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ABSTRACT

THE TASK FORCE TACTICAL OPERATIONS CENTER: AN ORGANIZATION
FOR SUCCESS by Major Thomas R. Goedkoop, USA, 59 pages.

Since its inception, the National Training Center (NTC)> has
provided extensive information on recurring unit weaknesses.
One of these, 1is the 1inability of the task force tactical
operations center (TOC) to accompliish 1ts command and control
functions properly. During the past five years, Field Manual
71-2, The Tank and Mechanized Infantry Battalion Task Force,
has undergone constant revision based upon extensive
coordination between the Armor and Infantry Schools, the
Combined Arms Center, the National Training Center, and units
in the field. In spite of this coordination, the resulting
approved final draft of this manual, dated January 1988,
provides fewer practical solutions to the recurring TOC
operation weaknesses than did its predecessors.

This monograph attempts to f1i1ll this doctrinal void
concerning the functional responsibilities, organization, and
operation of a task force tactical operations center.

First, current task force command and control doctrine is
reviewed to form a foundation on which to build. Next., command
and control execution tasks that a TOC must accomplish are
presented. Current unit Tables of Organization and Equipment
are then reviewed to establish what assets are normally
available to the task force with which to establish a TOC.
Then, recurring NTC task force TOC faults are addressed.
Finally., three task force TOC configurations are presented and
compared.

This paper concludes that additional tactics, techniques,
and procedures must be included in Army doctrinal manuals, and
recommends an effective aperational configuration for the task
force TOC which can accomplish its tasks on the AirLand
Battlefield.
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CHAPTER 1

INTRODUCTION

The United States Army's current capstone doctrinal
manual, Field Manual (FM) 100-5 Operations, outlines the
way its forces must operate on the modern battlefield.

On a non-linear, integrated battlefield of increased

tempo, units will operate over vast distances with

weapone of increased lethality. Under such conditions,
commanders will continue to operate with incomplete
information. Clausewitz'’'s dictum that "a great part of

the information cbtained in war is contradictory, a still
greater part is false, and by far the greatest part is
uncertain,” remains as true today as it was when first
written over one hundred and fifty years ago.' Success on
the AirlLand battlefield depends upon the ablility to achieve
the rapid and considered concentration of "synchronized
pulses of combat power” at decisive points in space and
time during the course of battles and campaigns. - The
ability to accomplish these requirements depends upon an
effective command and control system. This maneuver
doctrine, combined with the fielding of the Abrams tank and
the Bradley fighting vehicle, has placed new demands on the
tactical command and control system. Victory will go to
unite which can capitalize on their relative advantage of

agility. As General Starry said, "no element of the AirLand




Battle concept is more essential to the development of an
effective war-fighting capability than command and

control.”*

During the past five years, FM 71-2, The Tank and

Mechanized Infantry Battalion Task Force, has undergone

constant revision based upon close coardinaticn between

the Armor and Infantry Schools, the Combined Arms Center,
and the Natiocnal Training Center (NTC)>, to better
describe the tactical employment of the battallon / task
force on the AirLand Battlefield. The resulting approved
final draft dated January 1988, is superior to the
previcus editions, but still does nat include many of the
methods, techniques, and procedures necessary to
efficiently command and control the task force on the
modern battlefield, especially with respect to the
operation of the task force tactical operations center
(TOC) .

One of the recurring unit observations at the
National Training Center (NTC) 1s the inefficient
operation of the task force TOC, resulting in the task
forces's inability to marshal its substantial combat power,
and operate in accordance with the tenets of the AirlLand
battle.

The purpose of this monograph is to fill an apparent
doctrinal voild, and provide the reader with specific
recommendations on execution responsibilities as well as

ways to organize and operate an effective task force TOC

Y




during cperations, which can accomplish its command and
control functions on the Airland Battlefield.

In this monograph, ! will first review current Army
doctrine to provide a framework for task force command
and control including task force command posts and thelir
functions. Then, specific TOC execution command and
control tasks as related to the seven operating systems
will then be investigated.

I will then review current Tables of Organization and
Equipment (TOE) to identify the personnel and equipment,
both organic and included in the task force '"slice” which
habitually supports the task force and operate from the
TOC. Next we will look at recurring TOC operation faults
and their causes as 1ldentified during NTC training
rotations. Then, [ will take these authorized assets, and
organize three task force TOC configurations which
accomplish the required command and control functions
during the operational phase of combat. Finally, [ will
compare and contrast each configuration using
survivability, mobility, and operational effectiveness as
criteria, and recommend a TOC organization which best
accomplishes the doctrinal tasks in the conditions dictated
by the modern tattlefield.

Organizations and equipment used throughout this
monograph depict an Armor battalion base organrized under
the final J-series Table of Organization and Equipment

17376L000.




CHAPTER 2

DOCTRINAL TASK FORCE COMMAND AND CONTROL OVERVIEW
"The command and control system must be
faster and more effective than the enemy's
system. This allows the commander to recelive
and process information and to make decisions
faster than the enemy. The overriding goal of
this system 1is to implement the commander's
will in pursuit of an objective..”

FM 71-2

There is nothing more important to success an the
tattlefield than effective command and control. Neither
the best equipment nor the most skilled soldiers are of
much value if lost, uncoordinated, or not prcperly
supported. ¢

Before we look at the specific responsibilities of
the task force TOC, a general understanding of the
doctrinal command and control system at the battalion
level 1is required.

The precise organization of assets to control units
within the battalion will depend on the personnel and
equipment the commander has available, as well as the
personal preference of the commander. ™

The task force normally operates the following
command and control facilites during tactical operations
from which the task tforce commander, assisted by his

staff, directs the battle and sustains the force:
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Command Group

Tactical Command Post
Main Command Post
Combat Trains Command Post

Field Trains Command Post

A generic positioning of these command posts on the

hattlefield can be seen below.
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Figure 1. Task Force Command Posts.

Let us now review the general functions,

responsibilities and organization aof each command post.

COMMAND GROUP. The command group consists of the

commander and those he selects to go forward to assist

him in controlling maneuver and fires. It normally

includes the S-3, fire support and Air Force




representatives, as well as crews of the assigned vehicles.
[t is not a permanent organization and is normally
prescribed by SOP and modified as necessary. There is no
requirement for these personnel to collocate; for example,
the commander may be in one part of the sector with the

main effort, while the S-3 may be in another portion of the

battlefield with the secondary effort. The composition,
nature, and tasks of the command group are determined by
the commander to permit the optimum command and control ot
his unit during the battle. Command group personnel
normally operate from their organic combat vehicles. The
fire support representative usually operates from the

commander's vehicle. =

TACTICAL COMMAND POST. The tactical command post is
the forward echelon of command and control on the
battlefield that allows the commander to be in proximity
to subordinate commanders and directly influence
operations. [t may bte formed during fast moving offensive
or retrograde cperations to maintain communications and
facilitate the movement of the main command post. In such
circumstances, the commander may designate one of the
main command post vehicles to act as the tactical command
post. Some or all of the command group may locate at the

tactical command post at various times. 7

MAIN COMMAND POST. The task force main command post




is the control, coordination, and communications center
for combat operations. The main command post is composed
of the S-2 and S-3 sections, the fire support section,
representatives from other attached elements, and the
tactical command post (when not forward). The
organization of the main command post in terms of
vehicles and equipment must be as small as possible to
allow for rapid displacement, yet large enough to
accomplish its command and control functions in support
of the commander on a 24 hour-a-day basis.

General functions of the main command post are to
monitor and assist in command and control by maintaining
contact and coordination with higher and adjacent units,
continuously updating the enemy situation, planning
operations, analyzing and disseminating tactical
information, maintaining situation maps, and requesting
and synchronizing additional combat support and combat
service support assets for the battle. The main command
post normally operates under the supervision of the task

force executive officer.™

COMBAT TRAINS COMMAND POST. The combat trains command
post is the coordination center for combat service
support for the task force and the control element of the
combat trains, in which it locates. The S-4 |is
responsible for the operation, security, and movement of

the combat trains, assisted by the S-1. The combat trains




command post maintains the combat service support status

of the task force. It is often designated as the task

force alternate command post. The combat trains command
post monitors the task force command net, and the

battalion and brigade administrative / logistical A/L)
radio nets, maintains operaticnal and logistical charts
and tactical situation maps like the main command post.

