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PROCEEDI NGS

MR. ELAND: Ki m Burger.

KI M BURGER

| NSI DE THE ARWY

M5. BURGER  Good afternoon. As was just said, | have
been reporting on the Arnmy transformation very closely for the
past year, and particularly focusing on the Arny's interest in
buyi ng new conbat platforns. So that is what |I'mgoing to focus
on today fromny perspective as a reporter.

Transformation is the Arny's effort to becone a
lighter, nore rapidly deploying force that can respond nuch nore
qui ckly to crisis or conflict, and also a force that is nore
suitable to deal with the full range of threats, including
engagenents that are less than a full-scale ground war. A key
pi ece of this transformation, and probably the nost visible part
of it clearly, is its efforts to nove away fromits Cold War-era
platforns, |ike Abranms tanks and Bradl ey Fighting Vehicles, and

procure |ighter-weight platforns.
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That's not the only aspect of transformation. It also
i ncludes institutional changes, doctrinal changes and force
structure changes in the Arny. But a lot of what the Arny wants
to do to becone a nore responsive force depends on these new
['ighter-weight vehicles.

The Arny's plans for these new vehicles al so has
attracted sone of the nost enotionally charged opposition to
transformation. | wll attenpt to outline generally these two
areas of concerns today that the Arny is facing. They are a
di sconfort wth noving away fromthe heavy arnor protection the
Army has relied on for so long and also the Arny's attenpts to
find the noney to invest in these new systens while al so
mai nt ai ni ng the heavy tanks that it says are still needed.

| should say here that the Arny is not getting rid of
its tanks yet. The tanks will be around for another 25 years or
so and continued to be used. They wll be needed until the Arny
devel ops the new |ighter-weight future vehicle that may
ultimately replace the tanks. And if we were to go to a
significant ground war, it would be the tanks that would fight
that war, the Arny says.

| also want to give sone background on generally what
the Arny wants in these new vehicles. They wll weigh about 20
tons, so they can fit into the intra-theater airlifter the Arny

uses heavily. They are expected to require |less fuel, fewer
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mai nt enance personnel and |less |ogistics support. These are al
things that will help the Arny deploy nore quickly.

These vehicles also are expected to cost less to
mai ntai n than the agi ng tanks, which have becone quite expensive
to maintain in recent years. The vehicles also are intended to
help the Arny in dealing with the kinds of m ssions that have
beconme nore common in recent years; nanely, small-scale
contingencies, fighting in cities and forested areas.

| would Iike to start with the vehicle that has gotten
the nost attention lately, the InterimArnored Vehicle. The Arny
just awarded a $4 billion contract to General Mdtors Defense and
General Dynam cs for the \Weel ed Light-Arnmored Vehicle 3.
However, that award is under protest by a conpeting bidder in
that conpetition, United Defense; so the contract is currently on
hold until that issue is resolved. And it could possibly be
overturned, depending on how the General Accounting Ofice
determ nes that.

| will speak generally about the InterimArnored
Vehi cl e Program as we know about it. This is a |ighter-weight
vehicl e and, as the nane suggests, it is intended to serve as a
tenporary, interimsolution. Right now, the Arny has |ight
early-entry forces, as well as heavy units. Now it wants
sonething in the mddle: units that can deploy wthin days and

al so have significant conbat capabilities. So the Arny is
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creating brigade conbat teans, which will be quick-depl oyi ng
units, that will be equipped with the new Interim Arnored
Vehi cl e.

Because they are not a replacenent for the tank, it
will still be the tanks that do the serious warfighting. That
has | ed sonme to believe that these vehicles will be involved in
little nore than peacekeeping. Gven the noderate |evel of arnor
on the AV and | ack of significant firepower in its weapons, sone
are | eft queasy by the prospect of these vehicles attenpting
anyt hing nore than peacekeeping. This has |led to questions about
whet her the Arnmy needs to spend billions on new platfornms when it
is planning on using themfor a fairly limted m ssion.

The Arny, however, maintains that this is an i medi ate
that nmust be filled and can be filled no other way, and that the
InterimArnored Vehicle and brigade conbat teans will have
significant capability that is tailored to certain m ssions that
the current force does not currently have the capabilities best
suited for. And that is, nanely, to quickly deploy forces that
have sone staying power.

Congress has shown support for this program adding
consi derabl e funding for fiscal year 2001. However, there is
sone | anguage in the authorization act, requiring the Arny to
test its new vehicles against vehicles it already has, to justify

t he procurenent.
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Anot her issue that has been controversial for the | AV
programis the wheels versus tracks issue, which has gotten a | ot
of attention. And | will save that for questions |ater.

MR. ELAND: We will go next to Sean Naylor, who is a
Senior Witer for the Arny Tines. He covers operations,
exerci ses, training, weapon systens, tactics, strategy, doctrine,
force nodernization, and the Arny's senior |eadership, all for
the Arny Tinmes. In 1987, he travelled to Pakistan and
Af ghani stan as a freel ance reporter, where he covered the Afghan
war for the Irish Tinmes, the Hot Press of Dublin, and the Wrld
and 1.

He also flewto Somalia in md-Decenber of 1992 with
the first Arny battalion to deploy there. He also acconpanied
t he hel eborne assault force that |aunched off the USS Ei senhower,
to seize Port-au-Prince's port facilities during the U S.
mlitary occupation of Haiti. He was also aboard the first U S
Arny vehicles to cross the Savo River, from Croatia into Bosnia
on New Year's Eve in 1995. So he has quite a bit of experience
out with the troops.

More recently, he spent six weeks in Al bania, reporting
on the Arny's Task Force Hawk. He is also the co-author, wth
Tom Donnel |y, of "The C ash of Chariots: The G eat Tank
Battles," which was published to favorable reviews in 1996.

Sean.
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SEAN NAYLOR,

ARMY TI MES

MR. NAYLOR  Thank you, Ivan.

Just a brief disclainmer. |'mhere speaking for nyself,
so l'mgoing to try to keep opinions to a mninmum But any
opi nions that creep out should not be taken as representing the
views of Arny Tinmes or the Gannett Corporation.

| want to talk to you a little bit about what | feel is
a m sperception about Arny transformation, or at |east the first
stage of Arny transformation; that is, the establishnent of the
six interimbrigades. And if | have tinme, | also want to talk
about sone of the challenges, both on and off the battlefield,
that the interimbrigade program may face.

The m sperception is sort of encapsulated in the title
of this seminar, "Should the U S. Arny "Lighten Up'?" | think
that right now there is not enough evidence to accuse the Arny of
I ightening up by creating six nmedi umwei ght brigades. The reason
| say this is as foll ows:

There are 10 divisions in the Arny: six heavy
divisions, that is, they are arnored or nechani zed infantry
di vi si ons equi pped with the Abrans tanks and Bradl ey Fighting

Vehi cl es, and four |ight divisions conposed of some formof I|ight
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infantry. That's the 82d Airborne D vision, 101st Airborne
Division Air Assault, which is a heleborne light infantry, and
two so-called leg infantry divisions. And those are the 25th
Infantry Division, in Hawaii, and the 10th Mountain Division, in
New York. And those two divisions, basically, walk into battle.
They nove at the pace of their own feet.

All the attention so far has been focused on the heavy
di visions and the perception that the Arny is on the verge of
junking the Abrans tank and the Bradley Fighting Vehicle and
repl aci ng those systenms with 20-ton LAV's, |ight-arnored
vehicles. | don't think that that's what is going to happen,
even in the short term regarding those six interimbrigades.
The 10 divisions give the Arnmy 30 brigades. There are about
t hree ground maneuver brigades in each division. That is an
infantry, mechani zed infantry or arnored brigade that is designed
to close wth and destroy the eneny.

To really make the charge that the Arny is |ightening
up stick, you would have to find evidence that nost of the six
interimbrigades are going to be taken out of the heavy force.
So far there has been absolutely no suggestion that that is going
to be the case. And in fact, the suggestions fromthe Arny are
that the opposite will be the case.

