Training to Win in a Complex and Uncertain World

by BG Joseph M. Martin, COL David S. Cannon and LTC Christopher W. Hartline

(Authors’ note: This article creates a protagonist, the motivated 15t Brigade operations officer, MAJ John J.
Planswell. Planswell’s experiences mirror those of the lieutenant in MG Sir Ernest Dunlop Swinton’s The Defence of
Duffer’s Drift. In that book, the lieutenant learns about Boer War infantry tactics through a series of dreams. In
keeping with Swinton’s style, Planswell’s dreams help him understand how he can better use home-station training
resources to prepare for a National Training Center (NTC) rotation. These realizations offer the Army training
community thoughts and best practices on maximizing the capabilities provided by the Integrated Training
Environment (ITE). The best practices identified in this article provide leaders insights on ways to leverage the
resources at home station and the ITE to better train agile and adaptive leaders. The ITE provides leaders the ability
to conduct complex, realistic training that represents the operating environment (OE) where Soldiers and leaders
confront a myriad of dilemmas they must address. Three major lessons are offered: 1) Units must begin planning
for the integration of training enablers early in the development to the unit-training plan (UTP). Army training aids,
devices, simulators and simulations (TADSS) provide commanders the ability to represent the complex OE at home
station. 2) The ITE provides leaders the ability to execute multi-echelon. 3) The execution of a gated-training
concept, a progressive and iterative training methodology, provides an effective mechanism for the creation of a
rich collection of experiences that can be called upon to guide decision-making. Finally, the article infers the
importance of training overmatch as an enabling capability in the Army’s operating concepts.)

“Tested or untested, today’s Soldiers from the greenest scout to the most senior noncommissioned officer know
whether or not they and their unit are tactically and technically proficient.” —GEN Robert W. Cone, Leadership: The
Warriors Art

First dream

| awoke indespair from arestless night’s slumber. How coulditbe? Reflecting on my favorite movie, Patton, how
coulditbe that American forces performed so poorlyat the Battle of KasserinePass? Whilethe defeat at Kasserine
provided the segue for the dramatic entrance of my hero, GEN George S. Patton Jr., there had to be something
more. Historians accurately recorded the event, but is there something more? Maybe the lessonis that men of
superior physical abilityand élan such as my hero are not bested by technology and training.

As this thought crosses my mind, | notice my son’s Captain America figure lyingon the floor, vacanteyes staring
up. He lies there likea Soldier lying on the field of battle. Refocusingon the Pass,itseems to me that Germany’s
Field Marshal Erwin Rommel and the Afrika Korps had superior tactical command and operational employment —
that much is obvious —but there had to be something more.

Momentary relief was gained through a briskand demanding physical-training session. The staff completed the
weekly five-milerun at record pace. However, the exertion provided only temporary respite. The disturbing
thoughts returned, and| began to ponder their meaning. | reassured myselfthat the stoic countenance and name
of John J. Planswell —possessingthe attributes and prowess of a true-to-life action figure— would one day be
command-photo material. With proven talent and some luck, | am certainto riseto positions ofincreased
command responsibility. If only | could obtain the meaning to that dream. Inthe meantime, | will haveto content
myself with finalizing and executing the 1stBrigade Combat Team’s (BCT) trainingstrategy in support of its
upcoming decisive-action training environment (DATE) rotation at NTC.
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Figure 1. 15t BCT modified table of organization and equipment (MTOE).



It's Feb. 3. 1am excited; | begin the day’s work by reviewing the brigade’s UTP to ensure it accounts for all
subordinateunits. No time to waste: we areeight weeks out; Red Cycletaskings end in eight weeks. We must
make the most out of every trainingday, especially our livetraining events. Today we brief Hammer 6 on the result
of months of planning. Weforecasted all necessary resources and trainingenablers, integratingthem into a
complete training plan thatoptimizes trainingatthe Soldier and small-unitlevel. We reserved every trainingarea,
enabler and range on Joint Base Trained and Ready (JBTR). We packed the schedule with activity, creatingas many
moving parts and opportunities as possible to create a complex training environment. Commanders and their units
will betrainingall over the installation.

We began our work on the UTP months ago. We started with a review of our training objectives, key collective
tasks (KCT) derived from our unit mission-essential task list. These tasks were developed over the preceding
months through mission analysis and dialogue with the BCT commander (Hammer 6)and the BCT command
sergeant major (Hammer 7).

