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IN HARM’S WAY FOREWORD

FOREWORD

I am delighted to introduce “The Buck Stops Here”: Senior Military
Leadership on Operations. This book represents the third volume of the
seminal In Harm’s Way series created by the Canadian Forces Leadership
Institute (CFLI) and the twenty-third book published by the CDA Press.
As such, the Canadian Defence Academy is well on its way to capturing
operational experience that can be used in our professional development
institutions. After all, this book, like those before it and those still in press,
are an integral component of our Strategic Leadership Writing Project,
which is designed to (a) create a distinct and unique body of Canadian
leadership literature and knowledge that will assist leaders at all levels of
the Canadian Forces in preparing themselves for operations in a complex
security environment, and (b) inform the public with respect to the
contribution of Canadian Forces service personnel to Canadian society
and international affairs.

This volume, as well as those that preceded it and those that will follow it
in the In Harm’s Way series, represents the experiences and insights of an
array of individuals who have taken the time and effort to capture their
thoughts so that others may profit from them. Invariably, this means
utilizing personal leave, weekends and nights to complete their stories.
Their commitment and dedication is greatly appreciated. I wish to thank
all those who have risen to the challenge of preparing our successors for
the complexities that lie ahead.

“The Buck Stops Here” is an important addition to the series. Similar to the
other volumes, it contains a collection of “war stories” from all three
environments and from a myriad of different operations. They are based
on personal experiences and the respective interpretations, reflections and
lessons learned. Although these experiences do not represent the doctrine
and policy of the Department of National Defence or of the Canadian
Forces, they are no less valid. They express a richness of information that
can assist others in preparing for operations and leadership in general. In
essence, they can act as virtual experience for those who have not had the
opportunity to deploy. However, even those with operational experience
can profit from a wider, broader and greater repertoire of knowledge.

SENIOR MILITARY COMMANDERS ON OPERATIONS iii



FOREWORD IN HARM’S WAY

In closing, I wish to reiterate the importance of this book, as well as that
of all others in the In Harm’s Way series. At the Canadian Defence
Academy, we hope that they will provide valuable insight for those who
serve in, and for those who interact with, the profession of arms in
Canada.

Major-General P.R. Hussey
Commander, Canadian Defence Academy
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IN HARM’S WAY INTRODUCTION

INTRODUCTION

Senior Military Leadership on Operations is the third volume of the
Canadian Forces Leadership Institute’s (CFLI) In Harm’s Way series.
Consistent with the first two volumes, its strength lies in the experience of
the contributors. Again, I feel obliged to highlight the dedication, initiative
and professionalism of the men and women in the Canadian Forces (CF)
who unselfishly give of themselves to serve their nation and the people of
Canada. Quite simply, Canadian military personnel never fail to amaze
me. Consistently they have done their country proud, persevering under
austere, harsh and remote conditions, as well as in dangerous and volatile
environments. They have faced ambiguity, change and uncertainty with
courage and conviction. And despite constraints in manpower and
equipment, they have never failed the people or the government of
Canada. Moreover, they have always been humble, if not embarrassingly
discreet, about their achievements.

Although this culture of understatement and humility is exceptionally
commendable, it does have a significant weakness. First, such culture fails
to educate Canadian society in regard to the contribution and sacrifice of
its military personnel. As such, Canadians, including politicians, are
not always fully aware of the difficult nature or the significance of CF
personnel’s achievements.

More important, the reluctance to share experiences deprives the
institution of valuable learning opportunities. Although the security
environment is constantly changing and each deployment or theatre of
operation offers its own unique challenges, at least knowledge, if not
vicarious experience, can be derived from the actual experience of others.
Leadership challenges in particular offer a bonanza of professional
development opportunities. There are many situations, problems and
dilemmas that are timeless and transcend missions or geographic area.
The sharing of these challenges and different approaches and/or solutions
by individuals provides guidance to others, especially young, inexperi-
enced leaders. Similarly, lessons derived from specific missions, operations
or geographic areas also provide the insight and knowledge to those
deploying that will allow them to be better prepared to meet the challenges
and to lead their personnel more effectively.

SENIOR MILITARY COMMANDERS ON OPERATIONS v
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The chapters also provide a window to the different cultures of the
various services (Navy, Army and Air) as well as on the myriad of
problems that confront individuals in the various classifications and
trades of the military occupation. This window will assist all military
personnel, as well as the public at large, with gaining a clearer understand-
ing of the peculiar and distinct challenges that individuals face. Such
comprehension is critical as we move forward towards a more integrated
approach in operations.

Overall, this sharing of knowledge and experience throughout the
institution is key to enabling mission success. It is also the cornerstone of
a learning organization. For this reason, CFLI established the Strategic
Leadership Writing Project, a seminal program intended to create a
distinct and unique body of Canadian leadership literature and knowledge
that will assist leaders at all CF rank levels to prepare themselves for
operations in a complex security environment. The project will also edu-
cate the public in regard to the contribution of CF service personnel to
Canadian society and international affairs.

The In Harm’s Way series encapsulates “war stories” (for lack of a better
term) that capture the challenges of leaders at all rank levels and from all
three services, in operations ranging from the post-Cold War period to
the early 1990s to the present. These stories are intended to act as a
professional development tool for military members, as well as an educa-
tional vehicle for the Canadian public.

This volume, as the title suggests, focuses on the command and leadership
experiences of senior officers on operations. As such, it is important to lay
down some fundamental markers on the concept of command and
leadership. Command is a very personal experience. How an individual
commands speaks more of the character and personality of the respective
person than it does to the concept of command itself. In essence,
command is far more an art than it is a science. That is why there is such
a wide variance between commanders — some who reach legendary status
and others who fade into ignominy.

Command, however, is not an arbitrary activity. It can only be exercised
by those who are formally appointed to positions of command. It is “the
authority vested in an individual of the armed forces for the direction,
co-ordination, and control of military forces.”" And this normally comes

vi THE BUCK STOPS HERE”:
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after years of formal professional development, assessment and evaluation,
as well as proven ability.

The necessity to prepare individuals for command is not surprising. First
of course is the heavy responsibility that command entails — namely, the
lives of others. Commanders must accomplish their tasks but they must
do so with the minimum cost in lives and within their allocated resource
envelope. This is often an enormous challenge. The all encompassing
scope of command is why it comprises of three, often reinforcing,
components. They are: authority, management (e.g. allocating resources,
budgeting, coordinating, controlling, organizing, planning, prioritising,
problem solving, supervising and ensuring adherence to policy and time-
lines) and leadership (i.e. “directing, motivating and enabling others to
accomplish the mission professionally and ethically, while developing or
improving capabilities that contribute to mission success”).’

Depending on the mission, subordinates, circumstances and situations, as
well as the respective commander, different emphasis is placed on the
different components. It must be noted that command can only be
exercised by those who are appointed to such positions. Conversely, lead-
ership, which is a component of command, but also exists outside of the
concept of command, can be exercised by anyone.’ The fact that command
is a function of appointment and leadership is a result of a voluntary
interaction between someone practicing leadership and those accepting to
be led, is one of the greatest defining difference between the concepts of
command and leadership.

With that in mind, similar to the first two volumes, the chapters contained
in Senior Leadership on Operations, are the experiences and viewpoints of
the authors and should be taken as such. Personal attitudes, biases, beliefs
and interpretation are at play. Readers may not agree with all the views,
opinions or statements made. This is to be expected. What is contained in
this book, or in any volume of the series, is not meant to represent CF doc-
trine or official policy. Rather, it is the personal experiences and reflections
of individuals who have been in harm’s way in the service of their country.
Their narratives are offered in the spirit of critical thought and shared
experiences, in an effort to help others to be better prepared when they are
called out on operations. In addition, the lessons that leap from the pages
should serve to generate discussion and debate in order to determine
better practices and policies that will serve to make the CF more effective,
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efficient and operationally ready. Furthermore, the contributions should
act as a means of sharing with the Canadian people glimpses of the chal-
lenges and hardships that their military endure and the accomplishments
that their military achieve.

ENDNOTE

1 Canada, Command (Ottawa: DND, 1997), 4. The essence of command is the expres-
sion of human will — an idea that is captured in the concept of commander’s intent as part
of the philosophy of mission command. The Commander’s intent is the commander’s
personal expression of why an operation is being conducted and what he hopes to achieve.
It is a clear and concise statement of the desired end-state and acceptable risk. Its strength
is the fact that it allows subordinates to exercise initiative in the absence of orders, or when
unexpected opportunities arise, or when the original concept of operations no longer
applies. Mission Command is a command philosophy that promotes decentralized deci-
sion-making, freedom and speed of action and initiative. It entails three enduring tenets:
the importance of understanding a superior commander’s intent, a clear responsibility to
fulfil that intent, and timely decision-making. In sum, command is the purposeful exer-
cise of authority over structures, resources, people and activities.

2 Canada, Leadership in the Canadian Forces: Conceptual Foundations (Kingston:
DND, 2005). It is within this powerful realm of influence and potential change that lead-
ership best demonstrates the fundamental difference between it and the concept of
command. Too often, the terms leadership and command are interchanged or seen as syn-
onymous. But, they are not. Leadership can, and should, be a component of command.
After all, to be an effective commander the formal authority that comes with rank and
position must be reinforced and supplemented with personal qualities and skills — the
human side. Nonetheless, as discussed earlier, command is based on vested authority and
assigned position and / or rank. It may only be exercised downward in the chain of
command through the structures and processes of control. Conversely, leadership is not
constrained by the limits of formal authority. Individuals anywhere in the chain of
command may, given the ability and motivation, influence peers and even superiors. This
clearly differentiates leadership from command.

3 Command and leadership are often incorrectly intermixed. Each is a distinct
concept. A commander should use leadership, but technically does not have to. He or she
can rely exclusively on authority and take a very managerial approach (but this is not to
say that managers do not use leadership — like commanders they certainly should).
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CHAPTER 1

COMMANDING UN MILITARY OBSERVERS IN
SECTOR SARAJEVO, 1993-1994

Roy Thomas

The intended tour to facilitate the handover between the United Nations
Military Observers (UNMO) in Sector Sarajevo, specifically to show the
various Observation Posts (OPs) and team sites was not going well. It had
been cut short while we were inspecting the “hotspot” on Mount Igman.'
Ongoing fighting meant we would have to take the short cut to Hadicizi,
which would require us to offer ourselves as potential targets to some anti-
aircraft gunners while racing down hill at best Totoya Landcruiser speed
on a spiralling open road. “We’ll floor it when we break out of the trees,”
the observer driving the vehicle told me. As I had just come from driving
myself on the tracks of the Macedonian/Albanian border, entrusting my
life to someone else’s skill as a chauffer was nerve-wracking. Fortunately,
for the first time in days, our speedy descent was not punctuated by can-
non fire. That was the good news of my first day in Sector Sarajevo!

The bad news was that an UNMO team that was being evacuated by a
French armoured personnel carrier (APC) from an UNMO OP that was
under almost constant Bosnian Serb shell fire had just been stopped by
a Bosnian Army checkpoint. It got worse! So-called Bosnian Army
personnel had hi-jacked the APC itself and all the contents including per-
sonal weapons and wallets of the UN Protection Force UNPROFOR) per-
sonnel inside. The UNMOs of course were unarmed. A French APC had
been used because although the UNMOs in Sarajevo had some armoured
General Motors Corporation (GMC) suburbans, these vehicles were
designed to protect VIPs (very important persons) against snipers not
artillery fire, therefore, they had no armoured roof.

This was my introduction to Sector Sarajevo. The day that I arrived to
assume command of UNMO Sarajevo, the teams were spread out as
follows: “P” (papa) team was in OPs inside the city; “L” (lima) team was
scattered among the Bosnian Serbs surrounding the Bosnian capital, with
one group in the so-called safe haven of Gorazde and another group in the
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pocket of Zepa, both in Eastern Bosnia on the banks of the Drina. No
wonder the French Sector Commander, General Soubirou, was not in a
good mood when I made my courtesy call!”

“Welcome to Hell,” said the graffiti smeared on the wall of a building!
“Welcome” indeed to sharing some detail of my nine months as the senior
UN military observer for Sector Sarajevo, 15 October 1993 to 15 July 1994,
commanding anywhere from 120 to 200 officers from any of 39 countries
from all continents. In reality, it was not hell for me, but rather the most
challenging and rewarding assignment of my 35 years service in the
Canadian Forces (CF).

In the following pages, I wish to outline what worked for me and my
command of military observers in Sector Sarajevo from 1993 to 1994.°
First, some scene setting is necessary.

THE POLITICAL AND MILITARY SITUATION

Sector Sarajevo was a very active area. UNMOs within the sector counted
over 2,000 incoming artillery and mortar impacts and almost 1,000
outgoing mortar rounds on 22 December 1993 alone.* Sarajevo could be
considered a war zone in all but name at least in terms of volume of fire.
However, the political situation was not as clear as it would appear under
conditions of a declared war. For those serving with the UNPROFOR there
was no identifiable enemy to be fitted in the templates used in North
American Treaty Organization (NATO) cold war planning. There were
only enemies of the peace, whoever they might be!

In Sarajevo itself, a Croatian brigade had responsibility for holding part of
the defensive perimeter against the Bosnian Serbs. Only thirty kilometres
away in Kiseljak, Croatians in that pocket were allied with Bosnian Serbs
against Bosnian government forces and were even suspected of “lobbing”
the odd shell into Sarajevo, hitting on occasion other Croats. On many
pre-war ethnic maps, Sarajevo was shown as “colourless” with no definable
ethnic boundaries. In 1993, in and around Sarajevo, as elsewhere, all sides
were trying to paint the map with their own particular ethnic colour.

Two of the parties, the Bosnian Serbs and the Bosnian Croats, had no
international standing as political entities. The issue of whether the fight-
ing was the manifestation of an internal struggle between the legitimate
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IN HARM’S WAY CHAPTER 1

government of Bosnia-Herzegovina (BiH) and rebels from Serb and Croat
Bosnian ethnic communities, or rather a manifestation of surrogates
acting in the interests of Serbia proper and/or Croatia proper, is still debat-
able at the time of writing.’

As 1993 drew to a close, the military balance, as seen from Sarajevo and
the UNMO organization, seemed to have tilted in favour of the Bosnian
government in their fight against both sets of rebels or surrogates. The
government had the manpower for a larger infantry force than that of both
Bosnian Serbs and Bosnian Croats. Indeed, government forces included
many Bosnian Croat units/formations.

Grbavica, a Serbian held section of the city core, emerged as a January 1994
flashpoint, which demonstrated the infantry manpower advantage in the
urban Sarajevo area. In addition, it illustrated how the government was
now taking tactical, and indeed operational, advantage of this military
asset. The Bosnian government made a series of night assaults on several
widely dispersed locations, throwing the Bosnian Serbs off-balance while
drawing the mobile Serb reserves into urban fighting, which favoured
fighting on foot. As a result, the Bosnian government was using tactics in
operational level actions that nullified the Bosnian Serb advantage in tanks
and artillery while exposing the Bosnian Serb lack of infantry.

There were a series of savage attempts to rivet the world’s eyes on Sarajevo
during this same period so as to force some sort of intervention. These
culminated in the market massacre of early February 1994, in which
68 civilians were killed outright while hundreds were wounded (no blame
attached). A ceasefire crafted by General Sir Michael Rose, who had just
assumed command of the UN military forces in Bosnia, came into effect
on 10 February 1994.°

General Rose’s February peace plan had four main elements, all of which
involved military observers. First, there was compliance with the February
cease-fire to monitor. Second, there was the verification of the movement
of heavy weapons and armoured fighting vehicles (AFVs) either from the
20 kilometre (km) radius Total Exclusion Zone (TEZ) or into UN secured
Weapons Collection Points. Thirdly, UNMOs moved into positions
between the warring parties until such time as UN troops were available
and could do so. In some cases, UN troops subsequently were never
permitted in these locations. A major task for the military observers,
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accepted as they were on both sides of the line, was to determine and
report exactly where the line was. Finally, UN observers, again because of
better connections with belligerents at local command levels, were asked
to facilitate Joint Commission work.’

The situation in Gorazde, part of Sector Sarajevo, in April/May 1994
created challenges for the UNMO team leaders involved, as well as for me
as their immediate superior.® The Gorazde fighting was evidence that the
cease-fire was starting to fray. In Sarajevo proper, it seemed that sniper
fire was replacing shellfire as a tool for influencing the battle not only
physically on the battlefield but in the eyes’ of the international media.

This was the environment facing a Sarajevo UNMO, an officer from any
one of 39 different nations, from any one of the continents, and more
importantly, who may never before have seen snow. As I was told once
while on officer training many years ago, nothing is harder to organize
than a “bunch” of officers. The officers that I commanded ranged in rank
from lieutenant to full colonel, from the army, navy, air force and marines,
as well as from branches including combat arms, service support, logistic,
communications, intelligence, and no doubt even special forces. Former
foes such as Argentine and British marines might serve together. At any
one time, there might be only one other Canadian in my UNMO Sarajevo
command.

In total, there were between 120 and 200 UNMOs in Sector Sarajevo
depending on the date. These were spread among the 12 to 23 OPs/team
sites, again depending on the date, which surrounded or were within
Sarajevo. The number of UNMOs and team sites peaked just after the
February cease-fire took hold. Cease-fires in central Bosnia in mid-March
followed by the Gorazde situation led to shrinkage of the UNMO strength
in Sarajevo itself. At peak strength there were also 52 interpreters.

UNMOs had to live “on the economy” foraging with their wallets instead
of with the barrel of a gun as Napoleon’s army had once done. This led, for
example, to UNMOs on the Serb side buying beef for the UNMOs inside
the city while those inside the city obtained items for those outside from
the French post exchange (PX). Some UNMOs were able to arrange for
cooking and cleaning. Other teams had to do all chores themselves.
Maintaining equipment was a team responsibility, although all technical
repairs, in theory, required a visit to the UN field service facilities within
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Sarajevo. Technical assistance in location, such as radio repair or vehicle
recovery, had to be arranged and often wasn’t provided until days later,
depending on the situation.

The senior military observer (SMO) reported through the senior UNMO
in Bosnia-Herzegovina to the Chief UNMO in Zagreb. UNMO Sarajevo
was “in support” of the UNPROFOR Sector Commander, but we were
closer to being under operational control (OPCON). A fundamental
principle of UNMO operations was that patrols required a mix of nation-
alities to be valid.” Thus, for example, two Canadians would never be
together on the same operational patrol. If “politics” is very much a part of
the command process at the higher levels of UN operations or indeed any
international mission, “people” are at the core of any success of observer
operations particularly if the observers are unarmed.

KNOWING YOUR PEOPLE

There is no use “ranting” and “raving” about the quality of the UNMOs
that contributing nations have sent. When you assume command of
military observers, you must make do with who is assigned.'’ The key for
me was following the advice of an experienced former SMO, “Spend your
first few days visiting all the team OPs,” he said, “Your deputy must have
some smarts or he would not have survived. Give him the reins while you
get to know your people.”""

In the case of a Sector Sarajevo, this meant initially, although I could not
avoid working at least part time at my headquarters in the PTT (telephone
exchange) building where the Sector Commander was located, that I tried
to sleep each night at a different team site/OP. I did not manage to visit all
immediately. I only managed to visit some of the more isolated sites later
in November, as well as making trips to my Gorazde and Zepa teams in
that month as well. Certainly these first “sleepovers” brought me great
insight as to who was who at each of the key team locations.

It was a practice that I continued throughout my nine months. While
others in the PTT adjourned after an evening orders group (O Gp), I often
got in my vehicle and drove myself to stay overnight with a team so as to
stay current with the people dynamics and to put faces to the voices who
answered on the radio net. The frequent rotation of UNMOs dictated such
a practice.

SENIOR MILITARY COMMANDERS ON OPERATIONS 5
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Sarajevo, at least in late 1993, was somewhat of an artillery range and a
shooting gallery for snipers. Thus, the practice was to post observers to
Sarajevo for only three months. This meant that in any one montbh, at least
30 observers would rotate out being replaced by 30 or more newcomers.
Every new UNMO reporting to Sector Sarajevo was interviewed by me
personally. “Time spent in recce [reconnaissance] is seldom wasted,” is a
saying of my first commanding officer (CO). Time spent in getting to
know people in an observer mission is likewise seldom wasted.

Personal interviews on arrival also allowed me to lay out some basic
ground rules so that newcomers would know exactly where I stood on
some key issues. Our business was gathering information, and the words
“UNMO Confirmed” meant a great deal in a Sarajevo, where many
innocent civilians were killed by belligerents just to obtain CNN sound
bytes to wage the international publicity battle."> New arrivals were told
that a false report meant an immediate posting from UNMO Sarajevo!

Almost of equal importance was security. Shells had frequently landed in
the parking lot of the Sarajevo PTT building where my headquarters (HQ)
was located.” My office window was taped to minimize glass fragments. It
had to be clear to each incoming UNMO that violation of my rule of
wearing the flak jacket and helmet inside the city as well as on the front-
lines and on known sniper targeted routes outside the city, constituted
grounds for being sent out of the area. I did send UNMOs from Sector
Sarajevo when I observed them in danger zones without their personal
protection.'* Safe driving also had to be emphasized, and new arrivals were
asked if they had ever driven on ice or in snow. Simple things had to be
checked such as ensuring that the spare tire would be a correct fit."
Moreover, while Sarajevo itself could remain snow-free, the surrounding
hills, home to the 1984 Olympics, often had deep drifts. Driving up a few
kilometres meant a drastic change in road conditions.

I had an open door policy, which I explained to each officer arriving to
become one of my UNMOs. Any one of them could walk in but if it
involved a complaint against another UNMO or one of my team leaders,
then that individual would also be called in so that the issues involved
were placed in the open in front of all concerned. Two team leaders were
redeployed as result of such discussions while at least one interpreter
was moved."
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I also had a rule about fraternization with interpreters, which could be
grounds for being moved to another team site. Intimate relationships with
interpreters disturbed the functioning of the UNMO teams, leading to
complaints of favouritism and discrimination. This did not prevent
UNMOs from organizing parties and having a good time. Parties were in
fact encouraged. Knowing people was a two-way street, and parties offered
UNMOs an opportunity to learn about me and about each other in a less
formal environment."”

One interview demonstrated the value of meeting the incoming UNMOs
immediately on arrival. This particular group, from the same Western
European country, had the misfortune of seeing the French officer
marshalling their UN aircraft after landing at Sarajevo airport, “dropped”
by sniper fire before their eyes at the base of the ramp that they were
descending. A traumatic welcome to Sarajevo indeed! How each reported
his reactions to this event was telling. The one who glossed over the
incident in a “macho” manner was the only UNMO that I ever had to move
from Sarajevo because the individual could not cope with the stress.

I also had to make clear to new UNMOs that they should not attempt tasks
that made them unduly afraid. People not in control of their often well-
founded fears are not the best team member for a patrol in a dangerous
area. For example, this policy meant that some UNMOs did not do a patrol
that inherently involved the UNMO vehicle being shot at every time that
their patrol passed a certain landmark.

Courage is the most valued quality in these situations, so UNMOs on a
team had to demonstrate this to gain acceptance. Courage is also expected
in their leadership. Without being boastful, I must outline some actions
taken that seemed to establish my credentials in this regard. There are of
course two kinds of courage, physical and moral, and both must be seen by
your fellow officers to achieve successful leadership.

LEADERSHIP BY EXAMPLE

I believe leadership by example is critical. Here are some actions that
highlight this concept:

Share Danger. During the course of my initial recces and overnight stays at
each OP site, I was faced with the same personal risks that the individuals
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at that site faced. However, it can mean doing more. When a team leader
approached me with a suggestion that a particular team site/OP be
evacuated due to the heavy shelling in the vicinity and/or the placement of
a belligerent weapon system in close proximity to a UNMO location,
I had already experienced life at that site thanks to the overnight stay with
that very team. That particular OP had already been evacuated before
I took command and re-established once I was in charge. I was reluctant
to see this key post abandoned again. Instead of allowing its evacuation,
I made it my base for more than a week, living there at night with the
team, when most of the firing occurred, and moving from there
as required by my duties as SMO. This action had me share many of the
dangers, including the exposure moving to and from the OP. I was in a
good position to personally assess whether it was too dangerous. The
OP was not moved until the Rose cease-fire and decreasing manpower
made other sites more suitable."

Be The First to Take Risks. Early in my command, I had to re-establish the
right of UNMOs to move across the frontlines at night, provided the
belligerents were warned. This of course can be nerve-wracking as
belligerent reaction can never be gauged. However, in October 1993, I told
both sides, who were engaged in a fire-fight, that I would be coming down
the road in two minutes, and then I had to do it. For this first challenge
I had to violate my own rules and travel alone. Why expose other UNMOs
when it was the symbolism of the UNMO vehicle that was needed? Once
this right was established in this and other such forays, I felt easier about
asking UNMOs to do the same. Such a right had to be a matter of course,
if only to permit casualty evacuation from the Bosnian Serb side to the
French UNPROFOR medical facility inside the city. This right of night
traverse was to prove invaluable within a month.

Take Risks for Your UNMOs. As the December 1993 darkness fell, one of
my UNMOs came on the air with a much shaken voice indicating that he
first had been pursued and then subsequently taken hostage by Vasko, a
well-known Bosnian Serb terrorist. As he was the team leader at his site,
someone else would have to negotiate his release if he was a hostage. I took
it upon myself to do so. I had told my UNMOs on assuming command
that I would speak up for them immediately when any belligerent party
mistreated them. With an extremely competent operations officer
(Canadian) on the UNMO net, I launched myself with an interpreter and
the Bangladeshi deputy of the UNMOs on the Serb side to demonstrate
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the value of having already established our right to travel at night. Of
course my entire organization was following this possible hostage-taking
on our radio net and no doubt all the belligerent parties as well.
Fortunately for our well-being, not to mention my anxiety level, time
spent on building relationships had paid off and the Bosnian Serb
commander in that area had already “gripped” Vasco and secured the
release of my team leader before I reached the scene."”

In yet another incident involving my UNMOs as hostages, I became a
hostage myself. I escaped, not something that I recommend doing, but I
then had to return the next day to the same hostage-takers to attempt to
negotiate the release of my team, which had been my purpose in going to
that location in the first place.

UNMOs in Danger. An immediate response to UNMOs in danger had
to be a standard operating procedure (SOP) on the SMO’s part. I was
practicing this almost to the day I left. Although the ceasefire stopped
the shelling in February 1994, sniper fire in fact increased.”” En route to
another site on a late June day in 1994, less than a month before my
departure for home, I received a frantic call that three of my UNMOs were
trapped in no-man’s land under fire from the Bosnian Serb side. Serb
retaliatory fire, which had been provoked by the killing of a young Bosnian
Serb soccer star, had caught some Bosnian women in their garden plots in
no-man’s land. My UNMOs had gone to protect them. However,
my nearest team commander was not being allowed to see the Serb
commander. I sped to this commander’s HQ, brushed aside several sentries
who pointed their AK-47s/AK-74s at me and was able to secure a stop to
the shooting.

Interpreters in Danger. This SOP had to apply to the interpreters who
were integral members of the UNMO teams. In one case, one of our
interpreters, a Bosnian Serb woman who lived in a village whose men folk
were being detained by the Bosnian government forces, was beaten by her
neighbours. Besides offering the protection of living in our nearest
team compound, we had to make as much a fuss with the Bosnian Serb
command hierarchy over this incident as we did over mistreatment of one
of our UNMOs.

I was asked why I took such an interest in the fate of one of our so-called
“local employees” by the commanders with whom I negotiated. Having
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owed my own life to interpreters, as they well knew, no answer was really
needed. It was important to demonstrate to all your UNMOs that
interpreters were part of the team, not simply talking machines or support
staff for their personal creature comforts.”’ I had nine months to ensure
that all belligerents knew that they could expect me immediately on their
doorstep and that of their superiors if any member of the UNMO Sarajevo
team, military or civilian, was being shot at, mistreated or being

held hostage.

Be the First to Demonstrate the Example Despite Danger. When the TEZ
came into effect, there were many reported violations involving allegations

of the use of prohibited heavy weapons. An inspection of an explosion in
no-man’s land was required. I went myself on the first one reported in a
particularly tense area. After some trepidation, my Malaysian UNMO
partner and I reached the suspected site from the Bosnian side of the
frontline. There had been no mines. However some Bosnian Serbs on the
other side took shots at us. We had to stand tall, wave the UN flag and
carry on; knowing that if we took shelter then the fire would be aimed at
us not near us under the pretext that we adopted combat positions. It was
important that this standard be demonstrated early in the ceasefire. I had
no casualties among my UNMOs in my nine months as SMO, Sector
Sarajevo, which I consider my greatest accomplishment.

Moral Courage. Moral courage is also a requirement and for me that
meant protecting any UNMO under my command from disciplinary
action suggested by higher authorities. Initially, this led to unpleasantness
with the Sector Commander who appeared ready to accept the Bosnian
government version of an incident on Mount Igman over the report
submitted by one of my observer teams. He wanted the UNMO who filed
a report that was contradictory to a Bosnian version to be transferred out
of Sector Sarajevo. I refused to do this or to change my situation report
(SITREP) to conform to what the sector commander said. My deputy, a
French speaking officer, found the tension so uncomfortable in the French
language only officers’ mess that he asked for a transfer. However, the
Sector Commander, General Soubirou, came to appreciate both the
UNMO organization and me personally.”