O the six brigades, one is going to cone out of the

Nati onal Guard. So, at nobst, you're tal king about five brigades
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bei ng taken out of 30 in the heavy divisions. And for those who
are purists on this, one of those 30 brigades is in fact a
separate brigade in Al aska, which is a light infantry bri gade.

| think, so far, you've gotten one heavy brigade that
is being transfornmed at Fort Lewis, and one light brigade at Fort
Lews, in the State of Washington. That |eaves three nore
brigades in the active force that are going to be turned into
medi um wei ght brigades. Al ny sources suggest that a
pr eponderance of those three -- in other words, at |east two --
will be light infantry brigades.

The Chief of Staff, General Eric Shinseki, who is the
force behind the transformati on program is playing his cards
very close to his chest on this, as is his wont on nost matters.
But it seens highly likely that the brigades to be transforned
wi || probably be taken out of either the 10th Muntain Division,
whi ch has two brigades at Fort Drum New York, or that separate
brigade in Al aska that | talked to you about.

I f you took the two brigades at Fort Drum and turned
theminto interimbrigades, that would allow the Arny to nmake the
10th Mountain Division its interimdivision. There are now pl ans
afoot to create an interimdivision. A final decision has not
been officially announced on that yet, but there are currently
plans to create an interimdivision in the Arny as part of this

program The 10th Muntain Division would be the nost |ikely
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candidate for this. The 25th Infantry Division, in Hawaii,
probably doesn't have enough training roomin Hawaii to make it
t he i deal candidate for that.

So, to run through the sort of mathematics of this, at
nmost, if I've got this conpletely wong and the Arny picks three
heavy brigades as its interimbrigades, that wll nmean that it is
taking four brigades out of 18 heavy brigades in the active force
and maki ng them nmedi um wei ght units, which is |l ess than 25
percent of the heavy force. Wich isn't statistically an
extraordinary |ightening up of the Arny.

However, if it takes three |ight brigades and makes
t hem nedi um wei ght bri gades, you could argue that the Arny is
getting heavier and nore |ethal and better protected. | think
you' re probably going to see a 2 and 1 or 3 and nothing split
between the |ight and heavy brigades when these decisions are
announced. The Arny assures those who ask that it is determ ned
to retain its conbat effectiveness once the six brigades are
transforned. That seens to ne to be code for saying we're nore
likely to add nobility, conmbat punch and survivability to our
light units than we are to take away sone of that from our heavy
units.

It al so nmakes sense when you | ook at what the |ight
di visions were designed for. They were designed in the

m d-ei ghties for counterinsurgency operations, really with
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Central Anerica and places like that in mnd. That threat has
receded sonmewhat and, in the neantinme, you're left with |ight
divisions that, as | said earlier, really can't nove very fast
once they get into theater, and have no forced entry capability,
unli ke the 82d and 101st. | suspect you'll see the 82d and the
101st left intact until the objective force, equipped with the
future conbat system cones online, which the Arny is pushing
very aggressively to nake happen sonetine in the 2008-2010 tinme
franme.

The interimbrigades are supposed to be sort of the
second force into the theater, if you like, in any md-Ievel
contingency. | think the Arny still intends any forced entry
operation to be conducted by the 75th Ranger Regi nent and/or the
82d Airborne Division, both of which have airfield seizures as
their mssion | ead. The nedi umwei ght brigades have no airborne
capability. They need an airfield to land on. But they are
designed to be conbat ready as they roll out of the aircraft.

So the way that Arny planners discussed this, or
described their concept of operations, is the 82d and the Rangers
seize the airfield. The nedi umweight brigades arrive shortly
thereafter. They roll off the G130's, the G 17's. And, at the
very |l east, expand and protect the perineter while the heavier

forces are brought in.
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| want to talk a little bit about sone of the
chal | enges that the nedi um wei ght brigades are going to face.
One is nonentum The Chief of Staff of the Arny says it's
crucial that he retains nmonentumas he fields the LAV s
bureaucratically. That is going to be very difficult for himnow
that the first unit equipped wth these LAV s is not schedul ed
until spring of 2003. Ceneral Shinseki changes out in the sumer
of 2003. | think that that nmeans that he has to pay particular
attention to his general officer assignnents between now and
then. He nust work, if he wants this to succeed beyond him to
put in place loyalists who are going to support his programin
the crucial two-, three-, and four-star general officer positions
fromwhich the next set of senior Arny | eaders are chosen.

|"mgetting the order to stop, so anybody interested in
any other challenges that the program may face, please ask sone
guestions. | look forward to them Thank you.

MR. ELAND: Thank you, Sean.

Qur third speaker is Thomas McNaugher, who is the
Deputy Director of the Arroyo Center, the Arny's research
institute within the RAND Corporation. He is also a professional
| ecturer at the Johns Hopkins School of Advanced International
Study, and a nenber of the Council on Foreign Relations. He was
an Arny active duty officer from 1968 to 1975, and he served in

Vietnamfrom 1970 to 1971. As a nobilized Arny reservist,
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Li eut enant Col onel M:Naugher participated in Operations Desert
Shield and Desert Storm  Col onel McNaugher then retired fromthe
U S. Arny Reserves in January of this year.

Dr. McNaugher's books included "The M 16 Controversies:
Mlitary Organizations and Wapons Acquisition,” and al so "New

Weapons, O d Politics: America's Mlitary Procurenment Mdel."

THOVAS MCNAUGHER

RAND CORPORATI ON

DR. MCNAUGHER Let ne start with Sean's disclainmer. |
probably sound rather official; I'"mthe deputy head of the Arny's
federally funded thinktank. |'m speaking for nyself today. RAND
very rarely allows nme to feel official

Let me also start with an apol ogy, because | want to
sort of dunp on ny host. | think that a lot is going on in the
Army. And the question, "Should the Arny |ighten up?" really is
not a very good way to get into that. And let nme start by saying
the ways in which | think it's the wong approach and then try to
touch sone of the central issues.

First of all, is the Arny lightening up? The answer in
the near and mdterm | think, is probably very definitely no.
think Sean made this point pretty well, but let nme just take it

further. | think if you could put all of the Arny on a scale
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today and then, 10 years fromnow, put it on a scale, it's
probably going to get heavier, and for the reasons Sean st ated.

| just would suggest that | don't think that's outside the realm
of the Chief's approach here.

Renmenber, when General Shinseki cane into office, he
conpl ai ned about both halves of the force. He said: Look, our
heavy forces are great at big wars if you can get themthere, but
they're hard to get there. He m ght have added, after the
experience with Ml"s in Al bania: Once they get there, sonetines
they're too heavy for the road network and the bridges, so they
don't have much nobility even in the theater.

But he also said: Qur light forces can get pl aces
fast, but they can get naul ed when they get there. And | suspect
he had in m nd what has since been called the 82d Airborne speed
bunmp of 1990. The division-ready brigade of the 82d Airborne was
the first Arny brigade into Saudi Arabia, between | think about
the 6th and the 13th of August, in 1990, and it took up positions
nort hwest of Dhahran. And I'mtold they referred to thensel ves
as a speed bunp because they figured that's about what they would
pose to advancing lraqgi arnmor. So, heavying up the |ight forces
to make them nore resilient under sone of those situations is not
a bad idea any nore than |ightening up the heavy force.

In the end, of course, nobody wei ghs the whol e Arny,

either for real or in an operation. So whether this Arny is
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going to be lighter or heavier depends upon the situation. |If
there were a replay of the Iraqgi invasion of Kuwait into Saudi
Arabia in 1980, and the transformati on were to continue apace,
one presunes that the Arny would actually send a heavier force
than the 82d Airborne there. And that would be a good thing,
assum ng the transforned force works as well as one hopes it
does.

Conversely, if the Arny were asked to do anot her Task
Force Hawk to a place like Albania, with its limted road network
and so forth, one presunes that one would replace those M's and
Bradl eys with sonmething a little lighter and you woul d have a
lighter force, and that would be a good thing, too. So, for
those reasons, | think the question really gets us distracted.

What General Shinseki is doing, in a sense, is creating
a mddle. Those of you who know the Arny know that, for deep
hi storical reasons, it has evolved into alnbost two armes: a
very light arny and a very heavy arnmy. And every 30 years, the
Army tries to create a mddle. It's a terribly difficult thing
to do for all sorts of reasons. It has failed, generally. And I
think it failed during the Cold War, because you al ways had t hat
Sovi et threat which demanded a heavy force, and you could
preposition that in Europe. So strategic nobility wasn't quite

the problemit is today.

