Obtaining Maximum Effectiveness
From Your Chemical Assets

by Captain Tom Duncan

One of the most significant trends we
have seen on the Bronco 62 Team (Bri-
gade NBC Training Team) at the Na-
tional Training Center (NTC) is diffi-
culty integrating chemical assetsinto a
task force or brigade combat team
scheme of maneuver. Thisresultsin in-
adequate combat support from chemi-
cal assets and poorly developed unit
Nuclear Biological and Chemical
(NBC) defense measures. Failure to
integrate all the battlefield operating
systems into each operation increases
the difficulty of achieving your objec-
tives and can cost soldiers their lives.
Reversing this trend requires a two-
pronged attack.

First, we must educate combat arms
officers, specifically task force (TF)
and brigade combat team (BCT) com-
manders, operations (S3) and executive
officers (XO), on how to get the highest
possible return from their NBC section
and chemical section with minimum
effort.

Also, the Chemical School, the Com-
bat Training Centers, and individual
chemical soldiers must continue to
strive toward improving our corps.

This article will focus on the first ini-
tiative, educating combat arms officers
on the best use of chemical assets as a
combat multiplier. You should expect
your chemical officer (CHEMO) to ag-
gressively pursue his role in the mili-
tary decision-making process (MDMP),
but the S3 or XO must also be aware of
what to expect from him in order to
assist in his professional development.
My intent is for this articleto serve asa
start point toward understanding what
to expect from your NBC staff section,
and to familiarize you with some of the
doctrinal references available to assist
you in overseeing your chemical staff
and attached assets.

Lack of NBC Asset Integration

It is Training Day 04 at the NTC. The
brigade combat team’s armor battalion

approaches the enemy’s obstacle belt
and prepares to establish a deliberate
breach.

Although the task force commander
has a mechanical smoke platoon and an
NBC reconnaissance squad in his task
organization, he will not use them in
this fight. His task force chemical offi-
cer has not presented, or been asked
for, recommendations on how to use
these combat multipliers. The task
force commander is also unaware that
the chemical officer has not talked with
the task force S2 to ensure accurate
templating of enemy chemica muni-
tions targeting. As a result, he will not
see how the enemy will use these muni-
tionsto shape the battlefield.

His task force immediately begins to
receive direct and indirect fire. Attrition

of the breach team significantly slows
their efforts, allowing the enemy time
to target the armor task force with non-
persistent munitions to slow our breach
efforts. The enemy shot a persistent
chemical strike to slow the advance of
the second echelon, while continuing
the attrition of the task force with direct
and indirect fires.

Our attempt to establish a breach
without the use of mechanical smoke
has allowed the enemy to accurately
target us with multiple weapons sys-
tems. The lack of focus for NBC recon
resulted in the slow establishment of a
safe bypass route for follow-on forces.
The failure of our battle staff to use all
available assets has resulted in our
failing to seize the objective. NoBody
Cares can quickly turn into Nothing
But Casudlties.
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Chemical Officer Duties
and Responsibilities

So what is the best way to get the
most out of your chemica officer,
NCO, and attached chemical assets?
The answer begins with knowing what
to demand from that individual. The
following are some of the chemical
officer's duties and responsibilities
IAW FM 101-5, Saff Organization and
Operations:

* Recommends course of action
(COA) to minimize vulnerability (to
enemy NBC munitions).

* Plans, supervises, and coordinates
NBC decontamination operations.

* Plans, supervises, and coordinates
NBC reconnai ssance operations.

* Plans and recommends integration
of smoke and obscurants into tacti-
cal operations.

* Collects, evaluates, and distributes
NBC attack and contamination data.

This is not an al-inclusive list of
CHEMO duties. However, | will focus
on these main areas in this article. The
guestions we will examine now are:

* What do these duties mean during
day-to-day field operations?

* How do we integrate our CHEMOs
to gain maximum value with minimal
effort?

* What doctrina products should we
expect from our CHEMO to facilitate
giving clear and concise recommenda-
tions to the commander?

