Personal Viewpoint

Force XXI Engineers:
New Organization Misfires in the Breach

H_'.' Lieirencint Calaned Brivce Farter

he Army is experimanting with
Tnp:in:-ns for o maw  heavy

tormaded uned mechonied) divi-
seon design, called Oiviven XX os
part of the Farce XX program. One
signifacant  option,  promulgased by
Traiptng  and  Docicine  Command
(THADDOCY, iovolves reducing  the
nurmber ol mechantzed engineer baninl-
ions i epch hepvy division from (hiee
io two, This "new™ design 13 nob hosed
o inneviative soncepls or breakibrowgh
technolpgies. Tt is o retreal to Cold-Woar
thinking in n myvopic nlempl 1o sive
misnpower spaces. The new design rep-
licates o strocure that foiled in both
World War 11 and the Cold War and
wis [ined only with memendeus effon
during the Persian Gull War, Mo
impartantly, when the principles of
Arary Vit 20000 and Jodnr Visiow
20000 are wsed s a hasis for apolyais,
the new engineer design proves (@ be o
pesr, perliaps catastrophic, chojce for
the combimed arms team ol the Lumiee,

Rackground

rmy force structures in World

War [T wnd the Cold War outho-

rized one engineer battolion
b orgamic 1o each division. The resuli-
img task organization of just ope engi-
neer  Connpany 0 cach  ground
mineuver brignde (or s egquivalenth
wis absolutely insufficent in dlose
combal operalions, The corresponding
Tix™ in both World War [T and the Cold
Wir was doctrinal—lo lusk onganiie a
coms combil engmeer baltabion o the
division, The technigue worked well i
World War [T when the mission
involved construction. 18 did nal work
{or misslons requinng  synchmoniged
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infantry -taik-engincer combined armms
up;m!ium.. Tia resmicely thiee weakniesa,
the oflicin]l allecaction  réport  for
World Wor BT called for o full engimeer
regiment in gach armored  divisien,
That recommensdation was ned acled
upon in the rush o demobilize alier the
Wlr.

The vamous types of divisions estab-
lished dunng the Cold Wir expenenced
similar proflems with insulficient divi-
sion engineers, Again, they relied on o
corps engineer butfulion for sugmenta-
bon, Tusk organization of o engineer
barmlions across three ground maneu-
wer brigades (& maichup of eight engi-
meer  companies aganst [0 ground
maneuyver baitalions), plus o cavalry
souaifron,  was  highly  problemitic,
There wia no way o coherently orgn-
nize i division:level siafl ond Hree bil-
mlion  stalfs oul ol two  Sandacd
Bt lion sgadls,

Evolutionary Progress

b revolation in trmining inapired
T by the Madienal Trining Center

(WTC) resehed in un unintended
evalition of the maneuver/enginees
tisk organization throughout the [980s.
Over tame, maneuver units established
that the “matural” patern of operation
WS ONE ENgineeT compiany per mansi-
wvier bustalion sk force (o mchude cavs
alry squadronsh, When the NTC first
opened, one engineer platoon usoally
was task organized to esch deployed
battalion task force. Afber o few years,
o full threc-phitoon engineer company
became the sorm for esch rolation ©
the WTC. Afier another few years, each
hatenlion task force amived ot the NTC
with a full cnglneee company (a total of

iwo engincer companies). By [9HE,
cach bngsde deployment  included
mijor pieces of the engineer baitulion
headgquariers. In the NTC's close-to-
combiil envonment, even when nod o
minin dhivigion effort, the natuml evalo-
Honary process resilied in one engineer
company per batlalion tesk force and
onE engmesr hagin lion I'||!r||.‘||.|l].ar1:t'h. per
maneuver brigade headguarters,

