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“Growing other leaders
from the ranks isn’t just
the duty of the leader,
it’s an obligation.”
-Warren G. Bennis
LEADER DEVELOPMENT AS A
COMPETITIVE ADVANTAGE
Leadership remains the most decisive
and dynamic element of military
power. Agile, adaptive and empowered
leaders at echelon provide NATO a
competitive advantage.
However,
military leadership cannot be outsourced or contracted.
Rather, it
is incumbent on us to continuously
develop our own military leaders,
ensuring they are prepared to
dominate in an increasingly complex,
dynamic and uncertain global security
environment. As senior leaders in the
strongest and most successful Alliance
in the world, one of our primary duties
is to work ourselves out of a job. In
other words, prepare our subordinates
to take our jobs and do it better than
we ever did.

Accordingly, the Spring 2020 Land
Power Magazine is dedicated to leader
development. In this issue, you will
find valuable techniques, resources
and philosophies to inform your leader
development programs. While many
methods exist to develop leaders,
success requires advocacy from the top.
This entails devoting time, providing
resources, and inspiring enthusiasm for
leader development.
Given the rapidly changing character of
warfare, it is also important to develop
our leaders with an eye to the future
and leverage the latest technology.
Today’s young military professionals
learn quite differently than we did
twenty to thirty years ago. Nonetheless,
professional reading and staff rides are
still useful leader development tools.
As Mark Twain is reputed to have said,
“History does not repeat itself, but it
often rhymes.” Moreover, it is practical
to remember that leader development
occurs continuously throughout our
military careers and in multiple domains:
institutional/schools, operational units,
and self-development.
Irrespective of the methods and programs
to develop leaders, it may be practical
to list the desired key leader attributes
required to flourish in the world in which
we find ourselves. I recently came upon
such a list from an elite military unit:
• Maintain impeccable character
• Display intellectual agility to create/
recognize opportunities and take

Across the NATO land domain, we
are blessed with an abundance of
senior leaders that display these
attributes. More so, it is heartening to
see our leaders paying it forward and
developing our subordinates for future
success. Leaders come and go, but
growing leaders is the legacy we leave
behind.
Speaking of leaders coming and going,
the past six months have witnessed
several key changes across the land
power team. At NATO Rapid Deployable
Corps
Italy,
Lieutenant
General
Guglielmo Miglietta replaced Lieutenant
General Roberto Perretti in December
2019.
At NATO Rapid Deployable
Corps Spain, Lieutenant General
Fernando Garcia-Vaquero replaced
Lieutenant General Francisco Gan in
January 2020. And at the 1st GermanNetherlands Corps, Lieutenant General
Andreas Marlow replaced Lieutenant
General Alfons Mais in February 2020.
We thank the out-going commanders
for their tremendous leadership and
teamwork, while extending a warm
welcome to our new teammates.
Warren G. Bennis (1925-2014), an
American
scholar,
organizational
consultant and World War II infantry
officer, is widely regarded as a pioneer
in the field of leadership studies.
He leaves an appropriate reminder:
“Growing other leaders from the ranks
isn’t just the duty of the leader, it’s
an obligation.” For us in NATO, this
translates to competitive advantage.
FOR THE SOLDIER!

advantage of them

LC

• Think critically
• Understand across the tactical,
operational, strategic spectrum
• Thrive in ambiguous and uncertain
environments
• Possess high level of emotional
intelligence
• Able to communicate with a wide
variety of audiences
• Demonstrate humility

05

J.T. THOMSON
LANDCOM Commander

MAGAZINE
SPRING 2020

from the

CSEL

Lead, Follow or Get
Out of the Way!
formation.
4. Take time to develop yourself, your
subordinates, and spend time preparing
your team members to replace you when
the time comes. Never stop challenging
young NCOs with roles and responsibilities
that exceed their current terms of
reference. If knowledge is power then
arguably shared knowledge is lethal.

10 Guidelines on Leadership
I’m often asked about the components
and qualities that go into making effective
noncommissioned officer (NCO) leaders.
While each Alliance member nation
approaches development of their own
enlisted leaders in different ways, there
are several common traits (in my opinion)
that mark superior NCO leadership across
NATO. I’ve broken these down into ten
simple guidelines:
1. Leadership should never be confused
with “Likership” or “Loudership”. In other
words, the decisions required of a leader
are not always the popular expectation,
nor should they be the result of frustrated
hostility.
2. Never underestimate the speed of
rumours over relevance. If you want an
accurate and sincere message, give it in
person and to the audience that needs to
hear it in a timely manner.
3. You can’t make time, you have to take
it. This means you stop doing what you’re
doing if its not productive and take time
to get out of your office to find out what’s
going on in your troop, unit, brigade, or

5. Invest early and often in Professional
Development (PD) and or Professional
Military Education (PME). Understand the
Command’s vision for the development
and always be aware of the desired
outcomes of the training and education
you’re receiving or delivering. If it’s not
obvious, ask. If you know and others
your responsible for don’t, then it’s your
responsibility to tell them!
6. Structured learning isn’t the only
effective means of maturing your
leadership abilities. Self Development is an
important part of maturing into each rank
requirement. Discovery learning allows for
autonomous, enduring growth that can
forever change a leader. This piece of a
leaders journey allows for the realization
of a more sincere version of each leaders
character.
7. Leaders develop in a variety of ways.
There isn’t a single solution that exists for
the design of an effective leader. Within
the Alliance there are multiple paths to
seniority and leadership responsibilities.
This brings an enviable diversity to the
fight, and ultimately creates a deterrence
that our competition lacks. Innovation,
coupled with our varying approach to
finding solutions and planning allow for
creative and original problem solving.
8. In the NATO environment, a
successful senior NCO must possess
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solid understanding of the structure
and commands that dictate the vision
and intent for the Alliance. In addition
to being an effective leader he or she
must be strategically, operationally, and
organizationally fluent. This inherent ability
is paramount within the NATO Command
Structure (NCS) and NATO Force Structure
(NFS). With firmly grounded internal
compass, these NCOs can then drive
straight towards readiness.
9. At the CSEL level, the most senior
of the senior NCO cadre must not only
understand the Command and Control
constraints for enablers, but they must
also have a heightened familiarization with
the NATO Military Structure (NMS) and
the Strategic Campaign Plan.
10. Competition demands us to play hard,
play safe, but most of all, play to win!
In summary, Land Forces should
strive to develop educate and train
leaders to fully understand the threat
environment, anticipate and adapt to
ambiguity while working with mutual trust
in Alliance leaders who are empowered
through mission command. NATO NCOs
of character should know how to think
through problem areas, especially in the
human domain. These transformational
leaders depend on mission command,
relationship building, and a cultural of
continuous learning. LC
FOR THE SOLDIER!

KEVIN J. MATHERS

LANDCOM Command Senior Enlisted Leader
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Leadership should never be confused with

Structured learning isn’t the only effective

“Likership” or “Loudership”.

means of maturing your leadership abilities.

Never understimate the speed of rumours over

There isn’t a single solution for the design of

relevance.

an effective leader.

With firmly grounded internal compass, NCOs

You can’t make time, you have to take it.

can then drive straight towards readiness.

Take time to develop yourself. Never stop

Understand Command and Control, the NMS,

challenging young NCOs.

and the Strategic Campaign Plan.

Invest early and often in Professional

Competition requires us to play hard, play

Development/Military Education.

safe, but most of all, play to win.

07

MAGAZINE
SPRING 2020

LGEN (Ret) Leonardo di Marco:

Leadership Lessons 			
			from a
Senior NATO Mentor

L

ieutenant General (Ret) Leonardo di Marco is a NATO
Senior Mentor helping to teach, coach, and mentor
Senior Leaders within the NATO Command Structure
(NCS) and Force Structure (NFS) to more effectively lead
their organizations. He served recently as mentor to
NATO Allied Land Command Commander, Lieutenant
General J.T. Thomson, during Exercise Loyal Bonus and
Eagle Meteor in October, 2019. These are Lieutenant
General di Marco’s thoughts on leadership.

DEFINING LEADERSHIP
Before sharing with you what, according
to my experience, the pillars of effective
military leadership are, I would like to
provide you with my personal definition of
leadership.
In my humble opinion, leadership is all
about inspiring others by the way you
behave.
This simple definition marks the difference
between convincing and compelling.
Trusted leaders do not need to compel
their subordinates; they inspire them. And,
should you all agree with this statement
you should also agree with the fact
that leadership style has to be adjusted
according to the main characteristics
of those you want to inspire and to the
environment you are working in.
Your leadership style must be agile and
adaptive.
New soldiers are better educated and
more confident with technology than any
previous generation. Military operations
are increasingly more joint, multinational
and multiagency than ever. The operational
environment is complex and extremely
fragmented. Decentralized decision making
becomes a key for success. Effective
Leaders must feel comfortable with this
continuously
evolving
environment.

Effective Leaders must continuously adapt
to the way they approach the challenges.
Great leadership begins with the person,
not the position. It is about your ability to
inspire others, not your level of authority.
If you want to become an effective leader,
you must first become a person other
people want to follow. This, I believe, is
the key factor underpinning every truly
successful leader.
Before you can lead others, you must first
be self-disciplined in your own behavior,
the way you act, and the way you present
yourself.
A leader without self-discipline might
become a good manager able to plan,
organize and coordinate. But he or she will
never be capable to inspire and motivate.
Being a leader is about behavior and
actions.

PILLARS OF LEADERSHIP
Bypassing the discussion on whether
leadership is a science or an art, my
experience tells me that in order to be a good
leader you have always to :
Commuicate
Provide Vision
		

Grow Leaders
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Communicate
Communication is very important. Those
who fail to effectively communicate
usually fail.
Your subordinates want to know you,
they want to be guided, they want to
understand you, they want to be reassured
that their actions are within the context of
your intent.
Keeping soldiers informed enhances
initiative, team work, cohesion, and
morale. Battlefield success is founded
upon actions taken in the absence of
orders.
It doesn’t matter how well educated you
are, how fluent you are in presenting your
views, how many operational tours you
have done, or how long your curriculum
vitae is. In communicating you must ensure
you are understood. Your message must be
simple and direct. Very often the staff does
not perceive what exactly the commander
wants to achieve. In a joint, multinational,
and multiagency environment, people
come with different education levels,
backgrounds, and experiences. What you
may view as a simple concept will likely be
interpreted in different ways. It happens.
So, make sure that whatever you say is fully
understood.
Prepare a clear mission statement, intent,

MAGAZINE
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Lieutenant General J.T. Thomson and Senior NATO Mentor Lieutenant General (Ret) di Marco during an exercise briefing for Eagle Meteor 19.

If you want to become
a good leader you have
to go through a never
ending process of studying,
training, education, and
self-assessment.

and concept of operations using the official
approved terminology. Focus on key tasks
for intent. Make the concept of operations
– the how, when, and where of the plan –
the masterpiece of your orders and, once
again, make sure it is understood at the very
least two levels down.
As a leader, your words are among your
most important tools, so if your team does
not know its ultimate goal, or if it doesn’t
have a good understanding of the plan to
get there, or if it doesn’t appreciate how
its personal contributions are vital, you’re
probably doing something wrong as a
leader.
Send a clear, simple message almost
continuously. Young leaders want the
reassurance that they’re pursuing the goals
you think important.
Your experience will give you the balance
between providing too much or too little
guidance.
Provide Vision
Leaders provide vision. The leader’s vision
becomes the reason why the organization
exists and is the basis for every decision its
members make.
Make sure your vision is achievable,
resourced and measurable. A vision that

does not answer these simple requirements
is not a vision. It becomes simply a dream
and your staff will understand it as such.
People follow the leader first and the vision
second. If people see you as an effective
leader, if they trust you, they will be
committed to your vision.
Your people want clear direction. If you are
able to provide them with a clear sense of
direction, you will give them the latitude to
make sound decisions, even in the absence
of specific orders. And, because each
decision is made under a single unifying
vision, all decisions become mutually
reinforcing, accelerating achievement at an
exponential rate.
Whatever you do, always remember the
essence of being a leader: sharing your
vision with people and inspiring them to
follow your cause.
Grow Leaders
As a leader you have the responsibility to
develop the next generation.
How would you do it? Mainly by your
behavior. Your subordinates see you, study
your vision, and listen to what you say. In
every situation you, as a leader, have to set
the example. You have to create in your
subordinates the appetite to become like
you.
Focus on being the role model. Leading by
example is an essential part of leadership.
This also applies to learning. Teach others
about the value of development by
continuously developing yourself further.
Make development a headquarters-wide
process.

What is Modern Military Leadership? A Primer - Posted January 3, 2018, MGEN F.A. McLachlan
Military #Leadership in the 21st Century - Posted 27 March 2016, http://THESTRATEGYBRIDGE.COM, Several
Authors.
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Establish the value of learning in the
organization. Move beyond focusing on
results and use every assignment as a
learning opportunity.
Use problems as opportunities to develop.
Exploit the difficulties and the failures,
transforming them into opportunities to
learn and improve.
Take advantage of the updates/briefings
the staff present to you and transform
them into opportunities for the staff to
learn and appreciate your way of making
decisions and taking responsibility. Many
members of your staff may not see you very
often, so transform every opportunity in a
development session.

GOOD LEADERS ARE MADE, NOT
BORN
If you want to become a good leader you
have to go through a never ending process
of studying, training, education, and self
assessment. Good leaders never stop
learning and never stop adapting their
behavior to situations they face. Effective
leaders are adaptive and agile.
Your subordinates want to learn from you.
They always look for a model to follow. Be
that model and give them an example to
follow.
Demonstrate to them you are not a self
serving leader who works at the expense
of your subordinates to present a good
picture of yourself to your superiors. On
the contrary, a real leader who loves the
organization he or she is a part of, wants
to be sure they do their best to prepare
the future Leaders. LC

Leadership Management: Principles, Models and Theories. Dr. Manoj Kumar Sharma and Miss. Shilpa Jain. Global
Journal of Management and Business Studies. ISSN 2248-9878 Volume 3, Number 3 (2013), pp. 309-318 © Research
India Publications http://www.ripublication.com/gjmbs.htm
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CREVAL:

By Lieutenant Colonel Ivo STOEV, Bulgarian Army, LANDCOM G7

				AFS
AFS Vol VII revision:
What’s new, and what does it
mean to you?
Why Change?

T

he Fall 2019 edition of Landpower Magazine introduced the concept
of the ‘New Approach’ to Combat Readiness Evaluation, outlining
the changes coming to the CREVAL process. Those changes are now
codified as the revised version of Allied Command Operations Force
Standards (AFS) Volume VII, recently made NATO Official on January
20, 2020. The revision of this document necessitates a change in
approach, and will require many seasoned evaluators to adapt the way
they conduct future CREVALs. This article sets out to not only provide
an understanding of what is new, but also provide the reader with a
deeper understanding of the rationale behind these significant changes.

Over the past two decades, there has been a significant
shift in the geo-political situation in which NATO and
its member nations find themselves. The prevalence of
instability, long-term competition and strategic shocks,
coupled with the unprecedented pace of technological
advancements has necessitated NATO’s emphasis on a
return to Collective Defence. This shift also recognises the
interrelated nature of many security challenges, and NATO
has identified that it also has a responsibility to project
stability and foster cooperative security in order to deal with
regional crises at the source. A major consequence of this
realignment is not only the recognition that NATO forces
must be more prepared than ever, but to also be prepared
to evolve continuously, ensuring they are keeping pace
with strategic and technological innovations. These rapidly
evolving threats require forces to be credible, networked,
innovative, agile, and resilient. The emphasis on enabling
‘Readiness’ of declared forces and their capabilities, coupled
with identifying shortfalls and areas for improvement,
has required a shift in the methodology that underpins
the CREVAL process. The new AFS Vol VII has undergone
significant changes to provide a tool that assures capabilities
and readiness, whilst also providing commanders with the
building blocks of a training programme to address areas for
continuous improvement.
Assuring Readiness: The Doctrine Part
A significant initial step is to take into consideration
what readiness, evaluation, and the AFS are and their
important linkages to CREVAL. The term readiness is
rather subjective, although it can best be defined as:
Readiness - Having the right capabilities and forces that
are trained, interoperable, and deployable and maintained
in the right operational structures and groupings and at
an appropriate NTM. (Framework for Future Alliance
Operations 2018)
The AFS are a set of documents which detail in practical
terms what military capabilities provided by Allies in
support of NATO missions and tasks are required to do,
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Together with Policy documents, STANAGs, and LANDCOM
expertise, it forms AFS Vol II (structured in accordance with
the Main Capability Areas (MCA) concept as prescribed for all
AFS volumes in AFS Vol I). As a result of new language, it was
therefore essential to update the AFS volumes to reflect these
amendments (see Figure 1).

qualified in quantitative and qualitative terms under specific
conditions. AFS Vol II and AFS Vol VII are fundamental
documents for developing capacities, training, and evaluating
NATO land forces. NATO is responsible for establishing
standards as stated in Military Commitment (MC) 0458/3. AFS
Vol II sets the standards (requirements) for NATO land forces.
This document provides guidelines and establishes a common
foundation on training, exercises in peacetime, and employment
of land forces allocated to NATO. It enables SACEUR and
his subordinate commanders to evaluate land headquarters
and units and provides a structure to develop a systematic
Land Forces Evaluation Manual (AFS Vol VII). Its focus is on
interoperability requirements to provide clear guidance on
the minimum Standardization Agreements (STANAGs) related
requirements to be implemented by NATO land forces. This
also constitutes a basic reference to build training plans and
training objectives for NATO land forces. Furthermore, AFS Vol
II supports the integration of new member nations by providing
long term development goals for their land Headquarters and
units. AFS Vol VII establishes the criteria for evaluating Land
forces through the medium of CREVAL.

