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Secretary White:  Good afternoon everybody.  Thanks for coming.  It's good to see you.


On behalf of the soldiers of the United States Army, General Shinseki and I are pleased to announce the unit designations and locations of the next four interim brigade combat teams -- part of the Army's transformation to a more strategic and responsive force.


As all of you probably know, the Army is currently fielding two of these interim brigade combat teams at Fort Lewis, Washington as we speak.


The next four brigades beyond those two in the transformation will, first of all, be the 172nd Infantry Brigade, a separate brigade located at Fort Wainwright and Fort Richardson in Alaska.  Secondly, the 2nd Armored Cavalry Regiment Light, which is currently stationed at Fort Polk, Louisiana.  Third, the 2nd Brigade, 25th Infantry Division Light located at Schofield Barracks in Hawaii.  And finally, in the first of the brigades to come from the reserve components, the 56th Brigade of the 28th Infantry Division Mechanized from the Pennsylvania Army National Guard.


In the process of determining which brigades to take to the IBCT structure, we carefully reviewed all the options and we're confident that these are the right brigades.


Let me caution you, however, these selections are conditional upon the outcome of the normal ongoing Army programmatic environmental impact statement, which we expect to have completed this fall.  And we don't expect that process to change the designation of the brigades that we have selected.


Let me make three points in regards to this, and then the Chief and I will take your questions.


First, this action is an integral part, another milestone on the road to transformation.  An integral part of achieving the Army's vision that the Chief laid out over a year ago, and that we have talked about from time to time with all of you.


The objective, obviously, is to keep the Army forces mores strategically responsive than we've been in the past and dominant at every point in the spectrum of military operations.


The transformation to the IBCT design will take about a year for an active brigade, and we expect for the National Guard brigade it will take two years because of the difference in tempo between the two organizations.


The IBCTs will be capable of winning and winning decisively, in closing a current capabilities gap that exists as a part of the CINC's war plans today.


So the first way that you should view this IBCT is that it is to fill a near term operational gap to significantly beef up the combat power of these four brigades that I just talked about, to make them more strategically mobile than they have been in the past, and to plug a gap in the existing war plan.


Second, they will use off-the-shelf equipment with enhanced technologies.


Third, they'll support the emerging national security strategy that we're all working hard on here in the building under Secretary Rumsfeld's direction, because most of these brigades are Pacific oriented brigades, and they are deployable, obviously, worldwide.


There is another critical point that I would like to emphasize in addition to those, and that is that we can use these interim brigades to support experimentation and testing as we transform the Army to our objective force, the ultimate goal of our transformation.


So this will give us something that's almost unique in the history of the Army. This will give us a very high fidelity test bed with enough of these brigades fielded so that we can support the CINC's war plans on the one hand, but also have a high fidelity experimentation capability so that as components of technology come out of our tech-based work for the objective force we can plug these into the interim brigade structures, take them into the NTC or other training facilities, and test and experiment along the way towards our objective force.  So I think it's critical to view it from that perspective as well.


A second point, we're working to determine appropriate ways to accelerate the fielding of the interim armored vehicles for the two interim brigades, the first two that we're standing up at Fort Lewis.


Our objective is to complete the fielding of the interim vehicles for the other four brigades within three years after the Fort Lewis brigades are fielded.


Once the new fielding dates are set we'll announce the planning dates for the other brigades.


A final point.  The Army is transforming in profound and comprehensive ways to meet the demands of the 21st Century security environment as an integral part of the Secretary of Defense's Quadrennial Defense Review and establishment of a national security strategy that will flow from that.


These interim brigades will increase the momentum of our transformation to the objective force, a force that is more strategically responsive, dominant at every point of the operational spectrum.  Above all, this transformation is being accomplished while maintaining our non-negotiable contract to the American people to fight and win our nation's wars decisively.


With that as a preamble, let me open up the floor to your questions, and the Chief and I will take your questions.


