It was 25 February 1991, 2230 hours. The 3d Brigade, 1st
Armored Division, had just completed its first fight against
the Iragis as part of Vil Corps. We had conducted a well-
synchronized brigade attack that was based on a simple plan
and a few deeply ingrained drills, rehearsed to the precision
of football plays.

The brigade had pounded the objective with more than
800 DPICM (dual-purpose improved conventional munition)
rounds as the maneuver force closed, conducted a mounted
armored attack, cleared the area, refueled, and rearmed, then
re-formed, and prepared to continue the attack. The fight
and the subseguent actions had covered more than 40 kilo-
meters in five hours. (Our plan had been good, but it had not
been completely executed as planned.)
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We were now 150 kilometers into Iraq and under orders to
hold there for 24 to 36 hours. That evening, the battalion
commanders huddled with the brigade commander for an
after-action review on the attack just completed. Then a
warning order came from division with a change of mission.
Additional details came over the radios in the brigade com-
mander’s and S-3’s Bradley fighting vehicles (BFVs).

At the tactical operations center (TOC), the battle staff
rapidly went through the mission analysis process. A new
order, especially graphics, needed to be published quickly;
we were only eight hours from the point of execution. For a
variety of reasons (navigating at night across areas still filled
with wandening Iragi soldiers, no illumination, inconsistent
satellite access for navigation aids, torrents of rain), we did




not receive the written division order until an hour after the
line of departure time. The verbal division warning ordex
and commander’s intent were therefore critical.

Cur order was finished and disiributed within hours to task
force liaison officers; then the fire support officer conducted
a brigade-wide fire coordination exercise to rehearse the next
day’s plan. Key leaders and staffers reviewed the lessons
learned from the previous fight, then rehearsed the details for
the next anficipated battle. Unknown to us then, the time and
place for the next fight would change again. Our next
engagement would be a night fight against at least two
armored battalions from an Iragi Republican Guards
Division in a hasty defense.

Fortunately, flexibility had been ingrained in the units
through the rehearsals and commeon drills and through our
training four monihs earlier at the Combat Maneunver
Training Center (CMTC) at Hohenfels, Germany. The rigors
and challenges there had prepared us well for combat. They
had taught us the necessary discipline and procedures and
had helped us develop a repertoire of techniques for plan-
ning, organizing, and executing combat operations.

Scores of lessons can be gleaned from Operation DESERT
STORM—many of them applicable primarily to operations
in the Southwest Asian environment. Other lessons, howev-
er, are also worth considering for use elsewhere in terms of
doctrine, materiel, training, and force design. The following
are some examples:

Doctrine

Modify the mission analysis briefing format. Three critical
factors should be added to the current briefing format—com-
bat ratios, imperatives, and proposed intent. Experienced
commanders and staff members now consider these factors
subconsciously, or maybe even formally. Other leaders
should consider adding these procedures (indicated by the
asterisks) to the mission analysis briefing format in the
Command and General Staff College’s “Battle Book,”
Special Text (ST) 100-3 and “Command Estimate,” ST 100-
9:

1. Mission of Higher Headquarters.

2. Intent of Higher Commanders (two levels up).

3. Specified Tasks.

4. Implied Tasks.

5. Constraints and Restraints.

6. Essential Tasks.

** Combat Ratios.

** Imperatives.

7. Proposed Restated Mission.

** Proposed Intent.

To arrive at combat ratios, the staff first develops a

schematic that shows the relative strength of the enemy
against that of friendly forces for each of the batilefield oper-
ating systems. While this modified extract from the intelli-
gence preparation of the battlefield (IPB) was already inte-
grated into the IPB and the intelligence estimate process, we
found that it added a critical dimension to the briefing format
as well, The S-2 played a critical role in completing these
assessments (Table 1).

While our own forces may hold a decided advantage in
selected areas, the enemy may retain the advantage in others.

This comparison establishes a framework that enables the
cornmander to focus his intent and guidance for the applica-
tion of combat power against the enemy’s weaknesses or
vulnerabilities while capitalizing on our own strengths.

This combat ratio process may seem insignificant when a
unit has extended periods in which to formulate courses of
action, conduct war games, and complete a formal command
estimate. But when everyone is tired, working under time
restrictions, and also in combat, such comprehensive check-
lists and abbreviated aids can prove invaluable. They can
help focus energy carly in the orders process, and good plans
can be completed more quickly.