Similarly, when an observer team made a mistake regarding a Bosnian
Serb tank in the TEZ in May 1994, both UNPROFOR headquarters in
Bosnia and the Chief Military Observer in Zagreb wanted the offending

10 “THE BUCK STOPS HERE”:



IN HARM’S WAY CHAPTER 1

team posted immediately, as well as their team leader. I said that they
would have to post me as well! I was, and still feel, responsible for what
UNMO Sarajevo did during my command. Discipline of subordinates
must be the prerogative of their immediate superior not reflective of
punitive wishes on the part of higher headquarters. Needless to say I did
not want to relinquish the most challenging and rewarding job of my
military career. However, all the UNMOs had to know who would
ultimately accept responsibility. This was not the only time that I had to
back up my observers!

My final example: initially, UNMO Sarajevo asked to deploy teams at night
to obtain information. I had all such requests passed through me. UNMOs
had less special equipment than UNPROFOR troops such as
the French and were not in APCs. At night, since origin of fire was often
difficult to determine, bored belligerents often shot at UN vehicles.
Therefore, the need for the night patrol had to be validated. In most cases,
the information gathered, if it could be gathered, would not see any
decision-maker until after the Sector Commander’s morning O Gp in any
case. If there was a valid reason, then usually I, or my Deputy, or one of the
team leaders would undertake the task. This I made clear to whoever made
the request, which was usually funnelled through sector operations rather
than my own headquarters.

Moral courage was also required to support the interpreters, classed at that
time as local employees on month-to-month contracts. 1 literally
ambushed a VIP from UN headquarters New York as the individual
emerged from a meeting to plead for the UN to provide medical support
for a Bosnian Serb interpreter from my Sarajevo team. This interpreter did
not trust Croatian facilities in Zagreb, was not acceptable to hospitals
inside Sarajevo, and could not receive the appropriate treatment from
embargo deprived Belgrade facilities. In the meantime, Bosnians from
inside the city, with no apparent UN connection, were receiving treatment
at an Italian hospital in Ancona, Italy at the other end of the international
air bridge.

Courage was also related to earning the respect of the belligerents as
development of a good relationship with commanders of the various
factions played a role, at least in 1993/94 Sarajevo, to UNMO survival.”’
Proceeding with a Bosnian government commander to the scene of a
reported incident in my vehicle, I was warned by my nearest OP that the
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road ahead was being shelled. The team recommended that I turn back.
I asked my Bosnian liaison officer if he and his commander wished to
turn back. “No,” they said. As a result, I had to proceed!

Early in the ceasefire, the Bosnian Serbs reported a violation in the form
of Bosnian government patrol in a ruined house. It was important to
act quickly on such complaints so with the Bosnian Serb liaison officer
I proceeded to the edge of no man’s land, at which point he refused to go
further because of the threat of mines and unexploded ordnance (UXO).
I went ahead with my interpreter because it was important to verify this
allegation. I simply relied on my experience in mined areas to warn me
of danger. I was able to verify that there was no Bosnian presence.
This physical demonstration earned respect, which in turn facilitated my
relationship and that of my teams with the belligerents.

Moral courage was also required when dealing with the belligerents. Once
again, early in the ceasefire I received a large influx of UNMOs from
Muslim countries. One Bosnian Serb brigade initially refused to accept a
Jordanian officer. I did not accept this, and I am happy to report that this
same brigade requested that this UNMO from Jordan be extended beyond
his six-month tour when the time came to move him.*

RECOGNITION

Getting to know people was important so as to understand the person who
spoke on the radio or landline. It was also important so that the qualities
needed for team leadership and key staff positions were quickly
recognized and the right individuals were selected before they were
posted out. For example, proficient English speakers were needed on the
UNMO Sarajevo net. Time lost in “saying words twice” might mean an
important message, such as details of ongoing shelling or sniper fire, or a
casualty, was jammed out. I paired a Bangladesh MIG pilot who was great
at picking up key items from English radio traffic with a Bangladesh Army
Intelligence officer less used to oral English, particularly on the radio,
to form an operational team. It worked.”

In an UNMO organization, I felt that it was important to discard any
prejudices that I felt about the skill-sets of any nationality. Everyone had
something to contribute. The key was to find what their contribution
could be. Some with almost no English and no driving skill, particularly
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on mountain winter roads, could only demonstrate their value when
shelling and sniper fire was intense, displaying a level of courage that
inspired colleagues with a wider range of skill sets.”

Recognition of the contribution of UNMOs was important. I made it a
point to host my immediate staff and subordinate team leaders with their
colleagues at a farewell dinner when they were leaving. At that time, I gave
them a plaque made locally that I designed and paid for with my
own funds.” In addition, all UNMO evaluation reports required SMO
comment and the best recognition that an observer commander could give
was to dedicate time to write what each UNMO deserved on this
document, which was often used to determine future postings especially
for those posted for a year, or longer, as an UNMO. Some of the
assessments, particularly those of team leaders and on personal staff,
required completion almost entirely by the SMO. I made it a point to show
these evaluation reports to the individuals prior to their departure so
I could do a final interview. This deadline served to motivate team leaders
to do their part in this evaluation process promptly. Since I did these on
my own computer, I kept copies of my comments, which proved invaluable
as I was asked several times after returning to Canada to provide some
input on the performance of particular UNMOs who served me in
Sector Sarajevo.

I also learned to recognize what was important to my teams. For example,
UNPROFOR Headquarters gave Benazir Bhutto was given the “red carpet”
treatment by on a visit to Sarajevo. My contingents of Pakistani UNMOs
were upset when Nawaz Sharif, potentially the next President of Pakistan,
was not accorded the same orientation to operations in Sarajevo.”” With
the resources of UNMO Sarajevo I tried to remedy that deficiency while
allowing Pakistani officers face time with Ms. Bhutto’s main opposition
equivalent to the time that they had been given to participate in her visit.

CONTACT

Physical visits had to be continued and frankly these were no hardship. In
my headquarters, I slept in my office and ate at the French Army cafeteria.
I ate and slept better at the team sites while learning about my UNMOs.
I also used the radio. Information was a two-way street and my UNMOs
had to know the situation immediately. Details of shelling (impact
areas — not necessarily who was responsible even if known) sniper fire
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(locations under fire not who was shooting if known) and mines were
passed immediately. After every negotiation that I was involved in, I
briefed my organization via the radio immediately after emerging from
the meeting. This had the effect of not only keeping my entire organiza-
tion in the picture but also of passing on to the belligerents what I thought
had been said at the meeting as all parties to the conflict monitored all
nets.”

It may seem difficult with UNMOs scattered over the mountainous terrain
but mass briefings when possible were invaluable. For example, when the
February 1994 ceasefire suddenly “kicked in”, I could not personally inter-
view all the 50 or so new arrivals sent for a short-term augmentation.
Before 1 dispatched them to their various teams, however, and, over the
protests of the French staff that resisted relinquishing the only large room
in the headquarters, I gathered them all together for briefing.

Initially, the task assigned to these newcomers, as well as to my already
deployed UNMOs, involved around the clock surveillance, or rather
listening for artillery violations. I followed up my initial mass briefing
with midnight and early morning (0200 hours) visits to the team sites
where these new arrivals were “listening and looking” in the dark. The only
darkness should be physical not “situational” as the senior UNMO
must ensure that everyone knows as much as he does. On these visits the
information exchanges benefited us both while permitting contact with
individuals whom I had not interviewed.

PERSONAL SUPPORT

If you know your people you are not alone. My Malaysian deputy, a
parachute veteran of counter-insurgency operations in the jungle, shared
the task of visiting during the night, and indeed a whole range of dangers,
while displaying leadership qualities that left me confident that I could
enjoy my leave time with UNMO Sarajevo in good hands. A British
marine, followed by a Canadian infantry officer, a Dutch air force officer
and then a New Zealand pilot as my chief operations officer ensured that
I was well supported by my headquarters operationally. A Dane and a
Ghanaian, among others, made sure that our logistics was not a cause for
complaint. Two Bangladeshi officers ran my personnel system. All had to
have my unqualified support. When required, I would take up one of their
issues to a higher headquarters.

14 “THE BUCK STOPS HERE”:



IN HARM’S WAY CHAPTER 1

Again 1 was very well-served by most of my team leaders.”” It was
important to remember that most UNMOs are officers with leadership
qualities. Thus, I followed the rule of maximum delegation in local matters
supported by personal intervention on my part when required. For
example, when the ceasefire took effect, the Kenyan officer leading one of
my teams managed to create freedom of movement for the UN through a
hitherto blockaded/mined road into Sarajevo. His initiative led to more
patrolling once the previous much longer approach to this area was
no longer required.

In another case, when the NATO air-strikes at Gorazde stopped contact
with the Bosnian Serbs, a Jordanian team leader used this lull in normal
activities to initiate a garbage cleanup in his area of operations, something
of course, well outside our UNMO mandate but done primarily by locals
with his leadership. Rarely was I disappointed when I delegated!

Support from above was also outstanding. Colonel Pastoor, the Dutch
Colonel who was my UNMO superior in Bosnia, had served with me on
an OP on the Golan in an earlier UNSTO tour. He was consistently
supportive. The Chief UN military observer (CMO) in Zagreb, Brigadier
General Pellnas, a Swede, had been my first CMO in Afghanistan. UNMO
Headquarters in Zagreb, particularly the UNMO Personnel Officer who
backed all my posting requests/rejections, provided consistent and timely
support although at times he had over 1,000 UNMOs for whom he was
responsible. Colonel Pastoor was followed by Colonel Tairobi from Malaya,
who continued to give me the same level of support rendered by his Dutch
predecessor. General Sir Michael Rose, his personal staff, and General
Soubirou with his personal staff, gave me tremendous support as well.

PERSONAL COMPETENCY

Liking to deal with people is the first requirement. It is hard to imagine a
Canadian officer without enthusiasm for that task. To command UNMOs,
as mentioned earlier, a leader must know as much as possible about each
individual observer and all the belligerent commanders who have any
bearing on their security. Developing an understanding of these people
will be a challenge. At all times, the SMO must guard against personal
prejudices becoming a smoke screen obscuring the real qualities of the
persons involved, either the officers that work for him or those with whom
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he, or she, must negotiate.

My own Sarajevo experience, complemented by Afghan and South
Lebanon observer time, has led me to believe that every observer
has something to contribute. Moreover almost everyone, including
belligerents, have something about them to admire. The trick for the SMO
is to discover these!’!

Competency also involves knowing the ground where your UNMOs will
work under conditions of both day and night. Today, this is made easier by
the global positioning system (GPS) but you must still be able to navigate on
the “used” routes in total darkness, without lights if that is how your
observer must do it. There is little place for the UNMO leader who is weak
with a map — even if they have the most proficient map-reader as a
commander’s driver. There is no excuse for not knowing the terrain where
UNMOs must undertake their mission, as well as all the belligerent positions
from where they can expect danger. On the other hand, any UNMO who
claims that he or she was never disorientated, or lost, cannot be trusted!

MISTAKEN JUDGEMENTS.

Some of the disappointments of my command in Sarajevo relate to my
inability to maintain close contact with all my team leaders and those that
worked for them. The Gorazde and Zepa teams, located hours away in
Eastern Bosnia, were difficult to visit as checkpoints resulted in delays,
often for hours and in some cases for days.” Time spent in either pocket
involved time away from Sarajevo. The hostility of the Bosnian Serbs at the
famed Rogatica checkpoint where delays were so common relates directly
to the difficulty in maintaining contact with these two teams.

Unknown to me before his last few days in Sector Sarajevo, an UNMO
from the Gorazde team, not from either Asia or Africa, had been involved
in smuggling money into the pocket. Not only had his action resulted in
stricter searches, often in violation of the freedom of movement that the
UN was supposed to enjoy, but his conduct threatened the status of all the
UNMOs on the Bosnian Serb side of the line once known, as it soon was.
I relieved the Gorazde team leader of his responsibilities, who had been
there when I arrived, and had him posted out of the Sector. In two, all too
short visits to Gorazde prior to this, I had not picked up on this activity.

One of my Zepa team leaders, an outstanding military officer, asked to be

16 “THE BUCK STOPS HERE”:



IN HARM’S WAY CHAPTER 1

relieved as he did not want the burden of handling the responsibilities of
the UN High Commissioner for Refugees (UNHCR) representative’s
duties in the frequent absences of that individual.” Again, I had not
visited Zepa during this officer’s appointment as team leader there so it
was a disappointment to me as well as a problem in selecting a replacement
with the qualities that suited.

My open door policy, however, helped ameliorate the sheer difficulty of
maintaining contact. When one of my more isolated Sarajevo teams was
upset by dissention, one member was able to initiate a face to face meeting
with the team leader, and himself, in my office, as result of feeling secure
enough to avail himself of this policy that had been made clear to him on
his arrival interview. This particular team’s situation and that of
other teams with which I had missed something in my contacts/visits were
sometimes remedied as a result of such meetings.

Some situations were missed altogether. Often these involved personal
relationships that impacted their teams. One UNMO had developed a
relationship with an interpreter against my policy of non-fraternization,
which I only found out about later. Another similar but more public case
occurred in Zepa. A New Zealand UNMO, no longer in the Sector, or
under my command, managed to smuggle out his Bosnian girlfriend from
the Zepa pocket with the help of some UNMO colleagues. I did not know
the extent of the complicity among my own UNMOs until I read his book,
another disappointment.” The immediate consequence was that an
UNMO, from a NATO country, who had helped him was no longer
acceptable to the Bosnian Serbs as a liaison officer, an appointment for
which I had selected this particular officer, a job for which his background
suited him. That was how [ initially discovered the incident, although I was
not aware of all the details that later appeared in print involving criminal
activity.

ON THE BORDERS OF RIGHT AND WRONG.

Sometimes there are things that you do that fall in an ethical grey area. One
such incident involved knowledge of an extensive tunnel system on the
frontlines. For months, my personal reconnaissance on both sides of the
line had led me to believe that the Bosnians had constructed a substantial
tunnel through which an assault could be mounted on the thinly held
Bosnian Serb lines opposite their own. In almost my last days in Sarajevo,
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I was shown this tunnel system by the local commander who knew that
I was leaving on my word that I would not divulge the exact location.
Curiosity led me to agree. Subsequently I did indicate to my successor that
that was an area requiring careful scrutiny due to the presence of such
a tunnel system without giving its precise grid. There were other such
incidents involving team members. The commander must be able to live
with himself and do what he, or she, thinks is right. There are few who can
offer practical advice to the SMO on the matter of ethics.

LETTING GO!

There is no escape from the fact that once you know people, and they
know you, that it leads to development of a close relationship, not
necessarily positive in all cases. Few Canadians will have shared your
experience, so return to Canada from commanding UNMOs or observers
can be “downer”. The situation on the ground may unfold for better or
worse, but you will find yourself wondering about how life has impacted
on those whom with you worked so closely with such an investment of
your own person.”

PREVIOUS EXPERIENCE OR THE INTERVENTION OF FATE.

Several prior posting contributed, in my opinion, to my ability to serve
nine months in Sarajevo as Senior UN Military Observer, the longest
of any SMO, without a mental breakdown, to the satisfaction of my
superiors, and with no casualties among my UNMOs.

I had served in Cyprus as a Reconnaissance Troop leader in a Canadian
independent Reconnaissance Squadron that had been trained up for this
task by Colonel D.A Nicholson of “Where Have All the Tigers Gone” fame.
I had prior UNMO tours on the static OPs of the Golan, served in
Jerusalem as UNTSO Operations Officer and indeed had been hi-jacked
in South Lebanon. A tour in Kabul as an observer in 1989 during a
period of many rocket attacks prepared me for Sarajevo shelling. I also
commanded a tracked armoured reconnaissance squadron in Canada,
earmarked for Canadian Air Sea Transportable (CAST) Brigade duty,
served as operations officer for the Canadian Forces Europe (CFE) Fallex
Umpire organization, and ran the operations centre for the Rendevous
1983 umpire unit that no doubt contributed to my suitability as an SMO
in both overseeing collection and processing of information.
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Furthermore, just prior to assuming command in Sarajevo, I had been
leader of a team of 25 UNMOs in Macedonia based at Orhid. I had some
struggles turning individuals into a team rather than permitting them to
treat this as a relaxation and recreation (R&R) break from other more
onerous assignments in UNPROFOR. One practice that I had instituted
there was a daily briefing on the Sarajevo situation, preferably by someone
who had served there, which served me well later.

An oft-overlooked preparation for UN, indeed international service, is a
tour at the National Defence Headquarters (NDHQ), which familiarizes
you with the political environment found in a politically sensitive military
headquarters, which indeed all international headquarters tend to be.
In the end, it was a matter of chance that Canada provided me with
the opportunity to be an UNMO in the Former Yugoslavia, let alone serve
as SMO.*

SELECTION

The selection of observers by the Canadian Forces, indeed the selection of
many individual staff officers for individual positions, including some of
the highest is too often left to chance and the career manager, perhaps with
the input of the senior serving officer of the appropriate branch with his
personal agenda.” There is often no objective assessment of personality,
skill sets or experience, or indeed fitness level that might be called for by
the observer assignment. Other countries note this. During the so-called
“Dark Decade” of the 1990s, Canada’s image was saved on observer
missions and individual staff appointments by the outstanding initial
selection and training provided our junior officers and their subsequent
staff experiences.”

SOME CONCLUSIONS
In closing, I offer these words of advice:

Dedicate Time to Knowing Your Observers. Military observers and
the information that they provide is the weapon system of the observer
organization. Eight years after I left Sarajevo, I was testifying on the basis
of UNMO Sarajevo reports at the trial of a general indicted for war crimes
in the conduct of warfare around that besieged city. No soldier would
neglect his or her weapon. Similarly no commander of observers should
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neglect the observer personnel under his or her leadership. Getting to
know your people starts upon their arrival and is an ongoing process
that does not even end when you recognize their performances with
an evaluation report and more. Knowing people means that contact will
continue years later!

People Must Know You. No one will risk their life for a cypher. You must
create opportunities for your teams to know you. Part of knowing you
must be the example you provide. Everyone will have their own style.
Visits, an open door policy, and often being first on the scene of a possible
hot spot helped me.

Dangers. Leadership is essential in facing danger. On almost all missions,
military observers are unarmed. The senior observer must be the first to
take risks and to demonstrate dangerous survival techniques. Danger must
be shared and risks taken to protect your observers, and interpreters, that
are in danger. In this context, remember the tendency of headquarters to
be in somewhat more safe locations than isolated OPs/team sites. Orders
that ask your teams to undertake unnecessary risks must be challenged.
This exposes you to dangers of a different kind. If the job must be done,
do it yourself. That usually makes the requester pause! There may be
other non-physical dangers in standing up for your teams, observers and
interpreters.

Stand up for Your Observers (and interpreters). This principle, no doubt
is still taught to Canadian officers in basic training andmust be followed
by any commander of observers. Any attack on one of your observers
must be considered an attack on you, whether in the field or in the
headquarters. In the field, you are usually dealing with belligerents. Your
personal relationship with their commanders is part of your protection
plan for your subordinates.

It is not so when the finger of blame is being pointed. Discipline is the
responsibility of those who command in the field. In any observer organ-
ization, the proverbial “buck” must stop at your desk, not descend in tor-
rents on those below. The flip side is that this also means that the observ-
er commander must act when one of his or her observers violates rules
clearly enunciated on arrival on the mission. However, I should add that
of more than a thousand UNMOs who served under me in my nine month
command in Sarajevo only a handful had to leave by my direction. No one
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can enter into personal relationships forged under somewhat challenging
circumstances and remain untouched and more to the point unchanged.
People performing for the good of “UNMO Sarajevo” made the command
of observers there the most rewarding tour of my thirty-five years of
CF service.

ENDNOTES

1 UNMO is used for UN Military Observer throughout the remainder of this chapter.
However, the term now favoured is “military observer” or “milobs”, in recognition that so
many observer missions are not UN sponsored. In August 1993, the Bosnian Serbs pinched
off the Bosnian supply line which crossed the heavily forested Mount Igman eventually
reaching besieged Sarajevo through the famed airport tunnel. A UN ceasefire had brought
about a withdrawal of the Bosnian Serbs once again permitting the flow of supplies albeit
restrictedly. Incidents continued as the Bosnian Serbs harassed the movement of people
and items while the UN attempted to find the best positions from which to monitor what

was happening.

2 The French Sector Commander, a former Legionnaire, was particularly upset because
at this point the Bosnian Army or the mutinous segment represented by the hijackers were
refusing to release the French APC although all UNPROFOR personnel had been let go, but
without their personnel kit or possessions.

3 General Sir Michael Rose, Fighting for Peace, (London, The Harvill Press, 1998), 57
was very complimentary of my performance in his book so I must have been doing some-
thing right.

4 This detail and the chronology of events that the author gave the International
Criminal Tribunal for the Former Yugoslavia (ICTY) as part of his testimony in November
1998 to an ICTY investigator is available on-line by referring to the author’s appearance in
the Galic trial, IT-98-29, 30,31 May and 3 June, 2002 and the Milosevic trial, IT-02-54, 13
and 14 November, 2003, at www.un.org/icty

5 At the time that the author appeared at the trial of Milosevic IT-02-54, 13 and 14
November, 2003 the ICTY Prosecution was attempting to draw a connection at that time
between the former Serb leader and the shelling of Sarajevo.

6  Roy Thomas, “Implementing the February 1994 Peace Plan for Sarajevo” Canadian
Defence Quarterly, Volume 24, No. 3, March 1995, 22-26, outlines details on this ceasefire
which held until the Summer of 1994. General Rose took advantage of the first Sarajevo
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market massacre on 5 February 1994 to utilize public relations to fashion a ceasefire. The
second Sarajevo market massacre was the trigger for the NATO air campaign, Operation
Deliberate Force outlined in Tim Ripley’s Operation Deliberate Force (Lancaster: Centre
for Defence and International Studies, 1999) Chapter 19, 228-244.

7 Roy Thomas, “Sarajevo UNMOs” esprit de Corps, Vol 4, No. 1, 1994, 9 outlines
specifically the role UNMOs played in Sarajevo in implementing Rose’s peace plan.

8  Roy Thomas, From Gorazde to Kosovo: Aerospace Power in Peace Support
Operations, (Toronto: Canadian Institute of Strategic Studies, 2000).

9  While this is true on UNMO missions, other missions such as the short-lived Kosovo
Verification Mission (KVM) 1998/99 had members of the same nationality working
together although civilian and military personnel were mixed.

10 From personal anecdotal evidence on UNMO service on the Golan, Lebanon,
Afghanistan, Macedonia and Sarajevo, will attest that so-called Western observers are no
more honest or courageous than observers from other countries.

11 Norwegian SMO, Macedonia, September 1993.

12 In June 1994, at 1400 hours, an old man was shot by a sniper, who could have been
either Bosnian Government or Bosnian Serb. The only motive appeared to be to have this
death appear on CNN. While the body lay there a media team passed by, and stopped, with
the result that this killing attributed by the media, to the Serbs, was a news item in
North America during the 1800 hours prime time evening news. UNMO reports
provided UN authorities including the Secretary General himself, the facts or lack of facts
relating to this allegation and so many more. The UNMO nightly SITREP reflected what
UNMO:s reported particularly in the case of casualties, and did not necessarily agree with
the Sector Sarajevo SITREPs, which on occasion was a sore point. However at my level
and at the team level, reports had to say what we saw and say what was not seen. Conjecture
had to be labeled as such. New arrivals were told that a false report meant immediate
removal from my command. During my tour I did not have to relieve any UNMOs for
this reason.

13 From my PTT window, I personally saw a mortar round explode 10 meters from two
UNMOs just as they were getting out of their vehicle.

14 Some of the insurance coverage for Norwegian observers was not valid if they were
injured or killed while not wearing their helmet and flak jacket which was an issue when
General Rose asked UNPROFOR personnel, as a confidence measure, to stop wearing pro-
tective clothing all the time outside.
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15 Roy Thomas, “AAA, Safety-UN Military Observers (UNMOs) in Sarajevo,” DND
General Safety Digest, Edition 1, 1995, 12-14.

16 Roy Thomas, “UN. Military Observer Interpreters in Sarajevo” Language
International, Vol. 7, No. 1, 1995, 8-13.

17 For example I hosted, with some help from Colonel Wlasicuk’s Strathcona kitchen,
Canada Day activities for my UNMOs both inside and outside Sarajevo to include locals
that they were involved with.

18 At “Papa Three,” they had an excellent cook, the landlord himself, who was excused
military duty to keep an eye on us and his property. His son collected the signatures of
every UNMO who stayed overnight at this site.

19 Roy Thomas, “The Role of Relationships in Providing Security for Unarmed UN
Military Observers” The Liaison, Vol. 2, No. 3, 2002, 28-33.

20 Thomas, “Implementing the February 1994 Peace Plan,” 24.
21  Roy Thomas, “There’s No I in Team” The Liaison, Vol. 3, No. 1, 2003, 36-44.

22 Then Major, now Brigadier-General, Dave Fraser, executive assistant to General
Soubirou told me at the time that the Sector Commander had cancelled engagements to
host a private farewell dinner for me, a far cry from the coldness I had encountered when
I first challenged this former Legion officer.

23 Thomas, “There is no I in Team,” 29.

24  On a personal note, I no longer drink and from the first meeting I had to establish
that I did not want alcohol under any circumstances. For those who feel that having a drink
was necessary in negotiations with Bosnian Serbs I can only say that not only did I manage
nine months without taking a drink but was treated to a dinner with the Commander and
officers of one of the Bosnian Serb brigades, without alcohol being served as a farewell ges-
ture.

25 UNMO Headquarters in Zagreb stole my MIG pilot for UNMO operations there. In
fact, many of my operations duty officers moved to other HQ. It should be noted that selec-
tion for team leading and UNMO headquarters staff positions only came after tours, some
shorter than others, with teams deployed around the city.

26 I dismissed a team leader, with previous UNMO experience on another mission for
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treating one of his team with discrimination/prejudice. Another very experienced UNMO
called the Pakistani UNMOs “ragheads” which not only demonstrated his prejudice but
also his ignorance of that area of the world. There were no officers from India or Sikhs on
the mission! As a graduate of the Pakistan Army Command and Staff College I was often
appalled at how little Western officers knew about recent combat experiences of colleagues
from other continents.

27 1 gave departing team leaders and key staff members copies of Major-General Lewis
Mackenzie’s book, The Road to Sarajevo, which had recently appeared on bookstore
shelves. One UNMO, then Captain, now Major Don Haisell, collected signatures of all his
comrades as well as the autograph of Mackenzie himself and General Sir Michael Rose.

28  Christina Lamb, Waiting for Allah (London: Hamish Hamilton, 1991) outlines the
political situation in early 1990s Pakistan including the place of Ms. Bhutto and Nawaz
Sharif . It also throws light on events in Afghanistan at that time, which have implications
as this is written.

29  Iwas told by my Serb interpreters that I had been on Bosnian Serb TV but what had
occurred was that my radio traffic had been recorded, edited and then dubbed in with
completely different film footage. “Psyops” was a factor in 1993/94 Sarajevo.

30 Thomas, ICTY testimony. A list of key personnel that I dealt with is found in my
November 1998 witness statement subsequently entered as evidence in both trials.

31 Younger officers from armies with our tradition will not have experienced NCOs to
help their judgement. I can only say that it is hard to like or be civil to someone you know
wants to kill you!

32 The Ukrainian Deputy Commander of Sector Sarajevo, who ironically had served in
Kabul the same time-frame as I had in 1989, was detained in February, 1994 at the Rogatica
checkpoint for almost a day in his jeep.

33 The UNHCR representative in Zepa was absent from his post in that pocket for six of
the nine months of my tenure as Commander of UNMO Sarajevo. This meant that either
my UNMO team leader or the UNPROFOR company commander acted in his absence.
My UNMO team leaders starting with a Dutch parachute veteran, became very involved,
so much so that the 8000 refugees who owed support to him called their camp, UNMO
Village.

34 Sue MacCauley, Escape from Bosnia (Christchurch: Shoal Press, 1996) is a compila-
tion of the tangled plot from the perspective of the two so-called lovers. They are not
together at time of writing.
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35 Meeting other former SMOs of Sector Sarajevo at the ICTY in den Hague as well as
being part of the witness process helped bring closure. I am in contact with many of my

comrades from Sarajevo.

36  An army colonel tried to prevent the author’s posting to UNPROFOR apparently on
the basis of having had too many tours already and because of my age. Fitness should be
the factor, not age. In 1992, I had just completed several triathlons and in 1993, was train-
ing for further participation in such events. Other observers have commented to me per-
sonally on both immature and out-of-shape Canadian officers selected as UNMOs.

37 The author has already noted in another CFLI book on leadership, how the selection
of Colonel George Oehring as Commander of Sector South in the Krajina, where his per-
formance was recognized by a Meritorious Service Cross, was purely an accident.