The Aim
The core aim of the CREVAL programme is two-fold:
1 - To evaluate and verify the combat readiness of land forces
declared to NATO in accordance with their role and nature
(headquarters or readiness category units).
2 - To provide the commander of the headquarters/unit with
recommendations, comments, and feedback to improve their
forces and to support commander’s certification. The final outcome of the evaluation is a statement on whether the headquarters/unit is mission capable. (ACO Directive 075-013 and
AFS Vol VII)

Other reasons for change?
The other catalyst for changing the process was the NATO
Defence Planning Process (NDPP), which is a threat informed
process conducted every four years. This process develops and
adjusts requirements based on the NATO Level of Ambition and
results in the Bi-SC Capability Codes & Capability Statements
(CC&CS). The main idea is the provision of a common language
for capabilities in Defence Planning (DP) and Operational
Planning (OP). The CC&CS defines the capabilities used in DP
products (e.g. the Minimum Capability Requirement, Capability
Targets, Defence Planning Capability Surveys) and OP products
(AFS, NRF, RFLs, GFLs and CJSORs). CC&CS is
one of the sources for requirements.
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Driving Change
With the case already made for
the requirement to change, and an
understanding of AFS Vol VII and its place
in relation to assuring readiness, it is
important to delve into the details of the
key changes. These changes will affect
not only the outputs of CREVAL, but also
the evaluators and the way in which they
will seek to conduct the evaluation of
Units and Headquarters. There are several
overarching principles that can explain the
approach:
1 - CREVAL subject matter experts (SMEs)
must follow the main evaluation principles,
all of which are highlighted in the revised
AFS Vol VII:
• Dialogue and interaction. Key to success
is open and proactive cooperation between
the evaluated entities and the Evaluation
Conducting
Authorities.
Evaluations
should be closely coordinated between
both parties to ensure mutual support in
achieving the desired outcome.
• Continuous improvement. Evaluation is not
a one-time pass or fail event, but a process
that facilitates continuous improvement
and makes the NATO Evaluation, Training,
Exercise and Evaluation (ETEE) a genuine
learning system. The Lessons Learned (LL)
process is utilized to provide feedback on
how to improve the ETEE system.

2 - CREVAL is driven by the current year
SACEUR Annual Guidance on Exercise
(SAGE), the evaluated commander’s
Training Objectives (TOs) and intent, the
last evaluation report, and is conducted in
accordance with AFS Vol VII (see Figure 2).
Changing the Team Sheet
The revision process resulted in some
new additions to the Evaluation Team
(ET), notably the addition of an Analysis
and Reporting Team (ART), the Evaluation
Team Leader (ETL), and specified SMEs.
Composition of the ET may differ according
to exercise, evaluation objectives, and
evaluated entities, however, the following
additions are noteworthy:
• The ART analyses the observations
provided in daily situation reports (SITREP)
in order to identify general trends,
shortfalls, and areas of improvement. The
team provides guidance to evaluators
or data collection required to improve
the CREVAL. The ART produces the

Evaluation Report based on analysis from
daily SITREPs and collects updates on the
evaluation progress and trends.
• The ETL is the senior evaluator and is
responsible for reviewing written remarks
prepared by evaluators for their respective
areas of observations and presenting
findings to the ETC through the ART. They
lead and direct the ET and their analysis
of the EVOs. The ETL also establishes an
ET battle rhythm coherent with the battle
rhythm of the evaluated headquarters/
unit and provides a daily (SITREP) to the
ETC and the ART. They also liaison with
senior representative of the evaluated
headquarters/unit.
• CREVAL Officer of Primary Responsibility
(OPR) is the focal point for the organization
of a CREVAL. They plan the evaluation and
represent the ETC throughout the exercise
planning process. During the execution
stage, they are the coordination officer
responsible for all ET arrangements and
requirements.

• Tailored and flexible.
Evaluation is
conducted during the major phases of
an exercise and is tailored to the specific
character of the phase and to the evaluated
headquarters/unit
requirements.
Any
opportunity for evaluation inside or outside
of an exercise can be exploited IOT provide
commanders with early feedback for
improvement.
FIGURE 2
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What‘s new?
Evaluations now mirror the Exercise Planning Process
(EPP). As a result, there is no grading system, but a general
assessment for the headquarters’ readiness which mirrors
the current joint evaluation programme, complete with
a summarized statement indicating whether or not the
evaluated organisation meets the applicable standards and
requirements and has the capability to conduct and sustain
NATO operations. It is also important to emphasize the
new Yes/No grading system for unit CREVAL checklists.
The CREVAL timeline has not changed significantly and
still requires approximately 18 months of involvement,
broken down into specified stages and subordinate phases
for both units and headquarters elements (see Figures 3
and 4). The most notable addition, however, is the new ETC to
evaluated headquarters commander to commander dialogue. It is
recommended that this be conducted the beginning of Stage 2 of
the Exercise Planning Process or shortly after the Initial Planning
Conference (IPC). The key output to this meeting is an agreement
between evaluating and evaluated commander on the specific
MCAs to be evaluated with an emphasis on SACEUR’s priorities and
the training audience’s (TA) Primary Training Objectives (PTOs). This
process of refining evaluation criteria within the CREVAL is intended
to provide value when building readiness from the training event. The
ETC to commander dialogue should provide direction and guidance
for the ICM key outputs, namely refinement of PTOs, development
of Evaluation Objectives, Technical Agreements understanding, and
After Action Review (AAR) input from SMEs.
The other particular change to the ICM in Stage 1, only applicable
to a headquarters CREVAL, is the removal of the non evaluated/non
applicable (NA/NE) agreement. This is now called the Evaluated
Criteria Agreement. The reasoning is the same (national caveats,
peacetime restrictions, exercise scenario, real life considerations),
only the meanings have positive connotations. For unit CREVALs
however, there is no change regarding this issue.
The most visible addition is Phase IV assessment during Stage 2 of
Headquarters CREVALs. The AAR is a structured review process
that allows training participants to discover for themselves what

FIGURE 3

13

happened and why, and identify how they can perform better. The
AAR is a guided analysis of the headquarter performance, conducted
at the conclusion of the CREVAL with the objective of improving
future performance. The LANDCOM Commanders AAR aim is for
the ET, to include respective Division Assistant Chief of Staff(ACOS)
support to the evaluated entity in recording observations, insights,
and Lessons Learned (LL) for future use and to identify trends and
prevent reoccurrences of improper practices. Phase IV concludes
with the LANDCOM Commander’s CREVAL Outbrief and the
respective authorities official signing of the Evaluation Formal
Report.
Evaluation Criteria Development. Structured in accordance with
MCAs, they translate every requirement identified in the AFS Vol. II
into proper evaluation criteria in AFS Vol VII. Criteria are developed
for each possible land forces headquarters role. In regards to units,
developed evaluation criteria are applicable for Battalion and Battle
Group (BG) level only.
So what is the real value behind all of these changes? The new
approach brings more interaction and understanding between
stakeholders during the preparation for an eventual accomplishment
of their mission, thereby achieving unity of effort. Evaluation has
evolved to become a more valuable and insightful process, seeking
constant improvement over a longer perspective.
Summary
Key enablers for achieving Alliance strategic objectives
and preparing for the challenges ahead in many ways are
education, training, exercise and evaluation activities and
events. The NATO ETEE programme provides transformation
opportunities and plays a central role in efforts to build and
sustain interoperability and readiness. These are essential
for the Alliance to remain capable of reacting to an evolving
and complex security landscape. NATO is responding to the
current security threats, adapting to new challenges, and
preparing for tomorrow. Future perspectives will be no less
complex than today’s, remaining diverse, unpredictable, and
demanding. Some aspects of today will endure, whilst others
will change significantly. One principle upon which the military
leadership should seek to build success in accomplishing the
core tasks and addressing instability in the future security
environment is to LEAD change at all levels. LC
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EUROCORPS CREVAL

By Lieutenant Colonel Travis DETTMER, U.S. Army, LANDCOM PAO

The Strasbourg, France based warfighting headquarters is the first to
undergo a Combat Readiness Evaluation using the ‘New Approach’.

“I would go to war with you. You can be rightfully proud of your
achievements during Trident Jupiter.” These were the words of
Lieutenant General J.T. Thomson, Commander, NATO Allied Land
Command, to Eurocorps Commander, French Army Lieutenant
General Laurent Kolodziej, just before signing the official
documents certifying Eurocorps on November 14, 2019 as the
NATO Response Force (NRF) land component for 2020.
The NRF is a highly ready and technologically advanced,
multinational force made up of land, air, maritime and Special
Operations Forces components that the Alliance can deploy
quickly, wherever needed. It is based on a rotational system where
Allied nations commit forces for a period of 12 months. LANDCOM
is responsible for evaluating land component combat readiness for
the NRF.
Lieutenant General Thomson, who served as exercise chief for
LANDCOM’s Combat Readiness Evaluation team, reminded the
Strasbourg, France based war fighting corps headquarters of the
significance of their evaluation.
“The last time this great formation conducted a combat readiness
evaluation was in 2010. The standards [then] were very different.

We lived in an alliance that was focused on crisis response and less
on collective defence,” Lieutenant General Thomson said,
suggesting that the threat situation has changed significantly
recent years.
The certification exercise was conducted as part of Trident Jupiter
2019 and served as Phases II and III – the field evaluation and after
action review/out brief – for Eurocorps’ CREVAL.
Phase I, the administrative in-barracks evaluation, was conducted
at their headquarters in late September. These final phases
were where Eurocorps’ resilience and capability as a NRF Land
Component Command Headquarters was tested against the
backdrop of an intense NATO Article V scenario.
During the test Eurocorps found themselves facing multiple
armies from a fictitious nation that had invaded several sovereign
NATO allies, requiring Eurocorps to mobilize as NATO’s first line
of defense.
“Nothing is fair in war, the enemy is going to take advantage of you,”
Thomson said to his Eurocorps audience, stating that, unlike the cold
war era, today’s potential adversaries are much more aware of their
own shortcomings. “We must be careful of becoming
less self-aware of our shortcomings,” he said.

JOINT
FIRES

INTELLIGENCE

FORCE
PROTECTION
Brigadier General Alfonso Alba
LANDCOM Deputy Chief of Staff for Plans

Members of the
LANDCOM CREVAL Team

COMMAND
AND
CONTROL

SUSTAINMENT
MOVEMENT
AND
MANEUVER
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“I would like to
highlight the excellent
cooperation and
support we have
received from
Eurocorps throughout
the process.”
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Lieutenant General Thomson
LANDCOM Commander

“I would go
to war with
you. You can
be rightfully
proud of your
achievements
during Trident
Jupiter.”
Lieutenant General Kolodziej
Eurocorps Commander

This is the first CREVAL to adopt elements of the new approach,
and the fourth CREVAL LANDCOM has administered in 18
months. LANDCOM has two more scheduled next year, including
evaluations of Allied Rapid Reaction Corps as a warfighting corps
headquarters, and NATO Rapid Deployable Corps Turkey during
their preparations to assume the NRF role for 2021.
“This Eurocorps CREVAL is the first to transition to the new
approach, which aims to increase war fighting readiness by relying
less on generic checklists and more on training objectives that
prepare the formation on their upcoming role,” said Spanish Army
Brigadier General Alfonso Alba, LANDCOM Deputy Chief of Staff
for Plans, during the out brief.
LANDCOM and Eurocorps agreed to primary training objectives
used during the evaluation in January through commander to
commander dialogue.
“I would like to highlight the excellent cooperation and support
we have received from Eurocorps throughout the process,” said
Brigadier General Alba. “Your collaboration is much appreciated
and has facilitated our job and will undoubtedly benefit the
outcome.”
This intended outcome includes a Training Support Package
Eurocorps can use to build and sustain readiness over the next
year. Lieutenant General Thomson held up the binder containing
this package while commending their forward thinking approach
to the exercise.
“This new approach is getting away from just pure science and
checklists and [incorporating] something higher,” said Thomson. “I
commend Eurocorps for recognizing a year ago that we need to up
our game and train as we fight, and focus on the things that Corps
do which are reflected in the training objectives.”
The CREVAL itself covered six war fighting functions: Command
and Control, Movement and Maneuver, Sustainment, Joint Fires,
Intelligence, and Force Protection. Each function had a LANDCOM
evaluation chief tracking Eurocorps’ progress in that specific area.
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“Eurocorps attacked this exercise with a vengeance,” said U.S.
Army Lieutenant Colonel Joe Hansen, LANDCOM Joint Fires
Evaluation Chief. “It’s rare you come across such a great team that
comes together and tackles everything in front of them,” he said.
“As an evaluator, I was consistently impressed by the dedication,
the determination of this outfit. NATO continues to demonstrate
that there is nothing this Alliance can’t do.”
Lieutenant General Kolodziej expressed his appreciation for the
new approach to combat readiness evaluations, citing that it gives
back to the commanders the ability to shape the process. For him,
emphasis on command and control was a priority.
“It’s about solving pressure [situations] and building confidence,”
he said. “The command and control operation is not an issue [in]
which you tread lightly, because at the end of the day, our soldiers’
lives are at stake.”
Both commanders agreed this CREVAL new approach was not the
end of the readiness process.
It shows that combat readiness is not the status to achieve, and
then you rest, it is a never ending process,” Lieutenant General
Kolodziej said. “If you stop you’re done. If you stop, complacency
comes back.”
He emphasized his soldiers are ready for the mission.
“The Eurocorps is prepared to assume NATO Response Force Land
Component Command 2020 on 1 January 2020. We are combat
ready,” he said. LC
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By Lieutenant Colonel Travis DETTMER, U.S. Army, LANDCOM PAO

EUROCORPS IS READY

FOR NATO RESPONSE FORCE 2020

STRASBOURG – Eurocorps officially assumed responsibility as NATO
Response Force Land Component for 2020 in a ceremony at their
headquarters in Strasbourg, France on Wednesday, January 8, 2020.

T

hey take over for the Münster, Germany based 1st German-Netherlands Corps
(1GNC) who had the mission for all of 2019.

Eurocorps assumes this responsibility
for the third time with their first two
rotations as the stand by unit occurring in
2006 and 2009 respectively. NATO Allied
Land Command Commander, U.S. Army
Lieutenant General J.T. Thomson, presided
over the hand over ceremony held on
Eurocorps’
Strasbourg
headquarters
parade grounds.
“Lieutenant General Kolodziej and
Eurocorps are exactly the right team to
assume the NRF [2020] Land Component
Command mission,” said Lieutenant
General Thomson. “They have skillfully
prepared for the stand by role over
the past year as the stand-up Corps
headquarters.”
During the ceremony 1GNC transitioned
from the role as the ready stand by force
– the NATO land headquarters on call
to respond on short notice to a crisis,
contingency, or operation – to the role of
the trained stand down force.
Photos courtesy of Eurocorps
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“We thank all the men and women of
1st German-Netherlands Corps for their
incredible competence, dedication and
teamwork. They advanced the NRF
mission to the next level, and we are
fortunate to maintain them in the stand
down role for the coming year,” said
Lieutenant General Thomson.

“

Lieutenant General
Kolodziej and Eurocorps
are exactly the right team
to assume the NRF [2020]
Land Component Command
mission.”
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The NATO Response Force (NRF) is a highly ready and
technologically advanced multinational force made up of land,
air, maritime and Special Forces components that the Alliance can
deploy quickly to wherever it is needed. Its mission is to provide
a rapid demonstration of force and the early establishment
of NATO military presence in support of an Article V or Crisis
Response Operation and to be a catalyst for transformation of
capabilities in the Alliance.
French Army Lieutenant General Laurent Kolodziej, Eurocorps
Commander, affirmed the readiness of his Corps Headquarters.
“Eurocorps, an outfit formed by 10 nations, is aided in its
mission by its multinational scope and extensive experience
gained in just about every major operation under NATO or
European Union command,” said Lieutenant General Kolodziej
via a press statement. Assumption of the NRF mission means
Eurocorps could potentially lead up to 65,000 ground troops in
high-intensity warfare, he said.
LANDCOM declared Eurocorps ready for the NRF following
completion of the final phases of their rigorous Combat
Readiness Evaluation (CREVAL) during Exercise Trident Jupiter
19 in November at the NATO Joint Warfare Centre in Stavanger,
Norway. LANDCOM, as NATO’s advocate for land domain
expertise, is responsible for enabling land domain readiness,
interoperability, standardization, and competency across Allied
land forces.
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years, readiness remains at its core. The decision to use the NRF
requires political consensus taken on a case-by-case basis by
the North Atlantic Council.
In pre-ceremony briefings to Eurocorps, 1GNC Commander,
German Army Lieutenant General Alfons Mais, reflected on the
responsibility that comes as the NATO stand-by land component.
“When you take over this mission you look at the daily news
differently,” he said. He expanded by stating people can simply
look at what’s happening in the world right now to understand
the gravity of this critical NATO mission.
Lieutenant General Thomson emphasized the importance of
readiness for NATO forces in collective defence.
“History teaches us that weakness invites aggression. Given
today’s threats in an era of great power competition, it is
incumbent on land forces to be ready and strong,” he said.
The Eurocorps Commander recognized his Corps’ importance to
NATO and the defence of Europe as a whole. LC

“

We…stand as a reminder of the mutual
complementary nature of NATO and
European defence, in the best sense of the
term.”

The NRF was established in 2002 to provide the Alliance with
an immediate and credible response capability for the range
of military operations. Though it has evolved over the past 17

Launched in 2002, the NATO Response Force
(NRF) is a highly ready and technologically
advanced, multinational force made up of land,
air, maritime and Special Operations Forces
(SOF) components that the Alliance can deploy
quickly, wherever needed and to react in a very
short time to the full range of security challenges
from crisis management to collective defense.
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By Lieutenant Jonathan BATEMAN, British Army, LANDCOM PAO

“NATO defines interoperability as
‘The ability to act together coherently,
effectively and efficiently to achieve tactical,
operational and strategic objectives. No
distinction is made between partners and
members of NATO.”

IZMIR, Turkey – NATO Allied Land Command hosted the first
ever Partner Land Commanders’ Conference Tuesday, November
26, 2019, emulating similar partner events by NATO’s Allied Air
Command and Maritime Command among others.

“NATO defines interoperability as ‘The ability to act together
coherently, effectively and efficiently to achieve tactical,
operational and strategic objectives.’ No distinction is made
between Partners and members of NATO,” said Turkish Army
Colonel Hakan Demirel, LANDCOM Assistant Chief of Staff for G7.