Military Decision-Making Process
(MDMP)

One of the three advantages of the
MDMP is to produce “the greatest inte-
gration, coordination, and synchroniza-
tion for an operation and minimize the
risk of overlooking a critical aspect.”
(FM 101-5, Saff Organization and
Operations, p. 5-1) We have already
seen that the CHEMO is responsible for
integrating NBC recon, mechanical
smoke, and decon assets. This process
begins with the first step of the MDMP,
Receipt of Mission.

At the NTC, | have often seen NBC
soldiers excluded from the MDMP.
Successful integration of chemica as
sets requires a chemical representative
in the MDMP. This does not have to be
a member of your staff NBC section. It
can be the leadership from the chemical
element that is task organized to your

TF or BCT. You should expect the
same work from your CHEMO that you
expect from your other staff sections.
The CHEMO should begin as soon as
we receive the mission by ensuring he
has all tools required for mission analy-
sis (i.e., maps, unit SOPs, FMs, exist-
ing staff estimates, etc.)

During Mission Analysis, your
CHEMO should begin analyzing the
base order, task organization, and NBC
annex to determine if there are speci-
fied, implied, or essential tasks that
impact attached chemical assets or our
MOPP analysis. You should also ex-
pect your CHEMO to begin integrating
with the rest of the staff, specifically
the S2. Y our CHEMO should assist the
S2 in templating the most dangerous
and most-likely NBC weapons use.
This analysis drives our task organiza-
tion of NBC recon and decontamina-
tion assets.

Just as with all of your staff officers,
your CHEMO owes you an NBC staff
estimate, IAW FM 3-101, Chemical
Saffs and Units, p. D-3. This estimate
doctrinally includes the following at the
end of mission anaysis:

* Restated mission.

* Effects of weather and terrain on
enemy smoke and NBC weapons, or
weapons of mass destruction (WMD),
employment.

* Enemy situation as it relates to
WMD use.

* Friendly situation as it relates to
chemical assets and initial recommen-
dations for MOPP levels.

Keep in mind that this estimate is a
tool for your CHEMO to use to facili-
tate clear and concise information flow,
recommendations to the commander,
and staff integration. This is a working
document that should be developed
throughout the course of the MDMP.
As your CHEMO works through the
COA development, he should continue
to develop the four paragraphs men-
tioned above, then develop the rest of
the estimate to provide a tool for the
COA decision brief.

The remainder of the NBC staff esti-
mate (FM 3-101, Chemical Saffs and
Units, p. D-3) includes the following:

* COA analysis

* Course of action comparison — Com-
pares advantages and disadvantages of
each as it relates to enemy use of weap-

ons of mass destruction and our utiliza-
tion of attached chemical assets.

* COA recommendation — The COA
that is least affected by enemy WMD
use, and chemical assets can best sup-
port.

The NBC estimate must be complete
by the end of COA analysis (wargame).
One of the best ways to ensure the
CHEMO is integrated is to ensure his
involvement in COA development and
analysis. This uses your CHEMO's
technical expertise and ensures staff
integration. For example:

* S2 and CHEMO — Refine templated
WMD targets.

* S3 and CHEMO - Ensure clear
task/purpose and expedient task organi-
zation of chemical assets.

* 4 and CHEMO - Ensure detailed
plan in place to support logistical re-
quirements of decontamination opera-
tions.

* Fire Support Officer and CHEMO —
Develop a smoke plan that incorporates
artillery and mechanical smoke that
best supports the mission.

We need to take a closer look at
what we specifically expect from your
CHEMO's recommendation at the end
of COA analysis. His recommendation
should include the following details:

* Chemical asset mission priorities
ensure there is a clear task and purpose
for chemica elements prior to COA
analysis, and that the task and purpose
best support the chosen COA.

¢ |dentify critica anticipated enemy
NBC and smoke actions, both friendly
and enemy, and ensure there is a
planned counteraction.

* Ensure our planned task organiza-
tion best supports our chemical assets
task and purpose.