This r|:|u|_inr|.5'.l1i|1- W |1|.||:|- reCig-
nized by communders al all levels at the
sturt of Operation Desert Shield. Each
heavy  division  deploved with s
organic enginesr botinlion, plas fwa
corps engimeer baialions and some ty pe
of colonel-level headguorlers.  [(The
exceplion was the Lst Cavalry Division,
which was placed in thepter reserve )
For example, the 24ih Infuntry Division
deploved o Operotion Desen Shiekd
with i orzanse 3rd Engineer Botialion,
ihe Sty Enginecr Buwalion from Fon
Leanerd Wood, the 200h Enginesr Bat-
izl Drsan Fort Sill, and the 36th Engi-
peer Croup  beadguarters from Fon
Bennmj,

The pructsal prosess of force md-
ermization leads fo eqmpment Delding

| ot upeven ratas across the Army, Corps

units are almost always oot of step with
aay specific division with regand o
mdsdernization. For most coops unils,
the problem is one of inconveniences
raf bt than aciuzl danger, becnuse corps
units reinforcing a division typicolly
don't engage in direct combul. The
problem s more critcal for combat
engimeers, For the 2dth Infaniry  Divi-
sion, the resull was almosl cutasinophic:
Corps  engineer buialions had  older
rifles (with meompatible ommunition)
but newer (and also incompatible) com-
munications. equipment than e divie
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sion. Perhaps worst of all, neither of the
corps engineer baltalions had started
the mechanization process—the specta-
cle of engineers in dump trucks fight-
ing alongside Bradleys and tanks was
heroic but institutionally shameful.

Maneuver units receive artillery
support via small fire-support cells
using remote communications (the
artillery is out of sight and well to the
rear). Combat engineer units, however,
execute missions  from the
maneuver formation. Engineers, infan-
trymen, Bradleys, and tanks operate
side by side in virtually every task from
squad through battalion levels, Sapper
teams are integrated into dismounted
infantry squads. Tanks with mine plows
operate as part of breaching engineer
platoons, which in turn are task orga-
nized to infantry companies. Compre-
hensive  tactics, techniques, and
procedures must be developed at every
cchelon to coordinate and blend the tal-
ents and capabilities of specific com-
manders and their units.

Synchronizing a combined arms
breach is arguably the most complex,
difficult operation a commander can
undertake. Engineers, infantrymen, and
tankers must have absolute trust and
confidence in one another, trust and
confidence born of repetitive training
and habitual relationships. Those capa-
bilities cannot be assumed when some
unknown unit from outside the organi-
zation arrives on the battlefield. Mutual
trust and confidence certainly were not
present when corps engineer battalions
joined the 24th Infantry Division dur-
ing the initial deployment for Opera-
tion Desert Shield. They were built
over a 4-month period after the units
deployed and intensively trained
together in Saudi Arabia. Given that
extended training period, strong moti-
vation based on the certainty of immi-
nent combat, and lack of distracters, the
corps engineer units effectively became
“divisional™ units.

Almost immediately after Ameri-
can ground forces departed from Iraq,
the Chief of Staff of the Army
approved a new heavy division engi-
neer structure that included a brigade

within
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headquarters and three lean engineer
battalions. That approval was based on

years of analytic study and modeling |

by the Army. Additionally, the
approval affirmed what had evolved
over years of training at the NTC and
acknowledged what had been proven to
work in combat during Operation
Desert  Storm. The resulting force
structure used no more manpower
spaces than the previous two-battalion
ad hoc design. [t may be called the
Army’s first Force XXI organization,

Future Challenges

n contrast, the Division XXI engi-
I neer design now promulgated by
TRADOC is just a rehash of
already  discounted concepts, dis-
proven theories, and flawed Cold War
designs. In fact, problems will be worse
than those experienced in the Cold War.
While engincer mobility assets de-
crease in the Division XXI design—
B Organic mobility capabilities of
the maneuver unit remain constant.
E Requirements for maneuver unit
mobility increase drastically.

®  Enemy countermobility capabili-
ties increase significantly.

