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more and that immediate remedial
training for sub-standard crews is a
must.

After-action reviews highlight
strengths, define weaknesses, and re-
solve problems as they occur. The
NET team is a particularly valuable re-
source in this process and should be
used as much as possible. The coaxial
machinegun should also be used more

as a subcaliber device, coupled with
the Dry-Wet-Wet approach, because
it develops skills early and provides an
inexpensive means of multiplying
training opportunities,

Finally, the implementation of a
total systems approach forms a solid
base upon which a unit can build while
bringing into the Army the most
revolutionary piece of equipment in

the history of the Infantry — the
Bradley Infantry Fighting Vehicle.
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NTC: Command and Control

Throughout this series of articles
on the training being conducted at the
National Training Center, weak com-
mand and control has been shown to
be a common shortcoming in almost
all units.*

For the purpose of analyzing the
problem, I have divided command
and control into two major areas:
battlefield leadership and batilefield
management. ‘‘Leadership’ is de-
fined here as ‘‘getting people to do
things,”’ and ‘‘management’’ as
*‘arranging matters so that things are
done efficiently."

Battlefield leadership, as I use the
term, is‘a process in which a leader
fills two roles: that of a leader and
that of a follower,

In his role as leader he must know
how to assess a situation and his mis-
sion and then how to develop plans
that are within his unit's ability to
execute and that will lead to mission
accomplishment. In short, the leader
must know his tactical responsibili-
ties.

He must also be able to communi-
cate — to express his desires and

*This is the sixth in a series. The
views expressed are the author’s own
and do not necessarily reflect those of
the Department of Defense or any
element of it,
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explain his standards to his subor-
dinates so that they have a thorough
understanding of his plan and the
way he wants it executed. Then he
must supervise the plan, making sure
all parts of it are carried out on time
and to his standards.

In his role as a follower, the leader
must be proficient in all the hard
skills necessary to carry out the tasks
he is assigned. He must implement
the plans of his leader, not by slavish-
ly following orders but by knowing
and understanding the intent of the
leader and by trying to bring about
the desired outcome.

The follower must also keep his
leader informed of situations that
may impede the execution of the
plan; accordingly, he must recom-
mend actions and request permission
to deviate from the plan if he believes
it is necessary to accomplish the mis-
sion.

FAILURES

In general, experience at the
National Training Center indicates
that leaders fall down on two of their
tasks as leaders — communicating
plans to their subordinates and super-
vising the plans’ execution. These
leaders often assume that their
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responsibilities end when they issue
their orders.

As followers, their failures often
result from the fact that they have not
been given much latitude and respon-
sibility during their training programs
back at their home stations. All too
often at the NTC, junior leaders and
soldiers do things they know are inap-
propriate because they ““were ordered
to do it.”’ They do not feel that they
have the latitude to make the on-the-
spot adjustments a situation may
demand.

At all levels, subordinates fre-
quently fail to report accurately, to
make recommendations, and to re-
quest or suggest changes in a plan.
Often the unit is “‘roped in’’ by such
restrictions as boundaries and limits
on reconnaissance, things that could
(and would) have been changed if
higher headquarters had known of
the difficulties they presented.

Subordinates seem to lack a sense
of responsibility, too, and there is
often little pressure upward for in-
structions, assistance and support.
Leaders seem to be satisfied with this
situation, so the result is a two-way
breakdown in communication.

Aside from battlefield leadership,
there is also battlefield management,
which includes planning, prepara-
tion, and execution. In the planning



phase, the first phase of any opera-
tion, commanders and leaders must
give clear guidance and must issue
orders on the ground wherever possi-
ble. Not only must they issue orders,
they must also explain the operation,
going over possible enemy reactions,
actions at critical junctures, and alter-
nate schemes of fire and maneuver
depending on what the enemy might
do, The aim is for key subordinates at
each level to understand the plan and
the commander’s intentions as thor-
oughly as his leaders do. An excellent
technique for improving leader com-
munication is to require briefbacks
from subordinates on their plans.

The succession of command also
must be planned for before the battle
begins — who will take command,
how he will take command, and
under what circumstances he will do
it — and everyone must thoroughly
understand these plans. Many units
assume the XO will take command if
the commander is killed or otherwise
taken out of action. There's nothing
wrong with this, but whoever is to'
take command must:

» Be physically located so he can
take command immediately. (He
can't be five or ten kilometers back
with the trains.)

¢ Be fully aware of the terrain and
the friendly and enemy situation. (He
has to have seen and heard the same
things the commander saw and heard,
without the distractions of having to
solve logistical and administrative
problems.)

s Have a command vehicle with
good communications, (If the com-
mander was killed in a tank or an
APC, how long will the new com-
mander survive in a jeep?)

