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THE ARMY
WILL ADVANCE
WITH PURPOSE,

BY CAPITALIZING ON
IT5 STRENGTHS

Foreword

The purpose of the military insti-
tution is to defend the nation
and protect its interests. Given
the increasing complexity of the
world and the many new global
risks that we see emerging, such
a task is particularly demand-
ing. The Army is a vital national
institution and a critical part of
the nation’s defence. Preparing
it for this demanding future is
a significant challenge, and we
cannot afford to rest on our
tactical successes. If we are to
ensure the Army can continue
to meet the nation’s needs, that
work must begin now.

The strategy expressed in this docu-
ment represents a holistic and balanced
approach to preparing the Army for the
future, while continuing to perform the
tasks that Canadians expect today. It
explains how the Army will advance with
purpose, by capitalizing on its strengths
and overcoming its weaknesses to devel-
op into a truly strategically relevant
force.

The Army does not exist in isolation, but
works alongside the Navy, the Air Force
and the emerging Canadian Forces (CF)
Joint capabilities as part of Canada’s
overall defence capability. In this con-
text the Army's strategy is in unity
with the Department and the CF and
has been developed in the context of

the departmental strategy (Shaping the
Future of the Canadian Forces: A Strategy
for 2020) promulgated in June 1999.
However, as a discrete institution and a
unique military culture, the Army must
evolve if it is to remain relevant and while
the Army must be intimately engaged in
supporting and executing the departmen-
tal strategy, it urgently needs a sound
subordinate strategy to guide its own
institutional development. This strategy
must ensure the sustainment of the
Army of Today and the development of
the Army of Tomorrow, while ensuring
a continued intellectual investment in
conceptualizing the Future Army.

The strategy is the product of consider-
able effort and consultation within the
wider Army and defence communities,
and I believe it to be an enduring,
robust and broadly supported strategy
that will guide our way in the decade
ahead. The primary target audience of
this document is the broad Army leader-
ship. As the strategy articulates, unity
of thought, purpose and action is essen-
tial to moving the Army forward. It
is, therefore, my expectation that this
document will be widely read, studied
and understood. I trust you will find the
document relevant and useful as a guide
to our future.

Chief of the Land Staff
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The Army has faced significant chal-
lenge and change over the past decade.
We have seen the withdrawal of our
forces from Europe and a shift to more
frequent, complex and demanding peace
support operations and wars. The Army
as an institution has had to deal with
personnel and resource reductions, orga-
nizational re-engineering and cultural
upheaval. The overall high degree of
operational success has been accom-
panied by some notable institutional
setbacks. It must also be noted that
the pressure of current activities and
the uncertainty of the planning environ-
ment have constrained the Army’s ability
to regain the initiative based on a for-
ward-looking strategy. The current stra-

Infroduction

tegic environment now
demands a more proac-
tive approach.

The aim of this document
is to provide the neces-
sary broad direction to
guide the Army into the
future. Together with the
annual Strategic
Operations and Resource
Direction (SORD) doc-
uments, this represents
a comprehensive strate-
gy—a unified approach to
linking ends, ways and
means. This strategy
integrates plans to imple-
ment the Army role in
the departmental strategy
Shaping the Future of Canadian Defence:
A Strategy for 2020 (hereafter referred
to as Strategy 2020) with the many
other lower level considerations that
are driving the requirement for further
institutional change. At the outset it
should be highlighted that this state-
ment of strategic objectives applies to
all components of the Army—Regular,
Reserve and civilian and that each of
these components were given due con-
sideration when developing the strategic
framework.

Part 1 reviews the strategic environment
that has been the subject of our analy-
sis—consisting primarily of the current

state of the Army (including ongoing
staff planning activities), an overview
of departmental guidance, and a brief
overview of developments in the armies
of key allies. In the interests of brevity,
the extensive analysis of the future inter-
national and domestic security environ-
ments conducted by departmental orga-
nizations, including the Army, will not
be repeated here, although major deduc-
tions will be emphasized.

Part 2 presents the four objectives that
constitute the core thrust lines of the
Army Strategy, including the five and
ten-year targets that will be central to
its execution. These targets have been
selected to complement the departmen-
tal Strategy 2020, but add the more
detailed considerations specific to the
Army.

Part 3 addresses the linkage of means
to ends by describing an implementa-
tion concept. This concept will address
the potential constraints and impedi-
ments and provide broad guidance for
subordinate campaign planning and suc-
cessive SORDs.
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THE ARMY—
A VITAL NATIONAL INSTITUTION

In every modern Western democracy, the
armed forces are the ultimate guarantor
of the state itself. Canadians have been
blessed with a geographic position on
the globe that is relatively isolated from
most of the world’s trouble spots. This
strategic reality, coupled with our prox-
imity to and friendship with the United
States, has resulted in Canada being,
for the most part, secure from any
land-based threats for almost two centu-
ries. At the same time,
Canada’s foreign policy has
expressed a strong vision
of its place in the global
community of nations, and
the Army, as the ground
force component of the CF,
has played a major role
in projecting that vision
and Canadian values in an
increasingly unstable and
volatile world. In short,
the Army is vital to the
nation, not only for its tra-
ditional role in the defence
of Canada, but also as one
of the principal instruments

for implementing Canadian foreign policy
and contributing to the maintenance of
global peace, security and stability.