It normally locates two to four kilometers from the main
command post. Land lines normally link the unit maintenance
collection point (UMCP)> and the battalion aid station to

the combat trains command post. ™

FIELD TRAINS COMMAND POST. This command post
coordinates the collection and movement of combat service
support assets from the field trains and the forward
support battalion, to forward elememts of the task force.
[t controls and coordinates the activities of the task
force field trains including operations of the support
platoon, elements of the maintenance platoon in the field
trains, maneuver <ompany and attached units' supply
sections, and the personnel actions center (PAC).

The task force field trains are under the cantrol of the
Headquarters and Headquarters Company (HHC) Commander
whose company command post is the fleld trains command
post. In additlion to HHC elements, the remaining elements
of the S—-1 and S-4 sectlons are also included in the

field trains command past. The task force field trains




normally locate Iin the brigade support area (BSA), but
may be positioned elsewhere if the mission dictateg. The
field trains command post monitors the task force
administrative / logistical radio net, and maintains wire
line communications with the forward support battalion

command net in the BSA.'®

Now that we have reviewed the doctrinal framework for
command and control at the task farce level, let's look
at the specific command and contral tasks accomplished by
the Tactical Operations Center during aoperation

execution.




CHAPTER III

DOCTRINAL COMMAND AND CONTROL FUNCTIONS GOF THE TGC

"...but there is a price assoclated with

the commander being far forward with the
action. He becomes separated from a wealth
of information gathered, generated, and
received which will be key to the further
survival and fighting efficiency of his
unit. What mechanism, then exists to perform
this function for him? It is his tactical
operations center.”™ ''

The TOC is the task force nerve center, the "brain” of
the task force. '? As we saw earlier, the primary
functions of the TOC are to synchronize the battle,
obtain and disseminate information, prepare plans and
orders, and supervise execution. These generalized
functions, however, are insufficient by themselves, to
ensure effective command and control within the task force.

All activities of the TOC can be divided between two
phases of operations; planning and execution. The task
force planning process outlined in FM 71-2 , when
executed by trained personnel in accordance with a
published unit Standing Operating Procedure (SOP), is
sufficient to produce adequate plans and orders. We are
concerned in this monograph with developing the most
effective organization of the TOC during the execution

phase of operatians. That canfiguration will be

determined by the execution functions which must be

10




accomplished, the internal coordination requirements, and
the environment of the battlefield.

To more easily organize the required execution
functions, we will use the seven "battlefield
operating systems” currently accepted within the Army.
These operating systems must be integrated to suppor. the
commander’s intent throughout all phases of tactical
operations by the TOC. The functioning of each system
requires the coordinated effort of all elements of the tacsk

force. '

MANEUVER. The first operating system I will address is
maneuver. [t refers to the combat elements of the task
force. They provide the means to destroy enemy forces, and
seize and hold terrain.'# The following tasks are performed
by the TOC to support the maneuver system:

—- RECOMMENDS NEWV MANEUVER COURSES OF ACTION TO THE
COMMANDER WHEN THE SITUATION DICTATES

- TRACKS MOVEMENT OF MANEUVER ELEMENTS IN ACCORDANCE
WITH THE TACTICAL PLAN

— ANALYZES UNIT REPORTING TO ENSURE EXECUTION IN
ACCORDANCE WITH THE TACTICAL PLAN; ADJUSTS AS
NECESSARY

- TRACKS MOVEMENT OF ADJACENT, HIGHER, AND REAR UNITS

— INTEGRATES ATTACK HELICOPTERS INTO MANEUVER SCHEME

INTELLIGENCE. The intelligence system allows the

11




commander to "see the battlefield.” [t must be
continuous, be conducted by all elements of the task
force and orchestrated by the 8—2.'using intelligence
preparation of the battlefield These tasks support the
intelligence operating system:
~— MAINTAINS ENEMY ORDER OF BATTLE WORKING MAP
— CONTINUES TO ANALYZE / DEVELOP ENEMY SITUATION DURING
THE BATTLE
- PROVIDES PERIODIC UPDATE OF ENEMY SITUATION TO
COMMANDERS - MANEUVER ELEMENTS
- PASSES INTELLIGENCE TO BRIGADE AND ADJACENT UNITS
- REQUESTS SITUATION REPORTS / BATTLE DAMAGE ASSESSMENTS
FROM TASK FORCE ELEMENTS AGGRESSIVELY
- REVISES TEMPLATE AS INFORMATION IS RECEIVED
- CONTINUES NAMED AREA OF INTEREST SURVEILLANCE DURING
THE BATTLE; REPOSITIONS COLLECTION ASSETS AS REQUIRED
— PASSES ENEMY UNIT LOCATIONS TO THE FIRE SUPPORT
ELEMENT FOR TARGETING
- ADVISES COMMANDER ON DECISION POINTS AS REACHED
- ADJUSTS ENEMY MOVEMENT TIME LINES AS NEEDED
- UPDATES WEATHER AND WIND DIRECTIQON, ASSISTS S3 AND
CHEMICAL OFFICER WITH PLANNING FOR USE OF SMOKE
- ADVISES ON POSSIBILITY OF ENEMY NUCLEAR, BIOLOGICAL,
OR CHEMICAL WEAPON USAGE
- MAINTAINS RECORD OF ENEMY LOSSES BY TYPE OF VEHICLE TO
ASSIST IN TEMPLATING - ORDER OF BATTLE

~ MAINTAINS STATUS OF TASK FORCE COLLECTION ASSETS

12




- MAINTAINS GKROUND SURVEILLANCE RADAR AND REMOTE SENSCR
LOCATIONS AND ADJUSTS AS NECESSARY

- MONITORS COUNTER—~RECONNAISSANCE BATTLé

- REQUESTS AND INTEGRATES INFORMATION FROM BRIGADE /
ADJACEyT UNITS

- PROCESSES SHELL, BOMB, MORTAR REPORTS

-~ OPERATES TASK FORCE OPERATIONS ~/ INTELLIGENCE NET AS
REQUIRED

— SCREENS INFORMATION FROM ENEMY PRISONERS OF WAR

FIRE SUPPORT. The mission of the fire support system

is to mass firepower to delay, disrupt, or destroy enemy
forces in support of the scheme of maneuver. It is more
than a target list or a schedule of fires. It is an
articulation of how supporting fires are to be employed
with the other elements of combat power to accomplish the
miesion. '® Fire support is enhanced by the execution of

these critical functions:

MAINTAINS MANEUVER UNIT FRONT-LINE TRACE; PROVIDES TO
THE DIRECT SUPPORT ARTILLERY BATTALION AND THE

BRIGADE FIRE SUPPORT ELEMENT

CLEARS INDIRECT FIRES WITHIN THE TASK FORCE SECTOR -~

ZONE

}

REPORTS CHANGES OF PRIORITIES OF FIRE ~ FINAL

PROTECTIVE FIRES TO THE FIELD ARTILLERY BATTALION

i

COORDINATES FOR PLACEMENT OF FIELD ARTILLERY

SUPPORTING UNITS IN SECTOR / ZONE OF MANEUVER UNIT

13




ENSUREs THE FIRE SUPPORT PLAN IS EXECUTED AS PER THE
FIRE SUPPORT MATRIX

UPDATES FIRE PLANS AS NECESSARY - PLANS FOR
CCNTINGENCIES, NEW ENEMY LOCATIONS

ADJUSTS FIRE COORDINATION MEASURES AS REQUIRED
ENGAGES TARGETS OF OPPORTUNITY AS DIRECTED BY THE
EXECUTIVE OFFICER 7 S3 AIR

MAINTAINS COMMUNICATIONS WITH THE MORTAR PLATOON,
FIELD ARTILLERY FIRE DIRECTION CENTER, AND FIRE
SUPFORT TEAMS (FISTs)

UPDATES FISTs ON THE STATUS OF FIRE SUPPORT
AVAILABILITY

RELAYS FIST CALLS FOR FIRES TO DIRECT SUPPORT
BATTALION WHEN FIST CANNOT DQ SO

ENSURES MORTARS ARE INTEGRATED INTO THE FIRE SUFFORT
PLAN; RECOMMENDS MORTAR REPOSITIONING AS NECESSARY
PROVIDES CURRENT ARTILLERY AMMUNITION STATUS TO
MANEUVER UNIT

PLANS WITH THE ENGINEER / EXECUTES ARTILLERY DELIVERED
FAMILY OF SCATTERABLE MINES (FASCAM)

