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" AESTRACT
\
i ) Total Force Traininz: A Study of Company—Lavel Cormanders® Training i»

Arrered Cavalry P:glmants in the Army Mational Guard, by Mzjor Lee Roy
Barres, Jr., USA, 115 pages.

-t
This study examines the professicral training, ircluding scheooling, of
the company-level zrourd marsuver combat unit commanders in the four

' armored cavalry regiments (ACRs) in the Army National Guard (ARNGY. The . [
- focus is upon what these commarndars have dore, what they are reguired to )
g do, and how well their traininrg has prepzred them for their peacetime

gt ard wartime missiors.

. Tre increasad importance of the Fecserve Components (FC in our nation’s

" geterrence ard defance plans zirnce the early 197¢s has led to increaced

interest in the readiness ard 2bility of the Army National Guard.
S Several programs cdevelcped to improve the RC's training ard readiness
- posture directly affect tre training of the comoany-level commarders in
: the ARNG’e ACRs. This study d1ccuss:5 these programrs and their impacts
h on the commany-level commarders in the ARNG's ACRs.

. Intervizws were corducted to determire the training, including

K echcoling, status of a sarple population (twenty-five percent) of the
armored cavalry trocp and tark comoany commanders in the ARNG's ACRs
Corclusions drawn from the interview data include the following: The
majority of ARNG ACR compary-level commanders attended a resident
ofticer basic course, even before the requirement to do so was
established: howsver, the majority of these commandzrs have rot
completed the officer advarced course——the course that is designed to
train them for compary-level commard; ard many of these commanders are
not makirg the fullast use of available external training assistance
r2SCUrces.
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CHAPTER OME:
RESERVE COMPCNENTS IN THE TOTAL ARMY

The character of the United States Army hes changed dramatically in
tre past two cecades.! One of the most signiticant changes is the
increased reliance placed upon the reserve forces of the United States
by our rational deferse planrers. This study will examire one Tacet of
this increased reliance, specitfically, the professional training and
schooling of company-level commencers in the armored cavalry regziments

(ACRs) of the Army National Guard.

DEFINITIONS

For tre purposes of this study, the follcwing definitions apply:

Active Army: The Regular Army and those personnel of the Army
National Guard (ARNG) and the U.S. Army Reserve (USARD
serving on extended active duty tours in active Army
positions.

Army National Guard: The Army National Guard of the United

States, in its peacetime, nonfeceralized role.

Total Army: The land combat arm of the Total Force,

corsisting of the active Army, the ARNG, and the USAR.

[
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FOQUS OF THE STLDY

This study will examire tre professional training and schooling of

the company-level ground maneuver combat unit conmmanders in the armored

cavalry regiments in the ARNG. There are four ACRs in the ARNG, each
with nire armored cavalry trcces and three tank companies. The training
ard schooling of these trocp and company commanders will be examined in
tarms of what they have done, what they are required tc do, and how well
thelr tralning has prepared them for their training and wartime
missions. Twelve troco and conpany commanders (25 per cent of the total
nurter) will be used as the sample group. L

This study concentrates on the ACRs for a nurher of reacons,

Firet, my own experlerce has been in armor and armored cavalry units,
and 1 recently served as an advisor to several ARNG armored cavalry
units, Of greater significance, however, is the fact that armored
cavalry units are the cnly ground maneuver combat units in the Army that
are organically structured as combined arms units urder thelr tebles of
organization and equipment (TCEs>.

Tarks, cavalry fighting vehicles, and supporting indirect fire ;L.}I
weapons, both mortar and artillery, are organic to the armored cavalry
squadron In the ACR. Furtrer, at the regimental level, attack
relicopters are added to the structure. The necessity to effectively
employ these different types of systems and units requires training that ‘ e

1s more varied and demarding than that for a unit corsisting primarily

L]
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of a single tyre of wezpon or crganization. Because of thiz broader
; raining requirement, it is hcped that the results of thils study will
have a more gerarzl applicability than theee of 2 more narrowly focu=ed

study.
IMPORTANCE CF THE ARNG COMPANY-LEVEL COMMANCER

My perscnal cbservations and the comrents of my then—immediate
suervisors have led me to conclude that the effectiveness of the
training conducted in ARNG units is directly proporticnal to the skill

{A and effectiveness of the company-level commarder, more so than of any
otter individual.? The company level is where the actual day-to—day
detailed training for soldiers is planred and supervised; it is also the

r first level to provide direct irput to the readiness reporting system.
Logistics support, administration, training status updates, and a

myriad cf otrer tasks occur at the company lavel, and the individual

resporcible for all that his unlt does or falls to do is the
company-level commarder. He 1s the critical link In the ARNG's chaln of j%fkﬁ

command in preparing for war. He will be at least as critical 1f his

unit is mobllized ard committed. As Gereral Donn A, Starry, than
TRADCC Commancer, pcinted out in the 1981 Armor Conference keynote
address:

The history of battle tells us that small
units——battalions, squadrons, corpanies, troops,
batterles~-small units well-traimed ard well-led are
more often than rot what wins the battle....

2
bei




———— T T T P P P W O W W P ¥ ¥ T W ¥ T T ¥ T e

Leadership iz not a matter of administrative or
managerial abillity; on the battlefield, leadercship
is the ebility to harress the courage of human
beings into a concerted action In a most dangerous
and complex undertaking.?

THE TOTAL FORCE

In 1970, Secretary of Defense Melvin R, Laird initlated the force

structure changes that led to the dramatically increased role now played

by the ARNG. In a memorandum issued on 21 August 1879, he introduced
the Total Force concept and he redefined the mcbilizatlon role of the

reserve componerits, as follows:

Emphasis will be given to concurrent consideration
of the total forces, active ard recerve, to
determine the most advantageous mix to support
national strategy and meet the threat. A total
tforce concept will be applied in all aspects of
planning, programming, manning, equipping and
employling Guard and Reserve Forces....Guard and
Reserve units and individuals of the Selected
Reserves will be prepared to be the initial and
primary source for augmentation of the active forces
in any future emergency requiring a rapid and
substantial expansion of the active forces.*

Secretary Laird amplified this ccorcept in his Annual Report of the

Secretary ot Defense on Reserve Forces for Fiscal Year 1979:

Changing national strategy for the decade of the
1978s and beyond has caused an increase in the
intenstty of interest in the readiness and ability e
of the National Guard and Reserve. As we reduce the R
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size of the active ermed forces ard as we attempt to

reduce costs of defense programs without cecreasing

the adequacy of our total military capzbility, we

are placing ircreasing reliance and derendsrce on

the Guard and Reserves as a corbat ready part of the

total force structure.®

The Total Force corcept develcped by Secretary Laird in the early

197€s continues to guide cur strateglic thirking today as we bulld our
war plans around the combined capzbilities of the zctive and reserve
ccmporents. And, just as Secretary Laird sald earlier, we continue to
have an increased "intersity of interest” in the readiress ard ability
of our reserve forces. The Total Force concept has matursd into a Total

Force policy at the same time that our plans and systems for improving

b

the integration of active and reserve forces have matuied.

This major change in our strategic thinking, which moved the
reserve forces frcm the strateglc reserve category to that of forces
capable of rapld mobllization and ceployment, was not undertaken with
the express purpose of improving or upgrading our defense capabilities.

Instead, the driving consideration was the budget. Indeed, the first

sentence of Secretary Laird’'s aforementioned memorandum stated: “The

advantages proviced by the reserve forces in the form of reduced

President has requested reduced expenditures during Fiscal Year 1971 anc }ﬁif;
extension of these economies into future budgets.”® The economic PR

expendi tures as compared to thcse of the active forces are still sought ;Q}f:

by our nation’'s planners; thus, the increased reliance on the reserve

forces will continue in the foreseeable future.?

The reduction of the defense budget often means an increased role

- PN NP S S S Pu




and more cr expancded missions for the reserve forces. However, the task
of increasing thelr readiness frcm its poor state in 1572 to that of a
force czpable of repid mcbilization ard deployment could rot be ﬂfii
accomplisred with a simple adminlstrative announcement. Major force :;},
structure changes for the reserve tforces, including an overall Ircrease
in their size (over pre-Vietnam levels), drzmatic increases in toth the
quantity and quality of thelr equipment, and improvements in trelr level
of training, are significant efforts that have been vigorously pursued
in recent years.

Major General Herbert R. Temple, the current Director of the Army

»

National Guard, surs up the charged ARNG role this way:

Our mission remains clear: the Army National Guard
must be manned, trained and equipped to fight and
win., The demands of the present-day threat have
erased the comfortable cushion that once served 1o
atford Guardsmen months to prepare for the rigors of
battle. Mobilization will not allow for months or
weeks of preparation. Guardsmen must be ready
today!®

THE ARNG IN THE TOTAL ARMY

The importarce of the ARNG to the Total Army is clearly shown by
the fact that the ARNG provides more than one—third of the combat
divisions; more than one-half ot the infantry battalions, armored

cavalry regiments, and field artillery battalions; almost one-half of

. TN .
O R
1 M .. . .
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the armor and mechanized infantry battalions; and almocst one-third of

+he aviation units of the Total Army.* These tforces include the five
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roundeut brigades and seven rourdout battalions for the active forca.’®

' In acdition, current mobilization plans require the deployment of many f_

ARNG units earlier than many contirental United States (CONUS)-based }:{Ei

active Army units to reinforce forward depleyed and contingency forces.

Three significant characteristics of the Army National Guard have
not changed, In spite of the ARNG's expanded role in the Tctal Army,
First, the ARNG remains primarily a state—controlled force, under the
day-to-day command cf the state adjutants general (who are responsible ;
to their respective goverrors), Secord, the vast majority of the ARNG Is
composed of individuals who have a vested interest in their civilian
career or profession, and this aspect of the ARNG must be tzken into L.
consicderation for ary given training plan.'* Third, the ARNG is still o
basically limited to 39 training days per individual per year.!'? _

The concept of state control over the ARMG has been under attack L --?
from various quarters over the years, but it has survived basically
intact. However, as will be discussed in Chapter 2, the “increase in - _:
the intensity of interest in the readiness and ability” of the National (;
Guard has breathed new life into some attempts at increased federal
control over the ARNG, o

The topic of the conflicting time demands of two different fa
professions will be addressed In this study. However, a ccmplets
examination ot this toplc is beyond the scope of and will not ke
attempted {n this study.

The 38-day training year is also undergoing scrutiny by many




would-be reformerz. A recant Arryw Tires zriicle stated that the Recer.z

Forces Policy Board, in 1tz FY '22 Rezdirecs Aszescrent of the Pacarva "

Corporerts, racomrencied that tra 2nruzl active duty tralning
pudo A - A 1 &

autnerizatior te {rorsased by 2t least ceven doys. This additicnal tire
would be wead to corduct zmall urit traicing that the Bcard oot
not be accomplished undsr the gpresent trairirg Jzys astrorizztion.®?

Chapters 2 ard 3 will discuzs t-e programe ard systanms that have

teen develored o attompt to lrcresacz sigrifizantly tre effectiverezs of

3 - ~ ~ R B Tttt M 20 TS - - - S e~
the training that cccurs 'n tre authoriced 750 doyve of tratni-g.

Acditionally, tre adequacy of T9 days a yozr to cundict lazder trainirg

in units will ke discussed in Chapter C '
SMMARY -
]
Since 1970, the Army Natlonal Guard's mission has included a new -
early cocrmitment thrust; however, ro additicral pre-mcbilization f:i;

tralning tir2 has besn authorizsd to compensate for the new shorter
pest-mebilization treining time. The Increased “iIntersity of interest”
in tre readiness of the ARNG has caused several characteristics of the
ARNG to elther te changed recently or to come urder close scrutiny for -flfl
poesible change In the near future. |

The keystones In the ARMG's training are the ccmpany-level
commanders. They must ke trained to lead and to train thelr units {n

reacetima (as well &z in wartime), Thelir skill and effectiveness in
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training their units will bte significant factcrs in determining whetrer
or rot the ARNG can neaet the ircreaced level of reliznce and ——=

correzpording increzsed level of demands made on it. o
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CHAFTER OME EMDNOTES

‘Some of the major changes in the Army sirce the early 1979s have
been a strength reduction of zpproximately ££9,909 soldiers from the
Vietnam-era active force strength level; a transition from a committed
torce to a peacetime force; abolition of the draft and replacement by an
all-volunteer system; a major uogracde in the pay scales across the
board; disestzblishment of the Women's Army Cores, and the subsequent
opening of many nontraditicnal jobs to women soldiers; ard the
development of the concept ard follow-on policy of a Total Force,
Accordirg to this corcept, the active ard reserve comporents ot the Army
are viewed and managed as comporents of the Total Army, rot as separate
entities.

Cne possible exception to the asserticn that the company-level
commarcder is the key lirk In the ARNG training crain of command will be
discussed. That exception is that if either the Full-Time Training
Nonccmmissioned Officer (NCOY or the Unit Administrator is a very
strong-willed, capable individual, he can often plan arcund and
compensata for (to one cegree or arother) zn ineffective company-level
comander. Conversely, ineffective unit FTM personrel in eitter of the
aforementioned pesitions can undermine the effectiveress of the unit
commander. The Full-Time Manning Program will be explored in greate
detall in Chepter 2.

*CGeneral Donn A. Starry,”[Armor Conterence) Keyrote Address.” Armor
40 (July-August 1981): p. 36.

*Memorandum, Laird to Secretaries of the Military Departments, et
al. Suwiect: Swpport for Guard and Reserve Forces, 21 August 1970.
(Cited hereafter as Memorardum, Lalrd to Secretaries.)

3U.S. Department of Defense, Annual Report of the Secretary of
Detense on Recerve Forces for Ficcal Year 1979 (24 February 1971): p.
1.

*Memorandum, Lalrd to Secretaries: p. 1.

U.S. Department of Defense, Report ot the Secretary of Defense
Cacpar W. Weirberger to the Congress on the FY 1985 Budget, FY 1936
Authorization Request, and FY 1955-83 Defense Programs, February 1, 1984
(1 February 1984). p. 114, (Cited hereafter as Report.)

*Major Gereral Herbert R. Temple, "Today's Guard Must be Ready to
Fight.” Army 33 (Octcber 1983>: p. 118,
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f‘ *Cearze J. Steln, "State Defarce Forces: The Mizsing Lirk in o

H Naticnal Securlty.” Militarv Revicw 64 (Seotember 1924): o, 7. -

‘tMaior Gzreral Ferzert R, Temple, “Vitalized Guard CGives the f?

Nation Strong ‘Rsturn on Investment',” Army 34 (Cctober 193845 p. 172, o
(Cited rerzaftter as Investment.> O

. F

Il ' USome individuals cdo szrve in full-time ARNG support positions, .

