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FOREWORD

During World War II, General George C. Marshall, Army Chief of
Staff, introduced a series of short books by writing:

American Forces In Action is a series prepared by the War
Department especially for the information of wounded
men. It will show these soldiers, who have served their
country so well, the part they and their comrades played
in achievements which do honor to the record of the
United States Army.

In the same spirit, General Scales and his team wrote Certain Victory to
provide both the public and the military a clear picture of the Army’s role
in the Gulf War. The breadth and speed of Desert Storm operations left
many participants unaware of the larger context in which they acted. This
book is for them. To capture their story, General Scales essentially inter-
weaves three distinct themes, each of which stands apart.

First, Certain Victory tells the story of the young men and women who,
in the heat and blowing sand of Iraq and Kuwait, took the fight to the
enemy and won a compelling victory.

Second, that victory vindicates the tireless and often unheralded work
of a generation of Army leaders who forged a new Army from the
dispirited institution that emerged from Vietnam.

Third, Certain Victory provides a window on the future as well as a
chronicle of the past. The reader, reflecting on the overarching sinews that
General Scales extracts from the story, will gain insight into how future
American wars might be fought.

We leave it to scholars with broader perspectives to write the definitive
history of the entire period from summer 1990 to summer 1991. This
account shows but one facet of a complex, interdependent effort, over
many years, by Saudi, American, and other nations’ forces who formed the
Coalition. Together they shouldered the responsibility for defending
against naked aggression, and together planned and conducted operations
inIraq and Kuwait. Although these pages are filled with US Army exploits,
“certain victory” was predicated on many nations’ ground forces working
together and teamed with similarly combined air and naval elements.

The ability to develop such joint and combined teams rapidly and far
from home was never tested so dramatically as it was in August 1990. We
should remember that “certain victory” was not assured for long,
worrisome weeks in the autumn of 1990. In the future, we must maintain
the training and the readiness of every aspect of our nation’s capability to
meet a similar challenge whenever and wherever it may be thrust upon us.

Washington, D.C. GORDON R. SULLIVAN
1993 General, United States Army
Chief of Staff
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PREFACE

Certain Victory is a unique report of the Army’s performance during
Desert Shield and Desert Storm. It was researched and written under my
direction by a group of eight officers drawn from many different combat
specialties and backgrounds. Most are veterans of the Gulf War.

Our only instructions from the Army leadership as we did our
research for this book were to uncover what soldiers term “ground truth.”
As such, Certain Victory is the first depiction of the war built exclusively
on combat interviews and reports from units returning from the theater.
The frankness and candor, as well as the color, derived from these sources
have been carefully preserved.

In order to reach the widest possible audience, the study group went
to extraordinary lengths to declassify intelligence and after-action reports
as well as operations orders and overhead photography. We have also
expunged as much of the Army jargon and acronyms from the book as
possible. Many observations and insights are presented as part of
personal stories or combat narratives. We hope this will help readers to
better understand the issues and draw their own informed conclusions.

The focus of Certain Victory is the operational and tactical level of war.
The political and diplomatic decision making that resulted in the Army’s
deployment to Southwest Asia is mentioned incidentally and only to the
degree that it sets the stage for the war-fighting aspects of the conflict.
Certain Victory's treatment of other Services and other nations’ contribu-
tions to the defeat of Saddam Hussein intentionally focuses on those
Services and countries that most directly and immediately impacted on
the Army’s mission. Regretably, time and space did not permit us to
include all units and key personalities. For example, Colonel John
Sylvester’s 1st Brigade of the 2d Armored Division, the “Tiger” Brigade,
receives very little coverage for its outstanding exploits, although its place
in history is no less important than the other units we have covered. I hope
to see the joint warfare aspects of Desert Storm taken up more thoroughly
in another work.

No single Service or nation won the Gulf War on its own. The Army
recognizes its dependence on the other Services and other nations in this
and any future conflict. As early as 1958, President Dwight D.
Eisenhower, explaining that separate ground, sea, and air warfare is gone
forever, stated, “..we will fight with all Services, as one single, concen-
trated effort. Strategic and tactical planning must be completely unified,
combat forces organized into unified commands, and each equipped with
the most efficient weapons systems science can develop, singly led and
prepared to fight as one....” Eisenhower’s vision, vindicated in the Gulf,
continues to be an important historical legacy.

My special thanks to General ].H. Binford Peay IIL, the former Deputy
Chief of Staff for Operations and Plans, US Army, for the latitude he gave
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my team to pass on the ground truth as we saw it to the public. The work
could never have been assembled in such a limited time without the
exceptional work done by Major General (Retired) Thomas Tait and the
officers of his Desert Storm After-Action Report Study Group, who
followed the Gulf War from initial deployment during Desert Shield to
redeployment after Desert Storm. General Tait’s team amassed thousands
of documents and lessons learned that tell the story of Desert Storm with
more detail and candor than any war in history.

The precision and focus of Certain Victory were enhanced significantly
by an editorial board that conducted a detailed and objective review of the
final draft. Lieutenant General Ronald Griffith and General Peay chaired
the board. Members included Major Generals Jay Garner, Daniel
Christman, and William Stofft; Brigadier General Hal Nelson; Colonels
Robert Doughty, Michael Harper, Thomas Leavitt, and Jack LeCuyer;
Colonel (Retired) Raoul Alcala; Dr. Roger Spiller; and our three principal
authors, Lieutenant Colonel Terry Johnson, Major Tom Odom, and
myself. Major Eli Alford from General Peay’s staff also participated in the
board and in clearing the book for publication.

~ The writing and publication of Certain Victory was accomplished by a
very small but extremely dedicated staff. Mrs. Bonnie Nealon was the lead
editor and all graphics were done by Mr. Stan Erwin. Mrs. Amye
Stephenson typed much of the manuscript and assisted with copyediting.
Ms. Jean Cerve assisted in editing and proofing the final manuscript. Mrs.
Linda Christensen typeset the entire book. Specialist Valorie Johnson
assisted with typing and filing. The quality of their work is evident in the
pages that follow. Most of all, the Army is indebted to a group of eight
officers, ranging in grade from major to colonel, who put their souls into
these pages. These men came to the project as combat officers, not writers
or historians. The quality of their work is just another testament to the
exceptional body of talent that comprises the American Army today.

ROBERT H. SCALES, JR.
Brigadier General
United States Army
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In war, then, let our great object be victory,
not lengthy campaigns.

Sun Tzu, The Art of War






Chapter 1

FORGING A NEW ARMY

By late afternoon on February 26, Captain H. R. McMaster had been
at war for 72 hours. His tank, Eagle 66, led a nine-tank formation as it
moved across the featureless Iraqi plain like a squadron of miniature
warships gliding through a glass-calm sea. Inside the steel body of Eagle
66, three other soldiers peered intently into a swirling sandstorm search-
ing for the lead tanks of the Iraqi Tawakalna Division.

Isolated in the driver’s compartment in front, Specialist Christopher
“Skog" Hedenskog lay supine on his “lazy boy” couch. Skog’s greatest
fear was that his tank, the one that carried the troop commander, might
stumble over a mine and miss the war. As he peered intently ahead, he
nudged his T-bar left and right to steer smoothly around every piece of
suspicious metal or slight imperfection in the ground ahead.

Staff Sergeant Craig Koch, the gunner, sat in the right of the turret,
wedged between the gently moving gyro-stabilized gun and a densely
packed jumble of white boxes and black telescopes illuminated peri-
odically by blinking red, white, yellow, and green computer lights. The
sandstorm, which limited visibility to 900 meters, made Koch very tense.
He knew that in a tank battle, victory goes to the gunner who sees the
other guy first.

Koch pressed his head tightly against the vinyl rest of his
thermal-imaging sight, his right hand gently turning the “cadillac”
handgrips left and right to maintain a constant, rhythmic slewing
motion of the turret. His left hand nervously flipped the toggle that
changed his sight picture from 3 to 10 power and back and forth between
a “black hot” and “white hot” thermal image. He strained to discern from
the desert horizon any telltale point of light that would be his first
indication of Iragi armor.
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To Koch's left sat Specialist Jeffrey Taylor, youngest and newest of
the crew. Taylor had mastered the gymnastics of loading a 54-pound
projectile into the pitching breech of the main gun. Less proficient loaders
were known to ride with a round cradled in their arms for faster loading.
Not Taylor; he could routinely load from the racks in a second and a half.
At any rate, McMaster didn’t allow free rounds in the turret...too
dangerous. He wanted them kept safely isolated behind the inch-thick
steel plate of the ballistic shield to prevent secondary explosions if they
should take an enemy round. Taylor’s job on the move was to steer the
tank using a satellite position-locating device mounted on a bracket over
the gun breech. Every few seconds he would crouch forward, read the
digital display, correct Skog’s heading, and drop back into his seat.

The crew’s senses were muted inside the combat vehicle crewman
helmets that each wore. The whine of the tank turbine was faded and
distant. With his head outside, McMaster could hear, faintly, the stac-
cato beat of the tank tracks as they churned through the desert, throwing
behind a mud-sand plume. Above Koch, the thermal-sight cooling motor
rattled continuously. The sound, coupled with the continuous motion of
his sight, gave him the sensation of looking at a slow-moving, ghostly,
black-white panorama through an old-time nickelodeon.

McMaster sensed intuitively that he was closing on the Iraqis. He
ordered his vulnerable Bradleys, scouting to the front, to slip behind the
protective line of tanks. Endless battle drills allowed the troop to shift
formation immediately without further instruction. McMaster, centered
now among eight other tanks, broadcast a clipped “Follow my
move,” and each tank fell behind in formation, four tanks echeloned
on either side.

- The shooting war began for Eagle 66 at 1618 hours and lasted exactly
seven seconds. As he crested a slight rise, Koch spotted not one, but eight
thermal hot spots. He could only make out a series of thin lines through
his sight because an earthen berm masked the image of each Iraqi tank.
Eagle 66 was loaded with a high-explosive antitank round, or HEAT,
not the optimum choice for taking on the Soviet-made T-72 tanks. Should
Koch’s first shot hit the berm, the HEAT round would explode harm-
lessly. Koch screamed, “Tanks, direct front.” McMaster spotted the
tanks. “Fire, fire sabot,” he yelled as he kicked up the metal seat and
dropped inside to look through his own thermal imager. McMaster’s

“clipped command was a code that automatically launched his three crew
mates into a well-rehearsed sequence of individual actions. To Jeff Taylor,
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“Fire, fire sabot” meant that once the loaded HEAT round was gone, he
- must reload sabot, known to tankers in the desert as the “silver bullet.”

Skog looked up and began immediately to “follow the tube” with his
steering bar as he drove the tank briskly forward at 20 miles per hour.
By aligning the tank body with the turret, Skog kept the 2-foot-thick
frontal armor pointed toward the enemy. Koch, the gunner, knew what
“fire” meant. He hit the button on his laser range finder. The red digital
figure “1420" appeared just below the target reticle in his sight. ”Jesus,”
Koch thought, “this sucker is close, practically a 'gunfight at the OK
Corral’ at tanker ranges.” Red dot centered, Koch squeezed the trigger
on the “cadillac,” and the steady rocking motion of the moving tank was
momentarily interrupted by a slight jerk and a muffled boom. Outside,
the blast was deafening. Inside, the crew, working now on automatic,
barely noticed any sensation other than an acrid smell of burned cordite
and a discernable drop in air pressure as the HEAT round sucked out
turret air on its way to the target.

Koch’s HEAT round found an Iraqi tank less than one second later.
It cleared the berm by 6 inches and struck a spot 4 inches above the base
of the turret ring. Four pounds of Composition A3 exploded in a narrow
3,000-degree jet of burning gas, transforming the armor plate under-
neath into a white-hot, viscous fluid. The jet penetrated and continued
to burn inside the tank, spewing gas and liquid turret metal in a deadly
~cone back toward the bustle of the turret. Two milliseconds later, gun
propellant charges stored exposed in the bustle ignited. Half a second
later, the turret separated from the tank body, spinning lazily 20 feet into
the air like some cylindrical box lid that had been carelessly flipped open
by an unseen hand. Sheets of white sparks, blue-white flame, and black
smoke erupted from the now shapeless hulk.

A half-second after the first three Iragi crewmen died, Taylor pushed
himself back in the seat and kicked his right knee against a padded switch.
With a smart clang, a shiny steel plate slammed open beside him,
exposing two rows of deadly silver bullets ready to load. Taylor’s right
hand hit a release button and a round popped forward. Continuing the
motion, he reached for the steel base of the projectile with his left hand
and jerked it into the crew compartment. Like a twirler with an enormous
baton, he spun the round nose forward and flicked it into the gun breech.
As his knee left the switch, the safety door closed, instantly shutting off
the crew from the volatile ammunition. Taylor’s fluid motion took two
seconds... about average for the fastest loader in the regiment.
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Koch had another target. He pushed the illuminated sabot button on
his computer to index a different round. Imperceptibly, the computer
dropped the gun’s point of aim half an inch and automatically refined
the aim further to compensate for other ballistic variations in range,
crosswind, temperature, and velocity at the muzzle. The gun’s stabilizer
kept it locked automatically on the target even as the tank gently pitched
and swerved. The range finder read 600... a chip shot. With sabot, berms
were no problem. Koch couldn’t miss. He squeezed the trigger on the

“cadillac.” The second round was gone. The battle was now three seconds
old.

. The slender, yard-long, depleted uranium dart of the sabot round
crossed the killing zone in a fifth of a second. It tore through the berm
and hit the T-72 with the force of a race car striking a brick wall at 200
miles per hour, but with all of its energy compressed into an area smaller
than a golf ball. One millisecond later the dart broke through just above
the track and a foot below the turret ring. Two milliseconds later it had
gone through to the right side of the tank, then the berm again, and off
into space. The dart’s impact caused what ballistics scientists tactfully
term a “pyrophoric effect,” the result of thousands of tiny bits of dense
uranium material, sheared off and turned white hot, flashing throughout
the crew compartment. One piece of metal torched through the combus-
tible cardboard of the propellant charges in the autoloader. A second Iraqi
tank erupted in grisly pyrotechnics.

Koch aligned his gun with a third tank; range—400 meters. The
enemy turret filled his telescope. Taylor had the round “up,” and a third
sabot streaked to its mark. The exploding T-72 was so close that
McMaster felt a blast of hot wind against his face and watched,
transfixed, as a shower of pyrophoric sparklers flew backward from the
sabot impact and-arched lazily over his head.

Suddenly other enemy tanks started to come alive, twisting their
turrets to and fro like a herd of confused Paleolithic monsters searching
for some unseen predator. The remaining tanks of Eagle troop closed on
Eagle 66 and joined the gunfight in a disciplined, sequential pattern of
engagement constantly practiced by the troop in peacetime. In 10 sec-
onds, the five remaining Iraqi tanks erupted in flames. The battle lasted
barely half a minute. In 23 minutes of combat, Eagle troop “killed” 30
more armored vehicles. Two platoons—nine lone American tanks—had
cut a 3-mile swath of destruction through Iraq’s most capable armored
force and had virtually destroyed a tank force four times its size.
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The crew of Eagle 66 from left to right, Captain H. R. McMaster, Staff
Sergeant Craig Koch, Specialist Christopher Hedenskog, and
Specialist Jeffrey Taylor.

The example of these four cavalrymen from the 2d Squadron, 2d
Armored Cavalry Regiment, in the Battle of 73 Easting dramatically illus-
trates the transformation of the American Army from disillusionment and
anguish in Vietnam to confidence and certain victory in Desert Storm.
Only 100 ground combat hours were necessary for the Army to reestablish
itself convincingly as a successful land combat force. During that brief
period, mechanized forces moved more combat power faster and farther
than any similar force in history. They averaged 95 kilometers per day,
more than twice as many as the Wehrmacht's best blitzkrieg effort. Heli-
copter-borne forces conducted history’s greatest aerial envelopment by
placing the combat elements of an entire division 160 miles deep behind
enemy lines. As part of the Coalition, the American Army decisively
defeated the fourth largest field army in the world. It did so at the lowest
cost in human life ever recorded for a conflict of such magnitude.

The 100-hour victory was all the more extraordinary because the
American Army had seldom done remarkably well in the opening battles
of past wars. America’s traditional disdain for large standing armies has
usually prompted a rapid demobilization at the end of a major war.
Whether lulled by the euphoria of victories like those in the two World
Wars or relieved by the end of an indecisive conflict like Korea, the nation
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wanted to believe that there would never be another war. As a result,
military preparedness declined drastically so that, almost without
exception, from the War of 1812 to Task Force Smith in Korea, American
soldiers found themselves overmatched, outsmarted, and undergunned
in the first battles. Victories came eventually, but at great cost: green
American soldiers learned the art of war the bloody way, on the job. After
Vietnam, the Cold War prevented a wholesale demobilization, despite the
country’s distinctly antimilitary mood, and the American Army
committed itself to a revolutionary program of reform. The result was a
peacetime army that was better prepared for war than any American
Army in history.

To be sure, history tells us that disaster is often the surest catalyst to
reform, particularly among armies, which tend by their conservative
nature to resist change. Napoleon’s Grand Army emerged from the
defeated citizen mobs of the Directory. In turn, Napoleon's obliteration of
the once-mighty Prussian army at Jena induced reformers such as Scharn-
horst and Gneisenau to construct from the ashes of defeat an army capable
of brilliant victories against Austria in 1866 and France in 1870. Sub-
sequent defeat on the Western Front in 1918 reinvigorated reform in
Germany and gave the world blitzkrieg 20 years later.

THE POST-VIETNAM ARMY

The American Army emerged from Vietnam cloaked in anguish. In the
early seventies it was an institution fighting merely to maintain its exis-
tence in the midst of growing apathy, decay, and intolerance. Forty
percent of the Army in Europe confessed to drug use, mostly hashish; a
- significant minority, 7 percent, was hooked on heroin. Crime and deser-
tion were evident in Germany, with at least 12 percent of soldiers charged
with serious offenses. In certain units, conditions neared mutiny as soldier
gangs established a new order in the barracks through extortion and
brutality. Barracks became battlegrounds between blacks and whites.
Racial violence spread into the streets of garrison communities from
Fayetteville, North Carolina, to Bamberg, Germany. Soldiers assaulted
noncommissioned officers, officers, and their families. In Vietnam, the
practice of “fragging”—attacking unpopular leaders with grenades—
remained a problem even after American soldiers ended active combat
operations. Between 1969 and 1971, Army investigators. recorded 800
instances of attacks involving hand grenades in which 45 officers and
noncommissioned officers were killed.!

Soldiers rebelled for many reasons. In part, their ill-discipline reflected
a concomitant decline of order within American society. Whether right or
not, many in American society took out their collective frustration with
Vietnam on the most visible American presence there—the Army.
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Few young men wanted to be among the last to be drafted into an
institution that promised to end the draft, and fewer still were willing to
join voluntarily. As a result, the Army reluctantly accepted markedly
lower-quality soldiers. Forty percent had no high school diploma and 41
percent were Category IV soldiers, a mental aptitude grouping of the
lowest order. The lower standards for induction forced the Army to lower
its standards for discipline and training. Yet even with lower standards,
the ranks of young men willing to wear the uniform continued to thin. By
1974 the Army was 20,000 soldiers below authorization and missed its
reenlistment target by 11 percent. The combat arms were short 14 percent.
Manning and training shortfalls combined to make only 4 of 13 Active
component divisions combat-ready. One frustrated young major, when
interviewed by Drew Middleton of the New York Times, said, “You ought
to see them, babied, pampered, dumb. Hell, they couldn’t even lick
the Cubans.”?

Noncommissioned officers and officers, particularly the younger ones,
found themselves trying to lead an army in purgatory. They were caught
between soldiers they were unable to discipline and an “all-volunteer
army” that had yet to take recognizable form. The job was thankless as
well as frustrating. A 1973 Harris Poll revealed that the American public
ranked the military only above sanitation workers in relative order of
respect. Faced with no support inside or outside the institution, tens of
thousands voted for the future with their feet.

FIRST ATTEMPTS AT REFORM

Many stalwart leaders remained, however, and resolved to turn things
_around. General Creighton Abrams, a protégé of General George Patton,
was determined to wrench the Army out of its lethargy and set it on a
course toward reform. Like Patton, Abrams was also known for his
bluntness and honesty. As Army Chief of Staff from 1972 until 1974,
Abrams concentrated on ensuring that the Army was prepared to fight. In
a speech repeated time and again during his tenure as Chief of Staff,
Abrams told his audience with great passion: “You've got to know what
influences me. We have paid, and paid, and paid again in blood and
sacrifice for our unpreparedness. I don’t want war, but I am appalled at
the human cost that we’ve paid because we wouldn’t prepare to fight.”
He was equally determined to restore a sense of values to the Army. In a
time of growing cynicism, the craggy-faced, “fireplug” Chief constantly
reminded dispirited leaders of the ideals that had brought them into the
Army: patriotism, integrity, honesty, and devotion to duty. His tenure as
Chief was tragically cut short by cancer in 1974, but before he gave up the
stewardship of the institution to General Fred Weyand, he had instilled a
new spirit of renewal among the professionals. He had convinced them
that reform was not only possible, but had already begun. 3
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First evidence of Abrams’ tough, uncompromising, but caring push
toward reform began to appear in Europe as leaders there faced the tough
issues of crime, racial strife, and professional lethargy head-on. General
Michael Davison, the commander in Europe, instituted a series of pro-
grams to wrest control of the barracks back from unruly soldiers. Crime
statistics actually increased somewhat in 1972 as gang leaders were
rounded up and court-martialed. The authority to test randomly for drugs
and the “expeditious discharge program” begun in 1973 were essential
weapons in the battle to win back the barracks. Soldiers found to be
habitual users or just troublemakers and malcontents could be immedi-
‘ately released from service without lengthy court-martial proceedings.
Within four months, the Army in Europe discharged 1,300 gang members,
drug users and dealers, and other criminals.? Davison also began a top-to-
bottom racial awareness program that brought black and white soldiers
together to confront the growing racial mistrust and polarization that so
nearly brought the Army in Europe to its knees. Noncommissioned offi-
cers, sensing a return of trust and authority, responded by restoring the
proven chain of command for dealing with soldier grievances. Without
fanfare, the so-called “enlisted men’s councils,” intended to allow soldiers
to petition directly to battalion commanders, gradually disappeared.
Funds were tight and the 1973 Arab oil embargo significantly limited
large-scale maneuvers, but by year’s end the Army was largely out of the
barracks and focused on relearning the basics.

Davison could garner only enough money, resources, and public sup-
port to conduct a rear-guard action against erosion of soldier welfare and
morale. By the mid-seventies, one-third of the soldiers in the four lowest
grades had families, a fivefold increase over the pre-Vietnam drafted
Army. Europe in particular found it very difficult to assimilate this new
social order into a crumbling infrastructure originally constructed for
single soldiers. High housing costs were devastating to the 21,000 families
of young first-term soldiers forced to live on the local European economy.
Soldiers often had to rely on a second job or, in the States, food stamps to
provide adequate support to their families. One financially beleaguered
soldier, after spending only for food, clothing, housing, and other essen-
tials, came up $60 per month short. He lamented, “I like being a soldier
and serving my country, but when you have to go home at night and hear
your stomach growl and there’s no money for food, then you wonder why
you're doing it.”>

Herculean efforts by Weyand, Davison, and other leaders restored
order in the worst units, an essential first step toward institutional reform.
However, substantial improvements in soldier quality and the quality of
soldiers” lives would require an equally substantial increase in the Army
budget that would not come until the late seventies.
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THE OCTOBER 73 WAR

The fourth major Arab-Israeli War, which began on QOctober 6, 1973,
jolted the Army out of its doctrinal doldrums and forced it to face the
reality that its method of fighting, if not changed, risked obsolescence. On
that day, the Egyptian Second and Third Armies forced their way across
the Suez Canal, penetrated the Israeli Bar Lev Line, and pushed deep into
the Sinai in a stunningly successful operation. Concurrently, five Syrian
divisions rushed the Golan Heights and locked themselves into a hellish
tank-on-tank battle with the Israelis. For 16 days Americans watched
transfixed as the Israelis fought to restore their defenses and regain
the initiative.

The war influenced the Army’s effort toward reform for two reasons.
First, it was the first large-scale confrontation between two forces
equipped with modern weapons representative of those found in NATO
and the Warsaw Pact. As such, the battle was a propitious window on the
future. Second, the battle was so bloody, intense, and close-run that
policymakers outside the Army began to seriously question the ability of
a seemingly moribund American Army to fight a war of similar intensity.
The war prompted a compelling argument for sweeping modernization
and reform.

The Israeli experience made it clear to the Americans that the modern
battlefield had become enormously more lethal. The terrible destruction
that US Army investigating teams observed in the Sinai and on the Golan
Heights was the first evidence of the precision revolution in warfare
applied to ground combat. American pilots in Vietnam first took
advantage of precision technology in bombing raids over North Vietnam.
In the air as well as on the ground, two distinct methods delivered
ordnance with precision. The first was to instrument and computerize the
delivery platform so that it greatly reduced the radial error, or circular
error probable (CEP), of its unguided, or “dumb,” bombs. The Navy A-7,
later purchased by the Air Force, was the first close air support aircraft to
be so equipped. With computerized bombing, the average CEP for fighter
aircraft decreased from 300 meters to fewer than 30 meters. The second
technique was to make the bomb or projectile itself “smart” by engineer-
ing a method of precision guidance. Using reflected laser energy or
internally mounted “fire-and-forget” seekers, projectiles could be guided
(or guide themselves) directly into a target with virtually no error.

In the October ‘73 War, the precision revolution was most apparent in
the tank and infantry direct firefight. Range finders, analog ballistic com-
puters, and rapid improvements in main-gun ammunition technology
gave tanks an enormous advantage in long-range precision gunnery. A
World War II tank required an average of 17 rounds to kill another tank
at a maximum range of approximately 700 meters. By 1973 tanks required
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only two rounds to kill at 1,800 meters. Both the Israelis and the Egyptians
possessed precision weapons in the form of wire-guided antitank
missiles. The Soviet Sagger, available in large numbers to the Egyptians,
was a primitive but effective first-generation missile. The American TOW
used by the Israelis could kill with almost a 90 percent probability out to
a range of 3,000 meters. To a small-unit tank or infantry commander, the
realities of the precision revolution applied to the direct firefight meant,
in soldier parlance, “what can be seen can be hit, and what can be hit can
be killed.”

The Israelis still believed the tank to be the dominant weapon on the
battlefield, but the presence of lethal antitank missiles and rockets made
the battlefield too lethal for tanks to go it alone. All battlefield systems had
to be balanced and employed in synergy if a unit were to survive. Direct
fire or artillery suppression of enemy systems was essential if platoons
and companies were to maneuver against a force liberally supplied with
wire-guided missiles.

The Israeli experience also made it clear that, at least for the foreseeable
future, the Americans would not be able to rely solely on superior tech-
nology to win against the quantitatively superior Soviets. Tank-on-tank
combat showed the Soviet T-62 tank to be a match for the older M60,
particularly at close range. The Soviet BMP infantry fighting vehicle
proved a particularly nasty surprise because it was the first true infantry
fighting vehicle. The proliferation of antiaircraft missiles and guns greatly
complicated close air support, long considered by the American Army as
essential to offset the firepower imbalance of direct and indirect fires
posed by superior Soviet numbers.

If the future enemy were Soviet, how could the Army hope to win
when the Soviets possessed not only greater numbers of weapons but
ones of equal or better quality? The answer seemed to lie in harnessing the
intangibles: to optimize the fighting qualities of limited numbers by
training each soldier to fight to his full capacity and to create a superior
war-fighting method through progressive doctrinal reform. Evolutionary
changes in training and doctrine would not be enough to close the gap on
the Soviet army. Ten years had been lost wandering in the jungles of
Vietnam. What was needed was not change, but revolution.

TRAINING REFORM

The powerful personality of General William DePuy, who at the estab-
lishment of the Army’s Training and Doctrine Command (TRADOC) in
July 1973, became its first commander, dominated the process of institu-
tional metamorphosis in the early years in training, doctrine, and leader
development.® DePuy’s experience as an infantry officer in Europe during
World War II profoundly affected his vision of how a future army should
fight. He had witnessed poor-quality soldiers, sent into battle by poorly
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prepared leaders, waste themselves in poorly conceived and executed
operations against an enemy often better led and better prepared for the
harsh realities of combat. Thirty years later DePuy retained a pervasive
respect for the fighting skill of the German army, as well as an often
critical view of the leadership and fighting ability of American soldiers.
His fixation on the European battlefield remained steadfast, and he
sought from the start of his tenure at TRADOC to redirect the Army’s
focus from jungle warfare to a possible ground war with the Soviets on
the plains of central Europe. He emphasized the value of the indirect
approach in battle and stressed the importance of suppressing an
objective with direct fire before assaulting a prepared defense. Neverthe-
less, his combat focus remained, as it had in World War II, on the
“how-to” of unit-level training, battle drills, and coordinating tanks, artil-
lery, and infantry.”

' As with so many of his ideas, DePuy derived his vision for a revolution
in training from his experience with the 90th Division in World War II.
The 90th trained a full two years in the United States and England prior
to D-Day. DePuy recalled with dismay how the division trained for
combat by the numbers, devoting each day to endless field firings, road
marches, and classroom lectures. “Learning and relevance,” he noted,
“were secondary to scheduling.”

The division learned to fight for real against the Germans in Nor-
mandy—the Germans did the instructing. In six weeks, the 90th Division
lost 100 percent of its strength in infantry soldiers and 150 percent of its
infantry officers. Years later, DePuy blamed the slaughter on inept leaders
at the division level who were unable to train infantry companies and
platoons to take ground against skilled resistance.? Some officers were
reasonably well trained in the scholastic art of “drawing arrows on a
map.” Yet these same officers had no idea how to make soldiers perform
at the points of the arrows. DePuy watched them march soldiers against
well-defended hedgerows after a few rounds of preparatory fire when
battalions of machine guns, tanks, and artillery should have been used to
suppress the enemy. He watched countless soldiers die in unnecessary
frontal assaults because impatient commanders ignored obvious soft
spots in the enemy’s defenses.

In time the 90th Division would fight better. In Normandy a lieuten-
ant’s life expectancy was two weeks; five months later, during the Battle
of the Bulge, it was 10 weeks. Yet the price paid for improvement was too
high. In DePuy’s analytical terms, “the casualty curve was too steep and
the seasoning curve too flat.” When he took command of TRADOC,
DePuy determined to steepen the seasoning curve, preferably without
paying in blood.

11
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Post-Vietnam training methods had changed little from World War IIL
Huge training centers continued to crank out soldiers en masse. Teaching
was by the numbers and learning was by rote. The most realistic peace-
time battlefield for infantrymen and tankers was still the firing range. The
Army school system was bloated with overhead and infused with a
similar obsolete approach to learning. Officers were sequestered in
classrooms to learn the outdoor activity of war. Equally disturbing, the
Army had seriously neglected noncommissioned officer training.

As its first order of business, TRADOC began a fundamental reforma-
tion of Army training. It adopted a simple and direct slogan: “An army
must train as it fights.” Training reform began by pushing young officers
out of the classroom and into the field. Instead of studying the art of war,
lieutenants learned the intricacies of maintenance and gunnery. The
Army refocused from its fixation on training schedules to training to a
standard—preferably one based on necessary combat skills. The “systems
approach to training” was based on the proposition that even the most
complex combat endeavor could be subdivided into a series of discrete
individual tasks. Each task would have set conditions and a measurable
standard by which soldiers’ skills would be evaluated and to which the
soldiers would be held accountable. The Army Training and Evaluation
Program, or ARTEP, appeared in 1975 and became the principal vehicle
for measuring training readiness among companies, battalions, and bri-
gades. The objectivity of the ARTEP system did in fact expose units that
looked good in garrison but failed to meet the standard in the field. But
the ARTEP fell short of providing a realistic yardstick for predicting how
units would perform in combat. While sums of individual skills might
provide a reasonably accurate assessment of crew and section proficiency,
battalion and brigade performance depended more on intangibles. Quali-
ties like leadership and decision making, as well as the intuitive ability of
leaders to sense terrain and synchronize the employment of men and
weapons, were more important indicators but were difficult to measure
objectively. More to the point, combat experience in previous wars indi-
cated that a scripted, one-sided exercise like the ARTEP, no matter how
objectively measured, could not adequately replicate combat conditions.
Soldiers could be seasoned and tested only by subjecting them to a
reasonably close approximation of real war.

DOCTRINAL REFORM

General Depuy was a practical soldier. As such, he viewed with a
healthy skepticism those who looked at the development of doctrine as a
scholastic exercise. “Doctrine, or the method of war an army employs,”
noted DePuy, “doesn’t work unless it’s between the ears of at least 51
percent of the soldiers who are charged to employ it.”® DePuy also had an
almost obsessive desire to break the Army from its Vietnam malaise and
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“get it moving again.” As TRADOC commander, he had little influence
over the budget, nor did he command units in the field. But his. charter
made him the conductor of a huge orchestral body that was obliged to
play according to the doctrinal score he devised. DePuy’s challenge was
to compose a symphony bold enough to snap the orchestra out of its
lethargy and credible enough for at least 51 percent to play in tune. During
his tenure, DePuy’s symphony, Field Manual 100-5, Operations, served as
a wake-up call to the Army. But this keystone manual for Army doctrine
fell far short of achieving the harmony he sought.

Intending FM 100-5 to stimulate reaction in the Army, DePuy went to
great lengths to avoid sterility. Beginning in late 1973, he hosted a year of
meetings with branch commandants, allies, and the Air Force. He
demanded that the manual be written in simple English. Instead of the
traditional tan bound publication, he published a camouflage-covered
manual in loose-leaf format, both to facilitate future changes and to
send a message to the field that even though it had the DePuy stamp,
he intended the manual to be the first iteration of a continuing doc-
trinal dialogue.

DePuy personally wrote much of the 1976 version of FM 100-5, which
sought to define the fundamentals of land warfare. Not surprisingly, the
manual mirrored his personal experiences and prejudices. Above all, it
reflected his fixation on practical soldiering. He wanted to give the field a
practical guide on “how to win the first battle of the next war.” The Fulda
Gap region of the inter-German border became a familiar prospective
battlefield. The manual told soldiers how to fight using weapons then in
their hands. It included a detailed tutorial on the lethality, accuracy, and
range of weapons on both sides to graphically impress prospective users
with the precision revolution in direct fire that had made the battlefield
tremendously more destructive. The October '73 War became the model
for the first battle: short-lived, exhausting, and terribly destructive to both
sides. If, like the Israelis, the American Army expected to fight outnum-
bered and win, it had to exploit every advantage accruing to the defender
in order to hit the enemy first and with great precision. FM 100-5 reflected
the value that both the Israelis and the Germans placed on the liberal use
of suppressive firepower to paralyze an enemy momentarily before
maneuvering against him.

The manual accepted from the Germans the value, if not the primacy,
of the defense—but defense of an unconventional kind. The so-called
“active defense” emphasized economy of force and the need to strike a
penetrating enemy force with surprise and with carefully husbanded
combat power at the critical place and time. The objective of the active
defense was to halt the Soviet advance as close to the inter-German border
as possible. Since the Soviet operational concept was to attack in succes-
sive armored waves or echelons, the task at hand was to kill enough Soviet
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tanks in each echelon to give the defenders time to regroup and prepare
to face the next echelon before it came within range.

As soon as it was published, FM 100-5 became the most controversial
doctrinal statement in the history of the American Army. The chorus of
disharmony came principally from outside TRADOC, the most
discordant from outside the Army. Criticism centered on the manual’s
preoccupation with weapons effects and exchange ratios and the per-
ceived return to the American fixation on firepower-attrition warfare rather
than the maneuver-centered focus traditionally attributed to European
armies, particularly the Germans.

Within the Army, criticism tended to be more introspective and con-
ceptual and began, albeit subtly, while DePuy was still commander of
TRADOC. The light Army—those raised in the airborne and air assault
family—criticized the manual for focusing on Europe to the exclusion of
other theaters and other methods of war. Parochialism aside, they had a
point. In Vietnam the Army had developed a method of warfare in
airmobility as unique and revolutionary as German blitzkrieg had been in
its day. Light Army proponents argued that future victories would
increasingly be decided in the third dimension, and they saw in Vietnam
the prospect of future Third World battlefields in which the helicopter
would continue to predominate.

Opposition to the maestro’s tactical method centered on the active
defense. Many detractors perceived it as a tactic intended to avoid defeat
rather than to attain victory. Lieutenant General Donn Starry, a DePuy
protégé, co-wrote much of this doctrine. However, after taking command
of the Army corps charged with defending the Fulda Gap, he was among
the first to publicly question its utility. Starry particularly did not like the
math. Facing him across the inter-German border were at least four Soviet
and East European tank armies arrayed in three enormous echelons of
armor, infantry, and artillery. Active defense doctrine would be helpful in
disposing battalions and brigades to defeat the first echelon, but Starry
had neither the forces nor the time to reset the defense before being
overwhelmed by the second and third. To avoid defeat, he would have to
find a way to slow and weaken follow-on echelons before they arrived
within direct-fire range of the main line. Starry’s elevation as DePuy’s
successor at TRADOC in 1977 sparked the renaissance that would even-
tually lead to the rediscovery of operational art within the Army and the
creation of AirLand Battle doctrine.

Despite the criticism, the 1976 version of FM 100-5 brought about a
fundamental change in the way the Army viewed itself. Expressing that
view led to a subordinate body of doctrinal literature called the “how to
fight” series of field manuals, which energized the entire training and
education system. As DePuy intended, FM 100-5 was a transition step that
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opened an intellectual dialogue throughout the Army. It set the stage for
later revisions in 1982 and 1986 that introduced and refined the AirLand
Battle concept which underpinned the way the Desert Storm campaign
was planned and fought. Reforms that improved discipline, training, and
doctrine without addressing how to attract and retain a quality force,
however, were only partial solutions.

THE HOLLOW ARMY

After a brief period of public support prompted by the end of the draft,
the American public and Congress’s interest in the volunteer Army
quickly dissipated. To induce recruitment, the Nixon administration
raised soldier salaries 61 percent in 1973. But in spite of large-scale infla-
tion, salaries remained essentially frozen for seven years thereafter.
Earlier pay raises were targeted toward first-term enlistees, while non-
commissioned officers, considered already hooked by the system,
received proportionately less. The consequent pay compression meant
that an experienced sergeant earned only 30 percent more than the newest
private. In real terms, purchasing power for sergeants dropped from
$20,000 per year in 1973 to $14,000 by 1979. Entitlements, which military
families considered essential for economic survival, lost value in propor-
tion to pay. Moving allowances for a family of four remained at 10 cents
per mile—unchanged since the Eisenhower administration. Young ser-
geants, in the best of circumstances barely able to make ends meet, found
themselves thrown hopelessly into debt with unexpected movement
orders. By 1979, the salary of junior enlisted soldiers had dropped so low
that a corporal with a small family was officially below the prescribed
government poverty level. In that same year Army commissaries accepted
almost $10 million in food stamps.1® The soldiers’ plight grew consider-
ably worse in Europe. As large numbers of wives streamed overseas to
join their soldier husbands, the problem of poor or nonexistent housing
was compounded by poverty wages. With no money to spend, soldiers
and families had little to do but try to survive.

In the lean years following Vietnam, the Army created the conceptual
outline for a future force fundamentally different from any American
Army of the past. Accepting the mantle of steward from Weyand in 1976,
General Bernard Rogers embraced Abrams’ goal of creating a force con-
sisting of 16 Active and 8 Reserve component combat divisions. At the
same time, he continued to work on ways to improve soldiers” quality of
life. However, while Rogers paved the way to improved readiness and
worked on long-term sustainability in an effort to pull the Army out of the
intellectually and physically stagnant period of the volunteer Army, his
task was severely hampered by budget woes.

