even when the TF fire support NCO
wasabletojointhe FSE, the shortage of
personnel stretched the FSE. At the
TOC, the targeting officer and RTO
literally slept next to the radios. Until
theTFFSNCO arrived, the TF FSOwas
forced to maintain 24-hour operations
for three days.

Thecompany FSOfor A/2-63 ARwas
WIA on Day +3, leaving that company
with no organic FSE to facilitate fires,
effectively taking them out of the indi-
rect fire fight.

b. Manning Effects on the Fight. The
shortage of fire support personnel put
unnecessary strain on maneuver ele-
ments and damaged our ability to de-
tect, engage and destroy targets. In fu-
ture combat deployments, it isimpera-
tivefor the Army to ensure fire support
personnel are at or near 100 percent
strengthto avoid the problemswefaced
in thisfight.

13. Training. The training that pla-
toon, company and battalion personnel
received at the various CTCs paid off
richly. Our firesupporterscould handle

any mission presented to them.

TF 2-2 IN FSE conducted danger-
closetraining several timesin Irag that
paid huge dividends in the Battle of
Fallujah.

a. Confidencein Fires for the Force.
FOs were confident in their ability to
call for and adjust close fires and often
did so. Training with our organic mor-
tar platoon facilitated our fire missions
inFallujah. Weoftenworkedwiththem,
knew their capabilities and were su-
premely confident in them.

Although we had not worked with 2/A/
1-6FA beforedeployingto Fallujah, the
battery’ sperformance early in thefight
quickly won our confidence.

b. Importance of Danger-Close Live-
FireTraining. In our timeinthe Army,
we have had limited live-fire training
for danger-closemissionsuntil last sum-
mer in Iraq. The typical training of
initiating and adjusting rounds on tar-
getsat great distancesisvastly different
fromtrainingfor danger-closefires. The
results of our missions clearly indicate
this type of training must be imple-
mented across the board for fire sup-
porters.

¢. Trainingfor MOUT. Wea solearned
that corrections in MOUT are much
smaller, often smaller thanthedoctrinal
minimum of add/drop 50 and left/right
30 that we are trained on. We often
found it necessary to make adjustments
smaller than these values to get rounds
on target, particularly when engaging
fighting positions, fortified houses,
trench lines and spider holes. The artil-
lery and mortars showed outstanding
flexibility inapplyingthesecorrections.

Soldiers attached to A/2-2 IN clear a house in Fallujah during Operation Al Fajr on 13 November

2004.
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The bottom line is that before engag-
ing in offensive operationsinaMOUT
environment, it is imperative that all
firesupport personnel arehighly trained
on call-for-fire and adjustment proce-
dures and their equipment. The MOUT
environment is extremely fast-moving,
andthereisnotimetowaste. Firesmust
beinitiated, adjusted and brought to the
FFE phase rapidly.

Paladins and mortars are an integral
part of this process, and must move as
rapidly astheobservers. Combinedlive-
firetraining for observers, the FDC and
the gunsis the answer.

14. Conclusion. The contributions of
indirect fireswere adecisive part of the
Battle of Fallujah and contributed tre-
mendously to the outcome of the fight.
They allowed the maneuver forces to
rapidly movethroughthecity withmini-
mum casual ties and demonstrated what
ajoint and combined armsteam can do.

The effects were physically and psy-
chologically devastating. Not only did
indirect fires destroy AIF personnel,
but they also destroyed their will to
stand and fight. Indirect fires also posi-

tively influenced our forces by demon-
strating to commanders on the ground
that overwhelming firepower was at
their disposal.

The Paladin platoon greatly increased
the TF sfirepower, timelinessand flex-
ibility, allowing us to move at an un-
precedented pace through a fortified
city.

We learned to use indirect fires early
and often in large volumes. During the
course of the battle, more than 2,000
artillery and mortar rounds were fired
and more than 10 tons of precision Air
Force munitions were dropped.

However, as successful as we were,
had the battle lasted longer it would
have been difficult to sustain fire sup-
port operations. We must learn from
this fight to prepare for the future.

At theend of thefight wethought back
on some of the things we were the
proudest of. What jumped to the fore-
front wasinfantry and tank platoon ser-
geants, platoon leaders and company
commanderstelling usthat theartillery
and mortars were awesome. At the end
of theday, thatiswhat itisall about: our

maneuver brethrenrecognizingwhy we
are called the “King of Battle.”
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Captain James T. (Tom) Cobb has been
assigned to 1st Battalion, 6th Field Artillery
(1-6 FA), 1stInfantry Division, and served as
the Fire Support Officer (FSO)for Task Force
2d Battalion, 2d Infantry, (TF 2-2 IN) in Op-
eration Iragi Freedom (OIF) Il, including
during the Battle of Fallujah. He also de-
ployed with Kosovo Force (KFOR) 4B.

First Lieutenant Christopher A. LaCour,
assigned to 1-6 FA, has been the Targeting
Officer for TF 2-2 IN in OIF Il, including
during the Battle of Fallujah. Also in OIF 11,
hewasaPlatoon Leader for2/C/1-6 FAand,
previously, a Fire Direction Officer in the
same battery.

Sergeant First Class William H. Hight, also
assignedto 1-6 FA, hasbeen TF2-2IN’s Fire
Support NCO since September 2003, de-
ploying in OIF Il and fighting in the Battle of
Fallujah. He also deployed to Bosniaas part
of the Implementation Force (IFOR) and to
Kosovo as part of KFOR 4B.

Captain Jason M. Bender, Senior
Fire Support Instructor, was named
the Officer Instructor of FY 04 at the
Aviation Warfighting Center, Fort
Rucker, Alabama. He received a
plaque for his performance from the
Commanding General of theAviation
Center and Fort Rucker, Brigadier
Genera E.J. Sinclair, inceremoniesat
theMuseum of Army Aviationin De-
cember 2004. Heal soreceivedastatue
from the Army Aviation Association
of America (AAAA).

Captain Bender is the Chief of the
Fires Branch at the Aviation Center
and has been aFire Support I nstructor
at the Center since December 2002. In
his previous assignment, he was a
Task Force Fire Support Officer as-
signed to the 1<t Battalion, 10th Field
Artillery, part of the 3d Infantry Divi-
sion (Mechanized) at Fort Benning,
Georgia. During hiscareer, hehas de-
ployed to Operation Allied Force as
part of Task Force Hawk in Albania
and Operation Desert Spring in Ku-
wait.

Redleg CPT Jason Bender Selected
Aviation Center Officer Instructor of FYO4

Captain Jason Bender, Senior Fire Support Instructor, receives a plaque for his
performance as Officer Academic Instructor of FY04 from Brigadier General Sinclair,
Commanding General of the Aviation Warfighting Center, inaceremony at Fort Rucker

last December.
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B/377 PFAR:

Platoon-Based Fires in Afghanistan

By Captain Shane P. Morgan,

First Sergeant Robert H. Levis and

Lieutenant Colonel Harry C. Glenn l1ll, IN

Two years after the beginning of
the Global War on Terrorism
(GWQT), B Battery, 377thPara-
chute Field Artillery Regiment (B/377
PFAR) and Task Force (TF) 1-501st
Parachute Infantry Regiment (PIR)—
TF Geronimo—deployed to Afghani-
stan in support of Operation Enduring
Freedom (OEF). Upon deployment, the
guestionwashow to effectively employ
cannon artillery and get the guns into
thefight. Thebattery |eadership studied
the enemy, terrain, culture and many
lessons |earned from the 101st and 82d
Airborne Divisions and 10th Mountain
Division during their OEF tenures.
Upon official notification of the
battery’s deployment order, 3-6 FA,
10th Mountain Division, sent an infor-
mative secure internet protocol router
network (SIPRNET) email to the bat-

tery commander stating, in part, “ OEF
artillery battery operations are 3200-
mils out from anything our leaders or
Soldiers had ever experienced.”

The best insight into forthcoming op-
erations was to break away from the
battery mindset and prepare to split the
unit into two three-gun or even three
two-gun platoons. Independent, split-
battery, 24-hour continuous combat
operations became the norm.

Distributing fires in support of com-
bat operations throughout noncontigu-
ousareas of operations (AOs) would be
strongly favored over mass for both
maneuver and their supporting artil-
lery. Simply put, to cover al elements
with fires, we needed to rapidly adapt
and organize our battery—six gunsand
aone-gun*“float”—intoaplatoon-based
battery.

The purpose of this article is three-
fold: to offer techniques that facilitate
platoon-based cannon artillery opera-
tions, to highlight some of TF
Geronimo’ scombat experiencesin OEF
and to explain why artillery platoons,
when properly equipped and manned,
best provide maneuver elements what
they need to win on today’ s battlefield.

Initial Combat Operations. In early
November 2003, TF Geronimo closed
on Forward Operating Base (FOB)
Salerno with 852 combat-ready para-
troopers tactically positioned to con-
duct continuous combat operations.
FOB Salerno is southwest of Kabul
along the Afghani-Pakistani border.
(See the map in Figure 1 on Page 30.)

Thefiring battery occupied and began
constructing a six-gun, 6400-mil fire-
base while establishing and maintain-
ing a 24-hour firing capability to sup-

A howitzer is sling-loaded to be
flown back to Forward Operating
Base (IiQB) Salerno, Afghanistan,
during Operation Avalanche on
14 December 2003. :

(Photo by Spc. Gul A. Alisan)




porttheTF. [twasduringthistimeframe
that the TF received a warning order
(WARNO) to prepare to deploy two
howitzersand associated personnel and
equipment via airlift for an indefinite
tasking in support of Kandahar Airfield
with a sequential, on-order mission to
support Bagram Airfield as part of base
defense plans.

It is important to note that AO
Geronimo covered more than 10,000
square kilometers and has flat terrain
within the Khowst Bowl and mountain-
ous, rugged, restrictive terrain along
the Pakistani border. In perspective,
AO Geronimo is more than three times
as big as the “box” at the Joint Readi-
nessTraining Center (JRTC), Fort Polk,
Louisiana, and twice as large as the
National Training Center (NTC), Fort
Irwin, California.

During mission analysis, questions
requiring immediate attention were
“How will this tasking degrade capa-
bilities and affect responsiveness? Can
the battery maintain the 24-hour
counterstrike requirement? Will this
limit theability to provideindirect artil-
lery support of maneuver operations
outside the wire?’

The answers to these questions were
forthcoming. But, for the time being,

theorder necessitated that B/377 PFAR
establish at least one two-howitzer fir-
ing platoon to operate independently
for a sustained, multi-month duration.

M ethodology. Why split-battery pla-
toon-centric operations? The answer is
tiedto adapting our capabilitiesto coun-
teract the enemy’ s advantages during a
counterinsurgency. Giventhesize, spec-
trum and austere environment of our
battlespace and the fleeting enemy we
werefighting, centralized planning and
decentralized execution was the pre-
ferred course-of-action (COA).