The event, chaired by LANDCOM Deputy Commander, British
Army Lieutenant General Richard Cripwell on behalf of LANDCOM
Commander, U.S. Army Lieutenant General J.T. Thomson, was
attended by 16 of the 24 NATO Partnership Interoperability
Initiative Nations.

There were a number of guest speakers at the event including
Lieutenant General Dennis Gyllenspǿrre, the Commander of the
United Nations Multidimensional Integrated Stabilisation Mission
in Mali (MINUSMA). He spoke about the advantages the mission
has thanks to the multitude of national contributions and also its
challenges.

With 16 general officers totalling 26 stars present at the
conference it was an incredibly high level event, with a number of
nations represented by their Land Commanders. The participants
met during an icebreaker event the evening before the conference
began, providing an opportunity for an informal greeting before
the main briefings and discussions began the following day.

“MINUSMA is a truly multinational mission with 57 countries
involved,” he said. This brings together a lot of skills and
experience, which is a strength, but also a counter strength as
you have to ensure the right level of trust exists within the unit.
The cultural mindset can be a challenge, as the understanding of
a peace keeping can be different between nations.”

Lieutenant General Cripwell opened the conference recalling
the unity and cohesion he witnessed the night prior during their
informal gathering.
“Thank you for taking time out of your busy schedules and I look
forward to your contributions,” he said from the podium in the
historic theatre building in LANDCOM’s Izmir compound. “If it
is anything like last night’s icebreaker, I can only assume we will
generate some noise, and genuine warmth!”

Jonathan Parish, NATO Deputy Assistant Secretary General for
Operations, briefed the audience on the new One Partner One Plan
initiative being developed at NATO headquarters. The initiative
will allow for NATO to develop mutually agreed objectives with
each partner nation and then align them with NATO objectives.

“

Interoperability with NATO allows for Partner nations to develop a
cohesive relationship in order to enable the sharing of knowledge
that does not exist in other nations.

One Partner, one plan will lead to
improvements in interoperability in
the land domain, and I am confident
that the future of land forces
interoperability with you, is in good
hands.”

The theme for the conference was Interoperability in the Land
Domain and included a number of guest speakers from the various
partner nations and across the NATO Alliance. One conference
objective was to increase partner awareness of the opportunities
to work with NATO to fill capability gaps in both the Alliance and
well as in Partner nations. This leads to increased interoperability.
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Partner nations that travelled to Izmir for
the event included Finland, Georgia, New
Zealand, Japan, Serbia, Morocco, Ukraine,
Mongolia, Switzerland, Australia, South
Korea, Azerbaijan, Ireland, Sweden, Bosnia
and Herzegovina and Jordan.
The new approach paves the way for specific cooperation
with Partner Nations rather than the previous broad brushed
approach.

available for Partner
nations, of which
three are currently filled.

“One Partner, One Plan will lead to improvements in
interoperability in the land domain, and I am confident that the
future of land forces interoperability with you, is in good hands,”
said Mr. Parish.

Partner nations that travelled to Izmir for the event included
Finland, Georgia, New Zealand, Japan, Serbia, Morocco,
Ukraine, Mongolia, Switzerland, Australia, South Korea,
Azerbaijan, Ireland, Sweden, Bosnia and Herzegovina, and
Jordan. LC

The final guest speaker of the event was Brigadier General
William D. “Hank” Taylor, the Deputy Advisor to the Ministry of
Defence of Afghanistan. His brief covered the current situation
in Afghanistan and advances that continue to be made there
regarding interoperability of the international forces based in
the country. He emphasized efforts made by the commander
of the Resolute Support mission in Afghanistan to have one
entirely linked mission computer and information system to
enable rapid and coherent passage of information between the
users.

The Partnership for Peace (PfP) is
a programme of practical bilateral
cooperation between individual
Euro-Atlantic partner countries and
NATO. It allows Partners to build
up an individual relationship with
NATO, choosing their own priorities
for cooperation.

The event closed with brief talks from two Partner nation
officers currently serving at LANDCOM. The two officers,
Lieutenant Colonel Abulfat Abdulayev of Azerbaijan and
Lieutenant Colonel Vasyl Pichnenko of Ukraine, are filling two
of the partner staff posts available at the headquarters. Seeing
the two officers discuss their experiences in LANDCOM gave
attendees a first hand view of the benefits of having their own
officers serve in a NATO headquarters, both for the partner
nation and for NATO. LANDCOM currently has 17 positions

For more information on Military Partnership at LANDCOM, Visit:
							

https://lc.nato.int/operations/military-partnership.
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EURASIAN
STAR 19
LANDCOM HICON EMBEDS IN EURASIAN STAR
2019 TO EXERCISE NATO RAPID DEPLOYABLE
CORPS TURKEY FOR NRF 2021
By Lieutenant Colonel Travis DETTMER, U.S. Army, LANDCOM PAO
ISTANBUL – Day six of Exercise Eurasian Star 2019 (EAST19) began with a healthy dose of
inconvenience for the staff officers assigned to NATO Rapid Deployable Corps Turkey (NRDC-T).
the joint task force headquarters role for the training audience to help
facilitate these processes. They also provided land domain coaching
and mentoring to NRDC-T during the conduct of the exercise.
Providing this land expertise and advice was not limited to the
LANDCOM members. With augmentees from NRDC Italy (NRDCIT) and Joint Forces Command Naples (JFC Naples), LANDCOM

“We will be conducting today’s Situation Awareness Brief (SAB)
without the aid of our prepared briefings,” U.S. Army Colonel
Brandon Smith, Assistant Chief of Staff for Operations for NRDC-T
said during one of the final briefings of the exercise. “We are going
full analog due to a cyber attack that just took down our servers.”
This alleged cyber attack was not a real world incident, but rather
a deliberate scenario “inject” designed to wean the warfighting
headquarters away from sole reliance on digital systems in
the conduct of staff operations. To simulate a cyber contested
environment, the exercise HICON team from NATO Allied Land
Command (LANDCOM) — the group acting as the exercise Joint Task
Force Command — figured this minor planned cyber hardship was
the least they could do to give NRDC-T an authentic experience.
“Cyber attacks are a very real possibility in today’s operational
environment,” said British Army Lieutenant Colonel Matt Cann,
LANDCOM’s HICON operations officer. “Taking away their ability to
run a daily briefing using digital products is just a small taste of what
could be affected in the event an adversary conducts a successful
cyber intrusion.”
NRDC-T conducted the command post exercise November 29 December 6, 2019 near their Istanbul headquarters. This was a major
step in their preparation for a December 2020 combat readiness
evaluation (CREVAL) designed to certify NRDC-T for their role as
the NATO Response Force (NRF) 2021 land component.
The exercise control organization, or EXCON — the hub of training
operations for NATO exercises — designs exercises to meet the aims
and objectives of the training audience, in this case NRDC-T. EXCON
ensured EAST 19 ran according to pre-planned events designed to
provide incidents and dilemmas to steer the decision making and
planning processes of the training audience. The LANDCOM HICON
team’s role in this scenario was to support the EXCON by emulating
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Lieutenant General Kemal Yeni, Commander NRDC-T walks
with Lieutenant General J.T. Thomson, Commander LANDCOM,
during EURASIAN STAR 19.
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“The composition of my team is a perfect example of how to execute mutual training support,” said Italian Army Colonel Massimo Crocco.
“This ensured an environment where the training audience was able to reach their training goals.”

demonstrated a successful blend of NATO Command Structure
and NATO Force Structure entities in support of NATO exercises.
Italian Army Colonel Massimo Crocco, LANDCOM Deputy HICON
Chief, reported this success to U.S. Army Lieutenant General J.T.
Thomson, LANDCOM Commander, during his visit to EAST 19 on
distinguished visitor day.
“The composition of my team is a perfect example of how to
execute mutual training support,” said Italian Army Colonel
Massimo Crocco. “This ensured an environment where the
training audience was able to reach their training goals.”
During all phases of the exercise, HICON proved a powerful tool
for the exercise director in enabling NRDC-T to achieve their
training objectives. In addition to training in a non-Article V crisis
response operation, the aim of the exercise was to integrate
NRDC-T and their Very High Readiness Task Force Brigade (TUR
VJTF Bde) in preparation for NRF 2021. It also served as a primer
for some HICON augmentees whose commands will have a NRF
role the same year.

“This was good practice, you were well prepared, and you gave
[good] guidance,” said the former NRDC-T and ISAF Commander.
He then implored the staff to maximize the training opportunity by
making these types of exercise situations as difficult as possible.
“Every day we have VTC problems even without cyber attack,” he
said. “Have liaison officers brief on behalf of the commanders” to
fully exercise staff operations [in a degraded environment], said
Lieutenant General Erdagl.
This was and is sage advice for any organization preparing for
their role as part of NATO’s response forces now and in the
future. LC

“EAST 19 provided a fantastic opportunity to integrate with the
LANDCOM team and develop the working relationship between
JFC Naples Operations Division and NRDC-T, as both are
preparing for their NRF responsibilities in 2021,” said British Royal
Navy Lieutenant Commander William Inglis. “These exercises are
essential, not only for those conducting the exercise to train, but
also for higher commands such as JFC Naples to send staff and
observe how subordinates will conduct their operations,” he said.
During his closing comments at the end of the SAB, retired
Lieutenant General Ethem Erdagl, senior exercise mentor to
NRDC-T Commander, Turkish Lieutenant General Kemal Yeni,
referred back to NRDC-T’s mitigation of the cyber attack with
words of praise for how the organization handled the set back.
He also had some advice.
Augmentees from NRDC-ITA
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LOYAL BONUS & EAGLE METEOR:
OCTOBER EXERCISES REFINE & TEST NRDC-ITA AND LANDCOM
By Lieutenant Colonel Travis DETTMER, U.S. Army, LANDCOM PAO

IZMIR, Turkey — For nearly two weeks in mid October the staff
of NATO Allied Land Command conducted operations inside
the bowels of a mountain located a short drive away from their
Izmir headquarters. Their purpose was to assist NATO Rapid
Deployable Corps Italy (NRDC-ITA) in execution of Exercise
Eagle Meteor (EAME) 19 as the higher control (HICON) while,
simultaneously, conducting battle staff training during Exercise
Loyal Bonus (LOBO) 2/3.
The experience, gained during the October 18-25, 2019
exercise, proved both challenging and rewarding for both
the Italy and Turkey-based NATO commands. In an era
of renewed purpose for the NATO Alliance in the face
of increased posturing and competition from potential
adversaries, the two events served complementary
purposes.
For LANDCOM, one objective of LOBO was to “test the
command’s capability to operate as a Multi-Corps Land
Component Command (MC-LCC) and give us practice in
that role,” said U.S. Air Force Meteorology Officer Major Ben
Wauer, Operations Center Battle Captain for the exercise.
“Training like this helps any unit put the theories and plans
developed in the office to the test and see how well the
machine works,” Major Wauer said. “Processes, procedures,
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communication, and personalities are all stressed in training
environments and we get to see what works and what doesn’t
work.”
The exercise was a formative experience for the staff as a whole.
“We have several training objectives for Loyal Bonus,” said U.S.
Army Lieutenant General J.T. Thomson, Commander LANDCOM
as he laid out his commander’s intent during a pre-exercise
briefing in late September. “Number one, test and refine our
SOPs, our TTPs, and our processes. Secondly, execute our battle
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it. Third, exercise decision
making,” he said while also outlining
the remaining tasks which included maintaining
situational understanding, execute the targeting and
orders processes, and conduct team building.

affiliation for future success.”

For NRDC-ITA, Eagle Meteor was a test of the Italy-based
Corps’ role as a warfighting headquarters in a multi-domain
Article V scenario. “NRDC Italy was the only one of four
Corps programmed as part of the exercise that was actively
participating,” said Wauer. “All other Corps were simulated.”

For LANDCOM, it was essential training for Exercise TRJU192, scheduled for March 2020. “There are three components
of successful training,” said Lieutenant General Thomson. “To
learn, to get better, and do it safely.”

NRDC-ITA remains prepared to deploy under NATO, European
Union, or coalition command, and has the ability to sustain
missions throughout the operational spectrum.
“The support provided to NRDC-ITA from LANDCOM has
been fundamental to the overall success of exercise Eagle
Meteor 19,” said Major General Ristuccia.

LANDCOM conducted LOBO 20-1 from February 10-21,
2020, in preparation for TRJU 19-2 which will run
from March 23 - April 2 and test LANDCOM’s
role as MC-LCC. LC

Eagle Meteor 19 enabled the completion of the Light Command
Post Concept for NRDC-ITA. The implementation of this
innovative concept, designed and developed by the warfighting
corps headquarters, allows a
command element to be closer
to the ground forces, helping
to generate agile decision
making while retaining a small
physical presence.
“In performing the vital HICON
role, a realistic relationship
was able to be generated
between Corps Headquarters
and the Land Component
Command,” said Italian Army
Major General Angelo Michele
Ristuccia, Chief of Staff for
NRDC-ITA. “This interaction
is essential to learning the
correct lessons from command
post exercises such as these,
and builds on this crucial
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U.S. Air Force Major Ben Wauer briefs during the Situation Awareness Brief
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CORPS
		
STRENGTH

UK-based Allied Rapid Reaction Corps prepares
for ‘demanding’ new warfighting role
Words by Major Laurence ROCHE, British Army, HQ ARRC

M

Photos by Staff Sergeant Elvis UMANZOR, U.S. Army, HQ ARRC
ultinational troops from NATO’s Allied Rapid Reaction Corps (ARRC) spent two
weeks in south west England training for a ‘demanding’ new commitment – as the
Alliance’s first warfighting corps since the Cold War.

Over 1,100 troops from 22 different nations spent two weeks at the Royal Air Force base at
Saint Mawgan on Cornwall’s rugged northern coastline to prepare for the future role.
Exercise ‘Arrcade Fusion 19’ saw staff officers from the UK led corps deploy for the large scale
command post exercise (CPX), as they rehearsed the procedures to command up to 120,000
military personnel in a warfighting scenario.
Under the ‘Long Term Commitments Plan’ (LTCP) rotation of responsibilities shared between
NATO’s nine corps level headquarters across Europe, the Allied Rapid Reaction Corps are
scheduled to adopt the ‘warfighting’ mantle for
the first time since the ARRC (as the former British
First Corps) last held the role in the 1980s.
Addressing the assembled troops at the end
of the exercise, the Corps’ British commander,
Lieutenant General Sir Edward Smyth-Osbourne,
said, “We are required to be at readiness as the
warfighting corps headquarters at 20 days notice
to move for operations in the European theatre,
both to deter our adversaries and to defend our
allies. This is a singular and demanding purpose.
And if push comes to shove, we need to be ready
to deploy,” he said.
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A version of this article first appeared in the Allied
Rapid Reaction Corps’s ‘The Imjin’ magazine.
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The training was supported
by experts from across NATO,
with specialists flying in from all
corners of the Alliance including
the U.S. Army’s 1st Cavalry
Division from Fort Hood, Texas,
the 1st Canadian Division from
Kingston, Ontario, the Portuguese
‘Brigada de Reacção Rápida’ (Rapid
Reaction Brigade), as well as the
British Army’s 3rd (UK) Division
from Salisbury Plain in England.
Supporting staff also travelled
from the ARRC’s sister corps
headquarters, including the NATO
Rapid Deployable Corps Italy
(NRDC-ITA) based in Milan, and
the Multinational Corps Northeast
(MNC-NE) from Szczecin, Poland.
Captain Andre Novais from the
‘Brigada de Reacção Rápida’ said, “It’s been a useful experience.
We are a rapid reaction brigade, and as the name suggests, we
can quickly deploy forces in response of the ARRC.

“As a headquarters we have to earn that trust,” Major General
Meade said. “We’re clear that we’ve still got to improve to be
really competitive. And we’re clearer on the risks to readiness
and what we need to focus on in training. And, frankly, where
we need to modernise and where those capability short fallings
are going forward.”

“For us the challenge here is working in an international
environment that is very close to reality, and we can practice
our procedures alongside different nations,” he said.

He continued. “But I think the thing that’s most pleased me has
been the way that an empowered team that has just got a bit
better every day.”

CHIEF OF MISSION
Reflecting on the progress made by the ARRC during the
exercise in Cornwall, the Corps’s Chief of Staff, Major General
John Mead from the British Army, said, “this is an exercise where
we sort out the basics, and the basics for a corps are still pretty
sophisticated. What we’ve sought to do is progressively build
the team that can work most effectively as a corps.”

LAND FORCE
During a two day visit towards the end of the exercise, the
Commander of NATO Allied Land Command, Lieutenant General
J.T. Thomson, added, “This is a tremendous example of building
readiness and practicing collective defence as an alliance. I’ve
been very impressed with the teamwork from across NATO, and
I’m impressed with the Allied Rapid Reaction Corps,” he said.

Major General Meade continued. “I think the key word is ‘trust’.
Trust is the foundation of effective military operations, but
particularly in an alliance. So, not only
are we integrating our headquarters of
21 nations, where English may not be
the first language, but then we have
to integrate as a corps and be the sum
of our parts, which has a British, an
American, and a Canadian division, a
Portuguese brigade, and a whole raft
of international corps troops providers
– such as a Czech CBRN (Chemical,
Biological, Radiological and Nuclear)
battalion, you name it.”

“You’re setting the standard all across NATO.”

