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Most of us like to do the fun things that come
with our business, like shooting and maneuver-
ing. And guys in our sister branches get just as
excited about shooting large bullets at targets
they can’t see and jumping from perfectly opera-
tional airplanes. But when it comes to tracking
the ammo, fuel, and chow from supply point to
consumer, we would rather let someone else
handle the mundane, unglamorous details. We
tend to the attitude illustrated by a remark that
Admiral Ernest J. King made to a staff officer in
1942, "| don't know what the hell this ‘logistics’
is that Marshall is always talking about, but |
want some of it."

Few would challenge the wisdom of a state-
ment attributed to the Duke of Wellington during
the Peninsular Campaign in 1811: "It is very
necessary to attend to all this detail and to trace
a biscuit from Lisbon into a man’s mouth on the
frontier and to provide for its removal from place
to place by land or by water, or no military
operations can be carried out."

Nevertheless, logistics continues to be a pain
in the neck and it’s getting lower all the time. To
examine some facets of the problem, we offer a
trilogy of articles. in Armor’s Achilles Heel,
Tank Sergeant author Raiph Zumbro throws the
light of hindsight on the difficulties in trying to
supply dispersed armor units in Vietnam. MAJ
Martin E. Dempsey and CPT Alfred C. Tanner
team up to offer solutions to the dilemma of
trying to refuel while providing the enemy a
lucrative target, in Hot Refuel: Part of the
Agility Equation. And finally, 1LT Michael P. Gil-
roy explains well how to use a support matrix to
simplify and streamline the difficult support
platoon mission in The Battalion Support
Platoon at the NTC.

George A. Custer did many things well. For
all we know, Generals Terry and Gibbon may
have said, "You done good," to him on many
occasions. But in June 1876, Custer’s intel-
ligence preparation of the battlefield could
have used some work. 1LT Steven J. Martin
takes a non-traditional look at the Little
Bighorn debacle in Defeat at the Greasy
Grass, and shows us how to reap lessons
from pre-mechanized history applicable to the
find art of IPB.

A pair of authors provides insight on how to
magnify two combat multipliers. While we tend
to think "defense" when we think mortars, CPT
Richard F. Atkinson shows us the flip side in
Employing the Heavy Mortar Platoon in the
Offensive. And CPT Richard G. Cardillo Jr. ex-
plains how critical the commander’s intent is
to the FSO in Commander’s Intent and the
Field Artillery.

In a more lighthearted vein, MAJ Harold
Coyle, author of the best-sellers, Team
Yankee and Sword Point, gives us his tongue-
in-cheek version of the origin of the NTC in
Book One: Genocide.

In concluding, | would like to introduce to
you PFC Jody Harmon, our new contributing
artist. This issue marks his first cover, and you
can find his work throughout the issue. He
joins SFC Robert Torsrud in producing illustra-
tions of a quality that we think is the best in
the professional bulletin business.

There is more here. If you can't find some-
thing you can use, it's your fault.

— PJC
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Praise for Cav Story...
And Some Fine Tuning

Dear Sir,

COL (P) Jarrett J. Robertson made
many excellent suggestions in his article,
"Cavalry Missions and Structure," in your
November issue. | am happy that some-
one has finally taken the time to expound
on the importance that 19Ds have on the
modern battlefield.

Under the current battalion scout
platoon make-up, | feel that certain addi-
tions to the TOE would make the scout
platoon itself more self-sufficient and ef-
fective. | feel that the platoon sergeant

should be placed in a HMMWV in order to
complete his support functions of issuing
the "beans and bullets” The HMMWV
would afford the platoon sergeant added
mobility and effectiveness in resupplying
his platoon. The platoon, in turn, could
maintain sustained combat effectiveness
and mission accomplishment by being al-
lowed to remain on its mission, such as a
screen line forward of the main body.

In addition, 1 feel that the platoon leader
should command the platoon from a Brad-
ley, separate from the platoon itself. This
would entail adding another Bradley to
the scout platoon MTOE. Thus, the scout
platoon structure would include seven
Bradleys (three pairs of Bradleys and the

platoon leader's track) and a HMMWV per
section. The HMMWVs would accomplish
the close-in recon missions, based on
their speed and stealth. The HMMWV's
combat effectiveness would further be en-
hanced by the addition of the MK19
grenade launcher.

| concur totally with COL (P) Robertson’s
inclusion of an infantry squad on an M2
Bradley, so that the battalion scout
platoon’s final make-up would be seven
M3 Bradleys, one M2 Bradley, and four
HMMWVs. | feel that the platoon sergeant
should be in the grade of E8 and that his
senior scout should be an E7. This leader-
ship structure would be similar to the
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other special platoons’ make-up, specifi-
cally the mortar platoon.

| also agree with COL (P) Robertson's
suggested organization of the cavalry
platoon, troop, squadron, and regiment,
and would add the HMMWVs mentioned
above. Their effectiveness can be wit-
nessed at the NTC, as used by the
OPFOR scouts in BRDM 2 VISMOD altera-
tions.

In closing, | would like to thank the
colonel for his article and his analysis in
reference to the current poor capabilities
of reconnaissance under the current TOE.

By the way, where are the Expert Armor
Tests and badges that we were promised?

SCOUTS OUT!

MONTY A. MILLER
SSG, USA
FRG

SCUBA for Scouts
Reconnoitering Rivers?

Dear Sir,

| was impressed by the article, "Red
Army Tank Commander,"” by LTC Richard
Armstrong, in the November-December
issue. It was well written, and illustrates
the difficulty involved in moving large for-
mations, especially cross-country.

The hardships endured by the Red Army
tankers as they searched for suitable river-
crossing sites brought to mind a project
that the Armor School worked on way
back in 1965. We looked at the use of
SCUBA equipment and techniques for use
by scouts to find and mark crossing sites.
| think it was a tasking from the old Com-
bat Developments Command - Armor
Agency, and the Command & Staff Depart-
ment got the job. The conclusion, as |
recall it, was that the scouts could be
trained and the equipment procured off
the shelf, but that the job could be done
by engineers.

I'll bet those Red Army tankers would
have enjoyed having a wet suit in that
cold weather! But they probably just built
a fire to dry out and then went on their
way...

CALVIN HOSMER il
COL, Armor (Ret'd.)
Durham, N.H.

Helping Engineers
To Help You

Dear Sir,

| read with interest iLT Keaveny's ar-
ticle, (Jan-Feb issue), on use of the en-
gineers in preparation of the defense and
would like to add some lessons that |
have learned from six years of directly
supporting armor units.

Although the article addressed mainly
technical aspects, | would like to address
two major problem areas that are very
common, and severe enough that they
can ruin any chance of properly digging
in an armor unit. They are: handoff be-
tween armor units (sections, platoons,
and companies) of heavy equipment and
warning or notification of NBC or enemy
attack.

The first problem is an easy one to solve
if the proper attention is given in unit
SOPs and operation orders, and if the
chain of command stresses the impor-
tance of not losing any blade hours. The
SOP or order must set procedures for the
transfer of equipment and place the
responsibility on the armor units. For ex-
ample, the order states that "E Troop will
have two dozers for six hours and then
they transfer to F Troop, and F Troop will
keep the dozers until all tanks are dug in
to F Troop CDR's satisfaction; if time
remains, they will then dig in all ADA as-
sets under SDN control." This is where
most orders stop, and this is where the
confusion starts. Most digging is done at
night, and most dozer operators are
privates or specialists. Even the most con-
scientious private runs a good risk of get-
ting lost between tank positions or units.
Either the SOP or the order needs to con-
tain something similar to the following:
"The unit receiving the digging assets has
the responsibility to pick up that asset
from the losing unit. Under NO cir-
cumstance will the losing unit allow the
engineer equipment to depart his location
without an escort from the gaining unit.
This applies from company level down to
section level, with the TCs picking up and
escorting equipment within platoons." (if
this is in the SOP, a reminder needs to be
included in the order.)

If this sounds like | am degrading the en-
gineers (my own branch) let me explain.
The heavy equipment platoon is lucky if it
has a platoon leader, most likely only a
platoon or section sergeant who is busy
trying to coordinate maintenance support
from his parent unit in another sector or

fuel support. The operators have probably
been digging for days (no exaggeration at
the NTC), are bone tired, and are lucky if
they have a map and compass. Chances
are, if they are told to head "that-a-way for
300 meters until you run into F Troop,"
they will be found the next morning after
the battle is over.

The second problem is more difficuit to
solve. The only radios authorized in the
platoon are for the platoon leader's and
platoon sergeant's vehicles; none for the
equipment. Several solutions are im-
mediately apparent: (1) keep the equip-
ment together and one of the above
vehicles with the equipment at all times,
or (2) rely on the armor units for warning.
The first option hinders flexibility in
deploying equipment, and in reality it is
the second option that must be used
most of the time. This places the burden
on the armor platoon leader to warn the
equipment operators and ensure that they
are in the proper MOPP posture. This not
only applies to NBC attacks, but also to
enemy attack. Too often the dozer
operators are only aware of the enemy at-
tack when the enemy tanks roll past their
positions, and the evaluator tells them
they are dead. The operators must be
stopped and told face-to-face, (remember
they are wearing a dust mask, goggles,
and hearing protection). This (s something
that is easily overlooked on FTXs because
the commander wants the dozers to dig
for the next battle and will often "bring
them back to life," rather than have the
equipment sit idle, or "dead" for hours. In
real life the failure to warn the operators
will cost their lives, and at the NTC will
result in lost blade time.

Proper training on these areas during
home base FTXs, and a review of SOPs
and orders, will help ensure maximum
use of heavy equipment and save lives.

ERIC C. SIMPSON
CPT, Resident Engineer
Athens, Greece

Some Comments on Observers,

Crew Size, and Autoloaders

Dear Sir,

I've recently started receiving your jour-
nal again after almost 10 years, and it's

great to see that your professional forum
is still going strong.

Continued on Page 51
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Leadership: Often Studied
But Seldom Understood

The Army has been studying
leadership since WWIL. In fact,
there has been a major leadership
study approximately every 18
months for the past 44 years. The
Command and General Staff Col-
lege and the Army War College
have been studying the subject.
Everyone has an opinion about
what constitutes successful leader-
ship. Evidently, we seldom reach
consensus, otherwise the subject
wouldn’t require so much study.

We have all kinds of leaders in our

Army. Some units have informal
leaders who take charge, fill a
vacuum, even though it is beyond
their normal responsibility. They are
the so-called natural leaders;
however, they may also be in-
dividuals who have learned, over
time, how to motivate soldiers.

Those who are good leaders under-
stand the human dimension of
leadership and don’t have (o in-
timidate in order to get things done.
Intimidation is easy, especially if
you are a senior officer or NCO. In
fact, the more rank, the greater the
opportunities to intimidate. If you
are oversized and loud, your ability
to frighten increases exponentially.
If a leader must use scare tactics, he
will lose the respect of his soldiers.

Good leaders thrive on interaction
with soldiers of all grades. They in-
stinctively, or through serious study,
know what makes a human being
tick. Soldiers know who these
leaders are and will follow them
anywhere, under the most difficult
conditions.

The most interesting of our
leaders are the natural ones. The ex-
ample that comes to mind is MG
Joe Lutz, chiel of stafl of Special
Operations Command.  Belore
values became a popular subject for
discussion in  our Army, he
published a pamphlet, "Values in
the 3d Armored Cavalry Regiment:
A Commander’s Perspective.” |
recently had the occasion to review
it. His treatise was simple and
straightforward, and I quote his
philosophy:

"To recognize each individual as a
singularly unique, dignified human
being. This forms the basis for all
other values and, as such, is the key
(o a people-oriented philosophy. All
other values become suspect should
this value be ignored.”

As commander of the 3d Cavalry
Regiment during the Operational
Test II of the M1 tank in 1978, he
led his soldiers through the most
trying of times. He was able (o
motivate his soldiers to new heights
through personal example, loyalty,
and just plain human under-
standing. The soldicrs of that regi-
ment worshipped him.

Although he has gone on to
greater achievements in increasingly
difficult assignments, he will always
be remembered as the 57th Colonel
of the Regiment. He is a leader
whom all officers should try to emu-
late, not because he is a great caval-
ryman and special operations sol-
dier, but because he gets more out
of people with less effort than

MG Thomas H. Tait
Commanding General

U.S. Army Armor Center

anyone I know. He is also technical-
ly proficient, and if we have to send
our sons and daughters off (o battle,
we want them (o be led by soldiers
like him. He is an untapped natural
resource for our Army and should
always be assigned to leader-
ship/command positions.

Those who believe that only the
managerial skills of the corporate
boardroom are necessary to lead
and command Amcrican soldiers
are out in left field, beyond the
bleachers and in the parking lot.
And there are senior soldiers who
sinccrely believe the Army can be
run like a major corporation. They
run unhappy ships because they do
not, will not, understand the human
dimension of leadership and, thus,
do not understand soldiers. They
believe intimidation is the answer.
Some also attempt to hide behind
what they perceive as a superior in-
tellect, and arrogantly dismiss any
atlempt to treat soldiers with dig-
nity.

The key ingredients to leadership
success are understanding and lis-
tening. Those who are always in the
"push to talk" mode should go on
"listening silence;" they might learn
something.

Soldiers are our most important
asset. Take care of them, love them,
and they will surprise you with their
energy, loyalty, and their ability to
accomplish any mission.

"Treat ’Em Rough!"

4
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The "Year" of the NCO

The "Year" of the NCO is about 6
months old now, and many
programs have been developed to
strengthen the NCO Corps for
several years to come. Lels take a
look at Armor NCOQOs. Where are
we and where do we need to go?
Six years ago we had problems. The
problems were brought on by
Armor’s continuous reclassification
program, assignment policies, and
commanders’ and senior NCOs’ will-
ingness to allow incompetence to
exist.

The Armor Force’s major NCO
problem was that Department of
the Army promotion boards could
not select for promotion the num-
ber needed. According to the
records, to be a platoon sergeant or
first sergeant was like having the
plague, a number of NCOs were
avoiding the positions. School
(NCOES) attendance was weak, GT
and SQT scores were low, evalua-
tion reports indicated poor to
mediocre duty performance and
potential.

Today, the Armor NCO prolfile is
strong. Through tough standards, as-
signments, policy  changes, im-
proved NCOER, outstanding SQT
scores, much improved GT scores,
and most of all, outstanding com-
mander support, you have one of
the strongest, if not the strongest,
Career Management Fields in the

CSM John M. Stephens
Command Sergeant Major
U.S. Army Armor Center

Army! The last three promotion
boards have put a stamp of ap-
proval on 75 percent of the files
they have screened. That’s 75 per-
cent of the eligibles {or promotion
to meet the minimum qualifications
for promotion to the next higher
grade.

A few years ago, nobody called me
about (heir NCOs not being
promoted. Today, | get phone calls
from wherever Armor units are as-
signed about why their NCOs were
nol selected for promotion. The
calls are not from individuals, but
from the chains of command, which
are concerned about their NCOs
and soldiers.

Now, the problem lies in the num-
bers to be promoted, which have
been reduced due to budget con-
straints, but certainly not due to the
quality of the Armor NCO during
the "Year of the NCO."

From 1978 to 1982, enlistments
were below average. During 1983
and after, we slarted receiving very
talented enlistees. The Excellence
in Armor Program was developed
and approved in 1985 as a sound ex-
cellence program that had the
potential to develop and retain out-
standing soldiers in the Army. Out-
standing soldiers could rapidly be-
come noncommissioned officers,

with a few going to OCS for com-
missioned service. The program is
not working well in the hands of the
chain of command. With almost

3,000 soldiers selected for the
program, only a few have becn or-
ganizational selected. Those who
are eligible for altendance to
NCOES are not being allowed or
selected to altend. Sergeants are
not being allowed (o take Cerlifica-
tion Test I for an extra 50 promo-
lion points. Some quality sergeants
are altending Master Gunners
School, but are not members of the
EIlA Program.

Why is it so important that the
EIA Program for Armor succeed?
What does it have to do with the
Year of the NCO?

Il the quality of the Noncommis-
sioned Officer Corps in Armor is to
remain sound and improve, then the
EIA Program must succeed. We
must make every eflfort to retain
quality soldiers in the Army. The
EIA Program is designed to speed
the quality soldier up the ladder of
proficiency in order to sustain
and/or improve the quality of the
Armor noncommissioned oflicer.

The "Year of the NCO" focuses on
programs to sustain and/or improve
the quality of the NCO. The EIA
Program will ensure that future
quality of the Armor noncommis-
sioned officer.
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SovietVehicle Recognition Quiz

See Answers on Page 20
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Armor’s

by Ralph Zumbro

Armor is rightfully called the Com-
bat Arm ol Decision. Absolutely
nothing alters the course of an in-
fantry batlle as radically as the ar-
rival of a thundering behemoth that
is spewing high explosives, dripping
grenades, and crushing buildings.

In Vietnam, once the decision was
made (o try heavy armor, the tanks

were  an  inslanlaneous — SUCCESS
wherever they were applied. Unfor-
tunately, several problems

developed, all of which stemmed
from two basic [acts.

First, there were too few of us to
go around. For instance, in mid-
1967, my company, A-1/69, was the
entire armor supporl for the 1st Air
Cav, sevenlecn worn, baltered M-
48A3s spread out to three full
brigades of airmobile infantrymen -
and they had no other ground sup-
port. Second, the supply

Achilles Heel

When armor units are broken up,
As they are likely to be in "limited wars,"
Resupply becomes a fight in itself

mechanisms of a normal armor unil
are designed for a conventional
Europcan/North  African conflict.
There is no way that a line com-
pany’s abbreviated logistic tail can
handle fractioncd operations.

Somclimes the company was splil
into six, or even eight, seclions,
spread over 250 miles of mountains,
paddies, and jungles. Our only
"reserve” was the six lank! As you
may suspect, controlling and supply-
ing these scallcred sections was a
nightmare.

Armor’s Achilles heel is its insa-
tiable appelile for combustibles and

spare parls. An M48-6(-series tank
is supposed (o0 be turned in for
rebuild at 4,500 odomcter miles, but
we ran ours for 15-20,000 miles. The
lessons we learned are directly ap-
plicable to the two most likely
scenarios for a modern war, the Air-
Land Battle and the so-called Low-
Intensity Conllict (LIC).

As [ar as the tank and its crew are
concerned, LIC is a misnomer. The
politicians may classify a given
fracas as "low-inlensity," but down
in the jungles, the crews will be
fighting like wildcats in heat.
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I have been in firefights so close
that we had (o button up and
machine-gun the VC ofl each
other’s hulls. One TC popped up
oo soon and got a canister pellet in
the jaw. Our exec once got inlo a
knife fight with an NVA oflicer in
his own turret! When you have (o
club hostiles off your hull with the
gun tube, that is high intensity - for
that crew.

Tanks that are fighting that hard
have to be resupplied, and quickly.

In one village batlle, we
had to pull oul and re-
ammo Lhree times in
one¢ day. Unfortunatcely,
even mechanized in-
fantry isn’t sel up (o sup-
port heavy armor. The
ammunition and spare
parts aren’tl in (hcir
supply line. One lime, a
TC called in for a
resupply of 90mm and
got a slingload of 90-
mm  rccoilless  rifle
ammo.

When you are cross-
linked with infantry,
your lanks will be scat-
tered Lo the winds, and
you can’t afford to lose
track ol them. When ter-
rain intervenes, sel out
relays or establish links
through other nets.

Al one time, we were
in such demand that inlantry COs
were loath 1o admil that they had
tanks with them for fear that some-
one else would ask for the armor,
claiming imminent contact. In that
instance, the air cav units could
reach their own HQs, but ours was
out of range. Eventually, we evolved
a split supply system that used the
resources of the host unit for such
day-to-day items as [uel, rations,
and small arms ammo. When things
got hot, though, we had to have

"Unfortunately, even mechanized infantry isn't
set up to support heavy armor. The ammunition
and spare parts aren't in their supply line. One
time, a TC called in for a resupply of 30mm and
got a slingload of 90-mm recoilless rifle ammo."

armor ammunition and replacement
crewmen on lap.

No one, except another tanker,
can anticipate the needs of armor in
combat. Using scasoncd tankers lo
control the flow of combustibles ex-
pedites the process because heir ex-
pericnce allows them (o understand
the needs of the men in the wurrets.

We discovered this by accident
when my decrepit dozer tank took
one hil too many and had to be
turned in for rebuild. My crew and |
gol trapped in company base just as
some of its crilical personncl
rolaled oul. 1 was assigned the
duties of ammo/POL NCO, and
when a call came in, we didn’t have
1o guess what was necded. We knew.

