Deliberate Reorganization:

Reconstituting

the Force

by Colonel M. Thomas Davis and Captain Steven A. Sliwa

“Dragon 3, this is Red 6! We've been hit with massive artillery! Can’t tell yet, but probably lost
all 1st Platoon—many casualties! 2d Platoon looks better but had at least one howitzer and one
FAARYV [Field Artillery ammunition resupply vehicle] destroyed!

“Am gathering wounded for treatment and evacuation! Will provide more details as available!
Will be out of action until further notice!”

“

eceiving such a frantic and sober-
Ring_ call in the battalion tactical

operations center (TOC) is every
commander’s worst nightmare. Itnotonly
means that soldiers, perhaps many sol-
diers, are dead and injured, but also that
the ability of the battalion to perform its
combat mission is at least temporarily de-
graded—perhaps even lost. Units must be
prepared to get back into the fight as
quickly and as effectively as possible
while dealing with the terrible stress caused
by mass casualties and the loss of major
fighting systems.

Under such demanding circumstances,
time becomes a greater enemy than ever
before. Decisions have to be made regard-
ing evacuating the dead and wounded,
organizing maintenance teams to begin
work on battle damage assessment and
repairs (BDAR), shifting key personnel
and, perhaps, reorganizing entire units.

These are decisions that require two key
ingredients: the rapid transmission of in-
formation on the status of personnel and
equipment and reliance on established
procedures and standards for dealing with
a situation of such enormous turmoil and
confusion. The battlefield is always a
poor place for improvisation, but this
tenet takes on greater meaning when the
fighting unit, the enduring constant of
combat, becomes one of the major casu-
alties of a battle.

The 4th Battalion, 82d Field Artillery
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(4-82 FA) and its parent organization, the
42d Field Artillery Brigade (42d FA Bri-
gade), then stationed with the United States
Army Europe (USAREUR), used a win-
ter rotation to the Grafenwoehr Training
Area (GTA) in Germany to conduct a
Deliberate Reorganization Exercise. The
exercise assessed the battalion’s ability to
recover from mass casualties, prioritize
and conduct field repairs, reorganize sur-
viving assets, incorporate a new unit into
the command and rapidly restore combat
capabilities. Although soldiers initially
were somewhat dubious about the nature
of this exercise and whether it merited
another day in the cold and mud of a
“Winter Graf,” when completed the exer-
cise was valued as one of the high points
of a most successful GTA rotation.

Deliberate—What?

There is some overlap and confusion as
to the meanings of reorganization, regen-
eration and reconstitution. AR 310-25
Dictionary of United States Army Terms
defines “reorganization” as restoring “‘or-
der in a unit after combat by replacing
casualties, reassigning men, if necessary,
replenishing the ammunition supply and
performing whatever other actions are
necessary or possible to prepare the unit
for further attack or pursuit of the enemy.”

FM 100-9 Reconstitution describes re-
constitution as the “extraordinary action

that commanders plan and implement to
restore units to a desired level of combat
effectiveness commensurate with mis-
sionrequirements and availableresources.”
The manual further describes reconstitu-
tion as a total process having as its major
elements “reorganization, assessment and
regeneration, in that order.”

According to FM 100-9, there are two
types of reorganization: immediate and
deliberate. Immediate reorganization is
“the quick and usually temporary restor-
ing of degraded units to minimum levels
of effectiveness.” This type of reorganiza-
tion is best illustrated by those actions
taken by units when consolidating and re-
organizing on the objective to be prepared
to either repel counterattacks or continue
the attack. Deliberate reorganization is
considerably more extensive. It is con-
ducted farther to the rear and may include
replacement resources as available, exten-
sive equipment repairs and cross-leveling
and, perhaps, some limited retraining.

By contrast, regeneration is the substan-
tially more involved process of rebuilding
aunit. Itnecessitates “large-scale replace-
ment of personnel, equipment and sup-
plies.” Regeneration is controlled by the
higher headquarters distributing the re-
placement assets and is executed by a
regeneration task force (RTF) formed by
the commander directing the regenera-
tion. This could involve replacing the
chain of command and conducting mis-
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sion-essential training torestore the “new”
unit to acceptable levels of combat capa-
bilities.

As defined by FM 100-9, the exercise
conducted by the 42d Field Artillery Bri-
gade and the 4-82 FA was a “deliberate
reorganization.” The battalion was forced
to disengage from its direct support (DS)
mission, evacuate its casualties and dam-
aged equipment to the rear, accept limited
replacements and return to the fight within
aday. Asdefined, adeliberate reorganiza-
tion is the most exhaustive effort in the
reconstitution process that a battalion-
sized unit can execute in the absence of
substantial external support.

