TRAINING NOTES

Platoon EXEVALs

In a Light Infantry Battalion

Platoon external evaluations (EXE-
VA Ls), using a challenging and realistic
scenario that includes a well trained
opposing force (OPFOR), are conducted
to assess the readiness of a battalion’s
rifle platoons. In a light infantry
battalion, planning and administering
platoon EXEVALs requires accurate
forecasting, effective coordination, and
training and orientation for evaluators
and controllers. Moreover, platoon
EXEVALs are normally a battalion’s
most expensive iraining event of the year
in terms of total expenditure of critical
resources. These resources include
manpower (to orchestrate the event and
to support and evaluate the platoons),
ammunition, transportation, fuel,
training areas and ranges, training aids,
and flying hours.

Usually, the evaluators, controllers,
range operators, and OPFOR must be
provided from the battalions own
internal personnel assets. But perhaps
the greatest challenge the S-3 faces is
allocating and managing the time
needed to plan the exercises, reconnoiter
the ranges and training areas, train the
evaluators, and conduct the necessary
tactical exercises without troops
(TEWTs).

The S-3 normally conducts some of
this planning well in advance so that
he can forecast the resources and
program support that will come from
support elements. Unfortunately, much
of the preparation involving evaluators,
OPFOR, and support clements must be
accomphished along with other daily
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activities and priority events just before
the EXEVALs.

The following approach to planming
and administering platoon EXEVALsin
a light infantry battalion may prove
helpful. This approach recognizes the
need to develop the EXEVAL program
in the yearly training guidance, refine
it during the quarterly training briefing,
and allocate the time to train the
personnel to assume their responsibilities
during the training event.

An obvious start point for the
planning phase is to select the specific
platoon tasks that are to be evaluated.
The S-3 and the battalion commander
carefully choose the appropriate mis-
sions, and the 5-3 logically incorporates
these tasks into a battalion field training
exercise with a realistic scenario.

The tasks to be evaluated are selected
on the basis of the units mussion
essential task list (METL), unit assess-
ments of the battalion’s platoons, the
concurrent training opportunities that
specific tasks afford, and the available
training resources. The METL provides
the focus for ensuring that the battalion
uses ifs training resources to train the
platoons on the collective tasks they
must perfect to support the company
and battalion missions.

The unit assessment of each rifle
platoon can help the company com-
manders, the battalion commander, and
the S-3 recognize specific trends. From
the assessments, these leaders may be
able to identify particular tasks in which
several platoons are either untrained or

need practice and then give such tasks
priority during the EXEVALs. Similarly,
by reviewing past training exercises and
looking at the long-range training
calendar, they may be able to identify
specific tasks that have been, or will
be, performed repeatedly. If most of the
platoons are aiready trained in these
arcas, the leaders can exclude such tasks
from the EXEVAL scenario.

Where possible, the §-3 should
attempt to integrate platoons from
different companies into a single
mission scenario during the evaluation.
For example, one platoon may conduct
a reconnaissance of an urban area
within which another platoon is estab-
lishing a defense. The two platoons can
then be evaluated simultaneously on
two different tasks, using a single
training area and no OPFOR, other
than what they provide for each other.
To make the most of training resources,
planners should make every effort to
evaluate platoon missions concurrently
instead of consecutively.

A commander never wants to limit
the quality of training because of
resource consiraints, but he may have
to limmt the duration of an EXEVAL
or the mumber of tasks to be evaluated
because of a shortage of ranges, training
areas, flying hours, or certain types of
ammunition. Some resource shortages
cause only minor adjustments. At times,
though, certain tasks may have to be
modified or even eliminated because of
a Jack of resources.

Lieutenants who have already per-




formed successfully as platoon leaders
are the 1deal choices for evaluation duty.
These officers are probably now assigned
as company executive officers or as
battalion staff members. During the
EXEVALs, they will be expected fo
remain separate from their parent units
or staff sections. This means that
company commanders, first sergeants,
supply sergeants, and staff section chiefs
must pick up the additional workload.

One evaluator is assigned for cach of
the tasks to be evaluated, and each is
responsible for evaluating all of the rifle
platoons on his particular task. This
approach assures standardization and
enables each evaluator to assess each
platoon’s proficiency accurately in
relation to that of the other platoons
in the battalion.

The S-3 is responsible for evalnator
training. Before the EXEVALs begin,
at the least he conducts a TEWT with
each evaluator on the piece of terrain
where a particular mission will be
conducted. In addition, the S-3 walks
through the mission using the specified
mission training plan (MTP) that is
given to the evaivator. The S-3 also
provides a copy of the written operations
order (OPORD), if it is available during
the TEWT, or the fragmentary order
(FRAGOQ) that will be given to the
platoon. To ensure that each evaluator
is well versed on the task he will
gvaluate, the S-3 may have to supplement
the TEWTs with classes on tactics,
troop leading procedures, and presenting
OPORDs.

