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TRADOC Intent

TRADOC CoEs, AMEDD, and USASOC, in coordination with the Center for Army Lessons Learned, will during Decisive Action rotations at NTC and JRTC collect observations, insights, and lessons based on the DOTMLPF domains that will shape the Warfighting Functions. In this particular instance, the Commanding General of 1st Infantry Division had his staff request CALL observe and collect on the preparation and execution of 1/1 ID ABCT for NTC Rotation 14-06.  CALL had previously been working with and collecting on the preparation of 1/1 ID ABCT for its regionally aligned force (RAF) mission.

CALL Collection Concept

· Collection involved observing AARs, conducting right seat rides (RSR), and interviewing selected observer/coach trainers (O/CT) and unit personnel
· CoEs/schools provided subject matter expert (SME) RSR proficient in current and emerging doctrine to observe the rotational unit’s execution of key aspects of their WfF 
· SME RSR focus during the rotation was OILs for use by their CoE/school/organization
· CoEs/schools/tasked organizations will forward all prioritized OILs and potential changes to the WfFs to CALL for consolidation, staffing, and distribution
· CoEs/schools/organizations will provide recommendations to enhance the CTC training experience to CALL
· CALL will disseminate OILs to the Army

Executive Summary

The purpose of this EXSUM is to provide information about CALL execution of 1 ID request for support for NTC Rotation 14-06.  Selected TRADOC CoEs, in coordination with the Center for Army Lessons Learned, during NTC Decisive Action Rotation 14-06 collected observations, insights, and lessons based on eight major focus areas requested by CG, 1 ID.  CALL assembled a team of 14 subject matter experts (SMEs) from MCCoE, MCoE, FCoE, ICoE, and MSCoE and collected observations during the brigade force on force 24 Apr-1 May 2014.    Collection involved observing after action reviews (AARs), conducting right seat rides (RSR) with observer-coach/trainers (OC/Ts), and interviewing selected OC/Ts and rotation training unit (RTU) personnel.  CoE provided SME were proficient in current and emerging doctrine to observe the RTU’s execution of key aspects of their WfF.  1/1 ID ABCT deployed to Kuwait this summer; it is a RAF designated unit.  

1ID Focus Areas of Interest:

· Mission Command
·  Synchronization of BCT capabilities
·  Battle tracking
·  Integration of analog and digital C2 systems during CAM
·  Rehearsals 
·  Intelligence
·  Integration of collection plans into the counter recon fight
·  Linkage of PIRs and decision for the BCT Commander
·  Use of predictive Event Template
·  Maneuver
·  ISR fight
·  Movement to contact
·  Management of enablers
· Fires
·  Shaping operations and schedule of fires
·  Airspace coordination, radar coordination, and counter fire
·  Targeting
·  Protection
·  Sequencing and placement of mobility assets during offensive operations
·  Communications network security
·  Planning for a hasty or deliberate defense
·  Sustainment
·  Planning integration into the tactical plan during CAM
·  CSS rehearsals at echelon
·  Running estimates 


This report provides a summary of insights, observations, and best practices collected by the Center for Army Lessons Learned (CALL) and the TRADOC Centers of Excellence (CoE) from NTC Rotation 14-06, Decisive Action Training Environment (DATE). The CoEs collected observations and lessons based on the DOTMLPF domains that will shape the Warfighting Functions.  This report is organized by Warfighting Function and according to COE focus topics:

Chapter 1	Mission Command Focus Topics
Chapter 2	Intelligence Focus Topics
Chapter 3	Maneuver Focus Topics
Chapter 4   	Fires Focus Topics
Chapter 5	MSCOE Focus Topics
Chapter 6	Sustainment Focus Topics

Some observers use Rotational Training Unit (RTU) when referencing the unit.
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Chapter 1

Mission Command Focus Areas

Topic A
CADD
[bookmark: OLE_LINK7][bookmark: OLE_LINK8]
OBSERVATION 

Number (ID)
01 mjf 04-26-14 

Title
 Brigade Tactical Standard Operating Procedures (TAC SOP) – Command Post Operations

ART 5.1 - Conduct Command Post (CP) Operations

Description
 Using standard operating procedures to facilitate effective mission command.

Discussion
A standard operating procedure is a set of instructions covering those features of operations which lend themselves to a definite or standardized procedure without loss of effectiveness. The procedure is applicable unless ordered otherwise (JP 3-31). A SOP is both standing and standard: it instructs how to perform a prescribed and accepted process established for completing a task. 

The brigade developed an extensive TAC SOP to include a well written section on command, control, and command post operations. Procedures included:
· Succession of command and succession of command posts. 
· Roles and responsibilities of the main, tactical, and brigade support battalion CPs and the command group.
· Command post organization and layouts. 
· Orders groups.
· Rehearsals. 
· Readiness conditions for repositioning CPs. 
· Command post displacement.
· Transitioning control between CPs.  
· Update briefings.
· Communication nets.
· Overlay naming conventions.
· Reports and returns.

The unit was challenged on occasion with following their SOP. Some members of the staff were unaware of the SOP or did not understand their responsibilities. In order for a SOP to be effective, members of the staff must be aware of the procedures, study them to ensure they understand their responsibilities, and continuously train on these procedures. Staff principles must ensure their personnel are aware of the unit SOP and reinforce using it to facilitate command post operations during stressful situations. 

In addition, the unit can benefit from adding the following to their SOP: 

· Plans SOP (standard instructions for MDMP, planning products, orders production and dissemination) 
· Battle rhythm that synchronizes reports, meeting, working groups, and boards with subordinates, among the staff, and with higher headquarters.
· Meeting, working groups, and boards (time, purpose, staff lead, attendees, agenda, expected inputs, expected outputs).
· Analog battle tracking procedures to include operations map and overlay and status charts by staff section.
· Command post defense plans and security.
· Command post battle drills.
· Hasty planning (current operations rapid decisionmaking and synchronization)
· React to an air, ground, or chemical attack.
· React to indirect fire.
· React to downed aircraft.
· React to isolated individual.
· React to jamming or suspected communications compromise.
· Execute time-sensitive targets.
· Clearance of fires.
· Execute a close air support or fires mission.
· React to a mass casualty incident.
· React to a civil riot or incident.
· React to significant collateral damage.
· React to a misinformation incident.

Insights/Lessons 
Well-written and properly used unit tactical SOPs enhance effective execution of reoccurring tasks. They help reduce errors, the omission of essential steps or processes, and the time required for completion of tasks. All members of the staff must be aware of the SOP and fully understand their responsibilities.

They best time to revise a unit SOP is shortly after a major training event when personnel are still present and lessons learned are fresh in every one’s mind. After each major training event, units are encouraged to revise their SOP as required.  

DOTMLPF Implications
Doctrine: Potential Army techniques publication on command post operations that include techniques and example products and all aspects of command post operations. 

Unit/POC/contact info

Mike Flynn, Combined Arms Doctrine Directorate, Michael.j.flynn34.civ@mail.mil, 913-684-2159.

Comments/Notes
ADRP 5-0, The Operations Process, 2012
FM 3-90.6, Brigade Combat Team, 2010
ATTP 5-0.1, Commander and Staff Organization and Operations  
ATP 3-90.90, ATP Army Tactical Standard Operating Procedures
1st Brigade, 1st Infantry Division Tactical SOP, 2013.


OBSERVATION

Number (ID)
02 mjf 04-26-14 

Title
Battle Tracking

ART 5.1 - Conduct Command Post Operations

Description
Building and maintaining situational understanding.  

Discussion
Overall, both the BDE main and BDE tactical CPs maintained good situational awareness of friendly and enemy forces during the BDE’s movement to contact and the defense  Both the current operations cell in the main CP and the tactical CP had a similar understanding of the friendly force and of the enemy (to include battle damage assessment of the enemy). This understanding aided the brigade commander’s decisionmaking and assisted the brigade staff with controlling operations.  

The brigade main and brigade tactical CPs maintained both digital and analogue battle tracking systems. This technique proved effective for tracking friendly locations, activity, and combat power as well as location, activity, and battle damage assessment of enemy forces. The fast tempo of this operations over a large area, combined with the dynamics of a meeting engagement, challenged communications. By maintaining both digital and analogue battle tracking, the brigade was able to capture information quickly over FM voice to help maintain their situational awareness that in turn, aided in effective decisionmaking. 

The brigade, particularly the main command post, could do better in battle tracking smaller element under brigade control. This includes elements such as logistics convoys, retransmission elements and radars. Critical enables like retrains and radars not only need to be tracked by their corresponding staff section, but also within the current operations cell of the main CP and the tactical CP. 

Insights/Lessons 
Having a backup analog battle tracking system within the BDE command posts is necessary to mitigate communication challenge that can occur during operations.  Unit should capture the various tracking charts and procedures used during this training event for inclusion into their unit SOP.

DOTMLPF Implications
Doctrine: Potential Army techniques publication on command post operations that would include techniques for analog battle tracking and sample battle tracking charts.

Unit/POC/contact info
Mike Flynn, Combined Arms Doctrine Directorate, Michael.j.flynn34.civ@mail.mil, 913-684-2159.

Comments/Notes
ADRP 5-0, The Operations Process, 2012
FM 3-90.6, Brigade Combat Team, 2010
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  
ATP 3-90.90, ATP Army Tactical Standard Operating Procedures, 2010
1st Brigade, 1st Infantry Division Tactical SOP, 2013

OBSERVATION

Number (ID)
01 mjf 04-27-14 

Title
Command Post Survivability 

Description
Consideration for command post survivability.

ART 5.2 – Command Post Operations

Discussion
Command post survivability is vital to mission success. Like us, the enemy considers command posts and other mission command nodes (e.g. retransmission sites) as high value targets. As such, it is imperative that the friendly force plans for and takes necessary action to protect their command posts.  

Following the brigade movement to contact, the opposing force conducted a spooling attack against the brigade as it was transitioning from a movement to contact to a hasty defense. During this attack, the opposing force was able to locate and engage the retransmission site and both the brigade’s main and tactical command posts with direct and indirect fires. This severally degraded the brigade’s ability to exercise mission command. 

Insights/Lessons 
CP survivability depends mostly on concealment and mobility. The best way to protect a CP is to prevent the enemy from detecting it. Good camouflage and proper noise, light, and signal discipline enhance the security provided by a good location. CP mobility improves CP survivability. During offensive and defensive operations, CPs move quickly and often. A smaller size and careful transportation planning allow CPs to displace rapidly as required. 

The following considerations can improve command post survivability include:
· Use terrain (e.g. reverse slope) for passive security (cover and concealment).
· Avoid key terrain features such as hilltops and crossroads and other possible enemy target reference points.  
· Masks signals from the enemy.
· Collocate with tactical units for mutual support and local security.
· Disperse CP vehicles, and thoroughly camouflage all vehicles and equipment. 
· Maintain noise and light discipline.
· Designate a security force and establish a perimeter defense with observation /listening posts.
· Use of false or dummy CPs.
· Establish really points for CP personnel and have alternate CP site planned for reconnoitered. 

DOTMLPF Implications
Doctrine: Potential Army techniques publication on command post operations that would include techniques for command post survivability.

Unit/POC/contact info
Mike Flynn, Combined Arms Doctrine Directorate, Michael.j.flynn34.civ@mail.mil, 913-684-2159.

Comments/Notes
FM 3-90.6, Brigade Combat Team, 2010
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  
1st Brigade, 1st Infantry Division Tactical SOP, 2013

OBSERVATION

Number (ID)
02 mjf 04-27-14 

Title
Command Posts Responsibilities

Description
Clearly defining responsibilities between brigade command posts.

ART 5.2 – Command Post Operations

Discussion
During the brigade movement to contact, the brigade CPs effectively controlled operations according to plan. The tactical CP focused on current operations in the close area while the main CP monitored current operations and helped control portions of the operations (e.g. counterfire and airspace management).  

During the transition to the hasty defense however, there was some confusion across the brigade as to which BDE CP was controlling current operations. This was due to communication difficulties during an enemy spoiling attack. During this period, conflicting directives were issued from the BDE main and tactical CPs to subordinates (Shadow, Grey Eagle, BDE reserve) during a critical point of the fight.

The BDE TAC SOP clearly lays out the responsibilities of brigade command posts (see enclosure 1). The brigade also has good procedures for transition control among command posts (see enclosure 2).

Insights/Lessons 
Clearing delineating responsibilities between command posts and having procedures for transferring control of current operations among CP facilitates unity of command. 

DOTMLPF Implications

Unit/POC/contact info
Mike Flynn, Combined Arms Doctrine Directorate, Michael.j.flynn34.civ@mail.mil, 913-684-2159.

Comments/Notes
FM 3-90.6, Brigade Combat Team, 2010
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  
1st Brigade, 1st Infantry Division Tactical SOP, 2013
Enclosure 1 – Brigade Command Post Responsibilities and Functions
Enclosure 2 – Brigade Transfer of Control Between Command Posts





Enclosure 1

Brigade Command Posts
[image: ]Enclosure 1 (Bridge Command Posts) to OBSERVATION 02 mjf 04-27-14





Enclosure 2
Command Post Control Handover Procedures

[image: ]Enclosure 2 (Command Post Handover Procedures) to OBSERVATION 02 mjf 04-27-14


OBSERVATION 

Number (ID)
01 mjf 04-30-14 

Title
Information Related Capabilities

ART 5.7 – Integrate Inform and Influence activities

Description
Synchronizing Information Related Capabilities 

Discussion
The brigade had a good plan to synchronize information related capabilities to include nesting messages and actions with overarching themes. During execution however, the brigade was challenged to fully leverage information related capabilities (military information support operations (MISO), combat camera, solider leader engagement, civil affairs, and military deception) in support of the concept of operations. 

The brigade established a non-lethal effects cell in the main CP consisting of the information operations, MISO, public affairs, and legal staff section. Initially, these members within this cell did not have a good mechanism to coordinate their efforts.  Through coaching, the cell began to run an IO working group based on FM 3-13 (see enclosure 1) in which they were able to better coordinate their efforts.

Insights/Lessons 
Use doctrinal templates as a base to establish an IO working group to facilitate synchronizing of the various information related capabilities with the commander’s intent and concept of the operations. Capture this working group in the unit’s TAC SOP.

DOTMLPF Implications


Unit/POC/contact info
Mike Flynn, Combined Arms Doctrine Directorate, Michael.j.flynn34.civ@mail.mil, 913-684-2159.

Comments/Notes
FM 3-90.6, Brigade Combat Team, 2010
FM 3-13, Inform and Influence Activities, 2013
ATTP 5-0.1, Commander and Staff Organization and Operations  
1st Brigade, 1st Infantry Division Tactical SOP, 2013.

Enclosure 1

Information Operations Working Group
[image: ]
Enclosure 1 (Information Operations Working Group) to OBSERVATION 01 mjf 04-30-14

OBSERVATION 

Number (ID)
01 mjf 05-01-14 

Title
Decisionmaking during execution

ART 5.1.3.2 – Adjust Resources, Concept of Operations, or Mission

Description
Modifying the plan to exploit opportunities or counter threats. 

Discussion
The brigade develops a detailed initial operations order (OPORD) for the conduct of operation and conducted numerous rehearsals to ensure the brigade was prepared. The concept of operations was detailed with the method of control being highly centralized to ensure synchronization of the warfighting function. 

At times however, the plan became more of a script to follow than a guide for action. For example, during the movement to contact, the brigade fought the enemy at their planned meeting engagement. After destroying two of four enemy battalions, the brigade halted at their planned hasty defensive line. The follow-on enemy force however was extremely valuable and the brigade missed an opportunity to complete their destruction. The following day, the brigade was preparing the defense and did not expect heavy enemy contact. The enemy however, conducted a spoiling attack that caught the brigade off guard. The brigade was slow to react to this threat resulting in the enemy attacking units in brigade sustainment area.    

While plans and orders are extremely important, commanders and staffs must continuously assess the progress of operations and identify variances—the difference between the actual situation and what the plan forecasted the situation would be t the time or event. Decisionmaking is tied to disciplined initiative and is inherent in executing operations. Commanders, supported by their staffs, observe the progress of operations and intervene when necessary to ensure success. Because operations never unfold exactly as envisioned and because understanding of the situation changes, a commander’s decisions made during execution are critical to an operation’s success. 

Insights/Lessons 
Executing, adjusting, or abandoning the original operation is part of decisionmaking in execution. By fighting the enemy and not the plan, commanders, supported by their staffs, balance the tendency to abandon a well-conceived plan too soon against persisting in a failing effort too long. Effective decisionmaking during execution— 

· Relates all actions to the commander’s intent and concept of operations to ensure they support the decisive operation. 
· Is comprehensive, maintaining integration of combined arms rather than dealing with separate functions. 
· Relies heavily on intuitive decisionmaking by commanders and staffs to make rapid adjustments. 
· Is continuous and responds effectively to any opportunity or threat. 

Just as units train on the military decision making process and have procedures for developing plan and orders, units must also train on decision making during execution. Doctrine provides a decisionmaking and synchronization technique (the rapid decisionmaking and synchronization process) commonly used by commanders and staffs during execution.  This RDSP includes:
· Compare the current situation to the order.
· Determine the type of decision required.
· Develop a course of action.
· Refine and validate the course of action.
· Issue FRAGO and implement.

Recommend the unit add the RDSP as a staff battle drill to their unit TAC SOP.

DOTMLPF Implications


Unit/POC/contact info
Mike Flynn, Combined Arms Doctrine Directorate, Michael.j.flynn34.civ@mail.mil, 913-684-2159.

Comments/Notes
ADRP 5-0, The Operations Process
ATTP 5-0.1, Commander and Staff Organization and Operations  
1st Brigade, 1st Infantry Division Tactical SOP, 2013.
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Topic B

TCM MC/CP

OBSERVATION 

Number 
01 stm 04-26-14

Title
Command Post (CP) roles and responsibilities

ART 5.2 – Command Post Operations

Description
Units are challenged to clearly delineate the roles and responsibilities of each command post

Discussion
During the transition to the hasty defense, some units did not clearly identify the task and purpose for each command post.  When the COEFOR launched a spoiling attack, some commanders at the battalion level chose to establish a TAC CP to control the fight.  However, the roles and responsibilities of the BN Main and TAC CPs were not clearly defined/delineated and this led to confusion regarding synchronization of efforts.  Some units employed a TAC CP unnecessarily.  Due to a lack of clear task and purpose, the TAC CPs were not manned or equipped to adequately control the fight.  By removing these personnel and equipment from the Main CP, the unit struggled to effectively coordinate operations to achieve decisive effects where necessary.

Insights/Lessons
Commanders need to assess the requirement to establish a TAC CP for every operation and ensure roles and responsibilities are clearly defined if they do.  If any limiting conditions exist such as manning, equipping, or communications, maybe they should employ the command group vice a TAC CP or just consolidate efforts at the Main CP.

DOTMLPF Implications N/A

Unit/POC/Contact Info
LTC Todd Mefford, TCM Mission Command/Command Posts (TCM MC/CP), stephen.t.mefford.mil@mail.mil, 913-684-4543

Comments/Notes
FM 3-90.5, The  Combined Arms Battalion, 2008
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  



OBSERVATION

Number
01 stm 04-27-14

Title
Integration of enablers

ART 5.1 – Conduct the Operations Process

Description
Unit is challenged to effectively utilize enablers (ISR)

Discussion 
ISR integration is the task of assigning and controlling a unit’s reconnaissance assets (in terms of space, time, and purpose) to collect and report information as a concerted and integrated portion of operation plans and orders.  This task ensures assignment of appropriate assets through a deliberate and coordinated effort integrating reconnaissance activities into the operation (FM 3-90.6).  ISR working groups at each organization must synchronize their own requirements and schedules with others to avoid a duplication of effort, and to ensure there are not gaps in surveillance.

The ISR working group is a temporary grouping of designated staff representatives who coordinate and integrate intelligence collection, and reconnaissance and surveillance activity, and provide recommendations to the commander. The ISR working group usually includes:

· BCT executive officer (chairs the meeting).
· BCT S-3 (alternate chair) or representative.
· Engineer coordinator (ENCOORD) representative.
· Air defense and airspace management (ADAM)/brigade aviation element (BAE) representative.
· BCT S-2 or representative.
· MI company commander/collection manager or representative.
· Reconnaissance squadron S-3 and/or S-2 or representative.
· S-2X or representative.
· Brigade fire support officer or representative.
· BCT S-7 or representative.
· Command, control, communications, and computers cell representative.
· BCT S-9 or representative.
· CBRN officer.
· Sustainment cell representative.
· Subordinate unit representatives (if available).
· Special operations forces (SOF) representative (if available).

The brigade has a TACSOP in which they describe reconnaissance operations and reconnaissance and surveillance planning.

3.  Reconnaissance operations.
A.  Reconnaissance operations precede, accompany, and follow the combat operations of the Brigade. Reconnaissance continues during the Brigade attack or defense.
B.  The R&S plan is executed under the direction of the S3 as part of maneuver operations.
C.  Battalion/TF scouts normally operate under the direction of their commanders.
D.  Information developed by corps and division reconnaissance guides execution of the Brigade reconnaissance operation when higher level reconnaissance is conducted forward or to the flanks of the Brigade.

