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F rom the Editor

The staff of Military Review has been working very hard to produce the
magwzine on schedule every month with quality articles that will stimulate the
minds of our readers.  Sometimes we are spectacularly successful and hit the
moving target broadside. At other times, we have chased an elusive end, seeking
the “right stuff” for our recurring themes on command, leadership, training,
doctrine, operational art and technology.  Always, we are dependent on those
who write and submit articles.

For the most part, the right stuff comes in—sometimes from authors with high
rank and great credentials but more often from the majors, licutenant colonels
and colonels who are most current in their experience and perspective. It has
been their candid input that provides the essential insights into our profession
and keeps the debate relevant, objective and focused.

As the Army continues to chart its course through the stormy waters of the
post—Cold War/post-Gulf War reorganization, our professional journals should
again rise in importance, and rightly so. Where else can soldiers, civilian
employees and others with a stake in the profession voice their views freely?
Where else can new ideas be offered and debated with the whole profession as
witness! Where else can those responsible for officer education and leader
development look to find the informed debate and lessons needed to augment
classroom instruction?

As the budget noose gets tighter and the downsizing becomes even more of a
reality, one longstanding lesson remains very clear. The new, smaller Army will
again rely heavily on the education and professional development of its leaders
to prepare for the inevitable next call to arms. The Army should look not only
to preserve its journals but to ensure they perform the same essential service they
did in preparing the officer corps for its warfighting chores in World War II.

This journal has carried a number of articles conceming ideas that have
influenced the thought process and preparation for publication of the revised US

Army Field Manual (FM) 100--5, Operations. Once the manual is published, this

debate should not end but continue to provide insight and ideas as to what the
authors of that document meant and how it is being received in the field. The 4
Army should once again use its journals to carry the doctrinal debate. [

I challenge all of you who read Military Review to submit a thought-provoking .

article on some aspect of our profession of arms. We receive in excess of 400

manuscripts each year for consideration for publication. Generally, the editorial
staff can provide a response within 45 days of receipt and, if we feel the manuscript

is better suited for publication elsewhere, we will offer a suggestion as to where toty code

S
1 1 al VA 1 1 l
submit your article. The pages of this journal are yours to fill. — Avagl ani d' Tor
pecia
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Division AirAssault Operations

Major General John E. Miller, US Army, and
Major Daniel P. Bolger, US Army

(\(\(\f\r\(\(\

Operation Desert Storm saw the swift execution of bold and daring
tactics. The authors present the circumstances that prepared the 101st
Airborne Division (Air Assault) to be properly trained and focused to
execute the mission of taking the ground war deep. They look at the
doctrine for airborne and air assault operations and how it has evolved
since the days of Operation Market Garden during World War 1. They

also look at the three essential steps required to successfully execute
such an operation.
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[tiswithinowr grasp, fortunately, in the air vehicles
now being developed—assault transports, light utiliy
planes, helicopters, and convertaplanes. Forces so
organized and equipped will have a predominant in-
fluence in future warfare. Their readiness at the very
outset of combat is essential, yet unfortunately they
cannot be produced, Aladdinlike, overnighe.!

Major General James M. Gavin, USA,1954

HE CHILLY fog finally started to thin out

about an hour after daybreak. By every in-

dication, the battalion was still all alone, a
cluster of dull-eyed, bored men standing senti-
nel over a lonely wildemess.

For some reason, the embattled Iragi army saw
fit to post the 1st Battalion, 82d Infantry Brigade,
49th Infantry Division (ID) out in this trackless
stretch of hardpan desert. Perhaps the high com-
mand hoped to keep a watch on “the strategic
road network,” a grandiosely named string of
gravel that ran almost due northwest toward
Baghdad just to the south of the battalion’s en-
trenchments. But even if the Zionist-imperialist
coalition ever got the guts to launch a ground at-
tack, it might take weeks for them to push this
far north. Still, the commander took no chances
and dug his men in, after the usual haphazard
Iraqi fashion. Orders were orders. At least earth-
works would help if those cursed B-52s ever
came this way.

Even early on a February moming, 93 miles
north of the Saudi Arabian border, somebody
had to stay alert while the rest of the battalion
stretched, scratched, groaned, kindled breakfast
fires and splashed water on themselves. Two for-
lom sentries, Senior Soldier Muhammed Aziz
and Sergeant Abdul Ghazi, stood together on
the southernmost bunker, sharing the twisted
stub of a cigarctte while gazing idly south.

The pair had been up all that cold, foggy night.
While waiting for their relief, they lowered their
heads and stomped their rag-wrapped feet, in
the manner of weary cattle anxious to go to the
bam. There had been noises all through the dark
hours: distant grumbles like thunder, the hum of
jets far above, the occasional smack-smacking
of a passing helicopter or two. So it had gone for
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weeks now, ever since the American demons
started their brutal acrial bombardment.  Aziz
and Ghazi had no reason to think that this
morning might be different. They were wrong.

From the southemn skyline came a regular, pul -
sating thrumming, like soft spring rain on asheet
metal roof, rising steadily with each passing
moment. The noise grew harder and louder, in-
sistent, sharpening into a flat, staccato beat, as if
the desert to the south had somehow given birth
to a legion of thin-bladed metal fans, all running
at low setting. It echoed and deepened, a whirl-
ing cacophony swelling in numbers, a myriad of
tinny snapping and whacking, rolling in from
the southwest, a squall line of noise heralding
something awful, something that no Iragi ever
wanted to witness.

Ghazi had no choice but to look toward the
sound. He and Aziz stared, along with a dumb-
founded majority of their battalion of comrades,
scattered atop the bunkers and along the crum-
bling lips of their trenches. Some stood with

.- ]
Modern air assault operations such
as Cobra represent the latest and most
potent expression of the airborne idea
pioneered during World War II. . . . Only
recently, however, have battle experience,
cogent doctrine and wondrous new tech-
nology combined to create air assault
units that can strike deep enough, hard
enough, fast enough and often enough

to decide a campaign.
.|

shirts open, others with cups hanging forgotten
in nerveless fingers, only a few with automatic
rifles dangling uselessly in limp hands. The men
watched and listened in frozen poses, mouths
gaping, eyes wide, as motionless as rabbits para-
lyzed in the headlights of a speeding truck. Every
Iraqi soldier could not help but see them now.
Dark specks materialized out of the last ves-
tiges of fog, suspended just above the horizon, a
vast, malevolent locust swarm smeared across
the blank, pearly canvas of the southem sky.



They were helicopters, US aircraft, rotary—
winged warhorses by the dozen, more than a
hundred in all. Smaller ones climbed and dove
and spun above their partners, but the heart

L\ ]
By their very nature, cross-FLOT
operations present soldiers with a win big
or lose big proposition. True, a success-
Jul deep operation might decide the
whole campaign. On the other hand, a
brigade that goes deep may well be cut
off, cut up and lost forever. Every cross—
FLOT thrust threatens the prospect
of 3,500 dead, wounded or missing in
a single operation.

of the formation bore in relentlessly, right for
Ghazi, Aziz and their doomed fellows. The ap-
proaching horde of green-black aircraft ham-
mered out their ever-harsher tattoo, a mindless,
roaring clatter, the hellish war song of military
helicopters closing in for the kill.

Ghazi and Aziz had faced Iranian madmen to-
gether for two and a half years, even beaten back
their waves of devil children in the fetid swamps
of the Euphrates River delta, but they had never
seen anything like this. These angels of death,
rank on rank of vengeful Yankee sky warriors,
had at last come to the road to Baghdad, and
come to stay. No man, not even the bravest [ragi
soldiers, dared stand against them.

It did not take very long for the American
soldiers to secure Forward Operating Base
(FOB) Cobra. Within hours, ungainly Chi-
nooks brought in enough ammunition and fuel
to press several restless Apache attack helicopter
battalions another 62 miles north to the Eu-
phrates River valley, where the aviators neatly
severed the key highway between Baghdad
and Kuwait. Reports accurately described Iraqi
resistance at Cobra as light.  There were no
American fatalities.?

The seizure of FOB Cobra constituted the
fargest and deepest air assault in military history.
Many military experts, General H. Norman

%

Schwarzkopf among them, consider the Cobsa
operation and its agpressive, determined exploi-
tation by the remainder of the 101st Airbomne
Division (Air Assault) to have been a principal
contributor to victory in the 100-hour ground
warin Iraq.! By going deep, really deep, right at
the outset of the ground campaign, the Scream-
ing Eagles helped rum the Iragi flank to opera-
tional depth, threatened Baghdad, drew hostile
forces away from VII Corps' equally impressive
armored envelopment maneuver and snapped
the enemy artery linking Baghdad to Basra and
Kuwait. The successful seizure of Cobra proved
just how decistve a deep air assaule could be.
Modem air assault operations such as Cobra
represent the latest and most potent expression
of the airbome idea pioneered during World War
I1. Airbome forces have always promised a capa-
hility to strike directly into the enemy's vital rear
areas. Only recently, however, have battle ex-
perience, cogent doctrine and wondrous new
technology combined to create air assault units
that can strike deep enough, hard enough, fast

Deep Air Assault Operations

—The Process—
1 — Decide
® Higher Mission and Intent
¢ Risk Assessment

2 — Battlefield Preparation
¢ Intelligence
¢ Fire Support (includes JSEAD)
¢ Command and Control
e Combat Service Support

3 — Execute
® Attack Aviation Inner and Quter Rings
® Preassault Fires
¢ Timing of H-hour

e Continuous Combined Arms Effort
(Follow Through)

Figure 1

April 1993 ¢ MILITARY REVIEW

R

R

P



enough and often enough to decide a campaign
in a blistering flurry of lightning blows.

In 1944, a lighily armed US Army airbome
division, - about 6,500 soldiers, might make
about one combat parachute and glider assault
every three months, provided enough troopers
survived the panzers on the previous iteration.*
Today, a lethal middleweight air assault divi-
sion can project a brigade combat team, about
3,500 soldiers, and a three-battalion attack he-
licopter brigade 90 to 100 miles into harm’s way
every night, and even the strongest enemy tank
units usually crack under a combined arms on-
slaught led by powerful AH-64A Apaches.’
Thanks to that kind of capability, going deep
and fighting it out in the hostile “back forty” be-
comes a very real option for America’s senior
commanders.

It is important to note that while the air as-
sault division is organized, trained and equipped
to go deep, all modern US Army and Marine
Corps divisions include an affiliated aviation
structure that would permit similar operations
when properly reinforced with nondivisional at-
tack and assault aviation battalions. Army doc-
trine for divisions states this quite clearly: Deep
maneuver at division level is predominantly ac-
complished by airbome, air assault or attack avi-
ation units.% Divisions focus on the latter two
means, since only one division routinely em-
ploys paratrooper battalions, yet all own attack
and lift helicopters. Of course, the scale, depth
and frequency of heliborne operations may be re-
duced according to what can be mustered or bor-
rowed. But unquestionably, the capability is
there to be used.

The trick to it all involves getting across the
contested battlefront. Doctrine writers call this
effort cross-FLOT (forward line of own troops)

operations, a brief term that encompasses the _

most daunting of combat missions—making it
through enemy lines and going deep with the in-
tention of staying. It does not just happen, and
so the experiences of the Army’s air assault divi-
sion might give some useful insights to those mil-
itary professionals interested in the promise and
peril of deep maneuvers.

MILITARY REVIEW o April 1993

ACH 47 whips
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1t did not take very long for the
American soldiers to secure Forward
Operating Base Cobra. Within hours,
ungainly Chinooks brought in enough
ammunition and fuel to press several

restless Apache attack helicopter
battalions another 62 miles north to

the Euphrates River valley, where the
aviators neatly severed the key highway

between Baghdad and Kuwait.

]

To go deep, the air assault division proceeds
through three important, sequential steps: de-
ciding, battlefield preparations and executing
(see fig. 1). The result, when well done, will be
an effective brignde-size deep operation. The
101st Airborne’s leap to Cobra during the Gulf
War offers a useful illustration of just how this
cycle works. ‘

Clearly, deciding the mission of the deep oper-
ation must come first.” Normally, the task will
be offensive in nature, revolving around the sei-
zure of key terrain or defeat of a specific opposing
formation. The nature and location of the ob-
jective will be intimately related to the purpose

—— TV
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of the mission. Deep artacks usually aim to in-
terdict enemy lines of communication, block
enemy reinforcements, destroy crucial service
support facilities and command posts or cut
oft withdrawals.®

When tormulating a deep air assault mission,
planners constantly consider the degree of risk

A good mission decision may
‘be made based upon a map and intuition,
but the gap between initial vision and
Jinal result can only be spanned by
unrelenting efforts to shape reality to
match the vision. Even the best decision
will not hold up unless the division works
hard to set the conditions for victory.

to friendly forces. By their very nature, cross—
FLOT operations present soldiers with a win big
or lose big proposition. True, a successful deep
operation might decide the whole campaign. On
the other hand, a brigade that goes deep may weli
be cut off, cut up and lost forever. Every cross—
FLOT thrust threatens the prospect of 3,500
dead, wounded or missing in a single operation.
To be able to recognize which objectives are
worth those risks and when to take them, wam
the doctrine writers, is a product of experience,
training and knowledge of the capabilities and
intent of the friendly and enemy units.” Tired,
harried commanders must have the guts to press
on, change orders or abort in the face of the usual
welter of half~truths and partial reports that
make effective combat leadership such ahigh art.
During the war against Irag, the 101st Air-
bome Division went through two major plan-
ning cycles before settling on Cobra as the site for
the initial insertion. The first scheme, division
Operation Plan (OPLAN) 90-4, proposed a
wide western envelopment focused upon taking
As Samawah, a Euphrates-River valley town of
some 10,000 inhabitants athwart the Baghdad to
Basra Highway 8. The XVII Airbome Compsin-
tended to block enemy movement along thae
critical rond, and seizing As Samawah could cer-

.ting 'em where they ain't

tainly do that—provided it worked. Though the
payoff could be impressive, few wanted to stom-
ach the dangers of forcing a brigade into a de-
fended urban area bristling with air defense guns,
let alone sustaining a grinding house—to-house
fight.'> So OPLAN 90-4 went back on the
shelf, ana the division looked for a betrer way to
cut Highway 8.

That better way tumed out to be OPLAN
90--5, the concept that gave birth to FOB Cobra
(see fig. 2). The Cobra variant amounted to “hit-

't” with the initial land-
ing, establishing a secure logistics facility and
then flying out to interdict Highway 8 with avi-
ation and follow—on combined arms task forces.
Cobra offered a way to tum the Iragi flank and
slice Highway 8 at a significantly lower risk, as
well as positioning forces for a series of several
possible successive helibore attacks that would
be hard for the Iraqis to predict or to counter.!!
Cobra tumed out to be the right decision.

A good mission decision may be made based
upon a map and intuition, but the gap between
initial vision and final result can only be spanned
by unrelenting efforts to shape reality to match
the vision. Even the best decision will not hold
up unless the division works hard to set the con-
ditions for victory. Every battlefield operating
system must receive attention to prepare for a
successful cross—FLOT mission, but four demand
special interest: intelligence, fire support, com-
mand and control and combat service support.

Intelligence rightly holds primacy of place.
Air assault forces endeavoring to go deep need to
find out four things about the foe. First, they look
for the enemy air defense array, which left un-
checked can disrupt deep aviation operations.
Second, analysts try to pirpoint hostile artillery,
the enemy’s most mpidly responsive means of
engaging a surprise landing in his tender rear
echelon. Third, intelligence experts search for
the opponent’s command and control nodes and
networks, his elusive brain and nervous system
that can marshal a devastating counter to any
deepattack. Finally, the division hopes to identi-
fy those mobile reserves in position to threaten
the deep maneuver forces. All of these efforts

April 1993  MILITARY REVIEW



GOING DEEP

PL Stab 20
As Samawah : EA Thomas
To Baghdad | =~ Higs,,
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Figure 2 Deep Maneuver Against lraq, February 1991

validate the brainwork of an evolving, detailed
mtelligence preparation i the vatilefield (II'B)
situation template through meticulous collec-
tion work by aviators, long—range scouts, elec-
tronic scanners, target acquisition detachments
and naticnal assets. The desired outcome is a re-
liable picture of the threat, to include a reason-
able basis for assessing damage inflicted by preop-
eration fires. 2

Fire support kills and suppresses what intelli-
gence finds. Air assault forces rely heavily on
supporting US Air Force (USAF) sorties to
strike far beyond the FLOT, as by their very na-
ture deep operations offer an enticing set of lu-
crative air interdiction and battlefield air inter-
diction targets. In conjunction with these
flurries of swift USAF jets, roving attack avi-
ation, reinforcing corps artillery (particularly the
long-range bludgeon of any available Multiple
Launch Rocket System batteries), organic artil-
lery, heliborne howitzer raids and electronic jam-
ming all cooperate to rip out the key strips in the

MILITARY REVIEW e April 1993

enemy air defense grid. For cross-FLOT aviation
to have  fighting chance, joint suppression of
enemy air defensc (JSEAD) paces every aspect
of the fire support effort. JSEAD serves as the key
that opens the door to cross—FLOT victory.
Once the first holes in the opponents’ antiair-
craft umbrella have been tom and widened, fire
support means twist through to compound the
damage. The fire support effort concentrates on
frecing the spirited chargers of Army attack avi-
ation to sow mayhem in the opposition’s rear
areas. Racing through gaps, whether tound by
stealth or made by fire, night-riding American
AH-64A Apache attack helicopter battalions
excel in identifying and destroying enemy air de-
fense positions, artillery units, headquarters and
vehicle parks.”’ When done right, fire support
weakens the enemy’s will and paralyzes his re-
sponse. It is the hard left hook that sets up the
finishing right jab of the brigade air assault.
Command and control of an air assault opera-
tion undergoes its greatest test during condition



setting. Substantial intelligence and fire support
means, to include aviation and maneuver bateal -
ions fighting for combat information or battling
enemy gunners, are already deep, yet the main

L. ]
With all the preassault fires shot,
the inner and outer rings erected and
working and the correct timing decided,
the vast combination of humans and
machines must follow through, taking
the FOB and reducing remaining enemy
resistance. The combined arms air
assault task force, led by riflemen and
Black Hawk pilots, has to execute to
standard or all the preconditions in
the world will go for nothing.
]

effort remains 90 miles separated, waiting to go.
Centralized control of all these moving pieces
simply cannot happen, not that it would be pro-
ductive even if it could. Deep operations require
more inventive approaches. [n the command
realm, solutions include mission orders, detailed
rehearsals and backbriefs and, most important of
all, mutual trust based upon shared experiences
and an open command climate. Control fixes
rely on a few simple but accurate reports twice a
day, well-disseminated procedural controls for
congested airspace and smart use of available
high frequency and satellite communications. '
For cross—FLOT missions, success in the com-
mand and control system amounts to centralized
planning and decentralized eéxecution.

Combat service support feeds the ravenous in-
telligence and fire support efforts to sustain the
pressure. Additionally, logisticians echelon their
elements to project support forward 90 miles
along tenuous air lines of communication. Plan-
ners in the division support command (DIS-
COM) designate tailored, multifunctional logis-
tics assault bases (LABs) to accompany the air
assault brigade into its initial landing zones.
Follow-on aviation lifts can and do build this
austere LAB into a full-blown FOB, capable of

servicing and sending forth additional air as-

saules and attack aviation. Ideally, a ground sup-
ply route should be opened within 72 hours of
the landing."® The struggle to man, arm, feed,
fuel and fix, once won, underwrites the success
of both the barttlefield preparation and execution
phases. Setting up sound deep logistics is an ab-
solute necessity—it has to work or nothing flies.

During the war against Iraq, the 101st Air-
borne Division succeeded at Cobra largely
because the conditions had been ser properly.
Unstinting cffort from the outset paid off hand-
somely at H-hour.

"In the intelligence sphere, analysts created
and refined the IPB that led to the seizure of Co-
bra—indeed, that site was selected largely based
on templates showing nothing there but desert.
Beginning on 14 February, the division started its
own aggressive collection effort to verify the IPB.
Shielded by the ongoing coalition air campaign,
attack aviators ranged deep into the division’s
proposed zone of action, bringing back intrigu-
ing videotapes from their infrared sighting de-
vices. Electronic collectors scanned the airwaves
for the beeps and burps of Imgi radios and radars,
long-range surveillance teams established con-
cealed outposts overlooking prospective landing
zones, and target acquisition radars swept back
and forth, secking enemy firing batteries.
Aggressive air and ground patrols and raids
netted an incredible 456 prisoners, including a
battalion commander. Intelligence staffs sifted
and digested it all, gradually piecing together a
mosaic that transformed into a clearer and clear-
er portrait with each passing hour.'¢

Deep fires, to include 105mm artillery raids,
were planned based upon the emerging intelli-
gence picture. The massive scale of coalition
acrial bombardments, especially with two B-52
saturation “boxes” conveniently astride the divi-
sion’s zone, had already done massive damage to
the Iraqi defenders’ air defenses, communica-
tions and morale. Most of the remaining suppres-
sive work fell to the division’s attack helicopter
battalions. Apaches flew around the clock to fer-
ret out and engage enemy positions, often with
the help of USAF A-10 Thunderbole Ils. Anti-
aircraft guns attracted particular interest. On

April 1993  MILITARY REVIEW



Apaches and Kiowas at a forward
real'm and refuel polnt, late February 1991.
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Command and control of an air assault operatton undergoes its greatest

test during condition settmg Substantial intelligence and fire support means . . . are
already deep, yet the main ejfort remains 90 miles separated, waiting to go. Centralized
control of all these moving pieces simply cannot happen, not that it would be productive
even if it could. Deep operations require more inventive approaches.

20-21 February, the 101st Aviation Brigade or-
chestrated a battalion-size air assault to destroy
an Irqi battalion defending along a chosen air
route to Cobra. Fire support effectively opened
multiple air avenues of approach and battered
the local Iraqi forces into confused impotence. 7

The division command and control apparatus
adjusted to meet the situation as the countdown
to Cobra continued. It had never been expected
to commit infantry across the FLOT while set-
ting the conditions, and yet the nature of several
situations demanded combined arms attacks to
clear them up. Along with everything else going
on, the division had to reposition forces across
more than 550 miles of cold, stormy, empty Sau-
di desert and carry out the completely unpro-
grammed diversion of a brigade to backstop VII
Corps for several weeks. Hard training, thor-
ough rehearsals and well-tested standing operat-
ing procedures came to the fore. The division
proved able to look, talk and thmk way forward
and way hack simultancously. '8

Finally, the division’s DISCOM fought and
won a terrific war against time, distance, weather
and friction to deliver service support to the

MILITARY REVIEW e April 1993

units already flying and fighting deep, all the
while readying for the great leap to Cobra. For
the logisticians, the ground campaign began on
14 February and did not let up until well after the
cease—fire. Rarely had anyone in the DISCOM
been able to train to resupply forces at this scale
and pace. The principles were known, and the
piece parts familiar, but it is one thing to imagine
a LAB or FOB and quite another to execute one
in combat. DISCOM prepared well for the first
wartime validation of the LAB and FOB con-
cept.!? Thanks to a lot of hard driven miles and
many slingloads, the division would fly in to Co-
bra “full up,” ready to carry out sustained, succes-
sive air assault operations.

And yet, even when the decision tumed out
to be correct and with the battlefield shaped for
decisive action, executing an effective deep op-
eration is not a given. It has been said that rifle-
men must close that last hundred meters by force
of willpower, strong legs and a good trigger
squeeze when it counts. Airassault riflemen and
their combined arms comrades need the steel in
their backbones and fire in their bellies to fly thae
Jonely 90 miles beyond the FLOT, knowing all



Soldiers loading aboard Black
Hawk helicopters in Saudi Arabia.
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to commit infantry across the FLOT while setting the conditions, and yet the nature
of several situations demanded combined arms attacks to clear them up. Along with
everything else going on, the division had to reposition forces across more than 550
miles of cold, stormy, empty Saudi desert and carry out the completely unprogrammed
diversion of a brigade to backstop VII Corps for several weeks.
- __________________________________________ ]

the while that when the chopper pulls pitch on
a hot landing zone, they plunge instantly into
those dreaded last hundred meters. As for the
aviators, the entire flight is replete with danger,
if not due to the enemy, then from the unfor-
giving dark ground or accidental jostlings of a
tight, blacked—out formation skimming along
wrinkled terrain at stomach-wrenching speed.
Execution demands a rapidly increasing series
of targeted blows that reach a crescendo at H-
hour, aircraft touch down time. Apaches, as al-
ways, play a starring role. Having set the condi-
tions for landings, AH-64A units proceed to
enforce the isolation of the objective areas, de-
veloping a double ring around the prospective
forward operating base. One attack battalion,
under operational control (OPCON) of the air
assaulting brigade, creates an “inner ring” rang-
ing out up to 25 miles from the FOB line. These
Apaches concentrate on finding and destroying
Jocal enemy reserves and remain available to
intervene directly into the FOB if the ground
assault requires their support. Meanwhile, the
division's aviation brigade establishes and main-
tains an outer ring of attack helicopters, roaming
out to 150 miles from the FOB line in an aggres-
sive and unceasing effort to seck and eliminate
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any enemy mobile forces prodded to action by
the massive American deep attack.?"

Next comes final preparation of the routes and
landing zones, a compressed, concentrated dose
of condition setting to find, fix and kill or stun
the antiaircraft sites and enemy forces threaten-
ing the force. This typically entails an Apache
armed reconnaissance about 2 hours out (usually
en route to the inner ring battle positions) and
a comprehensive JSEAD program of aerial and
surface fires to scour the air route, all laced with
liberal doses of planned and on—call USAF close
airsupport. Tocap it off, ashort, intensely violent
battering of the enemy around the landing zones
lifts a minute before the first UH-60A Black
Hawk flares to discharge its soldiers. It is often
a gpood idea to emplace a nelicopter—delivered
105mm battery just prior to H~hour in an offset
landing zone; it guarantees responsive fire sup-
port 90 miles from the friendly front lines.*!

Once the twin rings of artack aviation fly into
position and the hostiles around the objective
have been well and truly pounded, it is time to
land. Conditions at the objective, not the digits
on the clock, drive the time of attack. Flexibility
is an integral aspect of air assault planning and
execution. On deep operations, therefore, a
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window to attack or & “not later than” time is
preferred toan absohute, World War T type “zero
hour.™ This exphiins the preference for the pe-
neric He-hour incair assault planning. That fa-
miliar rechmigue nicely .mummod ies adjust-
ments in the time of attack. ™

Finally, with all the preassaulr fires shor, the
inner and outer rings erected and working and
the correet timing decided, the vast combina-
tion of humans and machines must follow
through, taking the FOB and reducing remain-
ing enemy resistance. The combined anms air as-
sault task force, led by riflemen and Black Hawk
pilots, has to execute ro standard or all the pre-
conditions in the world will go for nothing.

At Cobra, the 101st Airtborne Division ex-
ecuted to standard. Despite exhaustive intelli-
gence and 10 days of extensive preassault condi-
tion setting, the day of the attack presented two
challenges. First, heavy fog delayed H--hour un-
til afrer sunrise. The flexible timing that charac-
terizes air assault operations came into play, and
more than 100 helicopters carrying dozens of
small units smoothly shifted to the later starting
time. H-hour changed, but the plan did not.

Second, and potentially more unnerving, a
previously unidentified Iragi infantry battalion
surfuced in the northem part of Cobra. But the
brigade combat ream commander, well aware
that despite all the battlefield preparation, there
was still a possibility for organized enemy resist-
ance. The Americans came in ready to fight for
Cobra.  Preassault bombardments, continuous
supporting fires after Fl-hour, timely close air
support and a clutch of vigilant “inner ring” at-
tack helicopters, not to mention quick actions
on contact by two infantry battalions, soon
smothered the haplcss opponent. The Iragi out-
fit surrendered.?? By not cutting comers in the
exccution phase, the air assault soldiers con-
fronted and bested foul weather and an unex-
pected hostile response to take FOB Cobra,

Of course, in the Cobra example, the decision
and condition setting phases lasted many days
more than they might in other situations. In-
deed, during the rest of the *100-hour war,”
the 101st Airborne Division operated at a
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Execution demands a rapidly
increasing series of targeted blows that
reach a crescendo at H-hour, aircraft
touch down time. Apaches, as always,
play a starring role. Having set the condi-
tions for landings, AH-64A units proceed
to enforce the isolation of the objective
areas, developing a double ring around
the prospective FOB.
L |

much quicker tempo. Here lies one of the true
strengths of a division purpose-built for deep at-
tacks. Any modern Army or Marine Corps divi-
sion may mount one of these missions every
week or so, given the ebb and flow of conven-
tional combat. An air assault division, however,
can pull off such a feat every 24 hours.

In an air assault division, the typical bactle
rhythm allots about 24 hours (i day and a night)
to cach part of the cyele, with the result being a
brigade air assault or aviation brigade attack op-
cration about 48-72 hours after the ball starts
rolling. It is not unusual to have all three brigade
combat teams and the aviation brigade working
through different segments of the deep opera-
tions process. Each brigade’s current phase sers
up the next one'’s future actions, and every com-
pleted brigade jump threatens everything wichin
90 miles of the landing zone. The cross FLOT
air assault operations cycle spins so rapidly

11
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through rime and crupts so widely across space
that no current US foe can really hope to match
it.”4 The Iragis hardly knew what hit them.

