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                           Task Force Smith



No commander likes to commit troops piecemeal, and I'm no exception.



‑Major General William Frishe Dean, CG, 24th Infantry Division.

At a little past eight on the morning of 1 July 1950, Lieutenant Colonel Charles B. Smith, commanding, 1st Battalion, 21st Infantry, reported to his division commander, General Dean, at Itazuke Air Base. Standing behind Brad Smith in the slanting monsoon rain were just over four hundred officers and men, the first troops designated to go into Korea by air. They stood in fatigue uniforms and steel helmets, holding rifles and a conglomeration of old and worn supporting weapons. Each man carried 120 rounds of ammunition and two days' C rations.


Most of them were not yet twenty and hardly one in six had heard a shot fired in anger.

Major General Dean, tall and close‑cropped, his face serious under his sandy short hair, shook hands with Smith.


"When you get to Pusan, head for Taejon. We want to stop the North Koreans as far from Pusan as we can. Block the main road as far north as possible. Make contact with General Church. If you can't find him, go to Taejon and beyond if you can. Sorry I can't give you more information‑that's all I've got. Good luck, and God bless you and your men!” 


Smith, a good‑looking young man of thirty‑four, West Point class of 1939, saluted and ordered his men into the waiting C‑54 transports.


They were Task Force Smith, which MacArthur termed an arrogant display of strength, sent ahead into Korea to give the Communists pause. General Dean had been ordered to move his entire 24th Division to the peninsula, but it was scattered the length and breadth of Japan, near six separate ports, and there were no ships immediately available. It would have to go in bits and pieces, of which Task Force Smith was the first.


Five days later, Task Force Smith was dug in along the main highway between Suwon and Osan, which lay a few miles south. Two understrength infantry companies, with headquarters and communication personnel, it had, in addition to its rifles, two 75mm recoilless rifles, two 4.2‑inch mortars, six 2.36‑inch rocket launchers, and four 60mm mortars. A battery of six light howitzers from the 52nd Field had joined them, and these went into place two thousand yards behind the infantry.


They dug in on low rolling hills, on a ridge that ran at right angles to the road, commanding it. The weather was rainy, and cold, but from the highest point of the ridge, some three hundred feet above the highway, Smith could see almost into Suwon.


Brigadier General Church, of ADCOM, had told him: "We have a little action up here. All we need is some men up there who won't run when they see tanks. We're going to move you up to support the ROK's and give them moral support."


Now, waiting confidently at dawn on 5 July, Task Force Smith covered approximately one mile of front. As soon as the light was good, the riflemen test fired each of their weapons, and the artillery registered on the surrounding hills. Then everyone went to breakfast, which consisted of cold C rations.


One of the artillerymen was worried. He knew the battery had only six rounds of antitank ammunition‑one-third of all that could be found in Japan‑and he asked, "What will happen to the guns if the North Korean tanks get through the infantry up there?"


One of the infantry officers told him, smiling, "Don't worry; they'll never get that far."


It was generally agreed that the North Koreans, when they found out who they were fighting, would turn around and go back. The young soldiers of Task Force Smith were quite confident; at this point none of them felt fear. At Pusan, when they had boarded the train, the Koreans had unfurled gay banners and bands had played in the station yard.
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They had been told that this was a police action, and that they'd soon be home in Japan. It was a happy thought‑life in Japan was very good. Almost every man had his own shoeshine boy and his own musame; in a country where an American lieutenant made as much as a cabinet minister, even a PFC could make out. And the training wasn't bad. There were no real training areas in crowded Nippon, so there wasn't much even General Walker of Eighth Army could do about that, though he made noises.


The young men of Task Force Smith carried Regular Army serial numbers, but they were the new breed of American regular, who, not liking the service, had insisted, with public support, that the Army be made as much like civilian life and home as possible. Discipline had galled them, and their congressmen had seen to it that it did not become too onerous. They had grown fat.


They were probably as contented a group of American soldiery as had ever existed. They were like American youth everywhere. They believed the things their society had taught them to believe. They were cool, and confident, and figured that the world was no sweat.


It was not their fault that no one had told them that the real function of an army is to fight and that a soldier's destiny‑which few escape‑ to suffer, and if need be, to die.


At about 0700, through the sweeping rain, Colonel Smith saw movement on the road in the direction of Suwon. By 0730, he could clearly see a tank column, eight in all, grinding toward his ridge.


At 0800, or thereabouts, the forward observer with the infantry along the road picked up his field phone and called, "Fire Mission!"


The rounds went into the stubby 105's; breechblocks clicked home. Gunners set their sights, leveled the bubble, and section chiefs' arms went up. At 0816, Number 2 howitzer spat flame into the murky sky, one round, two. All guns joined in the barking chorus.


The tanks were now about two thousand yards in front of the infantry holes, and still coming. Bursting HE shells walked into the tank column, spattering the advancing armor with flame and steel and mud.


"Jesus Christ, they're still coming!" an infantryman shouted.


Colonel Smith knew that the 75mm recoilless rifles he had placed covering the highway had very little ammunition; he now ordered them to hold their fire until the tanks got within 700 yards.


The NKPA tanks, dark and wicked and low‑slung on the road, advanced arrogantly, seeming unconcerned by the exploding HE shells about them.
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Antitank mines placed in the road would have stopped them. But there was not a single antitank mine in Korea. Air support might have stopped them, but because of the rain the planes could not fly.


Now the troops dug in along the ridge could count more than thirty tanks strung out on the road.


At 700 yards, both recoilless rifles slammed at the tanks. Round after round burst against the T‑34 turrets, with no apparent effect. But with this opposition, the tanks stopped and turned their 85mm cannon on the ridge. They fired, and their 7.62mm coaxial machine guns clawed the hillsides. Suddenly, American soldiers pulled their heads down.


Lieutenant Ollie Connor, watching, grabbed a bazooka and ran down to the ditch alongside the road. Steadying the 2.36‑inch rocket launcher on the nearest tank, only fifteen yards away, Connor let fly. The small shaped charge burned out against the thick 

Russian armor without penetrating. Angrily, Connor fired again, this time at the rear of the tank where the armor protection was supposed to be thinnest.


He fired twenty‑two rockets, none of which did any damage. Some of the rounds were so old they did not explode properly. The tankers, thinking they were up against only a small roadblock, made no real attempt to engage Task Force Smith, but continued down the road.


The enlisted men of Task Force Smith stuck their heads out of their holes and watched them disappear around the bend, heading for the artillery positions.


There was nothing mysterious about the Russian T‑34, as some newspapers later claimed. Of obsolescent design, it had been used against the German panzers in front of Moscow in the early forties; perhaps it was the best all‑around tank developed in World War II, with very high mobility, a good low silhouette, and very heavy armor plating. It could be stopped‑but not with the ancient equipment in the hands of the ROK's‑or Task Force Smith.


The American Army had developed improved 3.5‑inch rocket launchers, which would penetrate the T‑34. But happy with having designed them, it hadn't thought to place them in the hands of the troops, or of its allies. There just hadn't been enough money for long‑range bombers, nuclear bombs, aircraft carriers, and bazookas too. Now, painfully, at the cost of blood, the United States found that while long‑range bombers and aircraft carriers are absolutely vital to its security, it had not understood in 1945 the shape of future warfare.


To remain a great power, the United States had to provide the best in nuclear delivery systems. But to properly exercise that power with any effect in the world‑short of blowing it up‑the United States had also to provide the bread‑and‑butter weapons that would permit her ground troops to live in battle.


If it did not want to do so, it had no moral right to send its troops into battle,


The two lead tanks rumbling down on the howitzer positions were struck head on by HEAT rounds, damaging them. They pulled off the road, so the others could get around them. One of the damaged tanks burst into flames. Two of its crew leaped from the turret with their hands up; the third came out holding a burp gun.


This soldier, seeing an American machine‑gun crew dug in beside the road, fired at it, killing an assistant gunner. The Americans immediately shot down all three tankers. But the first American had been killed in Korea.


Very soon the dead American would have company.


The other tanks still did not stop, but continued on down the road. The howitzer gunners relaid their pieces directly on the tanks, and fired. At ranges of from 300 to 150 yards, the 105's just bounced off.


But the tankers had buttoned up, and could not locate the artillery's firing position. Answering the fire only haphazardly, they continued down the road, past the artillery site and beyond. One more tank was hit in the track and immobilized. But the antitank ammunition was now gone, and a badly shaken group of American gunners watched the Communist armor rumble on.


After the main body of the tanks had disappeared, Colonel Perry, commanding the 52nd Field, who had come up to fight with his single engaged battery, organized a squad of men to destroy the halted tank. He called for its crew to surrender, and was shot through the right leg for his efforts.


The howitzers slammed at the tank until its crew deserted it. The two men who got out were killed in a brief fire fight with some of Perry's men.


Now it was found that the tanks had cut all the wires leading up to the infantry positions farther north. The radios were wet and old and wouldn't work, and the gunners had no idea of what was happening up ahead. They knew only that a hell of a lot of tanks had come through, and that wasn't supposed to happen to them.


Ten minutes later, another long string of tanks poured down the road toward the guns emplaced alongside it. They came singly, in twos, and threes, apparently without any organization, and, like the first, not accompanied by enemy infantry.


To any troops with solid training, armed with the weapons standard to any advanced nation at the middle of the century, they would have been duck soup. But Task Force Smith had neither arms nor training.


As the new wave of tanks burst into view, the artillery battery started to come apart. Officers ordered fire on the tanks, but the crew members began to take off. Some men scuttled off; others simply walked away from the guns. The officers and senior sergeants suddenly found themselves alone.


Cursing, commissioned officers of the battery grabbed ammunition and stuffed it into the tubes. The noncoms laid the guns and pulled the lanyards.


Again, the tanks did not pause to slug it out with the battery but passed through the gap to the south.


Colonel Perry, hobbling on one leg, leaning against a tree, together with First Lieutenant Dwain Scott, talked the men into coming back on the guns. Many of the second echelon of tanks did not fire on the battery at all, and the guns were able to knock out one more by disabling its track.


But one howitzer had been struck by an 85mm shell, and destroyed, and a great many of the battery vehicles, which had been parked off the road, were smashed and burning. Other than Colonel Perry, only one other artilleryman had been hit.


Farther north, Colonel Smith's infantry had lost some twenty dead or wounded to tank fire.


After the last tank had passed, the roadside grew quiet again. The gunners sat down around their guns, resting, while the riflemen began to dig their holes deeper. The steady rain continued to come down.


Then, after an hour had passed, Smith through his glasses saw a long column of trucks and walking infantry moving south from Suwon. At first sight he estimated the column to be at least six miles in length. Leading this new column were three more tanks, followed by trucks and miles of marching men.


This column was the 16th and 18th regiments of the NKPA 4th Division, the conquerors of Seoul.


For about an hour, the column closed upon Task Force Smith's position. The men were no longer cocky or happy. They were scared.


Smith held his fire until the leading tanks and trucks were only a thousand yards away. Then he said, "Throw the book at them!"

The North Korean column was congested on the narrow, road; it was not prepared to fight. Apparently it was not even in communication with the tank columns of the 105th Armored Brigade that had preceded it down the road, and it did not anticipate trouble.


While tough and battle‑hardened, with a core of veterans, and psychologically prepared for battle, the NKPA was by no means a scientific military instrument by twentieth century standards. With no body of technical skills to fall back upon, the handling of communications and mechanized equipment, or even of artillery larger than mortars, by its peasant soldiery was inept. When its core of veterans had been exhausted in battle, the newer forced‑inductees would be less reliable, and the NKPA would falter.


But in the early months of the war, the NKPA was a better army, more ready for war, than those it faced.


Colonel Smith gave the order to fire. Behind the ridge, mortars coughed, throwing their shells in a high arc over the ridges, sending them crashing down on the truck column. Trucks exploded and burst into flame. Shouting Koreans ran for the ditches. Machine guns ripped at them as they ran.


Some died on the road. Others reached the ditches, and were blown apart by the 4.2 shells that fell among them. The column of North Koreans stopped and began to pile up in confusion.


But now again Colonel Smith had nothing with which to stop the three tanks. The armored vehicles moved up close to his ridges, only 200 yards from the holes, and began to shower them with machine‑gun slugs and to belt them with cannon fire. Americans began to die along the ridge.


Now, behind the smoke of the burning trucks, Smith could see a thousand North Koreans in mustard‑colored uniforms start to deploy out into the rice paddies beside the road. A wave of them started for his ridge; it was broken up by rifle and machine‑gun fire.


Surprisingly, although they brought some machine guns around, the enemy made no real effort to flank the ridge.


Enemy artillery began to burst along his position now‑but Smith had no communication with his own supporting battery. Either artillery or air could have wreaked havoc on the North Koreans congested on the road in front of him, but he had neither. Smith believed the artillery had been destroyed by the tank column, though actually only one howitzer had been knocked out.


While the infantry fought along the ridge, the artillery sat it out. Twice Perry ordered wire parties to try to get the lines back in, but twice the men came back, complaining that they had been fired on.


Wet and old, none of the radios would work.


Smith, a courageous and competent officer, held his ridge as long as he dared. He held fast until the early afternoon, blocking the enemy, but he was running low on ammunition, and he realized that he was going to have to extricate his force, and soon, if he was going to save any of it from destruction.


Not only did he have a great number of enemy in front of him, but now men with automatic weapons were flowing across his flanks.


A withdrawal under fire is one of the most difficult of all military maneuvers. With seasoned troops it is dangerous, but with green men, undisciplined, badly shocked by the new and terrifying experience of battle, it can be fatal.


Smith ordered his two companies to leapfrog backward down a finger ridge on his right, toward Osan. While one platoon was to withdraw, others would cover it by fire.


C Company started back first, followed by the medics and battalion HQ.


But one platoon of B Company never received the withdrawal order. Fighting, Lieutenant Bernard, its commander, suddenly realized he was all alone on the position. He gave orders for his men to pull out after the others had already gone.


The withdrawal immediately became ragged and chaotic. Nobody wanted to be last in a game where all advantage obviously lay with being first. The men got out of their holes, leaving their crew‑served weapons. They left their machine guns, recoilless rifles, and mortars for the enemy.


Getting up from its holes to withdraw, Task Force Smith now came under heavy machine‑gun fire from the flanks, and here it took its heavy losses. At close range, automatic weapons chewed the retreating Americans, breaking them up into small, disorganized units.


They left their dead where they lay, and abandoned the thirty or so wounded who were too hurt to walk. One medical sergeant, whose name has been lost, refused to leave the wounded. He was not heard from again.


With his last company leaving the hill, Colonel Smith struck off toward Perry's position, to tell the artillery that the infantry was pulling out. Finding Perry, Smith was amazed to find five guns operable and only one man other than Perry wounded. But it was too late now for the artillery to take a hand.


The artillerymen were quite ready to go. Quickly, they lifted sights and breech locks from their howitzers, and took them to their vehicles. Smith, the hobbling, Perry, and many of the gunners then walked back to Osan, three miles away, where the artillery had left many of their trucks, which they found undamaged.


But Osan was occupied by enemy tanks. The little convoy struck out on a dirt road to the east, trying to reach Ansong. Soon they overran straggling groups of infantry struggling over the hills and sloshing through the rice paddies. Covered with slime, running, these men had tossed aside their steel helmets. Some had dropped their shoes, and many had lost shirts. None of them had weapons other than a few rifles, and two or three clips of ammunition per man.


They shouted at the trucks as they passed. The artillerymen stopped and picked up about one hundred men of this group. Then they continued eastward, away from the enemy.


The NKPA, apparently satisfied with taking the ridge, did not pursue. Besides, the Americans had left many good things behind to occupy the victors.


Early the next morning, 6 July, Colonel Smith could account for only 185 men. Later, the C Company commander came in with 65 more. The artillery was missing 5 officers and 26 men.


Survivors straggled into several Korean towns for a number of days. Some men walked all the way to the east coast; some reached the Yellow Sea on the west. One man finally, came into Pusan by sampan.


Task Force Smith, designed to be an arrogant display of strength to bluff the enemy into halting his advance, had delayed the Inmun Gun exactly seven hours.

CHAPTER II

Men Against Tanks

I have run through all of this at the risk of boring readers, because it all made some sense in relation to the first days of war in Korea. I knew quite a bit‑although not as much as I thought‑about the Korean people and geography; and my division was the closest American battle unit when the fighting started.


My orders specified that a task force of two reinforced rifle companies, with a battery of field artillery, was to be flown to Korea immediately and to report to Brigadier General John H. Church, who had flown from Tokyo to Taejon, in the middle of South Korea, with a headquarters detachment. Taejon was well south of the battle line and an obvious choice for a defensive headquarters. The entire 24th Infantry Division was to move to Korea by surface transportation as rapidly as possible.


Lieutenant Colonel Charles B. (Brad) Smith was picked to command the task force. No commander likes to commit troops piecemeal, and I'm no exception, but Smith was definitely the man for the Job if it had to be done. He had a fine World War II record in the South Pacific and was a natural leader. So he and his 406 riflemen, plus a few artillerymen, were on their way to a landing field outside Pusan on July 1. From there, they could move by train to the front lines, then somewhere between Seoul and Suwon‑the exact location depending on which Republic of Korea (ROK) Army intelligence report you believed. Meanwhile I tried to move a division, scattered near half a dozen ports, with no ships ready. It was an interesting assignment.


I myself started for Korea one day after Task Force Smith. My original effort was made in a C‑54, a large four-motored aircraft, so I took along a jeep as well as various members of the division staff and my aide. We got over the airfield at Pusan without trouble, but there were stalled by a report that the mud field had been so cut up by the big planes carrying in Task Force Smith. that no more large aircraft could land. So we flew back to Japan, changed to a C‑45 (a much smaller plane), left the jeep and other equipment behind, and made a second try. This time we landed successfully and took off again, after a brief stop, for Taejon, where I would take over the command. It was nearly dark, but I had been over this area several times in 1948 and 1949, in a cub plane, and was sure I could recognize Taejon from the air. But when I pointed out a field to the pilot he only shook his head. If it was Taejon, the field had shrunk and no longer was big enough for a C‑45.


At any rate, it was now dark and there was no lighted field in this part of Korea. We had to fly two hundred and fifty miles back to Itazuki in Japan. By the time we had something to eat, we could get only about three hours sleep, then took off once more, shortly after dawn, for Korea.


This time fog was covering that whole part of the peninsula, and we could not even see Taejon. But I was desperate, so we finally flew out over the Yellow Sea, bored down through the fog bank, then came back east following the Kum River line and dodging mountains under the high fog, and eventually landed. I never thought I'd have so much trouble in getting to a war. But one thing was definite: I didn't need my yang‑ban hat, then or later in Korea.


My first day in Taejon, July 3, I tried to get a picture of what was happening, and it was fairly obvious. The principal attack was on the main road and railroad lines, which roughly parallel each other through Suwon, Osan, Chonan, Taejon, Kumchon, Taegu, and Pusan. This was the historic military route through Korea, followed in dozens of forgotten wars, re‑emphasized by the Japanese in their invasions, and now being used in reverse by the North Koreans.


To the east of this route mountains prevented easy troop movements, so there was no other great danger point except on the extreme eastern coast. The Yellow Sea protected us to the west as far south as Pyongtaek; but below that the left flank would also have to be guarded.


South Korean civilians were thronging this road south from Suwon; and unfortunately thousands and thousands of national police officers and some military also were marching south, apparently making no effort to stand and fight. What might be happening in the mountains to the east was anybody's guess, although South Korean Army headquarters, now beside our own in Taejon, repeatedly stated that their Army was fighting hard there, and occasionally brought in a captured armored vehicle or some other such token to prove their claims. But they did not seem to be able to produce any prisoners of war for interrogation.


Our own force obviously was too small to maintain adequate communications over such a large area, so we had to depend on South Korean civil telephones and telegraph for wire communications, and on radio to get our messages through to front‑line troop units. General Church explained that he had ordered Task Force Smith to take up two positions‑approximately one company at a road crossing at Ansong, another at Pyongtaek on the main highway. Theoretically these two positions blocked the two roads down which the enemy was most likely to come‑but one company per road is not exactly a strong block, especially with South Koreans pouring past them by the thousands. All these Korean police and soldiers had their rifles and equipment, so it’s no wonder that the sight of them was disconcerting to our own troops who had been ordered to make a stand.


I approved General Church's plans and asked him to set up the organization for an expeditionary force headquarters, then flew back to Pusan. The 34th Infantry Regiment had been arriving there on ships that day and was entraining, for Taejon. We slept that night on the floor of a Pusan building that had more bedbugs in it than any other structure I've seen, before or since.


At this time my own organization was still scattered. G‑2 (Intelligence) was at Taejon. The G‑3 (Operations) section was operating from Pusan, but G‑1 (Personnel) and G‑4 (Supply) were still in Japan. The 34th was on the way north, but other infantry units and all support organizations were still at sea or in Japan.


On the afternoon of July 4 I flew back to Taejon. Still no American ground forces had been in action against the enemy; but there could be no doubt that it was coming soon. The positions Task Force Smith had reconnoitered in the vicinity of Osan (north of Pyongtaek) appeared to have such strength that I ordered the whole task force up there, to form one solid lump of Americans, which might help to stem the back​ward march of all these South Koreans. The ROK headquarters, now operating under its third chief of staff since the war had started less than two weeks before, was torn by internal strife, with everyone shouting "Communist" at one another, and everyone apparently quite willing for me to make all decisions, especially theirs.


I tried to encourage some sort of ROK stand, but most of my efforts were lost in a fog of excuses for the backward march. They were short of artillery, they had nothing to stop the enemy tanks, they had been outflanked‑there was always some good reason.


I don't think they ever did try the suggestion of their second chief of staff, Lee Bum Suk, that they let the enemy tanks come through, dig ditches behind them, and thus prevent them from getting back or getting gas. At this time many of the North Korean tanks were coming through alone, without infantry support, and the trick just might have worked.


At any rate, I got my first strong contingent of American troops when the 34th Regiment arrived in the fighting area late on July 4. I ordered this regiment to reoccupy the positions Task Force Smith had left, blocking one road at Ansong and the main highway at Pyongtaek, where an arm of the sea comes up almost to the highway, forming a natural defense on the left. The north‑south mountain range approaches Ansong on the right, so these positions presented a minimum of flanking problems‑and Task Force Smith still was out in front, to blunt any enemy attack along the main road before it even touched this line.


The morning of July 5 the attack came. The only word I received from the 34th was that there was fighting at Osan‑then that we were out of contact with Task Force Smith. At this time our communications were not reliable. My aide, Lieutenant Arthur M. Clarke, and I drove through a blackout up to Pyongtaek, where I met Brigadier General George Barth, who had been loaned to me from the 25th Infantry Division as an extra general officer. General Barth said that he had been at Osan; but that just after he left, tanks had been reported coming down the road. After that there was no further contact with Smith. Worse, a patrol from a battalion at Pyongtaek had just moved forward and run into North Koreans, losing one man. This indicated that the Communists had somehow by‑passed Osan and that their forward elements were nearly to Pyongtaek. While I was there the battalion was planning to send out a heavier patrol, in a new attempt to reach Task Force Smith, but there was no report by one o'clock in the morning of July 6 when we left to drive back to headquarters at Taejon.


We arrived just about dawn and I had an hour's sleep. Then my headquarters was filled with Korean politicians, each with a different suggestion. I also received a disturbing report that President Syngman Rhee, now at Pusan, was anxious to come back north to Taejon‑‑ which would put him in personal danger and further complicate the military problems.


Then I received one encouraging bit of information: Task Force Smith, which we had about given up as overrun and lost, was coming back to Pyongtaek. They brought out the trucks and about half of the force, but had to leave the artillery pieces after pulling the breech locks and sights so that the guns would be useless. Both Smith and Colonel Basil H. Perry, the artillery commander, were with the party which fought its way through the Communists behind them. For the next two or three days men kept dribbling in, singly or in small groups, so that our eventual losses were much less than I'd feared.


A couple of the earl arrivals from the task force also brought me the first direct word about enemy tanks‑how forty of them had come down the road, rolling right up to what the Americans had thought were good emplacements, and then firing point‑blank into them. The fact that they had been able to see our emplacements didn't surprise me (American soldiers are anything but masters at camouflage), but the number of tanks did. Up to this time I'd been inclined to discount the numbers reported by the South Koreans, but this was reliable information. The soldiers also told me how the infantry had managed to get four tanks, and how the artillery had knocked out four others, firing in direct lane.


All in all, it was not a discouraging story. It had been the first American action, we had lost it, but the enemy had paid a considerable price. I felt better‑for all of a couple of hours.


Then I received astonishing information: the 34th had pulled back south of Chonan‑more than fifteen miles from the river defense line with its flank on the sea. Units that had been at Ansong were now a full twenty miles from where I had left them‑without even waiting until the enemy hit them.


I learned this at four o'clock in the afternoon of July 6, and I jumped in my jeep and rushed up toward Chonan to find out what was wrong, why they had not held on the river. But by the time I got there the whole regiment was south of Chonan, most of the men having ridden back on the trucks. I should have said, "Turn around and get going now"; but rather than add to the confusion and risk night ambushes, I told them, "All right, hold tight here until I give you further orders."


When I reached my own headquarters once more I issued such orders: to advance until they made contact with the enemy, then fight a delaying action.


There is no point now in rehashing past mistakes endlessly. I have always believed that when there is a confusion in orders, the person issuing those orders is at fault for not making himself entirely clear; so the fault in this affair was mine. But whatever the fault, the results were tragic. Chonan is a road intersection from which good routes lead to the west as well as to the south. Once we had lost Pyongtaek, we had opened up our whole left flank, defended only by some dubious forces known as the Northwest Youth Group‑five hundred or a thousand dissident, non‑Communist North Koreans who had been armed by the South Korean government but were not part of the regular Army. Other people had considerable confidence in them, but I did not share it‑and the fact is, North Koreans harried our flank on that side from then on. There is no doubt that those Northwest Youths were bloodthirsty people who hated the Communists, but they did us very little good.


On the afternoon of July 7 I gave command of the 34th Regiment to Colonel Robert B. Martin. Bob Martin and I had served together in Europe in the 44th Division, and I'd observed his methods of commanding a regiment in combat. As soon as I had received my orders to go to Korea, I had asked Far Eastern headquarters for Martin by name. I knew Bob would want to get into the fighting, and Tokyo agreed to free him from his staff assignment.


When Martin took over the regimental command at three p.m. on July 7 I breathed easier once more. It's unfair to expect other people to read your mind, but I knew very clearly what I wanted, and that Martin was one man who could read my thoughts even before I said them out loud. He was also my very good friend.


In the meantime the 34th, following my orders, had moved north once more, setting up defense positions in and slightly north of Chonan. But that night at ten o'clock, another message came through from the regiment: the situation in Chonan was bad, Colonel Martin had gone up from his command post south of the city to straighten it out‑and now he was cut off. There were no communications with the one battalion still holding the town.


I got very little sleep that night, but about four o'clock on the morning of the 8th we received word that the situation in Chonan had improved and Colonel Martin was back at his command post.


That morning Lieutenant General Walker flew in from Japan and told me that the whole Eighth Army‑including Walker himself‑was coming to Korea. So I no longer would have to wear the double hat of division command and force command. Together we rode up toward Chonan to see what was going on. At the 34th's command post, south of the city, we were told that there was more trouble in Chonan and Martin had gone up again. Once more they were out of contact with their own front lines.


General Walker and I pulled on north, to the top of the last rise south of Chonan, with the town about six hundred yards ahead of us, out in an open valley. From there we watched our forces being driven out.


A sweating officer coming from Chonan told us that North Korean tanks were in the town, although we could not see them. He said Colonel Martin had grabbed a 2.6 bazooka and was leading his men with it, actually forcing the tanks to turn and run, when one tank came around a corner unexpectedly and fired from less than twenty‑five feet. The shot blew Colonel Martin in half. Thereafter resistance had disintegrated and now our troops were bugging out.


Now a new decision faced me. The highway below Chonan divides: one part follows the railroad to Chochiwon and the Kum River; the other goes straight south to Kongju, then angles eastward to rejoin  the other highway at Yusong, just outside of Taejon. Both routes had to be defended. I ordered the 34th to back down the Kongju road and the newly arrived 21st Regiment to fight a delaying action on the route to Chochiwon. We were fighting for time. The 19th Regiment, which had come all the way from Honshu, was just getting into a reserve position. I already had ordered the tanks attached to it to come up on the line, and they came up while General Walker and I were watching the Chonan evacuation. These were the same little light tanks the rest of the division had.


As the commander of the first platoon came up the hill, General Walker stopped him and asked, "What are you going to do down there? "


The lieutenant said, "I’m going to slug it out." You could see that the boy was certain he was on his way to death. He'd heard what happened to the M‑24 tanks against those heavy Russian‑built tanks, but he had his teeth clenched and was going in.


But General Walker said, "Now, our idea is to stop those people. We don't go up there and charge or slug it out. We take positions where we have the advantage, where we can fire the first shots and still manage a delaying action."


Right there on the battlefield he gave this man as fine a lecture in tank tactics as you could hear in any military classroom.


We were still losing a war, but the delaying tactics did begin to delay a little. We weren't blowing as many bridges behind us as I would have liked‑leaving them intact is a very brave thing to do when you're planning on a counterattack along the same route, but when the enemy is pushing you all the time it's an expensive form of courage‑but otherwise the retreat was being fought rather well.


The 21st Infantry, under Colonel Richard Stevens‑"Big Six” to his "Gimlets"‑did a magnificent job at Chochiwon. With its forward elements overrun by the enemy, the 21st counterattacked, regained the lost ground, and in so doing revealed the savagery of our enemy: they found the bodies of six soldiers with hands tied behind their backs and holes through the backs of their heads.