4.  The Reconnaissance and Surveillance Plan
A.  Brigade Collection Manager coordinates its R&S plan with the reconnaissance operation of its higher headquarters and with adjacent brigades.
B.  Brigade Collection Manager recommends reconnaissance objectives for the R&S plan based on the Commander’s Priority Intelligence Requirement (PIR).
C.  Brigade Collection Manager consolidates battalion/TF patrol plans and R&S plans into a Brigade plan, assuring optimal coverage of reconnaissance objectives and recommending changes as appropriate.
D.  The R&S plan is designed to answer the Commander’s PIRs within NAIs that drive Command decisions.

During the preparation for the defense, the unit struggled to effectively integrate and utilize enablers.  Within a one hour time frame, the unit re-tasked collection assets six times.  When new information was received, unit leadership directed the re-positioning of assets in an effort to locate COEFOR elements.  As a result, the Main and TAC CPs were fighting each other to control the collection assets.

Insights/Lessons
The unit should add a section to their TACSOP that describes the conduct an ISR working group.  Executing the ISR working group would ensure that the task and purpose of each ISR asset is clearly defined and understood by all subordinate units.  Additionally, this working group would contribute to the completion of the reconnaissance and surveillance tools and templates identified in the TACSOP.  The unit should execute ISR rehearsals when they transition between phases of the operation in accordance with their TACSOP. 

DOTMLPF Implications
 
Unit/POC/Contact Info
TRADOC Capability Manager Mission Command/Command Posts (TCM MC/CP) / LTC Todd Mefford / stephen.t.mefford.mil@mail.mil or 913-684-4543

Comments/Notes
FM 3-90.6, Brigade Combat Team, 2010
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  
1st Brigade, 1st Infantry Division Tactical SOP, 2013

OBSERVATION

Number
02 stm 04-27-14

Title
Integration of enablers

ART 5.1 – Conduct the Operations Process

Description
Unit is challenged to effectively utilize enablers (Aviation)

Discussion
The BCT uses the preparation time available to create the strongest defense possible. The commander and staff supervise the defensive preparations through inspections and rehearsals (FM 3-90.6). Defensive preparations include:

· Designating a reserve.
· Conducting rehearsals to include rehearsing the reserve and counterattack forces if operational security allows.
· Positioning forces in depth.
· Reinforcing terrain with obstacles.
· Designating, prioritizing, and preparing battle positions and survivability positions.

During the preparation for the defense, the unit struggled to effectively integrate and utilize aviation assets.  The aviation unit was tasked in a FRAGO to provide attack and scout weapon teams for the reserve.  We the BDE Main CP directed the commitment of the reserve to counter a spoiling attack, the unit was unprepared and stated that they were not on a QRF status.  As a result, it took approximately two and a half hours to commit the reserve.  

Insights/Lessons
Conducting rehearsals is critical for identifying and deconflicting friction points during the preparation for the defense.  The unit should execute rehearsals when they transition between phases of the operation in accordance with their TACSOP.

DOTMLPF Implications:  

Unit/POC/Contact Info 
TRADOC Capability Manager Mission Command/Command Posts (TCM MC/CP) / LTC Todd Mefford / stephen.t.mefford.mil@mail.mil or 913-684-4543

Comments/Notes
FM 3-90.6, Brigade Combat Team, 2010
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  
1st Brigade, 1st Infantry Division Tactical SOP, 2013

OBSERVATION

Number
01 stm 04-28-14

Title
Integration of enablers

ART 5.2 – Command Post Operations

Description
Unit is challenged to effectively utilize enablers (Air Mission Command on the Move (MCOTM) / Army Airborne Command and Control System (A2C2S))

Discussion
The A2C2S is a UH-60 based C2 system (referred to as the EUH-60) that serves as an airborne TAC CP.  It also is the source of digital information for non-digitized aircraft supporting the operation. A2C2S provides maneuver commanders—from ARB/ARS to EAB—with on-the-move C2. The system supports three major operational functions—mission planning, mission execution, and mission support. Its primary function is to monitor execution of current operations while the main CP focuses primarily on planning future operations (FM 3-04.111).

A2C2S enables the commander and staff to traverse the OE to critical places at critical times. The commander and staff can perform all battle command and coordination functions from A2C2S.  It has simultaneous multiband voice and data channels and dynamic visual battlefield SA and C2 via command, control, communications, computers, and intelligence connectivity. A2C2S provides access to the TI to manipulate, store, manage, and analyze SA information, intelligence data, mission plans, and mission progress data to support the C2 decision making process.

A2C2S expands the battlefield by providing the means to exercise C2 and gather tactical information in support of a mission while on the move. From A2C2S, the commander and staff influence the battle via direct exchange of voice and digital information with units conducting the mission. They simultaneously develop the situation beyond the range of their unit’s sensors and shooters by accessing broadcast intelligence sources.

The unit is not optimizing the Air MCOTM capabilities provided by the AN/ASC-15E in the command aviation company.  The console in a C2 helicopter provides an airborne mission command node for use during movement or critical events.  During a discussion with OC/Ts, it was identified that the unit understood the capabilities of the system, but chose not to use the system due to perceived enemy air defense threats.

Insights/Lessons
Leaders and organizations need to be fully aware of the mission command information systems and capabilities available and plan for their use. 

DOTMLPF Implications:  

Unit/POC/Contact Info
TRADOC Capability Manager Mission Command/Command Posts (TCM MC/CP) / LTC Todd Mefford / efford.t.mefford.mil@mail.mil or 913-684-4543

Comments/Notes
FM 3-04.111, Aviation Brigades, 2007

OBSERVATION

Number
02 stm 04-28-14

Title
Command Post Layout

ART 5.2 – Command Post Operations

Description
Unit is challenged to effectively execute knowledge management due to the layout of the of the Current Operations Integration Cell of the Brigade Main CP

Discussion
Many design considerations affect CP effectiveness. At a minimum, commanders position CP cells and staff elements to facilitate communication and coordination. Other design considerations include, but are not limited to—

· Efficient facilitation of information flow.
· User interface with communications systems.
· Positioning information displays for ease of use.
· Integrating complementary information on maps and displays.
· Adequate workspace for the staff and commander.
· Ease of displacement (setup, teardown, and mobility).

Well-designed CPs integrate command and staff efforts. Meeting this requirement requires matching the CP’s manning, equipment, information systems, and procedures against its internal layout and utilities.  Organizing the CP into functional and integrating cells promotes efficiency and coordination (ATTP 5-0.1).

The Brigade Main CP Current Operations Integration Cell was established similar to the layout in the TACSOP (Figure 1), but not in a manner which allowed for effective information flow/exchange.  Staff sections were seated with their backs to one another as well as facing away from the information displays at the front of the tent.  

Figure 1

Figure 1.  1st Brigade, 1ID CIC
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Figure 2.  Brigade Current Operations Cell setup as prescribed by the CP Handbook

Insights/Lessons
The unit should review the CIC layout to increase the efficiency of information flow and visibility of information displays.
 
DOTMLPF Implications: 
 
Unit/POC/Contact Info
TRADOC Capability Manager Mission Command/Command Posts (TCM MC/CP) / LTC Todd Mefford / efford.t.mefford.mil@mail.mil or 913-684-4543

Comments/Notes
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  
1st Brigade, 1st Infantry Division Tactical SOP, 2013
Command Post Handbook, 2003 (https://atn.army.mil/dsp_template.aspx?dpID=372) 

OBSERVATION

Number
03 stm 04-28-14

Title
Digital Training on Mission Command Information Systems

ART 5.1 – Conduct the Operations Process

Description
Units are challenged to effectively utilize Army Battle Command Systems (ABCS)

Discussion
Through observations and discussions with OC/Ts, we identified that units are not maximizing the capabilities of ABCS.  OC/Ts commented that units are only utilizing approximately 50% of system capabilities.  In some cases, units are using seven (7) manual processes for logistics tracking rather than use the BCS3.   

Insights/Lessons
Some units have benefitted from sending system operators to the Mission Command Digital Master Gunner and Mission Command System Integrator Courses.  However, units do not treat the staff as a weapon system and maintain a digital battle roster.  As a result, units do not fully track trained operators or operators by shift.  To further compound the issue, the lack of operator proficiency contributes to the commanders not being comfortable with their level of understanding of system capabilities and not enforcing system use.

DOTMLPF Implications:  T - units should maximize the use of the MCDMG and MCSIC for system operators

Unit/POC/Contact Info
TRADOC Capability Manager Mission Command/Command Posts / LTC Todd Mefford / stephen.t.mefford.mil@mail.mil or 913-684-4543

Comments/Notes
ATTP 5-0.1, Commander and Staff Organization and Operations, 2011  
1st Brigade, 1st Infantry Division Tactical SOP, 2013









Topic C

DOTS

OBSERVATION

Number (ID) 
001 HM 25 Apr 14

Title
Common Operation Picture Standard Operating Procedure (COP SOP)

ART 5.1 - Conduct Command Post (CP) Operations

Description
Utilizing standard operating procedures to facilitate effective mission command.

Discussion
The COP should provide accurate, timely, and complete information that is precise and reliable thereby allowing the commander the ability to manage the fight from the Main Command Post (MCP). Units would benefit from a Division or Brigade approved SOP detailing how the COP should be displayed, and how information should be reported by way of the CPOF. This allows the Commander the opportunity to make a decision based on facts.  
Unit standards were laid out in the unit TACSOP but were modified depending on whoever the ranking individual was and what they felt comfortable with. The conflicting standards led to the unit having different standards for what was displayed on the COP.  
By having a standardized SOP, units would be able to send up interchangeable information with less confusion.  This also minimizes double work for information being passed along.

Insights/Lessons
The Brigade should refine their Digital TACSOP to verify that it is complete and up to date. 

DOTMLPF Implications
Training:
· All Battle Staff Officers and NCOs who operate a CPOF should attend the DMG/ MCSI course.
· The brigade should setup quarterly training either at the MTC or use the mission command staff trainer to train and exercise the staff in the operations process and to refine their digital SOP and products that they will use in the field. 

Unit/POC/contact info
Directorate of Training and Strategy (DOT-S), SFC Heath McLaughlin, heath.a.mclaughlin3.mil@mail.mil, 913-684-6826

Comments/Notes


OBSERVATION

Number (ID) 
 002 HM 26 Apr 14

Title
Mission Command Work Station (MCWS formerly known as CPOF) inconsistency due lack of trained individuals.

ART 5.1 - Conduct Command Post (CP) Operations

Description
Unit was challenged by lack of a dedicated CPOF manager.

Discussion
There are supposed to be trained operators, digital master gunners, and system integrators within each main command post. A MCWS manager who has been trained as an operator, DMG, and MCSI, is responsible to manage permissions, to minimize any issues, monitor bandwidth usage to keep the system working at optimal levels, and to enforce the unit standard. When the unit is using more than 1 CPOF, it will begin to increase bandwidth use and slow the system down.   

Insights/Lessons
A critical weapons systems that the Brigade Main Command Post has is their digital ABCS systems. The training of personnel and maintenance of these systems should be treated the same way we train and maintain our major weapons platforms and should be tracked and reported on the USR. 

DOTMLPF Implications
Training:
· All Battle Staff Officers and NCOs that operate a CPOF should attend the DMG/ MCSI course.
· The brigade should setup quarterly training either at the MTC or utilize the mission command staff trainer to train and exercise the staff in the operations process and to refine their digital SOP and products that they will use in the field. 

Unit/POC/contact info
Directorate of Training and Strategy (DOT-S), SFC Heath McLaughlin, heath.a.mclaughlin3.mil@mail.mil, 913-684-6826

Comments/Notes



OBSERVATION

Number (ID) 
003 HM 27 Apr 14

Title
Operator Roles and Responsibilities

ART 5.1- Conduct the Operations Process

Description
Unit was challenged to ensure trained personnel were used in the position that they had been trained for. 

Discussion
Trained MCWS operators should be utilized in the role that they were trained for. By using trained MCWS operators as RTOs, the unit diminishes its combat capabilities. By having trained operators working the MCWS, frees the Battle Captain or other staff principle to focus solely on the mission and their duties and not worry about updating and inputting information into the CPOF.

Insights/Lessons
A critical weapons system that the Brigade Main Command Post has is their digital ABCS systems. The training of personnel and maintenance of these systems should be treated the same way as we train and maintain our major weapons platforms and should be tracked and reported on the USR. 
Units should send their best quality NCOs to attend the DMG/MCSI course. Upon graduation, these individuals will become unit train the trainers and will greatly enhance the warfighting capabilities of the unit. They will also be an immense benefit to the command.

DOTMLPF Implications
Training:
· All Battle Staff Officers and NCOs that operate a CPOF should attend the DMG/ MCSI course.
· The brigade should setup quarterly training either at the MTC or utilize the mission command staff trainer to train and exercise the staff in the operations process and to refine their digital SOP and products that they will use in the field. 

Unit/POC/contact info
Directorate of Training and Strategy (DOT-S), SFC Heath McLaughlin, heath.a.mclaughlin3.mil@mail.mil, 913-684-6826

Comments/Notes


OBSERVATION

Number (ID) 
004 HM 28 Apr 14

Title
Maintenance and troubleshooting

Description
CPOF Operators are challenged with troubleshooting their CPOF systems.

Discussion
System operators need to be able to troubleshoot their systems. Instead of performing PMCS, they often ask the S-6 to fix a problem. Operators are taught and know what are -10 level tasks are their responsibility. The DMGs should know what are the -20 level PMCS tasks. Only after performing -10/-20 level troubleshooting should operators request assistance from the S-6. 

Insights/Lessons
Training:
A critical weapons systems in the Brigade Main Command Post is their digital ABCS systems. The training of personnel and maintenance of these systems should be treated the same way we train and maintain our major weapons platforms and should be tracked and reported on the USR. 

DOTMLPF Implications
Training:
· The brigade should setup quarterly training either at the MTC or utilize the mission command staff trainer to train and exercise the operators on proper troubleshooting techniques, and  which tasks are 10/20 level tasks. 

Unit/POC/contact info
Directorate of Training and Strategy (DOT-S), SFC Heath McLaughlin, heath.a.mclaughlin3.mil@mail.mil, 913-684-6826

Comments/Notes


OBSERVATION

Number (ID) 
006 HM 29 Apr 14

Title
ABCS utilization

Description
Unit was challenged to fully use its ABCS systems.

Discussion
The ABCS was not being fully used to maximize capabilities offered.  Not understanding the full capabilities the ABCS brings to the fight hinders the combat effectiveness of the unit. Battle Captains and NCO’s who are knowledgeable on Power Point and Excel were falling back on these programs and would often question the need for the  programs (i.e. spreadsheet or task organization) in the MCWS.  Units have the capability to build products and put them in the frame dispenser, thereby allowing the rest of the formation to follow a set standard, yet there were different standards in the BDE CP, and DIV TAC. 

Insights/Lessons
All staff and CP leadership should be given an overview of the CPOF capabilities, and be familiar with what the systems can do for them. The ideal solution would be to have a condensed course for unit commanders and staff. Preferably units should send as many CP personnel to at least the 40 hour operators course.


DOTMLPF Implications
Training:
· All Battle Staff Officers and NCOs’ that operate a CPOF should attend the DMG/ MCSI course.
· The brigade should setup quarterly training either at the MTC or utilize the mission command staff trainer to train and exercise the staff in the Operations process and to refine their digital SOP and products that they will use in the field. 


Unit/POC/contact info
Directorate of Training and Strategy (DOT-S), SFC Heath McLaughlin, heath.a.mclaughlin3.mil@mail.mil, 913-684-6826

Comments/Notes













Chapter 2

Intelligence Focus Topics


OBSERVATION 

Number (ID)  
01 tmz 042514

Title
Brigade Intelligence Cell (BICE) not leveraged

Description
The Brigade Intelligence Cell (BICE) is not being fully leveraged by the Brigade S2, both in staff planning processes and in current operations.

Discussion
The Brigade S2 is not leveraging the BICE to assist the Brigade S2 Section in both planning and current operations. During Battle Phase 1 (Movement to Contact) I observed that the S2 Current Operations (CUOPS) Section, which consisted of the Brigade S2, one Staff Sergeant, and one Captain, were battle tracking, however the Soldiers in the BICE did not appear to be engaged in the fight. The S2 CUOPS NCO stated that he was not aware of what the Soldiers in the BICE are responsible for during the battle. This sentiment was echoed by the Soldiers in the BICE; they were unaware of how they were expected to contribute during the battle. Both the S2 NCO and the Soldiers in the BICE stated that they had no codified Unit Standard Operating Procedures (SOP) that identified what tasks they were each responsible for. The Brigade S2 stated that he relied solely on S2 CUOPS during battle tracking because the BICE was unable to “keep up with the battle.” He further stated that he utilized his BICE only to look at Wide Area Security (WAS) and to produce daily Battle Rhythm tasks such as the daily Graphic Intelligence Summary (GRINTSUM).

Additionally, the Soldiers in the BICE were unaware of the current enemy situation during the battle phase. They were unaware of the predicted enemy Courses of Action (COA) or the Information Collection (IC) Plan. The BICE Fusion Officer-in-Charge (OIC) stated that the BICE had no role in helping to develop those products, and that they were developed by the Assistant Brigade S2 solely.  

Insights/Lessons
The brigade would benefit from collaborative training between the Brigade S2 Section and the Military Intelligence Company (MICo). The Brigade would also benefit from an SOP that identified individual and section responsibilities. The Soldiers in the Brigade Intelligence Cell (BICE) would benefit from training in their individual MOS critical tasks, and the BICE/S2 would benefit from training in unit METL tasks.

DOTMLPF Implications
Brigade Intelligence Cell, BICE, Military Intelligence Company, MICO, Intelligence Training

Unit/POC/contact info
CW3 Timothy Zilliox
MI, 350F (All Source Intelligence Technician)
United States Army Intelligence Center of Excellence, Warrant Officer Training Branch
Fort Huachuca, AZ 85613
520) 533-4848
timothy.m.zilliox.mil@mail.mil

Comments/Notes
The observation detailed above was compiled using first-hand observations from within the Rotational Unit’s Brigade Main Command Post, interviews with personnel in the Rotational Unit’s Brigade S2 Section and Brigade Intelligence Cell (BICE), and consultations with Observer Coach/Trainers from the National Training Center’s “Bronco” Team.













OBSERVATION 

Number (ID) 
01 tmz 042614

Title
Brigade not leveraging DCGS-A capabilities

Description
The Brigade’s intelligence Warfighting Function, including the Battalion S2 Sections, the Brigade S2 Section, and the BICE, are not utilizing the Distributed Common Ground Station-Army (DCGS-A) as their primary Battlefield Operating System (BOS).

Discussion
The Brigade’s intelligence apparatus is not utilizing DCGS-A, which is the Army’s Program of Record (PoR) and the primary Battlefield Operating System (BOS) for intelligence. 

The Brigade S2 Section is utilizing the Command Post of the Future (CPoF) as their primary computer system, which does not have the same capabilities from an Intelligence Warfighting Function perspective as the DCGS-A. Additionally, the BICE does not possess a CPoF computer, which means that the S2 Section and the BICE are unable to share common intelligence products in a timely manner, resulting in decreased ability to collaborate and maintain situational awareness of the enemy. Additionally, the Battalion S2 Sections are utilizing TIGR Net as their primary means of reporting and recording enemy information. The use of three different systems within the Brigade’s intelligence architecture means that complicated work-arounds have been created to pass information regarding the enemy, resulting in increased lag time in conducting analysis and a loss in fidelity regarding the enemy situation within the Brigade. 

The Brigade possesses DCGS-A computers (by MTOE) for their entire intelligence architecture. The DCGS-A possesses the ability to automatically populate enemy reporting across the Brigade, from subordinate S2s to the Brigade S2 and the BICE, and from the Brigade down to subordinate units. It also possesses the ability to publish information and pull information to and from the Brigade’s Publish and Subscribe Server (PASS), enabling the Brigade Commander and Staff to maintain Situational Awareness (SA). However, the Brigade appears to have no Soldiers who are proficient enough in the use of their DCGS-A systems to leverage its capabilities, therefore they have resorted to other systems which do not possess the same capabilities. This fact was confirmed in multiple interviews with intelligence personnel within the Brigade, including the S2 CUOPS NCO, the BICE OIC, and the BICE NCOIC. 

Additionally, several key intelligence products needed by the Brigade Staff were produced by the Assistant Brigade S2 using Microsoft Powerpoint instead of utilizing DCGS-A (i.e. the Situation Template, the Event Template, and the Information Collection Plan). This prohibits the other Staff Sections in the Brigade, and the subordinate Battalion Staffs, from being able to pull those products and displaying them on their respective Battlefield Operating Systems (BOS), which inhibits collaborative planning amongst the Brigade Staff and between the Brigade and its subordinate Battalions.

Insights/Lessons
The Brigade would benefit from DCGS-A training for all of its 35F’s, including those at the Battalion S2s, those in the Brigade S2, and those in the BICE/MICo. Training would allow the soldiers to become proficient in the use of the DCGS-A System (which is the Army’s Program of Record for intelligence soldiers), increasing the Brigade Intelligence Architecture’s ability to pass real-time battlefield information from subordinate units to the Brigade, and from the Brigade S2 to other Brigade Staff Sections.