The Army’s role, mission and tasks are
derived from a government defence pol-
icy, (The 1994 White Paper), a depart-
mental strategy (Strategy 2020) and the
annual defence planning process. At the
fundamental level, almost all nations
have an army “to fight and win the
nation’s wars.” In other words, the Army
exists to defend the nation against any
enemy. However, in the complex world

of the 218t century, threats to peace and




security are far more diverse than they
have been for much of history. In an
increasingly connected global economic
environment, instability and conflict in
one part of the world may threaten the
basic quality of life here in Canada. Given
the cosmopolitan nature of Canadian
society and our desire for justice, human
rights violations and human suffering any-
where in the world demand a response.
At home, the threats of international ter-
rorism, asymmetrical attacks and viola-
tions of our national sovereignty have all
become far more complex and dangerous
in recent years. To respond to this
array of threats the Army exists first and
foremost:

] to protect vital national interests;

[J to contribute to international peace
and security; and

[J to promote national unity and well-
being.

Central to the Army's purpose and role
is its capability to apply force across the
spectrum of conflict and continuum of
operations. It must be clear, this includes
both the disciplined application of lethal
force and the unlimited liability of each
and every soldier. It is this capability
that guarantees Canadian security and,
ultimately, upholds the nation’s fundamen-
tal values as expressed in constitutional
documents:

[J democracy and the rule
of law;

[ individual
freedoms;

rights and

[] peace, order and good
government; and

[ pursuit of economic
well-being.

All of this means that
Canada’s Army must con-
tinue to transform itself
to complete the process
begun at the end of the
Cold War. This Army
Strategy is focussed on that imperative.
At the same time, the nation and the Army
must recognize the enduring aspects
of war and conflict as the most brutal
and lethal of human activities. Although
it continues to constitute the nation’s
“force of last resort,” both at home and
abroad, the Army has also been used as
an instrument of policy and to augment
the capabilities of other national institu-
tions. For example, the organization,
staff system and unique capabilities of
the Army make it a very valuable source
of educated and disciplined people, as
well as teams trained and experienced in
dealing with complex problems such as
natural disasters that are often beyond
the capacity of local authorities. In the
global context, the history of the first

o

post-Cold War decade has taught the
international community that interven-
tion in a troubled area is often far
more effective before the situation has
degenerated to the point that a force of
last resort is the only viable response.
Across this range of operations, the use
of ground forces is the strongest signal
that a nation can send on its level of com-
mitment. Once deployed, land forces are
more difficult to withdraw. They share
the physical risks inherent in military
operations with the population, the bel-
ligerents and our allies. In short, it
means that Canada and Canadians are
willing to employ the military power of
the nation, to use lethal force, and to
invoke the concept of unlimited liability
as a policy choice.
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THE STATE OF THE ARMY
OF TODRY

The mission of the Army
is Lo generate and main-
tain combat capable,
multi-purpose land for-
ces o meel Canada’s
defence objectives. It has
been clear for some time
that the Army of Today
is performing a broad
array of current tasks
effectively, but at a rate
that is unsustainable given its present
structure.

The Army has many strengths, the fore-
most being the overall quality and motiva-
tion of our soldiers and leaders, bound
by the important ties of ethos and a
sense of common purpose. This strength
is grounded in the four precepts of the
Army’s expression of the military ethos:
Duty, Integrity, Discipline and Honour.!
We have also seen the introduction of
superb new equipment such as the Coyote
and LAV III, and are on the threshold of
a revolutionary leap ahead in our system
of command, control and communications
(C3). The Army continues to enjoy the
use of some excellent training areas. Most
importantly, there is broad public support
for the Army and its proven ability to
respond to domestic and international
crises.

There are, however, significant and trou-
bling weaknesses. Physical infrastruc-
ture is poor and deteriorating in some
areas. The Army is facing significant
shortfalls in firepower (both direct and
indirect) and Intelligence, Surveillance,
Target Acquisition and Reconnaissance
(ISTAR) capabilities. On the personnel
gide, the burden of incremental task-
ings imposed by cuts to training estab-
lishments, additions to the field force
(announced in The 1994 White Paper)
and a continual high personnel tempo is
taking too great a toll on many soldiers.
There has been an excessive draw on
our pool of Reservists to compensate
for gaps in the Regular Force structure.
Command and control (C2) is stretched
due to staff cuts and the heavy demands
of new strategic initiatives. Collective
training opportunities are inadequate to
maintain formation-level combat capa-
bility, and we are experiencing serious
skill fade in some areas. Finally, there
is concern over the morale of the Army.
There is a sense of uncertainty and, not
insignificantly, a sense of mistrust of the
senior leadership caused by constant
change. A lack of unity in thought, pur-
pose and action is too often apparent.