COORDINATES CLOSE AIR SUPPORT MISSIONS

ENSURES AIRSPACE COORDINATION AREAS ARE PUT INTO EFFECT
AND CANCELLED AS NEEDED

PLANS AND REQUESTS SUPPRESSION OF ENEMY AIR DEFENSE
MISSIONS TO SUPPORT CLOSE AIR SUPPORT / JOINT AIR
ATTACK TEAM STRIKES

COORDIRATES REQUESTS FOR ADDITIONAL FIRE SUPPORT

14




COMBAT SERVICE SUPPORT. The combat service support

system consists of those actions taken to sustain the

task force's ability to fight. To be effective, 1t

requires thorough mission specific planning analogous to

that required for successful tactical operations.'* The

TOC accomplishes these combat service support functions:

ENSURES COMBAT TRAINS COMMAND POST TRACKS FRIENDLY
SITUATION ~ STATUS

ENSURES UNITS ARE REPORTING LOSSES VIA ADMINISTRATIVE
/ LOGISTICS RADIO NETS

MAINTAINS STATUS OF CRITICAL SUFPLY ~/ AMMUNITION ITEMNS

MAINTAINS STATUS OF UNIT COMBAT POVER / PERSONNEL
LOSSES |

INFORMS S4 VHEN TO DISPLACE COMBAT TRAINS

MAINTAINS LOCATION OF KEY LOGISTICAL FACILITIES; FIELD
TRAINS, COMBAT TRAINS, UNIT MAINTENANCE COLLECTION
POINT

COORDINATES TIME / LOCATION OF UNIT LOGISTICAL PACKAGE
(LOGPAC) ARRIVAL

DIRECTS PRIORITIES OF MOVEMENT ON TASK FORCE SUPPLY

ROUTES

AIR DEFENSE. The air defense system provides the task

force security from enemy close air support aircraft and

attack helicopters. Management of the air defense system

is

improved when the TOC:

15




— UPDATES AIR DEFENSE WARNINGS / WEAPONS CONTROL STATUS

— DISSEMINATES "RED AIR” EARLY WARNING OVER COMMAND NET

- ANNOUNCES FRIENDLY AIRCRAFT ARRIVAL ON STATION

- EMPLOYS PASSIVE AND ACTIVE AIR DEFENSE MEASURES AS
REQUIRED

~ DISSEMINATES "RED" AIR ASSAULT OPERATIONS IN SECTOR

- MONITORS STATUS OF AIR DEFENSE WEAPONS / UNITS;
ADJUSTS COVERAGE AS NECESSARY BASED ON COMBAT LOSSES
OR NEW CONTINGENCIES

- ENSURES AIR DEFENSE ELEMENTS MAINTAIN LOCATIOR /
SITUATION OF TASK FORCE LEAD ELEMENTS

- ASSISTS COMMUNICATIONS BETWEEN VULCAN / STINGER ASSETS

AND PARENT ORGANIZATIONS

MOBILITY, COUNTERMOBILITY, SURVIVABILITY. This

operating system, "has three basic purposes: 1t preserves
the freedom of maneuver of friendly forces; it aobstructs
the maneuver of the enemy in areas where fire and maneuver
can be used to destroy him; and it enhances the
survivability of friendly forces.”'” Task Force
effectiveness is enhanced when the TOC:
- TRACKS EXECUTION STATUS OF COUNTERMOBILITY ~ MOBILITY/
SURVIVABILTY PLAN--REPORTS TO BRIGADE
- MCNITORS STATUS OF BULLDOZERS, ARMORED COMBAT
EARTHMOVERS, SMALL EMPLACEMENT EXCAVATORS ~ CLASS III
RESUPPLY

- TRACKS STATUS OF CL IV ~ V BARRIER STOCKS AND

i6




DISTRIBUTION
ENSURES TASK FORCE SUPPLY RQUTE REMAINS PASSABLE FOR
COMBAT SERVICE SUPPORT ASSETS
REPORTS OBSTACLES, BREACHES OR GAPS IN ENEMY OBSTACLES
TO SUBORDINATE UNITS / BRIGADE
ANTICIPATES REQUIREMENTS TO SMOKE - SUPPRESS ENEMY
WHEN TASK FORCE HITS OBSTACLES
CONTINUES FASCAM PLANNING DURING OPERATIONS TO DENY
FLANKS ~ SLOV ENEMY MOVEMENT
UPGRADES MISSION ORIENTED FROTECTIVE POSTURE STATUS
AS REQUIRED
MAINTAINS UNIT RADIOLOGICAL EXPOSURE STATUS
ANALYZES, PREPARES, AND DISSEMINATES NUCLEAR,
BIOLOGICAL AND CHEMICAL REPORTS AS REQUIRED
ADVISES THE SECOND-IN COMMAND ON UNMASKING PROCEDURES
COORDINATES FOR DECONTAMINATION SUPPORT AS REQUIRED
MAINTAINS EFFECTIVE DOWNWIND MESSAGE
ENSURES TOC LOCATION PROVIDES SURVIVABILITY / CAMOUFLAGE
MONITORS QPERATIONS SECURITY PROGRAM DURING BATTLE

ENSURES LOCAL SECURITY ~ AIR GUARD OF TOC IS MAINTAINED

COMMAND AND CONTROL. The task force command and

control system includes planning, coordinating, and

executing combat operations. It synchronizes the other

operating systems to successfully accomplish the assigned

mission. The TCC's command and control functions during

mission execution include:

17




[SSUES FRAGMENTARY ORDERS

MAINTAINS RADIO COMMUNICATIONS WITH HIGHER, ADJACENT,
AND SUBORDINATE HEADQUARTERS

MAINTAINS NET DISCIPLINE AS COMMAND NET CONTROL
STATION

COMMUNICATES WITH SUBCRDINATES THE COMMANDER OR S3
CANNOT REACH; RELAYS AS NECESSARY

MONITORS CRITICAL COMPANY COMMAND NETS DURING

CONTACT

INITIATES FREQUENCY CHANGES [F JAMMED; POLICES-UP
STATIONS FROM QLD NET IF NECESSARY

ACTIVATES "BATTLE NET” IF KEY ELEMENTS WITHIN THE TASK
FORCE LOSE SECURE CAPABILITIES

MAINTAINS ACCURATE STATUS CHARTS FOR CRITICAL
INFORMATION I[TEMS

MANAGES SYNCHRONIZATION MATRIX IN ACCORDANCE WITH
TACTICAL PLAN

DISSEMINATES TACTICAL INFORMATION TO SUBORDINATE UNITS

DISPLACES T2C DURING OPERATIONS TO FACILITATE COMMAND
AND CONTROL

ENSURES SUBORDINATES CONTINUE TO REPORT DURING THE
CONDUCT OF OPERATIONS

SECOND-IN COMMAND RESPONDS FOR COMMANDER ON BRIGADE
NET TO ALLOW THE COMMANDER TO FIGHT THE BATTLE

REQUESTS AND COORDINATES ADDITIONAL COMBAT - COMBAT
SUPPORT ASSETS FROM BRIGADE

PROVIDES ROUTINE OR REQUESTED SITUATION UPDATES ~/

18




REPORTS TO BRIGADE
- LAYS LAND LINE TO COMBAT TRAINS COMMAND POST WHEN
PCSSIBLE

- MANAGES TERRAIN IN TASK FORCE SECTOR

- INITIATES PLANNING FOR FUTURE OPERATIONS

Although the above functions were aorganized by
cperating system, many different staff sections are
involved in their executicon. It should be apparent that the
TOC, in order tn be effective, requires constant
communication and coordination between staff sections and
personnel tc accomplish the above tasks. Only TOCs which
are organized to facilitate this information exchange will
reap the benefits of an enhanced command and control
system.

Now that | have discussed the tasks which the TOC must
accomplish to support the commander in the execution of his
plan, let us see what personnel and equipment is available

to accomplish these tasks.
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CHAPTER IV

TOC TABLE OF ORGANIZATION AND EQUIPMENT LAYDOWN

'

..reductions in headquarters elements
could be effected without serious
degradation in cverall capability. In

most instances, redundancy within
headquarters or command and control
elements were candidates for reduction.” ‘¥

From the eyes of the commander, there are never enough
personnel or equipment dedicated to command and contrcl. In
this chapter, we will 1identify the personrel and equipment
that are normally avalilable to the commander with which to
arganize his TOC. Personnel and equipment used forward with
the commander during operations will not be addressed in
this chapter.

