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wSiﬁce the énd of-the Cold War, the.U.Sf Army has beén fa¢ed_with'
nﬁmérdus reduétions in both force structure and fuﬁaiﬁg. 'Tb
mget this challengé} the Army.National'Guard héé Eeeh séeking
;new‘waYS to work together"with'Army‘senior leaders'bn how to
‘ensure all :emaining ARNG units‘have relevant rélés in the
_NafionaiﬂMilitafy Strategy. 1In particﬁlar,,éuard divisiqns have
‘beeh taréeted by the Army for;elimination or‘reéiignment. A'new
;initiative ﬁhat will add réleVance“to’Guard diviéions is
:“Teaming,” whéreby'an active division a;igné with a similér'
,Guard'aivision to perfofm mutually supporting roles along the
entire spec;rum'of ﬁissidns.‘ This study examines how seniof‘
léaderé énvision the application of thié teaminginitiétiveland
- how to overcome man& of the signifiCant chéllenges‘associafed’
;with.this concept. "Army decision-makers recognize thaé’with the
_Army'scoﬁstaﬁfly increaéing bperatibnai tempo, fhey mugt reiy’
1vmore‘6n the réservé‘components. Such initiatives»asteaming

;enable'the Army to‘meét this challenge.
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THE TOTAL FORCE POLICY

The ‘foundation for bu1ld1ng a seamless force 1s‘
- ~developing and sustaining trust and confidence among
' the Active and Reserve Components. ‘Developing the
kinds of multi-component units discussed in the “One
' Team, One Fight, One Future” White Paper will go a
long way towards meeting these objectives. -
Specifically, I 'talked about our Divisional Teaming °
concept, where we will partner Active and Guard
‘divisions to provide mutual support to one ‘another. I
see this program as a “win-win”' idea for Active and
Reserve forces, enhancing our ability ‘to respond
across . the spectrum of military operations, while
maintaining the integrity and warfighting capability
of Army National Guard combat divisions. In the end,
these kinds of initiatives  will demonstrate that
through the prudent use of multi-component units we
can evolve all the Army’ s force structure, shaping it
to best meet the demands and requ1rements we will see
in the next century : :

GEN Dennis J. Reimer

‘Since thezend of the Cold War, the U.S. Army has beenffaced
“with numerous reductions.in both force structure and fundindi
n,The‘Actiue and Reserve Components (AC/RC) eaoh have paid the
vprice during these tumultuous'times. Because of these: |
‘ reductions and a strained relationship between the AC and the
iArmy National Guard (ARNG), senior'leaders of botnlCOmponents‘
iyhave seriously deliberated their respective roles and future
: working‘relationshipsr ‘At the center of this deliberation has

' been the‘issue of‘what‘units‘in the Army NationaliGuard should
' be eliminated‘and uhatunits should remain to supoort the

 National Military Strategy (NMS). A point of considerable"




contention is ARNG divisions. Designated as the “stfatégic
reserve,” ARNG divisions do not have an assigned mission. And
their lack of an assigned mission causes éoncern among‘Army
leadership, some of whom question ﬁheir rélevance to the,NMS.
Nonetheless, if the United States must remain prepared to fight
and win two nearly simultaneous Major'Theaters of War (MTW) ,
then reliance on the RC ié paramount. Senior Army leéders must
seek new initiatives to meet this challenge. Divisional teaming
offers a method for the Army to accomplish the mission.

The ARNG is working closely with the Active Component to
reorganize Guard divisions to better support the NMS. As
indicated in GEN Reimer’s “OnerTeam, One Fﬁﬁure, One Fight”
White Paper, the Army’s senior léadership is working to ensure
that every unit (té include ARNG divisions) has appropriate,
relevant assigned missions.to guide its training, mddernization
requirements, and operational prepz;lrat‘ionl.l This cooperation will
maintain the traditional combat role for the ARNG and provide
the divisions with a releVant role in support of the NMS.

The operational tempo/personnel tempo (OPTEMPO/PERSTEMPO)
for the Active Component has increased significantly during the
1990s. Many current deployments are Sméll Scale Contihgencies
(SSC) or Military Operations Other Than‘War (MOOTW) that evolve
into long—teﬁm operations. In order to sustain this on-going

demand for forces worldwide, the Army is relying more on the RC,




which ﬁoﬁrmakeé QP 54% Qf the Army force st#ucture. Thé‘total :
forée poliéy éﬁ&isibhéd by Secretaries of Defénse Melvin Laird
~and‘Jame$ Schiesingerinthé'early 19705 is'bécoming"more of a
‘:réality than evef.2 | |

As stated ébévé,‘aéhieving*a seamless force'betweehﬁhe AC
ahd”the RC{has céuséd strained relatibns.betﬁeeﬁ thé pr
:componénts.'sémeLéf;the mostdifficultpériéds include the
'héjoriﬁy of‘the 1990s‘until’1997;‘ Secretary of Défénse Williém _
 S. Céhen rénewed the effort to_minimize the probiem$‘and ﬁruiy
'unite £hé components into é Seémless Total Force Afmy. JTﬁe
‘ensﬁing dooperation between the AC and the RC has been bréakihg
: down the barriers, thus enabiing tﬁe Total Army to get down to
_business.

