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MEMORANDUM FOR Senior Advisor, Iraqi National Task Force,  Taji Military Training Base, Iraq

SUBJECT: Tour Completion After–Action Review for the Fourth Battalion Advisor Support Team (AST)

1. The intent of this report is to provide accurate, objective, and timely recording of the first weeks of the Fourth Iraqi Army Forces Battalion and its first Advisor Support Team and assist future mission planning, advisers, and historical recording.  Included are observations, and recommended improvements by this composite team of US Army Reserve Observer/Controller-Trainers tasked from 2 Lanes Training Combat Service/Combat Service Support Battalions, 2nd Brigade (“The Dagger Brigade”), 91st Division (Training Support), mobilized at Fort Carson, Colorado.  This team (“Team Dagger”) worked with the Fourth Battalion, Iraqi Army Forces from 17 March 2004 until 12 June 2004 when it turned over its Adviser duties to a team from 1st US Army.  The format for this review is a week-by-week list of key events, training, and taskings with observations and recommendations from that period which may not have been resolved or were instrumental in bringing improvements.  Enclosure A is a review of team member assignments with key lessons learned from their specific duties.  Enclosure B is a statistical review of Fourth Battalion AWOL (Unauthorized Absences).  Enclosure C is a review of incidents reflecting on the battlefield noise while advising a unit in training. 

2. BOTTOM LINE UP FRONT:  The team accomplished its mission as stated in the original CMATT deployment order:  

A. “Observe all battalion actions.”

1) This was difficult with a ten soldier AST (1 AST member for a company over 100 in strength.).  We did learn to do it.

B. “Observes and controls unit staff officers during planning, preparation, and execution of a mission. “

1) This was accomplished when the battalion prepared to assume force protection guard force for Taji Military Training Base on 18 April.  No other actual missions other than training missions were issued.  Training missions we issued Operations Orders or mission directives were successful at all levels.

C. “Instruct and coach the battalion and chain of command on doctrine and leadership skills.”

1) Without this resource provided up front, it took an incredible amount of time to present any formal classes in Arabic.   We did a lot of translation work using interpreters and obtained previously translated material and provided it to the leaders.  All AST members constantly discussed leadership skills and doctrine, sometimes until the early morning hours after training.  Most interpreter time priority was to translating training schedules, training mission directives and operations orders, some classes, and a lot of policies from J-1.

D. “Provide positive control of individual and collective training events.”

1) This was completed successfully time and again.  The battalion commander and the leaders accepted the AST role in this task up-front when we laid the ground rules to them on the first day.  They took our training guidance based on current mission for the battalion (from standard IAF list to Force Protection, to Iraqi National Task Force) and accepted the challenges.  We designed and executed an advisor coverage plan for each collective event and prioritized it often due to personnel limitations.  Individual training suffered.  5 extra AST members would have significantly improved individual training.

E. “Plans, conducts and prepares battalion After-action reviews.”

1) The task was difficult at first given the Arab mentality towards identifying what someone did wrong.  As events and training progressed the process was accepted and beneficial.  The unit conducts AAR’s on its own successfully.

F. “Monitors safety in the battalion.”

1) The team always provided “safety” oversight to training and operations.  Especially during range operations.  The battalion sustained one vehicle accident one time between 17 March and 12 June.  The accident involved no injuries and was caused by following too closely.  No significant on duty injuries or negligent weapons discharges were sustained during this period.  The lack of base SOP for training area use with blanks caused some incidents where units in coordination.

G. “Advise the C2 Cell on all actions of the battalion.”

1) Initially all reporting went to the C2 Cell, then as brigade and division AST’s were introduced this responsibility was taken over by those elements in order to command and control the battalion AST (was this really necessary? I thought Bde and Div AST’s were advisers).

H. “Instruct/coach unit staff officers within areas of expertise.”

1) We specifically assigned the team members to support this based on military skills and experience.  If the team had just a few more persons to cover down on the above tasks, we could have delved into this area, but with the time given, was not to our satisfaction.  They had some basics to learn first such as how to read a map before we could teach them how to arrange a re-supply convoy with a contractor.

I. “Provide Liaison Officer support for gaining coalition headquarters.”

1) During our time at Taji, the unit was never assigned to a Coalition element.

J. “Coach battalion and company leaders on battle command.”

1) The battalion Tactical Operations Center did not become operational until mid-May and the Standard Operating Procedures were still in translation when we departed.  This training will have to occur in unit cycle training after the INTF train-up is completed.

2) “CMATT will provide tactical vehicles, tactical communications gear, and Programs of Instruction.”

3) This never occurred.  Fortunately, our team was not sent on combat missions in civilian cars and civilian communications equipment borrowed from the Iraqi battalion.  This was mostly due in part to Coalition units not providing Hummv’s to CMATT as directed in the INTF OPORDER, and Fourth battalion not assigned OPCON to CJTF-7 units during our time here.  Poi’s were not provided in a timely manner in Arabic/English, especially for units having graduated from a “COHORT” basic training at Kirkush Military Training Base.

3. Week 1 (27 Feb-5 Mar) Coalition Provisional Authority (CPA) Headquarters, Baghdad, Iraq.  This week consisted of in-briefs from Coalition Military Assistance Training Team (CMATT) C3 (Operations) staff.  This briefing included a series of Collective Training slides portraying the organization of the Iraqi Army and the standardized training program designed for use with the 27 Iraqi Army (IA) Infantry Battalions.  Activities included drawing plates for the Interceptor Body Armor and receipt of force protection ammunition (5.56mm).  The Advisor Support Team (AST waited for convoy to Taji for 7 days.  During that extra time, we studied the Mission Essential Training Tasks, and collective training briefings.
A. Observations/Recommendations.  
1) The overarching plan is a spreadsheet named the “Grand Scheme”.  Relationships between base support (CMATT Forward, C2 Element, CJTF-7) and the AST’s must be documented clearly in advance.

2) Staff turnover with continuous loss of institutional knowledge.  Key positions should be for 1-year minimum or the duration of the mission.

3) Issue of Body Armor inserts and Basic Load of Ammunition should be issued in Kuwait instead of Baghdad.  This will cut out a step in the out-processing of teams having to return to Baghdad to clear hand receipts.  

4) It is unclear how teams are assigned to Iraqi units; Our AST assignment to an Iraqi Army battalion apparently came at the last minute possibly based upon timing of our convoy from Baghdad to Taji. 

4. Week 2 (6 –12 Mar) Baghdad and Taji Military Training Base, Iraq.    The team departed Baghdad on 7 Mar and arrived at TMTB without incident.  The team moved into the barracks, set up beds and prepared to receive the 4th Battalion on 16 March when they were scheduled to return from two-weeks leave.
A. Observations/Recommendations.
1)  Set-up in the newly remodeled CMATT Village was smooth with only minor cleaning of construction dust and debris required.  Cleaning supplies should be in place as we all purchased our own cleaning supplies from the PX.   AST’s arrived on the heels of base completion.  Nothing more could be done to prepare for the teams given the set IAF activation timelines set.

2) The new interim CMATT FWD OIC, LTC Paddy Devine launched a series of several-hour staff meetings to conduct analysis of the roles, responsibilities, and relationships between the Base Support Unit, CMATT-FWD, CTJF-7, and the newly arrived Command and Control (C2) Cell.  These meetings identified some very unclear organizational structure issues, fogged command channels, and complex relationships between all participants and generated numerous requests for information from CMATT Staff.