- but the vast majority of National Guard soldiers nave civilian jobs as T
their prircipal employment. The Full-Time Manning Program will te T
discussed in Chapter 2. -

R 12The ARNG is authorized 39 days per year for training, while the ;l)

lI USAR is authorized 33 days per yvear (U.S, Dspartment of the Army, AR

. 380-1, Army Training (Washington, D.C.: U.S. Goverrment Printing o

: Office, 1 August 1931): para 6-12. (Cited herecafter as AR 3EW-1.0 )

F ¥larry Carrey, "Increzse Urged in Guard, Reserve Tralnirng,” Army 'f

" Times, 10 Decenber 1984: p. 9. The Reserve Forces Policy Board acts

* through the Assistant Secretary of Defensz (Manmpower, Reserve Affalrs,
and Logistics) as the principal policy adviser to the Secretary of

| Defense on matters relating to the reserve comporents (RCs). Its

f members are eppointed by the Secretary of Defence and by the Secretaries

, of the Military Departrents, and include Assistant Secretaries of the RN

Military Cepartrents, members of the Regular Army, and 15 RC officers, R

including one RC officer who is a gereral or flag officer. This board

wsually meets four times per ysar. (Department of Cefense, DD

Directive, nuber 5102.2, with change 1, subject: Reserve Forces Folicy

Board (Washington, D.C.: U.S. Government Printing Office, 13 @Bctober

1973 po. 1-4.)
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CHAPTER T+0: Nenns

A LOCK AT THE TRAINING ENNIRCEMENT

|
7o develop come arpr=ciation for the training snviromment in tne -
ARNG, this checter will introduce several key topics that have a direct "A
1
relationshin with and impact upon this study. Thess topice include the -

Total Army conczpt, the Full-Time Mamning progrem, and prevailing

attitudes in and towards the ARNG.

THE TOTAL ARMY EERN

According to The Department of the Armv Manual, “The 'Total Army’

isn't new. It's as old as our nation.”! In one sence, this statement

is true. Historically, the Militia (after 1916, the National Guard> has

been used to bolster the rarks of the active Army in times of conflict.?
Moreover, tre Army Reserve (then the Organized Reserves) was established

by tre Natlonal Deferse Act of 1916 to provide a source of traired

marpower to augment the active Army.? The Guard and Reserve continue

today to provide the augmentation forces for the active Army.

However, 1n another, perhaps larger, sense, the statement from the OO
Manual may not be precisely correct. The issue of the purpose and

control of the Militia (Army National Guard> is very much alive today,

iz
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and has a very rezl impact cn the structure of the Total Army ard the
relaticnships betwesn the active comporent arnd tre ARNG. It s rot the
intent of this study to debate the role of the active Army and its
agents In the conduct of the training and the administration of the Army
National Guard, but it is importaent to note the scurce of ore of the
current relevent issues. Thus, it is approoriate here to review brietfly

the military aspect of the historical i{ssue of states’ rights.

As early as the Cornstitutional debates ot the late 170vs, ore of
the major isswes was that of states’ rights. Tre milifary clauses of

the Constitution of the United States show trat the attitudss agalnst a

r too-powerful central government prevalled——especially with regard to
large standing armies. Tha Corstitution mekes the following provisiors
relatirg to the Army and the Miltitlia:

Article I, Section &: The Congress shall have
Fower...To raise ard support Armies...To make Rules
for the Govarrmant and Regulation of the larnd and
naval Forces; To provide for calling forth the
Militia to execute the Laws of the Union, supress
| Insurrectiors ard repel Invasions; To provide for

organizing, arming, and disciplining the Miltitia,
and for governing such Part of them as may be
employed in the Service of the United States,
recerving to the States respectively, the
Appointment of the Ufficers, and the Authority of
training the Militia according to the disclplire
prescribed by Congress....*

Article 11, Section 2: The President shall be
Commander in Chief of the Army and Navy of the
United States, and of the Militia of the several
States, when called into the actual Service of the
United States....®

As these extracts chow, the Constitutional separation of state and

13
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federal rights concarning tire arved forces iz clear. Thuz, the co-oact

ot a Total Army, retferred to in The Decactmart of tre Arwy Maroal | diaz

"

rot acpear to ke "as old as our Natlon,” and, irdesd, ccipezrs
cenflict with the Corstituticn.

His*ortan John K, Mahon ras written zbout the early dizcucssiorns on
the roles of the Militia and the standing forces and how these
disc.ssiors contributed to the firal weording of the Corstitution.

Maron's work, Tre Arerican Milltia: Docade of Decision, 1780-180C,

detatls the profositiors of such notables as George Washinzton, Henry
Knox, Baron Von Staitken, and Alexandsr Hamilton. Pre- and
post-Constitutional debates produced decisiors that the Army wes a
receszary evil, that 1t should remain small, and that the Militiz was to
b2 a separats military organization, to be called up for feceral service
when rescded, but definttely a state asset.®

George Washington had acddressed the lscue of uniformity among the
state militias in his "Sentiments on a Peace Estzblistment,” written 2
May 1783, to Alexander Hamilton, chairman of the Committee of the
Ccngress on the Psace Establishment. In his paper, Washington called
for estebliching “A well organized Militla; won a Plan that will
cervace all the Statzs, and introduce similarity in thelr Establishment
Maneuvers., Exercise and Arms.”” He also went on record as an early
propcnent for the rational strategy that would later be krown as
credible deterrerce.

1 come rext tn the order 1 have prescribed myself,
to treat of the Arrangements necessary for placing

LA
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the Militia of tihwe Contirent cn a respectzble
footing for tre ceferge ¢f +he Enpire.. .beirg
persuaded, that the immediate catety ard future
tranquility of this extersive Contirent ceperd in a2
great measure uron the peace Estzblishment row in
conterplaticn; ard belng convinzed at the carme time,
that the only prcbable mears of preventing insult or
hostility for any length of time and frcm keing
exempted from the corsequent calamities of War, is
to put the MNational Militia in such a condition as
that thay may zrpear truly respecteble in tre Eyes
of cur Friencds ard formidable to those who would
otherwise become our enemies.®

| Gereral Washington warned of the corsequences of not irsuring

uniformity and discipline in the Milita., In arother document, he wrote:

"To place cependence on [1ll-regulated] militia is assuredly resting on
i a broken staff.”? However, this warning went unheeded, ard the final
wording of the Ceonstitution included no requirement for uniformity among

the militias.t®

I Normetheless, a nurber of gradual ircreasss in fedaral control over

the National Guard have cccurred sirce the signing of the Constitution.

In 1792, four years after the Constitution went into effect, Congress ;f%fp
o o
i passed "An Act More Effectually to Provide for the National Deferse by *1;”1

Establishing an Uniform Militia Throughout the United States” (also

krown 2s the Uniform Militia Act). Among other provisions, the Act

established the adjutant general position in each state, and provided a
basic structure for the states’ militias, requiring each to be organized
tnto brigades ard regiments "if the same be convenient.” Furthermore,

- ’ the Act required the state adjutants gereral to report yearly to the

President, as well as to thelr respective governcrs, as to the status of

.....
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treir state militizs. However, this Act, which wes to remain the

' governing militla act until 1803, provided no penalties for
noncerpliance, ard the provisiors for militia structure were largely
{gnored.t!

I Litte further was dore to alter tre relatiorship betwsen the
federal government ard the militla until 22 April 1898, three days __<; ]

tefore Congress ceclared war on Spain. On this date, Ccongress pacsed

T

the Volunteer Bill, which enabled the Natioral Guard, with the SRR
respective goverrors' permission, to voluntesr zs units to fight in the B
Spanisr-Americzn War, This Bill provided tre legal basis for the U.S. ‘; ;;i
to commit the states' militias outslde the contirental Unlted States.®?
In 1992, Secretary of War Elihu Root recommended a number of
retorms of the nation's deferse structure. One of these reforms R
revanced the Uriform Militia Act, recomending an improved organizatton L i
that would lirk the Matioral Guard and the Regular Army more closely o
tczether, ir order to "bring the [Naticnal Guard’s] training program,

rearization, and ecuipment in line with that of the Regular Army."!* A

ry

Mgh*tly modified version of thls propceal, commonly referred to as the

m

Dick Act, was pessed {(n 1003 ,14
' Tre Dick Act established a Division of Militia Affalrs in the War

Dzpartment, but included no provision for Nationmal Guard officers to

serve ¢cn this Divisicn's staff. The Dick Act also directed that, during

an erargency, the National Guard be called into fed=ral sevice ahead of

2 volunteer unit. However, once the National Guard was called uwp, 1t

is
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was 10 become a2 pool of individuzl replacements for tre Army: o
1

E provisiors were made to enploy the MNatioral Guard as distirct uniis.is

In 1916, Congress pacczed tre Matioral Deferse Act, which ..7_‘."‘_;.'-‘,

establisred the first organized genaral purcoce federal reserve forces:

B AR
b
|
t

an Officers Reserve Ceores, an Enlisted Fezerve Corps, and the Fecerve ‘
Cfficers Trainirg Corps. The Naticnal Guard had lorg resisted this

move, but the margower demands cf America's imminent involvement in the ]
war in Europe (World War 1) overrcde the National Guard’s corcerrs. The : i
National Defernce Act zl=o dowled the reguired training periods (drills) '
to 43, tripled the required nurber of days of Arnual Training to 15, and j
allowed the President to assign Regular Army officers ard L ﬂ
noncormissiored officers to Naticnal Guard units without a requsst from .

the goverrors. Additicnally, tre Matitmal Deterce Act redesignated the

Oivision of Militia Affalrs as the Militia Bureau, moved the Bureau

urder the direct control of the Secretary of War, and authorized

positiors for two Natiocnal Guard officers on the Bureau's staff.'® .
The National Deferse Act of 1920 amerded the National Defaence Act &;ipi
of 1916. The changes included establishing the Army of the United ; -
States and listing its three comporents: the Regular Army, the CUrganized j:
Recerves, and the National Guard, The 19280 Act also changed the position ;,ﬁ;i
of the Chief of the Milltla Bureau to a National Guard officer's L
; position, and moved the Militia Bureau under the direct supervision of
!f an assistant cecretary of war. Under the Act, the Regular Army picked E: o

wp the additiocnal pezcetime duty of supervising the tratning of the
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reserve forces.!?
A further azmendrent of the Nationzl Defense Act of 1916 occurred in
1933. The gist of this amerdment was to streamlire tre call-up
procedure, eliminating the need to first disbard Mational Guard units
and then draft treir personrel as individual replacements.
Additionally, the Militia Bureau was recesignated the Mational Guard
Bureau.t'®
The Natioral CGuard's contributicns during World War 11, while
eignificant to the war effort, have little bearing on and will nct be
discuzeed 1n this study. The most significant policy change relevant to

this study to ccme out of World War 11 occurred in Octcber 1945, when

Secretary of War Stimeon issued policies that allowed the feceral
government to supervise military instruction and to furnish field '?if”
training facilities, pay, uniforms, equipment, and ammunition for the
Natiorzl Guard.!® Although many minor changes have suwsequently been
made, these basic policles remain in effect today.

The last major attempt to fully merge the ARNG into the Army

structure occurred shortly after World War I1. In 1847, Secretary of

Deferse Forrestall appointed a board, nemed after its chairman, Gordon :;l?li
Gray, to examire the reserves and recommend their most suitable roled(s).
The Gray Board reported that the National Guard system, with its
inherent dual loyalty to both the state and the federal goverrment,
could not enhance national security. The Gray Board recommended the

merger of the National Guard into the Organized Reserves, and Secretary
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Forrestall concurred. However, the ARNG (through the lotbying efforts
of the National Guard Asscciaticn (NGA) and a campaign in the NGA's

magazine, The Naticnal Guarcdman? used the historical arguments--based on

states' rights——agairst such a2 merger to successfully persuade Corgress
to maintain the status quo.?®
Nonetheless, the issue of control of the ARNG has by no mearms been
fully resolved. An example of the sensitivity Congress, the Army, and
the National Guard maintain towards this issue !s found in the report on
the 1983 hearings on Full-Time Support held by the Subcommittes on the
Department of Deferse of the Committee on Appropriaticns of the House of
Representatives. In the 8 June 1983 subcommittee hearing,
Represantative Jamie L. Whitten, Democrat from Mississippi, Chairman of
the Committee on Appropriations, made the following observation:
I cane to Congress in 1943....(11ln the years I

have been here, it has been the Guard ard the

Reserves that hes [(sic) maintained public support

for the military. We have constantly to watch to

see that they are not moved in on by the regular

forces. And I think that Is historically true.®

Lieutenant Gereral Emmett H. Walker, Jr., Chief of the National
Guard Bureau, was one of the witnesses that day. In his summary
statement, he said:
Ore of the burning questions we have out there

today, sir, 1s State versus Federal control. The

National Guard Bureau has felt from the very

beginning of this [Active Guard and Reserve (AGR)]

program that 1t was the Congress’ intention that the

AGR serving under Title 32 [of the U.S. Codel] be

under control of the States.

I am sure you are aware that the Judge Advocate

19

Lkt o f 0 o o

-l

> -a -

hod




T T T W T o W Yy T

Gereral of the Army and the General Councel of the
Army, in their interpretation of the statutes, have
ruled that Title 32 ACR personnel are on Federal
active duty and not under the control of the State.
We believe that this reeds to be clarified....

The two burning issues we have out there are,
one, the clarification of the State versus Federal
control, and the other is that we must have a stable
environment with continuing growth, without
constantly changing Instructions.??

Reprasentative J. Kenneth Rcobinson, Republican from Virginia, acdded
his concern when he commented on a letter he had received from the
Adjutant General of Virginia, Major General Kastles, in which the latter
deplored the lack of firm, consistent direction in the AGR program.
Representative Robinson said:

1 wonder, hearing that from Virginia, where the
National Guard has always teen a very significant
asset, where the morale has customarily been very
high, and sensing an attitude that is represented
there by General Kastles, to what degree you sense
that this 1s affecting the morale of the Guard as a
whole,

I sense a fragmentaticn of the Guard from
cstate-to-state (sic], and a deterloration of the
morale that comes from the knowledge of knowing that
it is a state-oriented asset, it is a state-oriented
military asset, which is now being directed to a
degree from Washington [,D.C.,] and that is viewed
as unhealthy and unwise.®

Discussions ot state versus federal control and of methods to
insure that the will of Congress is enforced continued throughout this
hearing. The Army’s position, based upon the rulings of its Gereral
Counsel and {ts Judge Advocate General, cited above, was that the Army

controlled the personnel in the AGR program. This view was not shared

]




by the National Guard Bureau represantatives or by a number of the
subcommi ttee members.

The final appropriaticons bill (the swbiect of the hearings cited
above) was passed by Congress on 24 September 1983, Sections 892 and
824 of the Department of Defense Authorization Act stated that AGR
personnel serving under Title 32 of the U.S. Code were under the command
and control ot thelr respective state authorities.?®

Obviously, the issue of state versus federal control impacts on the
relationships between the Army and the ARNG. The trend over the past
two centuries hes clearly been towards greater federal control over the
state forces. Recent actions in this regard Include Secretary of
Detense Laird’'s 1978 announcement of the Total Force concept, which he
refined into the Total Force policy in 1973, and the Army’s attempted
control of the AGR program.®® However, it is clear that the
relatiorship between the active Army and the ARNG will not be that of a
chain of command, but will remain advisory in nature unless there 1s a
detinitive change in Congressional guldance corerning the matter of
state versus federal control of the ARNG.?

