TRENDS

PLANNING

ISSUE: 
Commander's Intent for Smoke Operations

DISCUSSION: 
Smoke is often ineffective or not conducted because there is no clear commander's intent for smoke support.  This issue stems back to mission analysis and the lack of preparation of a smoke estimate.  BCT chemical officers are not providing a concise information on the capabilities / limitations and recommendation for employment of smoke assets to the brigade commander during the mission analysis brief.  This eventually hinders the commander's ability to provide a clear intent and task / purpose for the BCT's smoke assets.  Most of the time smoke planning is done as an after thought.  As a result, smoke assets (to include projected smoke) are not integrated into the brigade fight.  This affects the troop leading procedures of the chemical company and impacts the planning process of the supported unit that the smoke platoon is task organized to.

RECOMMENDATION: 

Brigade chemo should review his responsibilities in the tactical decision making process and review specific portions of FM 3-50.  This FM states that when the S2 performs the IPB, the chemo, in coordination with the S3, FSO and smoke unit commander, will prepare the smoke estimate.  The estimate will go to the S2 targeting officer for inclusion into the target value analysis (TVA) for fire support planning and to the S32 and chemical staff for smoke target planning.  The chemical staff officer prepares a smoke estimate to recommend courses of action for attacking enemy targets with smoke and obscurants. The smoke estimate assists the chemical staff, FSO and S3 in determining the detailed plan for smoke.  Additionally, the chemo should advise his commander to include smoke support in his commander's intent. FM 3-50 states the maneuver commander must provide his intent, visibility criteria, location and size of smoke target, time for effective smoke duration and security of smoke assets.   Finally, the chemo should ensure that both the smoke platoon and supported units know about the task organization for the mission.  

REFERENCES: 

FM 3-50, FM 3-101, FM 3-101-2

ISSUE

Tactical Standing Operating Procedures

DISCUSSION

There is typically not a platoon TACSOP .  

RECOMMENDATION

Develop and continuously update the current platoon TACSOP and use it during future operations. A TACSOP is designed to be a living document.  

ISSUE

Functions and Responsibilities 

DISCUSSION

The functions and responsibilities of all members of the smoke platoon are not clearly understood or defined.  Typically,  The platoon leader,  attempts to perform both the duties of the platoon leader and platoon sergeant.  The platoon sergeant will typically attempt to perform the duties of both the platoon sergeant and squad leader. Often  squad leaders are not utilized to their full potential.  As outlined in FM 3-101-1, while conducting smoke operations the squad leader directs the movement of his squad, selects vehicle positions, and selects routes of movement. Not having a clear understanding of the roles and functions of the platoon leader, platoon sergeant and squad leaders will result in fatigue of key leaders and ineffective time management  

RECOMMENDATION

Review functions and responsibilities of each member of the smoke platoon IAW FM 3-101-1.  Ensure each member understand their roles and implement them into all future operations.

REFERENCES

FM 3-101-1   http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/3-101-1/Ch2.htm
PREPARATION

ISSUE

Troop-leading Procedures

DISCUSSION

Typically the smoke platoon will not have a clear understanding of what events need to take pace during each step of Troop-leading procedures.   Although continuous, Troop-leading procedures are not a cut-and-dried process. There are no distinct start and stop points. The eight steps are not always performed sequentially; some can occur simultaneously.  
RECOMMENDATION

Review the eight-step process of Troop-leading procedures and what events need to take place during each step. 

REFERENCES

FM 71-123   http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/71-123/Ch1.htm#p5
Issue:  Pre combat checks and Pre Combat Inspections
Discussion:   Pre-combat checks and pre combat checks are not consistently conducted throughout the rotation.  

Recommendation:    Develop an SOP that includes a PCI checklist that can be used by leaders to ensure PCC’s are being conducted to standard.

EXECUTION

ISSUE

Smoke Overlay

DISCUSSION

A smoke overlay contains smoke control point(s), forward fuel resupply points, primary and alternate smoke positions any smoke pot lotions, indirect fire targets and any supporting unit graphics. The smoke platoon did not use a smoke overlay.

RECOMMENDATION

Use smoke overlays in future operations.  This will allow planning of initial vehicle positions and adjustments due to changes in wind directions.  A smoke overlay will also provide for planning of re-supply and smoke control points.

REFERENCES

FM 3-101-1

Issue:  Command and control during smoke operations.

Discussion:  Typically the platoon leader will attempt to control the smoke from the smoke line. 

Recommendation:  Review procedures for establishing an effective smoke control point.

Reference: http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/3-101-1/Ch2.htm#s2
 http://www.adtdl.army.mil/cgi-bin/atdl.dll/fm/3-101-1/Ch3.htm#s6