® Critical task (and purpose) for sub-
ordinate units. (This may not just be a
chemical asset. For example a company
team may be tasked to provide security
to a smoke platoon until they are in
position to begin smoke operations.)

* NBC recon, decontamination and
smoke graphic control measures in or-
der to ensure clarity to supporting and
supported elements. For example, the
smoke platoon has to know what box
on the ground they are to cover with
smoke, and the company team and en-
gineers working in that smoke must
understand the planned smoke coverage
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so they can include that in their plan-
ning process.

* MOPP levels must also be consid-
ered. MOPP level 2 for an entire bri-
gade may not be the answer. Infantry
on a 10 km road march may need to be
at MOPP level 0. A tank may need to
be buttoned up with their overpressure
system on while in MOPP level 2, and
systems lacking overpressure may need
to be in MOPP level 4, when going
through terrain where a chemical strike
has been templated. MOPP analysis
needs more attention by the S2, S3 and
CHEMO than we typically see given at
the NTC.

e Assumed risks need to be made
clear to the commander. Too often
commanders are unaware of risks as-
sumed by the staff.

The NBC egtimate format found in
FM 3-101, Chemical Saffs and Units,
D-4, gives your CHEMO a clear and
concise format that will allow him to
contribute during the MDMP. It also
provides focus to Annex J (NBC An-
nex) in your operations order (OPORD).
When the CHEMO is involved in the
entire MDMP, the final step of orders
production should simply be a matter of
cutting and pasting known information
into the proper format IAW with FM
101-5, Chemical Saffs and Units, p. H-
56.

Your CHEMO in Rehearsals

FM 101-5, p. G-9, states a rehearsal
allows participants to visualize and
synchronize the concept of operation.
Incorporation of your CHEMO and
chemical asset leadership is just as
critical to mission success as the inte-
gration of any other battlefield operat-
ing system. Another technique is to
ensure the CHEMO's key points have
been incorporated into the S3, S2, FSO,
and chemica unit leadership’s briefs.
This can be successful if the proper
staff interaction has conducted through-
out the MDMP. The OPORD brief and
rehearsal are the only way your subor-
dinate commanders will truly under-
stand how to protect themselves from
enemy WMD use, and how attached
chemical assets will help them to stay
alive and accomplish their mission.

Your Chemical Officer During
Execution

If your CHEMO is not involved in the
MDMP during execution, he should be
keeping arunning estimate. (If heis not

available due to ongoing MDMP, his
NBC NCO can keep the running esti-
mate). A staff estimate consists of facts,
events, and conclusions (based on cur-
rent or anticipated situations) and rec-
ommendations on how available re-
sources are best used and what addi-
tional resources are required (FM 101-
5, p. 4-4).

As the first paragraph changes, you
expect your S2 to tell you what the
enemy will do next, the S3 to explain
what our counteraction will be, and the
FSO to be ready to support that plan
with timely and accurate fires. But we
often do not integrate all of our combat
multipliers, to include chemical assets.

If the enemy does not use his persis-
tent chemica munitions where they
were templated to be used, your CHEMO
may recommend refocusing NBC re-
con, moving decon assets to a different
decontamination point, and raising the
MOPP level (and/or buttoning up) dif-
ferent units than were planned. Insert-
ing your CHEMO into the MDMP is
the place to start, but demanding that
your NBC section remains situationally
aware is essential to maintain your
combat power in an NBC environment.

You must create the conditions for
your NBC section to succeed during
execution. The CHEMO can still serve
as a battle captain, plans officer, or
other roles within the Tactical Opera-
tions Center. But there must be estab-
lished systems for alowing the CHEMO
to maintain situational awareness and
be available to make recommendations
through the S3 or XO to the com-
mander.

Another technique to consider is split-
ting your CHEMO and chemical NCO.
Either by putting them on different
shifts to ensure 24-hour coverage, or
placing one with the TOC and the other
with the TAC. This will facilitate the
availability of NBC specialists at criti-
cal times during your operations.