Preparing for the Worst

Before the GTA rotation, the battalion
took several steps to prepare to accom-
plish the various tasks inherent in the
reorganization exercise to be adminis-
tered by the 42d FA Brigade. First, the
battalion commander and operations of-
ficer revised the mission-essential task
list (METL) to add reorganization, estab-
lished the conditions and standards under
which the task would be performed, and
determined any associated battle tasks
(see Figure 1).

Second, the S3 wrote a new annex to the
battalion field standing operating proce-
dures (FSOP) describing the procedures
to be used. (See Figure 2 for the respon-
sibilities of the S1, S3 and S4, as outlined
in the FSOP.) This annex defined com-
mand and staffresponsibilities, established
priorities of effort and, most importantly,
defined minimum personnel and equip-
ment requirements for fielding and fight-
ing a firing battery.

Third, the battalion’s existing matrix
reporting system was analyzed to ensure
it covered the categories of information
the batteries needed to report their status
after catastrophic losses. The matrix cov-
ered 26 kinds of reports the battalion
might need from a battery with each re-
portincluding up to 11 subsets of infor-
mation. The matrix included reports on
casualties and damages that would facili-
tate areorganization—forexample, Casu-
alty Spot Report, Medical Request, Equip-
ment Loss, etc.

While the battalion developed its proce-
dures, the 42d FA Brigade staff developed
an exercise to realistically, yet safely,
evaluate the battalion’s ability to conduct
deliberate reorganization in a demanding
scenario. Using related tasks from the
heavy brigade Army training and evalua-
tion program (ARTEP), the brigade staff
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METL Task: Conduct Deliberate Reorganization

* Combat operations are extended
in duration and require the battalion
to plan and conduct a deliberate
reorganization.

* The battalion will return to combat
in the near future.

¢ The battalion may conduct a de-
liberate reorganization while con-

tinuing to fight or while moving.

* Restore the personnel and equip-
ment structure to the authorized
level of organization (ALO) in as
many sub-units as possible.

* Restore the capability to maintain
adequate amounts of and distribute
supply Classes I, lll, IV and IX.

* Restore command and control.

Battle Tasks

* Conduct personnel support operations.

¢ Conduct medical operations.

¢ Perform battle damage assessment and repairs (BDAR).

* Train replacement personnei.

Figure 1: 4-82 FA added Conduct Deliberate Reorganization to its mission-essential task list
(METL), determined the conditions and standards under which it had to be prepared to
execute the task and identified the associated battle tasks.

S1

* Establish a graves registration point.
* Assess personnel shortages.

* Request replacement personnel by rank and military occupational specialty (MOS).
* Prepare a personnel distribution plan to ensure a minimum manning level for sub-units.
* Coordinate with the S4 for transportation assets to take personnel to the sub-units.

S3

* Select the sites for the deliberate reorganization.

* |ssue movement orders, as necessary.

* Prepare the critical equipment distribution plan to ensure minimum equipment is

allocated to each sub-unit.

* Transmit the critical equipment distribution list to the S4.
¢ Direct the control of the battalion ammunition section to the S4.

S4

* Receive and consolidate information using the battalion's Equipment Status Report

format.

* Requisition lost or destroyed equipment from brigade.
* Inform the battalion tactical operations center (TOC) of the status of the critical items

of equipment and requisitions.

* Determine the transportation assets available, consolidate them under centralized
control and use them according to the priority list.

Figure 2: Responsibilities of battalion staff members when conducting a deliberate reorgani-
zation (taken from the battalion's field standing operating procedures, or FSOP).

developed a task-condition-standard
checklist to evaluate the battalion’s abil-
ity to execute its procedures as defined in
the new reorganization annex tothe FSOP.

The scenario for the Deliberate Reorga-
nization Exercise was built around other
major training events previously planned
by the battalion. The 4-82 FA had planned
to finish its GTA rotation with a four-day
field training exercise (FTX), concluding

with an offensive scenario depicting the
battalion DS tothe 11th Armored Cavalry
Regiment (ACR). The exercise was con-
ducted with the Howitzer Battery of the
Ist Squadron, 11th ACR as part of the
How Battery’s rotation to GTA. The How
Battery was the replacement unit used to
test4-82 FA’s ability toquickly and effec-
tively incorporate a weapons system re-

| placement unit.
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Conducting a Deliberate | andhis S3began considering how best to

Reorganization

The exercise had five phases: engage-
ment, assessment and reporting, reorga-
nization, reestablish combat power and
reset.

Engagement. Phase I was the simu-
lated attack on the battalion. The phase
started with an indirect barrage of simu-
lated artillery and smoke raining down on
all battery positions. Brigade evaluators
immediately fanned out to assess the ca-
sualties by issuing multiple integrated
laser engagement system (MILES) casu-
alty cards to selected personnel. Other
evaluators affixed placards to vehicles
showing they were “destroyed” or *“dam-
aged.” The placards indicated the nature
of the damage and the length of time the
vehicle would be unavailable, assuming
the battalion had the appropriate parts,
dispatched a mechanic or evacuated the
vehicle to a maintenance collection point
for higher-level repairs.