In September 1944, three Allied airbome di-
visions jumped into Nazi~oceupied Holland in
a bid to grab a bridgehead over the Rhine River.
Only one paratrooper battalion ever made it to
Ambem bridge, and the mechanized ground re-
liet force arrived too late to seize the Rhine cross-
ing or save the bulk of the brave British airborne
soldiers who had fought so hard to take ir. Oper-
ation Marker Garden was a costly failure, perhaps
because the airbome had dropped too far away. =
The idea had certainly been bold and decisive,
but the execution went awry.

Today, America’s citizenry have seen fit to en-
Jdow every division with the armament to launch
a self-contained Market Garden. American sol-
diers have learned much about deep maneuver

L]
The decision and condition setting
phases [for Cobra] lasted many days more
than they might in other situations.
Indeed, during the rest of the “100-hour
war,” the 101st Airborne Division opercted
at a much quicker tempo. Here lies one of
the true strengths of a division purpose-
built for deep attacks. Any modern Army
or Marine Corps division may mount one
of these missions every week or so. . ..
An air assault division, however, can pull
off such a feat every 24 hours.

since 1944—in hard, unforgiving classrooms
called Vietnam, Cambodia, Grenada, Panama
and Iraq. There is no such thing as “a bridge too
far” for an army that knows how to go deep. MR
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’ Strteglc Force for the Future

Lieutenant Colonel Craig B. Whelden, US Army

Given the uncertainties in the world today and the proliferation of both
conventional and unconventional arms, the United States must be
capable of quickly air-deploying military forces that have mobility and
Jirepower and are self-sustaining. What is needed is a *‘medium force
package,” as suggested by General Edward C. Meyer in 1980. It should
consist of a regimental-size cavalry force fielded with the Armored
Gun System, the Future Scout Vehicle, the M198 howitzer and the Light
Helicopter. Such a force could be deployed in fewer sorties than a light
division and wonld have a much greater capability.

@ N 2 August 1990, the Iragi army poured
into Kuwait and captured the world’s at-
tention. In the next few days, American forces
were alerted, and by 8 August, soldiers from the
82d Airbome Division (ABN Div) were on the
ground in Saudi Arabia.  President George
Bush drew “a line in the sand,” and the world
held its breath as forces were deployed over the
next six months. During the first few weeks
after the invasion, the only American troops
on the ground were the krave, but lightly
armed soldiers from the 82d ABN Div. With-
out heavy armor, these paratroopers would have
stoad littde chance against Saddam Hussein’s
tanks had they rolled south.
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A cover story of Army Thmes, in its review of
the division’s role in operations Desert Shield and
Desert Storm read “Speed Bumps: 82d Airborne’s
Shaky Line in the Sand.” Many tenuous weeks
passed before heavy forces from the 24th Infan-
try Division (ID) closed into theater. Airbome
soldiers were elated to finally see the arrival of Ml
tanks, Bradleys and howitzers. Lieutenant Colo-
nel John Schmader, commander, 1st Battalion,
505th Infantry Regiment, said it well:

“We watched with anticipation the landing
of the 24th D, We actually kept track of how
many tanks came on a daily basis. You'd see the
guys out there clapping because the tanks were
coming!™!
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The world is more complex, and

we will likely find that our national
security interests will be more and
more at risk. Historic changes around
the globe have shaped our national
military strategy to one that relies less
on forward presence and more on
power projection. For the Army, this
means that contingency and rein-
forcing forces must be capable of
deploying rapidly to anywhere in the
world on short notice.

The Gulf War has been a laboratory of lessons
leamed for the Army. One lesson that was clear,
even before the war, was the wide variance in
capabilities between light and heavy forces—in
deployability, mobility, firepower and sustain-
ability. Prior to Desert Storm there had been nu-
merous ideas and concepts, but little moverment
toward closing the gap between these uniquely
qualified types of units. With unprecedented
changes in the world and an emerging new role
tor the United States, the national military strat-
egy will require changes in the shape of our force
structure—across all services.

The purpose of this article is to examine the
nature and shortcomings of our Amy’s force
structure, and to support the development of a
quick-reaction, air-deployable, light armored
force that can fill the capabilities gap that cur-
rently exists between light and heavy 1orces. Be-
cause the employment of such a force would nor-
mally evolve from the president’s national
military strategy, it is necessary to review some of
the recent and dramatic changes in world events
and how they are affecting the development of
this strategy.

14

A New World Order?

On 13 April 1991, a few short weeks afrer the
defeat of Irag, Bush delivered aspeech to the Air
University, Maxwell Air Force Base, Alibama.
Here, he outlined his vision of “The New World
Order” as one based on tour shared principles:

“It [the new world order] springs from hopes
for a world based on a shared commitment
among nations large and small, to a set of pningi-
ples that undergird our relations. Peacetul settle-
ments of disputes, solidarity against aggression,
reduced and controlled arsenals and just treat-
ment of all peoples.

Time will tell whether or not the president’s
vision is prophetic.  Events over the past year
have shown that achieving these ends will nor
be easy. Bush clearly understood this, as evi-
denced by his qualification in the same address:

“We also recognized that the Cold War’s end
didn’t deliver us into an era of perpetual peace.
As old threats recede, new threats emerge. The
quest for the new world order is, in part, a chal-
lenge to keep the dangers of disorder at bay.”™?

The dissolution of the Sovietempire has given
birth to some major challenges: How do we Je-
fine our future relationship with Eastern and
Western Europe and the new “Commonwealth”
of former Soviet republics? What authority will
this new commonwealth exercise? How will our
previously negotiated treaties and agreements he
recognized?  Who will maintain control of the
vast and now dispersed nuclear arsenals?  To
whom will the former Soviet armed forces show
allegiance—a central government or individual
republics’ What will be the long—term effects of
nationalistic, cultural and ethnic epidemics
sweeping across Eurasia?  And finally, how will
the end of the Sovie: empire affect the rest of
the world?

These and other questions about the former
Soviet Union are difficult to answer, since the
only “constant” seems to be change itself. Every
day brings a new chapter in the quest for national
and ethnic identity. Even as freedom-seeking
republics of the former Soviet Union struggle
for their own independence and recognition,
nationalistic factions threaten to break brittle
coalitions within the republics.
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M1 tanks of the 24th D loading
onie flatbed trucks after therr arnval
n Saudi Arabia. September 1990

Airborne sdldiers were elated to finally see the arrival of Ml tanks, Bradleys

and howitzers. [The] commander, 1st Baitalion, 505th Infantry Regiment, said it
well: “We watched with anticipation the landing of the 24th ID. We actually kept
track of how many tanks came on a daily basis. You’d see the guys out

there clapping because the tanks were coming!”

T P L

The breakup of the Soviet Union has had a
disquieting effect on much of the rest of the
world as well. Without superpower competition,
nations and nationalistic groups are “testing
freedom’s waters"—some violently. Third World
countries, no longer in the Soviet or US sphere,
are reaching out for their own identity. The
world is potentially more dangerous now than
at any time since World War [I.

An Evolving National
Military Strategy

The world is more complex, and we will likely
find that our national security interests will be
more and more at risk. Historic changes around
the globe have shaped our national military
strategy to one that relies less on forward pres-
ence and more on power projection.

For the Amy, this means that contingency
and reinforcing forces must be capable of deploy-
ing rapidly to anywhere in the world on short no-
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tice. Both the military and Congress have agreed
that to do this will require improvements in our
strategic deployabiliry, both air (C-17) and sea
(strategic sealift ships).

Although Desert Shield made this point pain-
fully clear, it was nor a new lesson. We have
known it for years. In his 1980 White DPaper.
General Edward C. Mever, then chief of staff of
the Army, called for a more flexible “spectrum of
force” including “medium force packages for rap-
id deployment missions."

The past few vears have proved the absolute
need for such forces. However, the proliteration
of arms in Southwest Asia and in the Third
World requires a much greater combat capability
than is offered by light infantry divisions, the
1980s" answer to Meyer’s vision.

General Gordon R. Sullivan, our current
chief of staff, has recently repeated the call for a
truly strategic Army: “My vision of the Army is
a strategic force trained and ready to fight and
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We must break the mold of

the 1980s and, even with growing
fiscal minefields facing us, recognize
the need to vigorously argue for proper
forces. The Army must be capable of
projecting overwhelming combat
power over a short period of time in
order to defeat potential threats
across the spectrum of conflict. We
must examine carefully the types of
units that constitute the contingency
corps, and what strategic assets

are needed to move them.

achieve decisive victory wherever and whenever
America calls. .. . The United States has world-
wide interests, so the Army must be ready to fight
anywhere. As a strategic force, the Army must
have global reach.”™

Sullivan went on to say: “The design of our
units, too, will flow from the requirements of the
new doctrine. | expect the doctrine develop-
ment process to be an informed debate over the
next year thar will yield recommendations on
the size and composition of our formations from
company to corps.”

We must break the mold of the 1980s and,
even with growing fiscal minefields facing us,
recognize the need to vigorously argue for proper
forces. The Army must be capable of projecting
overwhelming combat power over a short period
of time in order to defeat potential threats across
the spectrum of conflict. We must examine care-
fully the types of units that constitute the contin-
gency corps, and what strategic assets are needed
to move them,

Structure of the Army
Contingency Corps

Currently, the JCS chairman'’s base force allo-
cates five Amy divisions to the contingency
corps: one airborne, one air assault, one light and
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two heavy. All but the heavy divisions are air de-
ployable. The heavy divisions must he moved by
sea, but as we found during Desert Shield, this is
easier said than done.  Both shipping and air
transport assets are woefully short. During the
buildup for the Gulf War, we were even using So-
viet ships to move our equipment to the gulf.

Orher factors influencing how military power
should be used in contingencies will depend on
other variables: What is the threat? Isthe theater
accessible by sea? If so, are the ports sufficient?
Is pre—positioned equipment available? Does the
region’s infrastructure support the use of heavy
forces? Does the crisis allow sufficient rime for
a military buildup? Must forced entry be used?

Clearly, different scenarios will have different
requirements. If the crisis arca is inaccessible bv
sea (which is the case with more than 35 coun-
tries around the world), airlift may be the only
force projection option. And, if the enemy is
highly mechanized (which most large armies
are), the exclusive use of aithbome or light infan-
try would be inexcusable.

An example of this type of contingency would
be the assistance given to Chad by the French in
recent years to help defend against invasion by
Libya. Clearly, the exclusive use of light infantry
would have been inappropriate, and because
forces could not easily be introduced into theater
by sea, light armor was airlifted.®

Another example is a region that is accessible
by sea, and may have the pore facilities for
offloading heavy forces, but the host country’s
infrastructure (roads and bridges) is incapable of
supporting the use of tanks and other heavy
tracked vehicles. Honduras, for example, with
only one major paved road in the country (Pan
American Highway) and none of its bridges with
aweight classification of over 30-35 tons, would
not be suitable for the use of our current heavy
armored formations.  The situation is turther
compounded during the miny season.” Numer-
ous countries in the world fit this scenario.

Finally, an area might have excellent port ta-
cilities and an environment conducive to the
use of heavy forces; however, the problem here
might be that these forces cannot be introduced
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Clearly, different scenarios will have different equirements.

vision squad patrol\(

tfnomkmpof Dhahran airhead in
Saudi Arabia, mid-August 1900,

If the crisis area is inaccessible by sea (which is the case with more than

35 countries around the world), airlift may be the only force projection option.
And, if the enemy is highly mechanized (which most large armies are), the
exclusive use of airborne or light infantry would be inexcusable.

into theater quickly. As we saw during Desert
Shield, there was a period in August and Seprem-
ber when the soldiers from the 82d ABN Div
would have been considered “speed bumps™ had
Saddam Hussein decided to push south 1o the
port of Dhahran. His hesitation gave the United
States and its coalition partners time to build up
a sufficiently capable defensive force. Other po-
tential adversaries no doubt leamed from Hus-
sein’s mistakes and next time, we may not have
six months to prepare.

In all three of these examples, the solution o
fill the capahilities void is a light armored foree
that can be rapidly deployed by air. A number
of countries in the world have such forces. The
United States is not one of them.

The Light Cavalry Regiment

As we saw with Desert Shield, there is a capabil-
ities gap in our ability to project forces. Para-
troopers from the 82d ABN Div can deploy any-
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where m the world ina matrer of days, bur once
on the ground, they lack mohility, firepower and
sustainability.  Heavy ammored torces must be
moved by sea, but with only adivision s worth of
strategic sealift ships, this process can take many
wccks«—pn wided the theater s even accessible
by sea and the infrastrucrure will supporr heavy
tracked vehicles.

A light armored foree, which is air transport-
able, is a highly pracrical and tlexible solution
providing a more lethal halance and mix. Such
aforce should be organized asa light cavadey regi-
ment and assigmed to the contingeney corps.,
The 2d Armored Cavalry Regiment, which
distinguished itself during Desert Storm by lead-
ing the VI Corps attack on the Republican
Guards, s a perfect candidate.

Cavalry has a historically proven record of of -
tering the greatest mix of the combined arms
ream. As outlined in US Amy Field Manual
(FM) 100-5, Operations, the Amay’s keystone
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[Saddam Hussein’s] hesitation gave

the United States and its coalition
partners time to build up a sufficiently
capable defensive force. Other poten-
tial adversaries no doubt learned from
Hussein’s mistakes and next time, we
may not have six months to prepare.

Cavalry has a historically proven
record of offering the greatest mix of
the combined arms team. . . . Desert
Storm validated the tremendous
utility and flexibility of cavairy
organizations.

L - ]
doctrinal manual, cavalry is ideally suited for the
widest variety of missions: offense, defense, secu-
rity and reconnaissance.!® Desert Storm vali-
dated the tremendous utility and flexibility of
cavalry organizations.

As the commander’s “eyes and ears,” cavalry
is normally structured at both division and corps
levels. The heavy corps have doctrinally and
traditionally had their own regiment of cavalry.
Extremely robust and combat—capable, these
regiments have always had a tremendous repu-
tation, and few could argue for changing their
current structure. In face, in 1988 the French
liaison officer to the US Army Armor Center
(USAARMC) at Fort Knox, Kentucky, said:

“I'm quite ready to ask for US citizenship if |
can keep my rank, and if you give me command
of an armored cavalry regiment.”!!

What is missing in the current force structure
is a regiment tailored for the contingency corps.
For years, the USAARMC has been a leading
proponent of organizing and fielding such a force.
In 1983, it proposed a light armor regiment as an
armor “plug” for the light infantry divisions. This
concept further evolved into a light cavalry regi-
ment. In 1985, the Army's chief of staff disap-
proved the concept, but approved two light ar-
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mor battalions for light infantry division support.

These battalions were to be fielded with the
Armored Gun System (AGS), a 20-ton light
“tank” specifically designed for strategic air de-
ployment. However, in 1987, funding for the
AGS was terminated. This essentially killed any
plans for an air-deployable armor force, since the
AGS was the centerpiece of such a force.!?

In 1989, the commander of XVIII ABN
Corps, Lieutenant General Carl W. Stiner, reit-
erated the urgent need for a replacement for the
M551 Sheridan. This rekindled interest in the
AGS, and plans were taken off the shelf. Re-
membering the lessons of Desert Shield and Desert
Storm, Congress has recently funded the pur-
chase of 300 vehicles.

Over the years, US Army Training and Doc-
trine Command (TRADOC) has considered
several force structure options. The regmental-
size option (fig. 1) designed by the US Army Ar-
mor School (USAARMS), Fort Knox, Ken-
tucky, is a powerful and versatile organization. It
consists of 82 AGS vehicles, 106 Future Scout
Vehicles (FSVs) (Combat), 80 FSVs (Stealth),
53 light helicopters (LHs) (Comanche), 15
UH-60 helicopters (Black Hawk), three EH-60
helicopters, 16 M198 howitzers and 18 4.2-inch,
high mobility multipurpose wheeled vehicle
(HMMWV )= mounted mortars.

The regiment consists of two cavalry squad-
tons (see fig. 2), a reconnaissance squadron, an
aviation squadron and a support squadron.
Combat support assets would include a light en-

Lt Cav Regt
| l : ]
HHT tt Cav Sqdn Regt Avn Sqdn
| [ 1
Recon Sqdn Engr Co Mt Co Spt Sqdn

Major Weapon Systems
82 Armored Gun Systems 15 UH-60 Hehcopters (Black Hawk}
106 Future Scout Vehcles (CBT) 16 M198 Howitzers
80 Future Scout Vehicles {Stealth) 1B 4.2.inch Mortars
53 Light Heiicopters (Comanche) 3 EH-60 Helicopters

Figure 1. Light Cavalry Regiment
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gineer company and a military intelli-
gence company that is capable of gather-
ing both tactical and strategic information
and intelligence. The support squadron
would be sufficiently robust to allow the
regiment to deploy separately and sustain
itself until augmenting corps combat
service support assets could arrive in
theater.!’

Wargaming conducted by the TRA-
DOC Analysis Command (TRAC) at
Fort Leavenworth, Kansas, indicates the
entire regiment could be deployed with
approximately 400 C-5 or C-17 sor-
ties.!* The C-17 is especially important
because of its ability to use over 6,000 runways
outside the United States that are not usable by
the C-5 1°

By contrast, using a combination of C-5 and
C-~141 aircraft, the 82d ABN Div used about
650 sorties in its deployment to Desert Shield. In
addition to this large number of sorties, the divi-
sion used portions of about 28 ships to position
itself in the Persian Gulf.'®

The bottom line is that the regiment could
deploy by air just as quickly, and with fewer sor-
ties than a light division, while providing the
theater commander in chief a much greater
capability in firepower, mobility and sustain-
ahility. The range of options for employment of
a light cavalry regiment is greater than perhaps
any organization in the force structure. Along
with the 82d ABN Div, such a force should be
at the top of every contingency planner’s Time-
Phased Force and Deployment List (TPFDL).

Ft Cav Troop ” LMy Battery
2 FSV {C 8 M198

AGS Company]

14 AGS
10 fSv (S) 9 AGS
17 FSV (C)
3 Mortar
Major Weapon Systems
a1 AGS 8 M198
53 FSY {0) 9 Mortar
10 ¥SV {S)

Figure 2. Light Cavalry Squadron
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LIGHT CAVALRY

[Some regions are] accessible by

sea, and may have the port facilities . . .
but [their] infrastructure is incapable of
supporting the use of tanks. . . .
Honduras, for example, with only one
major paved road in the country and
none of its bri~ges with a weight classi-
fication of ov:r 3035 tons, would not
be suitable for the use of our current
heavy armored formations. The
situation is further compounded during
the rainy season. Numerous countries
in the world fit this scenario.

With most of the new combat systems (AGS,
FSV and LH) still in the development stage,
fielding such a force is a few years oft. In the in-
terim, the regiment should begin forming with
available air-deployable systems. These might
include variants of the M113, the Marine Corps’
Light Amphibious Vehicle, the HMMWYV and
the OH-58 helicopter.  In addition, there are a
number of high—qualiry, light combat vehicles
around the world that should be considered.

The lessons of Desert Shield make it clear that
the requirement for such a force is not for some-
time in the future, but now.

The Organizational and Operational Plan
(now referred to as an Operational Requirement
Document) developed by the USAARMC for
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|
Wargaming conducted by the

TRADOC Analysis Command (TRAC) at
Fort Leavenworth, Kansas, indicates
the entire regiment could be deployed
with approximately 400 C-5 or 6-17
sorties. The C-17 is especially
important because of its ability to use
over 6,000 runways oulside the
United States that are not

usable by the C-5.

the light cavalry regiment outlines the tremen-
dous versatility and capability heretofore not
available to the contingency corps commander:
“The light cavalry regiment will provide the
contingency corps commander the capability
to effectively see the bartlefield and direct com-
bat power decisively at the right place and time.
The regiment will provide a rapidly deploy-
able, lethal and survivable mobile combined
arms force capable of conducting irs missions
throughout the depth of the battlefield.”!?
Organizing and fielding a light cavalry regi-
ment for the contingency corps should be a very

high priority. Simply having the capaluliny o
project such a force adds simticantdy o derer-
rence. The presence of light cavalry on the fu-
ture battletield will greatly reduce the sk to
carlicr-deployed (light imfantry) forces and
provides i compounding eftect on the aprions
available ro the comps commander.

Light cavalry is not just another combar arme
organization.  As a strategic asset, it ofters more
flexibility and capabilire than any other Land
force organization carrently available to the Na-
tional Comnuund Authoriry. Given s dererrent
value, force projection capability, combar power
and mission protile, it provides more combat po-
tential thun an enrire light mtantry division,
both strategically and operationally.

The Army must not rerreat from the deselop-
ment and fielding of the light cavalry regiment.
Its importance to our national milirary srrategy
has been acknowledped since the carly 1980y
but never before hias the need been so arear. The
strategic value of light cavalny mandares char 1t
he included in the Ay force structure.

H resourcing is an issue, the dehate should nor
center on whether ornot to tiekdsuch a toree, but
rather what must be given un to make room tor
it. Further, it is an organization whose presence
on the future batrlefield is of such strategic value
that potential hillpayers should not be limited 1o
just the Army. It is that important. MR
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Desert Storm

rmy Families

3

Colonel James A. Martin, US Army,

Major Mark A. Vaitkus, US Army,
Lieutenant Colonel Louis M. Mikolajek, US Army, and
Lieutenant Colonel Malcolm D. Johnson, US Army

This article highlights US Army, Europe’s (USAREUR’s) family
support during the Southwest Asia deployment, and how family mem-
bers responded 1o this assistance. This was a stressful period, but most
Jamily members coped well. Military leaders built a safety net around
their families, and unit spouses and community members actively sup-
ported one another. As a result, families were well cared for during
Operation Desert Storm, and USAREUR enjoyed ‘‘homecoming”
with a sense of its own accomplishment.

T HE WAR in Southwest Asia (SWA) re-
quired the early deployment of several
elements of VII Corps and a number of smaller
USAREUR-based units to the Persian Gulf.
Between November 1990 and January 1991,
more than 79,000 soldiers left Europe for the
SWA combat zone. One of the complications in
sending soldiers from USAREUR was planning
and executing support for families. Approxi-
mately 54 percent of these soldiers were married,
and 46 percent had their families living with
them in Europe. More than 89,000 family
members remained in USAREUR during the
deployment.

At the announcement of USAREUR deploy-
ments, Generals John R. Galvin and Crosbie E.
Saint, the two senior Army officers in Europe,
encouraged Army families to remain in Europe.
Unit and community leaders were told to place
a priority on family support. Wisely, these senior
leaders recognized that families of nondeploying
soldiers also faced additional stressors—for ex-
ample, their sponsor’s increased work hours in

The views exprressed in this article ave those of the author
and do not t 1o veflect the position of the Department of
the Army, the Department of Defense or any other government
office or agency.—Editwr
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support of the deploying forces and the universal
threat of terrorism.  Local leaders responded by
building “layers of support” to ensure that every-
one was taken care of during this crisis. Saint’s
stated position was to err on the side of dupli-
cation and overlap in order to create a “family
safety net.”

The deputy chief of staff for Personnel at
USAREUR headquarters established a Family
Support Task Force (FSTF) in November 1990.
This task force mer biweekly until the end of
Desert Storm and continued to meet monthly un-
til August 1991 to maintain support for families
of soldiers who remained in Saudi Arabia and
Kuwait, and for soldiers deployed to Operation
Provide Comfort. Members of the task force in-
cluded key USAREUR staff and subordinate
major commands, such as the 7th Medical Com-
mand, Ist Personnel Command and 21st The-
ater Support Command, as well as family mem-
ber representatives from major communities and
units throughout USAREUR. Over the course
of the deployment, the task force initiated more
than 100 actions designed to address a broad
range of family issues. More than anything else,
the task force was a place to “brainstorm” ideas.
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When asked in what ways their family support group efforts
were successful, 77 percent of the company leaders and 73 percent of the battalion
leaders wrote that the group was meeting members’ emotional needs. On the other hand,
only 38 percent of the company leaders and 64 percent of the battalion leaders feit
that the group was meeting family members’ informational needs.

Regardless of existing rules or regulations, these
ideas received serious consideration. It was a
place where creative solutions to common prob-
lems could be freely shared across command
boundaries. The task force had the ear of the
USAREUR commander in chief, and it oper-
ated with a “can do” approach.

Among other accomplishments, the task
force was behind the creation of a USAREUR-
wide “Helpful 1” phone line. This call-in re-
source, staffed by volunteers in each communi-
ty, allowed family members (and nondeployed
soldiers) to ask questions or raise concerns any-
time day or night, seven days a week. Other ac-
complishments included establishing guidelines
for the use of nontactical vehicles for family sup-
port functions; instituting limited base support
privileges for extended family members acting
in loco parentis; publicizing methods of reim-
bursement for volunteer expenses; and ob-
taining permission for family members to use
military dining facilities.

While there were a few problems, overall,
USAREUR units and communities did a superb
job raking care of families. This article looks at
information from community representatives,
rear detachment commanders (RDCs), family
support group leaders (FS(GLs) and family mem-
bers to highlight some of the more important
lessons learned during this unprecedented
deployment.

Sources of Information

Information provided by USAREUR head-
quarters, corps and community representatives
at weekly meetings of the FSTF and two related
but independent studies provide the basis for this
article. Each author was an FSTF member and
actively involved in task force activities.

One study, conducted in March 1991 by the
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US Army Medical Research Unit-Europe
(USAMRU-E), was an anonymous mailed sur-
vey of USAREUR FSGLs. This survey was de-
signed to elicit group leaders’ experiences and
perceptions. A total of 442 surveys were  sent
to FSGLs randomly selected from lists provided
by corps and theater support command ofticials.
There was a respectable 48-percent response
rate, including data from 83 company and 48
battalion FSGLs, representing both combar and
SUPpOFt—type units.

During February and March 1991, Headquar-
ters, USAREUR, conducted its annual Person-
nel Opinion Survey. This provides the second
source of survey data. This family member sur-
vey focused on the impact of Desert Surm on
family membens’ health, well-being and overall
life satisfaction. The survey sample included
over 4,000 family members of both deployed and
nondeployed soldiers.

FSGL Survey

The USAMRU-E survey asked closed and
open—ended questions asked about a variety of
issues including demographic characteristics of
the leaders (themselves), the structure and oper-
ation of their family support groups and relation-
ships with unit and community leaders and serv-
ice agencies. Family support leaders were asked
about positive and negative aspects of their role
as group leader and the impact on their own
well-being. Finally, they were asked to com-
ment on the adaptation of family members to the
stress of deployment. The information pre-
sented here focuses on the 83 company and 48
battalion FSGLs in this sample.

Information provided to the family support
group task force suggested that the majority of
FSGLs assumed their role as a result of their
spouse’s senior position in the unit. Based on the
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FAMILY SUPPORT

On/y 25 percent of the company leaders and 40 percent
of the battalion leaders worked more than 15 hours per week on activities related to their
family support group role. The median number of hours for the company leaders was
eight per week. and 13 for the battalion group leaders. Despite the limited hours, many of
these spouses felt that their family support group activities interfered “a fair amount or a
lot” with their personal life. Their open—ended comments suggested that the most
difficult aspect of their role was the “unpredictability” of demands.

USAMRU-E sunvey, only 10 percenr of the
company leaders and 4 percent of the bartalion
leaders said that they were “elecred” to their
position. On the other hand, 51 percent of
the company leaders and 42 percent of the bat-
talion leaders were appointed because of their
spouse’s role (as commander or other senior
unit member).

The majority of units had family support
groups before the deployvment, and many of the
present leaders had heen in the role of FSGL tor
more than a few months. For example, 49 per-

MILITARY REVIEW » Aprit 1993

cent of the company leadens and 34 percent of
the battalion leaders had held ther positions tor
mare than six months.

The survey tound that these spouses were not
equathy ws Fasy with tamily support group activi-
ties. Only 25 percent ot the company leaders
and 4Q percent of the hattalion leaders worked
more than 13 hours per week on activities re-
fated to their family support group role. The
median number of hours for the company lead-
ers was cight per week, and 3 for the battalion
group leaders.
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Spouses of deployed soldiers were critical
of the way unit leaders handled family needs during the predeployment. . . . The lack
of a family support group was most predominant in units that do not routinely deploy
from their home duty station during peacetime training.

Despite the limited hours, many of these
spouses felt that their family support group acriv-
ities interfered “a fair amount or a lot”™ with their
personal life (46 percent of the company leaders
and 75 percent of the battalion leaders felt this
way). Their open—ended comments suggested
that the most difficult aspect of their role was the
“unpredictability” of demands. They never
knew and could not control when someuone was
going to call for assistance. Their personal plans
and needs would often have to be put aside while
they helped someone else. Despite this com-
plaint, the overwhelming majority said that they
enjoyed their role as the unit FSGL (88 percent
of the company leaders and 78 percent ot the
battalion leaders felt this way).

Most FSGLs said that they were able to share
their burdens with other group members (95 per-
cent of the company leaders and 91 percent of
the battalion leaders). There were a few FSGLs
whodid not or were not able to share the burdens
associated with family member needs and de-
mands These spouses were the most likely tore-
port feeling “burnt out.” Survey respondents also
echoed family support group task force informa-
tion that bumout was often related to the con-
tinuous demands of a relatively few unir family
members.