,3Di§isi6nal‘teamihg is a step in the righf‘direction to stay
on‘track}with full AC/RCinteg#ation;  This5§oncep£ will‘enhéncé B
théléapabilities'of AC divisions and‘provide‘relevant'miSSions
. to ARNG divisiohs. Hﬁwever, teaming wili réquire éhe Army td
.retﬂink fhe wéy itcbnducté business. If succeséful, teaming
will proéidé AC‘énd RC divisith‘greétérzdépth for Sustainedv

operations across a wide spectrum of missions.




TEAMING CONCEPT
Historical Perspective

Before examining the preseni concept of Divisional Teaming
it is useful to review some of the historical imperatives
leadingito this initiative.

The traditional role of the Army National Guard is to serve
as the combat reserve of the active forces. Because of this
historic role, divisions stillvremain within the ARNG force
structure. There has been piessure from a variety of sources to
eliminate ARNG divisions; however, it must‘be noted‘that the
Guard, working closely with Army senior leadership, is
réstructuring its divisions to meet the future needs of the
Service.' As noted by Dr. Samuel Newland, “a study of defense
legislation shows that ARNG divisions were initially organized
under the National Defense legislation, 1903-1916, which
addressed the need for the ARNG to have the same structure and
organization as the active duty Army. Since the'Army is
supposed to fight with divisions, so wéuld the ARNG, which
serves as the major combat reservevof the Army.”3 |

Historically, the Army has tried several methods to
integrate the AC and the RC at the division level.  One of the
‘methods was a Roundout unit concept (e.g. RC brigade as part of
an AC divisioﬁ) developed as part of.thé Total Force Policy.

Roundout, whHile well conceived, failed to meet objectives in the




Totél‘Férce Pblicy'xéépecially in the matter of the,diépuﬁed
:eadineés of thé:48u‘Bde, GA‘ARNG; durihg Desert Shield/De#ert
- Storm) . HoWever, there is little dispute that'Rbundout wdrks
' Qeii for Combat Support/Combat Service Support (Cé/CSS) units.?
'Alsp,'RC'units have depléyed as individual teplaéements'for‘ .
activé units. bThis’system was a dismal‘failure in WWII.
Individuals Were sent‘té units in staggering’numbers to feplaée
the:numerous casuaities.*-As a résult, ﬁnit cohesivenesgj |
suffe:ed bécéuse‘replacéments‘were inadequétely ﬁrained;r-There
’were'viftually no Veteréns to train these‘new replacemenﬁé théh
"~ only exacerbétéd‘an élready bad situation. In‘Stephen E.
Ambioée’s book “Citiien Soldier” he talks éktensi%ely abogt‘thé
repiaéément sysﬁem‘ahd stateé “OneISUggestion was 6ﬁ thé mérk.
It'waskﬁo putbthe replaceménts in squads that would stay'
, together from bésic training to the foxhole. -That would'have‘
o  helped. vTo pﬁt them intb‘cdﬁpanies'would:havé bééﬁ even mofe
,effectiQe”in creating thekbond that is Critiéal to combat
: iﬁfahﬁry. Best would have béen as battaliéns, reédy to relieve
:combat-weary pnits at'thefrént.”s_ In the.en& #hese:suggestiéns
were ndt_acted on and the individuélreplacement'systeﬁ remained 
' uﬁtil the,end of»the‘war.GlEVen after‘thé war, duting-feviews‘of>
the-lessohs leafned on this issue( the individual replacément'
'systemﬁwas hqt abéﬁdoned;' Iﬁdeed it chtinﬁed into Korea and“

Vietnam. Since the question of how to best‘intégrate the Army' 2



components has not been fully answered, the Army continues

looking for a better way.

Current Perspective

The concspt of divisional teaming was first introduced when
GEN Dennis Reimer, Chief of Staff of the Army, visitedvthe 40th
Infantry Division (M), California Arﬁy National Guard at Camp
Roberts; CA in March 1998.7 He recalled his tenure as the 4™
Infantry Division (M) commander and the positive relétionship he
had with the 40% 1D.% During his visit to California he
reminisced about that time, especially about the good
relationship between the AC and RC partners. GEN Réimer gave
credit where credit is due: he nsted that the concept of
divisional teaming came mostly from MG Robert J. Brandt,’
Commander of the>California ARNG.° Then he Qbserved that with a
reduction of over 36% of the Total Army, along with the increase
in diverse missions, we had to find a way to brsaden the base of
a smaller force to mix and match force structure in order to
meet these diverse missions. Thus the teaming concept began
with this exchange between two general officeﬁs - one AC one
RC.