3) Transportation to and from FOB Gunner was adequate.  However, no vehicle support to conduct reconnaissance of the training areas and barracks areas was available.  Future teams were supplied vehicles as they became available to IAF units prior to IAF unit assignment.  The team spent this time studying the critical collective training tasks, getting settled into quarters, and determining the location of 4th Battalion assets in preparation for their return from leave.  

4) No ammunition for our issue M-16A2’s was available, the new S-4, CPT Murray reported at daily meetings CMATT was lowest priority for ammunition draw from the FOB Gunner (CJTF-7, 1AD) Ammunition Supply Point.  This is the reason AK-47’s were authorized for use by CMATT AST’s and staff.  We did not ground the weapons we knew best, zeroed and qualified with.  Local units on FOB Gunner gave us 5.56mm ammunition.  This decision was to lower risk associated with unfamiliar weapons.

5) Daily CMATT Base Operations meetings were held daily at 1700 hours in the CMATT CP.   Threat information provided by the S-2 was intermittent and usually unintelligible (S-2 was a Spanish Officer).  

5. Week 3 ((13-19 Mar) the team continued to assess the status of the base support available to stand-up a battalion.  The Base Support Unit (BSU), an Iraqi Ministry of Defense (MOD) civilian agency stood up this week.  The life support contract, a minimal one, from a company called SATCO began to prepare for the arrival of the Fourth Battalion on Tuesday, the 16th.  I met briefly with the rear detachment OIC for the Fourth battalion and verified the barracks locations for the battalion.  The C2 cell successfully organized classes and range firing of the AK-47.  Our AST received 6 interpreters hired by Major Foster in Baghdad the same day the battalion returned from leave.   The 2nd Bn AST which had been on the ground for a week more than us, gave us a two hour lesson-learned from observing how the 2nd Bn work with the 1st AD advisors and perform some combat operations

A. Training Observations.

1) First Day with the Fourth battalion.  We prepared to validate the Battle Roster of the Fourth by creating organizational chart rosters for the first formation and performed an ID card check for the first two days.  Once the roster was scrubbed and any discrepancies worked out, the unit learned how to establish accountability and track the AWOL’s.

2) We created some expectations for the Iraqi leaders and documented our team concepts of the roles and responsibilities of Officers and Non-Commissioned Officers.  We had these translated and read them to the leaders of the Fourth on that first day.  The Commander, LTC XXXXXX a Kurd with 18 yrs fighting experience with the US Special Forces gave us his word our guidance would be “law” with the battalion in front of his leaders.  The relationship between the battalion and us started out on the right foot.  We were grateful the Marines for giving us some insights and felt we had good start.

3) Commander’s Training Guidance.  LTC XXXXX requested training guidance which we were prepared to give the following day using a hastily translated CMATT collective training briefing we received the week prior from the C3 on Baghdad.  The difficult part was assessing where the unit was in training from their COHORT training by Vinnell Corporation at KMTB.  The commander still had to establish SOP’s, get settled in barracks, re-draw equipment stored by the base commander, and set his command philosophy to his leaders (which he did immediately after our initial speeches.).  The commander opted to develop a training plan combining several parts of the 4 and 8-week training plan used for follow-on unit.  This would serve to continue integration and build cohesiveness and allow Commander’s to evaluate junior leaders.  

4) The S-3 issued the following daily training SOP:  0500 wake up; 0530-0630 physical training; 0630-0800 breakfast; 0800-0900 first hour of training; 0900-1000 second hour of training; 1000-1100 third hour of training; 1100-1200 fourth hour of training; 1700-1800 fifth hour of training.

5) The Commander stated the short hours of training are due to the issue of one very low quality uniform, work rest cycle for hot weather preparation, and the lack of life support not letting him train more.  He did specify exercises would go until completion, not take breaks in the afternoon.   Feeding the troops took over 6 hours a day while the Officer/NCO Induction Center was in operation and shared their dining facility.

6) The AST issued the Warning Order for conduct of the Base Guard Force and took the Commander and his leaders on a reconnaissance of the perimeter and the gate with an XXXXXican security firm named “EODT” (Day 2 on the ground).  This helped focus the training for the next month on Force Protection.

7) After a few days it was clear (and told to us by the XO, MAJ XXXXX, and the CDR, LTC XXXXX) The Vinnell Corp. instructors had infected the soldiers with a lot of misconceptions we had to clear up concerning the following:

a) “Go to CMATT staff with all your problems” (circumventing the Chain-of Command).  Our team is capable of determining problems and seeing if the chain is working, we did not need help from Vinnell.

b)  Cheesecake material such as Men’s Health or Sports Illustrated Swimsuit Edition is considered pornography in the Islamic community and LTC XXXXX stated openly Vinnell Corporation instructors gave his soldiers such material.
c) 50 Officer Candidate School non-selected promised fast promotions and opportunity to go to OCS by Vinnell instructors.  These soldiers petitioned LTC XXXXX and threatened to resign if not sent to OCS.

B. Base Support Observations:  

1) The minimal Life Support Contract and uninitiated Base Support Unit made for a very rough beginning due to the lack of staff, procedures, and the lack of Combat Service Support mentorship and/or oversight of those agencies.  The battalion leadership had a difficult time understanding why the operations and facilities were not the same as that found Kirkush Military Training Base (KMTB).  It required constant effort by the AST to keep the peace and level with the IAF leaders the situation and facts that had to be accepted and endured (power shortages, fuel, supply, and food issues).  What was done which helped is to explain the status of the new contract, have it and the old contract translated so they could see for themselves what was the standard and communicate that to their soldiers alleviating a lot of misunderstandings and unrealistic expectations.

2) The Base Commander required the AST to write an Operations Order tasking the Fourth Bn to initiate a weekly Guard Force for the CMATT Village Compound due to increased local area threat assessments.  There were not enough US persons on the ground to staff this and barely enough to even man the radios in the CMATT CP.  As more AST’s arrived and the threat level reduced, this requirement became a night mission only.  

3) The Grand Scheme document reflected the Force Protection mission for TMTB was a “go”.  The Base Commander then required the AST to issue a Warning Order to the Fourth Battalion to be prepared to assume all Force Protection of TMTB manning 22 towers, roving patrols, and operation of the East Gate entrance to TMTB.  This was in anticipation of the contract with EODT ending on 18 April.  It helped a lot by having the Current Contractor Statement of Work translated and giving it to the battalion Commander for planning integrated into an Operations Order.

C. Command and Control Observations: 

1) This week the C2 cell was part of a “Critical Functions” meeting with LTC Devine where the role of each team member was explained.  The C2 Cell managed the shuttle bus program.  Mail was not addressed and would arrive in convoys and dumped onto the floor of the Operations Center and the mail of individuals not assigned to the base would remain in place for several weeks until the base commander designated a mail clerk, got him trained and certified and created a mail room. 

2) CMATT Staff officer, LT Kressin investigated the status of 10 vehicles still on the 4th Bn property books but given on verbal orders to the school staff (NCO academy) at KMTB in Kirkush.  The vehicles are still on battalion property books and will not be returned to the battalion.  I asked for the PBO from Baghdad CMATT HQ to remove them from the books was never done.  LT Kressin did provide an e-mail chain of informal tasking supporting the transfer as legitimate.