When asked about their unit’s RDC, most
FSGLs were very positive. They felt that their
RDXC was well qualified (52 percent of the com-
pany leaders and 51 percent of the barralion
leaders felt this way). Only 11 percent of the
company and 9 percent of the battalion RDCs
were described as “not at all qualified.” Seventy—
eight percent of the company and 85 percent of
the battalion FSGLs describe their working rela-
tionship with the unit RDC as “excellent to
good.” Only 12 percent of the company leaders
and 11 percent of the battalion leaders described
a “poor to horrible” relationship with the RDC.
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In addition, FSGLs rated their community head-
quarters and agencies (such as Ay Communi-
ty Services) as helpful.

When asked in what ways their family support
group efforts were successful, 77 percent of the
company leaders and 73 percent of the bartalion
leaders wrote that the group was meeting mem-
bers’ emotional needs. On the other hand, only
38 percent of the company leaders and 64 per-
cent of the hattalion leaders felt that the group
was meeting family membery’ informational
needs. This distinction is important because
over 75 percent of both the company and hartal-
ion leaders felt thar spouses attend family support
meetings for information (as compared 1o 21
percent and 26 percent citing emotional support
as the reason spouses attend these meetings).

Finally, when asked to comment on how unit
families were dealing with the deplovment (rwo
to three months after their spouses had
deployed), about 90 percent of FSGLs said that
they had seen very few or no serious adjustment
problems among their unit spouses. The maodal
response to the question, “How long will family
members be able to handle the separation” was
six months (52 percent of the company leaders
and 67 percent of the battalion leaders gave this
response). Most FSGLs believed that if the de-
ployment lasted longer than six months, the
number of family problems would increase sig-
nificantly.

When asked about unit spouses who retumed
to the United States to “wait out” the deploy-
ment, only three percent of the company leaders
and five percent of the battalion leaders cited
negative reasons for why spouses had left. Se-
venty-seven percent of the company leaders and
61 percent of the battalion leaders said their
spouses left for positive reasons. A typical posi-
tive reason was 1o be with extended family for
the expected birth of a child.
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FAMILY SUPPORT

Leav/ng competent and caring RDCS to work with
FSGLs and community representatives made a difference. It validated for families
the senior leaders’ promise that “we will take care of you.” and it was the cornerstone for
successtul family support group operations.

USAREUR Family Member
Personnel Opinion Survey :

The 1991 USAREUR Personnel Opinion
Survey provided ameans of assessing the inypact
of operations Desert Shiekl and Desert Stommon
the families of deployed and nondeploved USA-
REUR soldiers. In Februanyand March of 1991,
more than 4,000 tamily members responded to
the sunvey mailed to a random sample of timilies
throughour USAREUR. The respondents re-
tlected the known demographic compostrion ot
the total USAREUR fanily populacion, and the
resporses were statistically signiticant at the
93-percent confidence fevel.

Based on the survey responses, spouses of
deploved soldiers were eritical of the wav unir
leaders handled family needs during the prede-
ployment periad. Thirty—five percent telt thar
they were not given adequate information, 63
percent said that there was insufficient time tor
family needsand 41 percent tele thar leaders were
not supportive of families during this difficult pe-
rid. Written comments from family members
indicated the lack of a family support group was
most predominant in units that do not routinely
deploy from their home dury station during
peacetime training.

When asked directly about sources of stress
since their sponsors’ deployment, spouses of
deploved soldiers said that the following issues
caused them a “moderate to a large amount” of
SETeSs:

e Spouse’s safety in the combat zone (86
percent).

e Uncertainey about the length of the de-
ployment (80 percent).

o  Concerns abour living conditions tor sol-
diers (61 percent).

e DProblems communicating  with
spouse in Southwest Asia (58 percent).

their
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All respondents were asked how ofren thiey
experienced avanety of svimptoms (uch as sad-
ness fonehness and trouble sleepgd tpieally
related todepression, acommonh wsed indicator
i studies of pavchological well heme Basadon
their responses, 1t appears thar spouses ot
deploved soldiers expenienced sificantds more
psvehological distress than spouses ot saldiers
who did not deplov. It one conaders the spouses
of the nondeploved soldiers 1o be o contral
aroup,” with 1010 28 percent of these mdividuals
reporting at least one swmptom tour or more dins
of the week, clearly a simiticant proporon (18
to 3] percent) of the spouses of deploved soldiers
expericnced increased swmproms during this de-
plovment.

Spotsars rank g veny vood mdicaror of g
host of ~socto-demovraphic varables (age, m-
come, education, ~social casscand <o on). Dara
trom the peronnel opinion survey sugpests sug-
gests that regardless ot the sponsors rank, the
spoutses of deploved soldiers experienced hicher
levels of distress than spouses of nondeploved
soldiers. As one might expect, however, older,
more educated, more tinancally secure spouses
were berter able to cope with deplovment stres
and reported tewer symptoms.

When asked about tormal sources of emotion-
al and tangible support, the niaoriev of spouses
of deploved soldiers described a number of indi-
viduals and organizations as reliable sources of
support (rear detachment, fanlv support groups,
other unit spouses, Army Community Senvices,
the Family Assistance Center, chaplains, neigh-
bors, church groups and, tor those working, ther
supervisors).  The vast majority of spouses of
deployed soldiers also attirmed thar others were
available to assist or to st be with them. The
percentage of spouses of deploved soldiers
confirming that there was “detimire”™ support was
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T hese USAREUR family support efforts might not
have been as successful had the deployment lasted for a longer period of time or if
large numbers of casualties had resulted during Desert Storm. This is especially true
since many community service support staffs are only one or two people deep, and many
community helpers are also family members and potential victims of loss themselves.
Fortunately, USAREUR did not have to face either of these challenges.

substantially higher than thar in the nonde-
ployed sample (64 percent versus 44 percent
had someone to listen to them, 61 percent
versus 44 percent had someone to provide
emotional support and 52 percent versus 38
percent could count on someone for emergen-
cy transportation).

When asked to evaluate how well they
thought they were coping with a variety of lite
domains (family, social and work responsibili-
ties), most spouses said that on a day—to-day
basis they were coping “very or moderately suc-
cessfully.” In this self—assessment, there were l-

most no differences berween the spouses of

deployed versus nondeployed soldiers (coping
with work 85 percent versus 86 percent, coping
with family 87 percent versus 88 percent and
coping with social responsibilities 68 percent
versus 67 percent). When asked about overall
family adjustment to Army life, there was al-
most no difference between these two groups.
Despite the stress associated with their sponsors'
deployment and possibly because of the sup-
port they felt from their unit and community,
the spouses of deployed soldiers remained very
positive about their family’s overali adjustment
to the demands of Army life.

Top—-Down Support
It is clear from the USAREUR experience

that successful family support starts ar the top of

the command structure. Galvin and Saint set
the tone for Army leaders in Europe. They made
frequent public statements reassuring deploying
soldiers and their families that the welfare of the
soldier’s family was a command priority. Subordi-
nate senior leaders echoed this promise. Across
Europe, unit and community staffs worked hard
to fulfill this commitment. The USAREUR
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mission hecame “take care of families!”

The accomplishments of the USAREUR
family task torce demonstrate the benefits of
bringing community represepiatives and com-
mand staff officers together. inan open, crearive,
“can do”armosphere, and with access toauthori-
ties capable of cutting through red rape and nor-
mal burcaucratic procedures, the task force was
able to initiate and support actions thar helped
people immediately.

Leaving competent and caring RDCs ro work
with FSGLs and community representatives
made a difference. T validated for families the
senior leaders” promise that *we will take care of
vou,” and it was the comentone for successtul
tamily support group operations.

Many group leaders assumed their role in con-
junction with their spouses” leadership positions,
yet most were positive about their experiences
and accomplishments. Even when these FSGLs
were not working long hours, the nature of the
problems they faced (births, child care needs, ex-
tended family deaths, serious illnesses, accidents,
financial problems, and so on) and the unpre-
dictability in these situarions were significant
stressors. Fortunately, most FSGLs had someone
(cither the RDC or another spouse) to support
them. Ome thing they wished for was better
preparation for this role, especially information
about programs an 1 benefits available to assist
family members.

Naturally, the Southwest Asia deployment
was stressful for spouses of deployed USAREUR
soldiers. Many experienced distress symptoms,
bur most coped well. It 1s reasonable ro believe
that part of their successtul coping was a result
of the “blanket of support” provided by indi-
vidual units and communities. Most family
members believed that there was someone
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nearby to turn to in time of need.

These USAREUR family support efforts
might not have been as successful had the de-
ployment lasted for a longer period of time or if
large numbers of casualties had resulted during
Desert Storm. This is especially true since many
community service support staffs are otly one or
two people deep, and many community helpers
are also family members and potential victims of
loss themselves. Fortunately, USAREUR did
not have to face either of these challenges.

The deployment reconfirmed, for most units
and communities, the fact that a relatively small
number of families often consume dispropor-
tionate amounts of resources. [t also demon-
strated that in times of crisis, most people “rise to
the occasion” and that it is always better to en-
courage coping rather than treat anyone as a
helpless victim.

Very early in the deployment, USAREUR
leaders recognized that soldien who did not
deploy (and their families) also faced some
unique stressors. Many soldiers felt left out, un-
appreciated and ignored because of all the atten-
tion paid to Desert Storm soldiers and families.
USAREUR leaders addressed these issues.
While not relieving all the pain, they made these
issues something that could be discussed openly.
They also recognized everyone’s contributions,
whether they served in Southwest Asia or re-
mained in Europe. Leaders made rewards such
as soldier (and family) vacations at an Army

FAMILY SUPPORT

recreation center in the Swiss Alps available to
everyone. Leaders also went out of their way
to promise soldiers that service in USAREUR
during the war would not become a negative dis-
criminator for promotion and other selection
boards.

This article has looked at a variety of suppon
issues for families during USAREUR’s de-
ployment to Southwest Asia. It highlights the
importance of senior leader commitment to fam-
ities and describes the operation and achieve-
ments of a USAREUR family support task force.
It examines information from three related fami-
ly support assessments carried out during the
USAREUR deployment. Information from
these studies suggests that unit and community
support efforts were keys to ¢ iccess and that
family members of deployed soldiers coped well
despite the added stress associated with their
spouses’ deployment to the war zone.

Above all, this article stresses the importance
of making resources available at the lowest levels
by empowering and resourcing unit RDCs and
FSGLs. In most cases, these individuals are the
key to successful family support. RDCs must
know how to help and must care enough to help.
FSGLs and RDCs must share the burden, and
the community service agencies must be ready
and willing to back them up. Finally, everyone
needs to recognize that no one has all the un-
swers, and no one system will always meet every
need or expectation. MR

Ph.D. from the University of Michigan.
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With the end of the Cold War and a public outcry for reducing the fed-
eral deficit, Congress is looking at where to make those reductions. The
author uses the US nonpreparedness in the Korean War as an argument
against cutting too much, too quick. He offers insights as to how
Jorces were committed to battle with little or no regard for their training
readiness. He suggests that the readiness reporting system be evaluated
lo ensure that an accurate training readiness picture is obtainable.

ONE OF the most disquieting books a
professional soldier or, for that matter,
any citizen interested in the nation’s well being
can read is T. R. Fehrenbach’s This Kind of War:
A Study in Unpreparedness. It chronicles the
reduction of the Army following World War 11
ard examines to some extent the mind-set of
America’s leaders and of America itself as our
country searched for peace, prosperity and the
good life in the late 1940s and earlv 1950s. These
years are not completely analogous to the late
1980s and early 1990s, but a thread of the analogy
is disturbingly present. The Soviet threat appears
to be gone and most Americans, including
their elected representatives, want a bare mini-
mum spent on a military force that, after all,
may not be necessary.

The purpose of this article is to sound an
alarm. The specter of June 1950, when Task
Force Smith was the vanguard of the 24th Infan-
try Division (ID) into Korea, should never leave
us. Our soldiers were committed to combat be-
cause there was no other choice, and the lessons
leamed from their first six months were bitter in-
deed. We were fortunate in Operation Desert
Storm. We had time to train and an enemy that
proved to be less than tenacious. While there are
many lessons to be learned from the Gulf War,
my judgment is we need to reflect on the lessons
learned in June 1950, in Korea. Without regard
for readiness, US troops were committed from
Japan, poorly trained, poorly disciplined, poorly
conditioned, poorly equipped and in too many
instances, poorly led. Our young men paid a ter-
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rible price for being unprepared. We must ensure
that this event in history never repeats itself.

There is, happily, a major difference between
the US Armed Forces of the late 1940s and early
1950s and those of the late 1980s and early
1990s. Today, while being sharply reduced, they
are still potent forces, well equipped and led by
an officer corps and a noncommissioned officer
corps tested by a number of actions from Grena-
da to Panama to Operation Desert Storm. But the
competition for government resources between
a better life for the inner city versus trained and
ready military forces is just beginning. A princi-
pal task that falls squarely on the shoulders of the
Army's military and civilian leaders is to make
sure, to make damned sure, that the condition of
our forces never again approaches that of June
1950. Are we, the Amy, doing everything we
should? 1 will argue for some straightforward and
inexpensive steps that have not been taken, but
which can help our leaders maintain a viable
military within the ievel of resources provided
by Congress.

Modem, well-functioning, state—of-the-art
equipment is important to a competent military,
but not the key—the key is training. Training
that is focused on those tasks that ensure our
ability to go to war and fight effectively any-
where and, if necessary, without significant
build-up or train—up periods. One requirement
for such a capability is a good body of tactical
doctrine and the supporting training strategies.
The Army has this in a collection of tasks, condi-
tions and standards, with drills for immediate ac-
tion at squad, platoon, company and battalion
levels that are well thought out and applicable to
any theater. Computer—assisted and supported
exercises are available for staffs at every level,
and soon perhaps, simulations will be developed
to enable combined arms teams to train in detail
on fire and maneuver. In addition, the Army still
conducts tried and true field training, with the
best taking place at the National Training Cen-
ter (NTC), Fort Irwin, California. We have the
tools in place. The question is, are we applying
these tools and focusing the funds correctly o
maximize training readiness’
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Training of almost any kind is expensive and
consumes the kind of funding that is the hard-
est to retain: Operations and Maintenance
(O&M). Unlike dollars that reflect capital ex-
penditures, there are few patrons in the Congress

L |
Modern, well-functioning,
state—of—the—art equipment is important
to a competent military, but not the key—
the key is training. Training that is
Jocused on those tasks that ensure our
ability to go to war and fight effectively
anywhere and, if necessary, without
significant build-up or train-up periods.
One requirement for such a capability is
a good body of tactical doctrine and the
supporting training strategies.

for O&M expenditures. Furthermore, training
covers a broad spectrum of activities. Individual
training is fairly straightforward—we know what
needs to be taught, to whom it must be taught
and what it costs to teach it. At the end of each
teaching cycle, we test to ensure the teaching
was effective. We know how much individual
training costs per soldier; therefore, we can
pretty well lay it on the line—the Army needs
this much money to train this many people to
meet individual training requirements. To do
less or to take shortcuts means soldiers are either
untrained or not trained as well as they should
be. The impact of insufficient dollars for individ-
ual training is reasonably measurable and clear.

Unit or collective training is a horse of a differ-
ent color. The budget for unit training takes
form and substance at the Department of the
Ammy (DA), Department of Defense (DOD)
and in Congress. At these levels, such terms as
operating tempo (OPTEMPO), trade—offs and
“salami slices” are often used to depict what is re-
quired for the units versus what is to be made
available. The Battalion Level Training Model
(BLTM) is used to develop a notion as to how
much money should be made available for col-
lective training of all the battalions in the Active
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Training of almost any kind is expensive and consumes the kind
of funding that is tiie hardest to retain: Operations and Maintenance. Unlike dollars
that reflect capital expenditures, there are few patrons in the Congress for O&M
expenditures. Furthermore, training covers a broad spectrum of activities. Individual
training is fairly straightforward—we know what needs to be taught, to whom
it must be taught and what it costs to teach it. At the end of each teaching

cycle, we test to ensure the teaching was effective.
L]

Component (AC) and Reserve Components
(RCs). In the process, some hard data is used—
the BLTM says if you perform certain drills and
training events a certain number of times to
standard, you will travel this many miles and be
in the field this number of days. We know how
much it costs to move a tank a certain distance
and how much it costs to operate a piece of
equipment for a certain time. We can lay out for
the budgeteers a projection of how many miles,
how many hours and how many days in the field
are required for the drills and training events.
That is pretty impressive to the budgeteers, and
the process has been massaged and amended
over the years based on results and input from
the field, so that it “speaks” now as if this process
is an oracle from Delphi.

However, is the process accurate! The number
of drills and training events to be performed are
based on the size of the budget assumed or issued.
To accomplish the training he considers “right,”
the field commander can take shortcuts. He can
“hotbed” tanks and Bradleys at gunnery sites, re-
duce the distances over which they operate, re-
duce the number of iterations of training events
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and he can use simulators of various kinds. All
these techniques reduce mileage and hours,
hence costs. And what is the impact on training
readiness! The answer is: “We just do not know.”

We bought the magnificent unit conduct of
fire trainer (UCOFT) without knowing, other
than intuitively, what it was going to do for us.
Talk about luck! We came our of the UCOFT
procurement covered with glory, because units
that train with the UCOFT shoot better and
consume fewer rounds of live ammunition. The
savings generated pays for more than the cost of
the simulator and provides better—trained sol-
diers. Hotbedding tanks and Bradleys, reducing
distances or number of drills and training events
may or may not have such a serendipitous result.

Back in Washington, the budgeteers fight the
battle to the bitter end and, finally, the annual
O&M dollars to support training and other ac-
tvities are issued to the field. Now, the art of
training management begins in eamest. The
battalion commander, if he is new to command,
has it both difficult and easy. His job is difficult
in that he may not have very much data to goon,
certainly not much personal knowledge, perhaps
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" The Ay needs a feedback report on training readiness that will

stand auAit. . . . AC units must be prepared, on short notice, to be deployed and engage
in combat with little train-up time. If this assumption is not correct for particular
units, the leadership needs to know it, and in this instance it must be very specific;
that is, what can they do, what can they not do without additional training,

and how much mare in time and money is it going to cost?
L ]

an Army Training and Evaluation Program
(ARTEP) evaluation or notes from an NTC ro-
tation; still, he is relying on records and reports.
His job is easy because he is not responsible for
where the battalion is, but rather for where it is
going—s0 he can call a spade a spade. If he has
been there awhile, then he is responsible for
where the unit is, as well as for where it is going.
He will still call a spade a spade, but because of
his personal involvement, his judgments may
not be quite so objective.

Each battalion commander must make these
judgments as he lays out his training program for
the year. Accurate, flawed, or somewhere in be-
tween, it is the beginning point. He will have
help from his higher headquarters, and the more
experienced minds involved in asubjective judg-
ment, the more objective it becomes (assuming
the minds are trained). The commander makes
judgments as to what field training will be con-
ducted and at what level and where, and all of
this is balanced against the money and time he
believes will be available to train. If there is more
than enough money, the training can be better.
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Do you remember that happening? | do—bur it
is not likely to happen now. Today, he has to look
at what he thinks is required, balance that against
the dollars and time available and lay out the
year's training program, knowing it can and will
be adjusted (probably reduced) at least quarterly.

Now the battalion begins to train, and it is a
wonderful thing to behold, for a battalion is a
complex system where each part must be trained
to do its tasks and then be melded together so
that the synergism involved will make the whole
much greater than the sum of its parts. However,
the reverse of that says the weak or weaker links
detract out of proportion, such as a weak intelli-
gence section sharply reduces the effectiveness of
the entire battalion, a weak maintenance sec-
tion likewise, and so on. As the training is con-
ducted, judgments have to be made on the cur-
rent status of all the parts as to progress or lack
thereof. Finally, on a monthly basis for the AC
and less often for the RCs, an overall assessment
must be made as to the training readiness of the
entire unit and that assessment reported up the
chain of command.
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Reams of paper have heen consumed writing
about the DA Form 2715 report. Trisan under-
statement to say that the subjective portion of
the report (training readiness) is not a good tool
for Army leaders to use in assessing our readiness
for war. There are a host of reasons, burt the basic
one is thar we do nor have a more objective proc-
ess to rate training readiness at the unit level.
This flaw has far—ranging implications.

This might be a good time to confess that this
article wells forth from a sense of frustration that
has fermented and festered in me for a long time.
While serving as the Army's director of training,
I was responsible for formulating and defending
the Army’s training budget. The BLTM gave me
a good base and an argument that was respecred
by budgeteers, bur once the budger went to the
field there was no good way to judge whether we

had just enough, o much or i disaster onour
hands. There was, in other waords, no eftective
feedback system. Division commanders com-
plained of not having enough money, ammuni-
tion, and so on, but an inspection of the DA
2719 reports rarcly showed any impact on rrain-
ing readiness. It is unproductive to ask for more
training dollars when readiness reports show
units being trained ar the Cor C2 level. Later,
as an army commander responsible tor the train-
ing of approximmately 170,000 soldiers in units of
every description from combat to combat service
support, my goal was to train these units to en-
able them to meet their wartime mission. As
tools to evaluate their progress, or lack thereof,
[ had the DA Form 27153, the US Amy Forces
Command IR, the eyes of the readiness groups,
my staft and my own personal observations.

]
MOTC Addresses Physician Shortage

Recruitment and retention of physicians has al-
ways presented a chullenge for the Reserve Compo-
nents. While patriotism and camaraderie arc appeal-
ing, time and tinancial constraints are major deter-
rents. Thus, in 1981, the Indiuna Army Nazional
Guard (INARNG) launched a pilor program, the
Medical Officer Training Corps (MOTC), as an ap-
proach to the physician shortage.

The medical student, rather than the physician es-
tablished in pracrice, was rargeted for two reasons.
Primarily, recruiting is more effective, since the med-
ical student typically has fewer personal, protessional
and financial obligations.  Additionally, retention is
enhanced by the unique structuring analogous n the
Reserve Officers’ Training Corps (ROTC). It was
thus hypothesized that the MOTC program would
recruit and retain more physicians compared to tradi-
tional means.

The medical student, who must have successtully
completed the first trimester of his freshman year, is
commissioned as a second lieutenant in the Medical
Service Comps (MSC). No schalastic stipend is of-
tered; thus no additional service obligation is incurred.

The students are assigned to the state area com-
mand (STARC); powever, they are organized into
the MOTC program, which functions indepen-
dently.  Checks and halances are assured by three
fevels of control. The program is coordinated by a
full-time MSC officer whose primary mission is the
MOTC program. Liaison between the ARNG and
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the medical school i provided By o rradirional
ARNG physictan and a medical school staft physi-
cian, respectively:

Training s tailored to the seudents medical
school curriculum. Traditional inactive duty traiming
(IDTY and annual training (AT), as well as alterna-
tive training such as tlexible training is offered. Fur-
thermore, students are encouraped o Jdrill with hoth
medical and non~medical units such as infantry, ar-
tillery and aviation.

Both military and medical professional develop-
ment is emphasized. The students participate in a
tormal Officer Professional Development (OPD)
program, admmistered by the Full-Time Unit Sup-
port (FTUS) MOTC coordinator, to develop mili-
fary competency.

Electives with military—atfilizted medical instita-
tions such as Walter Reed Army Medical Center
and Brooks Army Medical Center are available and
satisfy both ARNG and medical school require-
ments.  Additionally, the MOTC students assist in
retention physicals.  This not only enhances the
technical skills recently  introduced  in medical
school but also increases the mobilization readiness
of the state.

MOTC students are exposed carly to the tensions
involved with wartime and mass disaster  triage,
treatment and evacuation. Thas, the MOTC stu-
dents are integrated with the military physicions
mass castialty exercise training and also complete the
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None of these tools, either individually or collec-
tively, were adequate.

To recap: as director of training, | was primari-
ly concerned that we had sufficient resources to
train. As the commander, 2d US Army, that was
a concern, but the primary concern was whether
we were ready to meet our wartime mission and
if not, what specifically would be required, by
unit, in the event of mobilization. In both in-
stances, lack of an objective way to measure unit
training assured that the feedback would be
flawed. Moreover, it assured that a great deal of
the resources provided would be wasted by units
re-doing tasks they already knew how to do.

I needed then, and I contend the Army needs
now, an assessment process that describes, in de-
tail, the training status of each unit based on its
capability to perform its doctrinal tasks and mis-

READINESS BUDGETING

L - ]
Each battalion commander must
make [tough] judgments as he lays out his
training program for the year. Accurate,
flawed, or somewhere in between, it is the
beginning point. He will have help . . .
[but] the commander makes [the]
Jjudgments as to what field training will be
conducted and at what level and where,
and all of this is balanced against the
money and time he believes will be
available to train.
L]
sions to ARTED standards. The process must be
understandable and clearly indicate the level of
training based on the percentage of gofno—go
ratings determined in ARTEDs and other rated
training exercises. Morcover, the training time

Combat Casualty Care Course (CH).

Between July 1981 and July 1992, 41 INARNG
students graduated from medical school and contin-
ued their active status with the ARNG. Sixry—cight
percent were appointed into the INARNG Medical
Corps (MC) and 32 percent selected out—of—state
residencies, transferring to MC positions in other
states. Fifty-six percent of the INARNG MC is
composed of MOTC alumni. As of June 1992, 64
percent of the MOTC graduates who stayed in In-
diana are still active with the INARNG.

When compared with traditional physician re-
cruiting for the past 11 years, the MOTC program is
the major source of physician recruitment for the IN-
ARNG. The MOTC program recruited a tenfold
and fourfold greater number of physicians compared
to direct appointment and interstate transfers, re-
spectively (see figure). Finally, in spite of the de-
mands of internship, residency and practice, 64 per-
cent of the MOTC graduates are still active with the
INARNG MC.

The success of the MOTC program is based on
several critical attributes. The first is a unique struc-
ture analogous to the ROTC program, which pro-
vides camaraderie in a structured setting. The stu-
dents’ assignment to STARC provides exposure to
real-life mission execution, yet the independent
organization into MOTC allows targered training
specific to newly commissioned medical officers. A
few examples of such training include assuming staff
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positions analogous  to unit organization within
MOTC, formal OPD and common soldier skills
rraining.

The second key tactor s that training is lexible,
adjusted o the student’s class schedule and targeted

Accessions 1981 through 1992

01981 82 83 84 85 86 87 88

l MoTC l Dic Appt

8 92

9 90 91
D Other
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The Army needs now, an assess-
ment process that describes, in detail, the
training status of each unit based on its
capability to perform its doctrinal tasks
and missions to ARTEP standards. The
process must be understandable and
clearly indicate the level of training based
on the percentage of go/no—go ratings. . ..
Moreover, the training time required for
the unit to master each task must

be spelled out.
]

required for the unit to master each task must be
spelled out. Master is a tough word and suggests
perfection, but perfection is not normally
achievable. When it is, it is not affordable in
time and resources, and it is not sustainable. A
process based on the percentage of go/no—go

ratings for the tasks would provide a clear status
of training, at the time, without indicating per-
fection. It would support the establishment of
realistic goals for each task and mission and pro-
vide focus on the no-go ratings. The process
would also provide for understandable and con-
sistent standards for unit deployments. Inciden-
tal to the process is the determination of dollars
and ammunition required in specific terms.
Within the units, the same process would detail
the strengths and weaknesses of every section,
platoon and company.

A most significant byproduct of such a process
is a training readiness report that would stand au-
dit. The Army needs a feedback report on train-
ing readiness that will stand audit. The Army’s
fiscal year (FY) 1993 budget provides O&M dol-
lars to sustain an OPTEMPO of 800 miles for
tanks, and 14.5 hours for unit aircraft. The RCs'
slice for Army Nartional Guard/US Army Re-
serve is 288/200 miles and 9/8.1 hours for aircraft.

to his individual training needs. The student may
take advantage of flexible training, which is available
to selected medical professionals, to meet IDT and
AT requirements. MOTC-specific OPD must be
available at multiple times in order to accommodate
various schedules.

Third, both military and medical proficiency is ob-
tained at multiple levels, including individual, unit
and MOTC-specific. Individual training can be
completed at medical school-affiliated civilian and
military facilities, thereby fulfilling both medical
school and military requirements. The students may
assist MC personnel individually or as a group with
periodic physicals and staffing sick and emergency
call. A team of students frequently teaches medical
classes to the units. The stuaents are encouraged to
drill with medical and non-medical units to gain a
working knowledge of unit functions.

Finally, checks and balances are assured by three
levels of control. The FTUS MOTC coordinator’s
primary mission is administration of the MOTC pro-
gram. Liaison between the ARNG and the medical
school is provided by a traditional ARNG physician
and a medical school staff physician. All three must
be in constant communication to ensure successful
representative implementation of the program.

The MOTC was a pilot program introduced by
the INARNG to address the state’s physician short-
age. The success of the program, in both recruiting
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and retention, has exceeded expectations. The
MOTC program is not only the major source of phy-
sician recruitment for the state, but in only 11 years,
MOTC alumni make up the majority of INARNG
physicians. Since one-third of the MOTC graduates
have left Indiana for residency, the program is also an
important source of physician transfers to other
states. Finally, in spite of the rime when stresses are
peak; such as during intemnship, residency and the
start of practice, the MOTC alumni have stayed in
the INARNG, as evidenced by the retention rate.
In conclusion, the MOTC program has been a
highly effective recruiting and retention tool for phy-
sicians in Indiana. Implementation of similar pro-
grams nationwide may be an effective approach tothe
physician shortage in the Reserve Components.