In the late seventies, the Army witnessed drastic cuts in funding for
maintenance and training. By 1979, 6 of 10 Stateside Army divisions were,
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by the Army’s own liberal standards of measurement, not combat-ready.
Even though Europe was the Army’s front line, one of the four divisions
stationed there was not combat-ready. Serious shortages of qualified
soldiers, spare parts, and replacement equipment grew alarmingly. The
Commander in Chief, US Army Europe, General Frederick Kroesen, long
noted for his frankness, confessed publicly that the European Army had
become obsolescent. Kroesen and other senior officers began to speak
openly of a “hollow army.” Although the Army could boast 16 divisional
flags, the content and quality of those divisions was diminishing rapidly.

Soldier quality, never particularly high during the early years of the
volunteer Army, started another precipitous drop after 1976. The num-
bers recruited in mental Categories I, II, and Illa, which measure the
upper half of mental aptitude among American youth, shrank from 49
percent in 1973 to 26 percent in 1980. Only 50 percent of those recruited in
1980 had graduated from high school.l! Statistics for drug addiction,
unauthorized absences, and crimes, while still below the immediate post-
Vietnam War figures, were still alarmingly high. The Army recruited
so many poor-quality soldiers during the late seventies that it dis-
missed 40 percent for indiscipline or unsuitability before they
completed their first enlistment.

Meanwhile, in late 1979, the Islamic fundamentalists’ removal of the
Shah of Iran and the Soviet invasion of Afghanistan began to shake the
American public from its lethargy.

CRISES OPEN THE COFFERS

The failed attempt to rescue American hostages held in Iran in 1980
marked one of the lowest points in American military performance since
the end of the Vietnam War. The spectacle of broken Marine helicopters
and crashed Air Force C-130 aircraft and the tales that emerged from
Desert One of confusion, overcentralization, poor communication, and
botched planning brought to light publicly what the pros had foretold for
some time. As so often happens in American military history, a military
debacle was necessary to wrench the Services back from the brink of ruin.

The furor following Desert One alerted the American public to chronic
institutional problems that had remained shrouded since Vietnam. The
Army realized that reduced budgets had left equipment inoperative,
shortened training exercises, and delayed the arrival of new weapons. The
Army leadership also recognized that the Army could not achieve real
combat readiness unless it could, as a first priority, populate itself with
good soldiers. In the wake of Desert One, the cry grew more shrill for a
return to the draft. A volunteer army, so the argument went, would only
draw from the poorest and most poorly educated segment of the popula-
tion. In time the Army would consist only of the socially disenfranchised.
While ostensibly volunteer, the Army was still “drafting,” but using
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economics rather than the Selective Service System to force enlistments.12
Some pro-draft sentiment could still be found within the Army, but by
and large, most Army leaders favored the all-volunteer concept. The flaw,
they believed, was in how the volunteer system was implemented. The
draft was over. Simply opening doors was not enough to induce quality
men and women to enlist. America’s youth had to be convinced that
service in the Army was right for them. Needing a marketeer to sell itself,
the Army found its salesman in the person of Major General Maxwell
“Max” Thurman.

Thurman began his tenure as head of the Army Recruiting Command
by selecting only the best soldiers to be recruiters. Instead of long-term
recruiting professionals, he brought in officers and noncommissioned
officers from the field for short-term assignments. Their job was to recruit
the same soldiers that they would later have to train. The recruiting
market moved from the streets to high schools. High school students were
harder to recruit, but research proved that a diploma was the most reliable
indicator of future success as a soldier.13 Each of Thurman'’s subordinate
commanders negotiated a contract with him to produce a certain quality
of soldier in a certain number, balancing the demands of the Army against
the particular demographic and economic circumstances of the region.
Thurman recognized the power of advertising. With the enthusiastic
support of Vice Chief of Staff General John Vessey, he convinced Congress
to appropriate approximately a half-billion dollars to finance Army re-
cruiting and bonuses. The “Be All You Can Be” campaign achieved
instant recognition among American youth. Thanks to positive image-
making and the improving quality of life within the Army, the “Willie and
Joe” image inherited from the drafted Army gave way to the Army’s new
image as a caring, challenging, high-tech outfit.14

A Congress increasingly alarmed by the Army’s declining readiness
and sympathetic to the plight of soldiers and their families responded by
increasing soldiers’ salaries 25 percent between 1981 and 1982. Army
research found that the most important reason for the smartest soldiers to
enlist was money for college. After Congress reinstated the GI Bill and
initiated the Army College Fund, the quality gap began to close.!®

While Army recruiting continued to experience occasional growing
pains, the quality of young men and women recruits steadily climbed,
keeping pace with the public’s increasingly favorable image of the Army.
By 1991, more than 98 percent of the applicants were high school gradu-
ates. Seventy-five percent scored in the upper mental categories, less than
one percent in the lowest. Fully 41 percent chose to enroll in the Army
College Fund. As quality increased, traditional indicators of indiscipline
dropped off the charts. Desertions and unauthorized absences dropped 80
percent and courts-martial 64 percent. Positive indications of drug abuse
dropped from 25 percent in 1979 to less than 1 percent a decade later.
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As defense budgets increased, the temptation grew to expand the size
of the Army to meet the growing Soviet threat. However, with
end-strength capped at 780,000 soldiers, meeting the goal of 16 Active
divisions was difficult enough, let alone trying to expand the force. Gen-
eral Edward “Shy” Meyer, Chief of Staff from 1979 to 1983, chose to hold
the line on total numbers. He reasoned that any large increase, given the
limited number of available high-quality prospective recruits, would sub-
stantially lower overall quality. The most glaring shortage would be made
up by the Reserves.

The political argument for greater integration of the Reserves had its
roots in Vietnam. President Johnson chose to rely on the draft alone to
prosecute the war in order to cause as little disruption on the home front
as possible and thereby dampen popular opposition. While successful
during the early years, Johnson’s policy created an army in the field made
up largely of the very young, the poor, and the disaffected. As the war
dragged on and casualties mounted, a rift was inevitable between the
people and this unfamiliar, unrepresentative body of men fighting an
unpopular war. For that reason, General Abrams, during his short tenure
as Chief of Staff, had insisted that the Army could not go to war again
without the involvement and tacit approval of the American people. A
call-up of the Reserves would bring home to Americans from the begin-
ning that they had a personal stake in the conflict. Therefore, Abrams had
sought to weave Reserve forces so inextricably into established deploy-
ment schemes that no force would be able to fight a major war in the
future without them. :

The creation of what was to become the Total Force Policy began
gradually during the mid-seventies as the Army shifted combat support
and combat service support necessary to sustain the Active Army in a
large-scale European conflict into the National Guard and Army Reserve.
The plan was to increase the total number of Active divisions to 16 while
staying within mandated end-strength ceilings by “rounding out” se-
lected Army divisions so that they consisted of two regular and one
Reserve component brigade. A number of separate Reserve component
battalions were also included in the roundout program. Roundout bri-
gades were expected to join their parent division after a period of muster
and postmobilization training, which was originally postulated to require
at least 30 days. By the late eighties, the Total Force Policy had been so
firmly embedded in the Army’s structure that 52 percent of combat forces
and 67 percent of other forces were Guard or Reserve. Seven Reserve
component brigades—six from the National Guard and one from the
Army Reserve—rounded out Active Army divisions, while 10 separate
battalions, all in the Guard, served additionally as roundout augmen-
tation to the Active Army. 17
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THE BIG FIVE

While General Abrams committed the Army to producing world-class
soldiers, he also sought to develop first-class materiel. Following Viet-
nam, the obstacles to achieving that commitment were seemingly
insurmountable. The Soviets had exploited the Army’s Vietnam diversion
to close the gap in weapons technology. Popular opinion at the time did
not appear to favor significant funding increases for new weaponry. Since
the Army traditionally spent proportionately more than the other Services
on people programs, not enough developmental money was available to
buy every weapon the Army needed. The Army was fortunate to have
Abrams at the helm. He was an officer who continued to maintain the
trust and respect of Congress and the public through the Army’s troubled
times. He had a congenital distrust of Pentagon bureaucracy. Perhaps his
obvious discomfort with Washington was one reason Congress listened
to him so attentively. Abrams drew copiously from this wellspring of
political credibility to rebuild the Army, but first he had to deal with the
bureaucracy.

Clockwise from top left, the Big Five weapons systems are the UH-60
Blackhawk, the M1 Abrams tank, the AH-64 Apache, the Patriot, and
the M2/3 Bradley.
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The Army materiel development community consisted of dozens of
constituents, all of whom believed that their particular weapon or pro-
gram deserved funding priority. Legions of young officer-analysts
labored intently to produce tightly argued, amply documented justifica-
tions to prove the worth of their particular systems. However, even within
each community, opinions varied. To Abrams, the Army seemed reluctant
to make up its mind or to keep to an established course once it made
materiel decisions and only he could discipline the process. He began by
selecting five weapons the Army had to have: a new tank, an infantry
. fighting vehicle, two helicopters—an attack helicopter and a utility trans-
port to replace the ubiquitous Huey of Vietnam fame—and an air defense
missile. Other programs would be proposed and some would ultimately
survive Congressional scrutiny, but having put his reputation on these
Big Five, Abrams would tolerate no further dissention within the Army.

As the development of the Big Five weapons systems began during the
period of constrained military budgets, Abrams’ successors continued to
fight to keep the programs alive. With the efforts in recruiting, training
and doctrinal reforms, and new weapons systems all running concur-
rently, Army leaders continued to seek better ways to bring all of these
improvements together.

BIRTH OF THE COMBAT TRAINING CENTERS

Studies of combat experience in World War II, Korea, and Vietnam
revealed a disturbing propensity for units to suffer very high casualties in
their first exposure to direct combat. The problem was particularly per-
plexing because the human cost in first battles did not seem to be lessened
by the time spent in training prior to deployment. Some divisions like the
90th prepared for war in Europe for more than two years, yet suffered
more than 100 percent casualties in the hedgerows of Normandy. A
method was needed in peacetime, as DePuy had noted, to steepen the
seasoning curve without paying in blood. Curiously, the Navy showed
the Army how to practice fighting for real. In early air-to-air combat over
Vietnam, Navy pilots achieved a kill ratio against North Vietnamese MiGs
of only two to one. A careful study showed a seasoning curve increase for
pilots after combat as dramatic as Army studies had found for ground
soldiers. Forty percent of all pilot losses occurred in their first three
engagements. However, 90 percent of those who survived three engage-
ments went on to complete a combat tour. In 1969 the Navy began a
program that sought to provide a pilot his first three missions risk-free.
Top Gun pitted novice airmen against a mock aggressor skilled in North
Vietnamese aerial tactics. Combat was bloodless yet relatively unfettered.
Uncompromising instructors recorded and played back every maneuver
and action. The results were dramatic. From 1969 until the end of the air
war, the Navy’s kill ratio increased sixfold.

20



Forging A New Army

A similar method of battle seasoning was needed for Army training,
and General DePuy handed the task to his TRADOC deputy chief of staff
for training, Major General Paul Gorman. However, technological prob-
lems in creating a ground-based Top Gun were daunting. Aircraft came
equipped with their own on-board radars and computers. Aircraft instru-
ments could easily be linked to ground-based sensors to track and record
every aerial track and maneuver for later playback and critique. But how
do you keep track of thousands of soldiers shooting at each other among
the folds and foliage of normal terrain? Gorman again got the answer
from the Navy. In 1973, he discovered a young technician who was
experimenting with a method for sailors to- practice marksmanship
indoors. The technician simply attached a laser to a pistol and fabricated
a laser-sensitive target to record hits. Gorman expanded the “laser pistol”
idea into what eventually became the Multiple Integrated Laser Engage-
ment System (MILES) with devices that could be attached to all weapons
from rifles to tank guns. MILES was a sophisticated version of the “laser
pistol” concept that used coded signals to record kills and to discriminate
among the types of weapons firing so that rifles “killed” only soldiers and
not tanks: To replicate the Navy’s successful program, planners had to
devise an instrumentation system capable of tracking units, vehicles, and
individuals and linking them all together through a master computer. The
Core Instrumentation System (CIS) that evolved for the National Training
Center utilized state-of-the-art technology with video cameras and multi-
ple radio monitoring stations.

To exploit the promise of MILES and CIS, Gorman pursued an Army
version of Top Gun, which was ultimately created at Fort Irwin, California.
The exercise area was vast, and MILES permitted combat units to be pitted
against each other in relatively free-play, force-on-force engagements. An
observation center equipped with CIS near Fort Irwin kept track
electronically of MILES kills, individual vehicle movement, and radio
transmissions from the evaluated units. The center resembled a dimly
lighted video arcade with monitors and. television screens depicting real
vehicles engaged in mock combat. Elaborate data-processing equipment
provided instantaneous information on unit locations, troop concentra-
tions, heavy weapons positions, the number of shots fired by caliber, and
hits and misses. Remote-control cameras located on mountaintops pro-
vided total video coverage of the battle area. Observer-controllers
accompanied every unit throughout the rotation, unobtrusively recording
actions that were then combined with electronic data for the after-action
reviews (AARs).

The resounding success of the National Training Center was the result
not so much of its technology, but of the effect of its real-world, real-time,
no-nonsense combat simulation on how the Army prepared for war. Each
successive iteration or rotation of a unit through the NTC experience
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increased that unit’s ability to survive and win in combat. The experience
was grueling indeed and often, at first, very humbling. The opposing
force, or OPFOR, regiment that daily hammered the novice commander
was finely practiced in Soviet tactics and offered no quarter. Four hours
after each instrumented engagement, leaders of the evaluated unit faced
the harsh realities of watching their performance played back during an
AAR. The conduct of an AAR embodied, perhaps more than any other
single event, the commitment of the Army to no-nonsense training. In
silence, each commander watched on video as the observer-controller
dispassionately explained, vehicle by dead vehicle, how the OPFOR took
the unit apart. The observer-controllers did not intend the AAR to be
cruel. Units that did not do well were not necessarily bad units; the more
numerous and highly skilled OPFOR was tough to beat. The AAR simply
brought home to every leader the realities of combat. Lieutenant General
Frederick Brown, former deputy chief of staff for training at TRADOC,
saw the AAR process as the “truly revolutionary characteristic of the
NTC.” There was no precedent for exposing a unit’s chain of command to
a no-holds-barred battle against an OPFOR where a leader’s failure was
evident in exquisite detail to his subordinates. “No army—including the
Israeli army—has dared to do this,” Brown said.’® After leaving the
briefing van, the commander knew whether his skill at drawing arrows
on the map was equaled by his ability to infuse his soldiers with the
confidence, leadership, and combat skills necessary to make his battle
plan work in the harsh, unforgiving world of real combat. Almost a
decade of continuous exposure to NTC and other derivative exercises at
the Joint Readiness Training Center at Fort Chaffee in Arkansas and the
Combat Maneuver Training Center at Hohenfels in Germany infused in
field commanders an institutional obsession to train realistically for com-
bat. With each successive rotation, the Army moved inexorably and
bloodlessly a notch higher along the combat learning curve.

In 1984, America’s First Battles, a volume produced under the auspices
of the Army Command and General Staff College (CGSC), Fort Leaven-
worth, Kansas, appeared and caused an instant stir among senior leaders
throughout the Army. The final chapter concluded what American sol-
diers had known intuitively for some time. The American Army
performed poorly in the opening battles of all its wars not so much
because of poorly prepared soldiers but because senior leaders—division
and corps commanders—were not up to the task of commanding and
controlling large units in the field. Lieutenant General Jerry Bartlett, then
commander at the the Combined Arms Center and CGSC, believed that
this problem could be substantially solved by applying the learning curve
to generals as well as privates. What the Army needed was an NTC-like
experience for generals and their staffs. Divisions and corps were too large
to be routinely placed in the field to conduct realistic force-on-force
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combat. Therefore, the Army created a computer-driven OPFOR to be
manned by experienced controllers capable of electronic force-on-force
interaction. To put as much of the fog of battle as possible into the Battle
Command Training Program, or BCTP, the simulation was taken to units
in the field so that the war game could be played using the tested
- division’s headquarters staff and communications equipment. When-
ever possible, Bartlett’s controllers would exercise the division’s
existing war plans.

BCTP would provide the same realism, stress, and harsh, objective
reality for generals and their staffs as NTC provided for colonels. The
problem was the dreaded AAR. Holding colonels accountable for their
errors in front of troops was difficult enough, but what about generals?
The Army solved the dilemma by bringing in three retired four-star
generals, each known and respected throughout the Army as experienced
war fighters, to supervise the exercise. Initially, the Army in the field
balked at such frank exposure. However, General Carl Vuono, then Chief
of Staff, insisted that the BCTP continue.!?

Unit-level training is the focus of the NTC, the ARTEP, and the BCTP.
Units and their leaders perform mission-essential tasks that can be ob-
served and evaluated against measurable standards under specific
conditions. Within units, the leadership skills required by increasingly
sophisticated weapons systems and training tools called for a simultane-
ous revamping of the Noncommissioned Officer Education System
(NCOES).

THE NONCOMMISSIONED OFFICER
EDUCATION SYSTEM

In late November 1990, Command Sergeant Major of the Army Julius
Gates accompanied General Vuono to the Soviet Union at the invitation
of General Valetin Varennikov, the Soviet Ground Forces
Commander-in-Chief and a hero of the battle of Vilnius in World War II.
Near Kiev, Vuono, Gates, and another Soviet General, Boris Gromov,
stood together as they watched two young Soviet officers lead a platoon
of trainees through a demonstration of close-order drill. Soviet officers did
not quite know what to make of Gates. A master paratrooper and a
Ranger, Gates’ many years with light infantry units had kept him trim and
fit. Yet the sight of a sergeant purported to be a personal advisor and
confidant to the highest-ranking officer in the Army seemed incongruous
to them, to say the least. Gates was not terribly impressed with what he
saw. As the soldiers wheeled about in intricate evolutions, Gates turned
to Gromov, pointed to the officer drillmasters, and remarked dryly, “You
know, in our army sergeants would be doing that—junior sergeants.”
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“Yes,  know,” the Soviet replied through an interpreter. “That’s what
makes your army so good. We use officers because we don’t have ser-
geants like you.”

Soldiers have long recognized that sergeants are the backbone of an
army, particularly the American Army, which has traditionally given
noncommissioned officers a great deal of authority and responsibility. But
10 years of war in Vietnam damaged the NCO Corps physically, morally,
and psychologically—more than any other segment of the institution. The
strain imposed by back-to-back combat tours in Vietnam exacted a terri-
ble toll on young NCOs. Tens of thousands died or were wounded, and
many more left the Army frustrated and fatigued as soon as their hitch
was up. Morale continued to plummet after the war. NCOs found them-
selves in an unfamiliar army where the message to new volunteer soldiers
was not one of discipline and combat readiness but rather “the Army
wants to join you.” Pay compression made NCOs almost as poor as their
privates. Those who remained stood by and watched anxiously as their
authority steadily eroded in a progressively more permissive and
ill-disciplined environment.

The near ruin of the NCO Corps during Vietnam caused the Army
leadership to take a careful look at how the Army developed noncommis-
sioned officers. Without a comprehensive schooling system, NCOs were
expected, for the most part, to learn on the job. In 1969 General William
Westmoreland, at the urging of his Vice Chief, General Ralph Haines, had
instituted a system of NCO training and selection that in many respects
paralleled the officer system. The concept called for four levels of training.
The primary level was similar to the old NCO academies. Basic and
advanced levels required board selection for attendance and included
advanced skill development balanced with a strong dose of leadership
and training evaluation. The fourth and highest level was the Sergeants
Major Academy founded at Fort Bliss, Texas, in 1972. The Academy
curriculum paralleled that of the Army War College, and selection became
as highly prized among senior NCOs as the War College has traditionally
been among officers. The NCOES added rigor to NCO career develop-
ment. A sergeant had to prove himself to his leaders in order to-advance
to each leve], and at each level he learned the skills necessary to succeed
at the next higher grade. '

As the NCOES produced better sergeants, the trust of officers in their
NCOs returned in full measure and then began to grow. With trust came
increased responsibility and in turn confidence began to reappear among
the “new breed” of well-trained and well-educated NCOs. As pay and
quality of life for NCOs improved, so too did the quality of the NCOs
themselves. Of the SMA's first graduating class in 1973, fewer than 8
percent had attended college. Of the soldiers who joined the Army that
year and who rose through the ranks to attend the academy 18 years later,
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88 percent had attended college; nearly half had earned degrees.?® In
addition to education, the NCO Corps maintained with equal strictness
standards for job performance, personal conduct, physical fitness, and,
most importantly, demonstrated leadership ability. By the time units
deployed for Desert Shield, the transformation of the NCO Corps was
virtually complete. Sergeants performed in the desert with unequaled
initiative, professionalism, skill, and concern for soldier welfare. Brighter,
better educated NCOs also required the best possible officer leaders.

AIRLAND BATTLE DOCTRINE

Most of the Army’s senior leadership, with General Starry in the lead,
had grown increasingly uncomfortable with the 1976 version of FM 100-5.
In 1977, a year after taking command of V Corps, Starry stood on the
Golan Heights looking east toward Damascus as Israeli General Rafael
Eitan explained how, in the desperate hours of October 6, 1973, he
watched as waves of Syrian tanks formed successive echelons as far as the
eye could see.?! Although force ratios clearly called for the Syrians to win,
they lost because of intangibles. To Starry, the battle of Kuneitra proved
conclusively that the side that seized the initiative and demonstrated
superior fighting skill and determination would prevail.

The Soviet invasion of Afghanistan in 1979 underscored to General
Meyer that Europe might not be the only probable future battlefield.
Meyer was particularly concerned that fixation on the active defense,
whether intended or not, might affect the morale and fighting spirit of
young officers. General Richard Cavazos had a heightened respect for
unquantifiable aspects of warfare that FM 100-5 tended to ignore. Com-
mander of Forces Command (FORSCOM) at the time, Cavazos spoke
about the value of leadership, courage, endurance, and will as principal
determinants of combat effectiveness: “What’s important is how soldiers,
not systems, fight.”

The 1982 version of FM 100-5, for the first time, moved decisively away
from force ratios to intangibles as predominant factors on the battlefield.
It listed leadership as an element of combat equal to firepower and
maneuver and went on to underscore the validity of training, motivation,
and boldness—the ability to perceive opportunity, to think rapidly, to
communicate clearly, and to act decisively. The success of AirLand Battle
depended on four basic tenets: initiative, depth, agility, and synchronization,
each demanding as much from the intellect of the commander as from the
physical power of his force.

The 1982 manual also introduced AirLand Battle doctrme General
Glenn Otis, Starry’s successor as TRADOC commander, recognized that
the size and complexity of the air and land battlefield had outgrown the
narrow tactical focus that DePuy had imposed on Army operations in FM
100-5. Otis chose, therefore, to introduce the operational level of war in the
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1982 version as an intermediate level between tactics and strategy. By the
time the Army developed the 1986 edition, AirLand Battle had become
synonymous with the operational level of war. 2

AirLand Battle doctrine sought to find a method for defeating second-
and third-echelon forces. A defending force waiting passively for the
enemy to appear would be swept aside by successive Soviet echelons. In
order to have any chance of winning against such unfavorable odds, the
defender would have to seize the initiative by attacking follow-on
echelons before they appeared. The manual proposed two methods of
attack. The first was to use distant fires and electronic warfare to slow,
confuse, and damage as many early arriving forces as possible, executing
distant strikes in a carefully conceived pattern. The object was to create
gaps in the enemy’s battle array that could then be exploited with the
second means of attack: lightning-fast offensive maneuver using mecha-
nized forces supported by tactical air power and attack helicopters. Fires
became, therefore, not merely a means to attrit the enemy, but also a
mechanism for setting the terms of battle. Fires would freeze the enemy
and stun him long enough for maneuver forces to strike deep to destroy
following echelons.

The imperative to strike deep forced the writers of FM 100-5 to observe
the battlefield from a higher perspective. In the 1976 version, the view
from the division commander’s perch, essentially a tactical view, was
high enough to observe the direct firefight at the point of collision
between two opposing forces. But to see and strike echelons not yet
committed demanded a higher-level perspective. In terms of time and
space, three echelons attacking in column formation occupied ground to
a depth of 150 kilometers and required about three days to close on the
point of contact. In 1982 the maneuver commander had few weapons or
means of observation capable of reaching that far. The Air Force, however,
did have a deep capability, so the need to extend the battlefield and strike
deep gave the corps commander an even greater interest in how air power
was employed. Since World War II, the Air Force had considered aerial
deep attack, or interdiction, to be an essential mission, but they had not,
in the past, so closely linked the interdiction effort to the corps com-
mander’s maneuver scheme. However, the Air Force did accept the
Army’s contention that success on the ground depended on deep strikes
to shape the battlefield. Beginning in 1979, the Tactical Air Command at
Langley Air Force Base, Virginia, and TRADOC headquarters, just 20
minutes away, began to develop a joint doctrinal vision that included a
system for Army fires to suppress enemy air defenses and air interdiction
(AD) to attack the second echelon.

In 1984 General John Wickham and General Charles Gabriel, the Army
and Air Force Chiefs of Staff, announced the acceptance of 31 initiatives
specifically designed to enhance joint employment of AirLand Battle
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doctrine. The initiatives resulted from a year of discussions, war-gaming,
and intellectual free-for-alls by members of a joint force development
group. The group’s charter, simply stated, was “to create a means to
design and field the best affordable AirLand combat force.”?® A focal
point of their effort was to reach an agreed method for using air interdic-
tion as an integral part of combat power. As a result, the group redefined
air interdiction as an attack on targets beyond the corps commander’s area
of interest and established a new category, battlefield air interdiction
(BAD). Initiative 21 stated in part that BAI was:

Air action against hostile surface targets nominated by the
ground commander and in direct support of ground operations.
1t is the primary means of fighting the deep battle at extended
ranges. BAI isolates enemy forces by preventing their reinforce-
ment and supply and restricting their freedom of maneuver. It
also destroys, delays, or disrupts follow-on enemy units before
they can enter the close battle.... %

Operational art and the increasing importance of joint operations
demanded more from commanders and their staffs than ever before. As
these demands increased, so would the need for educating officers more
capable of understanding and applying the new concepts.

SCHOOL OF ADVANCED MILITARY STUDIES (SAMS)

General William Richardson was commandant at the Command and
General Staff College during the period when the 1982 version of FM
100-5 was being written. He lamented the Army’s system of officer edu-
cation, which had not adequately provided the intellectual rigor
necessary to grapple with the complexities of the operational level of war.
The intellectual ferment surrounding the birth of the new doctrine
rekindled interest throughout the Army in military history as the most
practical laboratory for learning the art of war and applying intangibles
to its execution. The result was a concept, first offered in 1981, to create an
advanced second-year course for a small, select group of perhaps 50
first-year graduates of CGSC. They would study the art of war in an
intensive program of reading military history, practicing computer war
games, and writing extensively. Recitations in class would be scrupu-
lously critiqued by their peers and a faculty selected for their own
intellectual acumen and knowledge of military history.

Instituted in 1983, SAMS was so rigorous that it initially overwhelmed
its students. Long hours of concentrated study and intense pressure to
perform led some students to wonder if this “academic Ranger school”
was really worth the effort. To avoid any appearance of elitism, graduates
received no special favors other than a guaranteed position in division- or
corps-level staffs. As its motto SAMS adopted the unofficial maxim of the
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German general staff, “Be more than you appear to be,” and the director
admonished graduates that they must be an elite with a humility that
bears no trace of elitism.?> The intention of the program to infuse a
common body of thought—a common cultural bzas—throughout the
Army by means of its graduates worked beyond anyone’s expectation.

By the time the Gulf War began, SAMS graduates had established a
reputation as some of the best staff officers in the Army. They were
present on all planning staffs and were heavily involved in the concep-
tion, development and execution of the strategic and operational plans
that would win the war so convincingly.

LIGHT FORCES RENAISSANCE

Despite the focus on armor and mechanized forces fighting on the
Central European plain, which had been sharpened by the October 1973
Arab-Israeli War, the Army could not ignore light and Special Operations
forces. General Abrams recognized the value of highly trained and disci-
plined light infantry when he instituted the formation of two Ranger
battalions in 1974. He intended to create a core of light fighters that would
set the standards for the rest of the Army. The 1-75th Infantry (Ranger)
was formed at Fort Stewart, Georgia, and the 2-75th at Fort Lewis, Wash-
ington. Many Ranger-qualified soldiers actively sought assignment to
these tough units that they knew to be bastions of discipline and pride.

As the seventies progressed and terrorism increased, the Rangers and
other Special Operations forces received more attention. The Army
described a spectrum of conflict that compared the likelihood of engage-
ment in combat to the risk or magnitude of danger. The high risk of total
war up to and including nuclear holocaust seemed less likely than terror-
ism and brush wars at the low-risk end. This model argued for balance at
both ends.

The Ranger battalions did indeed set the standards throughout the
Army for training, physical fitness, and discipline. Parallel to the resurrec-
tion of the Rangers, the Army’s Special Forces also underwent a
renaissance to throw off the lethargy of Vietnam. Expanded several times
over during that conflict, the Special Forces had lost the professional edge
that had made them such an elite force. Like other elements of the Army,
the Green Berets returned to basics—in their case, teaching indigenous
forces to fight unconventional wars. After Desert One, the role of Special
Forces expanded considerably to include counterterrorism and difficult
direct-action missions that required specialized equipment and training.

In 1980 General Meyer established the High-Technology Test Bed in
the 9th Infantry Division at Fort Lewis. Meyer’s idea was to increase the
mobility and firepower of the division while simultaneously making it
smaller and lighter. Technology would cover the combat power gap
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created by smaller size and greater deployability. During its early years,
the 9th Infantry Division under Major General Robert Elton, and later
under Major General Robert RisCassi, tested emerging equipment in the
midst of its development cycles, bought off-the-shelf items, and restruc-
tured itself to test Meyer’s concept. Shortly after becoming Chief of Staff
in 1983, General John Wickham carried Meyer’s initiatives one step far-
ther with the creation of light infantry divisions. Driven by the shortage
of airlift, the high likelihood of conflict at the lower end of the risk
spectrum, and the constrained end-strength of the Army, Wickham fore-
saw an ascending role for light divisions. These divisions would not
replace the heavy force, but would increase responsiveness and provide a
complementary force optimized to fight where heavy armor and mecha-
nized units could not go. -

URGENT FURY

The first signs of progress in the long climb back from the abyss of
Desert One occurred three years later with the airborne coup de main in
Grenada, code-named Urgent Fury.26 Many of the structural problems
that plagued the Iranian rescue operation also plagued Urgent Fury
preparations. Useful intelligence was practically nonexistent. No agents
were on the island, and hastily dispatched electronic and photographic
collection platforms provided very little tactical information. To com-
mand the operation, US Atlantic Command, headquartered in Norfolk,
Virginia, quickly created a joint task force. This arrangement placed the
fighters—Army, Air Force, Marine, and SEAL combat elements—under a
naval command equipped with incompatible communications and
largely inexperienced in Army-Air Force planning and operational meth-
ods. In addition, the physical separation of the joint command from
ground combat on Grenada would inevitably lead to numerous miscom-
munications and delays.

Tens of thousands of sailors, marines, soldiers, and airmen were ulti-
mately involved in the Grenada operation. Nevertheless, as so often
happens in war, responsibility for victory fell almost exclusively to a small
body of fighters: five companies, each consisting of 50 to 80 Army Rang-
ers, a few Army Special Operations commandos; and a handful of Air
Force AC-130 Spectre gunships.

On the evening of October 24, 1983, Lieutenant Colonel Wes Taylor,
commander of the 1-75th Infantry (Ranger), took off from Hunter Army
Airfield, Fort Stewart, Georgia, with four MC-130 aircraft en route to
Grenada. A late departure left Taylor with, at best, only 30 minutes of
darkness over the objective, the airport at Port Salines. His only reference
to the battlefield was a vaguely legible black-and-white photocopy of a
British Ministry of Overseas Development map. His mission was to clear
the runway at Salines to allow follow-on forces to land. At takeoff, the
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situation at Salines was so poorly developed that he could not tell his
soldiers what resistance to expect. He could not even tell them whether
they would parachute into the objective or land on the runway. Not until
he was in the air an hour out did Taylor learn that the Cuban defenders at
Salines had scattered barrels and road-grading equipment across the
runway. The Rangers would have to jump. Flying in the dark and stuffed
45 to each aircraft, the Rangers began harnessing parachutes and
snapping 150 pounds of parachute, kit bags, rucksacks, and weapons
containers onto their bodies.

A mile short of the island, a searchlight illuminated Taylor’s aircraft,
which was flying at only 500 feet. The C-130 was so low that guns
emplaced on the heights above Salines airstrip fired red and green tracers
at it horizontally. Taylor’s planeload jumped out into the pyrotechnics
and seconds later slammed onto the airstrip only to endure a crescendo of
automatic weapons fire from angry Cubans entrenched in the hills all
around them.

During the next two hours, a handful of Rangers set about clearing
obstacles from the runway and assaulting the Cuban defenses. Captain
John Abizaid, commanding Taylor's A Company, charged the heights to
the east of the runway. Rangers shouted in Spanish to the Cubans to
surrender; the Cubans replied with bilingual obscenities and increased
fire. To reach the high ground, Abizaid needed a tank. Sergeant Manous
Boles provided one in the form of a Cuban bulldozer that he found on the
runway and hot-wired on the spot. Boles raised the blade for protection,
slouched in the driver’s seat, and charged his unlikely armored vehicle
toward the enemy. Other Rangers crouched behind the blade and fired in
every direction. When they reached the top, the Cubans were gone. By
midmorning the airfield was secure.

Two days later, Rangers rescued American medical students trapped
by the insurgents at the Grand Anse campus some distance up the coast.
This time the mission fell to the 2-75th Infantry (Ranger) commanded by
_Lieutenant Colonel Ralph Hagler. Major General H. Norman
Schwarzkopf, at the time the Army advisor for operations, suggested a
joint heliborne operation using Marine helicopters aboard the USS
Guam—the surest way to reach the students quickly with the least risk.
While Marine and Navy staff officers argued the wisdom of this course of
action, Hagler and Colonel Granville Amos, commander of the Marine
helicopter squadron, sat down on concrete blocks in the hot sun at Salines
and developed a simple plan of assault. They coordinated preparatory
fires by Navy A-7 fighters and Air Force AC-130 aircraft placing 105mm
cannon fire into buildings surrounding those that sheltered the students.
The operation went exactly as Amos and Hagler had planned. Marine
helicopters landed the Rangers while CH-53 helicopters followed
immediately and rescued the 233 medical students and American citizens.
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The complete operation, from first arrival to last departure, required only
26 minutes. :

The next day Hagler’s Rangers conducted a second successful airmo-
bile assault against a Cuban barracks complex at Calivigny. In all, the
Rangers accomplished most of the combat tasks on Grenada at the cost of
8 killed and 69 wounded. Grenada succeeded, thanks to the bravery and
competence of ground soldiers and in spite of flawed operational plan-
ning and an incomplete integration of land, sea, and air forces.

From the deck of the admiral’s flagship, General Schwarzkopf
watched the operation unfold with mixed emotions. On the one hand, he
grew increasingly frustrated—and at times furious—with the difficulties
inherent in conducting such a complex operation on such short notice
with Services so little acquainted with each other. On the other, the
performance of the infantry soldiers at Salines and Grand Anse reinforced
his lifelong belief that great soldiers were the single most important
ingredient in victory. “We need to focus on the fundamentals, the values
of the battlefield, and the standards and discipline of our soldiers,”
Schwarzkopf remarked after the battle, “because Grenada, once again,
proved that even though higher headquarters screws it up every way you
can possibly screw it up, it is the initiative and valor on the part of the
small units, the small-unit leadership, and the soldiers on the ground that
will win for you every time.”?’

CHANGES BEGIN TO TAKE HOLD

Urgent Fury gave the Army a renewed sense of pride and accomplish-
ment. Rangers appeared on national television at the Army-Navy football
game halftime show at the Rose Bowl in December 1983 drawing thunder-
ous applause and well-deserved respect. Abrams’ Ranger battalion idea
had not only taken root but had grown into a fighting force vindicated in
battle. The 82d Airborne Division shared the spotlight along with the
Army’s 160th Aviation Battalion (Special Operations). This sense of well-
being came at a time when the ground was ripe to replant the
fundamentals and values referred to by General Schwarzkopf.

General Wickham put a distinctive stamp on this effort when he and
Secretary of the Army John Marsh instituted a series of yearly themes that
emphasized such subjects as leadership, the soldier, and the family. By
emphasizing a different theme each year, the Army kept values in front of
everyone’s eyes as programs and policies were implemented to
strengthen that theme. Direct measurement of progress was difficult, but
the emphasis on ethics and soldierly values like courage, competence,
candor, and commitment became bywords in the lexicon of leadership in
the mid-eighties.
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The infusion of defense dollars and the renewed focus on values
needed at least three years of gestation before they began to produce
clearly recognizable results in the field. Arthur Hadley, a syndicated
reporter and long-time observer of the military, began to notice the turn-
around as early as 1982. Often, indicators were subtle. A group of German
civilians in Bad Mergentheim noted that American vehicles no longer
drove across planted fields and orchards or knocked corners off buildings.
In 1984 a German panzer colonel noted an “unbelievable” jump in combat
proficiency by an American tank battalion attached to his regiment.
Hadley noted that vehicles no longer littered German roadways during
exercises. He met tank crewmen with as many as eight years” experience
and these crewmen knew their jobs: “In 1985 most of the tanks one saw
broken down beside the road had soldiers with tools working on them,
while others directed traffic. Four years before, there were far more
broken-down vehicles and soldiers were sitting on them smoking.”28

More tangible indicators demonstrated improvements in combat
readiness. In 1987 an American tank crew from the 4-8th Cavalry won the
Canadian Army Trophy for the first time in 24 years. The superior fire
control of the M-1 tank, combined with imaginative use of simulators for
training, gave Americans the advantage in this NATO competition.?® That
same year, a team from the 11th Armored Cavalry Regiment broke
German dominance of the Boeselager reconnaissance team competition
for the first time. At the National Training Center, units on their third or
fourth rotation began to beat the OPFOR—consistently. Some units, in
fact, became famous throughout the Army for their skill at “fighting
outnumbered and winning.”

JUST CAUSE

After 15 years of reform, the Army considered its transformation from
a mass conscripted force to one of long-service professionals virtually
complete. In the interim since Urgent Fury, the Congress had taken a hand
in military reform with the passage of the Goldwater-Nichols Act in 1986.
The new law was intended to improve the conduct of joint operations,
strengthening the positions of the Chairman of the Joint Chiefs of Staff
(JCS) and the operational CINCs. The first test of the new law came with
the invasion of Panama on December 21, 1989. Tensions in the region had
mounted rapidly in late 1989 with assaults on American soldiers and
civilians and growing evidence of dictator Manuel Noriega’s support of
drug traffic. In response, the President decided to execute Just Cause, an
operation that would dramatically showcase the Army’s growing profes-
sional competence. The brief campaign against Manuel Noriega and his
band of thugs is important to the story of Army reform because it demon-
strated the operating techniques and military principles that would be
proven again on a greater scale in Desert Storm.
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The President retrieved General Thurman, former chief of Army
recruiting and later Army Vice Chief of Staff and TRADOC commander,
just short of retirement to be his man-on-the-spot in Panama. Immediately
after arriving at his headquarters in Quarry Heights, the new
Commander-in-Chief, Southern Command, made it absolutely clear that
he was in charge. Thurman arrived prepared to fight a campaign. A
veteran paratrooper himself, he placed responsibility for executing a
military option on his friend, Lieutenant General Carl Stiner, commander
of XVIII Airborne Corps at Fort Bragg, North Carolina. Stiner was the
right man for the job. Any action against Noriega would be a joint
operation; Thurman would command regular and special operations
forces from four Services. Stiner, who had extensive experience in joint
commands and had accumulated more practical knowledge of special
operations than any general in the Army, became commander of Joint
Task Force South.

Thurman and Stiner planned an enormously intricate joint coup de
main—the most detailed, complex assault of this sort since World War II.
It included simultaneous airborne operations against 27 objectives spread
across the country—and all conducted at night. Many of the assaulting
units would fly directly into battle, almost 1,500 miles from garrisons in
the United States. The plan was a complex and compressed “takedown”
operation intended to smother the Panamanian Defense Force (PDF) and
wrest control quickly. That way, civilian and military casualties and
collateral damage would be minimized.