ARTI Transcripts
(202) 347-0030 and www.artitranscripts.com



16

| think General Shinseki is going to try seriously to
create a mddle ground, and then start pushing that out in both
directions, toward the light forces and toward the heavy forces.
| think it's easier, probably, to heavy up the light forces and
make that work than it is to |lighten up the heavy forces. In
fact, | would argue that whether or not this force can repl ace
the Arny's heavy forces is a matter for proof 10-15 years from
now, when this FCS, if it conmes to fruition, is around.

And it won't be just a matter of whether the
t echnol ogi es prove out or the novel operational concepts give you
a force that can operate against a heavy eneny; it's going to be
a question, | think, of what the world |ooks like. |Inmagine a
world -- probably not easy to imagine -- in which the Russians
threaten eastern Poland, Iraq threatens Saudi Arabia, the North
Koreans are back at it in Korea. Those are heavy threats.

If | were the Chief of Staff then, | would say, boy,
thank God we kept all those ML's around. | |ike those. And I
can preposition those in those places. So | don't have to worry
about getting places fast. So I think a Chief of Staff, 10 years
fromnow, is going to have sone interesting choices to make,
because he has this new alternative that hasn't been there for so
| ong.

The bigger reason that | object to the question,

"Should the Arny lighten up," is because it tends, inevitably, to
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focus us on things, on systens, on heavy Ml's, heavy Bradl eys,
lighter vehicles that can fit in a CG130. |If | could have a war
room sl ogan, sort of the equivalent of the Cinton "It's the
econony, stupid,” of 1992, it would be "It's not the vehicle,
stupid; it's electronics.™

Now, | know that there are a | ot of people both inside
and outside the Arnmy that think this future conbat systemis
going to be a 20-ton ML tank. It's going to have all that
capability. Now, | never say never anynore; |'ve been nassively
wrong too many tinmes. But that's as close to never happening as
| can imagine. Mreover, if you design an acquisition project
around a 20-ton ML, ny guess is you' re going to have such a
magi cal set of arnor and a Rube CGol dberg kind of active defense
systemthat it's not going to be a very good i dea.

If this force is going to survive, it's going to
survive on sone of the things that Kimtal ked about. First of
all, it's going to have to distribute itself. |It's not going to
create a big target. And that's not just because enem es have
nasty anti-arnor devices -- there are nuclear weapons out there
and they're proliferating, if you haven't noticed. | think al
of our services are going to have to distribute thenselves to
prevent the creation of big targets. But it is going to have to
operate in a distributed way. And that takes command and contr ol

to synchroni ze that force.
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It also, as | think Kimand Sean both nmade clear, is
going to have to see, shoot and kill before it gets shot. |
really don't think you want a head-on, toe-to-toe engagenent
bet ween a 20-ton vehicle and whatever the world' s heavy arnor
| ooks like in the year 2012. That neans you' ve got to have
perfect or near-perfect situational awareness. And it's not
clear to nme you can get that, but you certainly have to strive
for it. You ve got to see way out in front. You've got to be
able to shoot way out in front, deep strike.

Al of that is what the Pentagon euphem stically calls
CAISR. | probably can't even renenber all of those initials, but
it's command, control, intelligence, surveillance, and
reconnai ssance. That's where the action is here. And if you see
it that way, then the transformation, even though it seens to
have burst out of the brain of General Shinseki, really has a
background in the Arny.

The Arny started westling with the information
revol uti on about a decade ago. It was actually under GCeneral
Gordon Sullivan, when he was the Chief. They called it another
great nane, "digitization." That is the nane that they've given
to this westling match. And nost of it is happening out at Fort
Hood, with heavy units, the 4th Infantry D vision, out there. A
| ot of what is learned there and a |lot of the systens that are

there are going to have to make the transition over to this
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transformation force if the transformation is going to have any
hope of working, and then sonme. Because this is a lighter force,
it doesn't have that insurance that 35 tons of arnor give the M
t ank.

Now, |let nme conclude with two sort of challenges. |[|'ve
tal ked about the transformation as if it goes according to plan.
|"mkind of a historian of the Arny. And if you're a historian
of the Arny, you realize that very little ever goes according to
plan in this organi zation, especially in the weapons acquisition
business. It's a very conplicated organi zation, and it has
troubl e sonetinmes putting out a sophisticated project.

The future conbat "systens" -- and if you read the
of ficial pronouncenents, it's a plural, because it refers to a
set of vehicles, sone of themrobotic, sonme of them guns, sone of
themartillery, and all of this stuff -- the FCS project, as far
as | can tell, also has enbedded in it not only a set of systens,
but an awmful ot of C4ISR a |lot of network communi cations. That
makes it probably one of the nost conplicated weapons procurenent
prograns | can inmagine. |It's going to be very tough for that to
nove forward, |et alone on schedule and at cost, which of course
never really happens in the acquisitions business anyway.

But let's just say it noves forward. | suspect that
the Arny is going to have to have very speci al managenent

arrangenments for this. At sone point, it's going to have to
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create a fairly high-ranked position, give it senior backing, not
only financially but also politically, and that's going to have
to carry this forward.

The second issue | would raise is the issue of
experinmentation. |If this force is going to survive, it's going
to have to operate on the basis of very novel distributed
concepts. The Arny is a hierarchy. | think the hardest
challenge it faces actually is learning to break out of that and
distribute itself. The only way | think you can get there is
Wi th very extensive experinentation.

And, yet, | know that experinmentation is a bad word,
because it's often seen as the bureaucrats' best way to defend

agai nst change, as in, "Yes, boss, that's a great idea; let's go

experinment with that,"” roughly, as long as you're going to be in
that job, so that then | can get back to doing what | was doi ng.
And | think General Shinseki really wants to push these things
out into the operational force, these brigades, partly to avoid
t hat .

But at sone point the Arny has to experinment mghtily.
And | think the Bush adm nistration will make this point probably
nore forcefully than Cinton has. So | think the Arny has to
have a dialogue with itself, as well as with the incom ng

adm ni stration, about how you actually innovate here.

Thanks.
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MR. ELAND: Thank you, Tom

Qur fourth speaker today is Col onel Douglas MacG egor,
who is a Colonel inthe US. Arny. Colonel MacG egor served in a
variety of command and staff assignnents, including tank conpany
command in a nmechani zed infantry brigade of the 4th D vision, a
conponent of a division cavalry squadron in the 1st Infantry
Di vi si on.

During Desert Storm Col onel MacG egor was awarded the
Bronze Star, with "V' device, for valor, while | eading conbat
troops of the 2d Squadron, 2d Arnored Cal vary Reginent, in the
Battle of 73 Easting.

From Novenber 1997 to Decenber 1999, Col onel MacG egor
served as the Chief of Strategic Planning and Director of the
Joint Operations Center at the Suprenme Headquarters Allied Powers
Eur ope, in Bel gi um

He holds an M A in conparative politics and a Ph.D. in
international relations fromthe University of Virginia. He is
currently assigned as a Research Fell ow at the National Defense
University. And he is the author of the influential book,
"Breaking the Phal anx: A New Design for Land Power in the 21st

Century."
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COLONEL DOUGLAS A. MACGREGOR, U.S. ARW,

NATI ONAL DEFENSE UNI VERSI TY

COLONEL MACGREGOR: | certainly appreciate the
opportunity to be here today. And I, too, nust start with a
disclainmer that's particularly inportant in ny case because |I'm
wearing a uniform Everything | will say in no way reflects the
attitudes, views and opinions of the current |eadership of the
United States Arny, the current Departnent of Defense, ny cat, ny
wi fe, or anyone else on the planet. This is exclusively ny view,
and keep that in m nd.

The second thing is that |1've had absolutely no role
what soever in the current transformation program So what | know
is a conbination of what |I've been told by various people
involved with it and, very recently, on Friday, | was given a
briefing by Col onel Dan Gursteen to bring ne up to date, to
ensure that | was aware of all the nost recent changes and so
forth in the program So, that's the first thing.