Followingthe mission-analysis brief, the commander said, “Itis my intent that we leverage the live,virtual,gaming
and constructive environments to replicatethe complex OE and a tough opposingforce (OPFOR). Emphasize leader
and operator mission-command information-system proficiency toincreasethe agility and lethality of units but
don’t do so at the expense of team cohesion— we fight and win as a team. Finally,aid commanders ateach
echelon in developing their mission-command ability and the capacity for timely and decisive decisions based on
intent.”

1%t Brigade KCTs

1. Conduct missioncommand (Army Tactical Task (ART) 5.0)

Conduct offensive operations (ART 7.0)

Conduct tactical tasks (ART 7.5)

Integrate fires (ART 3.1)

Conduct FPoL (ART 1.2.8.1)

Perform intelligence, surveillanceand reconnaissance (ART 2.3)
Conductintelligencesupportto targeting and information superiority (ART 2.4)
Providelogisticssupport (ART 4.1)
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Figure 2. Extract from 1st Brigade training objectives.

Now that we have concluded the planand its associated schedule, we realize we will never be ableto get more
than a battalion-sized maneuver space. We will haveto adjusttoand work with what we have. Itis probablyjusta
minorissue.Inthe end, competent battalion commanders and well-trained Soldiers and leaders will carry theday
at NTC. Therefore, whilewe have to cycleunits through trainingareas,and we do not have the ability toreplicate
all aspects of the DATE’s complex OE, | am confident that the realism provided by livetrainingwill pay dividendsin
the end.

Besides schedule conflicts, other nasty constraints arecollaborating to confound my ability to resource training for
our three maneuver taskforces —a fires battalion, a brigade-supportbattalion (BSB) and our brigade engineer
battalion (BEB) — and associated brigade troops (the military-intelligence (Ml), signal and military-police
companies). Without adequate training space, howdo we conductintegrated trainingatechelons above task force
(TF)? The availableterrainis notenough and does not providethe complex urbanareas we will requireto trainthe
BCT. This will requireTFs to cyclethrough trainingareas, limiting the development of company-level mission-
command proficiency. The teams do not get the number of repetitions required to gain proficiency. What's more,
this precludes the combined training of brigadeenablers and our TF formations.

We will addressthese concerns during our three-day BCT command-post exercise (CPX). This will be enough to
ensure we arriveat NTC intop shape. Confident of this factand my astute skill, | walk down the street to the
support-battalion headquarters.

I arriveandreview their training plans; things areclicking. Our initial discussion turns into a monologue by the
support-operations officer, MAJ Sustainright—a tired treatise on the importance of incorporatinglogistics
operations into the total trainingplan. My onlyreply is to point out Task #8. The brigadestaff will address the



integration of brigade logistics. Nevertheless, he will ensurethat the supportbattalion’s training plan addresses its
unique mission task requirements. Live maneuver trainingcannotbe jeopardized by lengthy sustainmenttraining.
There are enough external constraints inhibiting our training. We cannotafford to exacerbate the situation.

Over the next six months, | observe battalions and companies employing the full set of TADSS availableathome
station.Hammer 6 and | observed an after-action review (AAR) for 15tTF’s field-training exercise (FTX). The TF
employed instrumentable Multiple Integrated Laser Engagement System (MILES) gear to train tactical maneuver at
the TF-and-below level. The Home-Station Instrumentation Training System (HITS) kept track of the engagements
and casualties during the training event. Afterward, the system provided an AAR capabilitytoassistleadersin
determining “what happened” and “why.” We spent a few hours at the Mission Training Complex (MTC) observing
company and platoon maneuver trainingusingthe Close Combat Tactical Trainer (CCTT). As an added bonus, we
visited with fire-supportteams training through the Call-for-Fire Trainer (CFFT). By my score, we are firingon all
cylinders ateach echelon. We are addressing or will address every one of the KCTs. We are achievingtraining
objectives.

Outrageous. Apparently, duringwhat Sustainrightcharacterized as a “chanceencounter,” the support-battalion
commander voiced “concern” over the lack of integration among the BCT, its supportingenablers and the support
battalionto Hammer 6. Nonsense. Sustainrightand | spoke. He agreed that he would determine and execute the
best method for integrating his companies into battalion events. This portends trouble.