1 learned to sleep with one eye
open, and to keep one ear tuned (o
the radio track. Every time a tank
or section passed through company
base, the support troops would
check with the TCs to see what was
needed.

We developed the practice of
keeping a  basic load lor one
platoon in helicopter cargo slings,
under canvas, ready lo go. That
supply had to be partially unpacked
in order to ease the job of the men
on the other end. Ninety millimeter
main gun rounds, for example, were
uncrated but left in the fiber tubes.
We also had several sizes and

8
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makeups of slingload. Somelimes, a
platoon or section would call in,
needing only a few main gun
rounds, C-rats, water, and a [ew
mechanical spares. Other times, a
section on convoy escort would
need a f[cw hundred gallons of
diesel choppered out in bladders.

After a while, you develop an in-
stinctive feel for the type of opcra-
tion, and start planning ahead.
When a section of tanks is working
through a heavily fortified area, it is
going to draw HE and HEP more
than any other type ol ammunition.
A convoy rescue, on the other hand,
will burn a lot of flechette and coax.

The prime rule is that everything
necessary lor a protracted engage-
ment must be in company base, in
cargo slings at all times. Any chop-
per, even a gunship, can lift supply
loads. 1 have seen an ARA ship
come into a hot LZ, drop ofl a
sling, and then take up station over
a tank and start shooting.

The highest priority alter contact
musl be the establishment of a semi-
secure LZ for mcdevac, resupply
and reinlorcement. Many times,
only tanks can do (his, because a
section ol [orest must be smashed
flat to allow the birds to land.
Several times, we had (o pull the
tanks out ol a village, form up on
line, and wheel around in a circle (o
clear both brush and snipers out of
an area. It was also necessary, at
times, to carry the wounded out on

ammo back to

the tanks, and haul
the inlantry.

Tanks working in a built-up area
expend ammunition at a prodigious
rate. A Patton-scries tank carries be-
tween 54 and 64 rounds of main gun
ammo, which can be shot oll in a
few hours. We lcarncd, early on,
that coax and .50 storage in all main
battle tanks is insufficicnt. Twenty
thousand rounds of 7.62 and 4,0X)
rounds ol .50 ought to be con-
sidered minimum,

We also learned to stow extra
main gun rounds outside the turret,
and to expend them in a bombard-
ment period, belore entering a hot
zone.

All this consumplion, however,
will work the hell out of the com-
pany HQ people. For one thing, the
first-use ammunition dump must be
at company base, not battalion. The
company doesn’t provide enough
bodics or vchicles, so battalion has
to be tapped belorechand for
vehicles and personnel. These men
should be attachced to the company,
under control of its NCOs.

We had to set up a [lying column
composed ol two 5-tonners and one
deuce and a hall. One (ruck and its
trailer were lor ammo and demoli-
tion supplies, and the second rig
was equipped with POL pods. The
deuce and a hall was crammed with
gencral supplies and carried our
own personal gear. Each truck

should come with a driver and a
load handler or (wo. There wcre
never enough bodies Lo go around,
and at onc time, [ was moving am-
munition with Montagnards.

For the types of war that we seem
to be headed for in the latter
decade ol this century, the company
supply system is going to have Lo be
slightly modificd. Wheeled vehicles
just can’t go all the places that a
tracked vehicle can. On many oc-
casions, we used APCs to haul
ammo inlo a remote area because
helicopters  couldnt  get  down
through triple-canopy rain lorest.

A much better solution would
have been to use M-548s. That way,
cach one could be loaded with com-
bustibles and set up to tow a [ucl
bladder. Each carrier should come
with enough crew to handle cargo,
and fight, if need be. There should
be a .50 ring on each one, and they
have to have radios. In [ar too many
instances, we had to find the tanks
by lollowing their tracks - or even
by asking the infantry if they’d seen
them.

The company bunkcrs must be
able to resupply the wholc outfit
several times over, once contactl is
established, and the ready-slings
must be sent off more quickly. Next,
whatever means of transport is prac-
ticable must be sent off Lo resupply
the base itscll. The flow of ammuni-
tion must not stop, or you'll lose the
initiative.
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As Caplain DeMario
asks in the Septem-
ber/October  issue  of
ARMOR, "Even il we
stop the Warsaw Pact
cold, shouldn’t we have
to expect lo throw them
out of every town and
forest they will be sure to
defend?”

Soviets make un-
scrupulous use ol the civil popula-
tion, and that will [orce us Lo create
many small, independent armored
units, with the attendant supp-
ly/admin problems.

Once the enemy is on the delen-
sive, the pressure must be relent-
less, and that means massive con-
sumption of [ucl, ammo, and ra-
tions, as well as spare parts.

We must give some serious
thought to adding a support platoon
to the line armor company, especial-
ly to those that are part of an in-
fantry division. It should be [ully
tracked, and capablc of allowing the
company (o split into six segments.
The supply, mess, and maintenance
people would all fit in here, and we
should add an artillery-style ammo
section. Also, you'd gain an extra of-
ficer who could double as liaison
with cross-linked outfits.

Whoever is  controlling the re-
supply operation must get with the
company HQ noncoms and set up a
running inventory. A balance must
be struck between having enough
combustibles on hand, and still
being able 1o move the whole
shebang on a moment’s notice.
When move-oul time comes, you’ll
have to make a decision between
making extra trips, or destroying the
extra supplies in place.

Qur normal ground supply proce-
dure was to take my three-truck
column and make bi-weekly runs to

the nearcr platoons or sections, as
necessary. Depending on local VC
activity, we would cither make the
runs unescorted, or lag along with a
hardened convoy. We usually stuck
to roads or tank (rails, and lct the
tanks comc out (o us.

For a unit that was over 50 miles
out, we would draw extra trucks
from battalion, or a transportation
company, and set them up with
their own supplies in a section of
the host unit’s firebase. (On one oc-
casion, we had a platoon working
with the Korean Capital Division,
and had to carry an interpreter with
us).

Unless something radical hap-
pened, one run every two weeks was
sufficicnt for these detachments. In
any case, there was always enough
in their dumps lo replace a basic
load at least twice, and a Chinook
from Pleiku or Bong Son could casi-
ly restock them in a lew hours.

As lime in the [icld accrues, so
will the need for spare parts and ad-
vanced maintenance. As a result,
there’ll usually be one or two tanks
in the company LZ being worked
on, and these can be tapped for es-
cort duty. Alternatively, when one
tank is returning to its platoon, the
trucks can simply tag along. This
also allows them 1o penctrate
deeper into the bush, because the
tanks can pull them through rough
going, as well as protect them.

If a platoon has been
out much over (wo
weceks, it will nced every-
thing from Coleman
mantles and mosquito
nets to torsion bars and
turbo chargers, bearings,
seals, headlights...the list
is almost endless. Your
motor scrgeant is the
key hcre. His experience
will allow him to second-
guess wear and tear, and to replace
things before they blow.

When a road wheel or idler bear-
ing, [or instance, slarts Lo use L0o
much grease, replace it before the
wheel [alls off. When a battery gets
too thirsty, replace it before the
others get pulled down, oo. You
have only as much voltage as the
lowest battery in the harness, and
plugging in the slave cable is not ad-
visable when lead bees are trimming
the underbrush.

When you have exceeded turn-in
mileage by double or triple, and are
being shot at in the bargain, the
rules go out the hatch. Annual main-
(cnance was being done quarterly in
Victnam, and normal monthly lube
schedules had to be pulled weekly.
I the parts can be gotten Lo the
tanks, i’s amazing how much repair
work the crews can perform out in
the field. We cven brought a VIR
out to the Cambodian border and
changed powerpacks on top of a
jungled mountain.

As milcage increases, so does the
list of on-board spares. We lcarncd
to carry road wheels and extra track
sections, headlights, bolts, lengths of
wire, LMG spares - | think we
hauled about a hall ton of parts
most of the time. Some tanks even
carricd a few torsion bars, lashed to
the sponson boxes.

In a normal tank or cavalry
platoon, there’s no such thing as
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platoon or section equipment, be-
cause you're supposcd Lo be able to
get everything necessary from com-
pany HQ.

That’s [line lor a World War II-
type operation, but il you're in a
Central American rain forest, or
hallway across Alrica, you're going
to have to be sell-supporting. That
means extra gear, and a place to
haul it. Long-range base antennas,
for example, and engine-lilting
slings. Extra-length tow cables and
slave cables. Fuel transfer pumps
and hoses. Trip flares, claymores,
and  wire for semipermanent
perimeters. The list goes on
forever, and all this needs to be
stowed. Eventually, we wound up
manulacturing oversize bustle racks
and splitting up the accessorics.

If a section or platoon is to
operate in a delined area, say, out
ol some infantry [lircbase, it can be
given a trailer load of basics and a
fucl trailer. You simply hook the
trailers directly to the tank and haul
your housckeeping gear with you.
This method will give a heavy sec-
tion an independent capability, be-
cause three tanks and two platoons
of infantry can live for quite a while
ofl five tons of general supplies.
The normal SOP was for one tank
and one platoon (0 man the
perimeter and rest, while the other
platoon and two tanks beat the
bushes.

You can {ind a way o get fuel, am-
munition, [ood and parts out to the
tanks, but eventually, wear on the
machincry will overcome the supply
of mechanics, and combat attrition
will cause a shortage of skilled crew-
men. There simply aren’t any spare
troops in a line company unless you
cross-train your rear echelon types
as tankers.

I have seen three TCs medevaced
out in hall an hour. The gunners
took over the tanks, and galvanized
cooks and clerks came out on the
supply ships. Most ol the time,
when a platoon was sent out to
clean up an ambush, there’d be a
line of would-be loaders wailing by
the gate. We even used Air Force
men during Tel.

Cross-training will also help solve
the mechanic problem. I you start
having your motor people give clas-
ses now, and send your more
promising candidates to schools,
you will drastically increase your
unit’s effectiveness and flexibility.

Americans are unique in that we,
morce than any other nation, are
wedded to machinery. That means
that our Army, more than any
other, can keep tanks running under
adverse and even impossible condi-
tions.

We'd damn well better be plan-
ning ahead, though, because the
Russians are still building 260 tanks
per month. That means that the fate

ol the lree world is resting squarely
on our armored shoulders.

"Tank Sergeant,” Ralph
Zumbro’s memoir of his
service in Vietnam, was
released in paperback last
year by Pocket Books. He
has served as an NCO in
each of the combat arms,
including combat service
in the RVN. He has com-
manded tanks in Vietnam,
USAREUR, and CONUS,
and has served as a gun-
nery and demolitions in-
structor. With a degree in
marine propulsion technol-
ogy, he’s also worked as
a salvage diver, yacht cap-
tain, and vocational-techni-
cal instructor. Currently,
he is writing full-time and
his new book,
"Jungletracks," co-
authored with his former
XO, James Walker, is due
to be released by Pocket
Books this summer.
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Book One:
Genocide

{Or How the NTC Came to Be)

According to MAJ Harold W. Coyle

In the beginning, thcre was only
darkness and a vast void populated
by OCs, computer technicians, and
the OPFOR. Across the face of the
great barren nothingness, these in-
digenous personnel wandered lost,
aimless, and without purpose. In
despair, they cried out, "Father,
save us. Look down upon us and
take pity on such miscrable crea-
tures as us."

From the heavens, God heard
their appeal for salvation. What He
saw did nol please Him. With a
600-ship Navy and the the B-1
bomber on the way, He turned to
answer Lhe prayers of His lost
children.

So, on the first day, God crealed
the National Training Center. And
lo, the masses rejoiced in the fact
that they had received a mission
and [unding. God looked down and
said, "For a start, it ain’t bad."

On the second day, God created
the hardware and tools for His hud-
dled masses. For the computer tech-
nicians, He gave them the Slar
Wars building, an air conditioned
oasis of wire, diodes, and CRTs

from which the COG could reach
oul and touch everyone. To the
OPFOR, He gave them Sheridans
with unlimited warranlies,
VISMODs, and no speedomelers.

But the greatest gilt of all went to
the OCs; the controller gun. There
was much happiness over this. In
fact, thc masses were so pleased
with Him thal, in His honor, they
named the controller gun alter Him.

On the third day, very early, God
created NTC rotations. Before
dawn, He summoned forth the war-
rior chiefs of His armored and
mech brigades and assigned them
the tasks of leaving their green, lush
domain where they ruled supreme
and sally forth into the Valley of

12
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Death. There, DRRTs watched and
rcported.  Computer  technicians
scanncd the air waves and recorded
every move. Worse, hordes of OCs
moved (hroughout (he vast waste-
lands, watching, waiting, recording,
as the armored and mech force
wandered about singularly and in
clumps. And in thecir time, the
OPFOR fell upon the hordes of the
warrior chiefs, wreaking great havoc
and destruction. It was nol a pretty
sight. From His heavens, God
looked down and said, "Not bad for
a beginning. But now wha(?"

On the morning ol the lourth day,
it came to Him. To aid the warrior
chiels, He created the eight operat-
ing systems, (later to be revised to
seven, once all the warrior chiefs
had memorized the eight). God
took these eight operating systems
and again summoned His warrior
chiels, and to them He said, "Take

“these, my children. Read
Learn from them, and go lorth and
prosper at the NTC, [or within them
are Lhe keys to success." The war-
rior chiefs, awed by His presence,
accepled the gift, went back to their
green pastures, and became con-
fused.

But all was not well. Despite His
generous gift of knowledge and wis-
dom, the warrior chiels still
blundered forth into the Valley of
Death and were decimated by the
rampaging OPFOR. Searching for a
solution, God lore a page from
medieval history. Using the prin-
ciples perfected by the Spanish In-
quisition, He created the AAR on
the fifth day. In a flash, OCs,
trained in the finer points of
physiological torture and KGB inter-
rogation techniques, scoured the
countryside in small vans, linked by
radio to the Star Wars building, in
search ol warrior chiefs who vio-
lated His holy writ, (i.e. the eight
operating systems). When found,
the offending warrior chief and his

them.’

selected minions were crammed
into the tiny vans and subjected (o
hours of multimedia "AARs". God
looked down upon this and
chuckled.

But all was not well, for soon a
few warrior chiefls not only began (o
masltcr the OPFOR, but, misguided
and ill advised, some even
pronounced the NTC to be [un. So,
on the sixth day, God created fire
marker teams, Hind hclicoplers,
and infantry augmentation of the
OFPOR. To them, He -charged,
"Go, seck, strike, and punish the of-
fending warrior chiefs. Make (hcm
believers." And so, in liege with the
OPFOR and OCs, (hese new ele-
ments roamed the vast wastelands
in search of wayward warrior chiefs.
And in His name, the fire marker
tcams, Hind hclicopters, and in-
[antry augmentees metered out swift
and just punishment.

Now, this being the NTC, there
was no rest on Lhe seventh day. In-
stead, God searched [ar and wide
for new and exciling ways Lo (or-
ment His warrior chiefs. And as He
searched His great domain, He cast
His eyes upon the light infantry. In
a [lash of inspiration, He decided
that they too should share in (he
"fun" at the NTC. So again He
called lorth His warrior chiels (o
the mound and bestowed upon
them a new gill. He called it the
heavy/light rotation. Rather than
rejoice, however, the warrior chicfs
cried out in fear, "What, My Lord,
shall we do with them? We have no
doctrine, no common ground. We
are pleased with your gift, but we
need your light Lo show us the way."

But there was only silence and
darkness. Conlused and in great
[ear, the warrior chicls each
returned to Lheir respeclive green
pastures where (hey contemplated
their navels and awailed divine
guidance. But lo, there was none.
So, with mounted warriors and

"Light Fighters" hand in hand, the
warrior chiels went [orth once more
into the Valley of Death. Though
there was much beluddlement and
little success, the warrior chiefls did
not protest, for they [eared the
"AAR".

Satislied that His work at the NTC
was done, God looked upon His
vast domain and searched for new
worlds (o create. And lo, from
across Lhe greal Atlantic, He heard
much gnashing of (eeth and the rent-
ing of clothes. Looking from His
heavens, He saw another great void
where darkness, despair, and [ear
abounded. He was unhappy with
what He saw al Hohenfels. Calling
his lost children of Hohenfels
together, He said to them, "Fear
not. Be strong ol heart. 1 have
hcard your cries, and have come lo
give you purposc and meaning.”

And so, He went back and
scheduled a command and staff
meeting for early Monday morning
at which He would announce His in-
tent to clone the OPFOR, computer
technicians, and OCs al the NTC
and levilate the clones to Germany,
where the Seventh Army warrior
chiefs would be able to partake of
the fruits of the dreaded "AARs".

Satisfied with His ellorts for the
week, He turned off the lights, lock-
ed the door, and went home to Her.

Major Harold W. Coyle is a
1974  distinguished  military
graduate of VM. He has
served as a tank platoon
leader in the FRG, chief of the
M1 Branch and Gun Manage-
ment Branch in the Weapons
Department, USAARMS, armor
advisor to Readiness Group
Knox, and assistant operations
officer with the Combined
Field Army in Korea. He is cur-
rently assigned to Fort Hood.
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by Major Martin E. Dempsey
and Captain Alfred C. Tanner

The tenets ol Airland Battle can
olten take on lofly meanings as they
are debaled in the Army school sys-
tem. But they have meaning, 0o,
where the track pad meets the road:
in the M1A1 armor battalion.

One of (he [our tenets - AGILITY -
seems Lo us to be the essence of the
armor baltalion support platoon
leader’s mission. It is the support
platoon leader’s job Lo keep the [ucl-
intensive tank fleet responsive and
on the move. One of his most valu-
able tools in accomplishing this mis-
sion is the hot refuel.

The hot refuel is so called because
ol the urgency with which it is ac-
complished, and because vchicles
do not shut down during the
process ol relueling.  Properly
planncd and executed, the hot
refuel is what makes the sweeping
counterattacks of current  Airland
Battle doctrine possible. The hot
refuel is what makes it possible for
a commander to pull units out of

one parl ol the baltle, move them
over extended distances, and
employ them elsewhere on the bat-
tleficld.

In the "Thunder Brigade" of the 3d
Armored Division, we practice hot
reluel at least once each quarter. In
the 4th Battalion, 67th Armor, hot
reluel is part of our unit Mission Es-
sential Task List (METL).

Hot rcfluel takes advantage of the
capabilities of (he M978 Heavy Ex-
panded Mobility Tactical Truck
(HEMTT). The M978 [uel truck
has a 2,500-gallon tank, a 300-gallon-
per-minute centrifugal pump, and
two hose recls, each equipped with
50 feet of one and one-hall inch dis-
pensing hose. Each hose has a 50-
gallon-per-minute capacity. There
are 12 MY78 tank trucks in the
armor battalion support platoon.

Planning for hot refuel is part ol
every OPLAN produced in 4-67
Armor. After the battalion S3 has

B SSa

SN

wargamed his concepl of the opera-
tion, the battalion $4 uses the Class
111 Bulk Planning Faclors in SB 710-
23 (or in USACGSC ST 101-2) and
predicts fuel consumption for each
phase ol the operation.

For example, i{ the operation will
begin with a movement from a tacti-
cal assembly area along secondary
roads and into an attack position
just short of an LD/LC some 60
kilomelers away, the S4 can predict
how much fuel each tank will need
to be "topped off" as it crosses the
LD/LC. Such a movement would
probably mean one hour of tactical
idle (T1) and two hours of road-
march along secondary roads (SR).
The [ormula to compute consump-
tion is straightlorward:

TIME IN HOURS X CONSUMP-
TION RATE FOR Tl + TIME IN
HOURS X  CONSUMPTION
RATE FOR SR = GALLONS
CONSUMED BY THE BAT-
TALION

14
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The S4 computes the [uel required
for each tank by dividing the bat-
talion total by 58 (the number of
tanks assigned). In this example, the
computations work out as follows:

1.0 (675.8) + 2.0 (3,0598) =
6,795 GALLONS FOR THE BAT-
TALION

and

6,795 GAL divided by 58 TANKS

= 117 GALLONS PER TANK

This 117 gallons represents 23 per-
cent of the M1A1’s capacily.

With (his information, the S4
knows that hc must provide each
tank 117 gallons of fuel if the bat-
talion is to cross the LD/LC
"topped oll." He also knows that at
50 gallons-per-minute it will take
the MY78 approximately (wo
minutes (o bring an individual tank
lo near capacity. He can now plan
the hot refuel.

As with most military operations,
the hot refuel planning process
begins with a map reconnaissance,
The object is to lind areas along (he
battalion’s line of march that will
support up to eight M978 [uelers
parked ecither abreast or in column
at least 100 meters apart.