A significant task during any
counterinsurgency fight isthe ability to
collect actionable intelligence while
separating the enemy from the popu-
lace, drying up enemy safe havens. The
expectation that maneuver companies
canaccomplishthisessential task alone
isinvalid. If we areto mass our combat
power at the critical time and place,
then distributive and decentralized op-
erationsinvolving every available Sol-
dier is the most feasible option for ac-
complishing the task.

The greatest challenge for our
Artillerymenwashow to maintainindi-
rect fire support coverage for each ma-
neuver element throughout these op-
erations. The TF commander’s intent

Kandahar
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Figure 1: Platoon-Based Operations. While establishing its position area on FOB Salerno,
Task Force (TF) Geronimo’s B Battery, 377th Parachute Field Artillery Regiment (B/377 PFAR)
received a warning order (WARNO) to prepare to airlift two howitzers and associated
personnel and equipment for an indefinite tasking in support of Kandahar Airfield to the
south. B/377 PFAR had a sequential, on-order mission to support Bagram Airfield to the

north as part of base defense plans.
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for fires would not change during the
decentralized process. “Get the guns
intothefight.” Weunderstood that any-
thing short of meeting thisintent could
jeopardize the mission.

Without question, Sol diersfaced many
non-doctrinal tasksthroughout GWOT.
Certainly Redlegs in Operation Iraqi
Freedom (OIF) and OEF are perform-
ing these non-doctrinal tasksasarule,
not as exceptions.

If distributive operations throughout
noncontiguous AOs are to remain
strongly favored over mass and artil-
lery firescontinueto support all maneu-
ver operations, then artillery batteries,
or in this case, artillery platoons, must
be organized and equipped to support
these distributive ops.

Reorganization Techniques. Unfor-
tunately, when operating as a separate
battery, the manning and equipment
needed to split aunit “ come out of hide.”
Fillersfrom other FA batteriesor the FA
battalion staff are not part of theequation.
Our unit started this process with our
howitzer sections. (See Figure 2 on Page
31)

Ouitfitting our gun crews within the
three-platoon concept wastheeasy part:
we assigned first and second howitzer
sectionsinfirst platoon, third andfourth
howitzer sections in second platoon,
and fifth and sixth howitzer sectionsin
third platoon.

The next part, command and control
(C?), wasmore challenging. We needed
three leaders for C? of these platoons,
but our challengewasindecidingwhom
to task and how much risk we were
willing to accept.

After much deliberation, we assigned
our battery operationsofficer—whowas
excess on our modified table of organi-
zation and equipment (MTOE)—the
duties of the 1st platoon leader, thefire
direction officer (FDO) as the 2d pla-
toon leader and the battery executive
officer (XO) as the 3d platoon leader.
Theplatoon leaders' respectiveplatoon
sergeants were our chief of firing bat-
tery, gunnery sergeant and the most
senior howitzer section chief.

Creating three fire direction centers
(FDCs) from one proved our biggest
challenge. Fortunately, our headquar-
tersplatoon sergeant (al so excessto the
MTOE) was a Military Occupational
Specialty (MOS) 13D4P (Parachutist)
FA Tactica Data Systems Specialist
who provided expertisethroughout this
process. Histechnical creativity enabled
the unit to outfit three separate, fully
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mission-capable and certified platoon
FDCs.

During this internal battery transfor-
mation, we cross-leveled several mis-
sion-essential items, including hand-
heldterminal units(HTUs), battery com-
puter systems(BCS), firing charts, OE-
254 antennas and advanced system im-
provement program (A SIP)/FM radios.
Finally, our battery had created three
mobile FDCs in high-mobility multi-
purposewheeled vehicles(HMMWYVs)
and one static FDC at the firebase with
ahard-stand, advanced FA tactical data
system (AFATDS) and Blue Force
Tracker (BFT). Our static FDC was
collocated with the battery operations
center (BOC) in ageneral-purpose me-
dium tent that doubled as our 24-hour
C? and technical fire direction node
throughout the deployment.

Additional FDC leadership positions
included our primary chief computer’s
assuming the duties of the 1st platoon
FDC chief and our computer operator’s
certifying as the chief fire direction
computer of the newly created 2d pla-
toon FDC. After conferringwiththe TF
command sergeant major, the battery
was authorized to make its final key
leader move of gaining the assistant TF
operations NCO, an MOS 13C3P Tac-
tical Automated Fire Control Systems
Specialist, to be the FDC chief for 3d
platoon.

After many personnel moves and in-
tra-battery equipment transactions, the
unit had overhauled all key leader du-
ties and responsibilities. Each of the
three firing platoons had a platoon
leader, platoon sergeant and an FDC.
Each of the FDCs had one officer who
doubled as the platoon leader, one fire
direction NCO, two Soldiers and the
minimum mission-essential equipment
to conduct independent operations.
Within 60 days of arriving in theater,
werapidly had transformed our battery
into three two-gun platoons that were
fully mission-capable.

Initial Testing. 2/B/377th PFAR (19
personnel) was the first to deploy to
Kandahar Airfield under the new two-
gun platoon organization while the re-
mainder of the TF ramped up for Opera-
tion Mountain Avalanche. Thistheater-
wideoperation provided thebattery and
TF the opportunity to validate the artil-
lery platoons’ execution of their com-
bat tasks.

Avalanche was a combat operation
with many significant combined arms
lessons learned at all levels. The pri-
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Figure 2: B/377 PFAR Reorganization for
Platoon-Based Operations in Afghanistan.
B/377 PFARreorganized into four platoons.
Each firing platoon had two M119 105-mm
howitzers and afire direction center (FDC).
The Headquarters (HQ) platoon had one
“float” M119.

mary learning point for indirect sys-
temswasthat our platoon-based opera-
tions concept worked magnificently.
However, we also recognized that we
could no longer rely on mortarsto sup-
port the FOB counterstrike plan.

During this operation, FOB Salerno
received eight 107-mm rockets with a
point of origin (POO) greater than eight
kilometers from our FOB. With 2/B/
377 deployed to Kandahar and 1& 3/B/
377 deployed more than 30 kilometers
to the south, there was no indirect asset
inside the wire that could provide im-
mediatecounterstrikeonthe POOs. 120-
mm mortars are an outstanding indirect
system, but no mortar system can
counterstrikeanenemy 107-mmor 122-
mm rocket firing at or near their maxi-
mum ranges.

From December 2003 through July
2004, the battery maintained 24-hour
continuous 105-mm firing capability
from within the FOB with at least one
platoon FDC and one howitzer section
manning its position at all times. We
knew that every second counts in a
counterstrike—seconds can equate to
casualties, friendly or enemy casual-
ties. Theonly immediatedelivery means
to take out enemy rockets were B
Battery’s howitzers.

Our next combat operation, Moun-
tain Blizzard, closely mirrored Ava-
lanche and was another successful
combat operation. During the same
timeframe, 2/B/377 relocated from
Kandahar AirfieldtoBagram Airfield
and established a counterstrike link
with the Q-37 Firefinder radar posi-
tioned there.

Becauseof Operation Avalanche' skey
lessonlearned, 3/B/377 wasattached to
the FOB security maneuver company
and maintained alinkage with the Q-36

radar for a 24-hour firing capability.

Indirectfireassetsavailablefor Moun-
tain Blizzard were 1/B/377 and its two
guns and the 120-mm mortar platoon
from 3-6 FA that had supported the
TF s(-) conducting continuous combat
operationsin the far western portion of
our AO. Operation Mountain Blizzard
took 14 days and neutralized aterrorist
cell. The TF (-) then redeployed to FOB
Salerno to refit, recover and maintain
24-hour continuous counterstrike re-
sponsibility.

Combat History. Similar to all his-
torical combat operations, it was not
until the TF leadership conducted a
detailed 100-day after-action review
(AAR) that we understood the impact
of terrain, theelements, populationand,
most importantly, theenemy weneeded
tohuntdownandkill or capture. The TF
AAR focused all Geronimo leadersand
staff sectionson how we saw the enemy
and how we saw ourselves.

It was not until our leaders and troops
had collectively experienced and seen
thecompleteenvironment (post-Opera-
tionsAvalancheand Blizzard) and cross-
leveled information that we could paint
a clear picture and thoroughly assess
our battlespace. This truly opened our
eyesto the terrain, size and scope, and
all fully concurred that our piece of the
pie was enormous.

Thefirst priority of the TF commander
was to collectively readdress how we
weremassing our forcesandfires. After
Operations Mountain Avalanche and
Mountain Blizzard, we assessed our
effectiveness and ascertained that the
fight in our AO was a platoon leader’s
fight. To force the enemy to show his
face, we had to conduct operations in
smaller formations.

Providing C? at the company level,
synchronization, fusion and asset alo-
cation from the battalion TF gave our
young platoon, squad and team |eaders
every advantage and asset needed and
enabled them to win every fight. This
doesn't mean the TF wasn’t well pre-
pared going into Operations Avalanche
and Blizzard or didn't have excellent
planning information. It simply vali-
datesthefact that nothing ismorevalu-
ablethan “ putting boots on the ground”
throughout the AO. To become more
effective, TF Geronimo became more
adaptive and flexible. Our artillery pla-
toonshad to achievethe sameor greater
level of flexibility to accomplish their
assigned tasks, operating within the
nontraditional three-platoon concept.
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Tactics, Techniques and Proce-
dures (TTP) Implementation. Af-
ter analyzing our operations, the bat-
tery refinedits TTPstobecomemore
effective. During this time, the first
platoon leader was selected to rede-
ploy and assume duties as the rear-
detachment commander. Thiswasa
significant |eadershiplosstothebat-
tery, especialy to first platoon. But
as the TF commander stated, “If it
didn’t hurt to send him back, then he
probably wasn’ tthemanfor thejob.”
This drove the decision to move the
targeting officer out of the TF fire
support element (FSE) to lead first
firing platoon.

We also discovered that the battery
till required a dedicated XO to re-
source and provide maintenance and
logistical support for the three pla-
toons. Additional personnel moves
then included the headquarters pla-
toonsergeant’ s(13D4P) assumingpla
toon leader responsibilities for 3/B/
377, enabling the XO to concentrate
on sustaining the battery. And with
semi-annual howitzer certifications

a clearance-of-fires battle drill that
provided immediate counterstrikes
on acquired POOs. B/377's essen-
tial task in OEF remai ned supporting
our maneuver brethrenwithfiresand,
simultaneously, making the insur-
gents true believers in the devastat-
ing effectsof cannonartillery. Timely
counterrocket firesalonedefined the

‘Q FA’srelevancy in our AO, but with

three independent platoons, the TF
commander could ask much more
from his organic artillery battery.

