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CHAPTER I

INTRODYCTION

Nearly twenty-five hundred yeers ago, the Greek Philosorher Heraclitus
put forth the primciple of ceaseless chenge or as he said, ".11 things flou,"
Although Heraclitus was referirg more to the universe than society, this
principle can well be applied to the modern sonial ervircnment vhich is
tharacterized by rapid change. Society shows the many sigrns of siress
which such a period of change creates,

Over th: past decade there has been a gradual and no'eble change in
the nation’s attitudes and opinions and the ve;lues vhich underlie then.
Althmx.ghxthe national structure is bureaucratic in nature, there has been
2 steady locsening of social control 2t the lower levels which has led te
a progressive rise in individualism, Major emphasis has been placed on
individual sutonomy with stresc on self-fulfillment, self-actualizaiion,
and selfi-development at the expense of the former sccial velues of obligation,
duty and responsibility. This emphasis in individuslism has led to =
growing erozion of attitudes toward existing siandards und mores with an
scecompanying decline In respect for authority.

As the society becomes more mobile and instable, the community has less
inflaence on the attitudes znd behavior of the emerging generation, This new
generation of youth, rather than turning to the oider generation for values
and idesls, turns inward towards their peers for guidance., In fact, as Hayes
& Relm; point out, "Muach of ithe enthusiasm, ldealism, energy, =nd increazsed
intellectusl prepacetion of youth seems to be focised on experimentstion,

protest, and various forms of revolt .gainst existing sociczl stendards. "




Patrictism -« the attitude of eitizens toward their mation and government -
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{"" also appears t0 be slovly erroding as citizens becone 1237 nationalistic in

nature, There is more emphasis on world affairs than & foxus on American

patriots and historic virtues with s murked decline in the outspoken sentiment

of patrioiism,

These are but a few of the preblems vhich Tace society today., In addition,

Ta ' ph AN

there is the continued resistance to conscription into the armed foreces, civil
disturbances znd disobedience, insreased use of drugs, racicl unrest, and on
and cn to ad Infinitum, Thgse problens which face society as a whole are also
menifest within tke military establishmanﬁ of the nation,

As Hays and Rehm state in their article, ¥he character and quality of
a military establishment are intimately related to the society that provides
it. The value systems of that snciety provide the basis upon which the
more demanding. velue system of the nilitary ethic is developed, The current

{, . sbsense of value consensus in society a% the local commmity level created
lems for military socialisation,’2 -
X1he thMostmistommm}mormw
 problems facing society impact on the Axw and what chsnges they (re creaiing .

T A

within the Army. In order to provide a: meaning:{ul analysis, the-writemrs-adsy '
AR FoBiaitiod 15 r'm,m,,,
Senrrent methods of effecting organizational change

within the Army end to the Arnw’s current. and possible future wissions anc

roles in support of national objectivasy 3 ,
Prior to launching into the major :E;M"of the maper, it may wsll be

sdvantageous to note the similarities and diffarences betwesn military ond
business organizations., Needless to say a comparison is difficult in thet,

no mingls oryanizational wnit can be said to be typical of either industry

o remrera e n

or military organizstions, even though most military organizatfiens do havy
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2 common formet, Tt din aulte avident thet many nf the coneents nov uced in

$
<

‘industry, such as line of commend, staff and line relationshipsz, ete., wore
basically derived from militery experience,

There has been very little empirieal siudy sccomr.ished in +the area of
comparing business and xilitary organizations, However, s summery of one of
the more prominent studies conducted by Oscar Grusky is provided bere tn ioy
the groundwork for ‘he remainder of the psper. Grusky found that all
organization officials in our society shure certain characteristies, They
oc3upy well-defined positions in a hierarchy; interversonal skills azre
critical to their career advancement; they are concerned with salery and
prestige as measures of worth; and they seek o meintain ties to the loesl
commmity and tc society as a whole, It should be roted, however, th.h these
similarities shoulc not hide the fart thet o-genizetions have cif{ferent
otjectives and strurtures swhich form the baiis for entirely different
patterns of expected behavior maong their executives.2

The study also found thet, typical of highly bureaucratir systems, there
is & more constant and r=pld turnover of personnel in the military than in
eivilian industry. Far example, siudy results reflzct that persomnel sta-

‘bility in a mﬂit.u'y organization is almost the inverse of a brsiness

orgenization. with approximetely helf of the military officers (A5.5%) being
in their current crganizition less thun & yzor while only about 2% of the
business mnagers had been in the organization less tham a year, Conversely,
aimost 90f of the business managers had been in the organizztior cver five
yeers, vhere only 5.5% of militery officers had beca in their current
organizatimm over five years,4

It waz because of this rapid turnover that Grusky conducted the study.

