Integrated TOC

LIEUTENANT COLONEL JAMES D. CRABBE

The National Training-Center at Fort
Irwin provides the most realistic and
challenging training available to units
in the Army, and its lessons are rapid-
ly becoming the cornerstones of emerg-
ing warfighting doctrine,

The Chief of Staff of the Army, Gen-
eral Carl E. Vuono, has said that four
critical lessons ate being learned at the
WTC, These fessonstan-be suwmed up
as follows: To be successful, units must
fight as a combined arms team; must in-
tegrate their combat power; must keep
up with the pace of the battle; and must
understand the importance of sustain-
ment and of planning for sustainment.

In an effort to increase their ability
to fight as a combined arms team, the
2d Infantry Brigade (Motorized) and the
6th Battalion, 11th Field Artillery
(M198 155mm, DS) of the 9th Infan-
try Division at Fort Lewis recently
combined their tactical operations
centers (TOCs) during sustained tacti-
cal operations.* The result was a more
responsive fire support system, better
integration and synchronization of the
fire support means available to the ma-
neuver commander, and an improved
ability to fight together as a cohesive
combined arms team.

The integration of the entire direct
support field artillery battalion TOC
into the maneuver brigade’s TOC—
while not a total answer to the chal-

*The author acknowledges the contribution of
Captain Dennis J. Jarosz, Field Artillery, who
provided considerable technical input to this article.
Since this article was written, the 9th Division has
lost its 2d Brigade.

lenges listed by General Vuono—goes
a long way toward meeting them. Al-
though this kind of integration may not
be practical in all cases, it is clearly an
option that every manenver unit should
seriously consider.

This integration effort was prompted
by many factors but primarily by the de-
sire to place-the ficld artillery battalion’s
fire direction officer (FDQ), whe con-
trolled the artillery fires, next to the
people who could best identify the places
on the battlefield where those fires
needed to be applied.

BATTALION FDC

Initially, only the artillery battalion
fire direction center was placed in the
brigade TOC to facilitate independent
targeting and engagement decisions by
either the brigade fire support officer
(FSO) or the artillery FDO. Several
automated simulation exercises showed,
however, that segmenting the battal-
ion’s TOC elements in varying combi-
nations diluted their ability to perform
the required combat functions and that
the best result would be obtained if ail
of the battalion’s functions could be per-
formed inside the brigade TOC com-
plex, For example, the battalion S-3
needed to clear position areas and track
the friendly situation. He also needed
real time data on the targets being en-
gaged, the modifications to make to am-
munition expenditure rates, and the fire
support coordination measures in effect.
The arttillery battalion §-2 needed cur-
rent battlefield data and needed to be

able to coordinate his collection efforts
with those of the brigade 8-2, In short,
the entire TOC needed to be integrated,

The effort was made easier by some
of the unique capabilities of the equip-
ment available W the 9th Infamiry Divi-
sion Artillery (DIVARTY). The DI-
VARTY units are equipped with the
lightweight tactical firedirection system
{LTACFIRE), svhich is -mounted in the
back of a HMMWYV (high mobility
multipurpose wheeled vehicle). This
system has the same capabilities as the
heavy TACFIRE system but is much
smaller and more mobile,

The fire direction center is equipped
with two briefcase terminals (BCTs),
which together have a six-modem capa-
bility. This enables them to “‘talk’ dig-
itally over six radio nets. The operations
and intelligence (Q&I) section is
equipped with one BCT with a four-
modem capability. The artillery battal-
ion §-2 works from a HMMWYV shelter
equipped with FM radio gear and a
computer link with the maneuver con-
trol system (MCS2).

The three HMMWYV shelters (&I,
EDC, and S-2) are joined by means of
a tent extension that serves as a brief-
ing area. The brigade FSO works from
a HMMWYV shelter equipped with a
standard four-modem BCT located in
the brigade TOC.