Divisional teaming is a mission, not a training

relationship.” The concept enables an AC diVision and a similar

RC division to establish a mutual supporting relationship or




‘ parfnershié, henee a “team.” The fifst teamed di?isions are’the
? 4™ Infantry Diviéion and the 40”‘Infantfy Division:(CA ARNG) and -
the 1“‘¢avalr§ Divisioh ana the 49“‘Infantry Division (TX ARNGS;
-ThevArﬁy envisions that,the ARNG divisions will retain‘their

| structﬁre and‘role esié MTW deployable entity. vBut theyywill
“alspyédapt, as neeessefy; to assist their AC partners in

2 such missions could

”éccomplishing their aseigned missions.
ranée fieﬁ‘previding‘a fully‘traihed-eombat'armOr or infantry
battalibn to reﬁiacihg a combat ineffective AC bettalion in
E combet,‘ down f’o“ i:vr’ldividual replacements. | | |
The ARﬁG is suppertiVe of fhe cencept of replaeing uniesr‘,
/from‘piatopn fo battalion. Hewever, they arevconcerned abeut
organizationei thesiveness When eupporting with‘individﬁéls,
'But the issue of individual replacements Versue unit
replacements is'negetiable. in e protracted‘cohfiict;‘use of
individuel ARNG‘replacementsvshould be closely menitefed to
preclude‘tﬁe‘problems we‘had in WWII, Korea, and‘Vi.etnam.13
"initially; the focus of di\'risiona.‘l téaming will most likely
be ét the platoon or company level. But the ultimete decision
'Will resttwith the two division commandere. vNowﬁatter atvwhat
level teaming is implemented, fhie procesé’Will_add signifieant
“depth:fe eech}difisioﬁ’s‘capability by aliowing a fully trained
‘uﬁit eﬁtity (platoon, company, etc.) to be‘replaced. It will J

~ enhance 24-hour operations when necessary.14 The overriding




intent is to provide fresh and well-trained units or troops to

the AC or RC division commander when necessary.

THE PLAN
V-ADDING CAPABILITY AND DEPTH
Three mechanisms are being examined to develop an effective

method to replace units or troops: “Push out”, “Plus up” and

- “Plug in.”P

1. Push out. The ARNG division will support the partner AC
division upon receipt of a deployment missionv(MOOTW, SscC
or MTW). This support will be available during bdth pre-
and post-mobilization of the AC division. During the pre-
mobilization phase (prior to apportionment to a Commander-
in-Chief [CINC] within the National Command Authority),
the ARNG division will mobilize appropriate units to
assist the AC divisionvin pféparation for-ﬁheir
deployment. ARNG unit support activities may include
maintenance, equipment loading, movement, range
operations, staging, and providing opposing forces (OPFOR)
for Combat Training Center (CTC) rotations. During the
post—mobilization phase,-the RC teamed division would
backfill the deploying AC division’s peacetime mission and
augment installafion requirements.16 The RC division would

engage in such activities as providing family support and




v#raining‘ihe'ARNGlEnhanced"Brigade (eSB)gthaf‘is tésked,fo
suprrt'the'AC divisiohl“Additionally; fhe RC_divisioh.
'will-providé requésted individuals to backfill‘critical
~Vacan¢ies to the deplo&ed force Sﬁch asintelligéﬁcé‘i
fébecialistS/‘master gunners; or first4linezsupervisors.

. Plus up} The ARNG division will prd&ide unit augmentation
tét‘the platoon; éompany/‘or battalion level for.the téamed
‘Aéldivision during exerciseé‘or deployménts.d DeploYing‘
J:divisions‘will beﬁefit.from theéiveARNG-unitsithatfhavé'
a:habitual working‘relatioﬁship with the AC division.
These'deploymént fPlusvups” will provide uniﬁs from the

" ARNG division:té fill'organiZational éhortfalls in the AC'Y
:diviéion, While this method’onld ﬁeduéé tﬁe'ARNG
:divisionfs reédiness postﬁré dﬁring the Acudivision’s
‘e#eicise or déploymeﬁt, it will significantly enhance‘the
‘reédineséofvfhe deployed or.éxefcising di&isioﬁ.iLike’ |
iuhits that continually work together will-aevelop

~ relationships that will facilitate the QPlué‘up” method:
Leéders.willisha:e“close working rélatiohships oﬁer time;
and‘devélop é sensé bfieach othetfs'capabilities. sting
the RC-division will élso‘add deﬁth_tp‘the.miSSiOn byv
iproviding sufficient units to enable the“AC‘diviSion to

* conduct sustained‘opérations (for éxample, two créws for

each aircraft to provide 24—hour'operétions). It will



also provide seamless intégration of batﬁalions during
deploymenf.17 |

. Plug in. The ARNG divisions will provide battalion level
units (plugs) to replace AC division shortfalls. These
unit plugs will be available for both training (such as a
CTC rotation) and deployment when required, or whén
requested by the division commander. The “Plug in” units
from the ARNG will be employed across the entire spectrum
of AC requirementé. These plﬁgs will consist of
organizations of battalion size or higher, which’will be
used in a “Roundup” role. These battalion or higher
roundups will redress»some‘of the active étructure
shortfalls, such as an attack helicopter or an artillery
battaliqn, thereby enhéncing the lethality of AC division
deployments in the future. Teaming differs from what the
previous “Roundup” concept in that ARNG battalions do not
become an assigned unit of the AC division uhtil assigned
for deployment.18 Plug in provides for greater depth.as
described in Plgs up: it also provides immediate battalion
augmentation in aviation, engineér, Ccs/css,
transportation, and artillery. Other combat battalion

formations could be ready within 90 days of mobilization.