Why Platoon-Based Artillery Op-
erationsWork. After solidifyingour
personnel moves and incorporating
our TTPs, our three-platoon concept
was completeand, onceagain, put to
the test during the next major com-
bat operation, Operation Mountain
Storm. The battery frequently ma-
neuvered as Team Eagle with one
firing platoon, onescout platoon and
one up-armored platoon under the
C?2 of the battery commander.

Team Eagle had the combat power
to function as a maneuver combat

team, enabling the TF to move artil-

due, we needed a dedicated master
gunner, which mandated our chief of

B Battery, 377th Parachute Field Artillery Regiment
(B/377 PFAR) in Afghanistan.

lery closer to any given objective
area. Team Eagle also maintained

firing battery concentrate on certify-
ing the howitzer sections.

The decision to move“ Smoke” out of
a platoon sergeant position required
another senior staff sergeant section
chief to assume platoon sergeant duties.
This afforded another gunner the op-
portunity to certify and perform duties
asthe chief of section of first howitzer
section. We had broken away from six-
gun battery operations, but regardless
of how degraded our platoons became,
wewould not assumerisk with platoon-
level leadership.

Thus, we ensured that each element
maintained adesignated platoon |eader
and platoon sergeant throughout the
deployment.

Tactical Results. Fortunately, the TF
was outfitted with all indirect assets
required of a maneuver battalion. In-
cluded in the Geronimo task organiza-
tion (organic and attached) were six
M119A2 105-mm howitzers (plus one
operational float), two 120-mm mor-
tars, four 81-mm mortars, one Q-36
radar andtwolightweight countermortar
radars (LCMRs). Each system gave the
commander several options and many
of the same or similar desired effects.

Without question, the rapid rate-of-
fire and flexibility of mortar systems
hasproven atremendous combat multi-
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plier throughout thedeployment. A sig-
nificant constraint that applies to any
mortar system is that it cannot range
and, therefore, cannot counteract the
extremely high rocket threat facing
FOBs.

During the course of nine months,
enemy forcesfired 150to 200 rocketsat
our TF troops with the intent to kill
friendly forces where they slept. 107-
mm and 122-mm rockets remained the
biggest threat to static forces in the
FOB, and although the 120-mm mor-
tars can range out to more than seven
kilometers, they cannot counterstrike
the 107-mm or 122-mm rockets.

TF 1-501 PIR’ s primary deterrents to
enemy rocket fires were active
counterrocket patrols at known or sus-
pected POOs and aerial over flights of
named areas of interest (NAIs). The
enemy understands the terrain, as he
has spent the better part of hislifeinthis
AO, and is adaptable enough to fire
rocketsinthisnonlinear fight. Thenum-
ber one defensive measure against a
rocket launchinour AOwaslethal 105-
mm fires that could range all enemy
rocket POOs.

After many rehearsals from sensor
(Q-36/LCMRs) to shooter (105-mm),
theGeronimosdevel oped andfine-tuned

force protection and direct fire ca-
pabilitiestomoveand secureitself while
conducting village assessments and
cordons and searches and attempting to
answer the commander’ s priority intel-
ligence requirements (PIRS).

As Operation Mountain Storm began,
the TF wasrelieved of the Bagram Air-
field artillery platoon tasking, which
brought all three firing platoons under
the C2 of the battery. With three inde-
pendent firing elements in one battery,
we attached one firing platoon to any
given maneuver company and one pla-
toon to deploy with Team Eagle as a
maneuver team, always leaving a third
platoon at FOB Salerno with the Q-36
to support the 24-hour counterstrike
plan.

Typica non-doctrinal tasks (exclud-
ing the FOB Salerno counterfire pla-
toon) included B Battery instructing an
English Language School for local chil-
dren (featured in Army Times). The bat-
tery also conducted operations from
withinthelocal populace, such astrain-
ing and resourcing the local national
police force, constructing and funding
several irrigation wells, providing trac-
torstolocal villages, delivering genera-
tors to schools, performing mounted
and dismounted security for the UN
Assistance Mission in Afghanistan
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(UNAMA) voter assistance teams, and
providing medical suppliesfor themedi-
cal civil affairs program (MEDCAP)
for local villagersand veterinarian civil
affairs program (VETCAP) for their
live stock.

These missions provided information
operations (I0) or other nonlethal ef-
fectswith atwo-fold purpose. First, we
built rapport with and gained the trust
and confidence of the local populace
while providing them a safe and stable
environment. Second, we received in-
formation from sourcesin the popul ace
that led us to enemy forces. Our intent
was to find, fix and finish the enemy,
but without the support of the popul ace,
it would have been difficult, if not im-
possible.

Counterinsurgency Artillery TTP.
Throughout our deployment, one can-
nonartillery TTPthat madeadifference
was employing artillery in a show-of-
force capacity. Whileartillery platoons
on mounted patrols performed 10 and
psychological operations(PSY OPs), the
“Big Guns’ affected the enemy psyche
and often triggered aresponse. Regard-
less of the task—providing MEDCAP
or VETCAP or conducting routine
mounted patrols—all M119A2 howit-
zer platoons “left the wire” ready to
support any mission, nonlethal through
direct or indirect live fire to achieve
desirable effects.

To counter the insurgents' advantage
of blending with the population, we
|earned that when acannon battery con-
ducted a live-fire with its howitzers,
evenjust asa“ demonstration,” thegen-
eral populacefelt asenseof security. As
aresult of the deafening sound of artil-
lery from both delivery and receipt, the
enemy was forced to communicate a
situation report (SITREP) to superiors
that often allowed us to pinpoint their
locations. Bottomline: thebattery often

live fired and stimulated signal intelli-
gence (SIGINT). On any given day
throughout our deployment, we habitu-
ally had one platoon conducting Team
Eaglemissions, includinglivefires, one
platoon attachedto or performing direct
support for a maneuver company; and
one platoon maintaining a 24-hour no-
notice counterstrike capability from
FOB Sdlerno.

In more than nine months, the three
two-gun platoonsof B/377 PFAR accu-
rately and safely delivered in excess of
1,000 howitzer rounds through our
sevenM 119A2 cannons, including 110-
extended range munitions (M913
rocket-assisted projectiles and Charge
8). Each round was tied to an essential
fire support task (EFST) and took the
form of demonstration fires, precision
registrations, counterrocket and
countermortar fires, or danger-close
support for troopsin contact.

Throughout countless operations, the
battery maintained afiring capability in
one or more locations and, post-Ava
lanche, never lost the ability to support
the counterstrike fight.

As aresult of artillery platoon-based
operations, the 852 paratroopers as-
signed to TF 1-501 PIR were never
without cannonartillery support for their
operations. Without question, FOB
Salerno slept better at night, knowing
one of three howitzer platoons and one
of three alert FDCs digitally linked to
the Q-36 radar were ready to
counterstrike on-call.

Most importantly, when asked if they
love their artillery, the 11 series Infan-
trymen assigned to Apache, Blackfoot,
Comanche and Delaware Companies
unanimously and without hesitation
said, “Hell, yes!”

Although our platoon operationswere
tested only in our OEF AO, we believe
our method will work equally well in

any theater throughout the GWOT.
Decentralized operations with pla-
toons hunting insurgents are critical to
our successinthisfight. Wemust focus
effortson the platoon architecturein all
combat arms branches. We strongly
recommend the Field Artillery move
toward including platoon-centric op-
erations and platoon-based firesin our

doctrine, TTP and training.

Captain Shane P. Morgan commanded B
Battery 377th Parachute Field Artillery In-
fantry Regiment(B/377 PFAR) and deployed
to Afghanistan for Operation Enduring Free-
dom (OEF) from June 2003 until August
2004 as part of Task Force 1-501st Para-
chute Infantry Regiment (TF 1-501 PIR).
Currently, he is an Action Officer in the
Collective Training Directorate at the Com-
bined Arms Center, Fort Leavenworth,
Kansas. In a previous assignment, he com-
manded C Battery, 4th Battalion, 11th Field
Artillery (4-11 FA), 172d Light Infantry Bri-
gade (Separate), Fort Richardson, Alaska.

Master Sergeant Robert H. Levisis the First
Sergeant of B/377 PFAR and deployed with
the battery for OEF from September 2003
until August 2004. Among other assign-
ments, he was the First Sergeant and Chief
of Firing Battery in C/4-11 FA and Senior
Enlisted Firing Battery Observer/Controller
at the Joint Readiness Center, Fort Polk,
Louisiana. He has served 20 years in the
Army’s light infantry units.

Lieutenant ColonelHarry C. Glenn I, Infan-
try (IN), commanded TF 1-501 PIR, Fort
Richardson, Alaska, and deployed the task
force to Afghanistan from July 2003 through
August 2004. He is now attending the Joint
Advanced Warfighter School at National
Defense University in Norfolk, Virginia. He
also has served as the S3 of the 3d Brigade,
82d Airborne Division, and S3 of 2-505 PIR,
both at Fort Bragg, North Carolina.

The Field Artillery magazine call
for entries deadline has been ex-
tended to 1 June 2005.

The purpose of this first annual
contest isto obtain high-quality pho-
toscapturing Field Artillery person-
nel or unitsintraining or actual full-
spectrum operations for use in the
Chief of the Field Artillery’ s poster
series, as cover or other shots for

2005 Field Artillery Photo Contest Call for Entries

Field Artilleryorinother esprit decorps
or strategic communications projects.

Photos should capture imagesthat help
tell thestory of today’ sArmy and Marine
Field Artillerymen in the Global War on
Terrorism or training for GWOT.

The competition is open to anyone,
military or civilian, amateur or profes-
sional photographer.

Prizeswill be awarded in two catego-

ries: (1) Trainingfor or Actual Com-
bat Operations and (2) Training for
or Actual Stability and Support Op-
erations. A First Place of $500, Sec-
ond Placeof $250 and Third Place of
$75 will be awarded in both catego-
ries.

For competiton submission guide-
lines and rules, visit our website at
sill-www.army.mil/famag.
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1D in OIE 11

The Role of the TAB
in Radar Operations

By Captains John J. Neal
and Adam C. Wojcik
and Major Mark N. Roder, MNARNG

Radar operations are a critical com-
ponent of the 1st Infantry Division's
multi-battlefield operating system
counter strikefight. The operating envi-
ronment in Iraq is defined by non-con-
tiguoushbattlespace, theinabilitytopro-
vide mutual support intraditional ways
and, most importantly, an adaptive, de-
termined enemy.

Thelst ID reliesonitstarget acquisi-
tion batteries' (TABS') headquartersto
manage the 15-plus radars operating
in support of the division. This article
makes the case for the importance of
theseheadquartersinfutureforcestruc-
tures. It was co-authored by three TAB
commanders—two in the Active Com-
ponent and one in the Minnesota Army
National Guard (MNARNG).