During this period Dick Stevens too gave me some anxious moments when for several hours he was well forward of his command post and cut off. Only after the 34th Infantry was forced across the Kum River at Kongju, exposing the left flank of the 21st, did that regiment withdraw in good order to Okchon in the hills east of Taejon.


On their way back they passed through the 19th Infantry, the "Rock of Chickamauga" Regiment, which had taken up positions along the Kum at Taepyong‑ni on June 13. This regiment put up a determined fight along the Kum. They were almost completely enveloped and the regimental command post surrounded before the "Chicks" withdrew to Yongdong to reorganize. I've always had a soft spot in my heart for this regiment, with which I served as a captain in Hawaii in 1936-38. In the battles around Taejon, under the inspired and gallant leadership of Colonel Guy S. (Stan) Meloy, the Chicks did a lot of killing and made the enemy pay full price for the ground won. Colonel Meloy, badly wounded, came out on a tank late at night, just as I thought I had lost him.


The 34th held on the Kum at Kongju until North Koreans swung around the exposed left flank and attacked the 63rd Field Artillery Battalion on its flank and rear. This forced the 34th to fight a delaying action, facing northwest, just east of Nonsan.


Now our front was! narrowing again, and only the 34th was still in contact with the enemy. I sent a battalion of the 19th up to give them some added strength, and ordered the units in contact to try to hold along the curve of a Kum River tributary north and west of Taejon.


Various officers of the 25th Division already had been up to look over the front, and I knew that division would come to help us just as soon as they had secured a vital airfield on the east coast. The 1st Cavalry also was on the way. So I moved my own divisional command post east to Yongdong but stayed behind in Taejon myself, working out of the 34th regimental command post, located in a schoolroom. I had ordered the 34th to leave the river perimeter on the night of July 17 but countermanded those orders and decided to try to hang on to that river line.


My reasons for staying in the town were simple, although of course there can be much argument about them. (I spent a great deal of time later trying to second‑guess myself about them.) But these reasons were compounded of poor communications, which had cost me one valuable position up at Pyongtaek, and the old feeling that I could do the job better ‑that is, make the hour‑to‑hour decisions necessary‑if I stayed in close contact with what was happening. My staff was quite capable of operating the headquarters at Yongdong, under the direction of Brigadier General Pearson Menoher; and frankly, it was easier to get a message through toward the rear (or so it seemed) than toward the front.


None of which changes certain facts: I was forward of my own headquarters on the night of July 19; the situation was so confused that I could not even be certain we still held a solid line northwest of the city; and very few important command decisions were made at that time. Very few of the things I did in the next twenty‑four hours could not have been done by any competent sergeant‑and such a sergeant would have done some of them better. I have no intention of alibiing my presence in Taejon. At the time I thought it was the place to be. Three and a half years later I still do not know any other place I could have been to accomplish any more. The accomplishments, I think, would have been virtually zero in any case.


On the night of July 19 I went to sleep to the sound of gunfire; and in the morning more gunfire knit a ragged and shrinking border around the city. I am no longer a young man, and so I awoke very early, although I had been short of sleep for almost a month. I heard the sound of the sporadic firing and inhaled the odors which no one ever escapes in Korea, of rice‑paddy muck and mud walls, fertilizer and filth, and, mixed with them now, the acrid after‑odor of cordite from the artillery, indefinable odors of thatch‑roofed houses slowly burning.


There no longer was any great doubt: my forlorn hope that the 34th could hold the line long enough for more help to arrive was growing more forlorn by the minute. Spiteful rifles of infiltrators and turncoats spat from windows at the streaming refugees. The doom of Taejon was evident to them, to the lost and weary soldiers straggling through the town (the same soldiers who less than a month before had been fat and happy in occupation billets, complete with Japanese girl friends, plenty of beer, and servants to shine their boots), and to me.


Perhaps there is a certain somber poetry to any battle, and the phrase, fight and fall back, has a brave sound. But a retreating army is no place to appreciate poetry; and for the people doing it day after day, fighting and falling back is a sorry business. Our first twenty days in Korea had been bone wearying and bloody for the soldiers and frustrating for me (as such a battle must be for any commander who must tell soldiers when to fall back, when to turn and fight again). Any infantry officer must at times be ruthless. Part of the job is to send men into places from which you know they are not likely to come out again. This is never easy, but it's an especially soul‑searching business when the only thing you can buy with other men's lives is a little more time. Sometimes I wonder now, when so many people are so friendly and kind to me, whether they realize that they are being kind to a man who has issued such orders in two wars, and to many, many men.


But these are thoughts which come after a battle, not during it. On that morning in Taejon I remember especially the hour of six‑thirty. It was then that Lieutenant Clarke, whom I had as an aide partially because he was an aircraft pilot but who had been doing exactly no flying whatever since we hit Korea, relayed a report that North Korean tanks had been seen in Taejon itself, although the battle line was still presumed to be well north and west.


This was the sort of report with which the whole division was thoroughly familiar by this time‑and of which every man in it was deathly sick. There was only one difference between this report and many previous ones like it‑this time there were no immediate decisions to be made, for the moment no general officer's work to be done. So we decided to go tank hunting‑Clarke, Jimmy Kim, my Korean interpreter, and I. We couldn't do anything at the moment about the fact that the 34th's headquarters had lost contact with two of its leading battalions and did not know where its flanks were, or about the war in general. But perhaps we could do something about a couple of tanks.


We found them easily enough. Two T‑34s had come into an intersection where the east‑west road through the city meets the road from the airfield‑but they wouldn't be going away again. Both were dead in the street. Behind them, one of our own ammunition carriers was burning, with much phosphorus smoke. A third tank was in a field near some housing built for dependents of American soldiers during the Korean occupation. This one appeared to be undamaged. As we approached it 'we received one round of high explosive, although we could not be sure of the source.


A three‑quarter‑ton truck mounting a 75‑millimeter recoilless rifle was just backing toward the two dead tanks at the intersection, but I succeeded in getting the driver's attention and redirected him to back toward the tank in the field. But even though we reached a firing position we accomplished nothing. The gunner either was too nervous or was unfamiliar with his weapon, and none of the four or five rounds of his remaining ammunition scored a hit. The truck then pulled away, but the tank in the field still didn't move. We discovered later in the day that it already had been put out of action, although it showed no signs of damage.


This whole incident was only a repetition of an old story: we had nothing with which to fight this or any other tank. Lieutenant Clarke wrote an independent report of this day's; activities and in it said that we returned to the regimental command post and ate breakfast. But I must confess I remember very little about the meal, although shortly food was to mean more to me than it ever had meant before in my life.


I do remember that after a time we went tank‑hunting once more, and this time located both a weapon and two more enemy tanks. The weapon was a bazooka, for which the soldier carrying it had just one remaining round of ammunition. The two tanks were on the same street as the two dead tanks, and behind the ammunition carrier, which still was burning. Our first attempt to get close to them ended abruptly when we began to receive machine‑gun fire just over our heads, apparently coming from the turrets. We scuttled out of the line of fire and came up again from behind the buildings along the side of the street. This time smoke from the burning trailer and the protection of ruined buildings enabled us to get within ten or fifteen yards of the street, well behind the tanks. Just as we did, one of the live tanks managed to turn around in the narrow street and started back the way it had come into the town, and the other followed.


This was our day for bad shooting. The bazooka man too was nervous. His one round was fired at a range of a hundred yards but fell far short. The last tank rumbled right up to us and on past, within twenty yards.


There was nothing we could do to stop it. Some people who escaped from Taejon that day reported that they last had seen me firing a pistol at a tank. Well, they did, but I'm not proud of it. As that last tank passed I banged away at it with a .45; but even then I wasn't silly enough to think I could do anything with a pistol. It was plain rage and frustration‑just Dean losing his temper.

After that display of disgust, all I could do was to have Clarke take a few measurements of treads and armor thickness on the dead tanks, then return to the regimental command post and call for an air strike on the fleeing enemy armor, if the planes could find it. Our withdrawal from the battle of pistol against tank was punctuated by white phosphorus shells exploding from the burning carrier and falling much too close for comfort.


But we still weren't through with tanks. Very shortly a lone tank, without infantry support, calmly rumbled through the town, coming from the direction of Kumsan directly south of us, and going up toward the front lines to the north and west. It passed between our command post and the artillery area, not firing on either one and not being fired upon, waddled all the way up to the front line, then calmly waddled back again, still not firing. In passing the command post a second time, that tanker certainly must have seen more Americans milling around than he'd ever seen before, but he just kept going.


The only deduction we could make was that this tank must have come all the way around our left flank, leaving roadblocks of infantry as he came. I think he then went up to the battle line to report to his people, "Well, I've got these boys hooked from the rear now. Come on and make your attack."


In the days before July 20 I was getting intelligence reports from Korean Army sources and some of my own Korean agents. My  private agents had said days earlier that the Communists would not attempt a direct attack on Taejon but would move around it to the west and south. It was also reported that civilians in captured areas had been ordered to make thousands of suits of typical Korean white clothing, in which North Korean soldiers would infiltrate our lines at Taejon itself. Then these, plus the turncoats already in the town, would capture it without a frontal assault.


I discounted this information in preparing for the Taejon defenses; but there is no denying such thousands of infiltrators did come into town and confuse the situation. Whether the final North Korean decision to make a frontal attack was based on the failure of these infiltrators to drive us out entirely, or on such information as this lone tank could have provided, is anybody's guess.


At any rate, we decided to chase this tank with a headquarters group, in spite of our previous failures. Clarke, Captain Richard Rowlands, a division liaison officer, a ROK ordnance officer, and some casuals from the regimental command post made up the party. The latter were normally cooks, clerks, or messengers. On the way to the spot where the lone tank had last been reported we located a bazooka man and his ammunition carrier and a few other soldiers. Clarke's notes show that we killed some snipers on the way through the town; I think he's correct, because we certainly received a lot of sniper fire. I had reason again to note, as in Europe, that American boys really need to play more cops and robbers, as in the days of my own youth. They just don't know how to hide themselves any more, or how to sneak up on an objective‑whether it be Willie Jones playing cop or a North Korean guerrilla firing out of a window.


When we located the lone tank it was parked at a business area intersection, with two‑storied buildings on all sides, perhaps half a mile south of the command post. The buildings were set close to the street but were not deep structures, so that the interior of each block formed a courtyard completely surrounded by shops and stores.


We approached by entering front doors of stores a block away from the tank, going through them and out into the rear‑area courtyard, then into back doors of a building only yards from the quiescent tank. Immediately rifle fire splattered around us. The tankers had some sort of infantry protection now, and these riflemen had seen us. We withdrew through the stores to the courtyard, then tried to reach the street again at a different spot, but again the rifles found us. 


This time I think our position may have been given away by a fat and stolid Korean woman who calmly stood on the street outside a building while all this firing was going on. One of the soldiers wanted to shoot her, but I couldn't be sure enough that she was a lookout.


Instead we went back to the courtyard once more, and this time moved directly behind the building at the corner. Only this one structure was between us and the tank.   


To get upstairs from the courtyard I had to chin myself on a window ledge, then clamber up. The bazooka man and I, moving very cautiously, entered a plastered room, about seven by eight feet. I think Clarke was in the next room, and others behind us.


Quietly I slipped up beside the street window and looked around the side of it with one eye directly into the muzzle of the tank's cannon, no more than a dozen feet away. I could have spat down the barrel. I signaled to the bazooka man, who crept up beside me. Then I pointed to a spot just at the base of the cannon, where the turret and body of the tank joined.


The bazooka went off beside my ear. Plaster cascaded from the ceiling onto our heads and around our shoulders. Fumes from the blast filled the room, and concussion shook the whole building. From the tank came the most horrible screaming I'd ever heard (although I did hear its equal later and under different circumstances), but the tank still was not on fire. I don't think I'm normally a brutal man, but I had just one idea. I think I said, "Hit them again!" and pointed to a spot on the other side of the turret. The bazooka fired and more plaster cascaded, exposing the cornstalks to which most Korean plaster is stuck. A third time the bazooka fired, and the screaming finally stopped. Smoke rose from the tank. It was very quiet in the street.


This was a day in which I had no sense of time. Time got lost. Although I hardly had been conscious of any lapse of hours since early morning, it was almost evening when we came back to the command post for the last time.


There only details remained to be decided. Colonel Charles Beauchamp, the regimental commander who had joined us only three days earlier and had brought the 34th renewed spirit and fire, had been away from the command post most of the day, trying to re‑establish his communications, so I issued my orders for evacuation to the executive officer, Lieutenant Colonel Robert L. (Pappy) Wadlington, another of the old 44th Division officers now fighting a second war with me. The temporary command of the 34th had fallen on Wadlingon's shoulders when Colonel Martin was killed; and Pappy lived up to all my expectations. With his supporting artillery ambushed, he had kept his outfit in hand and fought a stubborn delaying action back to the Taejon perimeter, at which time Colonel Beauchamp, an eagle colonel sent from the 7th Division, had taken over.


A counterattack force was organized from kitchen police, clerks, and messengers when an artillery commander reported that snipers were preventing him from moving his pieces and that he might have to pull the breech locks and abandon the guns, which had happened all too often in the previous couple of weeks of our retreat. But this time Major S. C. McDaniel took out his headquarters people and managed to pin down the snipers until the guns could pull away toward the rear. This young officer had come to us as a replacement, also from the 7th Division, when Major John J. Dunn, the regimental operations officer, was reported missing in action at the same time Colonel Martin was killed at Chonan. I felt certain that Dunn had been killed too, but learned later that he was seriously wounded and captured. McDaniel had taken over a difficult position and had impressed me by his ability and outstanding courage. Later on July 20 he too was captured. I've learned from returning prisoners of war that he was relentless in his efforts to protect the rights of his fellow prisoners, despite the repeated threats of his Communist captors. He was so adamant that he finally was taken away from the prison camp, and his fellow prisoners are convinced that he was murdered.


All day Captain Raymond D. Hatfield, the division transportation officer, had been worrying about his supply train. We had a rolling supply point‑that is, virtually all of our ammunition and supplies were kept on a train, so that they could be pulled out fast when we needed to retreat again, as we had from front‑line points farther north. Hatfield was trying to get the train out of Taejon toward Yongdong, but reported that Korean engineers had uncoupled the locomotive and fled with it.


Fortunately my telephone line to division headquarters was still open, and division promised to send a locomotive back to Taejon. Hatfield went down to the railroad yard to meet it, but soon returned, almost beside himself. The locomotive had come clear into the yards, then suddenly backed away again at full speed.


Once more we called headquarters. They told us a sniper had killed the engineer and the locomotive had been taken out by the fireman, but they would send it in once more, with a carload of troops for protection. The last I saw of Hatfield (who really belonged at division headquarters, not up here in the burning town) was when he made another trip toward the railroad yard, still refusing to leave until the train did.


I added his name to a list I had been keeping. That day I had listed about fifteen names of men to whom I intended to award medals the moment I got a chance‑Bronze or Silver Stars for gallantry or heroic action. I even had a dozen actual medals‑all the Bronze Stars the Eighth Army possessed at the moment ‑in my jeep, so that I could pin them on personally and on the spot. I knew I had been far too chary about awarding medals in World War II, and it hadn't been fair to the men. This time I wasn't going to hand them out like rations, but I didn't intend to make the same mistake over again.


Captain Hatfield never got out of Taejon. When American troops retook the town, much later, his body was found. He had been wounded, then bayoneted. I have recommended since my return to this country that he be awarded posthumously a Silver Star for heroic action. Most of the other men whose names were put on my list that day never did get their awards. I hung on to the list, but rain obliterated the names during the subsequent days and weeks. Three years later I couldn't remember them nor learn who the men had been. I saw my jeep again, under curious circumstances, but I have no idea what happened to the medals that were in it.


Just about dusk, light tanks from the 1st Cavalry Division, on temporary assignment to us, came up the rear and we organized a column of vehicles‑the first of the regimental headquarters‑to start out under their protection. But only moments after they left the schoolhouse, we heard them in a fire fight near the center of town.


Shortly afterward Pappy Wadlington suggested that it was time for us to go too. He showed me a last message he proposed to send to division headquarters, but I rewrote it because I thought it sounded, in his version, too much like asking rescue for me personally. As a substitute I wrote: "Enemy roadblock eastern exit Taejon. Send armor immediately. Dean."


In Europe I had ordered a lot of stations closed, without minding. This time I minded. If I had realized that this was the last formal order I was to issue for three years, perhaps I might have phrased it better‑one of those ringing things that somebody would remember. But I didn't know then, and now can't think of anything better to have said. 


We organized the remaining miscellaneous headquarters vehicles into a rough column and started out toward the east, the way the previous column had gone with the tanks. As we pulled through the city we ran into the tail of this column, which had been ambushed. Some trucks were on fire, others slewed across a narrow street where buildings on both sides were flaming for a block or more. Our own infantry, on one side of the street, was in a vicious fire fight with enemy units in higher positions on the other side.


We drove through, careening between the stalled trucks. It was a solid line of fire, an inferno that seared us in spite of our speed. A block farther on my jeep and an escort jeep roared straight past an intersection, and almost immediately Clark, riding with me, said we had missed a turn. But rifle fire still poured from buildings on both sides, and turning around was out of the question. I looked at a map and decided we should go on ahead, south and east, on another road that might let us make more speed than the truck‑jammed main escape route. I had been away from my headquarters too long, and had to get back very soon. So we bored down the road in the general direction of Kumsan, while snipers still chewed at us from both sides of the road. 


We were all by ourselves.
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Task Force Smith

and the 24th Division: Delay

and Withdrawal, 5‑19 July 1950

ROY K. FLINT

Standing on a low hill north of Osan, Korea, Lt. Col. Charles B. Smith peered north through a summer rain in the direction of the town of Suwon from which North Korean troops were expected to come. It was late afternoon on 2 July 1950. Here he was, in command of Task Force (TF) Smith, half of his battalion and an artillery battery, looking for a piece of ground from which he could fight the advancing North Koreans. A veteran of the 7 December 1941 attack on Pearl Harbor and now commander of the 1st Battalion, 21st Infantry regiment‑the Gimlets‑of the 24th Infantry Division, Smith had been catapulted into another war, a war he had not expected and one for which his unit was not fully prepared. Literally and symbolically, Smith was leading the United States into war for the second time in ten years.1

The first American battle in Korea began with the fight at Osan where Task Force Smith first engaged the North Koreans. It ended after two weeks of delay and withdrawal with the loss of Taejon, when the 1st Cavalry Division finally relieved the 24th Division. During those weeks, the 24th suffered heavy casualties and gave up more ground than it should have in nearly every engagement. Veterans of the division are quick to admit failure, but in truth, the poor performance of the 24th was more the result of inadequate preparation during the prewar years in Japan than of any specific lapse on the battlefield. The tactical defeats endured by the officers and men of the 24th Division were rooted in the failure of the Army‑and not just the divisions in Japan‑to prepare itself during peacetime for battle. After the Korean War, the Army reformed its readiness procedures to ensure that it was combat ready and organized for commitment on a moment’s notice anywhere in the world. But in 1950, the 24th Division was part of another kind of army.


Brad Smith was in Korea because war had broken out on 25 June 1950. Before dawn that day, North Korean artillery had opened fire across the 38th parallel and, unlike the frequent border incursions of the recent past, had continued to fire until well after daybreak. The South Korean troops targeted were dug in on the Ongjin Peninsula and in the Kaesong area in the west (see Map 9.1). About thirty minutes after the preparatory fires began, the North Korean 1st and 6th Infantry Divisions, the 3d Constabulary Brigade, and one regiment of’ the 105th Armored Brigade crossed the border to fix the South Korean defenders in place while the main effort was prepared. An hour later at 0530, clanking North Korean T‑34 tanks signaled the main attack just north of Uijongbu astride the shortest route between the 38th parallel and Seoul, the capital of the Republic of Korea. Here, the rest of the 105th Armored Brigade spearheaded the North Korean 3d and 4th Infantry Divisions in a drive to capture Seoul. Farther east, in the mountains of central Korea, two more infantry divisions, the 2d and the 7th, struck the South Koreans. A fourth prong of the attack pointed down the east coast of Korea. There the 5th Infantry Division, a motorcycle regiment, and an independent infantry unit supported by previously infiltrated guerrillas crossed the 38th parallel heading for Samch’ok. At 0600, motorized junks and sampans landed amphibious assault troops on the east coast, north and south of Samch’ok.


Shocked by the North Korean attack, the United States government turned to the United Nations to mobilize an effective political response. During the week following the invasion, deliberations in the UN and in Washington moved the world toward war. UN resolutions committed the organization to stop North Korean aggression. By week’s end, General of the Army Douglas MacArthur, Commander in Chief of the U.S. Far East Command, reported little hope of saving Korea unless the United States entered the fight. On 30 June, he recommended the commitment of combat elements of the Eighth U.S. Army, stationed in Japan; without hesitation, President Harry S. Truman approved. With that, MacArthur began to move Smith’s battalion of the 24th Infantry Division to Korea.


When the United Nations and the United States decided to come to the aid of South Korea, the situation could not have been more bleak. Not only were U.S. forces only marginally ready for war, but a week after American units first engaged the North Koreans at Osan, intelligence estimates pitted the U.S. 24th Division and the weakened South Koreans against nine North Korean divisions, numbering 80,000 men and 100 to 150 tanks. Intelligence officers believed that the North Koreans could threaten the port of Pusan within two weeks.2 In light of this estimate, the broad task given to MacArthur by the UN Security Council in its resolution of 27 June seemed overly ambitious. The resolution had called on member states to help the Republic of Korea “to repel the armed attack and to restore international peace and security in the area. “ In response to this call, the president first authorized an increase in American air and naval activity
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against North Korea in support of the South Korean Army and later gave MacArthur authority to employ his ground forces to restore the prewar status quo.3  In the early days of the war, the goal of restoring the boundary along the 38th parallel gave MacArthur all the direction he needed while confining the war to the Korean peninsula. Such an objective, universally appealing as an appropriate penalty for an act of international outlawry by the North Korean Government, avoided direct confrontation with the Chinese Communists and the Soviet Union. It was, perhaps, even more than MacArthur could accomplish on the battlefield.


MacArthur’s ground forces were in poor condition to fight a conventional war in Korea. Of the ten Army divisions and eleven separate regiments on active duty when the war broke out, four infantry divisions‑the 7th, the 24th, the 25th, and the 1st Cavalry‑were assigned to the Eighth Army in Japan on occupation duty and were available immediately to MacArthur. The 5th Regimental Combat Team was in Hawaii, and the 29th Infantry regiment was in Okinawa. In addition, one infantry division, two infantry regiments, and a constabulary force roughly equal to a division were in Europe; two infantry regiments were in the Caribbean. The remainder constituted the general reserve, concentrated in the United States. Although the army maintained its authorized ten‑division structure, it did so at the expense of combat readiness by eliminating units that were part of the mobilization base.4 In 1949 and early 1950, the goal was minimum reduction of combat units and maximum elimination of “fat.” Even though the percentage of combat forces in the Army increased, the statistic was deceiving, for it indicated a dangerous reduction in the support units‑the “fat”‑so essential for sustained combat. The only bright spot was the maintenance of the machinery for selective service. Otherwise, the Army was a hollow shell.


Simple numbers of divisions are misleading in other ways as well. All divisions except the one in Europe were under strength in each of their three regiments. Of the four divisions in Japan, three were below their authorized peacetime strength of 12,500, a figure which was itself only 66 percent of the wartime strength of 18,900. The 24th had 10,700 men, the 1st Cavalry had 11,300, and the 7th had 10,600. Only the 25th exceeded its peacetime manning with 13,000. Available manpower had been consolidated so that each regiment, except the 24th Infantry regiment of the 25th Division, had only two instead of the normal three battalions; none of the regiments had its authorized tank companies. Division medium‑tank battalions were armed with M24 light tanks. Furthermore, artillery units were operating at reduced strength and with only two‑thirds of their units.5 To grasp the problem more concretely, consider the 24th Infantry Division.


As late as the spring of 1949, the primary mission of the 24th was to occupy the island of Kyushu, Japan. Its secondary mission was to train.

Clearly, the organization of the division reflected its mission. In the 19th Infantry regiment, only the 1st Battalion and the Headquarters Company and Company E of the 2d Battalion were operative. The 34th Infantry regiment had 1st and 3d battalions, but no Company I in the 3d, leaving that battalion with only three companies. The 21st Infantry regiment had only a 1st Battalion and the Headquarters Companies of the other two battalions. Even the battalions that were fully organized were under strength.6

In mid‑1949, an abrupt change occurred simultaneously with the assignment of Lt., Gen. Walton H. Walker to command of the Eighth Army. First, training for combat readiness became the primary mission, and occupation duties reverted to secondary importance.7 Consistent with this change in emphasis, in September, MacArthur’s headquarters directed a new relationship between American military units and the Japanese people. His intent was to ease the rigors of the occupation. While vestiges of the occupation remained in the form of a curfew, “off‑limits” restrictions, and other minor constraints, the effect on military units was to shift their concentration from military police duties to training.8”


With the new mission came a rapid increase in strength of the 24th Division. Enlisted strength almost tripled, and officer strength doubled to a peak of 11,824 men in November. While the division could not hold that strength over the following months, training in the battalions at least proceeded with some hope of success. In July 1949, a new training program began, having as its first goal basic training of the new and partially trained fillers. Upon completion of basic training in mid‑September, squad, platoon, and company training followed. Company‑level tactical training was to be completed prior to the end of the year. In the first half of 1950, battalion training began and culminated in battalion testing. Regimental combat team and division training were to follow in the second half of the year.9 Ambitious as Walker’s training program was, the Army ran into insurmountable obstacles. It also ran out of time when the North Koreans attacked in June 1950. Perhaps most damaging, this was an army that really did not expect to go to war.10 As had been the case in the Philippine Islands and China before World War II, American forces stationed in Japan after the war resembled a colonial army; they were concerned with administrative duties, not poised and ready for commitment to battle.


On the eve of the Korean War, the 21st Infantry regiment and the 52d Field Artillery Battalion‑the units from which Brad Smith’s task force had come were in most ways typical of the units occupying Japan. The men of the 21st performed their duties in Camp Wood, a small post nestled in the middle of Kumamoto, a city of about 100,000 people on the southernmost island of Kyushu. Near Fukuoka, also on the island of Kyushu, batteries of the 52d Field Artillery Battalion occupied Camp Hakata.


The Gimlets liked life in Kumamoto. They enjoyed a healthy climate of leadership, first under Col. John A. Dabney and then, just before going to Korea, under the aggressive and paternal Col. Richard W. Stephens, whom the officers and soldiers affectionately called “Big Six“. Stephens was a strong commander who enjoyed the respect of his men, probably because he tempered stern discipline with common sense and good spirits. He trained his regiment as best he could and took special pleasure in the keen competition provided by his regimental athletic teams. As noted, the 1st Battalion was commanded by Lieutenant Colonel Smith. Lt. Col. Carl C. Jensen commanded the 3d Battalion, rounding out a first‑class team of senior leaders who imparted through their company commanders and senior noncommissioned officers an esprit that developed into an especially strong cohesiveness, a quality that distinguished the Gimlets from some other regiments when the fighting began in Korea.11

Among the junior leaders, officers of the grade first lieutenant and above were rich in combat service. Most of the NCOs were also World War II veterans. The other ranks were a mixed bag, mostly young soldiers who had been lured into the Army by the generous GI Bill. Their motivations had much to do with postservice education and low‑interest loans and little to do with being prepared for battle. There were some “hard cases” as well among the lower ranks, as one would expect to find in a peacetime army. Many of these men moved frequently into and out of the stockade. Adventurous almost to a fault, they were often a valuable resource once the fighting began.12

Late in 1946, the wives and children of officers and NCOs began to arrive in Japan, and life in the “colonial army” took on traditional form. The social routine that developed was similar in every way to patterns in the Philippines and China before World War II. Virtually overnight, the Occupation Army became a nine‑to‑four organization. Officers and NCOs led comfortable lives in adequate, though not lavish, quarters, served by Japanese. Maj. Floyd Martin, the 1st Battalion executive officer, was offered three servants‑the standard allotment for his rank‑but wanted only two. Such a reaction was rare, and Martin had to argue long and hard before he won his case for a reduced staff. Rounds of dinner parties and Saturday nights at the officers’ and NCO clubs brightened the men’s lives. And once a month the officers and their wives dressed formally for a “Regimental Hail and Farewell.”13 The outcome was predictable: strong bonds of friendship and shared experiences united the officers and NCOs.14

For young soldiers of the other ranks, life in Japan was an adventure. Not only were they learning to live in the Army, but a new and strange culture beckoned just outside the camp gates.15 While the officers and NCOs visited Kumamoto whenever they could escape the prying eyes of the military police, many young privates lived with Japanese women just outside the camp and thoroughly enjoyed life in that charming land. Their only natural enemy was venereal disease, and in most units this was dealt with privately

by a discreet battalion surgeon and his staff of understanding medics. Not all, however enjoyed such salutory neglect. In the 34th Infantry regiment, the regimental commander decided to stamp out V.D. once and for all. To an increasing degree, men of the 34th found themselves restricted to their post, treated more as prisoners than as soldiers. As a result, morale plummeted in the 34th, the regiment’s performance deteriorated, and the regimental commander eventually lost his job.16 Not surprisingly, when the 34th went into action in Korea, its performance was far worse than that of the 121st and the 19th Infantry regiments.


Heavy drinking was a problem in all units and all ranks. Boredom, loneliness, and old habits learned in the war took their toll. To combat the “soldiers’ disease,” sports became a focal point of regimental life. Good athletes were recruited‑even  “Shanghaied”‑into the regiment to build football, basketball, baseball, track, and boxing teams. “Big Six” Stephens was a great sports lover, and the rest of the Gimlets shared his enthusiasm and supported their teams fully. Every Saturday during football season, the whole regiment turned out for the games. In 1949, the Gimlet football team won the division championship, and the regiment looked forward to another big season in 1950. Athletes were given a favored status and wide publicity, particularly members of championship teams. While they trained as soldiers, much of their time was spent in practice and on “special duty.”17 Nevertheless, on balance, a successful sports program probably reinforced a good climate of leadership, such as existed in the 21st.


