Training Base Expansion:
An Active-Reserve Partnership

By Lieutenant Colonel Allen C. Estes and Second Lieutenant Kenneth Caubble

raining units at Fort Leonard Wood experience a surge
Tm‘ trainees each summer that stretches and sometimes

exceeds the resources available in the authorized train-
ing base. The solution has been a training base expansion
(TBE) mission where U.S. Army Reserve soldiers from the
98th Division (Institutional Training) stationed throughout
New York state provide the additional capacity. The relation-
ship between Fort Leonard Wood and the 98th Division is
one of the best active-reserve partnerships in the Army. Both
sides win. The Active Component is augmented during the
summer surge. and the Reserve Component receives a top-
notch, two-week annual training experience. Their combined
efforts result in the Army’s newest soldiers.

Organization

ather than augment existing companies with more drill
Rser‘geaﬂls. the training battalion activates an additional
company for the TBE period. The 98th Division pro-
vides enough cadre for a complete training company, which
includes a commander, an executive officer, a first sergeant, 12
drill sergeants, a supply sergeant, an operations sergeant, and

an armorer. The entire cadre rotates every two weeks. To pro-
vide continuity and stability, the activated TBE company has a
mix of active and reserve cadre members.

Figure | shows the typical TBE company organization,
where the 98th Division provides the commander, the first
sergeant, and half of the drill sergeants. The Active Compo-
nent provides the executive officer and the other hall of the
drill sergeants, including the senior drill sergeant, who coor-
dinates most of the training. The company staff (operations,
supply, and armorer) are a mix of Active and Reserve Com-
ponent personnel. Meanwhile, the rest of the reserve cadre
backfills existing companies. For example, if the active exec-
utive officer for the TBE company is from Charlie Company.
then the reserve executive officer backfills the vacant spot.
Each company in the battalion has Reserve Component per-
sonnel assigned during the TBE mission.

Fort Leonard Wood’s 169th Engineer Battalion (One-
Station Unit Training [OSUT]), for example, recently formed
an Echo Company, which was led by company commanders
from the 1/390 and 2/390th Battalions from the 2nd Brigade,
98th Division. Echo Company was activated on 27 April
1998, executed a complete 13-week cycle of OSUT for 12B
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Figure 1. Organization of the TBE company

38 Engineer

November 1998



Combat Engineers and 12C Bridge Crewmembers, and was
inactivated on 31 July. The mission included eight separate
cadre increments, or rotations, over 16 weeks. Figure 2
shows the role of each increment.

Coordination

he TBE executive officer and senior drill sergeant are
critical members of the team since planning must
extend past the two-week rotations. Coordination and
arrangements for field training exercises (FTXs) and gradua-
tion are completed six to eight weeks in advance. Using
some Active Component personnel in the TBE company
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OSUT trainees negotiate obstacles on the Confidence Course

provides continuity and allows
trainees to see some of the same
faces throughout the entire cycle.
The TBE company conducts the
same training to the same rigorous
standards as any other OSUT com-
pany. The reserve drill sergeants
are partners and participate fully—
they teach classes, counsel soldiers,
run ranges, and perform such mun-
dane details as KP (kitchen police)
and CQ (charge of quarters).

There is a one-day overlap
between rotations, During that
transition period, incoming and
outgoing cadre share information,
sign over equipment, and conduct a
formal but quick change of com-
mand. The outgoing rotation con-
ducts an after-action review with
the battalion commander and turns over the continuity book.
The incoming rotation receives a legal orientation, safety
classes, and commander briefings. Meanwhile, soldier training
does not cease or even slow down. To ease the transition,
reserve soldiers arrive with their driver’s licenses, defensive
driving course cards, range safety cards, and updated training
records.

Preparation

he TBE mission requires significant preparation from
both the Active and Reserve Components. The 98th
Division prepares extensively throughout the year with

Increment Week Activity
1 1 Activation ceremony, mission preparation
2 Company fill
2 3 Unit-taught subjects, drill and ceremony, Army Physical Fitness Test
4 First aid, map reading, NBC
3 5 Rifle marksmanship, weaponeer, zeroing, field fire
6 Rifle qualification, U.S, weapons, hand grenades
4 7 Basic FTX, individual tactics, night ranges
8 Confidence Course, bayonet training, hand-to-hand combat
5 9 End-of-Course Test, drill and ceremonies competition, basic graduation
10 Demolitions, accident avoidance, combat construction
6 11 Landmine warfare, medium-girder bridge, battle drills
12 Bailey bridge and armored vehicle-launched bridge training
T 13 Ribbon bridge and armored combat earthmover training
14 Combat engineer FTX, End-of-Course Comprehensive Test
8 15 Final inspection, out processing, graduation
16 Inactivation ceremony, closeout procedures