First we will look at those elements organic to the
armored or mechanized infantry task force. These are
found in the command, S2, and S3 sections of the tacsk
force Table of Organization and Equipment (TOE>.

The organic personnel listed below, are normally far

duty at an armor-based task force TOC. '~

DESCRIPTION SECTION GRADE MOS QUANTITY
Executive Officer Command MAJ 12B 1
32 Command CPT 35D 1
Vehicle Driver Command E-3 19K10 2
Tact Intell Off s52 1LT 35D 1
Intell Sergeant 32 E-8 19250 1
Intell Analyst s2 E-5 96B20 1
Intell Analyst 32 E-4 96B10 1
Asst S3 Air S3 CPT 12B 1
Chemical Officer S3 1LT 74B 1
Operations Sergeant 83 E-9 19250 1
Master Gunner S3 E-8 19250 1
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DESCRIFTION SECTION GRADE MOS QUANTITY

NBC NCO S3 E-6 S4B30 1
Clerk Typist S3 E-4 71L10 1
Asst Opns Sergeant S3 E-7 19K40 1
Operations Asst S3 E-5 19K20 1
Carrier Driver S3 E-4 19K10 1
Vehicle Driver S3 E-3 19K10 2

The vehicles and radios depicted in the follaowing
diagram are organic to the Armor battalion, and are
provided for the establishment of the task force TOC. They

are authorized in the sections as shown.

COMMAND SECTION S2 SECTION
B o Y a—
G G 6 Q % 0o0oQ Y

AN/VRC-92 AN/VRC-92 AN/VRC-92

S3 SECTION

—T=T=T= ) g
ot ] T
)
* CE———— i
CCEE- B Eiﬁﬂj&s
AN/VRC-92 AN/VRC-92

The task force TOC alsoc receives personnel and
equipment from various combat support elements which
habitually support the task force. The following personnel
are normally praovided from the direct support artillery and
air defense artillery battalions, and the Air Force

Tactical Air Contral Party (TACP>, to support the task
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faorce TOC during tactical operations. -«

DESCRIPTION SECTICON GRADE MOS QUANTITY
Fire Support Off FSS CPT 13A 1
Fire Support Sgt FSS E-7 13F40 1
Carrier Driver FSS E-4 13F10 1
Vehicle Driver FSS E-3 13F10 1
Stinger Sec Sgt ADA E-6 16P30 1
Vehicle Driver ADA E-3 16P10 1
Air Liaison Off AF CPT 144957 1
Tac Air Con Spec AF E-6 27570 1
Tac Air Con Spec AF E~-4 27550 1

The vehicles and radios depicted in the following
diagram are provided by supporting units to the task force

for utilization at the TOQC.

FIRE SUPPORT SECTION STINGER SECTION
~ D
] SETH
o Y
0.000Q™
AN/VRC-92 AN/VRC-89 AN/VRC-92

AN/VRC-88

TACTICAL AIR CONTRCOL PARTY

AN/VRC-90
AN/PRC-66
AN/PRC-104

Later in this monograph, we will utilize these

personnel and equipment assets to organize three different
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TOC configurations.
Now we will analyze unit TOC performance at the
National Training Center (NTC)> to identify recurring

operational weaknesses.
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CHAPTER V

TASK FORCE TOC WEAKNESSES AT THE NTC

"The National Training Center, while not
actual combat, represents the most rigorous
evaluation of task force operations ever
conducted in a peacetime training environment,
and those lessons should form an integral part
of any investigation..."” =!

During the past six years, over 160 task forces have
conducted training at the National Training Center. This
training has provided countless insights on the
functioning of the task force TOC during operations. In
this chapter we will review those shortcomings identified
during tactical operations.

The first weakness we will discuss is the inability of
the TOC to track the flow of the battle, and synchronize
the actions of the task force. Chapter iII outlined the
diverse actions required of the TOC during operations. Most
of these fell under the category of synchronization, "the
arrangement of battlefield activities in time, space and
purpose to produce maximum relative combat power at the
decisive point."” =< The synchronization process as
performed by the TOC, 1is dependent upon three factors: 1D
the constant input of information; (2) the quality of
information processing that occurs within the battle stafft;

and (3) the dissemination of processed information. -~

Failure in any of these critical tasks will negatively
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affect the effectiveness of the task force.

Information input must be provided from all sources -
company and specialty platoon spot reports, higher
headquarters, and supporting combat support elements. The
TOC must be aggressive in demanding this information. If
the TOC cannot get the information it needs to develop and
update its "picture” of the situation, the synchronization
process will suffer.

This information input provides the basis for the
second factor in the synchronization process, the
information processing that occurs at the TOC. Processing
converts raw data and repcrts into usable information
through analysis and coordination. The TOC officer-in-
charge, normally the task force executive officer, oversees
the information processing and integrates the output of the
battle staff into a picture of the averall situation.

Often, this alsc equates to monitoring of the battle, and
ensuring that preplanned actions take place.

Dissemination of processed information, the third
factor in the synchronization process, 1includes periodic
updates for the commander, and recommended modifications to
the operation. The speed with which the commander can make
his decisions is dependent on how quickly the TOC can
provide him with this processed information.

Many other factors discussed below also impact on the
ability of the TOC to be an effective operations

synchronizer.
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The efforts of the task force executive officer are
vital to the operatibn of the TOC. The second-in-command
concept works well. << NTC after-action reports have shown
that the performance of the TOC is generally unsatisfactory
when the executive officer does not operate from it during

combat operations. The primary function of the second-in-

command (2IC) is his role as an information integrator. He
must be able to integrate not only staff information, but
also staff functions. To do this properly, he must remain
detached from any one particular staff section. The 2IC
should be able toc move back and forth between each staff
section’s situation map and status boards, and should not
be tied to monitoring a particular radio net. He is
normally the only individual in the TOC who has the
experience required to develop a broad perspective on the
operation. =%

A displacement plan is seldom produced to guide the
movement af the TOC in consonance with the tactical plan.
-* When produced, this plan must be based on a war-gaming
of the tactical operation to determine when displacement of
the TOC must occur. "Ideally, TOCs are stationary at the
critical times and in communication with brigade and all
supporting and subordinate elements. Prior planning,
careful positioning, and short moves during lulls are
key. <7 As a result of poor planning in the offense, the
TOC often is left behind and loses communication with the

lead elements. In the defense or retrograde, the TOC often
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gets over-run or destroyed by direct fire weapons. As
stated by a former Chief of the Operations Group, NTC:

"The TOC frequently would become stationary
for extended periods of time and would
displace only after communications were lost.
The '"jumps” would then be 10 to 15 kilometers
to the next location. A task force TOC nust
retain its mobility and never lose
communications.... When it does move, the TOC
should make frequent "jumps” of no more than
three to five kilometers. Ideally, the TCC
should be situated 1n a secure area no more
than five kilometers behind the forward line
of own troops (FLOT>. =«

Displacement of the TOC during operations by echelon is
often ad hoc and ineffective, due to a lack of an effective
unit SOP, insufficient training at home station, and
inadequate personnel and equipment authorizations.

"The organization of the " jump” command post
should be clearly defined also. Its composition,
need for additional personnel, actions upon
arrival at the new location, and equipment

must be carefully reviewed and then drilled.

How small the " jump"” can be, how far are the
expected moves, how long will it be operational?
These things have to be tested by you, given
your situation, equipment, and personnel. =<

WVhen combined with poor information processing and lack
of displacement planning, ineffective movement by echelon
can degrade the effectivenes of the TOC exponentiallvy!

Local security and small arms air defense protection of
the TOC are often neglected during operations. The TOC is a
prime target for enemy attack, and its loss will seriously
disrupt the battalion’s command and control of the battle.

Austere personnel authorizations, combined with the

requirement for 24-hour continuous operation, often cause

27




these areas to be overlooked. TOC personnel must be
carefully supervised to ensure all required tasks are
accomplished. Poor TOC security can have catastrophic

effects for the task force.

“"The physical security of TOC's to include

control of access is unsatisfactory. Several

raids by the OPFOR inflicted heavy damage to

the facilities as well as loss of personnel.