1 Government of Canada, Department of National Defence,
B-GL-300-000/FP-000, Canada’s Army, Ottawa, 1998, pp. 33-35.



THE STATUS OF ARMY STRATEGIC
PLANNING

The Army last conducted a fundamental
review of its strategy in 1997 at the
Army Senior Officers’ Retreat. This impor-
tant activity resulted in the issue of
the Land Force Strategic Direction and
Guidance 1998 (LFSDG 98), a com-
prehensive statement of the necessary
direction of change and the outline of a
plan to achieve that change. This docu-
ment was updated in the spring of 2000
(LFSDG 01), with the knowledge that
a more fundamental review would soon
be necessary. Most of the specific goals
of the strategy had been largely sub-
sumed into the sustaining agenda, as
specific objectives were pursued with
more tangible staff activity. For example,
a comprehensive systems approach to
training is currently being implemented
and important progress is being made
with quality of life initiatives. Other
objectives have either foundered or, given
a significant shift in departmental stra-
tegic direction since the LFSDGs first
appeared, have simply been overtaken
by events.

As a result, a more fundamental review
called the Army Strategic Refocus was
begun in the fall of 2000. This began with
a broad Commander’s direction and a
series of five Strategic Planning Sessions

devoted to option development, the iden-
tification of short-term measures in sup-
port of stabilization, as well as discus-
sions on goals, objectives and implemen-
tation. This process made use of sev-
eral analytical tools including Strengths,
Weaknesses,  Opportunities  Threats
(SWOT), and Stakeholder, Portfolio and
Strategic Position and Action Evaluation
(SPACE) analysis. The review produced
the essential underpinnings of a new
strategy.
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2 Directorate Land Strategic Concepts, “Report number 99-2”,

The Future Security Environment, August 1999, Kingston.

3 Directorate Land Strategic Concepts, “Report number 01/017,

Future Army Capabilities, January 2001, Kingston

THE EVOLVING ARMY:
TODAY, TOMORROW AND THE FUTURE

Army force development uses the com-
monly accepted three-horizon concept,
which is described in more detail in
The Army Strategic Planning Process.
The Future Army is a less constrained
conceptual model that reflects analysis
of the longer-term (10-30 years) future.
The Army of Today is the Army that cur-
rently exists and is being managed by the
sustaining agenda, through the business
planning process. In the shorter term
(0-5 years), it is the authoritative basis
for entitlement decisions and resource
allocation. The Army of Tomorrow fills the
mid-term planning horizon (5-10 years)
and is the focus of force development
work, co-ordinated by the design of two
structural models. The first of these is
the Army of Tomorrow model that repre-
sents intentions for about ten years in the
future, and guides longer-term activities
such as equipment acquisition and some
forms of experimentation. This analysis
takes place prior to actual procurement
decisions so that a wider range of poten-
tial options can be considered, including
the addition of new capabilities. The sec-
ond model is the Interim Army Model,
which constitutes a “blueprint” or more
concrete description of what the Army
will look like in about five years, when
authorized plans are implemented. This
model is developed in sufficient detail to

guide the necessary changes to the Army
of Today and provide a useful starting
point for capability gap analysis (which
can in turn influence the longer-term
Army of Tomorrow plan).

Having briefly addressed the state of the
Army of Today at the beginning of Part
1, it is now appropriate to review the
status of the Future Army and the Army
of Tomorrow.

The Army has recently adopted a Future
Army Development Plan (FADP) with the
aim of enhancing the future focus for
force development activities. Since the
promulgation of the FADP in 1998, con-
siderable progress has been made in
advancing this idea. The first phase was
a comprehensive analysis of the future
security environment, which highlighted
deductions for the Army.2 This was fol-
lowed by a thorough consideration of the
types of army capabilities and character-
istics required for operations in the non-
contiguous and non-linear battlespace of
the future.3 The third phase identified
some of the concepts and technologies
required to develop and employ these
capabilities. Taken together, the phases
of the FADP, which link with other allied
processes such as the US Army Force XXI,
provide a framework within which the
Army can address many of the complex
questions that confront it as it looks to
the future. Some of the means by which
this future agenda will be pursued are:



[l exploring aspects of the future environ-
ment through Concept Development
and Experimentation, by using war-
gaming and other techniques that will
narrow the range of uncertainty;

[J developing a network of contacts from
within and outside the Army, including
thinkers from Central Staff such as
the Directorate of Defence Analysis,
Joint Staff, other Environment Chiefs
of Staff, intra and extra-military aca-
demic community as well as allies;

[ convening Concept Investigation Teams
(CITs) to identify and solve practical
problems;

[1 engaging the science and technology
community to identify technological
opportunities and barriers; and

[] assisting the Army of Tomorrow plan
by suggesting an appropriate mix of
emerging and legacy systems and pro-
viding analysis to avoid false starts or
premature lock-in.

Although the Future Army will remain
conceptual, the important insights gained
through analysis and experimentation will
be integrated into the Army of Tomorrow
and the Army of Today.

