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The Future of Mainstreaming Mine Warfare and Transition to Organic Mine Countermeasures

Doctrine & Tactics - Issues / Perspective


Admiral Pearson, thank you very much for the introduction.  Let me begin by thanking you John, and through you, the many people who put this conference together.  You and your colleagues have done much to help us to focus on the imperative not only of maintaining a viable mine warfare capability with the existing force, but also to think about the future direction of our Navy’s mine warfare programs as we transition the force to a combination of both dedicated/supporting and organic/assigned forces.  The investment we have made in the organic systems is leading us, I am convinced, to a revolutionary approach to the way in which focus on the imperative of finding the best way to deal with the threat of mines.  I’ve been very pleased with your efforts and with the efforts of the mine warfare association keeping the focus on this important warfighting area.


I also see in the audience my good friend, Rear Admiral Chuck Horne, one of my predecessors in mine warfare command.  I value your friendship and your perspective, Chuck, and I know that you must be very happy today.  We have a concept of operations.  We are that much closer to fielding an organic force --- and I am here today to talk to you and to this audience about the important transition we are embarking on, the vision for a revolutionary way in dealing with mine warfare.  Your personal support and engagement with me and others in this room in keeping the focus on the way ahead is greatly appreciated.  You’ve done a great job.


I have a complex topic to discuss today.  Frankly, the issue of doctrine is one of the toughest we’ve had to deal with.  Any time we talk about doctrine – and changing doctrine – we are, in essence talking about paradigm shifts in our way of thinking.  If we talk about tactics, the task is no easier for two reasons:  First, in the realm of tactics, it is difficult, except in war games, to put meat on the framework without having the instruments at hand for which we want to develop tactics.  Second, the paradigm shift in doctrine will, for the first time, require that all warriors embrace mine warfare as one of our core competencies.  This is a departure from the way we historically have done business.  That is, we have always generally left the business of mine warfare to the experts --- only a small cadre of officers and enlisted men (and women) in our Navy who have experience in mine warfare.  


If we define doctrine as the policy and teaching of mine warfare principles and tactics as the science of moving military equipment and forces to win wars, then we can begin to bound the problem.  These conceptual ways of thinking of doctrine and tactics make it easier for me to focus on the important issues that lie ahead for us and help me to articulate in a meaningful way both the opportunities for real progress that lie ahead and the challenges also.  So this way of thinking forms the basis for the rest of my discussion with you today.  I want to look at doctrine and tactics from the operator perspective and focus specifically on their applicability to the mainstreaming of mine warfare in our fleet.  I will narrow the discussion further by limiting my remarks to my thoughts on some of the issues that we will have to address as we continue our efforts to mainstream mine warfare.


I want to discuss these issues with you:

· What have we done to date to mainstream mine warfare?  

· How will doctrine change with the introduction of organic systems? 

· What are some of the tactical advantages to be gained by the introduction of organic systems?

· What are some of our challenges?

From the end of World War II to the beginning of Desert Storm, we were concerned primarily with the defense of the homeland when it came to mine warfare.  Our ships and equipment were kept in U.S. ports, with port breakout and protection being the focus of our effort.

Q-route surveys in our own ports received lots of attention and all of us were taught at least the basics of why it was important to stay in Q-routes when transiting in and out of port.  If we needed to respond outside of our nation’s waters, we had the capability to transport forces to wherever they were needed.  MH-53 squadrons since the 1970’s and EOD Detachments even before that were tasked, as they are today, to respond worldwide, on short notice.

The period after Desert Storm to the present has been influenced directly by our experience with mines in Desert Storm.  CNO initiatives led to the construction of MHC class ships, the conversion of INCHON to the MCS, the establishment of the Mine Warfare Center of Excellence in Ingleside, Texas, and the creation of the Very Shallow Water Detachment in San Diego, California.  For the mine force, this was also the period during which we began to focus very specifically on the requirements of our future vision as outlined in Forward from the Sea.  Our focus shifted to operations in the littorals and to the forward basing of our forces closer to regions of potential instability…in the Persian Gulf and closer to Korea.  Since then, ships and aircraft of the mine warfare force routinely operate with deployed battle groups in support of our operational plans.

In view of the risk to our forces by the potential use of sea mines, we embarked in the latter part of the last decade in development of our organic systems…all of which will be described for you later by other speakers in more detail than is allowed by my remarks.  The approval of our mine warfare concept of operations outlines in broad terms the vision for the employment of new mine warfare systems and describes the notion of a synergy between the organic (assigned) and dedicated (supporting) force.