He went on to cite the conplexity of the
organization, but that NATO has been
through it before. The key is to maintain
routine relationships and come together
to build trust.
For the latest on the ARRC visit:
www.arrc.nato.int
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G9 Forges Training Plan for an
Article V Scenario
By Major Samuel HAYES, U.S. Army, LANDCOM G9
In recent months, NATO Allied Land
Command Commander, Lieutenant General
J.T. Thomson, challenged LANDCOM to
improve its fighting positions across the
staff. During Exercise Loyal Bonus (LOBO)
19-1 last October, LANDCOM not only
learned valuable lessons of how to operate
as an effective staff, but also learned
how to fight in a non-Article V mission.
There were lessons at the heart of the
challenge. First, for the staff to dig deeper
to find better ways of sharing and analyzing
information to enable mission success, and
secondly, be prepared to conduct an Article
V operation, which requires a different
frame of thinking. The objective from this
challenge was clear. Rather than working
to enhance a member nation’s capability
in a non-Article V mission, LANDCOM
was to conduct operations to defeat an
adversary under an Article V mandate.
Such a challenge requires a Team of

Teams. Leading a Team of Teams requires
breaking down bureaucratic silos, crossing
the organizational divide to share the
information necessary to make informed
decisions, and taking action on the modern
battlefield.

One Part of the Larger LANDCOM
Team
The G9 Division is a part of LANDCOM’s
Team of Teams that focuses on CivilMilitary Cooperation (CIMIC) and Military
Cooperation with Partner Nations. As
U.S. General Stanley McChrystal, former
ISAF commander, wrote in his book, (Team
of Teams: New Rules of Engagement for a
Complex World) this idea creates a seamless
network of an organization that emphasize
purpose over the procedure, commits to
sharing information, and develops strong
connections between teams. General
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for achieving the mission’s objectives.

McChrystal used his Team of Teams to not only build the trust
needed between highly specialized interdisciplinary teams (e.g.,
Navy Seals, Army Special Forces, and CIA), but also to fight a
complex network in Afghanistan. LANDCOM leverages its Team
of Teams to build deep relationships — horizontal and vertical
— among member nations, internal and external among its
divisions, to fight and win in the Land Domain. G9 contributes to
this fight by synchronizing CIMIC activities conveying the civilian
situation, mitigating civilian risk to mission, and recommending
mission opportunities in support of the commander’s priorities.
The goal of this article is to show how the G9 team approached

Phase I: Preparation (November 1 – December 31, 2019)
This phase focused on understanding the systems and system
inputs/outputs of the battle rhythm and their relationship to
commanders decision-making process. It entailed reviewing
the standard operating procedures (SOPs) to incorporate
lessons learned from prior exercises, ensuring that G9’s
internal and LANDCOM’s external SOPs adhered to current
practices. Reflecting on experiences revealed a gap existed
within the Information Operations (IO) support capabilities in
which G9 was a strong contributing member. G9 resolved the
gap by creating a Standard Operating Instruction (SOI) aimed
at capturing G9’s actions towards IO with the eventual goal
of becoming a new SOP owned by the S3, highlighting the
importance of recognizing an existing organizational problem.
As the organization evolves, current practices must be updated,
particularly as LANDCOM continues to expand through the
adaptation process. Also, shifts in the operational environment
determine operational changes, as in near-peer competition
and Hybrid warfare. These changes will force G9 to relook at
how the team functions and supports LANDCOM activities and
operations.

The goal of this article is to show
how the G9 team approached the
leadership challenge through
developing and executing a
training plan.
the leadership challenge through developing and executing a
training plan. In addition, G9 sought to assist other teams with
the conceptual blocks to build their own training plans to meet
their goals, and provided CIMIC practitioners with some critical
concepts to aid their development with Article V operations. The
first section addresses the purpose of each of the four phases of
the training plan. The second covers how each branch integrated
lessons from LOBO 19-2 into the first two phases of the training
plan with some noteworthy results. The third section deals with
the design and the execution of a threeday Tabletop Exercise
(TTE) with some key points. The final section addresses insights
from Phases I and II with recommendations reflecting the views
from the G9 perspective.

Phase II: Crawl (January 1 – February 10, 2020)
This phase applied knowledge of the system through wargaming.
In this phase, leaders presented classes from an internal view
of G9 addressing how each branch functions during exercises,
overcoming friction points experienced during LOBO 19-2, and
covered essential topics to enable success. Other teams from
other LANDCOM divisions described their roles and how G9
contributes to key events nested in the commander’s decisionmaking cycle, all through the lens of a TTE focused on civilian
population interjections designed to replicate possible events
during the exercise. In turn, each branch head, each key event,
and the G9 provided their perspectives and actions in response
to scenario injects on different days. Through intense wargaming,
G9 flattened silos to forge information sharing, resulting in a
shared consciousness of the Common Operational Picture
(COP). Collective views like this enable branch heads to refine
plans and focus on cross-communication, compelling important
questions such as, (a) what do other teams need horizontally in
the organization and (b) what do other teams require vertically
from supported units and the higher headquarters?

The Training Plan
To forge a training plan, G9 used a bottom up approach based
on the initiative of many of their soldiers. These motivated
soldiers designed the training plan to overcome G9’s identified
internal challenges and meet the external goals for LANDCOM.
German Army Colonel Ferdi Akaltin, G9 Assistant Chief of Staff
(ACOS), enabled G9’s leaders to develop and to execute a six
month training plan with four phases, preparing G9 for upcoming
2020 exercises that included LOBO 20-1 (February 10-21),
and a second round of Trident Jupiter (March 23 – April 2). His
goal was for G9 not only prepare the division itself, but also
understand how to add reciprocal value in other teams such as
the G2, G3, Fires, Public Affairs, and Strategic Communications
(STRATCOM). Additional goals of the training plan included cross
training the entire G9 division in CIMIC and Civil Affairs (CA) to
help all personnel, regardless of level and breadth of experience,
in understanding the importance of civilians on the battlefield,
understand the value of the international community to an
operation, and developing options to provide to the commander

Phase III: Walk (February 10 – April 1, 2020)
By the time this phase concludes, G9 will conduct an analysis
of strengths and weaknesses of the plan’s execution from
LOBO 20-1 and refined during TRJU. We will have a small
window between exercises to incorporate lessons learned
into institutional knowledge and practices. For example, G9
deliberately experiments with integrating STRATCOM and
non-lethal targeting to exploit windows of opportunity with
an influence campaign to enable NATO military objectives
and understanding how to mitigate civilian risk to mission.
For instance, the goal is to maximize the civilian unity
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of effort through collaboration and
synchronization of displaced civilians
moving in the battlespace, working
through civilian partners to provide aid
to these civilians moving away from the
fighting. Such experimentations illustrate
new possibilities from broken silos to
anticipating not only practical knowledge
gained from assisting with IO, but also
expecting a lot of growth from learning
how to operate in a battle space area
where LANDCOM temporarily owns the
ground. In this space, G9 will learn how
to operate in enemy territory, whether
or not an adversary’s civilian government
portrays the willingness to cooperate, thus
providing options to the Commander to
take decisive actions.
Phase IV: Run (April 2 – May 30, 2020)
This phase will include evaluation of the
system, enabling other teams (Divisions
and member nations) to enhance their
CIMIC capabilities and their readiness to
implement a similar training plan. Post TRJU
19, G9 will conduct a thorough review of the
good, the bad, and the ugly, documenting
the training path and its subsequent
outcomes. Such documentation provides a
base of knowledge and transparency that
other teams can build on. The goal of G9 is
to improve the Division’s foxhole through

improved internal SOPs, SOIs, support
plans, and planning products to ensure that
institutional knowledge is not lost when
personnel change. From these phases, G9’s
teams remain empowered to accomplish
the commander’s intent — to get better.
Together, G9’s teams will not only deepen
their relationships of trust, but also have
a better understanding of how to support
each other. Below is an example of G9’s six
month training plan.

G9’s Team of Teams—The Branches
Each phase empowers the individual
branches to move beyond identifying gaps
to strengthen the connections between
the other teams (e.g.: G2, G3, CounterImproved Explosive Device (C-IED),
Fires, STRATCOM, PAO, etc.). So far,
collectivelly the Divisions have shared the
civilian picture, enhanced communication,
and spoke in a unified voice. Branch heads
reached out, building new and deepening
existing relationships of trust among the
LANDCOM staff, subordinate units, and
higher headquarters. Such links proved
vital to developing a complete picture of
the civilian environment. However, G9
found some critical gaps. For instance, we
still lacked visualization of civilian logistics
base locations or locations of international
communities within the enemy’s territory,
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both of which could have aided G9
with
more
informed
conversations
concerning CIMIC possible actions. Often
uncomfortable dialogue produced more
questions than answers, which is not
always a bad thing. In our case it created
a stronger bond among teams. It was
through each branch head’s initiative and
forward thinking that what was unknown
became clear.
Canadian Army Lieutenant Colonel Julie
Johnson (CAN, A) led the Coordination
(COORD) Branch effort. The COORD
focused on information flow and maintained
overall oversight of the training plan.
Some lessons identified from LOBO 19-2
preparation were SOP/SOI improvement,
knowledge management accessibility, and
training-focused on exercise tasks. In Phase
I, COORD implemented weekly updates on
the status of problem areas. One result
of identified lessons was development
an electronic battle box to enhance G9’s
ability to contribute to the fight. From the
review of the critical documents, members
of the COORD and other branch heads
identified outdated SOPs and new SOPs
that required creation. During Phase II,
Lieutenant Colonel Johnson lead the
discussions and TTE. Beyond helping
develop the information picture, she
challenged the TTE participants to think
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critically about the information presented,
as well as examine the second and third
order effects of any actions taken. Crossdivisional interaction during the TTE
allowed G9 the ability to collaborate and
champion their equities in other critical
meetings.
Italian Army Lieutenant Colonel Marco
Fornasaris, the head of the Civil-Military
Plans Branch (CMPB), oversaw plan
development and guided his team during
training. In Phase I, CMPB assigned key
personnel to review the different SOP/
SOIs and work through their findings,
resulting in limited updates to the current
SOP/SOIs. Members of CMPB also began
to explore opportunities to improve on
integrating CIMIC in other areas such
as non-lethal targeting. In Phase II,
CMPB led the discussion of the CivilMilitary Coordination Meeting (CICOM)
run by G9, concluding with ideas on the
better transition of information between
LANDCOM staff civilian organizations,

creating reciprocal value. LCOL Fornasaris
urged TTE participants to understand the
responsibility of each level of support, which
could prove critical when coordinating with
the international community in enemy
territory. From the rich conversations held
during the TTE, the findings allowed CMPB
to compile a list of critical requests for
information (RFIs), demonstrating gaps in
the higher headquarters’ plan.

in the battlespace. A COP dual view is
critical as NATO is on the offensive in
the scenario supporting the commanders’
mission objectives. Currently, members
of TEB continue to work on this concept
for testing in the upcoming exercises.
These members are actively seeking out
best practices from other teams to inform
experimentation against the duality of the
civilian picture.

Spanish Army Lieutenant Colonel Ramon
Macias, Theater Engagement Branch (TEB)
Chief, led operations. Some key lessons
from LOBO 19-2 preparations are a lack
of prior training, the need for a better
way to depict the civilian picture, risk to
the mission, and mission opportunities. In
response, members of TEB developed a
training plan to address G9 lessons learned
and led the execution of the training. In
Phase I, TEB realized the challenge existed
to depict civilian environment from two
perspectives — bolstering the host nation
on friendly side and degrading the enemy

In Phase II, TEB led the discussion of the
Situation Assessment Brief (SAB) and how
G9 should best portray the civilian picture
for the commander, resulting not only in
describing the civilian picture, but also
recommendations on how to mitigate the
civilian risks to mission and recommending
missions that exploit windows of
opportunity regarding civilians. Lieutenant
Colonel Macias emphasized to TTE
participants the importance of knowing
the difference in classification of displaced
civilians — internally displaced persons
(IDP) versus refugees — because of the

LC
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Awareness Briefs (SAB) took into consideration such scenarios
as an overwhelming number of displaced citizens flooding a
host nation’s essential services capacity and a natural disaster
in enemy’s territory behind the forward line of friendly troops
(FLOT). In turn, each key event garnered valuable input from
divisional subject matter experts, resulting in a thorough analysis
and assessment for presentation to the commander. What
became apparent to G9 was how the actions notionally taken in
response to the various exercise scenarios translated into refined
information complete with risks, opportunities, and options for
the commanders’ decision. This revelation proved essential,
illustrating how G9 has a responsibility not only to describe how the
civilian situation in crises or combat situations, but also describe
its effects on operations has with actionable recommendations.
The crosstalk also illuminated the importance of understanding
how the international, non-combatant community like nongovernmental organizations (NGOs) will assist in crisis situations
through the provision of supplies and services into the theater,
and how these organizations may require some support from
various elements in NATO to do so effectively.

different handling of each required by international law. TEB took
much from the TTE, allowing them to physically see where the
fighting would be focused, understand concretely LANDCOM’s
scheme of maneuver, both of which assisted in adjusting the plan
to enable better use of manpower.

G9’s Tabletop Exercise
As a way to visualize the CIMIC impact on the battlefield, G9
executed a TTE over three days, resulting in gaps identified,
RFIs submitted, and the need for G9 to refine its operational
planning. The first day depicted the operational picture through
friendly (G3) and enemy (G2) viewpoints. Civil-Military Plans
Branch (CMPB) presented the CIMIC understanding from higher
headquarters, conveying the COP for all divisions represented
and creating a starting point for the discussion. The branch heads
reacted to several scenario injections dealing with civilians. Each
leader conveyed their actions to the displaced civilians moving
across the battle space, covering information flow, steps taken,
and plans developed. Gaps were identified and resolved through
this process, such as identifying the responsible parties to convey
the G9 message to the non-lethal targeting meeting, as well as
evaluating whether that person possessed the right information
and if they required help in delivering the message. This dialogue
confirmed tasks to be covered, anticipated requirements, and the
proactive steps required.

Day three concluded with recommendations for an IO campaign in
support of a commander’s notional decision point. The influence
campaign, directed at the population centers full of displaced
persons in the scenario resulted in more collaboration required
among PAO, G9, STRATCOM, and targeting to contribute to nonlethal effects on the battlefield. The entire process challenged G9
to understand what information the commander required in order
to make specific decisions, resulting in the development of robust
civilian considerations for contribution to questions outlined in

Day two of the TTE focused on key the events briefed the week
prior. Cross-cutting topics, C-IED and Fires considerations,
Civil-Military Coordination Meetings (CICOM), and Situation
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the decision support matrix. The creation of this matrix aided G9
in understanding how to describe the civilian picture in a manner
that answers the civilian-focused challenges and their impact on
the commanders’ decision making.

G9’s Phases I and II Recommendations
Throughout this process, G9 was not only better prepared but
grew stronger as a team internally and with other teams across
the LANDCOM headquarters. Individual leaders stepped up and
motivated the group not to lose sight of the Commander’s intent:
to become better as a staff element. Some noteworthy lessons G9
learned from this whole foxhole-improving process include:

ability to conduct governance in the absence of the enemy’s
government. Furthermore, CIMIC must understand how to
deconflict Humanitarian Aid (HA), the logistical flow with the host
nation, adversary governments, and military operations. The key
is to seek out information like higher and subordinate units IDP
movement plans and coordinate with participating units for their
civilian overlays.
• Sharing information across Divisions is vital to a shared
consciousness, a unified voice, and a common operational picture.
Work across divisions to bolster non-lethal targeting and leverage
the power of an influence campaign to support the commanders’
objectives.
• Understand who the training audience (TA) for the exercise is
and, if necessary, help the exercise script writers craft scenarios to
ensure the TA meets training objectives.

• Forging a training plan is hard work, yet rewarding as it provides
an opportunity for leaders to emerge. Team of Teams leadership is
not aimed at one single person, but as an enabler of many. G9’s
bottom up approach allowed our best and brightest to shine in
ways not always seen.

Conclusion

• Give the team enough time to prepare and refine the plan.
Deputize a team member to hold people accountable for deadlines
and outputs.
• Underwrite honest mistakes.
• In the CIMIC realm, the key is to understand how CIMIC operates
in both friendly and enemy territories. Typically, CIMIC operates
within friendly nations that have some degree of functioning
government that is willing to work with NATO. However, when
CIMIC is operating in enemy territory, G9 found it more difficult
to plan because of the unknowns. In this unclear environment,
G9 has to be able to support the battle space owner and their
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The team in G9 approached the leadership challenge with a training
plan and experienced both successes and failures. We discovered
hidden and talented leaders as they emerged and influenced the
team. We built a core group of purpose-driven individuals that
cared more about the product than the process. Our new network
of individuals is interested in sharing ideas and information related
to LANDCOMs exercise challenges, and will continue to develop
meaningful connections between teams within LANDCOM and
beyond to enable future discourse. As General McChrystal used
his Team of Teams to fight a complex network, G9 will contribute
to LANDCOM’s Team of Teams to fight to deliver decisive effects
in an Article V scenario. LC
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Leadership
A Critical Factor for an Effective Learning Organization
Lieutenant Colonel Rainer P. BRAUN (DEU F) holds a Master’s Degree in Science of Leadership
and he has been a military analyst at the Joint Analysis and Lessons Learned Centre (JALLC)
since 2017. In the year 2018, he contributed to the JALLC study on new technologies in support
of lessons learned⁴ by identifying the challenges relating to NATO LL Capability.
Mr. Stefan OLARU (ROU NIC) holds degrees in Management and Law, a Master’s Degree
in Private Law, and a post-graduation in Leadership. During the 8 years spent in the
JALLC, he supported the LL information sharing and contributed to several joint analysis
projects, including as project manager for the JALLC study on new technologies in support
of lessons learned⁴.

N

ATO, as a political-military
organization, has proved over
the last decades that it is eager
and constantly striving to be a learning
organization by developing, employing,
and improving its capabilities. Among
these capabilities, the NATO Lessons
Learned (LL) capability is at the core of the
Alliance’s learning efforts.
The objective of LL in NATO is to
contribute to the Alliance’s transformation
and capabilities enhancement to address
a
continuously
changing
security
environment, where new and fast evolving

challenges present themselves in rapid
succession. To enable the implementation
of LL in NATO, the LL Policy1 was
established as an overarching guidance
in 2011. Subsequently, directives2 and
procedures were established and updated
at different NATO entities and national
levels.
As with any capability, the effectiveness
of the LL capability depends on several
critical factors supporting the achievement
of effective and efficient LL information
sharing
and
management
of
the
organizational
knowledge
resulting from
the LL process.
Among these
critical factors,
Leadership3
is central and
plays a vital
role,
leading
to the creation
of a safe and
blamefree
environment

where learning can flourish.
However, the centrality of LL Leadership
does not protect it against the challenges
that have a negative impact on the LL
capability. An in depth analysis conducted
in the JALLC study on New Technologies
in support of Lessons Learned4 identifies
a number of these challenges across three
main dimensions: (1) the prioritization
of efforts, (2) decision-making, and (3)
effective and efficient use of human
resources.