This caused TOC operations to be severely

degraded. The lesson here is that TOC security

is a must and must be strictly enforced so

that TOC operations can continue without

undue i1interruption. =<

If the TOC is destroyed, it will cause the alternate
TOC (normally the combat trains command post) to cease 1its
nrimary duties and assume the duties (in a degraded mode»
of the TOC. This has a rippling effect throughout the task
force, and the effectiveness of the whole organization will
suffer.
An obvious visual signature, due to the large number

of vehicles which normally compose the TOC, often causes it
to be targeted and subsequently destroyed by high
performance aircraft. Camouflage of vehicles and reducing
the number of vehicles physically present at the TOC can
help reduce this signature and enhance the survivability of
the TOC.

The majority of units rotating through the NTC do
not practice adequate communications security. -
The large number of radio nets normally operated at the TOC

produce an electronic signature subject to exploitation by

Soviet forces. These emitters can be easily located by
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direction-finding teams, and then targeted by indirect
fires or jammers to degrade their effectiveness. Non-secure
nets can be monitored by intercept units to gain valuable
tactical information. During NTC rotation 86-7, (21 March -
4 April 1986, radio transmissions from the task force TOC
were monitored and analyzed. During ten major missions, an
average of 377 separate transmissions were initiated from
the TOC. Over 30 minutes of continucus radio transmissions
accurred. -~ It is no wonder TOCs are so vulnerable to
enemy targeting!

Given these recurring faults identified during
operations at the NTC, let us now investigate three of the
many possible configurations units may utilize to operate

their task force TOC during operation execution.
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CHAPTER VI

ORGANIZATION OF THE TQC

"Doctrine provides the fundamental
principles that guide actions. Tactics
techniques and procedures give the "how"
and are distinguished in the level of
detail and organizational level of
application in many instances.” -2

In this chapter, we will investigate three different
techniques for the organization and operation of the TOC
during combat operations. Organization, equipment,
personnel staffing, operational procedures and displacement
techniques will be discussed. Equipment and personnel to be
used are only those authaorized by TOE, but placement
and radio distribution may be other than was originally
anticipated in the base documents.

Common tao each of the options to be discussed are the
requirements for correct battlefield placement, continuous
operations, and local security of the TOC.

The physical positioning of the TOC is critical to its
survivability and ability to maintain communications with
all elements. [t should normally be placed near the center
of the task force sector or zone, adjacent tao adequate road
networks, and away from the major enemy avenue of approach.
Despite these considerations, communi~ations requirements

however, may dictate the placement of the TOC.

Personnel organization must ensure the TOC is
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operational 24-hours a day. Shifts must be arranged to
facilitate continuous operations. Unlike other
headquarters, the austere manning of the task force TOC
prohibits "key” personnel from resting during periods of
displacement or active combat. This makes the need for
continuous operations and effective sleep plans critical
during non-battle periods. *4 This must be intensively
managed, or the TOC will quickly become inoperative.

Signal, physical, and operational security must be
stressed to increase the survivablity of the TOC. Short
radio transmissions and disciplined nets must be demanded.
Low radio power and masked antennae should be utilized when
possible to reduce the Threat's ability to direction-find
the TOC. Operatiaons codes must be utilized on non—-secure
nets to enhance operations security. Covered and concealed
locations should be chosen for the positioning of the TOC.
Unneeded vehicles should be dispersed, and noise and light
discipline must be stressed to reduce its visual signature.
Local security and reaction forces must be identified, and
their actions rehearsed. The use of challenge and passwords
must be routlne. If possible, the TOC should be pcsitioned
in a built-up area. This will reduce its visual and infared
signature, "harden” the command post, provide hasty living
accomodations for assigned personnel, and provide more
rapid displacement.

Now that we have addressed common TOC requirements, let

us look at the first of three TOC configurations, the
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traditional three track set-up.

"TRADITIONAL” TOC CONFIGURATION

The operational procedures of the "traditional” TOC
will be described in this section.

In this operational technique, the 33, 32, and Fire
Support Section command post carriers are initially co-
located and extensions are erected. The configuration

depicted below was developed by the Combined Arms Center

(CAC»> in cooperation with the Armor and Infantry Schools at

the Battlefield Command and Control Laydown, 4 May 1987.
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This technique is effective when the TOC is to remain
static for long pericds of time or during defensive
operations when TOC displacement may be less critical.

Personnel depicted in the diagram are those CAC
believes are essential to be present during critical times
of the battle. When compared to those that are provided in
TOEs to operate the TOC (listed in Chapter IV), you can
readily see that a shortage of senior personnel will occur
if straight shifts are established. Senior personnel
rotation must be staggered if this organization is tc
succeed.

Wheeled vehicles which support the TOC are not depicted
on this diagram. They are assumed to be in the vicinity of
the TOC.

Radio nets to be maintained at the TOC are indicated in
the diagram. Air Force radio nets and the battalion
administrative / logistical (Admin/Log) net are "remoted”
from wheel vehicles into the TOC due to the shortage of
radios in the authorized tracked vehicles.

In this configuration, all monitoring of the battle,
and coordination takes place in the extension area. Radios
are "remoted” to section work areas. The executive otftficer
is positioned in the middle of the TOC so “hiat he may
monitaor all activities. A common operations / intelligence
map is maintained so that the current battalion situation
may be easily ocbserved. Because of the large number of

personnel operating within the extensions, and the large
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=pace between staff elements, a formalized system of
information exchange 1is required. The diagram depicted
below shows an effective technigue for accomplishing this

requirement. =%
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Displacement of the TOC in this configuratiaon is
difficult to execute in a timely manner. First, the S2
track, the S3 and Fire Support Section High Mobility
Multipurpose Wheeled Vehicles (HMMWV) are march-ordered. A
multi-functional element (S3,82,FSE) dictated by unit SOF
is then organized to deploy in these vehicles to the new
TOC site. Once set in the new location, communication
checks are conducted by the "jump” element and a
situational update is provided to them by the TCC. Control
of the battle is then passed to the "jump” by the executive
officer while the TOC completes its breakdown and moves to

link-up with the "jump” element. When all elements have
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closed in the new location, the original TOC configuration

is assumed, and normal operations are resumed.

"RED"” TOC CONFIGURATION

The next TOC configuration I will describe 1s the
""Red” TOC Configuration. It is called this because of the
austere operaticnal set-up used. This configuration is
assumed at the termination of the planning process once the
operations order has been produced and briefed. This
technique is effective in fast moving offensive or
retrograde operations.

As seen in the diagram belaw, all three command post
vehicles are drawn in tight, ramp-to-ramp. One map board
may be emplaced between the S2 and S3 tracks to facilitate
tracking of the battle and information exchange. In pocr
weather, or during night operations, one extension may be

erected.
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Due to the reduced working space in this configuration,

fewer persannel may be employed in the TOC during

operations. This will more easily lend itself to the

establishment of TOC duty shifts,

but key personnel will

still require intensive management to ensure adequate sleep

is received.

below.

OFPNS REPS

INTELL REPS

FIRE SPT REPS

AIR FORCE REP
ADA REP

"A" SHIFT

A/S3 AIR

A/QPNS SGT

CHEM NCO

OPNS ASST

S2

INTELL SGT
INTELL ANAL
FIRE SPT OFF
FIRE SPT SPEC
AIR LIAISON OFF
STINGER SEC SGT

A possible two-shift organization is shown

"B"” SHIFT

A/S3 CHEM

OPNS SGT
MASTER GUNNER
CARRIER DRIVER
TAC INTELL OFF
SR INTELL ANAL

FIRE SPT SGT
FIRE SPT SPEC
TAC AIR CON SPEC

The executive officer (2IC) is not assigned a shift, but

would be present at the TOC during operations.

Radio nets used in this configuration are the same as

in the traditional TOC configuration.

Admin/Log nets are "remoted”

wheeled vehicles.

Again, Air Force and

onto the ramp area trom

Monitoring of the battle occurs both inside each track

and on the exterior ramp area.

Each staff section maintains

its required information in work areas inside their tracks,

and updates the common operations / intelligence map on the

ramp area. The executive officer is free to move between

any of these locations as required.
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The physical organization of the "Red” TOC is concucive
to rapid displacement. As in the "Traditional” TOC, a
multi-functional element is organized and displaces in the
S2 track and required wheel vehicles to the new TOC
locaticn. This will probably require the augmentation of
personnel from the off duty shift to ensure expertise at
both locations during displacement. The sequence of
subsequent events is identical to those described in the

"Traditional” TOQC.