10




| Teéming Wprks both ways: AC divisions will be'availab}e to-
Support partﬁered’RCFdiviSions engaééd in Militgry.Suﬁpoft td
Civil‘Authorities (MSCA) or the Homeiand_Defense mission ﬁifh
the séme‘type of uhit‘support packages requi:ed.byvthe RC"
division commander.  The diVisional teaming concept‘recogﬂizgs
that either diVision could be in the lééd‘and eithef‘divisibn4in”‘
*Supﬁort.w‘ Whét is important ié that this iﬁitiétiVe has the
pdféhtial‘té bfoaden the capébilitieé of partnered>division$

across a wide spectrum of missions and training opportunities.

'APPLICATION AND RELEVANCE

CHANGING THE WAY THE ARMY CONDUCTS BUSINESS

Training‘

TTo implement‘teaﬁing, we needinew training étrategy for ARﬁG
divisidnS} Deveioping this St;ategy is-criticai fof divisioﬁal 
teaﬁing aﬁd_must include pre- énd poSt—mobilization
“requiréments. The Army has published a trainiﬁg strategy fér
;ARNG Enhanced'brigadés because they are incluaed, or
.“missioned”, in the NMS. But strategic rééérvé (ARNG)‘divisions :
ﬁaVé nothing ;omparablef So‘the Army'should quicklyvbrbmﬁigétév
traiﬁing\str§tegy for all teamed divisions. | |

Teamed divisions must wdrk’cldsély th:oughout the éﬁtire

-training cycle. They must coordinate nearly identical Mission

11



Essential Task Lists (METL), standardized SOP’s, training
briefings and mobilization plans. Teamed divisions will liaison
throughout the training year to conduct joint planning and
coordination visits in order to enhance unit interoperability
and build trust. Key unit members will participate or observe
in Command Post (CPX) and Field Training Exercises (FTX) to
include extensive support during CTC rotations. Initially,
teamed divisions will integrate training and operations
emphasizing small unit tactical training while building
battalion and brigade partnerships.

Personnel shortfalls common to Warfighter Exercises (WFX)
train-ups could also be offset by teamed divisions filling key
vacancies in one partner with individuals or units from the
other partner, thus offering valuablevtraining opportunities.to
both components and optimizing the training experiénce for all

participants.20

Modernization
Much of the above training can be accomplished easily.
However, the ARNG’s lack of modernized equipment will réquire
some significant changes in the way the Army conducts busiqess.
Today we have in reality two armies: the haﬁe's and have not's,

the AC and the RC.

- 12




ARNG-diVisionsbare resouréed at Tiéi 4 for much of their>
equipment,:whiqhmeans fhey “enjoy” the}lowest priorityvfor1 
,-moderniiation5 ‘Thismismatch.of equipmént‘will pose significént
"problemsrin “Plus ﬁp” aﬁd “Plué'in”‘opeiations; For eXample;‘ |
ithe@O”"Infant’ry Division does nét:have sufficient Single |
| Channel: Ground Airborne Radio Systém‘(SiNGARS)‘rédids or’
"iintégrated tacticél automation with III:Corps and the 4th
jInfantryDivision. Fﬁrther, the 40“’wogld have to modéfnizé key

’sysféms fo include fhe M-1Al Tank, ?he M—2vIﬁfantry Eightingi

| Vehicle (IFV), the M-3 cévalry Fighting Vehicle (CFV), M-10926,
‘vand Muifiple Lauhch'RocketévSystem.(MLRS),ﬁo.achiéve comple£e e
- Modified jable of Orgaﬁizatioﬁ and‘Equipﬁent (MTOE) |
'interqperability. fhese systems aré_simply ﬁot‘aQailabie in
‘Sﬁffiéieﬁt qﬁantities'to fully‘modernize all ﬁhevdivisions in
"need. -Howévérf‘in ordér‘for divisionéibtééming‘to succeéd,_we
;musfmedefnize division sliceé to aéhiéﬁe‘full‘integration.  A
quick-fix‘for-the problem of interope:ability is to pre-position
'féquipmént‘séts at the CTC’s 6r:ARNG teamed training facilities.
Tﬁis wéuld enabie ARNG units to train on moderniéed‘systems
»dﬁring“aﬁnual training périods and thué preéare'RC.units to-
éonduct “Plus ﬁp” and “Plug iﬁ" opératiohs; ‘

in‘brder to accompliéh fhis, senior‘Army_leadéréhip’would
,haVerté accept:some>ri$k and consider mOdetnizing teamed

‘vdiviSioné at the expense of AC units. The AC would view this as

13




a paradigm shift, but such radical chénge is necessary to make

teaming work.