The JALLC is NATO’s centre for performing Joint Analysis of operations,
training, exercises and experiments, based on joint analysis requirements
generated by both NATO strategic commands. The JALLC supports the exchange
of Lessons Learned (LL) and facilitates the development of Lessons Learned
Capabilities, reinforcing the continuous transformation and modernization
of NATO’s forces and capabilities.
(1) NAC; NATO LESSONS LEARNED POLICY; PO(2011)0293-AS1; 9 September 2011; NATO
Unclassified
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(2) For example, NATO’s Bi-Strategic Command (Bi-SC) Directive 080-006 (2018) and the Allied
Command Operations (ACO) Directive 080-001
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LESSON
PLAN

OBSERVE

ANALYSE

INDENTIFED

ANALYSIS PHASE
PRIORITIZATION

DECISION MAKING
With regard to decision-making, the study
identifies that Leadership may struggle to
make a decision because the sheer amount of
available data and analysis results expand the
available options to an unobtainable decision
point. Also as a consequence of prioritization,
Leadership
engagement
is
sometimes
perceived sporadic rather than as a continuous
engagement element. Consequently, more
time is often needed to inform Leadership
about urgent issues that would require rapid
decision making. Another factor at times
impacting decision making is that Leadership
does not fully trust the evidence provided
by new technologies, leading them to base
decisions more on their own experiences,
feelings, and personal judgement. As a result,
there is the potential that some decisions may
not be informed sufficiently.
A POTENTIAL SOLUTION
Although new technologies may help in
addressing some of these challenges, and
intensive research with passionate discussions
about this topic will always provide new

DECIDE

We believe command and control
policies are not enough to compel a
strong organizational LL mindset for
information sharing and knowledge
building, as this mindset is mainly based
on a free individual will. The mindset
cannot necessarily be changed simply
by giving orders. We believe, therefore,
there is a need to shift towards an inspire
and support philosophy. In other words,
a new approach should be considered
in order to have the focus on peoples’
needs rather than simply achieving LL
as a task. The people within our Alliance
are the engines that drive the decisions
made by NATO Leaders. They should
be inspired by a clear purpose of LL
capability and identify the benefits of
exploiting the outputs of LL, complete
with a well-established feedback loop
for both the LL community and relevant
stakeholders. These people, of course,
will require clear boundaries for their areas of
responsibility but also discretion and freedom
of action in their particular LL role. Utmost,
people will need to be able to show and foster
tolerance in regard to cultural diversity and
language barriers in a multinational working
environment.

IMPLEMENTATION PHASE

With regard to prioritization, the study identifies
that LL is not the only concern of the Leadership
who may often place more importance on
other things. This drives LL practitioners, who
likely require timely decisions, to often find
ways to work around the LL process in order to
address issues requiring immediate attention.
This is especially true in the Implementation
Phase (the second phase of the LL process)
when focused resource commitment and
prioritization of effort are required. In the
case of competing priorities, the decision is
sometimes taken but, in many cases, the action
is deferred because of competing priorities.

instruments to enable Leadership
in facing these challenges, there is
something else that, in general terms,
should be reconsidered.

Overall, Leadership buy-in of the value of
our organization will continue to be a critical
factor for the NATO’s LL capability, a capability
which will continue to face known and
unknown challenges. However, the success
in addressing these challenges very likely will
depend on the ability to converge individual
and organizational mindset towards effective
learning and a solid knowledge transfer inside
and outside the organization. LC

(3) In this context, leadership is a complex dynamic system rather than just an attribute or
something only assigned to single individual leaders who give orders in a traditional leadership
approach.

IMPLEMENT
VALIDATE

LESSON
LEARNED

LEADERSHIP
IS A CHOICE,
NOT A
POSI TION

(4) JALLC; New Technologies in support of Lessons Learned; JALLC/CG/19/011; 31 January 2019;
NATO Unclassified
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LAND DOMAIN NCO DEVELOPMENT
By Chief Warrant Officer Kevin J. MATHERS, Canadian Army, LANDCOM Command Senior Enlisted Leader

G

rounded in experience and motivated
by strong leaders who stand out as
role models, the best NCO is clearly one who
is challenged to recognize his or her strengths
and weaknesses. This approach must,
however, be informed by a clear vision of what
is required of “generation next” – the NCOs
who will come after us. In attempt to frame
the NATO influences that have positively
affected our human terrain in recent months,
I’ll highlight from my perspective events that
have had a direct impact on the future of
NCOs in the LAND Domain.
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Chiefs of Transformation Conference (COTC)
At the strategic level, the COTC in December 2019, hosted by Supreme Allied Command Transformation (SACT), included
a dedicated team of national and Allied Command Operations (ACOs) CSELs led by seasoned facilitator, retired U.S. Navy
Captain Scott Jasper, PhD, with the expressed purpose to examine NCO development in order to meet future complex security
challenges. The theme for the COTC was NATO Warfare Development: Innovation & Interoperability- Winning Tomorrow’s War Today.
Allied Command Transformation (ACT) CSEL, Hungarian Sergeant Major Tibor Bogdán, outlined these outcomes during the event:
Trends and Threats

Development

• Adversaries will contest the rules and norms that define
international order

• Development of social aptitudes to cope with complex
problems

• Persistent disorder will result from state failure to provide
governance

• Validate technical skill and university tailored technical
education requirements

• Declining demographics will endanger human resource
availability

• Identify and define developmental periods mapped against
competencies

• Climate change will increase and disrupt operations

• Talent spotting, talent management, career management,
succession plans

• Disruptive technologies will require force adaptation and
preparation

• Continuous, adaptive education with performance
measurements

• Hybrid threats that use an array of measures including cyber
and disinformation

Decision Making
• Use a networked approach in communication to allow the
transfer of mass information quickly (tactical, operational,
strategic, lessons learned)

NCO Attributes
• A reactive, thinking, and value added team member
• A constant learner of how, not what, to think

• Invest in tactical leaders’ education and training at the small
group level

• Creative and innovative through self development
• Competency rather than task based objectives

• Empower NCOs in the decision space to be a force multiplier
in all domains

• Process and Tools
• Inform the PD model throughout Bi-SC directive review to
empower NATO Educational Training Facilities (NETF) and
Partner Education and Training (PETC) throughout ACT Global
programming guidelines -075-002, -075-003, -075-007, -075015

Challenges
• Strategic communications to society and parents
• Diversity/inclusion in demographics
• Talent management/use of experience

• Review NATO job descriptions informed by change to Allied
Force Standards

• Resilience to the new technology
• Shared knowledge of facts versus social media avenues

• Adapt Lesssons Learned (LL) collection system to share
training/education knowledge so as to baseline best practices

• NATO recruiting messaging for nations
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SACEUR Commanders’ Conference
At the operational level, CSELs met in a
breakout session at this year’s SACEUR
Commanders’ Conference hosted by NATO
Allied Land Command (LANDCOM) in Izmir,
Turkey. Here CSELs from throughout the
NATO Command structure (NCS) gathered
to tackle the most pressing issues pertaining

to NCO manning, recognition of excellence,
and professional development. During this
session the team agreed we all had to look
closely at the organisations we represent
and do our best to define the successes and
challenges in the three areas listed above.
NATO Force Structure (NFS) CSEL
Conference
Armed with the outcomes from two high
level working groups, the final key event
was my 3rd Annual NFS CSEL Conference
held February 4-5, 2020 at NATO Rapid
Deployable Corps Greece (NRDC-GR).
Surrounded in history at the home of
NRDC-GR, Thessaloniki was the ideal
backdrop for the pursuit of professionalism
by sharing ideas and best practices through
discussion and presentations. In addition to
our host CSEL from NRDC-GR, CSELs from
Multinational Corps Northeast (MNC-NE),
Multinational Division Northeast (MNDNE), Multinational Division North (MND-N),
Multinational Division Southeast (MNDSE), Allied Rapid Reaction Corps (ARRC),
Rapid Reaction Corps France (RRC-FR),
Eurocorps, NATO Rapid Deployable Corps

Spain (NRDC-ESP), NRDC Turkey (NRDCTUR), and NRDC Italy (NRDC-ITA) attended.
We were also very fortunate to have the
British Army Sergeant Major Gavin Paton,
MARCOM CSEL Warrant Officer First Class
Lee Carr, and ACO CSEL Command Sergeant
Major Siim Saliste in attendance.

Opening Discussions
Day one focused on sharing challenges
and successes from each of the NFS
Divisions and Corps throughout the land
domain.
The Commander of NRDCGR, Lieutenant General Konstantinos
Koutras, opened the event emphasizing
his respect and reliance on the NCOs
in the Alliance for their honest advice
and experience, citing his own reliance
on his CSEL, Warrant Officer Ionnais
Charisiadis. Each of the CSELs bring their
own regional knowledge and strengths
to the fight for deterrence and defense
of the Alliance but, in my opinion, it’s the
similarities of the team that are arguably
the biggest asset to the Alliance. When a
diverse team of senior leaders put their
heads together to tackle real world issues
related to the people that we all represent,
the result is extraordinary, and the
collaboration is intuitive and innovative.
The common bond for the Alliance is our
dependence on people and their enduring
professionalism.
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Key Take Aways
Placement matters. We quickly discovered
one of the most important issues for us all
was getting the right people for the right job
at the right time. That consensus was easily
reached. But the problem had to be reverse
engineered for us to view holistically
what that actually meant at our level. We
decided that the best place to start was
to properly and precisely define what it is
we needed our NCOs to do for the NFS.
Of course, NCOs must to be aligned with
our commander’s intent of interoperability,
readiness, and lethality. But the question
remained, how does this boil down to
manning? After much discussion and input
from all in attendance, it was decided the
best place to start was rewriting NCO job
descriptions.
Defining leadership as a focus area. While
there were a multitude of activities geared
at interoperability and readiness discussed
during these key events, leadership was
pervasive throughout. There are currently
a number of positions over simplified
by title and frankly underwhelmed by
description. Today’s soldiers are highly
educated and trained, and their capabilities
are extraordinary. Simply put, we have a
responsibility to ask for more from them.
Young leaders want autonomy and intrinsic
motivation. We agreed to take a closer look
at the CSEL level, in collaboration with the
G-1, to better define and recruit people for
positions consistent to what they can bring
to the job and not necessarily what rank
they bring to the job. Command Sergeant
Major Saliste supported our efforts by
reminding us that SACEUR has stated that
he sees NCOs as a capability and, as such,
we have a responsibility to continuously
work on upholding and improving this
capability.
Summary
CSELs represent the soldiers of the
Alliance. We are working diligently to
deepen the professionalism of NCOs
across the NFS to ensure our Backbone at
all levels is equipped, staffed, and ready to
support the command intent. As guardians
of future NCO leader expectations, we will
continually plan and seize opportunities to
improve NCO leadership development. LC
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A FRENCH NCO’s VIEW OF 				

			 LEADERSHIP
By Sergeant Jeremy MORON, French Army, LANDCOM G7

B

efore discussing leadership, let’s to start with a small
definition.

According to Leadership in Organizations by Gary
Yukl (1981), leadership is “the process of influencing others
to understand and agree about what needs to be done and
how to do it, and the process of facilitating individual and
collective efforts to accomplish shared objectives.”
Even if this definition is more applicable to the civil business
environment, leadership is an integral, inseparable aspect
of the military world. Effective leadership enables the right
decisions and empowers subordinates to take decisions whilst
safeguarding esprit de corps, a concept, embedded within a
French NCO’s basic military education. As a consequence,
French NCOs are duty-bound to continuously develop
throughout their leadership skills throughout their individual
military careers. Often, these skills are rapidly developed
during intense military exercise periods. It is also during
training courses that NCOs refine leadership skills further.
And it is during operational missions, arguably the most
essential aspect for any military career, where leadership
skills reveal themselves.
In the French Army we break leadership down into these six
essential pillars with defined qualities:
• Decision: strength of character sense of responsibility,
initiative
• Justice: sense of fairness
• Trust: loyalty, humility, enthusiasm

Throughout my career, I have observed that the best leaders
have always demonstrated all of these pillars. I seek to model
these leaders and refine my own leadership attributes. But I
do not only learn from others. My own experiences have also
shaped my leadership development.
After joining the French Army as a private, my first leadership
experience was with my instructors during basic military
training. This training period was at times challenging, but it
is this initial hardship that proved the most essential.

• Skill: professionalism, adaptation, lucidity
• Requirements: exemplarity, will, sense of duty
• Humanity: dignity, fraternity, availability
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Source: L’exercice du commandement dans l’armée de Terre. État-major de l’armée de Terre
- 2016
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As young soldier I listened to the
instructors and seasoned leaders in our
organizations . From these experiences
I developed an admiration, and a level
of courage, knowing I could follow
these leaders anywhere, anytime,
and into harms way if necessary. This
is what excellent leaders, those who
present the full range of leadership
requirements – the six pillars – inspire
in subordinates.

I take great comfort in the fact
that French officers and NCOs
are more than mere managers.
We are taught to command by
encompassing management,
leadership, charisma, orders,
discipline, and loyalty

During my career, I have been
able to emulate these leadership
qualities thanks to the trust and the
responsibilities my own leaders gave
me. This is the best way, I firmly believe,
NCOs and officers can groom those
young soldiers who desire to become
the best future leaders.
In the French Army, the notion of
leadership is often associated with
with charisma and fairness. In civilian
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management, leadership tends to be a
more of a generic term for the person
in charge of managing groups at various
levels. And this this isn’t wrong, it’s
just different. Nevertheless, I take
great comfort in the fact that French
officers and NCOs are more than mere
managers. We are taught to command
by
encompassing
management,
leadership, charisma, orders, discipline,
and loyalty. LC
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NCO Leadership Education the

Swiss Way

By Warrant Officer Zoltán KÁCSOR, Hungarian Army, LANDCOM G2

I

n my experience, the noncommissioned officer’s (NCO) role
in a multinational environment encompasses more diverse
challenges than serving on the national level. This is why
professional education is important. In order to make the NCO
Corps more interoperable, participation in leadership focused
courses for NCOs is crucial.

available to NATO. This massive task requires the highest level of
organizational skills and the instructions from highly experienced
senior NCOs, not only from the Swiss Armed Forces, but also
from other nations as well. They also incorporate guest speakers
from outside the military to add variety to course’s professional
curriculum.
The curriculum for their array of
courses covers a broad range of topics
such as cultural awareness, ethical
behavior, counseling in a multinational
environment, effective communication,
and conflict management. The lessons
are mainly syndicate work conducted
very efficiently so attendees can
simultaneously
experience
the
strengths and weaknesses of their
own personal qualities. This makes
the experience an outstanding
opportunity for personal development,
and exposes students to the myriad of
aspects of group dynamics by forcing
students to work in ‘micro international
environments’.
For senior NCOs, the Advanced
Leadership
in
a
Multinational
Environment course is essential.
This course is designed to broaden
participants’ awareness of leadership challenges and highlight
aspects that differ from a purely national perspective, such as
cultural awareness.

Interestingly, the provision of military NCO leadership training
in NATO is not relegated to only NATO member nations. As
part of Partnership for Peace (PfP), the Swiss Armed Forces are
actively involved in the Alliance’s demanding undertaking to
pave the way towards a stronger, more cohesive organization
through professional military education. In fact, they host and
fund the NCO Intermediate and Advanced Leadership Courses

And a leadership course, by definition, cannot be restricted to
the walls of a classroom inside a military compound with a strictly
followed curriculum. This is why this Swiss-run NCO course takes
students outside the confines of a military environment for team
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building activities and ice breakers to enhance their socialization
as NCOs with an aim of discovering the diversity of cultures.
It’s also a chance for students to see the spectacular landscape
of Switzerland. The combination of lessons and social events
enables attendees to discover both the beauty and difficulty of
leadership far beyond expectations.

The Swiss Armed Forces College, SAFC
The main task of the Armed Forces College is to train commanders from company to brigade level and staff officers from
battalion to brigade level. Further, the SAFC is responsible for the
education and training of regular officers and noncommissioned
officers.

Leadership is a skill that requires the combination of selfknowledge, experience, professionalism, and humility. It is an
ever changing adventure. Broad personal and professional
development is crucial for a successful senior NCO. The more
we understand the concept of NCO leadership, the more
knowledge we can absorb from courses like the NCO Advanced
Leadership Course in a Multinational Environment. LC

Armed Forces Professional NCO School, NCOS
The BUSA is the central place of training for professional NCOs. It is also in charge of the
training of specialist teachers in the methodological-didactical field. The NCOS has the
following tasks:
- Run the Basic Training Courses (BTC/GAL) for prospective professional NCOs
- Run the Advanced Training Courses and Supplementary Training Courses for professional
NCOs
- Be the Competence Centre for sports

Switzerland has been participating in the Partnership for Peace (PfP)
programme since 1996. PfP is a
political initiative that is jointly
realised by the 29 NATO member
states and 22 partner states.
Cooperation within PfP is aimed at
enhancing trust and transparency
in sensitive areas relating to
security and defence policy. The
objective of the partnership is
to promote the security policy
dialogue in the Euro-Atlantic area
and to enhance peace, democracy
and security in Europe through
substantial cooperation.

- Be the Competence Centre for the national languages German, French and Italian
- Be responsible for the training and supplementary training of specialist teachers
- Be ready to take over modules/sequences of training offers at SAFC (Senior Cadre
Training) level and to support specific activities
- Run Supplementary Training Courses with methodological/didactical content for
specialist teachers who temporari- ly teach in military schools of the LBA (Logistical Base
of the Armed Forces)
- Assume the role of the operational tenant of buildings the NCOS works in within the
context of property management of the Department of Defence, Civil Protection and
Sports
- To ensure proper international NCO training in preparation for international assignments.