The command and control problem
of two engineer battalions applied
against three ground maneuver bri-
gades grows worse in Division XXI.
The Division XXI engineer battalions
are smaller and less capable than cur-
rent battalions. The ability of corps
engineer units to reinforce contingency
divisions for close-combat synchro-
nized operations has virtually evapo-
rated due to the downsized Aclive
Component force. (Almost 100 per-
cent of all corps mechanized engineer
battalions now are in the Reserve Com-
ponents.)

The new division, to be fielded by
2010, will include only “product
improvements” in the way of major
weapons systems, with no improve-
ment in the maneuver unit’s mobility.
Improved electronics will give com-

manders better intelligence about the
enemy and terrain—but they will be
unable to use it, because they will lack
the engineer mobility assets to maneu-
ver across the battlespace and over-
come complex, dynamic enemy
obstacles. Yet, the theme of "Dominant
Maneuver” in Joint Vision 2010 is
clear:

Through a combination of asymmet-
ric leverage, achieved by our positional
advantages, as well as decisive speed
and tempo, dominant maneuwver allows
us to apply decisive force to attack
enemy centers of gravity at all levels
and compels an adversary to either
react from a position of disadvantage
or quit ... Dominant maneuver will
require forces that are adept at con-
ducting sustained and synchronized
operations from dispersed locations.
They must be able to apply overwhelm-
ing force... These forces must have the
ability to outpace and outmaneuver
the enemy. Current systems, enhanced
by information superiority, will provide
a clearer picture of enemy and friendly
locations. Information superiority also
will allow joint commanders to coordi-
nate widely dispersed units, receive
accurate feedback, and execute more
demanding, higher precision require-
ments. [ Emphasis added. ]

Army Vision 2010 establishes “Deci-
sive Operations™ as the Army's equiva-
lent of “Dominant Maneuver.” The
vision specifies the concept of “simul-
taneous, brief, violent attacks™ enabled
by “simultaneous application” and
“mobility, speed. and agility.”

These visions provide a clear con-
cept of tomorrow’s battlefield: battal-
ions that must disperse and fight
autonomously on an increasingly non-
linear battlefield. Commanders will be
expected to act quickly based on near-
real-time intelligence. Implicit in this
requirement is the need lo preserve
freedom of maneuver for the task force
commander, to allow him to maneuver
where he wills to best accomplish his
mission, then to emplace dynamic
(Continued on page 34)
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material, materin] takeofl lists, and
quality assurance and imEpection proce-
dures. When engineers from light uniis
deploy v updeveloped countres such
as Somnhin and Huo, they ase oflen
aenong the firsd soldiers on the ground,
They need engineer construction skills
iy build base cumps, provide waste dis-
pukal, upgrade or build main supply
routes. and perform  omany  other
engineer-reloted tnsks. To fill that need,
oll engineers will receive the traning
reqquired 1o pedorm their missions dur-
ing operstions other than war,

Conclusion

he Engimeer Schonl's goal is fo
T produce ihe best-trained liewien-
ant 11 eanin 17T weeks, Althoagh
these young officers connol become
experts in all the subjects taught = the
school, they will receive o broad ringe
of training opporunities and exper-
ence. Thix will be & remendous advan-
fage when they amive al a unil,
Licwlenunis leave the basic course
exciled about being an Ammy officer
and eagerly look forward to leading o
plainon and serving their country. 1§
then becomes the unit's responsibility
i gharpen their warflighting and leader-
ship skills. These voung officers are
the fotwre leaders of the Engincer
Corps. Soldiers are our eredentials, bui
our junier leaders are our legacy,
had