6. Week 4 (20-26 Mar) This week saw the initiation of individual to collective training, establishment of Guard Mount for CMATT Village, introduction to the BSU staff, arrival of 100’s of Officer Candidate School inductees into adjacent barracks, payroll submission, and documentation of several different support requests to CMATT base operations.  Mortars landed near Icehouse Gate, which separates FOB Gunner and TMTB.   The battalion conducted its first Tactical Road March dismounted for 7KM.
A. Training Observations

1) Focus this week is on weapons PMI and preparing for company level Cordon & Search Situational Training Exercises the following week.  Subjects were instructed by Iraqi Officers to their platoons and observed and assisted as needed by advisors using interpreters:  Aiming, shooting, and weapon holding, weapons control in crowded areas, recons, the four man stack, entering urban areas, clearing stairs, clearing multi-level buildings, evacuating casualties, processing EPW, enemy casualties, regrouping, practice.  The AST constructed “glass houses” for the training.  The AST saw the officers were giving all of the training and spent a lot of time with the commander and his staff explaining the role of the NCO in the various levels of training.  A training holiday identified as “Spring Day” was declared by the commander and substantiated by the CMATT staff in Baghdad on Saturday the 21st.

B. Base Support Observations.

1) I initiated a Meeting with the Base Support Unit in order for all unit leaders and the BSU to understand roles and to know all procedures for obtaining the classes of supply.  The BSU is being administered by a Mr. XXXXX, a former Iraqi Army two-Star General.  LTC XXXXX asked about when the horrible conditions of the barracks and supplies would be fixed, and no answers were available.  What occurred from this meeting is how work orders are processed so the builders can make repairs under warranty.  The CMATT FWD is holding onto certain support functions while allowing the BSU to perform others.  This is should be given full attention of a Combat Service Support or Base Operations unit cell to help them get started instead of continued CMATT FWD staff fogging the efficiency.  The two support functions should be co-located at least.  Water shortages became evident at the end of this week.  The main water line into the base from the Al-Taji village was severed and absolutely no one took responsibility to repair this line and it remained a constant mystery.  Al-Taji village is hostile and many local threats are coming from this area.  Water is being trucked from inside the base to top off the roof holding tanks.  By the end of the second week of broken main-line, the fire line was tapped into and used to fill pump trucks and then tied to the main line to restore water, albeit low pressure from overuse and likely direct from the Tigris River.

2) Pay for the month a March was completed.  The battalion turned in a hand-written pay roster.  The BSU typed in all the names and payroll into an Arabic Roster.  CPT Holland, the team S-1 rep was then required by the CMATT to produce and Arabic/English roster and spent an entire night with an interpreter translating the names into English and comparing the BSU work against the written battalion submission.  Many errors were found.  A pay meeting was held with Navy LT Burris from J-1 and it was agreed the payroll would be submitted on the 7th by the units to BSU then pay would be paid on the 20th to the 30th of each month to cover all companies coming and returning from their monthly block leave.  This tact simply did not work given the tactical situation in and around Baghdad and the lack of bilingual automation at the unit level.  It should have been an all Arabic all Iraqi operation from the start.  Translation/bilingual requirements removed the S-1/S-4 Advisor from the mentorship business to the translation and database business. 

C. Command and Control Observations.  

1) Chain of command of the AST is still very unclear.  The C2 Cell claims ADCON as indicated in our DEPORD (No OPORD exists spelling any of this out).  It is obvious the team will be OPCON to CJTF-7 units when operational.  Only e-mail from a former J-3, COL Buchanan spelled this relationship out just as he was departing theater.  The AST is subordinate to the Brigade Sr Advisor when part of a brigade.  Fourth Battalion was going to be OPCON to the Base Commander as the base Guard Force, making the AST possibly OPCON to the Base Commander.  Planning for the Guard Force mission began to take place with several logistics requests documented and submitted for the 18 April assumption of responsibility.  This decision to place Fourth Battalion on Guard Duty was not confirmed until the first week of April.  

7. Week 5 (27 March-2 Apr) This week brought the introduction of the new life support contract (GSCS), practice of Cordon and search, Traffic Control Points and Basic Marksmanship training.  The Bn conducted TMTB Guard Duty this week.  Local threat increased with soldiers reporting in from leave they were being approached by locals to help mortar the base the first week of April.  
The battalion conducted a 5K tactical road march (dismounted) with increased load.

A. Base Support Observations. 

1) A partial issue of locally purchased supplies for cleaning barracks was delivered this week.   The more robust Life Support Contract now brought some minor improvements and there were several items in the contract to be negotiated by the local COR and the contractor (such as number of day rooms).  Many other support requirements needed to be defined and initiation of each item of support scheduled realistically.  

2) The Officer Induction Staging Area saw undisciplined and unorganized Iraqi officers and NCOs setting a poor example for the enlisted soldiers of the fourth battalion.  This week several hundred returned from training in Jordan and were awaiting orders.  They were not served any food for about 24 hours according to LT Kressin, a CMATT staff member.  The Officers were waited on in Jordan and would leave the mess hall with plates and trash on the table.  They would mob the clinic and wander through the battalion areas.  This did not help unit morale of the fourth whose leaders were doing their best to instill discipline, pride, and cohesion in their unit. The Fourth did not drop their standards and continued to march in formations to meals and maintained uniform standards.

B. Training Observations:

1) Training this week included two days of company exercises on Cordon and Search with no spectacular results and the agreement to continue this later after Guard Force Training was completed.  We saw a merging of Techniques Tactics and Procedures as taught by Vinnell Corp and our AST’s to the leaders.  Our original Tasking Order from HQDA and CMATT stated Poi’s would be provided and simply did not exist.  We adapted and used our own knowledge and experiences.  We conducted AAR’s and demonstrated our techniques again and the units showed improvement with more iteration.  The unit then conducted several days of drill and ceremony, fire drills, weapons PMI, first aid, and checkpoint operations.    For PT on Thursdays the battalion began Road marches to condition the unit.  The first one was 7.5Km with only helmet and backpacks.  

C. Command and Control Observations:  

1) E-mail from COL Buchanan, CMATT J-3 the day before he left country arrived spelling out his idea of AST C2.  It was much the same as noted the previous week.  

8.  Week 6 (3-9 Apr) this week began with Guard Force radio, squad tactics, and two range days (AK-47, PKM, PKC, day and night) and the beginning of a weeklong series of mortar barrages against the base.  Many Kurds celebrated a 5-day period similar to a New Year holiday.  The AST assisted in searching and housing about 70 2nd battalion soldiers returning from an aborted mission.  The Battalion conducted a 6K Tactical Road March (dismounted) with increased load.
A. Training Observations.  

1) There were no AK-47 tracer rounds available.  Be creative, the soldiers require night firing for confidence building regardless.  We had them fire at chemical lights mounted on targets at 100m.  Though dubious in effect, this helped the soldiers become confident in firing their rifles in the night.  No night weapons sights are available but are authorized.

2) The Motorola radios simply do not have enough dedicated channels for the battalion to conduct sustained 24 hour operations (15 on hand, need about 25).

3) We had no training to prepare us for working with the majority of troops being Ascidians Kurds, a very different religion.  Their religious, social, and hygiene standards are extremely different from the Arabic groups.

4) Times like this week is when water and MRE reserves are necessary as life support is slowed to a standstill with all gates closed and no civilians able to come on base to work.