The medley of available forces included Army Rangers, Special Forces,
and troops from three divisions: the 82d Airborne from Fort Bragg, North
Carolina, the 7th Infantry (Light) from Fort Ord, California, and the 5th
Infantry (Mech) from.Fort Polk, Louisiana. The 193d Infantry Brigade
permanently garrisoned in Panama provided a substantial portion of the
Army’s combat strength. The Air Force provided airlift as well as fire
support from F-117 Stealth fighters and AC-130 Spectre gunships. The
Navy provided special SEAL teams and the Marines stationed in Panama
would act as a blocking force.

All players would be tied together through the use of a single, compact
list of communications frequencies and call signs. Units in Panama would
conduct repetitive rehearsals in full view of the enemy, both to hone their
troops to a sharp edge and to “cry wolf” so many times that they would
not alert the Panamanians when the real operation began.

By the time the President authorized Just Cause, many of the soldiers
tagged for the operation had been through real or simulated versions of
the exercise many times. They were accustomed to operating autono-
mously, and they were trained to take charge even when left virtually
alone. Finally, the joint command had good intelligence. It knew where
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each enemy unit was located and infiltrated US Special Operations forces
ahead of the main assaults to keep an eye out for unexpected movements.

Operation Just Cause played out almost exactly as planned. Prior to
H-hour, midnight, December 20, 1989, Special Forces soldiers infiltrated
key facilities in and around Panama City. One team blocked a mechanized
task force crossing the Pacora River bridge to the city to join the fight. This
team engaged the task force with AT-4 antitank rockets and called in fires
from Spectre to hold the bridge against heavy odds. Task Force Bayonet,
consisting of the 193d Infantry Brigade reinforced by the 5th Infantry and
by light tanks from the 82d, attacked Noriega’s headquarters, the
commandancia, with a phalanx of armored infantry carriers supported
again by Spectre gunships circling overhead.

Three minutes after H-hour, two battalions of Rangers dropped out of
the night to seize Rio Hato Airfield some 50 miles west of Panama City
and to neutralize two companies of PDF. After three minutes of assault
fire by Spectre gunships, another Ranger battalion dropped on Tocumen
International Airport to seize the control tower and capture PDF forces
nearby. Fifteen minutes after H-hour on the Atlantic side, a task force of
paratroopers secured key facilities, including vulnerable canal locks and
machinery. A small force secured Madden Dam in the center of the Canal
Zone and, after a brief firefight, rescued 20 political prisoners Noriega had
locked up nearby in Renacer Prison.

Forty-five minutes after H-hour a brigade of the 82d Airborne Division
began parachuting into Tocumen International Airport to assault Pana-
manian army and air force elements defending there. An ice storm at Fort
Bragg hindered loading and takeoff, delaying the arrival of follow-on
troops three hours. However, after landing, the follow-on paratroopers
quickly transferred to 18 waiting Blackhawks, escorted by Apaches, to
conduct three coordinated air assaults on Panama Viejo, Fort Cimarron,
and Tinajitas army barracks. The three hours’ delay transformed a rela-
tively safe night landing into a daylight combat assault against the elite
PDF Tiger Company occupying Tinajitas barracks. The Blackhawks took
numerous hits as they dropped soldiers into the landing zone some 400
meters from the barracks complex. In stifling heat, the paratroopers
pushed forward. When they arrived at the garrison walls, the enemy
soldiers had fled, leaving most of their equipment behind. The PDF
command and control structure and most PDF units were neutralized by
H-plus-10 hours. The PDF were simply smothered by unseen attackers
from every direction and in every dimension. While they had expected
battle, they did not expect to be confronted with such a simultaneous
display of overwhelming force.

The Army would repeat the success of Just Cause again in the Iraqi
desert barely more than a year later. Just Cause presaged Desert Storm in
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several important respects. First was the growing confidence among the
Army leadership that the newly minted generation of high-quality sol-
diers could be relied upon to execute even the most dangerous and
difficult missions. Second, Just Cause indicated to field commanders that
the President and his national security advisors would give them wide
latitude to conduct the operation. The operation demonstrated again the
imperative that victory must be won quickly with overwhelming force to
ensure minimum casualties.

From the tactical perspective, Just Cause demonstrated that joint
operations were not only possible but imperative in future wars so long
as all units involved could talk to each other and operate together under
a single chain of command. Precision weapons proved worthy of the extra
cost in Panama because of their unique ability to take out military targets
discretely while reducing collateral damage to surrounding civilian facili-
ties. Night operations are the most difficult to execute, but when executed
with competence, achieve the most decisive results at least cost. The
soldiers’ performance in night combat vindicated the Army’s commit-
ment to, and substantial investment in, expensive night vision technology
for ground soldiers and aviators. Just Cause showed what a combat
multiplier psychological operations (PSYOP) can be when fully integrated
into the tactical plan. PSYOP induced bloodless surrenders and prevented
needless casualties on both sides.

Just Cause also foretold the problems that the Army might have after
Desert Storm in supervising humanitarian assistance, restoring order, and
rebuilding damaged infrastructure. In fact, postconflict headaches in both
wars would last considerably longer and would require a great deal more
effort than generals ever imagined. Before the shooting stopped, soldiers
in Panama found themselves guarding prisoners of war, distributing
food, and walking the beat in Panama City as surrogate policemen. Sol-
diers ran a displaced persons camp as well as 20 food distribution sites
and contributed free medical assistance to more than 15,000 Panamanian
citizens. As in Grenada, the transition from warrior to humanitarian was
made smoothly by superb young soldiers, many of whom had been
standing on the freezing tarmac at Fort Bragg just a few hours before.
Only the very best could have pulled off what was “the largest, most
sophisticated contingency operation conducted over the longest distances
in the history of the US armed forces. It succeeded because of tough young
soldiers, sailors, airmen, and marines.”30

EVOLUTION NOT REVOLUTION

Shortly after the Gulf War, the Senate Armed Services Committee
asked Major General Barry McCaffrey, commander of the 24th Infantry
Division (Mech), how the war was won in only 100 hours. He replied,
“This war didn’t take 100 hours to win, it took 15 years.” McCaffrey’s -
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- sentiments reflects those of his generation who as young soldiers watched
the Army fracture in Vietnam and who devoted most of their adult lives
to the task of reforging the institution through a remarkable process of
evolutionary reform.

All of the Services regenerated themselves during the Reagan years,
but Army reform differed from the other Services in two important
aspects. First, at the time of greatest institutional crisis immediately after
Vietnam, the Army was obliged to fundamentally change its character
from the mass conScripted army of World War I, Korea, and Vietnam, to
a small body of high-quality, long-service professionals. Second, Army
reform centered primarily on ideas and people rather than machines. To
be sure, the Army went to war with first-class weaponry. But it was the
quality of the young soldier and his leaders and the excellence of their
operational method that proved so overwhelmingly decisive in the Gulf.

A visionary cohort of soldiers who stayed with the institution during
the difficult years following the war in Vietnam was responsible for
launching the Army on its path to reform. They saw in the volunteer
Army concept the opportunity to create a new-style Army capable, for the
first time in its history, of winning the first battle at the lowest possible
cost in human life. The small professional Army they created would be
able to maneuver with unprecedented agility and speed. Its leaders would
possess the independent spirit to make decisions on their own initiative.
This new Army would seek to outthink rather than outslug its opponents.
It would be peopled by a new style of soldier whose intelligence, skill, and
esprit would allow him to take on and defeat a more numerous foe.
Thanks to these soldiers and their successors, the Army that met Saddam
Hussein was fundamentally different from the Army that emerged from
the jungles of Vietnam 20 years before.
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Chapter 2

DESERT SHIELD

After Highway 127 from Chattanooga tops Signal Mountain, it
begins a steep, winding descent into the emerald green Sequatchi River
Valley and turns sharply east into Dunlap. Although Ken Stephens made
the trip nearly every week, he never tired of driving down the rugged
ridge lines thick with birch, oak, and pine. Once over the Sequatchi
Bridge, just into Dunlap, he usually grabbed a biscuit and coffee at the
Win-Bob Drive-In (two places to eat—here and at home) before passing
completely through town and pulling into the old glass-fronted automo-
bile dealership that served as home to the 212th Engineer Company,
Tennessee National Guard.

Staff Sergeant Ken Stephens’ call to active duty came as no surprise.
He had quietly resigned himself to that reality some time ago. His wife
and friends remarked that he never seemed to get excited about much of
anything, even war. He anticipated hardships because he was fairly sure
his electrical and plumbing business was not healthy enough to make it
through his absence. But if he were lucky, he might find a permanent
place in the Signal Mountain police force when he returned. Stephens’
brother had been tragically killed in Cambodia in 1970, so he really didn’t
have to go. But 67 percent of his company were Vietnam veterans, many
of them wounded in that conflict, and the town still looked to soldiers,
past and present, with a special sense of belonging and pride. He never
seriously considered staying back.

His vertical construction squad assembled in the armory on Octo-
ber 11, 1990. The 212th was a close outfit. Stephens had spent seven
years as an artilleryman in the regular Army, serving in Texas,
Oklahoma, and Germany, but he had never been around men more
tightly drawn together than this bunch. Steve Brady, a draftsman
from Nashville, was also a staff sergeant and his assistant. The others
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were all highly skilled: an ironworker, a truck driver, a water well
driller from Tip Top over in Bledsoe County, and a student from
Tennessee Tech who felt somewhat out of place surrounded by so many
skilled tradesmen who knew each other so well. All were fiercely
independent and, like Stephens, quietly confident. They were used to
working for themselves and to working out problems without a great
deal of supervision, especially from the top. Stephens was convinced
that, collectively, his squad had the experience and practical savvy to
build anything. Within 30 days, they would get the chance to prove
themselves in the heat and blowing sand of Saudi Arabia.

The peculiar thing about the 212th in Saudi Arabia was that nothing
in the outfit seemed to break. The Guardsmen in Stephens’ squad had
been trained as carpenters and plumbers, but they spent most of their
time operating well-used graders, bulldozers, and dump trucks, doing
road work. A closer look at the company’s night laager would reveal
enough disassembled machinery, all scattered out over tarpaulins and
greasy plywood sheets, to fill Barker’s Garage on Rankin Avenue. Truck
headlights illuminated the scene as squad members worked late into the
night rebuilding engines, transmissions, and other major assemblies.
Radiators that ruptured in the desert heat were a constant problem, but
a sergeant in the second platoon who owned a Midas shop in Chattanooga
had no trouble jury-rigging the company’s arc welder to braze broken
radiators. Hydraulic seals ruptured constantly, but Sergeant “Mutt”
Mills had less problem fixing those than he did keeping his ancient water
well-drilling rig in action back in Bledsoe County.

A few days before the war began, Stephens and his squad carved their
way through the border berm and continued to build a six-lane road 6
miles deeper into Iraq. Mistaking them for Iraqis, a combat patrol from
the 101st Airborne stumbled on the squad nonchalantly working away
in enemy territory. The Guardsmen were stripped to the waist, with
handkerchiefs and goggles fixed to their faces. They had neither the time
nor the inclination to explain their presence over the berm. Nor were they
terribly disturbed to discover that they were among the first American
soldiers to drive into enemy territory—in dump trucks and graders.

In less than half a year, tens of thousands of soldiers like those in the
212th Engineer Company transformed a relatively undeveloped region in
Southwest Asia into a combat theater capable of sustaining two Army
corps. The soldiers from Dunlap were essential elements in a process that,
over the course of Operation Desert Shield, picked up the equivalent of
the city of Atlanta, with all its population and sustenance, and moved it
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Staff Sergeant Ken Stephens, 212th Engineer Company, Tennessee
National Guard.

more than 8,000 miles to Saudi Arabia. Accomplishment of this feat
required the unloading of 500 ships and 9,000 aircraft that carried through
Saudi ports more than 1,800 Army aircraft, 12,400 tracked vehicles,
114,000 wheeled vehicles, 38,000 containers, 1,800,000 tons of cargo,
350,000 tons of ammunition, and more than 350,000 soldiers, airmen,
marines, sailors, and civilians. Within the theater, 3,568 convoys of supply
trucks covered 35 million miles, traversing 2,746 miles of roadway in
Saudi Arabia and Kuwait.! Many of these roads were carved out of barren
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desert or improved by highly skilled soldiers like the citizen-soldiers from
the 212th. More than 70 percent of the manpower dedicated to building
the combat theater in Saudi Arabia came from the Army National Guard
and the Army Reserve.

AMERICAN MILITARY INVOLVEMENT IN THE GULF

The United States Army acquired an active operational interest in the
Persian Gulf after the fall of the Shah of Iran in 1979 precipitated a series
of unsettling events that threatened the world’s oil supply. No one at the
time could foresee how the Ayatollah Khomeini intended to carry out his
threat to punish “the Great Satan” for its role in supporting the Shah.
Equally disturbing was the growing truculence of the Soviets in the
region. Since the days of the tsars, the Russians had sought expansion
through Iran to a warm water port on the Indian Ocean. Suspicions
became more acute with the Soviet invasion of Afghanistan that same
year. Suddenly, a nightmare scenario took shape for the Carter
administration. What if the Soviet adventure were just the opening round
of a more ambitious scheme to encircle and absorb Iran by invasion from
Soviet and Afghan territory? The subsequent Carter Doctrine, which
declared any invasion in the region to be a threat to vital United States’
interests, was a symbolic first step to counter Soviet expansion. A physical
expression of new American resolve came with the formation of the Rapid
Deployment Force in 1979. ‘

The forces the Joint Chiefs initially allocated to the Persian Gulf mis-
sion were more symbolic than real. The Rapid Deployment Joint Task
Force consisted mainly of a planning staff headquartered at MacDill Air
Force Base just outside Tampa, Florida. While the Navy had maintained a
presence in the Gulf since 1948, plans for committing Army forces in
Southwest Asia were not made until Iran was threatened with a Soviet
invasion. On January 1, 1983, the task force became one of six United
States multi-Service commands and was renamed Central Command, or
CENTCOM, with specified theaters of operation in the Persian Gulf and
Northeast Africa. Although designated a joint command, CENTCOM had
no troops stationed in its area of responsibility. The regional nations, led
by Saudi Arabia, were willing to accept assistance in the form of equip-
ment and training, but only Bahrain was willing to allow the stationing of
American forces on its soil. Tiny Bahrain welcomed American presence,
permitting the Navy to maintain its Middle East Task Force Headquarters
at Manama.

Two debilitating and seemingly intractable wars served to lessen the
immediate threat to the Gulf oil supply. Saddam Hussein’s surprise attack
against Iran in 1980 put on hold any inclination by Khomeini to cause
mischief. Likewise, any latent Soviet designs on Iranian oil and ports
became secondary to the more pressing military challenge posed by
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Mujahadeen freedom fighters in Afghanistan who fanatically and skill-
fully fought the Soviets to a stalemate. Both wars created a tenuous, yet
' convenient, strategic impasse in the region and made further expansion
by any of the three major warring powers unlikely.

Late in the Iran-Iraq War, however, Iranian attacks against Gulf ship-
ping grew more intense, particularly against Kuwaiti tankers in response
to the Emirate’s support of Baghdad. The United States’ response was
Operation Earnest Will, the reflagging and limited escort of Kuwaiti
tankers in the Persian Gulf, supported by United States Army helicopters.
Slightly more than two years later, the United States would again come to
Kuwait's assistance, this time against Saddam Hussein.

ANTICIPATION

General Schwarzkopf became Commander in Chief of CENTCOM on
November 23, 1988. Burly, emotional, and brilliant, Schwarzkopf earned
the handle “Stormin’ Norman” early in his career primarily because of his
outspoken personality and his volcanic outbursts. Most often he lost his
temper in response to the frustrations that any commander encounters
when dealing with the sometimes glacial pace of military bureaucracy. To
those unfamiliar with his unique style, he had a dreadful “shoot-the-
messenger” reputation. Those who knew him well, however, understood
that underneath his awesome exterior was a deeply compassionate sol-
dier who always considered the welfare of his soldiers his first priority.

Schwarzkopf was one of the first to see how the changing world
environment might shift the Army’s strategic focus from Europe back to
his particular corner of the world. Iran and Iraq chose to end their mutu-
ally exhausting war in 1988 after more than eight years. Shortly thereafter
the Berlin Wall came down, signalling both an end to the Soviet Union as
a threat in Europe and a decline of Soviet influence in the Middle East.
With a huge, well-equipped Iraqi military at loose ends, Schwarzkopf
realized that the Iraqis had replaced the Soviets as the most serious threat
in the Persian Gulf. In November 1989 Schwarzkopf directed that the plan
addressing a possible Soviet invasion of Iran, OPLAN 1002-90, be revised
as soon as possible to reflect an Iraqi invasion of Kuwait and Saudi Arabia.
In December the JCS granted him permission to shift the geographic focus
of the biennial Joint Chiefs’ war game from Iran to Saudi Arabia.

To test how the command might deploy to blunt such an Iraqi inva-
sion, the CENTCOM staff put together in record time a remarkably
fortuitous and prophetic exercise, INTERNAL LOOK 90, which ran from
July 23 through 28 concurrently at Fort Bragg, Nortl: Carolina, and
Hurlburt Field, Florida. The exercise postulated an Iraqi attack into Saudi
Arabia with six heavy divisions. In the plan’s scenario, XVIII Airborne
Corps was given sufficient time to deploy to the region and to establish a
defense in eastern Saudi Arabia before ‘the attack began. The corps
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defended northern Saudi Arabia by blocking the Iragis with the 82d
Airborne and the 24th Infantry Divisions. The 101st Airborne Division
(Air Assault) became the corps’ covering force. While just a battle on
paper, INTERNAL LOOK proved to be a sobering exercise. Iragi armor,
though badly mauled by helicopters and tactical aircraft, continued to
advance as far south as al-Jubayl, nearly 200 kilometers deep into Saudi
Arabia. The airborne corps succeeded in holding Dhahran, ad-Dammam,
and the Abquaiq refineries, but at a cost of almost 50 percent of its
fighting strength.

INTERNAL LOOK was a joint exercise with all Services and
component commands represented and thoroughly integrated. For exam-
ple, the corps battlefield coordination element (BCE) deployed to the
Ninth Air Force Tactical Air Control Center at Eglin Air Force Base,
Florida, and coordinated air and ground operations just as it would later
in Desert Storm. INTERNAL LOOK provided an essential common
framework to participants during the war. When actual deployments
began during Desert Shield, planners would routinely remark, “We did
this on INTERNAL LOOK.”

INTERNAL LOOK underscored for logisticians the idea that any inter-
vening force in the region would heavily depend on Saudi support for
survival. The main tactical lesson from the exercise was that no matter
how much Air Force and attack helicopter reinforcement the allocated
forces had, they would have a tough time confronting Iraqi armored
formations. Most important, INTERNAL LOOK emphatically demon-
strated what CENTCOM planners had known for some time, that a
serious shortage of sealift posed the greatest single element of risk associ-
ated with such an operation. Should the United States move to check an
Iraqi invasion, the decisive advantage would rest with the side that
managed to arrive at the critical point in the theater first with the most
combat power. After the exercise, Schwarzkopf resolved to give ground
combat units first priority for deployment by sea.

THE IRAQI INVASION

In mid-July 1990 Saddam summoned Lieutenant General Ayad
Futayih al-Rawi, commander of the Republican Guard Forces Command,
to his palace. The Iraqgi president ordered al-Rawi to begin preparations to
invade Kuwait. While al-Rawi was a Shia in an inner sanctum of Sunni
thuggery, he gave Saddam the unquestionable loyalty typical of a grateful
interloper. Al-Rawi realized full well that his future in the regime, not to
mention his life and the lives of his family, rested on his performance in
the coming war against Kuwait.

Al-Rawi had commanded the Republican Guard in its most successful
offensive against Iran. In a quick series of battles between April and July
1988, al-Rawi’s elite corps made the difference between continued
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stalemate and victory. He applied the offensive lessons of those attacks to
his plan to conquer Kuwait. His first principle was to apply overwhelm-
ing force. Al-Rawi would be killing a flea with a sledgehammer.

At 0200 on August 2, 1990, the Hammurabi Armored and the
Tawakalna Mechanized Divisions, two of al-Rawi’s elite heavy units,
rushed across the border in tightly disciplined formations and quickly
overran a single Kuwaiti brigade deployed along the frontier. The
- Kuwaitis, equipped with only Saladin and Ferret armored cars, had little
hope of checking the onslaught of nearly 1,000 T-72 tanks. Al-Rawi
coupled the mass of the assault with a rapid ground advance that swept
south, capturing most Kuwaiti forces in garrison and reaching Kuwait
City by 0500. Meanwhile, three Republican Guard special forces brigades
launched a heliborne assault into the city, closing the back door on
Kuwaiti withdrawals. Seaborne commandos deployed farther south and
cut the coastal road. By early evening the city was reasonably secure
despite some sporadic resistance from a few die-hard Kuwaitis. To the
west, al-Rawi’s third heavy unit, the Medina Armored Division, screened
the main attack against the unlikely event that the Gulf Cooperation
Council’s Peninsula Shield Brigade in northern Saudi Arabia might
intervene. Al-Rawi committed four Guard infantry divisions behind the
lead armored forces to begin mopping up. All three of his heavy divisions
then moved hastily south to establish a defensive line along the Saudi
border. Saddam’s military machine had conquered Kuwait in fewer than
48 hours.

THE RESPONSE

On August 2 at 0230 Washington time, General Colin Powell phoned
the JCS operations director, Lieutenant General Thomas Kelly, and told
him to find General Schwarzkopf and immediately order him back to
Washington. Schwarzkopf and Powell met the President and other
National Security Council members at the White House at 0800. In the
meeting, Schwarzkopf laid out preliminary military options to respond to
the invasion and a summary of Iraqi military capabilities. At the regular
morning National Security Council meeting on August 3, the President
agreed with other members that some force might be needed. Powell told
the President that Schwarzkopf and Kelly were working on options and
would brief him shortly. At Camp David on August 4, Schwarzkopf
expanded his briefing to the President on details for deployment of a
defensive force to Saudi Arabia. Shortly after the meeting, King Fahd
asked the president for a briefing on the situation from American officials.
National Security Advisor Brent Scowcroft hurriedly began to assemble a
briefing team to travel to Saudi Arabia in an effort to convince the Saudis
to ask for help.
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During the evening of August 4, 1990, Lieutenant General John
Yeosock, commander of CENTCOM'’s Third Army, was dining at a neigh-
bor’s house at Fort McPherson, Georgia, when the phone rang.
Schwarzkopf was on the line and he wasted few pleasantries before telling
Yeosock of the requirement to brief King Fahd. Schwarzkopf wanted
Yeosock with him on this key Saudi trip and directed Yeosock to report to
CENTCOM headquarters at MacDill Air Force Base as quickly as possible.
They had no time to waste; if Yeosock could not get-a flight out immedi-
ately, Schwarzkopf would dispatch his own plane from MacDill to pick
him up. )

THE SHIELD’S FOUNDATION

General Yeosock would prove during the Gulf War to be a necessary
calming and introspective counterpart to his emotional and extroverted
boss. Yeosock’s deep, craggy features and measured, methodical way of
choosing when to speak gave him a grave appearance and manner. He
possessed a keen intellect and a prodigious capacity for work. Often
overshadowed in the company of his peers, he exuded a compulsive
desire not to take credit or elbow into the limelight. He exercised an
indirect approach to decision making by allowing others to posture and
vent their frustrations in the highly charged and structured atmosphere
of the CENTCOM briefing room. He reserved his time for quiet, one-on-
one discussions where he could fully exploit his particular skill at
measured debate and logical persuasion.

Yeosock’s selection as CENTCOM’s Army commander was just as
fortuitous for Gulf War planning as INTERNAL LOOK had been. As
project manager for the Saudi Army National Guard (PM-SANG) some
seven years before, he had been responsible for training and equipping
much of the Saudi ground force. That experience, combined with his
empathetic personality, suited him well for his new position as the
Army’s first point of contact with the Arabs. The Saudis, in particular,
placed great value on personalities and personal relationships. When
faced with impending disaster, they would not relinquish authority to
anyone who had not first earned their trust. Yeosock had that essential
commodity well in hand. :

As soon as he finished talking to Schwarzkopf on August 4, Yeosock
called Major General William “Gus” Pagonis who had recently been
assigned as the chief logistician in FORSCOM. The men had come to know
each other well during numerous REFORGER exercises in Germany.
REFORGER was like a national training center for logisticians. The exer-
cise realistically tested logisticians’ ability to assemble and transport large
bodies of troops and equipment from the United States to Europe. The
requirement for 10 divisions in 10 days stressed planners and logistics
systems to their maximum. Old REFORGER hands maintained that in
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Lieutenant General John Yeosock, commanding general, US
Third Army.

spite of detailed plans and extensive automation, the secret of survival
once the operation began was the ability to anticipate and react to the
unexpected. Logisticians who did well in REFORGER managed from
docks and warehouses. Just as the National Training Center experience
would prove to be the supreme preparation for desert war, REFORGER
would provide an equally realistic training exercise for the movement of
American forces to Saudi Arabia.

Pagonis was a systems analyst by training and inclination who had a
reputation for breaking down the most complex logistical problems into
their component parts to implement logical, sequential solutions. He had

47



Certain Victory: The US Army in the Gulf War

little patience for slow, precess-oriented bureaucracies. While accused of
micromanagement and overcentralization by those who did not know
him well, Pagonis was, in reality, a minimalist. He was capable of absorb-
ing and retaining huge amounts of data and applying a concept of
“building-block” logistics. His approach was, in effect, a military adapta-
tion of the “just-in-time” theory of management that demanded very
careful monitoring to ensure that exactly the right support, tailored for the
mission at hand, would be provided at exactly the time it was required.

Yeosock told Pagonis to have a logistics plan ready to brief to King
-Fahd once they landed in Saudi Arabia. He needed an outline for all major
logistics requirements, including the use of ports and roads and the
degree to which indigenous Saudi transportation supplies and labor
would be put to best use. Pagonis developed the three primary logistical
tasks that would shape the buildup: the reception of forces in the theater,
the onward movement of those forces to forward areas within the theater,
and the sustainment of forces as they prepared for combat. He briefed
“Yeosock at about 0700 on August 5, just before Yeosock boarded the
aircraft for Saudi Arabia with Schwarzkopf and Secretary of Defense Dick
Cheney. The next day, King Fahd issued the invitation for American
troops to assist in the defense of Saudi Arabia. On August 8 the President
announced the commitment of American forces.

While INTERNAL LOOK 90 provided a conceptual blueprint for
Desert Storm, the CENTCOM leadership was obliged to hammer out most
of the details of the operation through a process of ad hoc decision making
and eleventh-hour improvisation. The American Army had never pro-
jected such a large force so quickly over so great a distance. The operation
could not progress without capitalizing efficiently on indigenous Saudi
support. Here, Pagonis’ experience would be the essential planning link
between Saudi support and American requirements.

Once in Riyadh, Yeosock outlined his command’s missions and tasks.
Only a few American forces were permanently stationed in Saudi Arabia
to help him. A United States military mission of 38 officers and enlisted
men who were training Saudi Arabian land forces and a handful of other
soldiers from his old outfit provided some additional help to get things
started. Initially, Yeosock relied heavily on the PM-SANG office, appoint-
ing the project manager, Brigadier General James Taylor, as his interim
chief of staff. Yeosock’s small group had little time to prepare as the
division ready brigade (DRB) of the 82d Airborne was soon to arrive.

Actually, the first paratroopers on the ground in Saudi Arabia were
not the infantry battalions, but 76 soldiers and staff officers of the XVIII
Airborne Corps assault command post who arrived midmorning on
August 9. Brigadier General Edison Scholes, corps chief of staff, led the
soldiers down the ramp into the oppressive heat and humidity of
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Dhahran Airport. His C-141 was the only military aircraft in sight. Scholes
ordered his soldiers to quickly gather their equipment and prepare to
leave because he knew that the gargantuan aerial convoy assembling
behind him would soon make sleepy Dhahran the busiest airport in the
world. No one was happier to see him than a sweat-soaked but smiling
Yeosock and his meager staff. Yeosock pointed to a motley assortment of
trucks and buses waiting to take them to a Saudi air defense site 5
kilometers southwest of the air base. Scholes optimistically christened
the place “Dragon City” in honor of the symbol on the XVIII Airborne
Corps patch.?

During the early days, as soldiers and equipment poured into Dhahran
under the mounting threat of a preemptive Iraqi strike, Scholes and his
staff constantly updated their plan of defense, which changed and grew
more bold with each arriving aircraft. Eventually, as the situation on the
ground stabilized, this hourly process solidified into three distinct
“Desert Dragon” plans, each of which would represent a milestone in the .
ability of the corps to defend against Iraqi incursion.

THE 82D AIRBORNE DIVISION DEPLOYS

Major General James Johnson’s 82d Airborne Division’s deployment
began in the early evening of August 6 as a typical North Carolina
thunderstorm rolled over Fort Bragg. At 2100 sharp, Sergeant First Class
Elijah Payne, the corps watch NCO, ended four days of mounting tension
with a brief phone call to Staff Sergeant John Ferguson, the division watch
NCO. Few words were exchanged. Both sergeants had been through the
“sequence” many times, both in training and for real. With further phone
calls, the familiar alert began to cascade down Ardennes Street. Within
two hours the side streets and parking lots surrounding Ardennes began
to crowd with soldiers carrying rucksacks and duffle bags Cars were
parked everywhere, some to stay, others with engines running occupied
by tearful wives and girlfriends saying goodbye. When the call came, the
division’s three brigades stood in varying degrees of readiness. The 2d
Brigade, commanded by Colonel Ronald Rokosz and designated DRB 1,
was fully prepared to deploy without notice, with one battalion packed
aboard the aircraft within 18 hours. Assembly and preparation of the force
proceeded rapidly throughout the night in torrential rain. The 1st and 3d
Brigades were training in locations scattered from Fort Bragg, North
Carolina, to Fort Chaffee, Arkansas. Soldiers not training were on leave or
in schools. FORSCOM had anticipated that the deployment would
require the entire division in Saudi Arabia as soon as possible, so the call
went from division down the chain of command to bring everyone back
to Fort Bragg immediately. 3

The division staff briefed every brigade and battalion commander at
midnight. Tension in the room rose markedly when Lieutenant Colonel
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Steven Epkins, the intelligence officer, recounted the Iraqis’ armored
strength. To logical military minds, Saddam’s best option seemed to be to
continue the attack into Saudi Arabia to seize the airfields, ports, and oil
fields. The corps commander, Lieutenant General Gary Luck, told the
division to be prepared to fight for the ports if necessary. Presuming that
they might arrive unopposed, Luck intended to defend key facilities and
to launch long-range preemptive counterattacks with attack helicopters.
As a result, deviating from the established sequence, the division’s avia-
tion brigade would go in early. For added killing power, Luck gave the
division a multiple-launch rocket system (MLRS) battery from 3-27th
Field Artillery. 4

Aircraft scheduling was a problem from the start. An airborne brigade,
including the normal contingent from corps and division necessary to
support it, required at least 250 C-141 loads. But US Transportation
Command (USTRANSCOM), the Defense Department’s headquarters for
military transportation operations, could initially guarantee only 90
aircraft. While this figure would eventually increase as Schwarzkopf’s
insistence on greater lift priority began to take hold, the number was still
frighteningly low. The airborne soldiers were involved in a deadly race to
get to Saudi Arabia first with the most tank-killing power. With Saddam’s
Republican Guard already on the Saudi border, the Americans had to
build a survivable force from bases 8,000 miles away. Every lost
movement or unavailable aircraft increased the inherent risk of the
venture. With fewer aircraft than expected, the division had to make
last-minute compromises. To accommodate more tank killers, thousands
of soldiers and hundreds of tons of equipment from the division support
command, engineer, and air defense battalions would follow on later
aircraft and ships.

While leaders planned, the first units moved into the corps marshal-
ling area, a fenced-off area of barracks and parking lots adjacent to Pope
Air Force Base, next door to Fort Bragg. The first troopers of the lead
brigade departed at 1000 on August 8, 36 hours after being alerted. The
last of the first deploying brigade left four days later. The 82d’s load-out
and departure process had to be adjusted daily. To make essential depar-
ture times from Pope, both Air Force and Army planners worked day and
night reconfiguring loads to fit tactical exigencies at the other end of the
operation. The initial pulse of combat power needed in the theater imme-
diately required an enormous surge in aircraft. USTRANSCOM
dispatched C-141 and giant C-5 aircraft to Pope from bases all over the
world. For the first time the President activated the Civilian Reserve Air
Fleet. Overnight, crewmen accustomed to relatively simple palletized
loading for Air Force aircraft found themselves pondering weight, bal-
ance, and cubic-foot requirements for Boeing 747s, which only the day
before had been carrying parcels for UPS. The corps ground liaison
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officer, Major Drew Young, assisted by paratroopers from each deploying
unit, compensated for uncertainty by simply reallocating aircraft and .
reconfiguring loads on a moment’s notice. In one 12-hour period on the
third day, eight C-5s arrived unannounced at Pope, and the division
scrambled to push combat soldiers and equipment to the loading areas to
keep ahead of the Air Force. In seven days an entire division ready
brigade—4,575 paratroopers and their equipment—arrived on the
ground ready to fight in Saudi Arabia. The remaining two brigades and
‘their equipment flew out between August 13 and September 8 using 582
C-141 sorties. By August 24 more than 12,000 soldiers from all three
brigades, including all nine infantry battalions, were on the ground.

THREE VECTORS

On August 8, 1990, at the conclusion of the first of a long series of
briefings on the Gulf, General Vuono swiveled around in his chair to
address the crammed balcony of the Army Operations Center (AOC) in
the basement of the Pentagon. Warning the audience that it was going
to be a long haul, Vuono urged them to “coordinate, anticipate, and
verify—make sure of your information; make sure you have the com-
plete picture, and keep the forces in the field informed.”

After the adjustments under the Goldwater-Nichols Act to increase the
authority of unified commanders and the Joint Staff, the Services retained
significant responsibilities under Title 10 of the US Code. The Department
of the Army is responsible for manning, equipping, training, and sustain-
ing the forces provided to the unified commands through FORSCOM, the
specified command responsible for mustering forces for the Joint Chiefs
of Staff. FORSCOM is also the largest command in the Department of the
Army. One of FORSCOM'’s major components is the US Third Army. In
fact, many of the personnel assigned to FORSCOM were dual-hatted as
members of Third Army so that, with the deployment of Third Army
headquarters as ARCENT, the Department of the Army had to assume
many of FORSCOM's functions.

To do so, the Army Staff (ARSTAF) organized for emergency opera-
tions as it had done under numerous crises ranging from the Exxon Valdez
oil spill to Operation Just Cause. The difference in this case was that the
Gulf crisis appeared to be a long, drawn-out affair with the very real
prospect for major combat. The main conduit into the ARSTAF was the
Crisis Action Team (CAT), established in the operations center under
Major General Glynn Mallory, the director for operations and mobiliza-
tion. Newly arrived from commanding the 2d Armored Division, Mallory
took over the Army operations center at a critical time. With subordinate
intelligence, logistics, personnel, and mobilization cells, the CAT operated
24 hours a day handling immediate requirements. For longer-range plan-
ning, a strategic planning group concentrated on staying two to three
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moves ahead of Saddam. On top of these specially organized cells, the
remainder of the ARSTAF continued to function normally.

Vuono was determined that the Army would emerge from the Gulf in
as good or better shape than before. Early on, he established three vectors
to serve as guideposts for the ARSTAF in dealing with the crisis: the Army
forces deployed in the Gulf had to win the war; at the same time, world-
wide readiness had to be maintained; and finally, the Army had to
proceed with the ongoing reshaping and restructuring brought about by
the end of the Cold War. Vuono reserved for himself the responsibility of
adjudicating among those often conflicting priorities. To aid in his deci-
sions, he used “executive board” meetings of staff principals and selected
special staff to consider and recommend options. Vice Chief of Staff
General Gordon Sullivan served as the director of the board. Members
included Lieutenant General Dennis Reimer, the deputy chief of staff for
operations, who coordinated with the Joint Staff and accompanied Vuono
on his trips to the theater; Lieutenant General Charles Eichelberger, the
deputy chief of staff for intelligence, who represented the Army in
National Foreign Intelligence Board meetings; Lieutenant General
William Reno, the deputy chief of staff for personnel; and Lieutenant
General Jimmy Ross, the deputy chief of staff for logistics.

First, and of prime importance, was assuring overwhelming success
in Desert Shield and later Desert Storm. Vuono’s guidance was
straightforward: “Maintain a trained and ready force”—an imperative
that had enormous ramifications for mobilization and training of
Reserves as well as for modernization of the Active components. Send-
ing the 24th Infantry Division as part of the XVIII Airborne Corps
raised the issue concerning the deployability of the 48th Infantry Bri-
gade, Georgia National Guard. Under existing war plans the 48th was
the roundout brigade for the 24th. The Army leadership wanted to
deploy the brigade because, at the time, the shortage of combat power
available to confront Saddam was so acute that Schwarzkopf needed
every unit the Army could provide. However, the Army was reluctant
to deploy the brigade immediately as part of the 24th’s deployment to
Saudi Arabia for several reasons. Under US Title 10, the President
could call up a Reserve unit for 90 days and, if required, extend it an
additional 90 days. Peacetime planning called for the brigade to be a
late-deploying unit in order to allow time for postmobilization training
to prepare for combat. Defense guidance to the Army on August 24
reflected General Schwarzkopf’s priorities and authorized call-up of
only combat service and combat service support Guard and Reserve
units. Combat units were specifically excluded since the length of the
operation was unknown and postmobilization training, deployment,
and redeployment would leave the roundout brigade fewer than three
months in theater. After the President’s decision to reinforce the
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theater for offensive operations, Congress granted authority for the com-
bat units to be called up for one year on November 30, and the Army
activated the 48th Brigade and later the 155th from Mississippi and the
256th from Louisiana.

In order to meet the immediate need for additional combat power to
augment the 24th Infantry Division, the Army decided to send the 197th
Infantry Brigade from Fort Benning, Georgia. If the Iragis did launch a
preemptive attack in the early fall, the 48th Brigade, even if activated in
August, would still be tied up in postmobilization training. The mobiliza-
tion plan called for crew and small-unit training to begin immediately
after call-up, but collective training had to be delayed until individual
soldier skills were brought up to standard. The brigade also had difficulty
with maintenance of equipment due to a general lack of operator
knowledge, mechanic diagnostic skills, and knowledge of the Army
maintenance system. While officers and NCOs understood the tenets of
AirLand Battle, they were not sufficently practiced in the intricacies of
combined arms operations that required the continuous synchronization
and integration of many very complex battlefield systems and functions.
Vuono pledged that no soldier would deploy who was not trained and
ready for combat. He was determined that the Army would not repeat the
Korean War experience where hastily mobilized Reserves were thrown
into combat unprepared, suffering terrible casualties.

Vuono had promised Yeosock that he would support him with all that
he could muster from the Department of the Army. Vuono would offer
options, issue guidance, set priorities, and force actions through the sys-
tem in order to ensure their implementation. In short, the Department of
the Army would centrally control the movement, training, equipping, and
sustaining of forces deployed to the Gulf.

At the same time, Vuono would not let the Gulf crisis drain the Army
dry and prevent a response to another crisis that might arise in some other
part of the world. In his second vector, worldwide readiness, Vuono
promised to avoid repeating the hollow European Army of the Vietnam
era. While stability in Europe was promising, other hot spots were always
ready to demand Army intervention. Vuono relied on a base of Active
forces and trained Reserves to meet these contingencies. During Desert
Shield, General Mallory and the AOC monitored crises in Liberia and
Somalia that led to eventual Navy and Marine evacuation operations that
might have required Army forces. In any case, the Philippines, Korea, and
Latin America required close attention, and Army missions at home,
ranging from fire fighting to emergency relief, might require rapid
response by forces not involved in the Gulf.

