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From “Letters,” ARMOR Magazine, Jan-Feb 2004, 
beginning on page 3.  Author: LTC Chester Kojro, U.S. Army, Retired.

Army Transformation Done Right 

Dear ARMOR,

As the Army continues to pursue rapid transformation, the solution is at hand here and now. The foundation has long since been laid and the project can be completed almost immediately. The solution lies in exploiting our successes in command, control, communications, computers, intelligence, surveillance, and reconnaissance (C4ISR) and begins with converting heavy divisions and heavy separate brigades into Armored Cavalry Regiments. 

Regarding a lighter, more deployable and sustainable force - we're there! The transformed current force was demonstrated during Operation Iraqi Freedom. We just haven't noticed it as we confuse light forces with light vehicles. 

Since the early 1980s, armored family of vehicles (AFV), heavy force modernization (HFM), and armored systems modernization (ASM) were all simplistic modernization approaches of one-for-one swaps with lighter equivalent systems. Their focus on commonality, while trading off capabilities (limited by technologies), guaranteed unaffordable failures.

Those dead-end efforts and even the still-ongoing Stryker Brigade Combat Team (SBCT) have been overcome by events. War came and, like a decade ago, we deployed the heavy divisions. Only this time, the Current Force exploited its advanced C41SR to confidently deploy a dramatically smaller force. Instead of deploying corps, our heavy divisions sufficed. Situational understanding and precision maneuver achieved efficiency. The Army needs to quit lamenting the logistics cost of sustaining the most lethal, survivable, and maneuverable force on the planet just because the vehicles are heavy - they are "war winners:' 

Regarding organizational changes - let's do it! The Army has spent decades evolving into Division '86, Army of Excellence (AOE), Force XXI, Mobile Strike Force, Conservative Heavy Division, Army After Next (AAN), and so on. Although combat capability obviously improved through new equipment, the organizational changes were little more than shuffling around subunits. Aside from new equipment (especially aviation), today's heavy division looks much like its WWII ancestor. Even the yet-evolving future combat system (FCS) units of action/units of employment (UA/UE) are simply convention- al brigades, divisions and corps, only under new names. What is constantly being sought but never resolved is creating a smaller (brigade-sized) unit with robust combat power and extreme flexibility. 

(Continued)

For once, let's try something that we know can work; something that we already have. The Armored Cavalry Regiment (ACR) is the most flexible and potent combat organization we have. It is structured for independent operations over a large area, yet can concentrate tremendous combat power. It is far leaner and yet more lethal than any comparably sized brigade. 

The ACR has three cavalry squadrons, an aviation squadron, and a support squadron, along with regimental chemical, engineer, air defense artillery, and military intelligence companies. 

Each cavalry squadron has 3 cavalry troops (9 tanks and 13 cavalry fighting vehicles), a tank company (14 tanks), and a field artillery battery (6 155mm SP). This is the equivalent of a full tank battalion, a full infantry fighting vehicle (IFV) battalion, and a field artillery battery. 

Accordingly, even though it has less than 5,000 soldiers, the ACR has the equivalent of three tank battalions, three IFV battalions, a field artillery battalion, and an aviation battalion. Except for the limited artillery, this is twice the combat power of a divisional brigade and is as large as a World War II armor division! Deploying two ACRs together would provide about the same combat power as an entire heavy division while staying below 10,000 soldiers. 

The best part is that we know exactly what an ACR is. We have the doctrine, organization, training, materiel, leader development, personnel, and facilities (DOTMLPF) already in place. We know what sort of corps augmentation is needed for tailored and sustained operations. The modular common structure of the various platoons, troops, and companies allow for rapid conversion from existing tank and mechanized battalions and separate companies. Leader development at squadron level and above needs to be intensive, but so what else is new? In fact, isn't that the way it should be? 

As an initial step, we should modify existing divisional cavalry squadrons to mirror the organization of regimental squadrons. Adding a tank company and a field artillery battery is an easy first step and leads to doctrinal and organizational commonality. As the conversion of divisions begins, cavalry squadrons can be- come the cadre or, if needed, elements of the initial deploying cavalry regiment. 

Of course, there will be numerous "adjustments" to be considered. Unlike a regimental squadron, the division cavalry squadron has two air recon troops and an aviation service troop. I suggest that they remain until the division cavalry is assigned to a regiment, at which time the aviation assets will either join the new regiment's aviation squadron or revert to the parent division's aviation brigade. 

Adding an infantry (mounted rifle) platoon (4 IFVs) to each cavalry troop may be desirable. The total increase to the regiment is 9 platoons of 36 IFVs and about 320 soldiers. 



(Continued)

As units convert to ACR structure, brigade recon troops (BRT) of heavy divisions and scout platoons of tank and mechanized battalions become redundant and are a ready pool of trained cavalrymen. 

At some point, sooner rather than later, we must also consider (again) a light ACR and squadrons (with emphasis on "A” for "armored"). This is easiest of all, since the 2d ACR (Light) is undergoing conversion plans right now. Just do it. Throw out the never-ending, ever-expanding draft operational and organizational concept and simply use existing doctrine and structure, but substitute light vehicles. Where the ACR has Abrams tanks, substitute Bradleys now as a "page-holder" until a light tank or armored gun system is available. Where the ACR has Bradleys, insert armored personnel carriers or Strykers until a future recon scout vehicle is available. The remaining regimental and squadron units remain identical. DONE! 

Really - it's that simple! Pump the bellows and get the fire hot! Forge that transformed thunderbolt! 

LTC CHESTER A. KOJRO, U.S. Army, Retired 
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A postscript added at Chet’s request:

“… a decade ago, we sent 500,000 troops to push Iraq’s army out of Kuwait.  This time, we sent 150,000 to seize the entire country.  (So) We HAVE lightened the force.” 
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