DOTMLPF Implications
DCGS-A, Brigade S2, Military Intelligence Company, MICO, Intelligence Architecture, Intelligence Battlefield Operating System

Unit/POC/contact info
CW3 Timothy Zilliox
MI, 350F (All Source Intelligence Technician)
United States Army Intelligence Center of Excellence, Warrant Officer Training Branch
Fort Huachuca, AZ 85613
520) 533-4848
timothy.m.zilliox.mil@mail.mil

Comments/Notes
The observation detailed above was compiled using first-hand observations from within the Rotational Unit’s Brigade Main Command Post, interviews with personnel in the Rotational Unit’s Brigade S2 Section and Brigade Intelligence Cell (BICE), and consultations with Observer Coach/Trainers from the National Training Center’s “Bronco” Team.







OBSERVATION 

Number (ID)  
01 tmz 042814

Title
Brigade S2 not fighting off of a well-developed EVENTEMP

Description
The Brigade S2 is fighting the current fight utilizing a Situation Template (SITEMP) and not a well-developed Event Template (EVENTEMP) which challenges his ability to fully understand the enemy’s Course of Action (COA).

Discussion
The Brigade S2 is fully engaged in tracking the battle from the Main Command Post (CP), however he is not utilizing a fully developed EVENTEMP, which challenges his ability to determine the enemy’s COA. A properly developed EVENTEMP graphically depicts multiple enemy COAs both in terms of time and space. It also depicts the friendly force’s Named Areas of Interest (NAIs) which are used to leverage Intelligence Collection (IC) assets to help determine which COA the enemy has chosen to employ. A fully developed EVENTEMP is a valuable tool for the S2 to use in determining the enemy’s scheme of maneuver as he sees information reported from the battlefield and from IC assets. 

The Brigade S2 is challenged to determine critical facts about the enemy force, including where the enemy’s Main Effort (ME) is located, and how the enemy force is arrayed. The Brigade S2 has moderate situational understanding of the enemy on the battlefield, however there appears to be some critical gaps in his understanding. Additionally, the SITEMP that the Brigade S2 is utilizing in lieu of an EVENTEMP was created by his Assistant Brigade S2 on Microsoft Powerpoint, which inhibits passing that product to other Staff Sections and to subordinate elements via their Battlefield Operating Systems (BOS). Also of note, the intelligence analysts working at the Brigade S2 Current Operations (CUOPs) desk and in the Brigade Intelligence Cell (BICE) are unaware of the Brigade S2’s predicted enemy COAs, and do not have a copy of his SITEMP, therefore have degraded situational understanding and are not fully leveraged in the fight.

Insights/Lessons
The brigade would benefit from fighting off of a fully developed EVENTEMP. This would help the Brigade S2 to consider alternate enemy Courses of Action and help avoid confirmation bias (a condition in which an analyst utilizes only a few pieces of information to confirm a Course of Action that he/she believes to be correct, and discounts other possible Courses of Action). It would also aid the Brigade S2 in developing a more robust Intelligence Collection Plan to support his analysis of the enemy’s scheme of maneuver.

The Brigade S2 would benefit from greater involvement of his BICE, both in the development of his EVENTEMP and in tracking battlefield reporting during the fight to confirm or deny enemy Courses of Action. Involving his intelligence analysts early in the planning process and the development of key products, such as the EVENTEMP, provides them with greater situational understanding of the enemy, thus allowing them to provide more assistance during the fight.

DOTMLPF Implications
Brigade S2, Intelligence Products, Event Template, EVENTEMP

Unit/POC/contact info
CW3 Timothy Zilliox
MI, 350F (All Source Intelligence Technician)
United States Army Intelligence Center of Excellence, Warrant Officer Training Branch
Fort Huachuca, AZ 85613
520) 533-4848
timothy.m.zilliox.mil@mail.mil

Comments/Notes
The observation detailed above was compiled using first-hand observations from within the Rotational Unit’s Brigade Main Command Post, interviews with personnel in the Rotational Unit’s Brigade S2 Section and Brigade Intelligence Cell (BICE), and consultations with Observer Coach/Trainers from the National Training Center’s “Bronco” Team.








OBSERVATION 

Number (ID) 
01 tmz 042914

Title
Brigade’s over-reliance on Unmanned Aerial Systems (UAS)

Description
The Brigade is challenged by its over-reliance on Unmanned Aerial Systems (UAS), both its Shadow UAS and the Division’s Gray Eagle UAS.

Discussion
The Brigade is challenged to fully understand the enemy situation due to its over-reliance on its organic Shadow UAS and the Division’s Gray Eagle UAS. These systems are susceptible to being non-operational due to weather conditions, and the Brigade was challenged on several occasions to monitor key Named Areas of Interest (NAIs) when the UAS’ were grounded due to high winds. During Battle Phase 1 of Rotation 14-06, the Movement-to-Contact phase, the Brigade’s Intelligence Collection (IC) plan called for UAS coverage of key NAIs where they expected to encounter the enemy’s reconnaissance assets. However, due to weather factors, the UAS’ were unavailable, and the Brigade’s IC plan did not have a contingency for coverage of those key NAIs. In fact, their IC plan did not account for weather effects at all. When it became apparent that the Brigade would not be able to rely on its Shadow UAS, it attempted to dynamically re-task its Cavalry Squadron to cover the Brigade’s key NAIs, but by that time the Cavalry Squadron did not have the time it required to assemble and push assets to the NAIs before the enemy was able to pass through them, thereby challenging the Brigade to “see” the enemy.

The Brigade was again challenged by their over-reliance on UAS’ during Battle Phase 2 of the rotation, the Defense Phase. On training day 9, when the enemy conducted a significant attack on the Brigade’s defensive positions and its’ command post and logistical nodes, the Brigade was relying solely on their UAS to respond to almost every report of enemy activity. At one point the Brigade dynamically re-tasked their organic Shadow UAS five times in a 30 minute period, overwhelming the Brigade’s Collection Manager and its UAS ground station operators.

Insights/Lessons
The Brigade would benefit from a comprehensive IC plan that not only contains contingencies for weather factors, but also balances collection among various other assets within the Brigade, including the Reconnaissance Squadron, the two Maneuver Battalions’ scout platoons, Signals Intelligence (SIGINT) collection assets such as the PROPHET, and higher level assets that provide Ground Moving Target Indicators (GMTI). Additionally, the Brigade would benefit from an IC plan that disperses the aforementioned assets among key NAIs to create redundancy, thus aiding the Brigade’s intelligence analysts in developing a more comprehensive understanding of the enemy’s Course of Action (COA).

Over the course of our Army’s involvement in OEF and OIF over the past decade, Commanders and Staff officers have become used to observing engagements on the battlefield on screens in the command post fed from live streaming video feeds provided by UAS systems. That has led to a culture in command posts where the tendency is to dynamically re-task UAS assets to cover every report of an engagement or enemy sighting on the battlefield. The problem with this approach is that it takes those UAS assets away from covering key NAIs, and provides the enemy with an opportunity to pass through key NAIs undetected, inhibiting the S2’s ability to confirm or deny enemy Courses of Action. This leads to an overall degradation of situational understanding of the enemy on the battlefield. This rotational Brigade was challenged by this very situation, and therefore lost sight of the bigger picture of where the enemy’s main effort was on the battlefield. The Brigade would have benefitted by allowing the Brigade S2 to keep his UAS assets focused on where he believed the enemy’s main Avenue of Approach (AA) was. The Brigade would have further benefitted by allowing the S2 to utilize his UAS to develop the enemy picture rather than reacting to each enemy report. The frequent re-tasking of the Brigade’s UAS system over-whelmed the Collection Manager and the UAS operators, thereby creating a situation in which the UAS operators no longer understood what they were supposed to be looking for. This resulted in a degradation of situational understanding among the Brigade Staff.

DOTMLPF Implications
Brigade S2, Information Collection, Collection Plan, UAS

Unit/POC/contact info
CW3 Timothy Zilliox
MI, 350F (All Source Intelligence Technician)
United States Army Intelligence Center of Excellence, Warrant Officer Training Branch
Fort Huachuca, AZ 85613
520) 533-4848
timothy.m.zilliox.mil@mail.mil

Comments/Notes
The observation detailed above was compiled using first-hand observations from within the Rotational Unit’s Brigade Main Command Post, interviews with personnel in the Rotational Unit’s Brigade S2 Section and Brigade Intelligence Cell (BICE), and consultations with Observer Coach/Trainers from the National Training Center’s “Bronco” Team.




OBSERVATION 

Number (ID) 
02 tmz 042614

Title
Brigade S2 Analog battle tracking

Description
The Brigade benefitted from good procedures to conduct analog battle tracking.

Discussion
The Brigade conducted its battle tracking on both its’ digital systems and a large analog map in the center of the Main Command Post. The Brigade S2 Section had procedures in place which mandated that their S2 Current Operations personnel update the analog map any time they received reporting, whether it was via FM radio or their digital system. This allowed the Brigade S2 to maintain situational understanding of the enemy on the battlefield, even during the movement of the Main Command Post when the digital systems were not in operation.

Insights/Lessons
The Brigade benefitted from maintaining an analog battle tracking system in its’ Main Command Post. Although the Intelligence Warfighting Function across the Brigade was challenged to utilize its DCGS-A digital system, the use of an analog back-up allowed the Brigade S2 to maintain an adequate level of situational understanding during the fight.  

DOTMLPF Implications
Brigade S2, battle tracking, analog back-up

Unit/POC/contact info
CW3 Timothy Zilliox
MI, 350F (All Source Intelligence Technician)
United States Army Intelligence Center of Excellence, Warrant Officer Training Branch
Fort Huachuca, AZ 85613
520) 533-4848
timothy.m.zilliox.mil@mail.mil

Comments/Notes
The observation detailed above was compiled using first-hand observations from within the Rotational Unit’s Brigade Main Command Post, interviews with personnel in the Rotational Unit’s Brigade S2 Section and Brigade Intelligence Cell (BICE), and consultations with Observer Coach/Trainers from the National Training Center’s “Bronco” Team.



OBSERVATION 

Number (ID)  
01 tmz 042714

Title
Handover of battle tracking responsibilities between Main Command Post and TAC

Description
The responsibility for battle tracking between the Brigade S2 at the Main Command Post and the Assistant S2 in the TAC went smoothly.

Discussion
The communication and delineation of responsibilities between the Brigade S2, who was positioned in the Brigade Main Command Post, and one of his Assistant S2s, who was positioned in the Tactical Command Post (TAC), was efficient and facilitated a shared situational understanding between the two elements. There were several occasions where the TAC was moving, and the Brigade S2 assumed primary responsibility for battle tracking. Once the TAC had established positive communications in each new location, the primary battle tracking responsibility was passed back over to the Assistant S2 in the TAC.

The Brigade executed this on several occasions, and was successful each time in maintaining situational understanding, with no noticeable loss in fidelity of their understanding of the enemy situation resulting from the handover. While it has already been pointed out that the Intelligence Warfighting Function in the Brigade was not utilizing their Army Program of Record Battlefield Operating System (DCGS-A), and despite the degradation in capabilities already noted, a positive point is that the Assistant S2 in the TAC and the Brigade S2 in the Main Command Post were utilizing the same digital system (Command Post of the Future – CPoF) which facilitated real-time passing of information and intelligence products. The Brigade could have achieved even greater benefit, however, through proper employment of its DCGS-A which would have allowed the sharing of intelligence information across a wider audience.

Insights/Lessons
Despite the Brigade S2 choosing to employ CPoF instead of DCGS-A as his primary Intelligence Battlefield Operating System, he did have a system and procedures in place to share intelligence information.  Although not codified in a set of Standard Operating Procedures (SOPs), key personnel who were charged with battle tracking and maintaining situational understanding of the enemy were versed on what procedures they were to use, and were using the same procedures. This helped the Brigade S2 keep up with the battle and maintain an adequate understanding of what the enemy was doing on the battlefield.

DOTMLPF Implications
Brigade S2, battle tracking, Main Command Post responsibilities, TAC responsibilities

Unit/POC/contact info

CW3 Timothy Zilliox
MI, 350F (All Source Intelligence Technician)
United States Army Intelligence Center of Excellence, Warrant Officer Training Branch
Fort Huachuca, AZ 85613
520) 533-4848
timothy.m.zilliox.mil@mail.mil

Comments/Notes
The observation detailed above was compiled using first-hand observations from within the Rotational Unit’s Brigade Main Command Post, interviews with personnel in the Rotational Unit’s Brigade S2 Section and Brigade Intelligence Cell (BICE), and consultations with Observer Coach/Trainers from the National Training Center’s “Bronco” Team.
































Chapter 3

Maneuver Focus Topics


OBSERVATION 

Number (ID) 
01 DDM 04-25-14

Title
Information Collection Plan

Description
The brigade was challenged with conducting information collection. 

Discussion
A small map with named areas of interest (NAIs) was utilized for the information collection plan instead of an information collection overlay, information collection matrix or a collection synchronization matrix.  The result was a significantly undefined collection plan not tied to enemy decision points and based more on the friendly forces courses of action (COAs) vice predicting the enemy COAs.  Units can use a combination of the above tools; however the technique applied must be effective to collect information, assign tasks and track intelligence resources.  One successful technique recommended by an observer coach trainer is to combine the collection synchronization matrix with graphics on one page that contains all the data to support planning and operations.  

Insights/Lessons
The information collection plan can be implemented through execution of asset tasking with an information collection matrix.  The tasking process provides the selected collection assets with prioritized requirements.  When collection tasks or requests are passed to units, the staff provides details that clearly define the collection requirements.  The staff may issue an information collection overlay depicting the information collection plan in graphic form as an appendix to annex L to the operation order.  References: Information Collection (FM 3-55, May 2013) and Planning Requirements and Assessing Collection (ATTP 2-01, April 2012).

DOTMLPF Implications
Training/Leader Development. Leaders must ensure they effectively capture information collection requirements as outlined in FM 3-55 and ATTP 2-01.  

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea
706-545-2684 / derek.d.mccrea.ctr@mail.mil

OBSERVATION

Number (ID) 
01 MBG 04-25-14

Title
Incorporation of Cavalry Squadron into the intelligence collection plan

Description
Units underutilized dismounted reconnaissance collection assets within the BCT. The CAV squadron was not included in the intelligence collection plan. 

Discussion
Although a squadron representative attended the ISR rehearsal there was a lack of participation except to inform the MICO of what the Shadow would be doing during the fight. During rehearsals for BP1 the flow of information from sensor to shooter was not rehearsed or identified. Brigade requested assets (i.e. UAS platforms) from echelons above brigade rather than employ scouts to observe named areas of interest (NAIs).

Insights/Lessons
Proper employment of the Cavalry Squadron increases the brigade’s ability to define enemy indicators, determine decision points and provide commanders with the time to react to the enemy’s movement. 

DOTMLPF Implications
Training/Leader Development.  Recommend review of professional military education courses to ensure they effectively train leaders on the information collection planning process to include the capabilities of the cavalry squadron. 

Unit/POC/contact info
Mark B. Granen, MCoE, CDID, TCM-ABCT 706.545.0989 

Comments/Notes

OBSERVATION 

Number (ID) 
01 SH 04-25-14

Title
FSC NCO Shortage

Description
One FSC is currently short 25 NCOs in the company.

Discussion
The Maintenance Control Sergeant (MCS) stated that the FSC was short 25 NCOs.  The FSC is authorized 197 Soldiers.  There was only one SFC (E-7) in the maintenance section.  He was also the second highest NCO besides the 1SG.  The SFC was doing an excellent job considering he did not have a Maintenance Technician.
	
Insights/Lessons
It was noted that the BSB and the BCT CSM hold monthly meetings to address manning shortage concerns. 

DOTMLPF Implications
Personnel.  Since the NTC is the culminating training event for units HRC should ensure that rotational units have adequate personnel.

Unit/POC/contact info
Stephen Harper, TCM-ABCT, CDID, 706.626.1148
Stephen.j.harper.ctr@mail.mil

Comments/Notes

OBSERVATION

Number (ID) 
02 DDM 04-26-14

Title
Technical Manuals

Description
The brigade experienced challenges with a lack of technical manuals to conduct preventative maintenance checks and services (PMCS) on vehicles. 

Discussion
Observer Coach/Trainers (OC/Ts) stated that some vehicle crews in the brigade lacked 
technical manuals (TMs), while others lacked complete TMs.  The result was some Soldiers performed PMCS by memory instead of utilizing the checklist in the TM.  In addition to the checklists, the remaining portions of the TM contain individual task standards, vehicle operation procedures and safety data that is necessary for the unit to maintain the vehicle safely.  The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has observed this same lack of doctrinal references across other ABCTs during scheduled unit visits.  The primary barrier repeatedly observed is a lack of printing/reproduction capability for publications at unit level.  Though units can use the supply chain and order many different hard copy publications, many are only available from the APD in Electronic Means Only (EMO), requiring units to print what they need usually without unit provided resources.  Unit publications representatives can order hardcopy TMs and other doctrine through APD through a "point click ordering system." The point click ordering system contains all doctrine available for unit publications representatives to order in digital (EMO) and hard copy (EA).  

Insights/Lessons
The analysis team reviewed ATN and identified many TMs can be ordered in hard copy (EA coded) by units.  In addition to TMs, most armor, cavalry, and infantry platoon and below manuals can also be ordered in hard copy.    

DOTMLPF Implications
Doctrine/Training/Leader Development.  Recommend all unit publications representatives order hardcopy TMs and other doctrinal manuals through the Army Publications Directorate (APD) through a "point click ordering system" at the following hyperlink https://dol.hqda.pentagon.mil/ptclick/index.aspx. The point click ordering system contains doctrine available for unit publications representatives to order in digital (EMO) and hard copy (EA).   Recommend review of professional military education courses to ensure that leaders are educated on the APD ordering processes on how to order hard copy and digital doctrine.  

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea, 706-545-2684 / derek.d.mccrea.ctr@mail.mil

OBSERVATION

Number (ID) 
02 MBG 04-25-14

Title
Infantry Squad Observation Posts (OPs)

Description
Infantry squads that deployed to OPs did not always carry all required equipment necessary to empower effective mission command.   

Discussion: Infantry OPs could have been better equipped to develop the situation through reconnaissance.   When infantrymen exploited the high ground and occupied OPs they did not have all required equipment to enable effective mission command.  Common items not carried to OPs consisted of: binoculars, maps, graphics, compass, VS-17 panel, and extra radio batteries.  During this and previous NTC rotations infantry squads have been located at a decisive point of the operation but they have been unable to contribute to the success of the brigade combat team (BCT).  The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has identified this same trend among scout platoons assigned to ABCTs. 

Insights/Lessons
If an OP is properly equipped with the required mission command equipment and trained, they can contribute to overall effectiveness of the brigade combat team (BCT).  The Observer Coach / Trainers (OC/Ts) recommended a list of items to be carried in the infantry leaders assault pack with required leader tools.  

DOTMLPF Implications
Doctrine/Training/Leader Development Recommendations:
· Units should develop tactical standard operating procedure (TACSOP) checklists for leaders to utilize when conducting pre-combat inspections (PCIs). Other than a mission command leader kit, units should also develop checklists for the following: enemy prisoner of war (EPW) kit, breach kit, urban kit, trench marking kit, etc. 
· Develop checklist samples and provide to leaders during professional military education (PME) courses. 
· Consider feasibility of providing sample checklists in doctrinal revisions. 

Unit/POC/contact info
Mark B. Granen, MCoE, CDID, TCM-ABCT 706.545.0989 

Comments/Notes

OBSERVATION 

Number (ID) 
02 SH 04-28-14

Title
Sustainment Running Estimates

Description
The unit was challenged by forecasting short, mid, and long term running estimates.

Discussion
The unit was conducting daily LOG SYNC meetings at 1000 daily at the BDE Main.
LOG SYNC meeting showed the units on hand roll up of Class I, III, IV, and VIII.  For example, it was noted and pointed out by the OC/T a unit would report XXX number of Meals Ready to Eat (MREs) on hand.  What was the XXX number of MREs on hand; cases of MREs or individual MRE meals?  The same held true for Class III (P).  Class III (P) showed unit capacity and what on hand quantity.  It did not show what was required.  This caused the SPO to do more work to forecast what the unit actually needed. 

Insights/Lessons
The unit’s roll up needs to show what is on hand and required for the next LOGPAC (LP).  Recommend also adding the classes of supply needed for the mid-term.  This would make the SPO job easier.  In the case of Class I (MRE), on hand should reflect cases vs. individual meals.  Another lesson would exonerate the green, amber, red and black status of fuel requirements.  For example, the M1A2SEPv2 holds 425 gallons of fuel.  If the fuel gage shows a half of tank of fuel is the status amber or red?  Example: Does the SPO request 212 gallons (amber) or 383 gallons (red) per Abrams?  There is a difference of 171 gallons.  By reporting gallons, not status up through the S4 would assist the SPO in forecasting better fuel requirements vs. guessing.  