As units were identified to deploy to Desert Shield, Vuono’s intent
was to shift missions to nondeploying units and, where possible, to
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backfill essential functions with Reservists called to active duty. Once

XVIII Airborne Corps all but emptied Forts Bragg, Stewart, Campbell, and
‘parts of Hood and Bliss, the Army had to reconstitute its contingency
-forces. Without knowing how long the deployment to the Gulf would last

or that it would grow to its eventual one-half million soldiers, the

ARSTAF earmarked I Corps at Fort Lewis, Washington, to become the

new contingency corps centered on the 7th Infantry Division at Fort Ord,

California, and on the remainder of the inactivating 9th Infantry Division
_at Fort Lewis.

The third vector involved reshaping the Army. Regardless of what
happened in the Gulf, the Army was well down the road to restructuring
~ into a smaller force. Every move and every disbanded unit had an effect
on every other unit. Responding to budget pressures and the negotiation
of the Conventional Forces in Europe (CFE) Treaty then in progress, Army
planners anticipated removing one United States corps from Europe,

including two divisions, an armored cavalry regiment, and most of the
corps’ support structure. The remaining corps would have to develop a
new way of operating to cover the old two-corps sector. By August 1990
the communities and soldiers involved anxiously awaited news of base
closures. Many measures could be taken to lessen the impact of closures
. and unit movements on the Gulf crisis, but nothing would stop or reverse
the reshaping. The challenge was to reshape the Army and to sustain the
deployment of forces in Saudi Arabia at the same time.’

FAMILY SUPPORT

The demographics of the Army that deployed to the Gulf differed
significantly from earlier mass-conscripted formations that had fought in
World War II, Korea, and Vietnam. Fifty-three percent of the Army was
married, and 52,000 soldiers were married to other soldiers. Nine thou-
sand military couples deployed to the Gulf, 2,500 of whom had children.
Sixteen thousand of the 45,000 single parents deployed. In sum, the Army

of the 1990s went to war with enormous family responsibilities. Having
" no extra soldiers, the Army could leave few behind. Its readiness, in
keeping with Vuono’s vectors, absolutely depended upon each soldier’s
meeting his or her military responsibilities.

Meeting these conflicting demands depended on community support,
both within the Army and in surrounding civilian communities. Each unit
had ready community support plans to maintain soldiers’ ties with fami-
lies left behind, ensuring that they had access to financial, medical, and
social assistance. Single and dual military parents had to establish care
arrangements in the event they were deployed. The plans included pow-
ers of attorney, appointments of short- and long-term guardians,
applications for identity cards, and other requirements that ensured the
supported family membe}' had access to military benefits. Commanders
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reviewed the plans and could separate soldiers from the Service whose
plans failed to provide adequate support. The overwhelming majority
proved adequate when tested by the Gulf War.

As each unit deployed overseas, a functioning chain of command and
headquarters staff remained in place until that unit returned. Aside from
duties like maintaining property and accounting for personnel, the rear
detachment command structure also provided dependents with official
services, particularly the essential link with the Red Cross in emergencies.
More than 150 Family Assistance Centers were established to serve as
focal points for that support. A unit “chain of concern” that the families
themselves established to help one another often tied directly into the
Family Assistance Center. Families of more senior personnel ensured that
younger families were not overwhelmed by problems stemming from the
deployment of a family member. A noteworthy off-shoot of the chain of
concern was an informal telephonic notification system that matched
official unit alert rosters and speeded up the sharing of information.

The tremendous outpouring of community support for soldiers and
their families also eased the burden of deployment. Communities sur-
rounding military facilities, often economically hard hit by the
deployments, organized relief efforts for the needy and special events
such as parades and picnics to demonstrate their support for the military.
Merchants donated goods for both children and their parents. Toys went
to the local military kids, while footballs and frisbees went to their parents
in the Gulf.

By its very nature, XVIII Airborne Corps was well prepared to meet the
demands of long-term, out-of-area deployments. Each unit participated in
several off-post exercises each year that required a rear detachment chain
of command and informal family care system to take care of dependents.
Having just experienced Operation Just Cause, many of the 82d Airborne
Division troopers and their families were old hands at dealing with
problems arising from deployment. Not surprisingly, those most prac-
ticed had fewer problems.

THE SAUDI ARABIAN THEATER

Saudi Arabia is a vast, mostly empty country about the size of the
United States east of the Mississippi. Roughly 1,300 miles north to south
and 1,400 miles east to west, the country is mostly desert except for a
thinly populated band along the coastal plain. The population lives in
small, widely separated towns and villages in the vicinity of the Persian
Gulf oil fields and at sources of water along ancient pilgrimage routes.

Populated areas are connected by a system of two-lane asphalt roads.
Hard-surface roads also link Saudi Arabia to Kuwait, Iraq, Jordan, Qatar,
the United Arab Emirates, Bahrain, and Yemen. A series of secondary
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roads tie the major cities and towns to minor towns and villages, with a
series of dirt tracks between the smaller villages. Paralleling the
trans-Arabian pipeline just south of the Iraqi border is Tapline Road, a
major east-west roadway. The major north-south artery is the
500-kilometer-long coastal highway that runs from Kuwait, through the
length of Saudi Arabia, to Qatar.

Rail facilities are limited, with only one active, standard-gauge, single-
track line that runs from the port of ad-Dammam to Riyadh. Seaports are
more extensive with seven major ports capable of handling more than
10,000 metric tons of materiel per day. Five secondary ports can handle
5,000 to 10,000 metric tons, and seven others, up to 5,000 metric tons per
day. Four serve as outlets to the Persian Gulf and another three are located
in the west along the Red Sea coast. Most military supplies and equipment
would come into the ports of ad-Dammam and al-Jubayl. These two
modern, high-capacity ports, when operated by ARCENT, would provide
a reception and transshipment capacity equaled only by ports in Europe,
Japan, and North America.

Airfields in Saudi Arabia are modern and well-equipped. Two of the
largest, Dhahran and Riyadh, are fully capable of accommodating, day
and night in all weather, 149 C-141 cargo aircraft and 3,600 short tons of
cargo per day. Additional small but well-equipped alrflelds are scattered
throughout the country.6

YEOSOCK’S THREE HATS

In analyzing the upcoming campaign, Yeosock viewed his command
in terms of three functions, each serving a distinct and essential purpose.
First, as commander of a numbered field army, he was responsible for
dividing scarce resources among war-fighting units in accordance with
the CINC’s campaign plan. Because no combat commander ever receives
all the firepower, supplies, and transport he thinks necessary, Yeosock
personally assumed the apportionment task—one made even more diffi-
cult because the corps commanders were peers. Second, as CENTCOM's
Army commander, Yeosock was expected to coordinate with the other US
Services and allied ground forces. ARCENT headquarters planned for
ground operations and operated the theater communications zone
(COMMZ), which coordinated joint, combined, and Coalition operations,
including host-nation support. Yeosock was responsible for providing all
common supplies and services, such as food, fuel, ammunition, and
transportation, to all Services within the theater. Third, as a Service inter-
mediary between Schwarzkopf and various other Army four-star
commands that provided soldiers, equipment, and Army-specific train-
ing and doctrinal guidance, Yeosock took his unique position very
seriously. From his study of past wars, Yeosock recognized that all too
often the attentions of combat commanders were needlessly diverted,
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even in the heat of combat, to noncombat tasks. Therefore, in his theater
army commander role, he was determined to unburden the corps com-
manders from housekeeping and diplomatic chores by assuming them
himself.

Yeosock would have to build the field army in Saudi Arabia incremen-
tally. The building process required a sense of balance and timing and a
finely honed instinct to judge and manage risk. Balance was important to
ensure that while priority in deployment went to combat soldiers, enough
logistics support and command overhead—just enough—followed along
to sustain and control combat units in the field. Nevertheless, every seat
on an airplane that went to a typist or a cook meant one less for a combat
soldier.” Realizing that he might impede the efficiency of the later buildup
by having so few support troops and activities in place to meet the combat
units and move them forward, Schwarzkopf nevertheless put fighting
soldiers at the head of the deployment line. His commitment to maintain
a small logistical overhead was derived both from the practical necessity
to get a viable fighting presence into theater as quickly as possible and the
more emotional imperative inherited from his experience in Vietnam.
Both Schwarzkopf and Yeosock were determined to avoid another mas-
sive, inefficient logistical depot like Long Binh or Qui Nhon where the
Army had created enormous permanent bases at great expense.

Yeosock knew that he had to set a personal example by building his
own Army headquarters and support organization on a shoestring. Yet he
had to supply American forces with all the goods and services that they
could not provide for themselves. This support ran the gamut from
housekeeping functions such as transportation, administration, and secu-
rity, to more combat-oriented functions such as air defense, intelligence
gathering, and ammunition resupply. Schwarzkopf gave Yeosock the
difficult mission of building a very austere theater support structure while
keeping peace among the combat commanders of all Services. Thus
Yeosock became both the traffic cop and the chief judge of Desert Shield.

Yeosock set to work building his support team using INTERNAL
LOOK 90 and the troop list that had been drafted for that exercise as his
game plan. According to procedures little changed since World War I, the
theater should have developed progressively following detailed, comput-
erized Time-Phased Force Deployment Data. Unfortunately, the shift in
mission and region from Iran to Iraq forced CENTCOM to generate this
data manually. Planners had to put in place large command and control
structures to handle transportation, construction, administration, medical
requirements, supply, maintenance, and military police, among others.
These logistics units would bring their own headquarters staff and the
additional supplies, housing, and administration to support themselves
as well as the combat soldiers. Based on INTERNAL LOOK figures, the
ARCENT logistics overhead eventually should have grown to 120,000,
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including at least 15 generals. Most of the structure would come from
activated Army National Guard and Army Reserve units. Two years were
required to create such an enormous infrastructure during World War II,
six months in Korea, and one year in Vietnam. Needless to say, Yeosock
would not have that much time in Southwest Asia.

Schwarzkopf's demand for a buildup of unprecedented speed and
austerity compelled Yeosock to devise an incremental method for
building the theater in which he would call forward only enough support
to do a job and only at the moment the job needed to be done. He allowed
ARCENT headquarters to grow from about 300 soldiers during the
buildup to about 1,000 during Desert Storm. His total support structure at
echelons above corps remained below 38,000, a mere third of the projected
requirement for this campaign. Such a high “tooth-to-tail” proportion was
unprecedented for a fighting force so large and so far from home. In
developing his headquarters, Yeosock combined the functional support
organization with his own staff. Pagonis would serve as commander of
22d Support Command as well as Yeosock’s ARCENT deputy
commanding general for logistics. Yeosock formed subordinate
command headquarters only when the functional requirements grew to
the point that the appropriate ARCENT section could not handle them.
For example, he called forward the Army Reserve’s 416th Engineer
Command under Major General Terrence Mulcahy only when the con-
struction program became so complex that his own staff could no longer
deal with it.

This building-block approach to theater support was not without risk
or controversy. Most of the support above corps level is located in the
National Guard and Army Reserve. Taking only what was needed most
affected the Reserve component structure. To keep overhead down,
Schwarzkopf was willing to accept political criticism for not accepting
some Reserve units. By not introducing additional commands and
organizations into the theater, the Army did not activate many well-
trained, well-prepared units that could have provided substantial
logistical support.

AD HOC LOGISTICS AND WORLDWIDE SUPPORT

In his own unique style, Pagonis adapted and refined logistics doctrine
as he went about building a theater of war. He arrived in Saudi Arabia
with 21 officers in trail and set about creating the structure necessary to
support a modern contingency force. A firm believer in leading from the
front, Pagonis spent much of his time traveling from one problem area to
another in his Toyota 4x4, usually using a cellular telephone to pass
requests over commercial satellite lines directly to logistics centers and
staff sections in the United States.
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Pagonis relied heavily on trusted agents—soldiers whom he person-
ally knew and in whom he had total confidence. He used his team as an
extension of himself. Although they were not necessarily high-ranking—
many were sergeants—each was skilled in a particular logistical function
and was empowered to act alone in order to cut through red tape and fix
a problem on the spot. One of the earliest members of Pagonis’ team,
Lieutenant Colonel Mike Velten, formed an ad hoc transportation organi-
zation to move troops using Saudi contract buses. This infant
organization, consisting of a captain from the 7th Transportation Group
and about a dozen soldiers, set up shop in a tent, contracted for buses and
materials-handling equipment, and began moving soldiers and their bag-
gage through the airport at Dhahran.

Pagonis centralized all logistics functions in a huge tent about one-
fourth the size of a football field. By congregating all functional experts in
one place, he could immediately detect a problem from their chatter and,
if necessary, track it from port to foxhole. At times the tent resembled the
New York Stock Exchange on a heavy trading day. In the age of comput-
ers and satellite communications, however, Pagonis still relied on the old,
proven 3x5 card to ensure that he kept his hand on the pulse of his
command. Any soldier at any level could originate a card detailing a

General Pagonis addressed 22d Support Command soldiers on the
eve of the war.
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problem, with full authority to send it, by any means available, directly to
the boss.

That the size and speed of the buildup in Saudi Arabia would
overwhelm the small logistics operations center, requiring a more
structured support command of some sort, became apparent early in
August. During the first month of Desert Shield, CENTCOM planners
worried about whether the President would allow the call-up of enough
Reservists to permit full staffing of a theater army area command
(TAACOM). First priority for Reserve activations necessarily went to
units providing essential services not readily available in the Active force,
such as stevedores, communications specialists, and medical technicians.
Thus by default, Pagonis’ select team became essentially an ad hoc
TAACOM staff, completely assuming the function of troop movement
and support. On August 19 Yeosock appointed Pagonis commander of
the 22d Provisional Support Command. By August 22 when President
Bush authorized the limited activation of the Reserves, an improvised 22d
Support Command was already in operation and functioning well. 8

The urgency to build the theater quickly resulted in a streamlined
system for getting the necessary supplies to the region. Both Yeosock and
Pagonis used the telephone extensively to pass requirements directly back
to the United States and often energized support organizations for a quick
response. Help came directly from the Army Chief and Vice Chief of Staff,
assisted by the entire ARSTAF as well as the Army Materiel Command
(AMC) and the Defense Logistics Agency. Often the Chief or the Vice took
the most urgent requests directly from Army leaders in the theater and
passed them to the required source for action. CINCs from other theaters
provided soldiers and equipment. In the United States, major
commanders and school commandants responded to calls for specially
skilled technicians and soldiers by sending their best on a moment’s
notice, a response completely contrary to traditional peacetime practice.
Similarly, American industry and business went to extraordinary lengths
to provide products immediately and to put aside, for the moment, con-
cerns about contracts and payment. A generation of senior soldiers, all of
whom had lived through the long years of Vietnam, pledged that what-
ever the cost to their own particular establishment, this conflict would be
supported properly.

When heavy equipment transporters (HETs), used primarily to haul
heavy armor, ran critically short of tires, Yeosock turned to General Ross,
the Army’s chief logistician in the Pentagon, to find 3,000 tires and rush
them to the theater. Ross in turn relayed the requirement through the
AMC commander, General William G.T. Tuttle, to Major General Leo
Pigaty, commander of the Army’s Tank-Automotive Command in War-
ren, Michigan. Pigaty’s contracting officer could locate only 800 tires
worldwide, and just one manufacturer, Firestone Tire and Rubber in Des
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Tanks loaded on heavy equipment transporters in Saudi Arabia.

Moines, Iowa, was producing them at a glacial rate of 40 per month.
Pigaty discovered, however, that General Tire and Rubber Company
produced a civilian version of the tire for logging, construction, and
oil-drilling vehicles. Pigaty personally called General Tire and Rubber’s
CEO, who offered to direct his retailers and distributors across the coun-
try to ship whatever they had in stock from the nearest airport. Ken
Oliver, the local General Tire dealer in Waco, Texas, had 74 tires. Immedi-
ately after receiving the call for help, he rented a cargo trailer at his own
expense, hooked it to his pickup truck, loaded the tires, and made an
overnight trip with his precious 1,400-pound load to Tinker Air Force
Base, Oklahoma. When the energetic Oliver returned to Waco, he
called Pigaty’s office in Warren saying that he figured the troops
needed those tires as quickly as possible and did not want to wait for
commercial transportation.’

HOST-NATION SUPPORT

With the arrival of additional personnel in late August, Pagonis
expanded the functions of the 22d Support Command’s host-nation sup-
port operation. After many decades of importing technology and labor to
build up their own infrastructure, the Saudis were comfortable dealing
with foreign contractors for support. Therefore, when a military unit
needed supplies or equipment, a contracting officer would simply pay
cash on the spot and send the bill to the Saudis. In the early days of the
buildup, the Support Command had to go to extraordinary lengths to
purchase goods and services fast enough to keep up with the accelerating
arrival of troops. In one case Lieutenant Colonel Jim Ireland, desperate for
additional soldier living space, heard of a vacant civilian apartment
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Host-nation support at work. Above, Saudi heavy-equipment
transporters carried newly arrived self-propelled artillery to tactical
assembly areas. Below, both military and commercial fuel trucks used
fuel supply point distribution centers.
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complex in Dhahran. He looked over the site, decided the price was right,
and paid the landlord with cash. In another case, Velten, the transporta-
tion officer, had several hundred newly arrived XVIII Airborne Corps
troops stranded at the airport. Looking for transportation for these troops,
Velten cruised the streets of Dhahran in his pickup truck. Whenever he
saw a truck or a bus parked on the street, he pulled over to the side of the
road and, in proper Middle Eastern form, negotiated a deal with the
usually nonplussed driver. The vehicles arrived as promised. That kind of
initiative and ability to perform under enormous pressure with little
supervision kept soldiers moving forward through the ports during those
early days at a rate of nearly 4,000 per day. 1

While the Saudis provided support during the first two months with-
out any formal agreement with the United States, a buildup of the
dimensions expected soon made some written agreement necessary. Ver-
bal agreements were codified by the Department of Defense negotiating
team dispatched on October 17, 1990, with the Saudi government agree-
ing to pay the costs of all contracts with American forces.!! In time,
ARCENT would contract for food, fuel, long-haul trucks and drivers,
water, and other key items necessary for comfort and sustainment. In
addition to port facilities and telecommunications, the Saudi government
provided 4,800 tents, 1,073,500 gallons of packaged petroleum products,
333 HETs, 20 million meals, and 20.5 million gallons of fuel per day, as
well as bottled water for the entire theater and supplies for Iraqi prisoners
of war. Saudi contributions substantially shortened the time needed to
prepare for combat and undoubtedly shortened the length of the conflict
once hostilities commenced.1? Nonetheless, the pressure of building and
organizing the host-nation support effort was tremendous as combat
units poured into Saudi Arabia at a pace that even Pagonis and his team
found difficult to manage.

SADDAM PAUSES

The Iraqis’ rapid seizure of Kuwait raised fears among regional states
that it might be just the first step in a broader program of expansion. Those
fears were heightened as the Republican Guard’s logistical tail closed on
al-Jahra west of Kuwait City, and units deployed along the Saudi border
showed no sign of downloading their supplies and digging in to defend.
American military intelligence analysts concluded that the Iraqi units in
Kuwait and southeastern Irag—soon dubbed the Kuwaiti theater of
operations (KTO)—were capable of continuing the attack into Saudi
Arabia. Moreover, within days of the Kuwaiti operation, the Iraqi 3d
Corps, garrisoned in Basrah, moved its armored units into assembly areas
along the Iraqi border. Their presence there suggested that they might
form a second echelon should the Guard move into Saudi Arabia.
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Sometime between August 3 and 15, Saddam paused to analyze the
situation. At the time, American intelligence believed the Iraqi leader was
surprised by the international reaction to the Kuwaiti operation and that
he had three options. He could withdraw in the face of international
pressure, perhaps under the terms of an Arab-engineered compromise.
He could simply hunker down and attempt to deter the United States and
its growing Coalition by establishing a “fortress Kuwait.” Not only had
his willingness to stand up to the West already won him great acclaim in
the Arab world, but his control of Kuwait upset regional balance and
constituted a constant danger to the Saudis. Or he could preempt the West
by taking the Saudi oil fields and perhaps several thousand Westerners in
Saudi Arabia.

An Iraqi push into Saudi Arabia would have been the most significant
offensive operation ever undertaken by Saddam’s military. His com-
manders offered two options: a full-scale offensive against the key cities
of al-Jubayl, Dhahran, and perhaps Riyadh, or a limited attack on a local
objective such as Hafar al-Batin or King Khalid Military City (KKMC), 80
kilometers inside Saudi Arabia. The full-scale offensive option, requiring
some eight to nine heavy divisions, would have involved deep operations
to destroy forward Arab forces, inflict heavy Coalition casualties, and
secure northeastern Saudi Arabia. American analysts believed that once
all of the Iraqi 3d Corps was deployed into the KTO, the Iraqis would be
postured for such an offensive. If Saddam used the 3d Corps as the lead
echelon, he could employ the Republican Guard as his follow-on force to
secure Dhahran. Such an offensive might have threatened Riyadh and the
stability of the Saudi monarchy. An operation of this magnitude, how-
ever, would have faced significant difficulties. The Iraqi military’s deepest
operation to date had been the Kuwaiti invasion, and already indications
were surfacing that the Iraqi logistical system was feeling the strain. A
deep operation into Saudi Arabia would have entailed an advance in
excess of 300 kilometers, twice the distance covered in conquering
Kuwait. In any case, preparations for such an offensive would have
required a minimum of two days, allowing the allies at least 12 to 24
hours” warning. '

The second option, a limited attack, was much more likely. With a
requirement for only two or three heavy divisions, the Iragis could mount
an attack at almost any time with perhaps only six to eight hours” warn-
ing. A limited attack offered a particularly attractive goal: if successful, it
might divide the Coalition’s Arab forces and destroy their will to fight.
Like a full-blown invasion, it would also threaten the stability of the Saudi
regime, which had invited Western forces to protect the kingdom from
just such an event. American commanders knew that the sooner Coalition
forces arrived in theater, the less likely further Iraqi offensive actions
would become.?
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The rapid and unequivocal commitment of Coalition ground
forces on August 8 probably caused Saddam to back away from
escalation. On the diplomatic front, he opened negotiations with his
old nemesis, Iran, generously offering to recognize the 1975 Iran-Iraq
border, to withdraw Iraqi troops from Iranian territory, and to release
Iranian prisoners of war. His offer was tantamount to a surrender of all
gains made in the eight-year war with Tehran. Ominously, the deal also
allowed him to withdraw his forces along the Iranian border and send
them to Kuwait. Saddam also announced the recall of 14 reserve divisions
deactivated since the end of that war. Meanwhile in Kuwait, Iraqi 3d
Corps regular divisions began the relief of the Republican Guard along
the border with Saudi Arabia. As the Guard units returned to preinvasion
laager areas in southeastern Iraq, the first Iraqi regular infantry divisions
deployed along the Saudi border to begin building Saddam'’s “fortress
Kuwait.”

In transitioning to the defense, Iraqi dispositions reflected Saddam’s
emerging strategy of deterrence. His forces soon established an echeloned
defense of Kuwait and a strategic defense of Iraq, both designed to make
an attacker pay dearly. By late September, the Iraqi defenses in the KTO
had 22 divisions—13 light and 9 heavy. Fourteen were in the forward
defenses. Ten infantry divisions defended the Saudi border and the coast-
line, backed by four heavy divisions immediately available as corps
reserve. In addition, the Iraqis retained six Guard and two regular army
divisions in the theater reserve, of which five were heavy divisions.
Evidence of mobilization and training throughout Iraq suggested that
more military forces would be dispatched to the KTO as soon as they were
nominally ready.

Central to this defense was an increasingly elaborate obstacle system
among the forward infantry divisions. The 16th Infantry Division was
typical. Within 15 kilometers of the Saudi border astride a key line of
communication, the division defended a frontage of almost 45 kilometers
with two brigades forward and a third brigade 15 kilometers to the rear.
Like most infantry divisions in Kuwait, the unit had an attached armor-
heavy brigade. The armored brigade was split with a mechanized
battalion forward on the division’s western flank along the main road into
Kuwait and the balance on the forward eastern flank wrapped around
and behind the infantry. This key brigade thus anchored both flanks while
providing a strong tactical counterattack force. Supporting forward was a
formidable fire-support system consisting of six full battalions of artillery
capable of ranging the entire division sector.

To further strengthen its defenses, the division established an inte-
grated system of obstacles and fortifications that could be supported
directly by fire and maneuver. Elaborate artillery fire plans supported by
large ammunition stocks created multiple kill zones throughout the depth
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of the defense. Dug-in wire communications ensured that command and
control would remain intact. A double line of earthen berms marked the
forward line of defense. Forward armored units used the earthworks to
screen movement and to provide cover from direct fire. Antitank ditches
protected the flanks of these forward armored units and channeled the
enemy into killing zones. Next was the main line of defense, a system of
concertina wire and antitank ditches in front of the infantry. Forward
infantry positions, laid out in the classic two-up/one-back pattern, cov-
ered the complex with direct fire. As more engineering equipment became
available, the division would add fire trenches and minefields to this
impressive defensive array.

IHAQI DISPOSITIONS —LATE SEPTEMBER
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Behind these forward static defenses, the Iraqis maintained a heavy
division in operational reserve as a counterattack or blocking force.
Hunkered down far to the north, the Republican Guard and several
regular heavy divisions waited to conduct a multidivision counterattack.
Iraqi forces west of Kuwait, acting in an economy-of-force role, screened
the theater’s western flank far into the featureless desert.

As Fortress Kuwait took shape in aerial photographs, Army planners
became increasingly convinced that Saddam had shifted to a strategy of
defensive deterrence based on the threat of attrition warfare. Although
such a strategy made an Iraqi offensive increasingly unlikely, it also
suggested that Saddam would not evacuate Kuwait without a fight.
Nevertheless, the threat of an Iraqi invasion of Saudi Arabia continued to
haunt analysts and commanders well into October.

SPACE AGE IMPROVISATION AND
BRUTE-FORCE LOGISTICS

On August 22, 1990, the first Army pre-positioned ship, the USS Green
Harbor, completed its 2,700-mile trip from Diego Garcia to discharge its
cargo at ad-Dammam. During the mid-eighties, the Army had stocked the
Green Harbor and three similar vessels with enough tentage, food, ammu-
nition, and water purification and refrigeration equipment to provide a
logistical jump-start to any Gulf operation until seaborne transport
arrived from the United States. After the Green Harbor arrived, the logistics
race was well under way and the theater in Saudi Arabia continued to
build at an extraordinary rate. As Pagonis continued to develop the initial
support network for the theater, he also established the basic systems that
would sustain the rapidly expanding theater for many months to come.
By August 29, the 22d Support Command headquarters had 58 soldiers in
country. More than 300 of the 7th Transportation Group’s 400 soldiers and
civilians were employed as long-haul truck drivers and stevedores who
were fully occupied with off-loading supplies from the pre-positioned
ships and receiving 18,215 troops and more than 2,000 vehicles through
both airports and seaports of debarkation.

The limited time available and the CINC’s stringent limitations on
rear-area manpower forced Pagonis to create a logistics infrastructure to
sustain forces in a distant theater by relying primarily on bases of supply
in the United States. Pagonis would rely heavily on host-nation support
to reduce the need for supplies and equipment from the States. Technol-
ogy and the management skills of General Pagonis and his Support
Command logisticians made the system work, but often just barely.
Thanks to lessening tensions in Europe and other regions of the world,
supplies, parts, and equipment were available. Commodity managers
throughout the world were poised to provide practically anything
CENTCOM needed on a moment’s notice. The major breakdown in the
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system occurred in the communications link between the requesting for-
ward unit in the theater and the requisite source of supply. The 22d
Support Command improvised techniques to improve communications
between the theater and the United States. Pagonis worked the system
most effectively with his ever-present cellular telephone. His staff relied
on a direct, single-channel tactical satellite linkage to Fort McPherson,
Georgia.

Colonel Chuck Sutten’s 11th Signal Brigade, ARCENT’s organization
responsible for communications support, was a sort of phone company
for the developing theater. Like the Support Command, the Signal
Brigade’s ability to provide essential services was impeded substantially
by severe restrictions imposed on the number of soldiers and the amount
of signal equipment allowed into theater during the early days of the
buildup. Sutten’s problem was made particularly difficult because the
CINC’s deployment restrictions meant that other essential functions such
as supply, maintenance, and administration remained split between
major Stateside facilities and forward deployed detachments in theater.
Just to survive in such an awkward environment required far more
intertheater telephone hookups than any signal planner could ever have
foreseen. Sutten initially had only two tactical satellite task forces
consisting of 139 soldiers who operated mainly tactical satellite mul-
tichannel radios, a virtual godsend. The radios allowed Sutten to keep
telephone communications open between ARCENT headquarters in
Riyadh and the 22d Support Command at Dhahran Air Base, as well as to
other more forward bases as they began to develop. As the theater ex-
panded, the 11th Signal Brigade received more of their organic tactical
communications equipment, and by September Sutten had established a
continuous telephone network between ARCENT, 22d Support Com-
mand, and XVIII Airborne Corps. By the time the ground war started,
Sutten had built the largest and most complex communications network
ever installed in an active overseas theater. Until this system was mature,
however, satellite communications filled the void and allowed Sutten to
keep information flowing.14

The difficulties forward units faced in transmitting logistics requests
electronically to other units inside Saudi Arabia exacerbated communica-
tions problems. Most of the Army’s automated internal logistics reporting
and supply-requisitioning procedures worked well in peacetime as long
as units and supporting logisticians were linked by commercial tele-
phone. However, the lack of telephone linkages was not the only problem
in the KTO. Desert Shield occurred right in the midst of an enormously
complex changeover within the Army to a more modern automated
requisition system. Units not yet converted were still obliged to fill out
punch cards manually and to deliver them by hand. Some units had
computer terminals down to company level that permitted them to trans-
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mit requests electronically. These terminals queried and interacted with
every level of supply within the theater in attempting to locate and fill a
requisition. Yet occasional differences in equipment and software among
fully automated units prevented even the best equipped from exchanging
data. In one very serious case, the entire 1st COSCOM, XVIII Airborne
Corps’ main logistics unit, was in the process of converting to a more
modern version of an automated supply system when alerted for deploy-
ment. 1st COSCOM and the 82d Airborne Division were on the new
system while the rest of the corps had yet to convert. The 1st COSCOM
managed to resolve the problem only by operating both systems through-
out the campaign. 1°

Adaptability, innovation, and ingenuity worked to fill holes in the
logistics system. When one logistics node broke contact with another,
soldiers resorted to the so-called “sneaker net” in which soldiers trans-
ported floppy disks and computer tapes from one node to the next by any
means available. The logisticians forced the system to work, and had
well-stocked depots been present in theater, it might have worked as
designed. But with depots nearly half a world away, just a few days’ delay
imposed by an occasional requirement to carry supply transactions over
long distances by hand caused very serious interruptions in service.1®

AMERICAN INDUSTRY RESPONDS

For the most part, the American industrial base was not well prepared
to surge or begin accelerated production of many urgently required items
at the onset of Desert Shield. Of greatest concern were critical “war
stoppers” such as Hellfire and Patriot missiles. First fielded in 1983 as a
counterair system, the Patriot missile represented an evolutionary leap
forward. The heart—and brain—of the missile was its computer software,
allowing it to serve in other roles by modifying its programming. With the
proliferation of tactical ballistic missiles like Saddam Hussein’s modified
Scuds, engineers converted the Patriot to an antitactical missile system.
They programmed it to look higher on the horizon for incoming missiles
than it did for aircraft and to calculate the higher velocities achieved by
such weapons. The resultant PAC-1 radar and software changes went to
the field in 1988, followed by the PAC-2 warhead and fuse changes in
1990. When Desert Shield began, only three PAC-2 missiles were avail-
able, all three marked “experimental.”

_ Patriot missile production in August 1990 was geared to deliver about
80 of the PAC-1 model each month. However, production of the PAC-2
version had barely started. On his own initiative, Colonel Bruce Garnett,
the US Army project manager for the Patriot, began to explore accelera-
tion of the PAC-2 program as early as August. He found a ready ally in
General Sullivan, who intervened personally to step up the process.
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Even if speeded up, the warhead assembly line in the United States
would not be fully operational until the end of December. Fortunately,
Raytheon Corporation was already producing the new warhead in
Germany on contract with the Deutsch Aerospace division of
Messerschmidtt-Boelkow-Blohm (MBB), a German industrial giant.
Garnett knew that warheads were one of the most critical and
time-consuming components of the missile to produce, but getting the
warheads to the assembly line in Orlando, Florida, from Germany was not

~easy. With most military airlift committed to Desert Shield, Raytheon had
to lease airplanes to fly them from Europe to Dover, Delaware, and then
on to Camden, Arkansas, where the final explosive material was poured
and X-rayed. Getting the warheads to Orlando for final assembly pre-
sented a similar dilemma, which Raytheon solved by contracting with air
carriers who were certified to fly hazardous materials.

In Orlando, the Martin-Marietta Company completed the assembly
and began to ship the missiles from Patrick Air Force Base near Cape
Canaveral, Florida. This circuitous process would eventually increase the
production rate of the new missile from 9 in August to 86 in September,
95 in October, and 117 in November and December when MBB began to
produce the missile in Germany. By January 1991 Raytheon reached a
peak of 146 missiles, effectively doubling their output to meet the Army’s
demand for 600 missiles before Desert Storm.1”

While the contractors deserve great credit for their extraordinary ef-
forts, which included producing on a 24-hour, three-shift-per-day,
seven-day-a-week schedule, the collective effort involved hundreds of
vendors, the transportation industry, and Garnett's office staff. Every
weapons manufacturer responded to the Desert Storm crisis, with every-
one competing for the same scarce resources.

Mr. Dick Slaughter, the senior engineer for missile production, along
with the 185-person staff in the program manager’s office, coordinated
with the Army, other government offices, and Raytheon to meet this
accelerated procurement schedule. Slaughter faced innumerable chal-
lenges. By November, for example, the ARC Company in Camden,
Arkansas, which performed the warhead X-ray inspections, was inun-
dated with Patriots and other types of warheads stacking up for
inspection. Slaughter found an excess X-ray machine at the Lonestar Plant
near Texarkana, Texas, which he was able to procure and send to Camden
to break the logjam. When US production of the new warhead finally
came on line in late December, obtaining warheads from Germany was no
longer necessary. By then, MBB was building complete missiles in their
plant in Trobenhausen and sending them directly to Saudi Arabia.

Slaughter credits the fact that the production line was at least luke-
warm in August 1990 with meeting the eventual demand. According to
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him, six months earlier no amount of heroics could have gotten the PAC-2
in the hands of the soldiers on time.!8

Though less important, desert uniforms provide another example of
industry’s response. Enough desert battle dress uniforms (DBDUs) were
available in war reserve stocks to outfit an entire corps with two
uniforms per soldier. In September, Yeosock directed that all soldiers be
outfitted with four sets of DBDUs, exceeding the supply 10 times. In
November the VII Corps deployment would add another 145,000 sol-
diers to the list. Only enough desert camouflage material existed in war
reserve stocks to produce an additional 200,000 uniforms. While new
material was manufactured, the Defense Personnel Support Center
(DPSC) used existing stocks to begin production in their Philadelphia
factory. Meanwhile, the Defense Logistics Agency negotiated contracts
with Wrangler Jeans Company, American Apparel, and 13 other contrac-
tors throughout the United States. By February contractors were
producing 300,000 DBDUs a month. Despite such laudable efforts, the
industry simply could not catch up and most VII Corps soldiers would go
into battle clad in dark green BDUs.

The problem of ration supply was another example of the difficulties
inherent in supporting an active theater of war from a near-cold industrial
start. In January 1991 the Army, the DOD executive agent for food and
water, had to provide 39.2 million meals per month to feed 435,000 troops
from all Services in theater. Additionally, the CINC directed the Army to
keep a 60-day supply of rations—78.4 million meals above the daily
requirement—as a contingency reserve. In August 1990 industry was
providing 3.9 million rations per month to the Army and could, if neces-
sary, surge to 45.1 million by January. With the requirement for the
additional 60-day supply, the theater food service manager, Chief War-
rant Officer Wesley Wolf, would not be able to achieve his 60-day reserve
before May 1992. To fix the problem, DPSC simply went on a nationwide
shopping expedition. Thanks to the microwave, commercial food preser-
vation technology had come a long way in the decade preceding the war.
Individually packaged food items such as “Lunch Bucket” and “Dinty
Moore” were tasty, were already popular with younger soldiers, and
could remain on the shelf for a relatively long period without spoiling.
Commercial products, at least initially, added variety to mealtimes and
were preferred by many to the MRE. Before the war ended, the Army
purchased almost 24 million individual commercial meals and managed
to get theater stockages up to the required 60 days by the'end of January.1?

BUILDUP CLOGS PORTS AND ROADS

Once the sea lines of communications were opened in late September,
the seaborne materiel pipeline began dropping millions of repair parts,
equipment, and other supplies on the docks of ad-Dammam and
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Port operations at ad-Dammam, Saudi Arabia.
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al-Jubayl. By September stevedores had discharged 17,540 tracked and
wheeled vehicles, 450 aircraft, and 1,521 sea-land containers, each stuffed
with ammunition, repair parts, or other supplies. Practically every loose
item shipped to Saudi Arabia was packaged in commercial shipping
containers. Unfortunately, the thin forward logistics structure in theater
soon fell behind in its effort to track and account for the materiel and move
it off the docks to soldiers in the desert. 20

Faced with increased requirements and time pressures, shippers often
provided only the minimum documentation that transportation regula-
tions allowed. Consequently, the contents of most containers could not be
accurately determined until they were unloaded. Because the personnel
needed to document the receipt of materiel were not among the early
arriving units, stacks of containers sat in ports unprocessed, their exact
contents unknown. Locating a specific high-priority item that may have
been in any one of several hundred containers became almost impossible.
The problem was not one of availability—the success soldiers had in
scrounging almost anything they needed attests to that—but simply one
of asset visibility and in-theater distribution. The problem could only be
fixed by opening each container, sorting out the contents, and repackag-
ing them for shipment forward.?! This process wasted both time and
manpower. The problem with containers arriving by aircraft was miti-
gated somewhat since shipments were usually high-priority, critically
needed items that could be tracked by aircraft tail number. Still, ship-
ments by air got lost. At intermediate stops in Spain or Germany, Air

Containers were off-loaded at the Port of ad-Dammam, Saudi Arabia.
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Force ground crews frequently unloaded containers with high-priority
designations and replaced them with even higher-priority materiel.

Soldiers and leaders” individual initiative and determination to get the
job done made the logistical system work. Often logisticians up and down
the chain, from combat battalions through division to corps support
commands, established direct-request networks with supply centers in
the States rather than rely on “the system.” While this often solved imme-
diate problems for individual units, multiple requests for the same item
created further confusion and delays. Space age scrounging by satellite
became a common high-tech method for tracing missing items or for
finding new sources for items in short supply. XVIII Airborne Corps used
its own organic tactical satellite communication system to establish a
callback network between the 1st COSCOM in an-Nuayriyah and supply
points at Fort Bragg.

According to doctrine, at least two transportation networks should
have been in Saudi Arabia, one to receive and transload ship and airborne
materiel at the airports and seaports and another to move materiel by road
to forward units. But neither the time nor the soldiers were available to
build a traditional transportation structure. Therefore, Pagonis appointed
another trusted subordinate, Colonel David Whaley, as his transportation
tsar and gave him responsibility for establishing an efficient system to
move materiel from port to deployed units. Whaley began humbly
enough with contract buses and eventually expanded to a theaterwide
transportation fleet of 3,500 vehicles moving across a road network of
2,746 miles.

Main supply routes, or MSRs, were the arteries of Whaley’s system.
Among the two major northern arteries, MSR Audi was a very good
multi-lane road that ran from Dhahran along the coast to just north of
al-Jubayl. Tapline Road, named MSR Dodge, ran generally northwest
from MSR Audi to Hafar al-Batin and then onward through Rafha across
the rest of Saudi Arabia. The two southern routes were MSR Toyota and
MSR Nash. Toyota, an excellent multi-lane road, ran between Dhahran
and Riyadh. Nash ran north from Riyadh to Hafar al-Batin, where it
intersected with Dodge. Nash was a multi-lane road for about one-third
its length where it narrowed to two lanes. Some of these roads were well
surfaced and in good repair, but none could stand up to the high volume
of heavy military traffic about to be inflicted on them. Distances were
enormous from ports and airfields to forward logistics bases and combat
units within the theater. Troops and materiel moving from Dhahran to the
logistics base at King Khalid Military City had to travel 334 miles along
the northern MSRs. Because roadways were relatively straight and gener-
ally flat, traffic could move quickly, and vehicle operators easily bypassed
accidents and obstacles by driving on the shoulders. When large traffic
jams occurred, the sight of heavily laden trucks striking out on the flanks
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MSRs were constantly jammed, often with several convoys abreast.

to carve out five or six additional lanes of traffic in the open desert was
not uncommon.