"SPLIT" TOC CONFIGURATICN

The final TOC configuration to be discussed is the
"Split” TOC organization. This technique attempts to
organize two identical, multi-functional TOC cells (given
TOE limitations) which locate separately on the
battlefield. and are each capable of controlling the
battle at any point in time.

At the conclusion of the orders preparation and
briefing process, TOC extensions and other unneeded
equipment is stowed, and vehicles are prepared for
movement. The TOC is then divided into twao components by
SOP. Each of these elements then displaces to a different
location on the battlefield to control operations. A
recommended division af personnel and egquipment to torm a
"Split” TOC is depicted on the following page showing

vehicle assignments during displacement.
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Upon arrival at their designated operational locations,
the two cells deploy as shown below. Radio nets to be
monitored, and positioning of personnel during operations
are also annotated on the diagram.

"A" TEAM
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B
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D VEH RADIO
REMOTED RADIO

As shown above, the S3 and FSO tracks are positioned
ramp-on-ramp. This allows easier coordination between the
executive officer (X0) and fire support afficer (FSO
during operations. The Air Liaison Officer (ALO) remotes
his radios to the ramp area, and operates from this
position. The same 1is true for the Stinger Section Sergeant
who provides interface on the air defense early warning
net. An additional map can be placed between the tracks for

their use 1if necessary, but the main operations
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intelligence map is maintained in the S3 track by the XO

and 32.

In inclement weather or during night operations, a tarp
may be draped between the tracks and secured with Velcro
fasteners. No poles are required to support this
"extension”.

Generators remain mounted to facilitate displacement.
OE~-254 antennae are left in their vehicle mounts during
displacement, however a few sections cf poles must be
removed.

WVheeled vehicles are placed 1in covered and / or
concealed positions near the tracks; close enough to allow
for effective remoting of radios, yet far enough away to
reduce the visual signature of the TOC. Personnel fram
these vehicles may also be utilized for local security and

early warning.
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As you can see by the diagram on the previous page, the
"B” Team configuration lacks the robustness of the A"
Team, but can still accomplish the same required tasks.
Some effects of the shortage of equipment and senior
personnel, can be reduced by a sound wargaming process tied
to the displacement plan of the TOC. This will be discussed
later. Each team must have the required, plans, orders,
report formats, reference materials, and overlays to
accomplish the mission. An additional map board will
probably be required to facilitate execution by the fire
support sergeant and enlisted tactical air control
specialist operating on the ramp of the command post
vehicle.

As in the "Red” TOC configuration, monitoring and
coordination during the battle is conducted inside the
tracks and on the ramp area. Effective exchange of
information is facilitated by the close positioning of key
personnel. The executive officer, although primarily
monitoring the task force command net, can hear reports on
other key nets, and energize the appropriate staff agencies
as required. This configuration requires well trained key
personnel since so few are actually involved in the ongoing
battle at any time.

Displacement planning is critical to the success of the
”Split” TOC. It i{s desireable for the "A" Team to be in
position to assist the commander in command and control of

the task force during critical times of the operation.
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Based on the intelligence preparation aof the battlefield,
locations or proovaclie cambat and other key activities are
identified. Time / distance factors are estimated to
generally identify when these will occur. Movement
requirements of the TOC are then determined, taking terrain
and its effect on communications into account. Specific
displacement locations are identified for each of the TOC
elements. One element is alwayse stationary and in control
during the movement of the other. Upon closure in its new
location, radio checks are conducted with key elements. A
brief situational / informational update is provided by the
TOC element currently in control. When set and ready to
assume control of the battle, a net call is made to the
task force, and control is passed. The other TOC element is
then march-ordered and moves to its next location if
required by the progress of the battle. If not, it silently
monitors the battle, maintains the status of the task
force, and accomplishes any planning or execution tacsks
directed by the XO. This process is repeated as necessary
during the battle.

The "Split"” TOC is also a viable technique in defensive
scenarios where survivability rather than mobility is a

major concern.




CHAPTER VII

COMPARISON OF TOC CONFIGURATIONS

"Foremost among the elements of combat
power which will decide this victory is
skillful, effective leadership. At the
task force level this leadership must
be supported by a command and control
csystem which is reliable. secure, fast,
and durable.” =%

Three techniques for the organization and cperation of
the task force TOC have been proposed. Now let us compare
each of these configuratione using the criteria of
survivability, mobility, and operational eftfectiveness. No
single TOC configuration is ideal in all tactical
situations. Likewise, no configuration will maximize all of
the operational criterion. The most effective configuration
is the one which will most closely meet each of the ideal
criterion in most tactical situations. This will determine
which configuration accomplishes its mission more
efficiently.

Before we compare these configurations, however, it is
necessary to define each of the criteria to promote a
common understanding of terms.

Survivability refers to the TOCs ability to minimize
its electronic, infared, and visual signatures from the
enemy’'s ability to detect and then target it with direct

and indirect fires or electronic warfare assets; in

addition, if attacked, the ability to continue to operate
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Mobility as it is used in this paper, refers to the
ability of the TOC to quickly displace and keep pace with
the tempo of task force operations. Sub-elements of this
concept include time required to march-order, ease of
nmovement of the element as a whole to the new location, and
the preparation time required upon arrival at the new
location to assume its command and control functions.

Uperational effectiveness is an easy term to define,
but difficult to quantify. In our usage, this term means
the effectiveness of the TOC to accomplish the tasks
outlined in Chapter III. Impacting on this is the physical
layout of the TOC, the ability of the executive officer to
supervise staff activites, arrangements for continucus
operations, and the training required to execute the myriad
of TOC tasks in a timely manner.

SURVIVABILITY

Survivability is the most critical of our three
criteria. Having the most mobile or operationally effective
TOC is meaningless if it has been destroyed.

The "Split” TOC is the most survivable of the three
configurations presented. Its smaller size makes enemy
cbservation more difficult. With fewer vehicles present, it
is more likely that enough covered and / or concealed

positions will be found for all vehicles. Since no
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extensions are used, more personnel "on shift” will be
working inside the protection of the command post vehicles.
The small number of personnel used in the TOC during the
battle, will allow additional personnel to accomplish the
critical tasks of local security and small arms air
defense. In case of enemy attack, the Spartan set-up of the
"Split” TQC allows rapid, hasty displacement. With two
"TOCs” located separately on the battlefield, the
survivability of the command and control system is more
assured. This also confuses the enemy to the actual
lccation of the ccmmand pust, and increases his targeting
problem.

Due to the lack of radios in the tracked vehic'~s under
current TOEs, great reliance 1is placed on wheeled vehicles
to provide the required radio nets using the '"Split” TOC
configuration. While not as individually survivable as the
tracked vehicles, this configuration’s reduced visual
signature shouldvallow acceptable survivabiity rates for
the wheeled vehicles.

Using the same ratiorale as above, the "Red” TOC is
more survivable than the "Traditiomal” TOC configuration.
MOBILITY

Mobility of our three TOC configurations vary greatly.
Mobility of the command post also increases its
survivabllity since it will be in the same location fcr a
shorter period of time. As discussed in the previous

chapter, the "Traditional” TOC technique utilizes its
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extensions in a fully deployed mode. This can prevent
displacement in a timely manner. Since each of the other
techniques'operate from within the tracked vehicles and
have little equipment to stow, they can displace more
quickly.

Fewer vehicles to displace at one time permits the
"Split” TOC to move in and out of position more rapidly
than the other techniques. This enables it to assume
ccntrol of the battle quickly, allowing the other team tco
then displace, maintaining the mobility of the TOC. This
increased mobility allows the "”"Split"” TOC tec rapidly move
forward and maintain its relative position to the combat
elements. ensuring continuous communications with the
forward elements of the task force.

Operatignal Effectiveness

Each of the TOC configurations requires an SOP to
explain, in detail, the duties and responsibilities of each
individual. Training must then be conducted toc ensure each
person knows, and can perform his required functions. The
SOP must then be "fine-tuned" to account for the
capabilities of the personnel assigned and equipment
available to accomplish these tasks. The final required
component, personnel stability, must occur to allow the
trained personnel tc operate effectively.

The "Traditional” TOC configuration allows for
exceptional coordination between staff elements. This

requirement [ believe, 1is more vital during the planning
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and orders production phase of operations than during the
execution phase, at the task force level. Most battles at
the NTC last less than four hours. Once in contact, minor
modifications are normally required to maximize the
effectiveness of task force plans. Time is usually not
available for wholesale changes to these plans. These
changes usually do not require the entire staff to plan cr
execute; but rather key individuals.