DOTMLPF Implications
Training/Leadership.  Provide accurate required Classes of supply to the BCT S4, so the SPO can push the needed commodities forward.  Starting at the PLT level all the way up to the BN S4.  Incorporate in to the units SOPs.  Consumption rate 3x5 cards can be created for all combat platforms.

Unit/POC/contact info
Stephen Harper, TCM-ABCT, CDID, 706.626.1148
Stephen.j.harper.ctr@mail.mil

Comments/Notes
Each combat platform should have a Class III (P) index card showing the gallons needed based on what the fuel gage is reflecting.

OBSERVATION 

Number (ID) 
03 DDM 04-26-14

Title
Infantry Squads Underutilized

Description
Rifle platoons experienced challenges maximizing the capability of infantry squads. 

Discussion
Infantry squads could have been better employed during this NTC rotation to clear dominant terrain and prevent enemy flanking anti-tank (AT) fires.   The mountainous terrain along avenues of approach throughout the unit’s area of operations (AO) favored light infantry offensive and defensive operations to counter enemy AT strong points.  The unit seldom deployed squads to clear adjacent high terrain where Bradleys were exposed to enemy AT strong points.  It was more common for infantry to dismount and provide near-local security for vehicles.  Bradleys are at a disadvantage if they enter a natural obstacle observed by enemy equipped with anti-armor weapons, but sometimes units have no choice but to negotiate this terrain.  Units could have used infantry squads better when moving vehicles through restrictive terrain, specifically defiles.  If time and terrain permit, the platoon should dismount infantry to reconnoiter the movement route and secure the far side.  Company and platoon leadership did not always conduct detailed mission and terrain analysis necessary to deliberately plan use of infantry squads to support operations.  The tempo of the operation adds to the confusion and leaders become fixated on the mounted Bradley fight losing focus on all assets that are available to react to contact.   During offensive operations graphical control measures to depict dismount and remount points are not being planned.  Once unexpected contact is made units are not identifying protected positions to dismount infantry to provide additional firepower for the fight.  There were occasions where stationary vehicles were destroyed while the infantry squad was still on board resulting in mass casualties.  

Insights/Lessons
The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has observed this same trend across other ABCTs during past decisive action NTC rotations.  Infantry leadership at company and platoon level have demonstrated a lack of knowledge, skills and attributes to conduct deliberate planning that is necessary to identify the appropriate time to deploy infantry squads based upon known or expected enemy contact.  

DOTMLPF Implications
Training/Leader Development Recommendations:
· All leaders assigned to ABCT rifle platoons attend the Bradley Leader Course en route to the unit or in conjunction with scheduled PME courses. 
· Units conduct deliberate planning to identify how to maximize the use of both mounted and dismounted forces. 
· Professional Military Education (PME) and functional courses review course content to ensure that officers and non-commissioned officers are trained on doctrine regarding the employment of infantry squads assigned to rifle platoons in ABCTs.  
· Units develop tactical standard operating procedures that address battle drills for rifle platoons. 
· One technique to use infantry squads in restrictive terrain is to deploy them forward through the defile and at each turn in the defile, mark support by fire positions, and then pull the vehicle crews forward in support incrementally until the entire defile has been secured.  This process can be very slow and strenuous for the Infantry. CPT John W. Miller III published an article in the Dec 94 issue of Armor Magazine titled Clearing the Defile – A Doctrinal Discussion that can be downloaded at  the following website: http://www.benning.army.mil/armor/eARMOR/content/issues/1994/NOV_DEC/ArmorNovemberDecember1994web.pdf
· Platoons and companies conduct reconnaissance of the objective to determine dismount points and those locations should be depicted on the graphics. Units rehearse dismounting at dismount points.  

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea
706-545-2684 / derek.d.mccrea.ctr@mail.mil

OBSERVATION 

Number (ID) 
03 MBG 04-25-14

Title
Casualty Evacuation

Description
The brigade was challenged with conducting casualty evacuation (CASEVAC). 

Discussion
Leader skills required to plan, rehearse, and conduct ground CASEVAC during decisive actions has atrophied.  CASEVAC was not rehearsed from platoon to BCT level effectively. FM or full dress rehearsals could have increased the efficiency of the process and decreased died of wounds rates.  During the movement to contact 107 Soldiers in the BCT died of wounds and that number could have been reduced with rehearsals, graphics, and increased leader understanding of the plan.  Some platoons and companies did not have sustainment graphics containing CASEVAC control measures.  In other cases the first sergeant would give grids during the operations order but did not produce graphics.  The result was when the first sergeant and headquarters platoon medic became casualties themselves no one in the company was prepared to evacuate casualties in accordance with the brigade’s plan.  
 
Insights/Lessons
In the past ten years leaders have exercised non-standard CASEVAC and MEDEVAC but do not have repetitive experience conducting CASEVAC against a near peer threat with mass casualties during decisive action training environment (DATE).  Review of platoon and company doctrine identified areas that can be improved with more details for units to use as a baseline for planning and conducting CASEVAC operations.  Doctrinal references refer the reader to unit SOPs to provide additional details on CASEVAC.  Review of unit SOPs has identified they no longer contain the details for planning and executing CASEVAC and medical evacuation (MEDEVAC), and leaders have lost the knowledge, skills and attributes to conduct these operations during DATE.  Since TACSOPs do not contain details, units are referring to doctrinal manuals for details on ground and aerial casualty evacuation.  These doctrinal manuals do not discuss these tasks in sufficient detail and do not mitigate demonstrated unit weaknesses on evacuating casualties with organic assets, mass casualty evacuations, planning and rehearsals.  Units are not adding sustainment rehearsals to their timeline to allow time to conduct CASEVAC rehearsals.  

DOTMLPF Implications
Training/Leader Development Recommendations:
· Review platoon and company level professional military education courses for effective CASEVAC content that is necessary to provide a solid baseline for leaders.  
· Provide additional details on CASEVAC during ongoing revisions of infantry, cavalry and armor doctrine. Currently, the Infantry Rifle Platoon and Squad (FM 3-21.8) provides the most details on platoon casualty evacuation.  Recommend the cavalry and armor platoon doctrine use this detail as a guide for comparison.  Armor and infantry company and cavalry troop doctrine can all be improved to provide more details for first sergeants to use as a guide until units can rebuild SOPs relevant to DATE. 
· Units conduct CASEVAC rehearsals from platoon to BCT level at homestation and for every mission at the NTC if time is available.  Create and revise unit SOPs to further improve and standardize CASEVAC procedures. 

Unit/POC/contact info
Mark B. Granen, MCoE, CDID, TCM-ABCT 706.545.0989 

OBSERVATION 

Number (ID) 
03 SH 04-25-14

Title
Equipment Reconstitution

Description
Unit was challenged by using multiple forms to reconstitute equipment.

Discussion
The OC/T must follow the units Standard Operating Procedure (SOP) when equipment is declared catastrophic killed.  This unit used five different forms to reconstitute equipment losses.  Per AR 735-5 (Para.14-7), “Policies and Procedures for Property Accountability” states “Authority to destroy or abandon property may initially be granted verbally or electronically (such as, e-mail) in situations where granting written authority is not practical because of the operational situation.  The authorizing authority must document his or her decision and authorization in a memorandum for record that specifies the circumstances justifying the decision to destroy or abandon the property.”  Also a new platform must be requested on a DA Form 2765-1.  However if eight Abrams were destroyed, the total of eight can be requested on one DA Form 2765-1.  The documentation per AR 735-1 relieves the commander of responsibility for the combat loss.  
	
Insights/Lessons
Units would benefit by updating their SOPs to reflect the least needed documentation to reconstitute equipment.  Recommend SOP be changed to reflect only two documents needed to reconstitute equipment:  The commander’s statement per platform and a DA Form 2765-1 to reflect total number platforms needed.

DOTMLPF Implications
Doctrine.  Follow procedures in AR 735-1.

Unit/POC/contact info
Stephen Harper, TCM-ABCT, CDID, 706.626.1148
Stephen.j.harper.ctr@mail.mil

Comments/Notes

OBSERVATION 

Number (ID) 
04 DDM 04-27-14

Title
Movement and Maneuver

Description
Platoon and company leaders were challenged with conducting mounted movement and maneuver with Abrams and Bradley platforms. 

Discussion
Movement and maneuver skills against a hybrid threat needs improvement from platoon to BCT level.  Leaders who have experience performing movement and maneuver against a near peer threat in the ABCT are limited to senior NCOs and field grade officers, many who have never performed decisive action maneuver at their current grade.  When units task organize with Abrams and Bradleys the challenge becomes overwhelming.  The ABCT deployed companies’ task organized as Company Teams.  Armor lieutenants and captains did not employ infantry effectively and infantry officers did not employ armor effectively. 

Platoons and companies often did not plan for transitions at the appropriate time based upon an analysis of the Mission, Enemy, Terrain and weather, Troops and support available—Time available, Civilians (METT-TC). Units frequently remained in the column formation with the traveling movement technique regardless of the enemy situation until contact was made, and then moved online and conducted bounding over watch.  This resulted in the unit not having support by fire positions established when they made contact and resulted in the unit not making contact with the smallest element possible.  In cases where units did occupy support by fire positions Abrams and Bradley’s did not perform survivability moves.  Vehicle crews did conduct berm drills, but continued to expose themselves at the same location instead of moving behind the IV line to alternate positions to increase survivability.

On several occasions platoons and troops travelled in the column formation from the line of departure and continued to remain in the column formation through terrain where contact was likely.  In some cases where platoons transitioned to the wedge formation it was after contact was made and the vehicles were too close together in the open desert terrain.  Platoons can increase force protection and observation by opening up their formations in desert terrain.  On many occasions threat targets were over-engaged by multiple vehicles positioned too close together.  Spreading out in the desert provides the platoon with increased observation width that enables the unit to establish sectors of fire to identify the threat more rapidly and conserve ammunition.    

Insights/Lessons
The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has observed this same trend across other ABCTs during the past five decisive action NTC rotations.  Armor and infantry leadership at company and platoon level have demonstrated a lack of knowledge, skills and attributes to conduct mounted movement and maneuver.  

DOTMLPF Implications
Training/Leader Development Recommendations:
· All infantry leaders assigned to ABCT rifle platoons attend the Bradley Leader Course en route to the unit or in conjunction with scheduled PME courses. 
· All 19 series staff sergeants and lieutenants assigned to ABCT cavalry formations attend the Army Reconnaissance Course.  If the standard scout platoon force design update is approved every platform in the platoon will be a Bradley where 50% of the Soldiers assigned will serve as crewmen. 
· Units conduct deliberate planning to identify when to transition from movement to maneuver and also plan when to dismount infantry squads to improve mounted and dismounted integration. 
· Professional Military Education (PME) and functional courses review course content to ensure that officers and non-commissioned officers are trained on mounted maneuver based upon the leader’s current or predicted unit of assignment.   
· Units develop tactical standard operating procedures that address battle drills for rifle, armor and scout platoons. 

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea
706-545-2684 / derek.d.mccrea.ctr@mail.mil

OBSERVATION

Number (ID) 
04 MBG 04-25-14

Title
Mounted and Dismounted Integration

Description
Platoon and company leaders were challenged with conducting mounted and dismounted integration. 

Discussion
Platoons and companies need improvement on maximizing the use of Infantry squads in unison with Bradley crews to provide the most lethal combination of firepower in the decisive action training environment (DATE) fight.  The unit experienced challenges synchronizing mounted and dismounted Infantry for missions. Non-commissioned officer (NCO) and officer experience related to combined arms maneuver of mounted and dismounted infantry has degraded over the past decade while units have conducted more wide area security and less combined arms maneuver.  Platoon leaders and company commanders are not conducting the mission analysis required to identify how to best utilize all firepower available from both the platforms and the squads.   On one occasion two infantry squads were accessed as casualties while they were riding in the Bradley on the objective.  A thorough analysis of the enemy situation is not being conducted to provide leadership the details needed to plan protected and concealed dismount and remount points for infantry squads to best support the fight. 

Insights/Lessons
The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has identified this same trend over the past five ABCT DATE rotations to the NTC. Infantry platoon and company NCOs and officers assigned to ABCTs the first time have a broad range of Infantry skills, but lack all of the specific tactical and technical skills required to support ABCT Mission Essential Task Lists (METL) tasks.  The result is a steep learning curve for all leaders when planning and conducting operations requiring the simultaneous application of both crews and squads.  This task becomes even more challenging for leaders at the NTC when placed in a time-constrained environment requiring planning for both mounted and dismounted operations.  History has told us the importance of qualified lethal crews and infantry squads Following reviews of Infantry Magazine articles from ~1985-1994.  One Infantry Magazine article from a platoon leader’s perspective at the time is The Bradley Challenge, dtd JAN-FEB 1991, available for download at https://www.benning.army.mil/magazine/1991/1991_1/fa01.pdf  

DOTMLPF Implications
Training/Leader Development Recommendations:
· All infantry leaders assigned to ABCT rifle platoons attend the Bradley Leader Course (BLC) en route to the unit or in conjunction with scheduled PME courses.  Attendance to the BLC by NCOs and officers has great potential to mitigate this training/leadership development trend. 
· Units conduct deliberate planning to identify when to transition from movement to maneuver and also plan when to dismount infantry squads to improve mounted and dismounted integration. 
· Professional Military Education (PME) and functional courses review course content to ensure that officers and non-commissioned officers are trained on mounted and dismounted integration based upon the leader’s current or predicted unit of assignment.   
· Units develop tactical standard operating procedures that address battle drills for rifle platoons to synchronize mounted and dismounted elements. 

Unit/POC/contact info
Mark B. Granen, MCoE, CDID, TCM-ABCT 706.545.0989 


OBSERVATION 

Number (ID) 
05 DDM 04-28-14

Title
TOW Missile Proficiency

Description
Bradley crews experienced challenges firing the TOW missile. 

Discussion
During the NTC Live Fire Exercise (LFX) only 65% of the Bradley TOW engagements impacted the target.  In one combined arms battalion only 20% of the TOW engagements impacted the target.  Bradley crews demonstrated limited or no knowledge on loading, unloading, misfire procedures, or firing procedures for the missile.  Bradley crews also stated that NTC was the very first time they have seen a live or training TOW missile.  The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has observed this same trend across other ABCTs during the past five decisive action NTC rotations.  During previous rotations Master Gunner Observer Coach Trainers at NTC have expressed that one of the biggest challenges units have is with the TOW missile.  During previous ABCT rotations first time live fire engagements with the TOW have been ~20% successful and of those that do successfully fire, only ~50% hit the target.  

Insights/Lessons
Doctrinal changes in gunnery manuals over time from 1996-2009 rescinded TOW training during Gunnery Skills Test (GST) and also the "Tow Training Program."  Currently the Maneuver Center of Excellence Directorate of Training and Doctrine is revising gunnery doctrine to reflect required TOW events during the GST.  With the loss in requirement units have not been conducting TOW training at homestation.  

During unit visits to ABCTs, TCM-ABCT has observed that some units do not have missile simulation rounds (MSRs) used to train crews on non-live fire TOW tasks. 

The M2A3 when first fielded had a capability to self-test the TOW system, however, it did not have the capability to test electrical connections that occur when an actual TOW missile mates with the launcher. The TOW System Evaluation Missile (TSEM) was developed to provide A3 Bradleys the capability to conduct launcher to missile tube functionality. TSEMs have been issued to some units and maintainers have been trained. Units are now required to conduct semi-annual TOW tests with the TSEM.  The brigade combat team receives one per Company / Troop Maintenance Support Team.  The program manager is currently fielding TSEMs to units.  All ABCTs have not yet received the TSEM. This unit has been issued the TSEM and is now using it to conduct TOW verification every six months.   

DOTMLPF Implications
Training/Leader Development Recommendations:
· Institutional training courses access the feasibility of incorporating TOW missile hands on tasks into programs of instruction and train leaders on the capabilities of the missile. 
· Units are required to order TOW training aids to support the GST requirement. The missile simulation round (MSR) is used to train all non-fire TOW-related tasks.  Units can order missile simulator rounds (MSRs) through the supply system.  The MSR is a non-expendable major end item (NSN 6920-00-223-4919) that weighs 61 pounds.  Redstone Arsenal has MSRs and they are issued to units at no cost. 
· Until revised gunnery doctrine is released that requires units to conduct TOW tasks during GST units should conduct TOW training in accordance with the Skill Level 1-4 TOW tasks found in STP 7-11B1-SM-TG and STP 7-11B24-SM-TG and in the Bradley technical manual. 
· Units are required to use the TSEM during scheduled maintenance to check the connectivity and functionality of the TOW missile.   
· TCM-ABCT has uploaded the most current TSEM procedures to our milsuite page at https://www.milsuite.mil/book/docs/DOC-117565

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea
706-545-2684 / derek.d.mccrea.ctr@mail.mil

OBSERVATION 

Number (ID) 
05 MBG 04-28-14

Title
Force Protection

Description
The brigade was challenged with force protection.  

Discussion
The unit could have better applied force protection measures to secure and protect the force in a decisive action training environment (DATE).  Some platoons and companies did not assign 360 degree mounted and dismounted sectors while stationary in assembly areas and when conducting offensive operations.  The lack of sectors of fire and security resulted in gaps in coverage that enabled enemy forces to more effectively mass direct and indirect fires on friendly forces.  One combined arms battalion’s (CAB) assembly area received indirect fire on two occasions from enemy observation posts (OPs).  Some units are not conducting reconnaissance and security (R&S) patrols to confirm or deny locations where the enemy can observe the unit’s assembly area. The CAB reacted to the indirect fires by deploying dismounted OPs and unmanned aerial systems to provide local security.  

Some units are not conducting survivability moves when they receive indirect fire.  On one occasion a unit received indirect fire several times and did not relocate.  In support by fire positions vehicles are conducting berm drills but they are not moving behind the intervisibility (IV) line to an alternate firing position.  

The unit is not spreading out while in assembly areas and when conducting offensive operations.  Enemy forces were able to mass direct fires in one location.  Indirect fires were more effective against the unit when they were in close proximity.   

Some platoons were not being provided the updated enemy situation.  The updated battalion enemy situational template (SITTEMP) was not being briefed to the lowest level. 

Rifle and armor platoons are not establishing displacement criteria to disengage and conduct resupply when they are low on ammunition.  One tank platoon went black on ammunition and then tried to retrograde but did not have the ammunition to provide suppressive fires during the disengagement.     

Insights/Lessons
The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has identified this same trend over the past five ABCT DATE rotations to the NTC.  TCM-ABCT has observed other rotations where it is common for units to have a false sense of security in assembly areas and the analysis shows that units are conducting operations based on experiences they have had in theatre on secure forward observation bases (FOBs) instead of against a near peer threat where no location is secure.  This trend has been common brigade wide in armor, infantry, cavalry and sustainment units.   

DOTMLPF Implications
Training/Leader Development Recommendations:
· All units should make security a priority in the assembly area and during all operations. 

Unit/POC/contact info
Mark B. Granen, MCoE, CDID, TCM-ABCT 706.545.0989 

OBSERVATION 

Number (ID) 
06 DDM 04-28-14

Title
Raven Use

Description
The brigade experienced challenges maximizing the deployment of the Raven.  

Discussion
The unit experienced challenges maximizing the deployment of the Raven lightweight unmanned aircraft system (UAS).  During the first half of the rotation UAS were used mainly near friendly troop locations to augment local security with immediate restricted operating zone (ROZ).  Later in the rotation the unit improved on using the Raven for preplanned ROZ.  The brigade standard for preplanned ROZ was 48 hours. Units need to evolve to effectively employ UAS in support of operations (example: observation of named areas of interest - NAIs/enemy movements).  Initially, issues with air space management and requesting employment of Ravens made it too complicated for units to use the Raven if they did not forecast preplanned ROZ to support NAIs.  

Insights/Lessons
During a previous rotation, the TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) observed the same trend in the Cavalry Squadron.  The unit conducted more immediate ROZ missions due to the time and deconfliction of air space required for preplanned ROZ missions. Training circular (TC) 3-04.62 standardizes aircrew training programs (ATPs) and flight evaluation procedures by providing specific guidelines for executing small unmanned aircraft system (SUAS) aircrew training. TC 3-04.62 is available at the following website:  http://www.benning.army.mil/infantry/197th/229/SUASMT/content/pdf/TC%203-04%2062.pdf Units can download the Small Unmanned Aerial Vehicle with Digital Data Link (DDL) Operator’s Manual at: https://www.benning.army.mil/training/suas/ddl_op_man_60707_a1.pdf

DOTMLPF Implications
Training/Leader Development Recommendations:
· Institutional training courses access the feasibility of incorporating Raven familiarity content into programs of instruction to train leaders on the capabilities of the UAS and details on the ROZ. 
· Units can certify UAS trainers at the Small UAS (Raven) Master Trainer /4D-F8/600-F20 at the following website: http://www.benning.army.mil/infantry/197th/229/SUASMT/   The Small UAS Master Trainer Course is a certification course designed to qualify selected soldiers as SUAS Master Trainers capable of conducting Initial Qualification Training (IQT) and certification of new operators. The select individual will learn how to manage an Aircrew Training Program (ATP), assist the commander to evaluate academic instruction, flight instruction and manage SUAS accident prevention. Duties will also include maintaining a sufficient number of operators within the unit and updating the Small Unmanned Aircraft System Manager (SUASMAN) tracking program.
· Units can train UAS operators at the Small UAS (Raven) Operator /4D-F8/600-F19 at the following link: http://www.benning.army.mil/infantry/197th/229/suasmo/index.html This course provides training on the Small Unmanned Aircraft System (SUAS) Mission Plan; Crew Mission Briefing; Operator Level Maintenance; Placing the SUAS into Operation; Operating the Hand Controller, Aircraft, Flight Simulator, and FalconView; Advanced Inflight Operations; Night Operations; Mobile Operations, and Incident Reporting procedures.