Whaley established a series of convoy support centers to increase road
network efficiency. These centers resembled huge truck stops in the
desert, and like all truck stops, operated 24 hours a day, providing fuel,
latrines, food, sleeping tents, and limited vehicle repair facilities. The
convoy support centers quickly became welcome oases for overworked
and exhausted long-haul drivers.

While the MSR arteries allowed supplies to flow efficiently from port
to major stockage areas, the capillaries of the system were practically
nonexistent. Engineer construction units like the 212th cut roads off the
MSRs. Most travel from corps and division depots forward was done
off-road across rock-strewn or sandy desert terrain that destroyed
precious tires at a frightfully high rate. Forward units were equipped with
commercial utility cargo vehicles (CUCVs) and 2V2-ton and 5-ton trucks
with trailers, many of which were older than their drivers. With such
relentless and rugged use, trucks continually broke down en route to
forward areas. The only practical solution was to exchange older trucks
for the newer heavy expanded mobility tactical truck (HEMTT). The
HEMTT was a state-of-the-art cross-country vehicle designed by the
Oshkosh Company of Wisconsin—a company long respected for produc-
ing rugged, reliable off-road machinery. While Abrams, Bradleys, and
Apaches might capture the limelight during the war, the superbly reliable
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HEMTT would keep its more glamorous cousins in fuel, ammunition, and
repair parts. To help HEMTT drivers get around in the desert, the corps
and division support: staffs scoured United States depots to find extra
radios, global positioning systems, night vision goggles, and recovery
vehicles to act as, escorts for trucks traveling off-road. By February,
forward units had replaced more than 400 older tactical trucks with 926
HEMTTs, and some units had turned in the less reliable CUCVs for
high-mobility, multipurpose wheeled vehicles (HMMWVs).22 Despite the
millions of miles driven, military drivers compiled remarkable safety
records in the desert and on such thoroughfares as Tapline Road, known
as “suicide alley.”

MODERNIZING ON THE RUN

General Vuono was determined to give the force the best possible
combat edge. He focused his effort on fielding the M1A1 with its 120mm
gun and on-board chemical defense systems to ensure an overmatch
against the Iraqi T-72M1 tank. A secondary effort was to upgrade the
Bradley to the A2 model, which included a Kevlar spall liner that signifi-
cantly improved crew protection. Vuono called on US Army Europe to
contribute 783 M1A1s from its war stocks to replace the older Ml1s of the
XVIII Airborne Corps and, later, elements of VII Corps. In early estimates,
the M1A1 nearly doubled the combat power of the M1s to meet the Iraqi
armored threat. The concept of in-theater modernization was not received
with unanimous enthusiasm. Both the ARSTAF and Schwarzkopf were
concerned that tank crews might be called on to fight while transitioning
to an unfamiliar tank. However, the transition to an improved Abrams
was much simpler than the change from the M-60 Patton-series tank to the
Abrams. The same held true for the upgraded Bradleys, which were
functionally identical to the older “vanilla” Bradleys they replaced.
Rather than work the issue through the maze of supporting to supported
CINCs—the tanks and Bradleys in question would come from European
war stocks—Vuono talked the tank modernization plan through with
Schwarzkopf. Vuono carefully matched it to the campaign plan to guar-
antee that the effects of tank modernization on the readiness of the CINC's
forces would be minimal. Schwarzkopf agreed to the plan and the pro-
gram began. From November 6, 1990, through January 15, 1991, AMC
successfully accomplished what came to be known as the M1A1 rollover
program in the theater. AMC received the M1A1s from Europe, applied
several upgrades, and returned them to fully operational standards for
issue to units in theater. The rollover was made possible by 84 tons of tools
and equipment shipped from Anniston Army Depot and by more than
300 civilians deployed from six different depots with augmentation from
contractors. The tanks were handed off under the Total Package Fielding
concept to the Abrams tank project manager and issued to deployed units
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in record time, allowing the units in theater time to train on the new tanks
before the ground war started. Morale and confidence soared. Soldiers
received these tanks and other new equipment with great enthusiasm and
appreciation for the edge their Army was giving them.

Throughout Desert Shield and Desert Storm, AMC upgraded a total of
1,032 Abrams tanks. The most significant improvement ensured that
nearly every armor battalion went into the ground war equipped with the
far more powerful 120mm gun. AMC also applied reactive armor plates
to the older Marine M60-series tanks in an effort to reduce their vulner-
ability. AMC issued the armored combat earthmover (ACE) vehicle and
new mineplows to engineer units in combat divisions. To meet the CINC’s
demand for any means to haul tanks over great distances, AMC gathered
1,059 heavy-equipment transporters from war reserve stocks, nondeploy-
ing Active Army units, and training centers. Pagonis’ staff contracted for
an additional 333 through host-nation support. In an ironic epilogue to the
end of the Cold War, AMC managed to locate and lease more than 270
HETSs from former Warsaw Pact countries, including Czechoslovakia, the
former East Germany, and Poland. Vehicles intended originally to carry
Soviet tanks into combat against Americans would now transport Ameri-
can tanks into battle against Soviet-equipped Iraqis.?® The German army
also provided key support. When Saddam’s chemical threat caught the
Army short of adequate chemical defense equipment, the German army
donated its excellent “Fuchs” armored chemical-detection vehicles. These
vehicles would allow soldiers under mobile cover to sniff out and warn
unprotected soldiers of a chemical attack.

SEEKING BALANCE IN LOGISTICS SUPPORT

Anticipated high casualties and the pervasive fear of Saddam’s chemi-
cal weapons led planners to bring what would turn out to be too much
medical infrastructure into the theater. By February, four hospitals with
more than 13,530 beds and 24,000 medical soldiers comprised almost 5
percent of the total deployed force. Not only did medical facilities have
very few patients during Desert Shield, but such a huge organization was
not needed to handle combat casualties. Better-quality, better-disciplined
soldiers tend to be in better shape, have fewer health problems, and take
better care of themselves, even under such harsh climatic conditions. In
one of the hottest climates on earth, not one soldier died of heat stroke,
and the rate of heat injury was substantially less than in any Stateside
Army post in the south.?* Gastrointestinal diseases such as dysentery
never became the factor they were in earlier wars, largely due to bottled
water and the healthy—albeit unpopular—MRE. As a result, theater non-
battle hospital admission rates in Desert Shield were one-sixth those of
World War II and about one-third those of Vietnam for similar periods of
time. Nevertheless, the medical mobilization caused a significant reduc-
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tion in support to military families in the United States and drained a
number of trained medical specialists in American civilian hospitals as
well. To fill the gap, the Surgeon General implemented a plan to backfill
vacancies in United States civilian and military hospitals with selected
Army Reserve medical professionals.?> Fortunately, the medical system
was not stressed fully during the war in large measure because Saddam
chose not to employ weapons of mass destruction. Had such weapons
been used, a greater proportion of the medical infrastructure in theater
would have been necessary.

Having too much ammunition can be as much a vice as a virtue,
particularly in a contingency operation where shipping space is always
constrained. Durihg Desert Shield, more than 350,000 tons of ammunition
were shipped into theater. Faced with the prospect of the Army’s first
large-scale tank-on-tank fight since World War I, ARCENT planners
turned in part to combat experience in that earlier conflict to estimate
ammunition consumption rates. However, those rates did not take into
account the enormously greater lethality of modern precision munitions
with the result that daily expenditure rates were far less than anticipated.
Unlike first battles in earlier wars, the superior fire discipline of combat
soldiers and highly accurate weapons in Desert Storm greatly reduced the
number of rounds fired in direct combat engagements. While available
figures are inexact, estimates indicate that the Abrams main gun required
less than 1.2 rounds for each enemy tank destroyed, contrasted with
World War II tank engagements where each main gun averaged 17
rounds per kill.

Nevertheless, perceived shortages were alarming at the time. Armor-
piercing 25mm ammunition for the M2 Bradley fighting vehicle caused
particular concern. AMC conducted an intensive worldwide search for
tungsten rounds and managed to locate and ship more than 3 million
before the war began, representing almost 80 percent of the estimated
requirement. When Desert Shield began, a newer, more lethal depleted
uranium penetrator was in the process of replacing the older tungsten
penetrator round. Tactical commanders went to great pains to ensure that
Bradley crews would use the precious penetrator rounds only against
armored targets. Yet a check of total expenditures after the war indicated
that Bradley crews had used far fewer penetrator rounds than expected,
averaging only six 25mm rounds for each Iraqi armored carrier destroyed.
Superior firing discipline again made the difference. One 1st Armored
Division company commander instructed his Bradley crews to engage
light armor by firing a single ranging round and then to follow with no
more than three rounds for killing effect. Later, during a night engage-
ment, he recalled with great satisfaction being surrounded by the
distinctive “crack, pause, crack-crack-crack” sound of his unseen Bradley
crewmen firing exactly as they were told.

81



Certain Victory: The US Army in the Gulf War

In spite of some unforeseen problems and occasional delays, the
American Army had succeeded in establishing a logistics
infrastructure capable of supporting half a million troops from all
Services, the same number sustained in Vietnam at the peak of
deployment. By November, just 90 days into the campaign, ships were
unloaded smoothly and the trucking network extended the sinews of
the coming war efficiently toward the tent cities and camps already
sprouting in the desert. The logistics system strained to the breaking
point to keep up, but bad as it was in November, Yeosock, Pagonis, and
the Support Command had come a long way from that lonesome
morning back in August. When the two generals stood alone on the
sweltering tarmac at the Dhahran airport to greet the first paratroopers
from the 82d Airborne, they had nothing more in hand than some
Bedouin tents, a colorful caravan of Saudi buses, and a pocketful of
unanswered questions.

DESERT DRAGON I

After arriving in Saudi Arabia, the three infantry battalions of the 82d
Airborne’s 2d Brigade formed the nucleus of Desert Dragon I. An Apache
battalion, a Sheridan light tank company, a battalion of 105mm howitzers,
and a platoon of MLRS supported the lightly armed paratroopers.?¢ The
brigade’s first mission was to form an enclave to secure Dhahran air base
and the port of ad-Dammam far enough outside the city to keep the port
and air base beyond Iraqi artillery range. From inside this secure perime-
ter, American forces would gradually expand, first up the coastline and
later into the interior. Although the 82d can deploy quickly, it is a very
lean force that can only reasonably be expected to sustain itself and delay
an enemy advance for 72 hours. General Scholes, the senior XVIII Air-
borne Corps officer on the ground with the lead elements, expected an
attack by six heavy Iraqi divisions, some of them Republican Guard,
preceded by commando air assaults and supported by air and missile
strikes with chemical weapons. He had a limited armor capability in the
division’s Sheridan armored reconnaissance vehicle—a very light “tank”
in the mind of its most ardent supporters, the crews of the 3-73d Armor.
Although its main armament, the Shillelagh missile, was an effective tank
killer out to 3,000 meters, the Sheridan is not designed to fight head-to-
head against tanks. Like the M113 troop carrier, the Sheridan is an
aluminum vehicle, vulnerable to heavy machine-gun fire and a certain kill
for even the most obsolete Iraqi tank. To thicken the antiarmor defenses,
Scholes would rely on TOW missiles. The brigade’s TOW antitank missile
systems also outranged Iraqi armor by more than 2,000 meters, and both
Sheridans and TOWs had full night capability.

The conditions nécessary for dismounted “light” soldiers to defend
against mobile armored formations have not changed appreciably since
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M551 Sheridan light tanks of 3-73d Armor, 82d Airborne Division,
flown into Dhahran in early August, provided the only armored fighting
vehicle for first-arriving American forces.

82d Airborne troopers, mounted in TOW-equipped HMMWYVs,
occupied deploying positions along coastal sabkhas.
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the Hundred Years War. Whether longbowmen of Henry V at Agincourt
or the paratroopers of the 101st at Bastogne, the light infantry defender
must accomplish three essential tasks to withstand an armored attack.
First, he must break the charge of the heavier force. Henry V took
advantage of a plowed hillside knee-deep in mud. The 82d sought to
engage the Iraqis at points along the coast road closely bordered by
sabkhas, or coastal salt flats, which could easily be traversed by the 82d’s
light vehicles but would bog down much heavier Iraqi tanks. Second, the
light force must be able to engage at long range before the heavy force can
use its superior weight to slam into and bowl over the defender. Henry
V’s technological edge rested with the longbow and cloth yard arrow,
which could dismount an armored knight at 300 yards. The 82d planned
to cover the sabkhas at ten times that distance with the concentrated fires
of TOWs, Sheridans, and artillery, and at a hundred times that distance
with attack helicopters and Air Force close air support. Third, the light
force must develop enough confidence in their weapons and leaders that
they will not be intimidated by the psychological shock of advancing
armor. Henry V had his yeomen; General Luck had paratroopers who had
spent nearly two decades concentrating principally on the task of equip-
ping and training to defend against a mechanized enemy.

In accordance with doctrine, the 82d fights jointly. By the end of
August, the United States Air Force had in place a substantial force of
more than 200 ground attack aircraft, including the A-10.2 The corps air
liaison officer, Lieutenant Colonel Terry Buettner, planned to direct close
air support using rectangular “kill boxes” drawn around the existing
Saudi air defense and control grid. Once cleared by the Saudi forces, an
open kill box would permit unhindered air attack without further control
from the ground.?®

Although the tactical situation was tenuous in the extreme, the forces
of Desert Dragon I had already accomplished two critical missions. First,
the line drawn in the sand by the paratroopers deterred an Iraqi incursion
into Saudi Arabia. Although Saddam and his military council must have
known that the paratroopers could not defeat a sustained effort to take
Dhahran, they also knew that the force blocking their path was no mere
speed bump. With open terrain and clear weather, American air supe-
riority would have badly mauled any armored force, particularly if it were
tied to the main coastal road. More important was what the thin line of
paratroopers represented. Should he harm them, Saddam would find
himself embroiled in a larger war against forces en route, a war he had no
hope of winning. Second, the presence of the paratroopers eased the panic
and mass exodus that ensued after the invasion. Soon after Kuwait fell,
rumors spread among Saudis, foreign workers, and American civilians
alike that the Iraqis were headed south, intent on treating them as horribly
as they had treated the Kuwaitis. Civilians fled from the Iraqgis in panic,
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jamming the roads. Cities and refineries emptied as frightened citizens
and foreigners sought refuge.?® Most serious, however, was the potential
damage to the Saudi defenses. Virtually all of the country’s air defenses
and maintenance operations for its high-tech F-15 and Tornado fighters
were in the hands of foreign technicians. If the technicians fled, Saudi
Arabian skies would be open to Saddam’s air force. Already, families of
Saudi air force officers had fled to the west coast, fearing Iraqi chemical
air strikes. After the Americans arrived, confidence returned, panic
abated, and the oil market stabilized.

DESERT DRAGON II

On August 12 Desert Dragon II expanded the defensive enclave to
accommodate the arrival of an additional brigade. The 4-325th Airborne
Infantry moved north 110 miles to occupy the port of al-Jubayl in order to
protect the arrival of the 7th Marine Expeditionary Brigade, which began
to download its equipment at Dhahran on August 14. Additional forces
allowed General Scholes to create a forward operating base at an-Nuayri-
yah, which he named FOB Essex. Five roads converged on Essex,
including the main coast road. If held long enough, FOB Essex would back
Iragi armored columns well into Kuwait. Moreover, the move to Essex
allowed attack helicopters to engage the enemy earlier and provided
additional space and time for maneuver. On the negative side, the ex-
posed position of Essex astride Tapline Road risked bypass and
encirclement. Even if Essex or al-Jubayl were surrounded, the 82d would
retain absolute air and sea control and could use either medium to evacu-
ate the bases if necessary.

Ten days into the deployment, 4,185 troops of the 82d were on the
ground. With 15 Apaches and 23 other helicopters, the division was able
to establish a strong defensive screen on the northern approaches. It also
had on the ground 19 of 51 M551 Sheridans, 56 of 180 TOW systems, 20
Stinger teams, 3 Vulcans, 20 105mm howitzers, and 3 MLRS launchers
with 10 missile pods.30 Its August 24 situation report declared that
ARCENT had a “potent combat force” with almost a full airborne division
and two battalions of attack helicopters, and it concluded: “As of today,
we are confident in our ability to detect and punish a major armored
attack.”3! Even with that optimistic note and in spite of large numbers of
combat aircraft arriving in the theater daily, available bombs and other
aerial munitions were inadequate to exploit the air power. The airlift had
put enough combat power on the ground in Saudi Arabia to make the
Iraqis hesitate at the line in the sand, but if they had attacked, the expected
air power advantage would have been seriously diminished by the lack of
~antitank munitions. Fortunately, fast sealift ships were about to arrive,
carrying with them the heavy forces necessary to build a credible defense.
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When asked in postwar testimony before the House Armed Services
Committee whether he could have stopped an immediate invasion by
Saddam, General Schwarzkopf replied, “I think we would have had to
rely on tactical fighter squadrons to interdict his supply lines as he came
across. It would not have been easy. I think we would have found
ourselves in an enclave type of defense, the very toughest thing.... But I
think we could have stopped him.” 32

THE 24TH INFANTRY DIVISION
(MECH) DEPLOYS

At the same time that the 82d received its order to load out on August
6, FORSCOM instructed the 24th Infantry Division to move one armored
brigade to the port at Savannah within 18 hours. The threat was so severe
that General Luck likewise ordered the division to be prepared to fight
immediately on arrival at Dhahran.3 For almost a decade, the Southwest
Asia mission had formed a centerpiece for planning and training within
the 24th. Whether the regional enemy would be Soviet, Iranian, or Iraqi
did not particularly matter; all threatening regional states possessed a
respectable array of heavy armor. The “Victory” Division would perform
the classic mission of linkup with an airhead that airborne forces had
previously established. The airborne troops would seize a preemptory
lodgement and hold it against a superior enemy until the heavy armor of
the 24th arrived to make the lodgement secure. In an era of global strategic
warfare, however, the 24th would be expected to reinforce from more
than 8,000 miles of ocean rather than from a 100-mile stretch of European
highway. Luck was convinced that the period of greatest danger in the
campaign would end with the closure of the 24th into Dhahran. The
challenge, therefore, was to get the division loaded and across the ocean
before Saddam reached the vulnerable airhead. The division’s sense of
urgency was palpable. Just as the first of the 82d’s aircraft took off for
Saudi Arabia, the vehicles of the 2d Brigade of the 24th arrived fully
stocked with fuel and ammunition ready to load aboard Navy fast sealift
ships.3

The sealift of the 24th proceeded rapidly, with the first of 10 ships
departing on August 13. But the load-out was not without problems.
Essentially, the 24th had the same difficulty with ships that the 82d had
with aircraft. Because of difficulties activating reserve shipping, planners
were unable at any one time to predict which ships would be available to
load. Ships closed on the port between August 11 and 19. On August 12,
without knowing specific ships or arrival times, the 2d Brigade moved by
rail and highway to Savannah, 40 miles away. On that day, the first fast
sealift ship, the Capella, began loading. The Navy was troubled by the
Army’s insistence on combat-loading its vehicles with ammunition and
fuel. Not since World War II had they outloaded a heavy Army division
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24th Infantry Division vehicles were loaded aboard fast sealift ships
at Savannah, Georgia.

configured for immediate combat. Despite the Navy’s objection, the
Defense Department waived its peacetime prohibition on combat loading.
The division placed 100 additional chemical, medical, fire support, and
communications specialists aboard each ship. The air defenders placed
Vulcan antiaircraft guns and Stinger missiles on the decks of every ship to
protect the ships from a preemptive Iraqi aerial attack during the vulner-
able unloading operations at ad-Dammam.

The requirement to close on the airhead as quickly as possible con-
vinced the Navy to dispatch one of the fast sealift ships, the Antares, before
scheduled boiler repairs were completed. It was a calculated risk and,
carrying elements of both the 24th Division’s aviation brigade and divi-
sion support command, the Antares broke down and drifted disabled for
two days in the mid-Atlantic. Brigadier General Joe Frazar, the assistant
division commander for support of the 24th, headed a 50-soldier detail
sent back from Saudi Arabia to Rota, Spain, to assist in transloading the
equipment to another ship, the Altair, which finally arrived in Saudi
Arabia on September 23. For three weeks the division was obliged to
defend without benefit of its maintenance and supply system and without
the protection of its own organic aviation brigade. Gradually, the 24th’s
tail caught up with its teeth. Eventually the 24th Division deployed 1,600
armored and 3,500 wheeled vehicles and 90 helicopters on 10 ships. Most
of the division’s soldiers flew on 57 military and chartered civilian air-
craft. Thirty-one days into the operation, two heavy brigades were in field
assembly areas en route to their defensive sectors.® The division’s third
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brigade, the 197th Infantry (Mech) from Fort Benning, Georgia, was also
inbound and would complete the move into the desert on September 14.

THE 101ST AIRBORNE DIVISION
(AIR ASSAULT) DEPLOYS

Helicopters were essential to the combat power necessary to sustain
airborne forces in the Dammam-Jubayl airhead. To strengthen the aerial
covering force, Luck ordered Major General Peay, commander of the 101st
Airborne Division (Air Assault), to send his aviation brigade and 2d
Brigade by Air Force C-5 and C-141 aircraft beginning on August 17.36
During the next 13 days, in one of the largest global combat deployments
by air, the 101st filled 56 C-141s and 49 C-5s to move 117 helicopters, 487
vehicles, 123 equipment pallets, and 2,742 troops to the theater. The
equipment from the other two brigades of the 101st went by sea from
Jacksonville, Florida. Problems with shipping continued to plague the
operation. The 101st had to load aboard old ready-reserve fleet ships that
had been pulled hastily out of fleet storage and rushed to Jacksonville. The
10 ships dedicated to the division were in poor repair and required an
average of 23 days to make the voyage to ad-Dammam.?” Ironically, some

Lieutenant General Gary Luck, commander, XVIII Airborne Corps,
and Major General J. H. Binford Peay Ill, commander, 101st Airborne
Division, just before Desert Storm began, February 1991.
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More than 350,000 tons of ammunition were delivered to Southwest
Asia. Highly lethal MLRS rockets, shown here, reduced the tonnages
necessary to support a campaign.

of these ships were the same ones that had taken the division to Vietnam.
Fear of an imminent Iraqi attack against the airhead led the 101st, like the
24th, to deploy its initial brigade with its full basic load of ammunition.
The 24th and the 82d had depleted the corps’ ammunition reserve to such
an extent that the last two brigades of the 101st arrived in theater without
adequate stocks of Dragon, TOW, Hellfire, and Stinger missiles and other
critical ammunition.

Even with the 101st en route, Luck did not have enough combat
helicopters to screen the vast expanses of desert between his vulnerable
airhead and the Iraqis. The 2-229th Attack Helicopter Battalion from Fort
Rucker, Alabama, and the 12th Aviation Brigade from Wiesbaden,
Germany, both equipped with Apaches, were soon deployed.
Collectively, Luck would be able to put into the air more than 1,000
helicopters to cover a sector 215 by 130 miles, an area roughly the size of
South Carolina.

DESERT DRAGON III

The door on Saddam'’s offensive option closed a little more on August
27 when the first fast sealift ship carrying armor from the 24th Infantry
docked at ad-Dammam. Instead of only air power and long-range defen-
sive fires, the Coalition now had the tanks and Bradleys of the 24th,
enabling them to maneuver against the Iraqi armored formations on
better terms. The presence of an armored force also freed attack helicop-
ters to range farther north in order to begin killing the enemy earlier.
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On September 1 the corps ordered the 101st Airborne Division to
relieve the 82d at FOB Essex. Besides serving as an important forward
attack helicopter base, Essex had become the key site for the corps’ signal
intelligence systems. Eventually it would grow into a major logistical
base. Soldiers of the 101st noted an interesting comparison between the
position of Essex in Saudi Arabia and the Belgium city of Bastogne during
the Battle of the Bulge. Both sat astride five key intersecting roads leading
to the heart of the allied defenses. The analogy was too striking to ignore.
When the 101st took over Essex, they renamed it FOB Bastogne.

Desert Dragon III called for the 101st to establish AO N ormandy north
of FOB Bastogne to allow five battalions of Cobras and Apaches to operate
at will. In the battle zone or covering force area, the 101st could mass fires
from 93 attack helicopters, 180 TOW antitank systems, 10 artillery battal-
lons, and Air Force close air support to delay, disrupt, and wear down the
Iragi armor. The plan called for the division’s long-range aerial killers to

Major General James Johnson discussed artillery fire planning for
Desert Dragon I, October 1990.
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blind the enemy by knocking out his lightly armored reconnaissance
vehicles and then stripping away equally thin-skinned air defense and
artillery vehicles on the road. Should the enemy persist in its advance, the
101st would continue to engage at maximum range, withdraw slowly to
preserve most of its force, and eventually hand off the battle to the 24th.

As the enemy reached the main battle area, the 24th would destroy it.
Massed fires on engagement areas and counterattacks by Abrams tanks
would halt and contain the enemy penetration and set up conditions for
further corps counterattacks. Subsequent attacks by armor and Bradleys
supported by close air and attack helicopters would break up the enemy’s
following divisions. The 82d would defend the critical facilities of
Dhahran, ad-Dammam, and Abquaiq and eliminate commando raids on
rear areas.

COALITION OPERATIONS

Although Army forces provided the vast preponderance of combat
power for the Desert Dragon plans, the Iraqi threat was so great that
General Luck needed every available ounce of combat power he could
conjure. A provisional Arab mechanized division, designated the Eastern
Area Command under Saudi Major General Saleh Bin Ali Almohayya,
was positioned closest to the border and would be the first to fight. This
force was well-equipped with 267 M60A3 and AMX-10 tanks,

Camp Eagle Il, base camp for 101st Airborne Division (Air Assault).
Tents were provided by the Saudi government and erected by
members of the 101st near King Fahd International Airport in
November 1990.
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accompanied by 800 fighting vehicles and 140 pieces of artillery. The
problems Scholes, and later Luck, faced in integrating the Arabs into the
XVIII Airborne Corps scheme of defense were essentially cultural and
organizational. Neither the Saudis nor the Americans had any formal
cooperative agreements for combined warfare, nor had they much expe-
rience working together during exercises. The Saudis had great potential,
however, because they were absolutely committed to defending their
homeland and were willing to accept the advice of their more experienced
partners on the battlefield. Many of their officers spoke English and had
been trained in the US and other Western military schools. On the other
hand, the Saudis had never operated formations larger than a battalion
and had no provisions for a division headquarters. Nor had they much
experience with integrating the wealth of artillery, helicopter, and fighter-
bomber firepower the Americans were about to provide to them. Scholes
began the Army’s frontline relationship with the Saudis by assigning a
trusted agent, Major John Turner, as liaison officer to General Saleh.

The Saudi fighting concept called for a static position defense. The
American officers began to persuade and train them to execute a mobile
covering force battle in which they would engage the Iraqis at long range
and fall back behind American forces before becoming decisively
engaged. A mobile defense is very difficult to execute even by an
experienced force, and language and cultural differences, not to mention
the Coalition’s radically dissimilar equipment that could easily be mis-
taken for Iraqi, heightened problems significantly. To lessen these
difficulties, in September CENTCOM formed the Joint Liaison Organiza-
tion headed by corps plans officer Colonel John Marcello. The JLO’s
charter was to devise methods for recognizing forces and for controlling
fires among this increasingly polyglot assortment of armies and nationali-
ties. The JLO was the first to standardize the use of orange recognition
panels on the rear decks of armored vehicles to assist in spotting Coalition
forces from the air.

Aircraft recognition presented a similar challenge. By September more
than 1,000 helicopters crowded into a coastal enclave that had rarely seen
more than a few dozen. These aircraft included French Gazelle and Puma
helicopters identical to the French-supplied Iraqi versions of the same
aircraft. Scholes dispatched another liaison team to the Saudi air base at
Dhahran, which controlled all airspace in the eastern provinces. The
Eastern Sector Control Center was a state-of-the-art facility equipped with
air traffic control radars, computers, and a down-link station for the
Airborne Warning and Control System (AWACS). Working with the
Saudis, Major Robert Brown developed low-level flight routes and proce-
dures. The Saudis returned the favor by turning over a large network of
unused desert landing strips, controlled by ARAMCO, for use by Army
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helicopter units. As new Services or allies arrived, they joined the system
by sending liaison representatives to the Eastern Sector Control Center.

Once the Marines established their own enclave at al-Jubayl,
Schwarzkopf charged XVIII Airborne Corps with securing their left
flank. Luck regarded his boundary with the Marines as critical since it
paralleled the key coastal highways. The combination of a high-speed
avenue of approach with a boundary between two Services made this
region the most vulnerable point in CENTCOM'’s defenses. A skillful
enemy would most certainly choose to attack along a boundary because
fire support, surveillance, and movement are always much more difficult
to execute near the confluence of two dissimilar units. In fact, during
INTERNAL LOOK, “enemy” controllers chose to attack along precisely
the same boundary and, on paper at least, nearly reached al-Jubayl
before being stopped.

Luck was also concerned about essential differences in doctrine
between the two forward forces. The Marines preferred to keep ground
forces farther back and nearer to the coasts than Army forces and to
control the vacated ground using fires from their Harrier ground support
aircraft and naval gunfire. The Marines did not have the armored staying
power necessary to fight well forward. They had only 123 tanks—all older
M60s—that were overmatched by the Iraqi T-72s. With only two other
battalions of extremely thin-skinned and vulnerable light-armor vehicles,
the Marines were capable of limited maneuvering against the Iraqis out-
side their narrow coastal enclave. Luck insisted on keeping as much
ground force forward as possible, so he assigned Colonel Doug Starr’s 3d
Armored Cavalry Regiment to bolster the covering force. The regiment
had just recently arrived from Fort Bliss, Texas, and was equipped with
123 of the latest 120mm version of the Abrams tank. To bolster the coastal
forces, Schwarzkopf attached the British 7th Armoured Brigade to the
Marines, and for Desert Storm he replaced the British “Desert Rats” with
the Army’s “Tiger” Brigade, also equipped with the latest Abrams tanks.

The XVIII Airborne Corps gained the combat power necessary to take
the battle to the Iragis with the arrival of Brigadier General John Tilelli’s
1st Cavalry Division from Fort Hood, Texas. The “Cav” would be the last
major maneuver unit to join Desert Shield before the arrival of VII Corps
from Germany in January 1991. Luck placed the 1st Cav in Tactical
Assembly Area Horse located in the southwestern portion of his area of
operation, 150 kilometers from the proposed site of the covering force
battles. It would be the corps’ counterattack force, the key “defeat mecha-
nism” to destroy the Republican Guard in a massive armored clash once
the Guard became stalled in front of the 24th.
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DESERT SHIELD COMBAT POWER
XVill AIRBORNE CORPS SUMMARY, NOVEMBER 5 (C+90)

« Artillery
-Howitzers - oo 444
-MLRS .. R 63
-ATACMS Launchers .. ___ . . 18
+ Armored Fighting Vehicles - .- ... ... 1,494
+ Air Defense
-Patriot Launchers ... ... 24
-Hawk Launchers .. . 24
“VUlCans - - e 17
-Stinger Teams ... 320
« Attack Helicopters ... ... .. 227
 Support Helicopters_---_---.-----------------_----_; ________ 741
* Infantry Battalions .. ... 18
« TOW Vehicles. ... . 368

Just three months after its call-out order on a thundering night in
August, the corps had in place almost 800 tanks, 525 artillery pieces, and
227 attack helicopters, manned, maintained, and supported by 107,300
soldiers. Most of this force had reached the theater aboard 600 C-141s, 375
C-5s; and 300 commercial aircraft. 38

THE SUPPORT STRUCTURE MATURES

As equipment began to pour off the docks in ad-Dammam, the enor-
mous tent that housed the logistics operations center began to fill with
logistical support agencies to keep up with the constant demand for
service. One such operation was AMC’s United States Army Support
Group (USASG). To project the wholesale logistics system into the theater,
the USASG was established almost exclusively with civilian volunteers
from Depot Systems Command. Another was AMC-Southwest Asia,
which included the logistics assistance representatives (LARs)—civilians
who served directly in the field with troop units, providing technical
advice and a means of contact with AMC.

97



Certain Victory: The US Army in the Gulf War

The USASG officially began operations at Dhahran on November 17,
1990, but had civilians on the ground conducting special maintenance
missions as early as August. Its purpose was to reduce the amount of
materiel in the supply pipeline, shorten the time required to move it, and
manage the movement of defective items back to the United States.® It
was also charged with providing the highest level of maintenance practi-
cal in the forward areas. The goal was an in-theater return rate of 70
percent, which would reduce the turnaround time for repair and mini-
mize the evacuation of critical materiel from the theater to repair facilities
in the United States. The support group’s primary maintenance mission
was “component repair.” The thrust was to provide a flexible, rapid
turnaround capability to enhance readiness, ease pressures on the supply
pipeline, and cover the entire spectrum of combat and tactical vehicles,
ground support and troop support equipment, weapons systems, and
missile electronic and communications equipment. 40

Defense pundits, long critical of the Army’s overreliance on high-tech
weaponry and equipment, predicted that long supply lines and the brutal
desert climate would impede the Army’s ability to keep an effective force
in the field. Yet Herculean efforts by maintenance logisticians, including
the USASG and LARs, achieved readiness rates unprecedented in Desert
Shield or any other modern military campaign. Fleet readiness averages
for the M1A1 tank, the Bradley, and the HMMWYV exceeded 90 percent.
The most complex war machine the Army had ever fielded, the Apache
helicopter, maintained an 86 percent readiness rate in spite of the fact that
soldiers maintained most of their aircraft in the open desert without
benefit of hangars or machine shops.#!

While the forces in theater continued their preparations and training,
the whole of United States Army Europe transitioned to a new and
unprecedented mission, a REFORGER in reverse. This transition was not
accomplished in a vacuum. Units in Germany had followed the buildup
during Desert Shield with considerable interest and effort. No one knew
precisely which units would be tapped to reinforce those in Southwest
Asia, but everyone clearly recognized that German-based combat units
were candidates to strengthen the shield.

Early in August, United States Army Europe ordered the 421st Medical
Evacuation Battalion to fly 12 UH-60 helicopters from their base in Wies-
baden, Germany, to Dhahran. Simultaneously, units from the 11th and
12th Aviation Brigades were alerted for deployment. Staffs in these units
began intensive planning to deploy by any means necessary, including
flying the distance with their own twin-engine aircraft. The V Corps’
entire 12th Aviation Brigade deployed to ports in Livorno, Italy, for
upload on ships. The brigade reinforced XVIII Airborne Corps with two
attack helicopter battalions, a command aviation battalion, and a task
force of 16 CH-47D Chinooks and 12 UH-60 Blackhawks.
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CENTCOM was particularly keen to receive the additional medical
helicopters. Should the Iraqis attack XVIII Airborne Corps with chemical
weapons, ARCENT expected high casualties, and the ability to move
them to hospital ships or to other evacuation points as quickly as possible
was critical. The 421st began its long transit from Germany on August 22
with a flight of six MEDEVAC Blackhawks. Helicopters from an 11th
Aviation Brigade special detachment based on Cyprus met them in Italy
and escorted them across the Mediterranean. At the end of August, six
more helicopters completed the transit and proceeded to Saudi Arabia.

By the time the President dispatched VII Corps from Germany to
reinforce XVIII Corps already in Saudi Arabia, the logistics infrastructure
was already firmly in place. Problems would arise, of course, particularly
once VII Corps ships began to close on Saudi ports at the end of the year.
But by then a complete, if somewhat fragile, supply, communications, and
transportation network awaited the inevitable stresses and strains that
further theater expansion would bring.

NEW LOGISTICS CONCEPT EMERGES

From the experience of Desert Shield and later Desert Storm, a new
method emerged for projecting and sustaining a large military force far
from home. The concept was forced out of the traditional logistical struc-
ture by the imperative to move forces at unprecedented speed with the
narrowest margin of tail to tooth. The new concept demanded a constric-
tion of logistics bureaucracies in favor of functional building blocks
assembled and transported to the theater to provide just enough support
and management oversight to get the job done—and no more. The com-
bination of rapid movement and thin overhead could only have been
possible because of the efforts of quality soldiers who harnessed modern
data processing, rapid transcontinental mobility, and global communica-
tions to meet constantly changing demands.

Any system created ad hoc in the crucible of battle will be imperfect.
At times, only the initiative and flexibility of leaders at all levels kept the
engine driving Desert Shield from running out of gas. Perfection is not the
standard, and obvious imperfections diminish neither the remarkable
managerial skill of those who modified the system to make it work nor the
value of the system as a model for how a future contingency force should
be projected and sustained.
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Chapter 3

PLOTTING THE CAMPAIGN

Even for Master Sergeant Joseph Lloyd, a Special Forces soldier used
to such things, the meeting was very strange indeed. Lloyd, who com-
manded Special Forces team 595, had been bouncing around the Saudi
desert in search of the Kuwaiti 35th Armored Brigade for more than six
hours. He knew the brigade was camped somewhere near Hafar al-Batin
about 50 miles from the Kuwaiti border. Lloyd doggedly sought out his
charge, Colonel Salam al-Masoud, a figure whose reputation among the
Kuwaitis had already begun to escalate from respect to veneration. By
late afternoon, Lloyd found the cluster of eight white Bedouin tents that
formed Salam’s encampment. When Salam emerged, Lloyd was struck
that the soldier he sought was a huge, muscular, black man. Accustomed
to such reaction, Salam extended his massive hand and greeted Lloyd
with an unassuming grace that belied his reputation as an exceptional
warrior. The Sandhurst graduate had served with the 35th Brigade his
entire career, earning his reputation in combat at a key intersection
northeast of Kuwait City near the town of al-Jahra. Unlike most of the
Kuwaiti army, the brigade had tried to withstand the onslaught of the
advancing Iragi armored columns until faced with encirclement. At that
point, Salam had reluctantly withdrawn what remained of the brigade
across the Saudi border.

During the first few months of Desert Shield, the Saudi command had
gradually moved the 35th farther back from the border, fearing that the
Kuwaitis might react recklessly to the news of atrocities in their home-
land. Further retreat had done nothing for Kuwaiti morale. Salam hoped
that the Americans’ presence would convince his disheartened soldiers
that they would soon have the opportunity to take back their lost country.

As he approached the 35th Brigade command post with Salam, Lloyd
noticed the homemade Shaheed Brigade pennant flying outside the tent
that served as the brigade’s tactical operations center. Inside, colorful
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carpets covered the ground, and furniture, as usual, was conspicuously
absent. Sitting on the carpeted floor, Salam offered Lloyd sweet, hot tea
and introduced his operations officer, Major Suleiman, a graduate of the
Jordanian Staff College. Suleiman, in turn, introduced the brigade’s
battalion commanders. Lieutenant Colonel Hamid, a nervously aggres-
sive officer who at one time had run the Kuwaiti armor school,
commanded the newly formed 2d Mechanized Battalion. Lieutenant
Colonel Ahmed from the 7th Armored Battalion was a graduate of the
armor advanced course at Fort Knox. His battalion had carried the lion’s
share of the fighting the previous August. Lieutenant Colonel Ali was a
colorful, yet reflective and quiet national soccer hero who commanded
the 8th Armored Battalion. Also a US armor advanced course graduate,
Ali spoke fluent English.

Lloyd explained to the Kuwaitis that his team would live with them
and assist them with training. When Salam took the floor, he offered his
gratitude to both his Arab brothers and the Americans for their help. But
in a solemn tone he emphasized that his army would lead any attack back
into Kuwait and that Kuwaiti blood, preferably that of an officer, would
be the first blood spilled in any ground war. Lloyd was pleased with his
reception. The Kuwaitis seemed far more proficient in military
operations than the other units he had advised during his 17 years in
Special Forces.

