PRE-DEPLOYMENT PHASE

ISSUE

Company Command Post (CP) Operations

DISCUSSION

All personnel that are assigned to your headquarters need to deploy in order for CP operations to succeed. The exception is some of your maintenance personnel who may be needed back at home station for platoons not deploying, but this should be one supervisor and at most two mechanics. This means that the CDR, XO, 1SG, operations section, commo personnel, supply personnel, cooks, and maintenance section must be on the deployment. If you are going to train your company headquarters, then do so. Leaving personnel behind means the training will be incomplete. If other commitments prevent you from deploying the entire headquarters, then you have too many commitments. This is mentioned because there has been a trend of inadequate training in company headquarters at NTC, which can be mostly attributed to not having all their assigned personnel on the deployment.

RECOMMENDATION

Deploy with your entire company headquarters. Put a platoon leader in charge at home station and let them be in charge (Don't call back every day to "see how things are going back there"). You have enough to worry about on the deployment. This does not mean leaving them hanging--provide adequate guidance prior to deploying. If an admin specialist is needed, then have the platoon not deploying provide one for temporary duty.

REFERENCES

FM 25-100 
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/25-100/toc.htm
FM 25-101
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/25-101/fm25101.htm
FM 22-100
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/22-100/toc.htm
ARTEP 3-457-30MTP
http://www.adtdl.army.mil/cgi-bin/atdl.dll/query/download/ARTEP+3-457-30-MTP
ISSUE

Establishing clear training objectives

DISCUSSION

NTC is intended to be a training tool that lets commanders: (1) see where their unit stands; (2) understand how to better focus and plan training, (3) to validate and/or update unit SOPs and (4) incorporate some fixes for improving their training. In order to use NTC as the tool it is intended, commanders must establish clear training objectives in order to focus all soldiers and set the unit up for success. More often than not, this is not the case.

RECOMMENDATION

Ensure the unit discusses training assessments at every weekly training meeting--don't just hand wave this. With key leaders involved, establish what you want to accomplish during your NTC deployment. From this data, develop clear and concise training objectives. Do not develop too many objectives, and ensure they are achievable. Clearly state these objectives to all personnel and to the observer/controllers at NTC. Be prepared to adjust these objectives slightly, after each AAR at NTC. Do not change training objectives and do not lose focus of the ones you set while at NTC. If NTC brings out weaknesses not previously recognized, simply adjust your home station plan to address these areas.

REFERENCES
Company Quarterly Training Guidance

FM 25-100 
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/25-100/toc.htm
FM 25-101
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/25-101/fm25101.htm
FM 22-100
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/22-100/toc.htm
ISSUE
Accountability

DISCUSSION
Units struggle with 100% accountability of personnel, sensitive items, and equipment at NTC and spend an enormous amount of time trying to gather this data during RSOI, thus wasting valuable planning time preparing for the first mission. Units simply come unprepared for battle tracking this information. Additionally, observer/controllers must have this information early in RSOI due to safety and in case of an emergency (Red Cross message, etc.).

RECOMMENDATION

Use the deployment roster provided as part of the inprocessing packet and ensure it is filled out accurately prior to deployment to NTC or any other deployment for that matter. This roster is intended as a guide, not a "must use this format" document. Ensure you have accurate packing lists for all CONEX inserts. Make a list of all vehicles the unit will bring and draw at the NTC. Ensure you know who will be on each vehicle and develop a load plan for that vehicle prior to deployment. Make several copies of all this data and verify just prior to deploying and again once on the ground at your deployment location. Provide this info, as well as the rest of the inprocessing packet, to the Bronco 62 Team during the inbrief on RSOI 1.