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea
706-545-2684 / derek.d.mccrea.ctr@mail.mil

OBSERVATION 

Number (ID) 
06 MBG 04-28-14

Title
S3 Air

Description
The brigade was challenged with planning air-ground operations.  

Discussion
Combined Arms Battalions and Cavalry Squadrons do not have an S3 Air position on their MTOE.  This NTC rotation and previous rotations have provided sufficient indication that this should be reconsidered.  In the interim units should consider assigning this task as an additional duty to an officer on the staff.  Currently the Joint Firepower Course (JFC) is offered at Fort Rucker, Alabama and at Nellis Air Force Base, Las Vegas, Nevada.  JFC graduates earn the 5U additional skill identifier and receive certificates indicating they have accomplished the required training for integration of fires.  The course helps Army officers and non-commissioned officers understand how the Air Force operates in working with Joint assets, especially Aviation assets. 

Insights/Lessons
The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has identified this same trend over the past two ABCT DATE rotations to the NTC.  

DOTMLPF Implications
Organization Recommendations: Access the feasibility to assign an additional skill identifier (ASI) to the MTOE of the cavalry squadron and combined arms battalion S-3 for a battle captain to serve as the S-3 Air.

Unit/POC/contact info
Mark B. Granen, MCoE, CDID, TCM-ABCT 706.545.0989 

OBSERVATION 

Number (ID) 
07 DDM 04-28-14

Title
Fires Integration

Description
The brigade experienced challenges maximizing the deployment of fires.  

Discussion
The unit experienced challenges with fires from platoon to BCT level.  The unit used a doctrinal fire support execution matrix, but did not use doctrinal fire support overlays.  At BCT level each section had their own map to track analog and their own digital system, however the systems were not incorporated into the command post of the future (CPOF).  The BCT S2, S3 and Fires cell often did not share information and synchronize product development during the planning process.  On several occasions the fires cell did not refer to the enemy situational template (SITTEMP) when planning fires.  The fires cell did not use range rings for planning purposes to identify friendly and enemy fires capabilities and limitations.  The BCT conducted a fires rehearsal but the BCT S3 did not have a representative present to confirm that the fires plan was synchronized with the BCT maneuver plan.  One of the BCT fires rehearsals lasted for a short duration and was not conducted to standard.  During the rehearsal, phase lines and enemy locations were not labeled on the graphical aid used for the rehearsal.  The fires rehearsal did not cover the target, trigger, location, observer, delivery system, attack guidance and communications (TTLODAC) for each planned target.  This led to an unsynchronized fire plan for the BCT.  The target list worksheet format (DA form 4655-R, AUG 2013) was to standard, however was missing some information: primary and alternate observers, communication, and ammunition available for mortars or field artillery.  Maneuver leaders understand the call for fire process but do not understand the clearance of fires.  

Insights/Lessons
ABCT fires elements have been performing well in COIN environments in Afghanistan and Iraq for the past decade; however during ABCT NTC rotations the TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has observed that ABCTs have been experiencing challenges adapting fires for decisive actions.  Lack of fires experience across units is significant. Over the past decade there has been attrition in traditional ABCT fires core competencies for Soldiers, staff and leaders at all levels.  

DOTMLPF Implications
Training/Leader Development Recommendations:
· Units conduct fire support planning using targeting and the running estimate. Utilize and develop integrated fire plans (target lists, fire support execution/fire support task matrix, scheme of fires, and overlays) and determine forward observer control options that support the commander's scheme of maneuver. (Techniques for Observed Fire ATP 3-09.30, AUG 2013)
· Review institutional programs of instruction to ensure maneuver and fires NCOs and officers are equipped with knowledge to integrate fires with maneuver. 

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea
706-545-2684 / derek.d.mccrea.ctr@mail.mil

OBSERVATION 

Number (ID) 
08 DDM 04-29-14

Title
CBRN Skills

Description
The unit experienced challenges planning and conducting CBRN operations.  

Discussion
The unit experienced challenges with planning and conducting chemical, biological, radiological and nuclear (CBRN) operations.   While conducting rehearsals the unit often did not plan or rehearse casualty collection points or alternate routes for CBRN casualties.  During a CBRN attack some Soldiers did not don their protective masks, while others did not properly wear their JSLISTs over garments.  During the unit after action review (AAR) the observer coach trainer (OC/T) asked the question, “What is the action called when you finish the M256 kit and are directed by higher to go all clear?” None of the leaders in the AAR responded with the proper response of “unmasking procedures.”   

Insights/Lessons
Units must be capable of surviving CBRN attacks and continuing operations in hazardous conditions.  Appendix C, FM 3-11, July 2011, Multi-Service Doctrine for Chemical, Biological, Radiological and Nuclear Operations, discusses the basic standards of for individuals, selected personnel, CBRN staff, commanders, and organizations. The appendix also discusses the medical CBRN training requirements established in 2004 under the direction of the Assistant Secretary of Defense for Health Affairs.  The TRADOC Capability Manager, Armored Brigade Combat Team (TCM-ABCT) has observed this same trend during five previous rotations to the National Training Center (NTC) and one rotation to the Joint Readiness Training Center (JRTC).   What was common CBRN knowledge a decade ago is no longer so common in the formation.  There is no longer a CBRN NCO assigned to company/troop level.  During the AAR the unit expressed that the lack of a CBRN NCO has caused training challenges.  The CBRN NCO in this unit was performed by a Soldier as an additional duty appointment.  The unit expressed that although the Soldier attended a two week course he was not as proficient as CBRN NCOs that performed the task as their sole duty.  

DOTMLPF Implications
Training/Leader Development Recommendations:
· Ensure units are trained IAW Appendix C, FM 3-11, July 2011, Multi-Service Doctrine for Chemical, Biological, Radiological and Nuclear Operations.  Units must also train in accordance with the warrior battle drills and individual military occupational specialty Soldier Training Publications. 
· Review institutional course programs of instruction to ensure that Soldiers are trained to execute CBRN operations and that non-commissioned officers and officers are trained to plan, execute, train and lead CBRN operations. 

Remarks FM 3-11, July 2011, Multi-Service Doctrine for Chemical, Biological, Radiological and Nuclear Operations

Unit/POC/contact info
TCM-ABCT / Mr. Derek McCrea
706-545-2684 / derek.d.mccrea.ctr@mail.mil




Chapter 5

Fires Focus Areas

OBSERVATION 

Number (ID)
01 RKR 04-26-2014

Title
Fire Mission Processing (3.1.2 Decide Surface Targets)

Description
The unit was challenged to positively control clearance of fires.

Discussion
The unit developed a Fire Mission Processing card that is passed throughout the FECC during the Clearance of Fires process.  This process presents challenges to the unit by slowing down the Clearance of Fires processing and during times of high volume of fire missions can become confusing as to which targets are cleared and serviced.  Additionally, there is not a central location and/or tracking mechanism to provide positive control of this process.  

Insights/Lessons
Development of tracking log should increase the unit’s Situational Awareness and potentially shorten the Clearance of Fires processing time.   Review unit SOP.

DOTMLPF Implications
Training:  review course POI to ensure adequate battle tracking and provide examples of tracking logs during PME and unit training.  

Unit/POC/Contact info
FCoE, DOTD, CW4 Randall Reynolds, (580)442-3722, randall.k.reynolds2.mil@mail.mil 

Comments/Notes
This topic has been discussed with the FECC leadership during daily hot wash by OC/Ts.  Continued observation of this issue will be monitored throughout the remainder of the collection period.

 OBSERVATION

Number (ID)
02 RKR 04-27-2014

Title
Fire Mission Processing (3.1.2 Decide Surface Targets)

Description
The unit was challenged by Fire Mission Processing and made an adjustment to their Fire Mission processing TTP. 

 Discussion
They started using a traditional method for Clearance of Fire drill.  There is an “Attention in the TOC, Fire Mission” command given and each staff function responsible for an element of this process announces clear or not clear.  The FECC RTO captures the fire mission on a log.  
Although this process resembles the process used by several other units, it was minimally successful on the day use it.  This is because this process is new to the staff.  Throughout the remainder of their time at NTC this process should improve. 

Insights/Lessons
The unit was able recognize the previous method was inaccurate and not timely.  They were able to come to this realization through OC/T coaching.  Continued practice has built the confidence and speed of the staff and has resulted in quicker Clearance of Fires times.  Unit should update SOP using current name as a Fire Support Cell (FSC).

DOTMLPF Implications
Doctrine: ensure current doctrinal terms are disseminated to the force. 
Training:  emphasize the importance of accurate battle tracking and provide examples of tracking logs during PME and unit training.  

Unit/POC/Contact info
FCoE, DOTD, CW4 Randall Reynolds, (580)442-3722, randall.k.reynolds2.mil@mail.mil 

Comments/Notes
With refinement and repetition, Clearance of Fires will improve.    

OBSERVATION 
Number (ID)
03 RKR 04-28-2014

Title
Utilization of Assets (3.1.2 Decide Surface Targets, 3.2 Provide Fire Support)

Description
The unit continues to be challenged by the correct utilization of assets. 

Discussion
Several times the unit has displayed a lack of understanding of asset capabilities.   For example the leadership redirected/tasked the Grey Eagle six times in a one hour period.  This degrades the capabilities and limits the value to the unit.  The leadership requested that the B1 be re-tasked to drop in altitude for show of force while enemy ADA assets were still active.  Knowing that a B-1 has a 25KM turn radius and limited time on station, the decision to use a different asset for a show of force might have benefited the unit.   Additionally, having a B-1 drop in altitude puts this asset in a vulnerable situation.   Understanding the capabilities and limitations can maximize time on station for the unit.  Lastly, the unit uses MLRS for most counter-fire missions.  With battle tracking challenges, it is easy to become “black” on ammo.   

Insights/Lessons
Unit should review asset capabilities as part of Home Station Training.  These examples show that the staff members and unit leadership do not have a good grasp of assets capabilities and are willing to use then in any manner.  This created more challenges and possibly lead to more combat ineffectiveness.  The unit should review and update SOP.  Unit training must reinforce this training as well.  
	
DOTMLPF Implications
Training:  capabilities are trained in several PME courses.   Additional emphasis during PME would benefit Soldiers and units.  Review course POIs to ensure that capabilities of available assets are discussed. 

Unit/POC/Contact info
FCoE, DOTD, CW4 Randall Reynolds, (580)442-3722, randall.k.reynolds2.mil@mail.mil 

Comments/Notes
This topic has been discussed with the FECC leadership during daily hot wash by OC/Ts and continues to be coached.  

OBSERVATION 

Number (ID)
04 RKR 04-29-2014

Title
Integration of Assets (3.1.1 Conduct the Targeting Process, 3.3 Air-Ground Operations)

Description
Electronic Warfare (EW) NCO and Targeting Officer were able to integrate BCT and Joint assets to eliminate the enemy IL 220U Artillery counter-battery radar system.

Discussion
On Training Day 10, through OC/T coaching, the EW NCO and Targeting Officer were able to develop a combined arms plan to defeat the IL 220U.   The IL 220U is an Artillery locating radar that operates using a direct sensor to shooter TTP.  They learned that the IL 220U operated on the same frequency as the BCT’s Q-36 radar.  They also learned of the enemy’s queuing TTP that helped her develop the BCT’s plan.  The plan used preplanned targets, their radar system and an air platform that was HARM capable. 

Insights/Lessons
Understanding Friendly and Enemy formations and capabilities will provide better integration of assets.

DOTMLPF Implications
Training: recommend that EW Proponent ED Tech develop and provide more scenario/vignettes to allow Soldiers a better understanding of the Electronic Warfare spectrum.   

Unit/POC/Contact info
FCoE, DOTD, CW4 Randall Reynolds, (580)442-3722, randall.k.reynolds2.mil@mail.mil

Comments/Notes
The unit would benefit by having brown bag sessions where each time each functional area SMEs provided information briefing so that the entire staff understood what each other brought to the fight.

OBSERVATION 

Number (ID)
05 RKR 04-30-2014

Title
Target List Worksheet (TLWS)(3.1.1 Conduct Targeting Process)

Description
The first few days of Force on Force during the NTC rotation, the unit was challenged to provide a useful Targeting List Worksheet.  They were unable to accurately track Task Force targets and provided a limited number of preplanned targets from the BCT.

Discussion
Although Targeting Meetings were conducted, the key staff members were not always the same. Additionally, CUOPs sometimes overshadowed this process.  This potentially affected the quality of the Target List Worksheet and other products that came out of this meeting.  Each day when the OC/Ts gathered TLWS data it rarely matched what the BCT was tracking.  This not only affects the FSC with the timely delivery of artillery and/or rockets, but affects the logistics channels in ensuring the proper ammunitions are ordered and on hand. 

Insights/Lessons
Update unit SOP to reflect current command MDMP and targeting priorities.  Emphasis is needed to on the Targeting Process by the unit leadership and key staff to ensure that the right products are being developed.  This will aid the BCT Commander, FSCOORD, FSO, S3 and S2 in have a more accurate picture of a specific engagement and will allow them to better fight the situation. 

DOTMLPF Implications
Leadership: Emphasize during PME and other senior training the importance of have processes and products to aid in Commander’s decision cycle.

Unit/POC/Contact info
FCoE, DOTD, CW4 Randall Reynolds, (580)442-3722, randall.k.reynolds2.mil@mail.mil

Comments/Notes

OBSERVATION 

Number (ID)
06 RKR 04-30-2014

Title
Digital Systems Sustainment Training (DSST)(5.3.5.1 Conduct Network)

Description
The unit was challenged with the proficient use of their Digital Systems.  The Soldiers understood their system and were able to operate the basic features.  

Discussion
Several Digital System operators were not fully conformable with their systems capabilities.  They understood the basic functionality, but were challenged with the advance operations and lacked the speed needed to operate.   For example, when the Targeting Officer wanted to print a Targeting List Worksheet from the Effects Management Tool (EMT) computer, he emailed it to himself or hung it on the shared drive.  He then went to a regular computer work station to retrieve and print. 

Insights/Lessons
The unit acknowledged their lack of home station DSST.  The unit discussed the need to develop a robust DSST plan for home station in the near future.  Through additional training and reputation the Soldiers should have a better grasp of their system and situational awareness. 

DOTMLPF Implications
Training: recommend Mission Command proponent develop and provide more scenario/vignettes to allow Soldiers a better understanding of the specific capabilities of their Digital Systems.  Provide information on all systems that interact within the Army Battle Command System (ABCS).

Unit/POC/Contact info
FCoE, DOTD, CW4 Randall Reynolds, (580)442-3722, randall.k.reynolds2.mil@mail.mil

Comments/Notes
The BAE NCO and Soldiers had a good understanding of the TAIS and AMDWS and both Soldiers could operate each system.
OBSERVATION 

Number (ID)
07 RKR 04-30-2014

Title
Battle Tracking (5.1.3.1.3 Adjust Graphic Control Measures)

Description
The unit was challenged in providing and maintaining Graphic Control measures across the BCT. 

Discussion
Although the unit had Graphic Control measures established in their AFATDS and had a paper map as a backup system, several occasions staff members were unable to identify specific items.  Basic battle tracking tasks, such as, where the current CFL is located, what is the Radars’ locations and azimuths of search to name a few, challenged the unit often.  Other tools/products that might have benefited the unit include; Attack Guidance Matrix (AGM), High Payoff Target List (HPTL), and Target Selection Matrix (TSM).   The lack of use of these products and procedures slowed the battle tracking, clearance of fires, and overall situational awareness of battle scenario. 

Insights/Lessons
Ensure unit SOP addresses graphics and products to aid the Commander in his decision process.  The staff needs to be able to quickly answer questions about battle tracking requirements.  

DOTMLPF Implications
Training: recommend that FA and ADA proponent Ed Techs develop and provide more scenario/vignettes to allow Soldiers a better understanding of how each of the Mission Command systems work within the ABCS system. 

Unit/POC/Contact info
FCoE, DOTD, CW4 Randall Reynolds, (580)442-3722, randall.k.reynolds2.mil@mail.mil

Comments/Notes











Chapter 6

MSCOE Focus Topics

TOPIC: Engineer

[bookmark: OLE_LINK3][bookmark: OLE_LINK4]OBSERVATION

Number (ID) 
01 sep 04-25-14

Title
MAC Organization and Mission Command

Description
Mobility Augmentation Company (USAR) was challenged by not being afforded the opportunity to build a cohesive team prior to the training rotation.

Discussion
Fifty-six of the unit members were assembled from other units prior to their arrival to NTC for training. Only two officers are assigned to the MAC (CO and XO), both lieutenants. The company commander was challenged by his lack of experience (four months in command) and ability to contribute to task force planning and developing company plans during the task force movement to contact.  

Insights/Lessons 
As a result of the MAC organizing just prior to the training rotation, most individual and small unit training occurred on site during the execution of STX lanes. The ad hoc nature of the team contributed to an overall lack of confidence and trust. 

DOTMLPF Implications
Organization: Organizing U.S. Army Reserve Component units prior to NTC rotation early enough to build a cohesive team. 

Training: Individual and small unit training conducted prior to rotation increases the quality of company-level training during rotation.

Personnel: Lack of experience in key leadership positions significantly diminishes the ability to build a cohesive team.   

Leadership: Significant challenges result from inexperienced leaders who are expected to execute complex operations. Mission command. Building a cohesive teams through mutual trust - Mutual trust is shared confidence among commanders, subordinates, and partners. Effective commanders build cohesive teams in an environment of mutual trust. There are few shortcuts to gaining the trust of others. Developing trust takes time, and it must be earned. It is the result of upholding the Army values and exercising leadership, consistent with the Army leadership principles. (ADRP 6-0, para. 2-4)

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
ADRP 6-0, Mission Command, MAY12, Chapter 2, The Mission Command Philosophy of Command

OBSERVATION 

Number (ID) 
02 sep 04-26-14

Title
Engineer Operations during Movement to Contact

Description
Engineer Company benefitted from months of training with maneuver unit prior to NTC rotation. 

Discussion
The Engineer Company trained with the Battalion for several months prior to execution of the movement to contact event during the training rotation. As a result, the Engineer Company was fully integrated into the maneuver plan.   

Insights/Lessons 
The Engineer Company was able to maintain appropriate distance (1km, one terrain feature) behind the maneuver unit throughout the movement to contact. This ability to control the tempo allowed the Engineers to be available to assist in mobility yet avoid becoming decisively engaged with the enemy. As a result, the Engineers preserved 100% of their combat power in preparation for the transition to the defense.   

FM 3-34-22, Paragraph 1-43. Any commander who commands combat engineers has the authority to employ them as infantry, unless otherwise reserved. However, a commander must carefully weigh the gain in infantry strength against the loss of engineer support. Engineers provide far more combat power in their primary mission than when configured as infantry. Stopping the engineer work may reduce the combat power of an entire force.

DOTMLPF Implications

Training: Maximizing the amount of time to train and integrate maneuver with maneuver support elements prior to the CTC rotation is essential to mission success.

Leadership: Maneuver commander emphasis on integration of subordinate combat support commanders during planning and execution creates the environment in which subordinate combat commanders emulate the assimilation of non-organic organizations.

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
FM 3-34-22, Engineer Operations – Brigade Combat Team and Below, FEB09, Paragraph 1-43

OBSERVATION 

Number (ID)
03 sep 04-27-14

Title
Protection and Obstacle Emplacement Delay 

Description
The engineer unit was challenged due to mission orders deficiencies, shared understanding, and lack of disciplined initiative.

Discussion
Engineer dig assets (D7, ACE, HMEE) delayed due to lack of guidance while transitioning from a movement to contact into a hasty defense.  The training unit developed a plan to execute a movement to contact in order to defeat enemy forces followed by the establishment of a hasty defense within the mobility corridor. Once the training unit effectively defeated the enemy forces, dig assets were moved forward from the TAA and postured to begin to construct obstacles and survivability positions. During the transition, enemy forces continued to attack through adjacent mobility corridors resulting in the training unit focusing mission command efforts away from the establishment of the hasty defense.  