The most recent phase of Army of
Tomorrow planning began in earnest with
the Army Transformation study directed

by Defence Planning
Guidance (DPG 2000).
This study was moti-
vated by the twin
requirements of mod-
ernization and the
creation of additional
resource flexibility in
the Department. It rec-
ognized that an inter-
im sustainable force
structure model was
necessary to lay a firm
foundation for the true
“transformation” of the
Army that would take
place over a longer
period of time. The
Army therefore devel-
oped a plan that
focussed on the inter-
im “blueprint” that met the immediate
demands of staff planning. The staff is
now more fully engaged in looking ahead
to the 10-year Army of Tomorrow model.
This is the timeframe during which more
fundamental change is possible, and it
needs to be exploited. This will be dis-
cussed later in Part 2.

Another Army strategic initiative integral
to the Army of Tomorrow is the Land
Force Reserve Restructure (LFRR). After
several years of work, a strategic plan
for LFRR has been approved with the
following mission: to develop, as part of
the Army, an effective and credible Army

Reserve for the 21t century, complemen-
tary and supplementary to the Regular
Force and relevant to the needs of the
nation. In essence, we need to determine
the optimum Reserve structure that can
both augment the Regular component
to meet today's demands and mobilize
for future threats. Phase 2 of the plan
will take the Reserves into the Army of
Tomorrow timeframe and, as such, will
be closely co-ordinated with the overall
effort. In practice, the coherence of the
Regular and Reserve components of the
Army of Today will be achieved through
ongoing mobilization planning.
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DEPARTMENTAL ANALYSIS AND
DIRECTION

Strategy 2020 is the fundamental start-
ing point for the development of Army
strategy. The strategic framework in that
document consists of eight departmental
change objectives designed to add focus
to defence decision-making:

1 Innovative Path — Create an adaptive,
innovative and relevant path into the
future.

2 Decisive Leaders — Develop a lead-
ership climate that encourages ini-
tiative, decisiveness and trust while
improving our leaders’ abilities to lead
and manage effectively.

3 Modernize - Field a viable and
affordable force structure trained and
equipped to generate advanced com-
bat capabilities that target leading-
edge doctrine and technologies rel-
evant to the battlespace of the 21st
century.

4 Globally Deployable — Enhance the
combat preparedness, global deploy-
ability and sustainability of our mari-
time, land and air forces.

5 Interoperable — Strengthen our mili-
tary to military relationships with our

principal allies, ensuring interoper-
able forces, doctrine and Command,
Control, Communications, Computers
and Intelligence (C4I).

6 Career of Choice — Position Defence
as a rewarding, flexible and progres-
sive workplace that builds profes-
sional teams of innovative and highly
skilled men and women dedicated to
accomplishing the mission.

7 Strategic Partnerships — Establish
clear strategic, external partnerships
to better position Defence to achieve
national objectives.

8 Resource Stewardship - Adopt a
comprehensive approach to planning,
management and comptrollership,
focussed on operational requirements
that prepares us to respond rapidly
and effectively to change.

Strategy 2020 also implies that Army
capabilities must be multi-purpose and
responsive to a wide variety of missions
both expeditionary and domestic. While
the Army is expected to contribute to all
eight objectives, direction in successive
versions of Defence Planning Guidance
and Defence Plans has focussed our
attention on objectives 3 and 4. The par-
allel announcement of an “early-in, early-
out” deployment policy serves to rein-
force objective 4 in particular. Lastly,
the recent addition of critical infrastruc-



ture protection to the Defence mission
adds a new dimension to domestic opera-
tions. Prevention of and timely response
to asymmetric cyber and terrorist attack
(the latter possibly using Weapons of
Mass Destruction) may lead to new
Regular Force and Reserve roles and
missions.

The key assumptions and direction in
Strategy 2020 were validated by the
departmental leadership in October 2000.
It is also worth highlighting that, since
the release of Strategy 2020, all levels
of the Department have become increas-
ingly aware of the overriding importance
of people to the CF. The ability of the CF
to attract the right kind of recruits and
retain highly-skilled officers and non-
commissioned members in an increas-
ingly competitive job market will be
fundamental to its success in the future.

Other key departmental documents add
useful insight and are primary sources of
strategic analysis for the Army. The annu-
al DND Strategic Overview series high-
light the trend among our allies towards
developing a greater capacity to intervene
rapidly in smaller contingencies; most
prominent perhaps is the more deploy-
able Interim Brigade Combat Team of
the U.S. Army. Despite the potential for
achieving greater effects with smaller
numbers of personnel, the robustness
required to operate effectively on increas-
ingly complex missions demands well-

equipped, well-trained forces. The DND
Military Assessmenl publications rein-
force the need for flexibility to deal with
a wide range of potential missions. The
thrust of global engagement in our nation-
al strategy will be best complemented
in the future by ground forces of high
strategic utility, founded on the tenacity
and adaptability of the superb soldiers
that Canada has historically provided to
coalition operations, complemented by
the selective leveraging of new technolo-
gies.

Over the past few years, the Department
has been developing the tools to build a
more comprehensive joint view of force
development. The use of Force Planning
Scenarios and the Canadian Joint Task
List (CJTL) are further described in
Strategic Capability Planning (SCP) and
other more recent documents. The SCP
has evolved by incorporating a manage-
ment structure and the overall process
is now termed Capability-Based Planning
(CBP).