The second thing is, before we talk any further, let's
talk about this thing that we're calling transformation, how
i nportant the achievenents to date are by the Chief of Staff and
the senior |eadership of the United States Arny. First of all,

what has been achi eved since June of 1998 is not insignificant;

ARTI Transcripts
(202) 347-0030 and www.artitranscripts.com



23

it's very inportant. W have a change in the nmentality of the
status quo Arny, a change away fromthe old Cold War nentality.
Transformati on has conme to nmean that the Arnmy nust becone

sonmet hing nore nobile and available to the regional unified
commands. This is also extrenmely inportant. And, finally,
transformati on neans, at least initially, that sonmething smaller
than an entire division should deploy to certain kinds of

conti ngenci es.

Anyone who knows the constraints within the
bureaucratic structure that operates on a chief of service
under st ands how inportant this is. Just a couple of years ago,
the attitude at the highest levels of the United States Arny was
very sinple: Wy change? W won Desert Storm didn't we? W
val i dated our structure, organi zation for conbat, and tactics for
20 years. Wiat's the problenf

So, having noved over the last 18 nonths fromthat
particul ar position to the one that we now see, which is that
there nmust be change and we nust be different in the future from
the way we have been in the past, is extrenely inportant. And
the current Chief of Staff deserves credit for having | ed that
particul ar fight.

Having said that, | want to go to sonething that cane
up in testinmony in April of this year before the Senate Arned

Services Commttee. Senator Joseph Lieberman asked a very
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i nportant question during the Chief of Staff's testinony on the
subj ect of transformation. Senator Lieberman is always very

el oquent when he speaks on mlitary affairs, and on this
particul ar occasi on he was nore el oquent than ever before. He
asked a very sinple question at first. He said: Wat is the
operational concept driving transformation?

And he then went on to provide a tutorial, talking
about the German experience primarily in the interwar period, but
al so alluding to the Russian one, where new operational concepts
were defined that essentially redefined warfare. And this
redefinition of warfare conceptually led to the energence of new
organi zati ons designed to execute the concept. Subsequently,
deci si ons about education, training, reform and, nost
inportantly, nodernization, all resulted in a fundanentally
changed force in Germany and in Russi a.

Senat or Li eberman never received an answer to that
guestion. Wat he was told was sonething simlar to what you' ve
heard thus far: There is a valid requirenent, and there has been
since 1991, for sonme sort of internedi ate-range force, sonething
that could be flown into the theater, and that can enjoy sone
measure of nobility, force protection and firepower. But as for
the rest of it, all we could do was essentially listen to a

laundry list of features that are desired in the future.
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And if you look at the features that are associ ated
with the thing we call the objective force in the future -- the
di stant future, as ny predecessor has just pointed out -- all of
these features are desirable: agile, versatile, lethal, and so
forth, but they do not constitute an operational concept. And
today, that's nore inportant than ever. Because it's not sinply
a single service operational concept that we're |looking for; it
is a joint operational concept that is critical to any
fundanmental change in any of the services. Because all future
warfare will be joint, it's inpossible to conduct warfare
successfully in other than a joint setting.

In addition to that, you need a new organi zation for
conbat. We've got the sane one that we've had for 50 years. And
what we're tal king about today is not a fundanentally new
organi zation for conbat. W have all the echelons in command and
control that we have been accustoned to seeing since the end of
the Second World War: brigade, battalion, division, corps, and
so forth. These things are unchanged. And this presents an
enor nous problem because the Arny's traditional structure
actually restricts its capability to provide its resources and
capabilities to the other services wthin the framework of a
joint task force

So what we see energing, at |least in the objective

force, is not fundanentally new. W' re talking about conmon
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divisional designs. W're talking about jointness at the
division and corps levels. W are not talking about jointness at
a lower level in a new formation that is distinctly different,
that is designed to plug in to a joint task force.

There is also the internediate brigade. And that, too,
is largely unchanged. The good news is that there is an attenpt
now to |l ook at a reinforced brigade as a depl oyable asset. 1In
this case, it's only 3,500 troops. The problemwth its
depl oynent is that, inevitably, for it to operate effectively
within a joint task force, it does not have the capabilities of a
di vi si on.

That nmeans it doesn't have a division commander and a
di vi si on headquarters that can provide the joint interface, that
can nmanage air space. And this particular change does nothing to
create a new joint operational architecture. Because when we
tal k about echelons of command and control, we're tal king about
operational architecture. And we have new m ssions today:
theater ballistic mssile defense, deep strike operations. These
things sinply did not exist 50 years ago, when the structure of
the United States Arny that we know today canme into existence.

And then, finally, we really are not addressing the
whol e i ssue of internal reorganization and reform to acknow edge
that warfare has dramatically changed. There is an energing

gl obal reconnai ssance strike conplex. The strike assets in the
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United States Navy and the United States Air Force are

mul ti plying. That arsenal will continue to grow. That is good
news. But strike assets, in and of thenselves, are not a
strategy, as we discovered during the Kosovo air canpai gn, nuch
to our di sappoi ntnent.

Only ground forces, with strike assets, can provide you
wth a true strategic setting. Only ground forces, operating
with the forces that are in the strike conplex, can provide you
with the opportunity to strive for positional advantage.

The point is very sinple: Integrating ground and air
forces in new ways, wthin the framework of this new energing
strike conplex, is critical. Nowis the time to do it -- not in
10 years, not in 20 years, but to begin to do so now. This
requires a new joint operational concept, a new organi zation for
conbat, a new joint operational architecture, that in turn wll
change the paraneters of education, training, recruitnent,
noder ni zation, and so forth

Today, we are poised to spend a great deal of noney.
We are answering questions about noderni zation which actually
shoul d be reserved for a |ater date, after the questions that |
rai sed earlier have been answered, and answered thoroughly.

So, what does this really nean about transformation?
think what it neans is that the nentality is positive, the

direction is positive. And we should be grateful for that,
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because it is a dramatic change, as | pointed out earlier, just
on the basis of the last two years. But we are not | ooking at
sonmet hing fundanentally new that is designed to integrate the
Armmy's capabilities with the rest of the arnmed forces in a way
that is going to produce a quantum i nprovenent, either in the
Arny or in the arned forces at |arge.

Thanks.

MR. ELAND: Thank you, Col onel MacG egor

Qur final speaker is Dave McG nnis. Dave is now
retired but, before he retired, which has been very recently, he
was a Senior Fellow at the National Guard Association of the
United States, where he assisted the Association |eadership in
the Adjutants General Association of the United States with an
anal ysis of the national security policy and issues of national
significance fromJune 1997 until his retirenent earlier this
year .

Prior to that, Dave served for four and a half years as
the Director of Strategic Plans and Analysis in the Ofice of the
Assi stant Secretary of Defense for Reserve Affairs. From 1990 to
1993, Dave was the Principal Advisor to the Chief, National Guard
Bureau, on the managenent, integration and nodernization of the
Arny National Guard force structure.

Prior to that, he headed a project to create nedi um

National Guard infantry divisions for the defense of Europe. But
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the end of the Cold War term nated the perceived need for those
designs at the tine.

Dave has served 29 and a half years, in the US. Arny
and the New York Arny National Guard, in total. So he has quite
a lot of experience on a |ot of these issues.

Dave.

DAVI D MCGE NNI' S,

| NDEPENDENT DEFENSE ANALYST

MR. MCA NNI'S: Thank you, Ivan. Thank you for having
me here.

| have a disclainmer, too. If the National Guard
Associ ation had their way, | wouldn't be here. But that doesn't
bot her ne anynore, because that's why | retired. That's first of
all.

Secondly, | agree with basically everything that has
been said -- not everything, but | agree with basically
everything -- and specifically, especially with what Doug sai d.
The first question: Should the Arnmy |ighten up? Absolutely.
Absol utely, the Arny needs to lighten. | think General Shinsek
has got to nove it in that direction. And |I'mnot talking about
equi pnent; |'mtalking about it in the sense that ny daughter

tells nme to lighten up. | think the Arny needs to take the
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blinders off and take a | ook at what the future brings and what
the country will probably want themto do. And that's
figuratively speaking, of course.

Practically speaking, | agree that they're not
[ightening up. They're noving the light divisions. | helped
activate both the 10th and the 6th, so I'mvery famliar with
light divisions. And | was always very, very fearful of what
woul d happen if either one of those got into any serious
confrontati on.

Is the Arny going to becone a peacekeeping force? This
is another dunb comment, | think, because it always has been a
peacekeeping force. Its history is as a peacekeeping force. W
al ways asserted that we prepare for war to keep the peace. How
we do that, there are a nunber of ways. It's the job that goes
with the Arny and with the U S mlitary.

s the Arny becom ng strategically irrelevant? It
could be. And that depends on how it transforns.