If the battalion XO is to assume
command, then, he must be a combat
XO, not a chief of staff or trains
supervisor, If the S3 is to take com-
mand, he must keep up with the bat-
tle and move with the action. At com-
pany level, the choice is between the
XO and the senior platoon leader,
with the same considerations.

In the preparation phase, vehicles
must be rearmed and topped off,
range markers put out, fighting posi-
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tions prepared, and all the other steps
necessary for the coming operation
carried out. Assistants must be used
intelligently to supervise these ac-
tions. Staff officers, XOs, sergeants
major, first sergeants, and platoon
sergeants should be assigned specific
areas to inspect and report on during
the preparation phase of the mission.

In the execution phase, the leader
must keep abreast of the situation
and constantly issue fragmentary
orders and directions to control the
action as it develops. As the saying
goes, ‘‘No plan survives contact,”
and leaders must be prepared to im-
provise once contact is made.

The first step in improving battle-
field management is to streamline the
tactical operations center (TQC). As
we have seen in previous articles in
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this series, the TOC is usually ineffec-
tive — left behind in the attack and
overrun in the defense or the delay.
And no wonder! The typical TOC at
the NTC consists of a group of sev-
eral large vehicles linked together
through cumbersome extensions,
covered with an enormous net, and
surrounded by smaller vehicles, ra-
tion boxes, and sleeping soldiers.

The TOC doesn't have to be that
big and clumsy, Impediments such as
coffee pots and huge charts and
graphs mounted on sheets of plywood
aren't necessary. Except for the com-
munications equipment, everything a
battalion TOC needs can be put into &
single canvas mapcase — a plastic-
encased map, some pencils, and a
notebook with the various charts and
graphs,
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Fundamentally, the TOC is a mes-
sage center. It should serve as a focal
point for the staff, a place through
which information flows, and from
which orders and information are dis-
seminated, To be effective, a TOC
must be near the scene of the action.
If it's too far from the battle, its
occupants can’t communicate well
and soon find themselves isolated.

STAFF

Along the same line, another thing
a leader needs for good battlefield
management is a good staff. We have
long recognized the need for a com-
mander to ‘“‘see the battlefield,” to
visualize the totality of friendly and
enemy combat, combat support, and
.combat service support dispositions
and activity, But a commander can-
not do this alone — he has only one
pair of eyes. Nor can he alone super-
vise the planning, preparation, and
execution stages of an operation.
Accordingly, he has been given a staff
to assist him, each member of which
should have specific supervisory
responsibilities. Each should also
actively seek the information his com-
mander needs to fight the battle.

With the TOC serving as a message
center, the staff members are free to
go out and actively supervise their
areas of responsibility, which are out-
lined on the accompanying chart.

Formations can also be an aid to
command and control. Unfortunate-

Iy, though, too many units use forma-
tions as a substitute for effective com-
mand and control measures. Leaders
must remember that formations alone
do not provide security. Bounding
overwatch, the use of cover and con-
cealment, and seeing the enemy first
provide security. But units that con-
centrate on their formations tend not
to use bounding overwatch well
because it messes up the formation.
They do not use cover and conceal-
ment well because they don't want to
lose visual contact with their base ele-
ments. As a result, the enemy usually
sees them first and can accurately
estimaté¢ the location of those ele-
ments he cannot see,

Another way a commander can
maintain control is to balance his dis-
positions. This means that the com-
mander must control the physical
deployment and movement of his unit
in such a way that it can react to any
likely enemy threat or action, He does
this by ensuring that some portion of
the unit is initially unengaged and can
be maneuvered and committed to tip
the outcome of the battle, This unen-
gaged unit, of course, is the reserve.

The reserve may not be formally
assigned in the commander’s opera-
tions order. In fact, each element in
the command may assume the reserve
role at any time, depending on the
need. The key is that the commander
holds the reserve under his own con-
trol and moves it to the place where it
can be committed most effectively.
He may move the reserve several
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times before commitiing it, or he may
simultancously commit his reserve
unit and assign another unit the
reserve role. The commander must
think at least two steps ahead —
“Where should [ commit my reserve,
and what should [ plan to do after
that?"

Balanced dispositions can also be
improved by realistic and flexible
plans that also maintain security.

The aim of all good command and -
control measures is to help the com-
mander keep his fighting elements
firmly under his thumb and to
maneuver them rapidly and effective-
ly in a fluid situation. To do this, he
needs to devote his full attention to
the problem. Therefore, his subordi-
nates must be trained to deal with all
other matters that.affect the com-
mand without making excessive
demands on the commander’s time
and attention. At the same time, they
must also be alert to the things the
commander needs to know to control
the battle and then see that he is in-
formed of these things.
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