Before each mission during the
EXEVALs, the assigned evalunator
provides the company headquarters
with a written copy of the OPORD
before presenting it orally to the
appropriate platoon leader. After issuing
the order, the evaluator remains with
the platoon until the mission is complete.
Upon completion of each mission, the
evaluator conducts an after action
review with the entire platoon and the
OPFOR. (if one has been used), then
privately conducts a critique with the
platoon leader and platoor sergeant. He
also provides immediate feedback to the
company commander.

The evaluators subsequently return
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to the tactical operations center (TOC)
to debrief the S-3 and the battalion
commander. The 5-3 helps the evaluators
summarize their observations and
prepare their written comments, maintain
the status on each platoon, prepare

a packet of written feedback for all
company commanders, and consolidate
key lessons learned so that a battalion
level after action review can be conducted
at the end of the exercises. The written
feedback and updated platoon assess-
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ments are also used to focus future
training.

Because the battalion must rely on
its own internal assets to conduct the
EXEVAL, each rifle company head-
quarters, the headquarters and head-
gquarters company, the antiarmor
company, the specialty platoons, and all
of the staff sections are expected to
support the battalion training event. It
is essential that the S-3 outline proce-
dures, assign responsibilities, and
identify support requirements in a well-
organized letter of instruction (LOI).
The LOI is published six to eight weeks
in advance and is briefed to avoid
confusion and to fix responsibility, and
representatives from all participating
elements are included in the briefing.

Final details and administrative
instructions are covered during the
presentation of the battalion OPORD
before the units deploy to the field. As
during the briefing on the LOI, all
support representatives are required to
attend.

A recommended division of labor is
shown in the accompanying box that
can easily be modified to suit unit needs.

While these elements are actively
involved in supporting the EXEVALs,
the battalion commander and command
sergeant major should take advantage
of the training events to observe each
platoon leader and platoon sergeant
personally. There is no better opportunity
for the battalion’s semor leadership to
assess the strengths and weaknesses of
the units platoons in a tactical envi-
ronment. Moreover, since the senior
leaders are not actively involved in
carrying out the tactical missions (as
they are in battalion or brigade field
training exercises), this training event
offers the battalion commander and
command sergeant major an ideal
occasion for coaching the unit’s platoon
level leaders.

When it deploys to the field, the
battalion establishes a forward operating
base (FOB). Within the FOB, each
company is given a sector of respon-
sibility within which its platoons
establish their defensive positions. The
defense task is evaluated as a progressive
effort. After each mission, a platoon
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returns to its sector to continue with
its priority of work in the defense.

The battalion TOC, the combat
trains, and the company command
posts (CPs) are all established within
the FOB according to the battalion’s
normal SOP In addition, an evaluator
CP is located near the TOC.

It is recommended that at least one
of the selected tasks be conducted as
a live fire exercise. The movement to
contact and hasty attack missions are
ideal for this purpose. Engineer assets
can be integrated to breach wire
obstacles; battalion mortars can support
the scheme of maneuver; and a variety
of such special weapons as LAWSs and

grenades can be employed. Moreover,
since there is a natural progression from
one task to the next, two tasks can be
evaluated by a single evaluator on a
given range, Live fire exercises add
realism that enables soldiers to gain
confidence in their weapon systems and
also pose an additional leadership
challenge for the platoon and squad
leaders.

The use of the multiple integrated
laser engagement system (MILES) is
strongly recommended for all other
migsions. The immediate feedback
gained from MILES helps an evaluator
objectively evaluate a platoon’ perfor-

mance. Accordingly, the detailed inspec-
tion of all MILES equipment must be
an integral part of the troop leading
procedures before each mission for both
the platoon being evaluated and the
OPFOR. The effectiveness of the
MILES equipment depends on the way
it is maintained and technically
employed. To ensure that these systems
have been properly checked and put into
operation, each evaluator should carry
a controller gun throughout the mission.

OPFOR personnel must be carefully
managed. They should not be employed
as “details” but should be given realistic
ARTEP missions to perform. Unit
integrity must be maintained to enable
the OPFOR chain of command to
exercise its normal SOPs and troop
leading procedures. The battalion
scouts, the antiarmor company, and the
evaluated platoons themselves can all
be used to support OPFOR missions.