38 During my tenure at CFB Suffield as the Range Control Officer, I personally observed
29 Medicine Man serials. At the platoon level, Canadian platoon commanders were better
trained than their British counterparts. The excellent branch training given combat arms
officers accounts for the excellent performance of so many Canadian observers almost in
defiance of the lack of selection policy for observers prevalent in the early 1990s. I cannot
speak for the performance of Canadian observers today, so many of whom have not had
the benefit of what used to be, and may still be, almost the best combat arms officer candi-
date training in NATO.
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CHAPTER 2
OPERATION TOUCAN OVERVIEW*

Rear-Admiral Roger Girouard

Operation (OP) TOUCAN was Canada’s joint force contribution to the
United Nation’s (UN)-sanctioned, Australian-led, coalition that landed in
East Timor on 20 September 1999, to quell the violence that had erupted
in Indonesia’s 25th province in the aftermath of a pro-independence vote.
The impetus for the mission arose from a number of sources that
included the Prime Minister’s presence in Asia for trade talks, the UN’s
requests for support of the vote that it had assessed as free and fair, as well
as the Australian Government’s strong requests for support and assistance
in its plans to stabilize the situation in East Timor.

Given the fact that the Canadian Forces (CF) were already heavily
committed to international peacekeeping and to the domestic imperative
of OP ABACUS,' a number of compromises in developing the force mix
were made, which in the end, provided for one of the most unique and
eclectic missions in recent memory. In totality, the three services and
many support elements, in all some 750 Canadian service personnel, were
located in six sites, stood up, achieved a steady-state of operation, served
two administrations, namely the International Force East Timor
(INTERFET) and United Nations Transitional Administration East Timor
(UNTAET), and effected redeployment without relief, all in the span of six
months.

BACKGROUND

Delving deeply into the history and ethnic complexity of Indonesia is an
area of study all unto itself, but that is not the aim here. Suffice to say that
Indonesia is a large and populous island nation with many diverse ethnic
groups. It has been subject to both a colonial past as well as the Muslim
expansion into southeast Asia. East Timor is the remnant of Dutch and

* A version of this essay was originally published in the Canadian Forces Maritime Warfare Bulletin.
1 OP ABACUS was the CF planning for (and potential reaction) to the new millennium computer scare.

SENIOR MILITARY COMMANDERS ON OPERATIONS 27



CHAPTER 2 IN HARM’S WAY

Portuguese colonies and it was the site of a small guerilla war against the
Japanese in concert with Australian forces during World War II. Later,
upon the relatively rapid departure of the Portuguese in the late 1960s, it
was invaded by Indonesia.

In the subsequent 30 years, East Timor remained the poorest region
in Indonesia. Its population was largely Christian; rural farmers and
labourers. Technical, management and administrative skills and positions
were generally retained by the Jakartan Indonesians, who controlled
business, investment, government and schools. Many religious schools
operated, providing basic skills and even some schooling in English, but
these could also limit the potential of the ethnic East Timorese. Some
parallels to Quebec before the “Quiet Revolution” can certainly be made.

East Timor’s transition was, however, less than quiet. The UN-monitored
vote for independence on 30 August generated an immediate and
significant response from the Indonesian Army (TNI) and local militias.
Indeed, pre-vote violence and intimidation were such that veteran UN
staffers were taken by surprise and feared for their own safety during
the ballot. With the announcement of an overwhelming choice for
independence, the rampage, as it came to be called, commenced in earnest.
With its trigger in Dili, which was the province’s capital and largest
urban centre, anti-independence violence spread first to the other large
centres and then on to the countryside, following highways, roads and
country lanes.

The planning effort, energy and logistic skill of this campaign of
destruction would come to amaze everyone who would arrive in East
Timor in the coming months. In some centres, as much as 80 percent of
the infrastructure was destroyed. In a third-world country where many
people had only a grass hut, a pig and a pot, even these were taken away,
like some bizarre imitation of the “Grinch who stole Christmas.” So
systematic and complete was the effort that fire trucks were filled with fuel
instead of water and driven down back roads and cattle tracks, so that they
could better ingnite dwellings in village after village. Reports of TNI
participation, let alone aiding and abetting the militias, were common.
Livestock was killed or collected for transport to West Timor. Villagers
were driven into the hills or forced into trucks heading west to internment
camps. At times marauders gave a few hours warning to allow people to
pack up some goods. Often, villagers were simply forced to run for their
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lives, splitting families in the panic. Those who could not flee were left
behind, sometimes never to be seen again.

Given the UN presence and a significant media interest, the eruption of
violence was quickly placed on the world stage. Australians clearly had
an interest, for economic and security reasons, in the events that were
literally taking place in their backyard. Nonetheless, an issue of
conscience was also at play given the support of the Timorese against the
Japanese in the Second World War, as well as a sense at least in some
circles in Australia, that East Timor’s occupation by Indonesia had not
been Australia’s finest hour. Such was the belief that something had to be
done to quell the rampage that plans were developed with an eye to
Australia going it alone in early September. However, world opinion, UN
and American diplomacy, regional responsibilities and bilateral
and Commonwealth markers all contributed to the formation of an
Australian-led coalition of some 20 countries. Its insertion into the city of
Dili by sea and air on 20 September marked an international response
to a military problem, as opposed to a reaction based on a purely
humanitarian crisis. Nonetheless, the reaction was instantaneous by any
standard in recent history. The fact that this rapid response was also
comparatively robust, the many challenges of logistics notwithstanding, is
also noteworthy, and a point that was not lost on the TNI or the
Government of Indonesia from the outset.

THE CANADIAN ASSESSMENT AND COMMITMENT

Many factors played into Canada’s participation in what came to be called
the International Force East Timor, including the Prime Minister’s
presence in Asia for trade talks, the realities of pressures from the halls of
the UN, as well as the significant lobbying from both the Australian and
New Zealand Governments. The issue in early September quickly became
less of “would we” than “with what.”

The army’s commitments internationally and to OP ABACUS precluded a
battalion or battle-group from being tasked, so the focus quickly and
appropriately shifted to air and maritime capabilities. The two C-130
Hercules transport aircraft that were assigned were a clear requirement for
the coalition and relatively easy to provide. Her Majesty’s Canadian Ship
(HMCS) Protecteur too, given the successes of disaster relief missions by
Auxiliary Oil Replenishment (AOR) ships in Somalia and the Bahamas,
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was a viable and flexible platform for the mission as envisaged. It should
be made clear at this point that the mission plan was developing by means
of conversations with the CF Attaché in Canberra, who was translating
early assessments of potential roles and tasks from the Australians.
Detailed plans, and a strategic reconnaissance by Canadian staffers, were
still to come. The vision for the employment of HMCS Protecteur was for
her to be relatively Dili-centric. The large ship was intended to provide a
medical team ashore, humanitarian aid and to serve as a floating com-
mand post for the Canadian Joint Task Force (CJTF) Commander. This
latter aspect helped contribute to my selection as commander of the mis-
sion.

Defining the land element itself was the true challenge in forming the
force mix for OP TOUCAN. Other national commitments limited
available numbers of troops and sustainment into the long term was seen
as problematic, so the concept of a company group was developed.
Initially, the aim was to deploy the force in Dili to provide security to
Canadian elements operating there, including the medical teams and the
humanitarian effort ashore. I envisaged the plan to be more akin to fixed
point security such as the camp at CANADA DRY in Qatar during the first
Gulf War as opposed to the security operation conducted in Haiti.

Clearly, the Australians were seeking as many “bayonets” as possible given
the potential threat levels in East Timor, the residual TNI and militia
presence, and the distinct possibility of a protracted guerilla war.
The Canadian army’s experience, robustness and similarities, in view of
common roots in the British army system, meant any land contribution
would be appreciated, and likely placed in the thick of it. In time, this
would play on the actual assignment and location of the as yet to be
defined company group.

Those who have experienced the sudden shock of the starting gun for a
major deployment, such as we saw for the Gulf in 1990 for instance, will
appreciate the organized mayhem of technical preps, staff planning,
deployment screenings and mission briefs that fill the scant hours between
the warning order and letting the first elements go. Although of a
different scale than the pre-Gulf preparations, the efforts by the fleet
maintenance ship Cape Breton on HMCS Protecteur’s behalf are no less
noteworthy in my view. A particular focus was given to the control,
communications, computers and intelligence (C3I) suite in view of the
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location of the JTF staff on board. Maritime Pacific Headquarters’
(MARPAC) Naval Constructor Troop was also on alert for any of a
number of functions which might come their way.

At the time, my own role was simply serving as acting fleet commander,
working to help HMCS Protecteur get out of harbour fully equipped.
One day, after the morning brief, Commander Randy Maze and I were
discussing the progress of preparations with Vice-Admiral Ron Buck in his
office when he turned to me to ask if I knew who the mission commander
would be. I think I reflected the “deer in the headlights” stare as he advised
me that my name had been put forth. A tremendous compliment and an
easy job to say yes to, although the role we had in our minds at that point
had little resemblance to what eventually played out.

It’s fair to say that your level of attention goes up when your place in the
task at hand is clarified as it was for me. It would be wrong however to
suggest that one’s ability to influence events or decisions in the larger
scheme of things is enhanced to any significant degree. We are accustomed
in the navy, as ship’s captain or even task group commander, to
having some measurable impact on the planning process and mission
development. Now as a JTF Commander-selectee in the forum of
a national joint operation, the reality is that my horizon of interest
exploded beyond MARPAC now to include an Airlift Task Force (ALTF)
and the still somewhat nebulous entity that was being formed by the army.
Though volumes of information were now flowing my way, the lead in the
effort to develop OP TOUCAN clearly and appropriately resided with
the former offices of the Deputy Chief of the Defence Staff (DCDS),
specifically Joint (J)3 Operations (Ops) and the J3 International cell, with
input evident from both the Department of National Defence (DND)
Policy world and Foreign Affairs Canada (FAC).

At this point in the mission development, a Strategic Recce Team was
dispatched to Australia to undertake more detailed discussions with
the Australian Defence Force (ADF). It was led by a combat arms
lieutenant-colonel; he was accompanied by Lieutenant-Commander Marc
Fletcher, who was assigned to provide Maritime input. On 20 September,
while this team was swinging through the Australian national and army
headquarters in Canberra, the landing by INTERFET actually took place.
Concurrently, my J2 designate, Lieutenant(Navy) Owen Parkhouse from
Maritime Atlantic headquarters (MARLANT) and I were making our way
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through the operational cells of National Defence Headquarter’s (NDHQ)
J3 and J2 (intelligence) elements to be briefed and brought up to speed on
the discussions with Australia and their impact on potential force compo-
sition. Ironically of course, the reality from the coal face in Australia was
not always fitting into the concepts which we had already begun to feel
comfortable with here in Canada, but it was still early days and much
would change yet. Meanwhile, the realities of Task Orders, rules of
engagement (ROE), staffing process, finance, Table of Organization
and Equipment (TO&E), chain of command, transfers of operational
capability assignments and a mountain of other subjects were all being
covered and discussed at seemingly lightening speed.

Of course the madness of pre-deployment staff preparations,
inoculations, family pressures and sorting out a mound of green garb or
naval combat gear, only served to sweeten the sense of escape as a half
dozen of us from MARPAC, including Lieutenant-Commander Jamie
MacKay (J4 Logistics (Log)), Lieutenant-Commander Chris Henderson
(J5 Public Affairs (PA)) and Petty-Officer 1 Bruce Neuman (Yeoman),
with a cold pack of Japanese encephalitis vaccine in hand, slipped away
en route to Darwin the afternoon after HMCS Protecteur’s emotional
departure. That morning, 23 September, and three days after the INTER-
FET landing, the ship’s role was still focused on humanitarian relief
ashore, serving the JTF HQ and an element of refueling work, the
potential conflicts of the latter two growing more apparent.

THE WAIT IN DARWIN

Australia is a continent far, far away. This fact would be brought home
many times during our deployment, and for many reasons. Arriving there,
we set to work to build our contacts and the network of offices that we
knew would be vital in coordinating communications, port services, air
transport, and the like. Darwin, it must be understood, is the warm,
sandy, and often monsoonal equivalent of Churchill, Manitoba. It is still
a frontier town, with limited jetty facilities, no rail head, roads subject to
flooding, and limited infrastructure. In time, it would be paradise to Dili
in East Timor, but I am getting ahead of myself.

Literally on arrival, our first meeting was in fact with our own Canadian
Strategic Reconnaissance (Recce) Team, which had concluded its visits and
even managed to parlay a short stop in the fledgling INTERFET HQ
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in Dili, a real coup resulting in some invaluable information and
impressions. To my knowledge, no such Staff/Recce interface had occurred
before, at least not at the outset of a mission such as this. We found the
link invaluable and profited from it for the six months we were there. With
INTERFET’s lead elements now in place and the international force mix
clarifying, the Australian Defence Force (ADF) requirements were starting
to gel. Land forces for Dili were of less importance now that forces had
been inserted. Talk of a “Commonwealth Brigade” was initiated. The need
for an at-sea fueling capability was raised to some priority. The sense that
INTERFET HQ was now the centre of information and decision-making
was resoundingly clear.

From a purely military perspective, Darwin is relatively well endowed,
the result of some politics to be sure, but mainly I think a purely natural
consequence of having been bombarded several times by the Japanese
during World War II. The ADF’s Northern Command (NORCOM) has its
headquarters there, and all three services are represented with facilities
including airfields, barracks and support elements. NORCOM itself is
a standing joint headquarters, headed at the time by Commodore
Mark Bonser. Received with open arms, we were offered full access to the
operational picture and the daily brief. Expecting something akin to the
level of detail in the MARPAC or MARLANT morning briefs, what
was available was at the strategic level only, and though Darwin’s transport
aircraft and troop count was listed, very little sense of events in East Timor,
what we needed most, was presented, the occasional highlight aside.
In time it became apparent that this more detailed picture was painted for
the senior leadership of the ADF largely by phone calls and networking,
with Major-General Peter Cosgrove himself often serving to pass the
word direct from Dili.

What was immediately evident was that the true picture and the
decision-makers, at least in terms of the likely operational employment of
Canadian assets, were in Dili. The need to get to the coal face drove us to
arrange a recce for 28 September. A team of us went over, including
Captain Bruce Sand, my J3 Engineer, who would look at bed-down issues
and Major Andre Corbould, my interim Chief of Staff (COS). Our aim
was to tie in to the INTERFET staff and glean as much information as we
could about the ADF concept of operations and where we might fit in.
Understand that apart from the Airlift Task Force (ALTF) the Canadian
commitment was still developmental, particularly the land element.
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As we flew in, the effects of the dry season were striking, with red ochre
dust and dry vegetation prevalent everywhere except on the coast. The
mountainous terrain and dried river beds were impressive, but it was the
nooks and crags and canyons that struck home the potential dangers of a
protracted guerilla war in this unfortunate country. Flying into Dili, a
coastal town ringed by substantial hills, fires were still evident and a smoke
haze was everywhere. Despite the madhouse of activity at the largely demol-
ished airport, Major-General Cosgrove met us on arrival and confirmed a
session for discussions later in the day. Troops and trucks and firepower
were everywhere, but given that the heights were not yet secured, the
vulnerability of INTERFET’s toehold in East Timor was also evident.
Militia were known to be present, although the town remained largely
deserted. The militia’s bounty on the INTERFET leadership demanded
robust personal security. Even the TNI remained in large numbers,
notionally restricted to their barracks, but they and the gunboats and
submarines in the area made it clear that Indonesia was still interested in
what was going on and that a turn for the worse could get very ugly very fast.

We moved by convoy to INTERFET HQ, a comparatively lightly damaged
three story building that had merely been torched and had the widows and
stair railings smashed. Commodore Jim Stapleton, the Naval Component
Commander (NCC) was my first stop, and we discussed HMCS
Protecteur’s employment. He explained that HMAS Success had just spent
six months assigned to their mission in Papua New Guinea, had been run-
ning very hard and was in need of a maintenance period. The likelihood
was that HMCS Protecteur would be the only AOR available to the force
for some time, and that maritime replenishment would rate high on her
dance card from his perspective. We spoke of the games the
two Indonesian submarines were playing and the tensions of having TNI
landing ships and gunboats staring down the necks of INTERFET assets.
The issue of shore support from a logistic and a combat perspective was a
new twist, but one which he had not given much thought to yet. It was
noted that at least one INTERFET Special Operations patrol had gotten in
over its head and required extraction by a frigate. Of interest, the NCC
was clearly an add-on element of the headquarters, as apparently was the
Air Component Commander, with no air or naval staff included in the
Combined (C)5 planning cell. This apparent oversight was not merely a
function of the forming of an ad hoc HQ, but seemingly one of national
doctrine and training. Clearly, ADF jointness was not jointness as we
knew it in Canada.
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The changing scenario of potential employment was compounded in
discussions with the C5 Plans staff, who had assessed Dili as being made
secure in the coming days and saw the focus of robust forces being
required along the border areas to the west. A number of issues, including
language, doctrine, interoperability, training, experience and ROE
among them, were driving the Australians to consider placing two brigade
groups made up of Commonwealth troops in this domain. A
New Zealand/Canadian battalion was considered at this point, and while
location was still undetermined, the south coast was coming into focus
because of the level of militia activity in the town of Suai.

So much for the Dili-centric Canadians, and the relative comforts of
a floating JTF HQ were in doubt as well. It was my discussion with
Major-General Cosgrove, Commander of INTERFET, that afternoon that
convinced me that the place to be was in Dili. His vision of the potential
challenges and pace of activity were quite clear. Indeed, of all the
Australians T met in theatre, he struck me as unique in his profound
understanding of the Asian issues and complexities at play on this
particular stage, and in his sensitivity to the aspect of “face” for the nations
involved. His major concerns were logistics and the coalition’s ability to
deliver both force and sustainment to a country whose infrastructure was
essentially wiped out, and perhaps more importantly, the robustness of the
forces at his disposal, including from a ROE perspective. This later
pertained, despite the robustness of a Chapter Seven mandate, to some
participating nations having quite restrictive national ROE, including one
that had an absolute restriction on deadly force. This reality would of
course come to play on the eventual disposition of contingents, including
our own.

A closing session with the Force Provost Marshall to discuss security
matters conveniently led into a guided tour of Dili on our way back to the
airport. Only a few thousand civilians were in a city which had housed
about a hundred thousand. Apart from the occasional press-hired
motorcycle or bashed UN Land Rover, the only vehicles were military.
Apart from the absolutely mind-boggling destruction of the town, the
other great incongruity was the cheek to jowl presence of thousands of
TNI infantry, marines and special forces, some of whom were reported to
have participated in the rampage of the previous weeks. The scene at the
port was particularly memorable. The place was partly still alight, half
remained occupied by the TNI. The few buildings abandoned so far for
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the use of INTERFET reeked of smoke, garbage and excrement. At the
west end, refugees were crowded to standing room only in an old
warehouse, unsure of whether to fear a resurgence of TNI/militia outrage
or believe the disinformation about the “murdering INTERFET killers and
rapists.” This was my first lesson of many about psychological operations
and the East Timorese.

By the time we boarded our Royal Australian Air Force (RAAF) Kingair
aircraft for transportation to Darwin, we had been filled with tasks, plans
and ideas. A busy but fruitful day had seen HMCS Protecteur’s role
change, our headquarters potentially move ashore and our land element
potentially adjust both role and location. Not bad for a day’s work, and
justification to get staff into Dili in a full time capacity as soon as possible,
to keep track of the evolving scene from within rather than from afar.
Both the daily call to J Staff in National Defence Headquarters (NDHQ)
and the situation reports (SITREP) were long ones. The changing picture
of employment was affecting the plan and would in fact force adjustments
to TO&E. Agreements for support with the ADFE, and primarily the New
Zealand Army, were negotiated and drawn up. The agreement with the
New Zealand government evolved as a result of confirmation that
the Canadian company group would form a significant portion of the 1%
Battalion, Royal New Zealand Infantry Regiment (1 RNZIR) contingent,
along with an Irish platoon and eventually a Fijian Company to round
out the force. The logistics agreement was hoped to limit the material and
personnel requirements for the land element. Time would tell.

Back in Darwin, we continued our efforts at preparing for the forces to
come, particularly in sorting out the support side of things in Darwin. Of
course, the ALTF was already on scene, having arrived on 28 September,
and making a solid contribution. The bad press these folks received as a
result of the glitches on their transit to Australia belies their true value to
the mission. I was amazed at how they were up and running and on
their first sortie within 24 hours of their arrival in Darwin. During their
tenure with OP TOUCAN, they would carry 40 percent of the cargo with
only 10 percent of the aircraft assets, an amazing feat. In time, the
Royal 2274 Regiment (R22eR or “Van Doos”) arrived in Townsville for
acclimatization and training and HMCS Protecteur arrived in Darwin after
her cross-Pacific trek and mission Work-Ups. With ship’s preparations,
sea lift for the troops, construction engineering plans, “national” options
for airlift and many other issues on the go, things were clearly coming to a

36 “THE BUCK STOPS HERE”:



IN HARM’S WAY CHAPTER 2

head. With inoculations complete, field kit and weapons in hand, at least
figuratively, it was also time for the headquarters to make the shift from
our ad hoc set-up in Darwin and install ourselves into the fray in Dili.

FINALLY IN DILI

The JTF Timor HQ was set up in the shell of what had been the East Timor
Provincial Forestry and Agriculture Administration, a positive turn of
events for us that the Yeoman managed to arrange through the deft use of
his naval procurement skills. Neither Canadian nor Australian army ever
understood just what a Yeoman was, but after seeing ours they all wanted
one. Only slightly burnt out and with a comparatively sound roof,
we started populating and cleaning up this two story building with the
beginnings of a staff and two signalers.

I am sure there were a number of occasions on this land-focused operation
where a naval officer’s bliss was in fact ignorance, and setting up an HQ
ashore was one of them. Having spent a dog watch or two in an operations
room, I was more than comfortable with running a busy operation with a
dozen people or so. The concept of being borne in the AOR where we
could utilize the talents of Commanding Officer (CO) and crew fell away,
but for a number of reasons the size of the staff element did not grow
appreciably, and certainly not to the proportions that previous missions
had come to enjoy. With about ten core staffers, another half-dozen in
INTERFET HQ, a half dozen support personnel, a ten-person Military
Police Detachment from MARLANT and a Kingston-based Signals MM
Satellite Communications Detachment, we eventually maxed out at about
forty-five personnel.

It will be a long time before images of sandbags, barbed wire, field
showers, jerry cans, cots and “mozzie domes” or the sounds of barking
dogs and roosters that light off at the rising of a bright star fade from
memory. By the end of October, some fifty thousand people had returned
to Dili, eventually to grow to one hundred thousand. Cars, mopeds and
bicycles were everywhere and traffic signs or pedestrian control was not.
Cooking fires, road dust, exhaust and the “mosquito fog wagon” assaulted
the lungs. Temperatures of 45 degrees Celsius (C), 56°C on the tarmac at
the airfield, and a mean humidity of 92 percent made for a demanding
acclimatization, even after weeks in Darwin. After being lulled into a sense
of security by a few light showers, our first true monsoon rain literally set
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us back on our heels, as we applied damage control training to plug holes
and fend off the absolute torrents pouring into our office/dwelling. I have
never in my life seen it rain so hard. An Ottawa Valley thunderstorm is a
mere spring shower by comparison. So hard did it rain, and so well did
the militias sabotage the sewer system, that within hours the city of Dili
became a shallow bowl knee-deep in biology mercifully masked by sunset
and the darkness of failed generators.

The crux of the matter in driving the decision on Dili was simply that
INTERFET HQ was the source of information and the battle rhythm
demanded senior participation a number of times during the day. Even
if at anchor in the approaches, maintaining connectivity from
HMCS Protecteur would have been difficult. With her away for days at a
time refueling or supporting forces ashore, it would have been untenable.
It is important to note that my own role as Contingent Commander
entailed operational command (OPCOM) of Canadian forces, but
operational control (OPCON) was delegated for each element to a foreign
HQ. For example: HMCS Protecteur to the NCC, the ALTF to the Coalition
Wing Commander, and the R22eR Company Group to the land force
commander through the New Zealand battalion commander. This was
very clear to all of us, Canadian, Australian and New Zealander, and was
perhaps the key point made by both the Chief of the Defence Staff (CDS)
and DCDS during my calls before departing Ottawa. While this meant
that we were not responsible for day to day operations, the oversight role
in ensuring that the assigned Canadians were employed appropriately,
and the advocate or “godfather” role, each entailed volumes of work and
constant communications.

Section base teams aside, it became clear how thin we were on the ground
in Dili. Our designation as an “austere” mission had a number of
implications, and control on establishment was one. With the many
evolving steps in defining the land element and an eventual confirmation
of the R22eR company group’s relatively isolated position in Zumalai,
priority was given to rounding out the land assets and their support, as
opposed to growing the headquarters. While I would never regret that
decision, the pace of activity for the staff was indeed extreme and by
December even the J-Staff acknowledged that we had gone in particularly
light. Managing the requirements of five units, including the HQ itself
and the two cells of the National Support Element (NSE), located in six
disparate locations proved to be a challenge of orchestral proportions, but
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fun nonetheless. The saving grace of course was the talented leaders
which I had been provided to help keep watch over the fold and the
trustful relationships which we quickly built.

The key was of course maintaining a network of connectivity. This
entailed morning and evening sessions in INTERFET HQ, ongoing
feedback from our INTERFET staffers, particularly Lieutenant-Colonel
Rocky Lacroix in the C5 Plans cell, liaison with the units to sort out
laments and recommendations, and a daily SITREP amplified by a daily
call to Colonel Walt Natynczyk in the COS J3 shop. Communications-
wise, we were extremely well supported by my J6, Captain Ken Mahon
from Kingston, and his signals element, who provided national satellite
connectivity for message, phones, satellite communications (SATCOM),
Defence information network (DIN) access and internet, and liaised with
the ADF and American communications support teams to put the
coalition “Parakeet” field/satellite phone on a number of desks. In short,
communications were not generally a concern, having the staff to sort the
wheat from the chaff and effect a fix sometimes was. This latter was
endemic throughout the coalition, and it was amusing at times to see a
three day old report brought to a brief as new information by a section that
had simply been cut out of the loop or which was too overworked to get to
their traffic.

Throughout this early period in Dili, thousands of troops continued
to pour into East Timor by sea and air, as did hardware, fuel and supplies.
The lack of infrastructure, inadequacies of the port facilities, lack of
lay-down space and movements equipment at both port and airfield all
conspired to slow down and sometimes halt the flow. The lack of “movers”
was such that these folks worked consistently 18 to 20-hour days and
safety issues eventually overrode operational demands when injuries
mounted. Military dependence on sea containers was irrelevant in a
third-world country with no handling capacity, two small piers and a ten
meter harbour depth. At one point, the bottleneck for materiel transport
was an inability to build enough pallets to load the transport that was
available. Fortune did smile in the form of the leased “fast-cat,” HMAS
Jervis Bay, which had just enough “legs” to make Darwin to Dili and return,
carrying troops, kit and light vehicles.

Another impediment to the support network that became apparent
was the way the support staffers were left out of the planning process.
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If INTERFET HQ was army oriented, the C5 plans cell was small and
purely land-op focused, sometimes surprising C4 (Log) or the NCC with
sudden demands or changes in priority that were at least painful, and at
times almost impossible. The changing nature of the situation aside,
the exclusion of support staff from the planning process made resource
planning and management a nightmare. As I have already said, the
logistics war was a close run thing for the coalition. We must always
remind ourselves that we do not do operations without support, and it is
a tribute to the many staff and support personnel involved in both Darwin
and East Timor that the many challenges were overcome.

From the Canadian perspective, our focus of activity was the imperative
of establishing the R22eR company group ashore, first in Suai and
eventually in Zumalai. Both HMCS Protecteur and the ALTF were well
ensconced in their routines with NCC and Wing in short order. Having
overcome the hurdle of simply getting the troops from Darwin and across
the beach, their next challenges, the issues of support, transport and living
conditions quickly arose. Staffing of support elements and equipment,
initially lean because of the ADF and New Zealand support agreements,
became an evolutionary growth that would last through January.
Transportation issues had to meet the challenges of a 10,000 square
kilometres (km) area of operations, poor roads and cattle tracks, as well as
a climate which meant a soldier could only carry enough water to go about
5 km in a day. Here the solution was all terrain vehicles in the form of a
small off-road 4x4, and a fun ride they were. Moreover they were effective
and safe and a delightful curiosity when trying to communicate in
the small isolated villages.

Living conditions and accommodations became a major concern for us.
The realities of the tropics, and of the monsoon in particular, made it clear
that austere or not, hoochies were going to be inadequate. Major Pat
Heffernan, from 1 Construction Engineering Unit (CEU), surveyed the
area and assessed the climate, delivering a business case that eventually
translated into some 29 steel “meccano set” buildings — the Canadian
jungle hut, at a cost of some $700K. We earned the envy of our allies and
the wonder of the people of Zumalai as 1CEU, the company group field
engineers and MARPAC’s Naval Constructor Troop transformed a soccer
pitch into a miniature town using field equipment, bobcats and what had
to be a “BINFORD” toolbox.
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To me, the result was a force multiplier. Instead of a daily sick parade of
25-30 soldiers, we dropped down to 5-8. Meanwhile, months later, our
New Zealand and Australian counterparts were still living in hoochies and
sea containers and using “outdoor” ablution facilities. Given the value
of the training and expertise of our personnel, and if we stopped just ten
soldiers from putting in their releases as a result of not having to face what
would have been hellish living conditions, then we paid for the camp.
We made the right call and the Canadian Forces (CF) Engineering world
have much to be proud of in what will be our legacy in Zumalai.