Question:  What are the plans now for an interim division?  When you started the process the line was that we're not going to group these into a division, then started hearing we may group them into a division.  Are you going to?  If so, which brigades are going to form that division and what are you going to have in the division in addition to three maneuver brigades?


General Shinseki:  We are still looking at this interim division concept, Sean.  I think it would be fair to tell you we're still a couple of years away from even standing up the first brigade.  


Divisions are kind of what we design them to be.  Heretofore out of the Cold War experience they generally wore the same patch.  We tried to get them all on the same installation.  Because of the way we organized we had this sense of geographical unity as well as unit association.


We think that with the work that has gone on in digitization we ought to stretch ourselves a little bit.  Is it possible for us to have three disparate brigades all linked together operationally able to respond to a divisional concept that's different than the one we've had?  This is under investigation, and more to follow on it.  


But yes, the interim division concept is still being investigated.  We're not quite sure what it is right now, to answer your question, which units, which locations.  But we continue to investigate it.


Question:  What's your estimated cost to field the next IBCTs and have you identified funding for that?  And specifically, can you outline what you're doing in order to accelerate the IAV schedule?


General Shinseki:  It's a billion plus per brigade combat team I think is the information that we've provided in the past.  I don't think those figures have changed significantly.


Of course we are now with a down-selected system and into the production schedule, so more finite information is going to be available.


We have set aside in terms of our programming funding for the six brigades, all six of these brigades, and of course our ability to go beyond two brigades is going to require our meeting some requirements that Congress has asked us to address.  Side by side testing, comparative analysis.  But yes, we've set aside at least in our planning, the programmatics for six brigades.


Question:  Mr. Secretary, you mentioned in your remarks that this is oriented towards the Pacific.


Secretary White:  Right.


Question:  I wonder if you'd be kind enough to explain that in maybe more detail and help us understand why the Pacific versus say Europe.


Secretary White:  I think the challenge obviously in the Pacific is strategic mobility.  We don't have, beyond Korea, a great deal of forward stationing of forces and so if we're going to conduct business in Southwest Asia or other parts of the Pacific Rim we're going to have to ship forces in there to get it done, just like we did in Desert Storm.


So improving the strategic mobility of the forces committed primarily in the Pacific obviously is a principal goal of achieving the objective force.


So if you look at where these brigades have been stationed, you've got two at Lewis now; you'll have one in Alaska; you'll have one in Hawaii.  Those are obviously all focused on the Pacific area.  And so we view this as a big step forward in improving strategic mobility and getting a lot of combat power faster into the regions of concern in the Pacific.


Question:  The one at Fort Polk and the 56th Brigade in Pennsylvania?


Secretary White:  Well, they can go either way.


General Shinseki:  May I add to that, Mr. Secretary?


Secretary White:  Sure.


General Shinseki:  I would say if you look at the brigade identifications and locations, geographically they're postured towards the Asia Pacific theater, but worldwide deployable.  They could go in any direction.


If you look at our experience coming out of the Cold War, we were very much postured forward in Europe and we continue to be that way.  This is adding a little balance and looking at the importance, the growing interest and challenges in the Asia Pacific theater, and in the Pacific it's the tyranny of distances.  So we think these are all good locations that we've picked.


Question:  Can you explain why the focus on the active units is on the light, transforming light units.  What happened to making heavier units lighter?


Secretary White:  The first brigade at Lewis to be transformed is a heavy brigade.  The four that we talked about today were all light brigades.  I just think it makes sense when we're adding firepower and a great deal of both tactical mobility and an acceptable strategic mobility burden, to beef up the light brigades as a part of this interim step.  So five of the six brigades will be light, and one of them will be heavy.


Question:  Using that kind of as a segue, was there any consideration given to Fort Drum?  And is the 10th Mountain Division's frequency of deployment at all a factor in not wanting to do this there?


General Shinseki:  I'm not sure what the second half of the question referred to, about the frequency of 10th Mountain's deployment schedule, because most of our divisions are pretty aggressively on a deployment requirement.