5) The Battalion Executive Officer talked until about 1 am regarding the incident with the Second IAF battalion, which returned from an aborted mission in the night.  Second battalion soldiers were passing notes into the Fourth battalion area with wild rumors of what happened and was causing a panic among the troops.  The XO, Maj Yasser and I spent a lot of time discussing the impact of the event and how to communicate and discuss the problem with his unit with the possibility of his unit being used against insurgents and other elements in Iraq, to include Iraqi’s bent on destruction of their country.  Major Yasser asked me to document the following points for preservation as contributing factors to Second Battalion and possibly Fourth Battalion’s struggle with this mission:  (20-30 soldiers wanted to resign but were talked out of it by leaders (in a series of command briefings).

a) “Vinnell Corporation made poor choices of whom to place into leader positions while the battalion was in COHORT training at KMTB.”

b) “Vinnell Corporation instructors were guilty of teaching soldiers not to respect the officer corps (like teaching to salute while saying something disrespectful like “F__K you”).

c) “Selection of Old Iraqi Non-Commissioned Officers to be direct commissioned as Battalion Commander LTC’s (The Second Bn Cdr, LTC XXXXX was an NCO in the Old Iraqi Army).”

d) “Not having a program of instruction for the battalion leaders for professional development and confidence building built into a schedule handicaps leaders.”

e) “Many soldiers are only in the service for the money, and are even unhappy if they think they are not getting as much as the police, requiring a lot of education of risk and skill and why certain professions require more compensation.”

f) “Soldiers asked to go into combat with no plan or policy developed yet on how they will be taken care of when they are killed or wounded.  Who will help their families?  This mission is too fast, too soon, before soldiers are supported by a plan.”  “A plan for punishing deserters and quitters needs to be emphasized.”

g) “Use the Ex-Iraqi military men all around us to help teach the new Army about discipline, respect to others and leaders.

B. Base Support Observations.  

1) Supplies and contract support was brought to a halt from the increased threat.  Life Support contract workers opted to stay home this week with the mark of the Fall of Saddam.  Both Coalition and Iraqi contract support halted or slowed down.  It is commendable the contractors kept up with meal production.  Fuel ran out (no reserves) and water drops into the roof tanks (due to broken city water main) were reduced to a bare minimum.  Force Protection sub-contractors were unable to get to work and the Quick Reaction Force was organized by the base commander from infantry instructors working temporarily at TMTB from KMTB.  We submitted a series of support requests for the Guard Force mission after the Iraqi Battalion officers conducted additional recons of the perimeter and developed their plan.

C. C2 Observations.   

1) This team suffered one casualty due to enemy action.  This WIA was sent to another base for treatment.  It is difficult to track casualties in theater.  AST does not have a cell or SAT phone.  No DNVT is available to CMATT.  Tracking is difficult.  Purple Hearts should be issued in a reasonable time period (more than a week has passed since injury) while the other tenant units on base issue them within 24 hours. 

2) Recommendation.  C2 must issue AST’s SAT phones upon arrival for emergency use.  Each team member should have team SAT phone number taped to his ID Tags.  C2 S-1 must track casualties for the AST and coordinate pick up.  The AST submitted its SITREPS to the C2 Cell and to the CMATT FWD.  

3) A lot of force protection issues this past week with wild rumors of IAF Soldiers kidnapped while going on leave, insurgents in the perimeter amid about 40 random mortar and rockets landing all over the base each day.  

9. Week 7 (10-16 Apr) This week saw continued random mortar and rocket attacks.  The battalion conducted range AK-47 (night fire), PKC, and RPK familiarization and prepared for assumption of the guard force mission of TMTB perimeter and gate.  The Bn performed TMTB Guard Duty this week.  The battalion leaders conducted rehearsals and OPORD back briefs on their roles in the upcoming Guard Force mission of TMTB Gate and perimeter.  The battalion conducted a 6K Tactical Road March with increased load.
A. Training Observations.

1) Last night range was cancelled due to reports of bullets from ranges 1 &2 into the local village.  The entire range complex was then closed for improvements for 6 weeks.  Maximum range fans should have been considered when constructing ranges so training of units is not stopped.

2) The contract renewal for the civilian TMTB Guard Force was still not public knowledge.  Training the IAF for the perimeter defense lost about two weeks of non-Mission Essential Task Training time.  Priority over training versus force protection work should be decided upon without impacting readiness.

B. Base Support Observations.  

1) Life Support continued to improve.  A battalion day room was established with satellite TV and food services showed gradual improvements even as the tactical situation impacted supplies.  The dining facility was clean with dead flies only for the first time.  Quality of food improved literally overnight.  It turns out the Iraqi’s prefer a plain diet, just plenty of hot food (rice, a meat, a soup, and fresh bread and vegetable salad).  Prepared meals are still a novelty (“HALAL” meals).

2) The base commander conducted a base defense rehearsal this week for the CMATT Village barracks.

3) The base command run “Reception Center” had a riot between Kurds and Arabs with warning shots fired.  The situation was tense already due to limited life support, water shortages, and the meal schedule overstretched from the population influx.

C. C2 Observations.

1) The C2 of the team at this time consisted of the 4th Bn AST being OPCON O/A 18 Apr for the Force Protection Mission, reporting Daily SITREPS to the C2 cell and CMATT FWD. 

2) The Fourth battalion follows a strict communications net with their Motorola’s.  They use call signs and change the frequencies randomly.  We used the command channels to communicate with the leaders for emergencies, and routine tasks such as “Code 2” meaning meet me at CMATT CP”.  This worked very well and we used their call signs in English/Arabic.  It should be noted they used our military phonetic alphabet in English for their call signs with the exception of the command group.

3) Iraqi’s are extremely punctual as contradicted in our cultural briefings and they have many holidays in the Army, which contradict each other due to the mix of Kurds and Islamic groups.  The Kurds were happy this week due to a Christmas like holiday while the Muslims were tossing dust on themselves, and very sad.

4) The ROE changed this week with the Mahdi Army being a high threat even if not carrying weapons (engage if seen in uniform unarmed).

10. Week 8 (17-23 Apr):  This week began with continued preparation for and last minute cancellation of the Base Guard Force mission.  The AST issued a battalion Defensive Operations order for a battalion level defensive exercise and remedial training.  MG’s Eaton and Petraeus visited to brief AST leaders about possible Iraqi National Task Force Mission.  The unit conducted a 7 KM weekly Tactical Road March with increased load. 
A. Training Observations.

1) The final iteration of the force protection training at the battalion level revealed the absence of good troop leading procedures down to the individual level.  This was visited with the leaders and the unit showed two days later after the cancellation of the guard force mission and execution of a battalion defense mission.  Take more time to train the leaders on specific tasks.

2) The defensive operations exercise revealed a lack of individual soldier skills (fighting positions, individual movement) and equipment problems.  A cadre at each IAF base to help AST’s cover down on mission specific training tasks as they are identified will help saturate across the unit.  The unit drew entrenching tools from CIF.  Know what units are equipped with.

B. Base Support Observations.

1) The GSCS contractor struggled with obtaining enough workers.  They assisted the base with bus support to include providing shuttles for IAF to the gates.  The contractor has yet to “vet” or clear workers capable of driving IAF to the MNFI gates without US Escort.

C. C2 Observations.

1) This week was our first positive e-mail contact with an adviser team for the brigade headquarters for the Fourth Battalion.  SITREPS now were being sent to them at T’all Afar and copies to C2 and CMATT FWD.  