FLEETING STEADY-STATE

Steady state is an elusive beast with a one-off mission such as OP TOU-
CAN. Though we looked at a possible rotation scenario early on, and
while no firm decision was delivered by Government till early February, it
was reasonably clear even in December that we were it. Discussions of dis-
engagement and recommendations for follow-on contributions had been
on the go for weeks at that point, and many contingencies were put togeth-
er. All we required was some clarity as to national policy and a confirma-
tion of direction.

In the meantime, the CF contribution was in place and fully engaged in
various operations, Camp Maple Leaf was commissioned and the network
of daily communications well established. HMCS Protecteur was serving
essentially as the sole source of petroleum, oil and lubricants (POL)
products at sea, as well as for forces ashore. This was a potential single
point of failure that could have brought the entire coalition to a grinding
halt, air-delivered fuel notwithstanding. The R22eR company group, with
veterans of Bosnia, Kosovo and Haiti, set an example for thoroughness and
fairness and delivered a number of thought provoking recommendations
and observations to their New Zealand battalion HQ through coalition
headquarters, including somewhat ironically, work on the issue of dealing
with detainees.

Living conditions in Zumalai, though never comfortable in the muck of
the monsoon, were comparatively enjoyable and a distinct source of pride.
With an element of routine setting in, at least for the field units and for
HMCS Protecteur, humanitarian projects took on a level of priority and,
with cease operations on the horizon, some sense of urgency as well.
This effort in particular was magnificent to see, as churches, schools and
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hospitals were re-roofed, refurbished or re-built. “Christmas KISS”
and other projects delivered teddy-bears, parcels and school supplies.
An ancient tractor was re-built essentially from scratch. Water works,
community power and pumping stations were improved. Language
tutors, some utilizing Valcartier English, sprung up. Despite the backdrop
of destruction and death, the sense of a hopeful future, and the inspiration
of a warm and caring people, helped carry our troops through a tough
deployment.

POSSIBLE SCENARIOS

I will always say that the tools that Canada brought to the workshop that
was East Timor were appropriate and effective, because they truly were.
That said, it is impossible to avoid reflecting what might have happened
in a perfect world, because missions such as these have and will come
our way with some frequency. Operational logistics support, heavy lift
helicopters and littoral sea-lift sum up the three areas where I believe we
were most vulnerable as an international force. Yes, combat capable forces
in sufficient numbers were a concern from time to time and in certain
locales, but these three were consistent and abiding concerns. I termed the
latter carefully because “amphibious” conjures up images of D-Day
(i.e. the Normandy invasion in World War II) and such offensive activity
or the casualties it represents mires the term in automatic resistance.
What I am referring to is a troop and equipment-carrying sea-going
platform that can get personnel and equipment into a port or across
a beach. The beach aspect is vital if we expect disaster ridden nations,
natural or man-made, to simply cater to RO-RO (roll on — roll off)
capabilities, which in this case HMAS Tobruk and the Fijian Navy Ship
(FNS) Siroco catered to with a great degree of stress-relieving success.

While HMCS Protecteur did a marvelous job, I wonder how we might have
had more control over our own national movements and sustainment, as
well as what we may have been able to achieve as a force from a coalition
perspective, and the kind of impression Canada might have been able to
make as a nation, had ALSC been made available, fueling capability and
all, to me or to the NCC. Hopefully in time we will know.

The helicopter issue is interesting, especially given that the solution came
in the form of American Seaknight helicopters, which look amazingly
similar to the venerable Chinook helicopter. Whether Canada will play in
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this game ever again is debatable, but the rarity of this important platform
in the international air community is significant. A niche perhaps? A
tie-in to offshore search and rescue (SAR) work or transport in the
Canadian Arctic?

And last the logistics issue, which in my opinion was the force’s most
vulnerable aspect for so many reasons. These include the limitations of the
airhead and port facilities in both Darwin and Dili, and the limitations of
transportation capacity and movements expertise in general for several
months. The fact that the Australian Army is by doctrine a continental
army not accustomed to deploying afar is a fact that led to reorganizations
and restructuring of the force, which was stretched to the breaking point
in providing for a division-sized expeditionary force some 200 miles
from Australia, 24 hours by sea and 90 minutes by air. That some recent
experience had been gained through their recent operations is more fate
than conscious planning, but fortunate nonetheless. What I still find
amazing is that neither the TNI nor the militias seemed to sense or exploit
a vulnerability that had the potential to bring the entire operation to a
screeching halt. Our own expertise in this field, with both NATO and
UN roots, is renowned and justifiably so, as I witnessed with the teams
we brought into theatre.

WE LEARNED A LESSON OR TWO

A number of lessons learned arise from any deployment, and OP
TOUCAN is no different. I will not detail the minutiae of the post deploy-
ment report, but two points come to mind in particular. First, that logis-
tics support has critical mass and that the expectations of an ally’s efforts
may be optimistic, particularly if allies are themselves stretched thin. From
what I have observed in the context of OP TOUCAN, we do logistics
exceedingly well in Canada, a capability worth holding on to if we are to
continue to traipse all over the world as we have done now for decades.

Second, an armada is still an impressive and intimidating sight. According
to Major-General Cosgrove himself, the coalition’s amassed tonnage and
naval might in the approaches to Dili helped convince the TNI and the
Government of Indonesia that the international community had in fact
ranged itself in full support of an independent East Timor, in a way that
even his forces ashore could not. Sea power as a diplomatic force is alive
and well.

SENIOR MILITARY COMMANDERS ON OPERATIONS 43



CHAPTER 2 IN HARM’S WAY

WHAT THE NAVAL OFFICER BRINGS

Before wrapping up, I want to address the issue of what a naval officer
brings to the playing field during deployed operations such as
OP TOUCAN. The issue is not how we apply our specialty at sea or what
we add to our portfolio by doing something unique, but what it is in the
naval officer’s inventory in general that can enhance the mission. While
acknowledging some of the unique attributes of OP TOUCAN, and
noting that ours was no more perfect a mission than any that had gone
before, I found time and again that the training, experience and back-
ground that I had been fortunate enough to amass over the years served
me exceptionally well, not necessarily to predict challenges or foresee
problems in this new environment, but certainly to overcome them. With
more than my share of time to mull over the issue and to observe various
players of all ranks, backgrounds and nationalities at hand in INTERFET,
what became clear, not surprisingly, is that we are indeed products of our
environment. The revelation to me was how well the naval service did in
Timor, ashore and afloat, and particularly in a joint and combined staff
environment. Noting that the Air Force thought load and sortie, while the
Army seemed to focus on task or objective, I considered, I think for the
first time, how it is a maritime surface (MARS) officer thinks of things.
I concluded that we tend not to think of one place or task or serial or
even mission, that after our CCO or ORO course we have our circuitry
adjusted to think “voyage”. This means point A to point B over time and
in three dimensions, with the dynamic inputs that weather, consorts or the
enemy can bring, with a mindset of the importance of planning, flexible
responses and the ability to make it up on the fly. Not a bad skill set to
have, and one that I came to find is in high demand. If the more junior
staff officers which we had ashore are any measure, we continue to grow
these skills and thought processes reasonably well today.

CLOSING OUT

The remaining elements of OP TOUCAN, that being the JTF HQ,
NSE and R22eR company group, transitioned to the United Nations
Transitional Administration East Timor (UNTAET) and the UN
peacekeeping mission on 23 February, as marked by an international
ceremony in Suai. OP TOUCAN’s cease operations was represented by a
small Canadian ceremony in Zumalai on 12 March, as Lieutenant-General
De Los Santos, the UN peacekeeping force commander, received the
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UN flag from Major Alain Gautier, the R22eR company commander. The
short burst of energy that was OP TOUCAN was, I feel, an appropriate,
flexible and effective force during a period of intense turmoil and
potential risk in a classic “peacemaking” role. It was too much, too
“pointy-end” and robust I think, sustainability issues aside, for the long
period of peacekeeping that yet lies ahead. We have left behind three staff
officers in UNTAET as Canada’s current military contribution to efforts in
East Timor, who along with a diplomatic mission, the Royal Canadian
Mounted Police (RCMP), UN staffers and humanitarian aid agencies
provide Canada’s ongoing commitment to the region.

Our contribution was evident in the quantum leap with which living
conditions improved in East Timor, and in the eyes of our gentle hosts
when we said good-bye. By chance, during my last walk around Zumalai,
I met a gentleman whom I had met months before when we first flew in by
Sea King helicopter, and whom I had seen at the refugee drop-off in town
on several occasions desperately seeking his family, which had
been forcibly trucked off to West Timor, without success. This time he
introduced me to his wife and pointed out his very shy children in front of
the house he had rebuilt with contributions from our troops and sailors.
We still had trouble communicating, but his eyes said volumes.
When Canadians lament that we cannot change the world, I will always
remember that we can, one step at a time. This level of satisfaction is
only increased by the privilege of working with the absolutely superb
professionals that I had assigned to me in OP TOUCAN - sailor, soldier,
aircrew, maintainer, support trade, sapper, staff or whatever. In the end,
it’s hard to believe how lucky we are to have such challenges foist upon
us, and be in turn blessed with such fine people to make it all work.
Lucky indeed.
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CHAPTER 3

IN HARM’S WAY: THE 314 BATTALION,
THE ROYAL CANADIAN REGIMENT ON
OPERATION PALLADIUM, ROTO 3 -
JULY 1998 TO JANUARY 1999

Colonel Mike Jorgensen

This account of the experiences of the 3" Battalion, the Royal Canadian
Regiment (3 RCR) Battle Group (BG), on Operation (OP) PALLADIUM,
Rotation (ROTO) 3, in support of the General Framework Agreement for
Peace (GFAP) aspects of the “Dayton Agreement” has been prepared in
support of the In Harm’s Way series. In preparing the account, I have gen-
erally followed the five doctrinal phases of peace support operations
to describe the experiences of the Battle Group — warning, mounting
(preparation), deployment, employment, and re-deployment. However,
the major portion of this chapter is dedicated to the “employment” phase,
where we had a great opportunity to put our professional abilities to
the test.

I have chosen to focus on a number of very specific events that occurred in
our tour — key events that provided the members of the Battle Group an
opportunity to fully employ their professional skills. These key events
include support to the elections, OP SHANNON, and our support to
rebuilding efforts, all of which involved all members of the Battle Group
and most of the Canadian Contingent.

WARNING

The leadership of the 2" Canadian Mechanized Brigade Group (2 CMBG)
had gathered late in the fall at the home of the Brigade G4 (logistics),
Major Ryan Jestin, as directed by the Brigade Commander, Brigadier-
General R.J. Hillier. Hillier was returning from National Defence
Headquarters (NDHQ) after having received direction with respect to the
Army’s choice of lead unit, manning limits, and so forth, in support of OP
PALLADIUM ROTO 3. Upon arrival at the Jestins’ married quarter,
Brigadier-General Hillier briefed the unit commanding officers on his
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concept of operations for the mounting and deployment of the 3 RCR BG.
We received our formal warning order on 7 November 1997.

The BG leadership paid a visit to the Deputy Chief of the Defence Staff
(DCDS) Joint (J)-staff in Ottawa early in our planning phase, and later
hosted their team in Petawawa. We mostly received our written, formal
direction from the DCDS J]3 International Staff, through the chain of
command. Most of the directives arrived late, or had been overtaken by
events by the time they arrived. In our case, Land Forces Central Area
(LFCA) HQ had the lead for force generation and mounting, while
2 CMBG was tasked to train and declare the unit operationally ready. The
commitment from 2 CMBG — making our preparatory training a Brigade
main effort — was a key contributor to mission success.

As a unit, we immediately developed an overarching and comprehensive
plan, and established a formal “writing plan” to capture and communicate
all aspects thereof in a centralized manner. We planned in close
consultation with the Brigade HQ, and other units within the Brigade who
were impacted by the tasking. Later in the planning process, we began to
communicate more frequently with the 1 RCR BG, which was in theatre.
The “writing plan” proved to be a very effective mechanism for capturing
all facets of the operation. The Deputy Commanding Officer, Major
Buster Bowes, shepherded this project for us. The plan served to initiate
the detailed planning for the operation — including every necessary piece
of documentation we would ultimately need to produce in order to effect
all phases of the operation. Ultimately, we filled three large binders prior
to deployment, and a further two binders in theatre.

Upon receipt of warning orders and operational and administrative
guidance, we embarked on personnel selection, screening, and
preparation. This is something commanders at all levels must become
personally engaged in from the start, with a view to ensuring, to the degree
possible, that personnel with administrative, personal, or medical
problems, are not included in the deployed component of the force. In my
view, a poor screening effort will ensure that these individuals eventually
create significant administrative or disciplinary problems for you and
your subordinate commanders. Our Regimental Sergeant-Major (RSM),
Chief Warrant Officer Frank Grattan, played a huge role in this process,
and he and I personally interviewed Reservist Officers and senior non-
commissioned officers (NCOs) who had applied to join the Battle Group.
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Another preparatory activity that paid off nicely was the conduct of an
effective in-theatre reconnaissance. In fact, we conducted two of these — to
great effect. The first of these was the “Commanders’ Reconnaissance,”
which included our brigade commander (Brigadier-General Hillier), the
Commanding Officer (CO) of the “Training Assistance Unit” (i.e. the CO,
the Royal Canadian Dragoons (RCD), Lieutenant-Colonel
W.J. Natynczyk), the 2 CMBG HQ G3 (Major Bruce Pennington), and the
2 CMBG HQ G4 (Major Ryan Jestin). The Commander’s Reconnaissance
allowed us to collectively plan our pre-deployment training concept.
The other, more traditional reconnaissance, was conducted with sub-unit
commanders and key unit staff officers, which allowed for the
development of detailed technical plans in anticipation of our handover.

Instituting a dynamic and effective rear party organization played a major
role in creating calm and confidence in our pre-deployment activities, and
served us superbly while deployed. Major Kevin Robinson, ably assisted
by Master-Warrant Officer Don Campbell, commanded the Rear Party.
It included an energetic spouses committee, a support network, and a
comprehensive fan-out system. The Military Family Resources Centre
supported our efforts, and provided additional useful information and
contacts for this critical component of our team.

We began planning for leave travel assistance trips early, under the Welfare
Officer — in this case, Captain Will Graydon. Early planning and
decision-making is important in this quality of life aspect of the
plan. And, equally important, is the requirement to ensure the plan is charac-
terized by a degree of “consensus’, transparency, and “buy-in”.
Communicating the plan early, during “family briefing” nights, was also a very
helpful technique, serving to promote high morale and family confidence.

MOUNTING (PREPARATION)

We conducted our pre-deployment preparations and training during the
period 5 December 1997 to 4 June 1998. We had an official “stand-up”
parade in the new 3 RCR compound on 5 December 1997, presided over
by the 2 CMBG brigade commander. Shortly afterwards, the newly formed
Battle Group departed on Christmas Leave. However, the Battle Group
was recalled from leave on 8 January 1998, in order to participate in
OP RECUPERATION - the “ice storm of the century”! The brigade
commander, key Brigade staff, and the unit COs departed for the National
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Capital Region (NCR) at 0100 hours, on 9 January. In fact, we spent
almost three weeks working in support of OP RECUPERATION, leading
me to approach the brigade commander with a view to having us return
to Canadian Forces Base (CFB) Petawawa first among the Brigade units,
given our urgent requirement to undertake a full slate of Primary Combat
Function courses as a first step in our pre-deployment training package.
In fact, the “ice storm” deployment allowed the newly formed Battle
Group to begin the “bonding process” — less the armour squadron, which
reverted to “under command” of the CO of the RCD for the Operation.
Our BG soccer team later returned to play against a local team in the
Alexandria area, returning from there with the “Ice Storm Cup”!

In the end, our pre-deployment training program began approximately
three weeks after the intended start date as a result of our deployment on
“Operation Ice Storm” The program began with a series of individual
training courses, beginning at the end of January 1998, and continued
until the unit went on leave after the Brigade Commander declared us
operationally ready at a Battle Group parade conducted on 4 June 1998.
The role of the higher HQ — in our case 2 CMBG HQ, was defined by the
brigade commander, Brigadier-General Hillier as “setting the conditions
for the success of the 3 RCR BG”. In turn, our pre-deployment efforts
became the main effort of the entire formation, which turned out to be
exactly what was needed.

Our training program proceeded very logically from general-purpose
combat training to mission-specific training, working from individual
level to collective level throughout. I was struck by the requirement
to institute a period of transition from one to the other, as the shift in
mind-set is important for mission success — although losing the combat
focus entirely is equally dangerous. We also sought to ensure that
we would have sufficient depth in terms of individual qualifications
(i.e. primary combat functions) to be able to react to attrition,
promotions, medical problems, leave, and so forth. Accordingly, we
conducted individual training during the period 12 January to
19 February 1998, including driver (wheeled, tracked, and Armoured
Vehicle General Purpose (AVGP)), machine gunner, and TOW (Tube
launched, Optically tracked, Wire guided missile) gunner.

The Brigade Commander designated the RCD as our “training assistance
unit”> We had previously assisted 1 RCR in its preparations for a
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deployment to Kosovo and Bosnia, so we were very familiar with the
concept of a “training assistance unit” The designation of a “training
assistance unit” was very useful for our purposes. It allowed our “teams”
to focus on training as cohesive elements, uniformly and conveniently.
In our case, given that we had an excellent rapport with our “training
assistance unit”, and we enjoyed top-notch support from day one, we were
able to focus on developing the required skills rather than spending our
time analyzing the training objectives, coordinating training support, or
providing instructors or role-players.

Our pre-deployment collective training phase was planned for the
late-winter period. In fact, had we stayed in Petawawa, we would not have
been able to complete any worthwhile manoeuvre training as a result
of the weather (snow and ice). In our case, one of the more inspired
decisions was to allow us to travel to Fort Chaffee, Arkansas, to complete a
large portion of our collective training there during the period
23 February to 10 March 1998. The entire process of planning and
completing the 1,700 kilometre road move, and the associated air lift,
provided enormous experience to our administrative component — while
injecting an air of excitement and novelty into the training schedule. Most
importantly, it allowed us to practice manoeuvring our combat teams in
appropriate (but very challenging) terrain while snow covered our home
base in Petawawa. The entire Canadian contingent (with a few exceptions,
including the National Command Element (NCE)) deployed to
Fort Chaffee, which allowed us to “bond” as a contingent and reinforce
lasting relationships between the various commanders.

The deployment to Fort Chaffee included a Coyote-equipped opposition
force (OPFOR), led by Major Jeff Barr, who provided outstanding training
support to the Battle Group. The confirmation part of the plan suffered
somewhat at the absence of Brigadier-General Hillier who was prevented
from joining us because of the unfortunate sudden passing away of
his father. The National Support Element (NSE) completed a series
of individual training requirements while in Fort Chaffee, and then
supported our training program administratively.

Our road move became legend immediately! Our rail-move skills were
markedly improved at the end of the move, and our vehicles received an
excellent road test. Our Advance Party — which included Captain Steve
Nash, had established an excellent rapport with the Fort’s facilities
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personnel, and we received several distinguished visitors, including
the Adjutant-General of the Arkansas National Guard. The final
(“confirmatory”) exercise, coordinated by the G3 and G4 of 2 CMBG,
provided several exciting moments, including a final attack at Battle
Group level.

Aside from the general-purpose combat training we completed up
front, we followed a fairly standard mission-oriented training package —
organized for us by our training assistance unit in consultation with the
Battle Group leadership, and designed to provide us with a rudimentary
background to the environmental, cultural, historical, military, and
political situation in theatre. We spent considerable time training on the
rules of engagement (ROE) — in fact, they were part of every single
training activity we undertook, starting with a highly interactive “War
Cabinet” training session. Training on the ROE was likely the most
sensitive aspect of our training program, and we made sure we benefited
from a wide variety of techniques, including lectures from the military
lawyers serving on the J-Staff and round-robin “stand training.” At one
point, I personally summarized the ROE before the members of the BG, to
lend a sense of confidence in the process — both in terms of confidence in
the ROE and in terms of my own sense of comfort with them. We worked
up our ability to “manage operations” through various means, including
a large-scale Command Post Exercise (CPX), conducted in the 1 RCR
unit lines.

Importantly, a large part of our final training phase — the mission-
specific training phase, was completed on private land “cleared” for such
purposes. We enjoyed tremendous support from the local community in
this respect, which allowed us to conduct our training in urban areas to
enhance training realism and relevance. The confirmation exercise,
Exercise (Ex) Storming Bear II, took place in the area surrounding the
NCR, partly to exploit the goodwill established in the Region by 2 CMBG
during the “ice storm,” during the period 25-29 May 1998. At the outset,
our Signals Platoon experienced some real challenges in providing
area-wide coverage, given the atmospheric clutter provided by the
incredible concentration of signal-emitting apparatus! They had a mini-
retreat on the spot, under the guidance of their “Atomic Engineering”
qualified platoon commander, and shortly thereafter their brainstorming
session allowed them to provide the necessary communications support
to the exercise.
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Of particular note was the close supervision exercised by the chain of
command on the final day of the “confirmation exercise” — I recall it
vividly, even today. The final “problem” involved a “holed-up” force of
well-armed and desperate rogue Entity Armed Forces (EAF). Major Mike
Evans was the company commander on the spot, and he had his platoons
formed up around the objective, while he was attempting to “negotiate”
with the folks in the buildings. As he was supervising his platoons, I was
providing direction to him, and coordinating the supporting assets that
were just arriving — including helicopters (portraying helicopter
gunships), Military Police (setting up a Prisoner of War cage), and so forth.
However, supervising me — from a distance of less than 20 metres, was
(all within 10 metres of each other) the Brigade Commander, the
Commander LFCA (overall responsible for a declaration of readiness) —
Brigadier-General Walt Holmes, and the Commander of the Army —
Lieutenant-General Bill Leach. All the Formation and Command chief
warrant officers were there as well. Fortunately, all went well, as the rogue
Entity Armed Forces were quickly persuaded to surrender in the face
of overmatching combat power.

Throughout the process, it became very clear to me that a sound
communications plan for internal and external purposes, is critical. It
permits wide anticipation, reduces the potential for misunderstandings,
and keeps morale high. Regular briefings — to families, to the chain of
command, and the community, are a key component of this process.

An initial visit and information session with the Military Family Resource
Centre was highly productive. I found that our early visit to the National
Defence Coordination Centre (NDCC), the National Defence Intelligence
Centre (NDIC), and the DCDS/]-Staff, was invaluable. Similarly, we
benefited from a visit from the Army Lessons Learned Centre. The
issuance of clothing and special equipment provided our sole source
of frustration — the process was incredibly cumbersome and consumed
considerable time and resources.

DEPLOYMENT

Our deployment unfolded smoothly under control of the National
Defence Movement Control Centre, on behalf of the DCDS. It saw us
moving through the designated Airfield Port Of Embarkation at CFB
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Trenton, and then flying directly to Zagreb, Croatia, the Designated
Airfield Port of Disembarkation.

Upon arrival in theatre, we became a DCDS unit, and reported on a daily
basis to two masters — the National Contingent Commander (NCC),
Colonel W.J. Natynczyk, and the commander of Multi-National Division
(South-West) (MND (SW)) — Major-General (UK) Cedric Delves, who
exercised operational control over us. National operational command
of the 3 RCR BG continued to be vested in the Canadian contingent
commander, who reported daily to the DCDS, and focused on
coordinating matters of a national nature, including the overall aspects
of good order and discipline for all Canadians in theatre.

EMPLOYMENT
Arrival and handover

Upon arrival, we followed standard handover procedures. The Board of
Inquiry and related briefings set the tone and provided the background for
the handover from the 1 RCR BG to our Battle Group. Touring the area of
responsibility (AOR) in a carefully coordinated manner, in the company of
our predecessors, allowed for a comprehensive handover. I personally
found it helpful to meet my international counter-parts, including the
EAF commanders.

On a well-established mission, Contingent Standing Orders, Force SOPs,
and similar critical direction are well-established. However, on our
first trip to HQ MND (SW) we took the time to review several tactical
procedures together, such as information collection and dissemination,
security, incident handling, use of force (with a special eye to Canadian
sensitivities related to dealing with civilian outbreaks of violence), and
contingency planning related to heightened states of alert, mobile reserve
employment outside the AOR.

The Campaign Plan and the Battle Group Mission
We conducted operations within our AOR in a manner consistent with the

Stabilization Force (SFOR) Campaign Plan. The SFOR Campaign Plan
was commonly expressed in terms of a series of supporting pillars, with
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designated lead agencies for each pillar of the plan as follows, from which
our own operational framework flowed:

+  Secure environment (SFOR)
+  Economic recovery (Office of the High Representative (OHR))
+  De-mining (UN Mine Action Committee)

Police (International Police Task Force — IPTE, and the
International Criminal Tribunal for the former republic of
Yugoslavia — ICTY)

+ Displaced Persons and Refugees (DPRE) (UN High Commission
for Refugees (UNHCR))

+ Elections (Organization for Security and Cooperation in
Europe — OSCE)

+  Arms Control (OSCE)
Common Institutions (OHR)

We had used our in-theatre orders for the confirmatory exercise, as well
as all preliminary exercises. This turned out to be highly effective and
efficient, although operational security must always be the overriding
consideration. In our case, using the “real” orders paid dividends because
everyone had a thorough grasp of their mission, role, and tasks
immediately upon arrival, and felt entirely comfortable in the AOR based
on a high degree of situational awareness. As always, mission tasking
breeds pride of ownership, initiative, and confidence; accordingly, I put
maximum effort into casting my direction in terms of commander’s
intent, concept of operations, main effort, and end-state. Thus, these
orders were well known to all members of the Battle Group:

The 3 RCR Battle Group will enforce the military aspects
of GFAP, while providing support to the civil aspects,
within resources, in order to provide a secure environment for
continued development of peace.
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I shall achieve the intent of the Commander MND (SW) through
an active programme of framework patrolling, cantonment
and GOF inspections, and monitoring of EAF training and
movement. To effect the required coordination with all agencies
involved in nation-building we will employ a liaison cell
dedicated to the full spectrum of civil and military liaison
activities. We will take every opportunity to provide a clear and
unequivocal demonstration of our combat power, and execute all
operations in a resolute manner.

To provide a dominant presence to assist in the provision of a
secure environment, I will deploy rifle companies to dispersed
locations throughout the AOR, in the process assigning them
responsibility for specific portions of our AOR. From dispersed
bases of operation, the companies will accomplish BG-assigned
tasks, including framework tasks and inspection and monitoring
tasks. I will superimpose the reconnaissance squadron on
the complete AOR to ensure total area coverage, with special
emphasis on potential gaps amongst the rifle companies.
I will employ the Anti-Armour Platoon to provide overwatch
throughout the AOR, with attention to our flanks.
Underpinning our efforts will be the ready provision of a wide
range of firepower, including our integral Mortar Platoon and
OAS coordinated by our centralized, highly mobile engineer
assets, capable of reacting quickly to all incidents, including
those involving UXO or mines. Our ability to respond will
be constant with ready reserves at all levels, while contributing
concurrently to the ability of MND (SW) to respond through
our provision of a company-sized reserve. A sound and flexible
system of first line CSS [combat service support] will allow us
to effect sustained, decentralized operations to meet all
exigencies.

Our support to civil aspects of the GFAP will be very much tied
to the availability of resources and local circumstances. Our civil
support efforts will be carefully scrutinized and closely linked to
the conduct of general operations within the AOR.

Our operational focus will concentrate on: the return of DPREs
[Displaced Persons, Refugees and Evacuees]; monitoring of
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the implementation of the election results of 1997; supporting
elections scheduled for September 1998; promoting ongoing
initiatives such as Op Harvest; and, conducting an aggressive
in-theatre training programme to maintain our combat
capability and provide a visible deterrence to a resumption
of hostilities or new threats to peace. In general, I intend to
consolidate the efforts of previous contingents and promote a
climate in which the process can continue.

Our main effort will be directed at maintaining and verifying
complete compliance of all EAF with the military aspects of the
GFAP. I consider the EAF to be the centre of gravity in operations
in our AOR. The full range of our capabilities will be devoted
to our main effort, which we will discharge in a firm, fair, and
professional manner as an all arms unit, proud to be members of
a multi-national team.

My end-state foresees a secure environment within which
agencies charged with implementing the civil aspects of the GFAP
are affecting the desired progress with confidence. Our efforts
will be seen as productive in establishing strong working
relationships with all agencies in the AOR, and providing a
critical source of coordination in support of these agencies.
Within our AOR our legacy will be characterized by tangible
examples of our successful mission, including both a growing
confidence of local civilian institutions and highly visible CIMIC
or civilian aid projects. Our re-deployment to Canada will
see the safe return of all our soldiers, reflecting a successful force
protection posture throughout the operation, following a perfect,
seamless handover to the 2 RCR Battle Group.

Battle Group structure, tasks, and battle rhythm

The 3 RCR Battle Group numbered 883 all ranks, and we had
approximately 300 vehicles of various types — including a large number
of wheeled SMP vehicles. The Battle Group was composed of three
mechanized/motorized rifle companies equipped with “Grizzly” AVGPs, an
Armoured Reconnaissance Squadron of the RCD equipped with “Cougar”
AVGPs, a Combat Support Company manned primarily by artillery
personnel from the 2" Regiment, Royal Canadian Horse Artillery
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(2 RCHA), and an Engineer Squadron from the 2"d Regiment,
the Canadian Engineer Regiment (CER) equipped with a large variety of
engineer vehicles and equipment.

