ducted either an escape and evasion
course or a foot march of moderate
length—4 to 10 miles. The difference
between the Omega methodology and
the Magundai was the Omega’s focus
on exacting execution. Although the
amount of physical duress was at the
medium level, mistakes were not taken
lightly.

Another great leadership training
program was established by the 7th In-
fantry Division, which mandated that all
soldiers in the ranks of noncommis-
sioned officers and above attend a
leader’s course before assuming any
leadership position. The Combat Lead-
ership Course and the Light Fighters
Infantryman Course were excellent pro-
grams that established a division stan-
dard for its leaders. The courses reac-
quainted them with the hardship and
stress that their soldiers endure. These
programs should be Army-wide. Ma-
gundai, Omega, or Light Fighter pro-
grams that challenge soldiers produce
more-satisfied soldiers than those who

answer to politically sensitive issues.
The best demonstration of a com-
mander’s concern for his soldiers is in
the quality of their training. The best
force protection method is better train-
ing.

Leaders must constantly practice their
art. For emerging doctrine and technol-
ogy to succeed on the new battlefield,
we have to focus on leadership devel-
opment by encouraging free thinking
outside the boundaries of the absurd.
Commanders need to seize every oppor-
tunity to develop subordinates, teaching
them how to think instead of what to
think. For example, as a commander
receives brief backs from subordinates,
he should use the process to add mental
rigor, forcing these junior leaders to
address unforeseen problems. This not
only addresses the individual problems,
but also teaches the leader how to men-
tally wargame a plan.

The Army does not get to choose its
missions, but it is expected to defeat an
enemy in battle or conduct peacekeep-

ing humanitarian operations. It should,
however, be able to develop leaders
who can meet those challenges—and
guide our soldiers through them. The
soldiers remain the ultimate guarantors
of American interests. The infantryman
cannot be a policeman one minute and
locked in mortar combat the next, un-
less we bear the cost of preparing him.
Only effective leadership can offset that
cost. Soldiers are not pawns; they are
America’s sons and  daughters.
Mentally and physically rigorous train-
ing will help bring them home. Dia-
monds are made from the application of
intense pressure over long periods of
time, and so are effective combat lead-
ers.

Major Keith Q. McGuire served as a com-
pany observer-controller at the JRTC and
previously commanded a company in the
502nd Infantry at Fort Campbell and weap-
ons platoon leader, Company B, 1st Battal-
ion, 75th Ranger Regiment. He is a 1990
ROTC graduate of San Jose State University
and is currently attending graduate school at
Florida Technological University.

The Cadre Platoon

Turning a Challenge Into an Opportunity

The Army, at its core, is a group of
people with a job to do. Everyone’s job
gets harder when the Army doesn’t
have enough people to do all the work.
During the past several years, the Army,
both active and reserve components, has
struggled with the challenges caused by
low recruiting and retention.

Company B, 1st Battalion, 178th In-
fantry of the Illinois National Guard
was no exception. Recruiting was suf-
fering. A booming economy with nu-
merous job opportunities made the
monthly drill check seem less attractive.
Retention was also difficult. ~While
high school graduates joined the Na-
tional Guard for the attractive educa-
tional benefits, relatively few stayed
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after their initial enlistments. All of this
left the unit with a shortage of privates
and with serious turnover at corpo-

Many capable, motivated
young soldiers worked for
years to become team leaders,
only to find themselves with
no teams to lead.

ral/specialist and sergeant levels.

Many junior NCOs decided not to
pursue military careers after their initial
enlistments. Many more, who did not
want to be career NCOs, left when
faced with the frustration of having no
troops to lead. Many capable, moti-

vated young soldiers worked for years
to become team leaders, only to find
themselves with no teams to lead.
Young squad leaders would look to
their left and see only a fire team’s
worth of troops.

It was part of the company’s com-
mand philosophy to delegate as much
responsibility as possible to these junior
NCOs, including training. But there
were still limits to what they could do.
These corporals/specialists and ser-
geants were well prepared to train sol-
diers on battle drills and other tasks.
Squad leaders and platoon sergeants
still needed to prepare and conduct this
training. Senior NCOs needed to take
great responsibility for training and for
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overseeing the training conducted by
these junior NCOs. They faced serious
overwork as these training responsibili-
ties combined with the already heavy
responsibility of caring for their troops.