The integration of these elements was
accomplished by combining the func-
tions of and the data tracked by the artil-
lery operations portion of the O&I
HMMWYV shelter with those of the bri-
gade FSO and co-locating them in the
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brigade TOC. This eliminated the need
for the second LTACFIRE-equipped
shelter. The artillery battalion S§-2
co-located with the brigade S-2 and
worked with him at his battle station.
The artillery fire direction LTACFIRE-
equipped HMMWY shelter was joined
to the TOC with a tent extension to cre-
ate additional work space between the
fire direction center and the main TOC,
and the brigade FSOQ/O&T shelter was
placed directly opposite for ease of con-
trol. (See accompanying diagram of the
TOC configuration after integration.)

Numerous advantages were immedi-
ately realized by the maneuver com-
mander and his 5-3 as well as the field
artillery commander and his S-3.

* The first advantage was a faster re-
sponse time for planning. While the
maneuver commander’s intent was being
prepared, the information did not have
to be relayed 10 the artillery bamalion
TOC because the key individuals were
already present to formulate and execute
the fire support plan.

# The integrated TOC was mere re-
sponsive to change and the fire support
element could react more quickly to the
demands of the maneuver force.

* Better targeting and intelligence in-
formation was passed through the maneu-
ver brigade S-2 and the battalion S-2
warking together at the same battle map,
combining the information available

through the maneuver force’s assets as
well as through the field artillery assets.

* The artillery battalion commander,
free to focus on his duties as the fire sup-
port coordinator, was now in a position
to help the brigade commander and S-3
in the brigade TOC more readily than be
could by traveling back and forth be-
tween two separate TOCs.

* With the artillery battalion’s TOC
co-located with all the brigade fire sup-
port assets (the air and intelligence liai-
son officers, Air Defense officers, En-
gineers, NBC, FSO, attack helicopters),
fire support planning and execution could
be integrated and synchronized as never
before,

* The information flow to the support-
ing anillery batteries was increased
because of the vastly improved body of
knowledge at the artillery battalion TOC.

* Less radio communication was re-
quired. The two TOCs were able to share
existing radio nets and to eliminate cer-
tain battalion to brigade nets that were no
denger -needed.

= The-staff-membars-could coordinate
face to face instead of over a radio net,
and with no delay,

In February 1988, the integration of the
two TOCs was fully tested during a bri-
gade force-on-force exercise at Yakima
Firing Center in Washington. During the
four-day exercise, all brigade systems
and assets were used in an effort to assess
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the efficiency of the integrated TOC’s
operations. Fire support coordination
measures were put into effect in real
time. As the FEBA changed, the coor-
dinated fire line was also changed and
**pushed”’ to the appropriate level instan-
tareously.

‘When friendly air support was avail-
wble, ACAs (afflift clearance wmnthori-
ties} were brought into effect without
shutting down firing units. The artillery
battalion 8-2, working with the brigade
S-2, was able to develop a more accu-
rate picture of the battlefield. This infor-
mation later proved invaluable in devel-
oping a thorough intelligence prepara-
tion of the battiefield and accurate tar-
geting data for the epgagement of coun-
terfire targets. Some 78 percent of the
missions fired during the defengive
phase of the operation and 56 percent
of those fired during the offensive phase
were generated by the TOC. This was
more than twice the number of missions
generated by the TOC in similar sce-
naries bofore e integration.

The §-2 was also able to accemplish
near realtime cueing of the AN/TPQ-36
radar in the counterfire battle and was
able to query the division artillery’s tar-
get intelligence files. The artillery bat-
talion S-3 was able to clear position
areas and orchestrate the movement of
the firing batteries while watching the
maneuver baitle map and talking face
to face with the brigade S-3 and the fire
support coordinator. Methods of en-
gagement, ammunition constraints, and
the like could be changed or modified
as the situation required. Fire support
coordination, measures were ordered
and emplaced in record time.

Some potential disadvantages of the
integration also had to be examined dur-
ing the planning stage—the increase in
the communications signature, the phys-
ical size of the TOC, and the fact that
the integration of the two TOCs created
a more lucrative target.

To reduce the communications signa-
ture problem, radios were remoted ap-
proximately one kilometer outside the
position and redundant or unneeded nets
were eliminated. Before TOC integra-
tion, the brigade and the artillery bat-
talion used a total of 17 nets, including
the MCS2. After integration, only 13



nets were needed, and the MCS2 ter-
minal was shared, saving four radio nets
overall.