This process emphasizes the importance
of a more prominent joint view to assist
in developing appropriate CF capabili-
ties for the future. It is a coherent
top-down approach enabling the CF to
make rational capital investment deci-
sions. This is critical for two main
reasons: the pressing requirement for
resource efficiency and the more philo-
sophical recognition of the increasing
convergence of the land, air, sea and
space operating environments.

The departmental process of determining
capability goals and assessing the gap
between desired and current capability
will continue to bring more focus to the
Long Term Capital Program (Equipment).
The evolutionary implementation of CBP
will be of central importance to the Army
as it seeks to modernize its capabilities
for the future as outlined in Strategy
2020.
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[J The Army force development process
is maturing, but requires more focus
on the most difficult area of defining a
sufficiently innovative yet still attain-
able 10-year force structure model.

[J The departmental direction on Army
capabilities focusses on the attributes

of multi-purpose combat capability,
5 I.l M M H H lI' [l F modernization, interoperability,

deployability, and engagement with
I]EI]UETll]NS Canadians.

An analysis of the Army’s strategic envi- [ The centrality of CBP demands new

ronment leads to the following key deduc- thinking on what capabilities need to

tions: be resident in the Army structure and

those that can be expected from allied

[J The Army needs to be more agile and or coalition higher formations and
lethal. other components of the CF.

[1 Regardless of specific force structure
and equipment decisions, Army lead-
ers and soldiers need to be imbued
with the military ethos. In addition,
education, training and professional
development systems must be adapted
to the new strategic realities.

[1 The Army of Today (in particular the
field force, and the training and sup-
port systems) is unbalanced and action
must be taken to avoid further institu-

2 tional deterioration in certain critical
areas—quality of life for personnel sub-
ject to excessive operational and train-
ing demands, formation-level combat
capability and the morale of the Army.
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Building the Army

0f Tomorrow

COMMANDER'S VISION AND INTENT

This is the Commander’s vision for the
Army, which serves as a basis for the
strategy:

The Army will generate, employ and sus-
tain strategically relevant and tactically
decisive medium-weight forces. Using
progressive doctrine, realistic training
and leading-edge technologies, the Army
will be a knowledge-based and com-
mand-centric institution capable of con-
tinuous adaptation and task tailoring
across the spectrum of conflict. The
cohesion and morale of our soldiers
will be preserved through sharing a col-
lective covenant of trust and common
understanding of explicit and implicit
intent.  With selfless leadership and
coherent management, the Army will
achieve unity of effort and resource
equilibrium. The Army will synchronize
force development to achieve joint inte-
gration and combined interoperability
with the ground forces of the United

States, other ABCA countries and select-
ed NATO allies. As a broadly based
representative national institution with
a proud heritage, the Army will provide
a disciplined force of last resort and
contribute to national values and objec-
tives al home and abroad.
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CENTRE OF GRAVITY

The Army strategy is both functional
and relational. The strategic objectives
described in the next section express
the functional component; the relational
component radiates from the strategy's
centre of gravity—institutional credibil-
ity. All activities rotate around the centre
of gravity. It is the place where objec-
tives relate through a primary source of
strength and common purpose. Although
steps have been taken to enhance insti-
tutional credibility in several areas, the
Army's future is predicated upon further
refining this important attribute.

For the Army strategy to succeed, rela-
tionships with key constituencies need
enrichment. The following diagram serves
to illustrate the communities engaged
and the primary nature of the Army's
credibility challenge with them.

THE STRATEGY"S
CENTRE OF GRAVITY—
INSTITUTIONAL CREDIBILITY

Canadian Forces/
Department
Allies Mational Defence

J'i-i,ﬂ
-
= =
Natienal | % & u:::::a:
Leadership . % - self)
Legitimacy
Al
2 -
Canadian

Public

Figure 1: Relational facets of the Army’s Centre of Gravity



THE RELATIONAL FACETS OF
INSTITUTIONAL CREDIBILITY

[] Legitimacy with the Canadian
Public. The Army belongs to the peo-
ple. It is part of the national fabric.
The Army’s isolation from Canadians
and Canadians’ reservations about
joining the Army need to be reversed.

[1 Relevance to National Leadership.
How does the Army better align with
political intent while maintaining com-
bat expertise? The relevance of land
combat capability to national leader-
ship needs improvement and explana-
tion.

[ Trust within CF/DND. Jurisdictional
vagueness and administrative
encroachment among Army, joint and
departmental staffs lead to inefficien-
cies and mistrust. Mutual understand-
ing, competence and truthful com-
munication engender trust.

[1 Identity and the Army. Reputation
attracts recruits, but meaningful expe-
riences in a credible army retain sol-
diers. Living meaningful experiences
needs more emphasis.

[1 Expertise Sought by Allies. Allian-

ces require credible participation.
Given the small size of its Army,
Canada's contributions are largely
qualitative in nature—skilled pro-
fessionals with modern equipment.
Our credibility in the eyes of our
allies becomes a performance measure
of the Army strategy.
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THE ARMY
BELONGS T0 ALL CANADIRNS:
IT15 THEIR ARMY
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DECISIVE POINTS

Capability is the output created by the
Army and provided to the CF in the
form of combat-capable field forces. This
must be produced by maintaining mission
focus, that is the quality of current capa-
bility on operations cannot be allowed to
suffer in our efforts to build a more mod-
ernized and effective Army of Tomorrow.