Colonel Richard C. Longo
Commander, 1st Infantry Division
(Mechanized) Artillery in Iraq

lst Infantry Division forward

operating bases (FOBs) wereat-
tacked by enemy indirect fire on 435
occasions. Of those attacks, 194 were
acquired by radars. Radars are part of a
forceprotection packageandindispens-
ablefor counterstrike operationsin the-
ater.

Yet radars require constant mainte-
nance and repair, especially inthe lragi
climate. Frequently, unitsthat own and
position the radars are unable to meet
all theradars maintenance needs. Indi-
vidual radar sections neither have ac-
cess to repair parts nor exposure to or
oversight of all radars in the area of
operations (AO), which is where the
division artillery (Div Arty) and TAB
headquarters come in.

The Div Arty headquarters provides
the only holistic radar analysis in the
division and is primarily responsible
for radar management across the
division’sAO. Thisisbecausetheartil-
lery battalionsembedded in the brigade
combat teams (BCTs) are serving as
maneuver task forces. Two of the Div
Arty’s principal assets in completing
this mission are the divisional TAB
headquarterselementsof D Battery, 1st
Battalion, 33d Field Artillery (D/1-33
FA) and E/151 FA, the latter an ech-
elon-above-division (EAD) unit. The
25th FA Detachment (FAD) from the
25th Infantry Division (Light) served
with the division in Irag as well.

It would be difficult for the Div Arty

From March through May 2004,
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to manage the division’ sradars with-
out TABsbecauseradar sectionsarenot
meant to be independent operators.
TABs are essential to radar mainte-
nance, training, command flexibility,
personnel management and various
other important functions.

Radar Maintenance. The most criti-
cal function of the TAB headquartersis
radar maintenance. The TAB’s radar
mai ntenance section has one senior ra-
dar repairman, Military Occupational
Specialty (MOS) 35M Radar Repairer,
and the battery’s essential repair parts
stockage listings (ERPSL) and recom-
mended stockage inventory listing
(RSIL) stored on two five-ton trucks.

The radar repair section is supple-
mented with Soldiers from the TAB
headquarterswhomanthevehicles. This
section routinely conducts combat pa-
trols throughout the sector to help re-
pair the division’s radars; on many oc-
casions, thesection hasbeeninstrumental
in keeping other counterstrike radars op-
erational in thester.

In most cases, the TAB canfix aradar
without seeking assistancefromaCom-
munications Electronic Command
(CECOM) logistics assistance repre-
sentative (LAR) or from the Div Arty
because it has a senior radar repairman
with awealth of experienceworking on
thebattery’ ssystems. The TAB hasfixed
problems at the lowest level and saved
limited resources at the division level.

TheTAB maintainsafull set of ERPSL
and RISL at the headquarters level.
Having all radar equipment under one
command allows better equipment vis-
ibility. The high cost of radar repair
partsand limited number produced does
not allow every radar sectionto haveits
own set of parts. Each radar haslimited
parts for the most common faults.

The battery’s mobile ERPSL allows
the radar repair team to travel to the
non-mission-capable (NMC) radar,
troubleshoot the system and draw from
the stock of parts on site. If systems
need to be parked side-by-side compar-
ing oscilloscopereadings, it canbedone
in a TAB unit owning more than one
system. This allows repairs to be made
without havingtotap external resources,
pull parts from other radars or request
LAR support.

The oversight of a strong radar-fo-
cused headquarters element al so shows
in coordinated preventive maintenance
schedules and command-directed fo-
cus areas. In the quest to keep radars
fully functional, a clear understanding
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of thefaultsandtheability toaccurately
communicate those faults is essential
when reporting to higher headquarters
and requesting support.

Theartillery community, by andlarge,
lacksacompletegrasp of radar particu-
lars; therefore, the knowledge a sea-
soned radar platoon sergeant brings to
the fight isinvaluable.

Finaly, radar partsarepricel ess,insome
cases. Properly accounting for ERPSL is
essential, and while supply warehouses
taketheutmost care, therequisitionand
handling of radar repair partsisalways
best left to the Soldiers who care the
most—theheadquartersof theteam des-
perate for a specific part that will fix a
down system.

Radar Section Training. Having all
the repair personnel in asingle organi-
zation enables a consolidated training
program. Thetraining of aradar section
includesmany external resourcerequire-
mentsthat can be better used for alarge
number of Soldiers to train instead of
individual radar’s training indepen-
dently. Thetraining includes, but isnot
limited to, mortar or artillery live-fire
exercises, digital communicationsdrills
and lanetraining run by external evalu-
ators.

TheTAB training alsoisstandardized
acrosssectionsbecausethecommander,
who isthe subject matter expert, drives
training standards and devel ops a com-
mon training program. The leadership
of the radar sections can leverage each
other to work through training issues
and improve tactics, techniques and
procedures (TTPs) and standing oper-
ating procedures (SOPs).

This consolidated training paid divi-
dends in Irag. We observed that the
combination of a solid radar training
foundation and the creative minds of
radar warrants and senior NCOs
changed the way we dealt with over-
heating and dust in Irag. The TAB or
FAD headquartersconnected tothe Div
Arty counterstrike officer helped dis-
seminate these modifications and
troubleshooting proceduresin atimely
manner, keeping the team functioning
properly. Communications about train-
ing techniques between sections and
batteries was essential to team success.

Command Flexibility. TAB com-
mandersareassetstothedeployedforce.
The TAB commander and support staff
can beused to best meet theneedsof the
division, Div Arty or counterstrikehead-
quarters. These assets can work longer
termissueswhilethe Div Arty counter-

strike officer worksthe current fight, or
they can work emergency issues the
counterstrike officer does not have the
capacity to support. This alows the
counterstrike officer to work technical
issues while the TAB commander is
working logistical and tactical issues.

Personnel Management. The TAB
allowsacommander, first sergeant and
first-line leaders to manage personnel
across the radar sections to ensure that
each radar has a balance of both sea-
soned and new Soldiers to make up a
cohesiveteam. Themany 13R FA Fire-
finder Radar Operator and 131A Radar
Technician slotsallow theflexibility to
put together five strong sections. A
young sergeant can be teamed with an
experienced staff sergeant; a new war-
rant officer can beteamed with astrong
staff sergeant; or a brand new staff
sergeant can be matched with a strong
sectionto allow himtolearn hisjob and
be set up for success.

In the Reserve Component, NCO
courses can keep first-line leaders out
of training cyclesfor uptoeight months.
Forming a section that has the proper
mix of personnel can alleviate such a
training loss. The freedom to shift and
move personnel empowers a com-
mander to makethe strongest collective
sections possible to meet the needs of
the mission.

Having five sections from which to
select allowsaTAB commander to con-
duct proper military decision-making
to assign hissectionsto maneuver units
wherethestrength of the sectionmatches
the needs of the maneuver commander
and the combat situation. This could re-
sult in emplacing either a Q-36 or Q-37
system for proper radar coveragefor an
AO. It a'so may mean positioning sec-
tions in locations where they can best
tackle the problems at hand. An ex-
ample of thisisplacing asection witha
strong 35M or 131A at asite at theend
of asupport chain and putting asection
weaker in maintenance at a location
withaLAR or aforward support battal -
ion (FSB).

Theability toflex specialty MOS Sol -
diersto critical pointson the battlefield
is a strength of TABs. 35Ms and 52D
Generator Mechanics are in short sup-
ply. Their skills and tireless efforts in
difficult situationskeepthecounterstrike
battleraging. Thedivision’ sfight getsa
significant boost from the traditional
TAB or FAD headquarters comman-
der's knowledge of radar operations
and their assets
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Other Functions. TheTAB headquar-
ters also performs other functions. It
coordinatesfor limited resourcesfor all
radar sections.

For example, the TAB headquarters
hasworked through the Div Arty head-
quarters to the division G4 to obtain
solar shades for the radars, which are
critical to keeping the systems opera-
tional inthe 130-degree heat of thelragi
summer. The TAB headquarters also
has supplied the radar sections addi-
tional Class IV material to protect the
radarsfrombothdirectandindirectfire.
In short, the TAB headquarters pro-
vides |eadership and guidance from se-
nior radar leaders within the TAB to
warrant officers and NCOs across the
battery.

Another example—the TAB moved,
coordinated for the distribution of and
supplied thetechnical assistancefor the
division’' sdeceptionwoodenradars. The
battery also provided the camouflage
nets, tentsand generator equi pment that
made the deception radars a success.

TheTAB worksdirectly withthedivi-
sion counterstrike officer to monitor

and augment existing radar operations
and to ensure that the radar element of
thecounterstrikefightissuccessful. The
TAB actsastheDiv Arty Commander’s
eyes and ears at the section level to
ensure that radars are getting the sup-
port they require.

Also, the TAB or FAD commander
plays an important role in future pro-
curements for his team. The Army’s
technological growth demands leaders
capable of envisioning a need, finding
the tool to solve the problem and then
actively pursuing the equipment for the
unit. TAB and FAD commanders are
requisitioning air conditioning systems
for Q-37s, lightweight countermortar
radars (LCMR) for FOB force protec-
tion and acoustic radars as added
counterstrike resources.

TAB headquarters can move across
the battlefield without external support
and offer |eadership and guidanceacross
the battery. It is imperative that this
organization be retained to fight and

win in the future.

Captain John J. Neal is the Commander of
the 1st Infantry Division’s Target Acquisi-
tion Battery, D Battery, 1st Battalion, 33d
Field Artillery (D/1-33 FA) deployed to north-
ern Iraq as part of Operation Iragi Freedom
(OIF) Il in February 2004. Previous assign-
ments include serving as Assistant S3 for
1-33 FAin Germany, also in the 1st Infantry
Division, and Battalion Fire Direction Of-
ficer (FDO) for 1-15 FA, 2d Infantry Division
in Korea.

Captain Adam C. Wojcik commands the
25th FAD, part of the 25th Infantry Division,
and deployed to OIF Il in February 2004,
assigned to the 1st Infantry Division in Irag.
His assignments include serving as Execu-
tive Officer and FDO for C/2-11 FA. He was
aFire Support Officer (FSO) for A/1-14 INin
the 25th Infantry Division (Light) at Schofield
Barracks, Hawaii.

Major Mark N. Roder commands E/151 FA
(TA), part of the 34th Infantry Division
(Mechanized), Minnesota Army National
Guard (MNARNG). He also deployed his
battery in support of the 1st Infantry Divi-
sion in OIF Il in February 2004. He has
served as the Battalion FDO and A Battery
Commander in 1-125 FA (155-mm self-pro-
pelled), also in the 34th Division.