Lleatenanr Colonel Thomas ds Com-
ramde s, 354k Engineer Battollenm, Fort
Leoward Wood,  Missours,  Previvas
aviigrments mclude Commander, L5
Army Readinexs Group, Fort Leonand
Wrod, Misxours; and Execiwrive Officer
and 53, 307th Engineer Battalion, §2d
Airbarne Divivien, Fort Brogg, North
Carcoling, LTC Thomas is a pradware of
the fnfantry Officer Advanced Course;
the Airborne, Ranger and Jumpmasier
Schools; and the Command and Gen-
eral Shaff Collepe. He boldy a masrer s
degree in civil engineering from the
Uisiversity of Mlinos,
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obstecles that will allow him to disen-
gage when he chooses. Wide dispersion
will negate the already difficult concept
of shifting engincer unils ncross task
forces 1o support maltiple opermtions,

Al the same Uime, maneuver units
will be foced with an increasingly
comples wrrmy  of  countermobility
threats. Among these are the use of
mines and other obstacles in great
number, plus betier use of the termain’s
natural countermobility  effecs, o
asymmetrically combat Americon
superionty In speed and firepower.
Land mines are a cheap, deadly, and
almost-insmrmountable threat o the
mobility of LS. forces, The problem
will get wome as more countries
pequire o dynamic obsiacle-emplacing
capability by using systems equivalent
to our Yolcano and arvllery- and
helicopter-delivered scatterable mines.
The lesson of Desert Storm will be
very clear 1o our enemies: The Ameri-
can Army cannot be allowed (o freely
maneaver its armored forces.

Even the mature of the threat will
pose an increasingly difficult problem,
The mountaing of Bocnin and lran, the
ncefields of Korea, the jungles of Africa
and South America, and urban sprawl
everywhere are certainly more challeng-
ing to our mobility than the north Ger-
man plain or the ragi southern desert,

Despite Army Vision 20/0% claim
that the Army is the service of choice (o
ensure full-spectrum dominance, divi-
slons become fess capable of full-
spectrum operations with the loss of an
engineer bottalion. Combal engineer
battalions often are the unit of choice in
operations other than war. They deploy
a5 mechanized infantry when Bradleys
ure inappropriate, as firefighicrs, and as
relief for sll kinds of disasters. Im adl
opcratkns (garrison, combat, and oper-
ations other than war) TRADOC'S
Division XXI design will result in a
huge increase in operational tempo
pnd personnel tempo For the two engi-
neer battalions,

While the bosic orgenizationnl

structare of an engineer brigade anad
three haitalions remains sound, heavy
division enginesr batalions still meed
major internal changes to meet the rig-
orous requirements of both today’s and
tomomow's  baltlefields. Clearly, we
misl resource key staff officers such ns
the 52, signal officer, and maimntenance
officer; restruciure the mainlenance
section o provide company-onenied
contnct tenms; and provide a desper-
niely needed organic medical evicus-
tion and treatment capability,

Focus on Success

he 29%th Engineer Battabon in

the 4ith Infantry Division's

expenmeninl force hos worked
diligently to improve the batinlion's
capability by using recem  lessons
kearncd and futere warfighting con-
cepis, The differing approaches taken
by TRADOC and the &th [nfantry Divi-
shon ane extraondinary: One whitthed
awny o an old straciure o smive al o
predetermined manpower cap, while
ihe otfher Tocused on warfighting and
mproved capabilities,

[reletion of an enmginesr battalion
from the division structure does indesd
save personnel spaces, but it creales a
poor warfighting design. Ii repeats mis-
tnkes of the past. 1t Fails o capitalize on
lessons learned, recent innowvations, and
battle-proven  structures. It fails 1w
address the challenges of the futare. Ii
in the wrong force design for the
Amiy's division of the Ilst century.
The Army needs v reinforce, nod
destroy, the snccesses of today’s heavy
divishon engineer brigade.

Liewsemans Colonel Bruce J. Porter
ir o student at the Army War College.
He is o graduate of the 1.5, Military
Academy and holds master of sclence
degrees from Sranford University in
civil engimeering and compiter soi-
ence. He commanded the 20th Engi-
neer Bartalion, 'st Covalry Division,
imd served ax operations officer for the
S5th Engmeer Barralion, 24th Infantry
Division, in the Perrian Gulfl War
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