Sustainability is the foundation for the
generation of Army field forces. This
must be based on an appropriate bal-
ance between all elements of the institu-
tional Army—command and control, field
forces, training and support. Resource
flexibility must also be created to pro-
ceed with essential modernization and
other strategic initiatives, while retain-
ing sufficient flexibility to deal with the
unexpected. This decisive point incorpo-
rates the notion of managed readiness (o
ensure the long-term physical and moral
health of Army personnel and the effec-
tive delivery of capability over longer
periods of time.

Unity is the essential pivot in the leverag-
ing of capability on the foundation of
sustainability. Unity of thought, purpose
and action is necessary to achieve higher
levels of Army capability. This does not
mean unanimity of thinking, which would
of course be stifling, but it does mean
intellectual discipline in the development

of ideas, inclusiveness and sound com-
munications. Unity is also dependent
on trust, which must be rebuilt between
senior Army leadership and soldiers,
based on better transparency in the deci-
sions that affect soldiers’ lives and great-
er predictability of employment. Central
to unity is effective command, which
must consist of clear top-down guid-
ance, appropriate analysis and consulta-
tion, timely decision-making and prompt
execution at all levels.

These three decisive points mutually
reinforce each other to produce resolute
and focussed (Unity) multi-purpose oper-
ational effectiveness (Capability) that
can be current and relevant across time
(Sustainability). With all three of these
elements, Army credibility is strength-
ened.



THE STRATEGIC FRAMEWORH

The framework that follows comprises
four strategic objectives. The order in
which they are listed is not meant to
indicate priority. As stated earlier, there
are numerous activities in the sustaining
and change agendas, which consume
considerable staff resources and must
continue. However, experience has rein-
forced the need to focus on the “critical
few” in any strategy to effectively priori-
tize staff effort and achieve success. It
is also worth emphasizing at the outset
that there is no specific objective relat-
ing specifically to the human dimension,
although the overriding importance of
this issue has been alluded to several
times earlier in this document. People
issues are contained in all four objec-
tives, further highlighting the critical
contribution of the human element to
institutional success.

OBJECTIVE T— CONNECT WITH
CANADIANS

This objective supports the Strategy 2020
objective of Strategic Partnerships. The
Army will support and complement the
wider Defence effort to engage Canadians
on security and defence issues at all
levels. The Army is uniquely positioned
to contribute to this dialogue at the
regional and community level given its
extensive presence in the form of Regular
and Reserve units across the country.
Although polling shows considerable pub-
lic support for Army activities, there is a
continuing need to promote a more bal-
anced and deeper public understanding
of what the Army is doing and where it
is going. Image must reflect reality. At
the same time, the Army must improve
its understanding of the national and
international institutions that affect its
environment and with which it works.
It must also listen more carefully to
Canadians. It is by interacting more
closely with the people of Canada that
the Army will achieve its goals of being
more reflective of and better understood
by the nation. The aim is to ensure
a well-informed national discussion on
Army activities and issues, and to con-
tribute to an understanding that the
Army is a part of the national fabric.
The Army belongs to all Canadians: it is
their Army.

10-YEAR TARGET

[ Create an open, outward-looking Army
environment that seeks opportunities
o communicate ils successes and
failures and actively engages the pub-
lic in meaningful dialogue.

5-YEAR TARGETS

[ Establish a focussed stakeholder pro-
gram for national leaders and opinion
makers.

[ Establish an Army-focussed security
and defence conference program (o
encourage the development of aca-
demic discourse.

[ Establish deliberate and structured
relationships based on exchanges, liai-
son officers, and secondments with rel-
evant organizations outside the Army.

[ Establish effective community links in
every geographic location the Army
has a presence.
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OBJECTIVE 2 — SHAPE ARMY
CULTURE

This objective is closely linked to aspects
of the previous objective and aligns with
three Strategy 2020 Objectives —
Innovative Path, Decisive Leaders and
Career of Choice.

Important shifts in societal attitudes
towards war and conflict, the ambiguities
of post-Cold War military operations and
the volatile security environment demand
that soldiers perform their duties within
the context of a strong military ethos
and an equally robust Army institutional
culture. At the same time, Canadian
society itself continues to be shaped by
important changes in individual attitudes
and values, the evolution of a “rights
culture,” and a diminished tolerance for
hierarchy and authority. The Army must
adapt to these realities or build a cred-
ible case for exceptions and, at the same
time, strengthen its combat capability
and readiness.

“Ethos” and “culture” are complex ideas
that cannot be easily described. However,
it is incontrovertible that both are pre-
requisites to the continued development
of an army able to deal with the kind of
complex security environment described
in this document. The Army’s expression
of the military ethos is described in
Canada’s Army. It is a statement of the

Army’'s core values and constitutes an
ideal vision of the institution. Culture, on
the other hand, provides a way of analyz-
ing how policies and practices either
support the military ethos or detract
from it. Figure 2 provides a graphic rep-

resentation of the relationship between
these two concepts.