Resourcing

If divisional teaming is fully developed to meet future Army
requirements and to be inclﬁded as an integral part of the NMS,
it needs visibility in the Program‘Objective Memorandum (POM) .
Once it is included in this process, the initiative can
ultimately find its way into the budget. Since the Department
of Defense (DOD) budget is severely affected by efforts to
balaﬁce.the federal budget, additional dollars to fund
divisional teaming will have ﬁo come from money management
within the Army. The Army is'ripe fer a revoluﬁion in resource
management because the United States does not face a monolithic

threat at this time and most likely will not for at least

another 10-15 years.21

First and foremost, we need sufficient training dollars.‘
ARNG divisions received a significaﬁt inctease in their Training
Year 1999 OPTEMPO funding (13% to approximately 28%) because the
majority of them had reported iower than normal training
readiness.?” While this increase will enhance training, we have
no additional funding for the divisional teaming initiative
during Fiscal Year 1999. So all funding must come from current

resources. ARNG divisions are barely funded to achieve Training

14




‘Levélg(T54, whilé AC'diVisiong'are funded at'leést to TZ;. Tnis
disparity wiil have.an’impact on the.suqness of teaﬁing becanSé
ARNG diniéions mnst be resourced to T3 in order to be achpIete
"parnnei.‘ffaining'beYOnd T3 in combat units will be aécomplished
at boét—mobilizatinn,

The‘ARNG is committed to make divisional ﬁeaming a success.’
»Then40m‘Ib has indicnted that they will do Whatéver it takés no
‘make thié'inifiafivé work, even if Inactive Duty Training‘(IﬁT)
.and Annual’Training (AT)‘ére fhe only available funded |
'activitieé (3§ days total) for migfation‘toythevinifiative;
LfSadly énnngh,‘these.39 déyS'are not'adequate tovsupport AC‘
fdiviSions whén deployed. Other cost saving measufes nre béing
examined;' They include ARNG focuséd simulatinné prdgrams'and
diSﬁrinutivébtfaining technology, as well as using'disténCe
 lenrning fécilities aé é‘communiCations 1ink‘betweenvpartneréd
divisidns. ‘Thié“interan;ive training and Command énd.Cbntroi
 £ésQur¢e‘¢ould significantly offset sdme‘bf the.nbsté ofy
‘traneling:betﬁeen divisions.23
;Thé leadership nnderstandé>the resourcing,chélléngeS; Aﬁ av
'récént‘diviéipnal;teaming meeting (Video.Teleconferencé) in
California (11 Decémber i998)'betWeen thé 4dmrID/ 4ﬁfID;‘an§ GEN ._
‘Réimer, éll parties agreed that fraining with unlike equipmenn |
“ié a.challénge tnat'must be overcome. GEN Reimervstatéd that = -

resource and equipment issues will be addressed at the next

15



Senior Leaders Training Conference (SLTC) at the end of January

1999.%

Mobilization

The Army’s OPTEMPO/PERSTEMPO has increased dramatically.
While the ARNG has numerous volunteers able and willing to
support current missions, it cannot fully support teaming by
replacing a platoon, company or battalion. The Army currently
mitigates this problem by means of the Presidential Selective
Reserve Call-up (PSRC). PSRC allows the president to order to
active duty up to 200,000 ﬁembers (cumulative for all DOD
reserves) of the selected reserve for a period of up to 270
days. Once the 200,000 ceiling has been reached, the President
may (in the,absencé of a Congressional Declaration of War) issue
an executive order declaring a state of national emergency and
order partial mobilization for 1,000,000 personnel for up to two
years (all services). Other elements of the National Guard may‘
also be activated uhder Title 32, Uﬁited States Code, for
specified Homeland Defense‘missions. Examples of these missions
include protections of key assets, responding to weapons of mass
destruction (WMD), and information operations (cyber terrorism).
Guardsmen or units with comparable specialties can be activated

under this authority and do not count against cumulative

16




}ceiiings”iﬁ PsRC, Eﬁt tﬁey may not bé used for Othér than the
.:miséioﬁs.listéd ébove;‘ | |
:PSRCwillvperiae the means to activ?te‘the;ARNG‘to suppért
AC/RC diViéioﬁalIteaming.'.Howgver, current extenSive use of tﬁev
RC is céusing sdme coﬁcern for families and employer#. It may
be nécessary to reééamine‘the statutory considerations in
support of‘divisional teaming in order to give commanders
”gréater‘flexibiiity. While there is no‘empiriqal evidence to
validate this claim, its appears that the 270 day obligation
 overly‘cdmmité the‘RC.v’Evidenée suggeéts that 1203dayé is more
practicablé becaﬁse‘families} employers;¢ommunity; énq church
‘felationships'are‘be£terable #o‘withétand the shoftér period.25 .
~The Army is‘not obligated to“activate RC ﬁémberé for'the‘éﬁtire'
270 days; hdwevér, it is not likely thét they will_release units
‘ .sooner.because of thercogt associatéd with mobilizations.:
Additionally, PSRC can énly be.uéed once pér missién, sucﬁ as in
‘Bosnia. Regafdléés; a change in the curfent law méy‘be_required
vnot:only to‘sﬁppért divisional‘teaminé as enviéidned but élso»to’
‘alleviafe the.cufrent demand’on the RC if wévcoﬁﬁinuekat this

pace.