The Battle Group leadership was structured along traditional lines, with a
Deputy Commanding Officer from 3 RCR (Major “Buster” Bowes), a RSM
from 3 RCR (Frank Gratten), and the Operations Officer (Major Dave
Berry) and the Adjutant (Captain Geoff Parker) both coming from 3 RCR.
The Administration Company worked under Major Randy Kemp (3 RCR),
while the three rifle companies were commanded by officers from 3 RCR
— Major Dan Jakubiek (Parachute Company), Major Rob Walker
(November Company), and Major Mike Evans (Oscar Company). Major
Mike Nixon (RCD) commanded “A” (Reconnaissance) Squadron, while
Major Nak Yun Paik (2 CER) commanded 24 (Engineer) Field Squadron,
and Major Dave MacPherson (2 RCHA) commanded the Combat Support
Company. Major Craig Dalton worked as the BG CIMIC Officer, leading
a small, but key Battle Group team.

Our AOR was located in the North-West corner of Bosnia, spanning an
area similar in size to Prince Edward Island. Our Battle Group
Headquarters was located at Camp Holopino (Coralici), which also
housed Oscar Company, most of Combat Support Company, and a large
proportion of the Administration Company — including the Advanced
Surgical Center of our Battle Group. Camp Maple Leaf (Zgon) housed
Parachute Company, the Reconnaissance Squadron, and the Engineer
Squadron. The Medical Platoon/Unit Medical Station was established
at Zgon. The Camp at Drvar was occupied by November Company.
We had established smaller outposts and patrol bases at various locations,
including the town of Bihac, Bos Petrovac, and Bos Grahovo.

The very size of the AOR led to a requirement for two Radio Re-Broadcast
(RRB) stations (Mount Gola and Mount Raz) to support communications
across the AOR. Both RRBs were located on mountain-tops, and were
extremely difficult to access. However, these two RRBs were critical to our
communications ability, and we were lucky that both were commanded by
extraordinary junior NCOs who ensured the RRBs were functioning fully
and effectively throughout our tour.

The rifle companies focused on a broad range of tasks. These tasks
included maintaining a visible presence through mounted and
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dismounted patrols (overt, but occasionally covert operations);
conducting cantonment site inspections; monitoring training and
movement of the EAF; establishing Observation Posts (OPs) as required;
conducting liaison with local force commanders; maintaining camp
security; supporting international organizations such as OSCE, IPTE,
UNHCR and OHR; supporting the Public Information Operations
campaign; and, completing one “visible community project”. All
companies maintained a Personnel Designated Special Status (PDSS)
registry, and local Quick Reaction Forces (QRF), and all were prepared to
execute portions of Battle Group Contingency Plans. The Reconnaissance
Squadron focused on AOR-wide patrols and mobile observation posts,
while the Engineers concentrated on supporting de-mining efforts,
providing Emergency Response Teams (ERT), and maintaining the
“cleared route trace” The Combat Support Company focused on
coordinating Battle Group indirect fire and aviation support
requirements, and coordinating combat power demonstrations as assigned
by MND (SW). Senior Liaison Officers, Public Information Officers,
Public Affairs Officers, and Visits Officers played key roles as well through-
out the tour.

Our CIMIC efforts were especially noteworthy, with this aspect of our mis-
sion focused on promotion of the civil development agenda where possible.
This entailed close cooperation with donors and donor agencies such as the
Canadian International Development Agency (CIDA) and the British
Department For International Development (DFID), a UK version of CIDA,
as well as OXFAM, and many other agencies from Italy, Norway, Germany,
and the United States (U.S.). The CIMIC section also identified DPRE
success areas and supported the exploitation of these wherever possible.

Our weekly routine evolved quickly to having the command team and the
broader Allied community gather on Saturday mornings in Coralici to
review past and future operations of interest to all international parties
operating within the AOR. The afternoon provided an opportunity for the
“War Cabinet” to discuss internal issues and issues of long-term interest,
and consider more fundamental issues “in camera” Sunday mornings
became “Sunday routine”, with some opportunities for individual soldiers
to take a short break from the numbing routine.

A key part of our weekly cycle involved the “RISTA” (Reconnaissance
Intelligence Surveillance and Target Acquisition) conferences conducted
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one evening early each week. Here we assembled key organic and Allied
intelligence and information gatherers with key operations and plans
staffs, with a view to collectively establishing Named Areas of Interest
(NAI), and identifying information requirements (IRs) and Priority
Information Requirements (PIRs). Then, armed with these NAIs, IRs, and
PIRs, we allocated them in matrix format to the folks in attendance. In
addition, in put them on the patrol tables for our AOR. The following
week we would review our progress, and refine the process to suit our
requirements. In this manner, we were able to exploit the work of the Joint
Command Observer (JCO) teams, the Allied Military Intelligence
Battalion (AMIB), the Contingent Commander’s Advisory Team (CCAT),
the “Communications Support” (i.e. electronic warfare) section, and
a host of other disparate organizations.

Sometimes, in the conduct of routine operations, unusual situations
would arise. Such was the case of the explosion at the Bosnian
Ammunition Compound mid-way through the tour. Major Mike Evans
had built up a solid relationship with the local EAF commanders in his
area. This relationship led them to contact him immediately following the
explosion of a significantly large ammunition storage compound, with a
view to having him deploy some of his armoured personnel carriers
(APCs) into the compound in order to rescue wounded Bosniac soldiers,
or recover dead bodies. With my support, Major Evans deployed with
several vehicles into the still-smoldering compound to support the local
EAF commanders in rescuing several of their soldiers. This very human
intervention further solidified the extant relationship between Oscar
Company and the Bosnian brigades. As well, later, their rather courageous
intervention was recognized with several commendations — both Bosniac
and Canadian.

In-theatre training

During the tour we maintained an active in-theatre training program
to maintain our combat capability, and provide a visible deterrent to the
EAE. Our program included small arms training, Mortar ranges, TOW
missile firing, live-fire dismounted section and platoon ranges, 76 mm
cannon ranges, and mounted live-fire troop-platoon attacks. As well,
we conducted a variety of low-level refresher training, and maintained
interest by introducing a wealth of other initiatives such as section-level
exchanges with other MND (SW) Battle Groups, an opportunity for a
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small group of soldiers to become trained “dog handlers” (we received the
dogs from the British Contingent), and opportunities for sports teams to
compete in theatre and beyond. Our tour also benefited from a visit from
several Canadian entertainers and musicians, and we had a large number
of visits from senior military leaders and politicians.

Visits

We had an enormous number of visitors to the Contingent — 340 in all. We
were visited by our Minister of National Defence (Mr. Art Eggleton at the
time), and, at Christmas, the Chief of the Defence Staff (General Maurice
Baril) and the Canadian Forces chief warrant officer. Early in the tour, we
were also visited by the Deputy Minister (Mr. Jim Judd) and the Vice Chief
of the Defence Staff (Admiral Gary Garnett). The DCDS, Major-General
Ray Crabbe (whose son, Derek, was part of our Battle Group), visited late
in our tour. The Chief of the Land Staff (Lieutenant-General Bill Leach)
visited briefly, and both SFOR Commanders, General Shinseki
and General Meiggs, paid us visits. Both visits were memorable, given
the very human touch of each of these two fine American generals.
General Shinseki, impeded by a prosthesis on his right leg, visited our
headquarters, and then participated in a foot patrol in Bihac at the end of
which he bought the entire patrol coffee at a local café. General Meiggs
arrived in time to participate in awarding SFOR medals (as well as
learning Canadian drill and protocol in the process) along with our
Colonel of the Regiment (Lieutenant-General (retired) Jack Vance), and
our brigade commander, Colonel Matt Macdonald.

We also had the honour of a visit by the then-British Defence Minister,
Lord Alistair Roberts, who later became Secretary-General of NATO.
Beyond these VIP visits, we enjoyed visits by the commander and deputy
commander of LFCA, and a large number of Honourary Colonels. In the
main, these visits — while labour intensive, were very enjoyable, and
provided frequent comic relief as we reacted and worked to prevent things
from falling through the cracks. Again, since visits provided us an
opportunity to showcase the achievements of our soldiers, I gave each of
them a lot of personal time and consideration, hoping to leave a very
positive impression in the mind of each visitor at the end of each visit.
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Fatalities

We suffered two fatalities during our tour. Corporal Jim Ogilvie was killed
on the highway leading to Zgon when his Cougar overturned at night,
while returning from a patrol. Sapper Gilles Desmarais was killed by
electrocution in a tragic construction accident in Zgon. Both of these
great young men will always be remembered for their service with the
3 RCR Battle Group. Their deaths affected all members of the Battle
Group, and provided considerable leadership challenges to the entire
chain of command as we struggled to deal with these losses. Of all
the leadership and personal challenges I faced during our tour in Bosnia-
Herzegovina, none can compare to losing a soldier under one’s command,
in my view. The sense of loss and sadness was beyond words, and it
took all members of the Battle Group considerable time to process our
collective grief. Both soldiers were returned to Canada with dignity,
respect, and compassion as quickly as possible.

We spent time counselling the soldiers who had been involved in the two
accidents to ensure that they received the required care; however, true
closure came in the form of the visits to theatre of the next-of-kin of the
two deceased soldiers. Corporal Ogilvie’s wife, and Sapper Desmarais’
mother, each accompanied by a male family member, are among the
most gracious people I have ever encountered, and their visits provided
tremendous comfort and closure to the soldiers who had worked closest
with the deceased members of the Battle Group. Both visits had some
difficult emotional moments for all involved, but I highly recommend
supporting such visits.

MAJOR TOUR ISSUES AND ACTIVITIES

Throughout our tour, we dealt with a number of significant issues,
including efforts to return Displaced Persons and Refugees to their homes,
judicial reform, related crises beyond the AOR, attempts to capture
Persons Indicted for War Crimes (PIFWC), growing crime and black
marketeering, rebuilding efforts, elections, and border conflicts. The year
1998 had been dubbed the “year of return”, with the aim of either
returning DPREs to their original homes, or resettling them elsewhere.
In fact, despite the fact that DPRE resettlement or return remains a key
ingredient of a lasting peace, it turned out to be anything but a year for
DPRE returns!
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The crisis in Kosovo, and the bombings of Iraq provided the occasional
rise in “threat level” within the AOR, serving primarily to restrict our
freedom of manoeuvre and interrupt routine operations. At one point,
however, we suspected that our platoon house in Bihac was being stalked
by a small team of unknown persons. That led us to use the Contingent
Commander’s Advisory Team (CCAT) to maintain observation on the
house being used by this suspected group of possible terrorists. Eventually,
the investigation petered out, and the group left the area. This little
episode, aside from allowing us to gain some very useful experience
at counter-surveillance operations, simply served to underline the
inter-linked nature of many of the conflicts in the world, and made us
much more aware of the broader threat picture. And, finally, while we had
no direct dealings with PIFWCs, seizures of PIFWCs elsewhere in the AOR
led to heightened alert states several times during our tour. Crime, and
in particular black marketeering in forestry projects, was becoming an
ever-increasing problem in Bosnia-Herzegovina.

Dealing with growing crime in the region

To assist in reducing the influence of crime in the region, and in
particular stopping EAF support or involvement therein, commander
MND (SW) introduced the Covert Observation Platoon (COP) concept
to the region. Their first deployment took place in our AOR — after
considerable planning and discussions, given the covert nature of their
task, and the fact that it only peripherally concentrated on our mission
of focusing on the “purely” military aspects of the Dayton Accords. This
concept was relatively new to us, and I took a very personal interest in the
work of this British dismounted reconnaissance platoon.

The platoon deployed in Drvar, and set up a Command Post (CP) next
to the November Company CP. In the CP, the COP laid out its grid of
intersecting personalities and activities, and tracked the flow of traffic
passing the three covert OPs they had established on the approaches to
Drvar. A special OP was established to observe the comings and goings
of the senior leadership of the 1 Guards (Croatia) Brigade and its local
supporters of influence. This particular OP was, unfortunately, discovered
by chance by a group of children playing in the abandoned Olympic
training site in the downtown area of Drvar, and had to be aborted within
a few days of the operation having started. Nonetheless, the operation was
a very interesting one, and provided us with lots of good lessons, and some
new intelligence.
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Supporting rebuilding efforts

Rebuilding had risen to one of the top spots on the agenda of the UN in
Bosnia by the time of our arrival in theatre. In fact, reconstruction was
well under way before we even arrived. Nonetheless, our CIMIC section
played a major role in effecting the necessary coordination and liaison
with international organizations to support and energize reconstruction
efforts throughout our AOR. As well, through the CIMIC cell, we
completed several internationally funded economic recovery and
humanitarian projects, and distributed a large amount of humanitarian
supplies. Not only did this contribute to better relations with a variety
of international organizations; it also improved the lives of the local
population, and, coincidentally, gave significant personal satisfaction
to the Canadian soldiers involved. Further, many Canadian schools,
communities, and volunteer groups established strong links with
sub-units and platoons, which in turn provided an excellent venue for
channeling humanitarian support to Bosnia.

Clearly, peace support operations involve important, but distinct
contributions by civilian and military components of the mission.
Throughout the tour, the Battle Group was a very active supporter of
rebuilding efforts, and we therefore routinely interacted with numerous
organizations engaged in rebuilding efforts such as: diplomats (including
our ambassador and his staff); the IPTF (including Canadian police
officers); UN agencies (UNHCR primarily); government agencies
(e.g. CIDA primarily, through the Embassy); non-governmental
organizations (NGOs) — mostly private volunteer organizations; and other
agencies such as the OSCE.

However, we were often frustrated at the resistance we encountered when
attempting to generate a more cohesive and synchronized effort amongst
the many international agencies engaged in the rebuilding effort. Often,
working with these organizations led to misunderstanding, conflict, and
problems in general. These problems arose despite the fact that we all had
essentially the same aim, that being to assist the local population. In my
view, it is critical to mission success that the activities of the UN Civil
Police, Election Supervisors, Human Rights Monitors, Humanitarian Aid
Agencies, and similar organizations are integrated, coordinated, and
synchronized with military operations — or vice versa!
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Key to preventing friction is obviously the establishment of effective
communications and mutual goodwill. Coordination among the
components should be frequent, routine, structured, and in place at the
lowest practical level, such as at the unit or sub-unit level. Accordingly, in
our case, we took the initiative (almost exclusively) in organizing regular
monthly meetings, at all levels. Our monthly AOR-level “Principals’
Meeting” included representatives of international organizations
operating in both Cantons One and Ten, the two Cantons (i.e. province-
like governance structures) spanning our AOR.

The Elections

The elections were supposed to be the main focus of our tour, and did
in fact figure with some prominence during our rotation. Preliminary
planning for the elections included briefings at MND (SW) Headquarters
by the British Division Political Advisor (POLAD), as well as formal back
briefings by the COs of each Battle Group to the commander MND (SW)
on national ROEs and tactics — with special emphasis on how each Battle
Group would approach crowd confrontation situations. The Battle Group
had already begun extensive planning efforts in the period leading up to
the elections, and our plans were well advanced before the meeting at
MND (SW) Headquarters. We had undertaken a considerable intelligence
gathering effort, and spent considerable time visiting with the local police
chiefs to see what plans they had made to support the elections. We had
also spent considerable time liaising with the voting officials and the
international election observers to make sure we understood their plans,
and were positioned to support them effectively.

The town of Bihac, which lay within our AOR, was widely seen as being a
centre of political controversy, and thus having the greatest potential for
friction and violence. The main issue in Bihac was the possibility of
seeing the return of a number of high profile but controversial political
figures to participate in the election. For that reason, Major-General
Cedric Delves considered allocating a sub-unit of the recently arrived
Italian Caribinieri SFOR Multi-National “Intervention Force” to the
Canadian Battle Group. I suspect, however, that he also wanted to make
sure the Canadians had a source of crowd control at hand, given his
subtly expressed reservations with respect to our approach to crowd
confrontations. At any rate, we took the Italian Caribinieri on board,
including an excellent young liaison officer who worked directly with
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myself. As a result, we undertook a joint training package with them to
enhance our prospects for working together successfully during the
upcoming elections.

Immediately prior to the start of the elections, Major-General Delves
invited me back to his headquarters to provide him with a briefing on
our plans for maintaining security — with special emphasis on Bihac and
our planned use of the Caribinieri. I briefed him on our plans to isolate
Bihac, including establishing checkpoints at all main approaches,
jointly patrolling with the local police force (and monitoring their
communications system), as well as placing snipers at critical junctions
with a view of large rally locations. However, in the end, to our mutual
amusement, it became clear that I needed to draw a very specific sketch of
exactly where I would place the Caribinieri (the famous holding area
“box”), and how I planned to introduce them into the downtown core of
Bihac — a sketch that was ultimately faxed to SFOR Headquarters by
Commander MND (SW) in response to SFOR’s request for a detailed
explanation of the role of the Caribinieri in the elections!

Opverall, the elections unfolded without large-scale violence in spite of an
interesting beginning, which saw grenade and rocket attacks kick off day
one of the election in the town of Bihac. One of the two attacks were
aimed at the house of a local candidate, while the other was aimed at the
office of one of the local parties. These attacks gave use extra incentive to
get our checkpoints into action, and soon we were confiscating weapons
and various other dangerous equipments on the outskirts of Bihac. At one
point during the election, in response to rising tension and public con-
frontations between various groups of political supporters, we increased
our alert state to include wearing of helmets and body armour. The local
population noted this, and responded by calming down noticeably.

Major rallies took place in the northern part of our AOR, including the
towns of Bihac and Cazin, and I attended all these flashpoints personally,
accompanied by our contingent commander, Colonel Natynczyk,
who quietly watched the Battle Group execute its plans for maintaining
security during the elections. It was entirely helpful to have the contingent
commander along, more so because he was also a good friend and
someone who knew the issues and the Battle Group very well, and who
was adept at offering helpful advice and support while allowing the
tactical commander to command the operation.
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At one critical point during the elections, tensions rose to a dangerous
point in Bihac, and the local police commander notified me that he was
unable to contain it. In fact, two large crowds were taunting each other,
and throwing various projectiles at each other in the downtown core.
Given what I perceived to be an imminent threat of the two groups
physically joining in a real fight with potential for significant injury and
property damage, with further potential for spreading beyond the down-
town core of Bihac, I asked the Caribinieri to deploy from Velika Kladusa.
As they arrived, we positioned them in the vicinity of the downtown park,
but with clear orders to remain within their vehicles until instructed to
dismount. Eventually, I directed them to dismount and prepare to advance
on the crowd on my personal order. However, as the Caribinieri
dismounted, it became clear that the locals understood the skill and
experience of these paramilitary policemen — the crowds immediately grew
silent, and began quietly dispersing! Soon after, curious locals approached
the Caribinieri to chat, and to take pictures — the Caribinieri were only too
pleased to engage in conversation with the locals and to pose for pictures!
The elections went otherwise as well as could be expected, given the lack of
democratic experience of the region. Rallies were large and boisterous,
and there were minor physical confrontations throughout the area, along
with a small number of fights and beatings aimed at intimidating one
group or the other. We investigated all these incidents, and followed up
all local police investigations through our Canadian contingent
SFOR MP Platoon and the IPTF officers.

Border problems - OP SHANNON

Primarily Croatia, but other states as well, continued to press their
territorial ambitions in the face of vulnerable Bosnian security forces. In
turn, we instituted a thorough patrolling program to build a database to
support maintaining the integrity of the internationally recognized
borders. However, ultimately, a border dispute in the Martin Brod area led
us to take action to enforce an internationally recognized part of the
border between Croatia and Bosnia-Herzegovina, in an operation named
OP SHANNON.

At the request of the OHR (Mr. Carl Westendorp), and with the support of
the Supreme Allied Commander Europe (SACEUR), Commander SFOR
directed the commander MND (SW) to conduct OP SHANNON. This
operation was aimed at reintroducing Bosnian authority over a disputed

SENIOR MILITARY COMMANDERS ON OPERATIONS 67



CHAPTER 3 IN HARM’S WAY

piece of terrain illegally controlled at the time by Croatia. Given that the
disputed area was located within the Canadian AOR, Commander MND
(SW) directed the 3 RCR BG to move and reposition the Croatian Border
Post, and facilitate the reassertion of Bosnian authority over the Martin
Brod area. We effected this very interesting operation on 22-23 December
1998, using surprise and overmatching numbers to accomplish the
mission without resorting to force.

The Martin Brod area had been a source of dispute for a considerable
period of time — this was certainly not a new story. However, SFOR was
eager to demonstrate its resolve to the Croatians who had until then
entirely ignored SFOR’s direction to remove its border police from the
area and return it to Bosnian control. Thus, our plan for the operation
foresaw a very robust intervention requiring the complete assets of our
Battle Group to rule out any outcome but the one we needed.
Furthermore, given the presence of several locally employed personnel
within our camps, we were aware that our success would rely heavily on
operational security — the element of surprise.

First on our agenda, however, was the requirement to gain national
support for this “aggressive” operation that would see elements of the
CF possibly violating sovereign Croatian territory. Colonel Natynczyk
paid a visit to the British Commander of MND (SW), and quickly there-
after lent his support to the operation. The day before the operation, I
personally received a telephone call from the CDS to confirm his support
for the operation, and to receive his personal wishes for mission success.

The task itself was a complex one — not only due to the sensitive nature of
the tactical and political situation, but also because of the difficult terrain
we were facing. The village of Martin Brod lay at foot of some impressive
cliffs, at the bottom of the Una River valley, in a rather narrow re-entrant,
and connected to the Bosnian side of the Una River by an expedient
military metal bridge installed in place of an earlier bridge that had been
destroyed during the earlier fighting. The few approaches to the area
were narrow winding roads following the flow of the river, or carved
precariously into the sides of the mountains surrounding the valley on
both sides of the Una River. We spent considerable time studying the
situation, and becoming familiar with the area — without tipping our hand
in the process.
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I ultimately planned to have the Reconnaissance Squadron, with a platoon
from Parachute Company (commanded by Warrant Officer Mark
Godfrey) under command, lead the way across the bridge spanning the
Una River. After considerable reflection and discussions, I had elected to
have this platoon effect entry into the border post buildings, rather than
the Joint Task Force (JTF) 2 section operating in our area. Instead, the
CCAT came along as a very useful Combat Camera Team, who recorded
our actions carefully to make sure we could deal with later allegations of
impropriety should we need to. This initial assault group (“A” Squadron
Combat Team) would be followed immediately by a large group of
engineers whose tasks included dealing with any explosives or mine
threats, as well as removing any obstacles, displacing the Croatian
border installations, removing all fortifications, and then, further West,
establishing a Bosnian border post.

Parachute Company (minus) became responsible for the eastern side of
the Una River, including notifying the local residents of the change in
government effected overnight, following the operation. The liaison and
CIMIC section officers were assigned key specific government and police
personnel to notify during the night, following the successful completion
of the initial phase of the operation — with a view to having these officials
move to the area to assume responsibility for governing it as we returned
to routine operations.

November Company became the Battle Group Reserve with orders to seal
off Drvar and 1 Guards (Croatia) Brigade. Major Walker was directed to
visit the Guards Brigade Commander during the night to notify him of the
change in circumstances at Martin Brod to prevent any misunderstandings
and possible friction. Oscar Company provided security at all border cross-
ings to the North of the objective area, along with a visible presence in
several key towns, villages, and junctions. The Anti-Armour Platoon
provided over-watch at key border crossings on the flanks of the operation,
given the proximity of the Croatian Army’s ability to intervene in Brigade
strength from the Knin area (about 60 kilometres from Martin Brod), and
the Mortar Platoon was established immediately North of, and within range
of the Martin Brod area. I retained some anti-armour assets on the high
ground East of the objective area to provide me with long-range observa-
tion (including thermal sights) and engagement options. I brought along
an electronic warfare detachment, along with interpreters, to monitor radio
traffic in the area — this paid dividends as the operation unfolded.
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Camp security was provided by troops of the NSE, an option my good
friend and colleague, Lieutenant-Colonel Ryan Jestin, the commander of
the NSE, had practiced in Canada during work-up training. The NSE
troops ultimately moved into the camps at Coralici and Zgon without
fanfare, and carried out this critical function with great professionalism.
MND (SW) sent a communications detachment with my headquarters,
and we were expecting overflights of reconnaissance aircraft and even an
attack helicopter near first light! However, the commander MND (SW)
had refused my request for a battery of artillery in “direct support” in the
event of a Croatian intervention in force from Knin. I also had Canadian
helicopters in support, for command and liaison purposes, as well as
for casualty evacuation purposes.

We had prepared detailed orders for the operation, and issued these
under very elaborate operational security conditions. Although I had
desperately wanted to rehearse the operation, security precluded us from
doing so. Instead, the day before the operation, we had all section, crew,
and detachment commanders and above meet at our platoon house near
Bos Petrovac where we could conduct a detailed back brief without the
presence of locally employed personnel or other potential security risks.
During the back brief, we used a model to help the process, and had each
key commander and leader walk the entire group through his part in the
mission in detail, in chronological sequence, starting with “A” Squadron.
I found this process highly useful, and I emerged very confident from this
gathering. The RSM and I spent the night with November Company
in Drvar.

The first attempt at executing this operation was aborted shortly after the
various elements of the Battle Group had deployed from their camps. The
order to abort came from commander MND (SW), now Major-General
Rettie Watt, who felt operational security might have been compromised.
This was a significant disappointment — but served to remind us of the
requirement to practice some basic security precautions such as shredding
all paper correspondence, watching our conversations on the telephone
and the radio, and generally paying closer attention to our surroundings
(i.e. locally employed personnel). However, shortly after, we were told to
prepare to execute the operation again — this time on short notice.
We began the operation at midnight on 22 December, with “A” Squadron
leading across the Una River at 0200 hours on the morning of
23 December.
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The operation proceeded as planned, with no resistance encountered from
the Croatian border police who exited the border post with their hands
held high immediately after the building was surrounded by the Cougar
Squadron, who used their high-powered search lights to great effect. The
platoon from Parachute Company took the border police into custody,
disconnected all communications means, and immediately took down the
Croatian flag, and transported the police officers and all their belongings
to the first town in Croatia where they were released to contact their
superiors. “A” Squadron, under Major Mike Nixon, immediately exploited
to the point of territory we had been directed to secure for the Bosnian
border post. Immediately behind him came the vehicles of 24 Field
Squadron, loaded with sandbags, border huts, gates, flagpoles, etc., for use
in the construction of a formal border crossing point several kilometers
West of the Una River.

The instant “A” Squadron reported being in position, I directed the liaison
and information aspects of the operation to commence. The Engineers
worked superbly in the dark to establish a proper defended locality in the
vicinity of the new crossing point, and Warrant Officer Godfrey’s platoon
returned to help “A” Squadron provide security in the area near the new
border crossing. Near first light, we intercepted radio communications
immediately West of the new border. These communications originated
from border security troops on the Croatian side of the border, and used
the call signs “Tiger (One, Two, etc.)”. We spotted several paramilitary
vehicles arriving in the area — but all remained well away from the new
border location.

Soon, our Thermal Imagery revealed that several two-member groups of
dismounted personnel were deploying across the front of “A” Squadron
Combat Team. Given that these dismounted personnel appeared to be
carrying long rifles, I ordered the “A” Squadron team to “button up”
and remain under cover and be prepared to respond. Our radio intercept
capabilities proved highly useful — we determined immediately that we had
achieved complete surprise, and that the Croatians were less than pleased
at the turn of events!

Shortly after first light, the RSM and I deployed to conduct an over-flight
of the area using one of our allocated Griffon helicopters. The very
talented pilots landed the Griffon at a tiny road intersection, and we
flew over the area aided by forward looking intra-red (FLIR) television
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screens to confirm the locations of the Croatian border forces. Our intent
was simply to demonstrate that we had complete coverage of the area,
and that we were aware of their deployment. Shortly afterwards, a
fixed-wing reconnaissance aircraft flew over the area, followed by a
slow-moving SFOR attack helicopter. This prompted the Croatian
border police to pull back from the area, and allowed us to introduce the
Bosnian officials to their new area of responsibility before noon on
23 December 1998.

Over the next 24 hours we experienced several small incidents which
caused us concern and led us to raise our alert status, but eventually we
were able to turn over the area to Bosnian border police completely, and
withdraw a very cold and tired Reconnaissance Squadron from the Martin
Brod area early on Christmas Day, 1998. Timing was perfect — the CDS
had arrived to help us celebrate Christmas, so we were able to turn our
attention to his visit. Subsequent to the successful conclusion of this
operation, we encountered delays and harassment at the crossing points —
including the main administrative crossing area — with Croatia. After a
period of time, however, operations returned to normal.

REDEPLOYMENT

At about the halfway point in our tour, we began preparations for
redeployment to Canada. This was about the right time for us to begin
this process of refocusing and restructuring. Human nature dictates that
individuals need to have a new horizon presented at regular intervals to
help maintain focus and interest, so we began our deliberations for
restructuring of the unit well before redeployment, aligned with newly
assigned Canada-based tasks for our return. Our handover and formal
“Transfer of Authority” (TOA) to the 2" Battalion, The Royal Canadian
Regiment (2 RCR) took place on 30 January 1999.