Insights/Lessons 

Use Mission Orders
Commanders use mission orders to assign tasks, allocate resources, and issue broad guidance. Mission orders are directives that emphasize to subordinates the results to be attained, not how they are to achieve them (ADP 6-0). They provide subordinates the maximum freedom of action in determining how to best accomplish missions. Mission orders seek to maximize individual initiative, while relying on lateral coordination between units and vertical coordination up and down the chain of command. (ADRP 6-0, para. 2-20)   
    
Create Shared Understanding
Establishing a culture of collaboration is difficult but necessary. Through collaboration and dialogue, participants share information and perspectives, question assumptions, and exchange ideas to help create and maintain shared understanding, resolve potential misunderstandings, and assess the progress of operations. Shared understanding takes time to establish. (ADRP 6-0, para. 2-11)   

Exercise Disciplined Initiative
Encouraging disciplined initiative frees commanders to focus on higher-level tasks and decisions. Using disciplined initiative, subordinates strive to solve many unanticipated problems. Leaders and Soldiers do not need to be told exactly how to accomplish missions. They perform the necessary coordination and take appropriate action when existing orders no longer fit the situation. (ADRP 6-0, para. 2-18)   

DOTMLPF Implications
Leadership: Efforts to develop clear mission orders creates clarity resulting in a shared understanding of the commander’s intent. The result of clarity is the ability to allow subordinate commanders to analyze the conditions and develop solutions in the absence of direct command guidance.

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
ADP 6-0, Mission Command, MAY12
ADRP 6-0, Mission Command, MAY12

OBSERVATION 

Number (ID)
04 sep 04-27-14

Title
Engineer Obstacle Reports 

Description
Minimal utilization of digital and analogue systems presented a challenge to the engineer unit in the issuance of reports required to provide mission command during the establishment of a hasty defense.   

Discussion
Mission command systems did not provide timely and accurate guidance necessary for engineer elements to request obstacle composition, duration and location. Measure of performance – Requests for SCATMINE obstacles were submitted within a reasonable time for approval. Measure of effectiveness – While requests were submitted, the accuracy of the requests was inadequate resulting in the disapproval of the request. Ultimately, the timeline to prepare and emplace obstacles and subsequently transition to a counter-attack restricted the units ability to emplace Volcano minefields with a self-destruct time of 48 hours.  

Insights/Lessons 
ATTP 5-0.1, Paragraph 1-12. Commanders cannot exercise mission command alone except in the smallest organizations, company or troop and below. Thus, commanders perform these functions through a mission command system—the arrangement of personnel; networks; information systems; processes and procedures; and facilities and equipment that enable commanders to conduct operations (FM 6-0). The remainder of this Army tactics, techniques, and procedures (ATTP) focuses on personnel, networks, and procedures.

DOTMLPF Implications
Organization: Develop effective unit TTPs for the submission of timely and accurate reports both digitally and analogue. 

Training: Incorporate redundant systems, digital and analogue, within each staff and field training event in order to develop effective systems and identify points of friction. 

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
· FM 6-99, U.S. ARMY REPORT AND MESSAGE FORMATS, AUG 13, Appendix A, A-183 thru 186 
· JP 3-15, Joint Doctrine for Barriers, Obstacles, and Mine Warfare, 24FEB99, Appendix A
· ATP 3-90.8, Combined Arms Countermobility Operations, (TBP)
· ATTP 5-0.1, Command and Staff Officer Guide, SEP11, Annex G







OBSERVATION 

Number (ID) 
05 sep 04-29-14

Title
Volcano Rehearsals

Description
Mobility Augmentation Company conducted effective rehearsals in preparation for establishing hasty defense.   

Discussion
Prior to the execution of the hasty defense, the Mobility Augmentation Company did an outstanding job rehearsing the employment of SCATMINES utilizing the HEMTT. As a result, all approved SCATMINE planned minefields were emplaced in time for effectiveness (In this case, 4hrs). There was an instance in which one minefield density was diminished due to the quick speed in which one minefield was emplaced. The unit acknowledged the challenge for correction in future training.  

Insights/Lessons 
The employment of Volcano Mine Dispensers is a skill that few in the Army have trained over the last decade of wars in which SCATMINES were restricted. While the debate over the future of SCATMINE systems continues, the Volcano Mine Dispenser remains in the U.S. Army inventory and should continue to be incorporated into to unit training and planning for employment within offensive and defensive operations. The unit utilized the M977 HEMTT platform to employ mines within the defense effectively.

DOTMLPF Implications
Training: Volcano minefield emplacement skills have atrophied. Systems utilization at the small-unit level, as well as, the incorporation of mines within the countermobility plan during MDMP must be trained and assessed.   

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes 
· FM 6-99, U.S. ARMY REPORT AND MESSAGE FORMATS, AUG 13, Appendix A, A-183 thru 186 
· JP 3-15, Joint Doctrine for Barriers, Obstacles, and Mine Warfare, 24FEB99, Appendix A
· ATP 3-90.8, Combined Arms Countermobility Operations, (TBP)
· ATTP 5-0.1, Command and Staff Officer Guide, SEP11, Annex G

OBSERVATION 

Number (ID) 
06 sep 04-29-14

Title
Engineer Staff Limitations

Description

Engineer Battalion Intelligence Officer (S2) lacked the experience to provide quality analysis during planning and execution of operations. 

Discussion
Pre-command course captains functioning in critical engineer staff positions limit the battalion’s capabilities. The unit was challenged due to the lack of functional training and experience needed to provide valuable analysis in support of battalion planning for Engineer integration and sustainment during MDMP. 

Insights/Lessons 
Frequently, key Engineer staff positions are occupied by engineer officers who lack the understanding of engineer considerations due to a lack of experience and/or training.  The complexity of the role of the Engineer S2 Officer on staff requires that the officer develop an understanding of the role of the role, capabilities and limitations of both friendly and enemy engineers in order to advise and influence during planning, preparation and execution of a plan.

ATTP 5-0.1

ENGINEER OFFICER 
2-86. The engineer officer in the protection cell is responsible for planning and assessing survivability
operations. The engineer officer prepares Annex G (Engineer) to the operation order or operation plan.
(Refer to FM 3-34 and FM 7-15 for more detailed information on the duties and responsibilities of the
engineer officer.) Specific duties include, but are not limited to—
Advising the chief of protection on survivability operations.
Coordinating and synchronizing survivability operations.
Coordinating with the engineer officer for engineering capabilities.
Synchronizing and integrating engineer operations (combat and construction) between multiple command posts and organizations.
Writing engineer fragmentary orders, warning orders, and related products.
Providing real-time reachback linkage to United States Army Corps of Engineers knowledge centers and supporting national assets.
Updating the running estimate.

ASSISTANT CHIEF OF STAFF, G-2 (S-2), INTELLIGENCE
2-40. The ACOS, G-2 (S-2) is the chief of the intelligence warfighting function and the principal staff officer responsible for providing intelligence to support current and future operations and plans. This officer gathers and analyzes knowledge on enemy, terrain, weather, and civil considerations for the commander. The G-2 (S-2) leads the staff in the intelligence preparation of the battlefield process and assists the G-3 (S-3) with developing and executing the reconnaissance and surveillance plan. The G-2
(S-2) provides intelligence support to lethal and nonlethal targeting operations, ensuring units base targeting priorities on intelligence threat assessments and include the priorities in the reconnaissance and surveillance plan. The G-2 (S-2) prepares Annex B (Intelligence) to the operation order or operation plan. (See FM 2-0 and FM 7-15 for more information on the duties and responsibilities of the G-2 [S-2].)
2-41. The intelligence warfighting function includes the following tasks that facilitate the commander’s visualization and situational understanding of the operational environment:
· Supporting force generation.
· Supporting situational understanding.
· Performing reconnaissance and surveillance.
· Supporting targeting and information superiority.
2-42. The G-2 (S-2) is also responsible for intelligence readiness, intelligence tasks, intelligence synchronization, other intelligence support, counterintelligence, and support to security programs. The G-2 (S-2) has coordinating staff responsibility for the staff weather officer and the foreign disclosure officer.
2-43. The G-2 (S-2) facilitates reconnaissance and surveillance integration by giving the commander and G-3 (S-3) the initial intelligence synchronization plan and helping the G-3 (S-3) develop the initial reconnaissance and surveillance plan.
2-44. Other intelligence support includes—
· Supporting the conduct of collection operations:
· Providing intelligence updates, other products, and additional support reconnaissance and surveillance integration, the concept of operations, and mission accomplishment.
· Advising the commander so that all collection, production, and dissemination adhere to special security, legal, and regulatory restrictions.
· Facilitating the military intelligence-unique deconfliction of collection among assigned, attached, and supporting intelligence collection assets and other collection assets in the area of operations (AO).
· Preparing the intelligence estimate and intelligence annex to plans and orders.
· Coordinating technical control and technical support for military intelligence assets and units.
· Debriefing friendly personnel when necessary.
· Performing language-related functions:
· Identifying linguist requirements pertaining to intelligence support and coordinating contracted linguist support.
· Determining all foreign languages (spoken and written) and dialects in which proficiency is needed for mission accomplishment.
· Coordinating for security investigations of local-hire linguists.
2-45. Counterintelligence includes—
· Coordinating counterintelligence activities.
· Identifying enemy intelligence collection capabilities, such as efforts targeted against the unit.
· Evaluating enemy intelligence capabilities as they affect operations security, signals security, countersurveillance, security operations, military deception planning, military information support operations, and protection.
· Vetting all contractors and their employees to deter the subversive nature of insurgent activities.
2-46. Support to security programs includes—
· Supervising the command and personnel security programs.
· Evaluating physical security vulnerabilities to support the G-3 (S-3) and G-6 (S-6).
· Performing staff planning and supervising the special security office.

DOTMLPF Implications
Leadership and Education: Placing post-company command officers in key positions that require a greater understanding of the complexities of planning would greatly contribute to effective planning and sustainment of engineer capabilities. 

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
· FM 6-99, U.S. ARMY REPORT AND MESSAGE FORMATS, AUG 13, Appendix A, A-183 thru 186 
· JP 3-15, Joint Doctrine for Barriers, Obstacles, and Mine Warfare, 24FEB99, Appendix A
· ATP 3-90.8, Combined Arms Countermobility Operations, (TBP)
· ATTP 5-0.1, Command and Staff Officer Guide, SEP11, Annex G

OBSERVATION 

Number (ID) 
07 sep 04-29-14

Title
Communication of the Engineer Plan to the Engineer Platoon Leader. 

Description
Unit was challenged with understanding what actions to take during the preparation of the hasty defense.  Platoon Leaders lacked mission orders and graphics that would have allowed them to exercise disciplined initiative. 

Discussion
As the unit transitioned to a hasty defense following a movement to contact, platoon leaders lacked an understanding of the commander’s intent and key tasks. In the absence of guidance, leaders controlling dig assets were not able to determine what actions to take in preparation for obstacle emplacement and construction of survivability effort. 

Insights/Lessons 
Platoon Leaders lacked an understanding of the commander’s intent and were reluctant to take any actions without guidance. Upon questioning, Platoon Leader’s expressed that the guidance provided from higher was to wait until their commander arrived at their location to provide more guidance. While waiting, Engineer assets sat idle for up to 14 hrs. in positions with limited security.  

ADRP 6-0:

2-18. Encouraging disciplined initiative frees commanders to focus on higher-level tasks and decisions. Using disciplined initiative, subordinates strive to solve many unanticipated problems. Leaders and Soldiers do not need to be told exactly how to accomplish missions. They perform the necessary coordination and take appropriate action when existing orders no longer fit the situation.

2-20. Commanders use mission orders to assign tasks, allocate resources, and issue broad guidance. Mission orders are directives that emphasize to subordinates the results to be attained, not how they are to achieve them (ADP 6-0). They provide subordinates the maximum freedom of action in determining how to best accomplish missions. Mission orders seek to maximize individual initiative, while relying on lateral coordination between units and vertical coordination up and down the chain of command.

DOTMLPF Implications
Leadership and Education: Developing training that provides clarity to subordinate leaders as to the appropriate actions to take in the absence of guidance would contribute greatly to the efficiency and confidence of the organization. 

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
· ADRP 6-0, Mission Command, MAY12, paragraph 2-16
· FM 6-99, U.S. ARMY REPORT AND MESSAGE FORMATS, AUG 13, Appendix A, A-183 thru 186 
· JP 3-15, Joint Doctrine for Barriers, Obstacles, and Mine Warfare, 24FEB99, Appendix A
· ATP 3-90.8, Combined Arms Countermobility Operations, (TBP)
· ATTP 5-0.1, Command and Staff Officer Guide, SEP11, Annex G

OBSERVATION 

Number (ID)
08 sep 04-29-14

Title
Obstacle Reporting

Description
FASCAM approval delayed or denied due to submitting Tactical Obstacle Authorization Form 1355 with incorrect self-destruct (SD) times for munitions. 

Discussion
The unit submitted a SCATMINEREQ for authorization to employ both MOPMS and Volcano mines in support of the countermobilty plan during planning for a hasty defense. The unit failed to differentiate the SD times between the two systems resulting in the request being denied.  The unit request a 48 hr. SD time for the MOPMS. The M71 remote control unit can recycle the 4-hour SD of the MOPMS mines three times, for a total duration of about 13 hours (The beginning of the SD cycle of the MOPMS begins at 3-hours and 12 minutes).

Insights/Lessons 
The denial of the SCATMINEREQ caused the unit to resubmit a correct request which extended the approval time. Due to the delay, the SCATMINEREQ for a 48-hour SD time for the Volcano minefields was denied again due to the inability of the unit to emplace the minefields in time for the enemy attack and subsequently transition into a counterattack. Eventually, the unit was able to emplace Volcano minefields with a 4-hour SD time.

DOTMLPF Implications
Training: Operational and institutional training must reinforce the correct submission of scatterable minefield requests (SCATMINEREQ), scatterable minefield warning (SCATMINEWARN), and scatterable minefield record (SCATMINEREC).  

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
· FM 6-99, U.S. ARMY REPORT AND MESSAGE FORMATS, AUG 13, Appendix A, A-183 thru 186 
· JP 3-15, Joint Doctrine for Barriers, Obstacles, and Mine Warfare, 24FEB99, Appendix A
· ATP 3-90.8, Combined Arms Countermobility Operations, (TBP)
· ATTP 5-0.1, Command and Staff Officer Guide, SEP11, Annex G

OBSERVATION 

Number (ID) 
09 sep 04-30-14

Title
Combined Arms Obstacle Effect: The Trifecta. 

Description
Units’ design of indirect-fires did not reinforce obstacle effect in conjunction with direct-fire. Indirect-fires + direct-fires + obstacle composition = (turn, block, fix, disrupt) 

Discussion
Tactical obstacles integrate fire planning (direct and indirect) and obstacle effort to achieve a specific effect of turn, block, fix or disrupt. Combined arms considerations are developed in steps four through six of engagement area development:

· EMPLACE WEAPONS SYSTEMS/INTERGRATE (DIRECT FIRE)
· PLAN & INTEGRATE OBSTACLES
· PLAN & INTEGRATE INDIRECT FIRES

Insights/Lessons 
The unit was challenged in developing an indirect-fires plan designed to reinforce the intended effect of the obstacle. While obstacle effort and direct-fire planning proved to cause the enemy to adopt the units preferred enemy course of action, the effectiveness of reinforcing obstacles is enhanced considerably when covered by indirect-fires.

Within the tactical obstacle belt, the unit planned final protective fires (FPF) linear targets within the directed obstacle groups along areas where the unit assumed risk in their obstacle effort. In effect, had the enemy chosen to conduct a breach within the area that the FPF targets were planned; the indirect-fire plan would have assisted the enemy in reducing the obstacle with explosives. 

FPFs are indirect fires intended to defeat an enemy’s final assault within the protective obstacle belts within 500 meters of friendly fighting positions (Warn, mitigate, and prevent). Protective obstacles provide friendly forces with local, close-in protection. They prevent the enemy from delivering a surprise assault from areas close to a position. Protective obstacles are employed to defeat both mounted and dismounted threats. 

DOTMLPF Implications
Training: Engineers must be prepared to advise Maneuver commanders on how to integrate fires into the obstacle effort in order to achieve the desired obstacle effect within a combined arms countermobility operation. 

Leadership and Education: Institutional education should instruct and assess the integration of both direct and indirect fires into obstacle planning in order to better prepare Engineer Officers to advise Maneuver Commanders in developing a combined arms obstacle effort.    

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
· FM 6-99, U.S. ARMY REPORT AND MESSAGE FORMATS, AUG 13, Appendix A, A-183 thru 186 
· JP 3-15, Joint Doctrine for Barriers, Obstacles, and Mine Warfare, 24FEB99, Appendix A
· ATP 3-90.8, Combined Arms Countermobility Operations, (TBP)
· ATTP 5-0.1, Command and Staff Officer Guide, SEP11, Annex G
· FM 3-21.10, The Infantry Rifle Company, JUL06, Paragraphs 5-91 thru 5-93

OBSERVATION 

Number (ID) 
10 sep 04-30-14

Title
Mission Command of Obstacle Measures of Performance and Measures of Effectiveness 

Description
The unit developed an obstacle plan at the brigade and task force level. The unit was challenged with mission command as it was unable to clearly communicate and coordinate with subordinate units during preparations for the hasty defense. 

Discussion
The countermobility plan developed at the brigade level was not executed accordingly due to challenges with SCATMINE planning and emplacement. Efforts made at the obstacle emplacement level did not construct obstacles to the standards necessary to achieve the planned obstacle effect (planned obstacles were constructed as dummy minefields). 

The subordinate unit’s measures of performance were not battle tracked at the engineer battalion or the brigade level leaving the higher headquarters with the impression that obstacles were emplaced. During the defense, the enemy point of breach was not attempted within the areas where SCATMINEs were not emplaced. As a result of the enemy not attempting to breach within the dummy minefield, the effectiveness of the minefield was not tested, however, the minefield as constructed (with frat fence) acted as a deterrent. 

Insights/Lessons 
It is the responsibility of the Engineer staff officer to:
· Plan and coordinate the minefield location, size, composition, density, self-destruct time, safety zone, and emplacement time with the appropriate staff members. 
· Track all planned and emplaced scatterable minefields (including safety zones) as part of the mobility and countermobility portion of the common operational picture. 

It is the responsibility of the Movement and Maneuver cell to:
· Maintain the common operational picture (input planned and emplaced scatterable minefields). 
· Designate the emplacing unit within plans and orders. 
· Receive scatterable mine reports and records and disseminate information (scatterable mine warning) to higher, adjacent, and subordinate units. 
· Archive (or forward as directed) scatterable mine reports and records.

DOTMLPF Implications
Training: Staff utilization of scatterable mine reports in order to understand, develop and disseminate clarity throughout the organization and contribute to the unit’s situational understanding.  

Unit/POC/contact info
CPT Steven E. Pierce
Instructor, Engineer Captains Career Course
steven.e.pierce2.mil@mail.mil
Cell (240) 543-9263

Comments/Notes
· FM 6-99, U.S. ARMY REPORT AND MESSAGE FORMATS, AUG 13, Appendix A, A-183 thru 186 
· JP 3-15, Joint Doctrine for Barriers, Obstacles, and Mine Warfare, 24FEB99, Appendix A
· ATP 3-90.8, Combined Arms Countermobility Operations, (TBP), Table B-5
· ATTP 5-0.1, Command and Staff Officer Guide, SEP11, Annex G






OBSERVATION 


Number
01 cek 04-22-14

Title
Non-lethal (NL) System Use

Description
Non-lethal systems and doctrine were not integrated or exercised during this DA rotation; this is estimated to have been the case for approximately 24 months or more. 

Discussion
Background.  Discussion with the Sidewinder MP OC/Ts, augmentee OC/Ts and the rotational unit MP company commander indicated no plan to exercise NL capabilities or doctrine during this rotation, did not bring NL equipment and did not inquire with the NTC to see if NTC had the equipment available for issue.   Permanent party OC/Ts estimate that this lack of inclusion of NL in rotations has been the case for approx two years or more.  

One augmentee OC/T noted a point which others supported: that NL items and equipment tend to rank extremely low in planning for operations and for logistics.  Thus Classes 1, 3, 5 and 8 tend to dominate unit carrying capacity and leave no room in vehicles for NL equipment.  This augmentee recommended a way be found to create a box or kit which could be externally mounted to tactical vehicles which could contain critical NL equipment which could not fit inside the vehicle.  This applies to CONEX space as well; units are often not provided sufficient space to bring NL systems due to lack of CONEX or other storage and movement space.

One augmentee OC/T noted that the use of NL systems during Key Leader Engagements (KLE) in lieu of lethal systems could possibly improve KLE outcomes.  The example given was the recommendation not to point lethal systems such as a rifle toward or near a host nation / key leader, but to have a NL system ready as a first response to any situation and to BPT use lethal force if necessary.  This was an anecdotal conversation and details were not sought, but indicates that at least this Soldier knew of or wished to avoid KLEs occurring in a weapons-up and potentially ‘hard’ manner vs a ‘softer’ approach.  

One capability highly desired by augmentee OC/Ts was the ability to keep children and other persons away from convoys / vehicles without using ‘rifle butts’.  They noted that they will not always have an interpreter, and the ability to electronically broadcast speech in a foreign language without an interpreter would be very useful, as from a suite of pre-recorded phrases.

The permanent party OC/Ts stated that they have the ability to make scenarios to employ NL during the STX lanes, if needed and requested.  However, this capacity may degrade if some potential personnel losses within the Sidewinder MP team occur, but this is a potential avenue for ensuring NL training in future rotations.  This freedom of training is not available during Force on Force actions, only during the STX lanes.  