Training for the troops was about as good as could be expected under conditions in Japan. For example, in 1948 and much of 1949, the strength of the 1st Battalion, 21st Infantry, was so low that meaningful training was virtually impossible. Company B was the only company that had enough people to permit daily training. Companies A and C had few people but joined Company B for training whenever possible. Company D was kept at full strength, but it was the military police company with full‑time occupation duties. Company D rarely if ever trained with the battalion. Training, therefore, was confined to individual and some squad‑level tactical exercises. 18

In the spring of 1949, the 3d Battalion was a battalion in name only. There was no battalion staff, and the companies were manned by small cadres that served as caretakers. Kenwood Ross, formerly the 24th Division ordnance officer, recalled that in his periodic inspections he was often met at the first company of a battalion by the supply officer or motor officer, depending on the nature of the inspection. At the next company, the same officer would again meet him, and they would go through the same routine. Ross knew one officer who served as motor officer for three companies. 19 Ross complained that between 1945 and 1947, “we saw nothing but an exodus of the WWII veteran and his replacement, if at all, by a youthful, inexperienced boy. Small wonder that here were the makings of (three) weak divisions‑the 24th, the 1st Cav, the 25th‑

which three years later would be ill prepared for what followed.”20

Soon after General Walker assumed command of Eighth Army in 1949, combat units received fillers, and the two battalions of the 21st Infantry swelled nearly to full strength.21 Walker intended that Eighth Army no longer be an easygoing colonial army. He had successfully commanded one of General George Patton’s corps in Europe and was an experienced and aggressive combat commander who knew how to train an army for war. His goal was to develop combined arms teams of infantry, armored, and artillery units working closely together at the company and battalion levels. Despite Walker’s good intentions, such was not to be. Foremost among obstacles to effective combined‑arms training was lack of training areas where units could shoot and maneuver. Japan was simply too populous to set aside precious land for such purposes. This prevented Eighth Army from holding regimental, divisional, or army exercises. Smaller areas, such as Mori on Kyushu, permitted limited maneuver of infantry battalions and artillery live fire but not simultaneously. In turn, lack of training space led to organizational changes. Because it was impossible for infantry regiments stationed in postage‑stamp garrisons like Camp Wood to train with their organic tank companies, the tanks were eliminated from the tables of organization. Because the Army could not exercise larger units, other than by command‑post exercises, Eighth Army’s two corps headquarters, the Army’s tactical control headquarters, were deactivated in April 1950. They were sorely missed in Korea and had to be reactivated in the summer in order to control combat operations. The absence of a third battalion in each regiment and its slice of supporting artillery had an equally important but as yet unforeseen result: the regiments of the 24th Division were never able to employ a strong reserve once they were committed to battle in Korea.22

At the battalion level, the consequences of lack of training were grave. The 21st Infantry had never maneuvered with live artillery and had no experience with tanks. Tactical training was confined to squad, platoon, and some company exercises in the small training areas beyond the limits of the city of Kumamoto. Even there, Japanese farmers began to encroach on the training reservation. In the 52d Artillery, the firing batteries were severely limited in live‑fire exercises. The battalion could schedule only one trip a year to the Mori training area where it enjoyed sufficient space to shoot its 105‑mm howitzers.23

Nevertheless, those things that could be practiced in garrison were done well. At Camp Wood, Colonel Stephens formed the Gimlets for physical training immediately after reveille each day. At 0730, the battalion fell out to follow the daily training schedule. Companies and platoons went to classes on a wide variety of subjects: communications, demolitions, mines and booby traps, field fortifications, flame 

weapons, weapons marksmanship, crew drill on crew‑served weapons, and the inevitable close‑order drill to reinforce discipline and prepare for Saturday morning parades. Practical exercises and training followed the classes. Recoilless rifles and 60‑mm, 81‑mm, and 4.2 inch mortar firing suffered from lack of ranges in the same ways as did artillery, so training concentrated on developing, skills by crew drill and dry-firing exercises. In the 52d Artillery, the training was thorough but limited to communications, survey techniques, and the “cannoneer’s hop” in which all members of the gun crew practiced each other’s jobs under the watchful eye of the NCO in charge.24

Good as training could be in the hands of combat‑experienced officers and NCOs, more often it fell short for a variety of reasons. No matter how skilled soldiers might be as individuals, they could not compensate for unit weakness. General Walker prescribed larger unit‑training exercises, and most battalions in Eighth Army had progressed to the Army Training Test by the time the war broke out. Unfortunately and not surprisingly, many failed, chiefly because they could not adequately prepare. Both battalions of the 21s Infantry passed, but those of the trouble‑ridden 34th Infantry failed.26 Even in the 21st Infantry, a strong regiment, the inability to practice as battalions was crucially important in the transition to combat virtually overnight. There had been too few opportunities to iron out familiar working relationships, coordinations, standard operating procedures, resupply techniques, fire support, ammunition handling, and the myriad other arrangements that are so important in combat. Many otherwise‑well‑trained soldiers paid a bloody price for their regiments’ lost opportunities.


Without exaggerating, it could be said that Eighth Army units were bordering on being unready for war. Even from the standpoint of materiel, the picture was not much better. All divisions in Eighth Army had old, worn equipment dating from World War II. Each lacked .30‑caliber machine guns, spare machine‑gun barrels, machine‑gun tripods, mortar components, 57-mm recoilless rifles, all of their 90‑mm antitank guns, and many radios. When Task Force Smith assembled for its move to Korea, other units of the 21st anteed up weapons and equipment to fill the 1st Battalion. When Company K arrived in Korea a week later, it carried two 81 ‑mm mortar baseplates and two tubes but no, bipods or sights. That company had no recoilless rifles either. The jeep taken to Korea by the Weapons Platoon of Company K was privately owned by one of the privates in the platoon.27 Only thirteen high‑explosive, antitank (HEAT) artillery rounds were to be found in the division, and they were given to the 52d Artillery for use with TF Smith.28

In the end, then, problems encountered during the first battle in Korea came down to training areas, shortages, and the distractions of colonial life in Japan. Because, as knowledgeable and skillful as were the officers and NCOs, few of them or their soldiers seriously believed that war was likely. The best of the leaders‑ Walker, Stephens,

and Smith‑knew that war was possible and fought against the obstacles. Others went through the motions and achieved a fatal sameness in training for lack of interest. In the end, none of these units, not even the Gimlets, was initially able to stop the enemy.


Moving south on a broad front, the North Koreans pressed the main attack to Seoul and to the Han River (see Map 9.1). By 30 June, they were ready to cross. To slow them, the South Koreans blew up bridges and laid antitank minefields on all likely routes leading south from the river. Soon after daylight on the thirtieth, North Korean artillery pounded South Korean positions two miles east of Seoul and, under this cover, crossed an infantry company. Nevertheless, for three days, their advance slowed markedly until they could build a tank force on the south side of the river. The delay occurred partly because the South Koreans were beginning to recuperate. After the first few days of the war, particularly after the North Koreans lost their advantage in the air, the South Koreans pulled themselves together and began inflicting heavy casualties on the invaders.


On 4 July, the main body of North Koreans once again broke loose and rolled into Suwon in the west while another 20,000 captured Yoju and Wonju in the center. On the east coast, a ground column of some 10,000 men linked up with the amphibious force at Samch’ok. Their objective was Pusan, the only port left that could accommodate the entry of modern military forces in numbers large enough to affect the outcome of the war. The race for this decisive objective between North Korean forces, which were a mere 200 miles to its north, and American forces in Japan depended on MacArthur’s ability to marshal and move enough combat troops to delay the North Koreans while the Joint Chiefs rushed reinforcements from the United States, sixteen sailing days away.


Initially, MacArthur’s greatest advantage lay with his air and naval units. Aircraft from the Far East Air Force and the Navy soon controlled the sky and provided close air support to Korean army units, delaying, though not stopping, the enemy. By 3 July, Australian air units had joined a growing UN air force. Carrier‑launched naval aircraft struck targets in North Korea on 4‑5 July. Surface forces quickly assembled in Korean waters and secured the sea routes between Japan and Korea. From the very first, naval units functioned on a full wartime footing against air, surface, and undersea threats. On 1 July, the president ordered a blockade of the North Korean coast south of the 41st parallel on the east coast and 39o 30’ on the west, well south of Manchuria and the Soviet Union. Thereafter, naval patrols prevented the infiltration of troops and supplies from the north and blocked transfer of supplies from China and the USSR to North Korea through its northern ports. But to stop the enemy short of Pusan, MacArthur needed more infantry on the westernmost enemy axis of advance.


It was for this purpose that MacArthur alerted the 24th Division to start moving to Korea. Maj. Gen. William F. Dean, commanding general of the 24th, received orders to send an infantry‑artillery task force to Korea immediately. It was to be followed as quickly as possible by the rest of the division. Dean selected the 21st Infantry to provide the infantry and the 52d Artillery to send the guns because, being on Kyushu, they were closest to Korea. At 2245 on 30 June, Colonel Stephens, the regimental commander, received orders to send an infantry battalion to Itazuke Air Base for airlift to Pusan, Korea. Stephens telephoned Smith at his quarters and ordered him to prepare his battalion for movement. The 1st Battalion was to be reinforced by the 75‑mrn Recoilless Rifle Platoon (two guns) of Company M and two mortar platoons from the Mortar Company, as well as a battery of artillery from the 52d.29 Moreover, the battalion received officers, NCOs, and other specialists from the 3d Battalion and other regimental and divisional units to fill understrength units where needed. Lt. Carl Bernard and Lt. Ollie Conners, members of the 3d Battalion, assisted Lt. Col. Smith with the outloading at the airfield. Both were “abducted” by Smith when the task force actually took off for Korea. After fighting the first battle with Task Force Smith at Osan, Bernard returned to 3d Battalion, but Conners stayed with the 1st.30 Such intermixing was not uncommon, and the unfamiliarity of some officers and NCOs with their men was initially to have a harmful effect on the way the task force performed.


By 0920 on 1 July, the battalion had arrived at Itazuke Air Base and was awaiting air lift. The wait turned out to be longer than expected, for heavy weather closed in at dawn. The first three aircraft that attempted the flight turned back when they found the airport at Pusan closed by low clouds and heavy rain.31 The weather was to lighten sufficiently later in the morning to permit part of the battalion to fly to Pusan, but the storm over East Asia plagued combat operations for several days. As the sky cleared briefly, Air Force C‑54 transports began slipping into Pusan, the first at 1100. Smith arrived at the head of Companies B and C, two of the recoilless rifles, two of the 4.2‑inch mortars, half of his Headquarters Company, and half of the Communications Platoon. The task force quickly formed a truck convoy to the Pusan railway station. There they immediately boarded trains and headed north to Taejon, arriving the next morning. The remainder of the 1st Battalion stayed at Itazuke in Japan under the command of Capt. John Alkire, Company D commander. Later on I July, the rear half of the battalion moved to Fukuoka where it boarded a ship and sailed for Pusan.32

Before leaving Itazuke, Smith first learned what he was to do in Korea. General Dean told Smith to head for Taejon and stop the North Koreans as far north of Pusan as possible. Dean regretted that he had no more information than that, but Brig. Gen. John H. Church, commander of MacArthur’s Advance Command and Liaison Group in Korea (ADCOM), would provide detailed intelligence and instructions when the two met in

Taejon. On the morning of 2 July, General Church pointed to his map and told Smith that there was a “little action” north of Suwon and that the Americans were “to support the ROKs [soldiers of the Republic of Korea] and give them moral support.” According to Church, “All we need is some men up there who won’t run when they see tanks.”33 Church’s confidence was shared by the Gimlets. Once the North Koreans realized that Americans had arrived, they would. soon lose their zest for fighting. In a couple of weeks, they would all be back in Kumamoto.


Smith decided to rest his men while he moved forward with a small command group to reconnoiter the ground. As he proceeded north of Taejon, he issued at least three combat orders on as many terrain features that might serve as possible defensive sites. Thus it was that he found himself finally on top of the scrubby hill, about three miles north of Osan, looking for a way to give moral and other support to South Korean troops, allies he had neither seen nor talked to. From his vantage point, about 300 feet above the valley floor, Smith saw a road and railroad heading off to the northwest (see map 9.2). The hill on which he stood extended to his left and right, forming a low ridge perpendicular to the road. About a mile and a quarter to his front, the railroad parted from the road and swung around the east end of the ridge before rejoining the road less than a mile to the south. Observation and fields of fire over the principal high‑speed avenues of approach were excellent, though concealment was poor. Smith could see almost all the way to Suwon, eight miles to the north. This, he decided, would be his initial defensive position.34

Returning to Taejon, Smith reported favorably on the Osan position to General Church. He was then instructed to start his men north by train to P’yongt’aek and Ansong, both south of Osan. There a company at each town dug in to await further orders. Brig. Gen. George B. Barth, acting assistant division commander, told Smith that General Church wanted him to move that night to the hill north of Osan. On 4 July, Smith reunited his two rifle companies and linked up with Battery A and the Headquarters and Service Battery of the 52d Field Artillery Battalion in P’yongt’aek before moving on to Osan. Smith and the artillery battalion commander, Lt. Col. Miller 0. Perry, along with General Barth, went forward for a final reconnaissance of the Osan position and to select firing positions for the six 105‑mm howitzers of Battery A. En route, the small reconnaissance party prevented skittish South Korean demolition teams from blowing up bridges that would have cut the road in and out of Osan. 35 Preventing premature blowing of the bridges was just the first of a series of uncoordinated problems encountered by the 21st Infantry. They could not make direct contact with responsible ROK Army headquarters. Subsequently, South Korean truck drivers abandoned their vehicles; railroad engineers backed their trains away from imagined dangers; and no one seemed capable of controlling and keeping military routes cleared.

All the while, Korean soldiers identified as friendly could be seen moving within hailing distance but under no apparent control. On the other hand, South Korean troops‑as well as Americans‑were strafed by U.S. Air Force and Australian jets. In the early days, Korea was a poor example of coalition and joint coordination.


Just after midnight, Task Force Smith followed its commander north through steady rain to engage a still‑unseen enemy. Working its way slowly through southbound mobs of retreating ROK soldiers and fleeing civilians, the truck convoy arrived at the ridge about 0300 on the fifth. Company B began to dig in on the left, including within its sector the main road, and Company C deployed to the right, positioning a platoon to the rear, in effect refusing the right flank (see Map 9.2). Each company received a 75‑mm recoilless rifle, and the two 4.2‑inch mortars were in general support about 400 yards behind Company B in the center of the battalion. In all, the front covered by the two companies was just under a mile in width. The artillery battery went into position west of the road about 2,000 yards behind the infantry. Perry placed one of his howitzers in an antitank role north of the battery and covered the road as it cut through Smith’s ridge line. By first light on the fifth, all units were in place but not completely dug in. The artillerymen registered their guns, and the infantrymen cleaned and test fired their weapons. Seeking shelter from the constant rain, the Americans ate their morning C‑rations and waited for the enemy.


There was hardly time. About 0700, Smith spotted a column of eight tanks on the road, which he correctly assumed were enemy. Calling for artillery fire, the task force commander took the tanks under fire about 2,000 yards to his front (see Map 9.2). The tanks, however, moved aggressively through the artillery, undamaged and probably unaware that they were fast approaching an American position. On they came, straight up the road, unimpeded by gunfire and safe from the unseen perils of antitank mines‑for Task Force Smith had none in Korea. As the tanks neared 700 yards from the waiting task force, infantrymen manning the 75‑mm recoilless rifles fired their weapons. Disregarding direct tilts by the 75s, the tanks crept up the road to the crest of the ridge until the lead tanks came under the concentrated but ineffective fire of 2.36‑inch rocket launchers. Once they had crested the ridge and started down the reverse slope, enemy tanks started taking hits from the 105‑mm howitzer firing HEAT rounds from its antitank position in the rear. Although the 2.36‑inch bazookas had not hurt the tanks, the artillery was another matter.36 Apparently damaged, the two lead tanks pulled off the road and stopped. The crews of the two tanks jumped out, one surrendering and the other firing automatic weapons, inflicting the first American fatality of the war. The following tanks passed through the task‑force position, firing as they drove by but not stopping to trade blows. Other tanks moving in smaller groups trailed the first six through the position and on south toward the 52d Artillery position. Once again, the North Korean tankers
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sought only to suppress the fire of the American howitzers in their effort to strike south to Osan and beyond. Unable to stop the tanks with high‑explosive rounds, their only remaining ammunition, the artillerymen employed 2.36‑inch bazookas. Here they were able to stop two more of the tanks by hitting their tracks.


By the time the armored rush was finished, some thirty‑three tanks had tried to pass to the south. All but four had succeeded. About twenty of Smith’s infantrymen were killed or wounded in the tank fight. Colonel Perry, a fearless and respected officer, was wounded in the leg but refused to leave the field or give up command of the artillery. Perry’s heroic leadership extended to his officers and noncommissioned officers, who continued to serve the pieces after some of their men fled in momentary panic.37 Inspired by the example of their officers and NCOs, the young artillerymen took heart and rejoined those who had stayed with the guns. But not much was left. The tanks had destroyed Perry’s antitank howitzer, the remaining rounds of HEAT exploded, and its crew fell wounded. All the parked vehicles behind the infantry position were in flames or disabled. But worst of all, communication wire lines between the artillery and the infantry had been broken by the tanks. Radios had gone dead early in the action, so now Smith could no longer call for artillery fire. All the gunners could do was fire interdictory rounds at likely target locations. Damaged but not defeated, with enemy tanks somewhere in its rear, Task Force Smith awaited the next blow from North Korean infantry.


For about an hour, between 0900 and 1000, the front was quiet. Working energetically in the steady rain, the men improved their holes and prepared for the fight they knew was coming. No longer did anyone on that ridge expect the North Koreans to lose nerve at the sight of Americans. Major Martin, the executive officer, moved the ammunition to a central area within the battalion defensive position. Martin was anxious to protect his few reserves because he had no idea how or where he could find any more.38 From his observation post, Smith gazed intently into the misty rain searching for telltale movement that would signal the advance of hostile infantry. Experienced as the battalion commander was, he was not prepared for what happened next. Emerging from the distant haze near Suwon, he saw three tanks leading along convoy of trucks and a seemingly endless column of marching infantry. For an hour, the unbroken column marched toward the Americans until, Smith estimated finally, it stretched for about six miles. Here, indeed, was the main enemy column.


Smith and his increasingly apprehensive men held their fire until the leading tanks reached a point about 1,000 yards from the ridge (see Map 9.2). At that moment, Smith fired. all the mortars and direct‑fire weapons he had at the advancing troops. The enemy took a terrible beating but managed to set up a base of fire with the three tanks, dismount and deploy infantry into covered positions beside the road, and begin to move toward the defending Americans. Heavy direct fire from Task Force Smith prevented

a frontal approach, and the enemy moved around the position as if to conduct a double envelopment. To the west of the road, an enemy force seized a dominating hill top overlooking Company B’s left flank. Smith immediately pulled the flank platoon across the road to rejoin its parent company. Enemy soldiers soon appeared on the high ground to the right of Company C and delivered heavy machine‑gun fire into that flank as well. Because communications back to the 52d Artillery were still out, there was no chance of defeating the enveloping forces with artillery fire. Small‑arms ammunition was low. Ever more enemy artillery and mortar fire pounded the Americans in their holes. Enemy troops began to work their way toward the rear, and still that enormous column of uncommitted infantry stood waiting for orders along the road to the front. The time was 1430. With no way to communicate with headquarters, far to the south, and no reinforcements or supplies on the way, Smith decided that his small command had done all it could do. Task Force Smith had halted the enemy column, forced its deployment, and cost the enemy unexpected casualties and delay. Now the Americans were being encircled. It was time‑perhaps past time‑to abandon any thoughts of holding at all cost; it was time to withdraw.


Withdrawing under fire in daylight is a most difficult and dangerous maneuver, and this time it proved particularly tough. Task Force Smith had to break contact without the means to cover its withdrawal with concentrated artillery fires. But remaining in place was by far the least attractive alternative. Smith decided, therefore, to withdraw through successive positions. Company C was to be first off; Company B initially was to cover the rest of the battalion. The infantryman were to withdraw toward Osan following the high ground just west of the railroad. Smith sent Company C and the rest of his men off the ridge while he stayed with Company B. Enemy pressure was intense because Smith had waited so long to withdraw. The position was already virtually overrun, and there was no chance to make a fighting withdrawal. Some of the soldiers fell back, leaving their crew‑served weapons behind; others left their rifles.39 Once the men had abandoned their weapons, an orderly withdrawal was impossible, and the men of Company C broke up into small groups seeking safety. Not surprisingly, their dead and some wounded also were left behind. When Company B pulled off, Smith moved back toward the 52d Artillery where he picked up Perry and his artillerymen. Removing the gun sights and breechblocks, Perry’s men moved back to their trucks in Osan. Discovering only minor damage to the vehicles, they formed a small convoy and carefully circled east and then south toward Ansong, avoiding enemy tanks along the main road 40 (see Map 9.2). As the convoy drove to the rear, trucks picked up scattered infantrymen who were making their way cross country. Fortunately, the North Koreans chose not to pursue aggressively.


Night fell, offering greater security to the fugitives. Next morning, 6 July, Task Force Smith drove to Ch’onan and rendezvoused with more survivors from Company C. Task Force Smith now numbered only 250 men, just over half its original strength. During the next few days, the list of survivors lengthened as others made their way to safety, some performing heroic feats in their efforts to avoid capture and return to their own lines. Dusty Rhodes, an infantryman with Company B, was wounded lightly early in the fight and had gone back to the aid station for treatment. There he saw North Korean soldiers threatening the wounded. He and a companion decided to forego treatment and continue to the rear, however painful their wounds.41 The final count of missing was 148 soldiers and 5 officers. Task Force Smith’s withdrawal finally ended back at Taejon where it reorganized, reequipped, and prepared to return to the fight.


As Task Force Smith had ridden the rails north to Taejon on 2 July, the 34th Infantry regiment, also of the 24th Division and under command of Col. Jay B. Lovless, arrived by ship at Pusan. It was still raining and cold. On 4 July, the 34th moved north by rail. Passing through Taejon, the 1st Battalion continued on to P’yongt’aek, and the 3d turned off at Ansong, some twelve miles to the east (see Map 9.3). Just as their comrades in the 21st had been, the men of the 34th Infantry were confident, even unconcerned, boasting that the North Koreans would soon run when they realized they were fighting Americans. They, too, expected a quick return to Japan.


General Dean had given the regiment the mission of holding a line from Asan Bay, a major barrier that narrowed the front west of P’yongt’aek, to Ansong. The regiment was to block roads leading south using the same general positions first occupied by the two companies of Task Force Smith. As the survivors of Task Force Smith made their way south to Ch’onan, the 1st and 3d Battalions of the 34th Infantry formed thin lines, widely separated, with no reserves to meet the tanks and infantry that had overrun Smith’s command. By this time, the fate of Task Force Smith was known among the senior officers, and General Barth, acting as assistant division commander, told commanders of the 34th to hold as long as they could but “not to end up like Brad Smith” if threatened with isolation. The purpose now was to gain time by delaying in successive positions.42 For some reason, officers did not transmit the significance of the action at Osan to their subordinates. The men of the 34th continued in the belief that the “police action” would end quickly. Normal guard stood watch the night of 5 July.43

At P’yongt’aek, the 1st Battalion was the first of the 34th Infantry to confront North Korean tanks. The battalion, under command of Lt. Col. Harold B. Ayers, took a stand just north of the town. Although positioned along a small river, the battalion’s defensive line was, according to Barth, weak with easily enveloped flanks.44 At first light on the sixth, enemy tanks stopped at a blown railroad bridge in front of the American position.

Unable to cross the intervening stream, the tanks‑some thirteen could be counted‑delivered supporting fire while North Korean infantry easily bypassed the
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bridge and fanned out to attack the defenders. Unlike Task Force Smith, which had inflicted numerous casualties on its enemy with spirited fire before falling back, the men of the 34th performed poorly. In Company A, it took fifteen minutes to build anything resembling an effective volume of fire. The regiment had had serious morale problems in Japan and was known to be poorly trained. Some of its officers were simply unfit for the task at hand. Colonel Lovless had commanded the regiment for only a short time following the relief of the previous commander and had to pay the price for the unfortunate timing of his assignment. Worse, Ayers had joined the 1st Battalion in Korea only days before.


Even though no effective fire slowed the enemy, the North Koreans halted after crossing the river to wait for their tanks to catch up. This gave the 1st Battalion a chance to break contact .45 Satisfied that he had forced the enemy column to halt and deploy and without communications to regimental headquarters, Ayers ordered his companies to withdraw. By this time, the regimental S‑3 had reached the command post of the 1st Battalion with orders from Lovless to hold as long as possible without endangering the battalion and then to withdraw to positions near Ch’onan. Ayers was to decide when to pull out. His decision already made, Ayers and his battalion were soon on the road back to Ch’onan in complete disarray.46 In the meantime, the 3d Battalion at Ansong was also marching back to Ch’onan in response to regimental orders.


General Dean had wanted to hold the P’yongt’aek‑Ansong line as long as he could. He was angry that his plans to delay farther north had failed. Dean nevertheless accepted the reality of enemy superiority and the failure of his own men and set about preparing a new scheme to slow the enemy advance. Ch’onan turned out to be the first place where elements of the 24th Division could concentrate in any strength. With the arrival of Companies C and D and Battalion Headquarters Company of the 1st Battalion, 21st Infantry, and the two battalions of tile 34th infantry, a new defensive position took shape (see Map 9.3). Even so, Dean was still smoldering at the precipitous withdrawal of the 34th Infantry and unwilling to sit and wait; so he ordered a battalion of the 34th forward to regain contact with the enemy and to fight a delaying action back to Ch’onan.47

Without hesitation, the 3d Battalion under Lt. Col. David H. Smith moved back north in search of the enemy, a task that proved to be surprisingly difficult. As the infantrymen marched along the road, they had to push their way through crowds of refugees fleeing south out of the area of danger Just north of Ch’onan, troops of the 3d Battalion began to dig a defensive position on what appeared to be strong terrain with excellent fields of fire. But when Maj. John J. Dunn, the regimental S‑3, arrived at the battalion defensive lines, he found troops withdrawing for no apparent reason and moving back south.

Because he could not find the battalion commander and S‑3 with the forward units, Dunn returned to the battalion command post to report the new development. Then, with considerable difficulty, Dunn headed the men back north to the position they had just vacated. As Dunn drove back to the position by jeep, he, the battalion S‑3, and two company commanders were ambushed and badly wounded. The leading rifle company just to Dunn’s rear formed a front toward the sound of gunfire and returned fire. But instead of advancing to rescue the officers wounded in the ambush, Dunn heard an officer order the line to fall back. Dunn, who was captured, recalled years afterward that the American force was superior by far to the ambush party and that the main body of the enemy did not arrive for another two hours. All in all, Dunn was disgusted with the showing of the 34th. So was General Dean. Earlier he had relieved the unfortunate Colonel Lovless and replaced him with Col. Robert R. Martin, a soldier of great experience, known to Dean for his aggressiveness and personal courage in World War II.


As its lead rifle company fell back, the remainder of the 3d Battalion, by now in considerable disorder, also turned south once again, heading for Ch’onan. Ordered to defend Ch’onan, the battalion commander, Lieutenant Colonel Smith, finally halted the 3d Battalion and took up a position along the northwest edge of the town (see Map 9.3). To its south, a newly arrived battery of artillery prepared to support the 34th just before midnight on the seventh, the battery fired its first fire mission against tanks and infantry east of Ch’onan. Martin personally led a small party of infantry into the town to contact the enemy. As he and his men engaged enemy tanks in the streets of Ch’onan, Martin grabbed a 2.36‑inch bazooka and attacked the tanks. From a tiny hut, he personally confronted an enemy tank. The tank fired first, and Martin died on the spot. Thereafter, confusion swept the men of the 34th as the North Koreans built their strength. Under cover of an artillery white phosphorus smoke screen, the survivors of the 3d Battalion evacuated Ch’onan, leaving their mortars, machine guns, and all but 175 of their comrades. Lieutenant Colonel Smith collapsed from exhaustion and returned to Japan. Neither the battalion nor its commander had withstood the rigors of combat. The regiment, too, left Ch’onan, to join the 21st Infantry in fighting a delaying action back to the Kum River. Dean had decided to make a stand along the river barrier.


Dean’s intention was to withdraw to a division defensive position along the south side of the Kum River in order to hold the city of Taejon to the south. The 34th and the 21st were to withdraw simultaneously on parallel roads, delaying the enemy at successive strong points as they fell back (see Map 9.3). Upon reaching the Kum River, Dean hoped to consolidate these two regiments with the 19th Infantry in a force sufficiently strong to hold the line. In the withdrawal, the two regiments were to be supported by the first M24 light tanks to arrive in Korea, 105‑ and 155‑mm artillery, and combat 

engineers. Because antitank mines were now available, the roads were to be blocked and bridges prepared for demolition just south of Ch’onan, the highway split, one branch running south to Kongju and the Kum River and the main road running southeast to Choch’iwon and then on to the Kum. Dean ordered the 34th Infantry to delay along the Kongju road and the 21st along the Choch’iwon road. Because the 34th was so badly hurt after the fight at Ch’onan, Dean relied on the newly arrived 21st, commanded by Colonel Stephens, for the main delay and to protect the supply line to the ROK I Corps to the northeast. To accomplish these tasks, Dean attached the 52d Artillery Battalion, a company of tanks from the 78th Tank Battalion, and a company of the 3d Engineer Battalion to the 21st.48 Moving on to Choch’iwon with the 3d Battalion on 7 July, Stephens attempted to consolidate his regiment and the attached units in an effective series of delaying positions. For this, the regimental commander had to rely on the 3d Battalion and Companies A and D of the 1st Battalion.