The Total Army, then, is composed of three parts: the Regular
Army, the Army National Guard of the United States, and the Army
Reserve.?” The Total Army has evolved over the past two centuries from
two distinct organizations: the Army and the Militia. Within the Total
Army structure, and at the highest levels of the federal government,
there remains an acknowledged distinction between the Regular Army's

21
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primary role ard the primarlly state-coriented role of the ARNG.
FULL-TIME MAMNING

The day-to—day work of the Army is closely paralleled in the ARNG.
The troops are not present in the ARNG (during nontraining periods), but
the administration, logistics, and training preparation must still be
accomplished in order to maintain a relatively high state of readiness.
Historically, the daily tasks of the ARNG have been performed primarily
by the ARNG military technician (MT) force. The MT force traces its '
history to the horse caratzkers of the early Militia regiments. This ”.
caretaker force grew, at state expense, until 1956 when the government
began to fund "caretakers and clerks.”?®* In 1969, the federal
government granted MTs full civil service status.?® L
.- One recently devaloped major program designed to increzse the
- readiness of the ARNG is the Full-Time Manning (FTM) program. The FTM e

program is designed to supplement~-not replace-—the MT program.®®

Army Regulation <AR) 135-2, Army Natlonal Guard and Army Feserve

Full-Time Manning, states the FTM program's objectives are to:

Provicde full-time personnel and skills to enhance
readiness through improved training, administration,
personnel, malntenance, suwply, and operational
activities(, ard tol improve unit readiress, and .
mobilization or deployment planning and preparation to a NS
level that provides an adegquate assurance of unit : E
response time and capability." o

FT™ personnel are assigred against unit modified tables ot : :Z'_'\\-‘;-‘
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organization and equipment (MICE> positions.?? These Indlividuals belong
to the unlt; they are not advisors.®? Personrel serving in FTM
poslitiors authorized under AR 135-2 are elther Active Guard/Recserve

(AR, Full-Time Support <FTS), or Active Component (AC) personrel. FTM

AGR personnel are National Guardsmen and Army Reservists on full-time
active duty in FTM postitions working solely in support of the FTM

program. FTS persorrel are civilians who work on a full-time basis in

swport of the FTM program; they do not deploy with the units they ._’j ;
swport. FTM AC personnel are Regular Army and reserve components |
- personnel (the latter on extended active duty) serving in support of the :
i' FTM program.’* (The terms “full-time active duty” ard "extended active ii~:g

duty” refer to differently funded programs, both of which provide

authorizations for full-time active service for RC personnel.?
FTM personrel provide the dafly continuity recessary for the unit’s . -x4
administrative, logistical, and training support performing necessary SO
activities between Inactive Duty Training (IDT) drills to insure
productive training during drills. The research for this study did not

produce a single view opposed to the FTM concept. Many different views

were presented azbout which is the most effective grouw of support i;&i.
personnel (AR, FTS, or AC), but all comments concerning the FTM program Fef7!
recognized the need for some type of continuous support 1n ARNG units.®
An indicator ot the percelved effectiveness of the FTM program is its

anticipated growth rate through 1988, According to Secretary of Defense [.-~’

Cespar Weinberger, the program will increase by more than 50% in the
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rext four vears "in ordsr to bring combat readirescs to required
5 laevels, "3

Ore position estzblisted in the ARNG ACRs under the FTM program is

DuCatiatUS A
AR .

that of Compary/Trocp Training NCO. This pesition provides the unit

.
u
a

commander with an additional full-time assistant who augments the Unit oy
Administrator and any other full-time personnel i{n the untt.
As an advisor and branch assistance team chietf, 1 observed tralning

preparation both before and after the esteblishment of the FTM training
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NCO positions. Prior to the time these positions were filled, the level

.

of training preparation in most of the company-level units 1 advised or

assisted was usually less than adaguate. After the training MCOs had
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been in place long enough to know their job C(usually 1-2 months), this

was rno longer the case, and most of the units 1 worked with were falrly

~

e,
oo ot
. By

well-prepared to conduct thelr scheduled training.
Much of what a company-level unit does or fa'ls to do, especially
during IDT drills, often depends on how well the FTM personrel do their f~~;:

jobs between drills., Tre commander is responsible for tre unit's

performance, but the unit's FTM personnel are the trainirg mainstays tcr 5
the unit between drills. The FTM personne! cselection system is i zi
described in AR 135-2: FTM persomnel are trained at tre Natioral Guard E
Professional Education Center (NGPEC) to insure that they are fully o

qualified for their duty posittons.® e

. ATTITUDES IN THE ARNG
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H The final factor in the ARMG training environment that this chapter
will discuss is attitude, both within and outside of the ARNG.

Attitudes are important in trainting—willing students and professional

P e DL B

(ard competent) trainers are necess ingredients for any type of
training. This combination is especially critical In the ARNG, due to
the limited availability of training time and, often, the lack of
. equipment to train with.®®
The attitude inside the ARNG has changed fundamentally 1n recent
years. The ARNG is a critical comporent in our deterrence and defense
plans, and this fazct has been stressed repeatedly by our nation’'s key
deferse ofticials, Moreover, these came officials have backed treir
words with actions. Along with the structure changes of the mid-and
late 19705, most units were aligned with a CAPSTONE headguarters,
beginning 1in the early 1980s. Under the CAPSTONE program, ARNG units
are encouraged to train with the units they are scheduled to fight with,
ard they are given a real-world mission to train for. Furthermore, many
ARNG units have been identified as Roundout units, and these units are
integral components of-—not additions to—the active Army units they are
affiliated with.®
In addition to the CAPSTOMNE program, several other programs have
been developed to stimulate the Total Force pollicy, including the Key
Personnel Upgrade program (KPUP), the Captains-to—Europe program, and

tre refirement ot the CONUS training base command and control structure.
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Part of tre latter included the refirement of the role the Contirental
United States Armies (CONUSAY play in ARNG training ard mcbilization,
and the establizhmant of U.S. Army Readiress Groups to provice trainirg
ard mobilizaticn assistance to ARNG and USAR units. The end result of
these developments is that the ARNG has been shown through actions, not
just words, that its role in our national cdeferse has expanded. One of
the responses of the ARNG's members to this expanded role has besn an
improved professicnal attitude.

A comment by thenMajor General Jchn R. Galvin, Jr., highlights ore
example of this demonstrated increased professicnal attitude irside the
ARNG. In discussing the participation of a Roundout unit (the 48th
Infantry Brigade (Mech) of the Ceorgia ARNG) in Exercise BOLD EAGLE 32,
he said:

Now that I've sean thelr headquarters in the field during

BOLD EAGLE I am thoroughly convinced that these people are

true professionals....They performed extremely well, There

was very little difference between the performarce of the

ﬁ?th and the active Army brigade working alongside of them.

Since 1978, the Army has dramatically changed the way 1t conducts

training, with the introduction of the Battalion Training Management
System (BTMS), the Army Training and Evaluation Frograms (ARTEPSs), and
Soldler's Manuals. Basically, the BTMS provides guldelines for planning
and conducting training: the ARTEPs list combat critical tasks, the
conditions these tasks must be executed under, and the required
standards of performance; and the Scldier’'s Manuals provide the tacks,
conditiors, and standards for skill levels (related to grace and

....................
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position) for ezch military occupational spectialty (MOSY. The
introduction of the BTMS, ARTEPs, and Soldier's Manuals hes also served
to improve the company-level training environment {n the ARNG; BTMS
provide these units detalled guldamce, ard the ARTEPs and Soldier's
Manuals tell them what is to be trained, under what conditions, and to
what standard. This refired training system, couled with the
real-world mission and training guidance provided by tha CAPSTONE
heacdquarters, has dramatically changed the ARNG comparny-level training
envircnment from that of pre-1979.

In 1884, Major General (Ret.) William E. Ingram, then-President of
the National Guard Assoclation of the United States, summed up this new
training environment, saying:

A retired Guardsman of just five years [sicl
probably would not recognize the National Guard
today. We are being equipped with the most
sophisticated and modern weapons systems available
and manned by increasing nuvbers of full-time
Guardsmen, Guard units are training longer, more
often, on mission-oriented tasks at prime training
sites both overseas and around the contirental
United States (CONUS). The National Guard has

become an important part of the Total Force
pollcy.“

The attitudes outside the ARNG are important to the training

atmosphere, for two reasons, First, the attitudes outside the ARNG are,
in the aggregate, puwlic opinion—often a determining factor with regard
to arpropriations. Strong negative public oplnion could hamper the
appropriations for many worthwhile programs, thus retarding still

necessary improvements {n the ARNG. Conversely, the lack of strong
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negative public cpinicn (rot recescarily indicating strong positive
pulic ocpinicon) would rot tend to have the same adverse effect.

Second, tuture ARNG enlistments will reflect the attitudes outslids
the ARNG. A statenent made by Lieutenant Gereral (Rat.) Arthur S.

Collirs, in his bock Common Sense Training, sums up this aspect:

Active duty perscnnel tend to thirk that the problems of

the Recerve Components and the Active Army are similar,

but they are <o only wp to a point. 0One major difference

is the company commancer'c time—consuming responsibility

to recrult in his community, an essential ingredient in

maintaining ths strength of his unit.+*?
The harder a coomandsr has to work to overcome adverse public coinion to
mzet his recruitment goals (and his retention goals), the less time and
erergy he will have to devote to training or to getting trained himself,
The ARNG has manning problems that differ from those of the active Army,
in that ARNG units' members come from local communities: if a unit
cannot attract members from the local community, that unlt operates and
trairs at less than full strength. My personal cbservations and several
conversations 1 have had with ARNG officers on this topic lead me to
believe that, in practice, strength maintenance, especially recruiting,
is accorded a higher priority than training is accorded. Thus, a
company-level commander, 1f forced to choose between using his limited
authorized training time maintaining his unit's strength level or
training his unit and himselt, may well choose the former over the

latter, even though he may be a very consclentious trainer and training

manager .
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PUBLIC CPINION OF THE ARNG

The ARNG had a poor reputation to cvercome in the mic-1S79s, due to
a combination of factors which are beyond the scope of this study.*?
However, with the increased role of the ARNG In the Total Army, the
attitude outside the ARNG can be expected to be increasingly linked with
pwlic opinlon of the active Army. Recently, the active Army has been
touting the improvement in the quallty of its new recruits. The same
improvement 1s found in today's ARNG recruits—-—more with high school
diplomas, and fewer in Mental Category IV-—-indicating an improving
attitude towards the ARNG (as well as the active Army) .+

An example of a ccnmonly held attitude, both positive and negative,
towarcs the ARNG is the letter printed in the February 1985 issuwe of

Military Review. Writing in response to a previously published article

about training problems encountered by the ARNG due to {ts restricted
training days allocation, Colorel (Ret.) Irving Heymont statas:

The notion that our voluntary Army Reserve system can [,
in 33 or 39 days training per year,] produce acceptably
ready units ot all types on mobilization flies in the
face of experience and logic. In the four mobilizaticrs
of Army Reserve components since World War I, it was
necessary to conduct, at the minimum, 2 full program of
unit (collective) tralning after mobilization.
Improvements in the Reserve system since World War 11
have greatly reduced the requirements for
post-mobilization individual training but little more.
The field tests of the 0OSD (Office of the Secretary of
Defense] Reserve Component Test Program ([conducted in
the early 1978s] showed that the best to be expected 1in
peacetime was company-level training proficiency and that
only with extensive (and expensive) Active Army
suwport....The Total Force concept has a wonderful sound;
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however, 1t is a hollow sourd 1f resarvists, regardless
ot thelir dedication, are expected to do what is not
possible . *?

As alrecdy dlscussed, a nurbzr of efforts have besn uncertzken to
make the Total Force corcert's sournd 2 s0lid onz, rather than a “hollew”
ora. The Total Force concept has been matured into the Total Force
policy, ard this policy has resulted in several rew and refined programs
and systems desigred to insure the land compcnent of the Total

Force—tha Total Army-—operates on a sound foundation of a

well-in*ezrated active Army/ARNG/USAR structure.

The tralning emvironment In the ARNG has changed dramatically in
the recent past. At the company level, the CAPSTONE program, the
recently revised Army training system, and the FTM program, have been
largely responsible for this major change. For the company-level
commancers in the ARNG ACRs (as well as In the remainder of the ARNG
units) this changed training environment has refined the training
structure 1n the ARNG, given the commandaers real-world missicns to train
for, and establiched the tasks, conditions, and standards for this
training. Complementing this change in the tralning erwiromment are the
changes 1n the attitudes within the ARNG and outside the ARNG; Guardsmen
are more professional than they were in recent past, ard they are

gererally recognized as belng such by non-Guardsmen.
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CHARPTER TWO EMINOTES

'U.S. Cepartrent of the Army. The Departrent of the Army Manual
{Washington, D.C.: U.S. Govermment Printing Office, April 1882): p.
1-7. (Cited hereafter as Manuzl )

*The date of the name change varles between sources, since the
names "National Guard,” "Organized Militia,” and "Militla” were
frequently used interchangeebly, even in official documents. The
Militia Act of 1903 (also known 2s the Dick Act) recognized the National
L Guard as the Organizad Militia, and “sought to bring its training

program, organization, and equipment in line with that of tre Regular
ii Army” (Manual: p. 5-11). The date cited here (1916) 1is fourd In
Colorel (Ret.) R, Ernest Dupuy's bock, The Compact History of the United
tates Army, 2d ed. (New York: Hewthorne Books, Novercer 1956): p.
220.

SJohn K., Mahon, History of the Militia and the MNatlonal Guard (New
York: Macmillan Publishing Co., 1983>: p. 148. (Cited hercafter as
Militia.> According to this source, the initial formation of the Army
Reserve only provided for individual, not unit, augmentation to the
Army .

*Henry Steele Commager, ed. Docurents of American History (New
York: Meredith Pub. Co., 18€3>: p. 141,

’Ibid., p. 143.

$John K. Mzhon, The American Milltia: Decade of Decislon,
1789-1820 (University ot Florida Monographs, Spring 19680 pp. 7,
18~21. (Cited hereafter as American Militia.)

Russell F. weigley, ed. The American Military: Readings in the
History of the Military in American Society (Menlo Park, CA.:
AddisonWesley Pub, Co., 1969): p. 3, (Cited hereafter as Readings.>

*Ibid., p. 5.
SAmerican Militia: p. 5.

WGeneral Washington, Alexander Hamilton, and other Federalists,
proposed forming a federally-controlled militia corps, crganized without
reference to state lires. This corps would provide uniformity to the
Militia in training, service, and equipment. The differences of cpinion
cited here were the military aspects of the larger differences between
the Federalists (Hamilton, et al.) and the Anti-Federalists (under
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Thomas Jefferson's leadarship). For a further discussion of this
subject, see Ruesell F. Welgley's bock, History of tre United States
Army, (New York: Mzcmillen Pubo. Co., 19670, pp. 74-143. See also
Edward Meade Earle, "Adam Smith, Alexancaer Hamilton, Friedrich List:
The Economic Foundation of Military Powar,” in Makers of Modern
Strategy, ed. Edward Meacde Earle (Princetcn, N.J.: Princeton Univ.
Press, 18943): pp. 128-128,

HMi{litia: p. 52.
2American Militia: pp. 126 and 127, and Manual: p. 5-8.
11bid., p. 5-11.

1"The bill 1s known as the Dick Act duz to Ohlo Congressman Charles
Dick’'s efforts 1o insure its passaze. At that time, Congressman Dick
was also a major general in the Ohio MNational Guard (and was cesignated
as the Comrander—not the Adjutant General-—of the Chilo National Guard),
the presicdent of the National Guard Aszoclation, and the chalrman of the
House Committee on the Militia.