But yes, we did look at Fort Drum.  We looked at a host of locations.  And what went into the consideration, it's not just heavy or light, but first of all the current missions that are required.  For example, the 2nd Armored Cavalry Regiment of Fort Polk is the regiment associated with the 18th Corps, and as part of that early deploying contingent required our attention.


We did give some focus to the Asia Pacific theater, and I think you see that geographic location, how that plays into the decision.


We also looked at locations that had strategic airfields from which we could deploy these forces, and McCord Air Force Base next to Fort Lewis, Washington; Hickam in Hawaii; Elmendorf in Alaska; Barksdale in Louisiana were capabilities that we thought were important as part of that equation.


We continue to look at the 10th Mountain, if not for the interim piece, certainly as part of the objective force decisions that need to be made.


And frankly, we need a little bit of time to be able to put into place the kinds of decisions in terms of infrastructure, training ranges, live fire areas for these interim brigade combat teams that are going to require more space and training land.


Question:  I'm a little fuzzy on the calendar progress here.  You said you're still a couple of years away from even standing up the first brigade.


What's your program for actually...  And would these units be combat ready at some point?  Do you have a sense of timing?


General Shinseki:  Sure.


Question:  And also since you mentioned putting them together with the airfields, how are you going to get these troops to the battle?  What are you going to need out there?  How many C-17s?  What are you looking for?  Is that part of your billion dollars per unit, to actually get them to the fight?


General Shinseki:  Well, when I say we're a couple of years yet away from fully standing up operationally the first of these brigades, as you know, we are into the production schedule now.  These brigades at Fort Lewis have been reorganized.  They've identified their new configurations.  They're using surrogate equipment that's available today to allow them to train and work through their doctrinal procedures for tactics and techniques and procedures.


When I say fully operational, in about 2003 timeframe right now is when we will see the first of the brigades fully fielded with the interim armored vehicles that are currently in production.


Those vehicles will begin to arrive sooner than that, but the full complement for the first brigade in probably the spring of 2003.  That's the current schedule.  We're trying to move that schedule aggressively to the left as much as we can.


Question:  ...they're deployable?  That's not what they would...


General Shinseki:  I'm not sure what your question is.


When they are stood up, they'll have to go through an initial operational capability demonstration.  But we do intend for them to be, once they're fully operational, which we expect will be sometime around mid year 2003, calendar year, that they will be operational and useable.


Question:  What is the time table for the rest of these brigades?  And are you going to pre-position the equipment for these brigades in the Asia Pacific region?


General Shinseki:  The time table will be sort of established by that first brigade complement that stands up in the spring of 2003.  Then the second brigade will come probably within a year after that.  And as the Secretary indicated, these four brigades we hope to have fielded shortly thereafter, within the next three years to have them stood up.


But again, this is based on the production schedule.  We have some responsibilities to meet some testing requirements before the third Brigade funding is resolved, so those things have to take place before we can give you a definite time line on brigades three, four, five, and six.


Question:  And pre-positioning, sir?


General Shinseki:  These brigades, when I say they will be stood up, are going to be activated at the locations that the Secretary gave you, and they will deploy operationally from those locations for our requirements.


Secretary White:  I think the point is that because these will be strategically much more mobile than the others, that you will not pre-position forward typically.  Because they're C-130 mobile, and obviously C-17 mobile as well, and obviously the ability to get it on and off of shipping easily, particularly to the two brigades at Lewis, the point would be that you'd want to ship these things and not pre-position the equipment forward.


Question:  When you talk about visiting the past, part of my confusion, and maybe some of my colleagues', how much are the brigades totally centered on the existence of the interim armored vehicle?  Is this something that is beyond the fact that that this new weapons perform is moving forward?  Is there more to these brigades and what they are and what they do for the Army than just this vehicle?


Secretary White:  Yeah, I think, let me take the first cut and then the Chief can jump in.