Stephens reconnoitered north of Choch’iwon as soon as his train arrived in that town. Upon his return, he ordered Lieutenant Colonel Jensen’s 3d Battalion to move into defensive positions on the northern outskirts of Choch’iwon. The next morning, Jensen advanced some six miles north of the town. Also on 8 July, after their return from Ch’onan, Stephens placed Companies A and D of the 1st Battalion on a ridge line covering the road, just east of Chonui, a short distance north of the 3d Battalion (see Map 9.4). During the late afternoon, General Dean sent Stephens a message confirming his oral orders to hold Choch’iwon until forced out by the enemy. A short time later, a second message arrived from Dean directing the 21st to hold Choch’iwon at all costs; the town would not be abandoned until the ROK Corps on the right had fallen back. Moreover, no help would be available to the 21st for at least four days.49 Stephens immediately began detailed fire planning and registration of artillery and mortars. On 9 July, the engineers blew up a railroad bridge and a highway bridge north of Chonui to slow North Korean tanks. To assure better control of tactical air strikes, Stephens requested and received attachment of an air-ground support team. Within the regimental command post, the adjutant began organizing headquarters personnel into a tactical unit to defend the command post in case of a wide envelopment. Stephens then evacuated all civilians from the town of Choch’iwon in order to clear the area of potential refugees and also to remove all able‑bodied men and women who might be North Korean guerrillas or spies.50 Stephens intended to make a fight for Choch’iwon.


Action began about 1645 on the ninth in front of Companies A and D. Captain Alkire, who was still commanding the rear half of the 1st Battalion, spotted eleven tanks and several hundred infantry to his front (see Map 9.4). Alkire called for air strikes and artillery. The close air support was effective, and five of the tanks were left burning.
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Subsequent air strikes along the road northwest of Chonui badly damaged a column of North Korean trucks and tanks. Sensing that the forward position was the place to be, Stephens moved forward to spend the night with Companies A and D.51

As dawn broke on the tenth, the valley and hills to the front were covered with a dense fog limiting observation of the North Korean approach. At 0600, the enemy moved out of close‑in assembly areas with tanks and infantry against the forward edge of Companies A and D. About twenty tanks and 2,000 to 3,000 infantry moved against both the left and right flanks of the two companies. Four tanks pushed through the American lines and disappeared into the fog in the rear. Small‑arms fire broke out on the left against Company A. At. first, the enemy were held at bay by 4.2‑inch mortar fire. But North Korean troops circled widely around the right flank and suddenly, along with the four tanks that had broken through, attacked the 4.2‑inch mortars to silence them. Stephens had earlier lost telephone contact with the mortars, and now his radio communications were out as well. The mortarmen not killed abandoned their guns and ran for safety.


Artillery still delivered effective fire and turned back an attempted frontal attack. The attack against the left flank erupted anew about 1100 but was held in check by air strikes and artillery fire. Then, about 1130, friendly artillery fire began falling on the ridge. With wire torn out by the enemy tanks and no radio communication from the forward observers to the firing batteries, Stephens was cut off from the rear and unable to stop the fire. At about the same time, the men of Company A on the left began to run to the rear. Some formed a small perimeter, but most headed south. Stephens decided that with enemy tanks and infantry in his right rear and his left broken, it was time to pull out or lose everyone. At noon, he gave the order to fall back to the 3d Battalion. As small groups of infantrymen ran through the rice paddies to the rear, two American jet fighters strafed them, presuming the running figures were enemy. When the fugitives finally reached the lines of the 3d Battalion, they found their losses to be about 20 percent, the largest number from Company A.52

Immediately following the hasty withdrawal of Companies A and D, Colonel Stephens ordered the 3d Battalion to counterattack and retake the ridge. Lieutenant Colonel Jensen led the 3d Battalion forward and surprised the enemy, driving the North Koreans back nearly 2,000 yards. While in the forward position, Jensen looked for survivors from Companies A and D. He found ten. He also found six American soldiers with their hands tied, shot in the back of the head. About 2300, Stephens called Jensen and his battalion back to their original positions.53 Upon arrival, Company K found enemy soldiers in their holes. It took another hour to clean them out and drive them off the hill. Companies A and D moved back to Choch’iwon where they rejoined the veterans of Task Force Smith. By 0730 on the eleventh, the 1st Battalion was for the first time intact and

manning a defensive line about two miles north of Choch’iwon.54

About the same time as Brad Smith was moving into his new position, the North Koreans hit the 3d Battalion (see Map 9.4). In a carefully coordinated attack, the enemy first threw four tanks, about a thousand infantry, and heavy mortar fire at the battalion. Probably because some of their soldiers had occupied parts of the position the night before, enemy intelligence was especially good. The tanks once again drove straight through the infantry in search of the battalion rear. Infantry avoided the front in favor of bypassing the flanks in another double envelopment. As the attack progressed, enemy infantry strength increased to nearly 2,500. Enemy roadblocks prevented evacuation of the wounded and resupply of ammuni​tion. Mortar fire fell steadily and was especially accurate, concentrating on the battalion and regimental CPs. The battalion’s communication center exploded, as did the ammunition supply point. The 3d Battalion fought as long as it could, but before noon, it was surrounded, overrun, and ineffective. Then its men began to fight their way back to Choch’iwon in small groups.55 In all, the battalion lost nearly 60 percent of its men, including Lieutenant Colonel Jensen, the battalion commander; the S‑1; S‑2; S‑3; and the company commander of Company L. Of those few who escaped, 90 percent were without weapons, ammunition, canteens, helmets, and even shoes. In all, on 10‑11 July, the 21st Infantry lost materiel and equipment of nearly two infantry battalions.


While the intensity of fighting in the sector of the 34th Infantry on the Kongju Road did not match that experienced by the 21st Infantry, the 1st Battalion of the 34th fought a series of delaying actions that paralleled the withdrawal of the 21st back to Choch’iwon. Enemy tactics were the same as those the 21st had faced, and the results uniformly favored the enemy, with one exception: in good weather, American units enjoyed the benefits of complete air superiority. The long lines of tanks, trucks, and infantry such as those dimly seen through the rain by Brad Smith in front of Osan were rich targets for fighter bombers of the Fifth Air Force and the Navy in clear skies. At Chonui and again at P’yongt’aek, UN pilots destroyed hundreds of massed vehicles along the P’yongt’aek‑Chonui road. The effects of such serious losses were to accumulate as the days passed. Most importantly, UN control of the air forced the North Koreans to abandon daylight attacks in favor of night operations. Thereafter, enemy vehicles, weapons, and troop formations began to hide during the daylight and attack at night, a development that created a new set of problems for Eighth Army soldiers. Even with effective air support, the only hope for the men of the 24th Division was to retire behind the Kum River barrier. On 12 July, after a relatively brief delaying fight by the 1st Battalion, 21st Infantry, elements of the 21st and the 34th crossed the river.


Farther to the east, the newly arrived 25th Infantry Division was also drawing up to join in the fight. Moving from the vicinity of Osaka, Japan, the first of its regiments, the 27th’s “Wolfhounds,” moved to Andong northeast of Taegu in the east‑central sector to back up ROK units fighting farther north. Within days, the 24th Infantry regiment and the 35th Infantry followed. General Dean, acting as overall commander until General Walker could establish his headquarters in Korea, ordered Maj. Gen. William B. Kean, commanding general of the 25th, to block the enemy drive coming from Ch’ungju (see Map 9.5). This had the effect of drawing the 25th closer to the right (eastern) flank of the 24th Division as it stood behind the Kum River. It also permitted the 24th to move its 19th Infantry regiment into the defensive line behind the Kum River. 56 Such was the situation when Walker arrived in Korea on 13 July to take command of combat operations.


As Walker looked over the situation, the 24th Division defended his western (left) flank behind the Kum River (see Map 9.5). The ROK 7th Division was no longer a factor. Across the river and slightly northeast were remnants of the ROK 1st, 2d, and Capital Divisions. East of this composite division were the ROK 6th Division, the ROK 8th Division, and, along the east coast, elements of the ROK 3d Division. Walker hoped that these scattered forces could hold a line across the peninsula by concentrating their resistance on the main roads that cut through the mountains toward Taegu, the port of P’ohang‑dong, and the main port of Pusan. His hopes were severely jolted when the North Koreans easily crossed the Kum River around the flanks of the 24th Division.


When the 21st and 34th Infantry regiments found temporary refuge on the south side of the Kum River, they joined the third of the division’s regiments, the 19th.57 Dean ordered the battered 21st Infantry, a mere skeleton by this time, back to the Taejon airstrip. All that Stephens had left were 517 men in the 1st Battalion and 132 men in the 3d. He organized the survivors of the 3d Battalion into Companies K and M and attached them to the 1st Battalion. Another provisional group numbered 466 men. There was little they could do, so Dean put the Gimlets in reserve. At 0600 on 15 July, the 21st moved to a position at Orch’on about ten miles east of Taejon on the main Seoul‑Pusan highway. There, it was to protect the rear of the 24th Division against a penetration of the ROK units to the east of Taejon. From its position high in the hills, the 21st was to sit out the Battle of the Kum River.

Pressed by the North Korean 4th Division, the 3d Battalion, 34th Infantry, occupied low hills overlooking a blown highway bridge just north of the town of Kongju. (see Map 9.6). The 34th, almost as weak as the 21st, was in bad shape. After Colonel Martin had been killed, Lt. Col. Robert L. Wadlington, the executive officer, had taken command of the regiment. Soon after arriving at the Kum River, the S‑2 and S‑3 of the 34th regiment had to be evacuated for combat fatigue.
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Moreover, a composite force of forty men, comprising Company K, suffered from severe mental and physical fatigue and also had to be evacuated. Wadlington tried to cover all crossing sites over the Kum by placing the two companies of the 3d Battalion in front of the Kongju crossings and by stretching the Intelligence and Reconnaissance (I and R) Platoon several miles southwestward down the river. Wadlington’s defense relied on the 1st Battalion, occupying a reserve area several miles south of Kongju, to provide depth to the position and to give him the ability to counterattack enemy bridgeheads. Good intentions and sound tactics were not enough to offset the lack of a third battalion. Once again, the under‑strength American units were unable to handle the more numerous North Koreans. On 14 July, a regiment of the North Korean 4th Division brushed aside patrols of I and R Platoon and moved immediately to attack the 63d Artillery Battalion’s firing batteries south of Kongju. It then established a roadblock covering the road leading south from Kongju to the 1st Battalion position. Companies L and I of the 3d Battalion were no match for the North Korean assault forces crossing in the vicinity of Kongju. Company L gave up early in the day, and Company I held out until dusk. A counterattack by the 1st Battalion on the roadblock failed about 1700. With the withdrawal of Company I at 2130, the 34th Infantry sector of the Kum River line caved in.


On the right, the 19th Infantry stretched its line from where it tied into the 34th Infantry all the way to the ROK 2d Division on its east flank, covering some thirty miles of river front (see Map 9 7). Col. Guy S. Meloy, Jr., concentrated his defense on the high ground overlooking the river above and below the village of Taep’yong‑ni. Even though near full strength, Meloy could not hope to cover the entire front of thirty miles with his two battalions. With the collapse of the 34th Infantry on the left, the position was even more vulnerable, and Meloy sent Company G, reinforced with mortars, machine guns, tanks, and quad‑.50s to that flank. But because the North Korean 3d Division was probably concentrated to his front after following the 21st Infantry to the Kum, Meloy chose to concentrate his defense on the most likely crossing sites threatening the road leading south from Taep’yong‑ni.


After initial probing efforts beginning on 14 July and lasting all day on the fifteenth, the North Koreans struck in full strength about 0300 on the sixteenth. Under cover of coordinated heavy indirect fire, enemy soldiers crossed on boats, rafts, and even by wading and swimming the 200 to 300 yards of water. They made successful crossings on the right in the gap between Companies C and E and on the left of Company B (see Map 9.7). Once again, the North Koreans managed to use their favorite scheme of maneuver. Heavy fire and an infantry attack fixed the center of the 19th in position while enveloping forces skirted both flanks and headed for the American rear to attack mortars and artillery and to block the route of reinforcement and escape. Meloy and his men fought hard, but by 0630 the mortars and headquarters of the 1st Battalion in the center were under attack. A makeshift counterattacking force made up of headquarters
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officers, clerks, cooks, and mechanics, supported by a tank and a quad‑.50 caliber antiaircraft artillery half‑track, forced the enemy who had penetrated the center to withdraw back to the north side of the river. Still, the defense had been fatally penetrated on the left and right and could not hold much longer.


Enemy troops that crossed the river just west of Company B proved to be the main danger. As they worked their way south in the hills parallel to the main road, a small force turned east to attack Company F, the only regimental reserve, and fix it in position (see Map 9.7). The remainder of the North Koreans continued south where they encountered the guns of the 52d Artillery. Lieutenant Colonel Perry, still commanding the 52d though wounded fighting with Task Force Smith, took the enemy under direct fire with the guns of Battery B. Then, organizing a party of headquarters artillerymen and stray infantrymen, Perry led it against the attacking enemy soldiers and drove them further south. There, the enemy occupied a forty‑foot bluff overlooking a sharp bend in the road constricted by the Yongsu River on the west and a steep slope on the east. From these positions dominating the narrow pass, the North Koreans blocked the movement of vehicles north and south and cut the only escape route for the 19th Infantry.


Learning of the roadblock, Colonel Meloy sent a message to Lt. Col. Thomas M. McGrail, commanding the 2d Battalion on the left flank where the 34th Infantry had been, to attack the roadblock with Companies G and H. Meloy then hurried to the site of the roadblock in order to coordinate and command its reduction. There, Meloy was wounded and taken out of action. After locating transportation to move his men, McGrail committed his battalion in two uncoordinated actions. The first, under his personal command, drove north up the road in a column of two tanks and four antiaircraft quad‑.50 vehicles loaded with infantrymen. The small column took heavy casualties and fell short of breaking through by about 300 or 400 yards. The second thrust, by Company G, failed to close with the enemy before being ordered to withdraw south. The 19th never did break the enemy force at the roadblock, now stretching about a mile and a half between the relief forces to the south and the men of the 19th looking for a way out in the north. Only a small column of vehicles, led by a single tank carrying Meloy, finally broke through. Most men of the 19th Infantry moved into the hills searching for a safe route past the North Koreans to Taejon. All through the night of 16 July and throughout the seventeenth, stragglers worked their way back. In the end, the 19th Infantry suffered the same heavy losses that had exhausted the 21st and the 34th. Only Companies E and G were relatively intact. And another big fight loomed. Now the North Koreans were advancing on the important road junctions at Taejon. Moreover, the collapse on the Kum River line weakened the position of the ROK divisions to the east,

and they, too, began to fall back to the south. There was not much space left to give away.


Although of little immediate consolation, reinforcements were on the way. The 5th Regimental Combat Team had sailed from Hawaii, and the 2d Infantry Division and the 1st Provisional Marine Brigade, from the continental United States. General Walker, therefore, took a hard look at the developing situation. After collecting all available data on the status of troops in Korea, those en route and scheduled to arrive in the next ten days, the organization of the Port of Pusan, and his ammunition and supply levels, he developed a concept of operations to delay the enemy. His idea was to use the 24th, 25th, and 1st Cavalry Divisions—the latter just released by MacArthur—and the South Koreans to gain the maximum possible delay west and north of a general line following the Naktong River across to Yongdok on the east coast (see Map 9.5). If forced to fall back, he would defend Pusan with all available forces from behind the Naktong River line until such time as reinforcements arrived and Eighth Army could undertake a counteroffensive. If this concept were to succeed, Walker had to have time to put the 1st Cavalry Division in position. In order to complete shipping and deploying the 1st Cavalry Division, he needed a delay of two full days at Taejon. The task fell to the battered 24th Division.


Taejon was the most important communications center in southwestern Korea. Roads and a double‑tracked railroad ran from Taejon through the mountains south to Taegu and south to Pusan. To hold Taejon, Dean placed the 24th Division between the city and the Kum River where its course twists through a broad valley to the east. Moving southeast down the valley, North Korean units forded the shallow river and easily attacked Taejon. There, the exhausted men of the 24th Division were heartened by the arrival of the first Sherman tanks (75‑mm) in Korea and heavy‑hitting 3.5‑inch rocket launchers that had been airlifted from the United States. Nevertheless, the story turned out the same. On 19 and 20 July, they fought with spirit, but the defenders were no match for the encircling North Koreans. In the swirling confusion of battle northwest of the city, the 34th Infantry headquarters lost contact with its two battalions and did not know where its flanks were or what was happening out there.58 A fiercely fought action in the center of the city held the enemy’s anticipated frontal attack as other North Korean units passed to the rear in an attempt to cut off the Americans. Giving everything he had to inspire his men, General Dean fought bitterly to the end, leading 3.5‑inch bazooka teams against advancing enemy tanks. Finally, he and his companions became separated as they tried to escape through roadblocks circling the city. General Dean, alone and injured, worked his way south for thirty‑six days before he was finally captured. After the fight for Taejon, the 24th Division was badly hurt. Not only had it lost the commanding general, but it had lost 1,150 men of the 3,933 engaged there and virtually all the equipment the defenders had used.

On 22 July, the 24th finally found relief when it was replaced by the 1st Cavalry Division. The 24th had given Walker the two days he needed.


The day before Taejon fell, President Truman had asked MacArthur for his personal appraisal of the situation in Korea. Replying later the same day, MacArthur asserted that the enemy had lost his chance for victory. The speedy commitment of the Eighth Army had forced the North Koreans to slow their advance by causing them to deploy, reform, and redeploy at successive delay positions. As a result, the enemy had resorted to costly frontal attacks to maintain momentum. Lengthening supply lines and increased consumption of ammunition and other supplies had begun to disrupt his logistical systems. There was still a hard campaign ahead; Americans must expect losses as well as successes, but, most important, the enemy no longer held the initiative. MacArthur concluded that the United Nations forces had a secure hold on southern Korea.59

The words were brave, but the price had been high. MacArthur’s insight was correct, and the Eighth Army subsequently held Pusan, largely because of the time bought so dearly by the 24th Division. But success should not divert critical analysis of what happened in the delay. In all, Eighth Army and South Korean units delayed the North Koreans for over a month before falling behind the Naktong River line to defend the remainder of South Korea. For about two weeks, the 24th Division had carried the burden of American efforts. But performance of its units had not achieved as much as hoped for or as much as possible. A major part of the problem originated in lack of prewar preparation.


After World War II, the United States Army had demobilized to conform to the desires of the American people and government postwar policies. Overseas obligations to prevent the resurgence of fascism required occupation forces in Germany, Austria, Italy, Trieste, and Japan. But as demobilization pro​ceeded, the overseas forces were thinly spread. Moreover, austere fiscal support during those years forced the Army to defer equipment moderniza​tion and extensive training in favor of meeting manpower costs. The army in Japan was a typical product of these policies. Military‑police functions so necessary in an occupation were more important than combat readiness. In a few short years, the Eighth Army had changed from a proven combat formation into a colonial army.


Not surprisingly, the Eighth Army suffered accordingly. Its infantry regiments and artillery battalions were organized on a scale of two‑thirds of their required units and, even at a reduced peacetime scale, were under strength. Divisions were short of equipment and parts and were unable to maintain themselves. Units conducted little training that was or could be effective. Nor was there any great interest in making it so. After all, the primary mission was to support the occupation, a far different matter from being ready for battle.  Officers and soldiers alike succumbed to the life of a colonial

army and lost the sharp edge they had honed in World War II.


Even the arrival of General Walker could not completely arrest deterioration. Walker altered the mission to make training the first priority; he rationalized the regimental organization, though still short one battalion combat team, to provide a basis for realistic training; and he filled the units to near their peacetime strength. Nevertheless, Walker was only partly successful. He never could fill the shortages of weapons and equipment; he could not create training areas for tank‑ infantry‑artillery maneuvers; and he could never convince his officers and men that war was likely. In the year that Walker commanded the Eighth Army in Japan, he gained ground in the realm of training but not in overall combat readiness. He also ran out of time.


When war came, the Eighth Army was not ready to meet the demands of the battlefield. The army went to Korea lacking the most rudimentary support. There was no contact or coordination with the South Korean Army to ease the frictions of coalition warfare. There was no logistical structure from which to draw replenishment. There was no information about the enemy and none being generated beyond the painful experience of battle. There was no effective command‑and‑control network to guide Smith, Lovless, Stephens, and Meloy in their first engagements simply because radios failed and the distances between headquarters were too great. There was no effective air-ground coordination to exercise the only real advantage the Americans had.


Given these disadvantages, Task Force Smith did about as much as could be hoped for, and it performed reasonably well. Smith had put together a team quickly and on an ad hoc basis. He had integrated new officers and NCOs from other units into Companies B and C even before leaving Japan. He had chosen his ground wisely, delayed his enemy to the limit of his capacity, and then led most of the task force to safety in a dangerous withdrawal. He had worked smoothly with Perry, the artilleryman, until their communications broke down. Most of his officers and NCOs had performed with distinction, particularly in the withdrawal. His problems were serious but not of his making. He had no effective antitank defense because he had no tanks and no antitank mines and because the 2.36‑inch rocket launchers and 75‑mm recoilless rifles did not stop enemy tanks. He had no communications with higher headquarters, with his artillery, or even within his infantry much of the time. His radio batteries had gone dead, and enemy tanks cut the wire lines. He had no intelligence of the enemy, no means of resupply, and, because of the bad weather, no air support. Indeed, Smith had no help at all from any friendly forces; he could not even talk to the South Koreans.


Subsequently, the situation became even worse. Bad as things were for Task Force Smith, it fought well. Such was not the case in the 34th Infantry. Nowhere were the failures of the prewar Army more evident. In part, because General Barth, Colonel Lovless, and Lieutenant Colonel Ayers were new to their responsibilities, command in 

the 34th broke down. Barth became involved in battalion‑level operations to an extent that may have clouded the chain of command. Ayers was too quick to withdraw from P’yongt’aek, particularly without serious contact, and Lovless failed to support aggressively General Dean’s concept of holding the line east of Asan Bay. Company commanders, junior officers, and noncommissioned officers mirrored the uncertainty of their commanders and in general performed badly. The regiment lost its bravest officers early and eventually lost the survivors to physical and mental collapse. In the end, all seemed more concerned with escape than with fighting. The contrast of its performance with that of the 21st ultimately resulted from the absence of aggressive leadership and unit cohesiveness.


Clearly, the North Koreans had much to do with the performance of units of the 24th Division. Weaknesses in American organization and preparation were aggravated by the contrasting excellence of the enemy. Most important, the North Koreans attacked with superior strength in tanks and infantry. Moreover, they attacked with a well‑rehearsed, predictable, but remarkably effective scheme of maneuver. They fixed the American front with a tank charge, an infantry attack, or heavy shelling. As the Americans reacted to their front, North Korean infantry enveloped both flanks in search of the command post and indirect fire units in the rear. Once the mortars and artillery were defeated and communications disrupted, the enemy infantry formed roadblocks to prevent reinforcement and resupply while cutting the escape route. Once in the rear, their success was assured, for American units were ill prepared for the mental stress of being physically cut off. With only two battalions in each regiment, there was never an opportunity to deploy an adequate reserve. Occupying frontages designed to stop an enemy division, the thin battalions of the 24th really never had a chance. The soldiers lost their concentration and thought only of escape. Small‑unit commanders found it impossible to fight their way out of these situations. Even much of Task Force Smith lost its cohesion during withdrawal as small knots of men hastily sought safety in the rear. The 34th Infantry never really made a fight, even behind the Kum River. The 19th Infantry fought well at the Kum River until it was cut off; then it suffered the same fate.


By the time Dean committed himself at Taejon, the 24th had worn itself out. The survivors were weakened, dispirited, and exhausted; they had to rest and reorganize. In time, they rebuilt the regiments of the 24th Division and fought with distinction. But to a man, they regretted the wasted years in Japan. There were no stronger advocates of a combat‑ready peacetime army than the veterans of Task Force Smith and their comrades in the 24th Division.
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Foreword


Staff rides represent a unique and persuasive method of conveying the lessons of the past to the present‑day Army leadership for current application. Properly conducted, these exercises bring to life, on the very terrain where historic encounters took place, examples, applicable today as in the past, of leadership, tactics and strategy, communications, use of terrain, and, above all, the psychology of men in battle. This historical study, particularly with personal reconnaissance, offers valuable opportunities to develop professional leadership and the capacity for effective use of combined arms on the air‑land battlefield.


Take Gettysburg, for example. The resolution, initiative, and courage of Colonel Joshua Lawrence Chamberlain of the 20th Maine reflect valuable principles for study by today's leaders. These leadership principles transcend technological advances and have no historical bounds, no binding parameters of geography and time.


After a long hiatus, staff rides have again found their place as an accepted part of professional leadership development, be it at the Army War College, the Command and General Staff College, or a battalion in the Seventh Army.


We welcome The Staff Ride as an important new Army publication. The wisdom contained within its pages will provide appropriate guidance for those of us who want to utilize the staff ride to enhance the professionalism of the Army. Our turn‑of‑the‑century staff rides stressed those "elements still important in battle ... leadership and the psychology of men in combat." The participant in a properly conceived and conducted historical staff ride will be rewarded by an enhanced understanding of those key elements and of the essential fact that battles are not systematic, logical undertakings but rather activities of men with all their frailties and strengths.
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Preface


In the summer of 1906, the assistant commandant of the General Service and Staff School, Maj. Eben Swift, and twelve officer‑students at Fort Leavenworth boarded a train for Georgia. So began the first "staff ride" for instructors and students at what is now the U.S. Army Command and General Staff College. For five years the staff ride was an important part of the Leavenworth curriculum.


Since then, staff riding as a technique of furthering the military education of professional Army officers has been employed at the Army War College, the Staff College, and elsewhere. Different from tactical exercises without troops or from battlefield tours, staff rides combine a rigorous course of historical preparation with an examination of the terrain on which an actual battle occurred. This brochure demonstrates how a staff ride can be made available to military leaders throughout the Army, not just those in the formal education system. With a certain amount of effort, the modem commander can provide a powerful and enduring impetus to the professional improvement of his subordinates, and along the way he can encourage and enliven his unit's esprit de corps‑the constant objective of all commanders in times of peace.


After a long interruption that began in World War II staff riding slowly began to be rejuvenated in the U.S. Army in the late 1960s and early 1970s. Professor Jay Luvaas, now on the staff of the Army War College, performed yeoman's service in developing the staff ride technique on our nation's battlefields. Seventy‑three years after staff rides were canceled at Leavenworth, a new version returned to the curriculum at the Command and General Staff College; Lt. Gen. William R. Richardson, commander of the Combined Arms Center, sponsored their reinstitution. These new staff rides were a far cry from the relatively simple affairs three‑quarters of a century earlier. Historical knowledge about all battles had advanced significantly. Military history as a specialized field of historical study had emerged since the first staff ride and provided a certain rigor to the exercise that had been lacking in earlier versions. The students of the Staff College were more advanced intellectually than their predecessors, and the faculty had also benefited from the work of their forebears at the War College and elsewhere. The staff ride took its new place at the Command and General Staff College in academic year 1982‑83.


Since its reestablishment, the staff ride has earned accolades from students and faculty alike as one of the most powerful techniques of instruction available for the education of professional soldiers. As a consequence of its growing reputation, as well as that of its counterparts at the Army War College, an interest has developed throughout the Army.


Officers from the highest echelons as well as from single now taken up staff riding. Without exception, those commanders who have already used the staff ride confirm its value in developing leaders; in introducing their officers to the benefits of military history; in supplementing doctrinal, operational, and technical knowledge; and in improving unit morale and cohesion.


The U.S. Army Center of Military History has been designated as the coordinator of the Army's staff ride program. This brochure outlines the various requirements associated with staff riding and establishes flexible standards for a successful exercise.


The author of this brochure, Dr. William Glenn Robertson, is an associate professor of military history at the Command and General Staff College.  He developed and executed the concept of the new staff ride and heads that program for the Combat Studies Institute under the leadership of Director Col. Louis D. F. Frasche. Dr. Robertson is a lifelong student of the Civil War and a veteran of many battlefield studies. His experience in the conduct of the staff ride is distilled in the pages that follow.


One final and important note: All those who use this brochure for their staff rides are encouraged to report their experiences, problems, and successes to the Combat Studies Institute's Staff Ride Team. As new ideas and approaches are reported, this publication will be updated, revised, and periodically reissued.

Washington, D.C.

January 1987
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THE STAFF RIDE

I. Introduction


By its very nature, war is a highly complex affair with a virtually infinite number of variables. Conducted in a dynamic environment by human beings, themselves infinitely variable in personality and intellect, war is played out on the three‑dimensional chessboard of terrain. That war is also highly emotional makes it especially difficult to replicate through theoretical formulations because the human variables are impossible to isolate and quantify exactly. Yet soldiers who are charged with the conduct of war must continually strive in peacetime to prepare themselves to wage it successfully. Direct personal experience is one guide, but this knowledge usually is limited in scope and is often in short supply. Theory provides one substitute for experience but alone is far from satisfactory. Not nearly so neat and clear‑cut as theory, but far more illustrative of the complexity engendered by human factors in war, is military history. Carefully integrated into training, military history can go far to provide the vicarious experience of war needed to further the professional education of soldiers.