Lloyd’s detachment joined the 35th Brigade at the end of October. In
the following three months, his teams trained the Kuwaitis on mine-
clearing, Iraqi defensive tactics, aircraft and armored vehicle
identification, and tank-killing techniques. At the same time, the Ameri-
cans learned a great deal from the Kuwaitis about the nature of their
mutual enemy. Satellites might count Iragi tanks with great precision,
but Salam’s officers provided a perspective on personalities and tactical
techniques, both good and bad, that they had observed from years of
professional elbow rubbing with their neighbors to the north. These
insights, passed assiduously by Lloyd up the chain to CENTCOM,
formed an essential chapter to a very small book of knowledge concerning
the personality and fighting ability of the Iragis.

Lloyd, undeterred by his very limited Arabic, spent almost every
evening after dinner with Salam discussing the day’s training and
upcoming plans. Lloyd’s respect for his giant companion increased in
proportion to the rapport that grew between them. Several times Salam
invited Lloyd to be his guest at supper. Although by then no stranger to
Arab cuisine, Lloyd still blanched a little when offered the “delicacies”
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of the meal: the tongue and less identifiable organs of a grilled goat.
Despite his macho Special Forces “snake-eater” image, Lloyd had his
limits. He became adept at surreptitiously tucking the offensive portions
back into his pile of rice.

The ultimate test of Lloyd's effectiveness came in December when the
35th Brigade received new Yugoslavian M-84 main battle tanks, deriva-
tives of the T-72 tanks used by the Soviets. Concerned about secrecy, the
Yugoslavian training team that accompanied the tanks wanted the
Americans kept away from them. To his credit, Salam refused, a gesture
that demonstrated just how much he had accepted Lloyd and his team.
Ironically, Salam, the tanker, put his trust in Lloyd, the light infantry-
man, to teach his men how to operate and maintain the M-84s. Lloyd
knew little about tanks, but he did know how to train and he was not
about to violate the Kuwaitis’ trust by saying no. Late every night, Lloyd
and his team studied manuals about Soviet tanks. During the day, the
Special Forces soldiers instructed their charges with the self-assurance
and skill learned from many years of similar experiences with other
armies in Africa, South America, and Asia.

Tension mounted considerably in the 35th Brigade as the air war
started. Salam, distressed at not having orders, worried that the Saudis

The close relationship between Special Forces soldiers and their
Arab counterparts helped hold the Coalition together.
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might attack without him. Only 10 days before the ground war began,
the 35th received its mission from the Muthannah Task Force.l Salam’s
brigade would spearhead the entire Joint Forces Command-North's
attack and lead the force into Kuwait City. The brigade was going home
and Lloyd and his team were going with them.

Just how much Lloyd’s team and teams like his affected the fighting
proficiency of those they advised is difficult to measure. Perhaps their
most important contribution was simply that they symbolized
America’s commitment to restoring Kuwait’s freedom. Lloyd’s team
helped shore up the 35th Brigade’s flagging morale and in the process
became part of the glue that held the Coalition together as part of the
overall CENTCOM effort. '

TRANSITION TO THE OFFENSE

The challenges that faced Master Sergeant Lloyd in October also faced
leaders throughout the US Army in the early uncertain months of Desert
Shield. While the hurried buildup of forces continued through August
and September 1990, the US and its Coalition partners sought a strategy
to confront Iraqi intransigence and Saddam Hussein’s outrageous behav-
ior. By late September the Coalition high command was resigned to the
fact that economic sanctions and the deployment of a single American
corps were not sufficient to drive Saddam out of Kuwait. They resolved
to look seriously at offensive options.

Based on political guidance issued by Washington, the Desert Storm
Campaign plan that General Schwarzkopf crafted consisted of four
phases, which had been roughed out conceptually by September. The first
three were reserved primarily for Coalition air operations. The Coalition
would strike strategic targets first, then assure air supremacy by crippling
the Iraqi air defenses. The air forces would then prepare the battlefield by
striking tactical targets on the ground. The fourth phase would be a
ground offensive. The first three phases were initially developed by Air
Force planners in Washington and the fourth by Army planners under
Schwarzkopf's personal supervision at CENTCOM headquarters in
Riyadh. Planning began in late September and continued without inter-
ruption until the ground war commenced in February. Schwarzkopf,
given the score by Washington, composed the symphony he would even-
tually conduct. How he set the notes to paper is the subject of this chapter.

AIRLAND BATTLE FORMS THE
CAMPAIGN GAME PLAN

History all too often reinforces the familiar maxim that armies tend to
fight the next war as they did the last. However, the Gulf War proved to
be a dramatic exception. AirLand Battle, the war-fighting doctrine
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applied by the American Army in Desert Storm, not only survived the
initial clash of arms but, in fact, continues as a viable foundation for the
development of future war-fighting doctrine. The durability of the Air-
Land Battle concept is owed to three factors. First, unlike past instructions
for the conduct of war, the 1986 version of AirLand Battle was a vision of
what was possible rather than an owner’s manual for the equipment and
force structures available at the time. In fact, if the 1986 edition of FM
100-5 possessed a fault, it was that some concepts were so far ahead of
capabilities that many balked at their full implementation with the tools
then at hand. Second, the conditions of combat and the dynamics of the
Desert Storm battlefield proved to be modeled with remarkable fidelity to
FM 100-5. Third, and perhaps most notable, is that AirLand Battle repre-
sented a way of thinking about war and a mental conditioning rather than
a rigid set of rules and lists of things to be done in lock-step fashion. Its
four tenets, initiative, agility, depth, and synchronization, are timeless,
immutable precepts for present and future wars.

Initiative implies offensive spirit, boldness, audacity, and the
propensity to take risks in the heat of battle. In the attack, it means never
allowing the enemy to recover from the shock of initial contact. To exploit
initiative, a plan must emphasize speed and the ability to shift the main
effort quickly. The goal is to create a situation so fluid that the enemy loses
track of events and becomes psychologically detached to the point of
incoherence.

Agility is reacting, both physically and mentally, more quickly to
change than the enemy. Rapid adjustment must be built into plans and
training in order that they not be uncoordinated reactions to the enemy’s
initiative. Battle drills and playbooks enhance agility at the tactical level,
and contingency plans at all levels enable the coordinated shifting of
forces or fires with minimum delay. Both leaders and units must be agile
enough to overcome the routine frictions and confusion of battle. To
overcome friction, leaders must continuously “read the battlefield,”
decide quickly, and act without hesitation.

In Desert Storm, depth was the tenet in which the concept was clearly
ahead of the capabilities. Depth requires accurate intelligence, means of
attack, and the momentum of around-the-clock operations that extend
space and time deep into an enemy’s rear. By attacking the enemy
throughout the depth of his dispositions, commanders rob him of his
freedom to act with flexibility. To achieve this capability, commanders
must see current and projected enemy dispositions and then attack them
with Air Force, Navy, and Army air power, long-range fires, and Special
Forces action. By the time of Desert Storm the Army had long-range attack
means only in the newly deployed Army Tactical Missile System
(ATACMS) and attack helicopters. It would still rely heavily on Coalition
air forces to achieve true depth for both intelligence collection and attack.
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Conceptually, synchronization is similar to blending the different
instruments of an orchestra to produce the desired harmony and timing
of a musical piece. Commanders, like musical directors, must trust the
various sections to play their parts without direction according to the
musical score. Like directors, commanders serve to set the tempo and vary
the emphasis of the various instrumental sections. As an orchestra needs
a good score, an army must have detailed plans that all units can
understand and execute with minimal direction. The product—synchro-
nization—is a maximum economy of force, with every resource used
where and when it will make the greatest contribution to success so that
nothing is wasted or overlooked.

Doctrine only works if a quorum masters it. The Army was fortunate
to be given two decades to grow a generation of leaders taught, trained,
and selected based on this new way of thinking about war. The Army was
equally fortunate to be given time by Saddam to create from the tenets of
AirLand Battle a plan for a sweeping end-around maneuver that soldiers
would nickname “the Great Wheel.” Taking on an enemy perceived to be
significantly superior in numbers and ruthless in the use of chemical
weapons could only be approached with care. Offensive options in
August and September were limited. In September Schwarzkopf believed
that 8 to 12 months would be needed to assemble forces necessary for a
credible offense. In those uncertain days, Schwarzkopf’s planners were
more concerned with obtaining a foothold and surviving than with offen-
sive action. 2

FORMING THE PLANNING TEAM

In first-rate armies, planning for war is continuous. The march to war
is too rapid for a commander to begin his own planning only after
receiving a plan from above. Even if his plan later proves to be off the
mark, the process of deriving a plan has its own intrinsic merit. Just as
physical exercise fosters agility and strength, aggressive planning hones
the mental abilities and agility ‘essential to deal with the intellectual
stresses of war. Parallel planning is the process of several interrelated
planning efforts running concurrently without one depending entirely on
another. In August and September, offensive objectives were only faint
concepts of a ground war that no one at the time wanted to fight.
Schwarzkopf’s job was to mold the planning effort to produce the score
for the symphony that would become the Desert Storm campaign plan.

The role of military planners at all levels, regardless of the operation,
is to reduce risk and guesswork and to devise a simple scheme that can be
clearly understood and violently and relentlessly executed by all levels of
command. Though a good plan reduces luck to a science, imaginative
planners capable of transforming luck to certainty are difficult to assem-
ble even in the best of armies.
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Almost a half-century before Desert Storm, General George C.
Marshall said:

Warfare today is a thing of swift movement—of rapid concen-
tration. It requires the building up of enormous firepower against
successive objectives with breathtaking speed. It is not a game
for the unimaginative plodder.?

Marshall’s words lost nothing of their import in the years separating
the two wars. Schwarzkopf's commitment to find exactly the right balance
of human chemistry to coalesce his vision of the pending campaign into a
realistic, achievable plan was derived from this realization. To be sure,
CENTCOM possessed its share of officers who were anything but “plod-
ders,” but very early in Desert Shield, CENTCOM and ARCENT staffs
were very thin and just able to keep up with the immediate practical
problems of moving soldiers and equipment into the theater. They had
little opportunity to shift from the practical present to the theoretical
future. In any event, day-to-day operators tend to flex a set of intellectual
muscles different than those suited to future planning. General Vuono,
recognizing the need in Saudi Arabia for a more conceptually grounded
group of planners able to separate themselves from day-to-day opera-
tions, offered up a group of SAMS graduates for that purpose.
Schwarzkopf readily accepted the offer.* He intended to use the group
principally to focus on the planning process and to ensure secrecy at a

_time when leaks might inadvertently induce a preemptive Iraqi move or
disrupt the fragile Coalition.’ He would focus this new body entirely on
the fourth phase of the campaign, the ground offensive.

This special planning group would achieve considerable notoriety
after the war. Lieutenant Colonel Joe Purvis, the senior member, came
from the Joint Staff of Pacific Command in Hawaii. Major Greg Eckert
arrived from the 4th Infantry Division at Fort Carson, Colorado, where he
had been the division’s training officer. Major Dan Roh had been the
executive officer of the 708th Main Support Battalion, 8th Infantry Divi-
sion, in Germany, and Major Bill Pennypacker, the executive officer of the
1st Brigade, 1st Infantry Division, at Fort Riley, Kansas. The four officers
arrived at CENTCOM headquarters in Riyadh between September 16 and
18, 1990.% Purvis later asked for Navy Petty Officer First Class Michael
Archer from the CENTCOM staff to serve as an administrative and
security assistant. Archer was bright and articulate, and his specialty in
intelligence could be used to the group’s advantage.” Other specialists
would join the group periodically to lend expertise in other areas.

Although the Purvis group forms the nexus of the story of Desert
Storm planning, it was, in reality, only one layer of a larger parallel effort
comprising all levels of command. Nevertheless, a careful recounting of
the group’s role demonstrates how the course of the campaign evolved.
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The “Bear” with three of his planners after Desert Storm. Left to right:
Lieutenant Colonel Greg Eckert, Major Dan Roh, and Colonel Joe
Purvis. Lieutenant Colonel Bill Pennypacker is missing from the photo.

Military planning in the American Army is not the exclusive purview of
SAMS, the Command and General Staff College, or any other single
institution. The Army has traditionally prided itself on its ability to
“grow” officers in the school of experience as much as in formal courses.
The Purvis group represents a larger body of officers imbued with equal
skills and experiences. Certainly others could have done as well, but
Purvis and his three majors were the ones who were on the hot seat in
September 1990.

GUIDANCE, PROCESS, AND ANALYSIS

The planning group worked directly for General Schwarzkopf and
soon became his sounding board and intellectual alter ego. Very tight
security measures, as well as Schwarzkopf’s personality, fostered this
unique relationship. In addition to the five members, Schwarzkopf would
initially allow no more than five additional key people access to the
group’s efforts: himself and his aide-de-camp; his chief of staff, Marine
Major General Robert Johnston; Rear Admiral Grant Sharp, the operations
and plans officer; and Colonel John Buckley, the chief of the CENTCOM
plans division.® The group faced a demanding taskmaster in a pressure-
cooker environment. On September 18, Schwarzkopf presented his initial
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guidance for the offensive plan: “Assume a ground attack will follow an
air campaign... study the enemy dispositions and the terrain and tell me
the best way to drive Iraq out of Kuwait given the forces we have avail-
able.”® From the beginning, everyone understood that a frontal assault
into the teeth of the Iraqi defenses was to be avoided at all costs.

Purvis’ first challenge was to develop a plan for the planning process
itself. He directed his group to collect specific background information on
subjects that each member knew well. Pennypacker took enemy, Eckert,
friendly forces; Roh would analyze logistics on both sides. Although the
demand for secrecy made data collection difficult, the common network
and shared cultural bias that existed among the SAMS graduates in the
theater provided a remarkably effective shadow network for exchanging
information and discussing concepts. The group came to rely heavily on
this essential peer exchange that continued to expand throughout the
planning phase.

The group spent nearly a week gathering data for their analysis,
applying the factors of METT-T that each had learned and practiced since
they had been lieutenants. Mission, enemy, terrain and weather, troops and
transport available, and time, with some occasionally more sophisticated
extrapolation, provided virtually every category of data necessary to
formulate a plan.

Mission

Purvis assumed the task of refining a mission statement by analyzing
the explicit planning imperatives as well as those implied by the situation.
He began with the President’s stated objectives: unconditional with-
drawal of Iraqi forces from Kuwait, restoration of Kuwait’s sovereignty,
destruction of Iraqi capability to produce and employ weapons of mass
destruction, and destruction of Iraq’s offensive capability. Some longer-
ranging political objectives implied at the time were to restore regional
stability, to hold the Iraqi government accountable for war crimes, to
restore Free World access to Middle East energy sources, and to
strengthen cooperation between the US and Arab states in the region.10

The military aspects of Schwarzkopf’s mission were clear. To liberate
Kuwait, CENTCOM would have to attack dug-in Iraqi forces in the
Kuwaiti theater of operations with air and ground forces. Some believed
a ground offensive could be shortened or made unnecessary with
aggressive air operations. An intensive air attack combined with psycho-
logical warfare and the pinch of international sanctions might erode Iraqi
support for the war enough to convince Saddam to withdraw his forces
from Kuwait. The concept appealed to many concerned with the high cost
in casualties likely to result from a ground offensive. Nevertheless,
achieving the objective would be very difficult given the limited forces
available in September.
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One of the critical lessons of the Vietham war was that no military
intervention should be contemplated without a clearly defined objective,
a clearly understood strategy, and adequate means to achieve the objec-
tive. The end-state for an attack against Saddam’s military had to be
defined precisely in order to know when to proclaim victory and call a
halt to the operation. In September and early October, the only reasonably
achievable end-state was simply to eject Iraq from Kuwait and to restore
the legitimate government. Destroying Saddam’s war-fighting capabili-
ties and holding him accountable were, at that time, not achievable with
available forces.

Schwarzkopf’'s instructions to avoid an attack into the Iraqi’s strongest
defenses called for an indirect approach to reach and destroy Saddam’s
operational center of gravity. The concept of center of gravity suggests
that a nation’s ability to fight can most readily be unhinged by seeking out
the one pivotal element of its force that, if destroyed, would cause all of
its force to collapse. In addition to military power, a center of gravity
might include political leadership, the economy, a critical industry, or the
will of the population. Only by identifying an assailable center of gravity
can an attacking force assure decisive results without wasting resources
on secondary efforts. Schwarzkopf identified Iraq’s first military center of
gravity as the Republican Guard.

Enemy

The planning group began their analysis of the enemy with very little
firsthand knowledge. In September, information revealed a well-
equipped, battle-hardened foe who would have the advantage of secure
internal lines of communication. He had an impressive array of modern
equipment, mostly of Soviet design, including weapons of mass destruc-
tion. An unknown factor was the will of the Iraqi armed forces to fight.
For nearly 40 years the intelligence telescope had been focused almost
exclusively on the Warsaw Pact. Now, painfully little time was available
to shift focus to the KTO. While the intelligence focus shifted from Europe
to the Middle East, the group concentrated on what little they could glean
from Iraq’s performance in the eight-year war with Iran and in the short
two-day operation to seize Kuwait.

The historical insights available from the Iran-Iraq War were meager
to say the least. Shortly after its September 1980 attack into Iran sputtered
" to a halt, the Iraqi military went into a strategic defense, seeking to wear
down the numerically superior Iranian army. The initial battles had been
too bloody even for Saddam, so he used less costly local attacks to secure
more defensible terrain or to blunt Iranian aggression. The resulting
stalemate continued until 1985 when the Iraqis experimented briefly with
limited offensives supported by heavy doses of artillery and air support.
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Gradually, the Iraqis became more active and began to exploit the supe-
rior strategic and operational mobility of their reserves.

The Iranian offensive which captured the al-Faw peninsula in 1986
effectively ended the stalemate. In April 1988, the Iraqis launched a series
of corps-level counterattacks to regain territory lost to Iran. The opera-
tions were carefully rehearsed and meticulously orchestrated. The Iraqis
preceded each division- and corps-level attack with an extensive heavy
artillery preparation, accompanied by liberal use of chemical weapons
and air strikes. Preparation, planning, and brutal application of firepower
paid off. By July, the war was essentially over. Throughout eight years of
war, the Iraqi army had engaged in offensive operations for fewer than
eight months.

As a result of the Iran-Iraq War, the Iraqi army expanded from 12
divisions of 350,000 men in 1982 to 56 divisions of 1,100,000 men by late
1989, making it the fourth largest military power in the world. It was
organized and trained along British lines and was largely equipped with
the best tanks and armored vehicles Moscow and other foreign arms
bazaars had to offer.

The Iraqi army consisted of three distinct levels of competence. Infan-
try divisions were on the bottom. In the Iran-Iraq War, they proved
capable at best of maintaining a static defense. Since the end of the
Iran-Iraq War, Saddam had allowed his infantry divisions to atrophy so
that even a respectable static defense in Kuwait would be beyond the
proficiency of most without significantly more equipment and training.
One notch up in competence were the regular army heavy divisions,
manned by long-service professional soldiers trained well enough to
keep tanks and armored vehicles operating. At the top was the Republi-
can Guard.

If the regular army provided the bulk of the Iraqi military muscle, the
Republican Guard was its heart. Created originally as a palace guard of
two brigades, by July 1990 the Guard had grown to a separate corps with
28 combat brigades arrayed within eight divisions, including armor,
mechanized infantry, infantry, and special forces. The Guard possessed
the best equipment Baghdad could provide. While a regular army
armored division might field 250 tanks, usually a motley mix of older
T-54s, T-55s, and T-62s, a Guard armored division had 312 of the more
modern T-72s. Some Guard armored brigades had the T-72M1, the best
Soviet tank then available on the world market. Similar disparities existed
between regular and Guard mechanized infantry divisions. The artillery
brigades within the Guard were equipped with Austrian, French, and
South African artillery systems, many of which were superior in range to
any in the US inventory. Guard air defense units had the proven SA-6
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mobile surface-to-air missile, normally used. to protect high-value strate-
gic targets.

Because the Republican Guard was Saddam'’s strategic reserve, he
kept them carefully separated from the regular army. The Guard oper-
ated directly under General Headquarters (GHQ) control. Many of its
officers and soldiers, selected from the very best of Iraq’s available
manpower, came from Saddam’s hometown of Tikrit, and the over-
whelming majority were, like Saddam, Sunni Moslems. A notable
exception was the Guard commander, Lieutenant General al-Rawi, who,
although a Shia, was a Saddam Hussein devotee of unquestionable
loyalty and respectable reputation.

Not only was the Guard better equipped, it was better paid. During its
expansion in the mid-eighties, the Guard offered enlistees cash bonuses,
new cars, and subsidized apartments. As it deployed into the KTO, the
Guard continued to maintain a separate and exclusive existence. Guard
bunkers in Kuwait were appointed with the best furniture, carpets, and
appliances, largely stolen from the Kuwaitis. Closer to the center of the
Iraqilogistical system at Basrah, the Guard never ran short of food, water,
or military supplies, while regular units often suffered shameful neglect.
Officers from regular units were known to cultivate and bribe the Guard
for spare parts, supplies, and luxury items.

The Guard’s special status came at a high price. Baghdad expected the
Guard to fight even if other units folded and positioned them in the KTO
to backstop the regular units. Eighteenth century European armies kept
unreliable conscripts aligned and moving forward in combat by placing
professional NCOs at the end of each file. Armed with short swords and
lances, they were to kill any soldier who showed signs of flight. The Guard
provided Saddam’s file closers. He positioned them at the theater rear
boundary, not only for counterattack, but to block retreat and to punish
those foolish enough to run. Nevertheless, counterattack was the Guard's
specialty, and several years of successful practice against the Iranians had
made them fairly proficient at it.

When the Iraqi army returned to the attack against the Iranians in 1988,
the Guard was in the vanguard, translating the lessons of mobile defense
into offensive operations. Acting either as an independent force or in
concert with regular army formations like the 3d Corps, the Guard con-
ducted the main attack in at least five operations, demonstrating its
superior planning, training, equipment, and, most importantly, its esprit
de corps. As it became more practiced in the offense, the Guard used
amphibious and airmobile forces to cut off retreating Iranian units. To
those familiar with past Iraqi operations, the Guard’s dominant role in the
invasion of Kuwait came as no surprise.
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The KTO was so vast that if it was to perform as a theaterwide
operational fire brigade, the Guard needed theaterwide mobility. To this
end Saddam purchased more than 2,000 heavy equipment transporters,
each capable of carrying a T-72 tank great distances over improved roads.
He had enough HETs to carry all three Guard heavy divisions in Kuwait
simultaneously. Thus the Guard could either reinforce anywhere in
Kuwait in fewer than 24 hours or, should the war not develop as planned,
be recalled to Baghdad in a matter of days.

Although Saddam treated the Iraqi air force as an elite group, it was
not, unlike the Republican Guard, capable of bold offensive action. Its
greatest contribution was to preserve its aircraft strength to pose a con-
tinuous over-the-horizon threat. To maintain its intimidation value,
Saddam made sure his air force remained the largest in the Middle East
with a total strength of more than 750 aircraft. However, the quality of the
aircraft and crews was very uneven.

The elite of the Iraqi air force was its complement of 64 French Mirage
F-1s and their French-trained pilots. The F-1 squadrons executed most of
the successful strikes against the Iranians in the Iran-Iraq War. Occasion-
ally they did engage in air-to-air combat, but only when they had
numerical superiority. An Iraqi F-1 was responsible for the Exocet strike
on the USS Stark in 1987, which caused the death of 37 sailors.

Despite its numbers, the Iraqi air force was no match for the Coalition,
nor could it offer credible support to Baghdad’s ground forces. Close air
support, as practiced by the US and other Western air forces, was
unknown to them. Iraqi fighter-bombers might attempt independent air
interdiction against point targets, but they were incapable of working
under the control of forward ground units. Even the Iraqi attack helicop-
ter fleet of Soviet Hinds and French Alouettes and Gazelles was incapable
of much beyond rudimentary support as flying artillery.

A large, complex hodgepodge of Soviet, French, and other systems,
Iraq’s air defense was glossy on the surface but functionally flawed
underneath. Baghdad relied heavily on its French-designed KARI com-
mand and control network to coordinate air defenses from an
underground air defense operations center in Baghdad. The country had
been subdivided into five air defense sectors, each under a sector opera-
tions center (SOC). Each SOC in turn controlled a number of warning and
control regiments and interceptor operations centers. These centers coor-
‘dinated the flights of air interceptors and the fires of an overlapping
system of surface-to-air missiles and antiaircraft artillery (AAA). Should
the Coalition destroy the central air defense operations center, the KARI
network would be beheaded and each SOC would have to operate inde-
pendently. Once control of the system was isolated, each segment was
vulnerable to being overwhelmed and destroyed in detail. Should a SOC
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or subordinate center be taken out completely, an aerial breach would
result through which an attacker could strike deep into Iraq.

Iraq protected its forward troops in the KTO from air attack with a
mixture of missiles and guns. The most serious threats to army aviation
were short-range systems like the SA-9 and SA-13 missiles, along with the
shoulder-fired SA-14s and SA-16s. The density of antiaircraft artillery in
theater was of particular concern to US Army planners. More than 3,700
AAA systems larger than 14.5mm were spread throughout the KTO. The
deployed army supplemented the AAA with the fires of more than 10,000
machine guns, 12.7mm or larger.

Iraq possessed both Scud missiles and weapons of mass destruction.
Iraq’s Scud-B was originally designed by the Soviets to deliver a one-ton
payload to a maximum range of 300 kilometers. The Iraqis modified it
during the war with Iran to deliver a half-ton warhead to 475 kilometers.
A newer version, the al-Abbas, could range 600 kilometers with the same
payload. The modified Scuds were notoriously inaccurate. The al-Abbas
at maximum range had an error of about 4 kilometers. Baghdad possessed
both fixed and mobile launchers. Intelligence had detected a total of 64
fixed sites in western Iraq, all aimed at Israel. Twenty-eight of those fixed
sites were complete, and the remainder were nearing completion. No one
knew exactly how many mobile launchers the Iraqgis had, but the best
guess before the war was 48 of various design. Some analysts suspected
the Iraqis were producing more, perhaps many more. The hunt for mobile
launchers would be the thorniest problem of the war.

The Coalition most feared Saddam’s weapons of mass destruction. He
not only possessed them in great quantities, but he had used them on his
‘own people in the past. Saddam had built a large arsenal of mustard and
nerve agents and had provided artillery, aircraft, and missiles capable of
delivering them. The same systems could deliver Saddam’s anthrax and
botulinum biological weapons.

The Iraqi military machine was a significant opponent. It was a huge
force, larger in total size than the German field army in France during the
Normandy landings in World War II and twice as large as the North
Korean army that invaded South Korea in June 1950. It was also
well-equipped. The more advanced armor on the T-72 and T-72M1 could
sustain direct hits from older 105mm rounds fired by the US M-1 Abrams
at 2,000 meters. Iraqi T-72M1s and T-72Ms had laser range finders, and
the 125mm gun, standard on all T-72s, could penetrate the Abrams at
1,000 meters. The BMP-1, the world’s first operational infantry fighting
vehicle, was equipped with a 73mm smooth-bore cannon. Their French-
made self-propelled 155mm artillery systems had automatic loaders that
allowed for high rates of fire.
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Stocked with more than 320,000 tons of ammunition openly bunkered
in vast depots inside the KTO, the Iraqi army could fight for two weeks
without resupply. An additional two million tons of ammunition were
dispersed inside Iraq, allowing the army to absorb a great deal of punish-
ment and continue to fight. The Iraqis were experienced in combat,
although with the exception of the Republican Guard, “battle-hardened”
would prove to mean “battle-weary.” The senior army leadership of
committed professionals had learned a great deal about fighting during
eight years of war. Most officers possessed university degrees from local
or foreign institutions and the more senior staff officers had trained at the
best Soviet, Chinese, and European staff colleges. Senior staffs had dem-
onstrated respectable skill in planning and executing the invasion of
Kuwait. In two weeks, the Iraqgis had been able to deploy eight divisions,
140,000 troops, 1,100 tanks, 610 artillery pieces, and 610 armored vehicles,
accompanied by engineers, air defense, and all required logistical sup-
port. Some units had traveled as far as 700 kilometers to reach the Kuwaiti
front. Finally, to support their military operations, the Iraqis had estab-
lished a redundant command, control, and communications network
unequaled even by some first-rate Western armies. The network reached
from each of the multiple command centers in and around Baghdad,
through intermediate headquarters in the KTO, to the lowest Iraqi unit
along the Saudi border.

Like any army, Iraq’s also had weaknesses. The most striking was
Saddam Hussein. Never trained as a military man, Saddam had a reputa-
tion for exercising strict personal command over his armed forces in the
field. Overcentralization by an incompetent leader stifled Iraq’s ability to
put together a credible offensive operation for most of the eight-year war
with Iran. Only after the disastrous al-Faw campaign in 1986 did Iraqi
general headquarters gain some degree of planning and operational lev-
erage, and only then did the army perform well enough to beat the
Iranians. Even with such a significarit concession, however, Saddam
reserved major decisions for himself, and he rewarded failure harshly. On
one occasion he executed a unit commander merely for getting lost in the
mountains. After seeing the price of failure so dramatically demonstrated
after the Iranian seizure of al-Faw, senior Iraqi commanders, particularly
those in the Guard units, sacrificed themselves and their men slavishly to
avoid disgrace in the eyes of their leader. No commander would consider
independent action, particularly if failure was likely. Thus CENTCOM
planners realized from the beginning that should they be able to sever the
linkages between Saddam and his commanders in the field, the army
would probably be incapable of large-scale maneuver.

Another vulnerability was the quality of manpower available to Iraqi
general headquarters. Challenging missions like attack, passage of lines,
and counterattack could only be accomplished effectively by certain
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units, principally the Guard and 3d Corps. Even within the best units,
tactical and technical proficiency was not always apparent. Complex
artillery skills—particularly those requiring extensive training, such as
counterfire and rapid adjustment of observed fire—as well as flexibility
and mental quickness, were simply beyond the limited competence of
most Iraqi artillerymen. Iraqi artillery commanders were capable only of
executing planned, massed fire missions. Even with reasonably proficient
crews, good tanks and armored vehicles were nothing without proficient,
flexible commanders. Iraqi maneuver units had repeated problems in
coordinating boundaries during the Iran-Iraq War. Most significantly,
other than during the short attack into Kuwait, the Iraqis had never
demonstrated much ability to fight at night.

Not all Iraqi equipment was first-rate. Although the T-72 and its
improved versions, the T-72M and T-72M1, were excellent, they made up
less than 20 percent of the Iraqi tank inventory. Only the improved T-72s
had laser range finders, and even they had to close inside 2,000 meters to
have any hope of killing an Abrams. As for the BMP-1, the American
Bradley was a quantum leap ahead in lethality, mobility, and crew surviv-
ability. The Iraqi artillery had a long range to be sure, but without precise
target-finding devices or equipment to increase accuracy, such as
meteorological stations, computerized fire control, and precision posi-
tion-locating and ranging devices, the total artillery system was grossly
inaccurate. Most of the artillery was towed, leaving it at the mercy of
counterbattery fires, especially when prime movers had been destroyed.

Finally, the Iraqi army would be on its own in the KTO. Neither the air
force nor the air defense command was capable of protecting ground
forces from air attack. Soldiers could rely only on camouflage, deception,
and entrenchment to survive prolonged aerial bombardment. The Iraqi
logistics system was hard-pressed just to supply the army in peacetime.
Even a moderate interruption would effectively deny units along the
Saudi border access to such essentials as food and water.

While planners could count tanks and artillery pieces, they were less
successful in measuring the will of the Iraqi military to fight, an intangi-
ble that would potentially have enormous impact on the war. The
Iran-Iraq War seemed to show that the frontline infantry were as badly
motivated as they were equipped and trained. If subjected to any pres-
sure whatsoever, they would break and run. The regular army heavy
divisions would fight, probably with some tenacity, surrendering only if
retreat were impossible. The Guard, however, was expected to fight to
the death and to maintain its cohesion and ability to fire and maneuver
even if badly mauled.
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Terrain and Weather

Planners expected both terrain and weather to influence operations in
the KTO significantly. The US Army had learned to fight in the desert
during years of experience at the National Training Center and in numer-
ous BRIGHT STAR exercises in Egypt and Sudan. However, not all
deserts are the same. The planners were particularly concerned about
trafficability of the desert terrain in the western end of the KTO. On the
coast, where Desert Shield forces were initially concentrated, the ground
is generally flat with a well-developed network of roads connecting the
big ports and coastal cities. Just off the roads, however, large sand dunes
and sabkhas impede movement. Some dunes rise 20 or more feet present-
ing serious hazards to low-level flight, particularly at night. Sabkhas are
like thin ice when it rains. Soldiers can traverse them on foot, but vehicles
often break through and wallow up to their bellies in mud.

Following the Saudi-Iraqi border from about 10 miles inland west to
the Wadi al-Batin, the land becomes flatter, with fewer dunes and numer-
ous small rocks. Approximately 125 miles inland, the Wadi al-Batin offers
both opportunity and threat. The wadi is little more than a pronounced
dry streambed that runs the length of the Kuwait-Iraq western border and
continues well south into Saudi Arabia to form a natural attack route from
Saudi Arabia northeast into Iraq. Conversely, the wadi also points like an
arrow toward King Khalid Military City or Riyahd farther to the south.
The wadi would prove useful mainly as an aid to ground and low-level
air navigation. Its gentle, wide, sloping sides would not hinder crossing
or movement unless flooded by winter rains.

The area between the wadi and Rafha, 170 miles farther to the west,
becomes progressively more rocky. The Saudis knew that this large
plateau was at least trafficable by vehicle inside Saudi Arabia because
Bedouins routinely crisscrossed the area in their trucks following herds of
sheep, goats, and camels. Rocks were hard on tires and would play havoc
with the rubber track pads of armored vehicles, but the region was
generally passable. No one knew, however, how hospitable this same
region would be farther north inside Iraq. This unknown was significant
because any offensive thrust into Iraq that swung west to avoid the main
Iragi defenses would have to transit this desert. Purvis’ concern and
curiosity were both heightened when the Iraqis appeared to have
neglected defending the area. They would only have done so, the group
surmised, if they knew it to be impassable.

In September, all the group had to work with were maps, data pro-
vided by employees of ARAMCO, and what little they could glean from
Saudis familiar with the area. Maps for the whole region were in short
supply, some were outdated, and even the most current offered very little
information on trafficability. Major Pennypacker would later undertake a
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reconnaissance by vehicle and helicopter to sample the terrain firsthand.
However, in the early stage the mission was so closely held that the group
could not ask too many questions about the region west of the Wadi
al-Batin for fear of exposing their offensive planning options.

Saudi weather.is among the most inhospitable in the world, the tem-
peratures in August and September sometimes reaching 140 degrees
Fahrenheit. American soldiers simply could not function efficiently in
such heat. The planning group seriously questioned the ability of soldiers
to function at all clad in heavy chemical protective overgarments. Units
could not be expected to go into action without at least three weeks of
conditioning and acclimatization. Heat would also affect engine coolants
and seals and could actually warp metal and plastic parts. Dust, sand, and
heat are deadly enemies to electronic equipment like radios, computers,
and the “black boxes” on aircraft and other combat vehicles.

Between November and March, temperatures moderate consider-
ably. Nighttime lows sometimes dip below freezing. Sandstorms are
common during the winter months, whipping clouds of fine dust miles
into the air and limiting observation to less than 100 meters. The region
receives most of its limited rainfall during this period, often in deluges
that turn dry wadis into raging torrents. When wet, the clay-based sand
turn. into thick, viscous mud. Analysis of the weather alone favored an
offensive operation between November and March to avoid the wosor
heat of the region.

Troops and Transport Available

The troops available to Schwarzkopf were a mix of US and Coalition
army, navy, air, and marine forces. In September the Coalition was clearly
outnumbered. XVIII Airborne Corps was still in the process of deploying,
although by early October it would field the 82d Airborne Division, the
101st Airborne Division, the 24th Infantry Division, the 3d Armored
Cavalry Regiment, and the 12th Aviation Brigade. The 1st Cavalry Divi-
sion was still en route. The Marine amphibious force had most of one
division ashore with its accompanying air wing. Coalition forces in Sep-
tember included the initial elements of a British armored brigade and a
French light armored division, the Royal Saudi Land Forces, two Saudi
Army National Guard brigades, the Kuwaiti brigade, and a mix of smaller
Arab forces from Egypt and several other countries.

The Coalition air forces were formidable, and though the Army plan-
ners were focusing on a ground offensive, the role of air power would be
a key part of the overall campaign. As its name implies, AirLand Battle
doctrine relies on exploitation of the third dimension to a degree
unequaled by any other doctrine in history. To be successful, every
combat function of the coming campaign, including fire support, recon-
naissance, liaison, communications, and maneuver, would bring an
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essential and indivisible aerial component to the battlefield. Army avia-
tion would contribute to the effort, but the AirLand Battle tenet of depth,
which seeks to engage the enemy ground forces at the earliest stages of
battle, remained largely the preserve of the air forces. For that reason, the
planning group sought from the beginning to synchronize air and land
components into a single joint force capable of striking the enemy from
the depths of his territory to within immediate contact with frontline
soldiers. The guidance by September 25 stipulated that the third phase of
the air offensive, battlefield preparation, would have to reduce the Iraqi
armored forces by at least 50 percent in order to achieve desired force
ratios for the ground attack. This figure was originally derived during
INTERNAL LOOK planning for the counterattack phase of OPLAN
1002-90. An old doctrinal rule of thumb calls for at least a three-to-one
force advantage over an opponent before launching an offense. Ideally, a
six-to-one or better ratio at the point of penetration is desirable to ensure
success. Favorable ratios can be achieved in two ways. An attacking force
can concentrate an overwhelming mass in front of a weak spot in the
enemy’s defenses, or the force can wear down the enemy’s defenses with
fires before close combat begins. The campaign plan sought to do both.

Major Eckert struggled with the assessment of some of the Coalition
partners in his analysis of friendly troops available. Two parallel efforts
begun early in the deployment were directed at this problem. The first
was General Yeosock’s formation of the Coalition Coordination and Com-
munications Integration Center (C3IC). The second was the employment
of Special Operations forces, like Master Sergeant Lloyd’s team, to train
with and assess the fighting qualities of Coalition forces.

Schwarzkopf considered the Coalition’s center of gravity to be the
Coalition itself. If the frail bonds of the Arab-Islamic commitment to the
US-led Coalition could be broken, perhaps by drawing Israel into the war,
the Coalition would quite likely be fragmented and torn apart. He knew
that forging some unusual instrument at the scene would be necessary to
hold the Coalition together. Yeosock used the C3IC at the beginning of
Desert Shield to gain entrance to the Saudi power base and to obtain
host-nation support. Later, along with a network of mobile liaison teams,
the center would provide another avenue for information and clarifying
orders. The C3IC helped to hold up a fragile Coalition that did not benefit
from any long-term agreements like those of NATO. Without status-of-
forces agreements and other established standards like those in Europe,
the C3IC provided one avenue to solidify the Coalition. Yeosock, and later
Schwarzkopf, turned the C3IC into an ad hoc “directed telescope” that
they could focus on specific issues for resolution in an informal, collegial
manner. Collocated at the Saudi Ministry of Defense building with
Schwarzkopf’'s CENTCOM and the Saudi commander’s headquarters, the
CBIC was jointly manned by American and Saudi officers.
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Special Operations forces included a special aviation battalion, a
psychological operations group, civil affairs units, and a variety of other
uniquely organized and trained elements. For the most part the control
of these units would remain under the Special Operations Command
Central, or SOCCENT, commanded by Colonel Jesse Johnson. On
August 31, the Special Forces Group from Fort Campbell, Kentucky, was
first to arrive in country, and its initial mission was to support the Saudi
Arabian land forces and the Saudi Army National Guard. In this case,
foreign internal defense, or FID in Special Forces jargon, included assis-
tance in organizing, training, and advising the Arabs in both
conventional and unconventional warfare.!! What Schwarzkopf needed
most from Special Forces was some semblance of “ground truth”
concerning the Coalition forces’ ability to fight—a delicate problem. The
SOF became another “directed telescope” with enough experience to

draw frank, objective conclusions and pass them in confidence to
CENTCOM.