This rotation, as have numerous previous rotations, MPs have been employed in numerous site security missions capacities such as retrans site security, TAA security, TOC security, and other roles for which combat arms units and others do not wish to use non-MP Soldiers.  One OC noted that often “MPs are used as taxes” for these security missions, and that “the BDE is not at all focused on the MP”.  This paradigm does not enable MPs to engage in doctrinal Wide Area Security activities IAW ADRP 3-0, para. 2-39.


Doctrine.  Paragraph 2-9 of ADRP 3-0 (Unified Land Operations) states that decisive action is “the continuous, simultaneous combinations of offensive, defensive, and stability…tasks.”  

Paragraph 2-2 of ADRP 3-07 (Stability) states that “While offensive and defensive tasks focus on the destructive effects of combat power against enemy forces and stability tasks focus on restoring host-nation capacity and capability, no single element is more important than another.  Army forces employ synchronized action—lethal and nonlethal…Army forces combine offensive, defensive, and stability tasks simultaneously to achieve decisive results…”

Organization.  There were no organizational issues or conditions which would have prevented NL activities.

Training. This rotation’s focus on Decisive Action clearly includes lethal offensive and lethal defensive operations, but leaves out non-lethal action, which must be included as part of a true Decisive Action training event.  

Materiel.  The NTC does not possess thus cannot issue the equipment needed for training or executing NL tasks.  Brigade Combat Teams have been issued a Non‐Lethal Capabilities Set (NLCS) which provide the equipment to perform NL tasks.  The rotational MP company had possession of  Tasers and had been trained on them, but Taser cartridges were not in the unit STRAC authorization, so they could not acquire them, resulting in expiration of unit personnel Taser certifications.  

Leadership and Education.  There were no leadership or education issues or shortages which would have prevented NL activities.

Personnel.  There were no rotational unit personnel issues or shortages which would have prevented NL activities. 

Facilities.  There are no issues or shortages in training facilities at the NTC which could support or enable NL activities.  


Insights / Lessons
· Rotating units are performing little to no training or execution of NL tasks as part of DA.  If not assessed at the NTC or CTC, home station training is likely to mirror this and become a trend.
· The NTC does not have the necessary NL equipment to issue to units.  
· Units are not bringing NL equipment to the NTC.
· If units are officially fielded Program of Record materiel systems, STRACs must support this fielded equipment.
· Military Police are not being fully used to support the Wide Area Security mission IAW doctrine.

DOTMLPF Implications
Doctrine.  Rotating units and the NTC would benefit from incorporating current doctrine into a fully rounded Decisive Action training event, including the exercise of NL and Wide Area Security activities.   

Organization.  None.

Training. Training at home station and at the NTC should include NL capabilities.

Materiel.  To minimize the requirement to transport additional equipment to the NTC, the NTC should be supplied with the appropriate best support rotational units, the NTC should be supplied with the appropriate NL equipment.

Unit STRACs must be modified to support authorized equipment and training needs, if appropriate and required. 

Leadership and Education.  None.  

Personnel.  None.  

Facilities.  None.  

Unit / POC / Contact Info
Mr. Chris Kramer, Christopher.e.kramer.ctr@mail.mil   

Comments / Notes

OBSERVATION 

Number
01 cek 04-23-14

Title
Challenges with Individual and Collective Tasks and Skills

Description
Many Soldiers were challenged in performing basic individual and common Soldier tasks and skills.   

Discussion
A unit was observed performing a Combined-Arms Route Clearance Operation (CARCO) mission on an STX lane.  Personnel in the unit were moderately to significantly challenged in several particulars.  

· On multiple occasions, the lead vehicle left the proper route and followed the wrong route.  This was not immediately identified by trailing vehicles.  
· When a ground vehicle became a real-world deadline due to Class III brake fluid leakage, the squad members were not decisive in deciding what to do or in conducting recovery operations.
· Most dismounted Soldiers using handheld detectors to identify safe walking paths used the systems incompletely or inadequately.  
· Most Soldiers exhibited uncertainty and excessive times in assessing, treating and moving casualties.
· Most Soldiers, when dismounted, did not identify and communicate the presence of small arms fire (SAF), then were indecisive in returning fire and did not take appropriate cover while returning fire.  Exhibited passivity when taking direct fire while dismounted.

During the AAR following the STX lane, members of the unit noted that this was their ‘first field problem.  The company had evidently combined three platoons into two at some point before the rotation.  This was offered as a rationale for the level of performance during the lane.  This statement was not pursued, in terms of when this reorganization occurred, or how it occurred.  Although reorganization may have occurred, and may have disrupted previous working relationships, squads moving from one platoon to another would move with collective battle drills and response drills intact.  Individuals moving from one squad to another, or one platoon to another, would retain individual skills despite a new chain of command or place in the company.  Individual, team and squad skills were challenged in this unit.  It is worthy of note that the unit did seem to be relatively young in age and rank and experience, which likely did contribute to the challenged performance.

Insights / Lessons
· Individual Soldier skills are always a premium; each Soldier must be able to move, shoot, communicate and perform basic Soldier and basic MOS tasks properly and decisively.  Rotating units must ensure these basic skills are inculcated during HST and as part of annual training plans.
· Reorganizing a unit shortly before an NTC rotation, if it must occur, should be done in a way which minimizes turmoil and maximizes continuity of ability to perform missions.  


DOTMLPF Implications
Doctrine.  None.   

Organization.  None.

Training. Training at home station must ensure Soldiers are proficient in the warrior tasks and battle drills, and equivalent basic MOS skills, before NTC rotations.

Materiel.  None.
Leadership and Education.  Leaders must ensure small group leaders are properly trained, and assess individual and small group training to ensure proficiency.

Personnel.  None.  

Facilities.  None.  

Unit / POC / Contact Info
Mr. Chris Kramer, Christopher.e.kramer.ctr@mail.mil   

Comments / Notes

OBSERVATION 

Number
02 cek 04-22-14

Title
Utilization of Military Working Dogs (MWD).

Description
The unit brought its MWD, which was a significant step forward in integrating this key asset into operations.  The unit was challenged in its ability to utilize its MWD and it was not utilized to an appropriate extent.  Despite the challenges, having the MWD at the rotation was a marked improvement over previous rotations, which did not include MWDs. 

Discussion
Background.  The MWD brought to this rotation was a Patrol Explosives Detector Dog (PEDD).  This MWD is extremely effective in detection of explosives and also contributes to deterring their use.  By doctrine, unit leadership and planners are to consider MWD team use in a very wide range of missions.  

Discussion with OC/Ts indicated that is rotation was the first DA rotation which involved a MWD, which despite its underutilization is progress in the right direction.  There are plans to bring another MWD to the second rotation following this one.  It was almost a universal consensus among MP OC/Ts and the rotational MP CO dog handler that units (IN, EN were named) do not know of and/or do not know how to employ the dogs; this was repeated on numerous occasions.  One OC noted that he felt this was due to dog handlers often being young and inexperienced, potentially not being sure of themselves and how to operate in the staff process and tentative about approaching supported unit leaders, and not advertising themselves and their capacities and being left out of the planning and operations processes.   This lack of use bears inquiry beyond this rotation.  Leaders with the IN, EN, SOF and EOD/OD branches who know of the capability are more likely to ensure its use, thus inquiry should occur to identify if there is indeed a knowledge gap, a training gap or a lack of advertisement, or a combination, as root causes for the noted issue.  
 
Insights / Lessons
· Military Working Dogs, particularly PEDDs, are underutilized during rotations.   If not fully used at the NTC or a CTC, home station training is likely to mirror this and continue the lack of utilization.
· Maneuver, Maneuver Support, EOD, Fires and SOF leaders and staffs, as well as MP leaders and staffs, should be well versed in the capacities of the MWD and the PEDD, and incorporate their use into plans and operations.

DOTMLPF Implications
Doctrine.  Rotating units and the NTC would benefit from incorporating doctrine on the use of MWDs and PEDDs into fully rounded Decisive Action training event.    

Organization.  None.

Training. Training at home station and rotations at the NTC for Maneuver, Maneuver Support, EOD, Fires, SOF and MP leaders and staff should include the suite of MWD capabilities.

Materiel.  None.

Leadership and Education.  If appropriate, the ability of MWD handlers to support staffs and proactively offer support and capabilities should be increased.

Personnel.  None.  

Facilities.  None.  

Unit / POC / Contact Info
Mr. Chris Kramer, Christopher.e.kramer.ctr@mail.mil   

Comments / Notes

OBSERVATION 

Number
03 cek 04-22-14

Title
Shortfall in Support for Military Working Dog (MWD).

Description
Unit was challenged in the support for its military working dog.  There was no separate kennel facility and the dog was housed in the command tent, without climate control.  

Discussion
To maintain performance in hot weather conditions, MWDs require the capacity to cool themselves, which can occur by entering a climate-controlled portable kennel, tent or other appropriate option.   On this rotation, the MWD was housed in a dog carrier inside the uncooled command group tent.  Approximately twelve cots were present in the tent, which was quite warm.  The dog was not in distress, but being an April rotation it was relatively cool and not as extraordinarily hot as it would be in the summer or if the unit were deployed in a hot and humid climate.  The handler noted that if he had a separate smaller tent, large enough for dog to sleep in on a cot while accommodating their gear, and preferably capable of being climate controlled to enable the dog to rest, such an arrangement would be an optimum solution for a COTS alternative until a permanent solution such as the currently programmed deployable kennel will be available.  The NTC does have some climate controlled kennels for issue – deployable but not easily portable.

Insights / Lessons
· Units should ensure inclusion of considerations for MWD support in preparation for and execution of training and operations, then provide the appropriate support. .

DOTMLPF Implications
Doctrine.  None.   

Organization.  None.

Training. Leaders and MWD handlers should receive appropriate training on the considerations for MWD support and the available options to provide the support.  

Materiel.  Units should use organic, Army-issued or COTS equipment to provide required support.

Leadership and Education.  None.  

Personnel.  None.  

Facilities.  None.  

Unit / POC / Contact Info
Mr. Chris Kramer, Christopher.e.kramer.ctr@mail.mil   
Comments / Notes


OBSERVATION 

Number
02 cek 04-22-14

Title
Law Enforcement Professional (LEP) Training In Support of MP Tactical Site Exploitation (TSE)

Description
The current contract which provides LEP training to rotational MP units in support of MP Tactical Site Exploitation operations is scheduled to close out in summer 2014, and the training capability will be essentially lost.  

Discussion
At present, the NTC offers Law Enforcement Professional (LEP) training to MP rotational units in support of MP Tactical Site Exploitation (TSE) operations.  This training is currently being provided by contracted civilian personnel, and is currently slated to end in JUN 14 when the existing contract ends.  If the contract is not renewed or replaced, this training will likely cease, and the MP Regiment will need to determine how or if to close this training gap.    

Insights / Lessons
· Regarding the Army as a whole, the long range plan to wean rotating units from receiving training at the NTC and other CTCs will be felt across the board, as the CTC training paradigms and models of the last decade revert to the pre-9/11 paradigm.  There must be a conscious interaction between the NTC, proponent leadership and rotating units to ensure clarity on pre-rotation training requirements and any residual training availability at the NTC.
· Regarding the current LEP/TSE training at the NTC, the MP Regiment will need to open dialogue with the NTC regarding the way ahead, then act on decisions. 

DOTMLPF Implications
Doctrine.  None.     

Organization.  None.

Training. The NTC and MP Regiment will need to decide the way head regarding LEP/TSE training as part of the overall HST-Rotational training paradigm.  

Materiel.  None.

Leadership and Education.  None.  

Personnel.  None.  

Facilities.  None.  

Unit / POC / Contact Info
Mr. Chris Kramer, Christopher.e.kramer.ctr@mail.mil   

Comments / Notes







































Chapter 8

Sustainment Focus Topics


OBSERVATION

Number (ID) 
05 jhb 05-01-14  

Title
No FASCAM ordered in 4 days, Zero on hand.

Description
The unit was challenged to forecast and order ammunition and other classes of supply.

Discussion
Army personnel ordering ammunition sometimes confuse the required supply rate and controlled supply rate terms used in determining the amount of ammunition a unit will receive. 

Unsure cause.
CMDR stating he won’t use it anymore?
Confusion in the supply system on how to reorder?
Availability issue?

Insights/Lessons 
Both the concepts and the meanings of “required supply rate” (RSR) and “controlled supply rate” (CSR) continue to be misunderstood and misapplied in our Army. These concepts are worth understanding because their application is essential to success in many operating environments. The fundamentals are simple, the players are relatively few but critical, and the application is relatively straightforward.

Why Are RSR and CSR Important?
RSR is an estimate of what will be required to accomplish a particular mission. As an estimate, it can be calculated at any level, but in its ideal form, it is a bottom-up estimate that is consolidated for commanders at each higher level of an organization, all the way to the joint force or theater level. CSR is an expression of what can or will be provided to subordinate units. Both RSR and CSR are operational issues—the commander’s business—even though the necessity of having to impose a CSR is driven by logistics constraints. 

Commanders, advised by their staffs, are the decision makers who determine whether or not a CSR will be imposed and how it will be distributed to subordinates. CSR need not be a fixed number across a given level of command; different subordinates may be given different CSR values in order to weight main and supporting efforts. The imposition of a CSR may have a significant effect on COA development, analysis, and selection. The CSR may also be the factor that drives a need for an operational pause or a culmination point. If units expend ammunition at their RSR estimate rate when a CSR is in effect, they eventually will reach a zero-balance condition or be constrained to an expenditure rate that matches the CSR.

The basic concepts of RSR and CSR are simple, but their execution is complex. The complexity generally derives from the need to consolidate and aggregate RSR information as it goes up the chain and then de-aggregate CSR information and express it in terms that make sense at the user level as it goes back down the chain. It can be a challenge, especially when the conversion from short tons to rounds per weapon (or system) per day involves enormous numbers. Still, the process works. It is a crucial result of mission analysis and a key element of running estimates that are used to generate OPORDs.

What is RSR?
RSR indicates how much class V is needed for an operation. This is an expression of operational requirements—what the warfighter says he needs. It is a logistics issue, but it is an expression of warfighting requirements, not logistics capabilities. The S–3s and G–3s of the world should be vitally interested in RSR because it expresses what they believe they need to accomplish the mission. Field Manual (FM) 4–30.1, Munitions Distribution in the Theater of Operations, explains it as follows—
To sustain tactical operations for specific periods, units determine their munitions requirements and submit a RSR. The RSR is the amount of ammunition that a maneuver commander estimates will be needed to sustain tactical operations without ammunition expenditure restrictions over a specified time. The RSR is expressed as rounds per weapon (on-hand) per day, or as a bulk allotment per day or per mission. RSR computations and routing are performed by unit S3s/G3s. As such, it is not a logistics function, but the S4/G4 should assist in the process. RSRs can be computed using manual or automated procedures. Weapon density (WD) and mission are key to determining the RSR.
Who Computes the RSR?
So who usually computes the RSR for an organization? The logistician. This is probably the first step in a long process that causes RSR and CSR to be misunderstood and misapplied. Why does the logistician compute the RSR? Because he knows how. The logistician is the person with the tools and the information to do the initial computations and to consolidate the results as the information is passed up to higher levels of the organization. 

Is this bad? Not necessarily. The logistician needs to understand logistics requirements, and RSR is clearly an expression of operational logistics requirements. However, the tactical operators and logisticians should have a truly common understanding in this area. Their points of view are different. The tactician must understand why he needs to express the needed ammunition in the RSR in order to accomplish his mission, and the logistician needs to understand how much the tactician needs in order to ensure that requirements do not exceed capabilities.

How is the RSR Computed?
How does the tactician estimate how much ammunition he needs? What does the logistician use to compute RSR? This can be accomplished in one of two ways: generate an estimate based on historical experience, or use an estimation tool. 

An organization that has conducted a similar operation has a historical reference that can be an excellent resource. How much was needed for a similar operation last time? This figure can be used as a baseline and adjusted based on mission analysis. 

When no recent similar experience is available for reference, some automated tools are available that can help. The Logistics Estimate Worksheet (LEW) and Operations Logistics (OPLOG) Planner are two that are often mentioned as possibilities. Each has strengths, weaknesses, and limitations. 

An in-depth discussion of automated ammunition consumption planning tools is beyond the scope of this article and will be the subject of a future article. In the meantime, use caution when using automated planning tools; make sure to give the results a “common sense” test. LEW provides a good level of detail, but it is complex and fragile, requires significant operator skill, and is useful only up to about the battalion level. LEW is also an unofficial product—it is not supported by the Army. OPLOG Planner is supported by the Army, but it is not suitable for computing an RSR because it is primarily a transportation planning tool. OPLOG Planner does not provide sufficiently detailed information for accurate munitions consumption to identify a true RSR. The problem is that OPLOG Planner, at least in its current form, embeds the weight and cube requirements for the components of separate-loading ammunition (155-millimeter howitzer, for example) but does not list the components, such as propelling charges, fuses, and primers. It also does not compute requirements for ancillary ammunition items, such as grenades or pyrotechnics. If the answer does not make sense, cross-check the results.

At the tactical level, RSR is normally expressed in rounds per weapon per day or rounds per system per day. RSR is a bottom-up fed estimate; at each successively higher headquarters, the requirements are consolidated until they ultimately reach the theater level. This is probably the second step on the path of misunderstanding RSR and CSR. As the quantities of class V requirements are consolidated, “each” starts to disappear from the unit of issue column. Requirements are expressed in terms of short tons rather than individual rounds. It is a convenient and absolutely necessary shorthand for expressing quantities when individual numbers get too large. When ammunition quantities are expressed in terms of short tons, the figure generally includes packaging, which can be a significant contribution to the total weight and a real issue when calculating transportation requirements.

Ultimately, at either the Army force (ARFOR), joint task force (JTF) headquarters, or combatant command (COCOM) level, the RSR totals for an operation are consolidated. This consolidation is usually expressed as the number of short tons required per unit of time. High-value, low-density munitions, such as guided missiles, may be expressed in terms of individual rounds. The unit of time may be per day, per phase of the operation, or for the operation as a whole, which provides the macro look that is essential for planning. 

A micro look, which is normally invisible to all but a few key people, is also required. That micro look is a close examination of every ammunition type individually. Totals may be expressed in short tons or as each (high-value, low-density munitions). Even when expressing the RSR in short tons, an understanding of the total number of rounds in each short ton is essential. For example, 1,000 short tons of linked .50-caliber ammunition sounds like a lot of ammunition. But is it enough to ensure that every system employed in the operation is supplied with enough ammunition to accomplish the mission? This question prompts a comparison of requirements and capabilities in terms of class V supply and distribution.
What is CSR?
If there is a shortfall in the ability to supply any ammunition type, that shortfall needs to be quantified and expressed in a way that is understood clearly and easily. That expression is the CSR. At its most basic level, CSR means, “this is what I can give you.” A CSR is expressed when the requirements (RSR) exceed the capability of the logistics system. CSR is driven by logistics constraints, but it is still an operational consideration. Here is why: the logistician says to the commander, “Sorry, sir, but this is all we have to work with, and it’s less than what your operational guys say they need.” It is up to the commander, advised by his staff, to determine how best to deal with the shortfall. CSR also communicates to subordinates, “Heads up, folks. We are not going to be able to give you everything you say you need. Here’s where we’re short.” CSR is a way of expressing command regulation of a critical supply item and defining how tightly regulated the item will be so subordinates can plan for the constraint.

FM 4–30.1 specifies who establishes a CSR and why as follows—
RSRs are developed by maneuver commanders and submitted to the next higher HQ [headquarters]. HQ at each level reviews, adjusts, and consolidates RSR information and forwards it through command channels. The ARFOR determines the CSR by comparing the total unrestricted ammunition requirements to the total ammunition assets on hand or due in. Several factors limit the amount of ammunition available for an operation (such as stockage or lift capabilities). Accordingly, ammunition issues are controlled by CSRs. The ARFOR establishes the CSR, which is based on the amount of munitions available for issue. When a munitions item is in short supply, the CSR is low. The commander determines who receives the ammunition.
Who Develops the CSR?
While RSR is a bottom-up expression of requirements, CSR is the commander’s top-down expression of what he is able to provide to subordinates and how he will distribute these assets. CSR may identify some hard and fast constraints, but it also allows the commander to provide weight to his designated main effort by providing different CSRs to main and supporting efforts. The expression of CSR is therefore part of the weighting of main and supporting efforts.

One would expect the main effort to receive more of everything, but that may not necessarily prove to be the wisest use of assets. It depends on an analysis of the mission and the risks of subordinates. For example, the logistics distribution system is not likely to be the main effort of an operation, but air defense units providing coverage for key logistics nodes may receive a higher CSR than those that are directly supporting maneuver units. Likewise, a key supporting effort, even a deception operation, might receive more of a specific ammunition type than the designated main effort if that type of ammunition is crucial to the success of the overall effort. For example, a supporting effort might use artillery-delivered smoke to mask its movement or strength in order to prolong the effectiveness of a deception operation. 
How is CSR Computed?
CSR might be computed and expressed early in the planning phases, even before an RSR has been calculated. In what cases might this take place, and why would this action be important? When the availability of a particular type of ammunition is already a concern, early expression of constraints, including CSR, may be vitally important to subordinate planners. If the shortage is in Hellfire missiles, for example, during the development, comparison, and selection of courses of action (COAs), planners may want to think carefully about making AH–64 Apache helicopters their prime killer of enemy armor. Likewise, if 120-millimeter tank ammunition is constrained, COA development needs to include options that rely less heavily on M1A2 tanks as the primary enemy armor killer.