The criteria for selection of hot
refuel sites vary little [rom criteria
used in the selection ol other sites
for military opcrations. However,
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Figure 1. Short Site Configuration

Hot Refueling: Two Ways to Set Up the Site
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Figure 3. Hot Refueling at Night
Using Chemlites for Traffic Control
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tralficability in the hot
refuel site is essential be- ®
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cause the entire battalion
will pass through in about
an hour. The hot refluel site
is also a very lucrative lar-
get and al the same lime
very vulnerable. The sup-
port platoon leader seeks a
site with some cover and
concealment, bul the mosl
effective protection for the
hot refuel site is carelul
OPSEC belore occupation
and rapid use ol the [lacility
once il is established.

Aller a map reconnais-
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lcader conducts a ground

reconnaissance and selects at least
two hot rcluel sites. These become
part of the service supporl annex Lo
the S3’s OPORD and are annotated
on the service supporl overlay. He
selects mulliple sites because Lhe
kind of operations requiring hot
refuel often produce conflicts over
possession of terrain among [riendly
units. He alerts the support platoon
sergeant and briels his platoon on
how the hot reluel is to be con-
figured at each sile. There are (wo
standard hot refuel conligurations:
the short site and the long site
(Mgures | and 2). Common Lo each
conliguration is Lhe preparation of
the M978 fuelers, which must be
grounded and camoulflaged.

Two 10-pound f[ire extinguishers
are positioned to the rcar ol each
fuel truck. The support platoon
lcadcr  establishes traffic  control
points (TCP) at the point where the
battalion will leave Lhe designated

route, at the rear ol each group of
fuclers, and al the point where the
battalion will rejoin the designated
route.

As tanks enter the hot reluel site,
they maintain road march speed.
Trained drivers know o [all in on
the fuelers and to take their direc-
tions [rom the tralfic control points.
They position their tank adjacent Lo
the designated M978. They work
quickly, but they have been trained
to understand the delicate balance
belween a sense of urgency and
salety.

During limited visibility and at
night, chemical lights are uscd to
mark lanes [or the tanks (figure 3).
Tank crcwman are trained to drive
between red and green lights, and
TCPs guide them into position. All
tralflic control points and [ucl hand-
lers are equipped with [iltered (lash-
lights.

Security at the hot rcflucl site is the
result of a combination of the sup-
port platoon’s heavy machine gun
assels, Slinger teams attached (o the
platoon for this phase of the opcra-
tion, and the arrival of the tank com-
panies. However, as mentioned ear-
lier, clearly the best security lor a
hot refuel operation is OPSEC and
speed.

The hot reluel site must be sel up
and operational one hour from the
time the support platoon leader
receives the order Lo execute il. It
will be broken down and rcady to
move Y0 minutes alter the first tank
begins Lo refluel.

The support platoon leader
manages "time at the pumps,” based
on guidance he receives [rom the $4

and battalion executive ollicer.
Each fucl squad lcader in the
platoon uses a stop watch to

monitor "time al the pumps” for his
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HEMTT fueler's design permits refueling two vehicles at once, on either side.

three trucks. IT 100 gallons per tank
is the goal, the squad leader allows
each tank two minutes on the pump.
When that time has clapsed, the
squad leader instructs his [ucl hand-
lers to pull the hose, and he waves
the tank on its way. A tank com-
pany trained in hot reluel can pass
through a sitc and rcceive 100 gal-
lons (2 minutes) ol fucl for cach
tank in about e¢ight minutes.

Because each tank reccives the
same amount ol fucl, the first tank
into the site is the first tank out, and
the battalion’s march is virtually
uninterrupted. The battalion hits
the LD/LC nearly "topped off" and
configured as it wants to be when it
makes contacl.

When the battalion has passed
through the refuel site, the support
platoon breaks down its camoullage
nets and moves to a designated,
secure location. There, it cross-
levels the [uel tanks. The empty [uel
trucks then move (o a support bat-
talion forward fucl point to draw
fuel; the Tull trucks remain on call
to support the battalion.

The "Bandits" of 4-67 Armor used
the hot reluel with great success
during Relorger °88. We used it

both in the counterattack role
described here, and while pulling
out of delensive  positions  in
response 10 a change in mission. We
used it o bring our tank fleet - and
altached Bradleys - (o near-full on
fuel, and we used it to provide the
fleet a one- (50 gallons) or two-
(100 gallons) minute burst of fucl
until the situation scttled and refucl-
ing could be accomplished on our
tcrms. We used as many as cight
MY78 [uclers, and we uscd as [ew as
four, depending on how quickly the
battalion commander wanted com-
panies on the move. We used both
short and fong sites based on the
terrain available.

The hot reluel works. It works be-
cause we train with it. It works be-
cause our support battalion (54
FSB) supplics our M978s forward.
It works because we take advantage
of the capabilities ol our equipment.
It works, and it adds (o our agility
on the battleficld.

In Supplving War, Martin Creveld
suggcests that tactics is the art of the
possible, and logistics the art of the
practical. 1n 4-67 Armor, these
come together in the hot refuel -
part of the agility equation.
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Tactical Weaknesses Seen at the NTC:

by Lieutenant Colonel Peter F. Manza

Despite much improvement,
Rotating units seem to have

Reached a plateau...

The emphasis on "winning" at the
NTC has inspircd major, positive
changes in our raining philosophies
and the improved readiness of the
force. Yel, to even the casual ob-
server, our forces have recached a
plateau of effectiveness through the
continued failure to address fun-
damental issues of baltalion and
brigade tactics. I will address these
issues as an ex-regimental com-
mander and my opinions arc ccrtain-
ly open to criticism, based upon this
limited view.

The artillery system
Does not work

It is broke, because the mancuver
commander docs not control the
resource, is out of the communica-
tions link for call for [irc, and is sub-
ject to passing the problem off, in-
stead of fixing it. Failure to hit the
OPFOR with sulficicnt artillery is a
significant weakness of the force,
and only the maneuver commander
can solve the problem. We can look

for some solutions to the OPFOR,
which do not employ automation or
secure radio:

e Pass calls for fires over the com-
mand nel as spot reports. Cenlral-
ize authority to deny the engage-
ment of a target at the battalion
level. Sounds like the pre-1980s, but
it works!

e Make the subordinate com-
manders plan their [ires with (he
FISTS and hold the commanders
responsible for the execution. The
FIST must then rchearse the [ire
plan with the mancuver commander
and mark engagement arcas.

® The S2 must also call for fires
through other means the com-
mander provides - scout platoon,
rcconnaissance  clements,  FIST
teams, elc. This places the respon-
sibility for long-range [ires (those
outside of the battalion direct-fire
engagement areas) in the hands of
the man responsible [or the area of
interest.

e Have the battalion [ire coor-
dination elements report fires in
progress, rounds expended, and
planned [ires. This system backs up

breakdowns in communications, al-
lows for allocation of assets, and as-
sures limely [ires when needed.

o Usec FASCAM in the offense to
pin forces down (target platoon
defensive  posilions), segrcgate a
part of the battlefield, or deny likely
avenues of approach by a rescrve
force. Look at the holes dug by the
defender; this simple technique will
tcmplate the delense in sufficient
detail Lo execule accurate [lire plans,
to include FASCAM. The 194th Ar-
morcd Brigade was the master of
the FASCAM in the attack. FAS-
CAM used in the offense does not
have to be covered by [ire in order
to conluse, delay, or segregate.

The mancuver commander is the
key to fixing the system, not the artil-
lery, for he alonc controls the plan-
ning and the means Lo execute.

Keep a reserve

Although our doctrine at battalion
level certainly does not encourage
this, four tanks can break the at-
tack, and a tank company loose in
the rear of a delender destroys the
will to fight. A reserve [lorce
provides flexibility, a resource to
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gain the initiative, and a force
capable of executing dcceplion
plans. However, its probable loca-
tions in the defense must be as well
planncd as any othcr, to includc en-
gineer supporl.

We still don’t use
Our infantry well

Although commanders at the NTC
have identified our use of infantry
as a problem, little has been ac-
complished. Infantry platoons, cross-
trained as security elements and
reconnaissance elements, are one of
the better missions for continuous
operations,  particularly in  the
desert. The M2 platoon, much like
the BMP-equipped OPFOR uni,
provides a suilable force capable of
varied mounted and dismounted
operations, which can supplement
or replace the Dbattalion scout
platoon. Sccurily operations con-
ducted by infantry platoons are the
backbone of the OPFOR securily
during defenses. They are used in
the regimental security zone for am-
bushes, (lank security during move-
ment (o contact, as advance guards,
and in any number of missions
where the BMP’s mix of weapons
can be elfective. The U.S. infantry
platoon does not appear to operate
well in such independent missions,
Apparently, problems are caused by
poor (raining, inadcquatc doctrine,
and a lack ol mission.

Getting more from
Our engineers

Engineer support musl involve
more (han digging lighting positions
for combat vehicles. The excuse of
inadequate equipment for offensive
operations is weak at best. What is

lacking arc delinitive  missions

during offensive operations.

Engineers walking at night are el-

fective in  clearing passages and
lanes, and marking breaches lor
maneuver forces. Combined with a
dismounted infantry  attack, they
gain mutual support.

The attacking OPFOR
Still has the initiative

In the delense, we still appear to
be too smart for our own good. On
numerous occasions, the defender’s
decision point is equated o some
mythical decision point of the at-
tacker.

In almost all instances during a
regimental attack, the decision as o
which of (wo avenues of attack to
use was made ninc¢ hours belore H-
hour. Intelligence updates only con-
f[irmed the choice, deception plans
and inlantry attacks made the
choice possible, and finally artillcry
preparations were lime  sensitive
and could not be changed within
two hours ol attack.

The real issue in the conduet of
the delense is initiative. The
defender must do something to gel
the initiative away from the attack-
er. The 3rd ACR, in delending
SIBERIA, was the masler of this
principle by defending forward be-
hind The Whale, where the regi-
ment had (o enter the engagement
arca piecemcal. This truly ook the
initiative away [rom the attacker,

Deception incorporated into the
defense is essential, and must be a
part ol the plan (o be belicvable,
Resupply operations are (he usual
indicators ol real and deception

plans. The Yth Infantry Division’s
rolation was a classic example of
using deception  operations, and
much can be lcarned {rom its ap-
proach (o execuling operations (hat
combined deception, mancuver, and
attack by fire. The risk is high, but
the payoff has the potential (o im-
prove sccurity for the force and
gain the initiative.

Weaknesses persist in
Reconnaissance and security

Apparently, thcre is an intrinsic
weakness  in reconnaissance  and
sccurity operations in  the U.S.
Army. First, the introduction of
trucks in the scout platoons will not
solve the basic doctrinal problem of
what the scout platoon is to do. In
the regiment, the issue is simple -
do reconnaissance.

The reconnaissance platoon al-
ways lost when it had to fight. This
was particularly true when it had (o
fight to gain intelligence. In reality,
it fought (o gain access to an area
for rcconnaissance. When the mis-
sion was supported by other arms,
particularly  dismounted infantry,
the introduction into an area of
operations by (he reconnaissance
platoon came after the fight.

Our contention was that the
regimental reconnaissance platoon
should be equipped with all (rucks
(BRDM). This is easy to say, con-
sidering that the regimental bat-
talions/companies were prepared (o
conduct sceurity operations themsel-
ves, and are not dependent upon
the scout platoon or the counter-
reconnaissance effort of the bat-
talion as we currently execute our
doctrine. The U.S. Army must solve
the basic doctrinal problem and as-
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sign the mission and equipment ac-
cordingly - particularly at brigade
level.

Plan for coordination,
But keep plans simple

Plans must be simple yel coor-
dinated. The OPFOR used the "out-
dated” graphic order with a S2
matrix for Als and Tls, plus an cn-
gineer work plan, artillery maneuver
and fires plan, air delense plan (of-
[ense included), an 1PB, plus a
security or reconnaissance plan
prepared by the S2. This graphic ap-
proach was combined with a well-
verscd SOP and simplistic Sovict-
style graphics, which orient the
force utilizing fire lines. The S2 is a
big player and therelore received
the assets Lo do his job, and the
agony ol defeat if it didn’t work.

Antitank doctrine in the U.S.
Army can get a boost il we study
Soviet  approaches to anlitank
platoon operations, particularly in
the oflense. In the offense, the an-
titank platoons (nine BRDM-2s)
protect Lhe f{lanks or other likely
avenues of approach with massed
fires, in coordination with attack
helicopters. Simple graphic coor-
dination mcasures, such as firing
lines, are used to orient the fires of
both weapons systcms and inform
the higher hcadquarters about loca-
tion. Overwatch by thin-skinned
vehicles, such as the ITV and
BRDM, is ncxt to impossible to
achieve in the ollense. In the
dclense, the antitank platoons were
coordinated with the reserve (also
co-located) to improve survivability,
maximize their mobility, and add
their long-range fires lo the reserve
fire lines or Lo engagement areas
forward. Enginecr support for liring

positions was critical, as was the
ability to reconnoiter all engage-
ment arcas and mark the limits of
fire.

Some conclusions

Finally, 1 think one can easily
deduce that the OPFOR has the ad-
vantage ol time and place, and of
doing on a daily basis. But
OPFOR’s degree ol intensity has in-
creased markedly as the standards
ol the "BLUEFOR" improved. The
issues discussed above assume com-
petent soldicrs, good equipment,
and the skills to employ the or-
ganization, which is gencrally true
of all units coming to the NTC.
Leadership is seldom the issue. In-
tensity sometimes is the issue. The
issue now is lraining at the harder
level ol coordination, and [ixing the
systems and doctrine that are
broken. This will require a directed
ellort into the "how 10" manuals.
Armor commanders will have (o
take the lead in applying the lessons
by questioning current procedures,
olfering allernatives Lo sysltcms that
break during combat, and training

the combined arms force [or com- -

bat.

Lieutenant Colonel
Peter F. Manza was com-
missioned in Armor from
OCS and has served in
various Armor assign-
ments, the most recent
as commander of the 1st
Bn., 63d Armor, the NTC
OPFOR. He is currently
attending the Naval War
College, Newport, R.I.

Recognition Quiz Answers

Craig M. Hughes of the Threat
USAARMS, prepared this
issue's Recognition Quiz. Instead of
showing the full vehicle, Mr. Hughes
has focused on distinctive details of
Soviet vehicles. It's a difficult quiz,
and only those who have kept current

Division,

on the most recent developments in
Soviet ground force equipment will
correctly vehicles.

-Ed.

identify  all

1. BMD. The airborne embiem on
the turret hatch, the AT-5 missile to
the right of the commander, and the
mantlet of the 73-mm cannon are the
identifiers telling you this is a BMD.

2. BMP-2. The 30-mm main gun
(the BMP-1 has a 73-mm gun), the AT-
5 missile, and the smoke grenade
launchers to the right of the turret
identify the BMP-2.

3. BRDM-2. You can see that this is
a wheeled vehicle, limiting the field
somewhat. It's the centered turret with
the 14.5-mm gun, and the engine at
the rear of the hull with exhaust sys-
tem (partially painted) on each side,
that identifies this as the BRDM-2.

4. 289. This is a relatively new sys-
tem and difficuit to identify. The dis-
tinctive mantlet, the size of the gun
(120-mm) and the unique turret are
identifying features of the 2S9 seli-
propelled airborne assault howitzer.

5. MTLB. The unsupported track
(i.e.. no return rollers), boat-shaped
hull, and small turret mounting the
7.62-mm machine gun are all features
of the MTLB.

6. BTR-80. This looks like a BTR-60
or 70, but notice that the roof hatches
in the middle of the hull have been
there are firing
ports in each hatch. These obvious

reconfigured, and

features identify this vehicle as the
BTR-80.
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Team-COFT Training
for the CAT’89 Competition

"RED 6 this is your National Judge -
Watch Your Front."

"RED Elements,
watch vour front."

this is RED ¢,

"Targets Up.”
"One three, shot four.”
"One four, shot seven.”

"One one, shot 27 right, need help
with Q2."

"One two, shot Q2."

"One one, give me a count.”
"One four, I count four.”
"One one, roger four.”

This platoon radio transmission
did not take place on a firing range,
it occurred in a simulation device in
Vilseck, FRG. It is the newly
designed Canadian Army Trophy
Team - COFT (T-COFT), designed
and buill by General Electric
Acrospace. It is an essential part of
the U.S. Army’s latest approach to
competing for the coveted CAT
trophy. Considered by many tankers
throughout NATO as the "Super
Bowl" of tank gunnery, the CAT
compelilion requires tank crews
from five nations to rapidly and ac-
curately engage targets, which are
considerably smaller than the stand-
ard NATO "H"-series targets.

Teamwork is the key to CAT com-
petition, and the new COFT trainer
provides the environment to
develop each platoon into a rapid
cngagement  force. The Vilseck
trainer is a network of four shel-
tered U-COFT systems. The train-
ing program is specifically designed
lo provide a tank platoon with the
opportunity to train rigid fire dis-
tribution and control. The database
represents lanes 3, 4, 5, and 6 of
Range 9 at the Bergen training arca
in the northeast arca of the Federal
Republic ol Germany. Natural
vegetation, lane  surlaces, range
markers and targets accuratcly
provide platoons with a com-
puterized version of the actual
range. Crews are able to move
through the simulated terrain just as
they will on the day ol the compcti-
tion.

Features unique to the CAT (T-
COFT) include main gun and troop
targets that correspond in size,
shape, and color to those fired
during the weck of competition. Tar-
gets are both stationary and moving,
with a range band [rom 800 to 2000
meters. A crew can engage up Lo
eight targets simultaneously [rom
any [iring position on the range.
The  ballistic  characteristics  of
120mm SABOT are so exact that a
gunner must perform all manipula-
tions correctly in order to obtain a
target hit. Gun tube bending and
droop are also introduced, requir-
ing a gunner to periodically perform

a muzzle relerence system update in
order to maintain proper boresight.
The TEAM-COFT capitalizes on
the skills learned in individual gun-
nery (raining. A platoon gunncry
role [urther develops collective coor-
dination and gunnery skills.

Another new innovation in the T-
COFT is the system’s performance
mecasurement  capabilities.  Auto-
mated scoring stringently [ollows
the rules of competition scoring. A
special CAT "Platoon Battle Run
Score” summary is generated at the
end of each battlerun. It provides
the platoon with a total score, in-
cluding the time score, hit and
bonus score for main gun targets,
machine gun score, and main gun
ammunition bonus points. In addi-
tion to providing a platoon score,
each tank receives printouts, which
list the targets it engaged, whether
hit or miss, the time to engage, and
the exact lay ol the reticle aiming
dot in relation to the center mass of
target. The T-COFT can operate as
an individual crew traincr, a section
trainer, or a platoon trainer. Com-
petition scoring gives unit leaders a
standardized approach (o training,
and requires each crew to
demonstratc mastery ol  diflicult
skills. The strongest [eature ol the
U-COFT system, direct measure-
ment ol critical skills, is prescrved
and increased in the new T-COFT.
All required data to produce a high-
ly qualified tank commander/gunner
combination is readily available.
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Lane 4 tank fol-
lows Lane 3 tank
from quarantine
area to Bound 1.

Lane 3 tank has
turned onto its lane
while Lane 4 tank
continues to move
on its appropriate
lane.
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Lane 3 tank con-
ducts offensive
recon from Bound 2
to Bound 3. Lane 4
tank conducts simul-
taneous offensive
recon from Bound 1
to Bound 2.

Lane 4 tank moves
from Bound 1 to
Bound 2 in prepara-
tion for target
presentation.
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Lane 3 tank con-
ducts range recon,
while Lane 5 tank
recons from Bound
1.

In the near [uture, the Armor
School in Fort Knox will receive the
first CONUS platoon configuration
of COFT. The device, named UT12,
will provide Armor Officcr Basic
students with the opportunity to
train fire distribution and control at
a collective level. UTI12 will
resemble Range 301, a major com-

bined arms training range in Gralcn-
wochr, and provide computerized
scenarios bascd upon Tank Table
XIl in FM 17-12-1, plus special pur-
pose scenarios based upon a Threat
attacking or defending [orce. AOB
students will also have the capability
to formulate a battle plan by con-
ducting a reconnaissance of the

CAT Platoon Battle Run Score

Date: 12/6/88
Venhicle: 1/11 All
Exerci_se No.: 201114

Instructor: Carlsberg. K.
Commander: Lane, B.
Platoon 3/68 C1

Program: CAT
Gunner: Black, J.