Has the Arny gone far enough in transformation? Based
on, and agreeing with, what Doug said, | think the Chief has got
the Arny noving in a very positive direction. |'mnot sure it's
going to be the right direction, because the resistance in the
Army is such that, as has al ready been stated, it's going to be

difficult to determne until 10 years from now, unfortunately.
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General Abrans said, very graphically, one tinme: [If |
can nove the Arny 1 degree, | will have considered ny tenure a
success. And we're tal king about a period of tinme when | don't
think 1 degree is enough.

|"ve been | ooking at transformation, at the request of
a nunber of friends of mne, for about four or five nonths, not
within the context of the Arny but within the context of the
defense establishment. So I'll try to discuss it in that
context. M starting point, first of all, is the definition that
it's a deliberate creative process to change the nature and
function and condition. It is not an attenpt to change outward
appearance or perception; it is a substantive change. So, for
really transformng, we've got to be after substantive change.

Phil O Dean said that the transformation was necessary.
It was the decision of the NDP, the National Defense Panel, that
it was necessary to transition the defense establishnment in a
significant way and not follow traditional bureaucratic or
geogr aphi ¢ boundaries. And | agree with their five points. And
this is how !l believe that you can neasure whether anything is
transform ng or not.

The first point is it has to be focused on tonorrow
Second, it needs to be characterized by experinentation and
stinmulate thought. It needs to divest -- which is now history.

That's a trite phrase, but 1'Il get into alittle bit nore of
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that. It needs to think in terns of change and uncertainty, not
internms of stability. The Arny is always tal king about ri sk.
Mlitary guys like to talk about risk. | think he's saying here:
We've got to take a little risk, responsible risk. And, nost
inportantly, we need to restructure. That's not a desire; it's a
reality.

Let's focus on tonorrow, first of all. | believe
tonorrow, we're going to apply the principles of war differently.
We're already tal king about that. W are going to do that.

We're going to man and train forces differently. And we're going
to have to adapt to a nunber of different realities.

In terns of stinulating experinentation, the key
guestion | believe is, how are others going to defeat our current
and anticipated mlitary superiority? W need to determ ne that.
| don't think we know. | don't think we think about that. But
it's not going to be with an arnor-heavy force of four corps and
20 divisions, |I'll guarantee you that. Because no nation in the
world, at least not in the next 20, 30, 40 years, is going to be
able to afford that. But sonebody will conme up with sone way to
chal | enge us and possibly defeat us. And we need to understand
t hat .

The third thing, in terns of divesting, the resistance

to change needs to be dealt with ruthlessly. W tal k about
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unnecessary structure because that's how we're going to pay the
bills.

Think in terns of change and uncertainty: Wwo wll be
our friends? Wwo wll be our adversaries? And what wll they
fight for?

And, finally, howw !l we do restructure? There are a
couple of points in the Arny | would like to focus on. And |I've
done this mainly in the context of the principles of war, because
| was part of sonmething a while back which kind of got diffused
and diluted, but it cane out eventually as a presentation terned,
"The Gft of Tine." It got very quickly branded as an air power
pitch back in the last QDR, and it really wasn't that. It was
really a way to create mass differently. But, unfortunately, it
spun of f.

Everybody said it was an Air Force thing, and it was
actually done by two Arny colonels and an Air National CGuard
colonel. So, if it was air power, it was a couple of Arny
Nat i onal Guard colonels out there, and one is ne, who were an air
power advocate. And |I'mnot an air power advocate.

But we're going to create mass differently. Since the
17th century, we have created mass with firepower. Gustaf
Adol phus made that decision. W got away fromthe pike. Wy is
it relevant? W still design force structure that way today,

absolutely. W use direct fire weapons --
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[End Side A. Begin Side B.]
MR MCGANNIS: -- ranges. The future mlitary, the

mlitary that will be the objective force, if it's going to be

successful, is going to have to be capable of having direct fire
weapons. That's true. But they'll only use themin self-defense
or they'll only use themto clean up. Because we're going to

create mass with firepower and with other sources of energy at
great distances, not line of sight. | believe that.

The second thing is nmaneuver. W tal ked about
maneuver. We tal ked about the light infantry marching at 2 and a
half mles an hour. In "ny day," it was 20 mles or 25 mles a
day. We would hunp along, with 10- to 15-m nute breaks and,
after that, everybody would die. Then we got nechani zed, and
we're talking in ternms of 40 and 80 kiloneters. | believe we're
going to accel erate towards about 300 kil onmeters an hour, down
t he road.

There is only one guy I know who is thinking that way.
There may be others, but there is only one guy I know, and that's
Jack Keane, when he tal ks about the Advanced Tactical Transport.
Those people who are looking at it are talking in that kind of
frame of mnd. But we're not going to maneuver over roads with
arnored formations. W're going to nove above. W're going to

have to nove quickly. And that neans Arny aviation needs to be
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| ooked at very carefully, as well as tactical aviation in
general .

That's al so going to put enphasis, | believe, into
mobility versus firepower, in ternms of platforns. Mbility
platforns are going to go up. Strategic, tactical, operational
mobility platforns will increase in inportance, and COM NT
platforns will decrease in inportance. And those are conbat
platforns that directly engage the eneny.

The third thing is manning the force. Manning the
force, at least in the United States context, is going to change
dramatically. It already has changed. And just in our lifetine,
we' ve progressed. It used to take eight years of education to
enlist; now you need 12 years of education to enlist. You needed
12 years to be comm ssioned; now you need 16. And if you want to
be a field-grade, you' ve got to go to 18.

But as we see the way the Arny is noving today, | don't
see a lot of novenent in any of those directions. W're going to
keep and maintain, basically, the | egacy force and we're going to
invest in the legacy force. |It's the best force in the world.
The National CGuard is the second nost nodern arny on the face of
the earth. Take your noney and invest in the future
requi renents. | don't see any reason why we've got to nodernize

the force we have in the Guard or in the active conponent today.
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It's the first and second nost nodern arny in the world. It
doesn't nmake sense.

As far as manning the force, |I'mvery concerned about
the way the manni ng concept is going. W're tal king about
bringing GED s into the force. | don't see that as
transformation, either.

But | do see the Chief lightening up the Arny. And |
think it's a very positive concept. Hopefully it will get a |ot
of people tal king about what needs to be done. And | don't think
we should focus really on what's happening. | think we should
focus on what coul d happen around it.

Thank you.

MR. ELAND: Thanks, Dave.

Now we' || do sone question & answer. |'ll ask the
first question, and then I'Il turn it over to the audience so we
can get sone audi ence participation.

The first question that | have is sonmething that Kim
mentioned originally. It seens like the Arny is short of noney
to do transformation. And |I'm wondering where they're going to
get that noney. WII| they have to cut the Comanche? WII they
have to cut the Crusader nobile artillery piece? Wat wll they
have to get rid of to do this? And anyone on the panel can start
off by answering that. Wuld anyone |ike to answer that

gquestion?
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MR MCGANNIS: | think the nunbers that sone people
have talked on -- or | think it was cited anyway -- the Arny has
been running a $12 billion deficit since 1996. That's $12
billion a year. So she is right. That's $12 billion a year, and
nost of it has been in the nodernization account, if you want to
keep the force ready. And it was a little bit less in the first
hal f of that decade. So there's a real problemw th noney. The
avi ation force was underfunded by about $4.1 billion to $4.3
billion fromfiscal year 1996 to fiscal year 1999 or 2000.

There are only a couple of places to get the noney.

Convi nce Congress to give you the noney -- and Congress has given
them about a half-a-billion dollars, with a very stern caution --
and the rest is internally. | think one of the key places to

start is not in the force structure, but in the overhead. And

our good friend, the retiring, or outgoing, chairman of the House

Armed Services Commttee, retiring by, |I guess, the rul es of
Congress, was very strong on this last year. |In fact, they even
legislated, | think it was, a 10-percent reduction, to which

basically everybody ignored and they got really upset about that.

So | think the first place to start, if you want
Congress to help you, is to help yourself. And | would suggest
the first place is in the overhead, to the tune of about a
billion dollars in the Arny.

