AFYB-SC-CDR

SUBJECT:  DISCOM Quarterly Training Guidance – 1st Quarter, FY02


[image: image1.png]REPLY TO
ATTENTION OF:





AFYB-SC-CDR








        1 Sep 01

MEMORANDUM FOR SEE DISTRIBUTION

SUBJECT:  DISCOM Quarterly Training Guidance – 1st Quarter, FY02

1. Reference:  Fiscal Year 2002 Annual Training Guidance, dated 29 June 2001. 

2. Purpose.  To provide guidance and priorities for DISCOM training for the 1st Quarter, FY 02.  
3. Mission.  On order, 4th Infantry Division Support Command deploys and provides responsive combat & health service support to the 4th Infantry Division.
4. Guidance, assessments, and priorities.

a. Individual Training:  Quality individual training is the foundation of our program, and remains the principal responsibility of NCOs.  Ensure that:

· All soldiers know their individual requirements for deployment preparation.

· Leaders teach deployment preparation requirements to subordinates.

· Leaders conduct training in deployment tasks; incorporate into existing training events to the extent possible.

· Leaders are familiar with our go-to-war documents: 4ID Reg 525-10, Deployment Operations; and unit tactical SOPs.

· Leaders know and use the 8-Step Training Model.

· Trainers explain tasks, conditions, and standards to subordinates prior to execution.

· Units have comprehensive leader certification programs.

· Commanders emphasize and carefully track PT performance and weapons qualification.

b. Collective: The DISCOM’S priority for the 1st Quarter is DRB preparation and assumption.  I want you to thoroughly understand our requirements for pre-deployment and deployment operations.  We will continue monthly IPRs during 1st Quarter.  Incorporate collective deployment tasks into already scheduled training whenever possible.  Be prepared to discuss your deployment training plans and glidepath to DRB at your QTBs.  As you plan individual and collective training in support of this mission, keep in mind that battalion commanders have the flexibility to select tasks and create conditions that best challenge their units in areas needing improvement.  As long as it is METL-focused (by task, condition, and standard) and follows the 8-Step Training Model, it does not have to be lane-oriented or use external O/Cs to be high quality training.  All battalion will continue no-notice recalls/alerts in preparation for DRB.  I expect battalion commanders to initiate and assess.

c. Projected DISCOM METL Assessment during 1st Quarter:

METL TASK




ASSESSMENT
Project the Force
P+

Protect the Force
P

Gain Information Dominance
P

Conduct Logistical Operations
T

5. Commander's Intent.  Everything we do in the 1st Quarter is in preparation for DRB assumption.  Major events that support DRB assumption are the DCX II and 1 BCT’s and 2 BCT’s gunneries.  Focus on identifying and correcting training shortcomings during these training events and throughout the quarter.  

a. Division Ready Brigade (DRB).  From 1 November 2001 to 31 August 2002, the 4ID assumes the DRB and the Quick Reaction Force (QRF) (Civil Disturbance (Garden Plot)) missions.  In addition to the DRB mission the Division will have the CONUS Crisis Response Force (CCRF) from 7 January to 31 August 2002.  Preparation for and execution of these missions requires the full effort of the division staff and subordinate units.  

(1) All units must become familiar with the Division’s deployment SOP (DSOP) Iron Horse Venture and the milestone list and provide any issues you have in respect to DRB to the division staff so it can be resolved prior to 1 November 01.  If issues are not resolved now, they will grow as we get closer to DRB.

(2) We will continue to have  DRB IPRs weekly.  The intent is to provide DRB readiness status of units and resolve issues.

(3) Logistics is vital part of any mission and is extremely important in preparation for DRB.  Units need to maintain their aggressiveness in logistics planning and preparation for DRB.  DELs, AUELs, load plans, etc. are critical and must be accurate.  Subordinate units must provide accurate information to the DISCOM so we can make the right decisions.  We do not have time to go back and do it right a second time.  