One of the most effective ways to enlist military history in the cause of professional military education is to study the operations of opposing forces in actual campaigns. Campaigns of any historical period are replete with valuable lessons for the professional soldier. Changes in technology and corresponding changes in doctrine render some of the lessons obsolete, especially those linked to minor tactics. But other lessons are timeless because they spring, either from universal operational principles or from universal human characteristics. It is these universal lessons that are most important for officers who aspire to higher command and a true mastery of the art of war. During their careers most officers are exposed to these lessons in some way, often through a sterile list of maxims or principles to be committed to memory but neither fully analyzed nor understood. Such a method is inadequate to the ultimate purpose, that of so fixing in an officer's mind both the principles and their circumstances that they will become second nature in time of crisis. 


Just as the study of military history provides universal lessons or principles, so too can it provide the means to best inculcate them in the minds of officers. One way is to relate the lessons or principles to specific historical case studies of particular campaigns or battles. For the best results, these case studies should not be superficial but should be as detailed as the circumstances of study permit. Only by studying a campaign or battle in detail is it possible to discover why events unfolded as they did. Further, if at all possible the campaign or battle 

should be studied through primary sources which provide both the required degree of detail and the serious intellectual challenge to fully involve the mind of the student. (See Section X.)


What the student‑the professional soldier‑must achieve is what German military theorist Karl von Clausewitz in On War defined as critical analysis: determine the facts, establish cause and effect, and analyze the results. In simpler terms, the soldier must find out what happened, establish why and how events occurred as they did, and decide what these cause and effect relationships mean now. It is the immediacy of this last element‑the answer to the question, "So what?"‑that makes this approach to battle analysis a peculiarly military endeavor. The effect of such analysis is synergistic in fostering not just lessons but a deeper understanding of the realities of war.


A significant component of the detailed study of a campaign or battle is an analysis of the terrain over which the action took place and the effect of that terrain upon the campaign or battle. Good maps are essential for such analysis, but the best maps are poor substitutes for firsthand knowledge of the terrain. Thus a visit to the actual sites associated with a campaign, if they are not too changed, is the ultimate step in analysis of the terrain's effects on the action studied. If detailed historical case study encourages the identification of universal military lessons, then a visit to the actual site is the ultimate means of reinforcing these lessons in the minds of students. The combination of systematic historical study of a campaign with a visit to the site of operations for the purpose of professional military education is a staff ride.

II. Definitions

A. General


Armies of various nations have conducted staff rides since at least the mid-nineteenth century. As might be expected from their diverse origins, staff rides have varied widely in concept and execution. In some instances the operational situations employed as teaching vehicles have been hypothetical, in others they have been historical. The goals of staff rides have varied from the specific testing of operational concepts to the general enhancement of professional and analytical skills. All staff rides, however, have one idea in common‑to place students on an actual piece of terrain, confront them with an operational‑ situation, and stimulate them to reach conclusions or derive lessons from the experience.

B. Specific


Staff rides have often been confused with other types of exercises that employ terrain. The following definitions clarify terms:


1. A tactical exercise without troops (TEWT) involves a hypothetical scenario played out on actual terrain, usually employing current doctrinal concepts. Although the exercise may take place on an actual battle site, any relationship to historical events is usually coincidental. A tactical exercise without troops uses terrain, but not history, as a teaching vehicle.


2. A historical battlefield tour is a visit to the site of an actual campaign but with little or no preliminary systematic study. If led by an expert, the histor​ical battlefield tour can stimulate thought and encourage student discussion but within limits set by the lack of systematic preparation and involvement. A histor​ical battlefield tour uses both terrain and a historical situation but does not have a preliminary study phase.


3. A staff ride consists of systematic preliminary study of a selected campaign, an extensive visit to the actual sites associated with that campaign, and an opportunity to integrate the lessons derived from each. It envisions maximum student involvement before arrival at the site to guarantee thought, analysis, and discussion. A staff ride thus links a historical event, systematic preliminary study, and actual terrain to produce battle analysis in three dimen​sions. It consists of three distinct phases: preliminary study, field study, and integration.

III. Purposes and Objectives


The staff ride is a versatile educational tool. In a general sense, its sole purpose is to further the professional development of U.S. Army leaders. Specif-ically, it may be designed to achieve one or many objectives, depending upon the needs of the student clientele and the circumstances under which the staff ride is conducted. Some of these specific objectives may be

A. To expose students to the dynamics of battle, especially those factors which interact to produce victory and defeat.

B. To expose students to the "face of battle," the timeless human dimensions of warfare.

C. To provide case studies in the application of the principles of war.

D. To provide case studies in the operational art.


E. To provide case studies in combined arms operations or in the operations of a single arm or branch.


F. To provide case studies in the relationship between technology and doctrine.


G. To provide case studies in leadership, at any level desired.


H. To provide case studies in unit cohesion.


I. To provide case studies in how logistical considerations affect operations.


J. To show the effects of terrain upon plans and their implementation.


K. To provide an analytical framework for the systematic study of campaigns and battles.


L. To encourage officers to study their profession through the use of military history.


M. To kindle or reinforce an interest in the heritage of the U.S. Army.


In fact, a carefully designed and implemented staff ride can attain simultaneously all of these objectives and more. Depending upon the campaign selected, the staff ride can illuminate any principle or lesson at any chosen level. Because its mixture of classroom and field study facilitates student involvement, it ensures that any educational benefits are more likely to be retained.


The commander should view the staff ride as a part of his training program to develop his subordinates. Like the Army Test and Evaluation Program, the staff ride should be exercised, critiqued, and improved upon. Its focus may vary according to the level of command to be exercised, the lessons to be empha​sized, or the type of operation to be studied. Whatever form it takes, the staff ride is a continuing professional development exercise which will outlive any commander's tour. Like all major recurring training exercises, the staff ride should pass from project officer to project officer, each of whom becomes expert in its conduct. The staff ride file‑all supporting documents, student packets, logistical support data‑is part of the unit file and does not leave with a commander or project officer.

IV. Foundation of Staff Riding

A. Instructor knowledge


The primary instructor and his associates should have maximum knowledge of the selected campaign to the degree permitted by circumstances. In other words, staff ride instructors must be true subject‑matter experts. They should ultimately be able to identify all important facets of an extremely complex human event and understand how these facets relate to each other. Having mastered their subject, the instructors should impart this knowledge to students by using current military concepts and terminology wherever possible. This subject‑matter expertise will seldom be immediately available but will come incrementally with every iteration of the staff ride.

B. Student knowledge and involvement


Students must have maximum knowledge of and involvement in the staff ride to the degree permitted by circumstances. Students must not be permitted to visit the campaign site without a working knowledge of the basic framework of events, nor should they be passive spectators at any stage in the exercise. Gained through both individual study and collective discussion, this knowledge and involvement will reap large benefits during the field study portion of the course. The key is that students are active participants in the educational process: in the exchange of information, in the stimulation of thought, and in the collective analysis of the military operation.

C. Complete integration of the preliminary study and field study portions of the course


Staff ride instructors must be aware that the preliminary study and field study phases are individual parts of a larger whole. Standing alone, they cannot drive home the desired lessons with the same force as a truly integrated presen​tation. Without the field study phase, the preliminary study phase is an incom​plete form of battle analysis, taught in a classroom environment. Without the systematic analysis of the preliminary study phase, the field study phase is simply a battlefield tour. Carefully integrated, the two activities generate optimal understanding and analytical thought.

V. The Instructor Team

A. General principles

The primary instructor and his associates are the central figures in the design and conduct of a successful staff ride. Although National Park Service rangers,

licensed guides, and local historians may assist materially, they cannot be expected either to understand the particular educational focus of the exercise or to design a program with the U.S. Army's needs in mind. To the degree that the instructor team not only designs the staff ride but conducts all aspects of it as well, the goals dictated by the particular situation are best achieved and the U.S. Army's needs best served.

B. Specific requirements


To the degree that circumstances permit, the instructor team should


1. Be thoroughly conversant with the sources, both primary and secondary, relevant to the campaign selected.


2. Understand the organizational. doctrinal, and technological context in which the campaign took place.


3. Understand the operational context in which the campaign took place.


4. Be thoroughly conversant with the biographical data available on the opposing commanders and their principal subordinates and be able to characterize those individuals succinctly.


5. Know the orders of battle of the opposing forces and be able to characterize significant units in terms of size, armament, and quality.


6. Be thoroughly conversant with the movements and operations of all significant units in the campaign and be able to distinguish those events chronologically.


7. Be able to analyze the campaign and determine, to the degree possible, the factors significant to the historical outcome, including terrain not visited.


8. Know the ground associated with all aspects of the campaign, to be able to guide students easily to all relevant locations.


9. Understand current U.S. Army doctrine and terminology.


10. Be able to interpret the significant events of the campaign in terms of current U.S. Army doctrine and terminology wherever possible and assist students to derive usable lessons from the comparison.


11. Be able to assess carefully and monitor continually students' knowledge and interest levels to generate and retain their involvement throughout the exercise and keep them from becoming passive spectators.


12. Continually work to refine and improve the staff ride by developing new sources, new field study routes, more effective training aids, and greater subject‑matter expertise.

VI. Site Selection


The selection of a campaign to be the subject of the staff ride is one of the most important decisions the primary instructor makes. Staff rides can be conducted wherever a historical campaign occurred, but some campaigns make far better teaching vehicles than others. Among the major considerations in selecting a site are

A. Experience level of the opposing forces


No matter how well trained in peacetime, units behave differently in their first engagements than in subsequent contests. If "first battle" lessons are impor​tant, engagements such as First Bull Run or Kasserine Pass should be chosen. Otherwise, operations involving veteran units will provide a far richer variety of lessons.

B. Echelon of command


Certain sites are well suited to illuminate lessons at the small‑unit level but offer little from the operational perspective of war. Other campaigns are rich in operations that illuminate timeless staff problems. A staff ride class consisting of officers at battalion and company level should select a campaign most useful in providing lessons for that particular echelon of command. Similarly, a staff ride class consisting of general officers will profit more from studying a campaign chosen for its operational situations than one chosen for its minor tactics. Many campaigns (Napoleonic, American Civil War, the world wars, and the Korean War, for example) are complex enough to serve as excellent teaching vehicles at any echelon of command.

C. Type of terrain


Campaign sites can be found which encompass virtually any type of terrain 

desired‑mountains, plains, heavy vegetation, desert, large or small streams.

D. Type of unit


The staff ride methodology can accommodate virtually all significant types of units. Most campaigns provide opportunities for studying the operations of infantry, artillery, and cavalry units, either singly or as combined arms. Similarly, logistical and support functions can usually be addressed in any campaign. Some campaigns, however, are not particularly useful in illuminating the role of specialized units such as engineers. Twentieth‑century innovations such as armor and aviation are most easily studied on modem battlefields, although open-minded students guided by imaginative instructors can study these branches by analogy and on premechanized battlefields.

E. Integrity of historical setting


Some campaign sites remain relatively unchanged from their original historical settings, either because of conscious preservation or because of unsuitability for development. Other sites have been altered to one degree or another but are still recognizable and thus usable. Still others have been virtually obliterated, leaving little or nothing of the historical scene intact. Staff rides can be conducted at any of these sites, but as the degree of historical integrity declines, the task of the primary instructor and his associates becomes more difficult. Students have enough difficulty in mastering the details of past organizations and events; their task is made all the more difficult if they are required to block out many modern intrusions as well.

F. Availability of sources


A staff ride requires the support of as many sources of information as can be obtained. Even the simplest campaign entails an enormous number of facts, and the more of these instructors and students can gather and assimilate, the better they can interpret the campaign. If both primary and secondary accounts exist, both should be utilized.

G. Availability of logistical support


No matter how excellent the chosen campaign may be as a teaching vehicle, it is not a good candidate for a successful staff ride if the instructor‑student party cannot be supported logistically. Transportation, messing, and billeting facilities, as needed, must be reasonably close at hand. The student's attention should be completely focused on the intellectual aspects of the exercise and not distracted by inadequate logistical support.

H. Nearness to home station


Given the fiscal and time constraints imposed by a school's or unit's particular circumstances, the optimum site for a staff ride teaching specific lessons may be beyond the reach of that school or unit. Nevertheless, every effort should be made to seek a site that meets as many of the previous criteria as possible.

VII. The Preliminary Study Phase


In a staff ride, the purpose of the preliminary study phase is to prepare the student for the visit to the site of the selected campaign. If the student has not been well prepared as to the purpose of the exercise, the organizational and operational setting of the campaign, and the significant events of the action, and if the student has not become intellectually involved in the process of study, then the exercise becomes more a historical battlefield tour. The preliminary study phase is critical to the success of the field study phase and therefore equally critical to the success of the staff ride as a whole.


Since staff ride participants will usually be busy U.S. Army professionals who may have had little interest in history, the primary instructor and his associates must take student knowledge and interest levels into account when designing the preliminary study phase. The object is not to produce professional scholars but to use historical case study to enhance the professional military education of U.S. Army officers.

A. Form


The preliminary study phase may take various forms, depending upon the time available for study and the needs of the participants: formal classroom instruction, individual study, or a combination. Circumstances will dictate which form must be adopted, but it should be clearly recognized that some forms represent far more effective teaching techniques than others.


1. A preliminary study phase consisting solely of a lecture or lectures by the instructor team should be adopted only when extreme circumstances preclude the use of other methods. Lectures, providing little or no opportunity for student involvement, are most likely to produce passive students. In this form, almost all student‑ instructor and student‑student interaction will take place in the field study phase.


2. At the opposite extreme from pure lecture is individual study. This form consists of providing students with packets of instructor‑collected source 

materials to study individually before the field study phase of the staff ride. While requiring greater participation by the student than does the pure lecture, this form also forgoes the benefits derived from instructor guidance and group discussion and tends to encourage student passivity.


3. The optimum preliminary study phase combines lecture, individual study, and group discussion moderated by the instructor team. To get students actively involved, instructors may assign them specific subjects to investigate more intensively than the general background material and then brief to the group, either in a formal classroom setting or during the field study phase. Useful subjects in this regard are specific leaders, specific units, critical events, or specific functional areas such as logistics or communications. By creating mini‑experts on particular subtopics, this method virtually guarantees lively discussion and divergent viewpoints among participants. Once created in the preliminary study phase, this involvement carries over into the field study phase with decidedly positive results.


4. Few Army organizations will be able to devote to staff rides the time that is available at the highest levels of the Army educational system. This does not mean that staff rides are beyond their reach or that the preliminary study phase should be abandoned. Instead, innovative approaches to the preliminary study phase should be adopted. If formal classroom time is severely limited, it should simply address the purpose and objectives of the exercise as well as the historical, technological, and doctrinal context of the chosen campaign. Carefully selected reading packets geared to individual study then can illuminate critical aspects of the campaign in more detail. If the packets are designed to offer divergent viewpoints and generate discussion, so much the better. This discussion can take place on the battlefield itself.


5. No matter what form is adopted for the preliminary study phase, the instructor team must make every effort to ensure that the purposes of that phase are met. The more limited the time available for group discussion, the more the instructor team must compensate by carefully choosing sources, providing individual study packets, and being available to answer questions and stimulate thought.

B. Content


1 The preliminary study phase in any form must accomplish certain tasks:



a. Students must be informed of, and clearly understand, the purpose of the exercise.



b. Students must become actively involved in the exercise. They must not lapse into passive spectators.



c. Students must acquire the basic knowledge necessary to a general understanding of the selected campaign. Generally, this basic knowledge should consist of 




(1) Organization, strength, armament, and doctrine of the opposing forces




(2) Biographical and personality data on significant leaders.




(3) Relevant weapons characteristics.




(4) Relevant terrain and climatic considerations.




(5) General outline and chronology of significant events.



d. Students must develop an intellectual perception of the campaign that will be either reinforced or modified during the field study phase.


2. If possible, students should use the preliminary study phase to advance beyond general knowledge in their analysis and understanding. One way to this advancement is to have individual students focus their additional study on particular leaders, units, functional areas, or phases of the campaign.


3. During the preliminary study phase, students must be given access to the best sources that can be provided for them. As a minimum, a modem account (analytical, if possible) and a modem topographical map of the selected campaign should be made available to all participants. Beyond these general materials, relevant primary sources (such as after‑action reports, official messages, personal accounts, contemporary maps) should be provided.

VIII. The Field Study Phase

The field study phase most readily distinguishes the staff ride from other forms of systematic historical study. It culminates all previous efforts by instructors and students to understand selected historical events, to analyze the significance

of those events, and to derive relevant lessons for professional development. Because field study builds so heavily upon preliminary study, each phase must be designed to produce a coherent, integrated learning experience. If the preliminary phase has been systematic and thorough, the field phase reinforces ideas already generated. This is not to say that a systematic and thorough preliminary study phase permits a vestigial or hurried field study phase. Instead, the visual images and spatial relationships created by carefully designed field study reinforce any analytical conclusions acquired earlier. If, on the other hand, prelimi​nary study has been hurried or incomplete, field study may raise entirely new issues or lines of analysis. In either case, the field study phase is the most effective way to stimulate the student's intellectual involvement and to ensure that he or she retains any analytical conclusions reached at any point in the staff ride process.

A. Design


1. The field study phase should be designed to visit all significant sites associated either with the selected campaign or with the portion emphasized in preliminary study. If only a portion of the field can be visited, the instructor team must summarize what occurred elsewhere so that students comprehend the campaign as a whole.

2. The route should be designed to visit sites in chronological order to avoid confusion and unnecessary complexity.

3. The route should avoid both backtracking and long barren segments to maintain involvement.

4. Planned stops or stands along the route may be selected for historical significance, visual impact, vignette suitability, or logistical necessity. No stops should be made simply in the hope that something may turn up. (See Appendix A for an example of the use of stands.)

5. The route schedule should be flexible enough to permit brief unplanned stops to address issues that students raise spontaneously.

6. If students have investigated certain topics beyond the level of general background knowledge, both planned and spontaneous stops provide opportunities for them to share their findings and stimulate discussion.


7. If available primary sources, such as vivid personal accounts or period photographs, can be linked to specific sites, those sites should be included in the route.


8. As much of the route as possible should be traversed on foot. Many terrain features which seem insignificant or are even invisible from a motor vehicle suddenly become prominent when viewed from the foot soldier's perspective. This perspective is critical to understanding all premechanized campaigns and most modem ones as well. Widely scattered sites will require motor transport between them, but, even so, students should dismount as frequently as possible to experience the effects of terrain firsthand.


9. Ease of access should be considered during the design of the field study route but should not necessarily override other considerations such as chronological development, site significance, or visual impact.


10. If significant sites lie on private land, easements granting temporary access must be obtained from property owners. No entry should be attempted otherwise.


11. If possible, alternate routes should be devised for segments of the primary route in case unforeseen circumstances or time constraints require a modification of the original program.


12. The instructor team should traverse the primary route and all alternate segments to discover any timing or other problems that might interfere with the successful completion of the field study phase. Instructors should make additional spot checks just before the exercise to ensure that weather, accidents, or road repairs have not made the chosen route impassable.

B. Conduct


1. Throughout the field study phase, the instructor team should make every effort to maintain intense student involvement by removing distractions and keeping attention focused on the exercise.


2. The instructor team should ensure that students are correctly oriented both chronologically and spatially throughout the exercise. This orientation must be a continuous process. No matter how thorough the preliminary study phase has been, most students will tend to become disoriented at some point along the field study route, particularly in either close terrain or a highly complex 

historical situation. A partial solution is to have all students carry compasses, maps, and notes on relevant documentary material such as orders of battle. Nevertheless, only the instructor team, with its greater knowledge of both the historical events and the terrain, can ensure proper student orientation throughout the field study phase.


3. A simple technique to enhance both student involvement and orientation is the use of first person accounts, or vignettes, at specific stops along the field study route. These personal accounts are essential to any battle analysis, since they provide important information on the attitudes, perspectives, and mental state of the participants‑the vital human dimension of battle. There are two methods of providing such vignettes:



a. The reading of vignettes drawn from primary sources. Ideally, such vignettes are brief and colorful. The instructor team should select them beforehand and arrange for easy access in the field. Carefully devised and correctly executed, vignettes will contribute significantly to re‑creating the sense of time, place, and mood which every staff ride must achieve to be truly successful.



b. The use of veterans. For relatively recent campaigns, veterans of the operation who can supply truly living vignettes are unmatched for encouraging and retaining interest and involvement by participating in discussions with students and instructors. Veterans must be used carefully for best effect; if possible, they should be chosen because of particular roles they played in the selected campaign. Further, the instructor team should screen veterans for articulateness and accurate recollection. In some cases, screening may expose personal biases or personality traits that would make a veteran ineffective. If such difficulties can be overcome, a staff ride which includes veterans of the selected campaign will be extremely rewarding.


4. At every opportunity during the field study phase, the instructor team should stimulate student discussion and relate it to similar discussions held during preliminary study.


5. Any bus used on the field study route should be equipped with a public address system by which the instruction team provides commentary, previews stops, or reads vignettes to break the tedium.


6. Training aids can orient students, clarify complex maneuvers, and create immediacy. Such aids may include enlargements of contemporary photographs,

situation maps, sketch maps, diagrams, and tape recordings of weapons sounds and period music.

7. The size of the student party and the instructor‑to‑student ratio will help determine the quality of the field study phase. In general, as the instructor‑to student ratio declines, so does student involvement and discussion. In most cases, thirty‑five to forty students are the most a single instructor can lead and retain any degree of personal interchange. A much more effective ratio is one instructor for every fifteen to twenty students. Members of the instructor team should be spaced throughout a large party to answer questions, focus interest, and stimulate discussion.

8. During the dismounted portion of the field study phase, the instructor team should maintain a steady pace, neither rushing nor dawdling but progressing purposefully from point to point. The column should be kept compact, with file-closers if necessary, to prevent straggling. Left to their own devices, relatively large groups moving in column tend to disperse and have to be gathered at each stop.

9. Given the inflexibility of travel dates for most staff rides, both instructors and students should be prepared for bad weather. All members of the group should have seasonal protective clothing, and the instructor team should have route modifications and other contingency plans. Normally, these simple precautions will allow a successful field study even if weather is less than ideal.

IX. The Integration Phase


No matter how detailed the preliminary study or how carefully crafted the field study, a truly successful staff ride requires a third and final phase. This integration phase is a formal or informal opportunity for students and instructors to reflect jointly upon their experience.


Several positive effects stem from the integration phase. First, it requires students to analyze the previous phases and integrate what they learned in each into a coherent overall view. Second, it provides a mechanism through which students may organize and articulate their impressions of both the selected campaign and the lessons derived from its study. Third, students may gain additional insights from sharing these impressions with their peers. Finally, the

instructor team may use the integration phase to solicit student comments on its performance and suggestions for improvement.


The integration phase may be conducted on the battlefield immediately following the field study phase, at a nearby location following the field study phase, or upon the return of the students to their home station. In general, however, the integration phase is most successful when it follows field study as closely as circumstances permit.


An instructor should moderate discussion during the integration phase and focus on the exercise just completed. He or she should allot enough time for all who wish to speak and for a complete discussion of any issues raised. The instructor should encourage candor among all participants.

X. Sources

A. Both primary and secondary sources are useful in a staff ride.


1. Primary sources are documents produced by participants or eyewitnesses, either contemporaneous with the events described or at some point thereafter. Included among primary sources are official documents such as after‑action reports, orders, messages, strength reports, telephone logs, unit journals, maps, and map overlays. Also included are personal accounts such as letters, diaries, and reminiscences. For the most recent conflicts, the oral recollections of a participant are a primary source. Although they, like all sources, must be analyzed critically, primary sources are the raw material from which historical events are reconstructed.


2. Secondary sources are accounts of events produced by nonparticipants who received their information secondhand from primary sources or other secondary accounts. Secondary sources are most often narrative in form; many are analytical in nature. Their authors range from enthusiastic amateurs to professional historians.


3. Examples



a. For the period of the American Civil War, a primary source is any of the 128 volumes of the U.S. War Department's the War of the Rebellion: A Compilation of the Official Records of the Union and Confederate Armies

(Washington: Government Printing Office, 1880‑1901); a secondary source is Bruce Catton's A Stillness at Appomattox (Garden City, N.Y.: Doubleday, 1953).



b. For the period of World War II, a primary source is a unit journal held in the National Archives; a secondary source is any volume in the official series United States Army in World War II, published by the U.S. Army Center of Military History.


4. The function and placement of primary and secondary sources in the course structure differ significantly.

B. Secondary sources are most valuable in the initial stages of study when the immediate need is for general background information and a simple chronological outline of events. Secondary sources can also bring order to what initially seems a confusing jumble of facts and conflicting testimony. Secondary sources thus represent both an introduction to the subject and a convenient framework on which to attach relevant primary materials as they are digested. Analytical secondary sources may also stimulate student analysis by providing a frame of reference for initial discussion.

C. Valuable as they are, secondary sources should not be the sole materials furnished to staff ride students. Because they represent a highly selective winnowing of a much larger mass of primary materials, secondary sources tend to omit many details that may be critical to an analysis of events by professional soldiers. Also, by selecting only certain facts for presentation, the author of a secondary source tends to focus the student's attention in particular directions at the expense of others, thereby losing profitable avenues of inquiry to all but the most diligent. Finally, no matter how colorfully written, secondary sources lack the immediacy and the impact of an account by a participant or an eyewitness.

D. Inevitably, certain units may be forced to rely exclusively upon secondary sources such as the United States Army in World War II series. Units which have conducted successful staff rides by relying solely on secondary sources state that a good rule of thumb is "the more, the better. " Instructors should make every effort to collect as many of the most pertinent secondary works as are available. The officers of the unit should be canvassed for relevant works in their own professional libraries and for friends in other units or on other posts who would be willing to help build a temporary library. At the same time, the instructor team should enlist the aid of post librarians, whose collections often

are part of much larger information and book‑lending networks. The objective should be to assemble the best available operational picture of the action and arrange it to give the students a thorough foundation for the preliminary study phase. As a further inducement to participate in both the preliminary study and field study phases, students might well be required to prepare their own operational schematics and maps, especially if the secondary sources fail to provide the kinds of details needed for the purpose of the exercise. All such measures, however, are compromises. Efforts made by units even in the most adverse circumstances to go beyond secondary sources will be rewarded by a more stimulating and professionally useful experience.

E. Primary sources are most successfully introduced in the preliminary study phase after staff ride students have already learned general background and basic chronology, through either lectures or secondary sources. The value of primary sources is threefold:


1. Primary sources provide a large quantity of raw material for student analysis. Their richness of detail gives students the opportunity to understand exactly how the opposing forces conducted their operational and administrative affairs and permits comparison between earlier and current practice. Reading original orders and message traffic instead of summaries and paraphrases allows students to draw their own conclusions about commanders' and staffs' mindsets at particular times. Similarly, student analysis of original after‑action reports may generate insight into how the authors perceived certain events and why they emphasized or omitted those events. Examination of contemporary maps with all their imperfections may clarify otherwise inexplicable operational decisions.


2. Primary sources allow students to relate more closely to a past situation. By the very nature of the exercise, staff ride students must attempt to place themselves figuratively in another time and context. This sense of "how things were" is difficult to attain but, to the degree it can be achieved, contributes signally to the success of the exercise. Primary sources, judiciously used in both the preliminary study phase and the field study phase, are the most important resource available to propel the student to an earlier time.


3. Because of their detail and complexity, primary sources are an intellectual challenge to the staff ride student. They require the student to study them, analyze them, and reach conclusions about them to a far higher degree than do most secondary sources. The process through which the student assimilates

primary sources strengthens his or her commitment to the exercise and involvement in a learning experience. An added training benefit accrues to military leaders who use these contemporaneous records; the staff estimates, orders, overlays, and after‑action reports are the same, or similar, kinds of staff actions they encounter day to day with the U.S. Army in the field.

F. The use of primary sources is not without pitfalls. For instance, primary does not always equate to correct. Because staff ride students are professional soldiers rather than professional scholars, they often need assistance in threading their way through the primary materials provided for their use. As their own knowledge increases over time, instructors should be able to provide this guidance. While important, such assistance should in no way relieve students of their responsibility to involve themselves deeply in the analytical process. Used intelligently, primary sources contribute greatly to the success of a staff ride; used ignorantly, they contribute equally to its failure.

XI. Training Aids

Imaginative training aids will improve both the preliminary and field study phases. Availability and suitability of these aids will vary with the historical period selected, the amount of time available, and the amount of resources committed to the project. The following types of training aids are a sample of what an instructor team may use:

A. Maps


Each student should have access to topographical maps of appropriate scale as well as copies of maps contemporary to the historical period under study. Maps of either type in 35‑mm. slide, viewgraph, or panel chart format may be used by both instructors and students in the preliminary study phase. During the field study phase the instructor team may use appropriately marked maps to illuminate specific points, while students may use maps to orient themselves.

B. Photographs


Large numbers of photographs exist from all of America's wars beginning with the Civil War. These may be used by instructors and students during the preliminary study phase to illustrate any number of points. Photographs of uniforms, equipment, and commanders are readily available and may enliven lectures and briefings. Action shots from twentieth‑century conflicts serve a similar function. An especially effective technique during the field study phase

is to match a historical photograph to its actual site for a then‑and‑now comparison.

C. Paintings, drawings, and diagrams

When photographs are not available, these illustrations may serve the same educational purpose. Diagrams created especially for the staff ride by the instructor team may be used to good effect in both the preliminary study phase and the field study phase.

D. Films and videotapes

Although these items may be costly and may not fit into the time constraints of the preliminary study phase, they should not be overlooked as an educational resource. Film footage of twentieth‑century conflicts is especially powerful. Other film or television tape series showing the employment of weapons of an earlier era can provide a visual dimension to battle analysis not attainable by any other means.

E. Tape recordings


In some circumstances tape recordings may be useful either in illustrating a point or in setting a mood. Recordings of nineteenth‑century weapons firing, may help to re‑create nineteenth‑century campaigns. Recorded music from any period may provide a useful link to the past. Veterans may record their recollections if they are unable to join the field study phase in person.