In simple terms then, the ideal Army
culture would be one that exactly mirrors
the Army ethos. Although it is unlikely

Army Ethos and Culture-Relationship

Theoretical/
Ideal

HOW THINGS
SHOULD BE

Army Ethos

NMormative

HOW THINGS
ARE DONE...

Army Culture

Figure 2: Relationship between Ethos and Culture.



that this degree of congruence could
ever be realized (in any organization), it
is equally clear that aligning “how things
are done” with the idea of “how things
should be” is an essential function of
Army leadership. To assist in the attain-
ment of this strategic objective, CLS has
established a Land Personnel Strategy
project with a mandate to examine the
full range of issues associated with this
objective.

10-YEAR TARGET

[ Reinforce the Army ethos and culture,
in harmony with and supportive of
stated Canadian values, to emphasize
the Army’s basic purpose—combat
and the conduct of operations. This
will entail building on historical suc-
cess, the strengths of the Regimental
system, and an innovative, adaptive
approach to the conduct of opera-
tions.

5-YEAR TARGETS

[1 Reformulate the Army ethos to recog-
nize the social, strategic and opera-
tional realities of the 218t century.
This is to be reflected in the next
revision of Canada’s Army.

[0 Renew Army leadership doctrine and
practices to reinforce the Army ethos
and contribute to the development of
an appropriate Army culture.

[l Formulate a modernized concept of
Army professionalism that differenti-
ates the Army's unique place both
within Canadian society and the CF.
Develop an Army Personnel Strategy
that reinforces the Army ethos and
the social contract. It must also be
designed to strengthen the essential
bonds of trust required for combat
effectiveness. The Army’'s role, sol-

diers’ obligations and the concept of
unlimited liability must be clearly,
precisely and directly expressed to
Canadians, potential recruits and our
own soldiers.

THE IDEAL
RRMY CULTURE
WOULD BE ONE
THAT EXACTLY MIRRORS
THE ARMY ETHOS
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OBJECTIVE 3 —
DELIVER A COMBAT-CAPABLE,
SUSTAINABLE FORCE STRUCTURE

This objective supports three Strategy
2020 objectives: Modernization, Inter-
operability and Effective Resource
Stewardship.

The Army structure will produce combat
ready forces capable of operating in the
land environment for domestic and expe-
ditionary imperatives. The force structure
must be sustainable, based on realistic
tasking levels and an efficient resource
balance among all organizational compo-
nents of the Army. It must leverage tech-
nological advances in key areas to permit
sufficient modernization to remain stra-
tegically relevant and tactically decisive
on the future battlefield.

Force structure is always a contentious
issue. A field force is made up of sub-
units and units grouped into formations.
The Force Planning Scenarios engage
the Army’s resources in a wide range
of potential responses to various contin-
gencies, and often the degree of risk
and mission complexity help determine
the size of the land component that
will frame the response. The Army has
responded recently with sub-unit based
contributions as in Ethiopia-Eritrea where
the Canadian sub-unit was integrated

into an allied unit, to units
as in Bosnia or
Afghanistan, or to forma-
tion deployments such as
the initial response for
Implementation Force
(IFOR). Each of these
task-tailored  capability
packages represented a
Tactically Self Sufficient
Unit (TSSU) as defined by
the departmental lexicon
for employment overseas.

In Canada, formations are
needed as the basis for
force generation in its wid-
est context. This includes
training and administer-
ing units, as well as creating TSSUs
through the grouping of capability sets
that the formations control. These forma-
tions include the brigades and brigade
groups as well as the regional headquar-
ters and the Combat Training Centre.

The Land Force must optimize its resourc-
es to facilitate the continued develop-
ment of a formation-based structure and
its associated level of expertise to estab-
lish the long-term basis for continued
success across the spectrum of conflict.
Additionally, it must ensure that the
structures at both the formation and unit
levels remain flexible and adaptable so
that task tailoring for specific missions
is possible, practical and efficient.

10-YEAR TARGETS

[ Transform into a medium-weight,
information-age army. An information-
age army is one that, through con-
tinuous modernization, remains an
agile, lethal, and survivable force. The
force should be capable of using the
five operational functions of sense,
act, command, shield and sustain
across the spectrum of conflict. Trans-
formation should include the alignment
of Regular, Reserve and civil compo-
nents of the Land Force. Focussing
on a medium-force structure does not
negate the potential role and missions
that could be assigned outside of
this capability to operate in unique
environments.



[] Achieve interoperability with allies at

NATO Degree 3 (Seamless Sharing of
Dala involving the automated sharing
of data between systems based on a
common exchange mode) in the field
of C3. Achieve appropriate and prac-
ticable joint integration and combined
interoperability at brigade level with
the forces of the U.S., other ABCA
(American, British and Australian)
countries and selected NATO allies.

Understand and pursue selected Future
Combat Systems (FCS) and other allied
initiatives across the combat func-
tions.

[ Maximize capital efficiency across the

Army’s geographic footprint:

- Engage central agencies to enable
rationalization to achieve balanced
resources.

- Divest non-essential property to
other agencies.