(4) Keeping in mind that one of the 4ID’s contingencies is a “fly away” package, units need to incorporate Joint Airborne/Air Transportability Training (JA/ATT) as a part of their preparation for DRB.Work with the DISCOM S-3 and use the division’s USAF TALO to set-up this training.

(5) This summer the division will experience a large turnover of personnel.  It is imperative that DRB action officers and staff provide their replacement a good continuity book and battle hand over on DRB.

(6) During 1st Qtr, 3rd BCT will deploy a balanced mechanized task force to Kuwait in support of Operation Desert Spring.  This is a great opportunity for the 64th FSB to practice deployment procedures in preparation for DRB assumption in 4th Qtr.
b. Gunnery.  The following are the scheduled gunneries for 1st Quarter:

(1) 1-66 AR conducts DRB Certification from 9-15 OCT.

(2) 1-67 AR conducts Level I Gunnery from 17 OCT – 29 NOV.

(3) 3-67 AR conducts Level I Gunnery from 29 OCT – 28 NOV.

(4) 2-8 IN conducts Level I Gunnery from 7 NOV – 14 DEC.

(5) 1-44 ADA conducts Level I Gunnery from 3-14 DEC.

(6) 3-29 FA conducts PT XVIII in OCT, dates TBD
(7) 4-42 FA conducts PT XVIII from 5-8 DEC.

c. Exercises.  The Division Capstone Exercise Phase II is 6-10 OCT.  All brigades and separate battalions will participate in the exercise.  The DMAIN will deploy to Brownwood, TX, while the DTAC and Brigades will deploy on Ft. Hood.   DCX II is the last opportunity the Division has to train our command posts prior to assuming DRB.  1 BCT’ s NTC rotation 02-05 train-up is also conducted during 1st quarter, with TF Lanes from 13-19 NOV and BCT Lanes 1-10 DEC.  Ironhorse Thunder is a division-level sensor to shooter exercise conducted in conjunction with 1BCT’s FCX, 15-16 DEC.  It will exercise all digital fire mission threads. It is designed to refine digital war fighting TTPs and exercise digital communications across all fire support ATCCS systems.  Phase I (Preparation for Combat), 4-14 DEC, will allow DIVARTY units to conduct troop-leading procedures and exercise the military decision-making process.  During Phase II (Execution), 15-16 DEC, a live-fire exercise will link sensors to representative division shooters.   DIVARTY will provide base-pieces from Paladin battalions and an MLRS platoon as field artillery shooters.  4BCT is a key participant, and will act as both sensors and shooters with Kiowa Warriors.  G-2 will coordinate for and control both division and echelons above division (EAD) sensors to include JSTARS, TUAV, IREMBASS, CGS, and Guardrail.  Ironhorse Thunder will provide an opportunity to fully exercise BCT and TF FSEs, Company FISTs, and BRT and division cavalry scouts, as well as FBCB2 CFFs in a live fire environment. The exercise also provides a synergistic training event for 1BCT during their train-up for NTC.  
d. Resource Management.  METL-focused training must operate within the funding limits allocated.  Enclosure C contains the mileage per battalion level event in the 1st Quarter.  Event mileage is done in accordance with III Corps guidance for authorized mileage per event.  The period of collection for event costs begins five days prior to an event and ends ten days after the event.  Resource management remains commanders’ business; make sure you have an iron clad method of tracking miles – it is how we are resourced.

e. Safety.  Leaders must understand and use the risk management process, and continuously include it in decision-making.  Battalion commanders will continue safety briefings before all holiday weekends and a minimum of once per month.  Leaders must be aware of their soldiers’ planned off-duty activities and assist their soldiers in risk management.  Railhead operations are a critical area in which safety must be emphasized.  Train and rehearse your procedures; many are inexperienced in this task critical to DRB and future NTC rotations.  Battalion commanders must ensure subordinate leaders are trained on and understand how to do a risk assessment.
f. Marksmanship Training.  Achieve and maintain a 90% readiness level on individual weapons qualification.  Conduct PMI before all ranges.  Individual marksmanship is critical to DRB and protecting/projecting the force.