Sit Firing Target Kill Platoon Hit/Miss Status
No. Tank Number Time WM1 PL PS WM2
1 PS 32 8 HIT
PL 3A 5 HIT
WM1,WM2,PL a1 1 HIT MISS HIT
Hit Score Time Score Hit Bonus Ammo Bonus MG Points Total
10000 6120 500 400 1800 18820

Status: Exercise Complete - Freeze
Keypad Options: Perf, Repeat, Shot Pat, Print, Terminate

arca through a special recon excr-
cise. The system will also provide a
valuable resource Lo test new innova-
tions such as the Commander’s In-
dependent Thermal  Viewer. By
using the existing proven COFT sys-
tem hardware in the new platoon
and section trainers, a substantiated
mcthod of measuring  proficiency
can be obtained. In addition, the
new applications of the COFT sys-
tems avoid the enormous expense
required for new design and
development  costs.  The  current
post [acilitics, instructors, and main-
tenance support. can meel a wider
varicty of training needs.

United States Army Armor crews
have displayed expert skills in the
past three CAT competitions. Hope-
fully, in the 1989 competition, they
will surpass previous levels. TEAM-
COFT supports the specific needs
of the CAT ’89 compectition; per-
haps luture generations of network
COFTS will support much, much,
more.
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Defeat at the Greasy Grass:
Intelligence Operations
at the Battle of the Little Bighorn

by First Lieutenant Steven J. Martin

On the alternoon of 26 June 1876,
Lieutenant James Bradley led a
detachment of 23 Crow scouts up
the Little Bighorn River. Behind
him was a force of over one
thousand infantrymen and caval-
rymen  under  the command  of
General Terry, who was altempting
lo trap a village of hostile Sioux be-
tween himsell and the 7th Cavalry,
under the command ol LTC Cusler.
Terry had received reports [rom ex-
cited scouts belonging to Cusler
that there had becn a large battle
the previous day, and (he soldiers
had been destroyed. Although he

was doubtful that the 7th had been
wiped oul, it was obvious thal there
had been some sort of fight, and all
had not gone well {or Custer.

As Bradley hurricd south along
the river, he [lound equipment
belonging to the 7th Cavalry strewn
among he remains of an Indian vil-
lage, indicating that at least some of
whal the scouts reported earlier was
true. He moved up onto a ridge
which ran along the cast side ol the
river o get a betler view. From
there, he could see what looked like
the remains of some slaughtered

buffalo on a hillside, their white
mcal shining through the haze of
the oppressive hcat, which was over
onc hundred degrees. As Bradley
moved closer, however, it became
obvious that the objects were not
bulfalo carcasses, but the naked and
multilated bodies of the men of the
7th Cavalry.

Bradley moved among the bodies
to gel a count of how many soldicrs
were aclually there. A quick survey
indicated that there were about two
hundred men on the hillside and in
the immediate vicinity. Visibly
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"The leader of the scouts, Forked Horn, told
Reno that the Indian band was too large for his
battalion to handle. Custer scoffed at the notion
of any number of Sioux being too large to hand-

le."

shaken, Lieutcnant Bradley rode
north to inform General Terry of
what he had [ound.

Lieutenant Bradlcy was the firs
white man 1o see the sight of
"Custer’s Last Stand." Custer had
led the 665 personnel of the 7th
Cavalry against the largest con-
centration of Indians ever lo as-
semble in North America. The bat-
tle cost the lives of Custer and 271
ol his men, and became one of the
most  discussed engagements in
Amcrican military history. Although
the battle occurred over 100 years
ago, it is replete with lessons for
today’s intelligence oflicers, espe-
cially those at baltalion and brigade
levels.

24 June, 1600 hours:

Mid-afternoon of 24 June [ound
Custer near the headwaters of the
Rosebud River, approximatcly 30
miles from the Little Bighorn. He
had been delached from a larger
force headed by General Terry in
the north. Custer’s mission was 0
swing south ol a large band of In-
dians and prevent their movement
south (o the Bighorn Mountains,
while the larger column under Terry
moved [rom the north down the
Bighorn River. The Indians would
thus be caught between the two
columns and given the choice of an-
nihilation or surrender.

Preceding the 7th Cavalry was a
detachment of Crow and Arikara
scouts under the command of
Lieutenant Charles Varnum. Mitch
Bouver, a hall-breed, led six Crows
to the front aboul ten miles, since

the Crows knew thc tcrrain. Two
groups ol Arikaras, led by their
leaders, Bobtailed Bull and Soldicr,
followed, scouling cach sidc of the
Roscbud River. Also  with the
scouts were Lonesome Charlie
Reynolds, a local woodsman, and a
black man named Isiah, who had
voluntccred for the trip so he could
see the Indian country he loved so
much.

This scoul organization was [airly
typical of those used at the tlime.
Maps of the arca wcre rarc and
very inaccurale (for example, Lhe
map used by Genceral Terry had
only hypothetical courses lor all
rivers except the Yellowstone, and
these courses were ofl by as much
as forty miles. This forced com-
mandcrs to rely on local Indians to
acl as guides and interpreters of the
vastly dilferent Indian culture. The
Indian scouts were ol inestimatable
value 1o the commandecr. They were
the eyes and ears ol the Army, and
their daring and bravery under fire
is well-documented. The dillerences
in cultures between them and the
white soldiers they lought alongside
caused some problems, but the
Army eflort against the hostile In-
dians of the Plains would have been
severely crippled without them.

The scouts were on the trail of a
hostile band of Sioux and Cheyenne
Indians, which was (rawling a lew
days ahead of them. What they
found was very dislurbing to them.
Cusler, along with the rest of the
leaders on the mission, was initially
told that there were nol many war-
riors in the field, and those that
were were notl united. He believed

that no morc than five hundred war-
riors were scallered about the
Bighorn Mountain area, and was,
therclore, prepared (o meel a small
lorce of warriors, which would
naturally try lo break contact and es-
cape. This had nol turned out to be
the case. On a scout mission prior
to Custer’s detachment [rom Terry,
Major Reno came upon a large In-
dian trail. The leader ol the scouts,
Forked Horn, told Reno that the In-
dian band was too large for his bat-
talion to handle. Custer scolfed at
the notion of any numbcer of Sioux
being loo large to handle. He quick-
ly moved south and located the trail
Reno found and was now [ollowing
it. The trail was one milc wide
where it crossed the Rosebud River,
and the scouts estimaled Lhat il was
made by 1,500 lodges, or ap-
proximately 4,500 warriors. On the
day prior, tlhe command had come
across a village remains, where a
great religious cercmony had taken
place. The Sioux had left signs that
they had prepared strong
"medicine,” and could not be
deleated. They also indicated that il
the cavalry did not find the Sioux,
the Sioux would come alter the
cavalry - a tactic almost unheard of
in the Indian Wars.

Mistake #1: Custer failed to up-
dale his enemy template or alter his
assessmenl of the enemy’s probablc
course of action.

As the Indian (rail was found, it
became obvious that there were
thousands of Indians on the war-
path. Custer amended his estimale
of the number of Indians in the ficld
somewhal (he now lell there might
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be up to 2,000 warriors), but still
held firm the beliel that the Indians
would run when they saw the caval-
ry, and the real challenge of the up-
coming fight would not be to
destroy the cnemy in battle, but to
catch him as he ran.

Custer  initially  developed  an
enemy template and probable
course of action based on the inlor-
mation known when he left Ft.
Abraham Lincoln in South Dakota
on 17 May. His mistake was that he
lailed to rcassess this cstimate in
the light ol increasing evidence that
he was oll the mark. The number of
warriors in the field was of little im-
portance to Cusler, who believed
the 7th Cavalry could defeat the en-
tire Sioux Nation by itscll. The big-
ger village simply meant more glory
should he succeed in capturing it.

Custer’s poor understanding of the
enemy’s culture, morale, strength,
and intentions caused him (o mis-
judge his probable course of action.
This was a major error which would
have a large impact on the decisions
made in the next 24 hours.

24 June, 2200 hours:

Believing that he was closing in on
the Indian village, Custer ordered a
night march. He hoped he would be
able to observe the camp the next
morning. He would make the
decision to attack or wait at (hat
time.

There was no moon on the eve-
ning ol 24 June. The 7th Cavalry
stumbled through the night, with the
soldiers often falling asleep on their

mounts. The evening was filled with
the sounds ol tin cups banging
together, the pack mules braying
and the soldiers’ curses at being
bumped into by others. The soldiers
were beginning 1o tire aller over a
month in the field and the hurried
pace of the past l[ew days, and were
mostly concerned with their own
comlort and when they would
return home. At daybrcak, the regi-
ment had rcached the foothills of
the Woll Mountains, some fiflecen
miles from the Little Bighorn, and
madc camp. The soldicrs immediatc-
ly started camplires (o boil collee.

The noises the regiment made
during the evening’s march could be
heard flor miles, just as the smoke of
their camplires could be seen [or
miles. The regiment had made con-
tact with some Sioux hunting parties
in the morning and there was little
doubt that the hostiles knew of the
7th Cavalry’s presence. Custer or-
dered Licutenant Varnum, Mitch
Bouyer, Charlic Reynolds, and four
Crows (0 some high ground (called
the Crow’s Nest by the Crows) (o
see il they could observe the village.

Mistake #2: the 7th Cavalry’s
poor OPSEC posture allowed the
Indians to track them [rom a long
distance, hastening Custer’s
dccision cycle and lorcing Custer to
give up any thoughts of surprising
the village.

The US Army ol the late 1800s
trained for conventional wars, in-
volving thousands of soldicrs. The
combat experience ol the Army
came oul of the Civil War. Oflicers
in the Army were used to an

OPSEC posture that  pcrmitted
clanking cups, braying mules, and
camp fires. Commanders had been
successlul in the Civil War using a
certain set of methods and they saw
no need to change them to any de-
gree when confronted by a group of
"barbarians."  Noise and  light
descipline in all units was poor,
and in this case allowed the encmy
to track the soldiers [rom dozens of
milcs away. Only the scouts scemed
to have any appreciation for proper
OPSEC. They were rarcly dis-
covered and were usually able to ap-
proach close to ¢nemy villages un-
detected.

Custer realized that the cnemy
was probably aware ol his prescnce.
Hc was about to make some key
decisions on the Crow’s Nest, and
much of his reasoning would be
based on the [act that he had been
compromised. He would preler
more (ime (o rest and recon, bul he
felt he was lorced (o attack (o catch
the village before it began Lo break
up. Thus the poor OPSEC posturc
ol the soldiers lorced Custer into a
course ol action he would have
prclerred to avoid and  helped
create the conditions that allowed
the Indians to deleat him.

25 June, 0600 hours:

From the Crow’s Nest, the Crows
could see the Indian Village in the
valley created by the Little Bighorn
River, or the Greasy Grass as the In-
dians called it. It was huge. The
ground was white [rom the tipis,
and the pony herd covered the hills
behind the village like a brown car-
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"To wait would allow the Indians time to scatter, and
the moonless nights would not help the cavalry track
them. Custer felt he had no choice - he had to move

in closer to the village or risk losing it entirely."

pet. Mitch Bouyer had been among
the Sioux for 30 years, and he had
never seen a village so large.

The scouts sent word to Custer,
who climbed the hill to look for him-
sell. By the time he reached the top,
however, the village was obscured
by the haze created during the hot
June day. Bouyer assured Custer
that the village was out there and he
described its immense size.

Custer had a major decision to
make. He cither had to move in and
close with the village, or he could
wail, rest his men and conduct
futher reconnaissance of the village
(or villages, lor Custcr was nol sure
how many villages there actually
were, nor was he entirely sure of the
reported village’s location, since he
could not see it himself). It is here
that it is possible to observe the el-
feets of the previous errors in intel-
ligence. Based upon the [lacts that
the Sioux knew ol the cavalry’s
presence (due to poor OPSEC) and
the incorrect estimate that the In-
dian village would scatter when the
cavalry approached, Custer decided
that it was necessary to close with
the village. To wait would allow the
Indians time to scatlter, and the
moonless nights would not help the
cavalry track them. Custer [elt he
had no choice - he had to move in
closer to the village or risk losing it
entirely.

Unsure as to what Indian (orce
may exist [arther south and remcem-
bering his mission to deny enemy
movement in that direction, Custer
ordered Captain Benteen Lo take
three troops and move southwest.

He told Benteen to “pitch into” any-
thing he came across. Custer took
the remaining nine troops and the
pack train dircctly west, toward the
rcported location of the Indian vil-
lage.

Mistake #3: Custer failed to con-
duct any reconnaissance on the ob-
jective prior to choosing a course of
action.

The reasons why Custer chose (o
move when he did have been dis-
cusscd. Nevertheless, a good recon-
naissance of the objective is essen-
tial to any offensive mission.
Custer’s only knowledge of the
enemy came [rom a sighting at a dis-
tance ol 15 miles. He had no clear
picture of the actual numbcer of war-
riors he would lace, how they were
arrayed (for example, was the camp
just one large camp, or several
small camps which could be
dcfeated separately?), and he had
no idca il there were other camps in
the area, which could support the
main village. Also, he had no
detailed terrain analysis. He did not
know how terrain would support or
hinder his maneuver, or even if an
atlack against the village in its
present location was possible. A
good reconnaissance and surveil-
lance plan could have answered all
of these questions.

25 June, 1300 hours:

Custer had taken the remainder of
the regiment to a spot approximate-
ly two and a hall miles [rom the vil-
lage. There, against a blufl, they
came upon a [uncral tipi. The tipi
ficld the body of a warrior killed

while fighting against  General
Crook in the Battle of the Roscbud
on 16 June several miles to the
south, and would come to be known
as the "Lone Tipi."

The debate over how the Indian
was killed came to an abrupt end
when a scout named Fred Gerard
velled down from the top of the
blull "There are your Indians, and
they're running like the Devil!”
Custer looked in the direction Var-
num pointed and could see dust at
the mouth of a creck lecading to the
Little Bighorn. What Gerard saw
was forty Indians moving to the
security ol the village when they saw
thc cavalry moving in their dircc-
tion. Gerard took the running In-
dians to be a sign that the entire vil-
lage was beginning (o scatter. ln
fact, the village was not breaking
up, nor did it have any intention of
doing so.

Concerned that the village was
scatlering and that time was now of
the essence, Custer ordered Major
Reno to take three troops and fol-
low the Indians down the creek and
altack the village from the south.
Custer told Reno he would "support
him with the whole outlit." Custer
then left one troop with the pack
trains for security and took the
remaining five north, in an attcmpt
to hit the north end of the village,
while the Indians werc occupiced
with Reno in the south.

Mistake #4: Scouts did not tcll
Custer what they saw. Rather, they
told him what they thought they saw.

It is the mission of the scouts to be
the eycs and cars of a unit, not its
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brain. Scouts should only report
what they see; they should not inter-
pret it. That is the job of the intcl-
ligence officer (in this casc, it was
the job of Custer).

A belter report that Varnum
could have given Custer would be (o
state that he had seen dust and ap-
proximately 40  enemy Indians
moving north. By reporting as he
did, Gerard gave Custer the impres-
sion that approximately 5,000 men,
women, and children were packing
up their belongings and moving
away with all of their stock. Obvious-
ly, this was not the casc, and the
poor reporting by Gerard gave
Custer an incorrect picture of the
enemy situation. Once again, Custer
committed his forces based on er-
roneous information.

Mistake #5: Custer’s analysis of
combat information was poor.

This error is similar to Custer’s
failure to reassess the enemy’s prob-

able course of action. Custer had .

been receiving reports for several
days on the immense size ol the vil-
lage he was following, and there
were ample signs indicating that the
Indians had every intention ol fight-
ing the soldiers.

However, Custer chose to ignore
all ol these signs, which conflicted
with his encmy asscssment, and lis-
ten to the one spol report that con-
firmed it.

He should have realized at (his
point that something different was
happening, bul instead, he lct a
single report drive his entire scheme
of maneuver.

25 June, 1530 hours:

Major Reno was now in a fix. He
had charged the village on linc and
had made contact with the hostiles
about 500 vards [rom the southern
end of the village. He quickly dis-
mounted and formed a skirmish
line, as the Indians began (0 mass
against him. The Indians soon
turncd his flank, and he chose (o
withdraw (0 a timber line, which ran
along the river banks. There were
approximately 800 warriors [acing
Reno’s 150 men, one quarter of
whom were now occupied holding
horses. The Sioux set the grass on
fire and waved blankcets in an at-
tempt (o stampede -the cavalry’s hor-
ses. Reno was discussing with
Custer’'s [avorite scout, Bloody
Knife, what the Sioux would try to
do next when a murderous volley
from the Indians ripped (hrough the
command. One round hit Bloody
Knile in the face, splattering blood
and brains over Major Reno. Sioux
and Cheyennes were now in the tim-
ber and were again flanking the sol-
diers. Reno decided (hat he could
not hold his position and chose (o
withdraw across the river (0 some
bluffs on the opposite side. Reno
led the withdrawal, in which many
soldiers were left behind o be
butchered by the hostiles. The
withdrawal quickly (urned into a
rout, with every soldier fighting flor
himsell. The Indians later likened
the chase to hunting buffalo. The
soldiers madc it over a poor cross-
ing site. Many horses broke their
legs on the steep banks, and scveral
cavalrymen were Killed at the cross-
ing. The mcn finally arrived at a
hilltop. They were exhausted and

had 30 percent of their numbers
wounded or missing. Reno ordered
them (o dig in with their mess kits
and cantcens. i

Mcanwhile, Custer continued (o
ride north. He rode to the top of
the blulfs and could sce Reno begin-
ning (o cngage the Indians below.
He could also see most of the camp
and could see that it had not started
breaking up. Custer was pleased to
sce this and was certain of victory.
He rode back behind the bluffs
until he came to a coulee that lcd to
the river. He took this coulee, think-
ing that he would strike the village’s
north end. He actually hit the vil-
lage in its middle, and there were
approximately 1,500 Indians under
the war chief, Gall, L0 meet him.
Outnumbered almost 6-to-1, Custer
fought a withdrawal to some high
ground in the northeast in the
hopes that he could hold off the In-
dians until reliel came [rom Reno,
Benteen, or even General Terry.

Mistake #6: Improper (errain
analysis and a poor understanding

of  the encmys . disposition
hampered Custer’s scheme of
mancuver,

Custer’s plan was to move north
and attack the opposite end of the
village. He had no idea if the tcrrain
supported his plan. The coulee he
eventually took could not be secn
from the "Lone Tipi," where he
made his scheme of maneuver.

Custer had no idca il there was
any way to approach the village lar-
ther north. He assumcd that there
was. A proper reconnaissance
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"It was at this moment that an additional 1,000 Indians
under Crazy Horse crested the very hill Custer was moving
toward. The resulting fight was short and violent. Pressured
from the front and from the rear by an enemy outnumbering
him almost 10 to 1, Custer’'s command was overwhelmed
and destroyed in 20 to 30 minutes."

would have let him know exactly
what routes were available 1o him.

When Custer came upon the
coulee, he thought he would arrive
al the northern end ol the village.
He was incorrect because even at
this late time, no one had seen the
entire village. The village was one
mile wide and streiched along the
river for four miles. There was still
one half to one mile of village to the
north of Custer when he reached
the river.

Custer’s  plan  was  based on
guesswork. At this point in the bat-
tle, when contact with the encmy
was immincnt, guesswork should
not have been neccssary. Cusler
should have known the exact loca-
tion of the village, how many war-
riors he was lacing, what they were
doing, and what the terrain was like
in the area. He knew none ol these
things as he made his decisions to
break off Reno and move north.
Custer’s hurried approach and
rcfusal to conduct a proper recon-
naissance resulted in a poorly-
planned attack, which did not sup-
port Reno and had little chance of
SUCCESS.

25 June, 1630 hours:

Cusler’s [ive troops continued Lo
move northeast, conducling an or-
derly withdrawal under fire. They
were laking heavy losses, but the
command was well-organized, and
should have been able to gain some
high ground to its rear and organize
a defense. Custer had sent word to
Benleen (o come quickly, and
probably was expecting him (o ar-
rive any moment. He planned (o

hold the hill with as many people as
he could and wait for reinforce-
ments. 1t was at this moment that an
additional 1,000 Indians undcr
Crazy Horse crested the very hill
Custer was moving toward. The
resulting light was short and violent.
Pressurcd from the {ront and [rom
the rear by an enemy outnumbering
him almost 10 to I, Custer’s com-
mand was  overwhelmed  and
destroyed in 20 (o 30 minutes. No
soldier lived through the flight. Most
of the Indians now turned south to
deal with Reno while the remainder
stayed behind to loot and mutilate
the bodies ol the soldiers.