He vanted to determine what effect this repid and routine turnover of military

=T




cffigors had an the arganizntiona and the individual members., He examined

?’ this in relation to four distinet problem areas: executive homogeneity,
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control, commitment, sm:i conmunity involvement, The findings in each of

these arse<, +s5 swwmarized by Grusky, is shown delow,

Because buresucratic control necessitates the extensive
application of rational criteria for selection and
promotion of personnel, homogeneity among executives
with r~spect to numerous social characteristics tends
to result. Accordingly, we found at cach rask level
greater wniformity in age, length of time in the )
organizaticn, and seniority amcng the military officers
+han among Lusiness managers.

Routinized succession conditions the exercise of
organizational econtrol, Hepid suceession in ths
military inhibits strong identification with the
chief executive, The data collected for this study
indicated th.t length of tenure at the military base
incressed t.e perceived anthority of the officers,
including thosa at the highest ranks, Length of
tenure alse insressed perceived asuthority in the
business setiing, but not =i the top ranks, Thus it
appesrs that in the militery, buresucratic forms of

{ rotztion, regardless of the orgenizational objJectives
they serve, wesken personal executive pover and
encourage the development of a genersl oriemtation
towsrd organizationzl authority. C '

More favorable orientations toward the orgenlzation
and the specific department vere found in the military
setting then in the business organization. In the
military system, snd unlike the business firm studled,
length of experience in the particular installation was
not systematically related to the stremgth of these
attitudes, Instead, the more favorable orientations
to the organjzation and the subunit conld he seen as
+306 closely 4o the greater standardizetion of assign~
mert #nd greater streugih or' profesaional comediment
in the militery,

Evidence supporiing the hypothesis that frequent
succession inhibits extensive partieipation in commmlity -
1ife was not fcund, Instead, the opposite pattern pre-
vailed., Military offisers, despite their short time in
the community, were found more likely to be members of
various commmity voluntary assoelations than were
business managers. The findings were viewed as suggestive
of a pattern of adaptation-to buresucratic succession,

. Militery officers, knowing full weil that their assipgpment

{% to a given base was tempcrary, apparently responded by

rapidly integrating themselves into the local community. -
through memberships in numerous voluntery sasdciztions,”

nmrd Abambny e mod oo iy s
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Thus, it can be 2cen that alihough there are maay similarities hetween
business executives and militery executives, the divergent objectives which

esch are committed to create a disparity between then., In many arees, thic

disparity is widening significantly. VYhere tbe business executive is striv-
ing for self-fulfilliment and personzl gein, the militzry officer must remain
guided by three small, but extremely meaningful, words which General of the
Armies Douglas MacArthur so well immortelized in his farewell speech--Duty,

Honor, Country.
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FOOTNOTE *

Huyes, ., Y., and fehm, T. A., "The Military in a Free Society,"
U,8, haval Inctitute Proceedings, Vol, 95, No, 752, Feb,,
1949, p. 3.

Ibil., p. 3%,

Grusky, C., "The Effects of Succession: A Comparative Study of
Militery and Business Organizations,™ The New Military,
Morris Janowitz (Ed,), (Wew York, The Russell Sage
Foundation, 1964), p. 107.

Ibid., pp. 89-90,

Ibid., pp. 107-108,
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CHAPTER 1I

ORGANIZATIONAL CHANGE

Robert Frost once observed that, "Most of the change we see in life
is due to truths being in and out of favor." The more closely one studies
the concept of change from the behavioral science point of view, the more
one comes to realize a ring of soundness in Frost's observation, A great
body of information has been accumlated over the years on many aspects
of change, yet there is no real theory of change, O'Connell (1968) on
this point has stated that, "Cbviously, it is too early for a genmeral
theory of organizational change, The soc’al scientists involved can
have faced only a narrow range of situations in application of their
restricted techniques® R, R, Blake (1962) supports this report with
his statement that, "the behavioral seiences have accomplished little of
systematic character in the direction of achieving change in situvations
of organized human activity.®?