2) Base Support contractors began asking for locations for laundry and barber services.  No base camp master plan exists for these and much time was wasted soliciting tenants.  This is backwards.  The base should always make these decisions, as the size, type, and number of tenant units will constantly change.

11. Week 9 (24-30 Apr) This week Iraqi MOD General XXXXX and MG Eaton visited, with members of Fourth Battalion (less one company on leave) receiving a briefing on the INTF from the MOD.  The unit continued train up for a series of company level Cordon and Search exercises.  The battalion conducted TMTB Guard duty this week. 
A. Training Observations.

1) Training conducted this week was most productive yet due to unit ownership of the collective training.  Continue to issue written and translated mission statements in advance to exercise the chain of command and improve leader buy-in across the board.

2) AST Coverage was maximized to cover each company situational training exercise.  Consolidate AST members from the line companies to cover down on one company at a time for key events.

B. Base Support Observations.  

1) No laundry and barber service is available to troops in Fourth Battalion yet. 

2) The C6 from Baghdad CMATT headquarters issued myself and LTC XXXXX one Thuraya Satellite telephone each.  We were told by we could use the phone for morale calls by the Base and INTF Task Force Sr Adviser.  

3) The team acquired a small office within the battalion headquarters building after prodding from the INTF TF G-3 Adviser.  We had not needed one before this time due to constant training operations and our tendency to work directly with the Iraqis in their offices.  We felt if we set up office in the area, then Iraqi’s would troop in and out with problems instead of using their chain of command.   Because we waited until soldiers learned to use their chain of command, we had light traffic of soldiers with their problems and were able to perform some work faster such as daily SITREPS.  One problem was Base Command established an AST Work room with Internet in the CMATT Base Commander facility in a different area.  The workroom become the migratory place for interpreters to post themselves for tasks, completes translation work on computers, and conduct ID card issue for the battalion.  End result of having an “LNO” office in the IAF Bn headquarters is of low value, except for emergencies and as a “waiting room”.

4) The base commander was supposed to issue weapons cards, but instead had our S2 adviser process the applications and make the cards for Base Commander signature.  This process was difficult because the Base S-2 often lost the cards given to the   Commander for signature.  There was a lot of pressure from the Iraqis as they reported being threatened off duty often.

5) Several dozen IAF Soldiers ID cards expired in May so we requested for two months for a team to come up from Baghdad CMATT J-1 to issue new ID’s.  Instead the base commander received the machine and blanks with a printer and hand-receipted it to each AST in turn and made us produce our own IAF ID Cards.  This was a mistake and should have been put in a common area such as the BSU as the other Bn AST on Taji needed to use it.  The Taji Reception/Staging area needs it, and so did the MP detachment.  Soldiers would tear up their ID cards to get a new one, and it became apparent they were interested in “glamour shots”.  We had to get tough and engage the chain of command to charge soldiers for destroying ID cards as the stock of blanks got critically low.  It also made getting any other work done in the LNO office impossible.

6) IAF Pay was on late on the 24th and as normal the information submitted to the BSU by the battalion was different by the time the pay issue roster was received for payment from the MOD pay office. We were unable to determine the reasons at this time.  Pay was supposed to be issued on the 20th to the 30th to accommodate leave company leave cycles.

7) Our team began to receive some AST equipment and ammo support from the INTF TF Sr Advisors who brought funds with them from their CJTF-7 unit in Mosul they were going to become OPCON when operational.  This ownership by TF Olympia enable us to receive a small resupply of ball M-16 Ammunition, training aids such as dry erase boards, and several other small items we were unable to obtain through the Base Commander.  We received some printer, computer, and scan capability from TF Advisers as well.  Enabling us to begin training our IAF staff on using computers.  Zero IAF soldiers in Fourth battalion had any kind of ability to use computers.

C. C2 Observations.

1) This week saw the arrival of advance elements of Advisor Support Teams from the AST Division and 1st Brigade.  They were quick to establish their oversight and authority over all AST’s present on Taji.  Up to now, it had been our impression from C2 operations and messages from the J3 (last one from COL Buchanan) was AST’s sent BN AST SITREPS to the Advisors at the Brigade AST’s.  However, the brigade and division Advisors actually assumed command and control of the battalion AST’s and simulated they were the brigade command and staff instead of being advisors for Iraqi counterparts as they stood up.  The Bde and Div AST’s were not our partners in advising and ensuring the IAF counterparts were functioning, rather preferred to flex power and dole out logistics and money to the AST’s (which were non-existent up to this point).  One example is when a “G-4” Captain asked me to provide him with a unit vehicle for a day and I told him I could only get him one with a driver, he then threatened to take all of the unit vehicles if I did not cooperate.

12. Week 10 (1-7 May) General XXXXX returned and briefed the remaining unit members who were on leave last week on the INTF mission.  The Fourth Battalion conducted its weekly tactical road march and went on block leave that afternoon (6th).  The Battalion was about to send its final company through Cordon and Search Situational Training Exercise on Friday.  The other three companies completed Cordon and Search STX’s this week.  
A. Training Observations.

1) A surprise to the AST was when MOD, GEN XXXXX granted immediate block leave to the entire battalion.  One company was not able to complete its STX for Cordon and Search.  INTF planning and execution was not synchronized yet by the INTF AST’s and the Iraqi MOD.

2) We continued to train different Poi’s for the same events already trained.  We trained the IAF battalion several different ways of Cordon and Search.  CMATT needs to establish standardized Poi’s down to individual tasks for consistency.  

B. Base Support Observations.

1) This week the laundry service by GSCS was established at a pick up and drops point.  It would help everyone if the Life Support Contract timeline for services to be initiated was published so it was common knowledge and place less stress on leaders constantly being asked when a service was going to begin.  Soldiers have been washing their own clothes in the latrine for 7 weeks with what bar soap they could find.

2) Now with a DIV AST present, pay rosters had to be submitted in Arabic and English to the Div G-1 Advisor (this should be only a tenant unit to BSU function).

3) CMATT morale and welfare NCO visited the tenant units and ordered gym equipment.  He failed to coordinate only with the base commander and coordinated delivery with the AST and resulted in a huge amount of confusion and anger over why the Fourth received gym equipment.  It was signed over to a common area in the camp.

C. C2 Observations.

1) The INTF Brigade and Div AST’s brought in instructors from schools at Kirkush.  These instructors were to instruct the INTF leaders and specialty training.  The Bn AST was assigned to support this training by ensuring representatives from the BN AST is always present during training, provides all training material support, and ensures the IAF soldiers arrive on time with the equipment.  Since everything we were required to do (except resource someone else’s training classes) was what we do when assigned as a “Unit Assistor” to a US Army Reserve unit going through a Mobilization Station we understood the task and how it needed to be done without any train-up.

2) A more in-depth understanding of the Ascidians religion in the units is becoming necessary in understanding differences and reasons for mistrust, and other issues such as personal hygiene that causes problems in the military life.

3) NO accommodation has been made to move non-INTF members of the units.  They were issued orders in early June to transfer to regular battalions.

4) The AST was finally issued funds to purchase training and team supplies on the local economy for support of our role as advisor to the Fourth Battalion.  Various levels of command and base officers misinterpreted the intent of these funds and an unnecessary amount of confusion ensued, misleading IAF commanders into thinking they had funds for making unit purchases.