MR. ELAND: |s that bases?
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MR MCGANNIS: No. This is headquarters and peopl e.

As an exanple, if the Chief wants to increase the force 40, 000
peopl e, the manpower is there to do it. He can reduce what |
consi der excess officers in the officer corps and pay that bill
at arate of 2 or 3 to 1.

COLONEL MACGREGOR: One quick coment. | think you can
make a good argunent that all of the nmajor institutions of
national security are really approaching bl ock obsol escence.
We're still operating with force structures, comand and control
structures, that were designed in 1946-47, after |engthy
testinony at the end of World War Il. And at the tine, the
service chiefs who testified, and they can be forgiven for this,
were profoundly influenced by World War 11. So, you're talking,
at least in the Arny's sense, about a war nobilization structure,
a structure with tiered readi ness, not rotational readiness, a
structure that is still operating with policies, some of which go
back to 1917, |ike the personnel policy for individual
repl acenents.

These things have sinply continued, wi th occasi onal
interruption in tinme of crisis, for decades. These things need
to be reexam ned. There are undoubtedly savings in that, and
sone of that has to do with the headquarters overhead, but there

is more to it. W have a huge arsenal system W have an
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enornmous logistics tail. It's time for all of these things to be
exam ned carefully.

Now, having said that, it is unrealistic to expect a
chief of service to doit. A chief of service can't do it. He
has too many constraints on him To expect General Shinseki to
do this is unrealistic. He can't. He's done about all he can
possibly do. This is where aggressive |eadership fromcivilian
appoi ntees and the chief executive is critical. |If they do not
intervene in the process and begin to restructure and nmake these
deci sions, very, very little wll change.

MR. ELAND: Does anybody el se have sonething to add?

M5. BURGER  Yes, | have sonething to add. A problem
that the Arny keeps running into with this is that I think it was
expected that the Arnmy ought to nmake significant cuts into its
heavy equi pment in order to finance transformation. The fact of
the matter is, and I think everyone here has touched on it, that
the Arny still needs those heavy | egacy forces.

A good exanmple: the Arny cut the Wl verine heavy
assault bridge last year to pay for transformation. |t then went
and nade it a top programon its unfunded requirenents |ist that
it presented to Congress. So Congress added noney. The Arny
still hasn't funded it, though, in the outyears; yet it stil
makes the case that it needs this program So the Arny is in

this battle, fighting over getting funding for Wl verine. And
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that's just one exanple of this sort of conflict between funding
for the future and funding the present force that the Arny really
has to settle.

MR ELAND:. Sean?

MR, NAYLOR | was just naking a few notes, as you
asked the question, on potential sources of funding. You touched
on one, the Crusader heavy artillery system which is really
desi gned to support the |legacy forces but is scheduled to be in
the Arny out through 2045, the last briefing I got onit. So, at
| east a reasonabl e question could be asked: How nuch risk do you
take by retaining the MLO9A6 field artillery system and upgradi ng
that, which is what is in the heavy force at the nonent, and
taki ng Crusader funds and putting theminto the transformation
pr ogr anf

There is a downside to that. The MLO9A6 cannot keep up
with today's Abrans and Bradl ey tanks. But, as has been
menti oned before, this is all about where do you take the risk.

In the heavy force nodernization program the Arny is
pouring a |lot of noney, or is scheduled to, into the MLA2 SEP
program and the M2A3 Bradl ey program There is certainly a
chance that those funds could be raided to pay for the interim
bri gade concept as it noves forward.

| think that the Comanche is the |least |ikely place for

funds to be found, because it's the systemthat nost fits in, of
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the Arny's nmmjor procurenent systens that are currently in place,
that nost fits in wth sort of the transformation concept.

The Base Real i gnnment and C osure Conm ssion is another
pl ace where sonme strong-w |l ed congressman coul d nake a rea
stand -- and naybe earn the enmty of their colleagues. But if
we could cut sone of the infrastructure out of the Arny, you
woul d i mredi ately free up funds, over the next couple of years,
to pour into transfornmation.

But | think, crucially, because of the anmount of noney
that is needed, according to the Arny, it's inperative that the
Chief do a better job of selling transformation to the public.

He is notoriously reticent about talking to the nedia. And the
medi a are the people who will take his nmessage to the public, who
pay the taxes that he wants to fund his transformation, and to
vote for the people who are going to appropriate those nonies for
the transformation. He turns down interviews wth Newsweek
magazine, U S. News & Wirld Report. It doesn't make any sense
for himto do that. He's actually very articulate and good at
pushing his case with the press when he neets with them and he
should do it nore often.

MR. ELAND: Let's open it up for questions fromthe
audi ence now. |If you could just wait for the m crophone, so we
can all hear you. And also, keep your questions as short as

possi bl e so we can give our panelists a chance to answer.
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MR. ATKESON: |'m Ted Atkeson, the Institute of Land
War f ar e.

| would Iike to ask Col onel MacG egor a question about
the strategic deploynent. Very clearly, we are not going to be
able to nove anything fromeither Fort Drumor Fort Lewis on a
1,000-m | e-range C- 130, so we are thinking about transl oadi ng
these things. Have we thought about the idea of perhaps a little
heavi er investnent in long-range aircraft, like CG17, that would
get us where we want to go without having to keep two fleets
goi ng?

COLONEL MACGREGOR:  First of all, your question is a
critical one. | think there was a tendency early in this process
to look at forces and | ook at existing airlift. There was
probably a deci sion behind the scenes to suggest that the Arny
will never get "fromthe Air Force" all of the airlift it needs.
There are lots of CG130's, so let's ook at the G130 as having
sonme utility. | think that's a m stake.

| don't think these forces, under any circunstances,
shoul d be equi pped or configured to fit within existing airlift.
| think, instead, we need to go back and say that, if we need 200
C17's, we ought to have 200 C17's. And the C17 is a
revol utionary piece of equipnent. 1've seen it take off and | and
in places |ike Sarajevo and Skopje in weather that nost of you

here today would not drive to work in. It is a spectacul ar
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aircraft. |Its readiness rates are extrenely high. You have to
work to break it. So, you're absolutely right, the G17 is
clearly the desired formof transport for that portion of the
force which is designed to fly.

Now, that brings nme to a second point. Al of these
guestions about nodernization mss the point that if you redefine
how you're going to fight, and then, within the framework of that
redefinition, are willing to restructure your force, reorganize
the way you' re going to do business, you can make sone deci sions
about how nmuch you may need of one thing or the other. Right now
we're stuck in this old division-based paradigm As |long as
we'reinit, we will not be able to address those questi ons.
That's why the organi zational issue, the joint operational
architecture issue, up front, nust be addressed.

The second thing is we've got to | ook at the other
services. Wat do they bring to the fight? Wat do we bring to
the fight? Wat capabilities are Arny-uni que that they need? |If
you're an Air Force major general leading a JTF, there are
certain things the Arny could bring to you that no one el se can
give you. But these capabilities are within this rather
anor phous division structure. You cannot reach into them and
pul I them out.

And then, finally, the issue of what kind of vehicle, I

couldn't agree nore with whoever said it's the wong debate.
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Unfortunately, we're stuck with it because we're about to spend,
or may spend, $9 billion to buy it. That's unfortunate. |It's
the wong debate to have. But that's where we are today.

| f you go back and redefine the way you do business,
you may not buy sone of the things that we're currently schedul ed
to buy. Sixty-two percent of all the tonnage shipped to Desert
Storm consi sted of tube artillery and hard-shell amrunition for
artillery. Now, if we |earned one thing fromDesert Storm it is
that if you are dunb enough, as an adversary of the United
States, to entrench yourself in static fortifications, there is
this entity called the United States Air Force which will fly
over and exterm nate you. W did not need all of that artillery.
And we are unlikely in the future to need all of that artillery.

If that is so, then perhaps we can begin | ooking at
changes in the paraneters of the force. How nuch artillery do we
really need? W may not need any towed artillery, which is
really a very ancient piece of equipnent. W nmay need ot her
forms of stand-off target acquisition and weapon systens.

For instance, the Gernmans have devel oped sonet hi ng
called the Typhoon. This is an arned UAV. It's relatively
i nexpensive. Essentially, it takes off, it flies around for
three or four hours, until you find a target, and it carries a
24-, 25-kil ogram warhead that you can then fly into the target of

your choice. Well, if you equipped a unit with 200 or 300 of
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t hese things, imgine what that would do for you in ternms of
accel erating your advance.