Despite the absense of a thecry of changs, the work to dats by

"behavioul seientistsunotfermumd observations about the process

«mew,mpmaemsdmsmmlmml
aehenesfwthinkinga‘.bmtehanga. The secope of this section of the papear
is t0 examine soms of the general schuases and considerations that have
been offered as ways of thinking sbout change and to provide some defini-
tions of terms that will be usod throughout the paper, Application of
chaneeéonceptdtotheﬂlitaw,vonhbwieﬂy considered in this sectdon,
vill be discussed more tharoughly in later secticnu,

Qpen Jrston View ,
Theopenmtenemcopt of organizational analysis provides one
framework for viewing the process of change, All corganizations are open

P T N T T N T N s . N N VO e S R
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gystems that must function within the larger environment, It is this
E f larger .nvironment that provides the energic inputs that allows an organi-
- - zation to finetion ané survive, When any organiszation fails to react
i positively to a critical change in its enviromment and continues this type
of behuvior over a period of time it is most liksly to atrophy and perish,
The successful organizstism is one that contimually sdapts or adjusts to
the changes jn its environment, The organization that fails to respond
appropriately to its environment can be labeled as a closed organization,
In studying the process of change, however, one other important scwrce
of change requirements must be considered. These are the roquirements
generated from within the organization itself, The source of theso
requirements can stem from any number of things; for exsmple, differing -
nesds of employees, internal strain or imbslance between different lovels
or subgystems within the organization, or even conflict within a depariment
{_ as to goals or objectives. An orgasization czanot neglsct the requirements
for change resulting from within, ro:failuretodoaoiadmnaw o
) route to internal cecay =nd oventual downfall of the orgaaisation, ‘

e g

Trpes of Chapge.
Plunned change, as outlined by Beemis (1966) is the use of social

techmology to svive problems of society. Plammed change is the application

of systematic and sppropriate knowledge to human affairs for the prxpose of
creating inteliigert action and choice, The criticel elements of the planned
change process are valld knowledge ani a deliberate and collsborative
relationship. By way of definiticn, the actars in the process are the
mmmoisﬂmwemtdkwtsmdummmm—r

the target of this change, FPlanned change entails mutual goal setting, an

{ aqua’. power ratio, and deliberuteness on the psrt of both parties, g

T e s el gn e B T s S SRR S S i SRS
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In studying change, one must be careful to differentiate plenned change
from other types of change, Bennis (1966) has outlined seven other types of
change that could easily be confused with planned change, but which are
actually different in some significant aspects,3 These types of change
and their significant characteristies are as follows:

Indogtringtion: Here there is an inbalance in the power
ratio between the change agont ancd the elient system,

$ The major chuvacteristics here are a
nonmitual goal setting, sn imbalance pover ratio, and only
one-sided deliberatenesc,

Technocratic Change: This is an engineering wpproach to
change, The goals of the change are setbytheclientwheu
he defines his knouledge rejuirements, The ehange ageni,
engineer, =imply provides the required da

Interactional Change: Hare there is no deliberateness on
either side of the relationship. This process is best
observed among good friends or married couples.

Socislizgtion Change: The parent-child relationship is the
best example-of soecialization,

Emlative Changes iere change is brought about through
jdentification wvith and emulation of, the "power figures®
by the mﬁinates.

Az Bennls states, thistypdogoi change is crude, but it.doespmﬂde
a good perspective for diZfersntisting planned change from other poscible
types of change.

One of the key variables in a mee:essfhlphnnedchange is the deliberate
and collaborative relaticnship established between the change agent and the
client system, Beanis stipulates that a planned change progran will optimize
oy vhen it fulfills the five following criteria with respect to the
collsboretive relationship,3 '

1. A joint effort that invoives mutual determination
of g&lﬁ.

2. A “spirit of imquiry” steming irom a relstlonship
that is governed by data, publicly shared,



g P

Je¢ A relationship growing out of the mutual interastion

of the eliant. and tha ehansa agent,

4e A voluntary relationship between the change agunt
and the elient, with either free to terminate the
relationship after joint eonsultation,

5. A relationship where each party has equal oppor-
sunities to influence the other,

Could this thecry of planned change be put to use within a military
organization? To answer this question, cne must wmdersisnd the context
in which Bennis has offered this scheme, Bemnis, as do most behavioral
scientists, tend to view the role of the change agent almost exclusively
as filled by someone outside the organization, uwsually a consulting
behavioral science expert brought in to assist the organisetion in imple-
menting sone Innovation, And it is in this light that he has offered
these five criteria for the collsborative relationship. Tho traditional
role of the organizationsl menager cr military officer in implementing
changes from within the orgarisztion has largely been ignored. This
consulting changs agent Tole seems to be an inhevent bias in the writings
of most behavioral acientists. memldmmam
Mmat&mudwmmmm
plamed chenge than has been cffered to date. : :