Reno had since been reinforced by
Benteen, who had rcalized that he
was on a [ruitless mission. He had
received word {rom Custer Lo come
quick. Failing to lind him, and com-
ing upon Reno’s desperate situa-
tion, Benteen chose (o remain on
the hill with Reno. A troop under
Caplain  Weir eventually moved
north to regain contact with Custer,
but could only see Indians. These
were the same Indians who had just
defealed Custer and were moving
south to Reno. Weir withdrew
under fire and rcjoined the Reno
defense.

Mistake #7: Custer lailed to con-
tinue his reconnaissance during the
battle.

Alter realizing he could not con-
tinue his attack, Custer chose a
picce of high ground (o anchor his
defense. Al this point, all of his
scouts were dcad, [lighting, or had
becn ordered Lo leave the [ight by
Mitch Bouyer. Custer had no one
available (o recon the hill and the

ground on the other side. Jusl as
rcconnaissance of the objective is
critical Lo the success of any attack,
continued reconnaissance during
the fight is crucial. The lack of
reconnaissance during the battle al-
lowed Custer Lo be surprised yet
again by an unexpected attack led
by Crazy Horse. This was nol neces-
sarily Cusler’s mistake, but a [law in
doctrine, because scouts traditional-
ly stopped their reconnaissance
when contact was made. This prac-
tice severely hurt Cusler at a time
when he was (rving to extract his
command from a desperate situa-
tion.

The men remained on the hill for
the rest of the day and the {ollowing
night and would have almost certain-
ly been deleated on 26 June, il not
for the approach ol General Terry’s
column from the north. Elated with
the greatest viclory ever known
against the white man, the village
moved south to the Bighorn Moun-
tains and began (o break up into
dozens of smaller villages. Benteen
would later remark that the village
looked like a fully-outlitted cavalry
division, the likes of which he had
not seen since the Civil War.

Once united with Terry, both com-
mands arranged a hasty burial flor
the dead. They were buried in shal-
low graves where they fell. An at-
tcmpt was made o identify the
remains of the offlicers, but the en-
listed remained anonymous. A
group of soldiers would return to
the site (wo years later Lo create a
national cemetery for soldiers killed
in the indian Wars. Many bodies
were then exhumed and reburied in
the ccmetery, some three hundred
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vards away [rom Cusler Hill. As for
Custer, his body would be exhumed
and rcburied at the United States
Military Academy, where it remains
today.

The commands then moved north
with the wounded (0o the Ycl-
lowstone River, where a steamboat
wailed (0 take them back (o Fort
Abraham Lincoln. The news of the
dcleat soon spread (o a stunned
America, which had never imagined
such a deleal was possible, especial-
ly with the Army’s most-famous In-
dian fighter in command. The battle
quickly was the subject of much
talk, spcculation and controversy
and has thus remained a major
evenl in American military history.

Summary:

Custer and (he men of the 7th
Cavalry made numcrous mistakes
during the Bautle of the Little
Bighorn. Those of an intelligence na-
ture have been discussed here. All
of these errors are directly ap-
plicable to today’s Army, and much
can be learned {rom (hem:

e The 7th Cavalry’s poor OPSEC
procedures allowed the enemy (o
follow them from miles away and
forced Cusler into a course ol ac-
tion he normally would not have
chosen.

e There was no reconnaissance on
the objective. Because of (his,
Custer had a poor appreciation [or
the (errain and for the enemy dis-
positions. He was forced to detach
one quarter of his combat power (o
conducl a reconnaissance in force
to ensure (he command was not

surprised because the encmy silua-
tion was not completely known,

o Custer allowed one "spot
report,” which confirmed his enemy
template, drive his scheme of
maneuver and ignored dozens of
reports to the contrary.

e The scouts interpreted what
they saw instcad of simply reporting
it. Their interpretation was incor-
rect and contributed greatly (o
Custer’s [lawed scheme of maneuver.

e Custer’s analysis of combat in-
formation during the battle was
poor. Hc did not realize that the
enemy was nol rcacling as he had
expected them (o, even when he
could observe their camp himself.

e Cusler failed to conduct recon-
naissancc during the battle. He
therelore did not know the size of
the enemy village until his forces
were committed, nor was he aware
of Crazy Horse’s movement north
o deny him the high ground he
desired.

o The single faull that most-al-
feeted the outcome of the battle was
Custer’s unwillingness to modify his
assessment of the enemy’s probable
course of action. He remained con-
vinced the Sioux would try to scat-
ter, and would not change his mind
despite dozens of signs to the con-
trary.

The key to being sucecessful in
predicting an enemy’s course of ac-
tion is maintaining an open mind,
and (rying to realistically assess (he
silvation.  Cusler certainly  did
neither of (hese things in the days

and hours prior (o his balttle at the
Little Bighorn, and this contributed
greatly (o his [ailure.

Notes

There has been much written concern-
ing the Battle of the Little Bighorn, and
the facts presented here are not pulled
directly from any one source, but rather
are gathered from several sources, includ-
ing a trip to the battlefield as part of an
officer staff ride my battalion conducted,
conversations with National Park Service
guides and fellow officers during that trip,
and several books and articles. The follow-
ing publications were the main sources |
used while preparing for the staff ride.

Graham, W.A., The Custer Myth, A
Source Book of Custeriania, Harrisburg,
The Stackpote Co., 1953

Gray, John S., Centennial Campaign,
Ft. Colling, Colo., The Old Army Press,
1976

Stewart, Edgar |, Custer's Luck. Nor-
man, Okla., Univ of Oklahoma Press, 1955

Ambrose, Stephen E., Crazy Horse and
Custer: The Parallel Lives of Two Amerian
Warriors, Garden City, N.Y., Doubleday,
1975

Marquis, Thomas Bailey, Keep the Last

Bullet for Yourself: The True Story of
Custer's Last Stand, N.Y., Two Continents
Publishing Group, 1976
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Employing the Heavy Mortar Platoon
inthe Offensive

by Captain Richard F. Atkinson

Mortars in the offense provide the
battalion or task force commander
with responsive, close indirect fire
supporl, thus disrupting the enemy’s
defensive plan and aiding friendly
forces in seizing and maintaining
the initiative. The 1973 Yom Kippur
War illustrated this vital need for
mobile and continuous fire support
in armor offensive operations when
the lack of artillery and mortar sup-
port played a major role in the cost-
ly failure of Isracli attacks against
the Egyptian bridgehead over the
Suez Canal. With our current
doctrine locusing on the AirLand
battle, which stresses a strong of-

fense, fast pace of attack, and
weapon syslems supporting this con-
cept, the task of mortar employ-
ment has become increasingly dil-
ficult. This article will propose tech-
niques ol mortar tactical employ-
ment in the offense, focusing on two
critical missions, movement (o con-
tact and the deliberate attack.

It is often stated that the mortars
are the weak link in fire support.
Given the importance ol mortar
fires on the battleficld, this presents
an alarming problem. This delicien-
cy has been attributed to poor
positioning by the FSO and the mor-

tar platoon leader, and underutiliza-
tion by the company FSOs. In order
to solve this dilemma, the mortar
platoon leader must get involved
with the planning process. After all,
he should be intimately familiar
with the platoon’s strengths and
weaknesses. Furthermore, the mor-
tar platoon leader should actively
follow the battle and talk with the
FSO. By doing so, he will be able to
keep pace with the battle and insure
the lire control net is open. With
this in mind, we can now address
tactical employment in the offense .

A lack of knowledge of the
enemy’s location characterizes the
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movement (o conlact. As a resull,
the movement (o conlact is a rapid
movemenl, in order (o surprise Lhe
enemy, giving him less lime (o
mounl a successlul  delense or
counterattack. In order (o ellective-
ly support the movement to conlact,
the mortar platoon should be for-
ward, no more than 1,000 melcers be-
hind the lead company or (eam. By
doing so, the platoon will be able (o
concentrate one-hall to (wo-thirds
of its maximum range in [ront of the
Icad element. Therclore, it will be
able lto provide immediate fires on
suspeclcd  enemy  positions, or
screening fires in the vicinity of cer-
tain danger areas or obslacles.
During this move, the platoon
should operate split section on line,
mancuvering no closer than 300
melers, to enhance survivability.
During the move, the plaloon
lcader and the platoon sergeant
each should lead one section and
position themselves in the lcad. This
will [acilitate the move, and
decrease the amount of internal
radio traflic, because (he section
will key ofl the lead vehicle. Be-
cause platoon leader and platoon
sergeant have wheeled vehicles,
these leaders should consider con-
trolling from an M106 mortar gun
track, thus enhancing their mobility
and survivability. The wheeled
vehicles can be placed at the trail of
each section, or with thc combat
trains. Movement for each section
should always keep in mind
securily, especially since the platoon
would be operating so lar forward.
Therelore, movement formations,

such as wedge, line, or staggered
column should be considered. Il
there is onc arca in which mortar
platoons are particularly deficient, it
is in this area. They find it very dil-
licult (o deviate from the traditional
"ducks in a row" technique ol move-
ment.

When arraying the platoon with
sections abreast and  continually
moving with the lead battalion or
task lorce element, the "hip shot” is
the best method for employing fires
quickly and  accurately.  Two
methods arc particularly good, ena-
bling the platoon to have rounds out
of the tubes in (wo minutes for a T-
rated platoon.

The first is the distanl aiming
point method, or DAP. When using
this method, the element leader
(platoon leader or platoon  ser-
geant) sighls in on a recognizable
point that is no less than 1,500
meters away, and prelerably located
on the flank. He would then shoot
an azimuth to this point. Once the
fire dircction control center (FDC)
computes the azimuth ol [lire, the
element lcader quickly computes
the back azimuth of fire and sub-
tracts this {from the azimuth to the
DAP. He then gives this data to the
guns and identifies the DAP. With
the data indexed on their sights, the

crews then sight in on the DAP by
adjusting the (ube. If the squad
lcaders  are  accurate in  aligning
their vehicles on the azimuth of fire,
and sighling in properly on the
DAP, a quick check with a salely
circle will reveal a diffcrence nor-
mally ol only a few mils. The DAP
method, given ils speed, is very ac-
curale. Some of (he drawbacks,
however, arc (hat during periods of
limited visibility, this technique
can’t be used, nor can it be used in
hcavily forested arcas, because it
relies on sighting in on a distant
point.

The second method is the M2 com-
pass mcthod. Hcre, the base gun
aligns the vehicle on the azimuth of
fire. The other vehicles reciprocally
lay ofl the base gun. Slower and not
as accurale as lhe DAP, the M2
compass method is more versalile,
nol succumbing to limited visibility
or dislant points.

During cach hip shot, the called
section would fire, while the other
section would contlinue movement
forward. Once (he l[iring section
takes its systcms out of action, it
would hastily catch up to the lead
company. It is in this manner that
the platoon is able to effectively
maneuver with the battalion or task
force. During a movemenl (0 con-
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tact, any other method would quick-
ly put it out of range.

During a deliberate attack, which
is "characterized by more planning
time, detailed intelligence, and a
more detailed scheme of maneuver,”
the mortar platoon leader should
plan in detail the positioning of his
forces during the move. This is
necessary so that the platoon can
provide immcdiate fires on critical
targets and maintain sufflicient [ires
forward, one-hall to two-thirds of
its maximum range, in order (o sup-
press encmy counterattacks and un-
expecled enemy positions.

This is a (wo-step process. First,
the platoon leader must discuss in

detail with the battalion or task
force FSO the [ire support matrix
and accompaning target list. By
doing so, the mortar platoon leader
will understand the concept of the
operation, and the commandcr’s in-
tent regarding [ire support. Further-
more, he will have had a chance (o
wargame with the FSO covering the
"What ils" ol mortar support. The
second step [ocuses on the displace-
ment plan drawn up by the mortar
platoon leader. This plan should in-
clude, as a minimum, primary
routcs and [iring positions, as well
as alternate routes and [iring posi-
tions. Additionally, the plan incor-
porates platoon control measurcs
and movement techniques. Depend-
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ing on the speed of the attack, the
platoon will either employ succes-
sive or alternate bounds. Again, the
platoon leader and platoon sergeant
should lead their respective sec-
tions, rather than moving lorward of
the section to prcpare the next
firing position. By using the platoon
leader and sergeant in this manncr,
il the unforeseen happens during
the move, the lcadership will be
there Lo reacl appropriately. Once
the displacement plan is completed,
bricl the FSO and S3 (o insure com-
pliance with the battalion’s schcme
of mancuver.

Mortar employment in the oflense
should be llexible enough to react
to the (uid nature of the modern
day battleficld. By employing the
techniques described, the platoon
should be more responsive, given
the two offensive missions ad-
dressed. In lact, these methods of
employment could be tailored for
most offensive operations, including
the hasty attack, exploitation, and
pursuit. Through cffective (raining,
planning, and leadcrship, the mor-
tar platoon will be able to provide
the commander with accurate [ires
when he needs them.

Captain Richard F. Atkin-

son was a distinguished
military graduate commis-
sioned from ROTC at the
University of Delaware,
where he earned a B.S. in
Economics. Assigned to
the 1-33 Armor at Fort
Lewis, Wash., he served
as leader of a scout
platoon, tank platoon,
and mortar platoon. He
wrote this article during
AOAC 4-88, prior to his at-
tendance at  Cavalry
Leaders Course.
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The Battalion Support Platoon at the NTC -
Flexibility Is a Must

By First Lieutenant Michael P. Gilroy

Flexibility, the ability to bc at the
critical point  "firstest  with  the
mostest” is the deciding [actor in
any battle. This is no less true in the
logistics arena. In flact, it is more
critical. Unlortunately, there is a
current  dearth  of information
regarding how the battalion support
platoon operates in the field. What
we need is some practical advice,
notably lessons lcarned at the NTC,
as well as that staple of every
Armor Ollicer’s Basic class, a {ield
SOP. Until that information arrives
in the field, there ~rc some basic
principles that guide the operation
ol the support platoon. The key
principle is flexibility. Captain Wil-
liam Hedges’ "Push-Pull Logistics"
(ARMOR, Nov-Dec 1987) laid out
one system that works for the bat-
talion support platoon. This article
seeks to expand on that system.

Task Force 2-34 Armor wcent (o
the NTC in February 1988 as a
balanced task force with one tank-
pure company, one lank-hcavy
tcam, on¢ mech-pure company, and
one mech-heavy tecam. It deployed
with its parent brigade and a new
twist: the 3-27 Infantry (Light) [rom
Fort Ord, Calil. In pre-exercise
planning at home station, we real-
ized that, with a light inlantry bat-
talion in the picture, the battalion
support platoon would have to he
extremely flexible in order to dcal
with any task organization. The key
to lexibility was the support matrix
(Figure 1).

The support matrix allowed the
support platoon to respond quickly
to any changes in mission and/or
task organization. Its major ad-
vantage is that it is a quick and easy

system, which provides a common
frame of reference for all logistics
personnel. It scrved as the opera-
tions order for the service and sup-
port section of the battalion, and
provided a format to make any chan-
ges with a FRAGO by radio.

Every individual in the logistics
chain of TF 2-34, [rom platoon ser-
geant o battalion X0, had a blank
copy ol the matrix. The task [orce
S4 formulated his support plan,
based on the mission, and com-
pleted the matrix. The commandcrs
received the matrix at the cvening
orders briel. When last minute chan-
ges occurred, it was then a simple
matler to make any changes by
FRAGO over the radio. The matrix
was also uscd to inform the support
platoon leader or HHC commander
ol the logistics plan il face-to-lace
contact could not be made. The sys-
tcm proved to be invaluable in the
support of specialty platoons. Often-
times, the scouts would reccive a
mission, only to have it changed in
the carly morning hours, negating
the carlicr support concept. With
the matrix, the S4 sent the changes
to the support platoon leader in the
brigade support area (BSA) prior
to the formation of that LOGPAC.

In an emergency, the scout
platoon scrgcant, with his blank
copy ol the matrix, could also com-
municate dircctly with the support
platoon leader. The matrix was used
as a FRAGO: when the mech com-
mander received a latc mission to
detach two squads (20 men) to the
scout platoon (o assist in the recon-
naissance elfort, the mech first ser-
geant contacted the task force S4 at
the ALC to inform him of the chan-

ges to their supply rcquirements.
The S4 called the support platoon
leader in the BSA and inlormed
him ol thec changes.
The transmission sounded like
this:

"A24 this is L77, support matrix
change, OVER."

"L77 this is A24, send if, OVER."

"A24 this is L77, line one column

three 95, line one column siv 42,
OVER."

The support platoon leader then
rcad the change back. With this
short message, the scout platoon’s
headcount for Class I was increased
by 20, and the mech team’s head-
count was decreased by 20.

The task lorce S4 had decided,
prior to deployment, that he would
use the sponsorship concept as
much as possible to support the at-
tached/specialty  platoons.  Under
the sponsorship concept, a line com-
pany/team supply package will in-
clude the supply package [for
anothcr  unit, usually an at-
tached/specialty platoon. By assign-
ing every unit in the matrix a color,
it was also a simple matter to
change the "sponsoring” unit. Ex-
ample: The ADA platoon was
originally 1o receive its support
package with the D Company LOG-
PAC. Due to a late mission change,
the ADA platoon will now be closer
to A Team. The (transmission
sounds like this:

"A24 this is L77, matriv change,
OVER."
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Figure 1.
Support Matrix
SUPPLY |1 2 3 s 5. - 2 8 8 10. "
s ™ TK TMMECH |MECHCO [TNKCO |MORTARS [SCOUT  [ENGINEER |ADA TOC CBY TRNS | ATT INF
CLA: BLUE WHITE RED YELLOW |GREEN REO/WHITE [BROWN | PINK GOLD ORANGE | MAROON
1.
CLASS |
& WATER
2
CLASS N
3.
CLASS V
4.
CLASS V
5
MEDEVAC
6.
MAINT
MSR: TO MCP 1 EFSP 1
LRP 1: MCP 2: EFSP Z
LRP 2 MCP 3: EFSP 3.
CBT TRNS LOC: PRESTOCK 1: SPECIAL:
BSA LOC: PRESTOCK 2
ORDER # MISSION:

"L77 this is A24, send it, OVER."

"424 this is L77, line one, column
cight, Blue, OVER."

"L77 this is A24, line one, column
eight, Blue, ROGER OUT."

With this short transmission, the
support platoon leader learned that
the ADA platoon would receive its
package as part of A Team (Blue),
and to configure the LOGPAC that
way. For the support platoon (o
preserve its [lexibility, it must be
able to communicate. One ol the ad-
vantages ol the support matrix is
that it shortens radio transmissions
on an already crowded admin/log
net. But this is not enough. The cur-
rent TO&E gives the support
platoon only one AN/VRC-46
radio. Early on, we realized that this
would not mesh with the system we
wanted to employ. An AN/VRC-64
radio was taken "out of hide" and in-
stalled in an M977 cargo HEMTT.
This provided the support platoon
with its own nct. With his expanded
communications  capability,  the
platoon sergeant used the radio-

equipped HEMTT as a trail vehicle
in convoys to provide command and
control, and as a second "command
post." This allowed the support
platoon leader Lo control two opera-
tions at the same time. On occasion,
the platoon leader controlled the
recovery ol a LOGPAC while the
platoon sergeant supervised the es-
tablishment ol an engincer forward
supply point. The support platoon
could now divide itsell in hall to
support anywhere on the battlefield.

The major disadvantage ol the sup-
port matrix system is that it rclics
heavily on FM communications,
which, owing largely (o the great dis-
ltances at thc NTC, are not always
possible. We solved this problem
using a retrans station provided by
brigade, as well as our organic radio
tcletype (RATT) rig. Radio teletype
is an outstanding logistics multi-
plier. With RATT, you can send
matrices as hard copies to the
brigadec RATT and for personnel in
the Dbattalion [licld trains on a
regular basis. RATT all but negates
the ellect of distance on the support
effort. As 1 mentioned beflore, radio

communications are not reliable.
Each individual, down to vehicle
opcrator level, must have a com-
plete understanding ol the support
matrix and the task force mission.
There is also no substitute for face-
to-lace contact between the S4 and
the support platoon leader. It must
occur each day at the logistics
release point. Additionally, the sup-
port platoon lcader should attempt
radio contact with the S4 every
eight hours, at a minimum. Al-
though the support matrix was
originally conccived to handle any
possible task organization with at-
tached light infantry, it proved its
utility in the support ol at-
tached/specialty platoons and other
clements, such as the TOC and com-
bat trains. i was particularly elfec-
tive in ensuring Classes | and IV
were in the right place at the right
time. The matrix allowed the 54 to
form a good plan immediately, as
opposed to a perlect onc later,
secure in the knowledge that it
could be updated quickly il the
need arose. This allowed the sup-
port platoon more time to itsell for
i's own planning, as well as main-
tenance and rest. Central (o all this
was Lhe expanded communications
capability of the support platoon,
which ensured that it could execute
any mission once it received the
order.