13. Week 11 (8-14 May) NCOs fresh from the NCO academy in KMTB received an INTF brief this week and 12 were recruited into Fourth Bn. The unit obtained a week of Block Leave (this request was timed to bring all companies units in synch for INTF training).  Major Pitts received INTF TF AST training guidance and wrote, translated and issued a 5 paragraph Operations Order and 6 week INTF Training Schedule (now INTF Standard) to LTC XXXXX covering the training for the next 8 weeks before becoming Operational
A. Training Observations.  None, the unit was on block leave.  AST members (NCOs) were permitted to fly to the Palace in Baghdad to rest for two days.

B. Base Support Observations.  

1) None this week.

C. C2 Observations.

1) INTF Volunteers and 3rd Bn transfers.  12 NCOs were recruited from the NCO Academy graduates whom all were just briefed by MG XXXXX.  8 of the 12 refused to integrate with the battalion. They were eventually transferred to a non-INTF battalion.  These 8 were well known at KMTB for being troublemakers yet nothing was done about them.  Troublemakers should be dealt with at all levels, not accommodated.

2)  About 70 3rd Bn soldiers were assigned to 4th Bn. They had not been given leave for about 40 days.  They spent a part of this week integrating into their new units.  The S-1 Advisor and the Bn S-1 had to work long hours and get Bn Cdr approval the following week before the soldiers were actually “cross leveled” in the battalion for INTF reorganization.  The extra week of leave impacted very positively on these newly assigned members of the fourth battalion and retention is high as a result.

14. Week 12 (15-21May) This week brought the beginning of INTF Leader training, INTF reorganization, Jr enlisted training, TMTB Guard Duty, and AK-47 day and night range for HQ and Service Company.  INTF Leader Training consists of two weeks of “train-the-trainer” Military Operations Urban Terrain  (MOUT) training.  Fourth Battalion inserted 66 of its NCOs and Officers for this course.  
A. Training Observations.

1) Fourth Battalion leaders were introduced to yet another series of methods of Cordon and Search further frustrating the unit leaders because on lack of consistencies.  Poi’s should be created at the highest levels and distributed.  Additionally, no credit was given for previous MOUT training given by the Fourth Bn AST for opening up additional training opportunities.  Be more flexible and validate training. 

2) The MOUT Leader training had the benefit of allowing Corporals, company Executive Officers, and temporarily cross-leveled officers from Headquarters platoons to manage and train the junior enlisted soldiers.  Always take advantage of opportunities to allow junior leaders to “step up”.  This week went very well with only a few problems.

B. Base Support Observations.

1) A large “FEST Tent” Dining Facility was erected and a kitchen installed, but the unit was not ready for the large influx of units expected this week.  No impact on the unit except to create longer lines in the mess hall.  This mess tent never became operational during our tour at TMTB.

C. C2 Observations.

1) The C2 arrangement of Bn AST’s reporting to Bde and Div AST’s as if they were subordinate military units continued leaving IAF units out of the loop.  It appeared the IAF Bde and TF Staff were not getting training and advisor support while the brigade and Div AST continued to work all issues and support through the BN AST’s keeping us from focusing on mentorship and training the IAF (long meetings, arrogant staff officers).  I submitted all end of tour awards for my AST to the Bde and DIV AST and provided.  I provided an extra copy of the awards electronically to the CMATT C2 cell at TMTB to share with other teams.  The Brigade S-1 Advisor used our Joint Service Commendation Medal submissions as the standard for all AST’s and distributed them as examples.

15. Week 13 (22-28 May) Second week of INTF Leader Training, unit Jr. Enlisted Training, TMTB Guard Duty, day and night range for the rest of HSC. Reception of 3rd Battalion NCOs and Enlisted to fill vacancies, and TF driven training.   MG Eaton visited the final day of Leader training.  INTF Scout section training was conducted.  
A. Training Observations.

1) Fourth Battalion was required by INTF to provide 5 of 6 interpreters leaving no coverage for day o day operations coverage.  If a generic training cadre for each Training base with interpreters were assigned it would not deplete supporting interpreters

2) The AST was tasked to provide training aids and materials (dry erase boards, markers, silhouettes, targets, and other items) that the Bn had requested for weeks.  The AST purchased and scrounged the needed items while the teams of instructors simply had to show up for resourced training.   Training teams resource their own training or at least make the requirements available in advance.

3) Some of the INTF MOUT trainers were not prepared for training.  Individuals were unprepared for instructing tasks (not rehearsed, not practiced) with Staff Sergeants instructing senior staff of the IAF battalion.  All instructors should rehearse and brief back the TF S-3 prior to training.

B. Base Support Observations.  

1) Pay was done late this month on the 26th due to convoy issues.  No problems other than the pay rosters from CMATT J-1 at the palace did not match the ones submitted by the battalion S-1 again.  The problem lay in the database in the J-1 (MOD Pay) being Arabic and the unit submits hand written roster to the BSU who enters it into a database.  Then J-1 requires a bilingual database so our S-1 Adviser has to get an interpreter to make this document and submit it to J-1into their pay database and comes back with many errors (third month in a row).

2) MG Eaton and h is J-staff visited the base from the 25-27th.  They conducted a staff visit to audit.  Their first in brief they explained their roles and issues they would be examining and then received a briefing from BG XXXXX, 1st INTF Brigade Commander.  This meeting resulted in a “to do “ list of base support, life support, and major policy and supply issues to be answered by the J-staff before they left on the 27th.  

3) The AST was tasked to provide a list of requested unit supplies and equipment to be purchased with CERF by 30 June.  This list was developed using the support requests when the battalion was planning to conduct force protection of TMTB.  A few days later, we integrated an updated list from the battalion commander and submitted those items.  This list included everything from a laptop for the commander to clocks for the walls and ropes for the scouts to climb onto roofs.

C. C2 Observations. 

1)  The meeting requirements lightened up with the arrival of the 1srt INTF Bde Sr Advisor and TF Senior Advisor, freeing up more time to work with IAF unit leaders.  All administrative efforts by the INTF Bde and TF advisors were now obviously an attempt to get the Task Force organized and equipped due to the incredibly short timelines for deployment (8 weeks).  We did everything we could to ensure they received any all information and SITREPS to help them obtain resources and personnel.  There is no time to wait for the IAF staff officers to arrive to their assignments and be brought up to speed and do the work themselves given INTF TF stand-up timelines.

16. Week 14 (29 May-4 Jun) First week of Battalion leader-led INTF MOUT Leader Training, Machine Gun Crew training, Engineer Section, and RPG-7 Section training.  Media Day was conducted on the 3rd.  Submitted Fourth Battalion INTF special purchase request to TF (in anticipation of Commander’s Emergency Relief Funds being made available). 

A. Training Observations.

1) Fourth Battalion leaders and NCOs showed great ability to train their own troops for the first time.  The time spent away from their own troops receiving specialized training helped them gain respect from their troops and made them feel empowered to be able to train their own soldiers.  The officers were amazed at how their NCOs took charge.  Albeit Fourth Bn received group training (COHORT) this validates the importance of the standard OST Leader Integration (train the trainer month) prior to receiving Bn troops and conducting “basic training”.

2) The AST tasked to provide 10 of 4 AST interpreters leaving no coverage for day o day operations coverage.  If a generic training cadre for each Training base with interpreters were assigned it would not deplete supporting interpreters.  8 of 10 AST members were assigned to observe and assist as required the INTF training Cadre.  Create a base pool of AST training cadre and interpreters or OST Mobile Training Teams.

B. Base Support Observations.

1) None this week.