In the manager-subordirate relationship one wounld have a difficult
time fulfilling all or any of Bennis'! five criteria for a collsbarntive
relationship, especially when this relationship is piutei in the eontext
of a military organization, Seldom in a military crgsnization will one
£ind conditions such as mutual dstermzination of goals, voluntary relation-
shdps,oreqmloppornmitiesforeachparvtoinﬂweﬂ:soﬁar.
Certainly these sonditions could be fulfilled in some sell degree, but by
the very definition of sn organization which demands a certain degree ¢f
conformity apd restriction of personal ispulses, mos: of these conditions
are precluded from consideration, '

T e mem W Doed s 2T M N VY e
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Haviog been preciwded {rom using the itheories of piacned change, ﬁa‘h
dous the praciicai, every dsy menager do io impiement required changes in
his organization? Again using the Bernis typology, it is clear that most
managers must rely on intuition and flexibility in sliding tack and forth

on a cantinuum of chavge techniques that would inciude indoctrination aund
coercion at one end snd socialization and emmlation at the other,

Katz and Kehn {1966) suggest that the systemic change process as
developed in the Morse-Reimer (1955) experiment is the most valid concept
availablc to effect change within an crganization.4 This concept of change
atteapts %o produce thange in crganizations thrcugh menipulation of its
gystemic varisbles rather than through attempts to chunge the behavior of
individual members of the organiszation, The importent chemacteristic of
thoremgeistmtitmo@ias-mebemmormm

_ within an organization as being largely determined by the ciimate of the

organization and the related system of roles and expectations, My

previous attempts to produce change 3n an orgsnisatiou were directed at the
individual and have failed because they didn't consider the overall system
of roles and thelr expectations throughout the organization, The_qystesdc
variables (those that caanot be changed at ane level without affecting the
vhole organization) are the key to this concept. Katz and Kalm point out
though, that tho modification of major processes by working with less

relevant varisbles is still possible, but is an Infiadtely more difficult

task, Oncs the objective and the eritical systemic variabl: are identified,
Katz and Kahn recoamend four steps %o be taken by the changs agent to
implement the change. These are as follows:

1., First, top mansgement mast Le fully appraised and
scld on the desirability of the change.
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2. Second, the membars of the orgunisation mmst be
preparcd for the change. An example of this
process would be group discussions und training.

3. Third, the change must properly and officially be
legitinmized as a new role rejuirement bty the
authority structure,

4e Finally, the change rmst be implemented by the members
of the orpanization, using the most participative and

~ democratic means appropriate,

Two additional methods of change discussed by Katz and Kahn arve the
Ploydihnn?mdbackand&rombimﬂmprocessandtharm of Group
Therapy within organizavions as utilized by the Tavistock Inatitute in
Fngland, In the proper context and in thelr own right these methods of
change have achieved significant and worthwhile results, (These two methods
are fully explained in Katz and Kahn, The
Chapter 13.) FKowewer, in the context of a planned change as applied in
military organization, these methods would not be appropriate, The major

dravback is that both of these methods by choice avold identifying in advance

 desired chwnges in crguiisstional structure snd fmctioning, By its very
' nature the military organisation requires strict control to ensure that its

functions and aissions are fulfilled, So, as Kats and Kahn point out, te
mxﬁmﬂwﬁmﬂéwmzemwiamtmaom
Mﬁﬁmﬁmt,mmw'cmmlw.

The cxperiemce to date vith these two concepts is that amy change
achieved is Iikely tc be in the direction of move efficient functioning,
bat not in the direction of besic structural change. In this context, and
especially vhen military organisations are viewed at diffevent lcvels of
orgenizations) hierarchy, the use of group therapy or feodback procedures
xight.prove beneficial to military organizations on the higher end of the
contimur, This process offers ﬁttle risk of racical departures and an
extellent charce for a general increase in efficiency, However, in considering

o B L B e B L . A X I V.. 2 Ry e s e oy o AR R A e
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this approach one must account for the fact that the military is a large
complex organisetion, and a change in any ome branch or organization might
have severe and unintended side nffects on other purts of the structure,
The military organizational .derarchy described zbove cun best be

deplicted with the contimmm ahalog. This relationship is illustrated in
ﬁ‘_:e following diagram, Combat battalions would be the bottom or the highly
avithoritarian end of a continmm of organizational structure, while high
level staffz of the Pentagon type would be located at the top level or the

more participative and of the organizational continuum,

Perticipative and more
loosely structuwred

Authoritative and
highly structured

I1lustration II-1;3 Military Organizational Hierarchy Contimnm

The greatest amount of coufusion and frustration in the application of
change concepts to orgenizstions has come from the faijure to rscognize that
changiug individusls will not always change the organiszalion, The thec_yries cf
individual change, though important in certsin specific and limited applica-
tions are an oversimplification of the organizational change process vhich
zgegleuts the intmehﬁm@ps of people in an organizaticnal structure.