REFERENCES

Company TACSOP

PLANNING PHASE

ISSUE
Troop Leading Procedures (TLP)

DISCUSSION

Company troop leading procedures are inadequate. Company commanders are not consistently involved in the BCT planning process and rely too heavily on the BCT NBC annex to write their order. It is imperative that the commander provides input on how to utilize chemical assets during the BCT orders process and receive the BCT commander's intent first hand. Company OPORDs are not consistently produced in a timely manner and not all elements receive all the information. The OPORD lacks detail concerning the enemy situation, especially on where to expect enemy special munitions and what enemy each subordinate element could expect to encounter in their area of operations. Subordinates are usually given a fair task and purpose, but the plan is rarely integrated into the BCT or TF scheme of maneuver. Commanders rarely publish CCIR to focus their subordinates, especially the operations section on what needs to be tracked. Time management also needs improvement. Commanders rarely develop or post a TIMELINE with all critical company events listed. Coordination with adjacent and supported units, as well as with needed elements to assist in accomplishing the mission is inadequate. Subordinate elements rarely participate in supported unit orders processes and end up with an unsynchronized mission. Additionally, coordination with critical elements, such as engineer, medical, water, and MP assets, is rarely done in a timely manner. As a result, decon operations are hindered significantly from accomplishing their intended mission. Units have never conducted an NBC rehearsal with all critical NBC leaders in order to synchronize the NBC plan and rarely has the commander made use of platoon backbriefs to ensure subordinate leaders understand the plan. Additionally, the commander usually attends BCT rehearsals, but does not present information in enough detail to synchronize the NBC plan with the scheme of maneuver. Lastly, the Force XXI Risk Assessment format for identifying safety/operational risks for each mission is used effectively most of the time.

RECOMMENDATION
Use the Troop Leading Procedures and develop an OPORD shell prior to deployment that allows room for writing in specifics on each of the five paragraphs. Take this shell to your TASC and have them make it into a 6-copy carbon pages document. This will facilitate rapid production of the company OPORD. Attend the critical pieces of the BCT orders process (mission analysis brief, commander's guidance, COA development, OPORD brief, and rehearsal) to ensure our platoons are given a quality task and purpose every time and that the NBC plan is integrated into the scheme of maneuver. Additionally, the orders process is a good time to start critical coordination with needed assets and with supported units to ensure our elements can accomplish the mission. Always, always, always develop a company TIMELINE early (start one after you receive task organization from the BCT), post the TIMELINE for all to see, and update it as needed. Conduct some type of rehearsal in order to synchronize our plan and to ensure all our soldiers understand the plan. A FM rehearsal on the company net with all NBC leaders is a good technique.

REFERENCES
FM 101-5
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/101-5/default.htm
FM 3-101-1
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/3-101-1/toc.htm
FM 3-50

http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/3-50/toc.htm
FM 3-19

http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/3-19/toc.htm
FM 3-5

http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/3-5/fm3-5.htm
ARTEP 3-457-30MTP
http://www.adtdl.army.mil/cgi-bin/atdl.dll/query/download/ARTEP+3-457-30-MTP
PREPARATION PHASE

ISSUE
Security

DISCUSSION
Security is inadequate. Most units do not have a plan (SOP) for how they will conduct security; therefore, security operations are incomplete at best. Conduct of stand to and the level of security to maintain are adequate most of the time. Also, initial positions and sectors of fire are usually assigned; however, hasty positions and range cards are inadequate and rarely are improvements made to initial positions. Additionally, sector sketches lack completeness, are not developed in a timely manner, nor posted in the CP. Lastly, units rarely develop a plan for a quick reaction force or signals to establish 100% security in the event of an attack.

RECOMMENDATION
Develop a plan (SOP) for how the unit will establish a defensive perimeter. Key issues are assigning areas to cover, establishing OPs, quick reaction forces, priorities of work, critical timeline info such as the time to turn in platoon sector sketches, etc. Train the SOP each and every time the unit deploys to a field environment. Work on developing hasty positions and range cards. Ensure all soldiers can accomplish these to the standard. Develop a plan for position improvement for extended times at one site and enforce the standard. Leaders must check periodically to ensure this is being done. Ensure the company sector sketch is to standard and posted in the CP. Rotate our soldiers on the perimeter more often to ensure alertness. Do not let the standard slip as soldiers and leaders become tired due to continuous operations.