g. Physical Fitness Training.  PT is required four days per week, with Tuesdays as the day when you can opt for organized athletics.  PT builds strength and endurance, as it fosters teamwork and discipline.  Consolidate daily profile PT at the battalion level.  Leaders of remedial and profile PT sessions must be competent, highly fit, and enthusiastic individuals, whose energy for personal fitness is contagious.  We must focus on improvement of physical fitness following redeployments.  Get and keep your soldiers in shape – there can be no compromise here – it is vital for individual health and warfighting.  Use your imagination to make PT exciting; as leaders we must develop the “Warrior Spirit” in subordinates.

h. Company/Battery/Troop Dedicated Training Week.  Identify and schedule one week per quarter for this purpose.   Include HHC commanders.  This training will be METL-focused.  The week will begin with command maintenance on Monday morning.  From the completion of command maintenance through 1200 Friday is METL-focused, company-level training.  Friday afternoon is recovery.  The battalion commander is the approval authority for training plans and will give me a brief back at his/her QTB.

i. Sergeant’s Time Training.  Schedule five continuous hours of Sergeant’s Time Training from 0700 – 1200 hours on Thursdays.  AOM, services, gunnery and other field training events can be considered “Sergeant’s Time Training” at the discretion of battalion commanders/command sergeants major.  Protect this time for NCOs.  Brief your plan during the QTB.  

j. Leader Training.  Battalion commanders/CSMs will conduct leader certification programs, with emphasis on junior officers and NCOs.  Include instruction on deployment requirements and procedures, Army training doctrine, as defined in FM 25-100/101, Army Values training; and maintenance of crew/individual equipment.  Be prepared to discuss at QTBs.
k. Modernization.  The intent of modernization is to continue to leverage each training and fielding event to stay trained and ready as we move through DCX II towards DRB.  We will continue fielding the rest of the enablers that make up our systems architecture and Division XXI.  Remember that it takes well-trained and disciplined soldiers to execute the multitude of missions that we will face.  Leaders, at all levels, must ensure we maximize the training value inherent in New Equipment Training (NET) sessions.  Upon completion of NET, soldiers must have the confidence to properly operate and maintain their equipment.  The tests, fieldings, and training associated with Division XXI continue to be very fluid.  There are many external factors that can change these events.  

(1) Major System Fieldings

	System
	Units
	Dates
	Comments

	HEMTT LHS
	4EN, 1-8IN, 1-12IN, 1-68AR, C,1-44ADA
	OCT 01
	Displaces the HEMTT.  All HEMTTs will be transferred to 64 FSB in FY03 under DXXI redesign.

	Rail Adapter System (RAS)
	3 BDE
	9–16 NOV 01
	

	M4
	4EN, 1-8IN, 1-12IN, 1-68AR
	OCT 01
	

	M5
	4EN, 1-8IN, 1-12IN
	OCT 01
	

	M16A4
	4EN, 1-8IN, 1-12IN
	OCT 01
	

	Long Range Advanced Scout Surveillance System 
	1 BCT
	OCT 01
	LRAS3


(2) Tests.  The FBCB2 / MCS / TIM IOTE will take place 1-10 DEC 01.  The IOTE will be overlaid onto the 02-05 NTC Train up.  The IOTE will require some division elements, all of 1BCT (minus 3-66 AR), the 4 BCT TOC, and 1-10 Cavalry. 
l. Intelligence.  IBOS 1st Quarter training priorities are intelligence support and readiness for DRB, followed by 1st BCT’s preparation for NTC 02-05 and potential ASAS Light Fielding and New Equipment Training for 3rd BCT.

(1) ASAS Light Fielding and Training (Dates TBD).  Dates are still under negotiation, but we may begin fielding ASAS Light to 3rd BCT and potentially other division elements starting in this quarter.  We will be doing this in a phased manner so as to minimally impact on the division's DRB status.  As each unit receives its ASAS Lights, they will also receive corresponding New Equipment Training.  The application of the ASAS Lights and the removal of traditional ASAS-RWS machines will slightly alter the way units within the division conduct intelligence analysis.  