C. C2 Observations.

1) MG Eaton visited with a Media group to see the INTF training.  Everyone was pleased with the visit and not a thing was “staged” for BBS, NY Times, and other agencies.

17. Week 15 (5-12 Jun) This week consisted of Battalion Block leave, Major General Eaton visit (farewell), Unit Status Brief to MG Eaton by Major Cushman in preparation for Fourth Battalion becoming operational in July, and the Battalion S-2 began attending the TF three-week Intelligence Course.  Hand-Over of team duties completed this week with Major Cushman and his AST provided by 1st US Army in CONUS (USAR).  Two AST members deployed to KMTB to assist with the RPG-7 Live fire.
A. Training Observations.

1) No MOI was presented for the Intel course and the unit S-2 arrived for training when it was expected for the whole section and scout to be present, but not put-out prior to the unit going on leave.  Only coordination for the S-2 to attend was made.  The battalion went on block leave on the 4th and the MOI requiring more than just the S-2 was distributed on the 10th to the AST.  Put out who is expected to attend in a timely manner.  

2) The RPG-7 Live fire went very well with well-disciplined soldiers representing the Fourth Battalion very well.  They were able to train new RPG-7 crews on the system after having only one week of formal training.

B. Base Support Observations.

1) None this week.

C. C2 Observations.

1) None this week.

18. POC for this memorandum is the undersigned.  David.Collver@us.army.mil.

//////SIGNED///////

DAVID J. COLLVER

MAJ, EN, USAR

Team Chief

Enclosures:

A - Individual Advisor Lessons Learned

B - Unit Absenteeism

C - Incident Log

Subject:  Fourth Battalion Advisor Support Team Assignments and Lessons Learned

1. The following individuals were assigned to a specific element of the Fourth Iraqi Army Infantry Battalion and are providing two overall lessons learned in relation to their specific assignment.  This collection of lessons is intended to assist deploying Advisor Support Teams and for improving future missions similar in nature.

2. Major David Collver, Engineers,  Team Chief, Commander (LTC XXXXX) and Executive Officer (MAJ Yasser) adviser.

A. “Have an extremely good knowledge and understanding of Iraqi religions, ranks, culture, and take the time and get to know those whom you are advising.  This builds mutual respect and trust.   Never make promises.  Additional Language training is highly beneficial, especially when interpreters have little or no background checks. “

B.  “Understand the new and previous structure of the Army and government of the country you are advising.”

C. “Bring an excellent electronic library of school curriculum POI or even a correspondence course from Command and General Staff College for reference.”

D. “While advising, stay abreast of current events and how they impact.  Your counterparts often know the people involved in the highest levels of government.”

E. “The battalion never received a promotion policy for any rank in the IAF during our tour.  This hampered career counseling and retention.  We asked for this policy numerous times and nothing was ever provided.  Not even an Interim policy.”  J-1 at CMATT stated the IAF MOD rejected the policy.  A junior enlisted promotion policy existed but was never published or disseminated from CMATT J-1 and the MOD.”

3. Major Jeffery Pitts, Engineers, S-2 (CPT Juad)/S-3 (MAJ Kheloog (17 Mar-15 May) and MAJ Mazin (15-May- present) Adviser.

A. “Focus initially on training the Officers and Non-Commissioned Officers in both individual and collective tasks.  This will enable them to confidently train their own soldiers.  Failure to achieve this will result in mission failure since there is insufficient manpower within an AST to train the battalion independently”.

B. “Stress to the chain of command the value of time management.  Iraqi’s do not value time as a tool as we do.  If left unchecked the units will not maximize available training time.”

4. Captain Andrew Holland, Air Defense Artillery, S-1 (CPT Thamir)/S-4 (CPT Aqeel) Adviser.

A. “Units are saddled with the responsibility to maintain/submit pay rosters for Pershmeerga, Old Iraqi Army pension, and death and disabilities benefits.  These should be administered by representatives from the government of Iraq instead of making advisers create bilingual rosters for CMATT putting advisers in the middle of any pay problems.”  This is an example of the kind of noise we received from the CMATT J-1 diverting us from our duties.

B. “No bilingual software was available and would have saved hundreds of hours of work in translation work for payrolls”

C. “Battalion was not fully automated with computers and logistical and personnel report formats (bilingual) and the unit had no training (completely computer illiterate).

D. “Illiteracy rate in the battalion was approximately 40%, this caused severe communications problems between the troops and leaders and a lot of erroneous soldier data.”  “This improved over time as mistakes were discovered and corrected.”

E. “Kurdish speaking interpreters were unavailable and severely hampered communications.”

F. “Big picture policy letters repeatedly were distributed from CMATT J-1 in English only with directions to disseminate to unit.  This laziness caused us to use our interpreters leaving room for mistakes in interpretation since they were not working directly for J-1.”

G. “There were initially no bilingual base operations forms readily available for work orders, support requests, and other documents to ease transition and establishment of operations.”

H. “A separate dining facility for the Reception Center should have been established from the start.”

5. Master Sergeant Satterlee, Infantry, Team NCOIC, Regimental Sergeant Major (CWO Ahmed) and S2/S3 Adviser.

A. “There needs to be a policy and procedure for demoting and removing non-performers.  It is difficult to motivate persons when no promotion or demotion policy exists.  No POI for leadership counseling is available (we have ongoing translation work on leadership counseling).

B. “The Senior NCOs seemed to live and work without responsibility to fix soldier issues and enforce the standards, and NCO support channel actions.  This is due to novelty of a functional NCO Corps, quality of their COHORT training by Vinnell Corp.” (They let the officers fight for the soldier issues at the base level and higher).  Fix this by removing incapable or sending Sr NCOs to a tough Sr NCO Course (Advanced) to include operations, training, and other battlefield operating systems.)”

6. Sergeant First Class John McMahon, Chemical, Headquarters Company (MAJ Ziad) Adviser with focus on Signal, Medical, and Administration Platoons.

A. “The main areas of focus for the HSC element are administration, supply, signal, transportation, and medical operations.  It would be advantageous for future AST’s to choose members with these backgrounds.  Given the size of the HSC, two individuals are needed to cover down on operations and training in order to be effective.”

B. “The HSC element should be included in the battalion master training schedule for coordination in each of their areas of responsibility (IAW Para A.).  The operations between the companies and the HSC would be smoother if all were on the same training schedule, avoiding leaving HSC soldiers out of critical training.  This includes supporting training as OPFOR, role players, and fillers.” (TM Leader not: specialty troop training was difficult to integrate as their Vinnell Corp trainers told them “drivers would only drive” and it took a lot of time to get leaders to understand and accept why drivers, clerks, and mechanics needed to train to fight as well).

C. “A ‘Top-down’ training philosophy versus a ‘bottom-up’ style would be a better suited plan with the ‘train-the-trainer’ focus from the very beginning of training operations.  A “duty specific” job model needs to be presented due to the main areas of responsibility of the HSC element. (TM Leader note:  An assessment period had to be made as the Vinnell Corp POI was unavailable as to what “train the trainer” had been done.  And After this assessment, we still did not possess any Poi’s with which to give to the IAF leaders, and who would watch the junior enlisted while we did this training.  We did do some, but not enough).

7. Sergeant First Class George Tillman, Engineers, Headquarters Company (MAJ Ziad) Adviser with focus on Transportation, Supply, and Maintenance Platoons.