F. Artifacts


Uniforms, personal effects, weapons, and inert ammunition may be used in the preliminary study phase to illustrate a wide variety of points. Their utility increases if students can examine them directly.

G. Terrain boards


Although often difficult to research accurately, terrain boards may have some utility during the preliminary study phase to illustrate the general nature of the terrain on which the selected campaign was conducted. In no sense, however, should they be considered a substitute for the field study phase of a staff ride.

XII. Logistical Support


Depending upon such variables as the site selected for study, the size of the group, and the amount of time available, logistical support of the field study phase of a staff ride can be a complex operation that requires considerable prior planning and coordination. Although often unnoticed by participants, particularly if competently executed, this logistical support is a major factor in the success or failure of the exercise. Specific details will vary with individual staff rides, but certain general principles remain valid.


The logistical support of the field study phase should be so designed that transportation, messing, and billeting will not detract from the educational aspects of the exercise. This does not mean that the instructor team must cater to every whim of the participants. It does recognize, however, that poorly designed travel schedules, inadequate messing arrangements, and uncomfortable billeting may distract students from their primary purpose.


Logistical support is an integral part of field study and must be taken into account during the design of that phase. For example, travel schedules may define the amount of time available at the site and thereby limit what can be done educationally. Messing sites may be limited to certain locations by regulation or availability and therefore require adjustment of the proposed field study route. Parking for motor vehicles or landing zones for helicopters may be similarly limited and require adjustments. Safety considerations may also force deviation from preferred educational routes. These and other logistical considerations must be identified early in the planning process and integrated into the design of the field study phase. If identified soon enough, potential educational‑logistical conflicts can usually be resolved satisfactorily.


Because of the detail and coordination involved, responsibility for logistical support of the field study phase should be formally assigned to a member of the instructor team at the earliest possible moment. This logistical coordinator should consult regularly with the primary instructor to integrate education and logistics. When the student party is especially large, additional members of the instructor team will need to assist the logistical coordinator.


Those assigned to logistical duties must be made aware of the importance of their work to the success of the exercise and should take pride in their tasks. Those items arranged by the logistical coordinator and his assistants‑timely and dependable transportation, timely and nourishing meals or refreshments, cost‑effective but comfortable billets‑all contribute to the quality of the staff ride.


The logistical coordinator should also provide for medical support. A field environment raises the possibility of accidental injury or exposure to health hazards. Infrequent medical emergencies do occur, and contingency plans 

should be devised. Standard precautions should include first aid kits, evacuation plans, and identification of nearby sources of medical assistance.

XIII. Secondary Benefits


Although professional military education is sufficient reason for devoting time and resources to a staff ride, certain secondary benefits may accrue as well. These benefits spring from the fact that, for many participants, a visit to a great battlefield is an emotional experience that may reinforce their feelings for their profession, their units, and one another. If participants belong to the same unit, their shared experiences during the exercise may strengthen the camaraderie and esprit so necessary for unit cohesion. If promotions or individual achievement awards are due to be conferred at the time of the staff ride, there can be no better setting for the ceremony than a site hallowed by earlier deeds of sacrifice and valor. Significant in themselves, such experiences become even more meaningful in the context of a staff ride to the site of a great campaign of the past. An example of an exercise designed principally to achieve these second​ary ends is described by Lt. Col. Richard M. Swain in "Terrain Walk" (Field Artillery Journal 52 [July‑August 1984]:46‑47).

XIV. Concluding Remarks


The design and conduct of a staff ride is not a simple task to be taken lightly or done on the cheap. By its very nature, a staff ride is both time and resource intensive. A staff ride requires subject‑matter expertise, intelligently applied in a systematic way, to guide professional soldiers through the most complex of intellectual exercises‑the analysis of battle in all its dimensions. If a terrain exercise is all that is required, a TEWT can be constructed on any convenient piece of ground. Such terrain exercises are useful, but they are not staff rides. If soldiers are to be taken to a battlefield of the past but there is little or no time for systematic preliminary study, a historical battlefield tour is all that is required. Such tours also have their place, but they are not staff rides. A staff ride yields far broader results than a TEWT or a tour but is far more difficult to devise. Those who want to create a staff ride must be aware of these difficulties. Carefully designed and intelligently executed, a staff ride is one of the most powerful instruments available for the professional development of U.S. Army leaders.

APPENDIX A

Selection of Stands


The following examples represent a segment of the field study phase of the Command and General Staff College current staff ride to Chickamauga battlefield in northern Georgia. (See map for route taken by staff riders and location of stands.)

Stand 19‑Eli Lilly's 18th Indiana Battery

Situation: 19 September 1863, p.m. Confederate units have shattered Brig. Gen. Jefferson Davis' division and driven it west and out of the Viniard field. Survivors pass through a new line established by Col. John T. Wilder's brigade. Armed with seven‑shot Spencer repeating rifles, Wilder's men halt the Confederate charge. The Confederates take refuge in a nearby ditch or ravine. Capt. Eli Lilly moves part of his battery forward to sweep the ravine with devastating effect.

Teaching points: analysis of terrain, initiative, combined arms

Vignette: Colonel Wilder's recollections: "At this point it actually seemed a pity to kill men so. They fell in heaps, and I had it in my heart to order the firing to cease, to end the awful sight. " From John Rowell, Yankee Artillerymen: Through the Civil War with Eli Lilly's Indiana Battery (Knoxville: University of Tennessee Press, 1975).

Stand 20‑17th Indiana Infantry, Wilder's brigade

Situation: Same as Stand 19, but in the infantry line, one hundred yards south.

Teaching points: effect of new technology, human element in battle

Vignette: Theodore Petzoldt, German immigrant in 17th Indiana Infantry:

It was too fierce for human beings to face long, but the Rebels came on till they reached a deep ditch .... Here they hesitated and our firing became so devastating they turned and fled for the protection of the woods on the far side. Many never reached there for 

our repeating rifles were rapid and we had many expert marksmen. Some of the retreating Rebels took temporary refuge behind an old stable… Occasionally one would break away and make a run for the woods on the far side. One fellow carrying a flag started on a run for this place. As he came into view from behind the stable I took careful aim and fired at him, sure that I would see him fall. But what was my astonishment to see him keep right on. I had missed him....

From Theodore Petzoldt, My War Story (Portland, Ore., 1917), pp. 103‑04.

Stand 21‑Hans Heg monument, north of Viniard house

Situation: Same as Stand 19, but before Davis' division has broken. One of the brigade commanders, Col. Hans Heg, is mortally wounded while heroically rallying his troops. Carried westward across the Lafayette road, he dies just north of the Viniard house.

Teaching point: leadership

Stand 22‑Viniard field, on the slight rise that was the tactical objective for both sides

Situation: 19 September 1863, evening. At the end of this day, both sides break contact and withdraw from the Viniard field, leaving hundreds of wounded and dead behind. The cries of the wounded greatly affect those who hear them. Teaching points: analysis of terrain, the "face of battle"

Vignette: Theodore Petzoldt, 17th Indiana Infantry:

From the field in front of me I began to hear the cries of the wounded. Some in the delirium of the fever from their wounds were calling "Father, oh Father, come quick," while others cried for "Mother, Mother," but no mother could hear.... But the cry that was incessant and which ranged from a low moan to a loud wail was "Water‑water‑water. " We had orders not to move from our places .... But after listening to that cry for "water, water," for a little while, I could stand it no longer. As quietly as possible I slipped out of the woods and into the field in front of me. [He strips canteens from the dead and gives them to the wounded.] How horrible it all was. Some of the water I gave to a poor fellow shot through the lungs and whose blood was slowly oozing from his mouth. He had crawled into the gully to be protected from the flying bullets during the day. I would have liked to have taken both men back to our lines, but it would have done them no good for we could not have taken care of them there if I had. So I left them in their terrible pain and misery and went back to our lines ....

From Petzoldt, My War Story, pp. 106‑08.
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APPENDIX B

Additional Assistance


Advice and assistance on how to plan and conduct staff rides may be obtained from the following sources:

In the Continental United States


The Chief of Military History


U.S. Army Center of Military History


Washington, D.C. 20314‑0200


Autovon 285‑0291/0293


Commercial (202) 272‑0291/0293


Military History Director


Department of National Strategy


U.S. Army War College


Carlisle Barracks, Pa. 17013‑5000


Autovon 242‑3207


Commercial (717) 245‑3207


Director


Combat Studies Institute


U.S. Army Command and General Staff College


Ft. Leavenworth, Kans. 66027‑6900


Autovon 552‑2810/3831


Commercial (913) 684‑2810/3831


Professor and Head


Department of History


United States Military Academy


West Point, N.Y. 10996


Autovon 688‑2810


Commercial (914) 938‑2810

In Europe


Chief, Military History Office


Attn:  AEAGS-MH


Headquarters, U. S. Army, Europe, and Seventh Army


APO New York 09403


Autovon 370-8612/8127

In Korea


Command Historian


Attn:  SJS-H


Headquarters, Eighth Army


APO San Francisco 96301-0100


Autovon (315) 723-5213/5214

Staff Ride Study Guide

STAFF RIDE METHODOLOGY

Format for a Staff Ride

1. SELECT A SITE

a. Obtain commander's guidance


b. Identify internal resources


c. Identify external resources


d. Develop courses of action


e. Brief commander for decision

2. DEVELOP INSTRUCTOR AND SUPPORT TEAMS

a. Establish instructor team. 


b. Establish support team.

3. PREPARE PRELIMINARY STUDY PHASE

a. Determine form of preliminary study


b. Assemble references


c. Assign roles


d. Prepare read‑ahead packets


e. Prepare classroom

4. PREPARE FIELD STUDY PHASE

a. Identify stops


b. Find personal accounts


c. Plan itinerary


d. Conduct reconnaissance

5. PREPARE INTEGRATION PHASE

a. Choose location


b. Discuss lessons learned


c. Solicit student feedback

Study Guide for the Staff Ride Methodology

Overview:

1. General: The Staff Ride methodology was developed to help students gain greater insight from their historical studies by integrating historical sources with a visit to an actual battlefield. This methodology can be used by any military professional seeking insight from past battles and campaigns to improve his/her understanding of modern war.


a. The staff ride is a process that links a historical event with systematic preliminary study and actual terrain to produce a battle analysis in three dimensions.


b. The staff ride methodology is in the form of a checklist that includes all the major needed to conduct a successful staff ride.


c. The ultimate goal of the staff ride is to develop the Army leader's ability to conduct critical analysis, which involves: determining the facts, establishing cause and effect and analyzing the results.

2. Format: The staff ride checklist is divided into five steps. Each step builds on the previous ones to provide a logical order for conducting the staff ride.


a. The five steps are:



(1) Select a Site. 



(2) Develop Instructor and Support Teams. 



(3) Prepare Preliminary Study Phase. 



(4) Prepare Field Study Phase. 



(5) Prepare Integration Phase.


b. In the first step, you decide what battle you are going to study. In the second step, you identify and train the instructors and support personnel who will conduct the staff ride. The last three steps cover preparation of the three phases of the staff ride: the preliminary study phase, the field study phase and the integration phase. The last step requires you to analyze and integrate what you learned from the previous two phases to gain a coherent view of the battle and to draw relevant lessons from the overall staff ride experience.

3. Purpose: The staff ride methodology is a guide to help ensure that important aspects of the study of a past battle or campaign are not forgotten. The process is not a rigid format that must be adhered to without deviation. Rather, it should be adapted to the specific needs of the unit conducting the staff ride because each staff ride and each battlefield are unique.

Annotated Staff Ride Format:

1. SELECT A SITE: This step defines the objectives for the staff ride and sets definite parameters based on resources and time available. You should look for a site that will adequately illustrate some of the important, timeless lessons from past battles that are still valid today.


a. Obtain commander's guidance: This is the single, most important part of the entire process because it establishes the overall objective for conducting the staff ride. Find out what the commander wants to accomplish by taking his subordinate leaders to a battlefield site.


b. Identify internal resources: Once you've obtained the commander's guidance, find out what kinds of resources are available to support the staff ride. Look at internal, unit resources first. Identify funding, transportation assets and teaching material. See if a previous staff ride can be adapted to meet the commander's current objectives.


c. Identify external resources: External resources are those not immediately available within the unit. Check out the post and local libraries for sources to support the sites under consideration. Emphasize first‑hand accounts of the battle or campaign and add secondary sources to help provide perspective. Check with the post or command historian, as well as local guides or park rangers, for historical material. Also consider external transportation assets and whether lodging is available at or near the site in the event of an overnight stay.


d. Develop courses of action: Two or three possible courses of action should be developed and evaluated against several criteria:



(1) Do they meet the commander's objectives? 



(2) Are they supportable from a transportation standpoint? 



(3) Are they logistically supportable? 



(4) Are there adequate sources and maps?

Additional factors to consider include the experience level of the opposing forces, the echelon of command, type of terrain, type of unit and integrity of the historical setting.


e. Brief commander for decision: Conduct a decision briefing for the commander that evaluates each potential site and provide a recommendation for the site that best meets the commander's objectives. Several criteria ‑‑such as those mentioned in l.d.‑‑ can be used to evaluate sites, but the most important criteria are:



(1) Do the sites meet the commander's objectives? 



(2) Can the organization sustain a staff ride to the potential site?

2. DEVELOP INSTRUCTOR AND SUPPORT TEAMS: Careful preparation by the instructors and the logisticians will ensure a successful staff ride.


a. Establish instructor team: Choose a suitable number of instructors and assistant instructors based on the size of the group. A 1: 15 instructor to student ratio is recommended. Instructors must be subject matter experts on the battle/campaign.


b. Establish support team: Designate enough logisticians to ensure that sustainment issues do not detract from the staff ride.

3. PREPARE PRELIMINARY STUDY PHASE: This phase prepares students for the site visit through an in‑depth study of the battle.


a. Determine form of preliminary study: The ideal form of preliminary study is a combination of individual study and small‑group discussion. If this is not possible, select an appropriate method based on the time and resources available.


b. Assemble references: Gather primary and secondary resources, with emphasis on first‑hand accounts of the battle. Good maps are also essential to prepare for the field study phase.


c. Assign roles: If time permits, assign students or groups roles of key leaders or units in the battle being examined. Let them become subject matter experts on their part of the battle.

If possible, have them lead the discussion for their segment.


d. Prepare read‑ahead packets: A good read‑ahead packet should include:


(1) accounts of the battle or campaign. 


(2) orders of battle. 


(3) maps.

Additional information can include a chronology of key events, articles on different aspects of the campaign, biographical sketches of key participants and contemporary maps.


e. Prepare classroom: Make sure the classroom can accommodate the students and the instructional material (viewgraphs, slides, etc.).

4. PREPARE FIELD STUDY PHASE: The field study phase sets the staff ride apart from other forms of historical study because it reinforces lessons from the preliminary study phase with visual images, spatial relationships and analysis of the actions in the battle and campaign. The field study phase should be designed to visit the most significant sites associated with the battle that address the commander's objectives.


a. Identify stops: Ensure that stops on the battlefield coincide with key events of the battle such as opening moves, meeting engagement, culminating point, pursuit, etc.


b. Find personal accounts: Look for personal accounts associated with each stop to help explain the key events in the battle.


c. Plan Itinerary: Travel on foot as much as possible and try to visit stops in chronological order to maintain the flow of the original battle. Consider other factors such as where and when to eat, how to communicate between groups and safety.


d. Conduct reconnaissance: As the staff ride team leader, you, your instructors and the support team leader should reconnoiter the site well in advance of the staff ride. Make several visits, if necessary, and consider alternate plans should the staff ride take longer than anticipated.

5. PREPARE INTEGRATION PHASE: The integration phase makes the students consider what they have learned in the , previous phases and answer questions about what happened, why it happened and whether lessons from the battle are still relevant.. The integration phase should be conducted as soon as possible after the field study phase while the experience is still fresh.


a. Choose location: Pick a site that is close to, or on, the battlefield itself.


b. Discuss lessons learned: Focus on the "constants of war"‑‑ timeless lessons that are still valid today.


c. Solicit student feedback: Ask students how they would improve the staff ride for the next group.

The Staff Ride Returns to Leavenworth

William Glenn Robertson


Before the turn of the century, Maj. Arthur Wagner, an instructor at the Infantry and Cavalry School, recommended that Leavenworth students visit a Civil War battlefield to study a campaign where it occurred. His proposal received endorsement through the chain of command until it reached Assistant Secretary of War Joseph Doe, who vetoed it "through motives of economy." Wagner revived his idea for a battlefield visit in 1903 while serving as Assistant Commandant of the General Service and Staff College, but again it was not implemented. Staff College students already participated in staff rides, but the rides were conducted near Fort Leavenworth and utilized hypothetical situations. Wagner believed a visit to an actual campaign site should be the capstone of the Leavenworth Staff Ride program.

Early Battlefield Rides


It was not until the academic year following Wagner's death in 1905 that the Staff College included in its curriculum a staff ride to a Civil War battlefield. Led by the Assistant Commandant, Maj. Eben Swift, twelve students left Leavenworth by train for Georgia in July 1906. Their assignment was to study in detail the operations of the Union and Confederate armies between Chattanooga, Tennessee, and Atlanta, Georgia, in 1864. Upon its arrival near the Chickamauga battlefield, the class met a detachment of twenty‑five men from the 12th Cavalry Regiment, based at nearby Fort Oglethorpe. The cavalrymen provided horses, wagons, and tents for the party, and escorted the students during their stay in Georgia. Although the Chickamauga‑Chattanooga National Military Park had been established in 1890 with the needs of student officers specifically in mind, Swift's class ignored it and spent the next eleven days following the route of the armies to Atlanta. Each student carried a printed order of battle furnished by the college and a set of campaign maps purchased at his own expense. Swift divided the campaign into segments and designated teams of students to prepare briefings for presentation during the ride. Usually given at the close of each day, these briefings were followed by lively discussion sessions.


For the next four years, the Staff Ride remained in the curriculum of the Staff College. The class of 1907 also studied the Atlanta campaign, but the tour was extended by two days to include visits to the Chickamauga and Missionary Ridge battlefields. In 1908 the Staff Ride moved east, with an itinerary stretching from Manassas to Gettysburg. (The last briefing of that ride was a review of the Gettysburg battle as a whole, delivered by a young first lieutenant named George C. Marshall.) The 1909 class followed the Civil War armies from Manassas to Petersburg. By now the trip was called the Historical Ride. In 1910 the course returned to its roots, with a reprise of the original Chattanooga‑to‑Atlanta tour. Then, despite the recommendations of both instructors and students, the Staff Ride disappeared from the Staff College curriculum in 1911, probably for reasons of economy.

Reviving the Staff Ride


Modem efforts to revive the Staff Ride at the Command and General Staff College originated in the 1981‑82 curriculum guidance issued by then Lt. Gen. William R. Richardson, the College Commandant. The Commandant ordered that the Combat Studies Institute consider instituting a Civil War battlefield tour as an elective course for the spring of 1982. Though unable to conduct the Staff Ride in 1982, the Institute offered the class during the next academic year. In the fall of 1983, Institute instructors selected the Chickamauga campaign as the subject of the 1983 Staff Ride. Chickamauga was chosen for three reasons. First, it was a large and complex campaign, involving veteran troops, a major river crossing, and operations in mountainous terrain. Second, the 5,562‑acre Chickamauga battlefield is well preserved with few modern intrusions, marked with nearly a thousand monuments and tablets, and crisscrossed by an excellent trail network. Third, support facilities such as a major airport, restaurants, and lodging are available nearby in Chattanooga, Tennessee, and at Fort Oglethorpe, Georgia.
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'The Staff Ride" by Don Stivers. Courtesy Fort Leavenworth Museum Association.


In 1906, the Staff College's Major Swift had written: "Knowledge of detail is of infinitely more value to the officer than the more abstruse subjects and it is harder to obtain. It is therefore recommended that the study of military history should be supplemented by the detailed study of at least one campaign. " The revived Staff Ride drew its philosophical inspiration from Swift's remark. Each student on the Chickamauga ride was assigned an army, corps, or division commander to study in depth. The student then prepared an oral briefing for the class on the commander's personality and education, his staff, his unit, and his operations in the campaign. As background, all students read a general work, Glenn Tucker's Chickamauga; Bloody Battle in the West. Most student research, however, was concentrated in primary sources, especially those records collected in The War of the Rebellion.


Although the students gained many valuable in​sights from their study of individual commanders, the field trip to the battlefield was the high point of the exercise for all of them. Since Chickamauga was a two‑day battle with most of the action occurring sequentially from north to south on each day, the instructors were able to select walking routes covering salient points of the action in roughly chronological order. The students spent two full days walking the battlefield, each day covering approximately twelve miles in ten hours. Discussions occurred spontaneously, with little prompting from the instructors. On the final day of the trip, the class visited the park museum, then briefly toured the Lookout Mountain and Missionary Ridge battlefields before departing for Fort Leavenworth.


On the basis of the experience gained in 1983, several improvements are envisioned for the 1984 Staff Ride. Foremost among these is the addition of a bus tour of outlying sites associated with the Chickamauga campaign. Covering approximately 200 miles, this tour will visit the Federal army's river crossing sites, the Federal approach routes, and the concentration points of both armies. Together with minor modifications to the routes of the battlefield walks and an increased use of visual aids, this alteration should make the 1984 Staff Ride an even more successful learning experience than that of the previous year.

Dr. Robertson is Deputy Command Historian, U. S. Army Combined Arms Center, Fort Leavenworth , Kansas.

The ARMY HISTORIAN
What the Staff Ride Can Depict: Face of Battle, Clash of 

Wills and Arms, Generalship, and Cause and Effect

Harold Nelson

When a staff ride leader takes a military group onto a battlefield, he will structure the time on the ground to fill that group's needs. Unless the group is very senior, one of the common needs will be to experience battle vicariously, getting as close as possible to combatants having responsibilities similar to those of the staff ride participants. Most military officers have not personally experienced battle, so the staff ride is one of the primary tools being used within the Army to give leaders insight into the physical, emotional, and intellectual challenges typical of combat situations. Every staff ride must therefore depict battle in the broadest generic sense, not just "the battle" that was fought over a specific piece of ground.


This fundamental requirement of depicting the "face of battle" helps to explain why staff rides do not require battles of a specific era or of a specific size, decisiveness, or type in order to succeed. It also helps to explain why the most successful staff ride leaders are generally those who take a real interest in general military history and the problems of future battle rather than those who specialize in the details of a single war, campaign, or battle.


As he uses a particular battlefield to depict battles in general, the staff ride leader must always strive to let the events on that battlefield illustrate the gap between a plan and its execution. Often, the combination of smoothly run peacetime training exercises and the military's positive attitude causes the uninitiated officer to believe that perfection is always attained in warfare. To correct this misconception, the perfect staff ride will show that battles put two wills in opposition, causing deviation from plan not only because of the familiar "fog and friction," but also because counteractions by an opponent reshape the situation. This dynamic, interactive environment must be reconstructed for staff ride participants through preparatory study for the staff ride and during the ride on the terrain.

Depicting the Clash of Wills

In every instance, battle is a clash of wills. The first expression of will is leadership, and this quality

should be depicted at every possible level for both sides in the contest. It is not enough merely to outline the leadership qualities of the senior leader on each side. Qualities and actions of key subordinate leaders should be used to show how their actions contributed to the reputations of their superiors and built the reputations of their units. At the small‑unit level, Chamberlain's actions on Little Round Top at Gettysburg illustrate the point and have justifiably been selected by doctrine writers to introduce the Army's leadership manual. Participants in staff rides should be encouraged to ask what leaders said and did in a specific situation (What were his actions and orders?) and how they contributed to the outcome of the battle.


Will is formally expressed in a plan, and whenever a plan was developed in a form that can be known to the historian‑beyond that reconstructed after the fact by the responsible individual, such as McClellan's famous "plan" at Antietam‑the staff ride should depict the events associated with the execution of the plan to illustrate its strengths and weaknesses. For example, Hooker's plans for moving his army across the Rappahannock before the battle of Chancellorsville are easy to trace and critique, and this process should be an integral part of that staff ride, along with the plan developed by Lee and Jackson to flank Hooker's army in its new position. Throughout the staff ride, participants should be asking how each commander attacks the other's plan, for this is one of the enduring keys to victory.


In this same vein, all staff rides should depict the use of initiative. Many beginning students of military affairs confuse this important battlefield imperative with offensive operations. The staff ride can help overcome this basic misconception and go far to help officers understand how difficult it can be to control initiative and how central it can be to achieving a favorable outcome on the battlefield Sickles' initiative in moving his corps forward into the Peach Orchard at Gettysburg is a prime example: Staff ride participants should discuss the advantages and disadvantages that accrue to both sides as a result of this initiative.


Courage is another key to the outcome of the clash of wills. In virtually every battle, staff ride participants have the opportunity to analyze individual acts and the actions of units that far exceed the normal call of duty. The fruits of their courage may be more difficult to measure, but wider consequences can usually be discerned.


An army's ability to collect and act on intelligence is another essential aspect of battle that a staff ride should depict. How did commanders gain information on the enemy's capabilities and activities? How was this information transformed into an intelligence estimate? How was this estimate used to help select a course of action? How was the estimate modified as the situation changed? This topic will seldom be in the forefront of discussion in the preparatory phase or on the battlefield, but it should always be explicit in the after‑action review.


Communication of intent and action is the last factor I would include in the clash of wills. Participants in a staff ride should be attuned to the error and confusion introduced when a superior commander fails to communicate intent clearly and completely, and they should be equally sensitive to the consequences of incomplete or misleading reports from subordinates. All modem battlefields expose us to situations requiring that the commander exercise his will through distant elements, and the difficulties associated with fulfilling this fundamental communication need are easy to depict.

Depicting the Clash of Arms


The leap from the specifics of a selected battlefield to the broader principles governing battle is straightforward where the clash of wills is concerned. The historical challenge is more complex in the analysis of the physical aspects of battle. Here the application of technology and method (both doctrinal and managerial) have had profound effects, and the staff ride leader must familiarize his charges with the state of the art associated with the battlefield under review while keeping modem capabilities and future challenges always in mind.


The arms themselves must be accurately depicted so that experts in today's weapons can make the necessary comparisons. The range, accuracy, and rate of fire of principal weapons must be clearly stated in every instance, and certain other characteristics such as weight, reliability, and basic loads may be required if full, meaningful comparisons are to be made.

Most of this information can be distributed in the preparatory phase to avoid longwinded dissertations on the battlefield, but careful presentation of these characteristics is essential if participants are to have a clear understanding of the material realities that shape this aspect of battle.


Once weapons characteristics have been laid out, organization and tactics can be depicted. Staff ride participants need to know the internal organization of the combatant elements (e.g., infantry regiment, artillery battery, cavalry squadron), and they need to know the organizational relationship among these elements in the formation of combined arms capabilities. In addition, they must know the tactical concepts designed to bring the strength of these arms to bear while shielding their weaknesses. When they understand these weaknesses, strengths, and tactical concepts, they will be ready to understand the consequences of a surprise assault on a flank in linear warfare or any other interactive battlefield event.


The role of training and discipline in determining the outcome of the clash of arms should also be depicted in the staff ride. The ability of units to withstand the challenges of combat will vary in any battlefield situation, and the staff ride leader should correlate performance to experience for a few units. This feature of the staff ride is especially important when the participants are unit leaders actively engaged in a training mission. All of us know that the real payoff for effective training will come on the battlefield, but we are exposed to few reminders of that fact.


The importance of logistics in the physical struggle on the battlefield should always be depicted. While details of staff responsibility and organizational structure for logistical support may be covered cursorily in some instances, every staff ride should expose participants to the limitation on maneuver and sustained combat action imposed by logistical capabilities. Often this can be the critical factor limiting the success of exploitation, and it can reduce unit effectiveness as dramatically as enemy firepower. Since peacetime exercises can gloss over this fundamental reality, it is especially important that staff rides do not reinforce this tendency. If logistics is the subject of primary concern for a group, the leader is justified in organizing and conducting the staff ride with logistics rather than fire and maneuver as the principal learning objective.

Depicting Generalship


Groups composed of senior officers will want to use the staff ride to investigate problems in general-ship ‑‑ decision making at the operational level of war. In this as in all other areas of inquiry, the staff ride leader needs a framework for analysis that transcends the battlefield under review. To achieve this, he can structure the preparatory phase and the terrain coverage so that participants can ask how each army's leader compensated for his force's weaknesses while capitalizing on its strengths. Obviously, the general who can do this with the greatest assurance is the better general in any contest, no matter what the outcome. Explicit discussion of this subject will develop spontaneously throughout a staff ride with senior officers and can become an important feature of the after‑action review. Discussions on this topic will seldom be definitive, but they can be an extremely valuable adjunct to all other means of addressing this difficult subject.

Depicting Cause and Effect


In everything we have discussed thus far, the relationship between cause and effect has been very near the surface but seldom the center of attention. The same will be true on a staff ride unless the leader makes a special effort to depict that relationship. At the lower tactical levels, this is a fairly easy process. Success or failure of a regiment or similar unit can generally be attributed to a combination of a few of the factors already considered, and participants should be encouraged to dissect a few units' experiences on the battlefield to work out this relationship. 

Compounding this process on the grand tactical level introduces more variables and greater uncertainty, but participants in a successful staff ride should be able to argue the relationship between cause and effect in the performance of a corps. How does success at the minor tactical level contribute to engagements won? Since most staff rides focus on a single battle rather than a full campaign, participants will only have a vague insight into the relationship between engagements won and campaigns victorious until they have done more thinking and reading. But there are few activities better suited than staff rides to opening this inquiry, and once it has begun the staff ride participant is ready to be his own teacher in his further investigations into the nature of the military art.

Conclusions


This short discussion of aspects of the military art that can be depicted on a staff ride is far from complete, for the limits on what a good staff ride leader can depict are set by his imagination, time available, and the needs of the group. Before detailed planning for a staff ride begins, the leader should always check the profile of the group, making sure he understands its primary learning objectives, and design all aspects of the staff ride accordingly.