The simulated attack was indeed devas-
tating. Of the 450 soldiers participating in
the exercise, 169 were casualties of the
barrage (37 percent). Fifty were killed in
action (KIA) with the remainders’ inju-
ries ranging from superficial to more ex-
tensive, requiring evacuation to the bat-
talion aid station.

On the equipment side, 10 howitzers
were destroyed in the attack and two more
were damaged. Nine ammunition carriers
were destroyed and one damaged, along
with 13 trucks, including a position and
azimuth determining system (PADS) ve-
hicle and one of the M577 command
posts at the battalion TOC.

Assessment and Reporting. Phase 11
began almost immediately as the battal-
ion TOC was flooded with reports des-
cribing the damage at the various battery
locations. Simultaneously, the batteries
began treating the wounded, arranging
for evacuation and assessing equipment
damage. It was quickly evident that the
battalion had been rendered temporarily
combat ineffective.

Reorganization. During Phase III, a
report was sent to brigade asking for
authority to conduct a deliberate reorga-
nization of the battalion. This request was
approved and the brigade staff (notion-
ally) began drafting plans to address the
immediate loss of fire support while the
reorganization was executed.

Asapictureemerged regarding the scale
of the losses, the battalion commander
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reorganize the remaining assets. At this
point, the brigade staff announced the
availability of the 11th ACR How Battery
as areplacement organization for the bat-
talion to incorporate. An officer from the
battalion operations staff was dispatched
immediately to the How Battery to ex-
change frequencies and bring the battery
into the battalion fire support system,
linking it into the tactical fire direction
system (TACFIRE). (Surprisingly, TAC-
FIRE had survived the attack.)

Based on the losses suffered by the vari-
ous units, the commander decided to com-
bine A and B Batteries into a new “A”
Battery. This decision was based on the
locations of the batteries at the time of the
attack, the losses they had suffered and
the availability of key leaders. Because
the A Battery commander had been KIA,
the B Battery commander was directed to
assume command of the new unit.

This leads to a comment on an adminis-
trative technique used during the exercise.
Because the A Battery commander was
KIA, he became responsible for the sol-
diers and equipment being evacuated to
the battalion trains area for “medical as-
sistance” or “repairs.” This freed the Ser-
vice Battery commander and other staff
officers to fully play their roles during the
exercise. This “D” Battery commander co-
ordinated the return of soldiers and equip-
ment to their parent unit at the end of the
exercise.

At the battery level, the focus was on
treating the wounded, arranging forevacu-
ation and collecting and processing those
“killed.” Having previously established a
policy of having two combat lifesavers
per section (double the corps require-
ment), we soon discovered how valuable
lifesavers were.

As the reorganization progressed, the
battalion trains area became the focus of
activity. The battalion physician’s assis-
tant (PA) and his medics established a
triage area and began “treating” those
needing immediate care and arranging for
further evacuations of the more seriously
wounded.

Simultaneously, the battalion mainte-
nance technician assessed vehicles to
determine which needed new parts and
which were either donors or recipients of
carefully controlled cannibalization. The
battalion motor officer spent his time su-
pervising and prioritizing the evacuation
of equipment.

Within a few hours, the battalion field

Throughout the reorganization, leaders must
focus on putting the battalion “back in
business”—if at all possible.

trains were heavily loaded with “wound-
ed” soldiers and “damaged” equipment.

Reestablish Combat Power. In Phase
IV, the battalion completed its reorgani-
zation. At the TOC, the S3 continued
efforts toreturn as much of the battalion as
possible to combat capability. The new A
Battery and C Battery had regained a
firing capability and How Battery had
been incorporated into the battalion fire
control system and was up on the fire nets.

To check the effectiveness of the reor-
ganization, a battalion time-on-target
mission (live fire) was received from the
11th ACR. When the mission was fired,
the results indicated the battalion was
“back in business” after a very intensive
10 hours of deliberate reorganization.

Reset. In Phase V, we unscrambled the
equipment and soldiers and returned all to
their parent units.

Exercise Analysis

During this exercise, we learned several
lessons about conducting deliberate reor-
ganizations.

SOP Procedures and Criteria. There
mustbe a portion of the battalion SOP that
establishes procedures for reorganization
reports and the criteria for determining
when units will continue and when they
will be combined. The criteria must de-
fine the minimum manning and equipment
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that must be on hand for a unit to retain
viability. We determined, for instance,
that a unit had to have at least five howit-
zers with a firing capability to be a battery
and that each howitzer had to have at least
a seven-man crew.