Militia: pp. 140 and 143.
t*Tbid., pp. 148-149,
17Ibid., p. 171. See also Manual: p. 5-15,

1#]bid., pp. 174-175. This amendment established the Natlonal
Guard ot the United States, comsisting of federally recognized National
Guard units which had been specifically acmitted into 1t. This
arendment also recognized an additional part of the National Guard, that
being the National Guard of the several states, which consisted of the
National Guard units and personnel (e.g., the adjutants general and
their state staffs, and units rot selected for federal recognition) not
admitted into the National Guard of the United States.

19 {eutenant Colonel (Ret.) Sol Gordon, exec. ed. 1884 Natlonal
Guard Almanac (Washington, D.C.: Lee A. Shartf, 1984): p. 58. (Cited
hereatter as Almanac.)

eMilitia: p. 1. For a full discussion of these arguments and 2
sumation of the Gray Board's recommendations, see "The National
Guard. . .What of its Future?”, The National Guardsman 2 C(April, 1948):
pp. 4-9.

1.S. Congress, House Committee on Appropriations. Department of
Defense Appropriations for 1984: Hearings, 98th Cong., 1st sess., 8
June 1983, p. 365. (Cited hereafter as Hearings.) Congressman Whitten
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was observing the subcommittee hearings that day, ard was not screduled
to appear as a witress. Though not a member of the subcommittee,
Congressman Whitten mace his remarks as the chairman of the House
Committee for Appropriatiors.

22]bid., p. 366.
»Ibid., p. 410.

29National Guard Bureau, 1983 Annual Review (Washington, D.C.:
National Guard Bureau, 1983): p. 35. (Cited hereafter as 1983 Review.)

BHearings: p. 379. The Total Force policy codifled the reforms
begun under the Total Force ccrcept in 1970.

28A related issue concerns what the states cdo to fill the void left
by Army National Guard units activated for feceral service. Though
beyond the scope of this study, this topic is also relevant and must be
dealt with by torce plamners. In an excellent article published in the
Septenber 1984 tosue of Military Review, “State Defense Forces: The
Missing Link in National Security,” George J. Stein explores the various
legal options lett open to the states to form a Home Guard or a State
Guard.

?Manual: p. 6-2.

28]J. S, General Accounting Office. Report to Stephen J. Solarz,
House of Representatives: Information on Military Technician
Conversions to Full-Time Active Duty Guard and Reserve (8 Septemrber
1882): Appendix I, p. 2. (Cited hereafter as Conversions.)

BAlmanac: pp. 60-62. Some MTs (e.g., comptrollers and puwlic
atfalrs officers) were not granted full civil service status, but
remained state employees. Urder the National Guard Technicians Act of
1968 (Public Law 99-486), ARNG MTs are required to be members of the
units they work in (Conversions: Acp I, p. 2.

Yhen the program began, some MT posltlons were exchanged
one-for-one for AGR slots. However, this system was not continued.
After June 1989, units identitied as needing additional full-time
support were authorized additional positions, elther Active
Guard/Reserve or Full-Time Support, in addition to thelr authorized MT
positions., The current system includes provisions for both one—for-one
swaps and for additional authorizations. In 1982, at the request of
Representative Stephen J. Solarz, Democrat from New York, the General
Accounting Office (GAD) conducted an investigation into the conversion
process. In its report, issued 8 September 1982, the GAO summarized a
key concern a nurber of the representatives on the House Committee on
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Arprepriations expressed zbout the FTM program: “The Army now preposes
almest 5,599 more conversions, and increases of almost 25,802 in the
nurber [of AGR] perconrel over the next 5 years. However, the Army is
not sure {f these proposals will improve [the reserve comporent’s)
readiness.” (Conversiorns: p. 1),

1.8, Department of the Army. Army Regulation 135-2,w/ interim
change, Army National Guard andd Army Reserve Full Time Manning (1 March
1982): para 6b and 6¢c. (Cited hereafter as AR 135-2.)

21pid., para 7d.

1Ibid., para 7e. An exception 1s that active comporent (AC)
personnel (including Regular Army personnal and reservists on extended
active duty? in the FTM program "are not authorized to tzke part in any
State-ordered periods of active duty, if, by so doing, they would
violate the 'Posse Comitatus' Act. (See 19 USC 1285>" (Ibid., para 7%).
AR 135-2 a2pplies to the ARNG FTM personnel authorized under Section
502(f>, Title 32, United States Code, as well as to USAR FTM personnel
authorized under Section 672(d), Title 10, U.S. Code.

M1bid., para 4. FTS personnel are civilians employed 1n support
of the FTM program. These individuals are elther status quo technicians
(civilians hired under earlier full-time support programs and retalned
under thelr prior contractual agreements) or civil service personnel.

3AR 135-2, w/ cl, Army National Guard and Army Reserve Full Timse
Manning <1 March 1882), and AR 135-18, Active Duty and Full-Time Duty in
Support of tha Army National Guard, Army National Guard of the United
States, and the US Army Reserve (1 April 1984) are the governing
regulations concerning FTM support, As valuable as the FTM program is,
there are still some drawbacks to it as it is currently configured. For
instance, {t is possible to have FTM personnel 1n several categories
(e.g., AR, FTS, or AC) working in the same unit at the same time.
These individuals all work for the same person——the unit
commancer-~during weekend Inactive Duty Training (IDT? and sumertime
Annual Trailning (AT), but each may work for a different supervisor
during the week. Usually this problem is worked out with a gentleman's
agreement between the dlfferent supervisors, but the potential for
conflicting demands, priorities, and loyalties certainly exists.
Another prcblem area is that the AGR category of FTM personrel is
creating an elite within the RC due to some of the speclal provisions
that relate to this category, such as requirements to attend resident
trainirg, authorization for full-time active Army commissary and medical
privileges, and higher pay than some of the other FTM personrel
categories for similar positions.

¥Report: p. 85.
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AR 135-2: para Ee.

IARNG units pool much of thelr equipment at Annual Training sites,
for common use by all ARNG units that train with that type of equirment
at each site. Since the ARNG units are equipped gererally in accordance
with active Army MTCEs, this limits the amount of equipment remaining at
the unit armories for IDT training.

3U.S. Department of the Army, Army Regulation 11-38, CAPSTONE
Program (1 Octcber 1983). In addition to belng designated as Roundout
units, units may be classified as Affiliated units (augmentation units)
or as Mobilization and Deployment Czpability Improvement (MDCI) units
(aligned for training purpcses only).

*8Staff Sergeant Thomzs F. Doherty, “Reversal of Roles: Guard
Commands,” National Guard 36 (February 1982): p. 11. See also {n this
lssue "Reserve Forces are No Longer in Reserve,” pp. 20-23, an interview
with Cr. Edward J. Philbin, Deputy Assistant Secretary of Defense for
Reserve Affairs.

*'‘Major Ceneral (Ret,> William E. Ingram, "Guardsmen Must be
Protessional Soldiers,” National Guard 38 (November 1984): p. 1.

*2| leutenant General (Ret.) Arthur S. Collins, Common Sense
Training: A Working Philosophy for Leaders (Movato, Caltifornia:
Presidio Press, 1975): p. 191.

YSome of the factors that contributed to the unfavorable
impressions of the ARNG in the 1970s were the fact that the ARNG was not
called up on a large scale during the Vietnam war, and the ARNG'S
handling of the 1967 disturbances in Newark, New Jersey and Detroit,
Michigan, and the 1970 disturbance at Kent State University.
Additionally, the equipment in ARNG units perennially was hand-me-down
equlpment from the active Army, giving the ARNG the zpparent status of a
second class organization, For a fairly comprehensive, albeit
unfavorable, view of the National Guard during this period, see Colonel
(Ret.> George Walton's book, The Tarnished Shield (A Report on Today's
Army) (New York: Dodd, Mead and Co.: 1973).

“Investment: p. 163,

“Colonel (Ret.) Irving Heymont, “Reserves Face Training
Constraints,” Military Review 65 (February 198%5): pp.75-7C.
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CHAPTER THREE:
HOW WE TRAIN OFFICERS

The Army's keystone training regulation, AR 385¢-1, Army Training,

states: “The Army’'s ONLY training goal is to develop a combat ready
force which is physically and psychologically prepared to fight and win
global war.”! Furthermore, it states the objective ot reserve
components (RC) training is to "attain the highest possible state of
irdividusl and collective proficlency that can be achieved in a
premobilization training envirorment.”? With these guldelines in mind,
this chapter will discuss the ofticer individual training system in the
Total Army, and then will focus on Army National Guard-specific ofticer

training.

TOTAL ARMY OFFICER INDIVIDUAL TRAINING

AR 352-1, Army Training, recognizes “that RC units cannot,
realistically, complete as much training in the same calendar year as
Active Army units.”? However, the Army training system as descrited in
AR 358-1, and as modified by the appropriate additional Army and
National Guard regulations, remains oriented on preparing "units that
know how to, can, and will deploy, fight, and win.”* All training must,
therefore, relate to preparing the Army for global war, and the Army
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training standarcs and goals apply across the board to 21l officers in R
the Total Army.? T
The Army begins its officers' military tralning in its various :

precommissioning programs. This training is based on an approved

.41 ..-:\
h Headquarters, U. S. Army, Training and Doctrine Command (TRADOC) program L

- ot instruction (POIY.¢ This POl is a butlding block 1n a relatively new ;’;j"-,;::j

system of officer training called the Military Quallifications Standards
program. The Military Qualification Standards (MJS) program was Lt
inttiated as a result of the Review ot Education and Training for '

Ofticers (RETD) study, conducted between August, 1977, and Jure, 1978.

The RETO study found that the otficer training system was generally ::l
ineffective in preparing otticers for their assignments.”

The MJS program is designed to establish untformity among the =
various officer training programs and schools. The MRS program is a “ ‘
series of tasks, developed for all officer speclalties, with supporting
manuals, training programs, and certification instruments (tests), and
1s applied to three levels of training and certification. MJS (levell 1 f‘i
deals with precommissioning; MJS 11 deals with lieutenants’ training;
and M35 111 deals with captains’ training. MIS I was fully implemented
in all precommissioning programs by January 1984; M@S 11 and MGS III arse i.,..g
currently undergoing statting and pilot programs, with a tentative
tmplementation date of June, 1986, tor both levels. The overall i
objective of the MJS program 1s to better prepare officers for thelr &g—:’
next series of assigmments.® E’:;‘:
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After commissioning, Army offlicers continue thelr military

»
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education and tralning, which, according to FM 25-2, Unit Training

Management, \1
oA

consists of numerous schools and courses, usually lirked N :Ii,

to grade and time in service. Leader training tn units ““—;

prepares officers for present and tuture assignments and -
complements their formal military education.?

The officers’ initial post-commissioning schooling is usually the
branch otticer basic course (OBC). Active duty otficers attend the - ;

basic course “as soon as possible after entry on active duty,” and ARNG
otticers attend "as prescribed by the CNGB [Chief ot the National Guard

Bureaul, "1*

According to The Department of the Army Manual, “The basic course

prepares the officer for his first duty assignments at the
company/battery level.“'* According to General William R, Richardson,
Commarding General, TRADOC, the objective of today's OBC is to “produce
a junior leader capable of immediately taking charge of his unit on
arrival and knowing exactly how to train that unit for {ts wartime
mission the very next day.”'? The specitics of the armor officer and
armored cavalry officer basic courses will be given later in this

chapter.
The next step in formal training (schooling) tor officers is the

branch oftficer advanced course (OAC). The OAC provides leadership and

ML
I
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branch-specific training for first lieutenants and captains.'?
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According to The Department of the Army Manual: “The advance(d] course
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prepares the officer(s] to be tactically and administratively competent
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) company/battery commanders and provides introduction to the duties
I required of battalion and brigade statt officers.”'* The instruction in
today's combat arms CACs emphesizes hands—on training. According to

Gereral Richardson, the combat arms OAC's cbjective is "to develop the

finest young tacticians the Army has ever had.”!?

,4 - Tae - e v -
. . :

Basically, precommissioning military training, the OBC, the OAC,
: and leader tralning in units (discussed later in this chapter?
' constitute indlvidual officer training through the grade of captain. 'k
) The Combined Arms and Services Staft School (CAS?) is a required course
for AC officers (based on a date of rark criteriad; select ARNG officers
also attend.!'® However, according to Gereral Richardson, the CAS® "does -
not now play a significant role in the professional development ot
Reserve Component Offlcers”'? (emphasis mine); thus, 1t will not be
discussed {n this study. .

ACTIVE ARMY ARMORED CAVALRY OFFICER TRAINING

The armor offlcer basic tourses (ADBCsY and the armor officer

advanced courses (ADACs) are conducted at the Armor Center and School, \
Ft. Knox, Kentucky. AOBC students follow one of two tracks: Armor or L
Armored Cavalry; the AOAC 1s not tracked. ff;;:éif;

The purpose of the armored cavalry-specific ACBC, as stated in the x:,
preface to the program of irstruction (POD), is {j«

To prepare newly commissioned officers for theilr first
duty assignment with emphasis on systems speclfic cavalry
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leader skills, to pertorm as a platoon leader of cavalry
units, and to acquire basic administrative, executive
skills and knowledges needed to advance beyond platoon
level assignments. Speclalty for which traired: Cavalry
Platoon Leader (12C3C).'*

The armor-specific ADBC's purpose statement h2s the same wording,
except “tank” replaces "cavalry”, and the speclalty for which trained is
“Tark Platoon Leadsr (12B3C).""

A specialty ekill identitier (SSI) of either 12B (armor) or 12C
(armored cavalry) with an additional skill identifier of 3C (indicating
that the officer was trained on the MEB-series tark) is awarded to each
ofticer won successful completion of the AUBC. To the extent possible,
this SSI and ASI combination is used to determine the type of unit to
which an officer is assigred.?®

The armor-specific ADBC's length 1s 15 weeks; the armored

cavalry-specific ADBC's length is 16 weeks, The instruction is divided

(1n hourly blocks) as indicated below!

HOLRS IOIN
Armor/Armored Cavalry — SUBJECT AREA . *
369/451 Command and Staff L
219/23 Weapons (tark wezpons systems and v
tark gunrery tables) N
70/85 Maintenance Jen
88/68 Training and Doctrine ,_P%
66/69 Committee Instruction (communications and T
map reading) S
33/33 School Brigade (inspections and
orientations)
21/1 ARNG Branch Orientation

836/957 TOTAL

NOTE: "*" Indicates instruction not counted In the armor—
gpecific ADBC POI's total hours.t
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The additional training week in the armored cavalry-specific AQJBC
is primarily used for training on the M3 cavalry fighting vehicle (CFV)
and the M113 armored personnel carrier (APC), and for other armored
cavalry-specific training. The largest single increase in training time
over the armor-specific ADBC is an additional 82 hours of mounted
tactical tralning.??

Upon graduation, the offlicers go to their initial assignment and
begin their "leader tralning in units.” In other words, they begin
practicing and refining the leadership skills they learned in
precommissioning training and in the AOBC, through datly zpplication in
accordance with the training plan of thelr headquarters.

If present plans for MIS Il are approved, an additional phase of
leader training—a post-resident phase of Army Correspondence Course
Program (ACCP) instruction—will be required in the near future. Under
the MJS 11 conceptual plan, epproximately 15% of the MGS Il required
training will be in the post-resident ACCP phase, and certification of
this training will be tracked through the ofticer efficiency report
(CER) system. Additionally, eligibllity requirements for promotion to
captaln will include successtul completion of this in-unit ACCP
training .®?