For more information on SAFC, visit www.vtg.admin.ch/en/organisation/kdo-ausb/hka.html
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525 ANNIVERSARY
of the creation of the
SERGEANT RANK
in the
SPANISH ARMY
By Command Sergeant Major Angel J. BROSEL , Spanish Army, NRDC-ESP

D

uring the year 2019, the Spanish
Army celebrates the 525th
Anniversary of the creation of the
Sergeant rank.

has been, is and will be the soul of the
Noncommissioned Officers Corps, the
spirit that permeates history and tradition
with its way of being and existence.

Five hundred and twenty-five years, which
is like saying the whole life of our Army,
born in the late fifteenth century as a result
of the creation of the first permanent
army of the known world, the Sergeant

At the end of the fifteenth century, there
are three historical circumstances that
influence the creation of the Sergeant
rank: the end of the Reconquest, the
discovery of America and the creation of
permanent armies.
There is a change in military art empowerment of infantry to the detriment
of cavalry. The Company appears as
the basic organization of infantry, the
castration is performed, the artillery
is reformed, the portable weapons are
delivered to the soldier and the evolutions
are normalized. Even “specialists” appear
as the people who are trained to perform
a profession or trade of a technical nature.
The Catholic Monarchs organize the first
permanent army. Fernando with his war
experience and Isabel who was visionary
in what we would call the Intendance, in
logistics and, in the promotion of the first
field hospitals and apothecaries.
The first reference to the rank of Sergeant
is in a Royal Provision of 1493, when the
Catholic Monarchs create a corps of cavalry
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troops called “Old Guards of Castile”, in
which each company, under the command
of a Captain, include a Sergeant, This is the
first appearance of the rank. A year later,
in 1494 King Fernando “El Católico” signs
his ordinances of what would become the
first regular and permanent military units
of the Spanish Army, and in which the
figure of the Sergeant is already part of
the military organization.
The chronicles say that it was the Captains
who asked the King to create the rank of
Sergeant since those first companies only
had a Captain and a Second Lieutenant
(alférez). Below them were the Corporals.
The Captains and Lieutenants were in
charge of nearly 800 men, already with a
variety of weapons. This First Sergeant one per company - was the third officer
of the unit. This rank had a wide range
of responsibilities, including missions,
highlighting
logistics,
administrative
duties and training.
In 1534, Carlos I included the Sergeant
in an Infantry unit, when he created the
“Spanish Tercios” of Naples and Milan.
He would shake half of the world for his
limitless courage, his knowledge of Military
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“FUNDAMENTAL ECHELON AND ESSENTIAL ELEMENT FOR 525 YEARS”
rank. As the complexity of war tactics
increases, the number of Sergeants per
company increases to three, and the post
of First Sergeant is created.
In 1912, a Law is published in which two
categories are created in enlisted corps
(one consisting of Soldier, First Soldier,
Corporal, and another of the Sergeant,
Master Sergeant and NCO rank).
Servicemen who had at least six months
of service were allowed to apply for the
sergeant posts. They were required to sit
an examination.

Art and his exceptional warrior virtues.
It is the period of greatest splendor
of the Army and the Sergeant, who is
responsible for the duties described
above and has the added responsibility of
instructing each of the different elements
of this perfect war machine (pikeman,
arquebusiers and musketeers).
During the seventeenth century, the
Sergeant’s fame darkens at the same
pace as the fame of the Thirds with the
decline of the Empire. But it will not be
until the Ordinances of Carlos III, in 1768,
(Ordinances that were in force until 1978),
that it will finally appear, consolidated as
a hierarchical rank - albeit as an enlisted

But it is not until 1931, that the
Government of the Republic, signs a Law
that, for the first time, organizes and
recognizes the prestige of this group,
laying the foundations of the newly
created NCO corps (in which the Sergeant
is not yet included). It is composed
of First Sergeants, Master Sergeants,
“subayudantes” and Sergeant Majors.
Subsequently, in 1934, the Sergeant
is integrated into the NCO Corps, and
remains there to this day.
Forty years later, in 1974, in the “Camp
Martin Alonso”, in Tremp (Lérida),
the “Academia General Básica de
Suboficiales”
(Non-commissioned
Military School) is created. This is where
the common non-commissioned training
course is taught. It is the birthplace
of the “Básica” (commonly call NCO
in our School). After that, forty-four
promotions, and twenty-seven thousand

Upper left, fragment of the painting “La patrulla” by Augusto Ferrer Dalmau
Upper right, fragment of the painting “Piquero del Tercio 2º de Asturias” by Augusto Ferrer Dalmau
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three hundred and forty-four Sergeants
graduated from the Academy. In 1993,
the first female sergeant, belonging to
the XVII Promotion, graduates, being the
first of seven hundred and ninety-one
who have done so until this year.
Two months before, Law 13/1974 on
the organization of the Basic Noncommissioned Corps was passed. This
was created due to the need for younger
staff, with high levels of technical
experience and adequate knowledge. It
required a renewal of the training system
of the NCO Corps, in which the formation
of the noncommissioned officers was
regulated for the first time in the 525
years of the history of the Sergeant. This
is like saying that the noncommissioned
officers are a “fundamental echelon and
essential element” of the Army and we
must “love and care” for them.
Currently, military education, for those
who join the NCO Corps, takes place
over a period of three years. After an
initial period at AGBS (NCO School)
where students receive general military
training, they continue in the academies
of their respective specialties in which, in
addition to continuing with their specific
military training, they pursue studies to
obtain a degree of “Superior Technician”
in the General Educational System. LC

This article was previously published in NATO Rapid Deployable Corps Spain - Journal 2019
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Training Leaders
				Through Exercises
By Lieutenant Colonel Francois DICKES, French Army, LANDCOM G-7

“In strategy, you have effectively won
when you forestall the enemy, so you
must train well to attain this.”
- Miyamoto Musashi, The Book of Five Rings, Book of
Fire, 1644

Photo credit: Spanish Army

enemy, you estimate its tactical strength and intuit
its planned strategy.”1 Exercises also offer this
opportunity to model or mimic an enemy, giving
him life with a high level of realism. Thus, this allows
leaders to jump into what is not only the shock of
fire and steel, but an intellectual challenge.

T

here is a simple truth when it comes to military leaders: They
are accountable for the welfare of their subordinates. Poorly
equipped leaders pay with the lives of soldiers on the field of battle,
and untrained leaders multiply the risks of defeat. This is why
military exercises in particular are critical for the leaders of military
organizations. What they may cost monetarily, they spare in blood.
Rigorous training exercises are the absolute key to training military
leaders at all levels of the chain of command, and they allow these
leaders to build their team of teams and enable readiness to fight
tomorrow’s wars. Exercises in today’s changing threat environment
provide a realistic opportunity for military leaders to train with
confidence and even audacity.

This becomes all the more important as these opportunities to
exercise leaders in relative peacetime provides them a chance to
assess their own operational readiness and that of their troops. The
practice of a progressive exercise regimen gives leaders necessary
snapshots in readiness at specific moments in time, which in
turn fosters awareness and opens the path to progress within
their organisations. Exercise by exercise, as each training venue
concludes and the “reset” button is pressed for the next iteration,
these leaders learn from their experiences and concentrate on the
next steps toward full readiness.

Leaders as a training audience

The best military leader is useless if they do not have a trained
team capable of planning, preparing, and executing. Exercises allow
leaders to see their teams operate together and showcase their
own leadership abilities. To them, exercises are a valuable occasion
of building teams and shaping them to their leader’s needs.
Furthermore, they are an occasion for the military leader to let a
staff work on its own and watch it evolve, like a humble gardener

Exercises as team of team building opportunity

Carl von Clausewitz described war as first a confrontation of will.
Among the awareness generating qualities of exercises is the
likelihood for military leaders to compare their will to that of the
enemy. As General Stanley McChrystal, former U.S. Commander
of NATO Forces in Afghanistan once wrote, “when facing the
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(1) Stanley McChrystal It Takes a Network. The new front line of modern warfare. Foreign Policy,
February 21, 2011.
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who possesses the ability to step back and watch a garden grow
before making a decision.
Human resourcing is not an exact science and there is no such thing
as a perfectly standardized staff. Exercises are testing grounds to
identify gaps and refine raw human resources into what they should
be and how they should operate. It takes time and patience to build
a proficient team. In fact, in November 2019 during exercise Trident
Jupiter 19-1, Lieutenant General Laurent Kolodziej compared this
process to the Samurai who sometimes took ten years to forge the
sword that he needed.
As there is no such thing as an omniscient leader, exercises are
venues to confront various points of view and discover new ones
with a shared sense of purpose. According to General McChrystal,
“the team is better off with the cohesive ability to improvise as a
unit, relying on both specialization and overlapping responsibilities
where each can do some of the other’s jobs in a pinch, as well as such
familiarity with one another’s habits and responses that they can
anticipate instinctively one anothers responses.”2 This contributes
to the building of a team of teams before having to fight for real.
Future of Exercise Design: Training Tomorrow’s Leaders
The future is in a constant forward motion, always moving ahead
and changing while we solve the future challenges that have
become our present. Because of this, development of potential
events and threats are sometimes difficult to grasp and model.
Exercises are experiment grounds that enable the training of leaders
using scenarios of a potential future. Though they are anchored in
the present, they also are an occasion to use new planning options
and concepts designed to tackle future problems and check their
relevance, thus enabling their refinement where necessary. These
battle staff trainings and exercises are the opportunities that put a
military leader in a position to influence their own future and that
of the staff.
The future of warfare is not limited to purely military dilemmas. It is
also related to everything comprising our various
surroundings that we consider our contemporary,
yet changing environments. Future exercises must
reflect the growing complexity of warfare in these
changing environments. The recent return of
potential large scale conflict in both Europe and
Asia, coupled with the exponential growth and
rapid flow of information and its impact on crisis
development, challenges military leaders who
must be able to face multiple types of situations
with agile decision making capability. This is an
important factor in modern exercises. They test
the resilience of their training audiences, placing
them in dilemmas reflecting the complexity of, for
instance, combat operations in populated areas
or nearby industrial facilities that introduce the
high probability of massive civilian casualties or
environmental disaster.
Eventually, future warfare will depend on the
(2) Stanley McChrystal, Tantum Collins, David Silverman and Chris Fussel, Team of Teams, New
rules of engagement for a complex world. Penguin Books, 2015.
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development of a new generation of tools and weapons.
Future exercises will integrate solutions that enable
leaders with more efficient assets that multiply the range
of possibilities. Technological innovation in the fields of
information technology has already led military leaders to adopt
network centric warfare and take into account the disruption
caused by cyber combat in modern warfare. Though the network
is comprised primarily of people connected by technology, one of
the burgeoning shapers of innovation is not human. It is artificial
intelligence (AI). Future exercises will be influenced by AI related
solutions and challenges, and training military leaders in an
environment where AI will be part of both friendly and enemy
force assets will be commonplace. Paradoxically, the military
leaders who might gain the greatest benefit by including AI in
their leadership models are probably the trainers themselves.
Nowadays, AI can model cities and their environment, and mimic
behaviors of both individuals and entire groups of people. In
NATO, the multiplication of exercises and training audiences, the
number of different scenarios encompassing all sectors of the
360 degree approach, the building up of exercises, and adapting
scenarios and manning response cells will become more and
more challenging. The more tailored the exercise, the bigger
the added value. For those responsible for providing NATO with
adapted exercises, AI may become a solution, and it may be here
sooner than we think.
Conclusion
Through its 2019-2023 Campaign Plan, Leading Change – Fit for
Purpose, LANDCOM contributes to the training of NATO military
leaders. In fact, the naming of exercises in the 2020 LANDCOM
Commander’s Intent confirms that exercises are key to the
training of military leaders in the land domain at all levels of the
chain of command. LC
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SACEUR 										
COMMANDERS 					
				CONFERENCE
“We’re here
because we have
a responsibility
to fight in the
competition phase
and deliver peace.”

I

ZMIR, Turkey – Headquarters NATO Allied Land Command
hosted the Supreme Allied Commander Europe (SACEUR)
Commanders Conference January 29, 2020. The biannual
conference is an opportunity for the SACEUR, U.S. Air Force
General Tod D. Wolters, to meet with Allied Command Operations
(ACO) commanders, Command Senior Enlisted Leaders, and
Political Advisors to discuss NATO priorities. Unique to this
conference is the fact representatives from Allied Command
Transformation (ACT) attended as well.

not talking about the things we’re going to have to do to generate
more peace and win, I think we’re making a mistake,” he said,
expanding on the purpose of the gathering.

Topics covered during this conference included a focus on NATO’s
deterrence and defence Posture, including the Deterrence and
Defence of the Euro-Atlantic Area Concept, the enablement of
SACEUR’s area of responsibility, as well as NATO’s operations,
missions and activities. This iteration comes on the heels of the
January 14-15 Military Committee meeting, another NATO event
held biannually between Alliance chiefs of defence.

“Günaydın and Hoş Geldiniz! Good morning and welcome to
Turkey! Thank you very much for this opportunity to have this
conference here,” said LANDCOM commander, U.S. Army
Lieutenant General J.T. Thomson. “I’ll tell you, this is very
important to LANDCOM, but from a bigger perspective, this is
very important to the Republic of Turkey,” noting the excitement
senior Turkish military and government officials conveyed to him
during a recent meeting he attended in Ankara. “[They told me]
it is great that SACEUR is having his conference here,” he said.

The conference, which is always chaired by SACEUR, is hosted
at different headquarters across Allied Command Operations on
a rotating basis. This was the first time LANDCOM hosted the
event.

“We’re here because we have a responsibility to fight in the
competition phase and deliver peace,” said General Wolters
during his opening remarks. “And, every time we gather, if we’re

NATO has had a continuous command structure presence in
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Izmir since Turkey joined the Alliance
in 1952. LANDCOM is one of several
NATO activities currently operating
in the Turkish province. From 1952 –
2002 it operated as Allied Land Forces
Southeast, a 4-star headquarters
commanded by both U.S. and Turkish
commanders during that period. In
2002, after the Prague Summit, it
transformed into NATO’s Air Component
Command and operated as such from
2002 – 2013. In 2013, following a
NATO command structure review, it
officially returned to the land domain
as LANDCOM and has the mission to
coordinate and synchronize NATO and
Partner land forces by enabling land
domain
readiness,
interoperability,
standardization,
and
competency.
LANDCOM has the additional mission to
deploy headquarters elements to provide planning, coordination,
and command and control capabilities to Allied forces.
General Wolters emphasized the importance of commanders
learning as much as possible from the different war fighting
domains represented at the conference, as well as representatives
from ACT. “For all of us, every time we visit a fellow domain
organization, we’re pleasantly surprised with what we learn. You
walk away from that experience with a far better understanding
of how to be successful to contribute outside of your specific
domain,” he said.
Allied Command Operations and Allied Command Transformation
are NATO’s two strategic military commands. ACO, commanded

by the SACEUR, is responsible for all Alliance military operations.
The command headquarters, known as Supreme Headquarters
Allied Powers Europe, or SHAPE, is located in Casteau near Mons,
Belgium. The mission of ACO and the SACEUR is to contribute to
preserving the peace, security and territorial integrity of NATO
member nations in its area of responsibility.
ACT, headquartered in the United States near Norfolk, Virginia,
is commanded by French Air Force General André Lanata. The
organization’s mission is to contribute to preserving the peace,
security and territorial integrity of Alliance member states by
leading the warfare development of military structures, forces,
capabilities and doctrines. ACT’s mission complements ACO as
it enables NATO to meet its level of ambition and core missions. LC
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NATO LEADERSHIP
NATO SCHOOL Oberammergau (NSO) conducts education and
individual training in support of current and developing NATO
operations, strategy, policy, doctrine and procedures.
It will remain flexible and ready to rapidly respond to the challenges
of the future security environment by supporting the educational and
individual training requirements of NATO. We will establish strong and
NATO are also highlighted for reference/
further research.
BASICS

T

he military approach to leadership
is often cited as the gold standard for
others to follow. Indeed, military leaders
examine historical figures with the aim
of learning from them. The demands
of today’s increasingly fast-moving
environment, as well as the continued
study of past leaders, suggest that
we, as NATO leaders of the future,
also need to consider what that future
holds, particularly in the multinational
environment of NATO where there is a
rich setting to learn and develop ones’
leadership style on a daily basis.
AIM
This article aims to stimulate debate on
leadership training within NATO, as well
as to invite the reader to consider what
skills they individually require to equip
themselves for the future leadership
challenges in the Alliance.
Actions
currently being investigated within

Leadership training/development is,
and always will remain, predominantly
a national responsibility, even in the
NATO context.
Nations take raw
recruits/candidates and mould them
into the leaders that their army/
service/profession requires to operate
successfully.
NATO typically only
‘borrows’ these national personnel for
one tour (approximately three years)
or, in rare instances, perhaps two or
three tours during a careers. Our
national systems continue to promote
and manage their careers using NATO
as an opportunity to ‘broaden’ their
experience/knowledge
base
and
enhance their skills.
This author posits that more than
a broadening opportunity, NATO
assignments provide a unique occasion,
perhaps not yet fully embraced; to
develop these leadership skills across
what the business world would call
the “global environment”. Additionally,
NATO positions allow officers and noncommissioned officers ready access to
the multitude of training and education
that NATO Education and Training
Facilities (NETFs) offer.
LEADERSHIP & MANAGEMENT
There are many definitions of
leadership and management. Professor,
leadership expert, and prolific author,
John P. Kotter, stated that “leadership
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and management are two distinctive
and complementary systems of action”
and in a changing world, one cannot
function without the other.
More
specifically, he states that
“Managers promote stability while
leaders press for change, and only
organizations that embrace both sides of
that contradiction can thrive in turbulent
times”¹
Unlike day to day managerial skills,
leadership can also be viewed through
transactional and transformational
lenses²,
with
the
transactional
leader being task/outcome oriented,
but maintaining compliance with
an
organization’s
rules.
The
transformational leader stimulates
ideas and creativity and also creates
a safe environment to challenge the
status quo. Neither style is wrong, but
as Kotter states; a predominance of one
style is often not the healthiest option
for the organization, particularly in a
rapidly changing environment, such as
NATO.
TEST ACRONYM
The TEST (Team, Environment, Self,
Technology) Acronym is designed as a
simple prompt to support thinking about
leadership. There are many academic
and commercially based examples of
leadership assessment, with much
overlap. This author offers TEST as
a simple, yet striking opportunity for
continued military leader reflection.
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TRAINING