Obviously, the criteria can be adjusted
based on many competing and, perhaps,
some enabling factors. Many people have
argued thatan M 109 howitzer section can
operate effectively with less than seven
people and cite operations at the Combat
Training Centers (CTCs) with four-man
crews, While this is true, one must not
forget to factor in the demands of 24-hour
operations, security requirements, pre-
ventive maintenance and the inevitable
stress induced in a unit suffering heavy
losses. The commander must choose be-
tween having a greater number of less
capable guns or a smaller number of more
capable guns. -

Rapid Reorganization Reporting. A
simple reporting format, amenable to digi-
tal transmission, is amust. Everyone must
clearly and easily understand the format
and the information required in the for-
mat—confusion inevitably will cloud an
already cloudy situation.

When disaster strikes, battalion staff
members will be eager for information,
often calling for that information from
opposite points of view. The S3 and bat-
talion TOC will focus on whathas survived
while the battalion logisticians focus on
what has been lost. Under the level of
stress generated in such a disaster, it's
incredibly easy for “three howitzers de-
stroyed™ to become *“‘three howitzers op-
erational.”

Having a hard copy reporting capability
will minimize the potential for errors with
digital the best communications method.
A key decision that must be made early is
whether to place a variable-format mes-
sage entry device (VFMED) or a battery
computer system (BCS) at the battalion
administration and logistics operations
center or with another command and con-
trol node operating in the battalion field
trains.

One lesson that was particularly useful
and a bit surprising was the limited utility
of communicating casualties using battle
roster numbers (BRNs). Although using
BRNs expedited reporting, it did not pro-
vide the information necessary for the
battalion personnel section to requisition
replacementsimmediately. The BRNs had
to be cross-referenced with other lists to
determine the skill levels and military
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occupational specialties (MOS) of the
casualties. At the end of the exercise, we
determined that the raw data of MOS,
skill levels and grades was more useful for
personnel requisition, which is the imme-
diate concern. The BRNs are more useful
in “cleaning up the battlefield”—prepar-
ing notification information, evacuating
remains and processing awards.
Support Assets. Several assetsand items
proved to be particularly valuable in deal-
ing with heavy losses of personnel and
damage toequipment. As previously men-
tioned, having two combat lifesavers per
section minimized casualties and maxi-
mized personnel availability. There will
never be enough medics under such de-
manding circumstances, so large numbers
of lifesavers are the best alternative.
Vehicles to be used to evacuate the
wounded need to be identified quickly.
This is a priority mission. Each howitzer
platoon should have two heavy tow bars,
and every vehicle should have, as a mini-
mum, atow cable to facilitate vehicle evac-

| - vations—which can simultaneously be-

come casualty evacuations,

There will never be enough recovery
vehicles so FAASVsmay have to be pres-
sed into service to either evacuate howit-
zers or become “prime movers” for the
howitzers that can still fire. Throughout
such a disaster, a battalion should never
forget that its firing capability is what
allows an artillery unit to do its job.

Leader Decisions. At the battery level,
the commander (or his successor who
suddenly finds himself in charge) needs
to make several quick assessments.

* What is the “larger” problem: equip-
ment, people, senior leadership and
supervisors, ammunition, firing capabil-
ity, fire direction computation or commu-
nications? This assessment needs to be
passed forward immediately as it will be
vital input for major decisions the battal-
ion or, perhaps, brigade commander must
make.

* Are the key leaders identified? Those
who find themselves in charge need to
know they’re in charge. This is especially
true for the smaller sections, such as am-
munition or fire direction centers (FDCs).

* Can a firing capability be maintained?
The battery needs to report its ability to
deliver fires and with what limitations to
the battalion S3 as soon as it's feasible.

* Are additional attacks likely? At all
levels, but especially at the firing battery
level, leaders need to decide whether or
not to relocate the unit. This decision will

be based on the type of attack received
(artillery or aircraft) and if additional
rounds are landing. Leaders must factor
into the decision that relocating will mag-
nify the difficulties of fully assessing the
unit’s capabilities and complicate person-
nel and equipment evacuations.

If the unit s still receiving fire missions
and if the supported unit is in contact,
firing elements should remain in place—
if at all possible. The decision to stay or
move under such circumstancesis atough
one the unit leader must face.

There can be no question that operating
under the adverse conditions of major
personnel and equipment losses will be
difficult. But units can accomplish the
reorganization tasks while under great
stress if they have prepared for such an
eventuality during demanding, realistic
training. Units must temper the ideas and
observations offered in this article to ap-
ply to their circumstances in different
environments.

Deliberate reorganization—potentially
acomplete reconstitution—is atough mis-
sion, but peacetime training will help
protect soldiers and keep the unit in the
fightif the commander’s worst nightmare

becomes reality.
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