A. “Establish early what training the leaders have already received before starting instruction (i.e., basic patrolling), NCO Academy Synopsis in-hand would have allowed better inputs from AST to Bn for training schedules.”

B. “Identify Support chain (channels) early and verify the points of contacts (Base Support Unit, contractors).  Track changes as they occur (in the support channel) and always have a back-up plan.”

8. Sergeant First Class Robert Christensen, Engineers, First Company (MAJ Wareth) Adviser.

A. “The unit does not conduct counseling of soldiers.   When the promotion regulations come out and give soldiers something to shoot for then leaders can adequately counsel given time, writing materials, or computer capabilities.”

B. “Focus on developing Sergeant Majors (unit First Sergeants) at the company level.  If we can instill the proper soldiering characteristics in them and it will trickle down to the lowest level (NCODP-a Non-Commissioned Officer Development Program).”

C. “Continue to enforce the use of the Chain-of-Command.  This has been a problem from the beginning and still needs on-going attention.”

D. “Ensure the NCOs are trained and then conduct training.”

9. Sergeant First Class Brad Plucker, Infantry, Second Company (MAJ Mushtag) Adviser.

A. “Bring a qualified Combat Medic with the AST to train and advise the Medical Platoon.”

B. “Start a NCO and Officer Professional Development Program immediately.”

10. Staff Sergeant Troy Athmann, Infantry, Third Company (MAJ Serdar) Adviser.

A. “Keep the lieutenants out of the trainer role at the troop level, have them observe only from a distance.  They need to get better with ‘Train the Trainer’ and rehearsals before training is given to the soldiers.”

B. “About half of the squad leaders have “stepped-up”, the others will need some guidance and encouragement from leaders, peers, and advisers.”

C. “Pass information through their chain of command and then follow up at the lowest level.  If soldiers ask you questions about information that is being pushed down the chain of command, ask them questions about what they know.  Frequently that want to hear something different or confirmation from you.  Just reinforce the information that was passed down.,  If many soldiers start inquiring, address the issue in a formation”

11. Sergeant First Class Greg Bockelmann, Engineers, Fourth Company (MAJ Mazin (17 Mar-15 May) and MAJ Kheloog 15 May-Present) Adviser.

A. “Establish the “law” the first day (what you expect as an Adviser, and the roles and responsibilities of officers and NCOs).”

B. “Don’t do everything for them, make them exercise the chain if command.  Teach them how to work issues up their chain, to include support channels (supply, maintenance, transportation, and NCO support channel for soldier issues).

C. “As an advisor I worked mostly with the company commander and the Sergeant Major (First Sergeant) as there was not enough advisors to be actively engage in all the platoons at the same time.  When advising, I made on the spot corrections and gave advice to the NCOIC or OIC in front of the commander.”

D. “Back briefs work well.  I would have the leader of the element I was observing perform a task and have that leader brief his understanding of the mission prior to execution.”

E. “Quizzing the leaders or soldiers on their tasks and duties helps them increase self-confidence. “ “Do not sound judgmental with statements which do not offer them a chance to explain successfully what they have been taught or tasked to perform.”

F. “Spend time with the troops while on breaks.  This builds mutual respect.”  “Learn some Arabic and Kurdish.  You learn a lot more about a unit by watching than correcting; let them make mistakes and learn from them”
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Encl C

 Hostile Fire Log   2004 OIF Attacks/incidents on or around 4th Bn Advisor Support Team while on duty in Baghdad and Taji Military Training Base/Camp Cooke, Iraq.

Mar. 08   4 Mortar rounds at the palace.

Mar. 10   IED in route to Taji.  Went off just as convoy passed.

Mar. 11   Rockets and Mortars at the East gate.  Vehicle tries to crash the gate.

Mar. 13   8 Mortar rounds incoming.  IED kills 2 near Gunner gate.

Mar. 16   4 Mortar rounds next to CMATT CP

Mar. 18   Woke up to 3 Mortar rounds.

Mar. 22   Woke up to 4 Mortar rounds.

Mar. 24   Small arms fire.  1 Iraqi wounded.

Mar. 27   3 Mortar rounds near our training site

Mar. 28   3 Mortar rounds next to the chow hall we were in.  Everyone on the floor.

Mar. 29   2 Mortar rounds early in the morning.

Mar. 30   10:30 2 Mortar rounds

Apr.  03   2 Mortar rounds

Apr.  05   Marines hit 7 wounded

Apr.  07   2 Mortar rounds, 1 killed in spite of our efforts, 5 wounded. 1 of our team wounded.   

Apr.  08   40 rounds of incoming throughout the entire day.

Apr.  09   17 Mortar rounds throughout the day.  2 very close.

Apr.  10   2 Mortar rounds 0700.  Rockets overhead.  QRF to small arms fire near rifle range.

Apr.  11   Woke up to Mortar rounds.

Apr 12 NCOs assigned to Induction Center mobbed the DFAC

Apr.  13   Reacted to Riot in 2nd company area.  1 Iraqi wounded.

Apr.  15    Mortar rounds, 1 dead, working on the wounded on the Hummv hood, shower point.

Apr.  17   2 Rockets overhead.

Apr.  20   2 Mortar rounds near our training site.  2 very near barracks.

Apr.  22   2nd Company XO has grenade thrown into his area.

Apr.  24   3 Mortar rounds near phone center.  6 killed. 3 wounded.

Apr.  25   3 Mortar rounds very close, 1 wounded.  Gunner gate. 

Apr.  26   Rocket attack.

Apr.  27   10:20 Mortar rounds at East Gate.

Apr.  28   8 Mortar rounds.


 

Apr.  30   6 mortar Rounds 

May  02   1 mortar Round near the Old Chow Hall.  







May  03   Small arms fire 4th BN training area.  1 Mortar round 06:40, 1 Mortar round 07:35

May  04   Small arms fire at 04:10.  Rocket attack on bread truck.

May  05    RPG hit bread truck, 2 killed.  1 rocket landed in 4th BN area.  30 meters from guards. 

May 10    1000 Mortar strike 100 M from CMATT CP near FARP

May  11   Mortar rounds hit again in 4th BN area.  Danger close.

May  12   Palace, small arms fire and gun ships in action.  22:00.

May  14   Small arms fire 04450, Washington, airfield. Frank stated he saw 2 small arms fires while we were in flight from his side of the Blackhawk.  0330 an attempt to breach the perimeter of 4th BN.  Small arms fire.  3 Incoming Mortar rounds at 13:21.  

May  16    3 Incoming rockets, at 21:15. 

May  17    Mortar rounds 09:55

May  19   4 Rockets incoming fired from the East gate area.   1 by px,   

May  20   1 Mortar round 80 meters from one of our team. 

May  23   2 mortar rounds, 1 near 4th bn, 1 near 2nd, bn.  14:45

May  24   7 Mortar rounds, around the mess hall and airfield we were at.  3 dead.

May  24   8 Rounds in 4th BN area. 10 meters from chow hall.  Bus burned.

May  28   explosion 11:30

Jun    02    3 Mortars while we were at a media meeting in Brigade.

 Jun    06     2 VBIED at Castle and Gunner, also talk about mortars.  9 KIA/30 CIV WIA, 3 US WIA.

 Jun    12    3 Mortar rounds landed in the 1st Bn area.

 Jun    13    2 Members of the Fedayeen caught 400 meters from our location with 1000 AK rounds. 

Jun 14 shots fired near Icehouse gate.
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