(2) The focus for REDTRAIN opportunities should be on enhancing the skills of our intelligence soldiers as we enter into DRB status. Specific REDTRAIN opportunities to be conducted in 1st Quarter include: Right Seat Ride for soldiers from 2BCT in preparation for NTC rotation 02-08, JSTARS Management and Utilization training, and a National Intelligence Familiarization course.
(3) G2 Specific Key Dates.

October:
24:  MIOPD

Dates TBD:  JSTARS Management TDY

November:
7:  NCOPD



16:  Quarterly Intel Conference



Dates TBD:  National Intelligence Familiarization Course

m. Re-enlistment.  Retain quality soldiers and encourage them to re-enlist for the Current Station Stabilization Option.  Remember to discuss airborne and air assault school availability incentives with soldiers, as appropriate.  Talking to soldiers is the most important action that a company-level commander performs.  I am convinced that soldiers re-enlist for their squads, platoons, and companies.  It’s a major reason why we’re at or near 100% personnel fill.
n. Deployment.  Have the required, school-trained personnel in the areas of hazardous material handling, movement officers, and air-load planners – this is essential to accomplishing DRB.  Additionally, ensure all your containers are inspected and prepared to deploy.  
o. Maintenance.  Maintain equipment and vehicles to 10/20 standards.  A major contributor to meeting this requirement is the Command Maintenance program every Monday.  By your focus and personal presence, ensure your entire chain of command places the right emphasis on this mission, with maximum participation by your personnel.  Use training objectives to measure progress, with an assessment at the conclusion of the day.  Ensure After Operations Maintenance (AOM) is executed for 10 duty days after completion of a major training event and is annotated on training calendars.  Maintenance is training -- services are key training events which require annotation by bumper number on company/battery/troop training schedules and chain of command involvement to ensure execution to standard.  When I assess a battalion maintenance program, I look at the scheduling and quality of services; how the tool room is maintained; and how the unit manages its parts ordering process.  These indicators give me an impression of the overall program.

p. Physical Security.  The Division Provost Marshal Office (PMO) will assist units through courtesy and scheduled inspections and compliance checks of ranges.  In order to ensure success during III Corps inspections, the PMO will schedule staff assistance visits 30-45 days prior to an inspection by the III Corps Physical Security Office.  Division inspections are designed to assist units in maintaining arms, ammunition/explosives accountability, and key control procedures.  Division inspections are scheduled 9 months following a III Corps inspection.  Once a III Corps inspection has been scheduled, units must coordinate any changes to the schedule through the Division PMO.  III Corps has identified the below listed units as requiring inspections NLT the end of the month indicated below to remain within the 18 month tolerance:



1-66 AR


NOV 01



G TRP, 1 BCT

DEC 01



HHC, 2 BCT


DEC 01



1-10 CAV


DEC 01

The following units require Division Physical Security Inspections NLT the end of the month indicated:



4-42 FA BN


OCT 01



HHB, DIVARTY

OCT 01



404th ASB


OCT 01

HHC, 4ID


OCT 01

4ID MUSEUM

NOV 01

4th MP CO


DEC 01

HHC, DISCOM

DEC 01

q. Force Protection.  Post DCX II division force protection activities will continue with revisions to unit battle books based off of the updated OPLAN LOYAL GUARDIAN published in July.  All MSCs will continue to review their areas of responsibilities and identify any shortfalls in equipment for anti-terrorism/force protection measures.  High priority this quarter is for each MSC to identify force protection officers in their unit requiring the mandatory Level II anti-terrorism training.  PMO will provide the course dates for this quarter as soon as Corps schedules with FORSCOM.  Units can then submit their requests to PMO to send force protection officers to the FORSCOM Mobile Training Team Level II Force Protection course conducted on Fort Hood.

r. Chemical.  Commanders must continue to integrate challenging NBC training into all training events in order to accomplish the unit’s Mission Essential Task List (METL) under NBC conditions.  Commanders should train soldiers on NBC defense measures, focusing on the following areas:

(1) DRB Assumption - Units should focus on managing and maintaining authorized quantities of NBC equipment IAW the MTOE, CTA 50-900, CTA 50-909, Current Supply Update, CDE Report, Property Book, CTA 50-970, AR 350-1, and AR 350-41.  Commanders need to stress that units have 100% on hand and serviceable NBC defense equipment in order to support the division’s battle ready focus.