Major A. Krishna Das, Indiana Army Nanonal Guard, s
assistant siate surgeon, Indiana State Area Command, Military
Department of Indiana. A graduate of the Indiana University
Medical School, she has served as a commander during several
REFORGER exercises.

Major Michael Yard, Indiana Army National Guard, is
battalion. S2/3, 113th Medical Battalion, 38th Infanery Diui-
sion. He is a graduate of Purdue University and the US Army
Command and General Staff College.

Brigadier General Juseph A. Greenlee Jr. is assistant adju-
tant general (Air), Indiana Air National Guard. He is a gradu-
ate of the Indiana Universits Medical School, Industrial College
of the United States and the School of Aerospace Medicine.
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The assumption, and correctly so, is that AC
units must be prepared, on short notice, t be
deployed and engage in combat with little train-
up time. [f this assumption is not correct for par-
ticular units, the leadership needs to know it, and
in this instance it must be very specific; that is,
what can they do, what can they not do without
additional training, and how much more in time
and money is it going to cost? The RCs have an
even more difficult challenge. While they are al-
located considerably less in terms of dollars for
unit training, time to train is their most precious
resource. What level can they train to, what can
they not train to? With the current crop of sub-
jecrive reports, no one really knows.

Much as it pains me, as an infantryman, to say
it, the field artillery has given us a broad picture
of asolution. During my last few years in the Ac-
tive Array, all field artillery units were required
to take graded evaluations of their training on all
of the tasks outlined in their ARTEDs, and they
stood or fell on the numerical scores. During
these evaluations, many RC artillery units clear-
ly demonstrated they could do their wartime
missions, and they did them magniticently dur-
ing Desert Storm.

In my view, an objective approach such as the
one used by the field artillery to measure training
readiness, both before and following mobiliza-
tion, is a necessity in today’s world.  Several
RAND Corporation studies have reached the
same conclusion, and they also provide some
reasonable approaches for addressing the assess-
ment and readiness reporting issues. | am also
convinced we must be able to detail a unit’s per-
formance in the field and do a similar assessment
as units perfonm with simulation and simulators.
We must be able to determine which rasks and
under what conditions a unit can train to stand-

READINESS BUDGETING

. ]
Much as it pains me, as an
infantryman, to say it, the field artillery
has given us a broad picture of a
solution. During my last few years in the
Active Army, all field artillery units were
required to take graded evaluations of
their training on all of the tasks outlined
in their ARTEPs, and they stood or

fell on the numerical scores.
L ]

ard using other than actual equipment in the
field. If we cannot, how can we possibly justify
the expenditure of large sums of money to pur-
chase training devices and simulators, and what
field commander wants to give up ammunition
or O&M dollars to pay for these things when he
does not see in objective terms how goad they
are in helping him achieve and maintain a high
level of training readiness?

Today, through the current readiness report-
ing system, the National Guard, the US Army
Reserve and the Active Army all say they are
ready. This may be comforting to those focused
on reducing the trining budget, but the reports
and the methods used to develop them are sim-
ply not specific enough to be of value to responsi-
ble decision makers. In the past, with Army
units sheltered by a nuclear umbrella and for-
ward—deployed forces in place to provide train-
ing time, perhaps such a system was more accept-
able. But the future is certain to be different. 1
see no way of avoiding the risk of another Task
Force Smith without a more objective approach
for assessing and reporting training readiness. To
reduce this risk, the Army'’s leadership must focus
on the problem, develop a sound solution and
implement it as quickly as possible. MR

and Plans in Washingem, 12.C.
\—

Lieutenant General Johny . Johnston, US Army, Retived, s seroing as chamman
of the board for Commumities in Schools in San Antonio, Texas. He receied a B.S,
from the University of Nebraska and is a graduate of the US Anmy Command and
General Staff College, Armed Forces Staff College and the US Navd War College.
He served in numerous command and staff positions in the Continental United States,
Ewrope and Viemam. He was commanding general, Second US Anny, Fort Gillem,
Georgia, and divector of training, Office of the Deputy Chicf of Swff for Operatons
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Team De

raining

Five Myths and a Model

Gary A. Klein,
Caroline E. Zsambok, and
Marvin L. Thordsen
Copyright 1993

The authors present an approach to designing and conducting a cost-
effective team training program and outline steps that seem necessary
to set up an effective instructional program for team decision training.
The authors’ goal is to provide the tools required for military personnel
to adapt training and educational programs to improve development of

team decision-making skills.
I HERE HAS been a lot of attention to man-

power as an important resource, but much
of the work of the military is done by teams, and
too much of that is undone by teams that waste
time, create frustration and confusion and fail to
get the job done. The frustration comes from
people who sit in meetings and planning sessions
and feel that they could do the job faster by them-
selves if everyone else would just stop talking.
The confusion comes from tasks in which team
members do not know what is expected from
them, or how to adapt to unexpected events.

The term “teampower” refers to effective team
decision making." Teampower is a resource,
along with manpower, that needs to be devel-
oped and used by organizations, particularly
those which have seen their budgets reduced and
their responsibilities increased. There is now less
room for inefficiency.

At one extreme is the highly functioning
team that is more than the sum of its parts—tasks
are being accomplished that could not be done
by any one individual, and could never be bro-
ken down and assigned to different people work -
ing in isolation. At the other extreme, the dys-
functional team is wasting its members’ time and
is accomplishing less than what might be done
by even the least prepared of the members
working alone. The task of team decision train-
ing is to move teamns from the dysfunctional end
of the continuum toward the high performance
end, where teampower makes a difference. Team
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decision training should also prepare individuals
to work effectively in future teams and require
little start—up.

The ideas we present in this article are based
on studies of teamwork, and also on our experi-
ence observing, evaluating and contrasting
teams over the years, at such places as Blue Flag
at Hurlburt Field, Florida, the AEGIS Combat
Information Center at the Combat System En-
gineering Development Site (CSEDS), Moores-
town, New Jersey, corps—level exercises at the
US Army War College (AW L), corps and divi-
sion exercises at the US Army Command and
General Staff College (USACGSC), echelons
above corps at the National Defense University
(NDU) and brigade and battalion exercises at
Fort Hood, Texas; Fort Stewart, Georgia; and the
National Training Center, Fort Irwin, Califor-
nia.* We have studied and provided training to
logistics teams at the Air Force Institute of Tech-
nology, Wright-Patterson Air Force Base, Ohio;
helicopter teams at Fort Campbell, Kentucky;
and commercial aviation crews at NASA Ames
Research Center, Moffett Field, California. We
have observed top-level command meetings
during actual, farge-scale forest fires in Idaho.

Myths about Decision Training
Over the years, a number of ideas about team
decision training have evolved that seem erro-
neous to us, and may acrually get in the way
of effective training and development.  Para-
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phrasing what humorist Will Rogers said a half—
century ago, it’s not what you do not know that
will get you into trouble, it's what you know
that isn’t true.

In presenting the following myths about team
decision training, we acknowledge that there are
many fine instructors and course supervisors in
the Armed Forces, and that they have impres-
sive amounts of operational experience, both in
working with teams under stress and in training
teams to perform difficult missions. We do not
take this experience lightly. Ineach observation
conducted, we have tried to gather some tricks
of the trade from the outstanding instructors to
codify and provide to the instructors who are
not well prepared to conduct effective team
training. Unfortunately, the ill-prepared in-
structors appear to make up a sizable proportion
of the staff at many organizations; they consti-
tute the basis for the five myths below:

® Exercises already provide the necessary
team training.

e Course instructors and supervisors already
know how to train teams.

® The topic of team training is so confused
that the training professionals still have not fig-
ured out what should be trained.

® Team decision training is expensive.

e If a team training program is introduced
into an organization, it has to be highly stream-
lined, requiring little or no time to train in-
structors.

These myths alternately breed complacency
that the system is working fine and needs no
change, and hopelessness about whether mean-
ingful change is possible. By countering each of
these myths, we hope to provide a climate for
progress.

Countermyth 1. Exercises often do not pro-
vide the necessary team training. Providing
practice without useful feedback accomplishes
lietle. It is like training marksmanship on a
range without enabling the soldiers to deter-
mine whether they hit the target, or how close
they came. Under such circumstances, training
would not occur; sometimes the wrong be-
haviors could be trained. In the training com-
munity, there is a saying, “Practice makes per-
manent.” Practice is not the same as training.
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Owr claim is that the great majority of team
exercises do not attempt to train team processes.
They do not identify critical processes to ob-
serve, evaluate and discuss via feedback. They

. |
Over the years, a number
of ideas about team decision training
have evolved that seem erroneous to us,
and may actually get in the way of
effective training and development.
Paraphrasing what humorist Will
Rogers said a half-century ago, it’s not
what you do not know that will get you
into trouble, it’s what you know

that isn’t true.
(R R

are centered around the content of performance
and decisions and ignore the way the decisions
are reached. As a result, it is possible for the
teams to develop poor habits, suited to the artifi-
cial world of the exercise but dysfunctional in an
operational setting.

Countermyth 2. Course instructors and su-
pervisors generally do not understand team
training requirements and rarely train team pro-
cesses. Instructors often admit they are not pre-
pared to give feedback about team processes or
even to introduce discussions about the nature
of team decision making. We have also heard
officers make the opposite assertion, like the
Navy captain who insisted that he trained
teams, did a careful job and had little need for
help in this area. When the captain was ques-
tioned by training professionals, it became clear
that he put teams in exercises, and evaluated
them on the basis of overall pefformance. He
did not define ream processes that were neces-
sary, and he cid not set these processes up as
objectives to be monitored and evaluated. In
short, he was not providing team decision
training, and he was not aware of what was left
out of his program.

Training has a general structure—identify the
requirement; structure the medium for providing
experience such as lecture and exercise; observe
the target behaviors; evaluate the adequacy of
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Team identity refers to the way
individuals in an effective team have
learned to view themselves as part of a
team, rather than just doing a job that
involves other people. Team conceptual
level refers to the way the team thinks
about a decision—the sophistication of
ideas and the range of different factors
considered. Team self-monitoring refers
to the team’s ability to analyze its own
thinking—ito monitor itself . . . and

make the necessary adjustments.
]

the performance; and provide feedback. Team
decision training fits into this framework. In our
experience, we have rarely seen instructors and
supervisors set forth team decision skills as train-
ing objectives. We have seldom seen trainers
monitor and provide feedback about these skills.
When questioned, most trainers would not spon-
taneously describe these skills as training objec-
tives, and they do not appear to notice the omis-
sion of team decision training. As a result, we
rarely see the occurrence of team decision train-
ing, either in military exercises or at other points
in the training program. This opinion is shared
by many professionals in the area.

When we have presented these claims to in-
structors in military organizations, the first reac-
tion is usually skepticism, since the instructors
have far more experience conducting exercises
for individuals and teams than we do, but when
we explain what we mean by team decision
training, the skepticism disappears and is re-
placed by frustration. The same instructors who
start out claiming that they know all they need
about team decision training complain that they
are unprepared to observe and provide feedback
about team pracesses, and that their organiza-
tion needs to train them as instructors to do the
training we have described.

Countermyth 3. There is strong agreement
among training professionals about team deci-
sion training requirements. In the last few years,
a number of frameworks have been Presented
that describe team decision processes.” There is
a high degree of overlap among the specific be-
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haviors identified by cach of these rescarchers.
Different projects and programs vary in the par-
ticular behaviors and team aspects they include.
Nevertheless, the key features of a training pro-
gram are well known.

Countermyth 4. Team decision training
can be an inexpensive add-on to existing exer-
cises. The primary ingredients for team decision
training are already in place throughout the mil-
itary—a range of exercises involving teams with
experienced observers present.

These exercises are used to train teams in how
to accomplish tasks together. They can also be
used to train teams in adopting better processes.
We should be able to leverage the same exercises
to provide several objectives. In an age of tight-
ening budgets, it becomes essential to make mul-
tiple uses of the same opportunities. There will
be some increased costs, as described below, but
these are not significant.

Countermyth 5. It is a mistake to go too tar
streamlining team decision training. In our ini-
tial work, we tried to make team tmining as
minimal as possible. We sought approaches that
required few feedback sessions and minimal
training. That was a mistake. In streamlining
the team training, we were minimizing the train-
ing itself. It made no sense to provide a single
feedback session at the end of the exercise—
there was no longer any chance for the team to
use the feedback to change their approach and
practice a more effective process. Feedback
needed to start as quickly as possible and contin-
ue throughout the exercise so that new behav-
iors could be leamed and practiced.

Similarly, our attempt to minimize instructor
training was a mistake, since instructors com-
plained that they were not prepared to do a good
job of monitoring and coaching the teams. The
instructors themselves have demanded work-
shops and guidance in observing teams and de-
veloping techniques for presenting reactions to
team processes.

A Developmental Model

[t is difficult to keep track of all the different
aspects of team decision myking. These include
cooperation, leadership, coordination, shared
mental models, and so on. Certainly, all of these
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Training has a general structure—identify the requirement; structure
the medium for providing experience such as lecture and exercise; observe the target
behaviors; evaluate the adequacy of the performance; and provide feedback.
Team decision training fits into this framework. In our experience, we . . . have seldom
seen trainers monitor and provide feedback about these skills. When questioned,
most trainers would not spontaneously describe these skills as training objectives,
and they do not appear to notice [their] omission.

aspects are important, but tor the practical task
of training, it is unwieldy to work with such a
large set of factors. Moreover, these topics are
sufticiently vague that observers will have difti-
culty determining whether a specitic behavior,
such as ane team mernber fatls to inform another
of an important event, is a case of inadequate
communication, coordination, information
management, siiared mental model, anticipa-
tion, and so on. In short, if we want to improve
team Jecision making, we must find a clear,
straightforward and relatively unambiguous
framework.

We have derived o model for teams that s
hased on their parallel to individual decision
makers. [tis called Advanced Team Decision Mak-
mg: A Developmental Model.* The model views
reams and groups as intelligent entities—they
try to understand events; they try to use experi-
ence to draw inferences. They try to solve prob-
lems and make decisions.
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There are three primary components of the
model: team identity, team conceptual level and
ream self—monitoring. Team identiry refers to the
way individuals in an effective team have
leamed to view themselves as part of a team,
rather than just doing a job that involves other
people. Team conceptual level refers to the way the
team thinks about a Jecision—the sophistica-
tion of ideas and the range of different facton
considered.  Team self-monitoring refers to the
team’s ability to analyze its own thinking——to
monitor itself in action to determine where it
may be having trouble and make the necessary
adjustments.

In entry-level reams, the members are often
out for themselves, and as a result, they compete
about wdeas rather than rry to make sure the team
is taking a thoughtful approach to the task. Be-
cause the members are unaware of how they are
working as a team, they cannot monitor them-
selves because they do not know what they
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should be doing. - As a result, they do not have
a way to strengthen their identity with the suc-
cess of the team (rather than cheir ability to per-
form their individual jobs) or to see how impor-
tant it is for the whole team to become more

]
Some teams have trouble with the
sense of identity and may never form it.
The members take the attitude “Just tell
me what to do, and do not bother me
with the rest.” In contrast, teams that
developed a strong sense of identity are
composed of members who are thinking

about the overall task.
e ]

sophisticated in its approach (rather than for the
members to win debating points).  People on
these types of entry-level teams often feel frus-
trated. They know something is going wrong,
but they are no. sure what it is. We have tocused
on the three functions of team identity, concep-
tual level and self-monitoring to try to help team
members learn where to look.

Each of these three components shows a clear
development when we contrast effective and in-
effective teams. Some teams have trouble with
the sense of identity and may never form it. The
members take the artitude “Just tell me what to
do, and do not bother me with the rest.” In con-
trast, teams that developed a strong sense of
identity are composed or members who are
thinking about the overall task. Driskell and
Salas have studied teams in which the members
were egocentric, versus teams whose members
identified with the overall task facing all of them,
and found that the latter showed much higher
levels of performance.’

Teams also need to develop their conceptual
level. [t is a sign of ineffective reams that they
cither try to oversimplify everything ro get the
job done, or they drown in complexity that they
do not know how 10 handle.  In contrast, the
strongest groups and teams we have watched
have deliberately worked to make sure that dif-
ferent ideas and perspectives were presented and
the experience of the different members was
brought to bear.
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Teams nust work o develop the proces of
self-monirtoring. Many novice teams just plunge
into a task and hope to get it imished before tme
runs out. They do nor have the ability to think
abour how they are working as a weam. Effecrive
teams can gauge the ream’s progress m order to
judue if the strategy is working.

Applying the Model to Training

Our basic goal is 1o help reams become effee-
tive very quickly,. Many teams are nor together
very long, and do nor have much tme 1o come
up o speed.. That means the membens have o
he effecrive teamn decision makers before they
join the team. The only way for that to happen
s for them to leam the necessany ream skills be-
torchand-—through team training and prior ex-
periences with a range of ream types. Thar
means we need to consider all rraining exercises
as opportunities for teaching ream decision-
making <kills.

The most important step is to teach people
how to abserve teams inaction. Instructors nead
to he able to observe teams, i er to present
teadback. The team members ot abso Jeam
how to be observers, so they can make improve-
ments in team performance without having any
instructors looking over their shoulders.

How do you teach people to observe the pro-
cess of ream decision making? It is not enough to
lecture on teamwork. In order to have an effect,
military personnel must be able to observe effec-
tive and incftective behaviors during exercises,
and to try out new strategies.

The developmenral madel of team decision
making 15 just a starting point tor looking at
reams. [t has to be tilled out, with specific behav -
iors to watch for. There cannot be too many be-
haviors, or the task gets o dithicule. The behav-
jors cannot be too general such as coordination
or they will be hard to spot; they cannot be too
specitic (subordinare confims messages received
trom the leader) or they become rrivial. We have
used our experience at the NDUL the AW, the
USACGSC and at many other settings, toiden-
tity the issues that arise most frequently. We have
tried to draw on the suggestions we have been
given, the lessons leamed that we hinve heen told
about, as well as our own observations, Figure 1
presents o set of 10 hehavioral markers thar we
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DECISION TRAINING

Key Behaviors for Advanced Team Decision Making
Adjusting

Defining:
roles,
functions

Engaging

TEAM

Compensating

VIGILANT
SELF-MONITORING

ADVANCED

MAKING

Envisioning:
goals, plans

Focusing:
time horizon,
range of factors

Detecting:
gaps. ambiguity

VIGILANT

N SELF-MONITORING Achievin
_ Avoiding L situationgassessmem'
Micromanagement diverging. converging
Time
Management

have most often heard and seen with command
and control decision making.  These markers
were selected to be easily leamed and used, to be
powertful for showing what @ team is Joing and
to be effective for helping a team to improve.

For team identity, there are four markers:
defining roles and functions, engaging, com-
pensating and avoiding micromanagement.
Teams with a strong identity show all four
types of behaviors.

Defining roles and functions. Whether
the team is careful to let all members know their
own jobs and functions, as well as the roles and
functions of others. This sounds simple enough,
but we have seen too manv cases where people
get confused midway through a task about who
is supposed to do what,

Engaging. Whether team members are pay-
ing attention to the task and are involved in
their functions. This may seem trivial, but in
most planning teams we have observed, at feast
one member will simply tune out.

Compensating. Whether anyone norices
that team members are becoming overloaded, or
for other reasons are having trouble getting a
task done, and steps in to help.

Avoiding micromanagement. Whether
the leader stays at his or her job during crises
rather than taking over for subordinates.

For team conceptual level, there are four
markers: envisioning goals and plans, focusing
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on time horizon and range of factors, detecting
gaps and ambiguity and achieving situation as-
sessment by divereing and converging,

Envisioning goals and plans. Whether the
team tries to help its members understand what
the team is rrving ro accomplish. In the Anny,
this is the tunction of the commanders intent
statement.

Focusing. Whether the team is perceiving
the appropriate features of the task. One npe
of tocusing is on the time horizon, Many inef-
tective teams concentrate on immediate events,
and no one looks at the long-range conse-
quences or implications. Alternately, reams can
tocus so intently on the future that they tail to
recognize immediate threats that can shur them
Jdown if they are not attended to. The other type
of focusing is on the range of factors considered.
Some teams fixate on a single perspective,
whereas others are able to use and combine mul-
tiple perspectives.

Detecting gaps and ambiguity. Whether
the team is able to notice that it does not have
a complete picture or that there is incongruent
information.

Seeking divergence and convergence of
situation assessment. Whether the team en-
courages different opinions and then converges
on a commonly understood assessment. Ettec-
tive teams are more likely to take the time to
coordinate everyones understanding of the
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Many teams are not together
very long, and do not have much time
to come up to speed. That means the
members have to be effective team
decision makers before they join the
team. The only way for that to happen
is for them to learn the necessary team
skills beforehand—through team
training and prior experiences.

accepted assessment, sometimes using a map or
other visual aid.

For self-monitoring, there are two markers:
adjusting and managing time. Both of these de-
pend on the team’s ability to keep track of its
progress and success.

Adjusting. Whether the team is able to
make necessary changes. Self-monitoring con-
cems all the other behaviors. That is what the
team “adjusts” on.

Managing time. Whether the team is keep-
ing track of the progress it makes. This is one
of the easiest behaviors to observe. Ineffective
teams may not set out a schedule or develup a
sense of milestones, or they may ignore these
milestones. The result is usually a “final flurry”
of activity to get everything finished, usually
by compromising quality. The effective teams

know when to cut off discussions, or ser up paral-
lel efforts to consenve time,

The following factors must he considered in
order to improve our current training pro-
grams and trainers.

o Team exercises Jo not necessarily pro-
vide team training.

® Instructors must leam how o tramn team-
work skills.

e Team decision training can be an add-
on to existing exercises.

¢  The development of ream decision skills
can be reliably assessed.

o PDarticipants can he taught to moniror
their own teams in action, in order to make
critical adjustments.

® Jeampower is important and it can he
developed.

At this point, we hope the reader will he able
to look at teams differently, whether as an ob-
server or a participant. Features of team dynam-
ics that might have gone unnoticed should now
stand out more clearly. The use of a team to ad-
dress a task is a large investment in time and ef-
tort. The misuse of teams, including inefficien-
cies and wasted efforts, is a problem thar can be
addressed. People who know how to observe
teams in action, and how to help teams evolve
to greater effectiveness, can serve an important
function in military organizations. MR
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Lieutenant Colonel Richard F. Machamer Jr., US Army

This article’s purpose is to contribute to the overall effort in
preparing for the “next” conflict by presenting problems the
military and the Fourth Estate have expressed since the war ended
and providing some corrective recommendations. Many of these
issues require immediate attention. Since this article was written
in the fall of 1991, the Department of Defense and Army poli-
cies and procedures dealing with the media during combat have
been studied, and some have been revised. The author, in fairmess
to both sides, includes an update where applicable.

ANY REPORTS from government and civilian agencies

indicate the military public affairs (PA) operations during
the Gulf War mirrored the success of the execution of the opera-
tional and tactical operations. Colonel William Mulvey, director
of the US Army Joint Information Bureau (JIB) in Dhahran, Saudi
Arabia, during the war, told an Air Force public affairs graduati
class of “the greatest hands-on application of media relations ever.”
The administration and the Pentagon consider the PA strategy
a “model for the future.”

Civilian public relations professionals have acknowledged the
military’s successful communications strategies which fostered
and sustained public support for the war. They consider the vari-
ous techniques used by the military to be applicable to their civilian
practices.’ However, others have not been as generous with their
praise.

Representative Bruce Vento (Democrat, Minnesota) wrote to
Secretary of Defense Richard B. Cheney on 23 January 1991 and
stated, “We cannot tolerate the Pentagon dictating the words and
images the public is allowed to receive . . . . If this dangerous PR
{public relations} campaign is not stopped, truth could end up as
another casualty of the Persian Gulf war.™*

The American Society of Newspaper Editors and the Radio-
Television News Directors Association sent Cheney a statement
of principles on war coverage. These tenets were based on the orga-
nization’s assessment of media coverage during the Gulf War (see
Statement of Principles). They concluded that “The Pentagon’s
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The press has criticized

its own performance during
the war. The same organi-
zations that wrote Cheney
scheduled a meeting in
Washington, D.C. in the
Jall of 1991. They hd tvo
proposed agenda items.
The first is to learn how
they may be better prepared
to cover military operations,
which include training,
pool procedures, new tech-
nology and transmission

of copy and video.

decision in this war to provide controlled, disciplined, directed
coverage of the war, backed up by controlled access to the battle-
field, rather than allow full movement and access, was, in our view,
a bad one.”

The press has criticized its own performance during the war. The
same organizations that wrote Cheney scheduled a meeting in
Washington, D.C. in the fall of 1991. They had two proposed agen-
da items. The first is to leam how they may be better prepared to
cover military operations, which include training, pool procedures,
new technology and transmission of copy and video. The second
is to discuss the military and press procedures they developed with
emphasis on ensuring their principles will be followed.

[The meeting between the media and DOD representatives did
occur. Nine DOD principles concerning media coverage resulted
and are addressed in DOD Directive 5122.5, Enclosure 3,
“Statement of DOD Principles for News Coverage of DOD Oper-
ations.” Soon to be released FM 100--5, Operations, stresses the
media’s impact on military operations. FM 46-1, Public Affairs,
is now being revised.]

On the military side, secretary of defense spokesman Pete
Williams conducted after-action reviews with military PA officers
(PAOs) from all services to identify problems and propose solu-
tions to the military and media coverage of the war.

The amount of information demanded by the public during the
Gulf War was, for the most part, limited. After General Colin
L. Powell’s “trust me” press briefing on 23 January 1991, the public
appeared satisfied the war was being executed in the manner prom-
ised by President George Bush. A number of national polls showed
the majority of Americans favored the restrictions applied to the
press. They were content to hear the news of the war from the mili-
tary briefers.

This circumstance may not apply in the next war. Unlike Grena-
da, Panama and Iraq, factors such as a higher number of casualties
over a longer period of war can cause public confidence to decline,
thereby resulting in demands for information from sources outside
the military. Current Army PA planning needs to take this contin-
gency into account.

As the editorial in the July 1991 issue of Military Review stated,
“Someday, when things have not gone as well as they did in the Gulf
War, our efforts now to improve the media-military relationship may
be the only thing that will allow the Army's story to be told at all.”

Press and Military Attitudes

An armor battalion commander’s guidance to his soldiers dur-
ing the Gulf War suggested tankers should “button-up” in their
vehicles when any reporter approached.

A senior Air Force officer began a press briefing in January with,
“Let me say up front that I don't like the press. Your presence here
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can't possibly do me any pood, and it can hurt me and my people.
That's just so we know where we stand with each other.”™ These
attitudes of the military toward the press have been around for
some time. The fact that they still exist is somewhat under-
standable. For the past 20 years, the press has concentrated not on
lauding the military’s accomplishments as much as criticizing its
shortcomings. However, the Gulf War showed a change in the
press from 20 years ago.

Unlike Vietnam, the press separated the policy makers from the
executors of the policy. Those who criticized the administration’s
decision to wage war with Iraq, in turn, lauded the soldiers who
executed the decision.

Henry Allen of the Washington Post wrote: “The Persian Gulf
press meetings are making reporters look like fools, nitpickers
and egomaniacs: like dilettantes who have spent exactly none of
their lives on the end of a gun or even a shovel; dinner party com-
manders, slouching inquisitors, collegiate spithall artists; people
who have never been in a fistfight much less combat; a whining,
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Military [hostility] toward
the press [has] been around
Jor some time. The fact
that they still exist is
somewhat understandable.
For the past 20 years, the
press has concentrated not
on lauding the military’s
accomplishments as much as
criticizing its shortcomings.
However, the Gulf War
showed a change in the press
from 20 years ago.

self-righteous, upper middle class mob . . . .

“They ask the same questions over and over. In their frustration,
they ask questions that no one could answer; that anyone could

answer; that no one should answer.”®

Statement of Principles

We believe these are the principles that should
govern future arrangements for news coverage of the
United States military in combat:

1. Independent reporting will be the principal
means of coverage of US military operations.

2. The use of pools should be limited to the kind
envisioned by the Sidle Panel. Pools are meant to
bring a representative group of journalists along with
the first elements of any major US military opera-
tion. These pools should last no longer than the very
first stages of a deployment—the initial 24 to 36
hours—and should be disbanded rapidly in favor of
independent coverage. Pools are not to serve as the
standard means of covering U'S forces.

3. Some pools may be appropriate for events or in
places where open coverage is physically impossible.
But the existence of such special-purpose pools will
not cancel the principle of independent coverage. If
a news organization is able to cover pooled events in-
dependently, they may do so.

4. Joumalists in a combat zone will be creden-
tialed by the US military and will be required to
ahide by a clear set of military security guidelines that
protect US forces and their operations. Violations of
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the guidelines can result in suspension of credentials
or revocation of credentials and expulsion from the
combat zone.

5. Journalists will be provided access to all major
military units.

6. Military PAQOs should act as Haisons but should
not interfere with the reporting process.

7. News material—words and pictures—will not
be subject to prior military security teview.

8. The military will be responsible for the trans-
portation of press pools. Field commanders should
be instructed to permit journalists to ride on military
vehicles and aircraft whenever feasible.

9. The military will supply PAQs with timely,
secure, compatible transmission facilities tor pool
material and will make these facilities available
whenever possible for filing independent coverage.
In cases where government faciliries are unavailable,
journalists will, as always, file by any other means
available and will not be prevented from doing so.
The military will not ban communications systems
aperated by news organizations.

