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Transforming Training

DoD Creates Requirements, Acquisition Strategies

By Gail Kaufman and Amy Svitak

Training, long called a pillar of transformation in U.S. military planning documents, has drawn a fraction of the attention and funding lavished on futuristic weapons and technology. Now senior Pentagon officials are demanding that change.

Top officials have approved a sweeping plan to force the services to train in a joint, networked environment that will mirror the possible spectrum of future conflicts — where success likely will hinge on interservice, interagency and international cooperation.

"Since transforming training is critical to building a transformed military, we must ensure that these activities are linked to other transformation efforts, and that we provide the necessary incentives and oversight," Paul Wolfowitz, deputy defense secretary, wrote in his June 10 orders to top Pentagon officials, the service heads and the combatant commanders.

Wolfowitz directed the military to implement the "Strategic Plan for Transforming DoD Training," issued March 1 by the Director for Readiness and Training Policy and Programs in the Office of the Undersecretary of Defense for Personnel and Readiness. The plan, obtained by Defense News, was prepared with input from acquisition officials, members of the joint staff and each service. 

"Operations are almost inherently joint and so when something like Kosovo or Afghanistan comes along, we cobble together some way of operating and even get pretty good at it — then it’s over and it all evaporates. We don’t capture it. We don’t continue to refine those ways of operating," a senior Pentagon official said. "We have to get the innovation to the joint level, joint standing task forces that would be in place, working together, refining their modes of operation and eventually feeding back into the kind of [systems] they acquire."

Under the plan, the personnel and readiness office will:

* Create a new list of training requirements to meet the needs of the combatant commanders and prepare troops for operations with other services, countries and federal, state and local agencies.

* Develop a network that connects troops in live and virtual training for a broad range of missions.

* Make sure training is considered in acquisition, logistics, personnel and command-and-control processes. 

Currently, the Pentagon does not formally plan, assess and report service-to-service interoperability training on a broad scale. The new plan seeks to provide combatant commanders with troops, units and leaders that are better prepared to work with different organizations and to be flexible enough to meet the unknown contingencies of the 21st century. The plan also seeks to broaden training for reservists and Defense Department civilians.

David Chu, undersecretary of defense for personnel and readiness, will report on progress at least twice a year to Wolfowitz, Defense Secretary Donald Rumsfeld, the service secretaries and Pentagon acquisition chief Edward "Pete" Aldridge.

Wolfowitz wants the effort to move quickly.

"Many [of these recommendations] can be started now and completed in two to three years, faster than other, more complex and resource-intensive transformation activities," Wolfowitz wrote.

Chu met June 28 with representatives from the Pentagon Office of Force Transformation and the military services to discuss the plan and develop a joint national training center, Washington defense analysts and Pentagon officials said. 

Officials from Chu’s office did not comment on the plan by press time.

New Training Requirements

By October 2003, Air Force Gen. Richard Myers, chairman of the Joint Chiefs of Staff, will work with the combatant commanders and services to develop an initial set of joint core competencies to serve the regional commands’ needs. This list will be used to drive requirements for service, component and staff training.

As the combatant commands come up with ideas for the list, they will test them in exercises such as the upcoming Millennium Challenge 2002. For example, the exercise will feature tests of a joint standing headquarters concept. In the past, such headquarters have been assembled hastily for campaigns that often were over before the entire staff was fully assembled. 

Such joint exercises will provide lessons for the list.

New Training Network

But the war game also may be the prototype for a vast new network that would blend real and virtual exercises to achieve unprecedented flexibility in training. The training transformation plan envisions a worldwide system that would allow troops, units and commands to plug in whenever and wherever needed to train or rehearse missions.

Millennium Challenge, which will run from July 24 to Aug. 15, will feature a temporary joint national training center linked electronically to more than 60 agency offices throughout the federal government and to training ranges in California and Nevada and off the West Coast. 

From the Suffolk, Va., center, exercise organizers will monitor more than 30,000 real and simulated assets in a virtual arena spanning three time zones.

"The idea is, we’re hoping the players won’t be able to tell the difference between what is real or computer-simulated," said Annette Ratzenberger, head of experimentation engineering at Joint Forces Command’s experimentation directorate in Suffolk.

New Acquisition Processes

A key element of the new policy is to elevate simulation and training programs in spending plans; such expenditures are typically among the first to get cut during budget battles.

"The interfaces between training systems and the acquisition process will be strengthened, so that training is not considered an afterthought or a bill payer," the executive summary of the plan said.

That’s important, said retired Rear Adm. Fred Lewis, executive director for the National Training Systems Association in Arlington, Va.

"The Pentagon now formally recognizes that the training piece of a program is just as important during a program’s development as its schedule and cost," Lewis said. 

The simulation and training industry is already anticipating more business. Lewis’ organization has set up a September conference to bring industry and government representatives together.

Service-Specific Training

Even as it paves the way for unprecedented focus on joint training, the new strategy also recognizes that the services must still master their own military fields.

"Care must be taken to preserve the ability of services to train on their core competencies," the plan said. 

One analyst criticized the plan for its lack of specific training facilities.

"Given what the QDR [Quadrennial Defense Review] said about the need for a joint national training center, a joint urban warfare training center, the advantages of having a joint opposing force," Andrew Krepinevich, executive director of the Center for Strategic and Budgetary Analysis in Washington, said June 17. "This plan has none of this."

Another analyst called the strategy extremely ambitious. 

"It’s a very big goal, and there are not many details of how far they want to extend this plan," said Colin Robinson, a research analyst at the Center for Defense Information in Washington.

"I think it’s bit too early to tell, but if it works it would represent a serious change."

David Brown, Vince Crawley, Christian Lowe and Gopal Ratnam contributed to this report.