First Lieutenant Michael P.
Gilroy was a distinguished
military graduate of the ROTC
program at Providence Col-
lege, Providence, R.I. A
graduate of the Armor Officer
Basic Course and the Im-
proved TOW Vehicle Trainers
Course, he was a tank platoon
leader, battalion support
platoon leader, and company
XO before his assignment to
his current slot as S4, 2-34
Armor, Fort Riley, Kan.
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To Estimate the Situation

by Major Michael W. Symanski,

Too many comparisons of the el-
fectiveness ol U.S. and Soviet equip-
ment and doctrine are made in
terms of one-on-one duels. This
kind of assessment does not match
us against them, either in terms of
overall combat power or of the con-
ditions that inflluence the decisions
and actions/reactions of each com-
batant. Too often, the question we
address is, "Can our tank be
destroyed by a particular weapon

known to be possessed by the
enemy?” It would be better Lo ask,
"What must the enemy do (o

destroy our tank, and how often
must he do it?"

Although a weapon or doctrine is
designed to close with and destroy
the enecmy, the existence of that
weapon or doctrine has an elfect all
its own. This is the idea behind
deterrence. An arms race is a com-
petition ol possession, not applica-
tion. This is true strategically and
tactically. We must consider the
combined eflects that our material
capabilities, positioning, and num-
bers have upon the cnemy’s actions.
The accurate estimate ol the enemy

USAR

and friendly situations is basic to his
planning as well as to ours.

All  weapons and unils are
designed to perform in harmonious
concerl, not a cappella. We must
consider the sum ol the parts. The
inlantry is the prime considcration
because it is needed to occupy ler-
ritory, wherc ils presence coerces
the encmy nation to do our political
will. The infantryman is vulnerable
to small arms fire and shrapnel, so
we encase him in armored vehicles,
or fortifications, and support him
with weapons impervious (o bullets
(primarily from automatic
weapons). Armored vehicles, on the
other hand, are vulncrable to an-
litank weapons. Because the walk-
ing man is not gencrally the most
productive target of an antitunk
rocket, he protects the tank against
ATMs. Counter-battery artillery fire
is the best defense against the high
explosive round that destroys ar-
mored vehicles and man alike. The
enemy artillery cannot fire from
positions already occupied by our in-
fantry. Thus, no single weapon can
provide sullicient [irepower, protec-

() (o) (2)(8) () () ()
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tion, or mobility in every situation.
None are designed to do so, and we
should not expect it. The Bradley,
an agile vchicle proof against small
arms and shrapnel, draws criticism
because it can be penetrated by a
HEAT round; this is a common ex-
ample ol myopic estimation. We
must employ all weapons and units
together o succeed.

Terrain has its effect upon employ-

ment. [nlantry seeks ground in-
hospitable (0 enemy [ighting
vehicles, and armor avoids places
where hoslile infantry with ATMs
may be concealed and covered.
These responses to (errain, of
course, assume that the enemy has
the weapons and numbers to exploit
such ground.

Combat power is relative. Op-
posed by an enemy on [oot in the
open, the commander applies a
machine gun. The opponent meets
this raise in the stakes by deploying
tanks. The inlantry counters with an-
titank missiles, mines, and artillery.
The armored force calls for air sup-
port and counter-battery fire. So it
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"Part of the maturing of an officer is to sharpen
his perspective of a threat. An enemy advantage
of one tank is decisive to an estimate made by a
lieutenant, bothersome to a captain’s, and incon-
sequential to a colonel’s."

goes, ad infinitum. Al any point, one
side has the taclical advantage, but
these rounds ol "raising and calling"
continue until one conteslant can
make no credible riposte. This es-
calation can easily be seen in low in-
tensily conflict, which becomes high
intensity as quickly as the par-
ticipants can manage to "go heavy."
The militia in ambuscade of the
American Revolution became the

Continental Line, and the NVA
replaced the Viet Cong. Light
divisions are strictly temporary

measures. They will be plussed-up
with armor augmentation so (hat
they will become heavy divisions in
practice. The path ol insurgency is
intended (o lead to a decision by
heavy forces.

The material demands of this es-
calation require a logistical base
and transportation system that are
up lo the task. OQur strength [orces
the enemy Lo invest in a material ef-
fort that we hope is beyond his
means. He must somehow transport
his antilank mines (o his infantry
positions. He must bring his T-80
tanks to the battlefield. It doesn’t
matler that a round [rom a T-80 will
penetrate our M60 il that Soviet
tank is not present, or our numbers
exceed his rate of lire.

The material requirement is easier
to mcct than the (raining require-
ment. Even i the weapons are
therc, the soldiers must know how
to operate them elfectively. We all
know how long it lakes to train to
adequate standards, and how impos-

sible it is to lrain someone lacking
the basic education necessary (o
master modern equipment. Further,
it is far easicr and quicker to train
the individual weapons operators
than it is o train the commanders
and stafl who must bring them (o
contact at the right time and place.
Soldiers take months to (rain, but
stalfs take years. Part of the matur-
ing of an officer is to sharpcn his
perspeclive ol a threat. An cnemy
advantage ol one lank is decisive to
an estimale made by a lieulenant,
bothersome Lo a captain’s, and in-
consequential Lo a coloncel’s,

Equipment and training will still
not provide if the soldiers arc not
psychologically prepared for com-
bat. Enemy fire is not effective fire
until it causes serious degradation
of our relative combat power. One
lost tank does not neutralize its
platoon. What good is weaponry il
the operators flec at the first shot?
The soldiers must be willing to use
their weapons in order to win in
combat, wherc losses are inevitable,
pain is unavoidable, and the con-
tender who is only relatively
stronger will prevail.

Tactically, capabilitics bring their
own sharc ol the reward when the
encmy is forced to commit to a
course of action not of his own
choosing. After all, the NBC
capability produces most  of its
results not by killing large numbers
of the enemy, but by degrading his
performance by forcing him to suit
up. Mines are not sown to blow up
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the enemy, bul Lo canalize his move-
ments o a more vulnerable posi-
tion. Our armor threat confines an
infantry heavy enemy to bad terrain.
Our material strength forces the
encmy lo invesl his resources in
logistics and (raining, which may ex-
pend his resources belore the battle
begins.

The combat commander and staff
may nol always be able (o bludgeon
the adversary to death, and our
doctrine is based on the assumption
that the U.S. Army does not hold a
bigger cudgel than the Soviets. The
qualitative advantage thal we pos-
sess, and our often local quanlita-
live advantage, must be applicd to
stress the enemy’s weaknesses and
enhance our strengths. Like any
good poker player, we must know
how to read thc cards, know the
odds, and make smart bels instead
of gambles.

Major Michael W.
Symanski, USAR, was com-
missioned from the Univer-
sity of Winois in 1970.
During his two years of ac-
tive duty, he served as
platoon leader, support
platoon leader, and XO in
the 82d Airborne. He is
presently  assigned  as
Troop Support/Material
Maintenance Branch Chief,
21st  TAACOM (CA), In-
dianapolis, ind. He is presi-
dent of Maximum Tools, Inc.
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Introducing the Leadership Assessment Program (LAP)

Reinforcing Leadership
In the AOBC Officer

By Captain Mark E. Asbury
and Captain Jesse White

A new breed of lieutenants is
reporting Lo (ake charge of platoons
in your units. Laslt September, the
Armor Officer Basic Course began
placing greater emphasis on a new
lieutcnant’s  leadership  devclop-
menl. The Leadership Assessment
Program (LAP) focuses on continu-
ing the leadership development
begun during precommissioning.

LAP is the outgrowth of the
Leadership Development  Study.
General Carl E. Vuono, Chiel of
Stafl of the Army, commissioned
the study, and the Combined Arms

Cenler, Fort Lcavenworth, con-
ducted it."
The Leadership  Assessment

Program measures 12 dimensions of
leadership selected as a result of a
joint conference between the Armor
School’s  Leadership Department
and the Center for Army Lessons
Learned (CALL).

These dimensions are the eight
compelencies -  communication,
planning, supervision, teaching and
counseling,  soldier-team-develop-
ment, decision-making, manage-
ment technology, and professional
ethics - incorporated in (he revised
version of FM 22-100, Military
Leadership, as well as lour warrior

% RNV
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charactcristics - iniliative, innova-
tion, boldness, and {lexibility.

The National Training Center
(NTC) is currently testing these
dimensions. The Army goal is to
push these dimensions (o the ficld
through the examples of the Officer
Basic Course graduates. The Armor
School’s goal is (o confirm the of-
ficer’s leadership style and provide
him with the matcrial (0 creale a
"Platoon Leader Plan.”

LAP is an inter-dcpartmental cf-
fort between the Armor  School
laculty and the Senior Class Advisor
(SCA), aimed at providing in-
creased assessment and feedback of
the student officer as he conducts
himsell  through the course ac-
tivities. LAP is the key ingredient of
a "Be-Know-Do" framework to in-
grain (hese dimensions into his
character. This framework locuses
on instruction on altitudes and
values (Be); coaching, and counscl-
ing (o help the olficer know his
leadership style (Know); and feed-
back asscssment as the ollicer per-
forms in student leadership posi-
tions, as a tank commander during
gunnery, and in platoon leadership
positions during tactical maneuver
training (Do).

BE. During in-processing, the
SCA presents an overview (o all stu-

dent officers on the Leadership As-
sessment Program, as well as their
job  book (Amnor Officer Military
Qualification Standards I, STP 17-
1211-MQS). The course introduces
the Armor MQS 1l manual (o show
officers the tasks taught by the
Leadership Dcpartment. Through-
out the course, the SCA reinforces
the MQS Level 1l tasks (sce Table
1). He also conducts OPDs, hands
out leadership articles, and c¢n-
courages students (o read books
listed in A Professional Reading List
For Faculty And Students, FSKM
PH-40.

KNOW. The course challenges stu-
dents to make sclf-assessments of
their leadership strengths and weak-
nesses, using the 12 dimensions of
Icadership. Officers transcribe their
self-assessment goals and other
coursc goals to an OER Support
Form. The OER Support Form
provides a foundation for building
the AOB students’ developmental
objectives. We use il as a tcaching
ool to prepare them (o ellectively
use it following graduation, and as a
discussion structure for their coun-
seling  sessions. Each  oflicer
receives three formal counseling ses-
sions to review his development ob-
jectives (sce Figure 1).

The three different counseling ses-
sions mark the transition in the stu-
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Table 1

MQS liTasks That Can Be Reinforced By a SCA

(\"o‘e 90\06

Task Number A\ o o Task Title
01-9001.00-0010 X X X Demonstrate an understanding of the responsiblility of membership

in the profession of arms.
01-9001.00-0020 X X X Relate the influence of key Army values on soldier and leader behavior.
01-9001.00-0030 X X X Analyze ethical issues,
01-9001.00-0040 X X X Analyze the effect of institutional pressures on ethical conduct.
01-9002.01-0010 X X X Apply Army leadership doctrine in typical unit situations.
01-9002.01-0020 X X X Demonstrate an understanding of duties, responsibilities, and authority.
01-9002.02-0010 X X X Apply communicative process in dealing with superiors and subordinates
01-9002.02-0020 X X Apply communicative techniques for listening to the commander’s intent.
01-9002.02-0030 X X Apply communicative techniques for speaking to be heard.
01-9002.03-0010 X X X Apply decision-making process.
01-9002.04-0010 X X X Apply the planning process.
01-9002.05-0010 X X X Apply the principles of supervision to implement an action,

task, or mission.
01-9002.06-0010 X X X Apply motivation principles on subordinates.
01-9002.06-0030 X X Demonstrate leader teaching and role modeling responsibilities and skills.
01-9002.06-0040 X X X Demonstrate effective counseling skills.
01-9002.07-0010 X X X Develop a plan for assuming a leadership position and taking charge.
01-9002.07-0020 X X Analyze the supportive climate of a platoon-size unit
01-9002.07-0030 X X Apply team-bulding factors that make cohesive units.
01-9002.07-0040 X X Develop plans and evaluation procedures to determine unit cohesiveness.
01-9002.07-0050 X X Apply procedures to reduce and control stress, fear, and panic.
01-9003.00-0010 X Implement the Army'’s Equal Opportunity Program.
03-9601.00-0007 X X Prepare an Officer Evaluation Report (DA Form 67-8-1.
01-9191.00-0001 X X Cousel personnel on job performance.
01-9191.00-0002 X X Counsel personnet on personal problems.
01-9191.00-0003 X X Counsel personnel on disciplinary matters.

NOTE: An "X" denotes primary method of reinforcing this task.

dent officer’s course curriculum
from maintenance/supply to
weapons/gunnery (o armor/cavalry
tactics. The initial counseling ses-
sion, during the first two weeks of
training, functions primarily as a
"gel acquainted” session, Lo clarify
course objects, review how to use
an OER Support Form, and discuss
the development of a "Platoon
Leader Plan" The interim coun-
seling session focuses on rcviewing
progress of goals made on the OER
Support  Form, discusses assess-
ments made by the SCA, and discus-
ses the first peer assessment. The
linal counseling session, held prior
to their 10 days of tactical training,

finalizes the OER Support Form,
reviews the gunnery department as-
sessments and SCA assessments,
and discusses the second peer as-
sessment.

DO. As mentioned above, each of-
ficer participates in Lwo peer assess-
ments. These assessments are valu-
able because they confirm the
leadership assessments made by the
SCA and instructors. They also
provide indications of team member-
ship and teamwork. Conducted
during the sixth week of training,
the first pecr assessmentl proves L0
be excellent in helping the officer
visualize his first impression upon

arrival al his gaining unit. During
the interim counseling session, the
SCA discusses possible leadership
tcchniques on "Taking Charge."
After gunnery training, officers com-
plete the second peer assessment.
By this time, all officers have seen
cach other in a ficld and garrison
environment. Besides being more
detailed on leadership behavior, this
assessment provides a good snap-
shot of crew compatibility and
platoon cohesion. During the final
counseling session, the SCA discus-
ses the importance of teamwork,
methods of motivation, concepts on
modilying impressions, and
strategies to reduce stress.
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Final
Counseling
SesHion

?:l\ \nterim Counseling

Session

Reviewy fAdjust.
OER Spt. Form

Leadership Assessment
Report

Figure 4

Throughout the basic course, stu-
dents function in a variety of leadcr-
ship and stall positions. The SCA
and the instruclors coach and assess
cach officcr as he executes his
leadership tasks. Following job com-
pletion, each officer reccives a brief-
back. The goal is to increase job
performance during the final 10-day
field training, confirm each officer’s
lcadcrship style, and confirm his pla-
toon leader plan.

The platoon leader plan is our
mcthod of challenging the officer to
organize his course material into an
easy reference tool. It becomes his
book of lessons learned whilc at the
Armor Officer Basic Course.

Summary

Overall, the Leadership Assess-
ment  Program (LAP) gives new

licutenants an opportunity (o estab-
lish their leadership, prepare (o
mcet their platoons, and establish
their "Platoon Leader Plan® (o aid
them in success.

Notes

1 MG Gordon R. Sullivan, Leader
Development Study, Combined Arms
Center, Fort Leavenworth, Kan., 1987.

recently graduated from AOBC.

CPT Mark E. Asbury was commissioned from ROTC in 1981. He
received his B.S. in Psychology from Brigham Young University
and his M.A. in Counseling and Guidance from the University of
Missouri-Kansas City. He has attended AOBC, JOMC, and AOAC.
Assigned to 2-64 Armor, 3rd ID, in FRG, he served as tank
platoon leader, tank company XO, LNO, and assistant S4. He
completed an assignment as a SCA for AOBC 16-88, and was
recently assigned as S3 Air in the 1st Bde., 3d ID, in the FRG.

Contributing writer, CPT Jesse White, is currently an instructor in
the Leadership Department of the Armor School at Ft. Knox, Ky.

Artwork for this article was by 2LT Micnael Harris, currently as-
signed as a scout platoon leader with the 1-101 Cav, NYANG. He
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To Gain and Maintain

by Lieutenant Colonel Robert R. lvany
and Captain Michael D. Formica

Glancc  over any aller-action
report from the the National Train-
ing Center and, all too often, you
will find epitaphs for incompetent
scouts. Poor movement tcchniques,
[ailure Lo anticipale enemy actions,
or losing contact with the enemy [re-
quently result in heavy losses for
their battalion. But are they to
blame? For many years our 19D

scout has becn a "jack of all trades.”
Today, our modern "Old Bill" must
master the most dilficult and impor-
tant craft of his profession: The
ability to gain and maintain contact
with the enemy.

Detecting enemy lorces belore the
battle and keeping them under con-
tinuous surveillance requires a spe-

cial combination ol patience and ag-
gressiveness.  Experience makes a
big dillerence.

Velcran scouts versed in the sub-
tle art of scouting are hard to [ind.
The Army expects to [ill only 80%
of its 19D slots in FY88. Combat
units, meanwhile, must contend with
high personnel turbulence and with
scouts who have been serving on
recruiting or drill sergeant duty. In
the Ist Squadron, 3d ACR, we
developed a series ol platoon-level
training exercises to overcome these
obstacles. Designed to train "ex-
perienced” scouts who can gain and
maintain contact in any cnviron-
ment, these [orce-on-lorce drills can
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"QUICKFIGHTER" SCENARIO

"Quickfighter is not a "free-

play" exercise. While the
friendly platoon responds to
its troop commander, the
OPFOR platoon maneuvers
under the direction of the
S2. Troopers learn a great
deal from their experience
as the OPFOR. "

Time 1st Platoon Time 2nd Platoon
0630 Pre-Combat Inspection 0630 Pre-Combat Inspection
0800 Troop Cdr. Receives OPORD 0800 Move to OPFOR Assy Area
0900 Screen a Stationary Force 0900 OPFOR Probes, Attacks
(3-1V-3-4)
1200 AAR 1200 AAR
1300 Move to OPFOR Assy Area 1300 Troop Cdr Receives OPORD
1400 OPFOR Probes, Attacks 1400 Screen a Stationary Force
(3-1IV-3-4)
1700 AAR and MILES Check 1700 AAR and MILES Check
1800 Hot Refuel and Rearm 1800 Hot Refuel and Rearm
1900 Troop Cdr Receives OPORD 1900 Move to OPFOR Assy Area
2000 Reconnoiter a Zone 2000 OPFOR Screens
(3-1V-2-5)
2300 AAR 2300 AAR
2400 Move to OPFOR Assy Area 2400 Troop Cdr Receives OPORD
0100 OPFOR Screens 0100 Reconnoiter a Zone
(3-Iv-2-5)
0400 AAR/ENDEX 0400 AAR/ENDEX
be adapted (o divisional cavalry  "Maintain  Contact” (3-1V-2-18).

squadrons or to the scout platoons
of armor or mechanized battalions.
Incongruously  named  "Quick-
fighter," these 24-hour exercises
challenge  everyone [rom  the
platoon leader (o the youngest
scout. The exercise begins with
some self-diagnosis by the squadron
leadership.

Relying on input from the troop

commanders, his own observations
and  aller-action  reports, (he
squadron commander designs the
exercises (0 mcel his unit’s par-
ticular requirements. With the help
of ARTEP 17-55, the squadron S3
incorporates  these requirements
into a fast-paced exercise.

The attached scenario portrays a
typical Quicklighter exercise. In this
case, the commander wanted to
develop the scouts’ cross-country
movement lechniques during zone
reconnaissance and screening opera-
tions. These requirements translate
into ARTEP tasks such as "Recon-
noiter a Zone" (3-1V-2-5), "Screen a
Stationary Force" (3-1V-3-4), and

Each platoon has the opportunity to
conduct the missions and acl as the
OPFOR.

The squadron stall plays an impor-
tant role in developing realislic
training. It coordinates outside sup-
port, publishes the necessary orders
and provides (wo evaluator/control-
lers. One officer or NCO from the
S2  shop mancuvers with (he
OPFOR platoon. A member of the
S3 shadows the [riendly platoon.
The stalls participation allows the
troop commandcr to focus his atten-
tion on the movement, reporling,
and calls [or fire [rom his scouts.

Quicklighter cxerciscs make the
scouts leel "al home" during the
evaluation. The commander directs
the platoon leader according to the
troop’s standard operating proce-
dure. Logistical resupply arrives
under the control of the unit first
scrgeanl. The (roop’s maintenance
section responds to vehicle break-
downs. In this way, the entire unit
benelits from the training, not just
the scout platoons.