Bringing in a Bad Guy

Above, CPL Ryan Brazil, A/2-8 FA, and PFC Jose
Rosas, HSB/2-8 FA, bring in a Bad Guy in Ash
Shurah, south of Mosul. These Task Force 2-8 FA
Soldiers are assigned to the 1/25 SBCT, currently
serving in Irag. Top right, SGTs Daniel Dicker,
HSB/2-8 FA, and Timothy Phillipson, A/2-8 FA,
search acave forweapons caches near Ash Shurah.
Bottom farright, SGT Sampson Mitchell, B/2-8 FA,
unloads desks in Farisiyah, south of Mosul. Right,
SPC Brandon McClure, 2-8 FA, stands guard at a
“flash” traffic control point west of Qayarrah.
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CMO in Baghdad
3-82 FA Red Dragons Hit the Streets

Thebattalion intelligence officer (S2)
forecast the day’s high temperature in
Baghdad as a steamy 110 degrees. The
pavement in the Mansur neighborhood
was hot, and hundreds of cars packed
the smoggy streets.

The dismounted combat patrol in that
neighborhood had many intelligence
requirements. Who ownsthishardware
store on Mansur Street? What are the
Iraqgi civilians thinking about the up-
comingtransfer of national sovereignty?
What was the message of last Friday’s
prayer call? How is the nearby school
rehabilitation project progressing?

CertainlytheNBCtelevision crewfol-
lowing the patrol didn’t help the pres-
sure-cooker sensation. As always, the
foot patrol was acutely aware of the
constant enemy threat, including snip-
ers, suicide car bombersand other ter-
rorist criminals.

By the end of the patrol, the patrol

SGT Henry F. Salquero, left, and SPC
Reid A. Dixson, A/3-82 FA, have their
* photo taken with Iraqi children in the
Qadisiyah neighborhood, home to the
Iraqi Interim Government Minister’s villa.

By Captain Evans A. Hanson

leader, a second lieutenant, had spoken
to scores of local residents and a local
neighborhood council member, negoti-
ated a resolution to a contractual dis-
agreement between a school headmis-
tress and a contractor, and obtained a
sense of the locals' feelings of appre-
hension regarding the transfer of sov-
ereignty.

In an hour’s time, the combat patrol
had collected actionable intelligence,
supervised a civic action project, nego-
tiated with local leaders, conducted an
“ atmospherics’ assessment, dealt with
television media, and provided security
on a major urban intersection. After
returning to the battalion tactical op-
erationscenter (TOC), thepatrol leader
debriefed the battalion civil military
operations (CMO) officer (S5) and &2
on his successful mission.

Several dayslater, Tom Brokaw intro-
duced the patrol leader, Second Lieu-
tenant Peter J. Balke, to the nation on
the NBC Nightly News. Despite the
heat, Lieutenant Balkeappeared remark-
ably cool and composed on screen. As

aplatoon leader in the Red Dragons %d

Battalion, 82dField Artillery (3-82FA),
1st Cavalry Division, hisMansur patrol
had been just another CMO mission
among many.

In Baghdad, 3-82 FA was organized
as amotorized infantry battalion in the
Blackjack 2d Brigade Combat Team
(BCT) and routinely conducted combat
patrols. The Red Dragons took CMO
seriously, and Lieutenant Balke had the
training and experience to do it right.

This article shares the Red Dragons’
experiences in CMO during their tour
in central Baghdad from January
through November 2004 in support of
Operation Iragi Freedom (OIF) [ and 11.
3-82 FA applied both emerging and
established doctrine from many spe-
cialties, including civil affairs (CA),
public affairs (PA), information opera-
tions (10) and othersto create an effec-
tive standard for CMO. Although these
CMOtactics, techniquesand procedures
(TTPs) were as unique as the area in




which the Red Dragons operated, they
might provide points of departure for
other units deploying to Iraq today.

The Neighborhood. The Red Drag-
ons areaof operations (AO) was sand-
wiched between the infamous Green
Zone, now calledthelnternational Zone,
in downtown Baghdad and the roiling
Sunni Arab neighborhoods of western
Baghdad. Socio-economically, the
Mansur District in the AO is wealthier
than many other areas of thecity and is
home to many of the major playersin
Iragi politics.

The terrorists and criminals, also
known as anti-Iraqi forces (AIF), often
attempted to attack troops in convoys,
fixed-site security points and patrols.
However, their most disruptive opera-
tionswere criminal and terrorist activi-
ties, such askidnappingsand car-bomb-
ings against Iragis in prominent gov-
ernment positions and those working
with the MultiNational Forces (MNF).

3-82 FA faced some limitations upon
assuming itsmissionin February 2004.
The unit had a 15-to-30 minute “com-
mute” to its AO from a camp near the
Baghdad International Airport.

Also, 3-82 received one CA Team-
Alpha (CAT-A) from the 425th Civil
Affairs Battalion, but with only eight
Soldiers and two high-mobility multi-
purposewheeledvehicles(HMMWVs),
the CAT needed augmentation to meet
the daytime three-vehicle requirement
tomovefreely inthe AO. The CAT did
not deploy or train with 3-82 and ar-
rived two weeks after the Red Dragons
assumed responsibility for their AO.

In addition, the battalion had to work
with a limited reconstruction budget
consisting of funds from the comman-
der’s emergency response program
(CERP). The unit’s CERP budget was
smaller than other battalions’ budgets
as the neighborhood’s problems with
water, sewage, schools and other areas
of civil assessment were less urgent
than the more problematic parts of the
city where funds could produce amore
dramatic 1O effect.

RedDragons CM O Techniques. The
figure outlines five characteristics of
CMO by the Red Dragonsin Baghdad.

1. CMO—A Battalion-WideEffort. FM
41-10Civil AffairsTTPsdescribesCMO
as a “set of unit operations which en-
compasses CA activities, PA activities,
IO and other types of functions, includ-
ing combat operations.” Within that
framework, certain CA activities en-
compass humanitarian assistance, re-
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CMO must be—

1. Soldier-Executed

. High-Volume

. Vertical

. Neighborhood-Centric

a b~ w N

. Synchronized

Red Dragon’s Five Civil-Military Operations
(CMO) Characteristics

construction projects, local leader in-
terface and governance support. There-
fore, CMO is much more than CA—in
itself, it is much more than reconstruc-
tion projects.

Soldiers executing CMO must have a
sense of civic pride in their area of
responsibility (AOR) and attempt to
foster that prideintheir residents. Many
units operate from aforward operating
base (FOB) that is not near their AO.
Thismakesit difficult for commanders
toinstill that level of civic responsibil-
ity in the troops.

Units should attempt to include all
Soldiers in CMO. If everyday combat
patrols make occasional stops at local
school rehabilitation projects, routinely
conduct atmosphericspatrolsat various
roadside produce stands or deliver hu-
manitarian assistance with the CAT,
Soldiers begin to feel a connection to
the area and the people who live there.

Soldierswill interact with the popul a-

tion everyday and contribute greatly to
theunit’ ssuccessif they understand the
role and importance of CMO. Empow-
ered Soldiers support CMO, determin-
ing problems and helping the unit de-
velop possible solutions.

In the winter of 2003, the Red Drag-
ons honed their combat skills during a
14-week pre-deployment train-up at
Fort Hood, Texas. The proud Paladin
Artillerymen of 3-82 FA focused train-
ing in their military occupational spe-
ciaties (MOS) to ensure they could
deliver timely and accuratefiresin sup-
port of the Blackjack BCT.

Simultaneously, 3-82 FA leadersstud-
ied the demography of their future AO
in Baghdad, kept abreast of Iraqi cur-
rent events and became proficient in
CMO tasks, such as using interpreters,
developing cultural awarenessand deal -
ing with media.

Thistrain-up is described in Lieuten-
ant Colonel Timothy A. Vuono's ar-
ticle “3-82 FA Transformation into a
Hybrid Motorized Rifle and Paladin
Battalion: Training for Baghdad” inthe
January-February 2004 edition. The
training imbued Soldiers with a CMO
mindset and helped them understand
the need to “be polite, be professional
and be prepared to kill.”

According to FM 41-10, the battalion
S5 works in the battalion operations
section (S3) and performs CMO plan-
ning and CAT integration as an addi-

CPT Mike Burgoyne, Commander of A/3-82 FA, speaks at a ceremony marking the

S

opening of the Al Faraqid Primary School in June 2004. Reopening the school was one

of many CMO for the unit.
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tional duty. However, the current table
of organization and equipment (TOE)
for FA and maneuver battalions does
not authorizean S5. Commandersknow
theimportanceof CMO andresourceits
execution, but it helpsto have a proac-
tive Sb.

3-82 FA’s S5 helped give command-
ers the information and training tools
needed to prepare troops for Baghdad
during the pre-deployment train-up. He
briefed at the command and staff meet-
ings and ensured the S5 section had the
assetsit needed to operate, toinclude a
CMO NCO, laptop computer, office
equipmentand HMMWV . Weeksl ater,
whentheunitreceiveditsattached CAT-
A in Baghdad, the CMO team was al-
ready a part of the battalion.

Knowing the importance of CMO,
battery commanders prepared to per-
form CA activities in support of the
battalion mission. Each commander
appointed a CMO lieutenant to partici-
pate in weekly neighborhood council
meetings, track and update CA assess-
ments in the battery AOs, and plan the
CMO-specific tasks and purposes of
each preplanned battery combat patrol.
In effect, each battery became capable
of performing CA activities of itsown,
including local governance (neighbor-
hood council) support, areaassessments,
atmospherics patrols, small project de-
velopment and supervision, manage-
ment of theinitial consequencesof dev-
astating AlF attacks and (or) MNF op-
erations affecting the civilian popula-
tion, and delivery of humanitarian as-
sistance.

The Red Dragons tracked the effec-
tiveness of MNF CMO and IO cam-
paigns using atmospherics patrols. At-
mospherics are civil situation indica-
tors collected from civilians by patrols
to meet specific civil-military informa-
tion requirements.

Patrolscollect them by asking sel ected
civilians a series of questions devel-
oped by the battalion S5 and CAT.
Examples include: What is the city’s
power schedule?What isthewater pres-
sure like? How effective are the Iraqi
police in your neighborhood? Are gro-
cery pricesrising, falling or staying the
same? How long do you havetowait in
line for gasoline? What do you think
about thereconstruction projectsinyour
neighborhood? S2s and Sbs at all ech-
elonsreported and analyzed atmospher-
ics to help shape future operations.

Increased violencein theunit AO can
make it difficult to perform CMO. AlF
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attacks and an increased emphasis on
deliberate MNF combat operations can
preempt CMO patrols, delay ongoing
reconstruction projects and keep the
battalion S5inthe TOC to help planand
execute battalion operations.

However, concern for CMO rarely
fallsby thewaysideduringthese* surge”
operations. The battalion S5 (or S2 in
many units) continues to support fight-
ing unitswith interpreters. The S5 also
performs consequence management,
passively collectsintelligenceand takes
over the execution of the CMO tasks
normally performed by batteries when
not performing surge combat opera-
tions. These include project supervi-
sion and governance support.