(2) Equipment Maintenance - Units must strive for a 100% O.R. rate for NBC equipment for DRB assumption and ensure operators are proficient on NBC equipment.  Equipment that is unserviceable, non-mission capable, turned-in for maintenance, calibration, or wipe test should be monitored closely in order to ensure a rapid turn around.

(3) Training  - Realistic NBC training on individual and collective tasks will ensure units are able to meet and maintain Army chemical standards for DRB assumption.  The division is the Army’s lead in digitized battlefield management; units should practice and rehearse reporting and receiving NBC information digitally in preparation for DRB.  [Note: The 2d Chemical Battalion, 13th COSCOM can provide support for thorough decontamination and smoke operations.  Unit requests for support will be coordinated through division chemical training section, SFC Hinton at 287-7926.]

(4) Chemical Conference.  The monthly Division Chemical Conferences continue as a forum for Chemical Officer and NCO professional development inside the Division.  The 1st QTR Conference dates are:

DATE                TIME                           TOPIC                             LOCATION          

30 Oct 01
1330-1500

NBC Assets Supporting DRB

TBD

28 Nov 01
1330-1500

DCXII Lessons Learned


TBD

s. Unit Ministry Team Training.  UMTs will focus training toward deployment readiness and Religious Support skills as we assume DRB.  These skills will focus our efforts toward religious support of potential deployments as the DRB cycle and FY 02 NTC deployments for the 4ID begin and enhance religious support during train-up exercises.

(1) UMTs will train each Thursday, IAW the following monthly training cycle:

1st Thursday
DISCOM UMT Training

2nd Thursday
Separate Training For Chaplains and Chaplain Assistants

3rd Thursday
Division UMT Training

4th Thursday
III Corps UMT Training

5th Thursday
DISCOM UMT Training

(2) UMTs may participate in Thursday unit-level training that supports UMT METL. Brigade and Battalion UMTs coordinate these training events with their Executive Officers.

(3) Schedule for training conducted at Division level:

Date:

Topic:





Trainer:

11 Oct 

DCX II/UMT Security


UMT NCOIC

18 Oct

DCX Phase II UMT AAR


4ID UMT 

15 Nov 

UMT Security / Force Protection
4ID UMT

08 Nov 

DCX II/METT-TC



4 BDE UMT NCOIC

13 Dec 

Communication Skills 


DIVARTY UMT NCOIC

t. Medical.  Medical soldiers and leaders need to thoroughly understand DRB pre-deployment and deployment requirements. The Division Surgeon has identified the following areas essential for the successful execution of the division’s mission requirements. 

(1) Medical leadership “brown bag” OPD/NCOPD training will be conducted on 19 Nov 01 from 1130-1300 hrs (location: DSS, Bldg. 410, in Room 271).  POC is the Deputy Division Surgeon at 287-9153.
(2) Force XXI Medical Training Requirements.  Scheduling may be arranged as follows: 1) CSSCS/Medical Module, FBCB2, and MCS-P: Mr. Howard Moore (618-7519) 2) MEDLOG-D/DMLSS-AM: DSS Medical Logistician (287-9175).
(3) 4ID Unit medical readiness is greatly enhanced by periodic staff assistance visits. BDE Surgeons will conduct MSAVs within 60 days after units return from NTC, FTX’s, or deployments. The MSAVs are available to units upon request.

(4) Centralized Medical Training Classroom  (CMTC / Bldg. 9218 Battalion & 21st).  This unique training asset supports advanced and sustainment medical training as listed below. Every effort is made to accommodate all training requests. Leaders requesting additional flexibility in scheduling medical classes may contact the NCOIC, CMTC, at 618-7197.

