6-27 FA FCNCO SSG(P) Johnnie Fields in FDC with PFC Micah Kennedy (R) and SPC Jose Galvan (L).

The Battalion

Fire Control NCO

By Sergeant First Class Robert M. Castillo

y first experience with the
M Field Artillery battalion fire

control NCO (FCNCO) was
as a young soldier in a battery fire
direction center (FDC) during the bat-
talion “Best FDC Competition.” | was
the FDC advance party man in a 105-
mm battery and had just pulled into
position with the rest of the battery
advance party.

Asl beganto enter theinitial gun data
into the back-up computer system
(BUCS), I heardthisgruff voiceasking,
“What areyour prioritiesof work asthe
advance party man?’ Before | could
answer, hetook thedataand BUCS and
entered the data in a few seconds. His
final wordswere, “It’s getting ready to
shoot!”

During the rest of my first tour, |
experienced the wrath of that old,
crabby, knowledgeabl e, chain-smoking,
coffee-drinking manual fire direction
guru many times. He dictated what we
trained on and when and where we
trained it.

The battalion FCNCO has remained
essentialy the same for the past 12
years—although with the introduction
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of digital systemstotheField Artillery,
the scope of his duties has increased
and will increase even morein the next
three to four years.

This article addresses the duties and
responsibilities of the FCNCO and out-
lines some tactics, techniques and pro-
cedures (TTPs) for his increasing the
effectiveness of the battalion.

Dutiesand Responsibilities. Thepri-
mary duty of the FCNCO is to be the
premier trainer of all theMilitary Occu-
pation Specialties (MOS) 13E Cannon
FireDirection Specialistsand 13C Au-
tomated Fire Support Systems Special-
istsinthedirect support (DS) FA battal-
ion. He determines the “gate” training
strategy for all 13E/C tasks in the bat-
talion; manages the 13E/Cs; mentors
battery and platoon FDC soldiers, sec-
tion chiefs and fire direction officers
(FDOs); guards FDC Sergeant’s Time
training; and devel ops the roadmap for
digital training in his battalion.

In addition, the FCNCO brings much
tothe DS ordersprocessin the military
decision-making process (MDMP).
With his shooter’s and executor’s per-
spective, hecanservethebattalionwell.

Training. Whilel wasthe FCNCO for
the 2d Battalion, 320th Field Artillery
(2-320 FA), 101st Airborne Division
(Air Assault) at Fort Campbell, Ken-
tucky, the battalion instituted an ag-
gressive training program to introduce
ex-Paladin FDC chiefs to the world of
manual FDC secondary checksand com-
putations. Wedid thisviaFDC consoli-
dated training in Sergeant’s Time and
the commitment of the command group
to aliberal training program.

However, the FCNCO responsibili-
tiesandinput arejust asimportantinthe
mechanized artillery battalion. The
FCNCO' sabhility tounderstand boththe
light and heavy fire direction worldsis
an asset to either battalion.

Our gatestrategy beganwith prioritiz-
ing the basic fire direction tasks based
onour missionessential tasklist(METL)
and then training them in standardized
crew drills supplemented with infor-
mally written standing operating proce-
dures (SOPs). These SOPshad step-by-
step proceduresto enhance understand-
ing. Thetraining culminated ingunnery
field exercises with advance party pro-
cedures, occupation crew drillsandfire
mission processing.

Later, asthe FCNCO in 4-27 FA, 1t
Armored Division, Germany, weestab-
lished a training strategy to build the
gunnery knowledge of all FDC soldiers
based onfeedback from arotationtothe
Combat Maneuver Training Center
(CMTC) in Hohenfels. The soldiers at-
tendedbasicmanua gunnery classesonce
a month during consolidated Sergeant’s
Time. Determining soldiers training
needs on an implied task—manual gun-
nery—isthe FCNCO’ sresponsihility.

The FCNCO's time should be spent
with the battery and platoon FDCs con-
centratingonsimplestep-by-stepdrillsat
thelowest levels. Thisenhancesand stan-
dardizessoldier knowledgeat every level.

The time spent with the battery and
platoon FDCsisbeneficial intwoways.
First, it ensures the training conducted
at the battalion and section levels is
useful and realistic and standardizesthe
battalion. The endstate is soldiers can
be “plugged into” any battery because
they all weretrained inthe same manner.

Second, theFCNCOl earnsthestrengths
and weaknesses of each of his battery
and platoon FDCs, which makes him a
better advisor to the commander in all
matters concerning the FDCs.

Managing. The FCNCO gives the
command sergeant mgjor (CSM) a
monthly “snapshot” of the FDC sol-
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diers and where the battalion standsin
team building. With the help of the
personnel actions NCO and the battery
first sergeants, each FDC soldier is
tracked using asimpl e spreadsheet soft-
wareprogramcontaining hisname, rank,
duty position, arrival date, previousduty
position, departure date and battery.

Thisform allowsthe FCNCO to make
recommendations to the chain of com-
mand and the NCO support channel on
moving soldiers and replacing soldiers
leaving the battalion. It also enhances
the battalion’s ability to promote sol-
diers from within, align new leaders
with sections based on their abilities
and that of their prospective sections,
and create an environment for soldiers
to strive to become leaders.