The other issue is that today we are still | ooking at
branch-pure formations. W are right now | ooking, in the context
of the IBCT, at a couple of battalions of notorized infantry
reinforced with sonething they call a bunker buster, a gun on a
wheel ed chassis. |Is that really what we want?

| think what we really want in the future, nore and
nmore, is an all-arns formation, sonething that enbraces all of
the capabilities, because you' re never entirely sure what you're
going to confront. There's not that much room for specialization
in the extrene sense. So we need organic aviation, and probably
nmore of it. W need arnmed and unarnmed UAV's. But you cannot
manage airspace without aviation. You can't interface with the
Air Force very effectively unless you have aviators. All of
these are critical questions that have to be fed into the whole
process of devel opi ng that organization for conbat.

The last point, and this goes to what Dave nentioned
earlier, there is a need for sinplicity in the structure and
organi zation of the force. Sinplicity is always the answer in
war. We've |learned that the hard way on nore than one occasi on.
And it's nore inportant now t han ever because of the nature of

the joint fight. Sinplified command structures that plug in Arny
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capabilities to achieve that synergy that you get when you get
different service means wthin a new frameworKk.

And we know that the future of warfare in the next 10
to 20 years will be joint task force warfare. W'Ill end up with
standing joint task forces in the regional unified commands. W
wll not end up, as Dave McG nnis pointed out, with multiple
divisions inside corps, all structured to operate as part of
armes and so forth. If this is true, how|long do we wait before
we nmake change?

MR, ELAND: Tonf

DR. MCNAUGHER: Let ne provide a nuch |ess conceptually
el egant answer to your original question. | think when any of us
wants to go soneplace fast, we call the airlines. So when the
Armmy starts tal king about going sonmepl ace fast, you think
airlift.

| f you take a reasonable nunber of C17's and you try
to get a brigade of |ighter vehicles fromhere to anywhere
interesting in the world, it's not going to do it. Unless you're
into invadi ng Mexico or Canada, you're not really going to get
fromthe continental United States, with any reasonable |ight
brigade, with C17's.

Now, can you buy nore C-17's? WlIl, | suppose the
Nation can. It just adds to the bill we tal ked about a m nute

ago, though. But even if you bought nore, you could have had al
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the CG17's in the world flying around Al bania. There's a
guestion of how many can | and and how many the Arnmy gets out of
those that can land. Renenber, humanitarian relief was al ways
the first priority for General Clark in Operation Allied Force.
So the Arnmy was constrained by the strip and by priorities.

So, unless you're going to land in Saudi Arabia, where
you have ranp space galore, I'"'mnot sure nore CG17's is going to
solve the problem And | think the Arny has done sonme of these
calculations. | think they started out thinking they could do
this with airlift; then they realized it's going to require the
sanme kind of conplex array of strategic nobility assets that
we' ve actually been devel opi ng since 1990. W' ve bought | arge,
medi um speed sealift. W' ve done sone prepositioning.

| think it's going to take prepositioning in certain
areas of the world. [It's going to take the adroit use of
sealift. |It's going to take sonme maritime prepositioning. And |
don't know that the Arnmy can afford to buy a whole set of these
lighter vehicles and stick it on a ship. Fine. Put everything
el se on the ship and bring the SEP in by airlift. Put all the
trucks and the command and control gear and so forth on.

Finally, I think it's time the Nation -- and this is a
nati onal debate and not an Arny debate -- think about an array of
smal | er bases around the world. W' ve spent 40 years focused on

Europe and Northeast Asia. W now have gl obal deploynents. W
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m ght need to think about bases el sewhere in the world. We're
never going to get the kind of prepositioning there we had in
Europe or in Korea, but think about acquiring that and putting
things there that help us get closer to a theater with sone
things that are inportant. And it's there where the G 130
probably conmes into play, not in the strategic nobility.

One last thing on the CG130. And I have no speci al
insight into General Shinseki's notives, but | personally, as a
student of the acquisition process, see the use of the C-130 as a
design constraint on an acquisition process that will always add
a couple of tons here and there. The ML tank actually started as
a 54-ton tank because that was the bridging limt in Germany back
inthe early 1970's. It got junped to 60 tons before it even got
into contract. And it junped up to 65 or 70, dependi ng upon
whi ch variant you have, in actual developnment. So the C 130
constraint actually disciplines the organization and keeps it
bel ow 20 tons.

MR, ELAND: Yes?

MR AUFLY: |I'mEd Aufly, fromthe Stars and Stri pes.

|'ve been hearing a ot of talk, and the subject is
focusing on the Arny itself, but | would |like to get the three
non-journalists and the two journalists to say what is the
effectiveness of the Joint Forces Command down in Norfolk, that

has been designed apparently to make this joint revol ution
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happen? |Is this really going on, or is it a Potenkin village
down there?

(Laughter.)

MR. ELAND: Who wants to take that one first? Dave
will take it first.

MR MCGANNIS: | think that they're nmaking progress.
But | think they're up against the sanme thing that the entire
joint arena has been up against since 1947. |It's going to take,
as Doug brought up, sone political |eadership fromthe next
Secretary of Defense to nmake that nove. They're trying, but the
favorite topic is Title X responsibilities. You ve got to becone
a lawer now to understand how you can integrate jointly.

Per haps Congress, the guys such as Senator Lieberman
and ot her people who have taken an interest in the past, maybe
need to go a little bit farther. There has been sone tal k about
redoing the joint |egislation.

But that's the problemas | viewit right now There's
just too nmuch friction, friction of warfare. There's a |ot of
friction of warfare inhibiting both themand, nore inportantly,
the Joint Warfighting Center, which is under it, who are doing
sone great stuff. It's not getting out, nunber one. And, nunber
two, they're not getting the access or funding they need.

MR. ELAND: Anybody el se want to conment ?
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DR. MCNAUGHER: David can speak, of course, because
he's retired. | may be. Let ne walk into this.

First of all, though, let nme just say |I'm not an
el ectronic or command and control specialist, but the closer
get to the subject, the nore |I'maware of the enornous conplexity
of this subject. | don't disagree with Doug MacG egor on the
need for jointness at |lower |levels. The architecture for that is
horrendously conplicated. It's not sonmething I think the
services are going to conme up with, so | think you do need a
Joi nt Forces Command.

Al though | would suggest that if | were in the DOD, you
m ght think about giving the CINC s, the commanders-in-chief, out
in the regions sonme resources and sone spaces, and say: Conme up
with an operational joint headquarters that suits your region.
Because, in the end, what we nean by jointness | think will vary
Wi th scenario and vary with region, and you m ght actually get a
| ot of different ideas out of that, that then you can play into
Joi nt Forces Command.

| think JFC is wal king dowmn the right road. If | were
in the next admnistration, | would give it nore resources. It
needs to take this nore seriously. Next to distributing the
Arny, and | agree with Doug, this is a very difficult thing for
an Arny that has been hierarchical for a long tine to do. |

think getting jointness, real jointness, at the |evel of

ARTI Transcripts
(202) 347-0030 and www.artitranscripts.com



51

operations, not at the level of a CINC but at the |level of a team
that goes in early or sonething like that, is an incredibly
difficult challenge, but it's one of the top priorities, | would
say.

MR, ELAND: Yes?

M5. GROSSMAN:  El ai ne Grossnan, |nside the Pentagon.

| " m wondering what the panelists see as the proper role
for the National Guard and Reserve in a transfornmed Arny and what
the current plans are, under transformation, to use those
conmponent s?

COLONEL MACGREGOR: First of all, I'"lIl let the National
Guard expert speak, but sonething | advocated three years ago was
the formation of what | called a strategic reserve corps. The
i dea was that you al so reorgani ze and restructure the Nationa
Guard and the Reserves, and you put themin a rotational
readi ness context and you identify w ndows, when certain
formations wll be expected to perform This becones
increasingly inportant for a whole range of reasons.

First of all, there is a human requirenment. W owe it
to people to make their lives nore predictable. The current
structure won't do that, and the current institutional policies
can't do that. So we need change in those areas.