To saythat we experienced challenges during our CPX would be an understatement. The simulationwas runningin
the MTC, and we established the brigadetactical-operations center (TOC) on the concrete pad behind the MTC.
That said, none of us could remember when any of us had previously setup the TOC. In hindsight, my remarkably
liberal timelinewas exceptionally aggressive. As day turned to night, plastic panelsbecamethe stone of a crucible,
crushingwill and soul of the headquarters staff. The battalions had setout their Deployable Rapid-Assembly
Shelter tents with shells of the staffs to control their respective company training events (force-on-force, FTXs and
live-fire exercises). However, | had never forced the establishmentof brigade TOC and execution of a knowledge-
management planandour TOC standard operating procedure (SOP). The brigadestaff contained many newly
minted Command and General Staff College (CGSC) graduates and a batch of recently arrived captainsfromtheir
respective career courses, anxiously awaiting company command. As we concluded the CPX, now approachingour
leadership-training-programexercise, my concerns regarding the BCT’s ability to execute mission command grew
as | began to appreciatethe staff’s inexperienceand lack of training. We clearly lacked cohesion as a complete
staff. We had no idea how to integrate operations with the TF staffs,let alonehow to synchronizethe actions of
key enablers.Our NTC rotation is goingto be rough.

he BCT returned from its culminating training exercise (CTE) at NTC exhausted and disappointed.The

rotationinsummary: Whilewe were initially encouraged by the adroitprofessionalismand cheerful

mannerisms of our observers/controllers/trainers, their assurance of “better every day and much better by
the end of rotation” fed growing self-awareness. That newfound awareness was rarely pleasant. Itbecame clear
that we had not sufficiently maximized our home-station trainingin preparation for our rotation. We came to
realizethat trained units required trained and ready staffs proficient in the exercise of mission commandand
disciplined execution of SOPs. Although the companies’training was accomplished to standard, and even though
they operated well as teams, they rarelytrained together duringthe train-up as partof a TF. Frankly, this lack of
iterativetrainingatTF level left companies unprepared for the burdens and simultaneous demands pressed upon
them by the DATE. The high-fidelity trainingenvironmentat NTC presented many competing and conflicted
demands. Leaders and their teams were not anticipatingthreatactions and shapingthe OE. They were reacting to
the enemy and bending under the pressure.

For their part, the staffs were laggingindicators, providing factual reports —not synthesized staff analysis —that
would enabledecision-makingand the execution of mission command. Stated plainly,commanders were unableto
make timely and accuratedecisions or to provide subordinates informed guidancegiven the lack of proper staff
work.



We had to fight the enemy of the moment — and our own cynicism. Our ability to anticipate was extremely limited,
andour abilitytoinitiatewas closetoimpossible.

Prior to the CTE, we assumed we would collectively know what to do. We had all been inthe Army a decade or

two. My

peers inthe battalions lamented that their single TF collective-training event, though under field

conditions, was inadequate to get them to where they need to be.

Upon returningto JBTR from the CTE, COL Dowell (Hammer 6) and CSM Tryharder (Hammer 7) stoically reviewed
the BCT’s NTC take-home packet and the execution of the BCT’s trainingstrategy. They gathered the BCT’s
leadership andleda post-rotation AAR that resulted inthe followinglessons-learned:

Nothing replaces the realism provided by livetraining under field conditions. However, the amount of live
traininga unitcan conductis limited by competing resources and the livetraining environment’s ability to
replicatefacets of the complex OE. The BCT used 46 of 53 availableranges;that sounds great, but itwas
not enough by itself. What's more, we had companies movingall over the installation to execute training.
Administrative movement between trainingareas diminished trainingtime. We had not expected this to
become the significantoverheaditwas determined to be. In short, livetraining should beone aspectof a
total training environment. Live training events are costly, time-consuming and require more control, all
of which effect throughput and repeatability. However, they are critical and requiresignificant
preparation to get the most out of the event.

Brigadetraining does not occur unless the whole brigade trains. That seems intuitive, but our UTP failed
to includethe support and fires battalions in a meaningful way. We did next to nothing with the
engineers. And likethe maneuver companies, the companies within the fires and engineer battalions
trained predominantly at or below the company level, with minimal interaction between the companies
or their peers inthe maneuver battalions. We could have integrated more of the fires battalioninto the
training conducted by the maneuver companies. Likewise for the engineer battalion. How could we have
created a shared training environment for the Cavalrysquadronandthefires battalion? We did not
exercise casualty evacuation. This could haveeasily been done in any of the trainingevents. Inthe future,
the brigadeonly truly trains when the brigadetrains together.