Certain clearly specified “imperatives,” as I'll call them,
help the commander and the staff qualify (and in some cases
quantify) the requirements and the terms for success. These
imperatives provide the critical framework around which the
commander can formulate and specify his intent and around
which the staff can develop possible courses of action.
These are critical parameters, developed by the entire staff,
that describe the means for employing resources and the
desired outcome for both enemy and friendly forces. The
imperatives go beyond essential tasks, which are selected
from the specified and implied tasks. I the imperatives can
be expressed clearly, the commander can more clearly quali-
fy and articulate his intent.

The imperatives might include such concepts as the fol-
lowing:

« Move in a flexible and self-sufficient formation, main-
taining tight command and control.

» Neutralize enemy artillery first.
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= Do not let the “destroy in zone™ mission weaken the
tempo and momentum of the brigade movement.

« Make the most of the weapons® range standoff advan-
tage, but confirm positive identification before engaging.

+ Complete the fight in three hours or less, sustaining less
than five percent casualties, but destroying all enemy vehi-
cles and defensive positions of platoon size or larger,

* Re-form in a brigade wedge, refueled, rearmed, and pre-
pared 1o continue the attack.

Finally, the staff should give the commander a “straw-
man” intent that is based on the intent of the commanders at
the next two higher levels and on the imperatives for the suc-
cess of the unit mission. With this beginning, the comman-
der can more easily formulate his intent and initial planning
guidance that allow the staff to develop courses of action.

I have never met a commander who did not modify his
intent to align with his personal understanding of his own
commander’s intent. Since most brigade $-3s, in praciice,
propose a draft intent for the commander, it may as well be
included in the formal mission analysis procedure.

These three additions to the briefing format enable the
staff to focus the development of a meaningful commander’s
intent and clearly establish the guidelines the staff must con-
sider while developing and wargaming a course of action.
There is nothing radical in these proposed additions, and
they significanily helped us during our experience with com-
pressed mission planning in combat.

Materiel

Field a “commander’s accessory set” for the armored
vehicles of the brigade and batialion commanders, brigade
§-3/air liaison officer (ALQ), and fire support officer (FFSOY}.
The auvthorized radio configurations, internal seat arrange-
ment, lighting, mapboard, and administrative capabilities for
both the commander’s and the 8-3°s fighting vehicles are
woefully inadequate. We should not wait for a new com-
mand and control vehicle; commanders and S-3s need one
now.

The basic combat vehicles are sound. We need only apply
a standardized accessory package similar to an option pack-
age purchased for a family car. But let’s get it standardized
and not unique to command and control,

Although our solution was one of many used during the
war, it was probably similar in many ways to the modifica-
tions other commands developed.

The brigade commander and brigade S-3 fought from M-2
Bradleys—well forward in the brigade formation. Both
command posts—the TOC and the TAC (tactical command
post)—remained fully functional on the move. The com-
mander siayed with the main effort and the S-3 with the sup-
porting attack. When the fight developed into a tank duef,
the brigade commander remained forward, moving to his
M-1 Abrams tank.

In all command post vehicles, significant modifications
were made to radio and antenna mounts, communication har-
nesses, seat configurations, and ammunition storage areas to
accommodate the lessons leamed through a month of trials

22 INFANTRY Novernber-December 1992

CXEA ,\zif;@;_ @t i’;;‘w 8
FE IS L AT T ™ é&ji ;,&i%i¢§$§§§
B we® T e ® . {M%gi%””‘"ﬁi;‘%
B - ¥ TS o8 P10
REAT Ll :?ﬁ TaEE e L wa
¢ e TAC B AT BEY . D Gt ¢ VB iy 7 & T
; , B & 3
. Bde TACEar). “MZAZBFV " 'Div Cind~ - *,  Ble Car (BCY. "
w o o v TR e S x A Gapn s F
g%&wg&“wv gEes By NI, 2 T g BN O Y HEOr™ o3
k G e T Lkt B g e R s g R SRS A
waa T Taen Bla e B o B 4w NSZ Officer - w1 %

& "’;’;@ﬁ.x}tﬁ ““’, :‘%«M,"M”.%QI Ed

%’f&igﬁ B

#H i X i 3
B g E g wR” v g ke P e er
g . o G Yl o E GPS % W R g
E £ 2 @5&"’%' e 5 BN % gga’#§* #
N &
£

T N
g 4 b u BE¥ gs&w’f’“ 28
rs . B , A 7 e FE L g wW
%% 25w ICP) e MR - | Div Ciids ¢ *
i g™
; X Bl Cmd?t 2

Lo &

W % et e RN 2 g BEP
g%*wﬁ,%«:?w*i,g&w“M&&wyi%ﬁw*%wm“h FEETT
% g

o e B RS §oa¥ R E T g 5
Pt e w i e e T A s (T
+% Bde TOC!Opn) SM577. " Div.Cind  # '} SBdeX0 « o = 55 542