InFY 04, MOS13E and 13C aresched-
uled to be consolidated into MOS 13D
FA Tactical Data Systems Specialist.
With the introduction of the 13D pro-
gram to the fire direction community,
tracking FDC soldiersincreasesin im-
portance because of the effects of con-
solidating two MOS on a DS battalion.
For example, unless the FCNCO has a
tracking systeminplace, if thebattalion
receives an abundance of ex-13Cs to
run the battery and platoon FDC, this
could lead to problems throughout the
battalion. In addition, to qualify as a
13D, the 13C or 13E, at a minimum,
must undergo abattalion-directedtrain-
ing program and be certified as a 13D
by the first lieutenant colonel in the
soldier’s chain-of-command.

Mentoring. A battalion mentoring pro-
gramis, perhaps, the hardest to start but
the easiest to maintain. By the nature of
his job, the FCNCO is the senior “ob-
server/controller” in al matters related
to the battalion’s FDCs. During field
problems, the FCNCO learns about the
individual abilities of each leader and
soldier by visiting the firing batteries
andobservingthecrew drills, firedirec-
tion procedures and other training.

The FCNCO's visits to the battery
FDCswiththeBattalion Master Gunner
provide invaluable information for the
command team to usein futuretraining
events, field exercisesand depl oyments
to the various training centers. During
these visits, soldiers begin to under-
stand the role of the FCNCO, histrain-
ing plans and his ability to make them
better at their jobs. The visits also can
evaluate the effectiveness of training
and refine TTPs that aren’t working.
Thevisits promotethe FCNCO' sinter-
action with the FDC soldiers and build
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teams around the programs instead of
vice-versa

The FCNCO mentorship of battery
and platoon FDC personnel must in-
clude the battalion FDO and the sol-
diersinthebattalion FDC. Therelation-
ship between the FCNCO and the bat-
talion FDO is easy to define if one
understands what each “brings to the
table.” Atthebattalionlevel,theFDOis
either asenior lieutenant or captainwho,
in most cases, has served asabattery or
platoon FDO. His understanding of the
tactical and technical aspectsof thebat-
talion FDC islimited to his experience
as a battery FDO.

The battalion FCNCO is a senior en-
listed leader (E-7/sergeant first class)
who has served asabattery firedirection
NCO (FDNCO); inmost cases, asa 13C,
hewill have spent much of histimeat the
battalion FA tactical operations center
(TOC). Together, the two must build on
each other’s strengths and knowledge
and dedi cate themselvesto training the
battalion fire direction capabilities.

They share duties in the orders pro-
cessand devel oping battalion FDClead-
ers and, most important, perform each
other’s duties in the other’s absence.
Together they are key to the FDC pro-
gram and, therefore, share in the
mentorship program.

In many cases, the FCNCO must de-
velop the skills of the battalion FDO to
help him understand the difference be-
tween hisrole as a planner and execu-
tor. For exampleduringtheMDMP, the
FCNCO can help the battalion FDO
develop a plan that is tactically and
technically effective.

Too often, the technical aspects of a
plan areoverlooked until itisalready in
the hands of the battalion FDC and the
battery and platoon FDCs. The
FCNCO's mentoring of the battalion
FDO improvestheplanand, at the same

time, allowsthe FCNCO to gain experi-
ence in planning, learning skills most
FDOs learned from their first daysin
the service.

The battalion FDO and FCNCO can
develop FDC leadersin programs such
asthe“FDC University” held onenight
aweek, Fire Direction Conferences to
validate new SOPs or TTPs held quar-
terly and the occasional brown-bag
lunches with various combinations of
FDC chiefs, FDOs, the battalion’s of -
ficers and the command group. The
battalion FDC personnel can be devel-
oped with classesinthe MDMP, essen-
tial fire support tasks (EFSTS) versus
essential FA tasks (EFATSs) and ammu-
nition management.

Guarding Sergeant’ s Time. The CSM
establishes the battalion’s Sergeant’s
Time standards. Hisformat isatool for
all NCOs to ensure precious training
time is not wasted—or worse, is not
“just another event” annotated in the
monthly training calendar.

As the guardian of Sergeant’s Time,
theFCNCO ensuresFDC soldiersmain-
tain the high standards established by
the CSM. In Sergeant’ sTime, FDC sol-
diers meet one day aweek for consoli-
dated FDC training taught by section
chiefsand leadersin the various FDCs.
Thisconsolidated programallowsNCO
trainers to train as they were trained,
standardizing the battalion’ s training.

The training plan is the “digital road
map,” aplan that allowsthe FCNCO to
share his training vision for 13ES/Cs
with the command group, showing how
thetraining mesheswith the battalion’s
METL. Thisallowsthecommand group
to prioritize training, consolidate assets
and resources, and map the training ob-
jectivesinthesix-week training calendar.
Figure 1 is an example of adigital road
map for atask, in this case, developing a
digital fire mission processing SOP.