The next step in an active Army armor offlcer's training is the
Armor Officer Advanced Course (ACAC), Active Army officers normally

attend the advanced course as soon as practical after promotion to
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captain, or a2s soon as possible after conpleting 4 years of commissiored
service.?

The length of the ADAC is 20 weeks; unlike the ACBC, the course is
rnot limited to armor branch students, but is aleo cpen to selected
infantry, artillery, enginesr, and U.S. Marine Corps officers. The
purpose of the AUAC 1s to "prepare combat arms offlcers to command armor
and other combired arms units at company level and to serve in staff
positiors primarily at battalion ard brigade level.”®® The course,
divided as follows, was reviced in January, 1985, to accomodate certain
portions of the test MGS 111 program,

HOLRS SUBJECT AREA

57 Maintenance
€75 Command and Staff

77 Weapons

10 School Brigade

99 Training and Doctrine
33 Committee Instruction
947 TOTAL2e

Even though 1t is not uncommon to have non—-ADAC graduates
commarding company-level units in the active Army, the ADAC is the
course that is designed to prepare an armor officer tor company-level
command (as well as for intermediate-level staff positions). - .

In addition to the military training detalled above, AR 351-1 :

states that the minimum civilian educational goal for commissioned

officers i1s "to attain an undergraduate degree,” and they are also

“encouraged to get a graduate degree.*??
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ARMY NATICNAL GUARD ARMOR OFFICER TRAINING

From January through March, 1984, HQ, TRADUC, conducted a study cf f?;:j%

ERN
L

o S}

reserve components training. The results of this study, cowled with

additional taskings from Army Vice Chief of Statf, General Maxwell R.

Thurman, formed the basis for the Action Plan for Reserve Component

Training, distributed to the fleld on & August 1984.2* This plan has v
dramatically affected RC officer individual training in the officer ;ijiif
baesic course (0BC) and in the offlcer advanced course (UAC). -

Previously, there were three options avalilable to RC ofticers to L._:i~
fultill their requirement to complete the (BC. They could: attend the
regular AC resident course, usually 8-14 weeks long; attend the RC CEC,
either 2 or 4 weeks long; or complete the Army Corresponderce Course
Program (ACCP>, an average of 285 credlit hours.??

However, major changes to the RC UBC system began in April, 1984,
with 2 message from HQ, Department of the Army (DAY, to the major
subordinate commands. Key portions of the message include the EZ;;ﬁ;
tollowing: ffj:;

1. Soldiers in the Total Army force deserve competent |
leaders. A return to mandatory resident initial skill
qualification training will enhance the abllities of our
junior officers to pertform their assigned duties.

2. Effective 1 April 1984, all rewly commissioned ARNG
and USAR basic branch lleutenants must complete a

resident ofticer basic course (0BC) to be educationally
qualified for promotion to first lieutenant,...
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B. It 18 cdesired that all OCS [officer candidate
| school ] graduates attend IN {Intantry] resident 0BC,
However, select OCS graduates with approval of the state
AG/CCAR [Adjutant Gereral/Office of the Chief, Army
Reservel may attend a Reserve Comporent (RC) resident
course of no less than B weeks. ...

l 4. Basic branch second lleutenants zppolinted prior to 1
Apr 84 who are not SSI qualified must complete a resident
0BC to be educationally qualittied for captain, Officers
are encouraged to attend the AC resident (0BC] but may
complate a RC resident 0BC....

; 5. Policy optiors are under consideration by Department o d
of the Army to require a resident training experience for 1
all RC oftficers during their compzny grade years to be
educatiorally qualified for promotion to major....

6. ...[The RC resident OBC] will consist of 3 phases:

1 Phase 1 Preparatory correspondence course.
' Phase 11 Resident training (minimum 8 wks active
duty)

Phase 111 Take-homa package™

This message was modified by General Richardson in an 11 June 1984

message which included the tasking that the Armor Center (along with
; other designated branch centers) “bring 8 week RC - UBC on line by 30
: May 85,
i The impact of these changes is apparent In the revised ADBC for RC
armor otficers., First, the course length for the AUBC increased from 4
to 8 weeks (beginning in February, 1985), Moreover, the revised ADBC
POI includes a requirement for add-on correspondence courses.’t

The composition of the present Armor Ofticer Basic Course for reserve

components ofticers is as follows:
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HOLRS SUBJECT AREA i
313 Command and Staft -

149 Weapcns

g9 Committes Grouw Instruction .

31 School Brigace/Armor Center -

. 28 Maintenance

i 610 TOTAL®?

[ The purpose of the RC ACBC is “To qualify rewly commissiored
‘. Reserve component cfficers in Armor Branch (SC [Specialty Codel 12) and
k to prepare the cfficers to perform the duties of an Armor platoon
leader.”®* bvious differences between this purpose statement and those

given for the AC ADECs include the laeck of any references to “systems

specitic” training or the acquisition of those "skills and knowledges
needed to advance beyond platoon level assignments.”®?

The fact is that the training in the RC AOBC is nmot systems
specific. The training is presently conducted almost exclusiviey on
MEDA3 tanks, with only 4 hours dedicated to the older MEDAL tark fire
control systems.?® However, many ARNG aumor units do rot have elther of

these tark types; rather, they are equipped with elther MEQ or MABAS

v

tarks, which have fire control systems similar te that of the MEBAL, but
which differ significantly from the MSBA3.”

.
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The reduced time tor the RC ADBC course eliminates any training ' !
beyord that for platoon-level assignments, a2s well as much training that '
is needed for tark platoon leaders. As currently structured, the RC

ACBC also includes no armored cavalry-specific tralning. For example,

I S TR A P
) P
LA ST

the POl includes no instruction on armored cavalry vehicles or
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fundamental armored cavalry tactics, However, the emphasis on hands-on
training remains, as the POI does include the same 182 hours of mounted
tactical instruction given to the AC ACBC students,?®

In order to accorplish the training required but not glven during
the resident phase, an additional 62 credit hours of the ACCP have beaen
added to the RC AOEC POI. Upon corpletion of this post-resident
instruction, officers will be awarded the SSI 12A (Armor OUfflcer,

Gereral) .

In actionz similar to those teken to change the RC (BC, the Army

also changed the RC OAC structure, A routinre messzge dated 6 November i;;;é
1984 modified the previously issued Reserve Compornent Training Action jf;tfa
Plan by totally eliminating the cption for completing the OAC solely

through the ACCP. The thres remaining valid optiors were: attending an R
active component (AC) regular OAC: attending a full length RC resident ;5;;3
OAC: or completing a six—phase RC combination resident and ACCP OAC. -
The latter is actually conducted in three phases: a pre-resident ACCP
phase; a resident phase, conducted in one, two, or three two-week

increments, either at the branch school or at 2 USAR school; and a

post-resident ACCP phase. The “six-phase” title refers to the specific
types of instruction to be presented, a discussion of which is not
relevant to this study.*

At the Armor School, the course length for the full-length resident
RC ADAC remaired at 12 weeks.** The purpose of this course is the same
as that of the AC ADAC: to prepare combat arms officers to command at
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company level and to serve on battallon and brigace staffs.*? The

composition ot the course 1s as follows:

HOURS SUBJECT T
405  Command, Staff, and Doctrine o
24 Weapors oy

6 Committee Group Instruction A
4 School Brigacde/Armor Center RO
52 Maintenance

8 Total Army Briefings

493 TOTAL*?

A proroz=al has been made to TRADOC to add a post-resident ACCP
phase to RC resident OACs (including the RC ADACY. If approved, this
would enable a restructuring of current curriculums to allow more
hands-on training than is presently possible during the resident phase
of the 0OACs, The proposed phace is to be identical to ore of the phases
ot the six-phase program, to allow students to easily change from one
program to the other.*

The ditfferences between the KC ACAC and the AC ADAC are vast. In
the B-week time differential, the AC ACAC is able to go into greater
detall in almost every area of the curriculum, Some instruction in the
AC course would be of questionable value in the RC course, including
1-hour blocks of instruction on the Canadian Army, the German Army, the
British Army, the French Army, the Italian Army, the Australian Army,
and the U.S, Marire Corps. However, the major difference is that there
is significantly less tisld time in the RC ACAC than in the AC AQAC--52

hours of tactical exarclses without troops (TEWTs) and action drills in
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the former versus 167 hours of TEWTs, acticn drills, and commarc post
exercises (CPXs) in the latter.*® The RC ADAC does irclude 59 tours of
armored cavalry-specific training, which is a signlficant improvement

for armored cavalry officers over the RC ACEC .+

ARNG TRAINING TIME

National Guard Regulation (NGR) 35@-1, Army National Guard

Training, directs that all federally recognized ARNG units conduct not
less than 48 paid unit training assemblies (UTAs) ard a minimum of 15
days of Annual Training (AT) per year.* A unit training assembly (UTA)
is a period ot not less than four hours of inactive duty training
(IDT>.*¢ The ARNG "training day” often referred to is actually a
Multiple Unit Training Assembly (MJTA)-2, or two combined UTAsS.*s Many
units conduct IDT on a Saturday and 2 Sunday of the same weekenrd,
gererally orce a month, thus performing two MUTA-Zs Cor 4 UTAs) 12 times
per year.

Additional training time can be granted to both units and
individuals for various reasons and is controlled in a number of
difterent categories. These additional training authorizations are
limited, primarily due to budgetary considerations. The additional
training tlme authorization categories this study will consider include
additional training assemblies (ATAs), which are used to support
training or to conduct specialized training, and full-time training duty

48
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(FTTD>, which is used for AT, attendance at Army service scheols, or

participation in exercises or similar duty.®® ‘:‘
ATAs ars authorized to allow "selected personnel to conduct iiég

speclfic tratning programs, prepare for training, and pertorm staff :é

swervision of unit training and readiness.”? However, the only M

adthorized use at company-level is to prepare for tralning, and the

nurmber of ATAs avallable for use is restricted by NGB-authorized unit T

allocations and a limit of 12 ATAs per individual per year.%? Thus, T

although ATAs are avallable for use at the company-level, the

restrictions 1imit thelr use by company-level commanders.
FTTD 1s authorized for “AT, attendance at Army service schools, ::

participation in small arms competition, attendance at military

conferences, and short tours of active duty for speclal projects: e.g.,
retention, ferrying of alrcraft, and participation in exercises or other L
similar duty,” and may be performed with pay or without pay.3* FTID is
the category of additional authorized training time that is most s

frequently used for officer-specific training in units.
The ARNG training system is based on the guldance given for active
Army training in FM 25-2, Unit Training Management and FORSCOM

Regulation 3583-2, as modified by guidance given under the authority of -
the state adjutants general (AGs).%* This guldance varies from state to U
state, but the research for this study indicates that, generally, It i

N

closely follows the active Army guidance. E,_
The tratning tasks for ARNG units are developed from their CAPSTONE s

POCA
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headquarters' missions, from the appropriate Army Training and
Evaluation Program (ARTEP), and from directives from thelr state chaln

ot command.®® ARTEP 17-85, The Armorad Cavalry Sauzdron establisres the

"combat critical tasks, realistic battlefield conditicns, ard mintmun ,
stardards ot performance” for regimental armcred cavalry squadrons.?*

Based on the above discussion, one might assume that the Army
National Guard's and the active Army's mission-oriented training would
ba similarly conducted. However, this is often not the case, especially
where leader training is concerned.

M 25-2, Unit Training Management, says that formal military

schooling is complemented by leader training in untts,? and describes
leader training zs follows:

Leader training s based on what leaders, soldiers, ard
units will do in war and how they will do {t. It
develops a leader’'s ability to train and to lead. A
unit's leader-training program prepares leaders to
perform thelr leadership tesks, employ thelir units, and O
make decisions..., s

TEWTs [Tactical Exercises Without Troopsl, CPXs e
[Command Post Exercises], and FTXs [Field Training
Exercises] are good performance-oriented techniques for RRE
training leaders. Other techniques include developing and [
practicing the following hands-on leadership skills: BESNE

‘Conducting physical training <PT). sl
‘Pertorming inspections. g
‘Leading dismounted drills,

‘Coaching and critiquing on-the-job performance.
‘Presenting classroom instruction.

‘Studying 1ndependently.®®
FM 25-2 also refers frequently to multi-echelon training when 1t ) ;?:?

discusses leader training.®® Multi-echelon training—training leaders,

crews, and irdividuals at the same time—is not easy to orchestrate in
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the active Army under training conditions that are much more favorable
than these found iIn the ARNG. Consider, then, two ot the three )
squadrons used as the semple population for the data presented in

Chapter 4: 1n ore squadron, the squadron headquarters and the tark

company are located in the same town, and share the same armory. The

closest armored cavalry troop armory is 159 miles away, and the next
nearest armored cavalry troop armory is an additional 9@ miles away.
The four company-level maneuver units In this squadron operate from a ‘.;
total of 8 different armories. In the second squadron, similar
circumstances exist-—the circult drive from one armory to all the other
armories in this squadron is 368 miles.® The physical separation in 3
these two squadrons—not an uncommon situation——-poses a great hindrance o
to effective multi-echelon, including leader, tralning.

Perhaps the greatest difference in training between the active Army l
and the ARNG, however, 1s the amount of time that can be effectively o
used to train. The authorized 15 days for AT, plus 48 UTAs (24 days)

for 1IDT, are not enough time to accomplish most of FM 25-2's recommended L-«
training exercises even once per year. In practice, 1t takes at least ffﬁ-}_lif

one full day of a drill weekend to conduct a leader tralning exercise.

Units can use ATAs or, 1f the training is appropriate, FTTD funds to

conduct leader training, but the demands on the leaders' time must be
kept to a reasonzble level. It is not reasonable to expect any leader R
to spend one-half of his available training time away from his unit. ,i_.;:.-.,-;

Nor i1s it reasonable to expect him to willingly give up much additional
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personal and family time to be tralned in what is, usually, his second
profession., Excessive time demands on ARNG officers may force them to
choose between thelir primary (civilian) and thelr part-time (ARNG)

careers.,

TRAINING PROBLEMS

RC-especitic training problems, including restricted training time,
have been addressed by many people. For example, Major Sherwood E. Ash
discussed RC training prcblems in his 1982 Master of Military Art and
Science dissertation, THE TRAINING ASPECT OF RESERVE BATTALION COMBAT

READINESS: Can the training system be reoriented to produce combat

ready early-deploying (D+38) units?%t After discussing several

proposals for moditication of the present training system, as well as
discussing other proposed systems, Major Ash summarized his work as
follows:

When 1 first began this study, I believed that
substantial {mprovements could be made within the
existing system, Improvements in training readiness can
only be obtained by increases ih training time or
training quality. Unit training quality is being
improved, but [not to an acceptable levell. Therefore,
any further improvements in unit readiness must be
attained by increases In training time....l have come to
the [conclusion that thel Department of Defense must have
the capability to mandate increases in peacetime tralning
for early-deploying RC units.%

Subsequent events show that Major Ash was not alone in believing

that there was a need for increases in peacetime RC tralning




authorizations. 1In 1982, in testimony before Congress, Harry N.