We're going to take a light infantry brigade in five of the six cases.  We're going to give it very, very high tactical mobility.  We are going to give it significantly greater firepower, we've got one of the variants of the vehicles is the soft recoil 105.  So we will have excellent assault gun support.


We will have a reconnaissance and surveillance squadron that will have RPVs in it.  We will bring the digital architecture that we have tested in the 4th Infantry Division on the heavy side to this.  


So we will fight this from an operational concept perspective in a very different way than we have done in the past in terms of how we will go about operating, all of which will be an excellent precursor to where we expect to be with the objective force, and it will give us an opportunity, among other things, to train a generation of leaders in an interim step before we get the objective force fielded.



So for the first time in the Army's history that I've been associated with, we'll have a generation of leader training and development in the new operational concept for operating before we actually field the hardware.  We've done it, unfortunately, in the past usually in the reverse.  So that's my perspective.


General Shinseki:  I think there are two key points here.  


The interim brigades fill two primary purposes.  One is to fill an operational requirement that exists today in our formation.  And the second one is it's the vehicle for developing our doctrine, our organizations, our future requirements, not the least of which is growing training programs and leader development programs so that before the end of this decade when the objective force does arrive that we've got the leadership in place to maximize the potential.


Question:  If I could follow upon that exact question, when Army transformation was first announced it was met with a lot of skepticism and some anger, particularly from the heavy armor folks.  If you travel the bases now and particularly talk to the new recruits, this is the only Army they know.


You're talking about leader development.  Can you tell us today with confidence that all of the inertia, opposition, whatever word you want to say to the new vehicles, the new doctrine, to transformation, is now in the Army's past?


Secretary White:  This is an interesting question for us personally because we both grew up on the heavy side of the Army in heavy armored cavalry regiments, basically.


In an organization as large as the Army and with the retiree base that stays so active in our business, I would say that the bulk of the Army, particularly the active Army, the vast majority of it is on board and totally supportive.


My lead speech since I've been the Secretary has been A, this is not the first time we've transformed the Army.  We transformed it coming out of Vietnam from an absolutely disastrous state of readiness into a magnificent war machine over the next 15 or 20 years, and what made us successful in that transformation was an absolute commitment on everyone's part that we had to make the volunteer Army concept work, we had to focus on conventional war in Europe against the Soviets, and so forth.  And we were successful in doing that.


Roll the clock forward now to the current day, and I make the point to the Army as I speak and so does the Chief, that we need the total commitment of everybody in the Army to support transformation for us to be successful.  And we demand that that be the case.  And if it is, then we will be at least as successful in this transformation as we were in the last one.  And I think particularly as we stand up the interim brigades and we start physically bringing this into reality and people work with the advanced information technology and all the other drivers that come along with this, that the few left that haven't been converted will d so.


General Shinseki:  Tom, I couldn't improve on that statement.  I'd just tell you that no, it's not total unanimity but the momentum is in the right direction.  


I think the Secretary and I would tell you that during the years of the Cold War as we were learning our professional trade, growing up in this profession, we always described the need for bold, audacious risk-taking commanders.  We grew up in that tradition, and this is a continuation of that.  This is a time for us to be bold.


Question:  Gentlemen, to put this in context, it's very clear that the Army will not fight alone in the future.  How does the IBCT fit in with for instance the Air Expeditionary Force?  You mentioned they're near large airfields.  Have you been working with the Air Force on how these brigades would fit into any early entry strike force type situations?


General Shinseki:  In terms of collaboration, that's been underway for a couple of years now.  In terms of describing what the Army is working towards.  And of course that kind of synchronization will get better when the first brigade stands up in 2003. And we will operationalize it.


But we don't get to our missions unless we go with the Air Force and the Navy, so we are very much engaged in ensuring that there's good linkage here.


Major initial investments for us is in the C4ISR arena -- command, control, communications, computers, intelligence, surveillance, reconnaissance.  That will empower these formations along with other joint forces to synchronize our activities.  So yes, absolutely we're part of a joint effort here.


(END)
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