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PRESIDENT’S MESSAGE

HOW NOT TO CUT ARMY FORCE STRUCTURE

Given the political climate in the
nation’s capital and in the coun-
try at large, it seems inevitable that
Congress will refuse to go along with
the levels of defense spending pro-
posed by President Reagan in his
budget. This will not mean an actual
“cut” in defense spending, since
almost all federal spending increases
every year. What it will mean, how-
ever, is that choices will have to be
made at the Department of Defense
and in Congress about defense
priorities.

Such choices are difficult. They are
not made easier, either, by the pres-
sures on harassed congressmen from
their constituents and from various
special interest groups on a wide
variety of issues, a strong national
defense being only one of them.

Former members of the joint chiefs
of staff have noted that this mael-
strom of issues and pressures some-
times forces those concerned with
how to spend defense dollars to over-
simplify. These decision-makers allo-
cate the money to the squeaky wheel
rather than seriously evaluate how to
achieve the best defense for the
dollar; i.e., what mix of forces actu-
ally offers the best deterrence against
the inclinations of our enemies.

So it is with “cutting” defense. To
put it simply, there are three ways to
save money in the military. One is to
not buy hardware. There are two prob-
lems with this approach, leaving aside
the fact that modernization and fully
equipped units are needed. One is that
procurement tends to occur over a
period of years, so that dollars saved
in any one fiscal year are modest.
Second, stretching out procurement
doesn’t really save money in the long
run; it actually wastes money. If you
build two F-15s a month, it is almost
like custom building them. If you
build eight a month, it achieves

assembly-line type economies, the
lesson Henry Ford taught us eight
decades ago with the automobile.

A second way to save defense
money is to cut the operations and
maintenance (O&M) accounts. This
was done with some frequency during
the early and mid-70s. The joint chiefs
of staff strongly rebelled against the
O&M cuts of several years ago on the
grounds that when operations money
is cut it results in units that can't
train in the field, planes that can't fly
and ships that can't steam since
there is no money for fuel. It also
means that training ammunition,
growing ever more expensive, has to
be cut to the bone.

The third way to cut defense spend-
ing is by reducing the size of the
force. This is discussed increasingly
on Capitol Hill. Last year, when it
appeared Congress might cut the
end-strength of the Army, a planning
conference generated a proposal to
cut strength in the active force, plac-
ing those spaces in the Guard and
Reserve. No doubt about it, cutting
21,000 persons from the full-time mili-
tary would save big money in a hurry.
But that does not mean, based on the
strength of that argument by itself, it
is a very good idea. The 24-division
Army force structure, 16-minus active
and eight-plus Army Guard, was de-
veloped for good reasons. Force
structure is developed in response to
what is perceived as the require-
ments for military forces in various
contingencies.

This year's impending budget ac-
tions may force Congress to cut mili-
tary end strength. If this occurs the
Army may be forced to make changes
in force structure. It is under that con-
tingency that the reserve components
should be ready and willing to take on
additional force structure.

Which brings us to the “how-to”

aspect of such a decision. There are
at least two ways to shift forces from
the active component to the Guard.
One, the more traditional of the two,
is by dealing with battalion and
larger-size organizations. Although
the Guard and the Army Reserve have
separate company-sized units, they
typically are specialized combat sup-
port or combat service support units
and not combat arms units.

This brings us to the second
method, the one under consideration
by some force planners today. Their
scheme would be to deactivate one
artillery battery from an active Army
artillery battalion and reestablish
such a battery attached to a Guard
artillery battalion. That battery then
would be a “round-out” unit to the
active Army element and probably
would carry the active unit’s letter
and number.

There are a couple of things wrong
with this approach. First, the Army
conducted a test of this concept
about a decade ago and found it to be
impractical. Let's not repeat that
mistake. Second, this is a far cry from
the traditional National Guard con-
cept of organizing and training units
for mobilization and service as units.
Since doctrinally the Guard is to be
organized as units, trained as units
and sent to war as units, then this
proposal has no place in the Guard. It
also would jeopardize command and
control arrangements. The degree of
control the active Army battalion and
perhaps brigade or division com-
mander might want to exercise over
the Guard unit would, in fact, reduce
state control to an illusion, and
weaken the Guard's ability to meet
requirements imposed by individual
states.

Such a means of force structuring
is simply not in the best interests of
the Total Force.
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