Less reliance on wheeled vehicles to provide required
radio nets allows these assets to be used for unforeseen
activities easier. This allows better flexibility in the
TOC.

Due to the increased working space in this
configuration, staff elements are more dispersed. This
makes the effective exchange of information more difficult,
yet vital. The XO must ensure the dissemination of
information between staff sections occurs and that critical
information is being forwarded to the commander.

Since the TOC is together in one location except during
displacement, this technique allows better personnel
management for ccontinuous operations. Critical personnel
may be replaced during lulls in action, and the XO can
better monitor the apparent signs of fatigue in his
subordinates. [t also provides a better capability for the
XO to rest, since there is more expertise at the TOC.

The greatest reduction in operational effectiveness,

and a significant shortcoming of both the "Traditional” and
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"Red" TOCs occurs during displacemeut. [he continuity ot
command and control is disrupted. A "jump” cell determined
by SOP composed o0f representatives from each section must
now form, deploy, work as a team, and control the
activities of the task force. This, combined with the
slowness of displacement causes the command and control
effectiveness of the "Traditional” and '"Red” configurations
ta be reduced during longer periods of the battle than the
"Split" configuration. Terrain and tempo of the battle will
rot always allow displacement to occur during lulls in the
battle. This period of degraded capability can have a
devastating impact on the command and control system of the
task force 1if it occurs at an inopportune time.

The "Red” TOC, due to its compact working space on the
vehicle ramps, allows for quicker coordination and
information flow than the "Traditional” configuration. This
aleco makes it easier for the XO to monitor the ongoing
battie.

Like the "Traditional" technique, this configuration
also has less reliance on wheeled vehicles to provide all
required radio nets.

In the "Split” TOC, information flow and coordination
is enhanced because key personnel sit beside one another in
a multi-functional track. Having key individuals personally
operate in radio nets impraves effectiveness with this
configuration since they can hear first-hand what 1is

occurring throughout the task force.
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"...farward headquarters at all levels should

bave only principal staff officers or their

assistants on the radio...It is exceptionally

irritating, inefficient, and potentially

dangerous to call a headquarters with criticail,

time—-sensitive information, and have a radioman

transcribe it to a message form and deliver it

to a staff officer.” -7
The use o0f 'these experienced personnel also allows better
filtering of information for the commander in a timely
manner. This filtering,

"... is simply the ability to determine what

information is important at each level, to

know what information must be acted on, what

information must be passed on and, most

importantly, what information must be

discarded.” ==

Because of the division of personnel, planning for
future operations 1is more difficult in the "Split TOC”
configuration. A way to accomplish this regquired function
is to have one team control the ongoing battle while the
other cell concurrently plans for future operations. This
technique can also be used to praovide personnel their
required sleep if the tactical situation permits.
Continuous control of the task force during

displacement, is a major advantage of the "Split” TOC
technique. Continuity of command and cantrol enhances the
operational effectiveness of the task force. The "second”
or "B" Team, when in control, 1is at least as capable as the
"jump” element utilized by both the "Traditiocnal” or "Ked"
TOCs.

Based on the comparisons above, [ feel the "Split" TOC

is the superior technique to utilize during combat
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operations. Although inferior to the ”"Traditional”
technique in terms of coordination and information
exchange, the synergistic advantages of survivability,
mobility, and continuity of effective command and control
quickly overcome these shortcomings during active
opera%ions.

When used, it will provide the commander with a mabile,
survivable, effective main command post, equal to the

challenges of the AirlLand Battlefield.
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CHAPTER VIII

CONCLUSION
"Degraded command and control is
unacceptable during combat operations
because task forces lack sufficient
radios during displacement. Two actions
must be taken. The maneuver Combat
Development Community must revise MTOEs
to provide task forces with sufficient
communications, and maneuver doctrine
must reflect the proper way to organize
and displace a task force TOC." ==

U.S. Army doctrine as outlined in FM 100-5,Qperations,
and subordinate manuals provide solid operational corcepts
for the defeat of our potential enemies. Key to effective
operations is effective command and control of our forces.
This doctrine however, must be supported by sound tactics,
techniques, and procedures which are currently missing from
the Army’'s doctrinal and training literature.

In thi= monograph, [ have attempted to fill part of the
current doctrinal void at the task force level. First,
specific execution functions of the TOC were presented
using the seven operating systems as a guide. Then, three
possible TOC configurations to be used during combat
operations were presented using currently authorized
personnel and equipment. These three configurations were
compared using survivability, mobility, and operaticonal

affectiveness as comparison criteria. The lessons from the

NTC are clear for the requirements of an effective TOC:
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"A task force TOC must retain 1its

mobility and never lose communications.

It should be highly mobile during any

battle or movement. During periods of

enemy contact or expected contact, the

TOC should operate with the absolute

minimum equipment on the ground and

should be capable of moving in five to

ten minutes maximum.” “©
Our tactical doctrine is based on speed and agility. The
recommended "Split” TOC configuration will meet all the
above criteria if manned by a well trained staff, and was
proven during two rotations to the National Training
Center.

"So the message 1is this: Command and control is
manageable, but it takes a lot of thought and even more
hard work...Without effective command and control, we can
never hope to fight successfully and win the AirLand
Battle. *' This fight begins at the task force level, and
an effective TOC can make the difference on the battlefield

of the future.

52




ENDNOTES

1. Carl von Clausewitz, On War, <(Princeton, 1976>, p.117.

2. MAJ James Willbanks, USA, "Airland Battle Tactical
Command and Control: Reducing the Need to Communicate
Electronically in Command and Ccontrol of Combat Operations
at the Tactical Level’”, (Thesis for the Command and General
Staff College, Fort Leavenworth, KS, 1984), p. 1.

3. GEN Donn A. Starry, "Command and Control: An
Overview”, Military Review (November, 1985), p. 2.

4, BG Edward S. Leland, "NTC Observations”, National
Training Center Commanders Memorandum < 20 November, 1985,
p. 17.

5. MG Fredric J. Brown, "Command and Control Of Small
Units”, Presentation at NATO Armor School Commander's
Conference (June, 1985>, p. 1.

6. U.S. Army, FM 71-2,The Tank and Mechanized Infantry
Battalion Task Force (Approved Final Draft), d({January,
1988>, p. 2-8.

7. Ibid. , p. 2-8.
8. Ibid. , p. 2-7.
9. Ibid. , p. 2-8
10. Ibid. , p. 2-9.

11. LTC John W. Braden and MAJ Paul V. Baerman, "The TOC:
Backbone of Command and Control”, Military Review,
(November, 1981), p. 32.

12. William L. Shackelford, "Lessons From the NTC",
(Prepared by the BDM Corporation for the Army Research
Institute), (November, 1985), p. 159.

13. U.S. Army, ARTEP 71-2-MTP, The Mission Training Plan
for the Tank and Mechanized Infantry Batalion Task Force
(Coordinating Draft) undated. Also, U.S. Army Combat
Developments Command, TOC / CP Description and Correlation
to the Integrated Battlefield Control System (IBCS),
(August, 1970). Alsa, U.S. Army, FC 71-6, Battalion and
Brigade Command and Control, (March, 1985), Appendix B.
Tasks obtained from the above sources were reviewed and
commented on by COL Julian M. Campbell, LTC(P) William H.
Janes, and LTC(P)> James G. Snodgrass, School of Advanced
Military Studies, Fort Leavenworth, Kansas.

53




14. FM 71-2, p. 1-11.
15. Leland, p. 4.
16. Ibid. , p. 17.

17. U.S. Army, FM 100-5, Operations, (May, 1986>, p. 50.

18. U.S. Army, FC 100-1, The Army of Excellence,
(September, 1984), p. 3-3.

19. U.S. Army, Table of Organization and Equipment,
17376L000, as of 8 September, 1988.

20. FC 71-6, p. 4-5.

21. LTC William B. Garber, "The Art of Command and Control
in Mechanized Task Force Offensive Operations”, (Student
Study Project, U.S. Army Var College, Carlisle, PA, 1986),

p- 7.
2z. FM _100-5, p. 17.

23. U.S. Army, Combined Arms Training Activity, Combined
Arms Assessment Team After Action Report, Rotation 86-7,
(March, 1986>, p. 21.