Another challenge, no doubt familiar
to many readers, was the unrealistic
tactical training that resulted from low
strength. Company B often deployed to
the field with rifle squads of four or five
men and fire teams of one or two. Dur-
ing our Annual Training periods, the
company often had to consolidate into
one platoon. While this may often re-
flect real-world conditions, junior leader
training suffered as squad leaders led
fire teams and platoon leaders led over-
strength squads. Lack of strength also
hurt training through an insufficient or
sometimes nonexistent opposing force
(OPFOR).  Without OPFOR, what
should have been realistic combat train-
ing began to seem like pointless walks
in the woods. A true infantry soldier
wants nothing more than to take the
field and engage the enemy. When he
is unable to do this, morale and reten-
tion will suffer.

To sum all this up, Company B had a
wealth of experienced NCOs and a core
of motivated enlisted men, but it didn’t
have enough soldiers to man three rifle
platoons.

The Solution

With authorization from battalion,
Company B’s leaders tried an experi-
mental solution. They looked for a way
to make maximum use of their strengths
(experienced NCOs) and minimize their
weaknesses (lack of enlisted men and
underutilized junior NCOs).

The company consolidated its three
rifle platoons into two. This consolida-
tion formed two platoons at or near au-
thorized MTOE levels. This, of course,
meant the elimination of some leader-
ship positions. The small group of
NCOs left out of leadership positions
became the company’s full-time train-
ers. Company B took some of its best
NCOs—many with active duty experi-
ence—and put them under an experi-
enced platoon sergeant. Under his lead-
ership, they became the unit’s school-
teachers.
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It is important to note here that these
trainers were carefully selected for their
new jobs. They were not the losers of a
bureaucratic game of musical chairs,
nor were they rejects whom no one
wanted leading troops. They were some
of the company’s finest noncommis-
sioned officers. This cadre platoon con-
sisted not only of more senior staff ser-
geants but  promising corpo-
ral/specialists and sergeants as well.

In the new 3rd platoon (cadre), these
junior NCOs gain valuable teaching
experience before they rotate back to
the line platoons for their next level of
responsibility. 3rd platoon is by no
means a permanent resting place. In-
stead, it is an assignment where capable
NCOs can teach and learn before going
back out to lead troops. This teaching
experience serves them well, both in
their formal professional education and

The freedom to concentrate
solely on training gives 3rd pla-
toon the time to research and
prepare training for tasks the
company has rarely or never
trained on before.

in the line platoons.

In addition to training the troops in a
garrison setting, 3rd platoon also ad-
dresses the lack of OPFOR. This pla-
toon has enough personnel to provide a
wily and experienced force to challenge
both rifle platoons in the field.

The leaders of 3rd platoon can coor-
dinate all elements of training, assign-
ing training modules to individual in-
structors, then supervising and mentor-
ing these instructors. The freedom to
concentrate solely on training gives 3rd
platoon the time to research and prepare
training for tasks the company has
rarely or never trained on before.

In response to changing times, and
with authorization from the battalion
commander, Company B decided to
devote an entire drill weekend to train-
ing in military operations in urban ter-
rain (MOUT). Since the company had
never trained on this, there was a rela-
tively small base of knowledge to draw
upon. It is unlikely that line NCOs

would have had time to do adequate
research and preparation for this train-
ing. But 3rd platoon was able to take
the time to research all areas of MOUT
training relevant to an air assault infan-
try company, searching both official
and unofficial publications. (See “Let’s
Replace Battle Drill 6,” by Captain
Drew R. Meyerowich, INFANTRY,
May-August 1998, pages 11-15.)

On the basis of their research, 3rd
platoon’s trainers planned an entire drill
weekend of MOUT training. The 3rd
platoon’s platoon sergeant personally
taught room clearing. The platoon used
ponchos to build simulated rooms on
the drill floor for room clearing drills.
They invited a guest speaker, a member
of a nearby police department’s SWAT
team. The platoon provided OPFOR for
the platoon-level MOUT situational
training exercise (STX) that capped off
the weekend. During the STX, a 3rd
platoon trainer videotaped the platoon
going through their lanes, to facilitate
their after-action reviews. The end re-
sult of all this hard work was a weekend
of challenging and realistic training that
left the troops with a solid base of
knowledge the company could build on
later.

Another prominent example of 3rd
platoon’s contribution was in August
2000. The company’s leaders had iden-
tified land navigation as a key skill de-
ficiency. Since Company B’s nearest
training facility, Joliet Training Area
(JTA), lacked a precision compass
course, Company B decided to build
one. On the first day of a field drill in
JTA, during platoon and squad time,
3rd platoon members designed a com-
pass course from scratch and emplaced
its stakes, guided by GPS—an all-day
task. This is another example of train-
ing preparation that would have been
difficult, if not impossible, for conven-
tional line NCOs.