As identified on the scorecard (Figure 3), our TADSS utilization was paltry. Rather than integrating TADSS
to create a single, complete, medium-fidelity training environment focused on allowing maximum
iterations, we executed our trainingplan, using TADSS in a sequential manner leadingup to our live
trainingevents. We had enough CCTT man-modules to form two mechanized teams but instead trained
Armor and mechanized infantry company-pure. The battalions trained as battalionsand not as task
forces, and the companies trained as companies, not as company teams. The CFFT was used once to train
a handful of new personnel. We never used the Virtual Route-Clearance System.

Our understanding of the complexities of a DATE scenario was inadequate. We focused on combined-
arms maneuver (CAM) and spent littletime on wide-area security. After a decade of counter-improvised-
explosive-device operations, we accepted risk here. We did not realizethat what we experienced
individually was notshared collectively, that collective-training events were necessary to develop future
shared understanding. Common experiences arethe foundation for shared understanding. We did not
leverage our virtual and constructive capabilities to conduct leader’s certification trainingand Tactical
Exercises WithoutTroops. Our newly arrived leaders would have benefited from the experience of our
senior and experienced leaders.

Inthe end, I realized | must improve my understanding of all TADSS and how they can be best brought together
into a training planto enable complex, robustand realisticiterative trainingin echelon. | sought the advice of our

division modelingand simulation officer and reviewed ITE best practices at
https://milgaming.army.mil/Entrance/Product.aspx?productid=20 and within the Leader’s Guide to the Integrated

Training
mission.

Environment to improve my understanding of the capabilities and preparethe brigadefor our follow-on
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Figure 3. ITE scorecard.

Second dream

Couldit be? It's Feb. 3.1 awake with excitement and according optimism.A second chance? In the recesses of my
memory, | recall our previous training plan and theoutcome of our CTE. Informed by this, | strike out, determined
to address the shortcomings so painfully noted. When we review the BCT commander’s trainingobjectives this
time, we are going to do better. We will design our training programinformed by lastnight’s fevered vision.

Inthe office, | begin to gather the team and align events and a common scenarioaround allthe KCTs. After a few
phone calls, we assembled our team with personnel from the MTC and the division’s modelingand simulation
officer. As a group, we dug into the problem.

Informed by Army trainingdoctrine, we quickly designed aniterative training methodology that allows Soldiers and
units to progress through a series of gates that require proficiencyinvirtual-training systems prior to progressing
to livetraining. CSM Tryharder led the effort by enlistingthe BCT’s noncommissioned officers in developing and
implementing a trainingplanthatrequired junior leaders to trainindividual through crew collectivetrainingusing
Engagement Skills Trainer (EST) 2000 for individual weapons proficiency; Virtual Land-Navigation Trainer; CFFT II;
crew trainingonscenarios in CCTT; Aviation Combined Arms Tactical Trainer (AVCATT); Reconfigurable Vehicle
Tactical Trainer (RVTT); and Virtual Battlespace 3 (VBS3) scenarios.Oncedeemed proficient, Soldiers would
advanceto the next level inthis “gated trainingstrategy” (Figure 4), from training on individual tasks to small-unit
collectivetraining.



Conduct mission command (ART 5.0)
Conduct offensive operations [ART 7.0}
Conducttactical tasks (ART T7.5)
Intagrate fires (ART 3.1)

Conduct FPoL (ART 1.2.8.1)
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Perform intelligence, surveillance and reconnaissance
[ART2.3)

Conduct intelligence support to targeting and
information superiority (ART 2.4)

8 Providelogistics support (ART 4.1}
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Figure 4. Training strategy — a gated approach.

Meanwhile, the BCT commander implemented a leader-training strategy that used VBS3 scenariosto educate and
trainleaders on the complexities of DATE scenarios and the contemporary threat portrayed inthe OE. This
provided all involved with some familiarity of the terrain and conditions the BCT would face during the impending
NTC rotation.

Also, the BCT leadershipteam implemented a leader-certification program. Leaders would undergo certification
trainingthatdisplayed proficiencyin each supportingleader task before beginning squad through TF collective
training. We added leadership professional-developmentseminars to our UTP. The seminars took the form of
professional discussions on dilemmas we would facein the conduct of unified land operations within a DATE
scenario. | watched, surprised and satisfied, as this effortand these events took on a life of their own in
professional dialogue—and off-duty.