» Week One—Determine the format for the SOP; participants include all current
fire direction NCOs (FDNCOs) and fire direction officers (FDOs).

* Week Two—Determine the database requirements for sensor-to-shooter links.

* Week Three—Link the sensor-to-shooter, for example: handheld terminal unit
(HTU) to task force advanced FA tactical data system (AFATDS) to battalion fire
direction center (FDC) AFATDS to battery lightweight computer unit (LCU) AFATDS.

* Week Four—Determine fire mission step-by-step procedures using a sensor-to-
shooter link (classroom environment).

* Week Five—Conduct a sensor-to-shooter communications exercise (COMEX)
using a “TACFIRE [tactical fire direction system] Park” or motor pool.

* Week Six—Introduce the digital field environment in a field training exercise (FTX).

Figure 1: The FCNCO’s Training Road Map for Developing Digital Fire Mission Processing

Standing Operating Procedures (SOP)
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The FCNCO and the
MDMP. With al the du-
tiesandresponsibilitiesdis-
cussed, introducing the
FCNCO to the orders pro-
cessisthe most beneficial
to the battalion because of
his experience at both the
battery and battalion lev-
els. For example, the
FCNCO canhaveinputinto
no less than eight sets of
orders involved in the
battalion’s rotation to the
CMTC, not including the
deployment and redeploy-
ment orders.

The following informa-
tion walks through the
MDMP for developing or-
ders and presents TTP for
theFCNCO' sinvolvement
in the process.

Aswebegintheorderspro-
cess, thefirst stepismission
analysis. The FCNCO
should bring the informa-

tion listed in Figure 2 to the
missonanaysis.Usingtheir
experience, theFCNCOand

The FCNCO leads an after-action review (AAR) at one of
his FDCs. He oversees the training of and mentors all the
battalion’s 13Es and 13Cs.

battalion FDO can provide
insight into the digital technical and
tactical aspects of the mission.

Asthemissionisanalyzed, theFCNCO
can provide insight for the S3 to de-
velop thewarning order (WARNO) for
the batteries, to include battalion-di-
rected rehearsals for the battery and
platoon FDCs.

Thenext phaseof theMDMPisdevel-
oping courses of action (COAs) and
wargaming them. The FCNCO and bat-
talion FDO can help the S2 develop the
planthat portraystheenemy actionsinthe
variousCOAs. Figure 3liststheinforma-
tiontheFCNCOmust haveforwargaming.

The FCNCO's and battalion FDO's
contributions up to this stage of the

MDMP have been technical in nature.
But during wargaming, they must shift
fromplanner toexecutor. TheFCNCO' s
knowledge of what thegun line can and
cannot do is critical information for
planners. Much like the battalion op-
erationsofficer/S3, heisthehonest bro-
ker of the plan.

After the commander chooses the
COA, the FCNCO attends the Field
Artillery support plan (FASP) briefing
and the battalion Rock Drill. He pro-
vides technical expertise and explains
how thetargetswill be attacked and what
thetriggersarefor ammunition resupply.
Infact,hemay havetobrief theplaninthe
absence of the battalion FDO.

and battery/platoons?

What are our EFAT requirements?

» Digital Status: Do we have digital communications with observers, fire
support elements (FSEs) and battery/platoons?

« Communication Issues: Do we have communications with observers, FSEs
= Essential Fire Support Task (EFST) to Essential Field Artillery Task (EFAT):

* Range: What ranges must we be prepared to shoot?
* Munitions: What munitions are required?

* Meteorological: What is our Met schedule?

* Required Supply Rate (RSR): What is our RSR?

* Controlled Supply Rate (CSR): What is our CSR?

Figure 2: The FCNCO’s Information for Mission Analysis
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= Gunnery Solution for All Targets
= Ammunition Requirements

= Shift Times

* Met Schedule Confirmed

* EFATSs Plotted with Range Arcs
« Key Decision Points Identified

= Ammunition Resupply Synchro-
nized with EFAT Execution

Figure 3: The FCNCO’s Information for
Wargaming

TTP that has evolved out of Combat
Training Center (CTC) rotationshasthe
FCNCO present at the brigadefire sup-
port rehearsal and brigade combined
arms rehearsal to increase his under-
standing of the plan. Hisability to envi-
sion the brigade commander’s intent
for fires helps him synchronize the
shooter with the sensor. The FCNCO's
presence at these two major eventsalso
allowsfor invaluablecrosstalk withthe
aviators (fixed-wing and helicopters)
and hel ps him understand critical deci-
sion points for the brigade during the
fight. With this knowledge he can en-
surethebattalionFDCismoreflexible—
can change the plan during the fight, as
needed.

Asamajor player in training and di-
recting fire direction personnel, the
FCNCO can enhance the effectiveness
of the battalion. His knowledge of his
firedirection leadersand soldiersat the
battalion and battery/platoon levels al-
lows him to focus the battalion’s fire
direction effortsto accomplishthemis-
sion. He can live up to his title as the
battalion’s “Fire Control NCO” if his
priority is“Getting ready to shoot!”

e
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