¥ EANRNE S ST I Y w3 XE LN
‘?"h,& wE" w%%ﬁiﬁc“"’y% wpé"ww’“ P e B e dH
aE T gt T gt w1 Be TR~ T
e e o A e e - . aw®
58T e W T e F L e i ol L a e TR LA @ﬁ‘%’f

& ¥ s
o b o ¥ X,g,a%,ﬂ g ; E™ e e
st E L e T T o TR e TRIO e
& PR P P o = i P . gix
S Sl w%i;’;wiﬁ‘ﬁf ordn (Nav},, ”Ziw_ Bﬁxﬂg&% %;iq;@&
br T e Ty 2 =L e GPSUNEN) ;. > M Dwers L %2 5 e
ER i LS i & ¥ e ¥ H
#F L ned T skt U e # T #

LR e Bt B T
-

o B S i’ * & 7 R %&:&é
LRI R L miveal £ racemencd
a%%ﬁ«%&@’ %@\W*%gg ¥ %E‘EEEDW* "w '%&*@35"“
wm BT e 8 WU Ve W % e SR Rt
e BT LR AT S s QR s ] A L
TLEETE pw UL e Ft o aRn A e # %L il

wwE R - s w o

o gp&“@w w*@#‘*’f‘_w
o g

*# L
e e A T AN
Dove Tty btiondlt
. @ B -

P %@v@‘%*&‘@
g R ) ¥
W‘}&‘&Dygwléﬁfnet ) dur

; s # e e

(24 W;”%jiwﬂﬁw'&é

. *Diyision BF et was g the war, 7.
" L1 e W %

Be Ty e Ters T v e

and rehearsals in the desert. The resource requirements for
these systems are shown in Table 2.

Commanders, 5-3s, FSOs, and ALOs need common
armored vehicles to command and conirol the fight.
Survivability and a comumnon signature with forward combat
vehicles are still essential. Assuming that we organize as
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combined arms task forces, we should consider authorizing a
tank for the battalion and the brigade commanders so they
can maneuver with the main effort, usually an armored force.
Although this is heresy to many infantrymen, these comman-
ders, at least, should be proficient enough to serve as both
Bradley and tank commanders, and a tank offers significant-
ly more survivability. BFVs for the combined S-3/ALO,
commander/FSO, and FSO/TAC, as well as other infantry
elements should fill the gaps in trail behind the tank assanlt.

On the basis of this proposal, we should consider the
armored vehicle allocations shown in Table 3.

Training

Rigidly enforce the planning and execution of detailed
rehearsals at all levels. Units should rehearse to the point
that they can execute their procedures with the crisp preci-
sion of a drill. Although this is common sense, its signifi-
cance never hit home with vs until the brigade’s night fight
against two Iraqgt battalions in a hasty prepared defense on
the night of 26 February. The battle was fought under cloud
cover and eight percent iltumination. The enemy location
was uncertain; enemy units were repositioning across our

front, forming a guard to protect the hasty withdrawal of the
Iraqi forces positioned in central Kuwait. Although battle
damage assessment reports correctly identified the Iragi
brigade’s defensive orientation, the plot for the defense axis
was off by several kilometers.

QOur brigade attacked as part of a division wedge in the
division zone. The increased intelligence picture clearly
indicated the significance of this separate brigade fight, soon
to be our fight, in the southern part of the division zone. We
lost four tanks and captured more than 400 enemy prisoners
of war (EPW5) in that night fight.

1 offer the following insights on rehearsals:

All flank unit representatives showld be included in
unit rehearsals. The day before the 1D, the commander of
the flank brigade from another division, along with his S-3
and his liaison officer to our brigade, spent several hours
reviewing the intricacies of contact points, recognition sig-
nals, control measures, concepts of operation, mission, and
intent. Likewise, the adjacent battalion scout platoons
rehearsed link-up procedures. The critical details exchanged
here would have to last for the rest of the war; we would not
formally meet again until the cease-fire on 28 February.

The scouts maintained a moving screen immediately adja-
cent to the brigade formation (more than 10 kilometers long)
as the brigade conducted the attack through Iraq and Kuwait.
The planned link-up at many contact points never
occurred—-the scout BFVs were like ships passing in the
night. Radio contact was sporadic, bui the frequent unit
Tocation exchanges between adjacent scout platoons, compa-
nies, and battalions were passed to brigade.