Real World Missions

9th

'The Bosnia rotation for the 4 Infantry Division (Mech)

will be the first real-world application of divisional teaming.

17



The 49 ID will follow the 10 Mountain Division and be a “Plug
in” unit. This mission for‘the 49t ID, if successful,_will
validate the concept of teaming. It could easily set the stage
for future applications of this initiative and establish a trust
factor among the components. Currently the 1% Cavalry Division
is in the Balkans; they are teamed with the 49*® ID. The intent
is to take the lessons learned from the 1°% Cavalty Division
rotation and transfer them to the 49*™ ID. When Headquarters and
Headquarters Company, 49 ID is deployed, they will work with
their teamed AC division (1°F Cavalry).to'identify anyvshortfalls
in critical personnel for their Command and Control mission.
Divisional teaming did not start soon enough for the 49*™ ID to

26

assist the 1°¢ Cavalry on their current rotation.” Even so, this

will be the first time an ARNG division has been tasked to
Command and Control a MOOTW outside’the.Continental United
States (OCONUS). This will be a true test of divisional teaﬁing
as well as for the ARNG as a whole.

~ Other missions for divisional teaming include Partnership
for Peace (PfP). Teamed units could provide relief to the CINC
and add depth (more units to choose from) to our response to
these types of missions. Further, ARNG teamed units should be
considered as the primary units in some missions. Rather than
task the Guard for personnel or units,jsimply assign them the

entire mission, to include resources. Then the partner AC
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‘vdivisienfcan “Pnsh‘eut”,'“Plus up”, or “Plug‘in”vto support.the”
Guard miSsien. The concept is designed to work in both |
~directions. |

'There are aimply not'enough AC units to meetaphe eurrent
‘demand. The RC can‘eXpect to reeeive moremisaions innrhe
*future simply out of neceSSity; ‘Teaming wiil enhance the ARNG'S
_ credibility and practically increase‘itebability to aeeomplishv

the mission.

The Road Ahead

DlVlSlonal teamlng has}moved from concept to emergent
»reality. In addition to teaming the 4“‘and 40™ Infantry
;DiviSions and the 1%t Cavalry’Dlv;slon and the‘49”‘Infantry °
.Divieion,‘Army’senior leadership is coneiaering,two additional
‘;AC/RC divisional relationshipe: Thev28“‘Infantry Division (PA
d ARNG)’with the 3™ Infantry Divieien and the 29“‘Infantry’
.iDivisient(VA ARNG) ;ith the 10t Meuntain bivision. Given theh‘
'roPTEMPO'and increasing reliance on the RC, ﬁhis-is’a necéSsaryp
_stepf |

»Other'considerations are to briné the 40t.h iD'into the Force
!>XXI de51gn to retain its compatibility with the 4th ID and
' ultlmately 11T Corps as these units prepare to modernlze for
;JdigitiZaFion. ‘Additionally, the 49“‘;D is preparing to stand up

.an MLRS battalion, an important step toward the goal of full
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interoperability. In §rder to make this transition, the
National Guard Bufeau (NGB) is developing a concept plan for
modernization.?
Geographical proximity facilitates teaming, as in California
and Texas. But it does not have to be the'long pole in the
tent. All teaming participants must capitalize on available
technology. Teaming ﬁnits must employ modern methods of
training, including distributed simulation and distance learning
technologies, to overcome the geographical limitations that
might be perceived as obstacles to executing teaming. The ARNG
has been very successful in this decade in instituting distance
learning technologies. The state of idwa, for example, has a’
robust system of distance learning technology. The baseline is
there. No teamed unif oi FORSCOM has to “reinvent this wheel.”
We do not have all the anéwers. For example, it is not
uncommon for RC members returning from deployments to terminate
their military service. The United States Army Résefve (USAR)
is experiencing a 33% turnover rate annually. Ffequent
deployments are‘probably responsible for mush of this
turbulence. .For‘the most part, the Army has deployed a larger‘
number of USAR units because the majority of the CS/CSS is in
that componenF. The divisiOnal teéming concept cduld cause the

same turbulence in the ARNG community. This, of course, remains

to be seen.
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NGB wili wofk Closély with Forces Command (FORSCOM) which'“
hés-fhe lead for the divisionél téamiﬁg initiative, -FORSCQM..
‘will‘aISQ Seek to codifyvthis‘concept in the very ﬁéaf term. .
‘ffTHislpiocess‘*ill begin at the SLTC iniJanuary‘l999. ”Overali;

: divisiénal teéming is well on its'Way, bothvéut of necéséity and
"frbm sénibrléadérs a determination to_fully’integrate the AC

and RC.

