ratrc:ns Sergeant...

By 506 Jerry Puik

ourentire career as a hard-charg-
Ying motivated nencommissioned
officer has been spenl in challeng-
ing leadership positions such as squad
leader, section serpeant, platoon ser-
geant and first sergeant. And thal was
just fine becapse you've always enjoyed
heing “on the ground™ wnrkmgmth 563
dicrs. But now that hard-driving work
ethic has lnnded you a job as an opera-
ticns sergeant, The only stall experence
vi ever had was as o PIU many, many
years ago when you were tasked {with
much resistance) o be the driver for the
kattalion 5-3,

You remember vividly o the tacti-
cal operations center (TOC)was a place
run primarcily by oflicers, The colisted
soldiers only performed tasks such as
ensuring the coffee maker was alwaysup
and renming, pitching tents and pulling
guard duty.

Well, those days have passed. In
loday’s smaller Army, 1he WO s noch
more invelved in the staff planning and

Train Your NCOs For the TOC

conrdination of combat operalions with-
in the TOC,

Simce you are Lraly a professional
NCO of the highest caliber, you un-
deubtedly want 10 do the best job you
can, 50 now it's ime for you, the opera-
tions sergeant, o ask a few questions
anl assess your seclion, You already
know your MOz have become subject
malterexperts in the myriad ol duties re-
quired while operating in garrison such
as traming NCO, schools KOO, Olling

oul vt status reports and hundreds of

oiher duties. But are the NCOs and sol-
diers in your scetion trained 1o perlomm
their most critical function, their as-
signed dutieswithin the TOC, when your
unit deplovs to combat? [oes your anit
have a current tactical operabions center
standard operating procedure (TOC-
SOM? Do officers or battle stall NCOs
post and update the map boards? Do the
battle stuff NCOs and radie operators
know what the comnmander’s critical in-
formation requirements (CCIR] are?
e they even know the meaning of the
acronym”? Do the hattle sraff NCOs un-

NCOs teke on added responsitiiities in &
taciical operations cenfer.

derstand the tactical decision-making
process [TIIMPY! These are all ques-
tions to ask when asscssing your section,

Here are a few other things to think
about when considenng whal traimng
vour scction needs in order to improve
TOC operations, First, read all the after
action reports and take-home packages
prepared on vour TOC during the past
two years. This includes any trips your
unit has made to the NMational Training
Cenler al F. [rwin, CA, or the Joint
Readiness Training Center at FL Polk,
LA, and any recent participation in
WARFIGHTER command post exer-
cizes. These products provide preat in-
sight 1o polenlial lraining weaknesses,

Next, pull out a copy of the TOCSOR
Droes itcover the duties and respongibili-
ries of batrle staff NCOs? Most TOC-
S0Ps doa grear job of describing duties
of key officers, but don’t go into enough
detail listing the duties and responsibili-
ties of the operations sergeant/sergeant
major, assistant aperations sergeants or
shift I O0e, aswell as radio operators, A
newly-assipned hattle staft NOO or ra-
div operator sheuld be able (o pick up
the TOCSOF, read it and wnderstand
what his or her responsibilities are with-
in that TOC, This will help lessen the
time required (o train thal person 1o per-
Form assipned duties.

CHher arcas that might requice some
raming are slafl journals and journal
files. In maost TO s, it's the responsibil-
ity of a battle staff MCO to prepare and
maintain these documents. Mormally,
each staff secton within g TOC main-
taing ils own stall journal and journal
files. How to prepare staff jonrnals and

journal filcs is covered in some derail in

AR 220-15; FM 101-5;, Appendix B
(dated May 84} and (if you're fortunate
enough o have a copy) the final draft of
F3 101-5. dated Aung 93, Appendix I
The salf journal is normally recorded
on [2A Farm 1594 (Daily Staff Journal
or Doty Olficer’s Log) and covers a peri-
od not to exceed 24 bours, Common e1-
rors include not lilling out the heading
completely, running the journal for an
extended period ol time (e, longer than
24 hours), incomiplete entrics and not in-
dicating accurately what action was Luk-
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en in the “Action Taken™ colurmn. Tvpi-
cally, you’ll find the word “Logged”
under the “Action Taken” column for all
entries in that journal., KM 101-3 sup-
pests using lefter symbals ra represent
certain actions taken and explaining the
lztter symbols ina lepend,

If alffieers within the TOC are posling
and wpdating map bozrds, they will not
have sulficient time W do heir own job
ol integraling resources and synchroniz-
ing the fight. This can lead 1o tired and
inefficient officers, resulting in an inci-
fective stall, Batde staflf XCOs must be
thoroughly knowledgeable onhow to de-
pict operphional graphies and svmbalsin
accirrdance with FM TH-5-1 and FM
21-26. Some  [requently  overlooked
items include map overlavs that do not
have the proper classification elearly la-
Beeled on the lop and bottam and no rep-
iatration marks ta ad in lining up the
overlay o the map, Marginal milorms-
tion should also be included on the over-
Lay. I your commander requires you to
use colors and symbols that are not LAW
FM 101-5-1, they must be explained in
the overlay's legend.