(5) 1st QTR Medical Sustainment Training Schedule.  

	Training
	Dates

	4ID EMERGENCY MEDICAL TECHNICIAN (EMT-B)
	01 Oct 01 - 30 Oct 01

	4ID EMERGENCY MEDICAL TECHNICIAN (EMT-B) REFRESHER
	03 Dec 01 – 07 Dec 01

	BASIC TRAUMA LIFE SUPPORT-ADVANCED
	06 Nov 01  –08 Nov 01

	HEALTH CARE PROVIDER CPR
	0900, 01 Oct 01      

	TRAUMA AIMS
	15 Nov 01 – 30 Nov 01

	FIELD SANITATION COURSE
	05 – 09 Nov  01


(6) Video Teleconference (VTC).  Senior Medical NCOs in leadership positions (CSM, SGM, 1SG, MSG, and Platoon SGTs) are encouraged to attend.  Request that CSMs bring five junior NCOs to observe the VTC process.  LOCATION:  III Corps and Fort Hood HQs, Meuse-Argonne Room, (E346), VTC Conference Room.

DATES:

29 OCT 2001

26 NOV 2001

18 DEC 2001

(7) Medical Protection System (MEDPROS) AND (MODS) TRAINING.  Four-hour instructional course offered periodically to provide unit personnel (any MOS) necessary skills to track Anthrax vaccinations.  Units are advised to maintain at least a primary and alternate soldier per battalion with MEDPROS and MODS proficiency.  To schedule MODS and MEDPROS training or for assistance with system accessibility contact the Patient Administration Division (PAD) NCO, Division Surgeon Section, at 288-3942.

6. PTTMS.  The Division is “Corps Green” during October and November.  We will assume “Corps White” 1 December.  The division PTTMS schedule remains per FY02 training guidance.
7. Quarterly Training Brief Schedule (QTBs).  

	MSC
	QTB DATE/TIME
	LOCATION
	READAHEAD DUE

	1 BCT
	5 Sep/0900-1200
	1 BDE CR
	4 Sep

	2 BCT
	14 Sep/0900-1200
	2 BDE CR
	13 Sep

	3 BCT
	3 Oct/0900-1200
	3 BDE CR
	2 Oct

	4 BCT
	18 Sep/1300-1600
	DCR
	17 Sep

	DIVARTY
	28 Sep/1300-1600
	DIVARTY CR
	27 Sep

	DISCOM
	19 Sep/0900-1200
	DCR
	18 Sep

	1-44 ADA
	4 Sep/1600-1700
	DCR
	30 Aug

	104 MI
	4 Sep/1300-1400
	DCR
	30 Aug

	124 SIG
	4 Sep/1430-1530
	DCR
	30 Aug


8. Conclusion.  In the 1st Quarter we will focus on DRB assumption, execution of DCX II, deployment of TF 1-12 IN to Operation Desert Spring, and the train-up of the 1st BCT and 1-10 Cavalry for NTC Rotation 02-05.  I want us to build on the valuable lessons learned from DCX I as we progress to DCX II.  Continue to stress quality PT (including remedial and profile), Command Maintenance, and gunnery.  Make on-the-spot corrections of deficiencies when you see them – that’s how we get better.  Last, but certainly not least, is our ability to provide stability, predictability and quality training for our soldiers and leaders.  Division will conduct no meetings prior to 0900 without my approval; this protects PT and recovery time.  I want you to lock in training four weeks out; and I am withholding authority to change the four week lock-in to the Brigade Commander and ADC-S for separate battalions.  Having said this, remember that if you schedule an event and you achieve a “T” earlier than the schedule says, I expect you to move on to the next event or recovery.  Likewise, if you have not achieved the desired training level within the prescribed time – I expect you to extend the training until you have achieved the level planned.  I expect leaders to possess this flexibility.

9. “WRANGLERS”.

   //ORIGINAL SIGNED//


JAMES E. RENTZ


COL, QM
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