By Mr. David STOFFELL, Department Head ETEE, NSO

collaborative relationships with NATO’s Centres of Excellence, NATO’s
Partnership Training and Education Centres and other leading academic
institutions to collectively provide the most efficient and effective
training capability for the Alliance and its partners. Our classrooms
will reflect the diversity and reality of coalition operations, learning
together, in support of NATO’s comprehensive approach.
TEAM
Understanding the team that you are
leading/working in.
Diversity. Often defined as “the
state or quality of being different
or varied”³ the word itself leaves
plenty of room for the term to
be misunderstood in relation
to leadership. Diversity, in this
context, is not about balancing the
team in terms of gender, age, race,
ethnicity etc.
Rather, diversity
in the leadership realm is about
bringing different perspectives
and strengths to the team. Key
scholars of leadership⁴ discuss
the style trade-offs to consider
within a team: task focused versus
people focused, controlling versus
empowering, risk taking versus
risk adverse, individualistic versus
team player and flexible versus
structured. This sort of diversity
should be considered within the
organizational teams of NATO to
maximise their effectiveness.
Culture. Peter Drucker famously
said “Culture eats strategy for
breakfast”⁵ and whilst this is
another often misunderstood topic,
this author will not attempt to offer
yet another definition of NATO
culture. However, every NATO
leader could highlight a number of
descriptors to include, many found
in the various value statements
of our NATO organizations – but
does this lead to the behaviours
being sought? More relevantly,
NATO needs a culture that

supports Alliance success
in its three core tasks⁶
by staying ahead of
its adversaries.
Does
your part of the NATO
organization
have
a culture that has a
good two way flow of
information, is nimble
at
making
decisions,
innovative in its thinking,
adopts
coaching
and
mentoring as the norm
and looks to improve
the Alliance in all that it
does? If not, it should
be
remembered
that
culture is the behaviour
of management⁷ and
therefore
an
inward
look at what you can
contribute is a good
starting point!
Generations. Understanding
your position in the
generational
timeline
(Silent Generation – born
1928 to 1945, Baby
Boomers – born 1946
to 1964, Generation X
– born 1965 to 1980,
Millennials – born 1981 to 1996
and Post-Millennials – born 1997
to the present) and those general
characteristics expected in terms
of social, economic, political and
technological ability will teach you
much about yourself. However,
more than just your personal
understanding, dissecting the
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attributes and positions of your colleagues (superiors,
peers and subordinates) will lead to increased
leadership and management efficiencies. Aristotle
is famously quoted with “the whole is greater than
the sum of its parts”. The NATO Team⁸ is as complex
and varied as any commercial company. We must
understand our own role within the NATO Team and
ensure we are doing everything we can to maximise
the sum of our multinational parts.
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ENVIROMENT
Understanding the contemporary operating environment.
Our daily tasks should contribute to the improvement of the
Alliance. Understanding our environment is a necessary leader
trait to shape our leadership and management styles.
Spectrum of engagement. Maintaining ‘currency’ in today’s
24/7 news cycle can be daunting. The following prompts,
from basic knowledge to full spectrum, can facilitate increased
engagement. Is your knowledge of NATO up to date? The
NATO Staff Officer Orientation Course⁹ provides the basics on
arrival in NATO, but have you followed up on the latest news and
declarations?¹⁰ Is your professional knowledge aligned to the
NATO interoperability standards? Many Education and Training
Facilities (ETFs) provide this knowledge and the information can
be found in the Electronic Training and Opportunities Catalogue
(ETOC)¹¹. Are you in synch with the latest policies from the
two Strategic Headquarters? The Senior Officer Policy Course
and European Security Cooperation Course¹² are two examples
of where the recent policy pronouncements and dilemmas are
discussed. Focusing our own learning on the entire spectrum of
NATO engagement will allow us to truly grasp the complexities
and adapt our leadership style to today’s NATO.
Hybrid. The future environment is no longer just contained
within the military sphere. An earlier Multinational Capability
Development Campaign (MCDC) project on countering hybrid
warfare produced handbooks for both understanding and
countering hybrid warfare¹³. There are a number of national and
Alliance descriptions generated from the original definition14 .
In your current contribution to the Alliance are you thinking in
terms of military (NATO and nations), cross government (within
nations), Non-government organizations (NGOs) within both
nations and internationally?
Adversary. The recent NATO Command Structure (Adaptation)
(NCS(A)) is designed to keep us both relevant and capable for
today’s challenges.
Many of the trials we face
are no longer ‘peer
to peer’ conflict
but rather a
more diverse
range
of
adversary
actions
a n d

reactions. This complexity is
well illustrated in the Cyber
Domain where we see
threat actors operating
autonomously
or
as part of a larger
organization, each
with very different
reasons for hacking
(thrill
seekers,
terrorist groups or
hacktivists). This also
means that our collective
or national response to an
attack will rarely be of equal
status.
SELF
Understanding your own leadership style is key to working
successfully in complex multinational environments.
Style. There are many templates available to support assessment
of your leadership style, both as a leader and a contributor to
a team. The NATO School Oberammergau (NSO) employs the
persolog behaviour profile within its noncommissioned officer
(NCO) leadership programme. This uses the DISC (Dominant,
Influencing, Steady, Cautious) behaviour profile and is
informative for leaders in both individual understanding as well
as analysis of those personnel with whom they work/interact.
Emotional Intelligence. History clearly shows us that no clear
‘blueprint’ exists for a successful leader. Different situations
demand different types of leadership (everything from the
battlefield to the boardroom). Neither IQ nor technical skills
distinguish great leaders, but rather deep emotional intelligence
that consists of the following skills: Self-awareness, selfregulation, motivation, empathy and social skills16 . Ones “mental
fitness” and personal ability to find balance and sustainment
of the tasks at hand are crucial to modern leadership and
management.
Bias. A generally accepted definition of bias suggests “a prejudice
in favour of or against one thing, person or group compared to
another”. However, further exploration into different types
of biases reveals multiple types or examples: cognitive bias,
unconscious bias, cultural bias, gender bias, AI bias etc. Without
opening this debate here, are we aware of our own biases and
how they may affect us and our decisions? Acknowledgement is
the first step towards improvement.
Decision Making. Whether you look at Winston Churchill’s
favourite maxim:
“Action this day” or Peter Drucker’s
“Ultimately all strategy devolves into work”, the role of the
leader is to get things done and effective decision making is
key. Procrastination is the enemy of the decision maker and
the Eisenhower Matrix is a great tool¹⁷ for identifying where
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time on decision making should be spent. The Powel 40/70
rule¹⁸ on the amount of information required to make a decision
(to make tough decisions you should have no less than 40
percent and no more than 70 percent of the information you
need) can often seem to be at odds with NATO activity, but it
should be remembered that one of the key tenants of the NATO
Alliance is its consensus approach. Add to all of this the future
environment where uncertainty, high stakes, politics, multiple
perspectives and complexity all seem to be at the centre of the
debate and it seems that decision making (intuitive, rational and
experienced) is not becoming easier! The NSO offers a number
of courses19 like Alternative Analysis and Design Thinking that
provide different ways of looking at problems to get you back
into action mode.

studied subject both within our Nations and NATO. With the
increased use of Artificial Intelligence (AI) the question of the
‘human in the loop’ will continue to be reviewed along with the
ethical and legal implications of machines waging warfare. When
considered for decision making the subject of bias and misuse
need to be considered. Do you have enough understanding of
the human/machine interface, both professionally and privately,
to ensure that appropriate decisions are made? How are we
going to train leadership to work in this environment and do we
still maintain training on traditional methods in case of failure/
denial?

TECHNOLOGY

Technology is impacting on your everyday life as well as your
working environment. The effect on leadership and management
activity will be considerable and challenge many of the current
operating practices.

Awareness of the impacts of technology on Leadership and your
workplan?

ONGOING NATO ACTIVITY

Information Age. Information is becoming the driving force behind
professional and personal activity with our ability to sift rapidly
through large volumes of data becoming a daily requirement.
For leadership the introduction of technology to aid in this task
brings an additional set of challenges in terms of leveraging
information in complex decision-making environments as well
as opportunities to exploit new communication strategies
and collaborate in different and more expansive ways. It will
mean that our leaders will have to rethink the questions they
ask (to avoid being deluged with data) and consider the various
implications of their decisions. It also suggests that positions
that manage data must become more automated in the future,
but posts that use judgement, creativity, and experience will
need to be nurtured and grown.
Human Machine. The Human/Machine relationship is a much

Our Alliance and nations are focusing on many of the aforementioned
thoughts.
RTG 286. The Science and Technology Organisation (STO)
within NATO sponsored a multinational panel in 2017 to report
on “Leader Development for NATO Multinational Military
Operations”. The team was led by the United States with
Great Britain as co-chair. The report, which breaks the various
leadership attributes into the following categories: cognitive,
personal, professional, transformative, technological and social,
is due to be published in the near future20.
MCDC. The 2019/2020 Multinational Capability Development
Campaign on Future Leadership is being jointly led by Great
Britain and Germany with 13 other contributing nations and
three observing nations. The problem statement they are
working on is to “understand, analyse and respond to
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the implications of the future operating environments in terms of
its impact on the ability to lead and to identify how best to select,
prepare, and support future leaders”. The joint report is due to be
released at the end of 2020 and is looking to ensure that we better
prepare, develop, and support future leaders to be able to lead and
address the complexities and challenges of the future operating
environment21.
As NATO’s Warfare Development Command, Allied Command
Transformation’s (ACT) role is to ensure NATO is “ready with the
right military capacity at any moment in time to face any challenge”.
The Human Capital Enhancement Programme has the vision to
“Foster the provision of the best prepared people, in the right
place, at the right time, every time.”
Using a number of lines of effort (Leadership Development,
Organizational Effectiveness, and Learning Methodology together
with innovation) ACT is looking to ensure the readiness of the warfighter with a programme of measurable activities out to 202522.
CONCLUSION
Rather than attempt to capture the voluminous material on
leadership, this article invites you to think about your own
leadership/management style and perhaps that of your people (if
you are in a management position) and when you last invested in
this important area. This article also aimed to highlight a vehicle
for self assessment as well as some of the current NATO initiatives
on leadership.

Every day within NATO should be more than a broadening
experience to advance a national career path. Rather, every day
in NATO is a leadership learning opportunity where there are
many ways to expand your knowledge skills and attitudes (KSA)
via practical application or via the myriad of NATO Education and
Training opportunities.
Many of our daily activities, when viewed via the TEST model,
are small, but relevant leadership training and application
opportunities. These on the job skills coupled with individual
endeavour (self study), developing relationships and learning
from others and NATO education/training (both online and
residential) assist NATO leaders to constantly evolve in the Team,
Environment, Self and Technology aspects of our roles in the
Alliance.
As the Department Head for Education, Training, Exercise and
Evaluation (ETEE), the NSO sees leadership as one of the ETEE
functional areas of responsibility in the Alliance’s ETEE discipline.
We at the NSO are therefore tasked with the role of ensuring that
suitable solutions have been identified for the NATO leadership
requirements identified. Along with other NETFs we offer various
solutions to improve the leadership capabilities within the
Alliance, at all levels of the organization.
Leadership is everyone’s responsibility within the NATO Alliance,
not just those within a senior post/position. We kindly request
that you consider avoiding the pitfall of believing that “this is
someone else’s responsibility”.

(1) What Leaders Really Do – John P. Kotter – HRB’s 10 Must Reads on Leadership ISBN 9781-4221-5797-8 2011.

(8) #WEARENATO

(2) https://courses.lumenlearning.com/boundless-management/chapter/types-of-leaders/

(10) https://www.nato.int/cps/en/natohq/79511.htm

(9) https://www.natoschool.nato.int/

(3) Collins English Dictionary & Thesaurus.

(11) https://e-itep.act.nato.int/Guest/ETOCindex.aspx

(4) How to Lead – Jo Owen ISBN 978-1-292-23257-7 2018.

(12) https://www.natoschool.nato.int/

(5) https://www.managementcentre.co.uk/culture-eats-strategy-for-breakfast/

(13) https://www.gov.uk/government/publications/countering-hybrid-warfare-projectunderstanding-hybrid-warfare

(6) Collective defence, crisis management and cooperative security.
(7) No Bullsh*t Leadership – Chris Hurst – ISBN 978 1 78816 2524 – 2019.
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(14) A fused mix of conventional weapons, irregular tactics, terrorism and criminal behaviour,
in the battlespace to obtain their political objectives.
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Remember,

“If your actions create a
legacy that inspires others to
dream more, learn more, do
more and become more, then
you are an excellent leader”
NSO and LANDCOM are inspired to do more to support the
NATO Alliance on this valuable subject to enhance leaders
engaged in Operations and beyond.

ore
C
NSO lues
Va

LC

The NSO Standards of Ethical Conduct sets forth
the expectations for how we conduct ourselves
as we serve the Alliance and our sponsoring nations.

NSO personnel are expected to observe the highest standards
of professional and personal behaviour, both on and off duty. We
must act with propriety, particularly in the care and management
of NSO resources. Accordingly, the overarching attribute that will
characterize our behaviour is that we will act in the best interest
of NSO.
The following Standards of Ethical Conduct provides a foundation
and reference point for decisions and courses of action in carrying
out our professional responsibilities:

L
I
K
E

LEADERSHIP - Establishing bold objectives and motivating others to work towards them.

INTEGRITY - Acting with the highest degree of honesty, fairness and personal veracity.

KNOWLEDGE - Seeking out and fostering cutting-edge understanding based upon
technical competence and significant real-world experience.

EXCELLENCE - Constantly striving for the highest level of achievement in all aspects
of personal and professional life.

(15) Prof John G Geier & Prof. Dorothy E Downey at www.persolog.com

(19) https://www.natoschool.nato.int

(16) What Makes a Leader? – Daniel Golemna - HRB’s 10 Must Reads on Leadership ISBN
978-1-4221-5797-8 2011.

(20) https://www.nato.int/cps/en/natohq/topics_88745.htm
(21) Further information on the MCDC Future Leadership project can be obtained via the DH
ETEE at NSO.

(17) https://www.eisenhower.me/
(18) https://www.fa-mag.com/news/colin-powell-s-40-70-approach-to-leadership-andexecutive-decisions-34956.html

(22) Further information on Human Capital can be obtained via the HC&EIT Branch, JFD
Directorate, HQ SACT.

(17) https://www.natoschool.nato.int
(18) https://www.fa-mag.com/news/colin-powell-s-40-70-approach-to-leadership-andexecutive-decisions-34956.html
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(23) NATO Education & Training is managed via the Global Programming framework
articulated in MC 458/3 and subordinate Directives.
(24) Dolly Parton
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Shaping Intelligence Leaders
					in NATO Partner Land Forces:
			

Mobile Training by LANDCOM G2
By Lieutenant Colonel Marco BELOGI, Italian Army, LANDCOM G2

D

uring 2019, LANDCOM G2 sent intelligence focused
mobile training teams (MTTs) to Algeria, Ukraine, Kuwait,
and Morocco, enabling leaders in the intelligence function
from every group within the framework of NATO’s Military
Cooperation programs, including Partnership for Peace (PfP),
Mediterranean Dialogue (MD), and the Istanbul Cooperation
Initiative (ICI).
Across NATO, intelligence drives operations and our shared
doctrine includes the Intelligence Preparation of the Battlefield/
Battlespace (IPB) process that serves as a common structure
to analyse and present the threat environment to commanders
and staff. At its core, a LANDCOM G2 led MTT shares this IPB
process and key concepts through a combination
of instruction and practical application using a
conventional warfare scenario at the tactical
level. Our overall objectives are always to
increase military cooperation and capacity,
exchange professional dialogue, and build
relationships with intelligence leaders from
Partner nations.

an overview of the IPB process, the first day
focuses on the first step of the NATO process,
Battlespace Area Evaluation (BAE). Whilst the
course is taught in English, and most if not all of
the partners have a firm grasp of the language,
we still normally have live, real time translation
provided either by the host nation or built in as
part of our team. This allows for the team to
make sure that nuanced points of our instruction
are clear, and it also helps the training team
build rapport with the students.
On the second day our instructors introduce a notional scenario
and break the students into three syndicates, each headed by
a LANDCOM instructor. The main training objective for day
two is for each syndicate to brief the initial exercise scenario
informed by the development of various terrain overlays using
the acronym OCOKA (Observation and Fields of Fire, Cover and
Concealment, Obstacles, Key Terrain and Avenues of Approach).
Day three opens with a discussion of how NATO evaluates a
threat force through exploration of an adversary’s composition,
disposition, and capabilities – step two in the NATO IPB process
– and progresses through an instructor led brief that models this

LANDCOM G2 MTT APPROACH
The standard course of instruction for our
Intelligence focused LANDCOM MTT follows a
systematic four step approach to instruct IPB and
allows our students to apply their understanding
through a scenario based practical exercise.
After a review of the learning objectives and

Photos courtesy of NATO ICI Regional Centre
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Our overall objectives
are always to increase
military cooperation
and capacity, exchange
professional dialogue,
and build relationships
with Intelligence
leaders from partner
nations.