REFERENCES
FM 7-8
http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/7-8/toc.htm
Chemical Company TACSOP

ISSUE
Maintenance Support 
DISCUSSION
Maintenance support from the company maintenance section is usually adequate; however, maintenance operations overall need some improvement. PMCS lacks completeness and a lot of soldiers and leaders do not understand the proper procedures. Units, more often than not, try to shortcut this operation and do not train PMCS procedures at home station. 5988E turn-in and mechanic verification are not consistent. Self-recovery operations are hindered significantly because the proper equipment is not available and/or not brought on the deployment. Additionally, coordination is usually not done with supported units for them to assist with recovery operations. Within the maintenance section, part numbers are usually checked to ensure accuracy, parts are ordered in a timely manner, and units consistently meet the standard for executing disk drop to the BSA. PLL is usually inadequate due to not having critical parts on hand. The NTC PLL that units draw is not enough. Recovery operations must train to ensure they are conducted safely and in a timely manner.

RECOMMENDATION
Train PMCS to standard at home station. Leaders must consistently check to ensure standards are being met. Command Maintenance is the time when EVERYONE should be focused on maintenance. If this is not the case, then your program is inadequate! If soldiers don't understand procedures, then section leaders should be training them. During deployments, publish a time for 5988Es to be turned in and enforce this time as well as the standard. Assign mechanics to each platoon and plan time to conduct verification. Review 5988Es with platoon sergeants and the 1SG. Platoons/Squads need to ensure they have the capability to self-recover. A tow bar is an exceptional asset to have for both wheel and track self-recovery. Some units may not have these items on their MTOE, except in the maintenance section, so coordination with supported units becomes critical. Borrowing from another unit may not be the solution because if they deploy you won't have it for your deployment. Units can submit a request for MTOE change and try and acquire this critical asset. Units should bring part of their home station PLL for the deployment. Critical parts for smoke generators and M12s are a necessity for success. Lastly, ensure published times for 5988E turn-in, review times, verification times, and disk drop times are part of the company TIMELINE.

REFERENCES
DA PAM 735-750


DA PAM 750-1



EXECUTION PHASE
ISSUE
Company CP Operations

DISCUSSION
CP operations are inadequate. There are several techniques for positioning the CP on the battlefield and each has plusses and minuses. The CP can be part of the BCT TOC, satellite off the BCT TOC, position in the vicinity of the BCT TOC, or position in the BSA. These are just a few techniques. Every unit must determine where they will fight prior to arriving at the NTC. Also, units need to determine how they will battle track. What is the critical information needed, how will it be tracked (charts), what graphics are needed, how many nets must be monitored, etc. These first two really go together because the decision for one can't be made without the other. Here at NTC, the CP layout, for the most part, is adequate and facilitates effective battle tracking. There sometimes is a problem with adequate supplies to sustain CP operations. The biggest problem with CP operations is maintaining communications with our subordinate elements. The only time this was effectively accomplished was when some element went forward as communications relay. This works well, but must be adequately planned with redundant communications in place to ensure we can track the status of our assets. The big misunderstanding is with attached out assets--units feel they are no longer responsible for battle tracking these assets. How can you make a recommendation to the BCT commander concerning chemical assets if you do not know the status of those assets?--enough said! Additionally, units have tracked the assets they could communicate with adequately, but rarely was any type of analysis done--information was simply logged and/or posted on the map. Detailed analysis includes determining the best use of assets, when to reposition assets, when to jump the CP, etc. Each of these leads to a decision from the company commander or a recommendation to the BCT commander.

RECOMMENDATION
Review CALL newsletter No. 05-07 (Tactical Operations Center) and develop a plan for how and where your unit will conduct CP operations. Determine what charts to make and how to configure the CP for effective battle tracking. Incorporate this into the company TACSOP. Use Sergeant's Time Training to train our plan at individual and collective levels before conducting a HQ section FTX. Ensure we integrate our plan into the BCT plan and train with the BCT whenever feasible. This includes integrating the headquarters into BCT CPXs and FTXs. Don't just wait for the NTC train-up. Devise plans when communications are lacking to either emplace relay/retrans with internal assets or to link in with higher elements to facilitate situational awareness. Ensure we have redundant communications by using MSRT and DNVTs as well as establishing a direct link with higher headquarters. 

REFERENCES
CALL Newsletter No. 05-07, Tactical Operations Center

Company TACSOP

ARTEP 3-457-30MTP
http://www.adtdl.army.mil/cgi-bin/atdl.dll/query/download/ARTEP+3-457-30-MTP