What You Owe Attached Chemi-
cal Asset Leadership

Y ou must meet the chemical company
commander or platoon leader half way
when they are integrating themselves
into your task force. Although your
CHEMO should be the point man for
this coordination, your job is not sm-
ply to provide quality assurance. Chem-
ical leadership must receive WARNOS,
be present for the OPORD brief, re-
ceive relevant graphics (SIS TEMP, ma-

neuver, combat service support at a
minimum), as well as a clear task and
purpose.

Remember that no one in your com-
mand knows how to use these assets
better than the young officers, NCOs,
and soldiers operating the equipment.
We have to ensure they have the tools
to formulate their plan and the opportu-
nity to bring recommendations for the
use of their assets back to your staff.

Our Army’s doctrine, FM 3-101,
Chemical Saffs and Units, p. 4-7, states
that the supported unit commander has
only one primary responsibility, effec-
tive use of chemical assets to accom-
plish missions. All you need to do to
accomplish that task isto integrate your
CHEMO and chemical unit leadership
into the MDMP, allow them to contrib-
ute in the TOC at critical times during
execution to make recommendations to
the commander, and always provide a
clear task and purpose to chemical as-
sets.

What to Expect from Company
NBC NCOs

The last task you should expect of
your NBC staff section is that they are
assisting company commanders to pro-
fessionally develop company NBC
NCOs. FM 3-101, Chemical Saff and
Units, p. C-8, is the source document
for your company NBC NCO’s duties
and responsibilities. The company
NBC NCO is the specialist who will
assist his commander in preparing to
fight in an NBC environment. The
NBC NCO is aso responsible for the
following:

* Ensuring NBC common task train-
ing is done to standard.

* Integrating NBC collective tasks
into unit training.

* Integrating NBC as a condition for
performance of METL tasks.

* Maintaining chemical  defense

equipment status.
* NBC warning and reporting.

* Advising his commander on NBC

avoidance, protective posture, Flame
Field Expedient use, decontamination
and smoke operations.

Your CHEMO is not doing his job if
he is not assisting the chain of com-
mand in professionaly developing
these junior NCOs.
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Chemical Assets
from Page 19

Conclusion

Looking at the example in the begin-
ning of the article, the enemy used
non-persistent and persistent chemical
agents on the battlefield. Your unit
must be ready to fight with NBC as a
condition of the battlefield.

The trends we see at the NTC are our
staffs  failure to template chemical
weapons use, then focus NBC recon
and decon assets on the most dangerous
or most likely templated target, smoke
plans that are poorly developed and do
not integrate artillery and mechanized
smoke, and no detailed decon planning.
Reversing these trends requires proper
staff integration from the beginning of
the MDMP through reconsolidating/
reorganization. Y ou should expect your
CHEMO to aggressively pursue hisrole
in the MDMP, but the S3 or XO must
also be aware of what to expect from
their CHEMO in order to assigt in his
professional development. The bottom
lineisthis: training and integrating your
CHEMO will help you to maximize
combat power and accomplish your
mission.

CPT Thomas A. Duncan Il re-
ceived his commission in 1991 from
the University of Northern lowa
ROTC program after enlisted ser-
vice in the lowa Army National
Guard. He has served as a battalion
chemical officer, headquarters bat-
tery executive officer, and chemical
company platoon leader and execu-
tive officer in the 25th Infantry Divi-
sion. He was the assistant secretary
of the general staff and commander
of a chemical detachment while at
Headquarters, V Corps, and com-
manded a heavy divisional chemical
company while serving in 1st AD. At
the National Training Center, he
served as an observer/controller,
NBC trainer for the Armor and Cav-
alry Training Team, and as the
Chemical Company trainer. A grad-
uate of the Officer Basic Course,
Ranger School, Airborne School, Air
Assault School, Chemical Officer
Advanced Course, and CAS3, he is
currently assigned to Fort Leonard
Wood as an SGlI for the Chemical
Captain’s Career Course.

20

ARMOR — September-October 2001