This very basic description of how we have transformed mine warfare in the modern era suggests that we are indeed already making great strides in rethinking doctrine.  As organic systems deploy in 2005, we will have departed from old doctrine and embarked on the new.  Our aim is to have resident in each deploying battle group elements of a mine warfare capability that will enable us to maneuver with less risk.  The intent is not to make the aircraft carrier and destroyer a minesweeper.  Rather, the intent is to give us capabilities to detect the presence or absence of mines and to avoid them as necessary to do our mission.  Where we cannot avoid the mines, a neutralization capability also will be resident in the force.

I think most of you in this room are aware that we have expended great efforts in the last three years to mainstream mine warfare.  Our ships and squadron staffs continue to be in high demand worldwide -- and we are stretched thin.  We participate every year in exercises worldwide, with all fleet commanders.  Every deploying battle group in the last three years has left on deployment with at least a rudimentary knowledge of mine warfare skills as a result of these efforts.  While we have not always been able to provide mine warfare ships and aircraft to participate in all pre-deployment workups, technology has allowed us to play a key role even in these instances by using what we call geotranslation – the injection of the mine warfare problem into battle group and amphibious group exercise play through GCCS and by the reachback capability now resident in the mine warfare command.  But even though I consider this to be significant progress, I am not satisfied and neither are the fleet commanders, that we have made the progress we need to make in mainstreaming mine warfare – that is, in creating within each battle group the expertise and warfighting skills required to operate independently, without the need to rely exclusively on the cadre of experts at the mine warfare command.  Until we can do this, we will not have met our objectives.  The new concept of operations therefore will be the blueprint to get us to this point.

Admiral Natter and VADM Mullen the Second Fleet Commander tasked us to increase our participation in all JTFEXs and to continue to assist in the mainstreaming effort.  In this sense, I think the concept of operations becomes both timely and relevant.  It outlines the scope of responsibility of the battle group commander for addressing the mine threat.  But most important, it assigns to every battle group a principal mine warfare commander, an equal player in warfighting, who has the knowledge and ability to exploit existing systems to his advantage in addressing the mine warfare problem.  In every exercise in which we have participated, I believe it is fair to say that the battle group commanders unanimously agreed that the mine warfare commander ought to be a principal commander in the battle group.  Nothing will do more to help mainstream mine warfare—to increase fleet awareness - than implementation of this concept.

Let me turn now briefly to some of the issues and challenges we have to look forward to with the introduction of organic systems.  To be sure, there will be lots of challenges, but I want to limit my discussion to the most important ones.  The paramount concern for those of us in mine warfare centers on our fleet’s collective ability to exploit what technology has to offer by way of command, control, communications and intelligence systems.  Recall that with the implementation of the concept of operations, all of us, no matter what our warfare device, will be players.  (There are five airborne systems, one submarine system and one system to be deployed on destroyers).  It is vitally important that all of our systems, both organic and dedicated, be able to communicate with each other.  To be fair, we have not always paid a lot of attention to this important detail, but it is key to success in my view.  If we are to provide the naval force commander with a coherent picture of the environment, with bottom characteristics, underwater surveys and contact information, then all of the systems have to be able to talk in a common language, with data that are easily understood and which can be transmitted within a common tactical display program and system.  We have today in use the Mine Warfare Environmental Decision Aid Library (program) MEDAL that, in my view, is the foundation upon which to accomplish this objective.  I know that we talk about a common undersea picture among program managers, but I would urge that we leverage the investment we already have made in MEDAL to carry us forward into the mainstreaming effort.  In every exercise I have participated in, or in which my staff has participated, the ease with which the mine warfare commander is able to put together a tactically useful and relevant picture for the naval force component commander has always received universal praise.

Our ability to put this tactical picture together is key to our success.  We need not only to leverage what our own current investment in MEDAL has to offer, but we also need to be aware of what allies have done in this area.  The French, German, Dutch, Japanese, British and Italian Navy do great work in this area.  We need to become more closely engaged with them as well.

The organic systems also are the ideal platforms to help us to populate our database of surveys conducted in regions of high interest.  Today, we already have done some very useful work in compiling a library of useful data on the sea floor, but it is a very small step toward the ultimate goal – a database of the most important SLOCs, Q-routes, and high interest littoral regions.  The database should be of such high quality as to give us the ability to conduct what we call Change Detection.  That is, we need to catalog items on the sea floor with sufficient precision that we know as changes occur if there is a threat to our forces.