The BCT executive officer and I, alongwith the TF and battalion field-grade officers, developed a training strategy
to conductTF and BCT mission-command exercises. Paramountto the strategy was emphasizing operator
proficiency on mission-command information systems. As operator proficiency progressed, BCT, TF and battalion
staffs began conducting collective Army Low-Overhead Training Toolkit (ALOTT) DATE-scenario staff collective-
trainingexercises. Battalion staffs trained mission command whileinvolving company headquarters in the
responsecells to reinforce proficiency on mission-command information systems atoperator level whilevalidating
unit SOPs.

Progression brings a richer experienceand more complex tactical problems —we discovered this through the
“crawl-walk-run” methodology identified in The Leader’s Guide to Unit Training Management. With a little
imagination andingenuity, we conceived a plan for the inclusion of the engineer, fires and support battalions. We
proposed the addition of a “subordinateinclusion” (Figure4) into the BCT staff exercise (STAFFEX) to driveblended
trainingatthe BCT level. We would set two companies into CCTT and a handful of crews inthe RVTT. The
companies would fight through contactin CCTT.

The general idea was that CCTT casualties would betreated and medically evacuated. Once a Soldier became a
casualtyina CCTT simulator, the Soldier would be treated by combat lifesavers and evacuated by the company
firstsergeant. An aid station was placedinthe simulation.This required companies and platoons to address all
phases of a tactical operation, including the establishment of casualty collection points as partof consolidation and
reorganization. When the firstsergeant reached the aid station, medics on-siteat MTC would go through the
process of triaging the wounded. Further evacuationwas accomplishedina similar manner until Soldiers reached
Role Il carethe BSB provided.

The treatment of casualties and execution of refueling operations brought the support battalion into the CPX while
providinganother training opportunity for one of our mechanized teams. The engineer battalion would execute



their constructivetraining event before the BCT CPX. Duringthe CPX, they played a critical rolein the forward-
passage-of-lines (FPoL) of the maneuver task forces through the reconnaissancesquadron.They would also
conduct mobility/counter-mobility operations in onesector and assured mobility operations alongmajor lines of
communicationinanother sector. This realistically depicted the complexities of the contemporary OE.

The assured mobility operations would occur in the Virtual Clearance Training Suite (VCTS). Whilean individual was
responsibleforaligningthe VCTS with units in the constructivesimulation, they call it swivel-chairing; we thought
that additional effort was a minor nuisanceconsidering the return-on-investment for the incorporation of BCT
enablers.

Finally, with the assistance of the MTC personnel and the division’s modelingand simulation officer, we devel oped
aplanto feed BCT and TF TOCs with a common operating picture (COP). The result was enriched training that
provided iterative decision-makingdrills thatimproved proficiency and, most importantly, Soldier and leader
confidence intheir equipment and SOPs.

Two weeks into our trainingplan, the battalion, TFs and BCT were required to establish CPs.The units were
encouraged to migrate relevant functions from their fixed sites into their CPs. We agreed that mission-command
information systems would be the device of choiceforinformation exchange. To that end, we even had first
sergeants submittingdaily unitreports to the TFs and battalions for inclusion in Battle-Command Sustainment Support
System (BCS3). The best firstsergeants required their subordinates to submit “Yellow 4” logistics reports to drive
their assessmentand submission to the battalion or TF. Our logistics-status reports were taking on the role of
informingthe brigade estimate with timely and accurateinformation.

Through all of this,and over the next month, we observed Soldiers andjunior leaders owningthe training.Each
organizationis executingtraininga little differently. The BCT is makinggreat progress. Our confidencegrew every
dayas we achieved higher levels of mission-command proficiency during every TF and battalion virtual,
constructiveand livetraining exercise. With many more common trainingexperiences and a sense of shared
understanding, we left JBTR confident in our capabilities.

ur performance at NTC would be best described as satisfactory. We had some success as a team, but we

still seemed to be a step behindthe OPFORand out of step as a team as we fought through the demands

of the complex OE. It was determined that our staffs had not arrived ready for the experience. Our focus
on individual, leader and small-unittraininglefttoo little time to effectively achieve the mission-command
proficiency required to achievethe requisitelevel of readiness toface a world-class OPFORina complex OE.

Upon returningto JBTR, COL Dowell and CSM Tryharder reviewed the BCT’'s NTC take-home packet and the BCT’s
training strategy. They gathered the leadership and led a post-rotation AAR. As the executive officer and | walked
into the BCT conference room for the AAR, | had aneerie feeling | had been here before inthe alternativefuture
imagined in my dream — the future where events had not turned out as well as they just had.