This fight was fruly non-linear between divisions, for
there were huge gaps between units. Our missions were
force oriented. On this night, both attacked adjacent defend-
ing elements of the same Iraqi division. There was great
potential for fratricide in this attack, but perseverance, a
good bit of luck, and a common understanding of mission
and intent averted disaster and ensured unity of effort,

Use a limited number of simple maneuver drills or
plays; rigidly track and rehearse the time and distance
factors to implement each play, considering every battle-
field operating system. We developed a template for each
of the brigade’s three maneuver drills and two movement
drills from the brigade’s base wedge formation (Figure 1).
Once the intelligence picture developed, the brigade com-
mander selected the play—a brigade action right (Figure 2).
Letier codes from the maneuver template—fire-from, tum-
ing point, assault line and attack orientation, reserve, and
direct support artillery battalion—were used to transmit set
points rapidly. All that remained was the commander’s ver-
bal intent for execution. With the template, such controls as
restrictive fire lines, target reference points, combat train
drop points, and command post set points were also standing
operating procedure (SOP). Commanders merely adjusted
location based on factors of METT-T (mission, enemy, ter-
rain, troops available, and time), and broadcast the selected
points and unit orientations.

Rehearse procedures for selected critical functions.
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For us, these functions were casualty evacuation, EPW col-
lection and hand-off, refuel and rearm operations, and hasty
decontamination. We embedded full-up field training exer-
cise (FTX) rehearsals of these drills for the task forces and
specialty units in a brigade CPX of the anticipated fight sce-
nario.

Partition the battlefield engagement areas. The dust cre-
ated by DPICMs dramatically obscured the battlefield for
several minutes after execution. It was essential that we par-
tition the battlefield to make the most of the range and the
effects of each weapon system:

» Zero to three kilometers—direct fire, tank, TOW, 25mm
gun.
» Three to eight kilometers—direct support artillery and
attack helicopter.

= Eight to 15 kilometers—close air support (CAS).

* More than 15 kilometers—batilefield air interdiction and
MLRS (multiple launch rocket system).

This partitioning reduced target obscuration, embedded
adequate safety standoff, and provided an acceptable proce-
dure for the command and control of massed fire distribu-
tion.

Eavesdrop on FM radio nets to collect information and
plan actions to the anticipated decisions. As the intelligence
picture of the impending night fight grew, it became obvious
that an established boundary between us and the brigade on
our north would reduce fire support restrictions and facilitate
our maneuver, (We were moving as part of a division wedge
in a division zone of action.)

The assistant division commander for maneuver and the
two affected brigade commanders discussed the issue on the
division command net. Simultaneously monitoring and
working with the adjacent brigade 8-3 on the division opera-
tions net, and with our brigade X0 and FSO on the brigade
operations and intelligence (O&I) net, we identified the best
alternative. As brigade S-3, I proposed it on the division
command net to the ADC(M) (assistant division commander
for maneuver) and the two brigade commanders. The divi-
sion artillery (DEVARTY) commander reviewed it with his
fire support element and endorsed it. The ADC(M)
approved the change; the DIVARTY entered it in the TAC-
FIRE system, and we plotted it on the brigade overlays.

Meanwhile, our brigade XO distributed the warning order
concerning the boundary change on our brigade command
net. It took 15 minutes to initiate, coordinate, and imple-
ment a critical division-level command and control measure
for a complex brigade night fight. Eavesdropping and net
calls had made it all easier.

Upgrade the combat training centers to integrate, exer-
cise, and assess all the operating systems to the level now
executed for the command and control and maneuver sys-
tems. The following are a few examples:

Intelligence and Electronic Warfare, The amount of
intelligence data “pushed” to the brigade S-2 at the CMTC
had been less than five percent of that received per day in-
theater. Most of the data received in-theater was accurate,
but much of it was either old or had been transcribed. It was
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a monumental task to review, collate, timeline, post, and
assess this data.

Fire Support. The target locations of Air Force-delivered
cluster bormb units and artillery-delivered DPTCM:s had to be
tracked ard the information distributed as probable mine-
fields by the brigade engincer. More than half of the damage
to our wheeled vehicles and a third of our casualiies came
from the inadvertent detonation of unexploded bomblet
munitions.



Command and Control. Extensive cross-talk between
flank units (especially at battalion and brigade level) provid-
ed critical combat information that helped validate enemy
templates, as well as to ensure the continuity of a coordinat-
ed fight.

Combat Service Support. Fuelers and ammunition
haulers traveled hundreds of kilometers cross-country to and
from isolated fuel and ammunition transfer points. The
physical demands of loading and transporting ammunition
and then finally loading it into combat vehicles fatigued
everyone.