Because logistics could become an Achilles heel for the Coalition,
whatever plan was developed would have to undergo the litmus test of
supportability. General Pagonis’ work in establishing the sustainment
base for Desert Shield was an important first step, but it centered on
supporting a defensive enclave restricted to the coastal region. The enor-
mous distances covered by any offensive maneuver would place a

Special Forces NCOs taught essential combat skills to newly enlisted
Kuwaiti volunteers.
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particular strain on available transportation. The American Army was
organized and equipped for defense in Europe and was therefore criti-
cally short of long-haul transportation. Trucks of all sorts, particularly
fuel tankers and heavy-equipment transporters, were continually in
demand. Throughout the campaign, available transportation would be an
annoying tether on Purvis’ planning concepts, continually reining him
back toward logistics bases each time he stretched too far too fast with too
large a force.

Time Available

Assessing time available consists of determining when to start, how
long actions will take, and how to synchronize the actions of each seg-
ment of an operation so that all work in synergy. No one could tell if or
when the Coalition would go on the offensive. When to start a one-corps
offensive depended on the maturity of the logistics buildup and how
long it would take XVIII Airborne Corps to be fully combat-ready.
Estimates indicated that full readiness would require between 45 and 90
days. Thus, mid-October was the earliest any attack with available forces
could be attempted.

Determining the length of the operation was a matter of predicting the
time necessary for each of the four phases. The US Air Force estimated
that the first three phases of the campaign would require about two
weeks. The length of the fourth phase, the ground offensive, depended on
the success of the previous phases and other subjective factors difficult to
estimate. With known rates of movement and estimates from the intelli-
gence preparation of the battlefield, planners could anticipate Iraqi
actions and reactions to the Coalition attack with some measure of confi-
dence. Yet the only assertion that could be made about the length of the
fourth phase was that it would take lIonger with a smaller force than with
a larger one. It would also cost more in casualties.

What distinguishes a great plan from a good one is the timing neces-
sary to synchronize a large number of concurrent and interdependent
events. Schwarzkopf’s task would be to orchestrate the movements and
actions of many disparate parts to bring them harmoniously to exactly the
right place in time to achieve a single aim. Since the factors of METT-T
change with time, any analysis of an impending operation must be con-
tinuous. The group’s initial five-day study of METT-T, completed on
September 25, was only the first iteration of an assessment that would be
revisited over and over again. In those first five days of collecting infor-
mation, Pennypacker and Archer had only scratched the surface of Iraqi
capabilities and limitations. Of all the factors of METT-T, the enemy was
a true moving target. Other than the enemy, much of the detailed early
analysis would change very little over time. The assumptions built upon
that information would prove remarkably prescient once real war began.
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THE FIRST OFFENSIVE PLAN

The group began the formal development of a one-corps plan with a
briefing to Admiral Sharp, the CENTCOM J5, on September 25. Sharp was
a personable but demanding officer willing to listen and learn more about
ground warfare. Purvis first wanted to ensure that his planning
imperatives were on track. He told Sharp that the long distances through-
out the theater and the limited transport made a sweeping end-around
move infeasible. Therefore, the plan intended to concentrate as much
combat power in the smallest space possible against the weakest Iraqi
point he could find to lessen the cost of a penetration. Once through, the
force would bypass centers of concentration en route to the Republican
Guard. Second, he verified the need to destroy 50 percent of the enemy’s
combat power during the third phase of the air operation. He planned to
measure combat power in terms of destroyed enemy vehicles and equip-
ment. The group also highlighted the imperative to keep an unblinking
intelligence eye constantly on the enemy in order to react immediately to
Iraqi countermoves.

Armed with Sharp’s approval, the group developed several options
for a single-corps attack. On October 2, Lieutenant Colonel John Carr from
the 21st Support Command joined the group for a week to inject a dose of
logistical feasibility into any concept they might devise. In developing
courses of action, the group resolved to retain enough combat power in
the rear to secure CENTCOM ports and reception airfields against terror-
ists. They would also need Patriots to protect the force from air or Scud
missile attack. Until the eve of the armistice, CENTCOM believed that the
Iragis would employ chemical weapons, probably at the point of penetra-
tion but potentially anywhere in the theater. The Purvis group’s mission
statement for the one-corps offensive plan was simple: “On order,
friendly forces conduct offensive operations to eject Iraqi forces from
Kuwait; be prepared to secure and defend Kuwait.” 12

On October 4, Schwarzkopf held a map exercise at the Oasis Club on
Dhahran Air Base for XVIII Airborne Corps and division commanders to
review the defense plans. Convinced that Saudi Arabia could be defended
successfully, he told his commanders to start thinking about the offense.!3
Not knowing exactly what the CINC had in mind, General Luck
instructed his subordinates to concentrate on developing lower-level
plans that would apply regardless of the grand design. He knew, for
example, that any plan would have to take out the enemy’s artillery and
destroy reconnaissance and forward defensive positions, so he ordered
the development of a counterbattery program and a plan to carry the
corps on a limited offensive through the two Iraqi defensive belts.

Equally important was the “shot in the arm” that this opportunity
would give to soldiers not accustomed to waiting for the enemy to-act
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first. As far back as August, before deploying to Saudi Arabia, the com-
mander of the 101st Airborne Division’s 1st Brigade required each of his
three infantry battalion commanders to plan for potential attacks into
Kuwait. The first battalion planned an air assault defense against an
armored counterattack, while the second developed plans for an air
assault into Kuwait City to seize and defend key installations. The third
planned an air assault onto the high ground north of Kuwait City near
al-Jahra.l* Now their planning could take on a new and more immedi-
ate dimension.

Purvis presented the one-corps concept and three courses of action to
Schwarzkopf on October 6. Schwarzkopf selected the first course of action
for further study, but he was troubled by the considerable risk that every
option presented. Even if the Air Force succeeded in isolating the KTO
and destroying 50 percent of the Iraqi ground combat power, the
Coalition would still attack greatly outnumbered against a relatively
unbroken enemy. The concept he chose called for an extensive two-week
air attack, followed by an advance into southern Kuwait between the
“elbow” and the tri-border area. Coalition ground forces would drive
northeast into Kuwait through the defensive line and then turn east to sit
astride the main north-south highway to Basrah out of Kuwait City. When
ordered to proceed, the attack would continue to secure the northern
Iragi-Kuwaiti border and cut off the Republican Guard in the KTO before
the Guard realized what the corps was doing. With the border secured,
the Guard could either attack or give up and walk out of the KTO while
air attacks and artillery struck their abandoned equipment. The 24th
Infantry Division would make the main attack with the 1st Cavalry
Division and the 3d Armored Cavalry Regiment, while the Marines and
the 101st protected the rear and the 82d protected the lines of communi-
cation. Coalition forces would protect the left flank. Schwarzkopf was not
terribly comfortable with the one-corps option, but he recognized that the
plan was as good as could be expected with the forces available. His
greatest concern was not whether the operation would succeed; if air
power did all that was expected, the attack would be able to move
through the Iraqis fairly quickly. The real issue was the prospective
human cost of the operation. Even with all the advantages of technology,
initiative, and air superiority in his favor, the one-corps option would
mean that too many soldiers would die. Should things go badly, the
friendly force could stop and protect itself at any time, so it was not in
jeopardy of complete destruction, but the mission might fail if such a stop
became necessary.!®

Schwarzkopf may not have liked the concept any more than his plan-
ners, but under considerable pressure from Washington to present some
offensive option, he sent his chief of staff, General Johnston; Air Force
Brigadier General C. Buster Glosson; and Purvis to Washington. Air Force
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- Major Rick Francona, on loan to CENTCOM from the Defense Intelligence
Agency (DIA), also attended. On October 10 each of the attendees briefed
Cheney and Powell at the Pentagon. The next day the group went to the
White House to brief the President. The air portion of the plan was
accepted without much argument, but the ground attack stirred up some
controversy. Johnston’s wrap-up of the briefings stated that success could
not be guaranteed without an additional corps and he indicated that at
least 90 days were necessary to accomplish such a reinforcement. Purvis
recalls that some of the civilian members present did ask about an Inchon-
like amphibious option, which the military leaders were quick to oppose.
The need for a second corps had surfaced.6

TWO-CORPS OPTION

After Purvis returned to Riyadh on October 15, Schwarzkopf wasted
no time ordering him to begin planning for a two-corps attack. Now the
planners had the forces to develop a feasible option, although
Schwarzkopf ruled out both amphibious and airborne operations. While
they both held promise, both would put American lives at greater risk. An
amphibious assault on the heavily fortified Kuwaiti coast was impossible
unless the sophisticated mines guarding the approaches could be cleared,
a task that the Navy claimed could require as long as a month.
CENTCOM's early assessment of the Iraqi air defense network suggested
that an airborne insertion would be equally costly. Isolated and relatively
immobile once on the ground, the 82d would be difficult to support and
sustain from the air alone. Airborne forces were ill-suited for warfare in
open desert, particularly against mobile armored forces, and the Guard
would be no more than a day’s march from any prospective airhead.
Schwarzkopf believed airborne forces would be better suited to attack
airfields or built-up areas less likely to contain tanks. He did see real value
in using the airborne and Marine forces to tie down the Iragis by making
them believe that both options would be exercised. In fact, with their high
media profile and fearsome reputation, airborne and Marine amphibious
forces would distract Iraqi planners until the war’s end. The amphibious
threat alone forced Saddam to keep seven divisions focused on the coast
to crush a landing that never came.

On October 16 the Purvis group began to develop a plan for a two-
corps attack deep inside the great Iraqi desert west of the Wadi al-Batin.
They had to identify how a second corps should be configured. Although
it had not yet been identified, VII Corps was the most likely candidate.
Clearly, the corps would need to be armor-heavy to match the Iraqi
predominance in armor. It made sense to give the prospective heavy corps
responsibility for the main effort. Unquestionably, the Guard would be
the center of gravity and the main objective. To match such a powerful
mass of first-rate armor would require at least three heavy divisions. Even
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if the air attack destroyed up to half of the Iraqi ground forces, the
Coalition would only outnumber the enemy about two to one at the point
of the attack. The prospects offered by a swing several hundred kilome-
ters to the west might give logisticians heart failure, but the maneuver
conjured up images of great end runs like Rommel's sweep around the
British 8th Army at Gazala in May 1942 or Guderian’s XIX Panzer Corps’
brilliant slip through the Ardennes and dash to the English Channel in
May 1940. Logisticians might dampen the ardor of the planners, but the
prospect of a second corps opened up limitless opportunities to exploit
the unmatched agility of American armored forces.

On October 17 Schwarzkopf momentarily lifted the veil of secrecy that
surrounded the planning effort so that the British forces commander,
Lieutenant General Sir Peter de La Billiere, and Yeosock could be briefed
separately on the one- and two-corps planning options. Both generals
believed the as yet sketchy two-corps plan was feasible and supportable
so long as both corps swung far enough west of the Wadi al-Batin to
envelop all of the static Iraqi forces and avoid the dense Iraqi defensive
belt. They pointed out that psychological operations and strategic decep-
tion, especially in the case of the one-corps plan, would help to even the
odds by causing desertions and fooling the Iraqis about the actual location
- of the attack. Both also zeroed in on the importance of establishing logis-
tical bases deep in the western desert to support a wide swing for the
two-corps attack. ‘

In giving the heavy corps responsibility for the main attack west of the
Wadi al-Batin, the planners had to determine how other forces would be
employed in secondary and supporting attacks. The group considered
putting XVIII Airborne Corps either east or west of the main attack or
even passing the main attack through XVIII Corps. By October 21 the
different options were complete and had been approved by Admiral
Sharp and Brigadier General James Monroe, the ARCENT G4, for presen-
tation to the CINC.

When Schwarzkopf saw the concept for a two-corps attack, he sud-
denly became very animated and enthusiastic about the course of action -
that placed XVIII Airborne Corps wide to the west of the main attack.
Standing at the map and pointing at the two corps arrows, one aimed at
the Euphrates River and the other to the east of the northern border of
Kuwait, he said in a booming voice, “I sit on Highway 8... I've threatened
his Republican Guard; now I'll destroy it.”!” Although no one knew it at
the time, at that moment the concept of the Great Wheel became fixed in
the CINC’s mind. The XVIII Airborne Corps was now committed to.
cutting Highway 8 south of the Euphrates River in what would prove to
be one of the longest single envelopments in history. The as yet unnamed
heavy corps would conduct the main attack between the wadi and XVIII
Corps and sweep northeast to secure the Kuwaiti northern border with
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Iraq. The Marines were originally plotted adjacent to the main attacking
corps just east of the wadi and assigned a very limited attack objective that
would secure the ARCENT lines of communication. Coalition
Arab-Islamic forces would have similarly limited attack objectives along
the Kuwaiti southern border to tie down frontline Iraqi units. Amphibious
forces would remain embarked to threaten the Kuwaiti coastline.
Schwarzkopf’s only change to this concept was to insist on engaging the
Republican Guard force before going on to secure the Kuwaiti northern
border. He emphasized that the Guard was the main operational objective
and that it must be completely destroyed.

SELECTING A CORPS

In October, at the same time that rotation of divisional-size units and
additional Reserve call-ups were being considered, the ARSTAF began to
look more intensely at reinforcement options. Though the two-corps plan
would not get aired outside of Schwarzkopf’s tight inner circle until after
the decision to send a second corps had been made, it was evident that any
reinforcement would have to be in the form of one of the Army’s heavy
corps. The three candidates were III Corps at Fort Hood, Texas, and V and
VII Corps in Germany.

IIT Corps had already supported the Desert Shield deployment with
the 1st “Tiger” Brigade of the 2d Armored Division, the 3d Armored
Cavalry Regiment, and the 1st Cavalry Division. The corps still had a
brigade of the 2d Armored Division, the 1st, 4th, and 5th Infantry Divi-
sions (Mech), and the large 6th Cavalry Brigade (Air Combat) equipped
with Apache helicopters. With some of its heavy forces already in the
Gulf, sending the rest of the corps made sense. However, three concerns
argued against using III Corps. First, deploying the rest of the corps
would deplete the Army of its Stateside heavy forces, and to take such a
risk flew in the face of Vuono’s readiness vector should another crisis
arise. Second, each of the corps” heavy divisions had a roundout brigade
in the Reserve components. Earlier concerns with mobilizing and deploy-
ing the 48th Infantry Brigade for more than 180 days remained, and the
Army knew the other roundout brigades would take some time to become
combat ready. The other roundout units faced similar difficulties. Third,
the distance from the United States to the Gulf argued against III Corps.
If the reinforcement was to be expeditious, the Army could not afford to
have three heavy divisions bobbing about at sea for more than four weeks.
The state of some of III Corps’ equipment also caused concern. The
divisions had not all been modernized to the M1A1 Abrams, for example,
and the 6th Cavalry Brigade (Air Combat) had not fully recovered from
extensive wind damage to many of its aircraft caused by a storm that
devastated Fort Hood in 1989. Collectively, the Army planners concluded
they would get more combat power more quickly by turning to Europe.
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Ordinarily, deploying one of the Germany-based corps would be out
of the question. First, it had never been done in more than 45 years of
standing watch in Europe, and second, getting NATO approval for an
out-of-theater deployment seemed unlikely. Fortunately, times had
changed from the earlier tensions of the Cold War. The two Germanies
were reuniting, the Berlin Wall was down, and American cavalry no
longer patrolled along the Warsaw Pact border. Furthermore, the Army
had already broken the mold in a small way on the out-of-theater deploy-
ment with V Corps’ 12th Aviation Brigade which had joined XVIII
Airborne Corps in the Gulf. This was more than a symbolic breaking of
tradition. The way was open to an even larger effort if the political hurdles
could be overcome. Perhaps the deciding factor in selecting a European-
based corps over a US-based one was the existing plan to inactivate VII
Corps. In any event, both European corps were fully modernized and the
distance from Germany to the Gulf could be covered in only two weeks’
sailing versus four to five for IIl Corps.

Some negotiation over the units to be sent was still necessary with
Commander-in-Chief, US Army Europe and Seventh Army, General
Crosbie Saint. General Saint wanted to carefully select which units to send
in order to keep a viable force in Germany and to stay on track with as
much of the scheduled force reduction program as possible. The two
corps in Germany were essentially equal. Sending VII Corps to the Gulf
would serve as a stopover before inactivation in the United States. The
eventual decision was a compromise. VII Corps would deploy with its
headquarters, support structure, and 1st Armored Division, along with V
Corps’ 3d Armored Division and 1st Infantry Division (Mech). Notably,
only the Army of the eighties could have built a corps for combat in this
manner. The Army shared a common doctrine under AirLand Battle that
was understood and followed. Soldiers trained to the same standard
proven on the “battlefields” of the NTC and at Grafenwohr and Hohen-
fels. Officers shared a common doctrinal background. Elimination of
regional proclivities between major commands had fused the Army into
a single fighting machine with interchangeable parts—a machine that
would be tested in February when the last arriving combat brigades
would go directly from the docks in ad-Dammam into attack positions as
the ground war started.

THE CHAIRMAN ENDORSES THE
TWO-CORPS PLAN

General Powell met with Schwarzkopf in Riyadh on October 22 and
23. After being briefed on both the one- and two-corps options, Powell
assured Schwarzkopf that he would get whatever he felt he needed to
succeed. Upon his return to Washington, Powell endorsed the two-corps
plan and recommended reinforcing CENTCOM with VII Corps as soon as
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possible. Meanwhile, Purvis’ planning group had to sort out many issues
that Powell raised during his visit. For one thing, the logistics buildup and
force positioning had to be delayed until the last possible moment in order
to convince the Iraqis that the attack would come directly at them through
Kuwait rather than around their right flank well to the west. Should US
forces reposition themselves for the attack too soon, Saddam might react
by moving the Republican Guard into the western desert to oppose them.

Schwarzkopf wanted Yeosock to flesh out the details of the theater
ground plan for CENTCOM at the same time that he worked on the
ARCENT offensive plans. He temporarily transferred Purvis and his
planning group to ARCENT on October 24 to work under the operational
control of Brigadier General Steve Arnold, the ARCENT G3. It was an
unusual arrangement, to be sure. The group remained in the CENTCOM
building for security reasons, but now, at least mentally, moved down one
level of command to work on time sequencing and phasing for both the
one- and two-corps options. Even though on October 25 Secretary Cheney
announced the reinforcement of the theater on all national networks, this
dual effort would continue for the next five days until Schwarzkopf told
the planners to focus exclusively on the two-corps plan.

While the CINC’s planning group was still playing with the “big
pieces” of the entire Coalition ground force, Arnold was able to get
permission from Schwarzkopf to bring a few more planners into the
game. On October 26, the group briefed selected XVIII Airborne Corps
personnel and two days later picked up a small group from the corps and
ARCENT to aid in the effort.

VII CORPS PREPARES TO DEPLOY

By the time the President announced the deployment of VII Corps on
November 8, 1990, the situation in the Gulf had reached a point where
offensive action seemed inevitable. The VII Corps commander, Lieuten-
ant General Frederick Franks, Jr., had received enough warning to alert a
few of his staff and commanders to prepare for deployment from garri-
sons in Germany. In fact, as early as August, Franks had had the foresight
to keep planning efforts warm for eventual deployment. The 4-229th
Attack Helicopter Battalion of the corps’ 11th Aviation Brigade had been
alerted in August to deploy with its 18 AH-64 Apaches to join the 12th
Aviation Brigade already en route to the desert. The warning order set the
corps staff in motion and obliged them to focus on a non-European
battlefield for the first time in two generations. Even after the 4-229th was
dropped from deployment consideration, Franks had wisely kept a select
group of planners together. Franks anticipated the prospect of rotating
other units with those already in Saudi Arabia should the deployment last
many more months. While the group was small, the effort they initially
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put forward would prove to be a valuable warm-up for the corps’ even-
tual deployment in November.

Early VII Corps planning efforts were strapped by the same shortage
of maps that the Purvis group had encountered. By the time the corps was
alerted for deployment, the increased demand severely strained the
Defense Mapping Agency. Satellite collection was tasked to provide the
data for 1:50,000-scale maps of the operational area. ARCENT had chosen
that scale in November and the DMA had suspended all other projects to
fill the order. The DMA was then unable to shift production to the
1:100,000-scale maps requested by VII Corps. In total, the DMA produced
13.5 million maps, 10 million in 1:50,000. Getting the maps into the theater
and moved forward further strained the already stretched logistical sys-
tem. The Theater Map Depot moved more than 800 pallets of maps to
Dhahran, Riyadh, and KKMC. Units using the “plenty squared” formula
added to the problem by requesting blanket coverage of the area. Faced
with the logjam on distribution and the lack of 1:100,000 maps, both corps
used their organic topographic units to create 1:100,000 maps from the
1:50,000 versions.!®

VII Corps, nicknamed the Jayhawk Corps, was in a significant state of
flux in the fall of 1990. Army force reduction plans called for closure or
realignment of many corps units and caserns. The entire 1st Infantry
Division (Forward), a reinforced brigade located at Goeppingen, was
already in the process of furling its flag. At the same time the corps would
receive another Apache unit, the 6-6th Cavalry, fresh from training at Fort
Hood. Franks found himself in the bizarre position of having to reduce
and realign some units while planning possible deployment for others, all
the while continuing to train the rest of the corps as best he could. He
wanted to push training harder, but the already tight schedule for major
training areas and ranges could not be disrupted on the odd chance that
the corps might deploy to Desert Shield.!” While the announcement on
November 8 did not totally surprise the corps, it definitely put many of
the reduction efforts on hold for the duration of the war. Two battalions
from the 1st Infantry Division (Forward) were among the first units to
deploy even though the brigade was in the process of closing down.
Franks decided to use these soldiers to assist in running support activities
for the corps at the ports.

FAMILY SUPPORT CHALLENGE IN GERMANY

The massive deployment of VII Corps and other units from Germany
presented unique family support challenges. USAREUR units deploying
in August and September laid the initial groundwork, but the order of
magnitude rose tenfold with November’s reinforcement announcement.
Thirteen major military communities, each comprising three or more
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subcommunities on more than 40 different installations, gave up large
numbers if not nearly all of their military members to the deployment.

Fortunately, every married soldier had prepared a Noncombatant
Evacuation Operations (NEO) packet containing much of the same infor-
mation required for the deployment. Powers of attorney, wills, and other
critical documents had only to be updated. Military couples and single
parents’ NEO packets included family support plans that covered
arrangements for dependents in such emergencies. Specified guardians,
however, were often back in the United States and few soldiers had time
to escort family members home. Arranging for those dependents to travel
required close cooperation between their guardians and the Army.

With much of VII Corps already scheduled for inactivation, many
family members wondered if it would be better to await the return of their
loved ones in the US. Should large numbers of dependents disperse to the
United States, however, community support would be seriously
degraded and the concept of the chain of concern would suffer equally.
Encouraged to remain in place, most of the 300,000 family members
affected by the deployment chose to do so.

Units remaining in Germany, the deploying units, and their rear
detachment chains of command, working with the informal chain of
concern network of spouses, ensured adequate care and meticulous and
continuous command attention to family support. Locally, many
Germans—often German army partnership units—volunteered to assist
American family members left behind. In many cases, German command-
ers attached sergeants to assist American rear detachment commanders in
working out problems with the local German community. This unprece-
dented effort was a source of great comfort to the deploying soldiers as
well as to those left behind.

VUONO CREATES A REPLACEMENT SYSTEM

Once the decision to reinforce Desert Shield had been made, General
Vuono was faced with the probability that the Army would soon engage
in large-scale combat. If combat losses were too great, Vuono’s limited
pool of trained replacement manpower might not be enough to support
his first two vectors. Therefore, he made four key personnel decisions to
ensure that a pool of soldiers would be available should casualties
decrease the existing pool. His “stop loss” policy essentially canceled
routine reassignments, delayed some scheduled retirements for soldiers
with critical skills, and postponed discharges. He retained in command
for the duration brigade and battalion commanders who had more than
three months remaining on their command tours. Commanders within
three months could be released if a replacement was available and the
incumbent was en route to a critical assignment or career school such as
the War College. He also dispatched a number of unassigned lieutenant
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colonels and colonels to the theater to be ready to take over battalions,
brigades, and other key positions should casualties claim the incumbents.

Vuono would not permit the draining of nondeployed Stateside units.
Whenever replacements were absolutely necessary, he insisted that
intact crews be sent rather than individual soldiers. The largest slice of
available military manpower was the Individual Ready Reserve (IRR)
consisting of recently released soldiers who had completed active duty
but remained committed to the Reserves. The opportunity to activate the
IRR came on January 18 when the President authorized the call-up to
active duty for 24 months of a million Reservists. Within the ARSTAF,
some trepidation existed about the wisdom of calling back ex-soldiers.
Some estimated that fewer than 50 percent would respond to the call, and
those who did respond would take a great deal of time and effort to
retrain. The IRR’s response exceeded even the most optimistic expecta-
tions, however. Almost 90 percent of the 20,000 soldiers who received a
mailgram notice reported to mobilization stations by February 1, 1991.
Soldiers who were expected to need weeks of training were able to
revalidate individual and crew proficiency in just a few days. Some IRR
Abrams and Bradley crews who had served with units in Germany
assembled at stations there and qualified after a single live-fire battle run
on the demanding training tables at Grafenwohr. As the air operation
progressed, the Army placed more than 13,000 IRRs on active duty in
critical combat and support skills. More than half of these soldiers served
overseas in Europe or Southwest Asia. '

CENTCOM RECEIVES VII CORPS

As Jayhawk units scrambled to deploy from Germany, the ARSTAF
tabbed the 1st Infantry Division at Fort Riley, Kansas, to join VII Corps in
Saudi Arabia. The deployment came as no surprise to the “Big Red One”
commander, Major General Thomas Rhame. He had been exercising the
division for some months on breaching operations and desert combat
during several rotations at the National Training Center. Rhame was not
privy to the Purvis plan, but he involved his division in operations he
knew would be required in the future. It was like a theatrical production
in which the costumes and scenery were known, the stage was identified,
and the cast was selected. All that remained was to complete the script
and assign specific roles to the players. Much could be done without
knowing the script, and some of what was practiced ahead of time would
influence the eventual roles that each player would be assigned.

November was a chaotic month for all concerned. The Purvis group
finally scrapped the one-corps plan and turned full attention to the two-
corps option. On November 10 they briefed Schwarzkopf on a plan for the
‘initial positioning of VII Corps and subsequent movement of both corps.
into attack positions west of the Wadi al-Batin. Schwarzkopf’'s guidance
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was to keep everything in place east of the wadi to maintain the deception
of an attack into Kuwait for as long as possible. At that point he accepted
placing VII Corps immediately west of XVIII Airborne Corps. Depending
on XVIII Airborne Corps’ eventual mission, they would have to devise a
crossover plan to pass the corps around or through VII Corps at the right
moment to get both corps into attack positions before launching the
ground offensive.

The main thrust of the planning effort during the remainder of
November was to bring VII Corps on board in a manner that would
facilitate reception, movement to initial assembly areas, and subsequent
combat. Naturally, the plan was logistics-intensive. The movement from
port to logistics areas would have to be made quickly in spite of limited
road space with even more limited transportation. Operationally, General
Arnold’s expanded planning staff was hard-pressed to sort out the cross-
over plan between the two corps as well to assign missions that would
take advantage of the unique capabilities of the various Coalition forces.

On November 13, Franks brought his division, corps artillery, armored
cavalry regiment, separate brigade, corps support commanders, and pri-
mary staff officers to Saudi Arabia for a leaders’ reconnaissance. The next
day at Dhahran, Schwarzkopf gave an overview of the concept to all US
Army commanders down to division level at what may have been the
most important meeting of the entire war. As Schwarzkopf defined his
concept of the operation in general terms, he specified destruction of the
Guard as the objective of the overall campaign, assigned VII Corps the
main attack mission, and set mid-January as the time to be ready to
execute the Great Wheel.

Planning in VII Corps at the time was focused on getting to the theater,
but time was too tight for mistakes. Every decision made in Germany
would directly affect the ability of units to form up and fight in the KTO.
Commanders on the leaders’ reconnaissance made dozens of calls back to
Germany to energize the already busy staffs and to redirect attention to
specific needs. XVIII Airborne Corps soldiers with extensive experience in
the austere Desert Shield environment reminded VII Corps officers time
and again to bring everything that might be needed and not to count on
getting anything in theater.

SECRECY AND REFINEMENT

Security surrounding the planning process continued to be very tight.
The concept was classified “Top Secret, Special Category,” one of the
highest levels of classification used by the military. General Arnold and
the ARCENT planning staff could brief only commanders and a few
planners from each division, cavalry regiment, corps artillery, and sepa-
rate brigade.
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Such a level of security created friction with the media. Perhaps at no
time since the Inchon Landing during the Korean War had it become so
essential to cloak from the enemy such a major operational maneuver. In
a region of the world in which secrets are not well preserved,
Schwarzkopf faced the very difficult task of moving 255,000 soldiers into
attack positions over a three-week period without tipping off Saddam.
Had Saddam gotten wind of the movement, he could easily have shifted
the Republican Guard southwestward and reoriented them toward VII
Corps. Given time, he could also have extended the defensive barrier
farther westward across VII Corps’ path. The planning group was well
aware that either action could cost the lives of thousands of soldiers.

Unlike Inchon, which was planned and prepared under a news black-
out in Japan, the Great Wheel was being planned in Riyadh, which was
literally crawling with reporters. In Japan, communications had been
deliberate enough to ensure that inadvertent slips to the media were
intercepted before damage could be done. In the era of instant global
communications where raw, unfiltered information is routinely broad-
cast, any similar leak would have found its way to Baghdad within
minutes. The CINC's legitimate concern with operational security greatly
limited access to the plan even within his own headquarters. Restrictions
on media access to sensitive areas that might jeopardize the plan were
even more severe.

November and December were devoted to refinement of the plan.
ARCENT approved several major decisions that shaped the positioning
of units for the attack. The XVIII Airborne Corps would attack along the
line from Rafha to as-Salman to an-Nasiriyah in the Euphrates Valley.
Schwarzkopf scotched an earlier idea to go farther to the northwest to
as-Samawah. He ordered a shorter envelopment to ensure that the corps
would cut off Highway 8 and eliminate any opportunity for the Guard to
escape destruction by VII Corps. Schwarzkopf was concerned that a wider
envelopment of as-Samawah farther to the west would spread XVIII
Airborne Corps too thinly, thereby opening a large gap with VII Corps.
Should the Guard turn on Luck’s forces by thrusting up Highway 8, VII
Corps would be too far to the east to provide timely reinforcement.

Franks was uncomfortable with placing the initial VII Corps tactical
assembly areas immediately adjacent to XVIII Airborne Corps. He wanted
to move as far west as possible to reduce the distance and number of
moves necessary to get to his attack position. Schwarzkopf approved
moving the corps west up to the Wadi al-Batin, but no farther.

CENTCOM also needed to decide how to utilize the military capabili-
ties of other Coalition forces. The British 1st Armoured Division had been
aligned with the US Marines from the start. The British wanted a more
important role in the main attack to make the best use of their capabilities,
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so they asked to become part of the VII Corps main effort and in December
won Schwarzkopf’s approval for attachment. The British division had
been aligned originally with the Marines to provide the armored punch
necessary to protect the lightly armored and relatively immobile Marines
from Iraqi armor. Schwarzkopf replaced them with the “Tiger” Brigade
then attached to the 1st Cavalry Division.

Schwarzkopf intended for the Marines and the Arab-Islamic forces to
form an anvil against which VII Corps would crush the Guard. He placed
the Marines between two Arab forces, each about a corps in strength. The
Egyptian corps and a Syrian division were to the left of the Marines, and
a smaller formation of Saudis, Moroccans, Qatari, and other units were
tucked into an enclave to the east along the coast. By moving farther east,
the Marines would also be closer to their sea line of communication.

The French 6th Light Armored Division also needed to be integrated
into the plan. Assembled from units from all over France and named
“Daquet” in honor of a small, feisty, antlered deer, the French force was
roughly equivalent to an armored cavalry regiment. As such, it was
ideally suited to a screening and security mission. The French could have
gone with either US corps in December, but the decision to place them
with XVIII Airborne Corps was based on common sense. Daquet was
deployed into the theater and supported from the port of Yanbu on the
Red Sea. Pushing them farther west with XVIII Airborne Corps shortened
their lines of communication.

Schwarzkopf decided in late November to make the 1st Cavalry Divi-
sion the theater reserve. He was concerned about a potential Iraqi
preemptive attack down the Wadi al-Batin, and he wanted to place the
division in a position to defend Hafar al-Batin or KKMC, located just west
of the wadi. The Cavalry began movement on December 27, the same day
the French were placed under the tactical control of XVIII Airborne Corps
and the “Tiger” Brigade went under the operational control of the
Marines. ‘

Once they had received Schwarzkopf’s November 14 concept
briefing, each corps began to develop and analyze new courses of action.
Yeosock then received individual brief-backs from each corps
commander. Luck, who briefed on November 30, was most concerned
about fuel. Precious few tankers were available in the theater, and if XVIII
Airborne Corps was expected to attack all the way to the Euphrates, Luck
would need many, if not most of them. Fuel tankers were just one
commodity that Yeosock and his staff would have to broker between the
two corps.

Franks, who briefed Yeosock during a short visit the week before his
main headquarters deployed to Dhahran, suggested two variations to the
draft concept plan. He wanted either to place XVIII Airborne Corps on his
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eastern flank or to pass through XVIII Airborne Corps after it had estab-
lished a breach. With XVIII Airborne Corps on his right, Franks could
swing VII Corps farther to the west without having to worry about an
assailable open flank. The second alternative preserved VII Corps combat
power by having XVIII Airborne Corps open and secure the breach.
Franks reasoned that both options committed the most combat power to
smashing the Guard without the need to conduct a time-and-resource-
consuming breaching operation. Franks’ alternatives were feasible
variations of earlier plans that the Purvis group had considered, but again,
concern over casualties prevailed. Neither Schwarzkopf nor Yeosock was
receptive to the thought of pitting the lighter XVIII Airborne Corps
against such a heavily defended zone.

After briefing Yeosock, the corps commanders continued to work on
their individual plans. Luck used the BCTP team from Fort Leavenworth,
which had helped with defensive plans in October, to war-game several
iterations of his plans and train the staff. A larger contingent from BCTP
had arrived on November 30 to assist ARCENT in offensive planning.
Franks would use them in January but in December could only do a
limited amount of war-gaming. Yeosock recognized his need to synchro-
nize the plans of both corps, so he convened a map exercise on December
27 that proved useful in identifying and resolving the ever-increasing
logistical challenges.

THE LAND COMPONENT COMMANDER
(LCC) ISSUE

Schwarzkopf’s span of control could easily become overextended. The
two US corps were contending with the US Marines, the French, the
British, and the Arab-Islamic forces for many of the same resources. The
Coalition had already grown to a multinational, multi-Service force under
the shared control of CENTCOM and the Saudi prince, Lieutenant
General Khalid bin Sultan. The Saudis had insisted on commanding all
Arab forces. Yet the need to maintain unity of command called for estab-
lishing a land component commander in charge of all ground forces.
Schwarzkopf recognized this dilemma and discussed it at length with his
deputy commander, Lieutenant General Calvin Waller. If General Powell
was analogous to George C. Marshall during World War II and
Schwarzkopf occupied Eisenhower’s role as Supreme Allied Com-
mander, Schwarzkopf wondered who should have command of all
ground forces.?) There was no easy answer during World War Il and none
was forthcoming in November and December 1990 either. Political sensi-
tivities argued against placing Arab forces under an American land
commander. Technically, CENTCOM did not control Arab-Islamic forces,
and Khalid was Schwarzkopf’s political equal.
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British and French forces posed fewer problems for integration. Years
of NATO exercises and numerous standard agreements dealing with
doctrine and training had created a common cultural bias essential for
armies to operate together efficiently in the field. All three armies went to
extraordinary lengths to create formal bonds through exchange of liaison
teams and close association among commanders through personal and
unit partnerships. In addition, the US, France, and Britain established
strong, instantaneous communications among all major fighting units, in
some cases down to regimental level.

Schwarzkopf’s practical and philosophical obsession with trading tail
for teeth presented another argument against creating a separate LCC. If
he approved another headquarters to control both ARCENT and the
Marines, and perhaps the Arab forces, he would create another staff layer
complete with a four-star general and all the staff accoutrements that go
along with it. In retrospect, a few hundred more soldiers might seem
insignificant, but at the time resources were stretched so thin that another
major headquarters in Saudi Arabia was out of the question.

Schwarzkopf made the tough decision to retain the land component
commander responsibility for himself, with Waller serving as his primary
assistant for ground combat issues. The decision created numerous chal-
lenges and difficulties. Though Yeosock was clearly charged with
commanding the two US corps, Schwarzkopf was within his rights as the
LCC in going directly to the corps commanders with instructions. From
the other direction, the two corps commanders dealt directly with
Yeosock. Lieutenant General Charles Horner, as the joint forces air com-
ponent commander (JFACC), could go directly to the CINC, whereas
Yeosock competed with the Arab command and the Marines for
Schwarzkopf’s attention. This rather convoluted arrangement certainly
went against the principles of simplicity and unity of command. That it
. was made to work as smoothly as it did was attributable to the powerful
personalities and professionalism of the senior commanders.

THE PLAN EXPANDS

Consumed initially with the need to clear the ports and move forward
into the desert, the VII Corps planning effort for the offensive did not get
off the ground until relatively late. Franks had very little time to tie
together the complicated wheeling movement his corps was about to
execute. It was conceivable, in fact, that some of his subordinate divi-
sions might have just enough time to dock, unload, acclimate, and go into
battle. Like any good coach, he recognized the need for a pregame “chalk
talk” session to clearly set his intent and to embed the game plan in the
players’ minds at the earliest possible moment. On New Year’s Day, he
huddled with his regimental, separate brigade, and division command-
ers at KKMC, even while most of VII Corps was still loading out in
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Germany or was at sea. As the first step in embedding the plan, Franks
and his G3, Colonel Stan Cherrie, gave a short briefing. Three days later
came the main event when the BCTP staff, recently imported in its entirety
from Fort Leavenworth, conducted an elaborate and thorough computer
exercise.

The war-gaming facility at KKMC looked at first glance as if a movie
crew had mistakenly dumped Star Wars paraphernalia into the middle of
a set intended for The Thief of Baghdad. KKMC was originally built in 1974
to house a Saudi National Guard brigade. Two magnificent pools, topped
by cascading falls and sparkling fountains flowing over beautiful mosaic
tiles, formed the centerpiece of the KKMC complex of buildings. On the
right, an olympic-sized pool occupied one side of a glassed-in gymna-
sium. The central building surrounded the fountains in a quadrangle of
three- and four-storied glass and concrete offices and barracks. Multicol-
ored, onion-shaped minarets marked the mosque towering over the
complex, which soldiers called “Emerald City.” With French, British,
Saudi, and other soldiers of indeterminate origin wandering about it had
the air of an international bazaar.

On January 4 Franks and the VII Corps senior leadership gathered
around a horseshoe of tables in a huge room in the midst of this incongru-
ous setting. In three days the group would play out each phase of the
corps’ draft plan. The BCTP threat team carefully constructed a computer
model of Iraqi forces the corps would face. The normal BCTP process was
streamlined and tailored for the war game. A group of about 20 BCTP
operators worked behind dividers, entering corps and division orders
directly into the mainframe. As an event or operation developed, these
operators passed the computer results to corps leaders. Periodically the
corps group would break down into unit huddles to work out any plan-
ning wrinkles brought to light during each computer run. Considerable
cross talk and coordination with other unit groups during the war game
solidified the plan and cut down on later confusion as each commander
clarified his actions to his boss and those around him. While the computer
simulation in this exercise had some utility, more valuable to Franks was
the interchange and team “chatter” among his commanders. In those
three days he was able to implant his intent and operational concept
firmly in the consciousness of his commanders and staff.