In my view, the single most important tactical benefit to be derived from the use of organic systems on a routine basis is that we will have the ability to understand more fully the environment in which we operate.  Future potential developments in advanced lasers and synthetic aperture sonar will help us to classify, in stride, mines in the littorals.

The second challenge I want to discuss has to do with the MH-60S; the aircraft that will employ 5 of the 7 planned organic systems onboard.  In terms of endurance, it cannot compare with the heavier MH-53 we use today.  But we must remember that it is the only system in the battle group that will have detect-to-engage capability.  Both LMRS and RMS are envisioned as detection and classification systems.  On the positive side, we will have an aircraft with weapons and sensors we do not have today and we will have a common airframe, easier to man and maintain.  The sonar and mine destruction devices that it will carry appear to offer lots of promise.  However, the aircraft’s short legs and the requirement to have it reconfigured each time it changes systems, will challenge us to find useful ways to employ it tactically.  Instinctively, I think most would agree that we do not like the idea of basing the aircraft on the carrier, but conceptually, at least, it is today our best basing method when we consider maintenance on both the aircraft and the five organic systems.  Then, too, the aircraft has been given, in concept, a multi-mission role that includes mine warfare.  I am not sure how or if we can maintain airborne mine warfare expertise if we give this aircraft as many missions as are envisioned today.  But we won’t know unless we start thinking now of how we will use the aircraft in a tactical sense.

I mentioned earlier that we already are doing some of this conceptual thinking, both in the mine warfare command, in the program sponsor offices, in fleet battle experiments and in war games in Newport.  Already, battle group commanders are giving serious thought to the implications for basing this aircraft on the carrier and in the ARGs, but this is only a start.  I believe we have the opportunity, beginning with the upcoming east coast JTFEXs to begin to put these tactical notions to the test – to see if in fact we can do this in realistic, challenging scenarios.  I envision that part of this thought process will require us to consider alternate basing modes, to include lilly pads and cross decking.  That is the direction we have been given and that is what we intend to do.  It is too early to tell if any of these basing methods will work.  But we have time, I believe, to consider the issue carefully and not give up the inherent capability we have to conduct AMCM today until we are satisfied that what we propose is tactically sound.

Until we have proven the reliability and tactical employment of these systems, it is essential to maintain support for the MH-53 and the MCS as the platform from which to deploy it.  The MH-53 is our insurance policy, if you will, to make sure that we retain an end-to-end capability in airborne mine countermeasures.  Admiral Natter also has directed that we participate with INCHON, her embarked helicopters, and surface ships in as many pre-deployment exercises as possible and that we simulate for now the use of organic systems.  We will do that and it is my hope that systems that are more developed today, such as AQS-20 could be used from the MH-53 sooner than FY-05.  Likewise, the AMNS could also be used before 2005, assuming we produce a sufficient quantity before then.  This is the kind of thinking that will be required of us to be fully ready to exploit tactically all of the systems we are committed to deploy in 2005.  As we begin to think in depth about the employment of the organic systems, we will have to consider early whether the basing mode we have chosen is the correct choice.  It may be that cross decking and lilly padding offers a solution.  Conversely, we may find that the only viable way to employ these systems to their fullest capability is to have a dedicated ship or ships able to operate with the deployed forces.

The promulgation of the Concept of Operations also will give us the opportunity to begin to think seriously about how we will train operational staffs on all the elements of mine warfare, including the employment of organic systems.  My command is tasked with the development of tactics for future use with both organic and dedicated systems and already several TACMEMOs and NTTPs have been published.  We are happy to continue this work and to lead the effort in this regard, but we also recognize that training will require more than that level of effort.  It is imperative that Tactical Training Groups on both coasts, SWOS and other training and education centers focus on the task of providing what the fleet will need to make mainstreaming a reality.

You will get a more detailed briefing tomorrow from CNET on the direction we are going with this effort – a necessary precursor to the introduction of organic systems to the fleet.

To summarize, we are just around the corner from the introduction of the first of the organic systems into the fleet.  There are lots of challenges ahead, none of which have easy solutions.  Organic systems represent a unique, marked departure from the old way of doing business – they will force us to rethink and to rewrite doctrine.  There are risks associated with the all of the organic systems, but these risks are manageable, so long as we maintain an end-to-end capability to conduct the mine warfare mission.  The Concept of Operations will be the single most important document in helping us to transition from a purely dedicated force to one in which we have both organic and dedicated forces that complement one another in strategic and tactically useful ways.