10. These principles will also apply as well to the
operations of the standing DOD National Media
Pool system.
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Media pool members covering
a map orientation briefing at a
USCENTCOM exercise.

Planning the number of
reporters allowed to cover a
unit or headquarters should

be based on the first
consideration in planning
all military operations—
the mission. A commander
can accommodate more
reporters during the prepa-
ration stage of a defend or
prep to attack mission than
during the execution of
those missions.
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Bill Monroe, editor of Washington Joumalism Review, attributed
the reporters” attitudes to “their own Vietnam syndrome—a sense
of superiority and righteousness toward the military.” Monroe chal-
lenges joumalists, himself included, to rethink their feelings toward
the military. “A good place to start,” he says, “may be to recognize
that the Schwarzkopfs and Powells are not aberrations—-they are
symbols of a persuasive excellence and esprit among men and
women in uniform, qualities that journalists, like any Americans,
have reason to be grateful for.™’

The majority of reports on the execution of the war were favor-
able. Toassume the PA policies during the Gulf War were primarilv
responsible for favorable coverage and therefore should be the mod-
el for the future is dangerous. A short war, smartly executed, with
few American casualtics contributed significantly to favorable cov-
erage. The next war may not have the same characteristics.

The military currently has a distincr advantage in generating pub-
lic support. According to Allen, the military is closer to middle
America in values and ethical standards than joumnalists.® We must
capitalize on this advantage and move beyond the attitudes of the
last 20 years. If we do not, then as Mulvey says, “When commanders
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fail to respond to the media, the field is left open to the critics of the
armed forces. Then, speculation and misleading stories abound.”

[Further accounts from the Gulf War scem to indicate the
Army is more paranoid about “bad” news than others. A senior
Army PAO recently confided that had it been an Army color
guard that presented the Canadian flag upside down during the
World Series, we would still likely be answering internal reviews. ]

Press Pools versus Independent Reporting

Press pools were discussed by the Sidle Panel in 1984. The panel
was charged to determine how to best allow news coverage of war
without jeopardizing operations security.

The pool system provided a means to limit the number of journal-
ists that could be readily transported and equipped by military assets
during the initial preparatory stages of armed operations. The panel
recommended that “planning should provide for the largest press
pool that is practical and minimize the length of time the pool will
be necessary before ‘full coverage’ is feasible.”!®

The Gulf War produced up to 1,400 journalists and their support
personnel to cover the operation. Full coverage is not feasible with
that amount of people sent to cover a war. It is not a matter of not
trusting journalists to roam freely throughout the commander’s area;
it is a matter of command and control.

A commander holds the responsibility for all personnel and all

that happens, or fails to happen, within his or her area of operation
which is specifically identified by established boundaries. Personnel
include soldiers, the enemy, civilian refugees and yes, journalists.
The commander does not have the time or the ast e*s to execute that
responsibility when inundated with an unlimited number of report-
ers.
Richard Harwood of the Washington Post suggested, “The war
could have been reported with great skill and thoroughness, and the
public interest could have been properly served, if the task had been
given to the 20 or so major news organizations that normally provide
99 percent of the intemational news.” !!

Whether the highly competitive media organizations as a whole
will adopt such a proposal is yet to be determined. News organiza-
tions, if they so desire, will have to resolve those issues of fairness.
At issue for the military is serving the public interest.

PA planners should assume an overwhelming number of joumal-
ists will be present to cover the next war. A system that assigns re-
porters at levels below the JIB is essential.

Planning the number of reporters allowed to cover a unit or head-
quarters should be based on the first consideration in planning all
military operations—the mission. A commander can accommo-
date more reporters during the preparation stage of a defend or prep
to atrack mission than during the execution of those missions.
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discussed by the Sidle Panel
in 1984. The panel was
charged to determine how to
best allow news coverage of
war without jeopardizing
operations security. The pool
system provided a means to
limit the number of journal-
ists that could be readily
transported and equipped by
military assets during the
initial preparatory stages of
armed operations.
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Critics will say that
varying the number of
reporters in a unit area with
the mission can provide the
enemy additional intelli-
gence. This is a valid point,
especially if reporters do not
wear military uniforms.
Journalists totally integrated
with the force will negate
the risk of compromising
the mission.
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Ed Needham of ABC News
in Vietnam, August 1966.

Considering that operational plans are developed days in ad-
vance, the PA staff should be able to plan the number of reporters
allocated for coverage at the individual unit level, provided they
are included in the operational planning as was recommended by
the Sidle Panel.

Asan example, during the preparatory phases in January and Feb-
ruary 1991, the st Infantry Division (ID) had tour pool reporters
assigned by the JIB. Four days prior to the start of the ground offen-
sive, five additional journalists, with television equipment, unex-
pectedly arrived at the division, also assigned by the JIB.

Doubling the number of reporters in a unit shortly before an of-
fensive action, without allowing sufficient time to plan for their ar-
rival, certainly does not aid the commanders PA endeavors.

One of the challenges confronting commanders is where to put
reporters in their arca. During an offensive or defensive operation,
one of only two secure places on the forward edge of the barttle area
is within an armored fighting vehicle. (A properly reinforced fox-
hole is also secure; however, the fluidity of the AirLand bactlefield
can require occupants of a foxhole to move quickly under combat
conditions into an armored fighting vehicle.) Each vehicle has an
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established crew; each crew member performs a specific combat

function. Replacing 4 crew member with a reporter eliminates a

combat multiplier and reduces combat eftectiveness. That is unac-

ceptable to most commanders—and rightfully so. In a preparatory

phase, this problem of where reporters locate is somewhat reduced.  One of the challenges

A unit can accommodate additional reporters during this phase.  confronting commanders is
Critics will say that varying the number of reporters ina unitarea  where fo put reporters in

with the mission can provide the enemy additional intelligence. their area. During an offen-

This is a valid point, especially if reporters do not wear military uni-  sive or defensive operation,

forms. Journalists totally integrated with the force will negate the  one of only two secure places

risk of compromising the mission. on the forward edge of the
One battalion allowed a reporter to ride with a company first ser-  pattle area is within an

geant who operates from a high mobility multipurpose wheeled ve-  armored fighting vehicle. . . .

hicle (HMMWV). A first sergeant normally does not fight with the Rep[acing a crew member

forward units; however, he is close enough to the action to allow the  with g reporter eliminates a

reporter the access he needs to cover the war at the unit level. In  combat multiplicr and

this situation, the first sergeant becomes the media escort. Escorts  peduces combat effectiveness.

are another issuc discussed later. That is unacceptable to most
: commanders—and
Level of Desired Coverage rightfully so.

Journalists who desire to cover “the front” must be aware of the
advantages and disadvantages that entails. Writing stories at the
small-unit level provides a more personal, “Bill Mauldin” and
“Ernie Pyle,” account of combat. In doing so, however, the journal -
ist is cut off from the “big picture” of the war and has added hurdles
in getting his or her story to the JIB.

A reporter from the Washington Times with the 1st ID wanted to
cover the war where the action was, at the battalion and company
levels. He returned to the division headquarters after 24 hours, un-
comfortable because he was not able to report the total picture of
the war.!?

The news media organizations need to provide input to the JIB
as to what they want their reporters to cover.  Where they are as-
signed will depend on that information and will allow better, more
efficient planning at the JIB.

The Issue of Security Reviews versus Gensorship

The press has claimed reports were altered by military censors. A
journalist’s description of the F-117A as a “fighter bomber” was
changed to “fighter.” Another reporter’s description of pilots rerum-
ing from missions was changed from “giddy” to “proud.”*

This may have happened, but it was the exception, not the rule.
And as an editor stated: “What does this all add up to? A sanitized
objective, an altered airplane description . . . . Not exactly the Pen-
tagon Papers.”!* The military provided the media with 12 ground
rules, which specified information that should not be reported be-
cause its publication or broadcast could jeopardize operations and
endanger lives (See Ground Rules).
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News coverage of past
wars, including the Gulf

War, has sometimes violated
ground rules, intentionally
or unintentionally, which

resulted in compromised
operational and tactical

security. Security reviews
are a necessity. The systems
used by the military during
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the Gulf War allowed
reviews for security while
maintaining the public’s
right to know.

For security reasons military PA personnel reviewed all stories
and rapes prior to release. These PAOs were not authorized to inde-
pendently alter a report. The conduct of these security reviews is
best illustrated by the Ist ID's procedures.

At daybreak, reporters assigned to the st ID were escorted to
cover aunit orevent. At aspecified time and place during the after-
noon, reporters and escorts would meet the division’s PAO.

According to the PAO, Major Bill McCormick, he would review
the copy with respect to the ground rules. If he determined that any
portion of the report violated the rules, he would discuss it with
the journalist. If they could not agree, McCormick would “flag”
the questionable portion by indicating in the margin, by number,
which ground rule he felt was violated. He would not, and could
not, alter the report.

The plan called for a courier to meet them and transport the re-
ports to the JIB, where they were reviewed by joint PAOs and media
press pool representatives. I agreements on any “flagged” stories
could not be made, the flagged portion of the story was sent to the
Office of the Chief of Public Affairs for final resolution with the re-
porter’s editors.

During four months of operation in Saudi Arabia and Iraq, only
one news piece from the Ist ID was sent to Washington, D.C.

At a Public Relations Society of America luncheon in New
York, Lieutenant Colonel Larry Icenogle, press pool supervisor,
stressed there was not any censorship in the Gulf, there were secu-
rity reviews.!’

News coverage of past wars, including the Gulf War, has some-
times violated ground rules, intentionally or unintentionally,
which resulted in compromised operational and tactical security.
Security reviews are a necessity. The systems used by the military
during the Gulf War allowed reviews for security while maintaining
the public’s right to know.

[DOD Directive 5122.5 makes nomention of security reviews
or censorship, field or otherwise. Guideline 4 states “Journalists
. . . will be required to abide by a clear set of military security
ground rules that protect US forces and their operations.”)

Escorting the Media

Escorting reporters on the battlefield was a PA function during
the war. Journalists, in general, are not keen on being escorted. The
press complained PAO escorts were intimidating.

Tom Giusto, ABC News producer and the US network coordina-
tor in Dhahran said, “They [PAOs| would look over shoulders of re-
porters as they were doing interviews. They were an intimidation
factor. No lower ranking enlisted person would criticize the military
in the presence of a high ranking officer.”!® The letter to Cheney
from the news organizations cited eight instances where journalists
thought escort officers interfered with their reporting. The actual
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ner described above is unknown. Not all did. For example, in the
Ist ID, the reporter and interviewee were left alone completely.

PAQOs who were overly concerned about what soldiers would say
to reporters were likely portraying their boss’s concemns. PAOs given
adirective of “there will be no bad press” are forced to resort to tech-
niques as described by Giusto.

Thar is unfortunate, because our soldiers deserve better credit.
They should be allowed to comment freely on what they are doing
within security restrictions. Undoubtedly, some negative comments
will be made. A balanced reporting, however, will show the Ameri-
can public soldiers with a strong sense of duty and purpose.

Escorting is also a command and control issue and is mandatory.
Escorts should accompany reporters to and from the location of the
story. Once there, the need for escorts is unnecessary. Security re-
views will correct any security violations in interviewee statements.

r number of PAOs who conducted their escorting duties in the man-

Ground Rules

The following information should not be reported,
because its publication or broadcast could jeopardize
operations and endanger lives:

1. For US or coalition units, specific numerical
information on troop strength, aircraft, weapon sys-
tems, on—hand equipment, or supplies such as artil-
lery, tanks, radars, missiles, trucks, water, including
amounts of ammunition or fuel moved by support
units or on hand in combat units. Unit size may be
described in general terms such as “company-size,”
“multibattalion,” “multidivision,” “naval task force”
and “carrier battle group.” Number or amount of
equipment and supplies may be described in general
terms such as “large,” “small,” or “many.”

2. Any information that reveals details of future
plans, operations or strikes, including postponed or
canceled operations.

3. Information, photography and imagery chat
would reveal the specific location of military forces or
show the level of security at military installations or
encampments. Locations may be described as fol-
lows: all Navy embark stories can identify the ship
upon which embarked as a dateline and will state
that the report is coming from the “Persian Gulf,”
“Red Sea,” or “North Arabian Sea.” Stories written
in Saudi Arabia may be datelined, “Eastern Saudi
Arabia,” “Near the Kuwaiti border,” and so on. For
specific countries outside Saudi Arabia, stories will
state that the report is coming from the Persian Gulf
region unless that country has acknowledged its par-
ticipation.

4. Rules of engagement details.
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5. Information on intelligence collection actwvi-
ties, including targets, methods and resules.

3. During an operation, specific information on
friendly force troop movements, tactical deploy-
ments and dispositions that would jeopardize opera-
tional security and lives. This would include unit
designations, names of operations and size of triendly
forces involved, until released by US Central Com-
mand (USCENTCOM).

7. Identification of mission aircraft poings of ori-
gin, other than as land or carrier based.

8. Information on the effectiveness or incttec-
tiveness of enemy camouflage, cover, deception, tar-
geting, direct and indirect tire, intelligence collec-
LION OF SCCUTIty MCAsures.

9. Specitic identifying information on missing or
downed aircraft or ships while search and rescue op-
eraticns are planned or under way.

10. Special operations forces” merhods, unique
cquipment o tactics.

11. Specific operating methods and tactics, such as
air operations angles of attack or speeds, or nuaval tac-
tics and evasive maneuvers. General terms such as
“low™ or “fast” may be used.

12. Information on operational or support vulner-
abilities that could be used against US forces, such as
details of major battle damage or major personnel
losses of specific US or coalition units, uneil that m-
formation no longer provides ractical advantage to
the enemy and is, therctore, released by USCENT -
COM. Damage and casualties may be deseribad as
“light,” “moderate”™ or “heavy.”
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One corps did not

adhere to the original

plan . . . [and] interjected its
PA staff into the system,
requiring securily reviews al
the corps headquarters . . .
without the reporter or
press pool representation.
Although the corps claimed
this did not add delays,
undoubtedly it did and
furthermore, the additional
layer of security reviews did
not contribute to favorable
military and media
relations. It was an
unnecessary action that
added burdens to an over-
taxed system.
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[Press pools and media escorts were not used during the initial
stages of Operation Restore Hope. The television coverage of
the US Marines landing at Mogadishu caused confusion and
disrupted command and control for the small size elements
performing the mission. The media’s argument that this was a
DOD-planned event, is irrelevant. The results of media person-
nel freely roaming the area of operation was evident the morning
of the beach landing. DOD Guideline 6 states “Military public
affairs officers should act as liaisons and should not interfere
with the reporting process.”]

Delays

Icenogle admitted the military had delays in getring stories from
the units to the JIB. He arttributed that to difficult logistics and
transportation problems. Reporters, he said, were located 500 miles
from Dhahran in the middle of the desert, with no telephones,
towns, villages, crossroads—nothing. The primary means of trans-
porting stories and videos from the place of origin to the JIB was by
courier, either wheeled or, when available, by helicopter. Robert
Hall, deputy assistant Secretary of Detense for Information, ac-
knowledged the courier system delayed transmission of stories.

Some units added more burdens. One corps did not adhere to the
original plan of direct transmission of stories and videos from the
place of origin back to the JIB. The corps interjected its PA staff into
the system, requiring security reviews at the corps headquarters.
This review was done by the corps PA staff without the reporter or
press pool representation. !

Although the corps claimed this did not add delays, undoubtedly
it did and furthermore, the additional layer of security reviews did
not contribute to favorable military and media relations. It was an
unnecessary action that added burdens to an overtaxed system.

In many cases, innovative PA soldiers showing initiative were
able to improve the courier system. For example, the 1st ID, on oc-
casion, was able to use the tactical facsimile in the division's tactical
operation center. The [st Marine Division’s PAO linked a satellite
tactical phone into a commercial hookup to transmit reporters’ sto-
ries directly to the United States.

The equipment to rapidly transmit stories and videos is readily
available. Who absorbs the procurement costs, such as the press or
the military (or a combination of both), should be established now,
and high—tech systems should be made available in the near future.
As Hall stated: “Maybe it is time to move the Pentagon’s PA func-
tion up from the Civil War era into the 19901

Equipment

As a result of Operation Desert Storm, Army PA organizations
have expressed a need for equipment such as filmless cameras that
record images on magnetic disks, electronic bulletin boards,
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. Reporters interviewing milita
" mnel after the libe.’atioh%f
it City, February 1991.

scanners, MSQ-85 portable facsimile machines and portable
photo—processing labs.

rnportant to note s the st ID PAO did not have his own ractical
frequency modulation (FM) radio. A radio foran Army division PA
office is not authorized by the madified table of organization and
equipment (MTOE) nor was one fumished. in the Ist ID, to the
PAQO in combat.

This, in effect, totally ¢ 1t off the PAO and reporters trom the divi-
sion's operation during the offensive phases of the ground war. The
PAQO could rely on other division staffs’ radios; however, this access
was possible only during static operations. From the second day of
the ground war to its completion, the PA staff and reporters resorted
to traveling in a convoy for three days without a clue as to what was
going on with forward units. On one occasion, a reporter and his
escort left the convoy in an attempt to locate forward units. They
were lost for three days.

This problem is «n easy fix and requires an immediate sHlution.
In order to do theua job of maintaining the publics right to know,
PAOs must have contact with the force.

Reporters assigned to divisions by the JIB arrived at the division
headquarters missing critical life support systers such as chemical
protection gear and cold weather clothing items. This places anoth-
er unnecessary burden on PAOs to “scrounge” the needed equip-
ment from divisional units, which are not amenable to requests for
critical equipment items for others outside the organization.

The planning and execution responsibilities to supply reporters
with necessary equipment should rest with the JIB. [t has hetrer
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PAOs given a directive of
“there will be no bad press™
are forced to resort to [intimi-
dation] techniques . . . OQur
soldiers deserve better credit.
They should be allowed to
comment freely on what they
are doing within security
restrictions. Undoubtedly,
some negative comments will
be made. . . . Escorts should
accompany reporters to and
Jrom the location of the story.
Once there, the need for
escorts is unnecessary.
Security reviews will correct
any security violations in
interviewee statements,
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The planning and

execution responsibilities

to supply reporters with
necessary equipment should
rest with the JIB. It has
better access to logistics
stockpiles than the forward
units. Granted, 1,400
reporters in theater can
overtax the supply system;
however, the JIB has control
of determining the number
of reporters assigned to units
and can prioritize supply
actions accordingly.

94

avees: to logistics stockpiles than the forward unis. Granted, 1,400
reporters in theater can overtax the supply system; however, the ) IB
has control of derermining the number of reportersissigned to unirs
and can prioritize supply actions accordingly.

{* he telegraph was the “high speed” advanced communication
technology during the Civil War. Treceivedanote scribbledon the
back of an MRE (meal ready—to—eat) box from an Army Public
Affairs Division commander who had recently deployed to Soma-
lia, citing the postcard to be the best he could do at that time to
communicate the division’s story. The need for communication
and tactical equipment has been sufficiendy raised; however,
authorization and procurement processes remain stagnant. ]

Cheney reportedly said during the deployment of forces to Irag,
“If the media and therefore the public didn't feel they were getting
the facts, there was no chance of maintaining public support.”™®
Most of the facts in the Gulf War were provided to the public by
the military. In this war, that concept worked and worked well. The
majority of the public thought its interests and right to know were
well served.

The inevitable recall to arms, however, may not result inas quick
and victorious resolution as did operations in Grenada, Panama and
Irag. The Army PA concepts for future war need to be in place to
avoid having the public think they are not getting the facts.

The public, and the media ro some extent, are very supportive of
the US Armed Forces, and rightfully so. The military should im-
prove the informartion systems that need repair now in order to
maintain this support when things do not go well. The American
soldiers are deserving of and entitled to it. MR
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IGs Old and New:
isunderstood

Roles

Lieutenant Colonel Robert 1. Maginnis, US Army
Copyright 1993

The role of the Army’s inspector general (IG) is misunderstood by mos¢
personnel in the military. The author outlines the historical back-
ground of the IG and discusses its role in today’s Army. Dispelling the
myth that the IG is a spy for the commander, he discusses the IG as a
trainer and a means of providing assistance to units and organizations.

T HE ARMY'S historic inspector general
(IG) system is threatened by those who
do not understand or trust the military 1G.
Some members of the public and Congress es-
pouse the cause of changed roles for the Army's
IG. Specifically, they question the 1G's objec-
tivity at policing Army ranks. To resolve the
perceived lack of objectivity, they want an
Army IG system that mirrors the sigmificantly
different civilian cabinet-level 1G.

Recent hearings on Capitol Hill questioned
the 1G% ability to police the Army objecrively.
The hearings cited reports of reprisals following
whistle-blower complaints of IG mistakes.
Additionally, skeptics point out the [G's insti-
tutionalized loyalty to the local commander.
In their view, this relationship jeopardizes the
IG’s objectivity in cases where the command’s
reputation is at risk. IGs are also accused of
delaying, obfuscating and even lying to protect
their commands.

Some of the same hearings and news media re-
ports also suggest a general lack of understanding
of the Army IG system. This lack of understand-
ing is evidenced when the Army IG is compared
with the more visible and emergent statutory
cabinet-level IG systems. The critics suggest
the Army IG is not providing the “watchdog”
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service commonly associated with the cabinet-
level IG systems. Such comparisons miss the
point. The Army IG system is historically and
functionally different from the recently estab-
lished cabinet—level IG systems. They must not
be contused.

The Army 1G system should not change to re-
flect the cabinet department IG systems. Such
a change would deprive the Army commander
of an important and time-proven resource and
jeopardize the concept of unity of command.

The tollowing is a historical and functional
explanation of the Armys IG syster. It points
out the system’s unigue attributes. It also high-
light> the functional differences between the
Army and cabinet-level 1G systems. While
these systems are perhaps well-suited tor their
own agencics, they are a quite different sphere
than the Army. Finally, the article provides rec-
ommendations suggesting how the Army might
sustain the current and effective 1G system
and simultaneously provide the information
and assurances required by Congress.

Historical Perspective

General George Washington determined that
the Continental Army required an inspector
general to help establish standards and discipline
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the torce. At the same time, the Continental
Congress recognized the need tor an inspector
veneral to provide it with informarion concern-
ing military affairs. This parallel G requirement

L]
American military IGs became
the commander’s agents to ensure the
stern discipline necessary for the volley
fire and massed bayonet tactics of the
day. . .. Such strict training was
expensive, requiring a significant public
investment. Therefore, Congress under-
standably wanted an accounting of the
military investments. It also wanted
assurances that the military would remain

subordinate to its authority.
. ]

created tension between the military and the
civilian authorities. Washington's preference
for an IG answerable only to him prevailed. The
tension created by a dual requirement for in-
formation continues even today.

The first modem military inspectors were rwo
French “inspecteurs” appointed in 1668—an 1G
of infantry and an 1G of cavalry. Louis XTIV ex-
panded this system by appointing additional IGs
and dispersing them geographically. Their duties
were t inspect the troops and report to the king;
they were the king’s agents in the army.

Military inspection soon became an essential
aspect of all modem armies. American military
IGs became the commander’s agents to ensure
the stem discipline necessary for the volley fire
and massed bayonet tactics of the day, Addition-
ally, such strict traming was expensive, requiring
a significant public investment.  Theretore,
Congress understandably wanted an accounting
of the military investments. [t also wanted assur-
ances that the military would remain subordi-
nate to its authority.

The organization and function of the US
Armmy IG system has changed radically since
the tirst 1G over 200 years ago. For example, in
1813, the Army reorganized and established an
IG department. These early 1Gs performed
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funcrions such as mustering and inspecting
troops: selecting encampment sites; superyismg
the cnp police; inspectng parades; and mak-
ing semiannual reports 1o the War Departioen
on the state of the Army,

Dhuring the Mexican War, the 16 became the
second incommand orserved as the chict of vaft.
1Gs also served inall major commands durimg
the American Civil War, However, the abwence
of an 1G structare meant that therr senviice was
too often subject tommprovisation. For example,
the secretary of war employed some 1Gs as aides
to serve him in roles rangmg from messenuer to
confidential agent. Some 1Gs inspected con-
tractor traud. In ome units [Gs functioned as
adjutants because they lacked the starus 1o be
completely effective. Some IGs did inspect units
and submitred reports on the efficiency of the
Army.

In 1876, the secretary of war direcred the 1G
to report directly to the unit commanding
general (CG). The G subsequently came under
the Tocal CGs control tor all matters. He was
no longer a “spy” trom a higher headguarters.
This relationship continues today.

During the final quarter of the 19th centuny,
1Gs undertook special investizations, some for
Congress. The 1G also became the War De-
partments chiet agent tor sateguarding public
property. He examined accounts and was the
author of the Subsistence Department’s sales
list.

Through more than 200 years of service, the
1G inspected, audited, investigated, trained and
did much more, performing those duties neces-
sary to sustain the Amy and accomphish the
mission.

The number of serving Army 1Gs also
changed through the years. Washington had
one G ata fime. The Amay reorpanized in {813
with 25 inspectors. It began the Civil War with
one 1G and tive assistants. The number of [Gs
grew considerably to include inspectors in all
major commands,  The Amy reorginized in
1874, reducing the inspectarate to tive officers.
Congress provided for 17 Amay 1Gs in 1901,
During World War 1, 215 officers served as 1Gs.
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Iraqi civilians bemg searched for weapons at ﬁ

Checkpmfanravo near Basra, March 1991,
* -~

The IG’s inspection role is espectally tmponant durmg wartime.
The IG helps identify combat readiness deficiencies and recommends solutions; verifies
deployability status and resolves soldier morale and welfare issues; and inspects refugee
and prisoner of war treatment and may consider allegations of war crimes.

The Amy reorganized again in 1920, with The
Inspector General (TIG) and 61 officers in the
IG Corps. With the outbreak of World War 11,
IG ranks swelled from 60 in 1939 to 1,449 in
1945. Today, the Army has more than 2,000
(officer, noncommissioned officer and Depart-
ment of the Army [DA] civilian) 1Gs.

The statutory basis for the current IG system
dates back to the 1950 Anny Reorganization
Act, which made TIG responsible to the Amy

chief of staff and responsive to the secretary of

the Army. The reorganization charged TIG with
inquiring into and reporting upon the discipline,
efficiency and economy of the Army. Specifical-
ly, IGs focused their effort on training and com-
bat readiness.

The statutory hasis for federal-level 1Gs
changed with the passage of the 1978 1G Act.
This acr created 12 statutory cabiner-level 1G
officers.” These officers are appointed by the

MILITARY REVIEW e April 1993

president or by agency heads who themselves are
appointed by the president. Thev are supposed
to operate independent of their agencies to pre-
vent and detect traud, waste and abuse throuch
audits and investigations. They are to keep the
head of their ageney and Congress tully and
currently intormed about ageney problems
and deficiencies. In sum, they are warchdogs
tor Congress concerning the pertormance ot
cabiner-level departments,

The 1978 1G Act did not create a Depart-
ment of Detense (DODY G, However, in 1982,
the original 1G Act was amended to direct a
study to determine the feasibitity of creating an
IG for the DODL Finally, the 1983 DOD Au-
thorization Act created that office. The new
DOD G oftice is equivalent to the other caby-
net-level 1G offices and provides
with oversight of the uniformed services and
their 1G5 sysrems.

Congress
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The statutory basis for the
current IG system dates back to the 1950
Army Reorganization Act, which made
TIG responsible to the Army chief of
staff and responsive to the secretary of
the Army. The reorganization charged
TIG with inquiring into and reporting
upon the discipline, efficiency and
economy of the Army
]

The 1986 Goldwater—Nichols (DOD) Reor-
ganization Act further changed the Arrny G
system by placing it under the direct auspices of
the civilian secretary. TIG became responsible
to the secretary of the Armmy and responsive to
the Army chief of staff. TIG' other responsibili-
ties remained the same.

The following contrasts the Army [G with its
cabinet-level counterpart. Marked functional
differences exist between the Army and other
federal IG systems.

Different IG System

The modern Army IG is an extension of the
eyes, ears, voice and conscience of the command.
The IG is a personal staff officer providing the
commander with a sounding board for sensitive
issues and is typically a trusted agent in the com-
mand. The IG is an honest broker and a consum-
mate fact finder, whose primary tools include
training, inspecting, assisting and investigating.

The first effective American Army 1G, Major
General Friedrich Wilhelm von Steuben (a
Prussian army veteran) was primarily a trainer.
He taught Washington's soldiers to march, volley
fire and fight with the bayonet. Probably von
Steuben’s most important contribution came in
the form of establishing standards for tactics,
organization, training and instilling discipline.

The modem Army IG is also a trainer, who
joins the corps after serving as a line officer and
brings to the corps a wealth of training experi-
ence. The IG employs that experience to help
the commander uncover training problems and
implement solutions. Additionally, the IG often
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becomes the commander’s instrument for pass-
ing on lessons learmed and assists the command-
er with setting training standards.

The Army IG has long been a readiness in-
spector. The IG trains to identify the origin of
problems and then recommends solutions to
help the commander correct deficiencies. The
IG also verifies whether the corrective action
taken was effective and complete and produced
the desired results.

The IG% inspection role is especially impor-
tant during wartime. The IG helps identify com-
bat readiness deficiencies and recommends solu-
tions; verifies deployability status and resolves
soldier morale and welfare issues; and inspects
refugee and prisoner of war treatment and may
consider allegations of war crimes.