This process unfolded very smoothly, given that we were all very well
acquainted. The return trip proceeded uneventfully, and the Arrival
Assistance Group was superbly organized to process us quickly and return
us to our waiting families. The leave plan had been well orchestrated in
advance, and the chain of command had been very generous. We had
worked especially hard to find a way to have the folks from outside
Petawawa returned as quickly as administratively possible to their homes
as well, but this proved challenging and created some dissatisfaction
among these individuals who had served so well alongside the rest of us.
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We had completed personnel assessments on all Battle Group personnel —
deployment Personnel Evaluation Reports (PERs) — well before we
returned, so the formal recognition of the non-Petawawa personnel had
been completed (later on, we also completed annual PERs on the members
of 3 RCR, while parent units did the same for ex-Battle Group personnel!).
Shortly after returning to garrison routine, we spent some time thanking
local community groups and organizations for their support to the
operation — both for their support to the deployed component, and for
their support to families and Rear Party personnel. As well, shortly after
redeployment we had a unit party to celebrate our tour — in this case, we
tied it into Regimental celebrations of the Battle of Paardeberg, and held it
late in February.

CONCLUDING REMARKS AND OBSERVATIONS
Cataloguing our achievements
In reviewing our accomplishments with the benefit of 20/20 hindsight, my
sense is that key accomplishments include at least the following aspects of
the operation:

+ A successful “Hearts and Minds” campaign

+  OP SHANNON

+  An effective in-theatre Training program

+ A record-setting Civil Development funding program

Marked improvements in cooperation with, and professionalization
of, the “Entity Armed Forces”

Beyond the above list of key accomplishments, I also feel a brief discussion
of a series of issues is pertinent to this overall summary of our experience
in Bosnia-Herzegovina in 1998-1999. They are in no particular order of
significance, but all remain strongly etched in my mind as being important
“lessons”.

SENIOR MILITARY COMMANDERS ON OPERATIONS 73



CHAPTER 3 IN HARM’S WAY

The importance of having unimpeded freedom of action and
movement

We enjoyed complete and unimpeded freedom of action and movement.
The Status Of Forces Agreement (SOFA) governed this aspect of our
mission, and guaranteed that we could execute our mission successfully.
This aspect of our mission differed significantly from my earlier
experience in UN missions where the EAF/belligerents seemed to hold the
balance of power. Clearly, my view is that this unrestricted deployment
is critical to mission success — regardless of mission, and should be a
precondition to any Canadian deployment in support of stability
operations. On the other hand, I should note that other agencies and
NGOs were routinely harassed at crossing points and in other locales.

We never negotiated with any EAF, or conducted mediations between EAF.
The NATO-led SFOR simply did not negotiate — we worked in a zero-
tolerance, enforcement-centric command climate in MND (SW). Having
said that, I should emphasize that we always maintained a productive
dialogue to preclude miscommunications leading to unnecessary
confrontation.

Force Protection

The issue of force protection played a constant, and appropriate, role in
our planning. While not being a proponent of intervention forces
who must rely on the good will of the EAF/local militia, I am certainly a
proponent of the concept of using force only as a last resort to prevent the
unnecessary risk of injury or death for our soldiers. Careful planning can
reduce the risk of having to resort to force — while not preventing
or reducing mission success, and I believe this is well illustrated in our
execution of Operation SHANNON, which had considerable potential
for things going astray.

Dealing with the Entity Armed Forces

We took every opportunity to be courteous to, and learn about, the entity
armed forces. At the same time, we worked hard to discharge our duties
smartly and with the utmost professionalism, including live-fire exercises
and demonstrations — all of which the EAF commanders noted carefully.
This approach was not just professionally rewarding, but it helped to
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create an atmosphere of mutual respect that allowed us to progress
several small initiatives relatively quickly, including efforts to “profession-
alize” the EAF in order to render them less prone to sudden outbursts of
violence and disloyalty to their rightfully elected political masters.

We were very conscious of the need to maintain our reputation of
impartiality throughout. If we played soccer against one EAF team, we
would make sure to replicate the activity with a different EAF team, from
the “other side”, shortly thereafter. Similarly, if we presented a gift or any
token to one side, or attended a cultural event hosted by any EAF, we
would immediately make sure we reciprocated or participated in a similar
capacity with the other EAF. Again, the chain of command needs to make
sure this concept is well understood at every level of command within
the unit.

Credibility is another critical component of mission success. Credibility is
very much tied to the issue of mutual respect, and underscores the need for
units to arrive trained for general-purpose combat operations, precisely as
we had done. We left no question in the minds of the EAF with regards
to our ability to discharge our responsibilities — we were disciplined,
thorough, and highly effective, both on and off duty. Our alcohol policy
was part and parcel of this important dimension of operations in Bosnia,
as was our policy that precluded folks from leaving the camp while off duty
(“walking out” policy).

While we were very deliberate in our operations, and generally conducted
our routine operations in the most transparent manner possible, we never
acted in a manner that would jeopardize our own security. This approach
is critical to preventing unintended consequences arising from poorly
communicated intentions — and, again, it is closely linked with the
importance of maintaining impartiality, credibility, and mutual
respect. Certainly, in rare instances we proceeded “covertly”, including
OP SHANNON, the Covert Observation Platoon tasks near Drvar, and our
use of electronic warfare (EW) assets to monitor activities in the area
around Bihac, where we felt the platoon house was being “cased”. As well,
we conducted a few no-notice inspections of selected cantonment sites
to keep the EAF commanders on their toes!
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Unity of Effort in Operations

Generally, we enjoyed a high level of unity of command in our tour. We
received clear direction, and had a good level of interaction with our
tactical commander, Commander MND (SW). However, beyond that —
and, in particular in the case of the IPTFE, I felt the greater SFOR mission
lacked a sense of “unity of command” The IPTF often proceeded
unilaterally, and thus failed to benefit from the synergy and total effect a
united front could produce. In my view, their work fell far short of its
potential for success.

The challenges of out-of-area operations

Although the Canadian contribution to SFOR was restricted to operating
within its own AOR, we were able to support some activities beyond the
routine tasks after passing these through the national chain of command
— OP SHANNON being an example thereof. Having said that, I feel that
we might have been more effective, and valued more by our Allies, had we
had greater flexibility to participate in, or mount, out-of-area operations.
My sense is that tactical commanders of the future will need, and get,
greater flexibility in future theatres of operation to prosecute operations
without an overly strict limitation on their ability to operate beyond the
lines drawn on their map, representing their “AOR”.

Administrative and Medical Support

I felt we were well served by the NSE. The NSE, an element of the
Canadian contingent SFOR, provided support beyond the levels provided
by NATO, by virtue of Canadian standards of health and safety. To my
mind, this was a real bonus! Our soldiers were superbly cared for in terms
of food and other logistics and amenities. Similarly, we were served in a
manner second to none by our medical system — the presence of this team
of medical experts provided a critical sense of soldier confidence within
the Battle Group. This was especially obvious during the two tragic
fatalities, but we also had other medical emergencies (e.g. serious heart
problems, serious digestive system problems) that benefited from this
incredible medical resource.
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Communications

On the other hand, I felt our communications equipment was far from
effective. Our technicians are superb, and can move mountains. However,
our communications remained generally unreliable in this difficult AOR,
which is surprising given the progress of technology we see about us daily.
In particular, I recall a surprise cantonment site inspection we conducted
where our communications plan involved placing a string of AVGPs acting
as “RRBs” and “step-up” communications nodes between the controlling
command headquarters and the platoon undertaking the inspection.
My view is that we need to correct this problem immediately, given the
constant negative impact it has on all tactical operations.

Information Operations

Our public affairs and public relations efforts were frequently sources of
conflict and friction. I would strongly recommend that commanders take
a very firm and active hand in all public relations and public affairs issues,
given that the potential for disaster is significant if these activities are
left to unfold on their own. I remember very well several successful media
visits, but I remember equally well a less-than-successful visit from a
female reporter from a Toronto newspaper to Parachute Company at
Zgon, and some friction arising from an otherwise enjoyable visit from
Canadian researcher, Dr. Donna Winslow. And, I am afraid that my own
weekly, taped (on Sunday mornings) operations summaries were not as
informative for the families left in Canada as I had hoped!

Our fledgling public information campaign — conducted in close
cooperation with the larger SFOR public information campaign, on the
other hand, showed considerable promise in my view. Notwithstanding a
few, early, misguided efforts at jazzing up the campaign (playing “I used
to love her, but I had to kill her” by Guns’n Roses as a metaphor for Bosnia-
Herzegovina on the local SFOR-supported radio station), Captain Phil
Millar did a remarkable job at kick-starting this relatively new tool in our
tactical tool box, designed to influence public sentiment, which is a
promising tool in stability and peace support operations.

Quality of Life

Overall, I felt our quality of life was excellent — given the context within
which I make that assessment. Our rations were second to none, as was
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our medical support system. Our accommodations were generally pretty
good — although they were not universally as comfortable as we might
have wanted them to be. Our Welfare and Home Leave Travel Assistance
(HLTA) program was outstanding, in my view — noting that the key
to success was to plan early, and insist on folks taking regular breaks
(i.e. 72-hour passes to various “R&R centres”). My only regret, in fact, in
terms of human resource issues, was my failure to sufficiently recognize
the exceptional performances of the many individuals in the Battle Group,
in terms of honours and awards, and commendations.

Maintaining Discipline and Good Order

The establishment and maintenance of discipline within the Battle Group
was relatively straightforward — our soldiers, non-commissioned officers,
and officers were high-calibre, well motivated, and highly dedicated
individuals. We did have a handful of minor issues to deal with during
the tour — a very reasonable expectation over a six-month period for
883 soldiers on tour. Interestingly enough, most of the incidents
transpired at the outset of our tour, with a few taking place towards the
end of the tour. Alcohol was a not a real issue — the two-beer per day
policy was a reasonable compromise; however, I did find the insulting way
in which we had to implement it to be somewhat demeaning. But, as
I could not think of a more “certain” way to ensure compliance, I had to
work within the established procedures.

We experienced our first disciplinary incident upon arrival — immediately
after we had taken command of the AOR. The outgoing liaison officer
from our predecessor 1 RCR Battle Group was returned from Banja Luka
by the Chief of Staff of MND (SW) as a result of the complaints made by
a female officer who had witnessed the Canadian (male) officer visiting
her (female) room-mate in the trailer accommodations, contrary to
regulations precluding male visits to female quarters. This case remained
with us for almost the entire duration of the tour. Part of the problem lay
in the fact that the contingent legal officer recommended against the lay-
ing of charges from the outset. This was extremely frustrating — to myself,
as well as to the contingent commander who shared my perspective that
this disciplinary and ethical transgression deserved the laying of charges.

Ultimately, charges were laid, and the officer was provided with the choice
of court-martial, which he subsequently accepted. Aside from leaving me
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with a feeling of being poorly served by the military justice system and our
legal advisors, this incident created significant doubts at the start of our
tour that the chain of command would not support the efforts of the
non-commissioned officers to maintain discipline. Subsequently,
I decided to hold a special meeting of the “War Cabinet” to address the
concerns of the Company Sergeants-Major with respect to the difficulty
inherent in maintaining discipline in the traditional way. This meeting
went a long way towards shoring up confidence at the “tactical” level that
we had the tools necessary to maintain good order and discipline in the
Battle Group during the tour. I later communicated my concerns to the
Judge Advocate General, and received a candid, written reply from him
1n turn.

We also had a case of “negligent discharge” upon arrival. A Senior NCO
on duty at Camp Coralici fired a negligent discharge into the “unloading
bay” container during the night. Unfortunately, there was no way around
laying charges, but the process was a painful one for myself, as well as this
very earnest individual who had reported his own error to the duty officer
immediately after the incident! Luckily, a tiny punishment met the need
to take action.

We had spent a fair amount of time selecting our Rest and Recreation
(R&R) location, and even longer convincing the hotel owners to let us
become the very first guests at their brand-new, state-of-the-art hotel. It
was a very impressive hotel, and it offered our troops a first-class location
for unwinding on the Adriatic coast. Regrettably, on the very first R&R
trip conducted by our contingent, a soldier was arrested by Croatian police
for having tossed drinking glasses from his ninth-floor balcony onto the
cars parked below! Our Military Police returned the soldier to the
AOR immediately, and I had him returned to Canada as quickly as
administratively possible, and replaced. Of note is the fact that this
particular individual was a border line selection for the Battle Group,
having had some previous disciplinary issues on his file.

The most challenging allegations I had to deal with on the tour were
two separate incidents dealing with the use of “uncleared” routes. In one
incident, the TOW under armour (TUA) Detachment Commander was
reported to have taken an “uncleared” track, after having become
temporarily lost in a difficult piece of terrain. In a second incident, an
Engineer Detachment Commander was reported to have made use of an
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unapproved route — raising questions about our definition and under-
standing of what constituted an approved route for travel. In both cases,
I felt there was sufficient ambiguity to warrant findings of “not guilty”;
however, both cases took considerable time to hear, and were very
challenging. In both cases, we learned more about our policies dealing
with the “proven route trace”!

Later in the tour, I had to deal with a significant theft of beer from
the Zgon all ranks mess. The Military Police conducted a thorough
investigation, but unraveling the case proved difficult. In the end, we
managed to put an end to the thefts (conducted by effecting illegal entry
through the roof of a wire cage!), and lay some charges in the process —
although the identity of the culprits surprised us. This incident was
followed by allegations that two senior NCOs had exceeded the limit on
alcoholic beverage consumption on one occasion; in the end, an absence
of evidence precluded the laying of charges. Not so with another senior
NCO, who while on patrol decided to have a drink with some local
members of the community to say farewell. He was found guilty, reduced
in rank, and returned to Canada, having significantly damaged our
credibility, and put the members of his section (and their weapons and
equipment) at risk.

SUMMING UP

Looking back, I firmly believe that we had a very successful tour. I
accredit that to excellent leadership at all levels, but in particular the
junior leadership who provided the critical direct leadership in this
“section commander’s operation”. In many ways, I feel that observation
supports my view that we had succeeded in our efforts at personnel
selection and training. That process — including personal interviews, was
time consuming, but well worth it. In the end, I found that you need to
remain ruthlessly selective.

In the process of participating in the Board of Inquiry into the death of
Sapper Desmarais, I did learn that I had perhaps taken safety for granted
— most of us probably do take “routine” safety for granted. My sense is
that I should have been more proactive in stressing even the very minute
and minor aspects of routine safety, especially as the tour proceeded
towards the halfway point and we all became naturally a bit more
complacent in anything but operational safety and security.
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The greatest leadership challenge I faced, as I have stated earlier is that of
dealing with fatalities or serious injuries amongst members of the Battle
Group. I do not think we are well “trained” to handle casualties beyond the
technical processing thereof. In terms of how we communicate these
incidents to the other members of our team and deal with the strong
emotions released in the wake of such a tragedy, however, I feel we need to
become better prepared. I was immensely impressed with the strength and
grace of the next-of-kin of both young soldiers who died; their families
were a source of inspiration to the rest of us during their visit to our Battle
Group, although I personally felt apprehensive about the visit prior to
their arrival. My only advice to our leaders is to become personally
engaged in the process from the start, and make sure to personally connect
with the next-of-kin.

The “Command Team” consisting of the Regimental Sergeant-Major and
the Commanding Officer must be extremely visible to be effective.
I believe that Chief Warrant Officer Frank Grattan and I took every
opportunity to spend time with individual members of the Battle Group,
and in the process came to know most of them fairly well. This is a very
enjoyable aspect of command, and we tried to spend one day and night at
each camp every week, and our goal was to conduct at least one patrol with
every section, crew, and detachment in the Battle Group during the tour.
In fact, we managed more than that, and had a lot of fun doing it. I also
believe that being so directly available at all times allowed us better insight
into the goals and concerns of all individual members of the Battle Group.
One thing that struck me was the requirement to reinforce the successful
nature of our mission within our soldiers. On that topic, I simply
emphasized that as for measuring success there really are no definitive
characteristics of a successful end-state for this type of operation.
Commanders must judge the success of their operations according to their
specific mission. Armed forces alone cannot solve the political problems
underlying this conflict. That is the job of diplomats, politicians,
economic specialists, etc., and there is no guarantee that they will succeed.
However, the indications of (long-term) success are that negotiations are
in progress, while fighting has stopped or been significantly reduced.
Nonetheless, if peace support operations are to have any hope for
success, the professional execution of their military component is a
necessary pre-condition. In our case, we approached this more simply,
basing our measurement of success to some degree on the quality of
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the handover to our successors. We certainly felt we had had a highly
successful tour, thanks to the enduring high quality and dedication of
Canadian soldiers, and the truly sound leadership at every level of
command within the Battle Group.
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CHAPTER 4

OPERATION PALLADIUM ROTO 13,
SEPTEMBER 2003-APRIL 2004

Colonel Dean Milner

I was the Commanding Officer for the Royal Canadian Dragoon (RCD)
Battle Group (BG) for Operation (OP) PALLADIUM, Rotation 13,
in Bosnia-Herzegovina from September 2003 to April 2004. Prior to
this tour, I had participated on two earlier missions. The first was
OP CAVALIER as part of the United Nations Protection Force
(UNPROFOR) from September 1994 to May 1995. 1 was the Officer
Commanding (OC) “A” Squadron — Reconnaissance Squadron based out
of Visoko. The other mission was as part of UNMEE from March to
September 2001, where I was the Chief Operations Officer for the 220 man
Observer force based out of Asmara. Needless to say, these missions
assisted in preparing me for my current task as the Commanding Officer
(CO) of the Canadian BG for OP PALLADIUM.

In addition, I was fortunate in that I had the opportunity to conduct a
reconnaissance prior to the commencement of my pre-deployment
training. This was critical and, as a result, I was able to focus my training.
On the other hand, as with most missions, it is difficult to acquire a full
understanding of the threat and the intelligence situation prior to the
deployment. As a result, the first month of most missions is concentrated
on confirming the situation and fully understanding the posture of local
forces.

During the mission, my main responsibility was commanding the BG
during its everyday tasks, as well as during specific operations. The tempo
was busy and the BG conducted over 30 operations, although mainly at the
Squadron (Sqn)/Company Group (Coy Gp) level. Information Operations
were key as this was the primary means of directing future tasks. As a
result, I formed a strong and capable BG headquarters (HQ)
of about a 100 personnel that focused and synchronized all tasks and
operations, which were all generated from a refined weekly information
operations campaign plan.
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There were a number of challenges during the deployment, but I must
admit that my biggest fear prior to the mission was complacency setting in
with the troops during our tour. In the end, this was never a problem. If
there was down time, I generated competitions, training, and plenty of
sports and physical training (PT) activities.

One of my biggest challenges, however, was that my company was
composed entirely of reservists. This sub-unit was assembled just prior to
pre-deployment training and consisted of soldiers from 24 different units
across Ontario. They required a large amount of supervision and
my requests to augment the company with my Regular Force Senior
Non-Commissioned Officers (Sr NCOs) and officers were all denied. As a
result, I devoted the majority of my time with this company to attempting
to ensure success, resulting in less time being focused with my other
sub-units. All went well in the end, but it was a major concern for both
my Regimental Sergeant Major (RSM) and myself throughout the
deployment. For instance, it was a difficult decision to locate squadrons
and company throughout the area of operations (AO), and after having
completed a mission analysis, I deployed my reserve company to an area,
which later ended up being a particularly vital one. They performed well,
but at the same time, other key BG assets may have been more successful
in that area of responsibility.

Our mission statement mandated that “the RCD BG will secure the Area
of Operations as a safe and secure environment.” Our major role was
deterrence, but as this mission evolved and stability and normality
progressed, the focus of the mission centred on improving the rule of law
and developing defence and security capability. This primarily involved
conducting surveillance and information operations (IO0) to disrupt
criminal and terrorist activity. Continued training and improvement of
the local defence forces was also one of our major undertakings.

Harvest operations (i.e. removing weapons and explosives from the
environment) were also conducted on an ongoing basis throughout the
tour. Quite often, as a result of successful info ops, large weapons
caches were found. Overall, as stated earlier, the BG conducted over
30 operations either at the Sqn/Coy level, or BG and Brigade (Bde) level.

The nature of the operational environment was generally stable, which is
not surprising given the emphasis of the NATO Security Force (SFOR)
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mission, was to sustain a safe and secure environment. However, the
economy was weak and fledgling, and progressing at a very slow rate.
There still remained large-scale black market activities and, due to the
country’s porous borders, there was potential for terrorist training and
activities. In addition, the host nation defence forces were being reduced
to the point of almost insignificance and at the time the three forces
in Bosnia-Herzegovina trained separately and were reluctant to conduct
combined training initiatives. It was my assessment that Bosnia-
Herzegovina could still potentially spiral back into conflict without
specific international economic help and direction over the coming years.

In any case, there were a number of specific challenges to the mission.
For example, as the mission had evolved, a relatively safe and secure
environment had been established. As a result, SFOR gradually shifted its
operational focus towards policing-style tasks. This was a justifiable
emphasis based on the SFOR mandate/mission. It was also an excellent
opportunity to focus on information operations that saw the BG working
closely with the brigade staff and also the international community and
local police forces. The obvious challenge was that this was generally
new territory for my troops, but at the same time it forced the BG to
concentrate on information gathering and surveillance operations, as well
as the use of our Intelligence Surveillance Targeting Acquisition
Reconnaissance (ISTAR) capabilities.

Our BG resources combined with brigade and SFOR resources enabled us
to conduct some outstanding and successful operations. During some of
these missions we came across significant caches of weapons and links to
terrorist and illegal activities. Of note, SFOR, based on the Canadian and
Multi-National Brigade North West (MNB NW) initiative, developed
Monitoring, Observation, Surveillance Teams (MOST), which are now
called Liaison Observation Teams (LOTs). These teams live in villages and
were extremely successful. They worked closely with local authorities and
the population in targeting information for the new task force that was
stood up to conduct operations. In the end, this concept enabled SFOR to
draw down its forces and subsequently deploy small teams into critical
areas to measure stability and progress.

First and foremost, Canada has contributed immensely to peace and
security in Bosnia-Herzegovina over the past 12-14 years. The result was
evident. The situation in the country had improved ten fold during that
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timeframe. Unfortunately for me as a BG commander it was evident from
the start of the deployment that a great deal more needed to be done.
Unfortunately, there is still a deep hatred that persists amongst the people.
This continues to impede the move towards a stable and normal
democratic country. Although our impact was significant, I believe, that
the emphasis should be more focused on economic development, as the
country is experiencing no real privatization or new economic growth.

In that environment, it is not surprising that the black market is one of the
most ongoing growth industries. Although it is important to note that
NATO was a very efficient organization and it is obvious that it has had a very
positive and everlasting impact on the peace in Bosnia, more is required.
Based on Bosnia-Herzegovina’s ongoing problems, it is necessary that the
international community remain engaged and more effort is required to
transform and evolve the country’s police, judicial and other institutions.

Nonetheless, the BG worked well within the multinational brigade
context. Our battle rhythm or operational daily routine was effective,
so much so, that the Brigade adopted a similar battle rhythm. The BG
conducted a large number of successful operations and at the same time
we, along with the National Control Element (NCE) and the National
Support Element (NSE), were kept busy with the draw sizing of the
mission. After this rotation, the mission was scaled back from a BG sized
contingent to a sqn/coy sized entity. This entailed detailed and busy plan-
ning and coordination between all elements, conducted concurrently with
a high operations tempo. At one point, particularly during the later por-
tion of the mission, it actually became somewhat problematic. It was no
longer clear what the priority of the task was: operations or draw down?
This caused some tension between the NCE and ourselves, but it was gen-
erally mitigated by the NCE and NSE commanders and myself.

Due to the nature of the mission and how it has improved through
the years, the majority of our tasks revolved around information and
intelligence gathering. Some of our pre-deployment training
encompassed the type of training which helped the BG work with the
multi-national brigade. However, I believe more focus should have been
added to our information gathering capacity, as well as how the BG could
have better worked jointly with other assets within SFOR. As usual,
you quickly adapt to all situations, however sometimes this does not allow
you enough time to achieve all that you would wish to.
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In the end, I would emphasize the point that our troops are extremely well
trained to conduct missions of this nature and they readily adapt to a wide
variety of challenges. More importantly, our soldiers have learned to
communicate and operate positively with the locals to the point that a
genuine trust and respect has been developed in Bosnia-Herzegovina over
the years. Our soldiers have been fortunate to learn the lessons that have
been produced from previous missions.

For my peers: it is matter of preparing for the specific mission that you will
embark on. They are all different, but the building blocks are there and it
is a matter of putting together a well-refined and motivated team that is
ready to meet all challenges. It is vitally important to get your personnel
together as early as possible to build a strong team. Our challenges in the
future will be focused on learning to operate with the new technologies
that are being introduced to the army and how we maximize their
potential. Examples of this are the new ISTAR capabilities that are being
introduced to the Army.

For my superiors: I believe that our biggest challenge is technology and
change. They are both essential but we have to ensure that we continue to
incorporate them advantageously over the upcoming years. Our strength
remains our soldiers, and although new technology will help us improve
our ability to find and destroy the enemy, it must be well integrated.
Technology cannot replace cohesion. There is no substitute for taking the
time to put all the essential elements together to train as part of a BG
for its future deployment. Unfortunately, it seems there is a growing
tendency for elements to train with their technology separately from the
remainder of the team.

In the end, the bottom line is that I established a strong team with a
high esprit de corps within the BG and this helped me solve any of the
challenges or difficulties that arose during the tour.
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CHAPTER 5
COMMAND IN COMBAT

Brigadier-General D.A. Davies

Military careers are filled with hard work, professional development and
training, mental and physical challenges, good times and tough times, and
at least a certain amount of “right place at the right time.” While most of
us will be called upon to deploy on operations during some time in our
career, few will be actually called upon to engage in combat operations,
despite the lifetime dedicated to being ready to do that very thing. Those
who are will find the experience brings a curious mix of emotions, from
excitement to fear and fatigue. Fundamentally, the experience brings
about a sense of validation of a career; it helps answer the question of “am
I good enough,” or perhaps more importantly, “did I dedicate my working
life to doing something of value?”

In the spring of 1999, I had the honour and good fortune to find myself
commanding Task Force Aviano (TFA) during a period of rising
international tensions that ultimately culminated in our being ordered
into combat against the Former Republic of Yugoslavia. The ensuing
weeks saw my force grow to 18 CF-18 fighter aircraft and 350 personnel
heavily engaged in combat operations, conducting the most intense aerial
bombing campaign carried out by the Canadian Air Force since the Second
World War. The fact that so many missions were flown without loss
or accident, and that so many bombs were accurately dropped without
significant incident of collateral damage is a source of immense pride to
me, and to all Canadians.

What follows is not an academic treatise on leadership or command,
replete with footnotes or endnotes. Rather, it is a compendium of
thoughts, observations, and advice based on my experiences. It is my hope
that a portion of this will be of value to some of the readers; I accept that
all of it will not necessarily be of value to any one individual. Situations
change, the challenges each of us faces are unique to our particular
experience; despite this, some fundamentals are worthy of study.
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If I had to summarize my experience in one paragraph, I would say that
my experience showed me that a military career in the Canadian Forces
(CF) does prepare you extremely well for the challenges that you face on
operations. I would add that this is true for the personnel at all levels in
your force. The most frequent comments that I heard from my folks, from
all levels, showed how much they felt that combat operations felt identical
to the training exercises. As the commander, I initially found the
deluge of complex issues that I had to address somewhat daunting. To my
surprise, no matter what the issue, I knew how to get the team going to
overcome the challenge and move on. Somehow, my career to that point
had exposed me to so much that I could always provide the guidance to my
equally skilled folks that would help them identify, and deliver, the right
solutions.

THE BUCK STOPS HERE

While it is self-evident that the commander is ultimately responsible for
his force, nothing quite drives this home as much as being the overall force
commander, operating on the other side of the world. Our normal
existence leads us to feel that we always have a superior to whom we can
refer the really tough problems, or at least to whom we can turn for advice.
When you command in operations, you may well report to a superior that
is on the other side of the world, multiple time-zones away, immersed in
the frenzied life of headquarters where you represent but one demand
on his time. While you do have top priority for his attention, you will
rapidly realize that most issues that you face cannot be decided, nor even
advised, by him. He simply cannot understand the nuances or specifics of
the situations that you face.

It is a rather daunting realization that you are the end of the chain, and
must not be found wanting when your people turn to you. Where you
have little recourse for advice and direction, they will, of necessity, turn to
you for help, direction, and guidance when they face the most complex of
issues, the most difficult of problems.

At times such as these, I think that it is critical to keep in mind that you
do have significant talents and solid experience, and were specifically
selected to lead. It is your duty to identify the solutions and issue the clear
direction to your team that will get them over the hurdle and moving
forwards towards mission success. While this initially feels as it must for
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a tightrope walker on the first crossing without a net, as you settle in and
gain additional self-confidence, this will be one of the most satisfying
aspects of your command. The successes of your folks are a combination
of their talents and energy, and your ability to guide them. The failures are
a measure of your shortfall in foresight, planning, or communication.

EVERYONE IS CRITICALLY IMPORTANT TO SUCCESS

In our organization, particularly during our peacetime preparations and
training, we have a number of systems that differentiate between people.
These are highly visible in some cases, such as rank and uniform, and less
so in others, such as job specialty. Officers have their own messes, fighter
pilots wear different uniforms, Military Police have special status, the list
of differences is endless. While it may sound like motherhood, and many
in leadership roles do not initially fully believe it, but every individual is
absolutely key to success.