The AAR went well and emphasized the following lessons-learned:

e Begin preparations earlyinthe planningprocess to exerciseall echelons. As TADSS were builtaround
legacy training models —they are optimized to train certain skillsat specificechelon—itis necessaryto
consider how they best tie together intoa complete training environment. In short, all TADSS and training
enablers need to be brought inearlyto ensure success.The successes we did enjoy were, in part, the
resultof earlyinitial planningamongourselves and with the MTC, assisted by the division modelingand
simulation officer. Afew hours of thoughtful work paid dividends for many months. And, notonlydidit
increasetrainingthroughputand quantity,italsoincreased the quality of trainingavailable over the span
of the train-up.

As before, our gated-trainingstrategy and leader-certification programs ensured that Soldiers and their leaders
met the necessary performance prerequisites prior to advancingto more complex tactical problems.

We issued task-organization early so units could trainas TFs and teams, as opposed to battalions and companies.
Indoing so, we maximized our TADSS utilization —maxingout all the CCTT man-modules for weeks at a time. Also,



we incorporated AVCATT (four of four) with CCTT modules (28 of 28) to train complex multi-echelon and true CAM.
The reconnaissancesquadronjoined CCTT (14) and CFFT (two) and pulled them into a CFFT scenario, executing
across campus for observer-fire-maneuver trainingatthe troop level.

We improved the incorporation of TADSS into our training plan.Our strategy ensured that Soldiers and
units were prepared to conduct increasingly complextrainingand progress toward task proficiency.
Concerningthat, | am reminded of a previous time when | stated that UTPs need to includeall enablers
and expected attachments —inthis case,the Ml company. Our inability to synchronize effects and to
discernthe enemy’s intent, or even how to collectaccurately on him, was a heavy weight we carriedinto
every fight. Poor planningresultedin conflicted plans —improper airspace management and asset
deconfliction shutdown fires and limited the movement of airassets atcriticaltimes. We were not ableto
mass effects at the decisive point. All this could havebeen prevented if we had trained usingsimulation
(Joint Land Component Constructive Training Capability-Entity Resolution Federation (JLCCTC-ERF)). Once
trained, a staff could use a portion of the “ERF” called ALOTT to assistthem inrehearsing andvisualizing
over time and spacethe employment of the BCT’s capabilities. The conduct of an effective rehearsal is
crucialtoany plan.We found ALOTT to be helpful in conducting key-leader and functional rehearsals.
Units must conduct iterative, complex, multi-echelon trainingto achieve the level of proficiency required
to obtainthe requisitelevel of readiness toface and defeat a world-class OPFORina complex OE. A single
iteration of a TF/BCT culminatingexerciseis notenough to achieve proficiency, shared understandingand
synergy among the many teammates. Units must leverage the blended andintegrated training capabilities
that allow commanders to begin conducting multi-echelon trainingearlier in their training strategies to
providethe iterations necessary to achieve mission-command proficiency.

Upon completion of the AAR, | sought the adviceof our division modelingand simulation officer. As | walked into
her office, Yogi Berra’s famous quote inexplicably cameto mind: “It's déja vu all over again.” With the recollection

of our dialoguein the could-have-been, | am intent in determining how we canimprove iflam required to repeat
this event againtomorrow ... today ... maybe that’s today againtomorrow? We reviewed the BCT trainingstrategy,
andsheinstructed me on how the BCT couldincrease proficiency by integrating training capabilities to expand the
training spaceand complexity of the OE, beginning multi-echelon mission-command training earlierin our training
strategy. She provided me a great site, the ITE Webpage,
https://milgaming.army.mil/Entrance/Product.aspx?productid=20, to learn more about ITE and to review and
sharebest practices.
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Figure 5. ITE scorecard — second dream.

Third dream

I am excited. It's Feb. 3. 1find new meaning in my work and awaitthe day with eager anticipation.Yesterday was
our lastday on Red Cycle. This seems familiar, whether prescienceor the resultof events from the night before;
with a troubled mind | count them as blessings. | strike outwith vigor. The situation remains thesame: the BCT Red
Cycle tasking periodis currently “amber” but will be “green” next quarter ahead of our NTC rotation. As before, |
hurriedly place phone callsand gather the team inan attempt to affect our eventual outcome inlightof my most
recent reverie.