The battalion mortars are on call to
support all platoon missions, and calls
for fire are an essential part of each
evaluation. Other integraied training
includes the use of NBC conditions and
air assault operations. Training oppor-
tunities in both areas are incorporated
into the EXEVAL scenarios to add
realism and to reinforce the way light
infantry platoons are expected to be able
to conduct their business.

During the EXEVALs, the rifle
company commanders play a key role
in support of the scenarios. Specifically,
each commander serves as a safety
officer and accompanies each of his
platoons during the movement to
contact/ hasty attack (live {ire) mission.
Commanders also attend all air mission
briefs with their platoon leaders to
broaden their own perspective and to
help coach their subordinate leaders.

During the mission to attack an
urban area, platoons are evaluated as
part of a company attack (planned and
led by the unit commander) against a
platoon in the defense (which is also
being evaluated). Throughout the
EXEVALs, company CPs are required
to send all standard reports in accord-
ance with the battalion tactical SOP

Rifle platoons are the most basic
combat units that the battalion com-
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mander employs and manages during
a tactical operation. To ensure that these
platoons are combat ready, the platoon
EXEVALs must be recognized as a
priority event on the yearly training
schedule.

It is absolutely essential that the event
be scheduled at a logical point in the
course of the yearly training program,
and that the battalion commander,
S-3, and company commanders recog-
nize the need for allocating preparation

time well in advance of the event. While
the train-up period for the evaluators
may represent a short term inconven-
ience to a company or a staff section,
it represents a long term investment to
the battalion.

The platoon EXEVALs should not be
an isolated traimng event. They should
reflect the unity METL and be closely
linked to other highlights of the yearly
training program. Moreover, the EXEVAL
results must be effectively captured

during timely after action reviews, and
in writing, and must ultimately be used
to plan and guide future training.

Major Eugene J. Palka 1s assigned to G-
3 Operations, 6th Infantry Diwision, Fort
Wainwright, Alaska. He has served on the
faculty of the United States Military Academy
and in a variety of assignments including
company command and battalion S-3 in the
107st Airborne Division, He isa 1978 graduate
of the Academy and recently completed the
Army's Command and General Staff College.

Infantry Mortar Hipshoot

In recent vears the US. Army has
developed the M23 mortar ballistic
computer (MBC). The intent behind its
development was to enable infantry
mortars to provide more accurate and
timely indirect fires and, essentially, the
Army has achieved this goal. However,
the MBC is no better to use than the
plotting board for hipshoot missions,
because it takes roughly the same
amount of time to put all the set-up
data into the computer as to use the
plotting board.

Unfortunately, plotting board skills
have deteriorated because many soldiers
have chosen to rely exclusively on the
computer, little realizing that the
computer can fail at any time for any
number of reasons and they will then
have to use the plotting board.

Admittedly, using the school-taught
technique on the plotting board, a
hipshot does take a considerable amount
of time and computational skill. When
computing the data, for example, a
leader must first fumble with his map
and protractor to determine the direction
and distance to the target. The time
required to complete this task varies
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with the leader’s navigation skills, He
then uses three to four more minutes
to set up the board, and probably
another 30 to 60 scconds to compute
the data.

The accuracy of this technique is also
somewhat questionable. For example,
given a map, a protractor, and two grids,
ten people are likely to give you ten
different directions and distances to a
target. But looking at the map and
plotting board as two-dimensional
graphs with X and Y axes intersecting,
a leader can produce more responsive
and accurate data.

During a field training exercise, the
mortar platoon of the 2d Battalion, 27th
Infantry at Fort Ord used the following
technique with consistently outstanding
results. It is easy to understand and
compute, and it offers other advantages
as well. The direction and the distance
are found mathematically—thus elim-
inating the guesswork associated with
the old plotting board technique of using
a map, a protractor, and a bar scale—
and it is faster and more accurate.

With this technique, a round is
enroute to the target in onc and one-

haif to two minutes, while the soldier
using the older technique is still com-
puting data. (Remember, the mission of
the infantry mortar is primarily to
suppress, not to destroy. It is, therefore,
crucial to have the most responsive
indirect fire system possible.) Another
advantage is that, because the direction
and distance are known so quickly, the
charge book or whiz wheel can be used
immediately. It also helps in determining
whether or not to use the pivot point
of the board to represent the mortar
position.

In addition, the method is easy to
teach. New soldiers pick it up very
quickly, which means all the members
of a squad, section, or platoon can
compute and fire a hipshot. And
because it is so much easier than the
school-taught method, squad leaders are
more likely to use the plotting board
than the MBC for a hipshoot mission.
Tactically, this technique increases a
mortar platoon’s survivability, because
it allows gun squads to operate more
efficiently and effectively as independent
elements.

To understand the concept behind the
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