The modem G also assists soldiers, DA civil-
ians and their families with problems. Acting as
an ombudsman, the G corrects injustices to in-
dividuals and helps eliminate conditions that are
detrimental to the Anny community. This is
done through networking with staffs and other
IGs stationed around the world and through pro-
active leadership and tenacious staff work. The
IG also processes DOD hotline cases relating to
Army activities. Many of these cases address per-
ceived or actual waste of government resources.

Finally, the 1G investigates. In that critical
role, the IG protects the credihility of the profes-
sion of arms by enforcing the Army's ethic of self-
less service, duty, integrity and loyalty. The 1G
does this by investigating alleged infractions of
the Standards of Conduct for DA Personnel (US
Army Regulation [AR] 600-50) and Operating
Policies (AR 600-20).

Allegations of impropriety concemning gener-
al officers, senior executive service personnel
and select systemic issues are investigated by
teamns of IG investigators assigned to the US
Army IG Agency. All other allegations of mis-
conduct and topics of special command interest
are investigated by the 1G under the direction of
the local commander.?

The federal department IG's functions are im-
portant and complex, but narrower. The cabi-
net-level IG primarily conducts audits and in-
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the IG to perform those services which best support the organization’s mission. . . .
The proposal to make the Army IG an independent agent answerable to Congress
undermines the concept of the unity of command and defeats many of the current
IG’s functions. Making the IG part of a stovepipe organization is tantamount to
placing a political officer in the ranks, such as in the former Soviet army. He would
create suspicion and never gain the full trust of the commander.

vestigations. Those audits are typically based on
issues of congressional interest and statutory re-
quirements. The cabinet-level IG is especially
sensitive to the interests of the applicable con-
gressional oversight committee.

The statutory department IG primarily inves-
tigates allegations of waste, fraud and abuse and
occastonally looks at allegations of impropriety
concerning the standards of conduct. The feder-
al department IG typically takes an oath, in
some cases is armed and may have arrest powers.
The cabinet-level IG agency, on occasion, con-
tracts special investigation requirements with
private nongovemment agencies.

The cabinet-level IG is not a trainer, seldom
performs the assistance functions commonly
associated with Army IGs and rarely performs
special inspections.* These differences distin-
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guish the Armmy IG from nonmilitary federal
govemment IGs.

Another discriminator between the G sys-
tems is the nature of the community served.
Specifically, the uniformed Army is remarkably
homogeneous and disciplined. The Ammy re-
sacializes young men and women through a se-
ries of liminal processes that instill desirable
professional values and the Army ethic.’
These qualities are then reinforced by the Uni-
form Code of Military Justice (UCM]) and a
unigue set of institutional standards, norms and
social mores.  Indeed, the military has long
been recognized as “a specialized society sepa-
rate from civilian society. . . The differences be-
tween the military and civilian communities
result from the fact that it is the primary busi-
ness of armies and navies to fight or be ready to
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tight wars should the occasion arise.™

The community served by the federal depart-
ment 1G is very ditferent. The federal depart-
ment community differs because the depart-
ments offer few, it any, resocializing processes for
employees; the department’s missions are limited
to a predictable environment.  Therefore, the
federal department’s community better retlects
the American society than does the separate
and resocialized Army. Specifically, the cabinet-
level departments employ people with norms
and mores better reflective of a heterogeneous
and transient work force living in widely dis-
persed communities.  These people may not
share a common ethical framework and may not

L ]
The modern Army 1G is an
extension of the eyes, ears, voice and
conscience of the command. TheIG isa
personal staff officer providing the
commander with a sounding board for
sensitive issues and is typically a trusted
agent in the command. The IG is an
honest broker and a consummate
Jact finder, whose primary tools include
training, inspecting, assisting
and investigating.
.|

choose to endorse the cabinet department's
goals. This diversity complicates the federal de-
partment IG’s job.

Finally, the individual selected to serve as an
Armmy IG also differs from his or her civilian
counterpart in the cabinet-level IG system. The
Amy IG candidate typically has broad Army
experience; is selected because of a demonstrated
penchant for honest dealings with fellow sol-
diers; knows the organization (the Army) and
how it works; is a proven subject matter expert
in at least one military occupational specialty
(MOS); and understands the functions of the
chain of command, the importance of loyalty
and the value of being objective. In sum, the
Army G is technically and professionally pre-
pared to train, demonst..tes the institutional

values and possesses the key soldierly qualities.”

TIG sustains quality in the 1G corps by per-
sonally screening the records of all prospective
1Gs, looking for soldiers of character with recent
line unit experience. TIG also looks for men
and women of integrity who are competitive in
their specialties. Additionally, these IG candi-
dates know 1G duty is not a career track. They
will serve one three~year tour and then retum
to line units.

The statutory IG, who may come from a posi-
tion within the federal agency, is very different.
However, coming from within the agency is not
necessarily an 1G requirement. Many of the sen-
ior IGs come from successtul business careers.
Their subordinates are often recruited from the
ranks of police officers, private-sector auditors,
and the like. They may well be expert investiga-
tors and auditors. Once hired, they may be as-
signed to decentralized field offices providing si-
multaneous stovepipe reports to senior political
offictals and members of Congress. Their special
IG training and resocializing processes vary con-
siderably.  Additionally, the statutory 1G works
arelatively standard work week in contrast to the
Army 1G, who often works nights and weekends
and frequently travels away from home station.
The federal department 1G also anticipates re-
maining in the IG job indefinitely and may even
have an IG career track.

The aforementioned functional and profes-
sional differences demonstrate the uniqueness of
the Army IG system and suggest why the federal
department 1G system is not a good model for
the Army. Specifically, the Army IG performs
services for the commander, during war and
peacetime, which benefit a professional and de-
centralized organization with significant local
autonomy.

The Army commander performs many tough
tasks. The competitively selected commander
directs the 1G to perform those services which
best support the organization’s mission. These
services include training, inspecting, assisting
and investigating.

In summary, the proposal to make the Army
IG an independent agent answerable to Con-
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uress undermines the concept of the unity of
command and defeats many of the current 1G's
functions. Making the IG part of a stovepipe or-
ganization is tantamount to placing a political
officer in the ranks, such as in the former Soviet
army. He would create suspicion and never gain
the full trust of the commander. Such a change
would also undermine unity of command. [t
would make a clear statement to the professional
officer corps.  Such a change communicates,
“We [Congress] do not trust you {the professional
officer corps].” This is the wrong approach toen-
sure accountability and information flow. Addi-
tionally, it would not guarantee objectivity or
eliminate the prospects of obfuscation. It would
undermine Army effectiveness and unity of
command.

Recommendations

The Army must preserve its time—honored IG
system and address the growing criticism by satis-
factorily meeting the information and assurance
needs of Congress. [t must debunk the crrant ar-
guments of critics who contend the Army will
not find itself guilty of wrongdoing. These skep-
tics accuse the IG of playing a complacent role
and not pursuing sensitive and potentially em-
barrassing issues. Consider the following recom-
mendations.

First, the Army can sustain congressional sup-
port of the current system and dispel or mini-
mize suspicion by aggressively and consistently
prosecuting, reporting and resolving allegations
of improper conduct and cases of waste, fraud
and abuse. It must also cautiously protect the
confidentiality of whistle-blowers and aggres-
sively address allegations of reprisal against
those who complain to IGs. These efforts will
sustain a measure of trust and credibility in
Congress.

The Army should also retain the current sys-
tem of rotating experienced line officers into G
positions. This process protects the 1G system
from a tendency to entrench and become too bu-
reaucratic and self-serving. Additionally, the
Army must sustain the IG training course, which
ensures uniformity of procedure and philosophy.
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IGS MISUNDERSTOOD

Finally, sustain the networking of IGs to guaran-
tee accountability both horizontally to the local
commander and procedurally to the 1G at the

]
Allegations of impropriety
concerning generul officers, senior
executive service personnel and select
systemic issues are investigated by teams
of 1G investigators assigned to the US
Army IG Agency. All other allegations
of misconduct and topics of special
command interest are investigated by
the 1G under the direction of the

local commander.
. |

next higher headquarters. These measures help
the system guard against the loss of objectiviny,

Second, although the 1G provides some over-
sight of Army activities, it is not the only Army
agency performing a watchdog tvpe role. The
Arnmy has many organizations that oversee and
report organizational compliance with statutory
standards.  Specifically, the criminal investiga-
tion division (CID) investigates waste, traud and
abuse allegations.™ Ity investigations are re-
ported to Congress.

The Army also participates in an elaborate set
of checks and balances established by the Ac-
counting and Auditing Act of 1950, which re-
quires each executive agency to establish and
maintain systems of accounting and internal
control.  This act was updated in 1932 by the
Federal Managers Financial Integrity Act, re-
quiring that each exccutive agencys intermal
management controls comply with the Comp-
troller General’s standards providing tor reason-
able assurances. These assurances are reported to
the Congress.

The Army’s Internal Management Control
Program includes methods and procedures to
reasonahly assure that obligations and costs
are in compliance with applicable law; funds,
property and other assets are sateguarded
against waste, loss, unauthorized use or misap-
propriation; and revenue and expenditures are
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The DOD IG provides Congress
with an in-house civilian watchdog
agent. This organization conducts audits
of the internal management of the DOD
(and the Army), recommending ways to
improve operations, enhance readiness
and reduce costs. The DOD IG conduc.s
criminal and noncriminal investigations,
including procurement fraud and other
white—collar crimes. Additionally,
it maintains daily contact with the Army
IG, ensuring it remains credible,
compliant and objective.

properly recorded and accounted for. The Army
aggressively enforces this program at the local
level via the Intemal Review and Audit Com-
pliance Office and reports results to the civilian
authorities. DOD consolidates this information
for Congress.

The frequent communications between Con-
gress and the Amy’s Office, Chief of Legislative
Liaison (OCLL) provide yet another means of
accessing, gathering and measuring Army infor-
mation and assurances. The OCLL provides
Congress with an interface to the Army. It dis-
tributes the various congressional requests for in-
formation to the appropriate Army component
for a timely response.

The DOD IG provides Congress with an in-
house civilian watchdog agent. This organiza-
tion conducts audits of the internal management
of the DOD (and the Army), recommending
ways to improve operations, enhance readiness
and reduce costs. The DOD IG conducts crimi-
nal and noncriminal investigations, including
procurement fraud and other white-collar
crimes. Additionally, it maintains daily contact
with the Army IG, ensuring it remains credible,
compliant and objective.

Every Army function and activity has checks
and balances that provide information and as-
surances to Congress.  Additionally, almost ev-
ery Army decision and activity is carefully scruti-
nized by intemal Army agencies and then by
agencies such as the Government Accounting
Office. The Army clearly accounts to Congress.

Critics should avoid comparing apples and
oranges. The Amy IG system is very different
from the statutory federal department—level IG
systems. lts 215-year history of outstanding
service to the nation, its soldiers and citizens is
ample proof that it works. 1t should not become
a stovepipe watchdog for Congress. Sufficient
in—place mechanisms exist to provide informa-
tion and compliance assurances to Congress.
The Army needs its existing IG system of fact
finders and problem solvers to help the com-
mander ensure both organizational credibility
and readiness. MR

NOTES

1. Today there are 26 IG offices in the larger federal departments.

2. The IG Act was further amended in 1988, and 34 additional IG offices
were created at smaller federal agencies.

3. A brief aside is necessary 1o point out the similarities and differences
among the unfformed service IGs. For example, the Navy and Marine Corps
IGs are the pnncipal advisers to the secretary of the Navy on all matters related
1o inspections and noncriminal investigations. They are the secretary's eyes
and ears in all integrity and efficiency matters. In contrast, the Air Force IG
(AFiG) differences are more pronounced. It has two fiekd operating agencies
to conduct inspections and criminal investigations. The AFIG also details offi-
cers from across the Air Force to conduct senior official investigations.

4. Approximately 70 percent of the Ammy IG's work 15 asststing soidsers

5. Liminalty s a technical psychological term ko rte of passage

6. This citation comes from the landmark decision of the Howard B. Levy
versus Jacob J. Parker case (417 US 755, 1974).

7. The key soldierly values are commitment. competence, candor and cour-
age. These are found i US Army Fielkd Manual (FM) 1001, The Army (Wash-
ington, DC- US Government Printing Office, December 1991), Chapler 4

8. Thus authority is subject to the Mk um of Unc ing b 1
the Department of Defense and the Department of Justice as outined m US
Amy Reguiation (AR) 27-10, Miitary Justice, 22 December 1989, paragraph
2-7.

Lieutenant Colonel Robert L. Maginnis is assigned to the Office of the Inspector
General, Department of the Army, Washington, 1D).C. He received a B.S. from the
US Military Academy and an M.S. from the Naval Postgraduate School and is a grad-
uate of the US Army Command and General Staff College. He has served with four
infanery divisions in a variety of command and staff positions in Korea, Em(x, Alaska
and the Continental United States. His article, “The Future of Women in the Army,”
appeared in the July 1992 issue of Military Review .
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BCTP:

A Red Force Perspective

Lieutenant Colonel Jerry A. Simonsen, US Army, and
Lieutenant Colonel Michael W. Collins, US Army, Retired

The authors provide a Red commander’s perception of his enemy, Blue
division and corps commanders. As such, it provides a unigue look
at our Army from the “enemy’s” perspective. Though some of their
comments may seem negative, they are made with the professional
intent to provide another view that may help units better prepare for
division and corps training, and thus for war.

I HE BATTLE Command Training Pro-
gram (BCTP) is the Army’s newest combat
training center (CTC). Formed in 1987, BCTP
has evolved into the capstone CTC, training
division and corps commanders, as well as their
battle staffs in mid-~ to high-intensity warfare.
In the words of Army Chief of Staff General
Gordon R. Sullivan, “Winning in BCTP is de-
veloping adaptive, creative, and professionally
competent senior officers and generals.”

The BCTP opposing force {OPFOR) is the
Red freeplay component of BCTP. It is a bal-
anced combination of military personnel and
civilian contractors. OPFOR's mission is to doc-
trinally replicate the operations, tactics and
troop control process of the threat force fighting
against Blue divisions ard corps in BCTP WAR-
FIGHTER exercises. It is the only OPFOR in
the Army trained to fight at both the operational
and tactical levels of war.

BCTP organized and segregated the Red head-
quarters so that the army, division and regimental
staffs suffer the same fog of war as Blue. Though
Red replicates doctrinally correct intelligence
systems, it has to work for intelligence just as hard
as Blue. Combined Arms Command, Threats
Directorate, US Army Training and Doctrine
Command’s threat experts, observe each exer-
cise to validate Red’s doctrinal portrayal.

MILITARY REVIEW e Agril 1993

Blue units have shown steady improvement
over four years of BCTP WARFIGHTERs.
What was once a Red tutorial is now a fight for
life against much—~improved Blue units. This
growth mirrors our Army’s experience at the
maneuver CTCs at Hohenfels, Germany; Fort
Chaffee, Arkansas; and Fort [rwin, California. It
shows the growing sophistication of our senior
commanders and staffs.

Red Perceptions of Battlefield
Operating Systems

Command and Control. Blue command-
ers are very predictable. They normally select
the most efficient course of action. It appears
their major concem is conserving resources. Be-
cause Blue commanders habitually select the
optimal course of action, Red usually templates
Blue correctly. Blue commanders who use a
well-executed suboptimal course of action
could surprise Red and seize the initiative. The
suboptimal course of action also aids deception
planning and exec.tion. A course of action
that provides the greatest flexihility for the long-
est time generates initiative.

Blue commanders sometimes relinquish con-
trol of the battle’s tempo, and thus the initiative.
One common cause appears to be the Blue com-
mander’s tendency to change plans ofwen. The
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Red commander focuses upon execution of his
established plan and uses preplanned variants in
order to counter this perceived tendency to
change. The Red army staff can doctrinally plan

... |
Although its doctrine says
staying inside the enemy’s decision cycle
is crucial, Blue needs to work harder to
do it better. Red, on the other hand, tries
to react quickly by utilizing its doctrinal
decision—making processcs tailored to
the time available. These are sequential,
parallel and executive methodologies,
listed from most time available to least

time available.
L]

and begin execution of a new plan in 24 hours.

Red's perception is that it takes about threc
days for a typical Blue corps, or a day for a Blue
division to produce anew plan. Thus, when this
occurs, the initiative and tempo of the battle
accrue 1o Red.

Also, there is a frequent tendency by Blue to
overlook the deep and rear battles and concen-
trate on the close battle. The Blue commuander
realizes, too late, that his unwillingness to address
the full depth of the battlefield has left him un-
able to control the tempo of the battle. The Blue
commander then cannot influence the enemy’s
introduction of follow-on forces into the fight,
and he no longer controls his own rear area.

Further, it appears as if Blue units, especially
divisions, take a long time to react to dramatic
changes on the battlefield. Either their orders
process takes too long, or their information sys-
tems ({rtendly and enemy) are not working prop-
erly.  Although its doctrine says staying inside
the enemy’s decision cycle is crucial, Blue needs
to work harder to do it better.

Red, on the other hand, tries to react quickly
by utilizing its doctrinal decision—making proc-
esses tailored to the time available. These are se-
guential, parallel and executive methodologies,
listed from most time available to least time
available.

64

Intelligence. Think Red, not Blue. Most
Blue commanders and their staffs do not ex-
amine the battlefield carefully enough from a
Red perspective, nor do they appear to under-
stand threat doctrine or capabilitics in the detail
required by today’s battlefield.  Though im-
provement is clearly evident, Blue has to work
harder to examine the battlefield from an en-
emy perspective before it can defeat that enemy.

For example, a North Korean looks ar the
rugged terrain of his home as an aid to his infil-
tration style of warfare, not a hindrance. Proper
use of that terrain allows him to balance his lack
of technology against Blue'’s technological supe-
riority. Red placement of nonradar-guided anti-
aircraft artillery (AAA) systems to fire down,
rather than up, on Blue aircraft is counter to the
way Blue normally templates Red air defense ar-
tillery (ADA) placement. Another Korean ex-
ample: Blue tends to defend in the valleys (best
armor avenue) rather than the hilltops (Red's in-
filtration route).

Red’s structured troop control process has a ri-
gidity that can be exploited by knowledgeable
Blue commanders. While flexibility exists for
Red commanders at the operational level, there
is little room for deviation from the original plan
at division and below.  As the world and the
threat change, Blue's capacity to execute a mid—
to high~intensity level of war requires a struc-
tured troop control process for training.  This
OPFOR structure provides a framework for Blue
to analyze, template and project against. The
troop control process currently used by the
BCTP OPFOR matches most potential mid- to
high—intensity threats in the near term and thus
warrants study by Blue commanders.

Frequently Blue damages Red units badly but
does not follow through to finish the destruction.
This indicates Blue units have difficulty accu-
rately assessing when they have hurt Red. There
seems to be a shortage of focused effort to deter-
mine the effects of Blue's combat power on Red.
Blue must develop the capability to task the ap-
propriate available reconnaissance assets to de-
tennine battlefield damage to Red and ensure an
accurate assessment of Red capabilities.
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Maneuver commanders are beginning to understand how

‘3

to use fires

to complement their maneuver. Areas Blue may want to emphasize include: quicker
massed counterfire reaction, timing between maneuver and fires and exploitation of
range differences between Red and Blue systems. The best way to halt a Blue attack is
to range counterfire assets just beyond the forward line of own troops. As Blue
Jorms a penetration, its direct support artillery and one reinforcing battalion are just
behind the lead task force. Once Red destroys the lead brigade’s artillery,
the maneuver forces are stranded, stalling the attack.

Maneuver. Blue’s conduct of offensive com-
bined arms operations is generally an area in
need of improvement. Maneuver units do not
practice mutual support; and artillery, ADA and
engineer assets do nor maximize their support
due to improper placement.

Blue commanders miss the opportunity to
achieve mass because they usually artack with
balanced task-organized brigades. This seems to
be a “fiefdom” or habitual association problem
rather than a mission analysis issue; Blue com-
manders tend to allocate forces equally, rather
than weighting the main attack. Blue needs to
concentrate harder on synchronizing the fight.
Failure to do so leads to piecemeal attack, a lack
of mass and possibly destruction of their forces.

To win, Blue must conduct movement to con-
tact with more audacity and with sufficient artil-
lery assets to support the maneuver forces and
suppress Red artillery. When Blue makes con-
tact with a moving Red force, they need to
quickly gain the initiative through application of
massed and prioritized artillery fire followed by
quick tactical mancuver to Red’ flank to fix or
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hlock. Often, however, Red does this to Blue.

This is because Ped doctrine, which calls tor
maneuver to exploit the effects of fires, drives
heavy allocation of artillery forward in an ap-
proach march. Blue doctrine requires artillery
fires to exploit the effects of maneuver. Usually,
this results in a small allocation of artillery v a
movement to contact. Blue needs to match its
growing success in applying Blue artillery doc-
trine successtully to allocating sufticient artillery
to missions.

Deep attacks by attack helicopters work it
Blue does intensive intelligence preparation ot

the battleticld. The Blue unit must successtully
collect and analyze data on ADA sites, update
all information hetore the strike, conduct well-
exccuted suppression of enemy air defense
(SEAD) and joun SEAD (JSEAD) tires and
meet impeccable tlight times. Failure to execute
these steps properly results in high Blue helicop-
ter losses. Success ar these steps resules in Red
losses and Blue opportunities.

A special arca of observation during four years
of BCTP exercises is deception. Blue units at
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v Blu. fuél trucks at the NTC. Generaily ungrotected? .-

The Achilles’ heel of US forces continues to be its extended logistical tail.
Support to a technologically sophisticated force is extensive and important. Blue does
not always protect logistics areas and main supply routes well. Only recently have Rlue
units begun taking the rear battle and counterreconnaissance battle seriously.
Thus, Red forces often successfully target ammunition dumps, fuel sites and FARPs,

in addition to command, control and communications nodes normally targeted.
.. . _______________________________________________________________ ]

times misjudge Red’s abilities to conduct decep-
tion operations and as a result, are surprised. US
technological advantages in signal intelligence
and electronic intelligence do not compensate
for their lack of human intelligence resources in
the force structure. Conwersely, Blue command-
ers need to consider mounting believable and
adequarely resourced deception efforts that tar-
get specific Red systems or command echelons.

Fire Support. Blue has a made dramatic im-
provement in fire support. Massed fires to shape
the battlefield, decisive counterbattery and
counterfire and effective SEAD are now more
the rule than the exception. Maneuver com-
manders are beginning to understand how to
use fires to complement their maneuver. Areas
Blue may want to emphasize include: quicker
massed counterfire reaction, timing between
maneuver and fires and exploitation of range
differences between Red and Blue systems.

The best way to halt a Blue attack is to range
counterfire assets just beyond the forward line of
own troops. As Blue forms a penetration, its di-
rect support artillery and one reinforcing battal-
ion are just behind the lead task force. Once Red
destroys the lead brigade’s artillery, the maneuver
forces are stranded, stalling the artack.
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Air Defense. Usually, Blue gives each ma-
neuver force its “fair” share of air defense rather
than massing and prioritizing assets to protect
the most critical resources. Blue's short-range
air defense force structure’s technical superiority
does not overcome its relatively small numbers.
On a more positive note, some Blue units do an
excellent job of templating Red’s air corridors
and ambushing Red aircraft.

Mobility, Countermobility and Surviv-
ability. Blue performs countermobility missions
well. Successful Blue maneuver units in the de-
fense synchronize obstacle belts, defense forces
and artillery to rapidly destroy Red maneuver
forces. However, Blue planning and execution
of family of scatterable mines (FASCAM) mis-
sions is still not to standard. Like any other ob-
stacle, FASCAM minefields require overwatch
and careful targeting for direct and indirect fires.
Some Blue commanders use this valuable muni-
tion piecemeal in unplanned, unwatched loca-
tions. This wastes the intended effect of the
minefield; but worse, it diverts valuable tube
time from more critical missions.

Blue does not perform mobility operations
well. They tend to get trapped in operational
and tactical fire sacks, allowing themselves to be
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destroyed by artillery. This is a problem with
proper reconnaissance, as well as plannimg and
executing breaching operations.

Engineer assets are important to Blue success,
Thus, they are a high—prioriry target for Red.
When Blue does not protect engineer equip-
ment, it cannot survive. The flip side of the coin
is Blue does not always appreciate the large engi-
neer potential of most threat armies. Thus, Blue
maneuver units often find their critical artack
route blocked by obstacles overwatched by Red
forces, often as a portion of an established kill
zone. The results can be catastrophic for units
that Jdo not conduct reconnaissance and get
caught in the teeth of such @ trap. Regrettably,
this sometimes happens to Red units, particular-
ly when Blue Jestroys Red reconnaissance units.

Passive measures such as trequent movement
of critical assets can dramatically improve sur-
vivability, yet some Blue units do not employ
them. Airfields are the best example. Blue usual-
ly keeps its forward arming and refuel points
(FARDs) and aviation units in the same location
tor several days. Often, only the OPFOR senior
commander’s rigid control of chemical release
saves Blue from severe aviation losses on the
ground due to chemical or high explosive strikes.
When Red conducts a special operations force
attack or conventional missile attacks on a Blue
airfield, it is a waming; he knows you are there,
and you would be smart to move.

Combat Service Support. Red respects
Blue’s ability to sustain the force.  Ability to
quickly tum AH-64 helicopters for deep attacks
and high maintenance rates mark Blue actions.
However, doctrinal placement of Blue support
units and their tendency not to move ease tem-
plating and order of battle confirmation by Red.

The Achilles” heel of US forces continues to
be its extended logistical tail. Support to a tech-

BCTP

L
Blue’s conduct of offensive
combined arms operations is generally
an area in need of improvement.
Maneuver units do not practice mutual
support; and artillery, ADA and engineer
assels do not maximize their support
due to improper placement.
b

nologically sophisticated foree i extenave and
important. Blue does not alwas protect logsties
areas and main supply routes well. Onlv recenddy
have Blue units begun taking the rear battle and
counterreconniissance battle seriowsly. Thus,
Red forces often successfully target ammunition
dumps, tuel sites and FARPs, in addition to
command, control and communications nodes
normally targeted.

BCTPD is a great training opportuniry for divi-
ston and corps commander and their staft- who
share the stress and challenge of this umque
training opportunity.  Facing the same lack of
ground truth and fog of war as Blue, the OPFOR
provides a worthy, thinking foe. OPFOR struc-
tured troop control process torces Blue to face a
different thought partemn and cultural attitude.
Red strives as hard as Blue to synchronize move-
mient and combat power and also fights for intel -
ligence. But in the words of an Operation Desert
Storm commander, *The Iragis should have
hired the BCTP OPFOR.™

US Anmy divisions and corps are now on their
second BCTP rotation. A marked increase in
unit capability and sophistication of the fight is
readily apparent to OPFOR personnel. Contin-
uation of this trend will lead to more Operation
Desert Storm-type successes. BCTD s maining
“adaptive, creative and professionally: compe-
tent senior officers and generals.” MR

( Lieutenant Colemel Jerry A, Simemsen recenily sevved as QOPFOR amy commander fir
I8mimths. He received a B.S. from the US Military Academy and an M.S. from the Navdl
Postgraduate School. He has served in a variery of command and staff posizons m Furope
and the Continental United Swttes. He is a previows conmibtor o Militane Review

Liewtenant Colomel Michael W Collins, US Ay, Retred, served as OPFOR oy
commander for 19 memths prios @ his retirement. He was commustmed as an mfann offeer
from the Reserve Officers’ Trammg Corps program m 1969, He vecaved an M. AL from the
\_ University of Wiscemsin and 15 a graduwate of the US Ay War College .

~

MILITARY REVIEW o April 1993

67



Vil Corps Inactivated

NOWN AS the “Jayhawk Corps” since
World War I, VII Corps gained its
nickname following the Normandy inva-
sion. Elements of the corps stormed Utah
beach, fought through the hedgerows sur-
rounding the beach-
head, then led the
drive across France. As
a tribute to its role dur-
ing the subsequent
campaign fo: the liber-
ation of Western Eu-
rope, it was dubbed the
“spearhead corps of the
US First Army.”

For 30 years after its
redeployment to Ger-
many in the 1950s, VII
Corps served in the de-
fense of Western Eu-
rope. During the “NATO campaigns” of
these three decades, the Jayhawk Corps
championed the cause of peace by its con-
stant readiness for war.

In the months following the collapse of
the Berlin Wall in November 1989, a dra-
matic change in the political face of Central
Europe confronted the

al NATO corps organization. At the same
time, the corps faced some of the first recent
US force reductions scheduled for Europe.

In August 1990, Iraq invaded Kuwait and
steadfastly refused to abide by UN resolu-
tions demanding an
immediate Iragi with-
drawal. Corps units
began planning for
possible deployment
to Saudi Arabia short-
ly after the Iragi inva-
sion, but they did not
formalize plans until
after Defense Secre-
tary Richard Cheney’s
announcement of 8
November.