2. High-Volume CMO. Battalion Sbs
should see it as their duty to make a
positive and stabilizing impact on their
AQinthelimitedtimeavailable. Projects
are a visible way to create a lasting
positive effect on the populace and can
be exploited using 10 in support of the
mission.

3-82 FA developed a CMO campaign
plan based on the commander’s intent
and current area assessments. From
spring 2003 through January 2004, 4-1
FA, 1st Armored Division, and the sup-
porting CAT-A from the 490th CA
Battalion created a thorough assess-
ment databaseof all key locationswithin
AO Red Dragon, including schools,
mosques, police stations, governance
locations, banks, clinicsand utilities. In
October 2004, the Coalition Provisional
Authority (CPA) estimated the Red
Dragons' AO population exceeded
350,000, but Baghdad city administra-
tors postulated it could be twice that
number.

The initial task of the CAT was to
verify and update the area assessment
data and familiarize itself and the unit
with the existing civil administration
structure. This meant meeting with the
local public worksand regional electri-
cal director-generals and other munici-
pa officials.

The Red Dragons created the CMO
campaign plan before deploying, based
on the 1st Armored Division and, later,
the 1st Cavalry Division commanders’
guidancefor CMO. Thisguidanceboiled
down to what was known as the sewer,
water, electric and trash improvement
plan, or “SWET.” The S5 section then
incorporated the commander’s guid-
ance, assessment data, the unique needs
of the neighborhood and input from the
local neighborhood and district advi-

sory councils.

3-82 FA developed a dynamic cam-
paign plan to create short-, medium-
and long-term improvements to essen-
tial servicesand capabilitieswithin the
AO and quantified the focus along a
timeline. The S5 section recommended
priorities for each month and quarter.

For example, education improvement
began in February 2004 as the most
intense CMO effort and continued
through the summer vacation period,
culminatinginan O event at thebegin-
ning of the new school year in October.
With education, the task was to reha
bilitate all 63 public schoolsinthe area
during thesummer to enablethe Baghdad
Karkh 1 School District to maintain the
school system in the future.

It was a massive school reconstruc-
tion project campai gn funded by acom-
bination of CERP and rehabilitation
funds from the US Agency for Interna-
tional Development (USAID). Our
endstatewasthe successful handover of
the management of education to the
Iragi Government, culminatinginadis-
trict-wide town hall meeting with Min-
istry of Educationrepresentatives, local
school headmasters, parents and Arab
media.

Later, sewage system improvement
becameabattalion-level priority to pre-
cludeanticipated sewer backupsduring
the onset of therainy seasonin Novem-
ber. Thebattalion prioritiesshifted over
time to respond to the specific neigh-
borhood needs while meeting the bri-
gade and division commanders’ intent.

3-82FA planned scoresof reconstruc-
tion projectsat onetime. The steps of a
project arerelatively smple, involving
alittle paperwork and cooperationfrom
alocal Iragi contractor. Theunit creates
a detailed statement of work (SOW)
with a request for proposal (RFP) and
releases it to local contractors so they
can prepare estimates. The unit then
sel ectsthewinning contractor, prepares
the funding request paperwork, seeks
and gains funding approval, prepares
and signsacontract, and supervisesthe
work.

The battalion S5 arranges final pay-
ment only after the contract is com-
pleted successfully and usually closes
out the project with a ceremony, Arab
media coverage or other 10 event with
theintent to givelegitimacy tothelraqi
Government or council members in-
volved.

L ocal contractorsattended theweekly
contractor meetingattheMamu' nTele-
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communications Tower secured by
battalion troops and Iraqi National
Guardsmen. The battalion S5 and
brigade CERP pay agentssometimes
received morethan 401ocal contrac-
tors to release new RFPs, collect
estimates, sign contracts, serve no-
ticesof deficienciesfor ongoingwork
and (or) makeprogresspaymentsfor
current or completed projects. The
system proved successful, helping
3-82 FA manage up to 60 projects
and activities at once.

The batteriesand CAT supervised
projects throughout the week with
the assistance of ateam of Iragi en-
gineers and inspectors. Providing
feedback to contractorsat theweekly
meeting helped enforce high stan-
dards of engineering quality control
while still meeting more than 90
percent of project completion time-
lines.

Project Tracker wasoneof theunit’s
most useful staff products. (See an
example of the project tracker in the
sidebar “The S5 NCO and CMO
Project Management” by Staff Ser-

g 'P. J;I.'Il?ﬁ’xf?j:.

Anti-lraqi forces (AIF) attacks can preempt CMO
patrols, delay ongoing reconstruction projects and
keep the battalion S5 in the tactical operations cen-
ter (TOC) to help plan and execute battalion opera-
tions.

c
o
@
2
<
T
'
2
©
>
w
=
o
[8)

>
Q
b=t
=]
2
o

prayer calls at the construction site
by supportersof theradical Mugtada
al Sadr, and occasional verbal con-
frontations between officials from
the Ministry of Housing and Con-
struction and the religious scholar
sheikhs at the site. The Red Drag-
ons' main concerns were the secu-
rity and safety of all area residents
and enabling the Iragi Government
to forge a long-term solution of its
own by deciding what to do with the
partialy constructed mosgue.

3-82 FA helped initiate a broad
CMO plan to ensure immediate and
long-term security at the site. It in-
cluded street-level humanitarian as-
sistance (HA) delivered to residents
of the construction site and the sur-
rounding neighborhood, a CA as
sessment and listing of all 500 con-
struction-siteresidents, theinitiation
of park rehabilitation projectsnearby,
meetings between the local com-
mander and sheikhs at the mosque,
and Arab media accompaniment on
all patrolsto supervise the project.

3-82 FA employed combat patrols

geant Thomas J. Kelly I1l on Page
43)

The S5 quickly can get swamped in
hundreds of issues, ranging from con-
tract disputes, substandard workman-
ship, property rights arguments, per-
sonal feuds, contractor corruption scan-
dals and more. An effective project
management system with detailed and
easily accessible records multipliesthe
amount of projects one unit can handle
at atime, injecting adegree of account-
ability and quality control into what
could be a chaotic process.

The S5 should leave “no stone un-
turned” in the search for project fund-
ing sources. While the BCT and divi-
sion staffshel ped the Red Dragonswith
funding, 3-82 FA devel oped many fruit-
ful personal relationshipswith USAID;
reconstruction officials from the Iragi
Interim Government (11G); foreignem-
bassies, such as Japan and Spain; and
non-governmental organizations(NGOs),
such as JumpsStart International and the
United Iragi Medical Society. Each en-
deavor had varying degrees of success
but provided the longer-term benefit of
bringing together diverse groups for a
common purpose: the stability and se-
curity of afreeIraqg.

3. Vertical CMO. The Red Dragons
maintained a tactical command post
(TAC) in the International Zone for
several months, giving it the opportu-

40

nity to liaise with officials in the CPA
(later, the US Embassy) and Iragi Gov-
ernment ministries. 3-82 FA worked
together with the BCT S5 and division
G5 to gain accessto theright group for
each issue faced.

By bringing Iragi Government offi-
cials into the picture, the unit usually
achieved amorelasting and appropriate
solution to a problem and, eventually,
passed responsibility for thework tothe
appropriatelragi agency. Thistechnique
brought opportunities to help develop
and strengthen the applicable Iraqi
agency to handle other issuesfor them-
selvesin the future.

The Red Dragons' best example of
vertical integration of CMO isthe secu-
rity of the Grand Mosque of Al Mansur
in April 2004. The Grand Mosque was
apartially completed Saddam Hussein
presidential mosguethesizeof theHous-
ton Astrodome in the center of Bagh-
dad’ sprestigiousMansur neighborhood.
After thefall of Baghdadin April 2003,
Shiite Arab peoplesfrom other parts of
Baghdad and Irag who were led by a
group of influential Shiite religious
scholars moved into the construction
site by the hundreds.

A seriesof eventsfollowed, including
sectarian accusationsof theft and crime
fromlocal long-timeresidents, infiltra-
tions of the normally peaceful Friday

and set up observation posts (OPs) at
certain times to protect area residents
from suspected AIF infiltrating from
other parts of the city. CMO patrols,
such as the one conducted by Lieuten-
ant Balke, gathered information and
intelligence to help plan these opera-
tions.

Simultaneously, the battalion comman-
der and S5, withthe hel p of thedivision
G5’ s governance support team (GST),
facilitated the first inter-ministerial
working group since the CPA’s cre-
ation. For the first time, the working
group brought together representatives
from the CPA, US State Department
and four separate Iragi ministriesto set
the conditions for immediate security
and the eventual Iragi Government-
sponsored long-term solution.

All partiesagreed to acombined pres-
ence of lragi Facilities Protective Ser-
vice(FPS) and periodic 3-82 FA patrols
and observation at the Grand M osqueto
stabilize the volatile situation until the
Ministry of Housing and Construction
could enter the premises and remove
the government-owned construction
equipment. With interaction between
all partiesfromthestreet to the national
level, the Red Dragons were able to
affect short-termsecurity andlong-term
development in what could have be-
come a hotbed of violence in Mansur.

4. Focus on Irag: Be an Important

March-April 2005 ¥ Field Artillery



Part of Your Neighborhood. Local na-
tional interpreters do much to connect
Soldierswith Iragisintheir AO. The 3-
82 FA S5 managed upto45interpreters
for the battalion who were hired by
Titan Corporation, adefense contractor
inlrag. Eachbattery scheduled and cared
for its own four to seven interpreters.

These brave men and women became
apart of theunitwithwhichthey worked
and served alongside troopson all mis-
sions. They wereenormousassetstothe
battalion and performed many tasks:
atmospherics collection, Arabic lan-
guage training, interrogation, intelli-
gence collection and daily interpreta-
tion. As the platoon sergeant for the
interpreters, the S5 NCO ensured the
interpreters were well cared for, paid
and equipped.

Another important technique 3-82 FA
used to become intimate with their
neighborhoods was to constantly up-
date and renew their area assessments.
The CAT, S5and each CMO lieutenant
at the battery level carried a 10-page
packetwiththeeight-digit grids, names,
phone numbers and other information
onall important locationsandindividu-
alsinthe area. Verifying thisinforma-
tioninthefirst few weeksof operations
helped the unit become familiar with
thearea. Carrying the information with
them on patrols over the next several
months enabled |eadersto maintain this
intimacy and react intelligently to most
situations.

In August 2004, a vehicle-borne im-
provised explosivedevice(VBIED) de-
tonated near thellG minister’ svillacom-
pound in the neighborhood
of Qadisiyah in the Red
Dragon AO. Initia reports
came to the battalion TOC
from security elements near
the compound as well asvia
cellular telephone callsfrom
locals at the Patriotic Union
of Kurdistan (PUK) building
near the attack.