Figure 2. Schedule of TBE increments for a 12B/12C OSUT cycle
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wenpons gquolification; nuclenr, biologmcal, and chemical
(NBC) training; dnll wnd ceremanies; common 1ask training;
feeld training exercises; physical trmming: snd instructson
el on. Thi 1aYh Epguu:-:r Batialion and the 98th Dhavi-
ston coordinale year-round, As the mission approaches, the
168l wnds @ mokale irwiming team i Mew York 10 answer
guestions and address specific. training peeds, This allows
face-to-Tace contact with team members, awsd of whom have
never mel, Chiven the Active Component turmover, il is cdhili-
cull 1o use the same experienced personnel from vear o year,
Horwewer, muny of the reserve dnll sergeanis have been com
ang 1 Fort Leonurd Wisod Toar more thon b decalde.

The reserve company commander for the first TBE mere-
ment goes io Fort Leonond Wood for the cvele laydown, A
that fime, fraining evenls are scheduled, resources are alho-
ciel, oo r‘mimng WS e axxiglh:d. Once the TRE |il:|-
devwn 15 complete—along with laydowns for companies thi
will e backilled—reserve dall sergeants know which e
ing will tnke place during their two-week mgation, and they
cin prepare in detabl.

Meanwhile, Echo Company cadre at Forl Leonard Wood
prepare the orderly room, purchiese supplies, establish
aecounts, and prepare barracks for the new company. The
Gfah Divisiom sends a senes of 53 baison officers o non-
commissioned officers belore activation fo belp prepare for a
successiul masston. The 169 and the Q8h Devizion conduc
wun:kl}' conlerence calls o coomdinate detmls angd prl;w".i:
information for upeoming merements,

The THE mission culminates wilh the graduntion of the
OSLT n::,.u.'h: ol tranees, where o molivoted and dl:u;ii'lllnl:d.
group ol 128 and 120 soldrers ore ready o mpke an immeds-
ate contnbation fo their Army unils. The fimal imeremend
choses the ondedy moom ond ballets, replemishes supplies,
conducts the impctivadion ceremeny, and makes mitial prepa-
rions for nest yvear's mission, After-action commenls are
compiled and the 98th Division hosts a conlerence in New
Work, where all paricipants discuss lessons leamed and sug-
gest procedures o improvie the nest mission

Lessons Learned

ey lessons leamed from the receni TBE mission
|'|.|“|'|w:

A Cooplingtion among e sergeants on bamacks mles,
podicies, and arews of responsibility is key to success
The TBE company rarely has i3 own bumck sinee it
wontld be vacant pine monthe of the year, I an Aciive
Componem compuny has a small G of soldiers, that

company shares s barrack wath the TBE company. 11

all companies have large classes in session, the TBE
compiny splits and one platoon occupses ench of the
barrachs,

A The 9Eh Davision lason officer must amive well
before the mission begins, He opens accounts, srounges
billeting, coordinates transportation, amd ensures Ht

S Engrinieer

cach increment of THE codre receives longistical suppaort.
Thie division lizison officer is one of the moest impormm
individuals in the entire mission.

M Reserve drll sergeants muost do everything expected of
wetive drill sergeants so the two will be viewed as equal
in the eyes of tminees. Reserve dnll sergeants shaould
pull their fulr share of duties but no more. A successtul
technigque is o put TBE drill-sergeant slots on DA Form
6 (Daty Boster) and rotate each increment into those
spaces. During physical iraining, the st Engineer Bri-
gade wears specially purchased red eoad-guand vests
with white name tags. The brigade purchased vests for
TBE cadre and had nisme tags muade and sewn on before
the cadre amrived. Any octon that makes the reserve
cadre indistinguishabie from the sctive cadre pays big
diwidends.

Conclusion

he TBE mission con only succeed through tewmwork
Tuml frequent communication. Reserve Component sol-

diers must coordinse with their civilian supervisors to
attend annual trnining. Active Component personne| muast
prowide sccurate and tmely information on the training cyele.
There are many moving picces and lols of opporunities for
emor The TBE works becouse of & spint of oosperation and
constant coordinution. The troining base expansion is on idenl
example of how the Active and Reserve Components  can
work as equal painers o perform a difficolt mission.
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