SRR 2

Walters, Assistant Secretary ot the Army for Manpower and Reserve
Affairs, stated that SN

improvements to accelerate and enhance the readiness of
[selected Reserve Component units include!] providing
full-time NCOs down to company level! increased funding
for selected units for three weeks (21 days) Annual
Training; additional JCS (Joint Chlefs of Staff) exercise
participations; [additional training days authorization]
tor staffs to conduct command post exercises with s
CAPSTONE assoclates; and an additional 15 days of .
counterpart training for key personnel .® _

The acdd{tional training time authorizatiors cited by Mr. Walters
support the conclusion that the authorized 39 days of training time are
not adequate, by themselves, to allow an ARNG unit to properly prepare

for major training exercises. It must follow, therefore, that this time

also 1s not adequate for ARNG units to prepare for war or to conduct
leader training in units, the latter prcblem compounded by the already
difticult practice of conducting leader training as part of
multi-echelon training.

In their article, “The Reserve Component Dilemma! Mission Versus s -
Time,” Colorel (Ret.) Benjamin F. Sharp, Jr., and Major Donald B. "
Skipper also address aspects of the issue of the eftect of time CORE

gy M

constraints on the RC's training ability.** One of their arguments is ‘\ T
as tollows: '-S‘.l
AT

As more resources are directed toward the Reserve St

comporents, a theoretical decision point is reached where .

1t becomes no more expensive—indeed 1t becomes L_,f.;:.-_

desirable--to expand the Active forces rather than to

spend additional resources on the Reserve comporents.®? N
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The authors contend that Congress and the Reserve Forces Pollicy
?_ Board do not believe that we are approaching that point, and that trends

of increasing missions, end strength authorizations, and funding for the

e el ol
+

- RC, while nolding the active component at (or rear) current levels, will

" .-'
.‘

continue.®® The authors state that the “existence of additional Tl
training time [such as the special NTC training periods and FTTD :
authorizations], beyond the legislated 38 or 39 days a year”,*’ supports
their conclusion that, with the increased number of missions and S
increased tmportance of the RC, *Successful completion of [all tratning
and planning requirements) requires more training time than can be made
available in just 38 or 39 days a year."*®

Lol Al AL A YWirhd
.' ! ! o : "n' e

One aspect of training time not fully explored {n any of the cited
discussions was the time—saving value of FTM personnel. In addition to
establishing positions for personnel to train full-time, the FTM program
is extremely valuable because the FTM personnel perform necessary

routime administrative and logistical tasks daily that would otherwise ﬁ
’ have to be performed during drill time. There is some training value in
- performing these routine tasks, but, especially for a combat unit, they ‘-
- detract from the more important combat skills training. ."
Arnual Training (AT) presents a different set of clrcumstances than
IDT, but the administrative erosion of training time still occurs.
During AT, a unit 1s able to spend large blocks of time training on its
wartime tasks, as a unit, in a tield enviromnment, and AT is often the

only time a commander can evaluate his unit's wartime task training.
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However, the adninistrative and loglistical functions must still be
accomplished (just as similar actions must be accomplished for active
Army field training). Fut very simply, the unit must load out, move to
the AT site, draw equipment, and prepare tfor training before it can
actually begin missionoriented training. After training, outprocessing
must be accomplished befcre the unit clears the AT site. Outprocessing
can tzke at least two, and sometimes four, days, involving, as 1t does,
equipment cleanwp and turm—in, range sweeps, and loading for the return
to home station. A detailed plan can insure this is a smooth cperation,
and FTM personnel should be used as much possible, however, the
aforementioned nontactical requirements exist, and accomplishing them
takes away from the limited AT training time. FORSCOM Regulation 358-2

" is very optomistic when 1t says: “Well trained units will want to spend

18-12 days (of AT] in the field."®

How much training is the average ARNG company-level commander
getting during his authorized training time? Protessional training for
himself (and his platoon leaders) could occur during IOT, but, more
likely, this time is spent resolving unanticipated problems, reviewing
the work done by his unit's FTM members since the last drill,
coordinating with higher and supporting headquarters, or performing any
nutber of other tasks that demand his attsntion. Only a small portion
of what the company-level commander does during IDT fits FM 25-2's
description of leader training. The company—level commander can get
excellent leader training (and conduct excellent unit training) during
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annual training, provicded that the AT training plan is well thought-out Ll
and based on the unit's CAPSTONE mission and the tasks, conditions, and SR
starndards provided in ARTEP 17-5%,

ARNG company—level commanders face the competing demards of unit
tralning and leader training, both to be conducted within a limited, and h
probably inadequate, authorized training time., Most ARMG units have 15
days authorized for annual training, and 24 days authorized for weekend
drills (IDT). More authorized training time is belng provided to
selected units, and 1t appears that this trend will continue 1in the
immediate future. The FTM program is one effective method of increasing
a unit's avallable training time, and this program has the additional
benefit of providing well-trained personmel in key positions.

The ARNG system of offlicer training parallels that of the active
Army. However, 1t differs from the active Army system in that the ARNG
officers often attend a shorter ACBC and ACAC, and, therefore, do not
recelve the same quantity of training. Once in the unit, the ARNG
officer’'s training is under the final control ot the state AGs!
gererally, this training 1s in line with that recommended by the
CAPSTONE unit's headquarters. Recent changes to the ARNG officer
training system require resident training at an AOBC and at least some
resident training at an ACAC, eliminating the possibility 0t receiving

[ _'-.:" '
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credit for completing these courses solely through Correspondence
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system, and make appropriate recommendations for changes to the existing
system. In Jure, 1978, the study group published its report. Among
other things, 1t found that there was no standard precommissioning
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Conference audience by saying: "I don't bellieve that you can learn how
to fire 2 Table VIII [tark gunrery Table VIII] on paper with a
corresponderce course.” (General Maxwell R. Thurman, “The Marpower
Sttuation,” Armor 95 (July - August 1984): p. Z27).

BRETO Study: p. 17.

.S, Department of the Army. HR, Department of the Army, Deputy
Chiet of Statf for Personnel, routine message, swject: New Reserve
Component Officer Basic Course (0BC) Policy for Basic Branch Lieutenants
(16 April 1984).

nY. S, Army. HI TRADOC, routine message, subject: Reserve
Component Otficer Basic Course (RC - 0BC), (11 June 1924): para 4.

324,S Department of the Army. Armor School, (extracts from)
Program of Instruction, course number 2-17-C2S, Armor Officer Basic -
Reserve Components, (21 December 1984): pp. 1, 3. (Cited hereafter as
POI-AOBC-RC.)

¥POI-ACBC-RC: pp. 2-3.

*Ihid., p. 4.

¥POI-ADBC-Tark: p. 7.

POI-AOBC-RC: pp. 2-3.

7The first MEQA3 tarks were delivered to a Roundout battalion of
the 24th Infantry Division (Mechanized), in July, 1982 (See "First

Again—1st/128th, 48th Brigade Readies for NTC,” National Guard 37
(October 1983): pp. 29-32). However, the three sample population
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squadrons, as well as many other units of the ARNG armor force, are
st1ll equipped with the MEQ tarmk, which has a fire control system
stgnificantly different from—and less effective thanm—that ot the MBBA3
tark. According to a recent article in Army Times, all ARNG tark units
will be equipped with either the MERA3 tark or the Ml tank within the
next four years (Larry Carney, "Wickham Approves Tark Upgrade for
Guard,” Army Times (25 March 1985): p. 27>, However, until this
upgrade occurs, the disparity in training will remain.

WPOI-AOBC-RC: pp. 2-3.

¥Telephonic interview with Mr, John Werkman, Chief, RC Course
Configuration Branch, Course Development Dlvision of the Directorate of
Training and Doctrine, Armor Schocl, 8 March 198S.

*9).S. Army, HE, TRADOC, routine message, subject: Officer
Advanced Course Qualification for Reserve Component Officers <6 November
1984>: paragrephs 2 and 3. (Cited hereafter as Message, Officer
Advanced Course.) The Armor School has begun the inttial iteration of
the new six-phase (actually conducted in three phases) USAR/Armor School
RC ADAC, with the first phase taught in 1884, and the final phase to be
conducted at Ft. Knox and at Gowen Fileld, Idaho, in the summer of 1385,
(Information from Mr. John Werkman, Telephonic interview, 8 March 1985.)

.S, Department of the Army. Armor School, (&xtracts from)
Program of Instruction, course nurber 2-17-C26, Armor Uftficer Advarced
Course - Reserve Components (9 July 1983)¢ p. 2. (Cited hereafter as
POI-AQAC-RC.>

21bid.
“1bid., pp. 5.

“Telephonic interview, Mr, John Werkman, 8 March 1985. See also
Message, Officer Advanced Course: para 4.

*“POI-ACAC-RC: pp. 5-9, and POI-ACAC: pp. 2-6.
“POI-ACAC-RC: pp. 5-9.

*7U.S. Department of the Army, National Guard Regulation 358-1,
Army National Guard Training (3@ November 1983): para 1-4¢a). (Cited
hereaftelr as NGR 350-1.) Exceptions 10 this directive can be granted by
the Chiet, National Guard Bureau, but they will not be considered in
this study. (See Ibid., para 2-1.

*1bid., para 1-5(W).
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*Ibid., tzble 1-1,

s1bid,, paragraphs 1-5d and 1-53.

8:1bid., para 2-1la.

s21bid., paras 2-11b(3)(2) and 2-11c(6). N
"1bid., para 1-59,. i-;f-j.j’
s]bid., para 1-4a. -
80 Ibid., para 1-4a through 1-4¢c. Also, U.S. Department of the

Army, FORSCOM Regulation 359-2, Reserve Comporent (U.S. Army) Trainin Lng ""*"";
(17 April 1980): para 2-3a, (Cited hereafter as FORSCOM Reg 350-2.) S

%}, S, Department of the Army, ARTEF 17-55, The Armored Cavalry
Squadron (Washington, D.C.: U.S. Government Printing Office, 19 March
1982): p. 1-1. (Cited hereafter as ARTEP 17-55.)

7FM 25-2: p. 6.
seIbid., p. 12.
»Ibid., pp. 8, 32, ard 34,

*Interviews with two squadron training officers, 24 December 1984
and 1@ February 1985,

$1Major Sherwood E. Ash, THE TRAINING ASPECT OF RESERVE BATTALION R
COMBAT READINESS: Can the training system be reoriented to produce Sl
combat_ready early—deploying (D+38) units? (Mester's thesis, U.S. Army L0
Command and General Statf College, 19820, SR

621bid., p. 56.

€),S. Congress, House Committee on Appropriations, Hearings F -

Before a Subcommittee of the Committee on Appropriations, 97th Congress, L K

2nd sess., 1982, CIS H291-35, p. 177.

$Colonel (Ret.) Benjamin F, Sharp, Jr., and Major Donald B.
Skipper, “The Reserve Component Dilemma: Mission Versus Time,” Military

Review 64 (November 1984): pp.62-79, 'E'i:?-;;i
° {

©1bid., p. 63. T
ssIbid. :‘_
o
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OFORSCOM Reg 350~2: para Z-5e(4), Ore training detractor which
occurs tn all ARNG units of which 1 have personal knowledge 138 the
"holiday” given during AT. This holiday usually comes during the week
at the end of the scheduled field training time and appears to be an Lt
{important part of the units’ retention programs. However, thls one- or c
two-day break {n AT training does not appear to be in accordance with
the spirit of the changes or the proposed changes in the ARNG training
system discussed in the first three chepters of this study.
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CHAPTER FOUR: D
COMMANDER TRAINING IN THE ARNG ACRS i
According to AR 358-1, Army Training, "Training will be the top LN
priority for all ccmmanders.”! This chapter will examine the ;i
effectiveness of the Army officer training system in preparing ARNG ;;:;
company—level commanders in the ACRs to accomplish this “top priority.” ST
Having previously developed an appreciation for the training environmment }Léi
and the general training requirements for company-grade armor officers, ii?;
this study will now focus on the sample population of company-level PR
commanders. It will compare the training that they have recelved to the :
training required, and will examine their units’ use of selected ;53?
tralning assistarnce programs designed to enhance unit training. -
To remailn unclassified, this discussion will be limited to missions 5
common to armored cavalry units, including the three subject squadrons, i&iz
configured under the H-ceries TOEs. ARTEP 17-55, The Armored Cavalry t?ﬁt
uadron, is the source document for these missions and thelr related ff%ﬁ
tacks, conditions, and standards. »~

The first question this chepter must answer is: “What is (are) the
training mission(s) of the sample population ARNG ACR troop and company
commanders?” The first part of the answer to this question comes from

the stated training mission for ARNG units. National Guard Regulation

350~1, Army National Guard Training, contains the following mission




statement:

Units of the Army National Guard have a dual mission a3 t.
follows:

a. Federal or State. To providsz units organizzd,
equippped, and traired to function efficiently at ,
existing strength in the protection of life ard preeerty -l
and the preservation of peace, order ard public safety Lo
under competent orders of Federal or State autherities. '

b, Federal. To provide units with qualified
individuals for active service in time of war or naticnal ST
emergency in support of the Army's war plars and at such el
times as the national security may require augmentation :
of the active forces.?

This study is concerned only with the ARNG's preparation for its wartime

mission. However, the dual mission must be recognized, as it has a

L

significant impact on training planning in the ARNG.
The training cbjective for RC units, according to AR 359-1 Army
Trairing, is to "attain the highest possible state of individuel and

collective proficiency that can be achieved in a premcbilizaion tralning

ervironment.”® In the ARNG, as In the active Army, company-level
commanders are the primary trainers in their units; as such, they {:L?:
prepare, execute, and supervise the training in and of thelr units.*
Thus, the subjects of this study, the three tank company and nine
armored cavalry troop commanders, have the primary responsibility for
training their units to support the Army’s war plans, from mobilization
through commitment on the battlefield. The exact level of training

. required is related to each unit’s pricrity for commitment, but, as
discussed in Chapter One, no ARNG unit can afford to walt until

mobilization to train for its wartime mission; all ARNG units must




strive to be as ready as possible, as soon as possible.

In order for commanders to accomplish thelr "tocp pricrity” training

mission, they themselves must be traired and must use the training

assistance availzble to increacse the effectiveness of their limited o
training time. The criteria used in this study to determine the extent '%
of the commanders’ training are their military educaticn, their level of

s experience, and the mission training they have done, as commanders, il

h based on the missions in ARTEP 17-55, '

s The discussion of the extent of the commanders’ use of external

Fl training resources conciders those external tezms and programs availatle i;;:i
to the commanders that could have a direct and pcsitive impact both on ‘ 7]
the commanders’ personzl training and their units’ training. All uses Aé
of external resources cited in interviews.with ARNG ACR persorinel have _i;fi
been categorized, except for the use of training susport (training alids, ’:;

films, etc.>. The use 07 training support was not considered in this
study.

The objective of this study, as stated in Chapter One, is to
examine the professional training, including schooling, of the twelve

ARNG ACR company—-level commanders selected as the sample population, in

terms of what they have done, what they are required to do, and how well I;Qf}
their personal training has prepared them for their training and wartime E;;‘ﬁ
missions. To gather relevant data, a seriles of three interviews was . ;tf%
. conducted in December, 1884, and February, 1985. The time period ?5%%

2,

covered by the survey was from 1 January 1984 to 31 December 1984. The
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twelve company-level commanders celected for the study are the tank
company commanders and armored cavalry trocp commenders of three ARNG
armored cavalry squadrons from different ACRs and different states.

The tnree interviews werz conducted with the training officers from
the three armored cavalry squadrons. All are FTM personnel and have
been in the position of squadron training officer for longer than two
years. Thelr weekend duty positions in the units are different: one is
the squedron executive officer, ore is the squadron $5-3, ard ore is the
squadron -3 <Air).