IRAQI DISPOSITIONS IN NOVEMBER

By the end of November, Saddam had deployed 28 divisions to the
KTO, representing 60 percent of his available combat power and 40
percent of his divisional strength. Another six infantry divisions entered
the KTO as he reactivated reserves or fleshed out understrength infantry

" brigades, which he pulled off the Iranian border and sent south to thicken
forward defenses. As these new infantry units deployed to the KTO, they

142



Plotting the Campaign

plugged gaps in the first line of defense and began to create a second
defensive line, notably along high-speed avenues of approach into
Kuwait. The Iraqi engineers lived up to their reputation as prodigious
builders. As soon as a first defensive belt of wire, trenches, and mines was
completed, they began the construction of a second, this time complete
with a menacing system of fire trenches filled with crude oil. By Novem-
ber, the Iraqis had arrayed nearly 150 battalions of tube and rocket
artillery throughout the KTO. The system of defensive firepower they
developed called for the massing of several battalions of artillery into
carefully planned box-like concentrations plotted principally around each
defensive belt. The object of the artillery plan was to saturate American
forces stalled in front of these belts with tons of projectiles.

Command and control of these forces ultimately rested with Iraqi
general headquarters in Baghdad. The headquarters forward element was
located at Basrah. As always, the high command divided tactical control
between the Republican Guard and the regular army. Al-Rawi’s Guard
divisions served as a theater reserve for the KTO and Saddam’s strategic
reserve. In addition to the Republican Guard, three regular army heavy
divisions also performed the role of theater reserve, albeit through sepa-
rate command channels. Command of the forward defenses and their
operational reserves rested with four corps headquarters.

Special Forces teams patrolled the Kuwait-lraq border area to provide
early warning.
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During the Purvis group’s planning efforts in September and October,
Iraqi defenses west of Kuwait remained relatively stable. Five Iraqi divi-
sions had occupied the western desert opposite the two American corps.
Two infantry divisions—one in place since mid-August—were tied into
the Iraqi frontal defenses in Kuwait across the Wadi al-Batin. A 45-kilome-
ter gap existed between these two divisions and the 26th Infantry
Division, the next major combat formation arrayed westward along the
border. The gap was covered to some extent by two second-echelon heavy
divisions, the 52d Armored Division and the Republican Guard’s
Tawakalna Mechanized Division. These formations were centered some
65 kilometers behind the forward infantry division and were positioned
to strike any Coalition force that sought to exploit the 45-kilometer gap by
attacking up the Wadi al-Batin toward Basrah. The Iraqis had used this
armored ambush technique against the Iranians. The objective was simply
to lure a large armored formation far enough up the wadi that it could not
withdraw and then destroy it by a mobile flank attack from two
directions. Some 20 battalions of artillery out of the 150 in theater were
available to support these units. By November and December the picture
had not changed significantly, and it was expected to stay about the same
through January.

SCHWARZKOPF'S SYMPHONY

Schwarzkopf anticipated that two weeks would be needed to execute
the Great Wheel. The air operation was planned for about the same
amount of time but could be continued or shortened depending on
weather and the ability of the Air Force to destroy Iraqi equipment.

In order to maintain the deception, the two corps would not begin to
move into final attack positions west of Wadi al-Batin until air power had
blinded Saddam. The crossover of the two corps would have to be com-
pleted entirely during the air operation, not before. Franks and Luck
would have just two weeks to conduct one of the most complex move-
ments of major ground forces in history. More than 64,000 wheeled and
tracked vehicles and 255,000 soldiers from the two corps would have to
be shifted laterally as much as 300 miles. Concurrently, the 22d Support
Command would have to construct and stock two enormous logistics
bases with 60 days’ supplies to support each corps.

During the weeks of the air operation, some details of the plan would
change, but the essential concept was solid enough to remain intact. The
ground offensive would commence on Schwarzkopf’s orders with the
two supporting attacks on the flanks of VII Corps’ main attack. On the
right of VII Corps, the Arab forces and the Marines would begin with
artillery and naval gunfire preparations, while the 4th Marine Expedition-
ary Brigade feinted an amphibious landing off the Kuwaiti coast. To the
west of VII Corps, XVIII Airborne Corps would commence their attack at
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Both corps had 14 days to move under caver of the air operation.
Crossing two corps demanded precise coordination.

the same time as the Coalition forces and Marines, with simultaneous
ground and air assault thrusts. These two attacks would continue for 24
hours before VII Corps began the main attack.

Schwarzkopf wanted to do two things with the supporting attacks as
preconditions for the success of the main effort. First, Arab and Marine
attacks into Kuwait and the amphibious feint would reinforce the decep-
tion plan and keep the Iraqis focused to the south and east. Second, the
distraction caused by the Arab and Marine thrust would give XVIII
Airborne Corps time to push largely unopposed into Iraq to close off any
chance that the Republican Guard might escape. The plan for the main
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attack called for five armored divisions to form a spoke of the Great
Wheel. If these divisions were to maintain alignment along the spoke,
those near the hub would have to advance relatively slowly while those
near the rim would have to charge very far, very fast. Alignment was
important to avoid piecemeal engagement once contact with the Republi-
can Guard was made. If the rotation went according to plan, all five
divisions would turn shoulder to shoulder and slam into the Guard
simultaneously in a collision of unprecedented violence and shock effect.
Audacious, ambitious, and complex, the Great Wheel would be ready to
start turning by mid-February.

ARCENT used the time remaining before Desert Storm to continue
planning, to build up logistics bases, and to train for anticipated opera-
tions. Once the air attacks began, all of the planners who had had a hand
in the eventual campaign plan would be able to see their efforts put into
practice. Purvis and his group were returned to the CENTCOM chief of
staff’s control on January 27, 1991. Their main mission while the air
operation continued was to assist Schwarzkopf in his decisions for each
72-hour cycle.

CONTINGENCY PLANS BECOME “AUDIBLES”

Once the big picture was approved, the ARCENT planners were left
with two essential missions. The first was to impress the CINC’s vision for
the Great Wheel firmly in the psyche of those who were to execute it so
that they, in turn, could refine the broad concept into simple orders. The
second was to work closely with both corps planning staffs to develop a
series of contingency plans. Contingency planning is based on the prem-
ise that no operation will develop exactly as intended. Unforeseen
impediments, which Clauswitz termed “the frictions of war,” invariably
deflect a plan from its intended course. To accommodate the unexpected,
the planners identified four critical stages or decision points when
changes in the Great Wheel’s direction, speed, mission, and committed
forces might be needed. The first could come immediately after the breach
when commanders would assess damage, make necessary adjustments to
the time schedule, and turn against the operational reserve with ground
and air attacks. The second, and most critical, would occur at Phase Line

*Smash where Franks would form his armored fist and swing it toward the
Republican Guard. The third was when, after smashing through the
Guard, Franks would redirect the corps against the remaining Iraqi units
and, if possible, block their withdrawal into Iraq. The fourth and last
would place the force in the optimum position to end the conflict on the
most favorable terms.

The contingency plans were essentially option plays or “audibles” that
corps commanders would call on the move to accommodate the enemy’s
reactions. Thus, precise intelligence on enemy movements was absolutely
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vital to making the right call. CENTCOM and ARCENT intelligence
would have to watch all enemy armored reserves much as a football
coaching staff high in the stadium might observe a defensive team lineup
for each play. Armed with these “key intelligence reads,” the quarter-
backs would be able to call exactly the right audible to capitalize on
successes or to exploit weaknesses in the enemy’s defensive formation. All
planning staffs developed elaborate decision matrices to assist in deter-
mining the right audible. Subordinate units studied their portions of the
plans and ran practice sessions on makeshift sand tables to set the game
plan more firmly in all of the players’ minds. Each of the corps command-
ers expressed distinct concepts in his operational plans.

XVIII AIRBORNE COMMANDER’S CONCEPT

General Luck intended to strike with helicopter-borne air assault
forces from the 101st deep into the Euphrates River Valley, then follow
with heavy armor to sever Highway 8 nearly 200 kilometers deep into
Iraq. The corps faced relatively weak forces consisting primarily of infan-
try units scattered over hundreds of miles of open desert. Luck would
accept risk with a bold thrust of the 101st northward to grasp Highway 8 .
as quickly as possible. Once astride the highway, the division would have
to hold on long enough for the 24th Division to link up and completely
shut off any possibility of escape. !

Each of Luck’s divisions had its own separate mission and inde-
pendent axis of attack. The French 6th Light Armored Division, reinforced
with a brigade of the 82d Airborne, was the corps’ initial main effort. The
6th would launch a lightning-fast attack up the hard-surfaced road that
ran from the border to the town of as-Salman. After securing the town and
a nearby fighter base, the French would screen to the west while the rest
of the corps advanced. The 101st was to launch the largest air assault
attack in history deep into Iraq to get astride Highway 8. The 24th Infantry
Division would follow the 101st on the ground, with the 3d ACR on their
right screening the boundary with VII Corps, and would become the
corps’ main effort when it broke into the Euphrates River Valley. With the
bulk of his combat forces blocking Highway 8, Luck could then turn the

‘24th eastward and move along the highway to join VII Corps in the
destruction of the Republican Guard. After nearly six months in the
desert, Luck felt confident that XVIII Airborne Corps, joined by the 212th
Field Artillery Brigade in November, was ready to accomplish its mission.
His Active and Reserve combat support and combat service support units
brought the corps’ total strength on the eve of the war to 117,844 soldiers,
28,000 vehicles, and 980 aircraft.
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VII CORPS COMMANDER’S CONCEPT

Franks’ plan was for the 1st Infantry Division to conduct the breach of
Iraqi defenses in a deliberate, carefully rehearsed, and heavily supported
attack. Originally, the entire corps was supposed to pass through the lanes
opened by the “Big Red One,” but by the start of air operations the Iraqis
had failed to extend their defenses to the west, leaving that area relatively
undefended. Franks, in a move that showed great adaptability, flexibility,
and confidence in his subordinate leaders, decided to modify the plan by
slipping the 2d ACR and the 1st and 3d Armored Divisions around the
west of the breach. He kept the brunt of his initial attack on his right with
the 1st Infantry Division’s breach against the Iraqi 26th and 48th Infantry
Divisions. Once the breach was complete, the British 1st Armoured Divi-
sion would thrust through the opening and turn sharply east to destroy
the waiting second-echelon forces and spoil any Iraqi plan to spring a
two-division armored ambush against the right flank of VII Corps.

The movement of the two US armored divisions forward into the battle
area would be controlled, deliberate, and cloaked from enemy view by the
advance of the 2d ACR. While the breach and the move on the west were
independent actions, the attack on the Republican Guard depended on
the success of both operations. The breach was necessary to provide a
secure conduit for the heavy logistical forces required to support the
advance of the corps. If the Iraqis were able to oppose and delay the
advance on the west of the breach, the whole main attack could be
jeopardized. Momentum was key. Once the breach site was secure, Franks
would form his corps into a tightly clenched fist to shatter the Guard in a
massive blow. More than any single factor, the momentum of the armored
advance depended on logistics. An armored corps in the attack has a
voracious appetite for fuel and ammunition. Franks insisted on no opera-
tional pauses until the Republican Guard was destroyed. Any operational
pause would take away this key timing edge and allow the Guard to set
its defenses. A stable, unbroken enemy would only cause more delay and
more casualties. VII Corps units could halt briefly to realign themselves
or refuel on the move, but the momentum of the corps would continue
unrelentingly until soldiers, supplies, and fuel were exhausted.

Despite the Iraqi border units’ continued poor performance in early
skirmishes, uncertainty remained. Franks went everywhere in the corps,
seeing commanders, checking signals, and talking to soldiers. Franks
had one of the most powerful corps the American Army had ever fielded.
With three modern armored divisions—the 1st, the 3d, and the British
1st; the 1st Infantry Division (Mech); the 2d ACR; the 11th Aviation
Brigade; the 42d, 142d, 75th, and 210th Field Artillery Brigades; the 7th
Engineer Brigade; and a host of Active and Reserve component combat
support and combat service support units, the corps boasted almost
145,000 men, more than 45,000 vehicles, and more than 600 aircraft.
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THE THEATER RESERVE

To counter a possible Iraqi preemptive attack through Hafar al-Batin
toward Riyadh, the 1st Cavalry Division had been placed west of the
Wadi al-Batin on the ARCENT boundary with the JFC-North. While
technically under Schwarzkopf’s direct control, Tilelli’s division also per-
formed a vital task for VII Corps in persuading the Iraqi high command
that American armored forces would indeed attack up the Wadi al-Batin.
Once ARCENT did attack, the 1st Cavalry Division would fix the atten-
tion of the enemy by striking defensive positions along the wadi with
Apaches and artillery and conducting a feint with a one-brigade ground
attack.?? These actions were scheduled to continue until the division was
released from its theater reserve role. Although both US corps
commanders wanted the 1st Cavalry released to their control at the first
opportunity, Schwarzkopf intended to delay that decision to the last
possible minute in order to reinforce the Egyptians if necessary and to
keep his options open for as long as possible.

TRAINING AND REHEARSALS

Unlike previous wars, the soldiers dispatched to Saudi Arabia arrived
in theater thoroughly trained. Instead of green crews only recently intro-
duced to their equipment, most tankers, Bradley crewmen, pilots, and
artillerymen had developed an almost instinctual familiarity with mod-
ern, high-tech war machinery that could only have been accrued through
years of constant training. While personnel turbulence remained a prob-
lem in some units, most crewmen had worked and lived together for a
considerable time and had bonded well in the tough training environ-
ments of the National Training Center and live-fire ranges in Germany,
Fort Hood, Texas, and elsewhere. Once on the ground in Saudi Arabia,
time, space, and ammunition were available in varying degrees to hone
combat skills to an even sharper edge. Units trained most intently on
nuclear, biological, and chemical (NBC) individual protective measures
and re-zeroed individual and crew-served weapons. Commanders con-
ducted classes on a wide array of topics such as the Iraqi army, Arab
customs and culture, and standards of acceptable conduct in Saudi Ara-
bia. Some Iraqi equipment was available and leaders and soldiers studied
it firsthand. Acclimatization was particularly important to XVIII Airborne
Corps soldiers who arrived in brutal August heat. Learning that the desert
environment could be unforgiving, soldiers were instructed in forced
drinking of water and gradual physical toughening through exercises and
road marches. Pilots discovered that night flying in the desert was
extremely difficult. It was all too easy for even the most experienced
aviator to lose all sensation of height when flying close to the ground,
particularly using night vision goggles in flat, featureless desert terrain. A
few unwary pilots, unable to accurately judge their altitude, flew into the
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ground. Others, when flying low level at night, struck sand dunes. Gen-
eral Luck soon established training areas and firing ranges to further
exercise and prepare his corps for combat. Until November, Luck’s train-
ing guidance emphasized the defense, concentrating on moving long
distances, navigating, and coordinating maneuver up through division
level. Luck described it as “... actually the best training we’ve probably
ever had in this Army because of the resources and space put at our
disposal.”23

Luck shared his hard-won experiences with later-arriving units. As
soon as notification arrived of VII Corps’ planned deployment, XVIII
Airborne Corps soldiers began a helpful, long-distance, lessons-learned
dialogue with Stateside and European-based units. The ARSTAF and
TRADOC published handbooks and pamphlets to pass this knowledge
through official channels. VII Corps began collecting lessons when ele-
ments of its 11th Aviation Brigade were alerted in August, and Franks
continued when VII Corps was alerted. One of his first stops in early
November was Luck’s headquarters. XVIII Airborne Corps agreed to
“sponsor” VII Corps to save time getting the European-based corps on its
feet in the desert. After 40 years in Bavaria, VII Corps had the most to learn
about fighting in the desert and the least time to learn it. The huge amount
of new equipment thrust on them once in theater compounded the train-
ing problem. Such items as the Global Positioning System, unmanned
aerial vehicles, mine plows, and mine rakes all required a period of
familiarization and subsequent crash courses on maintenance and
employment. As ammunition became available, VII Corps began live
firing of individual and crew-served weapons such as the AT-4 antitank-
missile, new to many soldiers in the corps. Apache attack helicopter crews
discovered ways to avoid losing control of the Hellfire caused by laser
backscatter from the fine sand suspended in the air. Overall, corps units
fired every major weapon from the Abrams to the MLRS.

Both corps constructed elaborate models of Iraqi defenses. XVIII
Airborne Corps dug a complete triangular Iraqi battalion battle position
and used it to run a series of exhaustive rehearsals and battle drills by all
units expecting to participate in the breach or to assault prepared posi-
tions during the advance. The 1st Infantry Division continued the
excellent training in breaching operations it had begun at Fort Riley and
the NTC. Using aerial photographs and templates as a guide, they con-
structed a 5-kilometer-wide replica of the forward Iraqi trench system
complete with fighting positions, command and control bunkers, and
mortar, tank, and artillery revetments. Units started training in the ports
and carried it over into the movement to the assembly areas where they
expanded from individual vehicles and aircraft to multi-unit operations.

VII Corps conducted a grand dress rehearsal. General Franks intended
to exploit the opportunity offered by the westward shift of his corps into
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The operation was rehearsed down to the lowest levels. Above, the
1st Infantry Division conducted a sand-table exercise just before
beginning the breaching operation. Below, 24th Infantry soldiers
practiced dismounting from a Bradley.
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attack positions. He would use the 250-kilometer move to rehearse his
own Great Wheel maneuver, including the formation of the armored fist
he intended to thrust at the Republican Guard. His staff was not too sure
the idea was a good one. Without other distractions, the movement west
threatened to be a very confusing affair. The corps would have to cross the
rear of XVIII Airborne Corps and two of Franks’ divisions would in turn
cross each other’s paths. At any one time at least 30,000 vehicles would be
moving, often in converging directions, across four or five roads. The
rehearsal would add to this confusion by requiring both the 2d ACR and
the 1st Armored Division to cross Tapline Road twice—once to get to the
staging areas and again in the rehearsal movement north. Nevertheless,
Franks believed strongly that the benefits of this dress rehearsal far out-
weighed the risks.

Franks first moved Colonel Don Holder’s 2d ACR to staging areas
north. of KKMC. On February 14 Major General Ron Griffith’s 1st
Armored Division moved from its position northeast of Hafar al-Batin
south across the Tapline Road to a staging area south of the 2d ACR.
Shortly thereafter, Major General Paul Funk’s 3d Armored Division
crossed MSR Sultan, the highway between KKMC and Hafar al-Batin,
from its tactical assembly area south of Tapline Road and took up a
position just west of the 1st Armored Division. The three combat units
were now lined up in a stance ready to conduct the rehearsal on February
16 and 17. While the moves into the staging area were in progress on the
14th, the Iraqis hit Hafar al-Batin with a Scud missile, an ineffectual attack
that nevertheless raised the tension level in the corps considerably.

Once the three units were in place, the plan was for the massive
formation to approach and cross Tapline Road from the south using the
road to represent the berm along the Iraqi-Saudi border. The 2d ACR
would identify the crossing sites and coordinate with the military police
to stop traffic for the move. The regiment would continue north in battle
formation, practicing movement-to-contact and drills along the way. Both
divisions would follow the cavalry across the road in their own combat
formations led by divisional cavalry squadrons.

The rehearsal started early on February 16 and was completed by
February 18. Only combat itself could have been more impressive. The
lessons learned from corps to squad were used to refine techniques and
the overall movement plan. In just six short days VII Corps would repeat
the same maneuver against the Iraqis.

Prior to Desert Storm, no American Army had ever planned, prepared,
rehearsed, or trained so thoroughly for a first campaign. In prior conflicts,
the pressing need to get on with the war, coupled with an inexact picture
of the enemy and poorly prepared soldiers, meant that first battles proved
to be bloody schools in which green staffs and units were obliged to refine
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their skills on the battlefield. In Desert Storm the Purvis group, along with
hundreds of similar staffs, had enough time to think through the cam-
paign carefully and to devise and revise a method of attack that best
suited the time-honored factors of METT-T. In addition, the campaign
planners possessed a doctrine, AirLand Battle, that proved remarkably
suitable to the unique circumstances of the theater. Commanders at all
levels were determined to leave nothing to chance. Young soldiers could
pay no higher compliment to those who planned and prepared the cam-
paign than to profess, as most of them did, that the sweat and energy
expended in preparation made the real thing seem almost anticlimactic.
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Chapter 4

SHAPING THE BATTLEFIELD

At precisely 0200 on the morning of January 17, 1991, a group of
Iragi soldiers standing watch just beyond the border berm was startled
by the scream of turbines and the beat of helicopter rotors passing just a
few feet above them. Seconds later, trailing rotor wash buffeted the
terrified Iraqis and covered them with stinging particles of flying sand.
The thundering sound of the invisible armada faded quickly as the
Apaches rushed northward deep into the Iragi soldiers’ homeland. Inside
the aluminum and titanium cocoon of White Three, the lead Apache in
the six-helicopter formation, both pilots could sense little else but the
narrow, red-lit world defined by their instruments. Chief Warrant Offi-
cer Dave Jones was totally focused on an inch-square lens at the end of
a tube attached to his helmet and positioned just in front of his right eye.
Although the Army named this the Pilot’s Night Vision Sensor, pilots
simply called it “the system.” The outboard part of the system, an
infrared sensor, was slaved to follow Jones’ head movements, and as he
looked through the eyepiece he could see a surreal photonegative image
of a giant Air Force MH-53] Pave Low helicopter just 50 feet to his left
front. Digital altitude and airspeed numbers flashed along the rim of his
eyepiece to enable Jones to fly without having to look back inside the
cockpit. In the front seat Chief Warrant Officer Tom “Tip” O’Neal
strained to catch visual cues through the narrow tubes of the ANVIS-6
night vision goggles. The goggles’ twisted fiber-optic bundles amplified
the limited light of the moonless night enough to allow O’Neal to
continue flying should anything knock out or degrade the system. Just
south of the border, O’Neal picked up flashes from Iraqi machine-gun
fire and the bright streak of a heat-seeking missile launched by some
nervous Iraqi at unseen objects above him.

The Pave Low helicopters, their Air Force partners, were along to
assist the Apaches in navigating to the release point using their
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sophisticated inertial and satellite navigation system and
terrain-following radar. The Pave Lows—White One and Two—uwould
also be ready to rescue Apache crewmen should anyone get shot down.
In addition to the two Pave Lows, four Apaches flew in an echelon right
formation. In the back seat of White Six was Lieutenant Colonel Dick
Cody, 1-101st Aviation, the commander of Task Force Normandy.

Jones and O’Neal had been together since their unit had first received
Apaches at Fort Hood, Texas, more than two years earlier. Jones was a
square-jawed Indiana native with sandy blond hair, a ready smile, and
a self-effacing modesty that belied his extraordinary skill and confidence.
Sixteen years in the Army, 10 of them in the cockpit, and experience as
an AH-1 Cobra instructor pilot made him the “old pro” in a company
comprising mostly younger men. Cody referred to Jones as his
“recruiting poster for warrant officers.”! His co-pilot had less than six
years in the Army. Dark-haired, with a mustache and wide-set eyes,
O’Neal was a true product of the eighties. His battalion handle, “Gadget
Man,” aptly described his knack with computers and his wizardry with
Apache electronics.

The six White Team helicopters, flying in total radio silence, crossed
the border at 120 knots at an altitude of 75 feet. Although the Apache’s
environmental control unit blew a steady stream of fresh air into their
faces, the crewmen felt some discomfort in their bulky chemical overgar-
ments. From 40 kilometers out, O’Neal could make out a glimmer of light
near the target. Oblivious to the threat of war, the Iragis had left the
lights on. The team slowed to 80 knots and descended to 50 feet as they
approached the release point. Two minutes later Jones saw the Pave Lows
slow to a hover. Through his goggles O’Neal could see intense points of
light drop to the ground as the MH-53] crews dispensed chemical light
sticks to precisely mark the location of the release point.

Jones hovered carefully over the chem lights to allow O’Neal to update
his navigation system. After selecting the prestored coordinates on the
keyboard of the Doppler navigation control head, O'Neal pressed the
“enter” button to reinitialize his fire-control computer. The remaining
White Team Apaches completed the update and followed Jones as he
edged up to his first firing position 5.5 kilometers from the Iraqi radar
complex. Twenty kilometers to the west, the Red Team of two more Pave
Lows and four Apaches completed the same maneuver south of a second
radar complex. ’

In clipped, mechanical tones, Jones and O’ Neal methodically worked
their way through the prefire checklist to set up for the first target. Jones
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maintained a steady hover while, in the front seat, O’Neal flipped the
night vision goggles up off his face and looked down at the video screen
of his primary target-acquisition system. With the right handgrip man-
ual tracker switch, he slewed the laser onto his first target, a square,
box-like object on his screen that defined a dug-in electric power gener-
ator just a few meters to the left of the main Iraqi command and control
van. By hitting power sources first, the pilots would silence the radar
site before it could alert the Iraqi central control headquarters in Bagh-
dad. The laser spot was centered on the target approximately 4 miles
away. O'Neal punched in the lower left outboard missile and spun it up
so that the missile would recognize the coded laser energy reflected from
the target once he squeezed the launch trigger.

While O’Neal was engrossed in his work, the rest of White Team
fanned out on line, settling into position at 0237, exactly 57 seconds
early. For the longest minute of the war, four Apaches hung suspended
in total darkness 50 feet off the deck. Lieutenant Tom Drew in White
Five broke radio silence just long enough to broadcast “Party in ten,”
the code to fire in 10 seconds.

At precisely 0238, O’Neal launched the first shot of Desert Storm.
Jones faintly heard the muffled swoosh and the familiar sparks thrown
aside by the Hellfire’s booster motor. In a second the missile disappeared
into the darkness. Jones calmly whispered into the intercom, “This one’s
for you, Saddam,” as he kept the target box in his small screen aligned
with the pipper indicating O’Neal’s line of sight. O’Neal’s right thumb
was on the manual tracker switch holding the laser spot on the generator
and sending digital information to Jones on where the target-acquisition
system was focused. Seconds later the missile streaked in from the upper
left of O’Neal’s video screen. The explosion momentarily “whited out”
on O’Neal’s screen as 17 pounds of Hellfire explosive vaporized the
generator.

O’Neal immediately “squirted” the laser on the second target, a
nearby command and control van, and took it out with a second missile.
On the periphery of his screen he could see the methodical destruction of
the site as other team members, moving steadily forward at an even 20
knots, hit antennas, radar dishes, and buildings. Within minutes Jones
could see nothing through his infrared sight but burning dots of light.

Jones guided the Apache forward in line with the other aircraft and
broke off the attack just 1,500 meters from the target. In four minutes
White Three had scored seven for seven. O’Neal had hit the westernmost
end of the site, while the other White Team Apaches struck the buildings
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and radar dishes in the middle and eastern end. Completely destroyed,
the site would not reactivate during the war. White and Red Teams
collectively created a 40-kilometer gap in the line of early warning sites
that ran the length of the Iraqi-Saudi Arabian border. Leaving the radar
site in flames, the Apaches slipped smoothly into formation with the Pave
Lows and turned south, 50 feet above the desert floor.

FINAL REINFORCEMENTS

Even as Task Force Normandy opened up the Iraqis” extreme western
flank to Coalition air, Saddam continued to improve his defenses in
Kuwait. Forty-one Iraqi divisional headquarters were in the theater, an
increase of 13 since November.? Five of the new units were infantry
divisions that joined the coastal and forward.defenses. Three additional
regular army armored divisions completed the formation of two regular
army corps, which would serve as operational reserve for the KTO. The
first, the Jihad Corps, consisted of the 10th and the 12th Armored Divi-
sions and was oriented on the defense of the Wadi al-Batin. The second,
- the 2d Armored Corps, made up of the 17th Armored and 51st Mecha-
nized Divisions, was fixed on the defense of mainland Kuwait from
amphibious assault. The creation of these two corps-sized operational
reserves freed up the Republican Guard to act in its traditional role of
strategic reserve.

The rest of the new divisions—all infantry—deployed west of Kuwait,
thickening and adding depth to the defenses in that area. Two went into
the line just west of the Wadi al-Batin. The other three deployed along key
lines of communication as far west as as-Salman and as far north as
an-Nasiriyah and an-Najaf. The Iraqis, however, had failed to close off the
western approach to the KTO with an obstacle belt as extensive as the
elaborate one inside Kuwait. Analysts examining the defenses believed
that Saddam had decided to accept risk in the west, probably assuming
that a western attack would be too difficult and the route too long for the
Coalition to consider. Saddam had a residual force of 24 divisions in Iraq,
largely the dregs of recently mobilized infantry units that possessed little
military value. Therefore, further reinforcement of the theater was un-
likely. Obviously, Saddam had left the back door to the KTO open, and
from all appearances he had neither the capability nor the inclination to
close it.

SEEING THE BATTLEFIELD

Developing a comprehensive intelligence picture of the Gulf had not
been easy. The US intelligence community had spied on the Warsaw Pact
for decades using signals intelligence (SIGINT), human intelligence (HU-
MINT), and imagery intelligence (IMINT). The rapid development of the
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Gulf crisis in mid-1990 meant that the intelligence system had to be turned
quickly against an unexpected foe. Problems were inevitable.

An enemy’s intentions can be most effectively determined from high-
level intelligence sources. Saddam’s occupation of Kuwait presented the
US with its first major post-Cold War intelligence dilemma. The 45-year
standoff in Central Europe permitted the US to do sophisticated collection
from a variety of means—strategic, operational, and tactical—and to fuse
that intelligence for use at every level. Warsaw Pact intentions were
known, and most importantly from the tactical level, detailed knowledge
of Warsaw Pact commanders and capabilities was the basis for planning.
In Europe, intelligence battalions down to division level provided con-
tinuous coverage and updates on the “enemy” situation.

Baghdad’s concept of a defensive war of attrition, coupled with an
appreciation of American skill in electronic eavesdropping, caused the
Iraqis to harden much of their command and control system and impose
severe limits on radio and radar transmissions. The US effort was further
hampered by the need for Arabic linguists, particularly those skilled in the
Iraqi dialect, to exploit what little data could be gathered. Once the air war
began, however, signals intercepts became more profitable as hardened
communications were damaged or destroyed and the Iraqls were driven
to use less secure communications.

Human intelligence was particularly difficult. Because the brutally
efficient Iraqi internal security regime was extremely paranoid of foreign
intelligence penetration, clandestine HUMINT—spying in the classic
sense—was almost impossible. Nevertheless, HUMINT did play a key
role in assessing Iraqi capabilities and targeting the Iraqi military. Years
of data collection on Soviet equipment elsewhere in the world provided
comprehensive information on much of Iraq’s arsenal. While the lack of
Arabic linguists hampered many units, the 101st Airborne Division
deployed with 132 trained linguists who were put to great use in debrief-
ing Kuwaiti refugees prior to Desert Storm. US Army intelligence played
a large part in this effort, debriefing more than 400 sources.

The decline of Soviet military power freed the intelligence community
to shift focus to the Iraqgis. However, even without Soviet distractions,
demands on the available intelligence systems were enormous. They were
expected to support enforcement of the blockade by monitoring land, sea,
and air traffic into Iraq. Early in the crisis, national systems searched for
Western hostages. Later, targeteers required thousands of photographs to
provide the detail necessary to prepare target folders to support the
bombing operation.3 With its generally clear skies and sparse ground
cover, the KTO was an ideal region for overhead observation. However,
the KTO was poorly mapped and overhead systems were needed to
support the development of 1:50,000-scale maps for an area the size of the
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eastern United States. The same systems were then used to monitor Iraqi
military deployments inside both the KTO and Iraq. This heavy load
created periodic gaps that could result in losing track of entire Iraqi
divisions.

Reconnaissance aircraft could have bridged the gap in coverage. With
its MACH III+ speed, the SR-71 Blackbird was capable of flying over
Kuwait at will as it had done in the 1973 Arab-Israeli War, photographing
a 30-mile swath at 2,000 miles per hour. The SR-71, however, had been
mothballed only the year before. Reconnaissance aircraft available in
theater—RF-4C, U-2, TR-1, and Tornado—could produce wide-angle
imagery but were not survivable enough to fly over the KTO until a
coordinated air operation began. 4

In addition to problems in seeing the battlefield, getting the informa-
tion to the users proved difficult. Doctrine calls for units in contact with
the enemy to use their tactical intelligence or reconnaissance means to
collect information against him. Forward units are responsible for devel-
oping information on the disposition and composition of enemy forces to
their direct front. The higher headquarters then combines that informa-
tion with additional data to form a picture of the enemy at a specific level,
normally two echelons below their own. For example, battalions are
concerned with platoons, and brigades with companies. The higher the
unit, the wider and deeper the focus. The tactical intelligence structure
was designed to draw intelligence from the bottom up, building on it
gradually as it proceeds upward. The corps is the upward limit of the
tactical intelligence system.

In contrast, strategic intelligence, intended to support a host of users
at the national level, has only limited application to tactical theaters. It is
generally suitable for longer-term planning, usually at theater or national
level. While strategic intelligence organizations are capable of producing
tactical intelligence, it is not their primary mission. That is not to say that
extremely detailed information was unavailable from very high levels. In
some cases strategic sources in the US or Riyahd had imagery on
individual emplacements and weapons. Intelligence units above corps,
like ARCENT’s 513th MI Brigade, are intended to bring strategic and
tactical intelligence together. They fuse national products with those of
the corps and below, giving the theater commander a comprehensive
picture of the enemy.

In the desert, commanders’ expectations, especially below corps,
remained unmet. They required much more specific intelligence than ever
before, driven in part by the burgeoning information required to fully
apply precision weapon systems in an offensive operation. Finished intel-
ligence produced at the national level was not necessarily suitable for
tactical planning. At the same time, Schwarzkopf’s decision to bring in
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ground combat units first delayed arrival of higher-level intelligence
battalions. The first such unit could become only partially operational by
September 7 since all of its personnel and equipment did not arrive until
November. The only Army aerial collection capability—III Corps’ 15th MI
Battalion which replaced the XVIII Airborne Corps’ organic 224th MI
Battalion still in the US on counterdrug operations—did not arrive until
mid-October. The critically needed Joint Imagery Processing Center—the
only facility that could produce annotated, hard-copy photographs—did
not arrive until December. ARCENT’s organic intelligence structure was
not complete until C+160, the day the air operation began.5 Moreover, in
order to mask intentions, CENTCOM directed that intelligence collection
units remain well back from the border, severely hampering their effec-
tiveness. Thus XVIII Airborne Corps’ MI battalions arrived between
September and October but were unable to develop a good picture of the
battlefield until they moved into forward positions on January 19. The
same proved true for VII Corps. Not configured for contingencies and
embedded in the NATO intelligence structure, VII Corps had to rely on
higher echelons for most intelligence information.® The intelligence struc-
ture, designed largely for the defense of Europe, was inadequate for the
grand offensive maneuver envisioned for Desert Storm.

CREATING AN UNBLINKING EYE

The initial task of national strategic intelligence was to maintain an
accurate picture in the KTO at a level sufficient to satisfy tactical planners.
The Defense Intelligence Agency, the intelligence arm of the Joint Staff,
needed outside assistance to meet the increased tactical demands. The
DIA responds to a host of users including the National Command
Authorities, the unified commands, and other departments. Neither it nor
the CENTCOM J2 was staffed to produce sufficient tactical intelligence.
While the DIA had some analysts well-versed in tactical intelligence, the
agency’s requirements pulled them in many directions. Obtaining the
level of detail required by each Service requires a fundamental under-
standing of that Service’s needs. Knowledge of Army tactics, weapons,
and operational methods enables trained analysts to cull very specific
information of value to tactical commanders. An Army officer reviewing
satellite photos of ICBM sites could count the individual silos, but he
would not be able to pick out other details to know if the installations
were operational. Each Service carries its own cultural values and techni-
cal expertise developed from many years of military experience. Making
tactical intelligence assessments without the benefit of such a background
is difficult, if not impossible. In the case of the Iraqi invasion of Kuwait,
an inexperienced analyst looking at the Iraqis shifting forces to the border
on August 1 believed that they were merely training. Only an Army
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officer familiar with the last-minute starts and stops of tactical maneuver
saw the moves as a final shift to attack positions.

The individual Services were capable of developing Service-specific
tactical intelligence at the national level and, in an unprecedented move,
agreed in late August to man a DOD-level Joint Intelligence Center in
Washington to produce tactical intelligence for the KTO. One of the most
successful examples of their extraordinary effort was the series of tactical
“templates” produced by the Army’s Intelligence and Threat Analysis
Center (ITAC). First produced in hard copy and later transmitted digi-
tally, the templates depicted every Iraqi division in the KTO on
1:50,000-scale maps. Accurate to 400 meters, the templates showed indi-
vidual tanks, armored vehicles, artillery positions, trucks, command
posts, and supply facilities and provided commanders with a blueprint of
the Iraqi obstacle system. To ensure that the templates remained accurate
as the ground war drew close, ITAC provided a daily update on the Iraqi
defenses west of the Wadi al-Batin.”

Washington's efforts, however, did little to make field commanders
happy, particularly after VII Corps arrived from Europe and began
offensive planning. Dissemination remained a problem and even though
satellites were producing thousands of miles of coverage per week, the
appetite for tactical information was almost limitless. Unit commanders
wanted target-quality photographs annotated with locations of specific
objects down to the nearest hundred meters. Of course variations existed
among units, especially between the corps. XVIII Airborne Corps, as the
Army’s contingency corps, was better structured to deal with strategic
intelligence agencies. The corps received fully processed satellite imagery
via the Tactical Exploitation of National Capabilities (TENCAP) Imagery
Exploitation System located at Fort Bragg. ARCENT and VII Corps lacked
such a capability. As for battlefield surveillance, the need to maintain an
“unblinking eye” on the enemy, particularly once the war began, made
the sporadic and sometimes spasmodic imagery coverage of the KTO
unacceptable.

The lack of terrain intelligence, particularly in the western Iraqi desert,
compelled XVIII Airborne Corps to take extraordinary measures to gather
terrain information. Luck made it his highest intelligence priority, and
made frequent requests for imagery on the region with little success. After
he was given permission to conduct cross-border operations, he was
forced to rely on long-range surveillance patrols and the use of Apaches
to videotape the terrain at night with their on-board cameras. Selecting
supply routes and determining trafficability were critical calls that had to
be delayed until the last minute.

Part of the answer to the dissemination and surveillance problems
‘would come from the Army intelligence team in the United States. This
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team fielded 12 major systems with more than 100 major end items
between early January and February 24. In battlefield surveillance, two
systems proved invaluable: the Joint Surveillance Target Attack Radar
System (JSTARS) and the unmanned aerial vehicle (UAV).8

Before Desert Shield, the Army and the Air Force had been developing
JSTARS, principally as a means to help the ground commander determine
which deep targets to attack and when. JSTARS is a highly modified
Boeing 707 aircraft equipped with a synthetic aperture radar. In the
targeting mode, the radar can search a 4x5-kilometer area and provide
locations of assembly areas and individual vehicles to an accuracy suffi-
cient for attack by air or artillery. As a surveillance system, JSTARS can
range several hundred kilometers to paint a 25x20-kilometer sector. It
would be able to watch all of Kuwait and major portions of southern Iraq.
The system was designed to operate in both modes simultaneously. In
either mode, JSTARS can detect all moving targets and many stationary
features such as the Iraqi obstacle system. Information produced by the
radar could be passed to ground stations and AWACS in near real time.

Prompted by Brigadier General John Leide, CENTCOM ]2,
Schwarzkopf requested on August 10 that the two existing JSTARS proto-
types be released to participate in the surveillance war.® The suggestion
ran into resistance in Air Staff systems-development circles at the Penta-
gon and at the Tactical Air Command at Langley Air Force Base. The Air
Staff did not want to risk the prototypes and possibly the entire program
should they be lost. Tactical Air Command and, by extension, General
Horner, the JFACC, did not want the headaches that JSTARS and its
ground support components would impose on a theater support system
already stretched to the limit. Air Force pressures against deployment
prompted Schwarzkopf to reverse course in September, saying that
“Desert Shield is not suitable in time or place for the introduction of