The missions cannot succeed if the technicians have not prepared the air-
craft, if the armourers have not correctly prepared the munitions, if the
supply tech has not found the solution to getting the required parts out of
the distant supply system and into the hands of the technicians, or if the
administrative team has not prepared the necessary processes to ensure
that the force is properly supported. Fundamentally, you will need every
individual on your team to give his or her utmost. It is critical to the team
that you understand this from the outset, and that you exude this sense in
all that you do and say.

As a corollary, you need to apply your considerable talents and power to
help those in your team who will need assistance with either professional,
or more importantly, personal issues. They will represent only a very small
percentage of your force, and the temptation to focus your energies on
what appears to be larger and more pressing operational issues will be
great; you must resist this at all costs. You owe it to all of your folks to take
the best of care of them and to be there when they need you; they have
entrusted their lives into your hands. Of equal importance, the majority
of your troops will see how you treat those in need, and will judge you by
your actions. Even though they may never be the ones who need you, they
will drive themselves all the harder if they are secure in the knowledge that
you will be there for them, if they are ever in need.
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I was asked about the impact of cultural or gender influences on the
mission. I had to reply that I had not encountered any issues in either of
these areas. In fact, when further questioned, I had to carefully think to
identify who was male or female in my force. I had quite simply not
thought of them in that matrix. They were all critical team players,
thoroughly professional, and highly motivated.

SAFETY

While we have all read commander’s visions on safety in the past, and
we have all heard of the high losses in combat due to accidents, we are
fundamentally all driven to succeed in our missions. There is a very fine
line where this desire to succeed can motivate individuals to push
too hard, cut corners, and otherwise take on levels of risk that are
inappropriate to the overall success of your mission. As the commander,
you play a critical role in ensuring that the right safety attitude is
pervasive in your command. This goes way beyond publishing a cleverly
worded safety vision on posters for distribution. Few will “waste” the time
reading such posters, when the mission is calling. You must personally
and convincingly communicate your expectations.

I believe that a proper approach to safety is fundamental to your success
in combat. In my case, I had examined this aspect of my operation
during the preparatory phases, during which time there was no
expectation that we would progress to combat. I was horrified by the
driving conditions on the local highways, and concerned by the other risks
that were evident. Accordingly, I published my vision: “Everybody goes
home”. As we entered into the combat phase, I took the time to address
every individual in my command, and all those augmentees that flooded
in. To them I said, “We will win this campaign. It will be won through the
successful execution of thousands of sorties. We will fly hundreds of these.
No one mission is so critical as to justify cutting a corner or taking risks.”
I went on to further emphasize my expectations in this area. In all of my
visits and discussions with my personnel, I commented on safety, observed
and changed small items to reduce risk, and encouraged them to take
action to correct dangerous situations.

A related, but equally critical issue is that you must be mentally and
procedurally prepared to deal with significant accident, injuries, or loss.
When you get the report of an aircraft loss in combat, it is far to late to be
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figuring out what measures need to be taken. You need to have carefully
thought your way through this eventuality, from the notification of next of
kin through follow-up. We have a very structured process for aircraft
accident investigation; what will you do in the event of a combat shoot-
down? What will your media position be?

To my lasting satisfaction, the entire operation was conducted with no loss

of life or serious injury, and no accidents of significance. You must walk
the talk.

MISSION FOCUS

While you may believe that impending or ongoing combat operations
would serve to focus the attentions of your force, you will be astonished by
the myriad of other competing demands. Success or failure will depend on
your ability to focus your team on the items that are important, and
ultimately on mission success.

In the case of TFA, in the days immediately prior to the first combat sortie,
we had so many distractions that it is difficult to remember them all. First,
we had just received the advance party of the next rotation (ROTO) of
personnel; as it turned out the ROTO would have taken place several days
after the start of combat. A team was in from Canada in the midst of a
Board of Inquiry (BOI) for the changeover. We were also in the middle
of the final detailed planning to temporarily move the entire force to
another base for a six-week period of maintenance on the runways at
Aviano. In addition, we were attempting to write personal evaluation
reports (PER) for all the personnel. It is difficult to imagine a more
distracted and overtasked group.

As I listened to the Secretary-General of NATO announcing the
commencement of combat for the next day, I realized that I had allowed
the situation to go on too long. Accordingly, I issued a one-page order
entitled: “Focus on the mission.” In it I directed all activities that were not
essential for mission success to cease. I specifically halted the ROTO,
ordered the BOI to cease and the members to report for duty with my
force, ceased the planned move, stopped the work on the PERs, and
effectively cleared the decks for combat. I can still recall the incredulous
expression of the officer in charge of the BOI team when I ordered him to
return to Canada.
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Your folks can accomplish miracles, and will put in incredible hours. It is
up to you to ensure that every drop of productivity and sweat is directed
to the success of your mission. To do otherwise is to invite failure. Focus
them on the mission.

RELATIONSHIPS WITH HHQ AND HOME UNITS

Warning: this section addresses the one area in which our training is
seriously, and potentially debilitatingly at variance with operations. Our
training for Air Force units includes numerous deployments for training
operations at away bases. In all cases, the mounting wing retains
the responsibility for support. When you need a part, or have to send
someone home and need a replacement, you call home base.

When you are operationally deployed, your status is dramatically altered:
you are under operational command (OPCOM) to the Deputy Chief of
the Defence Staff (DCDS)* under our current construct. That is, you are
under the full and direct command of the DCDS, and have no further
linkage with your home base. This means that all those normal issues,
from spare parts to personnel issues, must be dealt with through the
DCDS staff. This is a very good process, as the DCDS has recourse to all
assets and every person in the CF. You are on the A-team, at the pointy
end, and they will rip their sweater to get you everything that you need.

Your staff, however, will arrive with absolutely no experience or training in
this new relationship. Their skills will lead them to contact the home unit
with their issues. This is wrong and dysfunctional. The home wing does
not have access to the full supply system for parts, the full spectrum of
personnel of the CF to fill your need, the full spectrum of airlift to deliver
the goods, etc. In fact, they may knee-jerk in response to a call, and a
totally inappropriate response may be generated.

In one case, I was considering a request to expand our operations from
precision guided bombing to all-weather non-precision bombing. I asked
my staff to confirm that we did not, in fact, have any Vertical Ejector Racks
(VER) in stock with our task force. (these are needed to permit more

* Note the DCDS organization was dismantled in spring 2006. Canadian Expeditionary Force
Command (CEFCOM) is now responsible for overseas operations.
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bombs to be mounted on each position on the wing of the aircraft; if you
are not using precision bombs, then more is better) The first phone call by
my immediate staff resulted in a shout of “do we have any VERs” in one of
the shelters on the flight line, at which point someone shouted back “do we
need VERs? I have the home wing on the line.” You guessed it, the Airbus
happened to be on the ramp at the home wing, and within minutes 50
VERs were loaded. (several hundred pounds each) Within hours they were
delivered to us; success you might say. Not so fast. This poorly staffed and
uncoordinated action resulted in uncertified and not-maintained VERs
being shipped to us In the end, they could not be restored to flying status
with the personnel and equipment available to our task force, and all had
to be shipped back to Canada. A couple of days later, subsequent to a
formal request for VERs, staffed through the DCDS staff, we received the
needed gear, ready for flight.

I had to continually address this, and briefed every newly arriving
individual. I had my chief of staff personally conduct remedial training to
further reinforce the lesson. Despite all, we had to conduct specific
training for every newly arrived individual to avoid further errors.

PLANNING AND CONFIDENCE

Our peace-time experience leads us to pursue the 99 percent solution.
No process is sufficiently efficient; we are consumed by the effort to make
things better. This is a luxury that you cannot afford in combat (and one
could argue you should not afford in peacetime either). The search
for perfection can lead to mission failure; good-enough has to do. I
summarized it as: the 80 percent solution today has a better chance of
success than the 95 percent solution that arrives late. To this I would add
the corollary that “you are better than 80 percent!” In my experience,
no matter how complex the issue, we can rapidly arrive at very workable
solutions to the most difficult of problems. Accepting that this will have
to do, and confidently proceeding is crucial to success.

YOUR PERSONAL WELL-BEING

We are all raised and trained, as future commanders, on the principle that
the leader pushes the hardest, endures the most privation, and sets the
example for his force. The image of a selfless commander, dedicated to
the men and women of his force, is valuable and important. You must,

SENIOR MILITARY COMMANDERS ON OPERATIONS 95



CHAPTER 5 IN HARM’S WAY

however, understand that this has its limits in application, and that if you
fail as the leader, your force fails.

Physical fitness: I cannot overemphasize the importance of you taking all
possible measures to prepare yourself for the possibility of combat. You
will be faced with impossible levels of stress, fatigue, and mental pressure.
The first step to successfully dealing with this starts right now. You must
deliberately take action to raise your physical fitness to a high level. You
should adopt the attitude that you are in training for a serious, physically
demanding competition. In combat, this initial fitness will erode as you
are faced with sleep deprivation, poor eating, worry, coffee, and other
stressors. The higher the level you start at, the longer and more successful
you will be at resisting the effects, and continuing to function at the
required high levels.

In our peacetime existence as officers, we have somehow come to accept
the image that the more senior the officer, the less important it is to do
fitness training. While it is encouraged for our junior officers to take time
during the workday to train, it is almost dimly viewed for senior officers
to pull themselves away from the inbox and e-mail. I believe that a
compelling argument could be advanced that the more senior the officer,
the greater the requirement for dedicated fitness training. The young are
naturally given greater resiliency. I challenge you to review your priorities,
and to make time in your duty week to get into shape, and stay there.

Sleep: In combat, your folks will be pumped and roaring to go. Their
dedication and focus on the mission will lead them to dedicate
every waking moment to their part of the mission. In the face of the
never-ending barrage of issues to address and meetings to attend, as
a commander you will find sleep is a precious commodity. You must
deliberately take concrete measures to ensure that you get adequate
amounts of sleep to function effectively.

You will find, once again, that your training and beliefs are somewhat at
odds with your needs. The image of the leader being the hardest driving,
most selfless individual in the force can easily lead you to neglect your own
condition. You must fight this. Imagine a commander with a pillow in his
staff car; tough to see is it not? This is but one trick that I commend
to you. Have a folding cot and sleeping bag installed in your office, and
periodically inform your staff that you are going to sleep. They should
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hold the phone, intercept any disturbances, and allow you to take
advantage of that lull in your afternoon. Keep in mind that, whereas they
have shifts and time off, the commander is always on!

In my experience, the first few day’s sorties were all flown under cover of
darkness, to reduce the effectiveness of the air defences that my pilots were
facing. After monitoring their safe progress through the enemy zone and
back into the safe area from the Air Operations centre, I leapt into my car
and drove the two hours to Aviano to be there to welcome them safely
back. As I returned in the wee hours of the morning, prior to the next
early morning brief, I concluded that I owed it to these valiant young men
to be on hand to welcome them back after every mission; how misguided
can you get! I owed it to them to be as sharp and capable as possible, to
give them the best possible chance for success and survival.

After the second night, in which the sorties were flown even later, I was still
running on adrenalin. After the first three days, I realized that I had to get
sleep. Accordingly I found the discipline to lay in my bed for eight hours
on each of the next two nights; alas, my body was so wired that sleep
eluded me, other than a couple of hours each night. By the fifth day I was
starting to have physical symptoms, and could no longer sleep normally.
I was going to fail. Realizing the danger, I reported to my doctor and he
prescribed a couple of sleeping tablets for the next night. One huge night
of sleep and I was back on top.

To ensure that I did not get in the same situation again, I was determined
to institute control. Having noticed how fatigued (ugly) all the senior
officers had become in the early days, and being an engineer, I created a
management tool. I printed a chart with days along the bottom, and UGLY
as the vertical scale (0 to 8). It was entitled “Commander, how do I look
today.” Realizing that I could not, in all fairness, ask my staff to comment
on how I looked, I devised a formula for calculating the vertical score for
each day. Given that eight hours of sleep is a fine amount, I decided to
subtract the actual sleep, and plot the result. While this started out as an
act of humour, I found it to actually be of great value. I scrupulously
added every half-hour in the office, 15 minutes in the car, and hour in bed,
and plotted the result. With normal days running from 1 to 2 on the ugly
scale (6 to 7 hours of sleep), I quickly recognized when intense operations
were causing sleep deficits: the chart started to show ugliness levels of 4
or more for several days in a row. When this happened, I made sleep the
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priority it had to be, and drove the score back down. Do not let a
misguided sense of self-sacrifice allow you to run yourself down and
compromise the effectiveness of your team; their lives depend on you
being at your best.

Ethics

Much has been made of ethics and the requirement for enhanced ethical
training during the past few years. The training, in some cases, has
focused on complex situational issues in which individuals are faced with
impossibly demanding choices involving negative consequences for any
decision. While I support this on the basis that it is intellectually
stimulating and causes us to reflect on our core values, it is not truly
reflective of the types of situations you will face in your operations.
Accordingly, I have condensed my thoughts on this topic into a sort of
guide to practical ethics.

How do I define an ethical challenge? I define this as a situation in which
you are facing the internal turmoil over a decision to act. While you know
what you should do (the right thing), you are under pressure to act against
your values. This may be temptation (personal gain, pleasure), orders
from your superior, rules, or any other source of influence over your
actions. 1 can generally tell when I am facing this, as I find myself
returning to the problem over and over again. In the shower, in bed before
trying to sleep, on the way to work, while running; the issue continues
to haunt me.

As a lieutenant-colonel, I had the formative experience of being placed
under immense pressure to act against my values. In this case, I was
pressured by several levels of command above me to alter an estimate,
so as to favour the deployment of forces into a combat zone. I had
personally led a team through the evaluation of the options, and clearly
understood that the aircraft were completely unequipped to survive in
the threat situation that was present, and the crews were manifestly
unprepared to operate in the region. My strong recommendation had
been against the proposed deployment. After considering the initial,
subtle feedback from the higher review of my estimate, I began to worry
that I might actually be told to alter the estimate. What would I do? I was
about to be tested.
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Several anxious hours later I found myself in front of the general, and to
my horror he indicated that he, the Commander of the Air Force, and the
Chief of the Defence Staff (CDS) all wished the estimate to recommend in
favour of deployment. Horror of all horrors. What to do? In a flash my
decision was made. I told the general that I would completely rewrite the
estimate to strongly recommend the deployment of the aircraft, for his
signature. At this point he back-pedalled, and said that no, this was to be
my estimate. I then indicated to him that, if it was to be my estimate, it
stood as written. I was then dismissed.

You can imagine my distress in the ensuing days and weeks. As strange as
it may be, six weeks later a similar type of light twin aircraft, operated by
another nation, crashed into a peak in the same area, killing a US secretary
of state and all others aboard. The resulting inquiries revealed not only the
manifest lack of preparation for these crews to operate in this area, but also
showed dramatic levels of inappropriate pressure by significant levels
of command to deploy this aircraft and push the ill-prepared crew to
undertake the mission. I do not sleep with that on my conscience.

My suggestion to you is as follows: when you find yourself continually
drawn back to a decision, over and over again, carefully consider whether
you are under some pressure to act against your values. Treat this as an
alert to you to fundamentally re-examine your situation. Clarify why you
are conflicted, examine the source of the pressure, and do what you know
to be the right thing. To your own self be true.

A word of warning, do not confuse a difference of opinion with your boss
as to the best plan with situations that reflect true ethical issues. You may
feel strongly about your proposed solution, but you owe your boss the
loyalty to accept his orders and get on with the job in the fashion that he
has decided to proceed, to the best you are able. He will frequently know
more than you do, and may well have considered and weighed factors
differently than you. Your turn to lead will come. This is not to be
confused with the pressure to act counter to your internal values.

Leadership and motivation
While every situation will be different, it was my experience that your folks

will be immensely motivated in the face of operational duties, particularly
so in the face of combat operations. For many it will be their first
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experience on operations, and will be their opportunity to see if they
measure up. Your task as a leader is thus rendered far easier than might
otherwise be the case. Fundamentally, they all know their job; all they
need is a clear understanding of where you need them to go as a team,
and an underlying feeling that you care about them and value their
contribution. Being at the head of such a group brings an unequalled
sense of satisfaction and pride.

I can conceive of situations where the operation is sufficiently unpopular,
or the sense of mission worth of the group is so low, that the leadership
challenges could be insurmountable. Fortunately, I believe this to be an
exceedingly rare circumstance.

In my case, the tragic humanitarian situation had been extensively covered
in the media, and the reason for us to act was well understood by all.
I did conduct several large group gatherings to say a few words of
encouragement to my folks, and to answer their questions. That having
been said, this was the first combat experience for most of them; they were
seriously pumped up already. The vast majority, myself included, had
never expected to be called upon to go to war for our country. To be called
upon was a vindication of our life choices, and a validation of our
training to date. My challenges were to ensure that this supercharged team
had very clear directions, to encourage and reassure them as they faced the
inevitable initial stage-fright and butterflies, and to step out of their way
as they charged forward to accomplish the mission.

Your challenge is to bring every individual on your team to understand
and believe that you truly care for him, and desperately need his
contribution. Only when every single individual is pulling at 150 percent
will your group achieve its best effort. As I have posted on my wall for
years, “You can make them work overtime, you can make them work
weekends, but you cannot make them perform extraordinary work. They
have to want it!” Your challenge as the leader is to nurture this desire to
excel in every one of your troops.

Media

While we have made dramatic strides in advancing the level of awareness
of media and the role that they play in your operation and the national
support for your activities, we have some ways yet to go. Seek out
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opportunities to further your understanding of the media, and particularly,
to expose yourself to media training.

During 1997, I attended the U.S. Air Force Air War College. The year of
intense studies included many core topics, coupled with a broad spectrum
of electives. From the list of electives, I happened to choose the less-than-
popular elective on Media. In the ensuing weeks I was subjected to my first
television interview, first radio interview, and finally, my first negative
press conference, complete with demanding and pushy reporters out
to show me in the worst possible light, and a lady that went somewhat hys-
terical in the middle of everything. This was anything but fun.

During a fighter pilot’s training, we send him to Red Flag or Maple Flag in
order to experience his first 10 combat missions during training. He is
subjected to the most realistic combat environment possible. The
requirement to do so was based on the observation, over the years, that
a dramatic percentage of all combat losses occurred during the first 10
combat missions; those that survived had a very reduced loss rate.

For me, the media course was like having the first enemy shots occur
during training. Two years later I found myself, standing in a muddy field
in the wee hours of the morning, being interviewed by CBC, live on “The
National.” I could not have been more thankful for having signed up for
the earlier training. Make sure you are ready.

It is clear that Canadians will have a significant interest in your mission,
and will wish to see the human side of your endeavour. It is equally clear
that if you present such a negative image, or if you exclude the media
entirely, then the coverage will inevitably be less than flattering. This has
two significant and direct impacts on your mission success: first, you have
been assigned the mission as a result of a decision made on the part of
all Canadians to intervene; should your mission be portrayed in a
sufficiently negative light the national support to continue may fade, and
you may be withdrawn without succeeding in your mission. Secondly, in
the age of advanced communications, your troops will be directly exposed
to the coverage back home, both through telephone calls to the family and
though internet access to the news coverage. If the coverage is negative,
you can bet that this will have a serious impact on the morale and
effectiveness of your folks, and may jeopardize your mission as a result.
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This should lead you to the conclusion that you will need to have a
proactive and well-considered media plan in place, before it gets interest-
ing. You will need to ensure that you have adequate professional public
affairs officers on staff, that you have carefully considered the message that
you wish to transmit, that you have decided on a policy and process with
respect to embedding media with your force, and finally that you have
carefully considered the conditions under which you will allow your folks
to be interviewed.

This latter issue is fairly important. In general, your folks are actually
very good at drawing the limit with respect to the type and detail of
information that they give out; this should not be surprising, given their
risk should they compromise mission-sensitive information. The issue
becomes more one of protecting them and their families. Given that our
forces are relatively small in number, and are generated from a relatively
small number of bases, it is fairly easy for the media and others to
establish the identity of the individuals. This brings the risk of reprisals or
threats against the families back home. Again, this can be of sufficient
concern to your folks to represent a threat to your mission success. The
obverse of this issue is that the anonymous interviews, or the hidden
faces approach lead to a sense of a group that are engaged in some
dishonourable endeavour. The bottom line is that you need to have
sorted this out well before you find yourself in action.

RULES OF ENGAGEMENT (ROE)

In a combat environment, you are faced with the likelihood, perhaps even
certainty, that personnel under your command will apply lethal force to
accomplish the mission. This is legitimized through the issuance of rules
of engagement. These rules describe the circumstances under which you
and your unit are authorized to use force, whether lethal or non-lethal.

In my experience, the complexity of the ROE is inversely related to the
likelihood that your unit may be called upon to actually use force. That is,
in a peacekeeping scenario, where it is highly desirable that force only be
used in a last resort, the ROE are complex and highly restrictive. In the
circumstances of combat, where the mission expressly calls upon the use
of lethal force, the ROE are simple and straightforward. In fact, in the
latter situation, the principles of the Law of Armed Conflict become the
primary directive for the use of force.
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For example, during the two months leading up to the air campaign, we
were tasked to fly missions in support of the peacekeepers on the ground
in Bosnia. We were to drop precision bombs in support of peacekeepers,
in the event that the local situation had severely deteriorated and such
dramatic levels of force were necessary to retain control of the situation.
The possibility that we might actually have to do this was remote. As a
result, the ROE that applied were exceedingly complex, with a multitude
of procedures required to authorize the use of force, and complicated
measures on the aircraft to ensure that weapons were not inadvertently
dropped, etc. In fact, the complexity was of such magnitude that I
established the second of my two missions objectives as “No unauthorized
bombs.”

As it became increasingly possible that we would be engaging the Serb
forces in open combat in The Former Republic of Yugoslavia, I sought
and received ROE for that mission. These were exceedingly clear and very
non-restrictive. In fact, particularly in view of the significant emphasis on
collateral damage, the principles of the Law of Armed Conflict (LOAC)
became primary in the planning and execution of the missions.

As the commander, you are ultimately accountable for all the actions of
your force, most particularly for their application of lethal force. You must
take all measures necessary to ensure that your folks are fully aware of all
of the applicable ROE, and your expectations of them. In my case, I
personally briefed all my pilots prior to their commencing combat flying,
and spent considerable time in discussion with them. I was questioned
with many “what if’s” and was able to clearly communicate to them my
expectations. In my case, I clearly and repeatedly stressed the importance
of them being certain of their aim point before releasing weapons. We
were to bomb targets that were in close proximity to civilian populations,
in some cases embedded in cities and towns. My contract with them was
that if they were certain, but in error, then I would answer for the results.
If they failed to be professional, particularly if they dropped their weapons
without having positively identified their aim points, they would answer.

In the event, we had numerous sorties where the pilots flew for hours,
faced the enemy air defences, arrived at the target area and could not
clearly establish their aim point. They all showed the discipline to hold on
to their bombs, swallow their disappointment, and fly the hours required
to get home, having failed in their particular mission. I cannot express the
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pride that I retain to this day in the professional and disciplined fashion in
which they performed. I do not believe that the same result would have
occurred without my clear direction and communication with them.

YOU AND YOUR LAWYERS

You will be fortunate to have one or more lawyers deployed as part of your
team. These talented Assistant Judge Advocate Generals (AJAG) are
provided by the JAG, and represent a source of invaluable advice on a wide
variety of issues. You must be aware, however, of a number of significant
special factors that influence them, and their relationship with you.

First, you will require these lawyers to deal with a huge spectrum of
issues. These will range from disciplinary issues with your troops, local
contracting issues, interaction with local national courts, real estate leases,
LAOC, ROE, your orders, and a plethora of other issues. How can anyone
be so competent you ask? The answer is that they cannot be, thus the first
justification for the unique command relationship that exists for your
AJAGs alone. They are the only individuals that will be present in your
command that are not under your direct command. They are responsive
to you, but remain under the direct command of JAG. This allows them
the right to directly communicate with the JAG and the large and diverse
legal organization back home. This affords you the benefit of the very best
of possible legal advice.

The next point is somewhat more subtle. As the commander on a
deployment, you will be given the most authority that can ever be
bestowed upon an individual. You are literally given the power to decide
life and death, and all lesser things. This is an exhilarating and
frightening proposition, one that brings with it the greatest of satisfactions
as the mission progresses. As we have learned through past events, this
absolute power has led to abuses when the talents of the commander were
less than that required for the situation. While all subordinate officers
have the ethical responsibility to act in the face of wrongdoing, this is a
particularly demanding challenge in a combat environment. Most of us
have read of several famous cases, such as the “Mutiny on the Bounty”
where subordinate officers have faced the supreme challenge of taking
action in the face of commanders that were failing. This is a demanding
act that is rendered doubly difficult in view of the chain of command
relationship, and the necessary respect for authority that is ingrained in us
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all from the first day of basic training. By placing the AJAG outside the
chain of command, at least one individual is placed in a position from
which it would be somewhat easier to act in the face of wrongdoing. The
AJAG acts as a safety measure, to guard against a commander overstepping
his authorities. This is a right and necessary thing.

You will need to be aware that AJAGs are not trained in the art of military
command to any significant extent. While they are consummate experts in
a number of areas of law, and in their relationship with JAG and his staff,
their military training may range from a reasonable amount to a relative
light dusting. They will provide you with high quality legal advice; their
responsibilities do not include the provision of military advice, whether
concerning the conduct of your campaign or leadership in general. Be
cognizant of this, and be prepared to assist your AJAG in understanding
the scope and limits on their responsibilities.

Finally, and most importantly, you must be absolutely clear as to your
relative roles, responsibilities, and accountabilities. Your AJAG is
responsible to provide you with legal advice. He or she is absolutely
accountable for the quality of the advice provided, and can have their
professional accreditation revoked for poor advice. As the commander,
you are absolutely accountable for your decisions. In a proper
relationship, you will be provided advice, couched in terms such as “it is
not advised that”, or “I recommend that”. Should you hear “you can’t”,
“you must” then you may be straying from the appropriate relationship.
You must not look to your AJAGs for decisions.

COMMAND ACCOUNTABILITY

Finally, as the commander, you must remain cognizant that you are
ultimately responsible for everything that your force does — absolutely
everything. While I was faced with circumstances where the coalition
leadership assured me that they would personally take responsibility for
the results of proposed attacks or tactics, it was absolutely clear to me that
I would personally answer for my force and their actions. NATO or some
other coalition does not go to court — you do!

This led me to refuse some missions and to reject some tactics. In
retrospect, the events vindicated my stand in each case. I will cover two, in
brief, to illustrate.
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The first was a tasking to attack a significant communication centre, one
afternoon. The centre was a legitimate target with great importance, and
was assessed to have a low probability of collateral damage. The LOAC
principles would allow attacks up to and including high probability of
collateral damage for such a target. Upon closer examination, my
planning team indicated concern to me. They had observed this target on
a previous mission, and knew that it was surrounded by immense parking
lots. The size of the facility indicated the presence of hundreds of civilian
workers. While civilian workers involved in providing military capabilities
are legitimate targets, the attack date was during the days immediately
following the inadvertent attack on the Chinese Embassy. I approached
the NATO commander and was initially rebuffed. After being directed to
the targeting cell, I was again told that the target had a low collateral risk.
I asked why this target was tasked in the mid-afternoon, assuring a large
work force and many casualties. There was no answer. Accordingly,
I refused the target. The next day the chief of the targeting cell
approached me; the target folder now had a unique red page that stated
that this target was only to be struck in the early morning hours.
A couple of days later we were again tasked, and eliminated the target
without causing the elevated level of collateral damage and subsequent
adverse public attention that would surely have resulted if we had
performed the mission as originally tasked. In view of the furor that arose
over the Chinese Embassy, had I not objected, we might have created such
debate that the entire campaign could have been placed in jeopardy.

In a second case, the Air Component Commander (ACC) was placed
under tremendous pressure to increase the weight of attacks against the
Serb Army in the Kosovo province. In view of the shortage of airborne
forward air controllers, to find and identify legitimate army targets for the
attacking fighters, he decided that he would allow flight leads to over-fly
the area and find their own targets. I was concerned, as the fighter
aircraft were not equipped with the required capabilities to effectively find
targets, and in particular, to positively confirm that they were legal
military targets. Despite the personal assurances that the ACC would
“personally take full responsibility”, I issued direct orders to my force
that prohibited this procedure. Two days later a pilot of another force
incorrectly identified a tractor with a trailer full of refugees as a target,
and attacked with deadly results. I felt sympathy for the pilot involved,
particularly as he was personally paraded before the media to explain his
actions; he will live with this decision for the rest of his days. The next day
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I removed my prohibition on such tactics, as NATO issued its own
restriction. Fundamentally, as the commander, you must be absolutely
cognizant of the fact that you, and only you, are ultimately responsible.

HONOURS AND AWARDS

This is one area of primordial significance, yet one that is the most
neglected. In an era in which all talk seems to have shifted to pay and
allowances, and “Queen and Country” is disparaged, you will be amazed by
the extent of the emotion that is associated with recognition. This is an
area in which the wheels of our current system do grind slowly indeed.
You hold a sacred responsibility to your folks; they will face great danger
and hardship under your command, and you are accountable to ensure
that their sacrifice is recognized. This is far from simple; our system is
fairly complex, the application process is long and less than rapid.
Fundamentally, however, the entire outcome is based on your early and
continual engagement on this critical topic.

In my case, it took five years of ceaseless efforts, and the support of a
number of key senior leaders, to finally achieve appropriate recognition for
my warriors. This did pay off for future missions, however, so possibly
this situation will be minimized in the future.