VII Corps soldiers
played a major part in
Kuwait’s liberation, and in doing so, ti-
valed past cfforts of other Jayhawk soldiers.
The statistics below compare the last two
VI Cormps campaigns. The corps left Ger-
many in March 1992, and on 15 April , VII
Cormps furled its colors for the third time
since its formation in 1918. MR

corps. In response, VII  Category World War Il Guif War
Corps ended its border pa-  Number of days incombat . .............. 37 4

trols and tumed its train-  Total miles traveled ... .......... . ... 1200 ... . . 150

ing from adefensive oricn-  Greatest advance in one day (in miles) . ... 90 . ...... 80
tation to one of large—unit  Enemy divisions encountered . ........... .. 5t ... 11+
movements to contact  Enemy divisions destroyed ... . ... 14 11+
over extended distances. Enemy tanks and armored vehicles destroyed 1,164 ... .. 3919

It led the way toward an
increasingly multination-

Ammunition expended
POWs
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Colonel Friedman: The Man Who Broke Purple
Maijor Leonard S. Kosakowski, US Army

US citizens discovered that perhaps their most potent
secvet weapon of World War 11 was not radar, not the
VT [variable—timed fuse], not the atom bomb, but a
harmless lide machine [Purple], which cryprographers
had painstakingly constructed in a hidden room in
Washington, [D.C.]. — William E Friedman !

As a US Amy private, newly assigned to the Na-
tional Security Agency (NSA) in 1976, | often
found time to walk the highly polished halls of the
“Puzzle Palace.” My jaunts often carricd me past a
huge auditorium used to present sensitive, highly
classified briefings. The NSA called the facility
“Friedman Auditorium.” At the time, I cared little
about who this man Friedman was or what he had
accomplished to justify such an honor.

Only now can [ fully appreciate the magnitude of
Friedman’s contributions to World War II cryptolog-
ic operations. Friedman'’s breaking of the Japanese
“Purple Code” greatly impacted upon the US ability
to successfully prosecute the war.

The Purple code. Cryptologic history claims the
Purple Code as one of its most famous encipherment
systems.? Not only was Purple the most complex en-
ciphering system devised before the days of comput-
ers, its solution involved a unique intellectual effort
of heroic proportions. Typical of cryptologic suc-
cesses, even today, Purple’s fame occurred not during
the war but after, when numerous examples of its im-
portance entered into the public domain.

Imperial Japan used the Purple Code machine to
encrypt its most secret diplomatic communications
to its ambassadors abroad. Designed with a series of
standard six—level, 25-point, off-the-shelf stepping
switches and an intricate system of wiring, the Dur-
ple machine was put to use by Japan as early as 1937.
US cryptographers used the color spectrum to pro-
vide cover names for Japanese codes. Although Ja-
pan referred to the code as “Aneonki Type—A" (Type
A Code), the Signal Intelligence Service (SIS)
called it “Purple.” The SIS had labeled Purple’s
predecessor “Red.” 4

Friedman, a civilian cryptographer in charge of
the Army'’s new SIS in Washington, first began at-
tempting to crack the Purple Code four years prior
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to the Japanese attack on Pearl Harbor.” But Fried-
man, due to other administrative duties, worked
only intermittently on the code until early 1939, In
February, Major General Joseph O. Mauborgne,
chief of the Army Signal Corps, ordered Friecdman
to drop his other administrative duties and invest all
his efforts in breaking Purple. The winds of war
were beginning to blow stronger in the Far East. In-
formation on Japanese intentions warranted high
priority.

At the outset, the amount of Purple eraffic avail-
able to Friecdman to work with was considerably less
than raffic from other Japanese cipher systems.’
“The collection of suitable and ample foreign code
material in order to satisfy the cryptanalytic require-
ments of the SIS constantly posed a critical problem
for the Signal Corps authorities to solve.” ™ The Ra-
dio Act of 1927, in its regulation of radio communi-
cations in the United States through the Federal
Radio Commission, effectively outlawed the inter-
ception or divulging of information relating to the
contents of messages. The 1934 Communications
Act, which formed the Federal Communications
Commission (FCC), did not relax the rigid prohibi-
tion of intercept activity. But, by 1938, the War De-
partment obtained special permission to:

“maintain and operate in time of peace under
strict provision to insure secrecy, radio intercept and
cryptanalytical services as are necessary for training
and national defense purpose. This timely decision
thus enabled the SIS to expand its radio intercept
operations considerably and thereby improve mark-
edly the results being obtained from that important
source of foreign intelligence information.”

By October 1939, widely scattered listening posts
directed their efforts toward intercepting Japancse
radio transmissions, Figure 1 depicts the network of
intercept stations.

The listening posts sent intercepted messages to
Washington by either courier or registered mail in
weekly batches.!! At first, SIS received only a
trickle of Purple traffic. By June 1941, over 7,000
Japanese messages had been intercepted.’* When
the SIS received the traffic collected by the listening
posts, the first Herculean task was to:
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“collect a certain minimum of traf-
fic sent on one day—or, at least, sent
with the same keys in operation,
which was initially the same thing.
The next step was to decide which
permutations and combination of wir-
ing could have been used to punch
such a set of enciphered messages. ™

From 1939 to 1941, Friedman and
his co-workers attempted to process
the traffic, piecing together the enci-

herment system. SIS’ difficulty in
Ereaking the code was compounded
by the Japanese procedure of daily
changing their Purple Code keys. Co-
pious “cribs” and translations literally
drove some SIS personnel to the
verge of a nervous breakdown. Fried-
man himself later succumbed to pres-
sures of the work and was hospitalized
due to exhaustion.

Fortunately for SIS codebreakers, Japan took a
long time distributing the new Purple machines to
their embassies abroad. Consequently, the transition
from Red to Purple machines required Japan to send
encoded messages in both systems. The SIS had al-
ready broken the Red Code. Thus, Friedman and
his crew could “crib” in the meaning of some of the
Purple messages by using the Red traffic.!?

The first major ungarbled solution of a Purple
message occurred on 25 September 1940—ijust two
days before Germany, Italy and Japan signed the Tri-
partite Pact. After this initial success, the breaking

Signal Intelligence Service
Washington, D.C.

Fort Shafter || Fort McKinley
Hawaii 1 Philippines 1
Fort Monmouth | Fort Hunt B
New Jersey ] Virginia
Cheltenham || | Quarry Heights
Maryland ] Panama
Bainbridge Island | San Francisco
Washington ] California
Fort Sam Houston
Texas
Figure 1.
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of Purple gained more momentum. By the winter of
1940, the SIS, assisted by the Navy, had not only
broken the basic system but had also recoastructed
duplicate Purple enciplwting machines.'¢ The War
Department, Navy Department, commander in
chief of the Asiatic Fleet and, subsequently, the Brit-
ish communications intelligence organization in
England received these Purple decoding machines. !

So spectacular were the results of the cfforts of
Friedman and the SIS:

“against the Purple machines and <o arcane were
the processes by which they had been achieved, that
General Mauborgne developed the agreeable habit
of referring to his cryptologic team as ‘magicians'—
from which came the U.S. designation of intelli-
gence produced by cryptanalysis as ‘Magic.' ™"

Magic’s value. Intelligence derived from Purple
provided decision makers in Washington with crin-
cal information regarding both Japanese and Ger-
man actions prior to and after the 1941 attack on
Pearl Harbor.  Friedman’s solution of the Purple
Code was the masterpicce of erypranalysis in the pre-
war cra. By late 1940, Friedman and the SIS were
able to make a continual flow of Purple intelligence
available to the State Department and the military
services chiefs of staff. Top secret information from
Tokyo in which Japanese leaders outlined their plans
for the future and the strategy and tactics with which
they were to be carried out was now in the hands of
US decision makers. "

The ahility to read Purple gave the United Srares
a tremendous advantage over Japan. It was:

“an advantage not likely w0 be repeated. . L.
America’s military and government leaders had
the privilege of seeing every day the most private
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Purple Messages Originating from Tokyo or Japanese Embassies Abroad

TO FROM DATE MESSAGES
Washington Tokyo  5May 1941  Japanese ambassador informed about possible U.S.
ability to “read” Japanese code.
Honolulu Tokyo 9 0ct 1941  Tokyo orders reporting of ship disposition Hawaii.
Washington Tokyo 22 Nov 1941 “After that things are automatically going to happen.”
Berlin Tokyo 1 Dec 1941 Japanese ambassador ordered to inform Hitler that
“U.S.~Japanese relations ruptured; war may come
quicker than anyone dreams.”
Washington Tokyo 2 Dec 1941 Detailed instructions on how to destroy the code
machines in the embassies.
Washington Tokyo 7 Dec 1941  Fourteenth (and last) part of message “regretting im-
possibility of U.S. and Japan to reach an agreement.”
Washington Tokyo 7 Dec 1941  Japanese ambassador ordered to submit reply to U.S
at “1:00 PM. on the 7th, your time.”
Washington ~ Buenos  Dec 1941 Japanese intentions to wreck the Rio Conference and
Aires the Good Neighbor Policy.
Tokyo Berlin 10 Sep 1943  Japanese report on German anti—invasion defenses

on the French Atlantic coast.
Figure 2.

communications between the Japanese government
and its ambassadors . . .. They knew in advance the
diplomaric moves that Japan was contemplating and
the sorts of information that her agents were callect-
ing on American defense preparedness.”e

Figure 2 lists examples of Magic derived from
Purple.-

Purple alone, of course, Jid not win the war for
the Unired States against Japan. It was a tool, an
important one, that provided leaders with critical,
strategic intelligence. By no means was Purple the
only Japanese code broken hetore and during the
war with Japan. The Japanese naval code, known as
IN=25, provided timely, valuable inrelligence for the
US Pacitic Fleet during operations in Midway, the
Coral Sca and other famous encounters with the
Japanese Imperial Navy, There were many other
CTYPLOTOZIC SUCCESSS.

But it was the Japanese Purple diplomaric code
that received the most notoriety after the war. And
Howas cryp[nl( WIC SLICCUSSeS aluring the war that en-
abled the cryprologic profession to continue to devel -
op after the signing of the Japanese surrender in
1945.
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Cryptology after the war. The priceless results
of cryptologic orgranizations during the war clearly jus-
tified the growth they experienced during the con-
flict. Excluding theater operations, the Ammy'’s SIS
grew to 10,000 men and women by the end of the war.
President Harry S, Truman clearly appreciated the
value of cryptology—even after World War 11 In
1949, he created the Anmed Forces Security Agency,
which three years later was broadened to the NSA,
today the nation’s largest intelligence agency.

Cryprology, even today, continues to play a signif-
icant role in modem warfare, both at the ractical
and strategic levels. It bolstered national security
through the long rwilight struggle of the Cold War
recently won by the West,  Cryprology (signal) is
now a major player in the intelligence triad of signal,
human and imagery intelligence.

As I now walk past Fricdman Auditorium in the
NSA, I can more fully appreciate the magnitude of
Fricdiman’s contributions not only to the field of cryp-
tology but also to the security of the nation. Cryptol-
oy did not win any wars for the United States—but
it did, and hopefully will continue to, provide deci-
sion makers with rimely, valuable inteligence. MR
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Friday 2—A stalemate develops in Tunisia, as
Allied and Axis forces are weak and cannot dislodge
the opposition.

Monday 5—Allied air forces mount a concen-
trated campaign against Axis shipping in the Med-
iterranean to deny supplies to Axis forces left in
North Africa.

The Japanese overrun the Headquarters, British
6th Brigade, in Burma and gain control of the Mayu
Peninsula.

Tuesday 6—General Sir Bernard L. Montgom-

ery's Eighth Army resumes the offensive in North
Africa, attacking Wadi Akarit in Tunisia.

Wednesday 7—Adolf Hitler and Benito Musso-

lini meet near Salzburg, Austria, to discuss the situa-
tion in North Africa and the Soviet Union.

Thursday 8—Allied forces attack the Fondouk
line in Tunisia.

Sunday 11—US and British forces link up near
Kairouan, Tunisia.

Monday 12—Germany announces the uncover-
ing of mass graves at Katyn, Soviet Union, where
thousands of Polish army officers were executed and
buried by the Soviets.

Tuesday 13—British forces reach the final

German defense line in Tunisia at Enfidaville but

MILITARY REVIEW o April 1993

lack the strength to take it.
Thursday 15—In the Aleutian Islands, the first

elements of the US 7th Infantry Division cmbark
for the ~ ttu operation.

Geneial Omar Bradley assumes command of the
US 1] Corps, replacing Lieutenant General George
S. Patton Jr., who continues nreparing for the in-
vasion of Sicily.

Friday 16—The Polish govemment in London
requests that the International Red Cross investigate
the Karyn massacre.

Sunday 18—Admiral Isoroku Yamamoto, com-
mander in chief of the Japanese Combined Fleet, is
killed when his plane is shot down while attempting
to land at Bougainville in the Solomons.

The Soviets announce that the Katyn massacre is
a German fabrication.

The “Palm Sunday Massacre” begins a series of
disastrous Axis air attempts to supply isolated forces
in Tunisia.

Monday 19—In Poland, the Warsaw ghettorises
against the Germans.

Monday 26—The Soviets break off diplomatic

relations with the London-based Polish povernment
over Katyn accusations.

Wednesday 28—The last German armor attacks
in North Africa occur.

n



Accommodating the Wartime Media: ACommander’s Task
Major General Paul E. Funk, US Army

From the American Civil War to Operation Des-
et Storm, US military commanders have argued that
restrictions should be placed on journalists to protect
the lives of American soldiers and ensure the success
of operations. The fear has existed that large num-
bers of journalists roaming and reporting unchecked
from front lines will compromise operations and en-
danger lives.

The media counter that they have a legitimate
role on the battlefield as they report war events.
They believe this right of access is constitutionally
guaranteed, but further, it is their fundamental belief
that they have a duty to report.

Though the petfect solution for both sides may
never be achieved, the military and the press made
vet another attempt to define their own wartime
rules of engagement at a conference in April 1992.
Representatives from a number of national media
organizations and the Department of Defense
(DOD) met in Wheaton, Illinois, in an effort to find
the middle ground that has so far eluded us both.

I was invited to the conference in hopes that my
experiences in dealing with the media as a division
commander during Desert Storm would be helpful
in defining future military-media relationships. |
would like to share the following thoughts that may
be of assistance to commanders.

Supporting the media. Both the military and
media agree that the logistics to transport and support
the media and their equipment was a major issue in
covering the Gulf War. According to Pete Williams,
assistant secretary of defense, Public Affairs, the mili-
tary could have done a better job helping reporters to
the bartlefield. He also believes there exists an obliga-
tion to get reporters out with the action, then help
them get their stories back to the press center.

[ am not sure we thoroughly thought through the
implication of fighting in the desert while also pro-
viding support to the media. The main problem was
support, such as “moving” stories and videotape.
None of us, including the media, considered the
great distances involved in getting the media to the

Information for this article was provided by Staff Sergeant
Mark S. Kalinoski, noncommissiomed officer in charge, Army
Neuws Service.—Editor
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locations needed to file their stories.

However, just how far commanders can go to sup-
port media requests will always be a marter of prior-
ity. 1 admit thar in the press of things, operational
planning and, of course, the immediate problems of
daily events were considerably more important to us.
Journalists must realize they cannot talk to everyone
all the time. There are times when the commander
has to be focused on planning and discussing the war
fight, but balance must be achieved.

In an article published in the London Sunday
Times, one of my staff members was quoted on the
3d Armoved Division's role in Desert Stom. The
problems resulting from the statement were totally
blown out of proportion. [ had to conduct an inves-
tigation, which took a lot of time, during the same
period we were readying for attack. When flak of
this nature rolls down to you, you think, “Is this time
given to the media worth it? I've got lives to think
of, people to think of.”

Security review. The issue of whether the policy
of public affairs officers’ review of media products
should be continued is a major sticking point in
military—media relations.

When hostilities commenced in the gulf, all
pooled media products were required to undergo a se-
curity review by a public affairs escort officer on the
scene. The nearly total lack of military—experienced
journalists caused apprehension that most journalists
might not realize the sensitivity of certain informa-
tion and might divulge details of military plans,
capabilities, operations or vulnerabilities.

There were concerns that the public affairs offi-
cers would interfere with the reporting process; how-
ever, we tried not to slow things down. The chief of
staff (or the intelligence officer, if there was a possi-
ble security problem) reviewed things quickly. You
must try to push things on as quickly as you can.

Disputes between public affairs officers and re-
porters over whether material was releasable could
he elevated to the assistant secretary of defense, Pub-
lic Affairs, for review. But the ultimate decision on
publication rested with the reporter's news organiza-
tion, not with the military.

Security review is further complicated by the me-
dias technological advances.  Their high-tech
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equipment has made them less dependent on the
military, and their instantaneous comtnunications
may present exactly the wrong picture.  We are all
concerned about that, particularly in the casualty re-
porting business. The media become involved when
they are filming or reporting, and a name or unir is
mentioned. It is more than our families at home
should have to bear.

However, [ do not think there was any real prob-
lem with reporters compromising the 3d Armored
Division——its lncation or efforts—to the point where
they would have hurt future combat operations.

Telling the Army story. There is a story that
could have been told about 1 magnificent US Army,
the greatest army in the world. I regret that more of
our soldiers did not get the kind of media exposure
they deserved for their heroic actions. They hived and
fought under the most difficult circumstances.

When I returned from Southwest Asia, | was up-
set to find that people did not know that the 3d Ar-
mored Division and VII Corps had been in a very
heavy fight under great contact with some of the en-
emy’s first—rate units. The story was not told well
enough about the people who did the fighting—the
companies, platoons and task forces.

My feeling is that the real story is about our sol-
diers. Invariably, if you allow the media to jook at
what you are doing and put them with the soldiers,
it comes out fine. You must take advantage of the
opportunity to show your good points and hope that
journalists are fair about it.

I had requests for interviews the same day we had
briefings for the attack, but I felt I did not have time
for them. [ did not try to avoid the interviews, but
on the other hand, I did not seck the publicity ei-
ther. In retrospect, 1 probably should have for the
division's sake.

[ feel commanders should take a more active role
in dealing with media requests. 1 will be more
aggressive in the future in providing media access to
my people and making myself available for inter-
views, if the media wants them.

My advice to commanders in dealing with news
organizations would be:

® If you do not know about a subject, do not tatk
about it. (Most writers could probably follow that
advice too.)

® Do not be “thin skinned.” If information ap-
pearing in a news story is wrony but does not give
away any military secret or compromise intelligence
information, do not worry about it.

® Becandid. Tell the truth, or say, “I don’t know”
or “I can’tsay.” The worst thing you can do is lie.

Rules of the relationship. Though some sparks
flew here and there, nine principles were agreed upon
at the conference. We talked about our experiences,
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about access and how we could better work together,
using these principles, to allow something we fight
for—a free press. We agreed we needed to tigare wavs
to help this process, and we all came awav acknowl-
edging the following principles of combat coverage:

® Open and independent reporting will be
the principal means of coverage of US maliary
aperations,

® DPress pools are not o serve as the standard
means of covering US mulitary operations. Pools
may sometimes provide the only teasible means of
early access to a military operation. Pools should be
as large as possible and dishanded at the carliest op-
portunity—whenever possible, within 24 o 36
hours. The arrival of early access pools will not can-
cel the principle of independent coverage for jour-
nalists already in the area.

® Even under conditions of open coverage,
pools may he appropriate tor specific events, such as
those @ catramely remote locations or where space
is limited.

® Journalists in a combar zone will be creden-
tialed by the US military and will be required to
abide by a clear set of military security ground rules
that protect US forces and their operations. Viola-
tion of ground rules can result in suspension of cre-
dentials and expulsion of the journalist(s) involved
from the combart zone. News organizations will give
their best efforts to assign expericnced jourmnalists to
combat operations and to make them familiar with
US military operations.

® Joumnalists will be provided access to all major
military units. Special operations restrictions may
limit access in some cases.

® Military public affairs officers will act as hai-
sons but should not interfere with the reporting
process.

o Under conditions of open coverage, field
commanders should be instructed to permit journal-
ists to tide on military vehicles and aireraft, when-
ever feasible. The military will be responsible for the
transportation of pools.

® Consistent with its capabilities, the military
will supply public affairs officers with factlities to en-
able timely, secure, compatible transmission of pool
material and will make these facilities available,
whenever possible, for filing independent coverage.
When govemment facilivies are unavailable, jour-
nalists will, as always, file by any other means avail-
able.  The milicary will nor ban communication
systems operated by news organizations, but clectro-
magnetic operations security in battletield situations
may tequire limited restrictions on the use of such
systems.

These principles will apply, as well, tothe operation
of the standing DOD national media pool system.
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The future. The successful application of these
principles in future conflicts remains to be scen.
However, it is clear that strides are being taken toim-
prove the military-media relationship and that the
principles are endorsed at the Army’s highest levels.

According to Army Chief of Staff General Gor-
don R. Sullivan, “[The principles] are a product of
our experience with the media during and atter Op-
eration Desert Shield/Storm. Army Public Affairs is
working hard on doctrinal, structural, training, and
equipment modernization initiatives that will funda-
mentally improve our Army’s collective ability to
support these principles. Each of these efforts has
my unequivocal support.”

Incorporating the media into the battle plan and
training to support them should be a priority. What
we are doing in terms of writing doctrine and imple-
menting the principles into the planning process of
preparing for battle is a very important step that is
going to help all of us. Public affairs training is cur-
rently incorporated at the Joint Readiness Training

Unsurpassed Training Tool

It has taken awhile, but | am finally catching up
on some of my professional reading! Your June 1992
issue contained an article by Major John L. Krueger,
“Pitfalls in Combat Simulations.” 1 found the ar-
ticle insightful and instructive and sincerely believe
it should be mandatory reading for leaders planning,
executing or evaluating simulation—based collecrive
training. We at the US Army Combined Arms
Command-Training, Fort Leavenworth, Kansas,
have incorporated Krueger’s major points into the
Battle Command Training Program’s (BCTP's)
week-long Battle Command Seminar held here for
all division and corps commandets and their staffs.

Once again, it takes one of our US Army'’s “iron
majors” to wake us up. Krueger opens his discussion
by focusing on the Army’s standardized training doc-
trine, which is straight out of US Army Field Manu-
al 25~ 100, Training the Force.

As pointed out by the author, commanders must
thoroughly understand and implement this doctrine
in order to set the proper tone and tempo for any
training event. A key principle in our training man-
agement doctrine that is sometimes not executed to
standard is the after-action review (AAR) process.
AARs must be planned and resourced up—front in
any training exetcise to ensure success. 1 his focuses

Center, Fort Chatfee, Arkansas, in conjunction with
the units’ tactical training. Future plans include sim-
ilar training at the National Training Center, Forr
lrwin, California.

The bottom line is that public aftair 5 a com-
mander’s task. Today and in the future, the media
will be wherever we are, and those same media will
be the link with the American people.  As com-
manders, we must follow the adage—train in peace-
time as you would fight in war—uand thar includes
working with the media. MR

4 Major General Paul E. Funk is commanding Qmeral.x
US Army Armor Center and Fort Knox, Kentucky. He
recetved a Ph.DD. from Montana State University and &
a graduate of the US Army War College. He has served
i a variery of command and staff positions m Viemam,
Korea, Germany and the Conanental United States, th
include vice director, J-3, The Joint Stff. Washington,
D.C. He was the commander, 3d Amured Division

\ during operations Desert Shield and Desert Storm.,

the rraining audicnce on the commander’s clearly
defined cexercise training objectives. AARs must
then be provided to the training audience o provide
it the necessary feedback, allowing the participants
to “self—discover” important lessons from the train-
ing event.

The meart of Krueger's article addresses the impact
that simulations have made and are making on our
training. It is certainly true that the dynamic and rap-
idly evolving simulation technology continues to
provide us with a training tool that is unsurpassed in
its potential to assist us in larpe—scale, multiecchelon
training. [t must be remembered, however, that sim-
ulations such as the Corps Bartle Simulation {CRS)
are merely training tools—a means to an end, bat not
the end itself.  Too often, during BCTD WAR-
FIGHTER exercises, we sec the player unit lose per-
spective and attempt to adapt its tactics, techniques
and procedures to fit a simulation such as CRS. Ac
tempts to “beat the stmulation™ only shortchange
the training unit by not allowing the unit to “train as
we will fight.” Winning in a BCTD excrcise was
summed up best by Ay Chiet of Statt General Gor-
don R. Sultivan as a goal to produce "Creative, Adop-
tive, Professionally Competent Senior Leaders.”

This was a candid and insighttul article by o dedi-
cated professional. 1hope tosee similar articles in the
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tuture, perhaps an entire ssue of Mdigey Review: to-
cused on the way our Army trains with amulations,
BG William L. Nash. USA, Deputy Commanding
General, US Army Combined Arms Command-
Training . Fort Leavenworth, Kansas

Snoopy Media Essential

Major Melisa Wells-Perny has some good pomts
in “Reporters as the Guardians of Freedom”™ (Febru-
ary 1993 My Review), but her methodology i
oo one—sided to sustain her overblown mnplicanion
thar the mlitany should unilaterally dicrate media
ACCess 1N wartime.

She stacks the Jeck by ignorag the tollowing,
which I believe are the real issues:

The media may know litde about combat, but
their grasp of wars political stakes and realities 1s of-
ten berter than ours. {t is hogwash to say they can
rely on us tor such stories.

The media presence s a check on miditary behav-
ior, a» well as on the truth. The My Lai massacre
would not have occurred of there had been a relevi-
sion crew there. The World War H potson gas test-
ing scandal proves no behavior is too vile for unscru-
timized officials, even (sadly) Army officers. Media
observation Jdeters such cemes.

The “milirany” sometimes hes. As g avilian re-
porter, [ have caught the "Amy” lving. A< a mih-
rary public affairs officer (PAOY of 20 years” experi-
ence, 1 have seen officials he and cover up, not to
protect troops but to conceal bungling or indecd for
no particular reason at all.

Without reporters, the muhirar: loses credibiliry,
The public is suspicious of happenings behund closed
doors. Snoopy media make us credible by visibly
making it hard for us to lie.

Ermie Pyle boosted troop morale better than the
Hometown Nevs Center ever could.,

War is a struggle between national wills, not ar-
mies. Se public perception {and media) are vital o
victory, though media members hate o admir
Qur Gulf War victory would have heen imposable
without public support. Muedia coverage of Tragi
misconduct did more to win that support than any-
thing the military did. Reporters m Baghdad made
it harder for Trag to exaggerate collareral damage.

Security and media numbersfsatey are excuses,
not reasons. Many secunoy issies are nonsense. We
routinely wirthhold information o hde 1 from
Amenicans, not the enemy. Few media resent bona-
fide security ades (for example. huding unir loca-
tons). As for media numbersfsatery, why did so
many PAOs warch the Galt War from afar? Because
LS Centrad Command (CENTCOM) deliberately
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rejected PAO support i arder to Bave an excuse for
restricting the miedia! Army peronned virtually had
o heg CENTCOM (o regquest PAOY suppore. Per-
haps the media would find pools and escorts less ondi
ous 1t we provided betrer senvice.

Of course we need reasomabie secuniry rales. OF
course there s bras and meomperence m medua cov-
eruge of nuhitary stones, But s useless toery eowish
the media our of the way. Tt s berter o work waith
them, ofering more sccess m exchange for upgraded
expertise dnd tarness among military reporters.

MA) Harry F. Noves HL, USAR, San Antonio, Texas

Corrections

Severdl ediang ervors were made m Cobmel P S New -
wm’s hook review of Korea, 1991 i the Novermber 1992
Militany Review . In parugraph tuo. the omdy quote at-
thwtable w General Robert W Sernewalid shondd be “a
regum m which attempts at h germomy wordd be exoremels
destabibzing and globallsy sigruficant. ™ m paragraph three
“unbkely” shodd be “likely” : and m paragraph four, “con-
anental ballisuc musies” should ke “confidence—alding
measures” and “pobey” shondd be “promey.” Our smeere
apolugy s offered o Colomel Newton firr these envons.

Due to an editomal oversight, the Leadership Excel-
lence Model was cut from Brigadier General Salvatore
P, Chudichimo's March arucle, " Traming Leaders for a
Force Projectum Ammy.” We apologize for this arror om
our part and greatly appreciate hasing this brought w owr
dttentn,

Leadership Excellence
{LEADEX)
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REFIGHTING THE LAST WAR: Command
and Crisis in Korea, 1950-1953 by D). Clayton Jumes
wi ' Anne Sharp Wells. 282 pages. The Free Press, New
York. 1992, $24.95.

Oner the past tive years, there has been a virtual
explosion of historical wark on the Korean War.
Much of this work, however, has concentrared on ei-
ther the wars tacrical fighting or its diplomatic ma-
neuvering, leaving assessment of the theater-level
commanders largely overlooked. DL Clayton James,
the distinguished hiographer of General Douglas
MacArthur, nicely fills this gap with a well-balanced
and insighrful study of the US high command dur-
ing the war. Without hesiration, 1 recommend this
superb book as both a first—rate introduction and an
incisive examination of the Korean War.

James examines his subject by fist looking at tive
senior US leaders and then evaluating six crucial
command decisions. He evaluates the actions, atti-
tudes and roles of President Harry S, Truman and his
four senior commanders in Korea—gencerals Douglas
MacArthur, Matthew B. Rideway and Mark W
Clark, and Admiral C. Turner Joy. Each of the five
portraits is a cogent, balanced assessment, giving
credir, as well as finding fault. The result is both re-
treshing and illuminaring.