The second part is spending noney. You want to know

when you're going to spend noney to train soneone and when you
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won't. And if you're spending noney equally all the tine for
everyone, you're probably not going to get the result that you
woul d i ke to get.

I nterestingly enough, the Guard, which has |ess
personnel turnover in many respects than the active conponent,
because they're regional, would benefit fromthis very quickly
and very early. And | think it would dramatically enhance the
Guard's capabilities and contributions to the active force.

MR MCGANNIS: | would agree with Doug. And we have
advocated that for a long tinme. | think that the one thing
that's inportant to transition is that -- and I'ma firm believer
inthis, and I'lIl cite Toffler and historians and a whol e bunch
of other people if you would like -- we nmake wars and we nake
weal th. And one of the reasons we're in a transformation period
is because we're changi ng how we naeke wealth. That's critical.

And there are a | ot nore people out there in the
Reserves, in all the services, in the rag-tag mlitia, who are
maki ng noney, believe it or not, and nmeking a | ot of noney. And
they understand this dynamc. And they also provide that bridge.
They provide the bridge technologically and they provide the
bridge politically. So I think it's inportant that, whatever we
do, we partner. The comon defense is not the mlitary services
inisolation. And it has gotten to that, especially in the

post-Col d War period, with operational forces. And | think
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that's the nunber one negative of the entire defense
establishnment. And not just for the Guard but for the Reserves.

MR. ELAND: Sean?

MR. NAYLOR  Just a couple of thoughts on that. One is
the Arny is already noving to give the Bosnia peacekeepi ng
m ssion alnost entirely to the National Guard now. And | think
that's the sort of role that an Arny that's going to be stretched
both financially and in terns of personnel over the next few
years could certainly |leverage for the Reserve conponent.

Movi ng beyond that, | see a real challenge for the
Reserve conponent in staying current as the Arny transforns, in
terms of warfighting practices. The point has al ready been nade
several tinmes that digitized networked warfare is extraordinarily
conplex. And there is a real question to be asked as to whet her
you can stay proficient at that sort of warfare with the very
l[imted training tinme that the Reserve conponent has.

Ri ght now, the National Guard has a | ot of division
headquarters. There could be a question there about whether
funds could be found by cutting those division headquarters.

MR. ELAND: | guess the National Guard is only as
capable as the anount of training and noney it gets. So if you
put | ess enphasis on the Arnmy and nore enphasis on the Guard, if
you made the decision to do that, you would probably have a nore

capabl e Guard than you do.
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MR. NAYLOR  But you've got to be careful that you
don't split the difference too nuch. Unless you're training as
hard as the active Arny is training, you' re not going to be as
good as that. And those who would shift an awful |ot of
responsibility to the National Guard -- and | think the Cato
Institute and the Air Force are both on the sane side of this,
fromthe limted exposure |I've had -- are taking a great risk
there. Because nodern warfare cannot be trained for part-tine.

MR, ELAND: Yes?

MR. KOBER: Stanley Kober, with the Cato Institute.

| want to follow up on sonething that Tom McNaugher
said. Alot of this started with the Gulf War, to get forces to
the Gulf quickly. But the reason we had to do that was they
didn't want us there until they got into trouble. And then they
wanted us there. Wat is our responsibility to defend people who
don't want us there until they get into trouble? That's the
reason we have to go light. W could be heavy in Gernmany because
they wanted us there before they got into trouble. So there's a
political assunption underlying this, that has been inplicit,
that | think needs to be exam ned.

COLONEL MACGREGOR:  First of all, I want to go to
sonet hing that Tom nentioned that sort of slipped everybody's
attention, | think. He talked about maritine prepositioning.

And we had a recent exanple of what you're just describing. In
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early April of 1999, the SACEUR summoned nme to his office and
said: How do we position Arny forces to get rapidly into
theater? And | said: Sir, the Arny prepositioning afloat;
that's the answer. And he wasn't aware of all that was
prepositioned at sea. But he said: Okay, great. He asked for
perm ssion to utilize it, and it was deni ed.

The bottomline is that this maritinme prepositioning
force -- and |'m an advocate for nore of it -- currently sits,
for the nost part, in the neighborhood of Diego Garcia and, on
order, can nove very quickly, within two or three days, to an
area where there is a crisis, and then loiter offshore. And,
when the tine cones, they can conme ashore. And a reinforced
brigade, plus logistical elenents, can fly in fromthe United
States, already identified, to fall in on this equipnent.

Had we done that, we could have had Arny forces on the
ground in Macedonia 96 hours fromthe time that the ships arrived
of fshore. And it wouldn't have taken them nore than two or three
days to steamup there. They're very fast. So that's an exanple
of the kind of capability.

Back to this issue of |ightness, what we're really
tal ki ng about is sone nunber, sone force, that can fly, but then
the ability to rapidly reinforce fromthe sea, from prepositioned
SEP's at sea, is equally critical. And | would contend that

there is plenty of interest in supporting that on the Hill
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DR. MCNAUGHER: You posed the question, | think, a
little bit off where | would pose it. You said: Wat's our
responsibility to defend friends? No, our responsibility is to
our interests. And we perceived that we had vital interests at
stake when Iraq invaded Kuwait. | happen to agree with that.

Then the question is, how do we defend friends who have
a political problemw th an obvi ous American presence? Actually,
we've westled with that question all through the eighties.
Renmenber, it was really the Soviet invasion of Afghanistan that
set us off on worrying about a Soviet invasion of lIran --
actually, worrying about the Gulf. | wote a book on the subject
back in the eighties. And I renmenber the Reagan di pl omats
scurrying all over the Gulf, |looking for a base, and getting a
little bit of help from Oman. But nobody up in the Arab
shei kdons was going to be very hel pful

| thought we did a remarkable job, in the 1980's, of
devel opi ng kind of a conplex array of ways of getting to the Gulf
in a hurry without access to bases.

Now, woul d bases have hel ped? Sure. But strategy is
first of all politics. And if, by putting a base in Saudi
Arabia, you make |ife worse for a friend, that's not good
strategy. So | think we did it all very well. Doug' s point
about the maritinme prepositioned force and allied force, |

assuned -- and you know better than | -- that the reason that was
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deni ed was, again, that politically President Cinton was not
into signaling in even the slightest way that he was

contenpl ating ground force assets. And that may occur in another
future crisis. But you sure want to set up the situation so that

if the door opens and you can deploy with maritinme prepositioned

forces you can do it. |It's a great way to get things places.
MR, ELAND: | do think it's curious that the foreign
policy establishnent, if you will, is sonetines nore concerned

about defendi ng other countries than they are thenselves. So |
t hi nk maybe that's the point that Stan m ght have been trying to
make t here.

We have anot her question up here. W just have tine
for one nore question, because the tine is running out.

QUESTION: | wanted to ask if a lot of mlitary
resources are used, financial resources and human capital, in the
drug war, and how you feel about that?

MR. ELAND: Does anybody want to address that?

COLONEL MACGREGOR: The first thing I would tell you is
that the Arny, like all the arned services, but the Arny nost
inmportant in my view at this stage, has to be structured,
organi zed, equi pped, and postured to do whatever we're asked to
do. Wat we feel about it is irrelevant.

MR. ELAND: Anybody el se? Dave?
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MR MCG NNIS: You asked the question and I'I| give you
an answer. It has nothing to do with defense. | don't think the
probl em of the "drug war," in itself, should be a problemwth

nati onal security, although we've nade it one, mainly because of
the characters who are playing on the other side.

We've seen a lot of it on both ends -- and the Guard
has participated in a lot of it on both ends — and | have becone
a firmbeliever, because of that, that if we spent a tenth of the
nmoney at honme on use reduction -- and I'mnot talking about |aw
enforcenment, |'mtal king about education -- that we would do
ourselves a |l ot better than spending a | ot of nobney overseas,
chasi ng these cl owns.

Now, if we want to chase them for sonme other reason
that's fine, because of political stability or whatever. But |
think we contribute to that nore by creating and nmai ntai ning the
mar ket here than any ot her reason.

MR. ELAND: That's all the tinme we have for questions
now. | would like to invite you to an informal buffet |unch
upstairs in the Wnter Garden. And | would also like to thank
our speakers for an excellent panel.

(Appl ause.)

(Wher eupon, the Policy Forum was concl uded.)
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