BENEFTTING THE TOTAL ARMY

‘;ﬁiviéional teaming strengthens the Totéi‘Army. ‘ThelAC/RCiU
: Will receive:low—cost.unitxéugmentation for training‘and‘miSSion‘]
1suppb£t.  Savings will be realized sinée pré—mobilized ARNG
';.divisionséan'betrained_at T3 for'significéntljlesstthan the
cost cf‘tréining én:AC'division.n,Teémed divisions willmﬁtgaily
.suppoft bneféﬁother duiinq ﬁobilizatiOns ahQYAeployments by’  1
'-usihg thé “Pgsh outﬁ‘and “Plﬁg in” methodé. VAdditionally, the
CAC will gainéxténéive knowledge iﬁ MSCA and esﬁablish habi£ﬁal

'réiatioﬁshipé;gadding to>mission dépthbsuch‘és 24—hquf = |
’operations.“The RC will‘haVe‘the opportuni@y‘to'work with.AC‘ﬂ

éergonnél witﬁvextéﬁéive‘experienéé and with fﬁlly}modefniiéd y'
"systems; _Further, they will gain édditiohal and Vital éccéss to
 .the‘CTC'§. | T N |
As étéfed_éarlier, extensive use of the RC by means of such

" ‘initiatives as divisional teaming is the only way the Army can
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fulfill its obligation in the overall strategy of fighting tWo

nearly simultaneous MTW’s. Teaming broadens the Army’s basé and

offers great potential.29

Teaming offers other specific benefits:¥

1. Teamed divisions could provide exercise support to one
another and open doors for simulation activities.

2.‘ARNG divisions could provide Prepositioning of Matérial
Configured to Unit Set (POMCUS) or Prepositioned Equipment
maintenance Support anywhere in Continental United States
(CONUS) or outside the Continental Uhited States (OCONUS) .

3. The mission continuum (MSCA to MTW) can be better served
through a teaming concept that provides for ARNG division
participation with the ¢ombat elementsiof AC divisions and
Enhanced brigades. Fifty-two percent of the Total Army
combat structure is in the ARNG. The teaming process will
create opportunities to exercise ARNG coﬁbat structure
through a habitual working relationship witﬁ“the partnered
"AC division. The cépabilities inherent in‘ARNG division
force struéture dramatically increase the combat relevance
of the Guard.

4. ARNG divisions could help prepare AC divisions and eSB’s
called upon to participate»in an MTW by ass;sting them to
complete pre-deploymeht training, by preparing equipment for

shipping, by providing OPFOR lanes and range support
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“equipment preparation. A secondyo;der effectiforARNé
divisions would be a significant heéd sﬁart in théif own
:mobilization, récdnstitution, ahd rotation proceés.

: 5;Teamed divisions could coordinate to prdvide mqtuélly
'sﬁpporting Mobile Training Teamé thét ﬁay profoundly.enhance
ithe Army’s ability to conduct-training'oﬁ multiple,- |
;generations of équipmént} The teamed divisions cbuld‘assume
“greafér respénsibility.for worldwide partnership prograﬁs aS 
‘théy are doing'how ih pfogramé suCh>as Pértnershi§>for Peéqe
}(PfP)ior>Commaﬁder—in-Chief, Southefn Command's (CINCSOUTH’
:traditionaluactivitieskprbgrams. |

6. The teaming relationship can élso enhance*CQNUSvcdhtingencyv
.préparatioh to Condﬁct miSSions in humanitar%aﬁ relief, |
« Jdisaster éssisténce,vcommunityvsuppért, aﬁd security. |
7.Tﬁé enhanced trust built in the pre—mdbilization and
‘deployment environment‘will increésé‘the number of
fvolunfeers available‘to deploy with an AC‘diviSion}
83Teaming'will lead to development;ofvstaqdérdiZed persbnnel'
lsyStems‘and of aHstandard feadiness assessmeﬁt tool to

Validate ARNG personnel‘ahd units for déployment.”

While the above list is Certainly not all—inclusive, it
- ,specifiesbnumerous potential benefits for the Total Army.

' Further, we must always acknowledge that the RC is the military
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organization most familiar fo the majority of the country. In
many small towns, the Armory is the only tangible link t§ the
government (ARNG has 3,222 armories in 2700 communities across
America) .* Through teaming, the Total Army can share this
cqnnection to the commﬁnity. ARNG teamed units are part of
these communities and will fosﬁer‘a better understanding of the
role of the military around the world. This nexus is crucial
for sustaining the support of the American people for any

military operation, especially for protracted ones.

CONCLUSiON

In an interview in Killeen, TX, GEN Reimer reiterated that
“to be combat ready, a‘Total Army is needed. That includes
using the Guard and Reserve units more frequently.”33 In the
same interviéw he was asked what impact this might have on
employers. He responded that the Army does not know the answer
to that question. He admitted that the issue concerns him
greatly.34 This and other issues are important and will require
resolution. The Army is already relying more on the RC, and
frequent deployments are impacting employers and families.