Some frequently over-
looked items include
map overlays that do

not have the proper
classification clearly la-
beled on the top and
bottom and no registra-
tiorr marks to aid in lin-
ing up the overlay to
the map.

Does your TOMCSOP cover the ace
tions taken during a shift change? Are
the hattle staft NCOs iwolvad in the
shift change brick or is it cxclusively the
ofhicers’ damain? Whether there s in-
vialvement of battle staff %OC0s ot the
shift change brief or not, there sall must
be 4 one-on-one exchange herwzen the
hattle staff NCOs going aff shile and
those coming an shift, to include the ra-
dio operators. A goad technigue is o
prepare, oo a pocket-size card, o peneric
shittchange briefine formal for all banle
sladl MO and radio aparators to carry
in their breast pocket, When i's time Lor
i shill change they cach poll out the card

and go down the list and follow the for-
mat. This ensures thot a thorough hrief-
ing has token place and the incoming
personnel have a complete picture of
what oveurred during he last shilt.

Whether there is in-
vofvement of battle
staff NCOs ai the shift
change brief or not,
there still must be a
one-on-one exchange
between the battlfe staff
NCOs going off shift
and those coming on
shift, to include the ra-
dio operators.

Another area where hatile staff
MNCOs have significanl impact 15 in-
tformation management. If voo do not
have an effectrve means for displaying
information and distributing informa-
tion, your TOC will likely become
bogged down and cease to function ef-
fectively during fast-paced aperations,
Bl ot T THOSCOH S cover indetail the types
al charts and status boards that will be
displaved in the TOC according 1o your
commander's preference. Where the
shortcoming is obscrved is in the arca of
mainlaiming and vpdating the informa-
tion, especially during fast-paced opera-
bans, Your TOCSOFP should specily
who is responsible for maintaining these
charts and at what frequency they are to
be updated. Additionally, these visual
display techniques should cach have a
date-lime group clearly posted, Lo en-
sure vour commander gets the most cur-
rent information availoble. TEalsoallows
voul, Lhe operations sergeant, 3 spol-
check to ensure evervone isdaing a pood
jakb.

There is no single doetrinnl source
that covers in detail tactics, techniques
anel procedures for TOC operalions, but
the Center for Army Lossons Learncd
(Call) at FI. Leavenwarth, K5, has
published an excellent newsletter tithed
Tactival Operations Center (TOC),
Number %5-7, dated May 95, This par-
tizular 1ssue covers many of the prob-
lems experienced by TOCS at the com-
hired tramning centers (CTC), Some of

the areas covered in the newsletter in-
clude TOC functions, duties and respon-
sibihties of TOC personnel, TOC layout
and infarmation managament. [Talsom-
cludes a simple generie, commend post
excrcise (CPX) vou can conduct in vour
unil and ileas on easy-lo-implement
home-staton training for your TOC per-
sommel. This particular issue should be
on the mandatory reading list of all op-
erations serpeants, It can be ardered
from CALL Costomer Service at FE
Leavenworth by calling DS 552-2255
or commercial (913} 684-2155, The E-
mail address is calli@ leav-ermb.army, mil,
If vou enjoy “surfing the "‘Net” vou might
wanl (o browse the CALL homepage al
http:fenllarmy.mil:1 1K callLheml - ar
hrevwse their weh pape atb httpleallar
my.mil:1100/callyhomepage/
newslrsS5-7octoc.himl and read on-
line the entire contents ol Newsletter
YE-7, Tactienl Operations Cenier
{TOC)

Clpe final point: The training tips dis-
cussed in this article apphs equally
whether vou're in a combat, combar sup-
port or combat service support unit from
battalion level all the way up to corps
level, or a member of the fire support
clement, air defense scction, or the engi-
neer scetion wilthin a larger anin's TOC.
The impoertant thing o remember is Lo

Your TOCSOP should
specify who is respon-
sibfe for maintaining
the types of charls and
status boards that will
be displayed according
to your commander's
preference.

Irain al every possible opportunily. The
battle scaff NCOs ond soldiers within
your section can contribule immensely
tor the suceess af your umt's nussion, bud
you must train them so they can compe-
tently and confide ntly carrv out their du-
ties within the TOC

Puik ix g faculny advisor for the Serceants
Major Course at USASMA, Ft. Rliss, TX
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