By happenstance and without my previous knowledge, itturns out we have a modeling and simulation officer at
the brigade. He arrived a month ago from his qualification course. | decided to engage the MTC director and ask
him for “jump TOC” office spacefor my Functional Area 57 so that he could embed withinthe MTC. | shared a few
thoughts with my modeling and simulation officer, lessons fromthe preceding evening. That investment paid off
nearlyimmediately. He began pulling BCT units into the MCT for trainingand teachingjuniorleaders the capability
andvalue of the TADSS availableathome station.



Conduct mission command (ART 5.0)

Conduct offensive operations (ART 7.0)

Conduct tactical tasks (ART 7.5)

Integrate fires (ART 3.1)

Conduct FPol (ART 1.2.8.1)

Perform intelligence, surveillance and reconnaissance
(ART 2.3)

Conduct intelligence support to targeting and
information superiority (ART 2.4)
8. Provide logistics support (ART 4.1)
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Figure 6. Brigade training strategy.

The happy, chance meeting with our modeling and simulation officer clued me into the ITE, enabled by the live-
virtual-constructiveintegrating architecture (LVC-1A). Enabled by the integrating architecture, the ITE provided me
the means to not only conduct multi-echelon training, similar to the previous night’s blended training, butitalso
provided a comprehensive AAR capability for review in two dimensions (or three dimensions).As a group, we
determined this should be the cornerstone of our train-up strategy.

| adjusted the gated-training strategy for inclusion of the ITE. We stressed the utility of usingthe ITE as a mecha-
nismfor bringing entire battalions intoa single exercise. LVC-IA supports the use of a common scenario with com-
mon data for all thetrainingdomains (live, virtual constructiveand gaming). We had an entire TF instrumented
with HITS and MILES trainingina common scenario with combat-vehiclecrews in CCTT and RVTT. The reconnais-
sancesquadron designed a trainingstrategy that included CCTT, Dismounted Soldier Training System (DSTS), CFFT
and JLCCTC-ERF. | understand that when combined, the technical control is ungainly, butin the end, they were able
to employ a workaround and gained the capability to conduct observer/sensor-shooter interactions ina common
training environment while combat vehicles maneuvered withinthe simulation.

Better yet, when the battalion and squadron staffs were conducting staff training using the JLCCTC-ERF, the LVC-IA
integrated companies,teams and troops intothe samescenario, providingthem the ability to continue trainingin
virtual systems whilesupporting higher-headquarters’ training needs. Simply put, the staffand troops could train
at the same time; it was no longer a one-or-the-other proposition.As we struggled to resourcestaff training but
not atthe expense of subordinate organizations, | cameto learnthat various components of the JLCCTC can be
“tuned” to the trainingaudience. When the entire staffis involved and a high-fidelity training environmentis
required, the Joint Conflictand Tactical Simulationisused. Ifonlya few people are trainingand a low-overhead
capabilityis moreappropriate, ALOTT is employed.

If CCTT was not availableor was not the appropriatetool, leaders used gamingtechnologies to execute the same
platoon battle drillsand company SOPs they had previously trained within CCTT. In many cases, the employment of
these trainingenablers accomplished the same training objectives butat a reduced costinplanningtimeand
coordination. In essence, we would eventually enter the livetrainingenvironment at a much higher level of
proficiencyatall levels.

Through all of this, we determined that a shortcomingas a staff was related to our inability to provide the
commander a complete, correlated intelligence picture and accuratestaff estimates. We addressed this threefold:

e  First,we increased emphasis on the trainingand employment of the Distributed Common Ground Station-
Army.

e Second, we increasedthe S-2’s rolein our order drillsand professional seminars. Inthese events, they
were made to role-play the freethinking threat. Over time, the “two-shop” began to progress from
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briefingthe “what” —in other words, providinghistorical reports —to providingthe “so-what” and “which-
means” based on their analysis of the situation. This mantra was circulated around the staff. The
commander required the reasoned analysis of experts, not someone to read him the significant-activities
log.

e Third, the commander demanded that the S-2 and his staff participateinall BCT stafftraining. He even
coordinated for folks from the division’s G-2 shop to providethe OPFOR commander duringthe train-up
to our CTE.