Photo courtesy of Moroccan Southern Zone Headquarters

process using a fictional enemy order of battle and possible Courses
of Action (COAs). We close out day three with instruction on the
third step of the IPB process, threat integration, where intelligence
teams must combine their analysis of the environment and terrain
with the threat.
Day four is dedicated to syndicate work and, in our view, represents
the best opportunity for the cadre to interact with the students
and truly faciliate both leadership development and build common
understanding. Each syndicate spends the day integrating what they
learned in the first two steps of the NATO IPB process to develop
two distinct Threat Courses of Action, each with complete Situation
Templates, which show a combination of threat doctrine, capability,
and terrain, Event Templates that show enemy action over time, and
a Decision Support Overlay that identifies where and when the threat
must choose one action over another. All this leads the group to
define Named and Targeted Areas of Interest (NAIs and TAIs) that will
enable friendly intelligence collection, targeting, and operation.

interest and commitment by partners throughout the world.
In sum, the enthusiastic and collaborative learning environment
established during these events provided a unique
opportunity for the LANDCOM G2 to foster relationships and
increase interoperability with intelligence professionals from
partnership nations. These events continue to serve as one
of the key building blocks that form the wall of future security
and stability. LC

On the final day, the students deliver a comprehensive IPB brief to
MTT instructors as if they were prepared for a unit level mission
analysis. We have seen some incredibly capable officers over the year
and are always impressed with the level of effort from every audience.
A VALUABLE INVESTMENT
Across the four Intelligence MTTs we led in 2019, we routinely
interacted with 20-30 students, usually ranging from Lieutenants to
Lieutenant Colonels. We did have several Colonels attend the course
in Morocco and Kuwait, where we also taught Officers from Oman
and Saudi Arabia. We even had the priviledge to host the Deputy
G2 of Ukrainian Land Forces Command during our MTT activities in
Kiev. We found that during every course, our partners were always
highly motivated and demonstrated a great desire to learn. They
asked insightful questions, and even challenged our LANDCOM
team to include an element of operational level Comprehensive
Preparation of the Environment (CPOE) into the curriculum to enable
greater interoperability above the tactical level. On every occasion,
the support staff and facilities from each host nation were wonderful.
Locations like the NATO-Istanbul Cooperative Initiative Regional
Centre in Kuwait City where we taught really highlight the level of
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By Major Federico Maria VIZZINI, Italian Army, LANDCOM G4

The leader, in particular a military
leader must be self confident but
humble, strict in their manner and
towards their team. A leader should be
innovative and set the conditions for
success, firstly by increasing confidence
in their team members and allowing
a constant and increasing level of
ambition.

L

L
eadership is the ability to guide subordinates to
see, feel, understand and embrace a compelling vision.
Leadership is about mapping out conditions of victory as
a team or an organization. It can be dynamic, exciting, and
inspiring. Leaders help others do the right thing, in the
most effective and efficient way, they set direction, build
an inspiring vision, and create something new. In doing so,
it is of paramount importance to drive all team members
to view the institutional goals as their own objectives, and
help them give their best to enable their fulfilment.
To achieve the ability of leading a team inspired by such
principles, the leader, in particular a military leader must
be self-confident but humble, strict in their manner and
towards their team. A leader should be innovative and set
the conditions for success, firstly by increasing confidence
in their team members and allowing a constant and
increasing level of ambition. Eventually supporting their
personal fulfillment and acknowledging their achievements,
will increase the ambition of the members of the team
further.
TRAINING FOR PREPAREDNESS
It becomes evident that well preparedness is of paramount
importance and paves the way for a leader to apply these
essential principles. That’s where LANDCOM mobile
training teams (MTTs) come in! The activities carried
out within the MTT programme play a significant role in

60

MAGAZINE
SPRING 2020

enhancing the knowledge
partner nations Officers, and
their ability to lead a team.
The MTTs support the
LANDCOM
headquarters’
wide effort run in assisting
partner nations, and fall
under one of NATO’s three
core
tasks:
Cooperative
Security. This consists of
three components, including
strengthening partnership,
contributing to arms control,
non-proliferation
and
disarmament, and assisting
potential new nations in
preparation
for
NATO
membership.
The MTT, made up by five personnel from G4 Division,
spent five days providing Crisis Response Logistic Planning
instructions to Moroccan officers from the Army, Navy and Air
Force, ranked captain up to colonel. The scope of the training
was to enable partner officers, assigned to the Moroccan
General staff and other commands, to understand their role
in the NATO Logistics Operational Planning Process as J4 staff
officers at the Operational level. In addition to that, the aim
was to prepare the participants for logistics mission/duties
with knowledge on fundamentals of NATO logistics, logistics
principles, policies, concepts and doctrine of theatre-level
logistics in operations. The several syndicate work sessions
required the students to rotate as the lead in the planning
team which supported and stimulated the enhancement of
leadership capability.

MTT TO MOROCCO
LANDCOM contributes to Cooperative Security through several
means, such as the provision of MTTs to selected NATO partners.
Under this programme, LANDCOM, as action authority for MTTs
on logistics, delivered a Logistics Operational Planing Process
training session at L’Ecole Royale du Materiel in Benslimane,
Morocco, from February 3-7, 2020.

The proactive behaviour shown by the students, particularly
during the syndicate work sessions, revealed a strong
desire and willingness to apply NATO procedures. The high
performance expressed during the training was a sign of
experience and complete dedication to bring their national
interest to the forefront.
SUMMARY
By delivering these MTT programmes to Partners, LANDCOM
speeds the process in bringing them in compliance with NATO
standards and increases the efficacy in their contribution to the
Alliance’s operations and missions. Moreover, it contributes
to spreading NATO culture and knowledge, and supporting
overarching cooperative security tasks. Finally, through these
activities LANDCOM plays a key role in developing leadership
skills and helps military leaders from partner nations to map
out where they need to go together with their team to win. LC
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“Seeing Ourselves
through Our Allies:
The Value of NATO
in Adapting National
Military Culture”

G

By Lieutenant Colonel Stephan PIKNER, U.S. Army, LANDCOM G5

rowing agile and adaptive leaders does not just
happen in a vacuum. The expectations of and
opportunities for soldiers within their army are central to
its organizational culture. This culture, the context in which
leaders develop, is widely recognized as important but is
largely invisible to those immersed in it. In this article I argue
that a unique advantage of NATO is that, through the close
and continuous interaction between military professionals,
each constituent army can become more aware of its own
organizational culture. By seeing itself more clearly, each
national military can then, in turn improve, how it selects
and develops agile and adaptive leaders for deterrence and
defence.

Another widely cited advantage of democratic militaries is
superior human capital. Citizens of democracies are broadly
healthier and better educated than subjects in an autocracy,
resulting in a deeper recruit base. By participating actively
in the political process they are more likely to internalize the
state’s mission as their own3. Most critically, however, soldiers

Democracies: Militarily Advantaged
Despite hand wringing about the assumed military
advantages of authoritarian states, democracies generally
field more capable armed forces and win more wars than
their autocratic counterparts. There are several commonly
cited explanations for this empirical observation. First,
democracies tend to have stronger economies, resulting in
a larger resource base which can support a more capable
military. Second, authoritarian regimes have to concern
themselves with not only foreign threats to their survival
but also internal ones. This can divert resources away from
the military towards the internal security organizations
autocratic regimes rely on to intimidate and repress its
own population1. Within the military itself, authoritarian
leaders often take a series of coup-proofing steps that
reduce military effectiveness but secure their position in
power. Such steps include establishing parallel chains of
command, maintaining duplicative forces, and promoting
officers for personal fealty instead of competence2.
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Photo by U.S. Army Sergeant James AVERY, 16th Mobile Public Affairs Detachment

in a democracy have the flexibility, adaptability, and
agency to make autonomous decisions and take initiative.

This
flexibility,
adaptability,
and
agency is essential to building
a culture of mission command, where
subordinates are empowered to take prudent risk
and make decisions within a broad framework of their
commander’s mission and intent. Much of the research
into the military balance between competing armies long
overlooked the dimension of culture, considering instead
more easily measured variables such as technology, mass,
terrain, and strategy as critical factors when comparing
two rival nations’ forces5. Without an organizational
culture that fosters initiative and rewards agility, however,
employing a doctrine of mission command is impossible6.

This is in a sense a reflection of their status as citizens in
a democratic society more broadly, where instead of being
the subject of an autocratic regime’s plans they have the
responsibility and authority to decide for themselves4.

The Advantage of Culture
This is not a dramatic insight to those of us who serve
in uniform, nor is it to students of organizational culture
more broadly; a common refrain in the business world
is that “culture eats strategy for breakfast”. Culture,
however, is often invisible to those immersed in it.
Therefore, the challenge becomes how to recognize the
weaknesses and strengths of a dynamic that is routinely
taken for granted. I argue that a unique advantage of
NATO is that the deep interaction that makes up day-today operations allow us to more clearly see both our own
national military cultures and learn from our allies. By
deliberately leveraging this close contact we can better
recognize and thereby optimize the organizational culture
of our respective national armies in order to grow adaptive
and agile leaders.
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Immersion into an army’s culture begins (often in dramatic
fashion) the moment a new recruit reports. All militaries need
to indoctrinate new members to turn them into effective
soldiers. Arguably this process is more dramatic in democratic
militaries, since the shift towards a collective mindset is greater
than in authoritarian societies where such processes are widely
employed across society. While discipline, subordination, and
conformity is required for any army to function effectively, it
serves only as the basis of any military’s broader organizational
culture, which can be defined as “a pattern of shared basic
assumptions that was learned by a group as it solved its
problems of external adaptation and internal integration, that
has worked well enough to be considered valid and, therefore,
to be taught to new members as the correct way to perceive,
think, and feel in relation to those problems7.”
The process of acculturation into the military continues well
beyond the initial indoctrination of recruits or officer cadets.
In contrast to initial military training, which is consciously
designed and follows broadly similar lines in armies across
the world and throughout history, the organizational cultures
of different national armies can vary significantly and result
in dramatic differences in performance on the battlefield8.
Some of this military organizational culture is derived from the
nation it defends; for example, historians argue that Israel’s
egalitarian society was reflected in its military’s ability to

improvise and use mission command successfully
in fluid situations during the 1967 Six Day
War against more doctrinaire, inflexible
autocratic adversaries9.

(1) David A. Lake, “Powerful Pacifists: Democratic States and War.,” American Political
Science Review 86, no. 01 (March 1992): 24–37

Other influences of military organizational culture are
narrower, however, and discussed further below.
In a military context tracing the evolution of organizational
culture is complicated by two factors. First, in most countries
the national armed forces are the military profession overlap
entirely. That is, the only place to be a soldier is in the military,
an obvious statement with an important second order effect.
Most other professions have a range of organizations in which
they can work; doctors can switch hospitals and lawyers
can depart their firms but still remain in the medical or legal
profession. Leaving the military, however, means leaving the
profession of arms. Therefore disentangling organizational

The principle of resilience is firmly anchored in Article
3 of the Alliance’s founding treaty:

“In order more effectively to achieve the
objectives of this Treaty, the Parties, separately
and jointly, by means of continuous and effective
self-help and mutual aid, will maintain and
develop their individual and collective capacity
to resist armed attack.”

motivations (such as pay,
promotion,
and
posting
incentives)
from
broader
professional
ones
(such
as whether the military is
adapting effectively to fight
and win in the future) becomes
a knotty proposition.
The most important source
of a military’s organizational
culture is what it has learned
in war.
This generates a
second complicating effect
with regards to how an army
generates adaptive and agile
leaders. As war is (thankfully)
a rare event the lessons that
are learned collectively by an
army during and following
a conflict can influence the
force’s organizational culture
for decades. These lessons can be captured either formally in
doctrine and training or informally by shifts in the organization’s
unwritten rules and shared, but unacknowledged, assumptions
that is, its culture. As the recency of the conflict passes and

(6) While many examples of mission command cite the Wehrmacht’s use of Auftragstaktik
in World War II it is important to remember that Hitler’s strict orders precluding any retreat
(even to a militarily superior position) in the Eastern Front both mirrored Stalin’s similar
directive in 1941 and also led to tactical and operational calamity.

(2) Caitlin Talmadge, The Dictator’s Army: Battlefield Effectiveness in Authoritarian
Regimes (Ithaca (N.Y.): Cornell University Press, 2015).

(7) Edgar Shein, quoted in Kai Hammerich and Richard D. Lewis, Fish Can’t See Water: How
National Culture Can Make or Break Your Corporate Strategy, (Wiley, 2013).

(3) Dan Reiter and Allan C Stam, Democracies at War (Princeton University Press, 2002).
(4) Stephen Biddle and Stephen Long, “Democracy and Military Effectiveness: A Deeper
Look,” Journal of Conflict Resolution 48, no. 4 (August 2004): 525–46.
(5) Fowler, Eric S. “Culture and Military Effectiveness: How Societal Traits Influence Battle
Outcomes” (2016). PhD dissertation, International Studies, Old Dominion University.-
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(8) David Grossman, On Killing: The Psychological Cost of Learning to Kill in War and Society
(Boston: Little and Brown, 1995).
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(9) Avi Kober, “The Rise and Fall of Israeli Operational Art, 1948-2008,” in The Evolution of
Operational Art, ed. John Andreas Olsen and Martin van Creveld (New York: Oxford University
Press, 2011), 169.
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economies of NATO member states
form a broadly similar starting
point. Wartime experiences are
more varied than societal context,
especially when including nonNATO, out-of-area actions such as
the French in Vietnam and Algeria,
the British in the Falklands, and
the Americans in Southeast Asia.
However, the Cold War provided
a common context for many
NATO nations, and more recent
campaigns including Operation
Desert Storm, Bosnia, Kosovo, and
Afghanistan involved nearly every
current ally.
Photo by U.S. Army Sergeant James AVERY, 16th Mobile Public Affairs Detachment

new soldiers are recruited, acculturated, promoted, and in turn
given the task of training following generations the primary,
warfighting derived sources of the military’s organizational
culture grow more distant. Cultural norms (what is expected
and what is taboo), heuristics (mental shortcuts or “rules of
thumb”), and habits are continuously replicated and transmitted,
but the tie back to the original wartime lesson fades, much like
a series of analogue copies of an old audio tape.
This military organizational cultural drift is often compounded
by the overlap between the army as a large, bureaucratic
institution and the profession of arms. Professional norms
derived from combat experience can become muddled with
“company” norms that define success in the organization. This
stands in contrast with other professions, where institutional
peculiarities of a particular hospital’s promotion system or law
firm’s remuneration structure are distinct from the broader
medial or legal professions. While ideally the bureaucratic
norms of the military-as-institution should align closely with
what is needed of an army in war, without the shock of combat
it is difficult to judge whether a military’s organizational culture
actually breeds agile and adaptive leaders. Furthermore, it
becomes exceedingly difficult for officers and NCOs who have
spent their entire professional lives within their own army’s
culture to see, let alone improve, it.
That is where NATO comes in.
A Broad Sampling to Learn & Improve
A unique strength of the Alliance is that each of its 29 constituent
armies each has its own distinct military organizational culture.
Some of this culture is rooted in the societies from which they
are drawn and in turn defend. While there is some variation,
the democratic systems of
government and free
(10) For example, some
market
personnel policies that differ between
otherwise similar armies include the regimental
system, variations in promotion timelines, eligibility for
retirement and associated ages of officers, implications of an “up-or-out”
system, sabbatical opportunities, differing expectations for the similar ranks,
and advanced education opportunities and utilization. These all shape
priorities, motivations, and capabilities of soldiers and officers---and in turn
the military organizational culture.

This broad commonality in society
and recent combat experience
allows for the isolation of the third root of military organizational
culture: the internally driven, national variations that are tied to
promotion, education, structure, budget, retirement, and pay.
These factors profoundly shape how militaries develop agile
and adaptive leaders. By looking across the Alliance each army
can study the strengths, successes, and missteps of others, and
develop better informed internal policies. Moreover, looking
across the Alliance can enable each national military to see
itself and its own organizational culture more clearly. They
can compare their own, often subconscious expectations with
the quirks, habits, heuristics, and expectations of other. This
is invaluable, since, as outlined previously, armies can easily
become ensconced in their own self-replicating cultures that
are challenged only in war. If too ossified and distant from the
demands of warfighting, a military that is unable to see itself
will be incapable of developing agile and adaptive leaders.
Conclusion
Working within an alliance, particularly one as closely
integrated and large as NATO, can lift the blinders that a
military often has to its own internal organizational culture.
Not everything that is revealed is negative; habits and
heuristics that form part of one’s nation’s military culture may
be revealed as vital to success when that army’s performance
is contrasted with another’s. While specific examples of the
impacts of explicit national policies, implied but important
professional expectations, and heuristics used by leaders as
shortcuts to judge potential are beyond the scope of this
article, they are more evident to those who have served
within an alliance than not10. The takeaway is that some of
these factors help develop agile and adaptive leaders, while
others stifle them. Clearer recognition of one’s own internal
organizational culture through deliberate comparison with
those of a similar, allied military’s is critical to adjusting explicit
policies and implied expectations to better grow the agile and
adaptive leaders needed to meet the challenges of
future warfare. LC
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15 LANDCOM CORPS
COMMANDERS’			 		
CONFERENCE
By Lieutenant Colonel Travis DETTMER, U.S. Army, LANDCOM PAO

BUCHAREST, Romania – U.S. Army Lieutenant General J.T. Thomson, Commander of NATO Allied Land Command
(LANDCOM) held the 15th LANDCOM Corps Commanders’ Conference (LC3) at Headquarters Multinational Division
Southeast (MND-SE) October 7-9, 2019. This is the first time the Bucharest-based NATO headquarters hosted the
event.
The forum, which typically occurs twice yearly, brings commanders from the NATO Force and Command Structures
together to develop a shared visualization of the role of Land Forces and to discuss emergent challenges.
The theme of the Fall LC3 was Vigilant and Ready Land Forces for Deterrence and Defence. In addition to commanders,
Command Senior Enlisted Leaders, Political Advisors, and senior command staff members were in attendance.
Among the Land Domain topics discussed during the conference were the Adapted NATO Response Force, Joint
Land and Command and Control, the Joint Fires and Targeting Framework, Command Post concepts, and Theatre
Enablement, among others.
The next LC3 is currently planned for September 22-23, 2020, at Headquarters Multinational Corps Northeast
(MNC-NE) in Szczecin, Poland. LC
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