Colonel Harold Nelson, Military History Program Coordinator, U.S. Army War College, was one of the staff ride leaders for the secretary of the Army's staff ride to Chancellorsville in the fall of 1987.

Using the Staff Ride for Battalion Training

Jerry D. Morelock


The young captain had tears in his eyes as he listened to the voice of Mr. Gene Garrett, a 62-year old veteran of the Battle of the Bulge, describing the events of 17 December 1944. On that day, Mr. Garrett and about one hundred other members of Battery B, 285th Field Artillery Observation Battalion, were captured by a German SS panzer unit at Baugnez Crossroads near the Belgian town of Malmedy. In a matter‑of‑fact, emotionless tone the voice on the tape continued as Garrett described how he and his buddies were marched into a nearby field, carefully aligned into ranks, and then systematically mowed down by SS machine gun and small‑arms fire. Incredibly, Garrett and several others survived the horror of the Malmedy Massacre, and now his tape‑recorded story was being used to educate and train a later generation of American soldiers.


Such is the power of military history that a World War II event can have a noticeable emotional impact on the soldiers of today's Army. Clearly, there are few, if any, current warfighting training techniques that have as great a potential and that, when applied as in a staff ride, can yield such gratifying results.


Listening to former artilleryman Garrett's story was part of the preliminary study phase of the 570th Artillery Group's staff ride to study artillery operations during the Battle of the Bulge. The purpose of this article is to describe the organization and conduct of this staff ride, as well as to share some lessons learned from it. Primarily, I want to emphasize that a staff ride, when conducted properly, is excellent and meaningful training at the battalion level, and it can be accomplished with limited training resources.


The idea for our battalion's staff ride began when I took Dr. William G. Robertson's excellent staff ride elective as a student at the Command and General Staff College. Extremely impressed with the potential of this use of history as a means of training soldiers, I decided that if I was selected for battalion command, staff rides would be integrated into our unit's training plan. Within days after I assumed command of an artillery battalion in Germany, the operations officer was instructed to include a battalion staff ride in our training plan, using these principles as general guidelines for the training: First, it must be meaningful and relevant training; second, it must be conducted within the available resources;

and third, it must include all the elements of the staff ride as taught at CGSC.


Due to the unit's location in northwest Germany, several battlefields were considered as possible staff ride sites. Arnhem, the location of the ill‑fated Allied airborne Operation MARKET GARDEN is just across the border in Holland. Even closer is the German town of Wesel, scene of Field Marshal Montgomery's 21 Army Group Rhine River crossings in March 1945. Directly south of us is Lippstadt, meeting place on I April 1945 of the leading armored elements of General Simpson's Ninth U.S. Army and General Hodges' First U.S. Army, which closed the Ruhr Pocket and trapped the last major German combat forces in the rubble of Germany's major industrial area. All of these were tempting, but the final decision went to the greatest pitched battle fought in World War II by U.S. soldiers -- the Ardennes Offensive, known as the Battle of the Bulge.


The battle met all the general guidelines and included other extremely important factors that made it the logical choice. The 570th is a NATO unit that provides support to the Belgian I Corps in Germany, and this Belgian connection was vital in easing the logistical support burden and obtaining adequate accommodations during the staff ride. An extensive library of critical resource material was available on the Ardennes and, finally, the situation of outnumbered U.S. troops facing a surprise assault by a highly mobile, determined enemy is directly relevant to the situation existing in Germany today. As General Bruce Clarke, the hero of the fight at St. Vith. described the Bulge:

NATO troops (now) along the Iron Curtain in Europe face a Russian force that could launch another such surprise attack like the Ardennes Offensive without buildup. If such should occur, the pattern of the battle could well follow this one .... surprise, cutoff units, bad weather, short supply….,cut communications, loss of contact to right ... left and... rear, and the other confusion of a modem, fluid battle. For these reasons the study of this battle is of value.


The staff ride was organized into three prescribed phases: preliminary classroom study; field study; and integration phase or after‑action review. Reference materials in the form of a battle book were made available to participants to provide background information. These books contained articles and excerpts from historical works covering a variety of subjects related to the battle. These included some written by American and German participants, individual unit histories, and portions of Hugh M. Cole's volume of the official U.S. Army history.


The preliminary classroom study phase consisted of a series of classes combining instructor lectures with presentations by participants. I acted as the staff ride leader and instructor. The initial class consisted of a multihour presentation covering the following areas:


a. Overview and historical setting (U.S. Army, 1944)


b. Strategic and tactical situation


c. Ardennes region topography and history


d. German plan of attack


e. Initial attack and Allied reaction

Subsequent to this class, additional subjects were presented by the staff ride participants, much in the same manner as Dr. Robertson's CGSC staff ride. The assignment of these presentations was key to getting the participants more involved in the exer​cise and placing leader development at multiple levels in the learning process. As in the CGSC staff ride, the majority of these preliminary phase presentations were on commanders who took part in the battle, including Generals Hodges (First U.S. Army), Patton (Third U.S. Army), Simpson (Ninth U.S. Army), Middleton (U.S. VIII Corps), Hasbrouck (7th Armored Division), Clarke (CCB, 7th Armored), and Alan Jones (106th Infantry Division). Presentations were made from the other side of the hill on the German commanders along with a limited battle analysis from the German perspective. Last but most relevant to the participants, U.S. artillery operations were analyzed.


Two Battle of the Bulge veterans provided the emotional highlights of the staff ride. Mr. Garrett, as described earlier, was kind enough to provide an audio tape of his experiences at the infamous "Malmedy Massacre," prompted by questions we prepared. In addition to providing thirteen articles on the battle that he authored, General Bruce Clarke also prepared an audio tape describing his

actions as commander of Combat Command B, 7th Armored Division, during the crucial fighting around the vital crossroads of St. Vith. Both of these distinguished veterans very kindly kept contact with us, providing a means for follow‑up questions and comment. Copies of the tapes, as well as transcriptions of our questions, have also been provided to other units here in Germany who are planning staff rides to the Ardennes.


Actual coordination and completion of the detailed tasks necessary to conduct the battlefield phase of the staff ride were accomplished by one of the battalion's assistant operations officers, designated as project officer for the exercise. His duties included arranging for transportation and billeting, both of which were achieved at a minimum cost. Transportation was obtained through our supporting military community and our Belgian allies arranged for billets with the 1st Belgian Artillery Regiment, headquartered in Bastogne. This Kaseme, coincidentally, is the same one used by General McAuliffe as his headquarters during the battle. Additionally, the 1st Belgian Artillery kindly arranged for our breakfast and dinner meals each day of the field study phase for an incredibly low cost. Lunch meals were purchased at restaurants along the field study route. Prior to the field work, the instructor conducted a reconnaissance of proposed routes and battle sites.


The field study phase lasted three days, including two full days visiting battle sites. The first day concentrated on the 106th, 28th, and 101st Divisions' sectors, concluding with the airborne division's defense of Bastogne and Third Army's breakthrough to the surrounded soldiers.


The second day's route also began in the 106th Division's sector, then followed the flow of fighting around St. Vith and along the Northern Shoulder, concluding with the route of SS‑Lt. Col. Joachim Peiper's Panzer column. As much as possible, the routes attempted to follow the flow of action chronologically. However, given time constraints and to avoid backtracking, some minor compromises had to be made. The actual conduct of the visit to each battle site during the field study phase incorporated one or more orientations on the action that occurred at the location. These short (10‑15 minute) orientations were presented by the participants and included excerpts from the official history. Approximately twenty of these presentations were made at battle sites along the two routes.


At the end of each day, a wrap‑up meeting was held to review the day's activities, answer any additional questions that may have arisen, and briefly orient the participants on the next day's events.

The final phase, the after‑action review (integration phase), was conducted in the classroom after returning from the battlefield. The purpose the review was to integrate all of the experiences of the previous two phases and to discuss lessons learned. The format for this phase consisted of selected participants briefing the rest of the class on an assigned topic in one of the following areas: infantry, armor, engineers, artillery, supply and transport, air operations, and command and control. The last topic in the review was an overall summary and discussion of the Ardennes by the staff ride leader.


Now turning to those who want to use military history for leader development at battalion level, there are several significant lessons to be learned from this staff ride. First, it is obvious but should be stated for emphasis that the unit must be willing to allocate considerable time and resources to the project. Without this commitment it becomes merely a battlefield tour, not a staff ride. Battlefield tours and visits are, of course, of value as supplements to other training and study but cannot, by their very nature, achieve the results of a staff ride and probably cannot be classified as training for funding purposes. Second, the availability of research material and a primary instructor, (staff ride leader) is a key resource issue that must be resolved before any planning can proceed. Although many units, especially those in Germany, do not have access to research libraries, sufficient resource material can be obtained by carefully reviewing some of the excellent bibliographies currently available and acquiring the identified resources through formal or informal channels. The key is to plan well in advance of the staff ride. Similarly, even though not all battalion commanders are qualified historians, Army‑wide there are military officers who hold advanced degrees in history and are designated ASI‑5X. They should be located and contacted either to assist as subject matter experts, or to help in locating others who could. Once again, starting early is the key. Third, it is possible to stay within a limited budget by taking advantage of every opportunity to save on administrative costs, including reducing the cost of travel and accommodations. If possible, select a battle or campaign that accomplishes your training objectives but is not too far from your unit, even though there may be a perfect battlefield farther away, requiring more travel time and resources.


There is no doubt that this battalion staff ride was, in all its aspects, good, solid, leader‑development training. Not only were the young officers who participated able to sharpen their communication and research skills but, more importantly, they were able to prepare themselves better to lead their soldiers in combat. By using a systematic, comprehensive framework of military history to study the military failures and successes of a previous generation, they have become better leaders and commanders of their own generation. When their first battle comes, if it comes, they will be better prepared for it because of their study of military history --and the Ardennes staff ride.

Lt. Col. Jerry D. Morelock was commander, 570th Artillery Group, when this article was submitted to Army History. He has Studied the Battle of the Bulge extensively and is classified ASI‑5X, Historian.

Using the Staff Ride To Train Junior Leaders at West Point

Timothy R. Reese


"Good military leaders understand history. Leadership without a sense of history can only be instinctive, and thereby limited in its scope." (1) "History shapes the vision of the skilled commander. Nowhere is this close connection between history and training more apparent than in the staff ride." (2) These comments by Generals John R. Galvin and Carl E. Vuono were perceptive several years ago and are even more appropriate for today's Army.


The study of military history found its modem emphasis in the German military historian and theorist Carl von Clausewitz. The Prussian General Helmut von Moltke made the staff ride his primary teaching tool for the German General Staff in the mid‑nineteenth century. An appreciation of the staff ride's value was reborn in our own Army during the 1980s. Today, the Department of History at the United States Military Academy is using history and the staff ride to train future generations of Army officers.


As part of the Academy's Individual Advanced Development (IAD) program, the European Division of the Department of History sponsors a battlefield staff ride to Europe in June of each year. The staff ride, called "Germany Attacks," gives cadets majoring in history an opportunity to study in depth the 1940 German attack on France and the German winter attack of December 1944 in the Ardennes‑the Battle of the Bulge. The cadets strengthen their historical research, writing, and briefing skills; gain an appreciation for the military use of terrain; deepen their. understanding of military and European history; and experience at least three different cultures during the staff ride. Instructors from the department who have studied the campaigns extensively and have visited the areas numerous times lead eighteen cadets on the two‑week‑long staff ride. The staff ride is one of the many enrichment programs that go beyond the Academy's baseline requirements; cadets must forgo some summer leave to participate, but cadet interest and motivation are high nonetheless.


The first four days are devoted to classroom study, map preparation, battle analysis, and briefings. The next ten days are spent in Germany, France, and Belgium, walking and riding over the actual ground on which the campaigns were fought. Cadets are divided into three – or four-

person groups, each group responsible for a particular phase of each campaign. Each group must study the campaign, prepare a staff ride manual, and brief the entire group on its study during the classroom phase of the program. The same groups then lead the discussion and terrain walk during the staff ride itself for the phase of the campaign on which they focused. The officers provide in‑depth historical knowledge of the campaign and terrain, quality control, and technical and tactical expertise in staff ride techniques. By virtue of their Army experience the officers also bring the historical record into present day focus for the cadets who will soon enter the Army. (3)


During the classroom phase of the staff ride cadets use Charles McDonald's A Time for Trumpets and Col. Robert Doughty's The Breaking Point: Sedan and the Fall of France, 1940, for their research. Other short historical books, articles, and after‑action reports are used to supplement these books. Each cadet also assembles four sets of 1:50,000 and 1:250,000 military maps. These maps are used to follow the campaigns as research is done, to annotate specific aspects of the battles, to brief the entire staff ride group on the selected phase of the campaign, and to navigate to and around the battlefields in Europe. Cadets study the campaigns primarily from the German Army's perspective, although the Belgian, French, and American Armies' plans, preparations, and reactions are considered as well.


The officers provide the strategic and operational overview of each campaign during the preparation phase; cadets also examine the operational level of the campaign, but their focus is primarily upon the tactical level. Broad sweeping arrows of advance and division-size unit markers on a map are useful and necessary for the staff ride. These are not, however, the heart of this staff ride: the heart of this program is the historical study of leadership at the lowest tactical level. Particular emphasis is placed on understanding how and why small unit leaders and soldiers reacted the way they did. The study of the German invasion of France and the Battle of the Bulge is replete with examples of good and bad leadership at this level. Studying the tactically sound and courageous‑as well as the sometimes stupid and cowardly-actions
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Cadets at the French battle monument on the south shoulder of the German breakout at Sedan

of the sergeants, lieutenants, and captains who made those map symbols possible is a learning experience that simply cannot be provided in a classroom.


Upon their arrival in Europe, the cadets assume responsibility for conducting the staff ride. Three eight‑passenger vans are used for the ride, with one officer leading each van. Route selection and navigation to and around the battlefield are done by cadets. Cadets are divided among the vans so that for each part of the campaign being studied, one subject matter expert from the classroom phase is in each van to lead a discussion en route and on the ground. The officers select stops that allow the group to dismount and walk the ground.


The daily schedule is intensive and begins with physical training. (Running along medieval castle roads at 0600 on a fog‑shrouded morning is an experience that should not be missed!) The staff ride portion of the day usually runs from 0800 to 1700, with short briefings and/or planning sessions conducted each night.


The first portion of the staff ride focuses on the 1015 May 1940 attack of the XIX Panzer Corps, consisting of the 1st, 2d, and 10th Panzer Divisions, and commanded by General Heinz Guderian. The offensive is divided into four phases, each the focus of a cadet staff group: the XIX Corps' attack through Luxembourg into Belgium and the defense of the Belgian and French screening forces; the drive across

the Semois River and the rugged terrain between it and the Meuse River, the assault crossing and securing of a bridgehead across the Meuse against stiff French resistance; and finally the abortive French counterattacks upon the bridgehead and the breakout and exploitation of the XIX Corps.

The second portion of the staff ride focuses on the initial attack of the German Army on 16 December 1944 up to the high water mark of its advance into the "Bulge." The cadets break down into five groups, each again focusing on one phase of the battle: the attack of the 5th Panzer Army and the American defense of the "Northern Shoulder"; the attack by and defeat of Kampfgruppe Peiper; the 6th Panzer Army's attack on the "Southern Shoulder" and the American defense of Bastogne; the combined attack into the Losheim Gap and the defense of St. Vith; and the exploitation of the German attacks beyond St. Vith, Bastogne, and nearly to the Meuse. Since the group provides its own expertise, there is no need for expensive tour guides. Transportation, meals, and lodging are the principal expenses of the trip. To help limit the costs, the Department of History has arranged for the use of a German Army Kaserne at Koblenz and a French officers club at Trier during the staff ride. Two inexpensive inns have supported the trip over the years and offer the department low group rates for meals and lodging‑one in Boullion and one in Bullingen, Belgium, for the 1940 and 1944 campaigns respectively. The cadets "go native" for the entire trip, as no American facilities or guides are used. Besides the officers, the group usually contains a number of cadets who speak limited German or French.


The staff ride traverses sections of Europe that were fought over long before the battles of World War II, and several short stops are made along the way to study the Roman ruins in Trier, various ancient castles, a medieval monastery, and the capital of Charlemagne's ninth‑century empire‑Aachen. The officers provide historical expertise, giving cadets a better understanding of the complex and fascinating history of Europe.


Cadets benefit from the staff ride in both the short and the long term. Improved historical research, writing, and briefing skills, a deeper understanding of military and European history, and a knowledge of at least three different European cultures are all of tremendous value while they complete their education and training at the Military Academy. Cadets also learn the value of a staff ride, as well as how one is conducted‑a skill in great demand out in the "real Army" they 

are longing to enter. They gain an appreciation for the military use of terrain, learn mounted land navigation, and study military history and combat leadership under stress at many levels of command, all of which will be invaluable upon graduation and commissioning in the Army. As one of the cadets stated in a recent after‑action review, "This trip really forced me to think about leadership in a way I hadn't done before. We were constantly asked, 'Now what would you do in this situation?’ by the officers who led the trip."


The staff ride is frequently used by senior commanders and staffs, but as the Department of History at the United States Military Academy is proving, it is also well suited for future leaders while they are still developing the skills that will serve them and our Army for a lifetime.

Capt. Timothy R. Reese is an Armor officer who has served in units in the United States and overseas in Germany. Currently, he is an assistant professor of European history at the United States Military Academy, West Point, New York.

Notes

1. General John R. Galvin, "Army Leaders and Military History," Army History 13 (Fall 1989): 1. 2. General Carl E. Vuono, "The Staff Ride: Training for Warfighting," The Army Historian 12 (October 1988): 1.

Studying the Anatomy

of a Peacetime Contingency Operation

A Staff Ride of Operation JUST CAUSE

David R. Gray and Charles T. Payne


After months of increasing political tensions and hostile actions directed against American nationals in Panama, President George Bush in December 1989 authorized the use of military force to topple the government of Manuel Noriega. Under command of Lt. Gen. (now General) Carl Stiner's Task Force SOUTH, elements from all four armed services launched attacks against twenty‑seven targets throughout the country. Stiner's task force employed a mix of forward‑based conventional forces, CONUS (continental U.S.)‑based rapid deployment troops, numerous types of special operations units, and new, high‑technology weapons to decapitate the Panama Defense Force's (PDF) command system and rapidly to overwhelm remaining PDF resistance. Within a week combat operations had ceased and U.S. forces had begun stability operations to restore law and order. Joint Task Force SOUTH stood down on 12 January 1990; combat units soon began withdrawing, leaving behind combat support and service support troops to assist in nation‑building activities. Impressed by the smooth execution of JUST CAUSE, General Stiner later claimed that the operation was relatively error free, confining the Air‑and Battle doctrine and validating the strategic direction of the military. He concluded, therefore, that while old lessons were confirmed, there were "no [new] lessons learned" during the campaign. Despite Stiner's assertions, Operation JUST CAUSE offers important insights into the role of force in the post Cold War period and the successful conduct of a peacetime contingency operation.


In the summer of 1992 the Department of History, United States Military Academy, offered selected cadets a chance to make an in‑depth study of Operation JUST CAUSE. As part of the academy's Individual Academic Development JAD) Program, two officers and seven cadets embarked on an intensive staff ride of the campaign as an example of American expeditionary warfare in the post‑Vietnam era. The objectives of the 21‑day program were to study the interrelationships between strategy and tactics; gain a greater appreciation of contingency operations and the capabilities of rapid deployment, special operations, and conventional forces; and expose participants to the dynamics of battle, especially the roles that leadership, unit cohesion, technology, and "friction" play in determining victory or defeat. The program's objectives reinforced the 

department's commitment to further the "historical mindedness" and professional development of officers and cadets involved.


The Operation JUST CAUSE staff ride consisted of a two‑phase program. During the five‑day preliminary study phase the group participated in classroom seminars at West Point. The cadets prepared for this phase through an intensive reading program. Weeks prior to the seminar the cadets read Thomas Donnelly, et al., Operation Just Cause: The Storming of Panama, to serve as their primary reference source. The instructors also provided the cadets with a supplementary staff ride read‑ahead packet containing useful articles from a variety of scholarly and doctrinal sources. For the first two days the officers and cadets explored the theoretical and practical constraints on the use of force after Vietnam; the organization of the conventional, rapid deployment, and special operations forces involved in the operation; and the doctrine for contingency operations. The group studied Operation URGENT FURY to gain greater perspective on the complexities of contingency operations. Before delving into the operational and tactical aspects of Operation JUST CAUSE, the instructors discussed the historical and strategic importance of the Panama Canal and the events leading up to President Bush's decision to invade the country.


The cadets spent the remainder of this phase conducting extensive campaign analyses of each task force's operations in Panama. Using extracts from Joint Task Force South OPIan 90‑2, the instructors conducted a mission briefing for the cadets to acquaint them with military briefing techniques. Assigned to work in staff sections and to role‑play a particular staff officer or commander, the cadets prepared their campaign analyses using primary and secondary sources. Cadets posted graphics of the operation on maps available in the classroom. During subsequent sessions each section briefed its results using the five‑paragraph operations order format. Presentation blended the historical (what happened) with the doctrinal (what should have happened). Discussion centered around how well a particular task force executed its original plan or had to adapt it to existing circumstances. Throughout the three days of analysis the instructors brought in outside guests to provide a more realistic briefing setting and to offer critiques of the cadets' effort.
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Cadet staff group briefing a campaign analysis during the preliminary study phase.

The preliminary study phase made the officers and cadets subject‑matter experts before they embarked on the actual staff ride.


The second phase of the IAD, the field study phase, encompassed stops in CONUS and Panama. To provide cadets with a better understanding of the complex linkage between the strategic and operational levels of war, the group began its trip in Washington, D.C. Here the group attended briefings and seminars by key congressional staffers who detailed the strategic importance of the Panama Canal, congressional interest in the operation, and the difficulties encountered during national Intelligence‑gathering operations. Dr. Alan Pierce of the National War College gave an excellent presentation on the Joint Crisis Action System. As a sideline, the officers and cadets listened to a speech by Senator Sam Nunn on possible future roles and missions for the armed forces in support of domestic issues. The cadets left the capital newly aware of the lack of consensus among the speakers regarding the importance of Panama in U.S. foreign policy and the impact of JUST CAUSE on that country. They certainly gained greater understanding for the potential pitfalls that a president encounters when deciding to use a military option in pursuit of policy objectives.


The next two stops were also in CONUS and involved visits to some of the combat units that participated in the campaign. At Fort Bragg, North Carolina, the 1st Battalion (Airborne), 504th Infantry, sponsored the group I s two‑day visit. The group listened to briefings and viewed video footage on the 82d Airborne Division's organization, capabilities, and

mission. On the morning of the second day, Lt. Col. Greg Gardner, the battalion commander, gave an excellent presentation on his unit's activities in Panama. Gardner himself served as S‑3 (Operations), 3d Brigade, 7th Infantry Division, during the campaign. Afterwards a group of veterans, ranging in rank from captain to sergeant, discussed their perceptions of the operation with the cadets. These junior leaders provided candid details and assessments of their unit's performance. Next, the Division Support Command guided the group through an extensive tour of the 82d Airborne's deployment sequence and outload facilities at Fort Bragg and nearby Pope Air Force Base. The capstone of this visit occurred as members of the staff ride witnessed an airborne operation from inside a C‑141 aircraft.


The group next traveled to Fort Benning, Georgia, to talk to the 75th Ranger Regiment. The Rangers had formed Task Forces Red and Red‑T to conduct forcible entries by parachute assault of Tocumen/Torrijos and Rio Hato airfields during the operation. The format for this portion of the staff ride was similar to that at Fort Bragg. After a series of briefings on Ranger capabilities and special operations missions, representatives of each Ranger battalion outlined their unit's actions to seize these key facilities. The cadets also had a lively discussion with Ranger veterans of the operation. After two days at the "Home of the Infantry," the group flew from Atlanta into Panama City to begin walking the actual battlefields. 


United States Army, South (USARSO), sponsored the group when it arrived in Panama. Mrs. Delores DeMena, the command historian, acted as staff ride facilitator, guide, and translator. She worked out a demanding, but enjoyable, schedule of events which covered all aspects of the campaign. After introductory remarks by Maj. Gen. Richard Timmons, commanding general of USARSO, the group began its staff ride with a round of command briefings. Col. Michael Snell, former commander of the 193d Infantry Brigade, discussed the brigade's combat assaults in Panama City during JUST CAUSE. His comments hit home when the class moved to the battlefields.


The first day and a half of the staff ride concentrated on actions on the Pacific side of Panama. This included visits to objectives inside Panama City, such as the location of Noriega's former headquarters at the La Comandancia and Carcel Modelo Prison where special operations forces freed American Kurt Muse. The group then drove to Paitilla airfield to evaluate the Navy SEALs' actions to disable Noriega's personal plane to prevent its use in a possible escape. At Fort Amador the group walked around a housing area where the wives and children of some American officers hid while elements of Snell's brigade neutralized the PDF garrison. Only a parade ground separated the opposing sides during firefights. This portion of the staff ride highlighted the difficulties of urban combat and the need for restrictive rules of engagement to minimize collateral damage to populated areas.


The group traveled across the country on the second day to view Task Force Atlantic's objectives. Composed of elements of the 3d Brigade, 7th Infantry Division, and the 3d Battalion, 504th Infantry, Task Force Atlantic had responsibility for a number of objectives along the Panama Canal. At Gamboa the group explored a PDF barracks riddled with AT‑4 and small arms fire. The damage that these weapons inflicted upon the building had a sobering effect on the cadets. The highlight of this day's activities was a trip to Coco Solo. There Company C, 4th Battalion, 17th Infantry, forced a PDF naval infantry company to surrender after employing a Vulcan in a firepower demonstration against its barracks. Panamanian Capt. Amadis Jimenez, who commanded that company, accompanied the group throughout their day on the Atlantic side. His poignant and emotional account of what happened to his command offered a rare glimpse into battle as seen through the enemy's eyes.


During the last day of the field study phase the group covered the actions of the 82d Airborne Division and Task Force Semper Fi. The 82d Airborne's air assaults into the mud flats around Panama Viejo and on to the 

heights of Cerro Tinajitas received particular scrutiny from the group. The officers and cadets discussed the fundamentals of building a roadblock when they viewed marine positions watching over the Bridge of the Americas. In an interesting reprise of a similar session held on the Atlantic side the previous day, staff ride participants joined in a group discussion with veterans of the operation at Fort Kobbe. The members of this group ranged in rank from colonel to specialist and represented all branches of the service. Most were very forthcoming about the strengths and weaknesses of their particular unit's performance in JUST CAUSE. Their comments were food for thought as the staff ride came to a close. With the exception of Fort Cimarron and Rio Hato, the group had visited all of the operation's major battlefields.


Throughout the staff ride instructors and cadets discussed not only what happened, but how a particular action could have been better executed. These informal integrative sessions reinforced doctrinal and tactical principles that the cadets had studied in the preliminary study phase. Mrs. DeMena arranged time and office space for the group to conduct a formal integration/after‑action review session on the last day in Panama. 'The cadets discussed some of their findings with Brig. Gen. Joseph Kinzer, deputy commander of USARSO, during an out-briefing. The former assistant division commander for maneuver in the 82d Airborne Division during JUST CAUSE, Kinzer addressed several pertinent issues regarding command and control and the conduct of contingency operations with the staff ride participants. The staff ride formally concluded after a tour of Miraflores Locks and a briefing on the security arrangement for the canal. As they flew and drove back to West Point over the next two days, members reviewed what they had learned and debated the future likelihood of this type of contingency operations.


The Operation JUST CAUSE staff ride was a unique and rewarding experience that accomplished all of its goals. The combination of classroom studies, visits to deployed units, and actual battlefield tours gave the participants a feel for the connection between strategic ends, operational ways, and tactical means. The staff ride exposed the cadets to the complexities of rapid deployment planning and contingency operations that they will likely face in the future. Every participant gained insights into the intellectual, emotional, and physical challenges typical of such operations. The participants concluded the staff ride better armed to deal with similar future challenges during their professional careers.

Maj. David R. Gray and Maj. Charles T. Payne are assistant professors in the Department of History, United States Military Academy, West Point, New York.

Adapting the Staff Ride at the 143d Transportation Command

for U.S. Army Reserve Troop Program Units

Lee Plummer


We hear frequently that the Army Reserve does not have the time for "nice to do" things. When we realize that the reserve unit commander has less than 40 days to accomplish what his active component counterpart has 365 days to achieve, it becomes apparent why only the most essential training can be accomplished. Unlike the active component, the U.S. Army Reserve does not have an opportunity to devote an extensive block of time to a staff ride in the conventional format. Annual training is the only extended period available, and it is reserved for mission training. Therefore, to accomplish the staff training and promote the "historical mindedness" that differentiates the professional from the amateur, some adjustments must occur. During the period April 1992‑June 1993, two units under the 143d Transportation Command adapted the staff ride technique to their restrictive schedules. The two commanders knew that their plate was full, but they also realized that some of their training objectives could best be accomplished through the study of military history. The problem was getting started.

Defining the Objective


The first step is common to both active and reserve component commanders‑selecting a staff ride that contributes to the training objectives for the year. Almost any battlefield will demonstrate some principle of war, but staff roles, the importance of unit mission, or the mechanics of mobilization are not all demonstrable at all battle sites. In some cases, the location nearest the reserve unit may fulfill some other purpose besides being a historic site. Recreation departments may use a site for living history programs, which are extremely beneficial to the study of history but may lend nothing to the study of military art and science. The commander of the 416th Transportation Battalion, a railway unit, selected the Olustee, Florida, site of the Battle of Ocean Pond, as it is known. The commander of the 1159th Transportation Detachment, a contract supervision team, chose the Spanish‑American War embarkation from Tampa, Florida. These events fit the respective training goals of the units and met the geographical restriction of completing the requisite travel and the terrain walk in one day.