Armor and infantry battalions will still possibly require as
many as 90 days after mdbilization before unit “Push out” or
“Plug in” can occur. As always, divisional teaming‘givesrready

access to critical personnel to fill shortfalls. The RC has
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 always:tfained at a lower leVel due to time éonstrainté, buﬁ it
plans tofincrease the training to standard during:post— 
ﬁobilization. .This Catch—up'will conﬁiﬁUe to be a”realify for
N'thenRC, primarily fbr‘staff éndcOmmandersyﬁchronization
dévelopﬁéht in certain types of hn&ts.

TheARNGuﬁust havé sufficient resources‘to train to T3“§t
‘,;thelélatoon and éompany ievels with.a'goal of T3 for‘battalioﬁ'

»ieVel in cvombé‘tt’units.35 If additionél funds ;re feéliéed

‘££roﬁgh monéy ménagement,adeQuate'resourceswillube available |
: for‘divisional teaming aﬁd modérniiation that:includéstomanChe‘~
'aﬁd Crﬁ$ader. | |

AC di&isiqns muét embrace the cénce?t of teaﬁing.  Théy a;e‘v
Talreédy'oberating with réduced‘manninglbécaﬁée they'siﬁply don’f"
: havé thé faces to f£ill the Spaces. ‘In‘some instaﬁces they are
operating on the “rule of‘threes,” which stateslthat it takes
‘thxeé'unifs to sﬁppart avsingle mi;sion = pre—missién
preparation, mission support) and‘éost—missibn reéovery.
“DownSiéingvis also‘taking its tollﬁbn the AC. Even'with'an
‘éndstrength of 485,000, the AC has committed numérous persbnﬁel .
to other assignménts, so it does not haﬁe 100% fill‘invits‘ .
; divisioné; ‘Such shorffalls and robbingiPeter-to pay Paﬁl éduld‘
'vsignal the beginniﬁg of é hollow Army; fThe Army has”nﬁmefoﬁs
_ commithents‘that‘reduce available personnei fordivisional

. assignments, such as providing ARNG advisors, recruiters, and
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numerous TDA positions.that'keep soldiers from serving in
divisions. The senior leadership recognizes this fact and
therefore supports initiatives suchras teaming.

Beyond personnel problems, senior Army leadership mustbfind
a solution for the resourcing and interoperebility of eqnipment.
ARNG senior leadership will work with the Army to possibly
realign modernized equipment already in the Guard (eSB’s and

36

ARNG divisions with embedded eSB’s) to begin the process. For

other equipment problems,vArmy leadership must find ways to
field these systems - including SINGARS and secure
communications at division headquarters.37

The Army has already begun a process that will enhance
teaming by placing an AC commander in an ARNG battalion or
brigade levei assignment. The'seniorileadership of the Army is
also looking at ways for RC officers to command AC units. This
will foster a better understanding of problems between the
components. Some changes need to be made in the law to allow AC
and RC personnel to move easily between the components. There
are other examples of good faith initiatives being taken by

senior leaders. The good news is that people are recognizing
current needs and trying to solve problems.

As the process improves and matures, teamed divisions will
ultimately be in the same Timed Phased»Force DeploymentIDsta

(TPEFDD) and sﬁpporting the same CINC for planning and training.
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This initiative will remove interoperability barriers and
‘;ultimétely eliﬁinate disparity between the‘éomponenfé. If.wiil
increasé the rélevance ovaC‘strgcture ana'dramatically“enhance
politiéél leverage fb? the AC; There will be a meld of
 AC/ARNG/USAR culturés‘that will beﬁefit thevTotal Armbi The
‘pqtehtiai exists'for the Total Army“force sfrUcture té be‘
,coﬁsideréd in the‘NMS, which in eséenCe‘ﬁeans that éll forces
are stfategié. It &ill impréve modernizétidh tecﬂniques Such as

determining more creative ways to optimize the modernized

' equipment on hand. The initiative could reduce redundancies in

‘perSOnhel systemsvénd finally feduce acceptable ﬁisk in the NMS;
:Teaming ié a new‘and winnablebinitiative for the AC/RC. It will
provide Qreater ARNG relevance and be a forwardjleapkt0ward a
‘total férce.
The cbncept*éf teaming is viable. ‘There_are”séme
:significéﬁt challenges ahead ih order td méké it Qérk well.
_Héﬁever} noné of them‘are insurmountable. One sénio: CA ARNG
 joffi¢er Says‘it wellg” “This‘initiativébwill‘bring abbﬁt‘a |
.seamléss-trans;tibn'for pre- and post-mobilization_fof4partnered 
divisions.” The Chief of Staff has.stated “that this
[divisiénal teaminél has got to wdrk,‘becausg that”ié fhe oﬁlyt
wéy we are-goihg to be able to make it.”*

5602 Words
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