Quickfighter is not a "lree-play” ex-
ercise. While the friendly platoon
responds o its troop commander,
the OPFOR platoon maneuvers
under the direction ol the S2.
Troopers learn a greal deal from
their experience as the OPFOR. In
addition to controlling their move-
ments, the S2 explains OPFOR [or-
mations and tactics. Using colored
flags to designate them as BRDMs,
BMPs, or T-72s, he configures them
as the Forward Security Element or
as part of an Advance Guard.

The OPFOR altacks or defends
under the $2's watchful eye. If con-
ducting a recon, for example, the
OPFOR moves on a pre-arranged
dog-leg with prescribed speeds for
each leg. Il the OPFOR delends,
the S2 positions them as combal out-
posts or part of a delensive belt.
Most importantly, the S2 teaches
the scouts to fight and move as the
OPFOR. When the platoons trade
roles later in the day, the scouts will
be  knowledgeable about  the
enemy’s Laclics.

The fricndly scouts conduct their

zone reconnaissance or  screen
under the command ol their
platoon leader and (roop com-

mander. Neither knows the OPFOR
scheme of maneuver. Routine, but
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often insistent, queries, find their
way to the platoon leader. Ques-
tions like, "Where’s the enemy?"
and "How many (anks are there?"
keep the platoon leadcr focused on
the importance ol gaining and main-

taining contact. The S3 repre-
sentative  follows the evaluated
scouts so he can observe their move-
menl and actions on contact. From
his vantage point, he can restrain or
hasten the pace of the cnemy to
challcnge units  with  diffcring
abilities. By increasing the speed of
the OPFOR’s advance by only 5
mph, for example, the controller
quickly builds pressure on the
friendly unit.

The ability to perform under pres-
sure usually separates the vetcerans
from the newcomers. Actions on
contact, on losing contact, or on
being overrun provide plenty of ex-
citement for the evaluated platoon.
It takes guts to follow on the heels
ol enemy outposts as they withdraw
or to shadow OPFOR elcments
after they have penctrated the
screen. Scouts quickly learn the size
of the cushion they musl maintain
with the enemy. Retrograde screen-
ing operations as well as night

reconnaissance missions especially
challenge inexpericnced leaders.

The use of MILES significantly
helps the evaluator and commander
assess a platoon’s elfectiveness.
During some missions, the com-
mander may order his scouts to
avoid engaging all enemy forces,
even recon elements, so their posi-
tions will not be compromised.

Some young scouls, however, can’t
resist the temptation (o kill a BMP
or T-72. These scouts and their
units usually pay a high price for
such trigger-happiness. Flashing yel-
low lights quickly pinpoint those
scouts who have allowed the enemy
to detect and overtake them. For-
tunately, each platoon has the op-
portunity to lcarn from its mistakes
when it switches sides during the ex-
ercise.

The real learning process takes

place during the Aller  Action
Review (AAR) [following each
phase of the drill. Quickfighter

AARs bring together both platoons,
evaluators, and the troop com-
mander. Everyone examines Lhe
friendly platoon’s actions. Where
did they lose contact? How ac-
curate were the spot reports?
Whatever the shortcomings, the
AAR ends on a positive note as the
scouts go out and try again.

Quickfighter  exercises  bcnefit
every level of the command. The
platoon leadership learns by being
forced to handle a resourceful and
cunning e¢nemy. The troop com-
mander has the opportunity (o exer-
cise his command and control and
lo discover cach platoon’s weak-
nesses and strengths.

The squadron commander,
meanwhile, is able (o walch, listen,
and gain an appreciation ol his
"eyes and ears.” As the unils
progress, he can add more challen-
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ges, such as barriers, operations in
MOPP 4, and the integration ol the
tank platoons with the scouts.

These additional requirements can
challenge even veleran scouls.  As
the Army laces major lunding con-
straints, Quickfighter olffers com-
manders a low cost and low over-
hecad exercise which can gencrate
high trooper interest. 1t will develop
experienccd scouls who can gain
and maintain contact in any environ-
ment, and live to tcll about it.

Lieutenant Colonel Robert
R. lvany was commissioned
in Armor from West Point in
1969. He earned a Ph. D. in
history from the University of

Wisconsin  and graduated
from the Command &
General Staff College. He

served with cavalry regi-
ments in CONUS, the FRG,
and the Republic of Vietnam.
He recently commanded the
1st Sqn., 3d ACR, and is cur-
rently assigned to the Com-
bined Arms and Tactics
Department, U.S. Army Air
Defense Center.

Captain Michael D. Formica
was commissioned in the
Regular Army in Military Intel-
ligence after being selected
a  distinguished military
graduate at Indiana Univer-
sity of Pennsylvania. He
transferred to Armor in 1984
and has served as battalion
S2 and scout platoon leader
with 1st Bn, 64th Armor in
the FRG. He served as
squadron S3-Air and com-
manded D Co., 1st Sqgn., 3d
ACR. A graduate of MIOBC,
AOAC, and the Airborne
School, he is currently the
plans officer, 3d ACR.
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Commander’s Intent
and the Field Artillery

by Captain Richard G. Cardillo, Jr.

Throughout the night, the scouts
from TF 4-77, 1st Bde, 55th
Mechanized Division received peri-
odic reports that the division’s caval-
ry squadron, 4-23 CAV, had been
extremely successful in stripping
away the regimental reconnaissance
company ol the 11th Motorized
Rifle Regiment. 1Cs now 0630
hours, and the scouts have unexpec-
tedly begun their withdrawal back
to BP 24 under ecnemy pressure.

As the regiment (ransitions inlo ils
company prebattle formations, the
scouts take heavy losses [rom [lank-
ing fires. They conduct their
withdrawal without the suppression
of enemy direct-lire systems, and
smoke to obscure the enemy OPs
and screen the scouts rearward
movement was not planned. Back at
the tactical command post, the task

forcc commander turned to his fire
support  olficer  (FSO)  and
demanded, "Where’s the smoke?
Where’s the artillery?”

The FSO could only respond, "Sir,
I assumed you wanted to save that

for the close-in battle.”

As the regiment approached the

task force commander’s primary
cngagement  area, Lthe FIST for
Alpha Company, 4-77 initiated

group ALID, too early and im-
properly positioned in refcrence (o
the commander’s primary engage-
ment area. Again, the TF FSO
could only respond, "I thought that’s
where and when vou wanted that
group fired.”

As the engagement progesscs, Lhe
FSO and ALO coordinate for CAS

using Army and Air Force aviation
assels into engagement area "B", not
where the commander had intended
to finish the cnemy off. By now, the
commander is thoroughly [rustrated
with the FSO and is willing to have
the young captain sacked.

Eventually the regiment broke
through the battle position and
sccured key terrain in the division’s
rear area, allowing the lollow-on for-
ces easy access into the 10th Corps
rear arca.

While the above scenario is fic-
Litious, it does emphasize the impor-
tance of the maneuver commander’s
responsibility (o articulate his intent
{or fire support to the fire support
officer early in the planning
process. The maneuver commander
exercises overall direction of the
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"The FSO and ALO are the commander’s link to 80 percent
of all available fire support agencies (naval gun fire is the one
exception). Without their synchronization into one plan, the
commander’s ability to mass his firepower to delay, disrupt,
or destroy enemy forces is severly degraded."

fire support system and is ultimately
responsible for integrating fire sup-
port into his plans. Fire support hin-
ges on the maneuver commander’s
intent for field artillery.

The mission ol the field artillery is
to destroy, neutralize or suppress
the enemy by cannon, rockel, and
missilc fire, and to assist in integrat-
ing all fire support into combined
arms operations, 1 will focus on one
of the four basic tasks of [ire sup-
port that allow the field artillery to
accomplish its mission - support the
force commander’s battle plan. The
performance of this task enables the
mancuver commander to influcnce
the battle with lirepower. Firepower
gives thc commandcr the means to
attack designated high-payolf t(ar-
gets whose destruction, neutraliza-
tion, or suppression will be most
beneficial to the successful ac-
complishment of his mission.

In order to support the com-
mander’s battle plan, the
FSCOORD/FSO at each command
level must clearly understand the
maneuver commander’s first prin-

ciple of war - his objeclive. His in-
Lent.

A common complaint [rom [ire
support  officers is that  their
mancuver commander did not give
them adequate guidance lo formu-
late a [ire-support plan (o support
the scheme of maneuver. A very
commonplace approach is for the
maneuver commander (o (el the
FSO, "Go ahead and make up a fire
plan, and Pl agrce with whatever
you come up with." The maneuver
commander is now willing to give
total control of the major con-
tributor to his fircpower on the bat-
tlefield to a special stalf officer,
wilhoul suflicient planning
guidance.

This individual is probably not the
most experienced individual on the
battleficld. Granted, the FSO is cx-
pected to know his job and make
recommendations  to  the  com-
mander regarding fire support, but
o do so during the battle is a little
oo late, especially if it could have
been planned early on. Often, the
commander gives specilic guidance
to the S2, S3, and the engineer on

what he wants done or reported,
but rarely do the FSO or ALO get
guidance on what (o do. The FSO
and ALO are the commander’s link
to 80 percent of all available fire-
support agencies (naval gunfire is
the one exception). Without their
synchronization into one plan, the
commander’s  ability to mass  his
fircpower (o dclay, disrupt, or
destroy enemy lorces is severely
degraded. When he time comes to
exccute the mission, you now have
at least three plans instead of one.
Rarcly will a plan succeed without
the integration of all combat, com-
bat support, and combal service sup-
port agencies into onc plan - the
maneuver commander’s plan.

Belore the FSCOORD/FSO can
begin developing his [ire-support
plan, he must have a clearly delined
objective that is in consonance with
the mancuver commander’s intent.

Eventually, the commander will
reilerate his intenl in written form
under paragraph 3.a. (Concept of
the Operation) of the operation
order. The concept of the opcration
is a stalement of the commander’s

TROOP LEADING PROCEDURES ESTIMATE OF THE SITUATION METT-T

1. Receive the mission. e Mission analysis Mission

2. Issue the warning order. e Estimate the situation Enemy

3. Make a tentative plan. e Develop courses of action Terrain

4. Initiate movement. e Compare courses of action Troops

5. Conduct reconnaissance. e Decision Time

6. Complete the plan.

7. Issue the operation order. ) i

8 Supervise Conduct reconnaissance based on tentative plan. Informa-
’ ' tion discovered is plugged back into both METT-T and Es-

Figure 1. timate of the S.ltufﬂion. It can cause a change of plan or even

a change of mission.
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intent, which explains why the force
has been tasked to do the particular
mission. It tells what results are ex-
pected, how these results contribute
to future operations, and how, in
broad terms, the commander plans
to achieve those results. The fire-
support ollicer will then address, in
paragraph 3.a. (2) (Fires) of the
operation order, how he plans to
support the commander’s intent.

Commandcrs must become person-
nally involved in the decision-
making process ol fire support in-
tegration. The FSO is no dillerent
from any other member of the
mancuver commander’s stall. An cl-
fective technique in formulating the
commander’s intent is to follow
troop-leading proccdures as closcly
to the letter as possible, while put-
ting special emphasis on the com-
mander’s wargaming session. Using
this technique, the commander
gathers all ol his primary and spe-
cial stall early in the planning
process, and using the available in-
telligence and probable enemy cour-
ses of action, the commander
"fights" the battle. As he "lights" the
battle, with recommcndations from
his FSO, he inserts his fire support
assets when and where he thinks
they will contribute most to the bat-
tle, giving specilic information on at-
tack guidance and desired ellects.
One of the maneuver commander’s
greatest challenges is in synchroniz-
ing and concentrating all of his com-
bat power at the critical time and
place. In order to assist the com-
mander in synchronizing fire sup-
port with mancuver, the [lollowing
reminders will help to clarify the
commander’s intent:

® The FSO must be included in

the analysis of the mission from the

time the mission is received, and his

involvement must never be ter-

minated.

e The FSO must know the com-
mander’s intent. Be specific. Tell
the FSO everything as soon as it oc-
curs.

- What targets to attack, where to
attack those targets, and when.

- What arc the desired elfects of
fire on those particular targets.

- What fire-support means will be
used and when do we use them.

e Don’t let the FSO plan in a
vacuum.

e The FSO must understand the
scheme ol mancuver.

o ldentify which units have
priority of mortar and artillery fires.

e Give the FSO preliminary
guidance on high-valuc/high-payoll
lurgets.

® For what areas or keyv points
during the opecration should the
FSO plan lor in which ccrtain risks
may or may not be acceptable.

"® The FSO needs guidance on
specific courses ol action.

e Guidance on critical events

should also be considered.

By understanding the com-

mander’s intent early in the plan- |

ning sequence, the FSO is belter
able to inform th¢ commander what
fire support can or cannot be ac-
complished during the battle so that
the commander can revise his plan

il necessary. Additionally, if the

FSO understands the intent early,
the integration of the fire-support
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plan with mancuver will cnhance
the commander’s chance lor success.

Training Circular 6-71 (The Fire

Support Handbook for the Maneuver
Commander) and FM 71-2 (The
Tank and Mechanized Infantrv Bat-
talion Task Force) Chapter 6, Sec-
tion 11, can assist the maneuver com-
mander in passing his intent to the
FSO. The bottom line is not in-
tended 1o regurgitate  alrcady
published information, but (o
reiterate the importance of the com-
mander’s intent lor fire support.
Without a clear understanding of
what the maneuver commander
wants done, the [irc support he
receives will be a reflection of the
guidance he gives to the FSO.
Without the synchronization of fire
supporl, maneuvcr, protcction, and
leadership, the maneuver com-
mander’s combat power and his
chances of suceess will be reduced.

Captain Richard G. Cardil-
lo, Jr., a graduate of Oregon
State University, was com-
missioned in Field Artillery in
1978. He Is a graduate of the
Field Artillery Basic and Ad-
vanced Courses, Airborne
and Ranger Courses, and
CAS3. He has served as fire-
support team chief, assistant
operations officer, and bat-
tery XO with 2-3 FA, 3AD;
operations  duty officer,
DIVARTY, 2AD; and as com-
mander, MLRS Battery, 1-92
FA, 2AD. He is currently as-
signed as Live Fire, FSO
Trainer at the NTC.
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Leadership:

by Major Joseph N.G. LeBoeuf

Loving and Taking Care
of Your Soldiers

Spec. Richardson has just reached
an imporlant prolessional mile-
stone, promotion to sergeant. Ah,
yes, "buck” sergeant, ES, now a sup-
posed leader, as least that is what
his stripes indicate. His unit is cur-
rently short of squad leaders, nor-
mally a stall sergeant, E6. So, by vir-
tue of his newly-won stripes, SGT
Richardson is now thrust into a new
and difficult role, SQUAD
LEADER. No longer a follower,
but  a leader. Quotas for
NCO/Leadcrship schools will not be
available for at least six months.
There is a critical field training exer-
cise next month and an annual
ARTERP on the horizon, plus an IG
is just threc months down the road.
So, SGT Richardson...What are you
going to do now?

Many of us, officers and NCOs
alike, know this feeling all too well.
The anxiety, the stress, the some-
time feelings of absolute panic as-
sociated with being thrust into a
new leadership situation, a position
of great responsibility, and, more
often than not, not really knowing
what your next move should be. But
your soldiers are waiting! Well,
what should a good leader do? How
should it be done? Or, even more to
the point, what is a good leader?

The behavioral science and
psychological literature will throw
lots of ideas at you about what a
good leader is, and what a good

leader does: contingency models of
leadership, path-goal theories, ex-
pectancy-value, and many more
ideas that describe leadership ac-
tivity and leadership behavior.
These ideas are wonderful and have
an application but, lor some reason,
they don’t seem so wonderful, or
even practical, when you're standing
in front of your squad or platoon
trying to figurc out, "What do 1 do
now?"

Well, SGT Richardson, let’s not
lose hope, because there is a
philosophy of leadership that can
and will help. Within all the
theories of lecadership, thcre seems
to be a common, underlying, thread
that provides an answer, leastwise, a
starting point, to the question of
"What do I do now?" This thread is
that a good leader is one who loves
and takes care of soldiers. That’s
right, you've got to love them, the
good and the bad, and take care of
them all.

A good leader is one who loves
and takes care of soldiers - all of
them.

But wail a minute, is that all good
leadership is, loving and taking care
of your soldiers? Well, not really. It
is not as easy as it sounds.

Let’s examine what it really means
to love and take care ol soldiers.
Therein lies the key to being a good

leader and the key to good leader-
ship.

At first glance, one might think:
What’s so new about taking care of
soldicrs? Thal’s easy...cnsuring they
have chow in the field, they get their
pay and they have their personal
problems attended to...

WRONG!

Now, don’t get me wrong, these
things are very important. Any
leader who forgets these basic
things is doomed, leastwise hc is on
a rocky road. But there are other,
more important, but maybe not so
obvious, tasks involved in truly
loving and taking care of your sol-
diers. Let me give you a feel for
what this really means.

Taking good care of your soldiers
means an awlul lot. Taking care of
your soldiers mcans providing them
good, hard-hitting, training; training
that will ensure they will survive on
a modern battlefield, currently
characterized by a degree of com-
plexity and lethality that is difficult
to fully comprehend. Good training
is that which is well thought out,
carefully planncd, properly
resourced, and vigorously executed.

Good training is also that which is
properly evaluated, with immediate
[eedback provided to your soldiers,
and appropriate remedial and cor-
rective action taken. Good training
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"You have to love the good ones and the bad ones; and the bad ones
often take a whole lot more love. This means having the courage to get
the bad ones out of the Army, before they injure themselves and others."

is "hard", consistently performed to
the required standard. Good train-
ing is that which emphasizes those
skills required of soldiers in a com-
bal environment, emphasizing all-
weather, all-terrain, and day and
night operations. These are the
characteristics of good, hard train-
ing, and this is laking care of and
loving your soldicrs.

Taking care of soldiers mecans
good, hard training!

Taking care of your soldiers
means ensuring that your me¢n un-
derstand how o properly care lor
and maintain their equipment, both
in garrison and in the ficld. Good
leaders have Lo know as much about
cquipment  maintcnance, if  nol
more, than their soldiers. If good
leaders don’t know, they lind out!

Taking care of your soldiers
means  establishing  appropriale
clothing, equipment, and weapon’s
maintenance slandards and proce-
dures, and consistently enforcing
them. Dirty weapons, dcadlined
vehicles, and unserviceable equip-
ment cqual combat inellectivencss,
and that is not whal it means o
take care of your soldiers. If your
soldiers’ "stuff" doesn’t work, it
could get them killed. Good leaders
know all about these things and
teach them to their soldiers.

Taking care of soldicrs means en-
forcing HIGH STANDARDS. AL-
WAYS!

Taking care ol soldicrs also means
eslablishing and enforcing a system
characterized by high standards of
personal appearance, prolessional
conduct and military discipline.
Poorperlormance must be consis-
tently and elfectively dealt with, and
good performance must be consis-
tently and appropriately rewardcd.

You've even got to love the bad sol-
diers and do what’s right lor them
and the Army, even if it means pur-
suing some form ol punishment or
even discharge [rom the service.

Bad soldicrs take a lot of love and
care, but a good leader cares. Bad
soldiers become bad soldicrs some-
how, and that somehow is oflcn a
reflection upon the leadership they
receive. Bad soldiers often take a
lot of caring to make them good sol-
dicrs, but that is what good Icader-
ship is all aboul: getling the most
out ol your soldicrs, the good and
the bad.

Good leaders set the example, AL-
WAYS, both on and off duty.
Profcssional conduct, characterized
by high moral and cthical standards,
is the name ol the game. Good
leaders are disciplined, and their be-
havior rcflects (hat discipline both
on and ofl duty. Remember, you are
a leader 24 hours a day, seven days
a week. Good leadership is not
something you turn ofl at the end of
the duty day. It follows you around
like vour shadow, always present, a
constant reminder of your respon-
sibilities. It cannot be shunned.

Taking care of soldiers also means
that the leader must be technically
and tactically proficient in all
aspects ol subordinate and unit per-
formance. This is not an easy task.
You already know that. It requires
that leaders  continuously assess
their individual abilities and take ap-
propriate actions to correct deficien-
cies and obtain and maintain re-
quired skills. When you are profi-
cienl, you then can ensure that your
soldiers are. A lcader muslt lead by
example - deeds surely speak louder
than words. You will nol be able to
fool your soldiers, they will know il
you know what you are doing, so be
preparcd.

Well, SGT Richardson, what do
you think? Sounds like a lot of
things to do. Youre right, but
they're  doable, without the
knowledge of a lot of leadership
theories. But this is by no means an
exhaustive list of what it means (o
take care of your soldiers. It could
never be. But 1 hope you now have
an idea ol what it reallyv means (o
take care ol your soldiers and thus
be a good leader. But it takes work -
hard work and practice - lots of it,
so get started.