The S5 and loca battery
commander contacted repre-
sentatives from the Iragi po-
lice station, public worksdi-
rectorate and local hospital
to evacuate thewounded, re-
storepower, cleanupthesite
and repair theroad to restore
trafficflowinamatter of hours
instead of daysor weeks. The
rapid resolution of thisevent
and subsequent CMO, PA
and IO victoriesfor theresi-

S L
SSG Anthony Falcone, Civil Affairs Team Sergeant, talks with an Iraqi
woman and her children about CMO projects in her neighborhood.

dentsof Qadisiyahwerepossiblemainly
because of the highly developed per-
sonal relationships between the Red
Dragons and Iragi Government and
medical |eaders who were just a phone
call away.

In October 2004, the Red Dragons
workedwith officialsfromtheMinistry
of Educationtohold Mansur’ sfirst edu-
cationtown hall meeting at alocal com-
munity center. 3-82 FA and USAID had
rehabilitated all but two public schools
inthe area during the summer and were
eager to preparethelocal school district
director-general to assume the bulk of
the responsibility for future improve-
ments to education. 3-82 FA used a
series of meetings between the MNF-
supported district council and theestab-
lished, but fragile, education ministry
to get the ministry officials up to speed
on the progress in their schools and to
propose a redlistic plan for the future.
The presence of the CAT and represen-
tatives from USAID helped legitimize
the fledgling district council.

Shortly thereafter, the district council
and Ministry of Education held their
own town hall meeting with hundreds
of local headmasters and parents. Red
Dragons worked with the local Iragi
police to provide security and invited
Arab mediato the event. At the end of
the day, the Ministry of Education and
district council had assumed anew level
of responsibility for the public school
system in Mansur, were able to publi-
cizethesignificantimprovementsmade
during the summer, became account-
ableto parentsand residentsfor contin-

ued progress in education, and were
prepared to continue improvements in
education with their new partner,
USAID, without day-to-day direction
from the Red Dragons.

5. Synchronize CMO. 3-82 FA heldan
internal weekly CMO mesting in the
battalion conference room. Each bat-
tery sent its CMO lieutenant to meet
with the battalion S5, CAT and the
battalion public affairs office (PAO),
IO and intelligence exploitation (S2X)
officers. Attendees updated assessment
dataand discussed issues and the status
of reconstruction projects. Participants
also shared information and devel oped
solutions to other issues ranging from
interpreter assignments and pay to
sewer, water or trash service problems
inthe AO.

The most important part of the meet-
ingwasthesynchronizationroundtable.
The S5 developed and briefed a tenta-
tiveplanfor theweek. During theround-
table, attendees finalized the week’s
plan by arranging joint battery-CAT
patrols, developing specific CMO-re-
lated tasks and purposes for selected
battery combat patrols, devel oping pas-
sive intelligence and atmospherics re-
porting requirements for the week, de-
termining exactly which operations
would receive Arab or western media
representativesand more. Thebattalion
CMO/IO calendar encoded this infor-
mation on asingle page, making it vis-
iblefor al battalion staff and comman-
dersfor three weeks out. The battalion
S3 then revised the CMO/1O plan to
synchronize it with combat operations

and psychological operations
(PSYOP).

LessonsLearned. Iragisa
dynamic and ever-changing
environment. L essonslearned
today may not apply to the
problemsof tomorrow. How-
ever, during 3-82 FA’ s year-
long CMO experience, sev-
eral lessonsmay prove useful
to units operating in Iraq to-
day and in the future.

e Provide a common CMO
assessment product. The as-
sessment data 3-82 FA col-
|ected on amaster file proved
to be a useful tool. Soldiers
on patrol must be able to tell
that the assessment of, say,
“their clinic” among the “14
clinics’ intheAOisstill valid.
To ensure that the unit as-

Photo by CPT Evans Hanson
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and speaks to every Iragi possible, the
S5 can draw a cartoon map like those
commonly sold in tourist cities, not
necessarily to scale, but showing im-
portant locations and informationin an
easy-to-read format. It can be hand-
drawn on alarge piece of paper posted
on thewall of the TOC or CMO center
(CMOC).

If apatrol from B Battery speakswith
the owner of a produce stand near the
gas station, the patrol leader can de-
scribe it to the S5 who can draw its
caricature on the map with basic infor-
mationabout thelocationandthepeople
who work there. The amount of helpful
information that could be attained us-
ing thismethod isunlimited, easily un-
derstood by all and helpful in solving
the “puzzle’ of Irag.

Furthermore, this information can be
fed into the S2's al-source analysis
system (ASAS) database via contact
reports submitted after each mission.

e Add interpreter training to the pre-
deployment train-up. Soldiers should

use specific techniguesto maximizethe
effectiveness of their communications
when using interpreters. The language
barrier may be formidable, but it is not
insurmountable. Withour cursory leader
training onworking with interpretersin
November 2003, many Soldiers failed
to communicate effectively.

Learning to use an interpreter prop-
erly not only hel psthe Soldier beunder-
stood, but aso fosters good relations
with the people in the community. Sol-
dierswill appreciatetheimmensevalue
local national interpretersoffer theunit.
By establishing relationships with inter-
preters, the battalion can better under-
stand the cultural landscape of the AO.

» Seek CAtraining for Sbsand battery
CMOlieutenants. Beforedeploying, S5
personnel attended 40 hours of training
by CA officersfromtheJohnF. Kennedy
Special Warfare Center sent to Fort
Hood from Fort Bragg, North Carolina.
The S5 is not the only Soldier who
performs CMO tasks. CA training of
any kind for battery-level leaders will

benefit the unit greatly.

During their 10 months in central
Baghdad, theRed Dragonsworked with
Iragisand used CM Otomakeremarkable
and lasting progress in their AO. 3-82
FA, together with the Mansur District
Council, subordinate neighborhood
councils and many loca leaders and
officials, forgedthepotential for abright
and prosperous future in an important
and influential area of Baghdad.

S

Captain Evans A. Hansonis the Civil Military
Operations (CMO) Officer (S5) for 3d Battal-
ion, 82d Field Artillery (3-82 FA), 1st Cavalry
Division, Fort Hood, Texas. From January
2004 until February 2005, he was deployed
insupportof Operation Iraqgi Freedom II. He
served as an Assistant Operations Officer
during the pre-deployment train-up. Previ-
ously, hewas the Executive Officer, Paladin
Platoon Leader and Battery Fire Direction
Officer in B/3-82 FA and Fire Support Of-
ficer for D/1-8 Cav.

The S5NCO and CMO Project Management

In the dynamic environment of Op-
eration Iragi Freedom (OIF), the duties
of the civil military operations (CMO)
NCO vary greatly from unit to unit and
from day to day. Asthe assistant to the
CMO officer (S5) for the Red Dragons
3d Battalion, 82d Field Artillery (3-82
FA), 1st Cavalry Division, in Baghdad
during OIF | and |1, my most important
duty was project management.

The Red Dragons employed aunique,
yet simple, reconstruction project man-
agement system with four components:
the Project Tracker, project filing and
recordssystem, contract supervisionand
contractor meetings.

This article explains how the project
management system multiplied the
battalion’ seffortsand enabled 3-82 FA
to manage up to 60 reconstruction and
civil affairs (CA) activities simulta-
neously while maintaining one of the
highest quality standards and success-
ful on-time completion ratesin the 1st
Cavalry Division.

Project Tracker. TheProject Tracker
is a spreadsheet the S5 produces, up-
dates and distributes periodicaly. (See
the figure). The tracker includes all
projects in the unit area of operations
(AO), including those funded by the
commander’ semergency response pro-

gram (CERP) or other programsfunded
by non-governmental organizations
(NGOs) and governmental organiza-
tions (GOs), such asthe US Agency for
International Development (USAID)
and the Iragi Government.

The document tracks all reconstruc-
tion projects from conception through
completion, giving commanders the
situational awarenessthey needto keep
their Iragi counterpartsinformed of the
projects’ progress and make project
decisions based on mission priorities,
funding availability and community
impact.

Proj ect Recordingand Filing. Atthe
conception of the project, the S5 NCO
initially is the project manager and as-
signsit atracking number. He files all
documents pertaining to that project in
its corresponding numbered file.

Thissystem organizestheunit’'sCMO
and makes it possible for one unit to
conduct scoresof simultaneousprojects
without confusion. The system consists
of afiling box or cabinet of whatever
size is available. The project manager
entersfilesby project tracking numbers
in numerical sequence with one hang-
ing file for each project. Some projects
have multiple contractors or phases, so
there may be several file foldersin the

same hanging file with aphanumeric
tracking numbers (i.e., 21a, 21b, 21c,
etc.). The S5 NCO should check the
files daily to ensure that documents
generated or received for each project
are filed quickly and accurately.

Normally, each project file contains a
statement of work (SOW) with a re-
quest for proposal (RFP), price esti-
mates or bills of quantities from con-
tractors, digital photos, acontractor se-
lection memo, thefunding request docu-
ment, the project contract, in-progress
inspection reports and pay receipts.

Each project begins with a SOW that
clearly describes what the contractor
must perform during the project. The
RFP includes the SOW and provides
detailed instructions and requirements
to contractors who wish to compete in
anopenbidforthejob, suchastimelines,
pricing limitations and an estimate sub-
mission deadline.

Any element of the battalion can pre-
pare a SOW and RFP. Usually, how-
ever, the S5 obtains RFPs from the
battery commandersand CA team, who
initiate and supervise the reconstruc-
tion projects as part of their ongoing
CMO.

After receiving estimates from local
contractors, the S5 and commanders
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compare them based on the unit’s con-
tractor selection criteriain an open free
bid. Some factors of contractor selec-
tion include price competitiveness,
source of labor pool, ability to meet
timeline requirements, etc.

Similar to a course of action (COA)
decision matrix used by staffs during
the military decision-making process
(MDMP), thecontractor selectionmemo
explains why the unit selects a particu-
lar contractor. After the project funding
isapproved (CERP projectsusually are
approved by brigade commanders or
higher), the project manager writes the
contract by combining the RFP, the
contractor’ sestimate, SOW andtimeline
requirements.

Proj ect Supervision. After thecontract
is signed and while the project is in
progress, battalion Soldiers supervisethe
work. Digital photosareacritical require-
ment for every stage of the process.

Units must ensure that the S5 and
battery commandershaveaccesstodigi-
tal cameras so that proper records exist
for each project. Project photos should
be labeled clearly and kept on file with
the Sb.

The S5 issues notices of deficiency to
contractors when inspecting units or
members of the local neighborhood
councils discover substandard work or
conduct. These also should be in the

appropriate project files.

Receipts are critical in keeping track
of money paid incrementally for work
already completed (i.e., 20 percent, 40
percent, 60 percent). Unitsshould never
pay in advance for work not yet per-
formed and never make final payment
until the contractor corrects all defi-
ciencies.