The three officers interviewed wetre informed, i{n advance, of the
gereral tyres of guesstions that would be asked and of the fact that the
orientation of the interview would be on the squadrons’ armored cavalry
troop and tark company commanders. The officers interviewed were
assured that the information they provided would not be directly
attributed to them, and was to be used only to build a body of data.
All three officers volunteered to be interviewed.

The twelve sample population company-level commanders have been
assigred a rarcom number from 1 to 12; the same random number has also
been assigred to their unit, This random number is used to identify
this commander and/or his unit in the charts presented in this chapter.
Nurbers 8, 9, and 12 are tark company commanders/companies; the
remaining numbers are armored cavalry troop commanders/troops. It is
important to mzke this distinction, as the ARTEP missions of

reconnaissance and cecurity are not zpplicable to the tank companies.
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Although the aforsmentioned randcm nurbers were assigred, Charts 3
through 6 clearly reveal that numbers 1, 4, 7, ard 12 constitute one
squadron, numbers 2, 5, 9, and 19 another squadror, and nurbers 3, €, 2,

and 11 the final squadron.

Charts 1 and 2 present the military and civilian education and

g military experience levels of the twelve officers in command as of 31
December 1984. Chart 3 depicts the units’® ARTEP mission training and
evaluation, by mission, during calendar year 1984. Some of the training

and evaluations occurred during AT, and some during IDT. Charts 4, 5,

and 6 show the units’ use of various exterral training resources during
calendar year 1984, Charts 3 through 6 do not take into account who the
actual commander was at a particular time. This is based on the

assumption that, had the present commander been in command for the full

calendar year, he would have traired and been evaluated on the same
ARTEP missions and would have used the extermal training resources in a

like manrer.
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CHART 1: COMMANCERS' EDUCATION

COMMANCER: 1 2 3 4 5 3] 7 8 9 1@ 11 112 RS

R R

BC RES $ 3 % t b3 x % % * % t Note |
AB % d x * x x % Ed td
- OTHER ADA INF
:. 08C NOMRES 3
_. OAC RES % APP APP % * Note 2
AQAC % APP APP t
OTHER ADA
. OAC NNRES  * BR ER BR R
. BACHELOR
DEGREE ] ] t L I 2
ADVANCED
o DEGREE ENR ENR
’ UNDGRD T T § ] Note 3

SAURCE: Interviews; see Bibliography.

Abbreviation key: ADA: Air Deterse Artillery.
L. AFP: Application has been subomitted.
e AQAC: Armor Qfti{cer Advanced Course.
I ADB: Armor Otf{cer Basic Course.
ENR: Enrolled; completed some credits.
INF: Infantry.
NONRES: Nonresident.
OAC: 0Otticer Advanced Course.
0BC: Otticer Basic Course.
g RES: Resident, etther AC or RC course.
UNDGRD: Some collegiate work; no degree.

’ Note 1: Atterdance required as of 1 April 1984,

Nota 2: No requirement currently exists for ARNG offlcers to attend a purely
resident advanced course, although a major purpese of this couse 1s toO train
company-level commanders,

Note 3: All ARNG officars must have completed 2 minimun 0f two years college by 1

Al

N October 1969.*

' L]
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Chart 1 depicts the sample population commanders' military and
civilian education status. A wide variation in education levels is
shown in the chart; no two commancers in the sample group have the same
educational backgrourd.

As discussed in Chapter 3, the current military educaticnal
requirement for promotion to captain is atterndance at a resident CEC.
Only one commarder, commander #4, does not meet the current military
educational requirement for promotion to captain.

The grade authorized for company and trocop commancers in an
armored cavalry squadron is czptain., Not shown in the chart, but
determined from the interviews, is the fact that all twelve commanders
are ceptains. Therefore all twelve commanders are in the authorized
grade for their position.

The civilian education requirement cited in Note 3 was implementad
in Fiscal Year (FY) 1983. An additional civilian education requirement
added in FY 1984 requires all commissioned officers appointed in the
ARNG after 39 September 1983 to have a baccalaureate degree for
promotion to major.® Although this does not atfect the sample
population, this added requirement reflects an effort to improve the
quality of the ARNG’s officer corps by increasing their civilian

education requirements.,

Chart 1 shows that, based on the requirements in effect at the time

of their promotion to captain, all twelve captains are educationally

-~J
(o)

KA
R
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qualified for their current rark, and, therefore, are qualified, by
grace, to commarnd. Moreover, even prior to the recently added
requirement for attendance at a resident CBC, eleven of the twelve
sample population company-level commanders had attended a resident UBC.

Ba=ed on the sample population, it is reasonable to conclude that a
majority of the ARNG ACRs’® company—-level commanders:

care in the grade authorized for their positicn.

‘have attended a resident 0OBC, most likely the AOBC.

‘have not attended a resident OAC.

‘meet or are working to meet the current civilian education

requirements for their current grade, even though this requirement does
; not apply to them.
ii ‘do rnot meet the increased (and not yet in effect) civilian

education requirements for promotion to major.

Not shown in the chart but determined from the interviews was the
fact that none of the twelve sample population commarders have attended
or are scheduled to attend the CAS?., Thus it is reasonable to conclude

that CAS® does not currently play a significant role in company-level
commander training in the ARNG ACRs,




CHART 2: COMMANDERS' EXPERIENCE LEVEL
3 4 5 6 7 8 9 19

SERVICE 138 125 69 78 161 6 78 61 94 113 113 92 Note !
COMWDER 42 48 24 3 48 7 12 24 27 16 6 6 Note2

COMAMNDPSN 6 48 24 3 48 7 12 24 15 16 6 6 -;;v;-j

PLAYER L sz

EXERCISE AS
PLAYER 3z J ] ] ]

OTHER ACTIVE
ARMY
BEERCISE(S) (DK K (2FTX K K (2)FTX FTIX K Note 3

SOURCE: Interviews; see Bibliography.

Note 1: Includes all commissioned service, except for time spent in the tnactive
reserves, where arplicable.

Note 2: Includes previous company-level command time, where applicable.

Note 3: Number in parentheses indicates nurber of exercises. “K* indicates
participation 1n the Key Personmel Update Program (KPUP), “FTX* indicatss
participation in an active Army FTX as a controller/evaluator, as part ot the
counterpart training program.
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One fact reflected in Chart 2 is the almost total lack of carbat

experience at the company commander level., I am fairly certain that S

i
there is a similar lack of combat experience at the company commander £ o
level in the the active Army. However, a common perception is that the - ‘2
ARNG contains a sizeable pool of combat experienced veterans. Based on i
the sample population, however, 1t is reasonable to conclude that this ;ti;
i1s met the case with rezard to company-level commanders in the ARNG '
ACRS. BN

In all cases, the officers participated in CAPSTONE exercices as ETT“

players in positions other than those of trocp or company commander.
Moreover, all of the exercises were CAPSTONE HQ-azdministered CPXs.

The limited active duty experience and the limited active duty o

exercice experience of the ARNG commanders, reflected in Chart 2, may
indicate that, as a group, they are unfamilliar with the techniques and
practices of thelr active duty counterparts. The Army has recently
increased the funding for several of the programs (including the Key

Personrel Upgrace Program (KPUP), the counterpart training program,

Return of Forces to Germany (REFORGER) training for RC units, and
National Training Center (NTC) training for Roundout units? that allcw

increased ARNG-active Army interactive training. Ore vivid example of

this is the KPUP funding. In 19890, the KPUP was funded at 3 million
dollars; in 1983, this program was funded at 18 million dollars.” As
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part of the KPLP, during FY 1984 more than 209 National Guardsmen

traired at the NTC.® However, ncne of the sample pcpulation commanderes
have bteen traimed at the NTC, and according to the interviews, rone are

scheduled tor this or any other type of NTC training.
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::' CHART 3: ARTEP MISSIONS TRAINED/EVALUATED, CY 84

CO/TRP: 1 2 3 4 5 6 7 8 9§ 1B 1 12
PLAN AND
CONTROL
CaT OPNS CI | £ 4 x t 4 t Y x t %
MAINTAIN S
OPSEC Y 2 1 3 3 % Ed t R
PERFORM o
TACTICAL ST
INTELLIGENCE -
FUNCTIONS £ x 3 Ed 4 % x ¥ LI q
CONDLCT S ]
NBC CEFENSE
oS * * t x % £ 1 t 1
DEFEND
AGAINST -
AIR ATK LI | x % % % t z i
aaNouCT
SUSTAINING
NS * X t * * % % % x E Y t
MOVE t % £ b b 1 $ b 3 s % t .
ATTACK * % % % £ % £ 5 ¥ * 3 x !
DEFEND % % ¥ ] 2 % ] ¥ ] ¥ % x
CONDLCT -
RECON OFNS x % 3 t % %
CONDLUCT
SEQLRITY CPNS % % + s * s
OPERATE
COMMAND POST & 1 E % * * P % * ¥
SORCE: Intarviews, see Bibllcgraphy. ::: e
NOTES: The list includes only those ARTEP 17-55 missiora trairmed and/or evaluated -

. at the troop/compary level; moreover,it does rot include smplqmntal missions.
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The missions listed in Chart 3 are the standard tactical
missions (less the supplemental missions) for an armored cavalry
troop or a regimental tark company, as listed in ARTEP 17-55,
Units #8, 9, and 12, the three tank companies, are not resporsible
for the missions “Conduct Reconnaissance Operations’ and “Conduct
Security Operations.”

The similarity between company-level maneuver units of the
same squadron is to be expected, as the yearly training plan is
produced at the squadron level. The data presented in Chart 3
simply underscores the fact that the company-level units train on
the missions directed by the squadron headquarters.

Of the two squadrors whose units trained or were tested on all
of thelr standard tactical missions, ore accomplished this feat
during AT. The other squadron trained and tested its units during
a combination of IDT and AT. The squadron that accomplished all of
its ARTEP training and testing during its CY 84 AT is not going to
attempt the same feat during its next AT. According to that
squadron's training officer, “There's no way you can train on the
whole AKTEP at AT—it's just too much.”

Tark gunrery training is not shown in Chart 3. One squadron
dedicated a full twenty-five per cent of its avallable IDT time to
tark gunnery training, which severely limited the amount of other
necessary training this squadron conducted during IDT. Other

training requirements (rot shown in Chart 3> also require
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substantial amounts of training time, and detract from the time

available for ARTEP mission training.
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CHART 4: USE OF EXTERNAL RESOURCES: IDT (CRILLS)

COMMANCER 1 2 3 4 § 6 7 8 8 1@ 11 12

SQON/REGTL
ASSTSTANCE s
TEAMS 2 2 3 4 4 2 2 1 o

BRANCH
ASSISTANCE o
TEAMS 1 3 8 3 6 Co
MBILE
. TRAINING gt
; TEAMS 1 3 1 3 1 1 3 1 w“ .
REGTL/STATE S
P TEAMS 4 1 1 1
‘CAPSTONE
HEADQUARTERS
ERIEFING 1 1 ! 1
OTHER
TRAINING
TEAMS AH A AH AH
Source: Intarviews; see Biblicgraphy.
NOTES: Numbers indicate frequency of times a team/briefing wes used.

"AH" indicates an ad hoc training team, formed for a specitic, one—~time
training mission.
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CHART 5: USE OF EXTERNAL TRAINING SUPPORT: WETS
COMMANDER : 1 2 3 4 5 6 7 8 g 19 11 12

SQON/REGTL
ASSISTANCE
TEAMS

ASSISTANCE

MBILE
TRAINING
TEAMS ] L % % %

REGTL/STATE
ADVISCRY
P TEAMS ] ¥ ] 2

- UTHER
r TRAINING
TEAMS AH AH AH AH

~ Sourca: Intsrviews, see Bibliography.

- NOTES: “#$* i{ndicates routinely used asaistance.

“AH" indicates an ad hoc training team, formed tor a specitic, one—time

y training mission.

P - . 1
79 e

;
-i
al a®a

- YA
- .':'-{\‘
- LR
y &

'n. sy
s .o
o

-' 'I

IR AUA A

c"
—,

. &

-, A

B T

o -.‘.-‘:-

w, - N

» o T LS T I S SR S tow . - >
P WP . o » AL




SCON/REGTL
ASSISTANCE

ASSISTANCE

MBILE
TRAINING
TEAMS

REGTL/STATE
ADVISORY
GRP TEAMS

EXTERNAL
ARTEP
EVALUATION
HEADQUARTERS

CHART 6: USE OF EXTERNAL TRAINING SUPPCRT: AT

2 3 4 € 6 7 8 S

J L] % £ )
X s X
b L] % 3 L

Source: Intarviews; sea Bibliography.

NOTE: “#” indicates use by the unit during CY 84 AT,
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Charts 4, 5, and 6 depict the use of external training assistance
resources during IDT, WETS and AT. The interviews revealed that no use
was made of the following external training resources: National
Training Center experience (in any form); CAPSTONE HQ training
assistance; attendance at the CAS?; or participation in the
Captains—to—Europe program. Therefore, these programs do not appear in
the charts.

Based wpon the data presented In Charts 4, 5, and 6, it appears
that only one squadron’s company-level units are using the different
advisory groups assigned to the states and regiments. In all three
interviews, these advisory groups were credited with providing good
assistance and advice to the squadrons at the squadron headquarters
level. However, this advisory assistance was not used regularly at the
company level, and, therefore, appears limited in the tabulated data.

A similar comment can be made with regard to the CAPSTONE
headquarters., Coordination, training guidance, and limited training
assistance were provided to the sample population squadrons, but this
assistance did not extend to the company level, except {n the form of
training guidance modified by the intermedlate commands, and, as
indicated, in the form of a gereral mission briefing for one squadron’s
company-level units.

Two 0t the squadrons have at least one Master Gunner zpiece
assigned 1n an FTM position; however, the third squadron has no Master

Gunrers assignred, in an FTM position or otherwise. The latter
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squadron’s training officer cited this lack of an assigred Master Gunner

75 a limiting factor when the subject of the use of squadron/regimental

f assistance team support was discussed,

Charts 4, 5, and 6, show some other patterns. For example, 1t is

clear that the company-level units of one squadron did not receive any

external training assistance, other than the one briefing from their

CAPSTONE headquarters, for their drills. According to the squadron's

training officer, these units did not request any assistance of this

type for thelir drills due to the past ineffectiveness of some assistance

teams., In fact, only one squadron’s company—-level units appear to have

taken full advantage of the available training assistance teams. One

might logically question whether most ARNG ACR company-level units (and

their commanders) are making the most effective use of their limited

avallable training time.

ﬁ} The charts also also reflect that a great deal of squadron,

regimental, and branch assistance is requested regularly by all the

units when they are required to “do” something (WETS and AT), rather

than just "train” (IDT). Based on my personal experience, this practice

leads to training on fundamentals at WETS and AT, rather than during

IDT. Such training does not make the best use of WETS and AT training

sites or the external training resources available, which could be

better used for more advanced training.

One interesting note from the inteviews is that the three squadron

training officers seemed to regard the branch assistance teams more as
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range and firing experts than as trairers and training assistants. This
attitude may well be a reflection of the attitude the branch assistance
teams project.

Based on the data presented in Charts 4, 5, and 6, it is reasonable
to conclude that the use of external training assistance resources
during IDT varies widely between company-level units in the ARNG ACRs.
It 1s also reasonable to conclude that this use increases across the
board during WETS and AT. Finally, it may be concluded that several
ARNG ACR company-level units are not making the most effective use of

avallable training resources.