24. Leland, p. 18.

25. After Action Report 86-7, Section 3, Item 11.

26. TOC Operations Questionaire, p. 2.
27. Leland, p. 18.

28. Shackelford, p. 128.

29. Braden, p.34.

30. Shackelford, p. 161.

31. Michael T. Pierson, "Radio Electric Combat at the
NTC”, Armor, (September—-October, 1986>, p. 36.

32. After Action Report 86-7, p. 3, Figure 3.

33. U.S. Army, TRADOC Pamphlet 34-1, Doctrinal Terms:
Doctrine, Tactics, Techniques, and Procedures, (27 July,
184>, p. 11.

54




34. U.S. Army, FM 71-2, The Tank and Mechanized Infantry
Battalion Task Force <(Coordinating Draft), <(December,
1984)>, p. 2-57.

35. U.S. Army, FC 71-3, The Armor and Mechanized Infantiry
Brigade (Cocordinating Draft)>, (October, 1985>, p. 2-42.

36. FM 71-2 (Cgordinating Draft), p. 2-1.

37. LTC Wallace C. Gregson Jr. "CP's: The Softest
Targets on the Battlefield", Marine Corps Gazette, June,
1987)>, p. 60.

38. MAJ David M. Tankersley. "C%: Finding the Middle
Ground”, Militarv Review, <(November, 1985), p. 55.

39. Shackelford, p. 190.
40. Shackelford, p. 158.

41. Starry, p. 3.

55




BIBLIOGRAPHY

Books

Bolger, Daniel P. Dragons at War, 2-34 Infantry in the
Mojave. Novato, CA: Presidio Press, 1986.

Clausewitz, Carl von. On WVar. Princeton, NJ: Princeton
University Press, 1976,

Van Creveld, Martin. Command in War. Cambridge, MA:
Harvard University Press, 1985.

Government Documents

ARTEP 71-2-MTP, The Mission Training Plan For The Tank ang
Mechanized Infantry Battalion Task Force
(Coordinating Draft). Fort Benning, Georgia: 1987.

Field Circular 71-3, The Armor and Mechanized Infantry
Brigade. Fort Benning, Georgia and Fort Knox,
Kentucky: October 1985.

Field Circular 71~-6, Battalion and Brigade Command
and Control. Fort Benning, Georgia and Fort Knox,
Kentucky: 1 March 1985.

Field Circular 100-1, The Army of Excellence. Fort
Leavenworth, Kansas: 1 September 1984.

Field Circular 101-55, Corps and Division Command and
Control. Fort Leavenworth, Kansas: 28 February 1985.

Field Manual 71-2, The Tank and Mechanized Infantry
Battalion Task Force (Approved Final Draft). Washington,
D.C.: January 1988.

Field Manual 160-5, Operations. Washington, D.C.: 5 May
1986.

Field Manual 101-5, Staff Organizations and Cperations.
Washington, D.C.: 25 May 1984.

Headgquarters, Combined Arms Training Activity, Combined
Arms Assessment Team After Action Report, Rotation 86-7.

Fort Leavenworth, Kansas: March 1986.

56




Headquarters, Combined Arms Training Activity, Center for
Army lLessons Learned Bulletins. Fort Leavenworth, Kansas:
31 January 1986-27 May 1988. .

Headquarters, Army Combat Developments Command, TOC / CP
Description and Correlation to the Integrated Battlefield
Control System (IBCS). Washington, D.C.: August 1970.

Training and Doctrine Command Pamphlet 34-1, Doctrinal
Terms: Doctrine, Tactics, Technigques, and Procedures.
Fort Monroe, Virginia: 1984.

Training and Doctrine Command Pamphlet 525-2, Tactical
Command and Control. Fort Monroe, Virginia: 1980.

Periodicals and Articles

Boulter, Douglas R. "Defending the TOC."” Armor, March-
April, 1983, 37-39.

Braden, John W. and Baerman, V. Paul. "The TOC: Backbone of
Command 2nd Tontrol.” Military Review, November, 1981,
31-43.

Cocks, Alan R. "Objective: NTC."™ Armor, July-August, 1986,
11-19.

Coughlan, Jim. "Integrating Battlefield C?1." Defense
Electronics, June, 1987, 85-88.

Geier,Richard P. "Battalion Command and Control.” Armor,
September-Cctober, 1985, 9-15.

Gregson, Wallace C. Jr. "CP's: Softest Targets on the
Battlefield.” Marine Corps Gazette, June, 1987, 54-62.

Hahn, Daniel A. "Leadership: The Heart of C+.” Military
KFeviaew, November, 1985.

Hallman, Beaufort C. Jr. '"Lessons Learned At the National
Training Center: An Observer-~Controller’s Perspective.”
Armor, September-October, 1986.

Kindsvatter, Peter S. "A Battle Staff Training Program.”
Military Review, May, 1986, 50-55.

Parker, Ellis D. "NTC Lessons Learned.” Aviation Digest,
January, 1986, 1.

Pierson, Michael T. '"Radio Electronic Combat at the NTC."
Armor, September-October, 1986, 35-37.

57




Rock, Alan J. "An NTC Lesson-The Light Infantry Battalion
21C.” Infantry, January-February, 1987, 15-17.

Schmidt, Robert L. "A Doctrine for Command.” Military
Review, November, 1985, 45-47.

Starry, Donn A. "Command and Control: An Overview.”
Military Review, November, 1985, 2-3.

Swan, Kobin P. "Moving to An Altermnate CP."” Infantry,
January-February, 1988, 37-39.

Tankersley, David M. "C%: Finding the Middle Ground."
Military Review, November, 1985, 52-55.

Teston, Harvey A. "Command and Confusion at the NTC.”
Military Review, November, 1985, 56-64.

Williamson, Joel E. "Command and Control.” Infantry, May-
June, 1986, 25-29.

Thesis, Studies, and Other Papers

Garber, William B. "The Art of Command and Control in
Mechanized Task Force Offensive Operations.” Student
Study Project, U.S. Army War College, Carlisle, PA, 7
April 1986.

Krysa, John C. "Tactical Command and Control in the
Combined Arms Battalion Task Force.' Research Project,
School of Advanced Military Studies, U.S. Army Command
and General Staff College, Fort Leavenworth, Kansas,

8 March 1988.

Ritenour, Thomas J. "National Training Center Research
Issues.” Prepared by the BDM Corporation for the Army
Research Institute, Presidio of Monterey, Califormnia,
January, 1987.

Shackelford, William L. "Lessons From the NTC." Prepared by
the BDM Corporation for the Army Reserch Institute,
Presidio of Monterey, California, November, 1985.

Runals, Stephen E. "Command and Control.” Research Project,
School of Advanced Military Studies, U.S. Army Command
and General Staff College, Fort Leavenworth, Kansas, 2
Decemeber 1985.




Speer, Wililiam H. "Back to Basics: A Five-Dimensional
Framework For Developing and Maintaining a High-
Performing Battalion or Brigade Staff.” Research

Project, School of Advanced Military Studies, U.S. Army
Command and General Staff College, Fort Leavenworth,
Kansas, 16 May 1984.

Willbanks, James H. "Airland Battle Command and Control:
Reducing the Need to Communicate Electronically in the
Command and Control of Combat Operations at the Tactical
Level."” Research Project, Schcocol of Advanced Military
Studies, U.S.Army Command and General Staff College,
Fort Leavenworth, Kansas, 17 May 1984,

Unpublished Papers

Army Lessons Learned Information System (ALLMIS)- Command
and Control Observations. Combined Arms Training Activity,
Fort Leavenworth, Kansas, 6 September 1988.

Burleson, Willard M. Jr. "Personal Correspondance.’" Fort
Sheridan, Illinois, 30 August 1984.

Headquarters, Combined Arms Training Activity Memorandum,
"End of Taur Interview—-LTC Peter Manza.'" NTC Observation
Division, Fort Irwin, California, 28 June 1G88.

Headquarters, U.S. Army Infantry School Memorandum, "Task
Force and Brigade Standard Command Post Configurations.”
Fort Benning, Georgia, 22 September 1987.

U.S. Army Tables of Organization and Equipment 07246L000,

Mechanized Infantry Battalion and 17376L000, Tank
Battalion, 30 August 1988.

Forelgn Documents / Translations

HDv 100/100-Command and Control in Battle. The Federal
Minister of Defense, Bonn, Federal Republic of Germany, 28
September 1973.

89-03131—35—21 Apr 89 59