CSR normally applies to individual items of ammunition rather than to ammunition as a class of supply, so it is typically expressed in terms of rounds per weapon (or system) per day. CSR could be expressed in terms of short tons or applied to the entire class of supply, but it would not have much meaning, except at higher echelons. Theater ammunition requirements tend to be consolidated into manageable terms like short tons. 

Early in an operation, especially in the theater opening phase, the ability to deliver ammunition may be constrained. Commanders must make difficult decisions to ensure that the logistics system concentrates on delivering the ammunition types that are most critical in the opening phases of an operation. Service component perspectives may differ here and create significant friction among the components of a joint force. For example, the air component commander is likely to put air-to-air missiles high on his list, while the land component commander is likely to place surface-to-air, air-to-surface, and surface-to-surface munitions first in his priorities. In this situation, it is up to the joint force commander to listen to the rationale of his service or functional component commanders and decide how transportation assets will be allocated to deliver munitions designed to meet the perceived threats. 

Except in the very first days of an operation, ammunition is unlikely to be in short supply across the board. Specific types of ammunition are more likely to be in short supply. New items in the inventory are likely candidates; everyone wants the latest, greatest, longest-range ammunition available. New ammunition types with enhanced or special capabilities also are likely to be in high demand and short supply. Older ammunition types also may be the culprits, especially if a weapon system has been designated for phase out but has been pressed back into service. 

The simplest, most effective way to state limitations in class V availability is to express the CSR in terms of rounds per weapon (or system) per day. When expressed in these terms, it is easy for anyone at any level to understand what the CSR means in terms of fighting the battle throughout all the phases of a campaign. Expression in short tons tends to limit comprehension of the true meaning of a CSR. Expression in rounds per weapon per day provides a much more meaningful and easily understood expression for the fires and maneuver folks who will actually plan and execute an operation. Any good logistician can use CSR numbers to compute what will actually be coming through the supply pipeline in order to plan for transportation and storage requirements.

Where Is CSR Found?
If you are reading an OPORD to find out if a CSR will affect you, where should you look? On the other hand, if you are writing an OPORD, where is the best place to put CSR information? The answers to these questions may be unclear because different sources of doctrine contain some inconsistent or conflicting information.

FM 5–0, Army Planning and Orders Production, does not help much. The only references to CSR, other than in the glossary, are brief references in two of the annexes. FM 4–0, Combat Service Support, describes CSR development but does not specify where it should be found in an OPORD. FM 4–30.1 provides some real guidance. It states, “The CSR is disseminated to units through the OPORD. The CSR should appear in the OPORD in paragraph 4, or in either the service support or fire support annex.” 

Some, but not all, Army doctrinal publications say CSR information should be in the fire support and engineer annexes of the OPORD. However, all say CSR should be in Annex I, Service Support. Put CSR information there (Annex I), for sure. CSR information should be considered optional in the engineer and fire support annexes. If you are writing an OPORD that includes CSR information, put a reference to Annex I in paragraph 4 of the basic OPORD. Do the same in Annex D, Fire Support, and Annex F, Engineers. These references help simplify the crosswalk effort of OPORD review and analysis and prevent having to update multiple sections of the OPORD during its development if information changes. If a CSR is in effect, it always should be found in Annex I; this should be the one-stop, always-reliable answer for all information relating to CSR. 

DOTMLPF Implications
Doctrine, Training, Leadership

Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes

OBSERVATION 

Number (ID)
01 jhb 04-25-14

Title
Segregation of duties between SPO and BSB S3

Description
The BCT was challenged in defining roles and responsibilities within the sustainment lane. 

Discussion
Who is tasking the BSB’s organic assets?  While not uncommon for the SPO to go directly to a BSB company commander to task, the BSB S3 usually finds out as the company returns to the S3 to work out synchronization, support requirements or troop to task issues. The lack of written orders, and the details they provide, lends itself to confusion, a lack of understood task and purpose, confusion in supported and supporting relationships, a lack of synchronization, and commander confirmed priorities.

Insights/Lessons 
Detailed duty descriptions for both the BSB S3 and SPO that clearly layout the delineation of responsibilities can be found in ATP 4-90 dated APR 14. Best practice is to have the BSB S3 produce the orders (Step 7 of the TLP) tasking logistical support for the brigade in conjunction with input from the SPO.

DOTMLPF Implications
Doctrine, Training, Leader Development

Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes
Company commanders were seen returning to the S3 to ask for clarification, relief from earlier taskers, etc as new tasks were piled on them from the SPO.

OBSERVATION

Number (ID) 
01 jhb 04-26-14

Title
Running Estimates 

Description
The BCT was challenged to maintain running estimates.

Discussion
Effective plans and successful execution hinge on accurate and current running estimates. A running estimate is the continuous assessment of the current situation used to determine if the current operation is proceeding according to the commander’s intent and if planned future operations are supportable (ADP 5-0). Failure to maintain accurate running estimates may lead to errors or omissions that result in flawed plans or ruinous decisions during execution.

ADRP 5-0 tells us that running estimates are principal knowledge management tools used by the commander and staff throughout the operations process. In their running estimates, the commander BDE S4 section continuously consider the effect of new information and update the following: Facts, Assumptions, Friendly force status, Enemy activities and capabilities, Civil considerations, Conclusions and recommendations. 

If you don’t have a complete and accurate LOGCOP then you cannot fulfill the two of the previously mentioned components of the running estimate. Facts and Friendly Force status are essential components of the running estimate.

Insights/Lessons 
In addition to using the full complement of logistical ABCS to their full potential to garner a complete LOGCOP, ATTP 5-0.1 Commander and Staff Officer Guide SEP 2011, Chapter 6 offers a rudimentary example of a running estimate to assist a staff section.

DOTMLPF Implications
Training, Leader Development

Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes

OBSERVATION 

Number (ID)
01 jhb 042714

Title
Use of Casualty Collection Points in the Tactical Assembly Area

Description
Unit was challenged to coherently move causalities from within the BDE TAA to the BSTB aid station.

Discussion
Of the numerous casualties brought to the aid station, only one was from one of the many designated CCPs and that was a matter of happenstance and not planned support. Most injured Soldiers were transported from their point of injury directly to the aid station via non standard CASEVAC methods (thrown in the back of a HMMWV, etc). Most patients did not arrive on a litter even though all CCPS have numerous litters at each point.

In some cases the aid station, with FLAs parked next to it, was closer the point of injury than a CCP so a Soldier easily decides to move an injured comrade towards the FLAs with the big red cross on the side. While this seems expeditious it doesn’t allow for a unit level / section triage. Without an initial screening in the unit area, the only working vehicle (after an indirect fire attack)  may drive off with one minor injury and leave more critically injured Soldiers back near their point of injury or several at a nearby CCP. 

Too many vehicles closing on the aid station at one time congests the patient unloading area. Unsafe and slows the process down.

Witnessed a few vehicles make a shuttle back and forth between the aid station and unit area (not a CCP) without full loads.

Some Soldiers died of wounds (20min) because no initial buddy aid /CLS support was started.

Witnessed a Solder run up to the aid station and ask the aid station to dispatch a medic or two to return with the Soldier to a point of injury. Solder was informed to bring the casualty to the aid station.

Insights/Lessons 
Sustain:
Established multiple CCPs in TAAs. Mark CCP #X and posted with grid to facilitate communication with higher. Ensured CCPs are equipped with litters and additional first aid equipment / supplies.

Improve:
CCP placement must coincide with population density.
Be able to mark CCPs at night. Add chemlites / lights to the equipment stored at the CCPs to be activated in support of visually establishing the CCP during limited visibility.
Ensure all Soldiers know the location of CCPs in both their sleeping and work area and understand that is where injured Soldiers are consolidated to ensure smooth movement to the aid station.
Assign primary and alternate responsibility to Solders / leaders to check specific CCPs. They need communication capabilities.
Assign a prime mover (primary and alternate) and robust litter teams (primary and alternate) to CCPs. As a contingency have a prime mover (LMTV) and litter team make the route to all of the CCPs and bat cleanup.
Ensure Soldiers and leaders know their security responsibilities (man the line) may trump first responder activities until directed otherwise.
All Soldiers need to arrive at the aid station with at least the minimum of buddy aid performed on the casualty.

Rehearse casualty operations: Practice the movement, day and night between your CCP and the aid station – know the patient drop off area vice the ambulance loading area; ensure the litter teams know where the pre designated (by causality condition) areas are in the aid station holding bay, ensure litter teams know how to load and unload litters from vehicles / ambulances.

See ATP 4-25.13 CASUALTY EVACUATION, FEB13 Appendix B, Litter Evacuation Training

DOTMLPF Implications
Training, Leader Development

Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes
Aid station NCOIC was overwhelmed and had it not been for coaching from the OC/T, 1SGs and SGMs assisting in casualty movement, the BN aid station would have easily culminated under a triage traffic jam.
Made little use of the marked “Manpower” line ISO the aid station and tasked passersby at whim to assist with litter carries.
Didn’t have coms with anyone to inform FLA was loaded and ready to depart to Roll 2 at Charlie med.
Section had little SA. Missed the fact the nearby BSA and Roll 2 was under indirect fire when they sent their only remaining FLA to same Roll 2 facility.
Practice the route between the Roll 1 and Roll 2 facility.
Did the FLA get sent without any battle tracking from higher? Yes , turned around because was sent over in the middle of IDF attack.

OBSERVATION 

Number (ID) 
01 jhb 04-28-14 

Title
Battle tracking of Tactical Convoy Operations

Description
Many BSB elements were moving throughout the BDE AO without battle tracking from higher HQ and not conducting cross boundary coordination with battlespace owners.

Discussion
A tactical convoy is a deliberate combat operation to move personnel or cargo via ground transportation in a secure manner under the control of a single CC. Tactical convoys must have access to the common operational picture and maintain an aggressive posture that is agile and unpredictable. Contact with the enemy can be mitigated by security, detailed planning, and coordination. The convoy should be prepared to take immediate action against an enemy threat. 

Insights/Lessons 
ATP 4-01.45 [FM 4-01.45] April 2014, Multi-Service Tactics, Techniques, And Procedures For Tactical Convoy Operations, Appendix A, Command And Staff Support For Convoy Operations provides a robust checklist of planning and execution requirement for commanders, the battle staff and convoy leaders.

DOTMLPF Implications

Training, Leader Development

Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes


OBSERVATION

Number (ID) 
02 jhb 04-25-14

Title
CSS/HSS Rehearsals

Description
While the brigade executed a few CSS rehearsals, timing of the event precluded the attendance of all key logistical players.

Discussion
The BCT S–4 and the BSB SPO did not take advantage of having all of the BCT’s key logistics planners and executors together. The rehearsal should focus not on current disposition and capabilities but on the synchronization of support by phase of the operation. Limited doctrinal source material exists related to detailed CSS/CHS rehearsals.

Insights/Lessons 
To mitigate the inherent complexity of logistics synchronization in the DATE I suggest revitalizing and updating the combat service support (CSS)/health service support (HSS) rehearsal to reflect the key logistics players and proponents on today’s battlefield. The modular BCT is a large, complex organization that can fight and be supported in depth. In the same way that the combined arms rehearsal (CAR) attempts to synchronize the ground tactical plan, the CSS/HSS rehearsal must be briefed by all of the key personnel involved in order to synchronize logistics and medical operations across the battlefield.

In today’s logistics world, we have to focus the rehearsal on the logistics focal point in the BCT’s area of operations: the battalion task force. For a NTC DATE rotation, a model based on a number of CSS rehearsal agendas and focused on the battalion task force concept of support may improve synchronization. 

The required components for a specific CSS/HSS rehearsal model include: 

A rehearsal that places the emphasis of the briefing on the company commanders, BSB commander, the BCT S–1 and S–4, and key logistics enablers, such as the medical officer, the BSB S–3, BCT S–6, BCT S–2, and a representative from the BCT S–3.

Replicates the successful traits of the CAR. From the outset, the BCT S–4 and the BSB SPO need to understand that they had to work together to craft, coordinate, and synchronize the CSS/HSS rehearsal. 

Needs to involve the BCT surgeon and the medical planners and executors to maximize logistics synchronization across the battlefield.

One constraint is the limited amount of time to conduct the rehearsal. Another is that the CSS/HSS rehearsal usually occurs directly after the CAR. After the CAR, fatigue will begin to set in, causing the quality of the rehearsal to suffer.

If the terrain model is outside, wind could degrade the terrain model a great deal. If the model is also used for the CAR, expect the CAR to cause some degradation as well. Have maintenance plan to spruce up the model as required.

Include the PACE plan during all call forward or decision points.

Place the logistics executors at the forefront shaped the final product. Great success may be found in placing the logistics company commanders and staff officers in the primary speaking roles during the rehearsal. Briefing by phase instead of by function actually does more to synchronize efforts.

Here are some additional suggestions to consider as your own unit plans its CSS/HSS rehearsal:

-The briefer needs to be comfortable with the terrain model. The briefer should either move across the terrain model as Soldiers will during that phase of the operation or use assistants to move the appropriate icons.
-The battalion executive officers are the key to success for the CSS/HSS rehearsal. We found that executive officers do a remarkable job working with their S–4s and FSC commanders, but they need to work on incorporating their S–1s and medical operations officers or physician’s assistants into their concept of support.
-Presenters should be calm, confident, clear, accurate, knowledgeable, and efficient. They should also be willing to address any gaps or misunderstandings in the overall concept of support during the rehearsal.
-Special attention needs to be given to the cavalry squadron or other far forward unit’s resupply and medical evacuation concepts of support. 
-Injects are vital to showing friction points in the concept of support. The BCT S–4 and BSB SPO should identify 4 to 6 injects before the rehearsal and work with the BCT executive officer and BSB commander to identify who will inject and who will receive the inject. Those units receiving injects should have prior notification in order for their response to be knowledge-building instead of a response to a “gotcha” moment.
Example CSS/HSS
Rehearsal Agenda
1. Sound attention—Brigade combat team (BCT) support operations officer (SPO)
2. Roll call—BCT S–4
3. Opening remarks—Brigade support battalion (BSB) commander or BCT executive officer
4. Scope and terrain model orientation—BCT S–4
5. Enemy situation—BCT S–2 or representative
6. BCT operations overview—BCT S–3 or representative
7. Phase introduction—BCT S–4
8. Signal plan—BCT S–6
9. Current BSB disposition—SPO
10. Key logistics nodes—Unit officer-in-charge (brief by exception: marshalling areas, forward logistics elements, drop zone operations, etc.)
11. Current disposition—Battalion S–4s
12. Battalion signal plan—Battalion S–6s (brief by exception)
13. Medical—Task force and battalion physician’s assistants and BSB and C company commanders and platoon leaders
14. Sustain, arm, fuel, move—Forward support company (FSC) commanders, brigade special troops battalion (BSTB) representative, and BSB and A company commanders
15. Fix—FSCs, BSTB representative, BSB and B company commanders
16. Man—Task force and battalion S–1s
17. Brigade support area operations—BSB S–3
18. Completion of rehearsal—SPO/S–4 recorder
19. Closing remarks—BSB commander, BCT executive officer, BCT command sergeant major, BCT commander


DOTMLPF Implications

Doctrine
What FM or ATTP covers a detailed CSS rehearsal?

Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes


OBSERVATION

Number (ID)  
02 jhb 04-26-14

Title
AXP planning and utilization

Description
The unit was initially channeled to plan for the successful use of numerous ambulance exchange points.

Discussion
The unit was challenged in their planning to consider the following:
What to do with contaminated casualties.
Placement of AXP within direct fire, indirect fire and ADA range of enemy forces.
Support to forward elements such cavalry and reconnaissance forces.
Weighing the pros and cons to manned and unmanned AXPs.

Recent medical and operational planning doctrine publications do not address the many specifics required in planning and support AXPs.


Insights/Lessons 
When dealing with contaminated casualties:
-When preparing casualties for medical evacuation, attempts should be made to identify the agent in order to provide medical and casualty evacuation personnel additional information to protect themselves and patients from possible exposure to contagious diseases.
- Potentially contaminated casualties should be decontaminated prior to evacuation; however, patients may have to be evacuated that have not been completely decontaminated. Measures must be taken to prevent contamination of ground and air evacuation assets when evacuating potentially contaminated casualties. Ground ambulances should be used first in a contaminated environment because they are easier to decontaminate than are air evacuation assets. This does not preclude the use of air evacuation assets in a contaminated environment. Commanders must evaluate the situation and make a determination as to which assets they will commit in the contaminated environment. Already contaminated ground and air evacuation assets should be used first. Only commit clean assets if they are required to meet the medical evacuation needs of the command.

FM 4-02.4,  2003, Medical Platoon Leaders’ Handbook Tactics, Techniques, And Procedures, Chapter 3, Command And Control, Section I. Preparation For Combat Health Support lists many key factors in AXP planning.


DOTMLPF Implications
Doctrine
What source material does a medical officer on staff (BN / BDE) or operations officer reference when considering AXP planning factors? FM 4-02.4 has plenty of good AXP TTPs yet the title, MED PLT LDR Handbook, may not attract the staff medical officer or operations officer or other relevant leaders.

Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes


OBSERVATION

Number (ID) 
02 jhb 05-01-14

Title
Soldier hydration during CBRNE operations

Description
The MOLLE hydration system most Soldiers carry is not compatible with protective masks and Solders were not equipped with issued canteens.

Discussion
Currently only 1 and 2 quart canteens with NBC caps are used with the masks. The only hydration systems currently authorized for use with the M40/M42 series protective masks are the M1961 canteen with M1 canteen cap (NSN 8465-01-115-0026), the 2-qt water canteen (NSN 8465-01-118-8173), and the M1 canteen cap (NSN 8465-00-930-2077). The M1961 canteen with M1 canteen cap is an additional authorized list (AAL) item for the M40/M42 series masks. The new Joint Service General Purpose Mask (JSGPM) series (M50/M51/M52) has a different external drink tube connector than the M40/M42 series masks and uses a different canteen cap (NSN 8465-01-529-9800) which is supplied with the masks.

Insights/Lessons 
When CBNRE conditions are expected, Soldiers should attach at least a 1qt canteen with NBC cap (if not two) to their vest. Additionally, Soldiers should ensure crew vehicles / support vehicles have full 2qts with NBC caps available for crew members / dismounts. 

DOTMLPF Implications
Materiel
PEO Soldier is working to replace the canteen as the primary method of water carriage by the individual Soldier in all battlefield environments, including CBRN/Toxic Industrial Material (TIM) environments in the Multi-Purpose Personal Hydration System (MPHS). Initial research shows the MPHS has an expected fielding FY15-18.

Leader Development
PCCs / PCIs should include checking for full canteens with serviceable NBC caps on Soldiers and full 2qts with NBC caps in vehicles during operations that have CBNRE considerations.

Training


Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes

Didn’t have MOPP IV available, just masks. Bad planning as unit knew Sarin was a possibility. 

OBSERVATION

Number (ID) 
03 jhb 05-01-14

Title
Soldier survivability

Description
Both the BSB and the BDE Main CP had been in place for 11-12 days and few, if any, bunkers with overhead cover were constructed despite the repeated indirect fire attacks the locations sustained.

Discussion
With some enemy indirect fire attacks consisting of 100+ rounds of shells or rockets, overhead cover is a requirement for Soldier survivability. 

Insights/Lessons 
Command directed priorities of work will dictate the effort allocated towards constructing positions with overhead cover yet giving time, this task should not be ignored.

DOTMLPF Implications
Doctrine
Neither ATN nor STP 21-1-SMCTSoldier’s Manual of Common Tasks Warrior Skills Level 1, April 2014  currently have a solder task to construct a fighting position with overhead cover. Both only mention selecting hasty positions. Former task 071-326-5703 (SL1) - Construct Individual Fighting Positions may still be found in superseded publications.

Leader Development
Dig, Dig some more.


Unit/POC/contact info
CALL/ MAJ Jason Biel / Jason.h.biel.mil@mail.mil

Comments/Notes
The BSB did have fighting positions (without overhead cover) on the fence line and used them during direct fire engagements. 





UNCLASSIFIED (FOUO)
1

image1.emf

image2.emf

image3.emf

image4.png
Fire Exit @

FIRES/INTEL FIRES FIRES

SIPR
TRANSIT
CASE &UPS

cle ‘

)

ccs
VIDEO CASE

@
Lsp
Lsp
Lsp

=

-

ot
a=—=a
oo

ANALOG MAP

SWOAL

" " Jdﬂ]“l\m[ I T I 0INITLLYE
v
oo

=
oo

"

P a

ECPIPLANSISUST

DAL
=)

SUSTAINMENT

| el

dion,
i3

RN

Commanders Tent





image5.gif




image6.gif




image7.gif




image8.gif




image9.gif




image10.gif




image11.gif




image12.gif




image13.png




image14.gif




image15.gif




image16.gif
W C_
]




image17.png




image18.png