Company B is constantly seeking to
improve its company training. In 2000,
Company B and 3rd platoon shifted
their focus from collective task training
to individual skill training. Through the
Junior Leaders’ Program, 3rd Platoon
will work to improve proficiency at
Skill Level 1 and 2 tasks at the corpo-
ral/specialist and sergeant levels. They



will teach small-unit leadership through
battle drills and patrols. The program
will also teach young leaders how OP-
FORs fight, to further enhance their
combat effectiveness.

My intent is not to suggest that all
units immediately carry out a reorgani-
zation such as this one. Instead, I seek
to share the insights Company B has

gained from this experiment and offer
an option to commanders who face the
small challenges of recruitment and
retention that our commander faced.
The problem of strength is not likely to
go away any time soon; meanwhile,
commanders must find innovative solu-
tions to keep their troops combat- in
spite of this challenge.

Lieutenant Daniel Scheeringa led a rifle
platoon in Company B, 1st Battalion, 178th
Infantry, lllinois Army National Guard, at the
time of this writing. He is currently the battal-
ion’s S-2. He has also served as an antiar-
mor platoon leader and a support platoon
leader. He is an ROTC graduate of the Uni-
versity of lllinois at Urbana-Champaign.

The Basics Keep You Alive

One of the biggest mistakes leaders
and soldiers make when their units ro-
tate to the Joint Readiness Training
Center (JRTC) is that they forget the
little things they were taught as young
soldiers. As a young soldier coming
into the Army back in the 1980s, I viv-
idly remember my uncle, who had
served two tours in Vietnam, telling me,
“Stick to the basics and keep your head
down because the enemy knows how to
shoot, t0o.” I have never forgotten
these words. Hopefully, in this article I
can tell you about a few things that may
help your platoons and squads sur-
vive—and learn—at the JRTC.

The opposing force (OPFOR) is
made up of soldiers just like you and
me. There is no magic in the JRTC’s
OPFOR; they focus on the same small-
unit tactics that your platoons and
squads are taught. The OPFOR units
work off the commander’s intent and
use a lot of initiative. This is what
makes them so successful. Usually,
they move in teams of three to five men,
with the senior man being a corporal or
sergeant. They live out of caches dur-
ing the low intensity conflict phase.
One piece of equipment they use that
you cannot use is the Motorola radio.
This is their main means of communi-
cating with their teams. Since these
radios are not secure, the OPFOR uses
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brevity codes a lot to confuse the rotat-
ing units. Every OPFOR soldier knows
how to call a basic indirect fire mission
and adjust fire. OPFOR soldiers mainly
use the roads and villages as boundaries
for their control measures. Company
commanders searching for the enemy
should keep that in mind.
Marksmanship is another thing our
Army could do a little better. We have
been given extra items to add to our
rifles when most of us don’t shoot that

One of the biggest contributors
I have seen is the M68 sight. 1
know batteries are a big prob-
lem and hope the Army will
come up with a way to keep the
sight from coming on prema-
turely.

well even with iron sights. Next time
you’re on a rifle range back at home
station, try doing some training using
your iron sights along with all the other
attachments. It will pay off.

One of the biggest contributors I have
seen is the M68 sight. 1 know batteries
are a big problem and hope the Army
will come up with a way to keep the
sight from coming on prematurely.
Also, do some home station training
with soldiers engaging other soldiers

wearing MILES gear and using individ-
ual movement techniques. This is what
the OPFOR does between rotations.
You will be surprised how well soldiers
will learn to engage a moving target. At
the JRTC you’ll see the OPFOR kneel-
ing or standing behind trees most of the
time while engaging your troops, be-
cause they have learned through trial
and error that they don’t get as many
kills from the prone position. This goes
against a lot of things you were taught
as a soldier. Getting into a position that
allows you to engage a target effec-
tively is also important, but you should
understand and exploit the realities of
the MILES battlefield just as the OP-
FOR does.

Pulling security was probably one of
the most boring things I did as a young
soldier. I now realize it is also one of
the most important things. Too many
times I have been out there with my
counterparts and seen their units sur-
prised by the OPFOR. A lot of times
we fail to realize how a good security
plan helps us in the long run. When
putting out observation posts or con-
ducting reconnaissance and security
(R&S) patrols, you have to apply some
common sense. Don’t finger drill it.
Training units have a habit of going in
thinking they’re going to find the OP-
FOR at night. Not once have we found
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