Maneuver, Countermaneunver, and Survivability.
Combat engineer vehicles maneuvered well forward as part
of maneuver teams, executing coordinated fires with tanks
and BFVs to destroy bunkers and other prepared defenses—
not as independent counter-obstacle teams.

Rehearse down to the lowest level possible on a scaled
terrain model—then ramp up to full rehearsals. The brigade
used three terrain models to prepare for the offensive:

Formation Model. This scaled model, about 10 by 40
meters, depicted every tracked and wheeled vehicle in its
brigade attack position. During the weeks in the assembly
area, every driver visited the “rock garden,” as it came to be
known, to see his place in the brigade wedge. Wheeled
vehicle drivers knew who and where their tracked recovery
mates were. Routes for fueler, maintenance, and recovery
crews were clarified. Maneuver routes and separation dis-
tances were emplaced. Each driver and track or Bradley
commander understood his part in this formation.

Enemy Attack Formation Model. This model, which
was to the same scale as our formation model and immedi-
ately in front of it as if to suggest a meeting engagement,
depicted the complete vehicle array of our probable foe—the
Tawalkana Division. Battalion and company commanders
maneuvered their “rocks” as we rehearsed attack options,
while our $-2 maneuvered the enemy against us.

Operations Model. We portrayed our zone of action in
an area more than twice the size of a football field. It includ-
ed all terrain featres (surprisingly numerous), control mea-
sores, and enemy positions. The enemy situation—including
gun tube orientation, occupied positions, type of vehicle, and
likely counterattack routes—was updated daily on the model
by the §-2 section. Leaders—down to specialty platoon and
company command—participated in frequent brigade-level
rehearsals.

Rigidly train the implementation of the IPB—especially
the development of decision support templates (DSTs) for the
base plan and probable branches and sequels. As we
moved, I maintained and updated the template in the TAC.
As the situation unfolded and we approached decision points,
1 worked with the brigade XO back in the TOC to ensure
that the right systems reacted or that the brigade commander
was notified for a decision. This included everything from
changing the priority of fire and identifying the time and
place for refueling to setting artillery radar or submitting
requests for CAS or attack helicopter battalion support.
Comprehensive wargaming with good IPB and detailed syn-

chronijzation matrix orders spawns good DSTs and ensures
the most effective use of each combat multiplier.

Force Design

Organize, station, and design training around the
“brigade bantle group” (for want of a better term) as the
basic combat formation. We must truly train as we intend to
fight. We need to organize the brigade battle group in garri-
son as a combined arms unit with all the required assets
either attached or assigned. Three or four maneuver battal-
ions, a reconnaissance platoon, an artillery battalion, an
engineer task force (E-Force design), an air defense battery,
a military intelligence detachment (with collection and jam-
ming as well as ground surveillance radar capabilities), one
or two military police platoons, and a forward support battal-
ion tailored with all the capabilities expected of it during
independent combat operations (including engineer, air
defense artillery, and intelligence and electronic warfare
maintenance specialties). Enough combat support and com-
bat service support “plugs” (using the Army. of Excellence
concept) should be retained at division level and higher to
weight a main effort.

We were extremely fortunate to have a month of in-country
training as a newly task-organized brigade. Unquestionably,
our flexibility and inherent ability to bring organization out
of turbulence remain fundamental American traits. Many
claim that this flexibility to change basic organizational
structure is a fundamental component of our employment
concepts. We must caution against this perception and build
on the numerous studies that endorse the bonding and orga-
nizational strength developed through strong individual and
unit ties.

As the down-sized Army wrestles with world-wide
deployment challenges, we cannot afford on-the-fly task
organizations. Combat organizations must truly live, train,
and grow together. We may not always have the luxery to
prepare, rehearse drills, restructure support battalions, and
assimilate new unit SOPs and personalities with the efficien-
¢y we had before the ground campaign in the Gulf War.

Operation DESERT STORM gave the Army at large a
tremendous opportunity to bond its units and harden its sol-
diers and leaders to the rigors of armored warfare. The in-
country training period provided great training challenges for
the entire chain of command. The commander’s intent was
clear. We trained hard (harder than we had imagined we
could). And we had to survive both the environmental and
the psychological pressures associated with preparing and
executing true combat operations. We need to approach with
caution—but sincerely review and consider—the lessons that
we learned from this highly successful operation.

Lieutenant Colonel G. Chesley Harris was S-3 of the 3d
Brigade, 1st Armored Division, during the division's deployment
to DESERT STORM and now commands the 2d Battalion, 6th
Infantry in Europe. He previously served with the 24th infantry
Division at Fort Stewart. He is a 1975 graduate of the United
States Military Academy.
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