The bottom line is that you need to be fully aware of the spectrum of
individual and group recognition and honours, and diligently apply your
energies to ensuring that the deserving folks are recognized appropriately.
This responsibility does not end with the end of your mission.

CONCLUSION

In reviewing the notes above, I have the sense that I have painted a portrait
of command in combat as a severely demanding role that will push you to
your very limits, and will present you with the greatest challenges possible.
If so, I have succeeded in my aim. You should not shy away from such
an opportunity; remember that the greatest satisfactions are found in
achieving success in the face of the greatest challenges.

An operational command will represent the pinnacle of your career,
and prove to be the validation of a lifetime of dedicated training and
development. Good luck.
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CHAPTER 6
OPERATION APOLLO

Lieutenant-Colonel G.L. Smith

Let’s step back to what has now become a notorious day in modern
history: 11 September 2001. Each of us can vividly remember what we
were doing that day when those historic but tragic events took place in
New York City. For me, I was scheduled to conduct duties as the Aircraft
Commander for a routine local flight using the C-130 Hercules transport
aircraft, engaging in a ‘hostile theatre operations’ training exercise in
the local Trenton flying area. As Commanding Officer of 429 Squadron,
I recognized that this mission, like all of the others that came before in my
twenty-three years of previous military flying experience, was designed to
enhance the readiness of assigned crews to rapidly respond to Canadian
defence priorities. Little did I recognize then how relevant those years
of international training, humanitarian and peacekeeping operations
would become.

My aim with this chapter is to share what I believe to be the relevant
lessons learned through my command experience conducting air
operations within a hostile theatre. In particular, my task as the first
rotation commander of the Tactical Airlift Detachment for Operation
(OP) APOLLO will be examined to fulfill this aim. By conducting this
detailed examination, I hope to make a direct contribution to those who
may find themselves confronted with comparable circumstance in the
future. Initially, I will present an overview of the operation’s context and
history through the medium of a typical day, followed by a focused
retrospective of my experience with a detailed emphasis on leadership
lessons learned. Finally, I will conclude with a summary of the most
substantial lessons I learned that can directly prepare others for similar
leadership challenges. By using this approach, the intent is to share the
layers of experience I took away from this deployment, but in doing so,
perhaps I might subtly entertain along the way.
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THE TASK REVEALED - A MEMOIR

Again, I remember 11 September 2001 with lurid detail. Like many, I met
the televised images of the catastrophe with disbelief and cautious
skepticism, viewing them at first as one might watch a sensational
‘Hollywood” movie trailer. During the immediate aftermath, I knew little
of the planning that was taking place nationally; however, I intuitively
knew there had to be a response. Fortress ‘North America’ had
been breached and Canadian sovereignty had been directly threatened. In
the weeks that followed, I can clearly recall the Prime Minister,
the Minister of National Defence (MND) and the Chief of the Defence
Staff (CDS) jointly announcing Canada’s commitment to the newly
declared ‘War on Terrorism’ For the Department of National Defence
(DND), this proclamation amounted to the planning for and execution
of OP APOLLO - Canada’s contribution to a coalition-based, multi-
national military mission prosecuted in a theatre of operations then
considered to be a targeted centre of gravity for international terrorism:
Afghanistan.

I received a telephone call during the afternoon of 8 October 2001 from
the Wing Commander of 8 Wing Trenton. He informed me that I had
been chosen to mount a force of approximately two hundred personnel
and three C-130 Hercules aircraft for a six-month deployment to an
undefined location. Suffice it to say that my small part in the world and
my family circumstance were turned upside down that day. In the days
and weeks that followed, this scene would repeat itself across the country
in the households of many service personnel called to duty for OP APOL-
LO. For three months, we prepared, and the team trained individually and
collectively. Throughout the period, the main deployment body and a
proportionate back-up team held a twenty-four hour standby posture that
was emotionally exhausting for us and for our families. Straddling
the 2001 Christmas/New Year’s traditional holiday season, the anxiety
of knowing one will be leaving but not knowing ‘when’ was noticeably
wearing upon all of us. For those poorly informed service personnel,
rumours of departure dates and basing location options were rampant
and the ‘ebb and flow’ of morale changed accordingly.

Contrasting directly with airlift operations experiences of the past where
supporting actions had been of relatively short duration, this mission was
planned at the outset as a six-month operation — a fundamental paradigm

110 “THE BUCK STOPS HERE”:



IN HARM’S WAY CHAPTER 6

shift for many of the flying crews and support personnel sourced from
within the Air Mobility community. This was met with some resistance
due, in part, to the ‘inertia’ of the group’s cultural sense of ‘who they were’
and past practice. Magnifying these already destabilizing organizational
forces, an observable amount of paranoia was apparent in smaller
but nonetheless appreciable amounts: this mission was not ‘routine’ peace-
keeping or a ‘classic’ humanitarian operation in any sense. Nonetheless,
most of the team was highly motivated by the spectre of terrorism and the
practiced techniques of terrorists to date.

Finally, commencing mid-January 2002, following a tense but thankfully
uninterrupted holiday season, the Tactical Airlift Detachment was finally
given its orders to move. This was a huge logistics event unto itself, but
relatively small in comparison to the parallel events that were unfolding
across Canada and in many of the participating nations across the globe.

After almost a full day of travel, we arrived at our destination and were
confronted immediately with an alien culture and a despicable austerity in
what would become ‘home’ for the next six months. In a few short days, a
rudimentary airfield operation was set-up in this remote desert location
and our first airlift events commenced. The runway was provided by our
host nation, however, the infrastructure from where we would conduct
operations was built entirely following our arrival. Due to this deficiency,
my first three weeks of functional command in this environment were
carried out exclusively on a field message pad. Two days after arriving, the
Detachment’s aircraft maintenance, traffic and air movements, operations
planning, aircrew and support staffs were now executing their respective
crafts in order to launch viable sorties. For all of us, the bustle of activity
helped to get lingering images of family separation and the tears shed on
departure out of our minds (if only temporarily). For most, a typical day
was eighteen hours from start to finish. However, as we became more
versed in the needs of the mission, the days became more tolerable as we
learned our own efficiencies and adapted the organization to meet the
changing needs of our complex mission. After all, we were only doing
what we had practiced so many times before, or was it the same?

Planning commenced at 2300 hours before the following mission day.
There were no days off to the operation per se, but as a general rule, most
personnel were scheduled to rest one day per workweek. Assigned flying
crews would arrive at 0300 hours daily to commence their detailed study
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of the planned routing and prepare contingency escape and evasion plans
in the event of being forced down over hostile territory (an exercise which
I have often referred to as ‘angry camping’). All aspects of this
planning were based entirely upon the in-depth analysis conducted by
on-scene intelligence experts who were highly tuned to the rapidly chang-
ing mission parameters and situational developments across the entire
theatre of operations.

On occasion, I recalled remarks from retired Major-General Lewis
Mackenzie being interviewed on Canadian television immediately prior
to our departure during which he mentioned (paraphrased) that
‘the Afghanistan national sport is removing expatriate (foreign) troops
from its soil’ (to note, this was a reflection upon the Soviet Union’s
unsuccessful attempt to invade in the early 1980s and failed British efforts
to colonize the country earlier in the century). It was obvious that there
were pockets of versatile, war-hardened Taliban soldiers who did not
want any of us in their country, especially when we were seeking to
fundamentally depose their tribal way of life, unseat the ruling warlords,
and shift the centre of power away from those local and regional benefits
that democratic order would deny. The precarious interaction between
friend and foe in this upset nation was always observed by me in this
context and carefully integrated into my overview of each day’s mission
assignments.

As the planned departure time moved closer, receiving their weapons and
ammunition only heightened the sense of focus for the aircrew.
Meanwhile, aircraft maintenance personnel readied the C-130 Hercules
aircraft which included: installation of nearly 3000 pounds of Kevlar
armor plating designed to protect the crew-members from small arms fire;
functional testing of protective decoy flare and radar-confusing chaff
dispensers intended to fool enemy missile and radar systems should they
exist; and, completion of a detailed pre-flight aircraft inspection. By any
other description, it was the ultimate tune-up. Air Movements personnel
simultaneously loaded the aircraft to meet critical mission timings.
Missing these crucial timings usually meant mission cancellation.
Defensive airspace corridor management practices demanded highly
accurate arrival and departure times and were critical for defence of our
aircraft as they arrived into and departed from all airfield locations
in Afghanistan. Although a known air-to-air threat was non-existent,
routings and timings were manipulated to assure a degree of randomness
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to our mission behaviours. The surface-to-air threat and the terrorist
threat while on the ground ‘making the deliveries’ was very real.

We helped sustain the logistics life-line to all Coalition forces in
Afghanistan and elsewhere within the theatre of operations by delivering
their precious freight daily. Without our sustained effort, in-country units
might go hungry, be without the proper equipment to carry out their
mission, or not be capable of defending themselves. In the coalition
context, the Canadian Tactical Airlift Detachment supported many nations
including Canadians, and was very much part of a greater coordinated
effort — a perspective that was not appreciated by all within the theatre
of operations.

A pre-mission weather briefing is completed, a last minute check of the
intelligence picture is updated, and a final crew briefing is conducted.
Only then does the crew make their way towards the waiting aircraft. At
this juncture, the mission either succeeds or fails: the aircraft has been
mechanically prepared and configured for its mission; the freight load is
onboard and rigged for air transport; the aircraft’s self-defence systems
have been checked and rechecked; the checklists commence; and, the
engines are started. The aircraft conducts its ground taxi and departs off
of the adjacent runway on what will be a fourteen-hour day for them, half
of which will be spent over unfriendly territory.

As I listened for the sound of them leaving overhead, I quietly wished them
well but there was little time for reflection. As they left, a second mission
was being prepared to depart, perhaps to the same destination and perhaps
not. [, like others, was already preparing for the next day’s missions
and carrying out the necessary communications with associated staffs and
senior commanders in Canada and elsewhere advising them of our
conduct to date. Coalition Headquarters had already completed planning
for the next day’s sorties. The incessant cycle kept us distracted from the
tensions of the environment and the loneliness of family separation.

In time, I was informed that the aircraft and crew made it to their
destination without incident. The living conditions at the location of
landing are not too far removed from the Stone Age, but they are safe and
the precious cargo is off-loaded. After forty-five minutes on the ground,
the aircraft and crew departed to come home. Again, they transited
hostile territory ever vigilant of their surroundings and wary of the
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incessant chatter over on-board radio systems and the constant input of
defensive sensors picking up the signals of friends (or foes). Finally, they
went ‘feet wet’ — a phrase used to describe being off of the hostile land mass
and safely outside any enemy engagement zones. The mind says it’s time
to rest for the crew flying the mission. For them, it is now hour twelve
of a sixteen-hour day and the stress of being exposed to mortal danger
causes the mind and body to feel that it has been exposed to a day two or
three times as long. Temperatures often exceeding 50 degrees Celsius,
frequent desert sand and dust-storms amplify the effects of fatigue for
everyone, to include those like myself who wait for the aircraft’s return
to base.

When the crew returns safely to home base, we are all glad to see them
safely back. The aircraft is back and no damage from hostile action is
found. As one young fellow on the maintenance team pointed out to me
on one occasion, it’s a good thing they are back because he was looking
forward to a vengeful game of ping-pong with one of the crew-members
that same evening following a sound thrashing at our small recreation
facility the night before. In just four short hours, the cycle would repeat
itself as it would for the next one-hundred and seventy days. I find some
small comfort in knowing that another success is in our hands.

The entire operations team would discuss the day’s events in detail
following an exhaustive crew debriefing. We would then turn to apply the
lessons learned from our mistakes and commence preparations for the
next day. After a terrific meal prepared by Canadian cooks on-site, a quiet
evening of watching a movie or exercising, it was off to bed to challenge
another day. Perhaps it would be another destination and certainly
another freight load but there was always the uncertainty of not knowing
where the ‘bad guys’ were, always hovering in the background of my
thoughts. Constant exposure to the burden of this uncertainty was a trial
of the team’s spirit and morale just as it had effect on me. For our
Detachment’s rotation, this sequence of events took place 176 times. In
total, the Tactical Airlift Detachment moved 4,400 passengers and 4.5
million pounds of freight in 327 incident-free missions. Over 90 percent
of the missions we were tasked to conduct were completed as we say in
the airlift business ‘on target and on time. Without a doubt, these
achievements exceeded many of our performance expectations going into
this harsh and uncertain environment but it had even greater effect on all
who took part.
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LEARNING LEADERSHIP LESSONS

In the preceding section, a brief description of the operational tempo and
routine was given; the environmental circumstance and the situational
variables that challenged the Tactical Airlift Detachment were illustrated;
and throughout, some personal reflection was injected for detail. In this
section through the examination of narrower situational perspective,
more subjective detail regarding personal leadership technique will be
presented. As one reads this next section, it is critical to understand that
I believe that leadership, for all of its facets and supporting behaviours,
is not just a simple application of lessons learned by rote technique. One’s
own leadership style will evolve over time as other role models are
emulated through the observation of charismatic and potent (or even
deficient) leaders. Personal leadership education is a highly subjective and
very personal developmental event. I believe learning leadership skills
bears highly upon and directly interconnects with one’s personality and
unique work experiences, entrenched value-sets and practiced ethical
conduct, and, is best tested under the rigors of temptation, influence, and
changing circumstance rather than the classroom. In short, it is hard for
someone else to stand completely in ‘my shoes’ as each situation is
described in this essay; however, notwithstanding this limitation, I hope
that sufficient understanding will remain to recognize and understand
why I acted as I did.

Preparing the Battlespace

Instead of considering this section as a practical application like the title
might suggest, consider ‘preparing the battlespace’ in terms of developing
effectiveness through individual or group competency and collective
trust-building within the team. As a follower in the varying leadership
styles to which I was exposed in my past, I developed the sustained belief
in the need to establish solid competency in my military occupation.
Exercised through my own uncompromising drive towards being the very
best at those duties I was trained to perform (i.e. a C-130 Hercules pilot),
I actively learned, listened, and put in place over many years the improve-
ments I needed to secure habitual skill-sets that I could rely upon in the
most trying circumstances. While some of the ‘best’ leaders to whom
I have been exposed have not always had the ‘reputation’ of being the best
in their respective occupational specialties, I understood that for an ‘ad
hoc’ group like the Tactical Airlift Detachment gathered together for a
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highly challenging purpose, being ‘known’ as a good ‘operator’ would help
me by providing some start-up inertia to at least initially influence my
chosen subordinates. For those who might challenge this proposition,
consider the daunting challenge of building a trusting team under similar
conditions when competency may be suspect. My first lesson here is
to work continuously towards self-improvement in your chosen
occupational field. Sophistication in other areas outside this limited focus
will come with time and experience, but the first step towards becoming a
respected leader, in my opinion, must be the establishment of your own
core competencies. This learning must never be permitted to stop.

Unlike many Land and Maritime combat units where they are structured
and manned for self-sufficient operation to varying degrees, the formation
of the Tactical Airlift Detachment was an ‘ad hoc’ event. In a normal
garrison state, Air Transport Squadrons generally do not have the organic
capability to carry their own maintenance, air movements (the Traffic
function), and traditional ‘base-level’ support functionality into the field
(e.g. administration, communications, technical support services, finance,
food services, transport, construction engineering, etc.). These functions,
at the home base, are provided at the base or ‘Wing’ level. In the case of
some Air Wings, like 8 Wing Trenton where I was stationed during OP
APOLLO preparations, the aircraft maintenance function is also central-
ized instead of being nested within the operations unit — an efficiency-
based organizational model designed to rationalize four collocated C-130
Hercules Squadrons at that location.

For many years prior to OP APOLLO, the Air Mobility community and the
former ‘Air Transport Group’ had been accustomed to operating from
‘Airlift Control Elements (ALCEs)’ which were not entirely self-sufficient
entities. I had personally functioned as both ‘operations planner’
and ‘crew-member’ executing in a number of past events that included
numerous deployments supporting the NATO Northern flank ‘Express’
series of exercises, humanitarian relief in Somalia, airlift support into the
former Yugoslavia and other locations across the world. For me and for
the team I had to build, self-sufficiency planning was something for which
I was neither well prepared nor experienced to fully consider, hence I was
compelled to rely upon surrounding ‘experts’ to permit me to function
beyond my personal boundaries of comfort and competency. As a leader
in this new circumstance, I found myself forced to trust the advice of my
chosen team but I want to emphasize that this was not an unpleasant
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circumstance: it was the advent of the team’s emerging group trust. To
enable this leadership transition, I was given the latitude to choose my
immediate supervisory team. Ultimately blessed with ‘the pick of the
litter’ by selecting those with praised reputations and proven
competencies, I relied heavily upon their opinions in their respective
occupational focus areas in order to begin the building of a greater team;
however, bringing these personnel together brings new challenge.

The advice I can offer in this context is that while one may witness the
dynamic of differing personalities operating in close proximity to one
another in a strained environment, one must: carefully adjudicate over any
differences that may exist; intervene only when absolutely certain (debate
and argument — sometimes called ‘storming’ can be a healthy group
formation exercise at the outset but is not healthy for any group over a
prolonged period); and, remain cautious in alienating opinion by
dithering in one’s own decision-making or constantly defeating input from
one or several of your immediate subordinates. Whether in the planning
or execution phases of a deployed operation, gather around you the right
people with proven skill-sets to help accomplish the mission. By doing so
at the supervisory level, the competency of the entire leadership of the
Detachment will never be in doubt — an essential step to building a robust
and effective deployed force. Only then will the followers follow. Using
the analogy of building a fire, one must first accumulate the ‘kindling’
(i.e. the right people), and then continue to provide the fuel to assure the
fire does not extinguish. In this regard and relevant to my next point,
that “fuel’ is trust.

I would suggest that trust-building is an elusive human event to define
in quantitative terms and even more problematic to achieve with any
certainty in a short period of time. Without an exhaustive or more formal
analysis of its complexities, I have found trust involves the complexities
of human emotions and behaviours on an individual level, competing
priorities of both individual and group goals, and the interactions of inter-
nal and external influences on those behaviours and goals. As a leader, the
challenge is to quickly find a mutually satisfying balance between these
competing factors and to build trust throughout the team, which is really
in my opinion, the ‘output’ of that balance.

In a garrison context, it is simple to illustrate that internal and external
influences are limited and relatively predictable. Personnel are in familiar
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work circumstances and the manner in which they are accustomed to
performing their duties is routine. Removing them from routine by
displacing the location and the circumstance will be destabilizing enough,
but removing them in such a way that their home circumstance is impact-
ed brings another dynamic to the argument. In my third lesson learned of
this chapter, I will provide an example of how I built trust among the more
than two hundred personnel by addressing what I will casually call
‘the enemy at home’

Before there is any misinterpretation with my closing remark in the
previous paragraph, be assured that I believe that our families and their
security are the most motivating forces in our lives. Indeed, I consider
family welfare and stability as a centre of gravity for success in any
operation, and that directly threatening that stable foundation can lead to
failure of any organization. Stable families produce and sustain personnel
who are not distracted and who may be more energetic as a result of active
family support. Our spouses, children, siblings, parents and other family
members are not ‘enemies’ but instead give us the solid foundation from
which we all live and grow. This was a perspective that recently retired
CDS, General Raymond Henault, maintained as he moved the focus of our
obligations as military personnel back into the home and the needs of our
dependents rather than being exclusively task-centric with family interests
wholly excluded from the development of military policy. As military
personnel, we recognize that we have a unique obligation to service that
encroaches directly upon the tradition of a stable family foundation and it
is to that negative effect of deployment that I offer my next leadership
example.

During the process of selecting personnel for OP APOLLO, I observed
with renewed acuity that those being selected were being immediately
disturbed from the home and work routines to which they were
accustomed. It became equally apparent that the comforts of living and
working in Trenton, like other communities from where many other
detachment personnel came, provided a sedate and relatively undisturbed
lifestyle for families excepting the annual ‘threat’ of a posting to another
location. In consideration of some very fresh memories lingering in
everyone’s minds following 11 September 2001, I became very aware that
I had a unique and focused problem of family anxiety to defuse — it was
happening to me in my own home. For most families, the thought of a
loved one traveling to a foreign location for the purpose of challenging
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those who would carry out such a despicable act as the attack on the World
Trade Center buildings in New York had enormous significance. In many
cases, spouses and immediate families were confronted for the first time
with the occupational ‘fine print’ detailing the somewhat unique military
concept of ‘unlimited liability’. In some isolated cases, social worker
intervention was the result for those who could not come to terms with
this tension.

As the leader for this deployment, I took it upon myself to resolve these
festering anxieties and quash any unfounded rumour - this was, in fact,
the ‘enemy’ against which I had to defend myself and the integrity of the
mission. I did not perceive this responsibility to lie exclusively within the
domain of each service person assigned to the mission. I needed to
demonstrate ownership of the operation and instill confidence in each
family member to show each of them that I had the competency and vision
to see my way through this confrontational mission challenge.

Like choosing the members of my supervisory team, I sought out the
assistance of experts to answer this call. I engaged national-level Personnel
Support agents (Canadian Force Personnel Support Agency or CFPSA)
who were accustomed to family support for ongoing deployments in the
former Yugoslavia. I canvassed for and received the support of area social
workers, legal officers, medical experts, the Chaplaincy, insurance and
financial counselors, and took advantage of the on-site Military Family
Resource Centre to defuse family concerns. Again, the situational
circumstance must be re-emphasized: personnel in Trenton were not
accustomed to six-month deployments and these mission durations were
typically perceived to be within the exclusive domain of the Army
experience. Families were a little shell-shocked by OP APOLLO, but
putting those ‘people’ resources (i.e. the experts listed earlier) in place did
not automatically draw out the concerns and the questions from anxious
families. My solution to this was to conduct, on a regular and recurring
basis, a series of open ‘town-hall’ sessions two evenings per week where all
affected service personnel were invited to bring any members of their
families along to find out the answers to any pragmatic questions from any
of the subject experts but more importantly, to have the chance to speak
with me directly. Brief but formal presentations were a matter of course
in the information-sharing sessions, but my opportunity to speak to
individuals who expressed real, reasonable, and often emotional concerns
under the circumstances was the investment in my personal energy that
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provided the greatest long-term return. I used this chance to educate,
remove doubt as to my integrity and my intentions, dispel a litany of
rumours and present my most solemn promise to make decisions that
would assure the safety and security for those people in my charge whom
they cherished. In effect, I demonstrated my focused intent and my
competency to concerned families. They, in turn, responded with their
trust in me because I showed active interest in engaging their concerns.

Simultaneously, I held information briefings with all of the assigned
personnel to the mission during the working week and although the
information shared was packaged differently, the aim to building trust was
identical. By using this two-pronged approach to address the needs of
the serving member and his/her family, their emerging, individual and
collective trust in me diluted their level of anxiety and lessened the impact
of upset family routine. This technique allowed me to show that I cared
and that these people meant something to me, but most instructive in
this example is that I did care — absolutely and unconditionally. Upon
reflection, the proof here was that no one told me how, when or why to do
this, I simply did it on my own because I felt it had to happen.

Managing Expectations

As would be expected, successfully celebrating Christmas and New Year’s
in the winter of 2001 with family was an enormous joy for everyone.
Strategic site reconnaissance was ongoing as select personnel from the
National Defence Headquarters (NDHQ) sought out a viable location for
the detachment in the shadow of heavy British and American presence in
the theatre that had already gobbled up much of the operational theatre’s
infrastructure and airfields. While the rumours of ‘when the team was
leaving’ diminished with the passage of the holiday season, the informal
gossip channels were soon energized with the next most important
question on people’s minds: where were we going?

It was very difficult to dispel these rumours as I was not aware until a few
short weeks prior to the move of our Detachment’s reconnaissance party.
We knew early on that we were not going to be located in Afghanistan.
This provided some relief for all including concerned families; however,
emotions were stirred by televised and print media that was rife with
rhetoric describing Canada going to ‘war’. Reconnaissance teams were
in motion to place a Princess Patrica’s Canadian Light Infantry (PPCLI)
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battle-group on the ground in-country, Canadian sniper teams were
already actively embedded with United States forces, and American
television networks were abuzz with images and stories of the ongoing
campaign to flush out Taliban fighters from the cave complexes in and
around the larger cities of Afghanistan.

I can recall the atmosphere in and around Trenton being highly charged in
the early part of January 2002 as a result of these news elements, and I felt
intensifying pressure as our time to move drew closer (upon reflection,
I suggest this may have been the burden of command coming to call).
Last minute scrutiny from higher headquarters in the form of critical
organizational reviews and readiness assessments, ongoing Public Affairs
work to support the good work everyone was doing, and local preparations
for formal departure ceremonies were dominating my daily agenda in these
last few days, but I knew we were ready to move when the order was given.

I refer to this part of the chapter as ‘Managing Expectations’ because with
the acceleration that seemed to take place leading up to deployment of the
first personnel from the Detachment, it would have been easy to get caught
up in the distractions that would cause one to forget what had been
previously pursued in earnest: sustaining the lines of communication
between yourself, the entire team and their families; growing the trust that
had been brokered weeks and months earlier with colleagues and their
families; and, fostering in yourself and your subordinates the expectation
and the confidence to succeed. Never forget that the assigned personnel
and their families expect you to be there for them right through to the date
of departure.

The next challenge, with the assistance of the Detachment’s Chief Warrant
Officer, was to manage the focal shift from family to task, recognizing that
family never drops out of sight per se. This shift does not take place in the
departure lounge at the airport, but instead overlays the few days prior to
departure and continues into the first few weeks following arrival at the
operations base.

Amidst the departure ceremonies, the intensive media presence, and the
inevitable shedding of tears of family and others upon separation, the only
consolation is knowing that you did your best to get everyone to that
point. Rather than sensing support and exhilaration in the moment, the
emotion was more akin to loneliness: one intuitively understands at that
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time what the chances for success will be, but how those successes will
reveal themselves and at what rate will weigh heavily upon one’s mind.
Nevertheless, having done one’s job properly as a commander, the
trajectory that has been established will be in motion, and the personal
energy needed to sustain the group as it moves half-way around the world,
away from the people and things that are held most dearly, will show itself
just as the first steps are made onto the departing aircraft. One has in
place all of the proper tools to do the job correctly, the next step in the
process is to make it work at the other end of that long voyage away
from home.

Hit the Ground Running

At the close of the preceding paragraph, the word ‘trajectory’ was
mentioned. The departure from home base has taken place, the memories
of loved ones are still very fresh in everyone’s minds but the transition
between the planning and execution phase has now taken place. The
rumours have disappeared, anxieties linger, and although the mantle of
leadership grows weightier, it should feel as if the team believes in you
personally. You have captured their trust and they absolutely believe in the
success of the mission. Equally important, you should not see unfamiliar
faces as you look at each of them during the transit — a good leader has
gotten to know his people. The trajectory has indeed been set. Now all
you have to do is let them go: let them ‘hit the ground running’

Having done your job correctly before deploying, you no doubt have spent
countless hours building trust with your team. The immediate return for
this investment in emotional energy is their trust in you but it is by no
means the end of that process. It is now your turn to trust them and this
is by no means a small feat.

The burden of responsibility for the lives of subordinates and the
intensity of focus on mission accomplishment has enormous potential to
change personal leadership behaviour in a field situation. For as much
anticipative planning one might have undertaken to prepare oneself for
the ‘feeling’ this burden brings while planning at a home base, the act of
moving into an operation location has the effect of hyper-focusing
your sense of wanting to control everything and everyone. Whether
manifesting itself at the deployed location through countless daily ‘Orders
Groups), lengthy coordination meetings, or putting in place inordinately
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bureaucratic reporting practices, it is critical to resist the tendency to over-
control those who account to you for their performance and who
ultimately will make the mission succeed (or fail). While in the planning
phase for the deployment, one may have thought that the trust-building
described earlier in this chapter was a one-way proposition. It actually
(and quite subtly) was a two-way process. As a leader who fosters the trust
of the subordinate team, one simultaneously grows to acknowledge the
technical competencies and potential for innovation that all of your team
can offer. The net result is that your trust in them grows proportionately.

One must be extraordinarily careful not to allow the intensity of the newly
deployed and quite foreign circumstances to lead you to be their ‘Mr. Hyde’
from the ‘Dr. Jekyll’ you may have portrayed yourself as before deploying.
If you succumb to this very real leadership pressure and fundamentally
change your behaviour as a result, trust in your leadership can vanish and
the team will struggle. If this happens, the secondary effects can include
the likely result that your leadership will have been eroded to the
point where a new, informal leader will arise from within the group to
indirectly challenge your authority.

What was just described did not happen on this deployment, but I have
personally experienced this as a subordinate on other less intense
operations. As mentioned in the introduction, a properly mentored lead-
ership style and the lessons learned through experience and professional
education put into practice will serve one well in the most stressed
circumstances. Do not forget these very personal lessons as you suddenly
find yourself under the spotlight of a comparable situation of intense
responsibility.

There is also a pragmatic side to your new role as a leader. Not only must
you continue to show trust as has been just illustrated, you must provide
the means with which personnel can fulfill their mission obligations.
Expect struggles for resources and stressed logistics chains to rule the day,
particularly when the place one normally considers home is half a world
away. One must quickly discern between what is essential and what
is desirable through open communications with a well established, well
exercised, and disciplined chain of command; however, you must avoid the
practical tendency to become ‘involved’ or ‘wade in’ to every problem or
‘dissatisfier’ that shows itself.
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