- Further consolidation of facilities
where practical. (The goal is to
align the force structure with the
infrastructure needs integral to
operational readiness. This effort
will support the corporate DND
goal of reducing realty assets hold-
ings by 10% over the next five
years.)

5-YEAR TARGETS

[ Stabilize the current structure and
develop appropriate doctrine.

(] Establish a command support capabil-
ity that builds on the synergy offered
by ISTAR and digitization in an appro-
priate structure.

[J Subject to funding, achieve the Phase
2 goals for LFRR relating to change
and growth:

- Improve challenge and interest in
training.

- Introduce new capabilities, rel-
evant to homeland defence and the
asymmetric threat.

- Reach the recruiting and manning
levels of 18,500.

- Increase productivity and relevance
Lo Army objectives.

- Rationalize training requirements
and methodologies* and the Army
Reserve Funding Model (ARFM).

[ Enhance experimentation capability:

- Align the Army Tier 3 capability
(Army Simulation Centre) with the
Tier 1 and 2 capabilities of the CF
Experimentation Centre.

- Achieve instrumentation of the

Canadian  Manoeuvre
Centre (CMTC).

Training

[J Adapt Army force development pro-

cesses Lo better align with the emerg-
ing Departmental CBP processes, and
describe these in a revised Army
Strategic Planning Process (ASPP).

Stabilize the resource envelope for
garrison support:

- Evaluate requirements.

- Evaluate C2 requirements related
to the above requirements.

4 Government of Canada, Department of National Defence,
B-GL-300-008/FP-001, Training Canada’s Army, Ottawa.
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OBJECTIVE 4 —

MANAGE READINESS

This objective supports the Strategy 2020
objective of global deployability.  The
Army has, over the past decade, attempt-
ed to keep all units at a uniform, rel-
atively high-level of readiness.  With
a higher operational tempo and fewer
available resources, this has produced
an unacceptable strain on our people,
threatening cohesion as a result of a
shrinking team-focussed collective train-
ing programme. The implementation
of a managed readiness approach must
produce the required levels of capability
and readiness, allowing the Army to meet
its assigned tasks, but also build-in suf-
ficient recuperation time for individuals
and units. This will reduce flexibility at
some levels, bul this more disciplined
approach should ensure greater predict-
ability for all soldiers.

Institutional predictability similarly aids
the introduction of other Army initia-
tives and reforms, assisting the smooth
management of change. Some of the
“heavier” parts of the force structure can
be moved to a lower readiness posture
because of the reduced likelihood of
their use, under the reasonable assump-
tion of some strategic warning for major
crises. The capabilities resident in the
Regular and Reserve components will
tend to become less distinct as some
specialized, largely Reserve capabilities

in demand for current operations such
as civil-military co-operation (CIMIC) are
actually at a higher state of readiness
than some regular units. This prioritiza-
tion will also be required to improve
deployability and capitalize on improved
CF strategic lift resources, thereby serv-
ing to enhance the Army’s strategic util-
ity.

10-YEAR TARGETS

[J In accordance with departmental
direction, contribute to deployability
through improved combatl readiness
of the vanguard (one battle group)
and main contingency forces (MCF)
(the remainder of a brigade group)
to be in an offshore theatre of opera-
tions within 21 days and 90 days
respectively, using enhanced strategic
lift.

[J Achieve enhanced inter-operability and
joint warfare capability consistent with
the provisions of the Strategic
Collective Training Plan.



5-YEAR TARGETS

[l Establish a cyclically managed readi-

ness system that permits Army, Land
Force Doctrine and Training System
(LFDTS), area, brigade and unit com-
manders to forecast, up to six years in
advance, the usage and readiness of
all Army units and allocate resources
to attain the prescribed readiness
levels. Inherent in this programme
is the recognition that the burden of
streamlining of individual training and
education is addressed in the broader
context of the training requirements
of the field Army.

1 Adopt an approach to training at the

brigade-group level that rebuilds and
maintains an acceptable level of col-
lective skills and formation level read-
iness for the more demanding MCF
missions, while generating high readi-
ness units and ensuring the long-
term institutional health of the Army
through the ongoing transfer of skills
and knowledge.

Enhance personnel retention by
improving the predictability of opera-
tional and training activities.

Optimize use of equipment and expen-
ditures of ammunition, fuel and other
resources by matching resource allo-
cations to specified readiness stan-
dards.

[l Strengthen the cyclically managed
readiness system by aligning opera-
tional tasks to current, existing struc-
tures.

[l Generate troops from low-readiness
forces for mature Peace Support
Operations.

[ Align personnel management with
managed readiness. The attainment
of this target must be performance-
measured annually.

L3
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[1 Conduct regular, consistent brigade
group-level field training exercises
where battle groups are trained in a
formation context.

[l Achieve a learning environment
based on:

- Adoption of the After Action Review
Process.

- Complete incorporation of the
Lessons Learned Process.

- Comprehensive confirmation and
validation.

- Annual, SORD-based training direc-
tion.

INSTITUTIONAL PREDICTRABILITY
SIMILARLY AIDS
THE INTRODUCTION OF OTHER ARMY INITIATIVES
AND REFORMS, A33ISTING THE
“ SMOOTH MANAGEMENT OF CHANGE