By using the lightweight TACFIRE
system and combining digital functions
to eliminate one HMMWYV, the integra-
tion did not substantially increase the
TOC’s size—only one HMMWYV was
added, joined to the TCC by a tent
extension.

The problem of presenting a more
lucrative target could not be overcome,

but this concern was far outweighed by
the numerous advantages integration
brought about.

In sum, integrating the direct support
artillery TOC into the maneuver bri-
gade TOC makes the coordination and
synchronization of fire support simpler
and easier and serves to build a cohe-
sive combined arms team that is capable
of truly synergistic action in warfight-
ing.

As a result of this integration effort,

the other combat brigades in the Gth In-
fantry Division are now experimenting
with the integration of their tactical
operations centers.

Lieutenant Colonel James D. Crabbe com-
‘manded the 6th Battalion, 11th Fisld Adillery
during the TOC integration. He 18 now assigned
as the 9th Division's G-8. He has served as a
battalion S-1, 3-2, 5-3, 5-4, and exacutive of-
ficer, and commanded three times at the bat-
tery tevet. He holds a master's degree from
Canisius College.

The One-Night TOC-EX

The personnel in a light infantry bat-
talion tactical operations center (TOC)
need to be trained to act as a close-knit
and cohesive group. They must also be as
well trained in the tactics and techniques
of patrolling as any rifle squad. Becom-
ing proficient in those tactics and tech-
niques, of course, takes practice—lots of
practice by everyone involved in the
operation of the TOC.

Although it is not expected that TOC
personnel will have to do the actual fight-
ing on an objective that a rifle squad will
have to do, an entire operation may hinge
on their proficiency in the skills of move-
ment, navigation, noise and light disci-
pline, and camouflage, as well as the staff
functions of planning and controlling.

There are many difficulties with train-
ing a light infantry TOC during the daily
operations of a battalion, but I have found
that three concern$ are the most promi-
nent—getting the ‘‘key players’’ (battal-
ion commander, X0, S-3, command ser-
geant major, and others) to the training;
keeping them away from their usual jobs
for the shortest possible time; and sus-
taining the training.

At first glance it might appear that an

- ideal time to train TOC personnel would

CAPTAIN STEVEN C. SIFERS

be during a battalion field training exer-
cise (FTX), with all the companies in the
field. But this is often not the case—again
because the key players need to be else-
where doing other tasks, During an FTX,
for example, the battalion commander,
S-3, and XO need to evaluate the rifle
company actions on the objective; the
command sergeant major needs to be
where he can inspire and motivate the
soldiers; the §-2 is usually busy controlling
the opposing force; the communications-
electronics officer (CEO) is making sure
the retransmission site is functioning; and
the fire support officer and air liaison
officer are conducting final coordinations
for close air support.

To help solve these problems, the 2d
Battalion, 75th Ranger Regiment at Fort
Lewis uses three keys to TOC training:
Stabilize TOC personnel, build them into
a cohesive team, and train them during
one-night TOC exercises (TOC-EXs).

In the past, the tendency has been to
fill the TOC roster at the last moment
with anyone who might be available. The
battalion made the decision to fill by
name the slots not assigned by specific
duty position. These positions are mostly
the radio-telephone operator (RTO)

positions, and an RTO now remains in
that position until he is promoted out of
it or leaves the battalion.

The 2d Battalion uses two TOCs in the
field (designated simply TOC 1 and TOC
2). The headquarters company commander
maintains the roster of personnel for
TOC 1, and the battalion $-5 maintains
the roster for TOC 2,

-Another form of stabilization is in the
configuration of the TOC for movement
and patrol base occupation. The TOC is
divided into three fire teams. Fire Teams
A and B are the security elements, and
Team C contains the command and control
element. Team A moves in the lead with
Team B in trail, and Team C moves in
the middle (Figure 1).

In a perimeter grouping, Team A always
has the 12 o’clock and 3 o’clock positions
while Team B has the 6 o'clock and 9
o’clock positions, Team C occupies the
middle of the perimeter (Figure 2).

The §-3 Alr is the leader of Team A,
the CEQ is the leader of Team B, and the
operations sergeant is the leader of Team
C. Perscnnel positions within each team
remain constant whether in a perimeter
or moving in a wedge, in file, or on a
road march. This makes it easier-to
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