SUMMARY COMMENTS

As might be expected, the level of experience and education varies
widely among the sample population company and troop commanders.
However, the vast majority of them—eleven of the twelve—have attended
a resident OBC; nine of the eleven have attended the ACBC. On the other
hand, only three of the twelve have completed the OAC, the course that
is desigred to prepare them for company-level command, two of the three
having completed the resident ACAC. None of the sample population
company-level commanders have attended or are scheduled to attend the
CAS*. Thus, 1t is logical to conclude that most of the ARNG ACR
company-level commanders have not been resident school-trained for their
commands (or for positions on brigade/regiment or higher level staffs).
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It zppears that the szmple population commanders are not making

full use of the external training rescurces available to them during
IDT. It follows that, zs a consequerce of this, the training on
tundamentals thet could and should have occured during IDT must be
conducted at WETS and AT, rather than the advanced training which makes

better use of the WETS and AT resources,

pp——,
. f .
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CHAFPTER FOUR ENDNOTES

. ‘AR 358-1: para 1-7.
INGR 352-1: para 1-3.
AR 350-1: para 6-2.
*Ibid., para 1-8u(d).
SInvestment: p. 184,
7Ibid. This requirement does not yet appear in the governing

promotion regulation: U.S. Department of the Army, AR 135-155, with §
changes, Promotion of Commisslioned Officers and Warrant Officers Other

Than General Officers (1 November 1983).
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CHAPTER FIVE:
CONCLUSIONS

HISTORICAL EVOLUTICN

The ARNG (then the Militiad was originally organized as a primarily
state—-oriented military force, with the secondary mission of
supplementing the federally controlled Army. Developments over the past
200 years have modified the purpose of the ARNG to the extent that,
today, the ARNG is a major comporent of the total deterrent force of the
United States. While the ARNG still retalns its state mission, current
national planning includes ARNG forces among the initial forces to
supplement deployed and deploying Army forces in a crisis that requires
a rapid expansion of the Army.

The current trend of increasing the missions, funding, and manpower
authorizations for the RC, while holding the AC at or rmear 1ts current
levels, is expected to continue in the immediate future. A principal
rezson for this trend is the apparent economy offered by the RC units
compared to similarly equipped and manned AC units,

The increased role of the ARNG in defense planning has led to
increased scrutiny and change, or attempted change, of a number of ARNG
agpects. The very concept of state control of the nonfederalized ARNG
has been modified over the past 200 years, with the federal government
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gradually increasing its involvement with and control over the ARNG.
The limited (39 days) training time authorized for the ARNG has also
been examined recently, and has undergone de facto changes, with speclal

authorizations now belng glven to high priority units.
INCREASED STRATEGIC IMPORTANCE OF THE ARNG

The importance of the ARMG in our nation’s deterrant and defensive
planning has dramatically increased in recent yesars. Since the Total
Force concept was first anmounced by Secretary of Deferce Melvin Laird
in 1978, through the resulting implementation of the Total Force policy
with {ts attendant programs ard increased funding for the ARNG, the ARNG
hes grown to be a full partner in the Total Army. As stated by Major
Gereral Temple, "A military force of the size and capablility of the
Guard serves as ore of the world's significant deterrents to war. As
the force grows and accomplishes higher levels of training
proficiency(,] its deterrent value increases commensurately.”! The ARNG
contains more than one-half of the land combat power of the Total Army,
including four of the seven armored cavalry regiments in the Total Army.

The CAPSTONE program, one of the programs generated by the Total
Force policy, aligns ARNG Qgits with a wartime headguarters, provides
the ARNG with its training orientation, and provides force planmners with
designated ARNG units as augmentations. The objectives of this program

include: 1improving wartime mission-criented training; improving
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mobilization and wartime planning; and providing a structure that

enables units to plan and train in peacetime with the organization they u,.-!
will operate with in wartime.? Ei;fg

Othrer programs, such as KPUP and counterpart training, are also %Sészz
products of the Total Force policy, and have as their long-range fi::;

objective an overall increase in RC--and Total Army—readiness. One
indicator of the Army’'s level of commitment to the Total Army policy is
the increased level of funding these aforementioned programs have ;:._!

received in the past few years.
TOTAL ARMY COMPANY-LEVEL OFFICER TRAINING -:)tg

The 1977 RETO study and the 1984 Reserve Component Training Study
led to significant changes in the Army's commissioned officer training g:,:f
system. One significant change was the refinement of the AQOAC to enzble S

the course to better prepare graduates for company-level command.

Another RETO-gererated change was the development and subsequent

implementation of the CAS® course, whose purpose is to provide captains

with the skills necessary to perform the dutles required of brigade and ﬁfﬁgj
wt oA
division staff officers. Attendance at the CAS? is now mandatory for %;x;g

all active duty captains who meet the date of rark criteria, and is also
avallable to selected RC officers. This course will play a greater role
in the professional development of all Army officers in the future,
after the needed manpower and facility expansions are completed at Ft.

- - - .- .. .- ‘- -- - .- -, e ‘e - '~.' .."-"v. .I.'..l ..... .- ". R ) - ™ e S e .; """ PN N A A
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Leaverworth, KS,

Due to several recent changes inspired by TRADCC's Reserve Conporent
Training Study, 2ll RC officers are now required to attend a resident
0BC anrd at least specified phases of a resident 0AC; previous options

for completing these courses solely through the ACCP have been

eliminated.

A significant modification to the officer training system is the

oAl

MAS program. The MJS program is an attenpt to establish a base level of
officer krowledge keyed to rark, acroes the Total Army. Under this
program, all officers, regardless of branch or source of commission,
will be trained according to established Army-wide standards. This ffiih
program currently is partially fielded. S

The ARNG is authorized only 39 training days per year——24 10T

training days and 15 AT training cays. Some bellieve that 39 training
days per year are rot sufficient to allow units to properly prepare for
thelr recently increased missions; the additional training time
currently authorized for selected units is cited to support this
argument. The majority of ARNG units must work within the authorized 39
days, with only limited additional training time authorized to prepare
training (ATAs) or to participate in certain specified types of training
(FTTD). This restricted training time adversely affects leader training
in units. Moreover, the geographic separation of units common in the
ARNG compounds this problem.
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ARNG ACR COMPANY-LEVEL COMMANDERS® TRAINING N

Tre ARNG officer training system clcezly parallels that of the ;ift;

active Army., Active Army armor branch officers, ard those RC armor

brarch officers who chocse to do so, attend either the armored cavalry . 4
track or the armor track of the active Army AOBC. However, the RC ACEC
is not tracked, ard includes no armored cavalry-specific instruction in
its POI. Ore significant drawback to the RC AUBC is that the training B K
wsually is not conducted on the type tanks and other equirment fourd in
the RC officers’ units. However, both the active Army and the RC basic

-

courses stress hands-on training, with the objective of producting sound S

. l. 7
|‘I.' 'l'

platoon leaders and trainers. Some ACBC training is completsd through 2
take—home ACCP package. It is reasonazble to conclude, based on the data f?ﬁ;_
presented in Chapter 4, that many ARNG ACR officers attended a resident Lo
basic course, even before the requirement to do so was formalized. )

The RC AUAC is approximately eight weeks shorter than the active

Army ACAC, including 115 fewer hours of field training time. However,

B

as opposed to the RC ADBC, the RC ADAC contains some armored

cavalry-epecific training. An optional version of the RC ADAC allows

students to atterd the course in three phases. This optional version is ff;~!
built around two—week resident block(s) of instruction, with ;;
pre-resident and post-resident ACCP packages completing the course work. ’5;;1
The initial {teration of the armor version of this cptional course will . ;;54
be completed in CY €5. S
o
25




The ADAC is designed to train officers for ACR company-level

comand (and other combined arms company-level commands) ., Sirce the RC
AQBC does not prepare 1ts graduates for assignments higher than tark

platoon leader and provides no armored-cavalry specific training, the

ARNG ACR company-level commanders should be AQAC graduates. However, f;?‘j
based on the data presented in Chapter 4, it is reasonable to conclude e
that mary of the company-level commancers in the ARNG ACR's are not AQAC
graduates and, therefore, were not school-trained for their commands. .. A
The company-level cocmmander is the keystone in training ARNG ACR >4
units for rapid mobilization and early commitment. Assigned FTM
personnel perform many time-saving functions, and can greatly assist
companry-level commanders in unit training. In addition, external
training assistance from several sources (such as branch assistance
teams, advisory grouws, and the unit’s own higher headquarters? is
avallzble to assist the company-level commander in his training mission,
To effectively use the limited training time available, company-level
commanders should make etticient use of these external training
assistance resources. Hcowever, the data presented in this study
indicates that these external resources are probably not being used at

the company level in the ARNG ACRs to the extent they should be.

RECOMMENDATIONS FOR FURTHER STUDY
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considerably different from the tmpact this course will have in tre
active Army. A proposal to allow substitution of completion of the CAS®
course for completion of fifty per cent of the Command and Gareral Staff
College (CGSCY course as a requirement for promotion to lieuterant

colorel was made in the Jure, 1984, draft DA Action Plan for RC

Training.? General Richardson, in his wWhite Paper RESERVE COMPOMENT

TRAINING (issued the same month) volced his apparent support for this ]
type of proposal. He stated: "Any course of action adopted must tie -f 1
CAS® to the mandatory Reserve offlicer promotion gates. As a minimum, ' ]
completion of CAS® will be required for Captalns selected for tull-time y
manning positions.”* A different proposal in the tinal version of this "-__.3 é
plan irdicated that TRADOC would examine the feasibility of a "combined . .
CAS?/CGSC medular package” to determine the optimal course for RC w
officer training.® This "modular package” might concelvably include a - ’
new course which would impact on both the CAS® and the CGSC. Decisicons -
on these and other CAS*-related proposals will have wide-ranging
impacts, and will affect the entire spectrum of ARNG officer tralning.
A study in this area might be able to determine some of the lorg-term
effects of the different CAS® proposals on the ARNG officer training
system, and should also include the impacts on the USAR.

Mobilization was intentionally not addressed in this study.
However, mobilization is a significant prcblem for ARNG units that are
not trained and prepared to mobilize, and ineffective mobilization will

hinder the execution of war plans. Several sources mentioned that,
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because the 15-day AT pericd resembles the time period avallable to many
units for pcst-mebilizaticon training, using an AT pericd in this fashion
would provice reeded training in this and related areas. Two of the
ezmple pepulation squadrons, indepencently, consicdered planning
combination mobtlization and AT training periods, but were unable to
develop these plans because of other training corstraints. A study in
this area might show whether this type of training could routirely be
cone; 1f it could not routirely be done, the study might identify the
exceptional requirements which must be met to accomplish a combired
mcbilization-AT training period.

The topic of competing time demands of the (full-time) civilian and
the (part-time) military profescsions was mentioned or alluded to in many
of the sources used for this study. The recently increased requirements
for resident military education and the projected future increased
requirements {n both civilian and military education for RC officers
will serve to intensify any existing problem in this area. A study of
these requirements could determine the amount of time actually required
to satisfy these requirements, and to investigate the probable impacts
these increased demands will have on the RC officer corps.

CURRENT DEVELOPMENTS

A major factor in the increased readiness of the ARNG is the FTM

program, which {s projected to expand dramatically in the near future.




Even though 1t is recognized as a2 reedad pregram, the FTM program is

not without its drawbacks., Based on the comments of the three squadron
training ofticers interviewed for this study, the discussion presented

on the AGR program in Chepter 2, ard my personal observations, many of

the initial start-up problems with the AGR portlon of the FTM program
have been resolved., However, much remains to be dore in this area, and

the projected growth of the FTM program will probably require several

significant management changes. A key concern of several FTM personnel - ?
interviewed during the course of the research for this study is that the J
present program does not provide a fair system of compensation;

different categories of FTM personnel performing similar tasks may earn ‘4

signiticantly different salaries, due to the differences in wage scaies

between categories. This area has been highlighted in a number of

congressional reports, and a major effort to correct this specific
problem can be expected in the future.

Some high priority ARNG units are receiving more training time
authorizatiors and/or the latest equipment. For example, within the
next 28 months, the AH-64 Apache attack helicopter will be issed to the
first ARNG aviation unit at the same time {t is issued to some active
Army units.® The recelving ARNG unit will also be authorized additional
training assemblies to train on the AH-64.7 Additionally, an ARNG-wide
tark fleet upgrade plan has recently been approved by the Secretary of

the Army, John O, Marsh, Jr.,and by the Chief of Staff of the Army,
Gereral John A, Wickham, Jr. Under this plan, all M48AS and MEZAl tanks
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in ARNG uni+s are scheduled to be replaced with MEPA3 cr M1 tanks In the
next four years. The Army’s commitment to meking the Total Army policy
work is evidenced by the aforementiored costly equipment upgrade

programs, as well as the development of training assistance programs and

increased funding/training time authorizations, A further logical
developrent of the Army's commitment to the Total Army policy would be
to increase ARNG officer training requirements. Several recent
increases in these requirements have been highlighted by this study; the T
prepesals relating to the CAS? course, clted earlier, indicate further R

possible changes.
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According to General Richardson, the principal duty of a leader is
to prepare for war. In his words,

“That preparation demands that each offlicer and
noncommissioned officer know what he needs to do with his
unit to gain pesk combat effectiveness. This involves
much more than just 'branch qualification'; it includes a2
broad-based, in-depth understanding of tactics, weapons
and equipment; a thorough knowledge of the fundamentals SN
of doctrine; and the imagination and ingenuity to R
effectively apply them.”* ;L-»:{-'-.

The emphasis on requiring ARNG officers to attend resident Army schools
to gain this "broad-based, in-depth understanding” will continue in the
near future. However, this emphasis must be tempered by the knowledge 1_,‘:“11:_'

£
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that excessive resident training requirements may force many qualified o
ARNG officers to choose between their principal civilian employment and w.‘
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their part-time military position.
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The reserve compcnents have significantly increased in importance
in cur nation's deterrence and deferse plans; tccay, over flfty percent
of the Total Army's lard combat power, ircluding four of the seven
armored cavalry regiments, is in the reserve components. The
company-level commarcers are tre keystones of training in the ARNG's
ACRs. Thus, the training, including schooling, of these ccompany-level 3 1
commanders 1s a subject of vital importance because of {ts significant . ?
impact won the effectiveress of the crucial training conducted by these ’
key commanders. R
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CHAPTER FIVE ENDNOTES

Return: p. 189.
2AR 11-3Q: para 1b(1)-1b(3).

IDF, MACOM Comments: enclosure 1, "MACOM Responses to Staffing of
RC Training Action Plan,” p. 18. This propcsal was not included in the
tinal version of the action plan; however, the Deputy Chletf of Staff for
Personnel, in comments on the draft plan, indicated that this change
would be macde to AR 135-155, after the final plan was puwlished (DF,
MACM Comments: enclosure 2, letter, Oftice of the Deputy Chlef of
Staff for Personmnel, subject: Reserve Comporent Training Action Plan to
Improve RC Training, p. 2). As of this date, these changes in AR
135-155 have not been made.

*OF, MACOM Comments: enclosure 3, *"White Paper: Reserve Ccomporent
Training,” p. 4.

8DA Action Plan: Issue 5, action A.

s*Army Guard Management Conferences,” National Guerd 39 (February
1985): p. 30.

TIbld.
*Source: p. 79.
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