Contractor Meetings These meet-
ings are to evaluate the projects’ pro-
gress, issuedeficiency notices, pay con-
tractors, notify contractorsof new RFPs
and collect estimates from last weeks'
RFPs. With morethan 50 |ocal contrac-
torsall seeking work at each meeting, it
can be anightmare. Y et, with planning
and preparation, the event can be rela
tively painless.

The S5 NCO contacts the local con-
tractors and provides them a secure,
accessiblelocationand predictabletime
for a weekly meeting. He coordinates
with the brigade paying agent for the
meeting time and location.

Using the Project Tracker, the project
manager prepares the pay receipts and
deficiency notices for each current
project the evening before the meeting.
Numbered cards or tickets keep con-
tractors in queue in the order in which
they arrive while they wait to speak
with the S5 and the brigade paying
agent. The S5 NCO allows contractors

into aprivate room to speak with the S5
one at atime. The S5 works with each
contractor, depending on his contract
activities or actions related to RFPs.
These meetings often are agood source
of atmospherics assessments and intel-
ligence.

Once the meeting is complete, the S5
NCO immediately sorts the new esti-
mates by project and checksand returns
all files to the filing cabinet. The S5
updates the Project Tracker to distrib-
ute to and update commanders on the
week’ s progress.

Some recommended supplies for
project managersinclude alaptop com-
puter, filing cabinet, digital camera,
copier/printer/scanner and portable USB
disk drives. For examples of products
3-82 FA used to conduct project man-
agement that were later adopted as the
1st Cavalry Division standard, please
refer tothe“ Civil Military Operations”
folder on the 1st Cavalry Division se-
cure knowledge-sharing network at
http://www.1cd.army.smil.mil.

During their 10-month tour in central
Baghdad, the Red Dragons used this
simple system to manage overlapping
projectsand multiply CM O effectiveness
insupport of astableand prosperous|rag.

SSG Thomas J. Kelly 111
S5 NCO, 3-82 FA
1st Cav Div, Baghdad

Index | Neighbor- | Civil-Military Project and Contractor Balance
No. hood Task Location Fund Source Amount Activity Remarks Actions and Phone No. | Remaining
Awaiting Closeout Procedures
165 | Mansur | Community | Mansur Basketball | Battalion CERP | $17,450 HSB 100% complete. Contract | Need to schedule | Hakim Hasson $0
Court signed 16 Sep. Final | o0 ning ceremony | 7901576980
payment made 7 Nov.
Recently Completed Projects (Since Last Targeting Meeting)
255 | Qadisiyah Security 1IG Compound US Embassy $98,050 A Btry 100% complete. Contract Complete Ali Rasheed $0
Phase Il signed 12 Oct. Final 7901672801
payment made 12 Nov.
Current Working Projects
270 Hateen Services | Hateen Fire Station | Battalion CERP | $13,000 C Btry 5% complete. First payment Emad Chalabi $13,000
Refurbishment Contract signed 4 Nov. arranged: $5,000 7901312580
310 | 3-82AOR Trash Mansur Fall Brigade CERP $34,000 S5 50% complete. First payment Faid Ismael $34,000
Cleanup Contract signed 28 Oct. | arranged: $15,000 7901227940
169 Yarmuk | Public Health Karkh Medical Division CERP | $290,080 | Civil Affairs| 50% complete. Contract Final payment Bayat Group $60,080
Center signed 23 Sep. Second | arranged: $60,080 7901435560
Rehabilitation payment made 7 Nov.
Legend: AOR = Area of Responsibility CERP = Commander’s Emergency HSB = Headquarters Service Battery
Btry = Battery Response Program 1IG = Iraqi Interim Government

Civil-Military Operations (CMO) Project Tracker. This document often grew to more than 10 pages. It also includes “Current Working
Projects with an External Funding Source” and “Projects Awaiting Approval and (or) Funding.”
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~ based Arleigh Burke Class guided missile

Naval Fire
Control
System

By Master Sergeant (Retired)
Gregory T. Kollar, USMC

FCS is becoming the Navy’'s

N key system to manage surface

firesinlittoral warfare. NFCS,
technically the AN/SYQ-27, is bring-
ing Navy surface combatants into the
digital fires arena, enabling the con-
cepts of the Marine Corps Operational
Maneuver From the Sea (OMFS) and
Ship-to-Objective Maneuver (STOM).
These concepts are setting the standard
forthenava combatant operations. They
also are leading the way for buying
advanced technol ogiesto depict battle-
space three dimensionally and develop
a common operational picture (COP).
The NFCS provides this COP while
interfacing with the advanced FA tacti-
cal datasystem (AFATDS), among other
systems. (See the figure.)

Currently the US Navy Amphibious
Fleetisredesigningthesupportingarms
coordination center (SACC) to incor-

. porate NFCS and AFATDS as

1\ the fires management system

and the command and con-

trol personal computer

(C2PC) for decision making,

providing a unified and coordi-

nated command center with links

to al other naval warfare compo-

nents. This displays the COP and

streamlines the decision-making pro-

cess. Likewise, theNaval SurfaceCom-

batant Fleet has NFCS hardware and

software that enables the ship com-

mander to become an integrated mem-

ber of this digitally defined three-di-
mensional battlespace.

= NFCS is a variable message format-

destroyer participated in the Global War (VMF)-based system that manages na-

- on Terrorism in the Arabian Gulf. val fires for Arleigh Burke Class de-

g (US Navy photo by Photographers Mate First Class PH1 Brien Aho) aroyersaqui pped W| th the MK-160 gun
: weapon system (GWS) using the 5-
inch, 62-caliber gun. NFCS also works
in concert with the Aegis combat sys-
tem, enabling theaddition of land-based
targets to the COP.

The USS Bulkeley; a Norfolk, Virginia-
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NFCS is a two-monitor system that
usesexisting Tomahawk display equip-
ment. The NFCS operator views the
tactical picture on the upper monitor
and the NFCS user interface on the
lower monitor.

NFCS aso supports the display of
National Geospatial-Intelligence
Agency (NGA) digital mapping prod-
ucts. It devel opsthe COP through mul-
tiple channels: surface and air tracks
from the global command and control
system-marine (GCCS-M), air tasking
order (ATO) andair control order (ACO)
from the Air Force theater battle man-
agement coresystem (TBMCS) andland
tracks via the interface with AFATDS
or directly from digitally equipped sta-
tions.

NFCS receives and processes calls-
for-fire(CFFs) andorderstofire(OTFs)
fromall current Marine Corpsfire sup-
port systems (MCFSS) fielded. Using
NFCSdecreasesmissionresponsetimes
from 2.5 minutesfor thefirst round shot
to 30 to 45 seconds. Deconfliction for
naval surface fire support (NSFS) re-
quires assessing al environments (air,
land and sea) before firing a weapon.
Normally command information center
(CIC) personnel deconflict each war-
fare environment to ensure that firing
an NSFSweapon will not conflict with
other air or surface assets being em-
ployed.

NFCS not only deconflictsall environ-
ments, but also derts the operator and
displays athree-dimensional view of the
conflictingitem. The NFCS operator can
manipulate the view to better understand
the situation before requesting re-coordi-
nation or denying the mission.

Tomahawk fire control personnel op-
erateNFCS; being dual-hatted, the sail-
ors must be proficient in both naval
strike and littoral warfare duties.

NFCS is compatible with the current
suite of equipment fielded to both the
Marines and Army.

NFCStraining isathree-week course
that trains operators in the tactical op-
eration and detail ed maintenance of the
system. This Land Attack Warfare Of-
ficers Course is one-week and focuses
onintegrating Navy littoral warfareinto
current operations.

TheNaval SurfaceWarfareCommand
(NSWC), Dahlgren Division, in
Dahlgren, Virginia,isdevelopingNFCS
under the sponsorship of the Program
Executive Office for Integrated War-
fare Systems in Washington, DC.
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Master Sergeant (Retired) Gregory T.
Kollar, USMC, is a Land Attack Warfare
Analyst serving as a Naval Fire Control
System Instructor at the Naval Surface
Warfare Center, Dahlgren Division,
Dahlgren, Virginia. He is employed with
BAE Systems. In his last military assign-
ment, he was the Senior Instructor for

Marine Corps Fire Support Systems at the
Marine Corps Detachment, Fort Sill, Okla-
homa, from 1996 to 2000 when he retired.
Among other assignments, Master Ser-
geantKollar was the Battalion Operations
Chief for the 1st Battalion, 14th Marines,
atAlameta, California. He also has worked
with the 10th, 11th and 12th Marines.

FSCM

ATO/ACO

Met Messages

Weapons
Inventory

Observers/

Friendly Units

Targets

Fire Missions

Fire Plans

Communications

Command Data

Stores and displays all permissive and restrictive measures;
provides a three-dimensional view of deconfliction problems
for operator resolution; and complies with FM 101-5 Opera-
tional Terms and Symbols (MIL-STD-2525B graphics).

Receives ATO/ACO from TBMCS; and parses, displays and
deconflicts against all current geometries.

Receives Met data over VMF channels or through the GCCS-M
interface and stores and processes the Met data.

Manages all 5-inch projectiles, accounting for the magazine,
NSFS allocated amounts, critical and warning levels, and
decrements of weapons used during other warfare.

Stores and displays up to 100 friendly units and complies with
FM 101-5 (MIL-STD-2525B graphics).

Stores up to 5,000 targets and an unlimited target list (has no
targeting capability).

Stores and manages 60 active missions; the GWS may store
up to 20 active missions but fires one mission at a time.

Develops and stores 10 fire plans, each covering a timeframe
of 480 minutes.

Is VHF/HF/SATCOMS/ADNS LAN-capable and supports 100
TACLINK subscribers and unlimited ADNS LAN subscribers.

Stores directives and ship instructions and processes them
against decision-making algorithms; allows the operator to
automate multiple decision points based on the current en-
gagement.

ACO = Air Control Order
ADNS = Automated Digital Networking
System
ATO = Air Tasking Order
GCCS-M = Global Command and Control
System-Marine
GWS = Gun Weapon System
HF = High Frequency
FSCM = Fire Support Coordination
Measures

System Continuously monitors and displays the status of the NFCS
Monitoring rack, GWS, GCCS-M and ADNS servers.
Embedded Supports standalone or team training; supports developing
Training training scripts for use in either training mode; and, in the
training mode, maintains live GCCC-M, simulates 100 sta-
tions and supports VMF or TACFIRE devices.
Legend:

LAN = Local Area Network
Met = Meteorological
NSFS = Naval Surface Fire Support
SATCOMS= Satellite Communications
TACFIRE = Tactical Fire Direction System
TACLINK = Tactical Communications Link

TBMCS = Theater Battle Management Core
System

VHF = Variable High Frequency
VMF = Variable Message Format

Naval Fire Control System (NFCS) Capabilities
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