After building a rough chronology of the war
through his discussion of the leaders, James tums to
the six command decisions thar he considers to he
military turning points. These are sending troops to
Korea, launching the Inchon landing, liberating
North Korea, dismissing MacArthur, sertling for an
armistice and limiting the war. James thoroughly
evaluates the conditions and assumptions of the de-
cisions and the merits of the aliernatives.  In the
process, he puts many myths, especially those about
MacArthur, to rest. He also places the decisions in

ir mikitary, political and diplomatic context. This
. especiatly important since the Stare Department
played a progressively greater role in formulating
military, as well as diplomatic, policy.

In both parts of his book, James shows how the
uxperience of total war from 1941 to 1945 shaped
the way the US military waged war in Korea. From
June to November 1950, the US-dominared United
Nations” forces refought World War 11, using its tac-
tics to relentlessly push toward an all-our victory.
After the Chinese intervention and the dismissal of
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MacArthur, this push for decsive vicrory ended.
Strategic priorities, allied pressure and 1 shortage of
manpower helped limir the war Fere, James deas
are the most thought-provokimg: The ey of
World War 11 was abandoned as we moved o an era
of limited, and sometimes unconventional, war.
Like any of James” histories, Refighames the Lase War
should nor e missed. Engagingly written and ~obidh
rescarched, Jimes weaves the bartleticld events it
the strategic picture through his exammition of the
US bugh command and s decisions. Ashe does this,
he focuses on the wars mporant trends and ssues,
giving us an effectve framework thar will, no doub,
help us berter understand one of the most comples
and strangest US wars, More mporrane, James vives
us an appreciation of the trustranons and complex
ties of waging limited war in our modem tmes.
CPT Michael E. Bigelow, USA, Headquarters
Company, 306th Military Intelligence Batialion.
Fort Huachuca, Arizona

MIRACLE IN KOREA: The Evacuation of X
Corps from the Hungnam Beachhead by Glenn ¢
Cowart. 136 pages. Unreerary of South Carolina Pres,
Columbua, SC. 1992, 2995,

This s a well-wrirten. fast-moving hook on one
of the ourstanding campaigns tought by UN rroops
during the Korean contlict. The vony focuses on the
3d Infantry Division and its nirial role iy Korea atier
its landing .t Wonsan on the cast coast of North
Korea on 11 November 1950, On 3 December, the
“Rock of the Mame™ diviston was then deplovad 1o
secure the evacuation of the beachhead at Hung-
nam, until its successtul completion on 24 December
1950.

Glenn C. Cowart establishes the stone well,
pointing to the unpreparedness of the United States
to fight a war in Korea with an untramed, under-
strength and mostly inexperienced US Army il re-
covering from the deactivation atter Woekd Woar {1
These drawhacks, coupled with the problems ot
frostbite, hypathermia and using obsolete amd detec -
tive cquipment n subzero temperatures, nade the
fighting thar much more difficult.

The villain in the stony ambitons X Cops Com-
mander Major General Edward M. Almond, brings
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about the eventual retrograde movements of his
corps and the evacuation from the Hungnam beach-

head as a result of his miscilealations of the enemy.
On 28 November 1950, Almond is on the oftensive

but with his units well scattered. He is confident of

victory over the Chinese communist hordes even as
they are about to attack and overwhelm many of his
forces. ,
There are a couple of minor irritants.  Cowart
brietly touches on Almonds shortcomings in Chap-
ter | but defers further explanation to the last chap-
ter. Developing some of Almond's flaws carlier would
have enhanced the story. And, throughout this fine
story, the author often uses notes rather than include
the information where appropriate into the text.
The plan for the evacuation of the Hungnam
beachhead was a classic and was executed to pertec-
tion by the 3d Division—especially by those in-
volved in the fighting at the platoon and ritle com-
pany levels.
LTC George C. Kuhl, USA, Retired, Augusta, Georgia

A PREPONDERANCE OF POWER: National
Security, the Truman Administration, and the Cold
War by Melhvyn D Leffler. 689 pages. Stanford University
Press, Stntord, CA. 1992, $29.95.

The United States is striving to adapt 0 a new in-
temational order. For those interested in the only pe-
riod in modern US history analogous to today, Mel-
vyn P Leffler’s recent book will prove enlightening.
It is 4 comprehensive overview of the evolution of
US grand stratepy in the aftermath of Waorld War 1L

In 1945, Europe’s economy was shattered and de-
tunct, there were nationalist movements in several
global regions, active communist parties in Europe,
and Soviet armies were residing in Eastern Europe
and Northeast Asia. “U.S. officials defined their na-
tional security in correlations of power” or “power
relationships,” identifying national resources, mili-
tary hases and industrial infrastructure as power’s
most important components. They knew that in a
slobal war, what would count was not the number of
tanks ur planes available on the day war began but
rather the strengths of the opposing cconomices.

Accordingly, policy makers recognized thar no
country could threaten or defeat the United States
in a war. Despite the rapidity of US demobilization,

Leffler documents that at no time were they afraid of

a contemporary Soviet military threat or that the
Sovier Union would willingly go to war against the
United States. Rather, their tear was that the Soviet
Union somchow would take advantage of economic
devastation and political unrest, bring other nations
mito irs orhit, develop an autarkic system and, in 10
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to 20 years, present an actual military threat to the
United States.  Shoukd the communist Soviet
Union obtain parity, the United States would have
to so mobilize and regiment itself that American so-
ciety would be fundamentally changed.

Leffler clearly depicts how US policy mukers pred-
icated their actions and policies to prevent this even-
tuality. They “were willing to accept a rupture in the
Soviet-US  relationship because they were con-
vinced that the dangers of inaction greatly exceeded
the risks that inhered in provoking the Soviers.”
Consequently, in 1947, the United States seized the
initiative (and solidified the Cold War) with mea-
sures such as the Truman Doctrine, the Marshall
Plan and the London Agreement on Germany.

The interim goal of US policy, chﬂcr shows, was

~ create a “preponderance of power” that would al-
luw the United States to contain Soviet commu-
nism and, more important, eventually drive it back.
The problem, of course, was that limited resources
existed. The resulting national strategy emphasized
cconomic aid and military assistance for allies and
noncommunists, while an atomic shield secured
Western Europe. The work of restoring Europe’s
economy, while safeguarding “the core™ of industrial-
ization—Western Europe, Germany and Japan—and
preventing communist expansion became top prior-
ity. But, the "key centers of industrial power
could remain independent of the Soviet orbit only of
they maintained viable trade relationships within
the so—called free world™ Thus, to maintain the
core, the periphery had to be protected. That the
objectives were viable without large conventional
military forces was a calculated risk dhat all accepted.

The policy makers, Leffler concludes, showed
great wisdom in identifying the “economic tounda-
tions of geopolitical success.” Military buildup oc-
curted only after the Sovier development of the
aromic bomb, the triumph uf the Chinese Commu-

nists and the start of the Korean War convinced
them the Soviets now might be more inclined to
take risks that could lead to war. Calealated risks
now could not be taken until the Unired States aug-
mented its military strength. “Evenrually rearma-
ment became the essential prefequisite .o America
diplomatic, economic, and pohitical mitiatives.”

There were problems.  Involvement m the per-
iphery-—areas such as Southeast Asia and Indone-
sta—often led to conflicr with nationalist move-
ments. Additionally, Soviet communism had 1o he
stopped everywhere and any conditions even re-
motely favorable o it establishment, preventad.
Global containment uqmml 4 pEFeat nuiny more
assets than pohicy makers originally had hoped to
commit; further, once partial comnutments were
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made, logic seemed to demand that additional assets
be committed.

This book should end some debates about the
motivations of US policy makers. While Leffler is
sometimes critical of those policy makers (and right-
fully so), what is most striking is his empathy for
their anxieties and actions when confronted with a
daunting threat and task. For the people to whom
the security of the nation was entrusted, he empha-
sizes, these fears were legitimate.

Leffler has synthesized and incorporated an
impressive amount of material, both primary and
secondary, with more than 2,000 endnotes. His cov-
erage of the formulation and implementation of
national security policy is comprehensive, both
geographically and chronologically.  Despite the
complexities of threat analysis and policy evolution,
this book is well and clearly written. Although a his-
torian might dispute certain of Leffler’s evaluations,

any disagreement would be insignificant in comparn-

son with his achieverment. This will be the stundurd

source on US foreign policy Juring the Truman ad-
ministration period for a very long time.

Stephen J. Lofgren,

Center of Military History, Washington. D.C.

BETRAYAL AT PEARL HARBOR: How
Churchill Lured Roosevelt into WWII kv James
Rusbridger and Eric Nave. 302 pages. Sumann Books,
New York. 1991. $1995.

On the 50th anniversany of World War 1] ¢
not unexpected that another book attempts o an-
swer the question of what really led up to the Japa-
nese attack on Pearl Harbor. Both James Rushridper
and Eric Nave come well-prepared to write on this
complex subject, cach possessing extensive inrelli-
gence operations experience. This book s the result

PASS IN REVIEW

ISLAND FORTRESS: The
Defence of Great Britain, 1603-
1945 by Norman Longmate. 580 pages.
Random House, Inc., London. (Distrib-
uted by Trafalgar Square, North Pom-
fret, VT.) 1992. $55.00.

COAST WATCHING IN THE
SOLOMON ISLANDS: The
Bougainville Reports, December
1941-July 1943. Edited by A. B.

Feuer. 208 pages. Praeger Publishers,
New York. 1992. $42.95.

SHE WENT TO WAR: The
Rhonda Cornum Story by Rhonda
Cornum and Peter Copeland. 203
pages. Presidio Press, Novato, CA.
1992. $19.95.

Here is an oldfashioned, trumpet-blowing, glint—of=saber, whiff—of-
grapeshot narrative history that tells the tale of the various attempts to
invade the British Isles from the carly modermn period to World War 1.
Although the book offers little that could be called origmal or ground
breaking, it does provide a comprehensive and balanced survey of the
subject. Those interested in British history will find it entertaining and
satisfying.—MAJ James J. Carafano, USA, USACGSC

At the outset of World War 11, Australia began using civilians as coast
watchers to provide early wamning of enemy ships and arrcraft. Two spot-
ters on Bougainville Island in the Solomons—]Jack Reid, a civil servant,
and Paul Mason, a planter—played a criticat role durmg the fint 18
months of the Pacific war. Admiral Wilkam F Halsey said the informa-
tion sent from Bougainville saved Guadalcanal and Guadalcanal saved
the South Pacific. These understated reports, which will be indispens-
able toscholars, make little of the dangers and stress that Reid and Mason
endured until the Japanese finally succeeded in driving them off Bou-
gainville in July 1943. However, by then, the South Pacific was firmly
secure.—COL Thomas S. Jones, USA, Retired, Clearwater, Florida

This fast-paced book will bring back many memories and emotions tor
Gulf War veterans. Major Rhonda Comnum® narration of her daily ox-
periences as a prisoner of war and of those captured Americans with
whom she had contact is fascinating reading. During captivity, Cor-
num exemplified strength of character and unwavering dedication o
military values. As future conflicts will engender future prisoners of
war, of critical interest will be the techniques she used ro maintain per-
spective and optimism. The final chapter comprises Cornum®s views
on physicians as soldiers, women in combar, being a patient and the
compatibility of parenting and military life.—i.TC Ruth Cheney, USA,
Medical Department Activity, Quarry Heights, Panama
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of a series of extensive interviews conducted by Rus-
bridger with Nave, who according to Rusbridger is
the “Father of British code-breaking in the Far
East.”

The authors believe Prime Minister Winston
Churchill and the British leadership (military and
civilian) not only knew-—through radio communi-
cations intercepts and successtul intelligence efforts
that broke the Japanese military and diplomatic
codes—rthat the attack on Pearl Harbor was going to
happen but deliberately withheld the information
trom the United States.

The authors also contend that President Franklin
. Roosevelt had no prior knowledge of the attack
based on these intercepts but that senior US mili-
tary officers did. They further conclude that, ¢on-
rrary to the comrmonly held historical belief that the
United States knew of Japanese miliary plans, it did
not.  The intercepts were diplomatic in nature.

BOOK REVIEWS

Rusbridger believes “Churchill was jubilant at hav-
g won his battle to let Japan drag America into
the war”

An important secondary benefit of the book is 1ts
excellent summary history on the formation and de-
velopment ot code-breaking organizations in the
United States and Great Britain, which is a superb
examination of this important subject.

How well do the authors succeed in proving their
contentions! Much of what they write is circum-
stantial and ranges from the minute to the quite
convincing. But this is a worthwhile work. Al-
though the method is deductive and open to the in-
evitable challenge, the copies of original declassified
messages and texts provide significant proof that
what the authors contend may, in tact, be alarmingly
correct.

MAJ Richard D. Koethe HI, {/SAR, 3291st US Army

Reserve School, Memphis, Tennessee

FOR KING AND KAISER!
The Making of the Prussian Army
Officer, 1860-1914 by Steven E.
Clemente. 280 pages. Greenwood
Press, Inc., Westport, CT. 1992
$45.00.

WARRIORS’ WORDS: A Quo-
tation Book, Fro..a1 Sesostris 111 to
Schwarzkopf, 187 BC to AD 1991,
by Peter G. Tsouras. 534 pages. Arms
and Armmour Press, London.  (Distrib-
uted by Sterling Publishing Cao., Inc.,
New York.) 1992, $29.95.

FORCE AND DIPLOMACY
IN THE FUTURE by Stephen J.
Cimbhala. 242 pages. Praeger Publishers,
New York. 1992, $47.95.
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Although the subjects are addressed in many classic Gennan army his-
tories, this book is the only one to concentrate solely on Prussian offi-
cer recruitment and education. ft develops, in detail, the condlicting
requirements of the maintenance of a noble officer corps and the in-
crease in education required from 1860 1o 1914, Unfortunately, the
reader will find no new information and little analysis.  Additionally,
the lessons of the 19th—century Prussian army have extremely limited
utility for the US officer coms in the 19905.—MAJ Peter J. Schifferle,
USA, USACGSC, Fort Leavenworth, Kansas

Senior officers, scholars and teachers of military literature and those
highly placed in public policy circles frequently are required or requested
to give speeches or write articles that deal with the art and science of
warfare. They are expected to be well schooled in the words of history's
great battle captains. Warmiors' Words will help. Spanning nearly 4,000
years, this book offers poignant remarks from Pharaoh Sesostris 1, Hat-
tusilis | and Amenhotep, to Colin Powell, Norman Schwarzkopf and
Harry Summers—all easily retrievable by name, date, page and subject
matter—LTC James E. Swartz, USAR, Lytle Creek, California

Stephen J. Cimbala writes extensively on military power as it relates to
international policy, particularly the effects of the end of the Cold War
on world politics, specifically the future functions of military force. He
discusses the role of nuclear weaponry, particularly in Europe, and the
use of coercive strategics in situations such as the recent Gulf War. This
is a thoughdul analysis of the complex and confounding current world
environment, with rich historical allusion and requisite stress on natwon -
alism and economics as global security concems. It is a welcome addi-
tion to the literature which treats its haunting premise that the stability
of a hipolar world may well have disappeared along with its dan-
pers.—LTC David L. Watkins, USAR, Louisvitle, Ohio
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TO THE GATES OF RICHMOND: The Pen.
insula Campaign by Stephen W, Scars. 468 pages. Tick-
nor & Frelds, New York. 1992, $24.95.

Stephen W, Scars uses the same award-winning
style found in his earlier Landscape Tumed Red to
cover an entire campaign. His latest effort will fur-
ther enhance his reputation as one of the leading
US scholars on General George B, McClellan, The
campaign on the Virginia Peninsula in 1862 was one
of the largest of the Civil War and saw joint use of
both sides” armies and navies. This test of anms
would make or break many of the individuals in-
volved. Perhaps the best example of this phenome-
non is that experienced by the Army of Northemn
Virginia and its command structure, headed by Gen-
eral Robert E. Lec.

In this exceptionally fair and even-handed ap-
praisal of the campaign, Sears clearly discusses all as-
pects of the decisions and events of the campaign’s
crucible. This is a rich campaign history, often told
in the words of its soldiers and leaders. These ac-
counts, many from new primary sources, give
unique perspective to the ebb and low of evenrs un-
matched in any other account.

The book has two sections of period photographs
that support the text, as well as numerous maps of
the various battlefields. The placement of the maps
1 the unly fault 1 find with this superb book. They
are almost always a page ur two after the author's de-
tailed explanation of the troop dispositions. Putting
the maps betore, or with, the descriptions would as-
sist the reader’s understanding of the complexities
found on the various fields of battle, However, this
is not a significant flaw, and overall, To the Gates of
Richmomd & an exceptional book well worth the
price and of value to any Civil War library.

LTC Gary D. Rhay, USA, Headguarters Commandant,
1 Corps, Fort Lewis, Washington.

THE LAST CITADEL: Petersburg, Virginia,
June 1864-April 1865 by Noah Andre Trudeau. 514
pages. Little, Brown & Con, Boston, MA. 1991, $22.95.

“lt was endurance without relief; sleeplessness
without exhilaration; inactivity without rest; con-
stant apprehension requiring ceaseless watching. . . .
Not the least of the evils encountered was the un-
avoidable stench from the latrines.” No, not a rour
in the Pentagon, but a soldier’s view of life in the
trenches outside Petersburg,

The Last Citadel, the sequel to Noah Andre Tru-
deau’s award-winning Bloody Roads South: The Wil-
demess to Cold Harbor, May—June 1864, ends this war
series, which is in the finest rradition of Civil War
narratives.  Trudeau has taken the longest siege on
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North American sold and developed a surprisingly
quick -paced. exciting story. With his extensive use
of primary sources, detailed maps and balanced
event-hy—event narration, Trudeau has produced
something rarc—a new view of the most written
abour war in history.

Following the second battle of Cold Harbar, 1w
3 June {864, it became painfully obvious that pre-
pared defenses could not be taken by direct assaul.
General Ulysses S, Grant ordered that no attacks be
made upon entrenched positions, and he moved his
amy past Richmond to take Petersburg. However,
the Union maneuver tell short of the Cockade Cary,
in part because * “The Army of the Potomac . . . was
a blunt ol when it reached Petersburg,” one field
officer claimed. “The Wildemness, Spottsylvania, and
especially Cold Harbor, had killed out the men wha,
in a charge, run ahead; and the remainder were dis-
couraged by incessant tighring and toil, and by want
of success ...

The 1Q0-month siege that followed is remembered
most for the intamous Batde of the Crater on 31
July. Making less of an impact was the evolution m
tactics, weapons and engineering that would sull be
a part of trench warfare 50 years Liter—ready 1o be
learned all over again.

The Confederates had only one chance for vic-
tory at Perersburg and that was in the 1864 elec-
tion. The lack of a Union victory in the most vis-
ible theater of the war sparked the Democraric
party to nominate General George B, McClellan
to run on an antiwar plattorm. When President
Abraham Lincoln was re-clected, rhe ultimare fate
ot Petersburg, Richmond and the Confederacy was
sealed.

This detinitive account of the Petersburg Cam-
pan s well worth reading. The 20 original tield
sketches, 56 pages of notes and sources and 21 origi-
nal maps make this a baok worthy of inclusion in
your military history library.

MA]J William R. Grewe, USA, Office of the J-1,
Joint Staff, Washington, D.C.

INSIDE THE VC AND THE NVA: The Real
Story of North Vietnam’s Armed Forces by Michael
Lee Lanning and Dan Cragg. Fawcett Book Group, New
York. 1992, $2000

Most military historians would agree that Viet-
cong (VC) and North Viethamese Army (NVA)
soldiers could be considered among the best light in-
fantry in the history of warfare: most US combar sol-
diers who fought n Vietnam would certainly agree
with this characterization. Qur forces spent over 20
yeans fighting these superb soldiers, and there s a
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myriad of literature abour our involvement in the
Vietnam War. Yet, with the exception of Douglas
Pike, who dealt very skillfully with the political side
of the communist forces in PAVN: People’s Army of
Viemam, very little light has been shed on the com-
munist foot soldier, his training, motivation and
day-to~day lif.  Michael Lee Lanning and Dan
Cragg go a iong way in Inside the VC and NVA to-
ward redressing this oversight in the Vietnam War
historiography.

Drawing on over six years' combat experience in
Vietnam and a combined 42 years of service in the
US Army, the authors produce a “grunt’s eye-view”
of their old adversary. They base their findings on a
multitude of interviews conducted by the Rand Cor-
poration with VC and NVA prisoners of war and
defectors and on observations collected from US
commanders and fighting men about the VC and
NVA.

The authors produce a picture of the communist
soldier as a well-disciplined, thoroughly trained and
highly motivated soldier. They explore in detail the
military system that produced such effective fighters,
beginning with how these soldiers were recruited
and trained. Perhaps most interesting is the descrip-
tion of how new NVA recruits from the north were
infiltrated south to fight.

Lanning and Cragg also address unit organization,
equipment, arms, supplies, logistical arrangements
and life inside a communist camp in the field. Hav-
ing established how the soldier is recruited, trained
and brought to the battlefield, they examine the VC
and NVA in battle, to include strategy, tactics, plan-
ning, leadership and conduct of operations. The au-
thors skillfully relate how the communists were suc-
cessful in battle by fighting only when conditions
were most favorable and when they could pick the
time and place. Therein lay their ability to create
“an air of invincibility in the eyes of their enemies,
the local populace, and themselves.”

In the "Afterword,” the authors admit, almost re-
luctantly, a grudging respect for their previous foes
and state that they felt “more kinship with the sol-
diers of the VC [and] NVA than we did with many
of our fellow Americans, those who had protested
the war on campus and in the streets . . . ™ Lanning
and Cragg see as the ultimate irony that, given the
current situation in Vietnam, these superb soldiers
won the war but lost the peace.

The authors make the individual VC and NVA
soldiers much easier to understand. While most
American readers cannot ahide the communist sys-
tem for which the VC and NVA forces fought or
some of the atrocities that occurred during the war,
they can certainly appreciate, after reading Inside the
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VC and NVA, that these soldiers, for the most part,
were very much like good soldiers everywhere, who
did their duty as they saw it, often performing coura-
geously against superior odds.  Even one who has
tought against the VC and NVA in pirched battle
must acknowledge their devotion to Jury and abiliry
1o endure extreme hardships while ¢ nrinuing to
fight for what they believed.

Lanning and Cragg’s excellent study provides a
detailed portrait of the VC and NVA soldiers and
why they fought the way they did; this effort has re-
moved much of the mystery surrounding a foe that
our nation fought for over 20 years.

LTC James H. Willbanks, USA, Retired,
Leavenworth, Kansas

LOW-APTITUDE MEN IN THE MILITARY:
Who Profits, Who Pays? by Janice H. Laurence and Pe-
ter E Ramsberger. 185 pages.  Greenwoad Press, Inc.,
Westport, CT. 1991, $42.95.

Is the military a grear place to start tor everyone,
including those with a limited aptitude of meeting
the demands of 2 modern army? Should men with
marginal cognitive abilities receive a chance to over-
come their low aptitude to serve their country? To
what end does the government’s benefit accrue!
And ar what cost?

In other words, should we, as some soctal activists
have often called for, allow our nation’s military to
play a role as an agent of change for our govern-
ments social welfare programs? The answers to
these difficult questions, as well as a substantive basis
for their formulation, are provided in this highly
informative and readable account by two senior
scientists with the Human Resources and Research
Organization.

Although recent trends (Armmy Times, 25 May
1992 and 9 November 1992) suggest that fewer re-
cruits are of the lower aptitude, this has not always
been the case. According to Janice H. Laurence and
Peter E Ramsberger, two events—Droject 100,000
and the Armed Services Vocational Aptitude Bat-
tery (ASVAB) Misnorming-—<reated the opportu-
nity to study the contention that low-aptitude men
brought into the military would leave with increased
aptitude for success in the civilian sector.

Project 100,000 refers to a program that began in
1966. The previously closed recruitment door was
now opened to those with lower aptitude scores and
to “a relatively few of those with readily remedial
physical problems.” This book provides a detailed
and helpful discussion of the motivation for, history
of and rationale behind Project 100,000, offering a

87




context for the program often not addressed by those
critical of its results.

The ASVAB Misnorming represents an unin-
tended error with a statistical comparison procedure
involving the ASVAB. The statistical anomaly be-
gan in January 1976 and ended 30 September 1980.
It resulted in more low—aptitude recruits (the now
infamous Category [CAT] 1Vs) being allowed into
the services than had occurred during the six years
and two menths of Project 100,000. The factual and
speculative accounts of how the misnorming oc-
curred and was detected offers an intriguing view
into the military manpower and policy arena.

The book alse offers evidence that ncither the
services nor the low-aptitude men benefited from
these expensive programs. This book offers compel-
ling evidence that efforts, although well-intended,
to use the services as social welfare agents of change
were misguided efforts of convenience. If nothing
else, this book serves to substantiate notions and ex-
periences that something was wrong with the re-
cruitment system. However, some things do change
for the better. The latest figures for the Army proj-
ect that fewer than 1 percent of the 1992 recruits fall
into CAT IV of cognitive ability. This excellent
book will help you appreciate these new projections.

MA] Thomas J. Williams, USA, St. Louis University,

St. Louis, Missouri

THE STRATEGIC REVOLUTION: Thoughts
for the Twenty-First Century by Nevitle Brown. 248
pages. Brassey’s (UK), London. 1992. $37.00.

Strategic studies scholar Neville Brown presents a
sweeping overview of trends in military technology,
prospects for peace in the emerging new world order
and strategies for the West. Brown regards the ad-
vanced technology demonstrated in Operation Des-
ert Storm as evidence that the rapid growth of the
past 10 years is leveling off. He expects improved
electronics and weapons to severely limit manned
aircraft effectiveness. He attaches particular signifi-
cance to terminally guided munitions, launched
from remote platforms or tubes, to compensate for
increasing lethality over the battlefield. This trend
bears watching for its impact on close air support.
Brown’s response to demands for an ever—increasing
peace dividend is to reduce Active forces while
maintaini g Reserve strength to broaden public sup-
port pending “a rediscovery of honor” instead of the
anti-institutionalism that followed the end of the
Cold War.

Ethnic communalism emerges as the most serious
threat to political and economic stability.  After re-
jecting the notion of “shatterbelts,” the author

homes in on the Balkans, Crimea, Atghanistan, Is-
raels West Bank, the Koreas and Kashmir (i the
Kurdish homeland) as flash pomnts. His assumption,
that the only means of pacifying these areas is pro-
moting  greater planctary  consciousness,  seems
naively optimistic. Brown suggests countering cen-
tritugal forces acting on the former Soviet Union by
channeling all aid 1o the former republics through
Russia and tying it to preservation of the new Com-
monwealth of Independent States.

Trends already evident in global warming witl al-
ter weather patterns, particularly in a belt stretching
across Western Europe and the Eurasian heartland.
One ikely resule will be increased rainfall and
more moderate climate in Northemn Europe, while
the Mediterranean littoral and Crimean watersheds
lose rainfall. This change could alter existing politi-
cal, economic and agricultural patterns over a large
area.  Brown expects similur destabilizing resuls
from pressures on the environment. While attrition
will reduce the use of woud as a fuel, efforts to curtail
coal consumption are likely to be resisted by the
Chinese and Eastern Europeans. The ambiguous US
support for family planning and German resistance
to immigration are indicative of the difficulties in at-
tempting to alleviate those population pressures that
pose a long—term threat to peace.

Political and economic integration of Europe may
prove more difficult than it now appears. Brown
foresees problems in creating a common currency or
consistent political strategy given the disparities in
economic development and avowed neutrality (of
the Swiss and Austrians). He also speculates that
membership on the United Nations Security Coun-
cil will change to reflect new realities. A single
Woestern European Union representative might re-
place France and Britain, and the Japanese can be
expected to seck a seat. Such a security council
might look increasingly ro the United States to carry
out its mandates. It is not at all clear that the
United States is either willing or able to assume the
leadership role it took in the Gulf War on a contnu-
ing basis.

Brown's perspective is broad, and his speculations
are certain to stimulate thought and debate about
the approaching millennium. The book suggests o
less stable new order; one balancing powerful Jesta-
bilizing political, economic, climatic and environ-
mental forces. While his predictions are highly pos-
sible, if not likely, the author’s solutions call for more
idealism than history tells us to expect. All in all,
this is an eminently readable rendition of possible
futures and threats.

COL John W. Messer, USAR, Retired,
Ludington, Michigan
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BOUNCING

YAMAMOTO’s
BETTY

Admiral Isoroku Yamamoto, commander
in chief of the Japanese Combined Fleet, was
kitled when his plane was shot down just be-
fore landing at Kahili airfield on the southern
tip of Bougainville. A squadron of P-38 Light-
nings were hastily equipped with drop—tanks
to give them the extra range required to
attempt the ambush flight.

The cipher code used in the message traffic
detailing Yamamoto's inspection of Japanese
forces in the Eighth Area Army had been inter-
cepted and broken by American cryptogra-
phers at Peari Harbor. Admiral Chester Nimitz
decided to “try to get him.” The squadron#f
16 P-38s from Guadalcanal flew 550 miles
from their base; intercepted and destroyed
Yamamoto’s plane, as well as a second Betty
bomber and three Zero fighter planes. Only
one P-38 was lost.

The loss of Yamamoto was a shock to the
Japanese people and is said to have demoral-
ized everyone. For Americans, Yamamoto’s
death was a small measure of revenge, as
Yamamoto had ordered the attack of Pearl
Harbor on 7 December 1941.