Remember, taking care ol your sol-
dicrs mcans that you also have to
love them. You have to love the
good ones and (he bad ones; and
the bad ones often take a whole lot
more love. This mcans having the
courage (o get the bad ones out of
the Army, before they injure them-
sclves and others. Loving means
keeping the good soldiers in the
Army, standing up for them in times
of trouble, and readily admitting (o
them when you have made a mis-
take. If you do all these things,
laking care of and loving your sol-
diers, you will be a good leader, and
they will never let you down.

Major Joseph N.G. LeBoeuf is
a 1974 graduate of West Point.
A combat engineer, he is cur-
rently attending Command and
General Staff College. Prior to
CGSC, he was assigned as as-
sistant professor and course
director of the General Psychol-
ogy course in the Department
of Behavioral Sciences and
Leadership at West Point. He
has held a variety of command
and staff positions in the
United States and in Germany
where, during his last tour, he
was the senior aide to the VI

Corps commander.
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Abrams Live Fire (ALF)
Vulnerability Test
Proves the M1’s a Survivor

The Abrams Live Fire (ALF) Vuinerability
Test, completed in July 1988, confirmed
the Abrams is a "damn fine tank." Test per-
sonne! fired a total of 53 shots, covering
the full range of potential threats, at the
Abrams M1 and M1A1 without heavy
armor. They tested every aspect of the
tank armor with a combination of en-
gineering and random shots. Although the
tank is not impenetrable, the armor consis-
tently stopped the rounds it was designed
to stop. according to the TRADOC System
Manager for Tank Systems.

When overmatching shots did not
penetrate the tank, crew members (ballis-
tic dummies dressed in the combat crew-
man'’s protective uniform) who were not in
the direct penetrator path very often sur-
vived. The ammunition compartments en-
dured severe tests by a wide range of
threats and never failed. This fact alone
confirms the vital necessity of implement-
ing and enforcing safe loading procedures.

The Automatic Fire Suppression System
(AFSS) worked well, proving the Abrams
presents the least threat from fire of any
tank in the world. The combination of the
crew uniform (Nomex) and AFSS resulted
in low vulnerability of crewmen to burns. it
is important to note that the ballistic dum-
mies always had the protective uniform
on. Similarly, the ammunition doors were
always closed, and the loader never had a
round in his lap. To achieve the same
results in the field will require enforce-
ment of safe loading procedures, a sig-
nificant leadership challenge.

The team tested Battlefield Damage As-
sessment and Repair (BDAR) in 26 of the
53 shots. Trained crews equipped with on-
board tools and BDAR repair kits, and
given two hours, were able to make sig-
nificant repairs. Crews were able to re-
store to degraded gunnery or recover
mobility nine times.

The Abrams was very often able to sur-
vive a great deal of damage and still
retain some level of degraded firepower
and mobility, as well as a functioning

crew. The Abrams' ability to take an over-
matching hit and be able to continue the
fight will require commanders to prepare
crews to effectively continue to fight their
tanks despite loss of a crewman and
some loss of firepower or mobility.

The ALF test used a very high propor-
tion of overmatching and flank shots, far
in excess of expected combat conditions
or historical analysis, and included
projected threat capabilities of the 1990s.
Despite this, the combination of our
armor defeating the threat. crew protec-
tion by the ammunition doors, AFSS, and
the crew uniform, and the tank's ability to
retain function after an overmatching
round, prove the Abrams is the most sur-
vivable tank in the world.

ARMOR BRANCH NOTES
Ranger School? Don’t Ask

Armor Branch continues to get ques-
tions about attendance at Ranger School.
The branch receives only 4-7 allocations
in each Ranger class, and these are
reserved for Armor lieutenants in the basic
course. Due to the limited number of
slots, other Armor officers cannot be con-
sidered.

Funding Cutbacks Limit
Armor Branch Visits

Armor branch has had to limit branch
trips by assignment officers because of
funding cutbacks. Assignment officers are
still being sent to installations with a
sizable Armor population, and these visits
are announced in the post daily bulletins.
But at installations where trips are not
scheduled, visits can only be arranged if
the post has funds to cover the travel.

Branch Seeks Captains
As Small Group Instructors

The Branch asks brigade and battalion
commanders to help identify captains
who would be effective as small group in-

structors at the Armor School. The job in-
volves teaching, leading, and mentoring a
12-16-man class during its 16-week cycle.
This is an opportunity for branch-qualified
captains to stay close to troops.

TACOM Wants Experienced
Tankers for R&D Assignments

Armor branch and the Tank Automotive
Command are searching for Armor of-
ficers interested in Functional Area 51
(Research and Development) assignments
which would help them apply their practi-
cal tanking experience to the field of R&D
and equipment fielding. Ideally, can-
didates would begin entry-level training
after branch qualification. After the initial
51 assignment. Armor Branch will assign
the officer back for troop time as a major.

Reunions

The 20th annual reunion of the 11th Ar-
mored Cavalry Regiment will take place at
Fort Knox July 14-15. Information is avail-
able from Bill Squires, secretary. at P.O.
Box 11, Fort Knox, Ky.. 40121 (502-624-
2247).

The Air Cavalry Troop_(Vietnam) of the
11th Armored Cavalry meets for its fifth
reunion in Atlanta August 2-5. For addition-
al information, contact James Angelini,
secretary, at 2512 Lower Hunters Trace,
Louisville, Ky., 40216-1352 (502-449-1220).

The national reunion of the 10th Ar-
mored Division is scheduled for August 31-
September 4 in Milwaukee. Further infor-
mation is available from Trixie Everett,

2845 Broadway #307, Boulder, Colo.,
80304 (303-442-1829).

Correction

The Armor Conference agenda

published in the last issue of ARMOR was
typeset from an early, tentative planning
paper and included the names of several
speakers who were subsequently unable
to attend. The staff regrets any incon-
venience caused by the error.
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LETTERS - continued from Page 3

With interest. I've read the articles and
letters concerning light versus heavy
tanks, two- or three- versus four-man
crews, to auto-load or not to auto-load,
etc. As a former Marine tanker (platoon
commander and company XO in M60A1s)
and transplanted mechanized infantryman
(platoon leader and company XO in M2s)
in the Mississippi Guard, I'd like to ad-
dress these issues.

Concerning crew size, |'d like to propose
the placement in the tank of a position for
an observer. As a tank and BFV unit
leader, | frequently found that command-
ing my own vehicle and directing the ef-
forts of my unit were at odds: two vital
functions fighting for the attentions of
one, very busy lieutenant. Many's the time
| wished that | could be taken out of the
gunnery loop to concentrate my efforts on
planning, deploying, developing situa-
tions, land navigation, reporting, and all
the other tasks that suffered while | was
busy fighting for my personal survival.

The advantages of an observer position
are many. Put the company commander,
platoon leaders, and platoon sergeants in
them and your unit leaders can con-
centrate on leadership. When the time
comes to dismount and talk to the com-
pany commander, or arrange for a LOG-
PAC to find you, the tank is still a full-
functioning combat unit. It seems ap-
parent to me that. presently, a majority of
the tank commanders have some primary
leadership responsibilities (one CO, one
XO, three platoon leaders, and three
platoon sergeants - that's eight out of a
company of fourteen). An observer posi-
tion would enable those vehicle crews to
concentrate on putting steel on target. |
consider this to be the primary advantage
of the idea.

What we have here is a place to carry,
under armor, on the other two tanks that
don't have unit leaders, a handy replace-
ment for a casualty. How would you
replace a TC casualty in a hurry? Send
one of the observers over to gun, move
the gunner up to TC, and hit the road.

There's a training bonus to this, also.
Let's say that your unit is suffering some
unusual personnel attrition, and you find
untrained people thrust at you. Stick 'em
in the observer position and have ‘em
watch and listen to the way you do things,
without getting in the way.

Fine, you say. but where are you going
to stick the extra warm body on your

present tanks? Guys, when that automatic
loader everybody's fighting about be-
comes a reality - and it will; sooner or
later, somebody is going to sell it to the
Army on the basis of reducing crew size
and saving personnel procurement money
- have them keep the hatch and enough
room at the loader's station for the ob-
server.

Having made my point about observers,
and hopefully generated some discussion
on the subject, let me inject one bit about
automatic loaders. The Navy has had an
automatic loading system for a variant of
the 5-inch gun for quite a few years, and
it doesn't take any six to eight seconds to
load another bullet. Just because the Rus-
sians can't seem to build one with a high
rate of fire doesn't mean we can't. You
fotks also seem to forget one of the un-
sung bonuses of autoloaders: if properly
designed, they can dramatically reduce
the time necessary to reload the tank. If
you don’t think that's critical. perhaps
nearly as critical as rate of fire in sus-
tained operations, then you probably
don't believe that the Israelis carry extra
bullets in the cargo areas of their Merkava
main battle tanks, either.

The one, single, documented advantage
of autoloaders continues to be the con-
stant rate of fire while maneuvering cross-
country. We spend a bundle making the
M1 a very capable fire-on-the-move sys-
tem and then fling the loader about while
he does his job. We need a better way.

None of this is new. | can but hope that
observers and automatic loaders become
articles of faith for future tankers...

BRENT R. COTTINGHAM
1LT, INF, MSARNG
Ocean Springs, Miss.

Master Gunner Candidates:
Make Sure They Have
The Right Skills

Dear Sir,

Who has the ability to graduate from the
Master Gunner Course? Or better vyet,
who should attend?

Now. | know what sergeants major are
thinking: just who does this guy think he
is, teling me who should attend the
Master Gunner Course? Let's just say I'm
the guy who has to look your NCOs in the

eye when they fait. All of the NCOs who
teach the Master Gunner Course want to
help you, your NCOs, the NCO Corps,
and our Army produce some of the most
technically competent NCOs in the Armor
field today, but we desperately need your
help.

As the former command sergeant major
of 2d Bn., 64th Armor, | tried to do the
right thing when sending NCOs to the
Master Gunner Course, yet some failed,
and | couldn’t understand why. until now.
Just because he's a good NCO, tank com-
mander, or platoon sergeant doesn't
mean he has the reading and writing
skills necessary to graduate from this
course.

He must be mature, not only in age
maturity, but also tank maturity. The pre-
requisites to attend the Master Gunner
Course are in DA Pam. 351-4. However,
there are NCOs reporting who do not
meet these prerequisites. Sending them
back to you is not the answer, and it puts
them at a career disadvantage.

Receiving 100 percent on the Tank Com-
manders Gunnery Skills Test {TCGST) is a
prerequisite to attend; however, some fail
when tested here. They are failing a Skil!
Level 1 task (like breechblock). Why? Be-
cause everyone assumes the tank com-
mander knows this task. You must receive
100-percent GOs, by the book, on the
TCGST prior to starting the Master Gun-
ner Course.

Look, | for one would not tell you how to
run your unit Master Gunner program, but
you and | know that, with the quality of
NCOs in today's Army, and the competi-
tion for promotions, to fail any military
school limits your chances for advance-
ment.

Please help us help you. Send only
those best qualified.

GEORGE J. YIP
CSM. 2d Sgn., 12th Cav.
Fort Knox, Ky.

Think Pictures!

When preparing stories for submis-
sion to ARMOR, remember that good il-
lustrations - maps, photos, sketches -
help us present your story better and in-
crease readership. Even rough sketches
can be the basis for illustrations that
hetp make your point. —Ed.
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New Book’s New Look
At the M1 Tank

Calls It a Winner,
Refutes Press Critics

King of the Killing Zone, by Orr
Kelly. WW. Norton & Co., New York,
1989. 288 pages. $18.95

For any armor soldier or armor buff fed
up with the miserable press coverage
given the M1 tank - "the Army's troubled
M1" is the way it usually appears - this
new book by Orr Kelly, a veteran
Washington reporter, will read like sweet
revenge.

Kelly covered the Pentagon for the
Washington Star and later, for UU.S. News
and World Reponrt, and is presumably not
a man easily snowed. His very positive ac-
count of the tank's development, backed
by his credibility, should go a long way
toward revising the public perception of
the M1. The M1 is not just a good tank,
but a great tank, Kelly concludes, subti-
tling the book, "The story of the M1,
America’s super tank."

To read the papers since the early
1980s, one would hardly think the M1 was
even adequate, much less super. Every
minor setback in the tank’s progress has
been criticized, often after the problems
were solved, leaving the impression that
the M1 was too expensive, too fragile, too
complicated to use, too fuel-hungry to
feed. The tank was lumped together with
other real procurement fiascos and tarred
with the wide brush of uninformed press
criticism that couid have killed the
program. For a while, it appeared that
every Pulitzer-hungry reporter in
. Washington was waiting in ambush.

Kelly's hypothesis is quite the opposite.
Not only did the M1 team produce a great
tank, he argues, but the program itself
was masterfully handled. In lean, fact-
filed prose, he explains the genesis of the
program and the major benchmarks - the
selection of the revolutionary turbine en-
gine, the controversy over the adoption of
Chobham armor, the need to increase the
weight of the tank as a wise tradeoff for
this new armor protection, the controversy
over gun caliber.

Kelly is really a genius at simplitying
complex land warfare issues and casting
them in readable, yet accurate, terms.
Many of the reporters who covered the
day-to-day issues of the M1 controversy
were well trained in reporting political in-
fighting, but knew little about how wars
were fought. As a result, the armor ex-
perts had a right to cringe and complain
at what they read in their daily papers
about a weapon they used successfully
each day of their lives.

The "track life" controversy was just one
of many examples. Early tests showed
that the M1 wore out track pads much
more quickly than cailed for in its design
goals. But these goals were just that,
marks on the wall. No tank track had
EVER met these standards. In many
cases, the reporters covering the
Washington meetings didn't know that,
and assumed that the tank's tracks were a
failure. Other articles mocked the decision
to use a turbine - "a helicopter engine" -
as some sort of Army plot to gold-plate its
key combat vehicle. Yet few of the
reporters involved appreciated the need
for dash speed in close-combat situations,
and getting 60 tons up to dash speed re-
quires a hefty engine, indeed. In shor,
many of these news stories lacked context.

Kelly's gift is to provide this context ef-
fortlessly. Interweaved through the ac-
count of the tank's technical develop-
ment, there are chapters on tank warfare
that ptace the developers’ decisions in his-
torical context, so that a reasonably intel-
ligent general reader could understand
what his morning paper never had the
time or inclination to explain.

But even the specialized reader will
learn a lot about the M1 in this new book.
This reader was amazed to discover. for
example, that Chobham armor was a last-
minute addition to the tank, discovered ac-
cidentally by LTG William Desobry on a
visit to England to witness firing of a new
tank gun. The adoption of the armor dic-
tated the final, angular shape of the tank

and added to its weight and volume. Kelly
argues that this change was precisely the
right thing to do and praises the develop-
ment team for being nimble enough to in-
clude this remarkable feature without over-
ly delaying the development process.

The book is so positive that one
wonders if it will get the attention it deser-
ves. Unfortunately, scandal makes better
copy than success, and - also unfortunate-
ly - there is an atmosphere of stubborn
distrust between the press and the Pen-
tagon, a distrust that extends to the
people who read the papers. This book
may help redress the balance.

JON CLEMENS
ARMOR Staff

New Artillery Reference
Introduces Book Series
On Combined Arms

Field Artillery and Firepower, by
J.B.A. Bailey. The Military Press, Oxford,
England, 1989, 383 pages.

Major Bailey, an active-duty British artil-
lery commander, felt there was a gap in
professional literature on artillery tactical
principles, how they were developed, and
what the future might portend as a conse-
quence. So, he set out to fill it, and he
has done that, in spades, in this excellent
work.

This is a scholarly effort (there are over
420 references in the bibliography!), and
it occasionally reads like a textbook, but
don't let that turn you off - Bailey is
readable, interesting, and provocative.

The book addresses four areas: opera-
tional concepts, ancillary services, special-
ized missions, and the development of
fire support. The last item reviews the
evolution of artillery support from the era
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of Frederick the Great to modern times,
with considerable emphasis on recent con-
flicts and how fire-support tactics have
changed. His treatment of Soviet artillery
tactics is particularly interesting, as are his
forecasts for NATO and the Warsaw Pact
armies beyond 1990. And, discussions of
armor and its impact on artillery develop-
ments are sprinkled throughout the book.

The details are quite up-to-date. Bailey
discusses U.S. equipment that is still in
the development stage, and he has done
his homework well. The Vietham extracts
are factual, and the lessons learned clear-
ly described.

Perhaps Bailey becomes most provoca-
tive when he gets into his discussion of
the AirLand Battle and the growing impor-
tance of artillery in the deep battle, as op-
posed to the close fire-support role. He
perceives both infantry and armor as
pressing against their limiting parameters
of development, with very little left to
upgrade. But he sees artillery with far
more flexibility and room to develop, both
in materiel and doctrine, and the prob-
ability of becoming an offensive arm on a
par with the other combat arms, rather
than as just a supporting arm. Lots of
room for argument here, but he makes a
good case.

This is the first in a series of detailed
studies of combined arms forces. If the
rest are this good, soldiers, students, and
researchers will have an outstanding
source to use as their basis for profes-
sional debates.

JOHN BYERS
Arlington, Va.

Disarmament Treaties:
How Much of the Past
Holds True in the Present?

Scraps of Paper, by Harlow A
Hyde. Media Publishing, Lincoln, Neb.
1988. 456 pp. $18.95.

The insistence on verification that ac-
companied the recent U.S.-Soviet
strategic arms limitation talks has its basis
in broken promises - the failed attempts
of the major powers to limit the growth of
the world’s navies in the 1920s and 1930s.
This new book, by a budget analyst with a
love of history, reviews and analyzes this
great, failed experiment. In doing so, he
cannot help but raise questions about the

tion of the Washington Treaty.

The Japanese "sneak" cruiser Myoto was limited by treaty to 10,000
tons displacement. In reality, she displaced over 13,000 tons, in viola-

present efforts, perhaps the wrong ques-
tions.

Beginning in 1922, with the memory of
WWI still recent, the world's great powers -
then the U.S., Britain, France, ltaly, and
Japan - agreed to limit the number of bat-
tleships in their navies, the limits to be
determined by tonnage. Like ICBMs
today, the battleships were the key
strategic systems of their era. Led by the
initiative of the United States at the 1922
Washington  Naval  Conference, the
diplomats agreed to take this first step,
with hopes of later limiting other classes
of weapons like cruisers, destroyers, sub-
marines, and aircraft carriers.

The parallels are striking. Just as we
watch Pershings being destroyed on the
evening news, the world watched as the
navies of the 1920s sent old ships to the
scrapyards. The ‘battleship holiday” had
begun. At first, it was not obvious that
the holiday was a short one: in those days
before reconnaissance satellites and SR-
71s, it may have been fairly easy to verify
that an old battleship had been
destroyed, but it proved impossible to
detect cheating on the new ships being
built. Tonnage limits were not observed,
especially by the Japanese, and later by
others. By the mid-1930s, the agreements
had become mere scraps of paper.

One result of the de-emphasis on bat-
tleships was that the technology of other
weapon systems developed in the
vacuum. When war came in 1939, the
great battlewagons played very little part,
while aircraft carriers, strategic bombers,
and submarines - unregulated by the
treaties - played major roles. Is there a
parallel today? If we succeed in limiting in-
tercontinental and intermediate ballistic

missiles, won't weapons like cruise mis-
siles and SLBMs just get better to fill the
perceived strategic gaps? In short. can we
treat the symptoms of international dis-
trust without treating the underlying dis-
ease?

The suspicious among us would point to
the failed naval treaties of the past as
evidence that such agreements are so
much bean-counting. The treaty sup-
porters argue that the agreements can
work because global reconnaissance sys-
tems are better. But perhaps the satellites
themselves are symbols of another reality,
that nations are no longer in sufficient con-
trol to do the bargaining. Like the bat-
tleships, the very concept of national
states may be obsolete. What nation can
say it controls the international financial
markets, the world-wide mass media, the
international transportation net, the power
of a religious concept, like militant istam,
that spills over national borders to inspire
haif the globe? What is the national loyal-
ty of a multinational corporation?

Long before the Wall Street traders are
awake each day, the London traders are
setting the price of gold. The health of a
New York bank can depend on the solven-
cy of a poor, tiny, Latin American country.
A satellite can penetrate the Iron Curtain
to show us a glowing Chernobyl. And a
"demilitarized” nation like Japan can rise
to a prominence that makes both the
West and the East uneasy.

Many will read "Scraps of Paper" to but-
tress an argument that the world will
never change. Others will see in it
evidence that it has changed irrevocably.

JON CLEMENS
ARMOR Staff
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