It became apparentthat repetition increased professional introspection. Oncethey realized the trainingwas
expected to progress over a series of events rather than evaluated at a single CPX, individuals began to take more
initiativeduringthetrainingand played a more active rolein the AAR. By the conclusion of the brigadetrain-up,
battalions had conducted multipleiterations of mission-command staff training, as had the brigade. The staff had
formed into a competent whole, and the commander was comfortablewith the organizationand his subordinate
commanders.

he NTC rotationwas a success. Keyto our success was the ability to operate as a united whole with a

common taskand purpose. That unity of purposeand action was achieved in part by repeti tive multi-echelon

trainingenabled by ITE. Units could repetitively train with one another at echelon. What’s more, this
complex training environment — along with the iterativetraining methodology — enabled the BCT’s ability to train
to proficiency onall its KCTs within an environment indicative of the one itwould eventuallyface atits CTE. This
more pleasantdream concluded with the followinglessons:

e The complex training environment provided by the ITE stresses mission command by providing the
commander the ability totrain mission command at echelon. The ITE provides commanders from
company team to BCT the ability to train together withina singlecomplex OE that replicates the dilemmas
presented by the DATE during military operations inthe contemporary environment.

e Ingenuity andinitiativearelaudablecharacter traits in general, butthey pay handsome dividends in
planningtraining. Many of our best ideas came from Soldiers and junior leaders who arenot only
comfortable with technology but have a better grasp of their challenges and an eye toward a technically
enabled solution. They are comfortable with the technology because they have never known a world
without a computer or the Internet, and their notions of proper, formal training arenot constrained by
layer upon layer of the previous generation’s trainingstrategies. That they have a unique understandingis
expected, but they recognize the specific needs of the individual as a critical partof the team. This
knowledge enables them to effectively address the unit’s training needs through a progressiveand
iterative process.

Pleased with the result, | settle backinto my seatto enjoy a paunch cigar. As languid smoke whirls around my
sunburned head, | feel the familiarephemeral effects begin to take hold.

Maybe this is our story: technology is an enabler, never meant to replace training, butitis necessarytocreate
conditions thatenable Soldiers and leaders and teams to succeed in uncertainty. The lesson fromKasserineis that
preparation,combined-arms integration and individualinitiative winin decisive operations. Training mission
command develops agileand adaptiveleaders with initiative. The ITE gives commanders the ability to conduct
progressive multiplerepetitions of tough, realistic trainingatechelon. This provides our formations training
overmatch. Training overmatch produces an operating capability for informed decision-makingand decisiveaction
aslearnedfroman iterativeand progressivetraining program.

We must continue to trainas if we are atwar, leveragingall our resources to retain training overmatch. | finally
found peace of mind.
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Acronym Quick-Scan

AAR — after-actionreview

ALOTT = Army Low-Overhead Training Toolkit

ART —Army tactical task

AVCATT —Aviation Combined Arms Tactical Trainer
BCT —brigade combatteam

BEB - brigade engineer battalion

BiLAT —Bilateral Negotiation Trainer

BSB - brigade-support battalion

CAB — combined-arms battalion

CAM - combined-arms maneuver

CCTT — Close Combat Tactical Trainer

CFFT - Call-for-Fire Trainer

CGSC —Command and General StaffCollege

COP —common operating picture

CP — command post

CPX — command-post exercise

CTE — culminating training exercise

DATE — decisive-action training e nvironment

DSTS —Dismounted Soldier Training System

EST— Engagement Skills Trainer

FPolL — forward passage of lines

FTX —field-trainingexercise

GFT- Games forTraining

HHC- headquarters and headquarters company
HITS — Home-Station Instrumentation Training System
ITE —Integrated Training Environment
JBTR - Joint Base Trained and Ready

JLCCTC-ERF —Joint Land Component Constructive Training Ca pability-Entity Resolution Federation
KCT —key collective task

LVC-IA - live-virtual-constructive integrating architecture
MCTP — Mission Command Training Program



MI — militaryintelligence

MILES — Multiple Integrated Laser Engagement System
MTC — Mission Training Complex

NTC — National TrainingCenter

OE —operational environment

OPFOR —opposing force

PAX - personnel

RVTT - Reconfigurable Vehicle Tactical Trainer

SOP - standard operating procedure

SPT —support

STAFFEX —staff exercise

TADSS — Training Aids, Devices, Simulators and Simulation
TCM-ITE — TRADOC Ca pability Ma nager-Integrated Training Environment
TF—task force

TOC — tactical-operations center

TRADOC - (U.S. Army) Training and Doctrine Command
UTP — unit-trainingplan

VBS3 - Virtual Battlespace 3

VCTS - Virtual Clearance TrainingSuite