Gathering Resources and the Preliminary Study Phase


The staff ride consists of three phases: preliminary study, field study, and integration. Locating resources in sufficient quantity for the preliminary study phase was an obstacle to overcome, since neither the 143d Transportation Command nor its subordinate units had funding for staff ride materials. The plans officer in the Security, Plans, and Operations Section of the 143d Transportation Command (a full‑time position) also serves as command historian. One of the first items acquired was The Staff Ride (CMH Pub 70‑21). Battle specific items such as mini‑biographies of the commanders, battle sketch maps, order of battle information, etc. were also acquired. Not all reserve component units are located on or near an installation and, therefore, do not have the resource of a post library or museum. The command historian, however, obtained materials by contacting branch school historians, the Center of Military History, and the Military History Institute. Local historical societies were contacted with varying degrees of success in finding useful material. One unit member who was principal of a local high school received some assistance from one of his history teachers. A period map was obtained at no cost from the U.S. Geological Survey.


For the preliminary study phase topics were split into segments presentable in fifteen‑ to sixty‑minute increments. Although a large amount of time is not available, units are able to devote fifteen to sixty minutes to a discussion sometime during a weekend inactive duty training (IDT) period.


Late in the Civil War, Florida was an important source of food ‑ especially beef ‑ for the Confederate forces. The Florida and Georgia railroads did not meet, and the Confederates began to build a connecting line. The Union department commander was aware of this effort and was determined to stop it by destroying a key railway bridge needed to link the railways. The battle was joined near Olustee, Florida, and the Confederates successfully defended the bridge. Lt. Col. Mike Swart, commander of the 416th Transportation Battalion, saw this battle as an opportunity to demonstrate to his staff the importance of rail in resupplying large armies and to conduct
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training for various staff officer roles. Very little preliminary study was available. Even the ride from the reserve center to the battlefield was spent discussing more pressing matters. Still, the assistant operations officer of the 416th (another full‑time position) and the command historian of the 143d Transportation Command were able to locate and. make available several items for individual study prior to the field study phase. The tight schedule obliged the staff members to read these materials during nonduty times. The 416th Transportation Battalion assistant opera​tions officer made a reconnaissance to verify the suit​ability and availability of the site, as well as the feasibility of completing the trip in one day.


During the Spanish‑American War, Tampa, Florida, was selected as the embarkation point of a relatively small reconnaissance‑in‑force effort to Cuba. However, Tampa mushroomed into a staging area for tens of thousands of regulars and volunteers who were short of everything from foodstuffs to uniforms ‑‑‑ even the wagons to haul the needed material were in short supply. The Quartermaster General entered into a number of contracts to meet the most critical shortages. Lt. Col. Richard Dawson, commander of the 1159th Transportation Detachment, elected to use this form of activity‑rather than a battle‑to illustrate the contracts his unit would have to accomplish in support of housing, feeding, clothing, and transporting large numbers of men. Once again, the 143d Transportation Command historian was responsible for providing many of the materials for this unusual staff ride.


For eight months Colonel Dawson provided approximately sixty minutes during each IDT period for the historical exercise. Colonel Dawson, his contracting officer, and some of the enlisted personnel led the discussions. The 143d Transportation Command historian gave an overview of the Spanish‑American War, placing the Tampa embarkation in context. In addition to studying the circumstances surrounding the Spanish‑American War, the discussion leaders drew parallels to DESERT SHIELD/DESERT STORM.

The Field Study Phase


Colonel Swart, through connections at his place of civilian employment, located an expert of the Battle of Olustee. This volunteer provided commentary on the sequence of events during the field study phase. The civilian historian and the command historian jointly presented an overview of the Civil War and placed the battle in context. The command historian described the principles of war, provided comparisons to AirLand Battle doctrine, and elicited participation

from various staff members. That discussion compared the current roles of the participants on the battalion staff with the respective roles of their counterparts on the battlefield visited. The field study phase in Tampa for the 1159th Transportation Detachment similarly involved a local volunteer civilian military historian.

The Integration Phase


For the 416th Transportation Battalion, the integration phase was directed by the Command Historian, 143d Transportation Command, on the battlefield immediately after the terrain walk. In addition to the guidelines set forth in The Staff Ride, the historian applied the principles of the after‑action review from AR 11‑33. This type of immediate feedback has clear advantages. Some of the participants had questions for the volunteer civilian historian‑who would not be available during their next IDT period. Moreover, the battlefield was still fresh in the minds of the participants, eliciting valuable thoughts and insights that would surely have been lost by the next IDT a month later.


For the 1159th Transportation Detachment, the integration phase included an immediate on‑site session to take advantage of the volunteer historian and the immediacy of the embarkation. The unit commander then conducted a follow‑on session during the next drill period to view the collective experience after thirty days' reflection.

Assessment


Following the experiences of the transportation units, it became clear to all that reserve units can accomplish a staff ride. Moreover, the value to the staff became evident almost immediately. The experiences were positive for both units, but the 11 59th Transportation Detachment, with the longer and more in‑depth preliminary study phase and more elaborate integration phase, apparently benefited more.


The value of having at the 143d Transportation Command an individual with the ability to perform command historian functions cannot be overstated. The interest and ability to fit the unit's training objectives by selecting from the myriad battlefield experiences require a soldier with "historical mindedness.” There are many resource materials available, but not all are equally useful. Moreover, the staff ride leader must be aware of the need to respect copyrights. To ensure success of any reserve unit staff ride, the full‑time support staff must accomplish most of the coordination before the staff ride begins. 

This means that in units where these are no full‑time personnel, the process may be difficult enough to dissuade the unit commander from attempting the staff ride. In the case of the 1159th Transportation Detachment (with no full‑time individuals), the staff ride probably would not have been feasible without the assistance of Headquarters and Headquarters Company, 143d Transportation Command.

Maj. Lee Plummer, USAR, holds a master's degree from Mankato State University. Formerly a military history instructor at the military history course, Fort Leavenworth, Kansas, and command historian, 143d Transportation Command, Major Plummer currently is an adjunct professor of military history at American Military University.

A Staff Ride at the Joint Readiness Training Center

Paul H. Herbert


As a senior observer‑controller at the Joint Readiness Training Center (JRTC), Fort Polk, Louisiana, I was challenged to provide relevant leader development training to my infantry observer‑controller task force of some thirty captains and two majors. All of these officers were bright and talented and, because they spent two to two‑and‑a‑half weeks of every month in the field "on rotation," had limited time for training. One of the teaching devices I used was the staff ride, a visit to a historic battlefield following a systematic study of the operation. While my approach to the staff ride was hardly unique, the experience confirmed in my mind the legitimacy of this leader development tool. From this experience, I can make several observations to guide others in the use of the staff ride in developing leaders for the Army of the future.


I was drawn to the staff fide for several reasons. First, my previous experience as a staff ride participant and leader in various assignments, and my background as a military history instructor at West Point, predisposed me to consider the integration of military history into our overall leader development program. Second, the fortuitous proximity of Fort Polk to the scene of Maj. Gen. Nathaniel Banks' Red River campaign of April 1864 afforded an opportunity that was logistically simple. I was pleased to find that the terrain is largely unchanged since the Civil War and that the battle sites have been preserved largely intact by the State of Louisiana and by private entities. Third, I thought that a staff ride could build on and utilize the skills of the observer‑controllers, who are trained in the arts of tactical analysis and of the after‑action review. Thus, the staff fide could serve the dual purposes of supporting our mission essential task list (METL) proficiency as well as contributing to the development of my officers for their future responsibilities.


Having decided that a staff ride was a feasible training exercise for my unit, I set about the practical matter of organizing it. I found the service of the post library at Fort Polk to be invaluable. To my very great surprise and pleasure, an enterprising reference librarian there, Mr. Freeman Schell, had recognized that persons assigned to Fort Polk likely would be interested in the Civil War, and had acquired a 

complete set of the War of the Rebellion: A Compilation of the Official Records of the Union and Confederate Armies (OR). Also, the library arranged through interlibrary loan to borrow several key primary and secondary sources from nearby Northwestern State University in Natchitoches, Louisiana. Finally, the library set aside all of our acquired references on closed reserve for the duration of our exercise.


Because there was precious little time between rotations, as well as many other demands on my officers, an early start was imperative. We collected the needed references and published the staff ride directive in February 1994, but did not conduct the actual terrain walk until the following June. This interval permitted the officers to integrate successfully their research and preparation with their other activities. The organization of the staff ride followed the concepts laid out in the Center of Military History's publication, The Staff Ride, by William G. Robertson, which we obtained at no cost from the Combat Studies Institute, Fort Leavenworth, Kansas. The staff ride consisted of preliminary study, field study, and the integration phase. The field study was subdivided further into “stands," or stops at important sites arranged to follow the campaign chronologically.


The central purpose of this staff ride was "to train officers in the art of war by critically examining a historical military campaign in great detail," and this purpose drove all the particulars of actual execution. (1) I wanted the officers to improve their tactical and operational judgment through the vicarious experience of combat that one can achieve during a staff ride. To do this, I wanted them to analyze critically the leadership on both sides‑at several key junctures in the campaign‑by placing themselves as historical actors into the given situation. In this way, I hoped to convey to them the powerful dynamics of warfare, where issues such as logistics, intelligence, morale, and so forth, are not separate, but are interdependent and simultaneous influences on the opposing forces physically locked in their respective commanders' contest of wills.


Several requirements derived directly from this goal and defined our preliminary study phase. First,

the officers had to appreciate the art of the possible in 1864. I found that some selective reading in Jack Coggins' Arms and Equipment of the Civil War made them sufficiently familiar with weapons, organization, logistics, communications, and tactical doctrine. Second, each officer needed to comprehend the historical context of the campaign. Alvin Josephy's The Civil War in the American West provided two excellent chapters to fulfill this purpose. (2) Third, I wanted the officers to study from primary sources, principally the OR. This led to some frustration, as anyone who has worked in the OR will understand, but it was compensated for by the opportunity to consider the actual participants' words. Fourth, I assigned each stand to a team that consisted of one or more officers to represent each side, Union and Confederate, at that particular point.


I enjoined the officers to focus on leadership and command by asking the right questions of the sources: What was the mission? What was the situation, actual and perceived? What actions did the leaders take, if any? Why? What other choices did they have? What was the outcome of their action or inaction? Why? By addressing these questions of decision making in teams, from the simultaneous and comparative perspective of each combatant, I hoped to capture some of the "force on force" dynamics of combat. Each team opened its stand by briefing what happened there as a prelude to general discussion and group analysis. This technique allowed us to feel the campaign unfold as we followed it chronologically from stand to stand on the actual ground.


It is not my purpose to recount the Red River campaign, except as may be necessary to illustrate some points about the opportunities and pitfalls of the staff ride. Because it was a campaign of relatively little consequence in the Civil War, and because Union General Banks retains a well deserved reputation for having fumbled its execution rather thoroughly, I at first feared that there might be little my officers could learn.


At first glance, the campaign seemed simple enough: General Banks set out from New Orleans, Louisiana, in the spring of 1864 to seize Shreveport, in the northwest comer of the state, by advancing up the Red River, accompanied by a flotilla of gunboats and transports under Rear Adm. David Porter. Just above Natchitoches, more than two‑thirds of the distance to Shreveport, Banks' army left the immediate river bank to follow a single track road west and north through the forest. There they encountered three Confederate divisions hastily concentrated from Arkansas and Texas and under the command of Maj. Gen. Richard Taylor. In two 

sharp fights at Sabine Crossroads and Pleasant

Hill, the Union forces were narrowly defeated, withdrew and eventually retreated all the way to New Orleans, never to threaten Confederate Louisiana, or Texas, again. The two main battlefields, though well preserved, are very small compared to any of those most often the focus of staff rides.


As I studied the campaign as a prospective staff ride subject, my first impressions of relative infertility gave way to cautious optimism and then to enthusiasm (abetted, no doubt, by the absence of alternatives!). The campaign was rich in potential teaching points, probably the more so because it was a failure‑for the Union certainly, and nearly so, ironically, for the Confederacy. While not all the teaching points could be captured in our staff ride, thinking about them helped me organize the stands, guide the preparatory efforts of my officers, and contribute to and stimulate discussion as we walked the ground. Even the brief duration and limited geographic scope of the culminating days of the campaign were a benefit, as they made feasible a very adequate field study phase in a single day.


Although the actual campaign took place over several weeks and hundreds of miles, we concentrated on the culminating days in April that led to the two decisive battles and to Banks' withdrawal. The events of those days took place from the point at Grande Ecore, Louisiana, where Banks moved his army west and away from the Red River, north to the site of the battle at Sabine Crossroads near Mansfield, Louisiana. Our first stand was along the route the Union Army took prior to any significant contact with the enemy. At this point, we discussed several major issues. (3)


First, we considered Banks' plan of campaign, discussing and critiquing his stated and apparent objectives. These are not clear today, probably because they were not entirely clear to Banks himself at the time, thus providing us with a wonderful opportunity to consider such concepts as commander's intent, strategic and operational objectives, and center of gravity. We briefly considered the lack of any formal command relationship between Banks and the commander of his naval component, Potter, and the reasons why these two men might perceive the campaign in different terms. We considered the problems of coordinating the movements of Union forces in Arkansas‑also independently commanded‑and the problems and opportunities that interior operational lines presented to the Confederates. Finally,

because it became such a significant factor in the later conduct of the battles, we took a detailed look at Union combat service support (CSS) arrangements.


One of our officers made the point with an excellent, detailed diagram based on original research in the OR that Banks' army was barely fully deployed along the road from Grande Ecore when its lead elements made contact; that it was stretched out along twenty miles of crude road with dense woods on either side; and that the bulk of that length was the trains of the various leading elements, there being no overall orga​nization or doctrine for battlefield CSS. Here is an example of how the staff ride can serve to give us the sort of detail that makes our history come alive, while at the same time confronting us with issues of immediate relevance. As observer‑controllers, we had seen time and again how inattention to the organization of a unit's CSS had frustrated execution of an otherwise good plan. To see the same phenomenon in a historical setting helps confirm the validity of one's perceptions, while providing a basis for comparison that sharpens judgment ‑‑‑exactly the sort of effect I intended.

Our next two stands, at Wilson's Farm and Carroll's Mill, were the scenes of relatively minor skirmishes between leading Union cavalry and covering Confederate cavalry, both casually reinforced with infantry and artillery. These were very important stands for my purposes, because they enabled us to consider the actions of commanders attempting to develop an unknown situation. This situation leads us to the twin issues of intelligence and organization of the reconnaissance effort. Such stands are tailor made for the investigation of tactical command.


Because there was very little recorded about these actual engagements, we focused on the decisions, actions, and reports of commanders senior to those engaged. At the tactical level, we investigated how one "develops" the situation. What are‑and what should be‑the actions a commander takes as his lead units make contact? What are the sources of friction? Were these accounted for in advance by the organization of and orders to the lead elements? We looked at intelligence at higher levels. What can initial contacts tell a commander about the enemy and how does this new information affect his decisionmaking? Did the commander anticipate probable enemy dispositions and organize his reconnaissance to confirm or to refute them, or did he just stumble into the enemy? In this instance, it appears that Banks did not envision where he might encounter the enemy and did not expect more from 

his lead cavalry than security.


The Confederate perspective was no less instructive as we considered the delay mission executed by Brig. Gen. Hamilton Bee's cavalry. Here, understanding of intent, organization of terrain, innovative tactics, and an excellent, even audacious, sense of timing were the key factors. I believe that the situation of two forces in motion making initial contact with each other is one of immense instructional value in the development of tactical and operational leaders, and in the Civil War OR we have nearly complete records of both sides in the same language. This situation is ideally suited to the comparative situational decision‑making model of conducting a staff ride described earlier.


Our longest stand, and the centerpiece of our staff ride, was at the scene of the battle of Sabine Crossroads (or Mansfield), now a Louisiana State Commemorative Area. I had arranged for the park historian, Mr. Scott Dearman, to accompany us as a participant and resident expert, and his services were invaluable. I made it clear, however, that I did not want him to serve as a tour guide. I have experienced so‑called staff fides where the military officers nearly are passive players, escorted about the battlefield by a historian who may or may not fully appreciate the learning objectives of such a group. While time and circumstance may necessitate such tours on occasion‑and they have merit ‑‑officers gain the most from their own research and analysis. Park historians can add immeasurable value to the experience by confirming or challenging officer conclusions, contributing points of fact and detail that add realism and color, and by otherwise participating with the group as resident experts, but they should not be enlisted as tour guides.


On the battlefield itself, General Taylor drew up his three divisions astride the road leading north to Mansfield so as to confront the Union army. The site chosen was one of the few clearings along the route. Taylor arranged his forces in an "L" shape in the wood lines on the northern side of the clearing, facing the reverse slope of a gentle east‑west ridge line called Honeycutt Hill, which the Union army had to cross as it moved north. The Union forces detected the Confederate positions and began to organize their line of battle along this ridge. Before they could complete their deployment, however, the Confederates attacked, first on the Union right with Brig. Gen. Alfred Mouton's division, and then generally all along the line. The result was a double envelopment of the leading third of Banks' army (two divisions of Brig. Gen. Thomas E.G. Ransom's XIII Corps) and its pursuit off the battlefield.

Banks was not able to reinforce his units in contact because of the congestion along the single road created by the long line of wagon trains. Panic ensued when assaulting Confederate infantry reached these men, and the Union forces generally fled some fourteen miles south to the village of Pleasant Hill.


As with any major engagement, a vast number of issues can be studied about this battle. The team assigned the stand did an excellent job of capturing the more salient points. Probably the richest discussion of the day centered around the question of commander's intent. We asked ourselves what Taylor intended by selecting this particular site, allowing the Union army to deploy for two hours, and then launching the attack at the time and in the manner he did. General Taylor, of course, has not answered this question in the documents and, therefore, much must be carefully coaxed from the available evidence. Although this is the historian's craft, it also is highly instructive to the professional officer, and is the sort of experience where the historian and the soldier both can benefit.


The evidence that a staff ride offers is in the terrain, and this is a factor that must be considered on site for one truly to appreciate the probable minds of the commanders. To this end, two points are important. First, military or U.S. Geological Survey topographical maps help tremendously in confirming historical locations, by allowing one to compare with historical maps. Second, as is the case at Mansfield, historical vegetation patterns often have changed dramatically and must be identified for staff ride participants to appreciate cover, concealment, intervisibility, trafficability, and fields of fire. These are important considerations for the preliminary study phase, as well as a potential service to a local park historian.


Our stands next followed the retreating Union and pursuing Confederate forces back along the route by which they (and we) had advanced in the morning. The Confederate assault at Sabine Crossroads took place at about 1600, and so the resulting pursuit occurred in the fading light of 8 April. We convened a stand at a spot called Pleasant Grove, some two miles south of the main battlefield, where Brig. Gen. William H. Emory's 1st Division, XIXth Corps, was able to form a line of battle and check the Confederate pursuit, buying time for the Union commanders to gain control of their fractured and demoralized forces. Here a number of issues allowed our group to feel the dynamics of combat.

From the Confederate perspective, we considered whether a pursuit actually had been intended or 

ordered, or simply resulted from initial momentum gained and the desire of zealous, successful frontline commanders and soldiers to keep an enemy on the run. It appears that it was the latter. We identified five factors that most likely ground the pursuit to a halt: the terrain did not lend itself to rapid chase, because the only road was congested with now captured Union trains; the Confederates lost control of many of their forward elements, as the soldiers stopped to loot the trains; there was no resupply of water; daylight was fading; and, of course, some Union forces resisted. That Taylor appears not to have anticipated the magnitude of his success by organizing an immediately available pursuit force bears on his original intent discussed earlier. It is this sort of example that adds the very real friction of war to the officer's doctrinal repertoire, and makes military history on location so instructive. General Emory's Union soldiers at Pleasant Grove must get very high marks for courage and steadiness under the worst of conditions. He and his brigade commanders left us an excellent, firsthand account of their withdrawal under pressure and clandestine disengagement. (4)


The trail element in General Banks' long column was the XVI Corps under Maj. Gen. A.J. Smith. (5) Hearing the sound of battle to his front on 8 April, he moved into position at the village of Pleasant Hill, a piece of high ground dominating the road junction where the trail back to Grande Ecore met the north-leading road on which the Union army had advanced. He thus provided Banks with an organized force on which to fall back and organize a defense. This is what took place on the night of 8 April, setting up the battle of Pleasant Hill on 9 April, our next stand.


The battle of Pleasant Hill was much less a set piece affair than had been the battle at Sabine Cross-roads. The undulating terrain, patchwork of woods and fields, and the village itself, made for a very dissected battlefield. Neither force was ready when the engage​ment began at 1500 on 9 April. Many Union soldiers were still straggling into position from the previous day's disaster, and elements of the XVI and XIX Army Corps were intermingled. The Confederates were in little better shape, the two assaulting divisions having conducted a forced march from north of Mansfield during the night. (6) The resulting battle was loosely coordinated and became a melee of vicious small unit actions on both sides. The Confederates, despite a desperate attempt and heavy casualties, neither seized the road junction nor destroyed the Union force and so broke off the fight that night, exhausted, to regroup. To their

considerable surprise, Banks negated the prospect of a battle the following day by ordering a general retreat during the night back to Grande Ecore, leaving many of his dead and wounded on the field.


Once again, the battle provided more teaching points than could easily be covered in a staff ride. The most valuable lessons in this stand involved small unit actions and the generalship of Nathaniel Banks in making the decision to withdraw. To the degree that the Confederates were able to mount a coordinated attack on the Union position, it was during an attempted envelopment of the Union left flank by a division under Brig. Gen. Thomas H. Churchill. This command became misdirected in the dense undergrowth, and turned too early toward what they presumed was an open Union left flank. Although they overran an isolated Union brigade, they emerged from the woods in front of Union troops and were themselves taken under enfilading fire, counterattacked in flank, and driven from the field. This action appears to have been at the initiative of Col. William F. Lynch, commanding the 1st Brigade, 3d Division, of A.J. Smith's corps, luckily posted far to the Union left. Meanwhile, on the other side of the battlefield, what amounted to a Confederate supporting attack overran the forward Union elements, causing the 32d Iowa Infantry Regiment, under Col. John Scott, to be surrounded and forced to make its way back to Union lines by moving with the Confederate attack. Such actions bring the real fog and friction of the battlefield into the participants' study of leadership, and provide inspiration as well as instruction.


As night settled on the battlefield, the Confederates withdrew six miles north to regroup and to consider their options. General Banks elected almost immediately to retreat to Grande Ecore. This sort of situation presents an outstanding opportunity, because both the Confederate and Union decisions can be analyzed and critiqued in the light of available evidence concerning the situation both commanders faced. In retrospect, Banks' reasons do not seem compelling.


In his report to Lt. Gen. Ulysses S. Grant, recently appointed commanding general of the Union armies, Banks cited the extent of casualties, lack of water, his inability to communicate with Porter's fleet, and the belief that he lacked the relative combat power to continue his advance toward Shreveport. (7) These factors should not have blinded him to the advantage he now held, however. He was in possession of the battlefield. The Confederates had, at least temporarily, exhausted their available combat formations. He had relatively fresh troops in the

commands of A.J. Smith and Brig. Gen. T. Kilby Smith's provisional division still embarked on Porter's flotilla. His subordinate commanders seemed to expect exploiting their advantage with a pursuit the next morning. That Banks could not bring himself to order anything of the kind underscores several continuing themes in his generalship of this campaign.


Banks' intelligence and reconnaissance were poor, probably because Banks himself did not think about this enemy very much, and so did not demand information. He did not know the enemy's situation. He was unable to overcome logistical difficulties such as the shortage of water, rations and ammunition, and the encumbrance of large numbers of dead and wounded, because he had given little thought to the organizational details of sustaining his forces in the field. Although he showed personal courage on more than one occasion on the battlefield, he seemed to lack the warrior's instinct for taking the fight to the enemy.


In fairness, several external factors weighed on Banks that are highly instructive for illustrating the difference in perspective between the operational commander that he was and his subordinates occupying the tactical level. He had a fast‑ approaching suspense date for releasing A.J. Smith's corps back to Maj. Gen. William T. Sherman's command at Vicksburg, Mississippi; he knew the water in the Red River was falling, thus threatening the fleet with capture and making the problem of sustaining his force at Shreveport‑should he get there‑problematic; and he had been ordered by an impatient General Grant to complete his expedition by 30 April, even if it meant giving up the objective. These circumstances cannot excuse Banks, however, because they clearly were foreseeable and should have been fully considered in his decision to launch the expedition in the first place. He committed his forces, not on the basis of a deliberately accepted risk, but on wishful optimism, and then lacked both the technical competence and tenacity to prevail over the enemy. That many soldiers died as a result is a powerful condemnation. Such insights help young officers grasp some of the essentials of generalship, made all the more clear by a negative example. (8)


Our final stop was back at Grande Ecore. The entrenched position Banks occupied for another ten days on a bluff above the Red River is still very visible in the largely undeveloped land. We gathered at a vantage point above the river not far from where Banks' headquarters probably sat, and conducted what Dr. William G. Robertson called the "integration phase," and what observer-controllers would know

as the afteraction review. It was a retrospective summing up of what we had individually and collectively gained from our experience on the battlefields. The lessons for each officer were many: leadership, generalship, logistics, intelligence, campaign planning, joint operations, discipline and training of troops, audacity, combined arms, perseverance, as well as other issues. An equally important number of issues, not explored in this essay, await future staff riders of the Red River campaign.


It seems fining, then, to make some brief observations about the staff ride as a leader‑development tool in a military unit. The staff ride can be a great training multiplier. It takes some planning and organization, but the doctrine for all of that is available in Dr. Robertson's staff ride book (CMH Pub 70‑21) in readily usable form. With a little imagination, a staff tide can be tailored to a particular unit's needs. (9) Because staff rides may be viewed by some partici​pants as an extra‑curricular activity distracting from the primary mission, they should be relevant, fun, and fairly painless, but without transferring the burden for professional growth away from the participant. The leader can help tremendously by carefully arranging the source material and by directing the preliminary study phase to avoid wasted time. Staff rides can include very valuable public relations opportunities, but these should not become the proverbial dog‑and‑pony

show that distracts from the objective, which is learning.


Perhaps the most cogent lessons I took away from the experience were those about the profession of arms and how to develop those who follow it. First, past military operations involving thousands of soldiers and sailors cannot fail to be valuable learning experiences, if properly approached. No matter that they may not be the best known or most studied, or may not have involved any of our legendary great soldiers. Second, the 10,000 or so Americans of both sides who died for cause and country in the failed Red River campaign make even the hard‑scrabble pinewoods of western Louisiana hallowed ground, and profoundly underscore the moral imperative of competence in our chosen profession. Few training techniques can underscore these points as clearly or profoundly as the well-conducted staff ride.

Lt. Col. Paul H. Herbert is a graduate of the U.S. Military Academy at West Point, the U.S. Army Command and General Staff College, and the U.S. Army War College, and holds a Ph.D. in history from the Ohio State University. Colonel Herbert is the author of Deciding What Has to Be Done: General William E. DePuy and the 1976 Edition of FM 100‑5, Operations (Leavenworth papers, no. 16).

Notes

1. Memo, Paul H. Herbert to All Officers, Task Force 1, sub: Staff Ride, 14 June 1994, 18 Feb 94.

2. In addition to the OR, other titles in our preliminary study phase included Norman D. Brown, ed., Journey to Pleasant Hill: The Letters of Captain Elijah Petty; Ludwell Johnson, Red River Carnpaign; John D. Win​ters, The Civil War in Louisiana; and Robert U. Johnson and Clarence C. Buel, eds., Battles and Leaders of the Civil War, vol. 4, Retreat with Honor.

3. Throughout this paper, I use current doctrinal terms to describe actions that took place in 1864. One must be careful of the inherent tendency in a staff ride to impose modem doctrine on historical events, which is why the preliminary study phase must establish a baseline knowledge among the participants of the historical art of the possible. With this caveat in mind, the historical action can be of tremendous value in sharpening our judgment about our own doctrine.

4. See rpts of Brig. Gens. William H. Emory, James W. MacMillan, and William Dwight (nos. 60, 68, and 69

respectively) in OR, series 1, part 34, vol. 1, pp. 389-424.

5. XVI Army Corps was on loan to Banks from Maj. Gen. William T. Sherman's Army of the Tennessee at Vicksburg, Mississippi, and was due to be returned to Sherman not later than April.

6. The two divisions were Churchill's and Walker's. They were held back from the action at Sabine Crossroads until too late by Lt. Gen. Edmund Kirby Smith, [ed: not to be confused with Union Gen. T. Kilby Smith, mentioned in text] Taylor's superior, illustrating the interior lines dilemma Smith faced by the simultaneous but uncoordinated advance of Union General Steele's force south from Arkansas. Released to Taylor's control late on 8 April, these divisions made a hard march of forty or so miles to be at Pleasant Hill on 9 April. The timing of their release was one of several disagreements that were sources of acrimony between Taylor and Smith for the remainder of the war and afterwards.

7. N.P. Banks to Lt. Gen. U.S. Grant, 13 Apr 64, OR, series 1, part 34, vol. 1, pp. 181‑85.

8. My officers were quick to conclude from this critique that Banks' failure can be attributed to his status as a "political" general, unschooled in the profession of arms. This judgment, of course, overlooks the many instances in our history of citizen soldiers mastering command very successfully. The 

opportunity to discuss the duality in our army of professionalism and militia roots, and to emphasize that competence, however gained, is the issue. 

9. I have conducted staff rides for soldiers and sergeants, faculty members, combat leaders, Reserve Component officers, and advisers in a Readiness Group.
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