) The use of inforoation 28 a method of individual change provides the
necessary rational for the change but falls to provide the required motivation,

. Individusl cxmseling and therapy, ard sensitivity training have proved




s

SR Dt

Pl oot

mmm:&—-ﬁ- R EOTOTIETN SR T e R T O I T T T

- .
Ea
H

R S B T RS AR T S

successful in changing individual behavior., However, the individual
usually returr.s to his former ways of behaving once he returns to the job,
because these change attempis failed to consider the realities of organiza-
tional structure., When taken out of contex? of the work situation, the
individual has ti:e problem of transferring his insights and individual
changas back Yo the organization,

The implementation of change through influenee of the peer group &fers
a potent but limited method of application, Only when the peer growp is
taken directly from the orgmnizaiionsl setting and only when the role
relations and the auitority ctructure of the grup do not greatly ianhibit
its interaction, then wlll the peer growp influence approach oi'fer some

chance for success,

Ons of the sowndest schemes propssed as a concept for thinking about
ehange,andeq;ecianyusemlformgers: 1slmdn's‘ichueofm-gmiza-
tional Equilibrim,’ '

This scheme, sketched in the disgram below, describes the behavior in
organizations as a dynamic balance of farces working within the social-
paychological space of the organisation, Lewin uses a given level of
Produciion to deseribe his scheme and states that any tendencins-io raise
the level of production are usually offset by equal forces tending to
depress it, The farces tending {0 raise the production level are the
driving forces, and the restraining forces wre those that offer resistence.,

Organizationzl Space

Restraining Forces

) S -y
,’ m-ivingimves ? Frofuction

I1lustration YJ-2; Lewin's Schem of Organizational Equilibrium

R o o R,
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How does change take pluce within this scheme? Lewin suggests that first

there must be an imbelance between the restraining forces and the driving
forces, This imbalance ¢an oceur by changing the magnitude or direction of
any of the forees in the situation, The role of the manager requires that
he be able to manipuiate the situational forces to unfreeac the preseant,
equilibrium, direct the movement in the desired direction, and rearrange
or refreese the situation so that it does not backslide to its old level.
One big problem of management in implementing any change is to prevent
backsliding, lewin offers one solution that can help prevent backslidingj
that is meximm participation, In other words, the greater the degree of
participation in plamning and implementing a change by all effected parties,

the less the ehance for backsliding.

Benne (1966) discusses the Lewin schem: as presented shove and more
precisely defines the role of the change agent aus one of a "planned, delib-
erate intervention into the processes of chenge under way in and around the
elient system tc influence the directiiuvn, tempo and quality of the change
vhich takes place.” One important considerstiwm which Benne offers eoncern-
ing the role of the change agent is that he must constantly be aware of his
own motivetions in order to spprosch any chonge objectively and to build the
isportant clement of trust snd confidence in his integrily as a change agent.
He must not allow his peresptions to be clouded and distorted by personal
motivations and needs,

Benne beliavcs that this admonishment applies equaliy to either the
outside change agent (the consultant) or the mascger ehange agent, Yet in
the case of the manager change agent, this concept points up one of the
strong dilcameas of organiszational 1ife, which is equally trme for the
militaxy officex~-manager. The officer as a change agent is held strictly
accomtable for the success or failure of his assigned operation, All
promotions and revards are based on how well one implements o change, if

- IR i
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thot 4s part of his fob, In this situation it is almost impossidls for an
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organizational necessity and self-survival, he must eontinuall: eonsider
his own motivations and needs. One alternative reaction to this dilemma is
oxtreme conservativism which can also lead to orgenizational decay and self
destruction,

e_Two t
Lawrence (1961) has offered ancther excellent sch-me by vhich the manager
ean gpproach change, especially in individual change where the resistence
factor 1s expected to be high.6 Lawrence divides change into two components,

- the technical sidc and the socisl side. The technical side is aimply the

making of &« meamrable modification in the physieal routines of a job, The
mocial aspect 1z nore complicated and refers to the wxy those affected by a
ehange perceive it as altering their established relationship in the organiza-
tion,

moaoeialawectofthechange,ﬁﬁehgrwaoubotthaw

prooess betwoen the change agent and the client, must not violste the
_ customery methods or ways in which the client rela.ss himeslf to the organi-

sation, If the client is accustomed to being treated as a person with sowe
ummmmmm@,Msummeeanw
inplement the technical side of a change, If ome doesn't use tiis type of

approach, he will generate resistonce to thecchange regardlass of its

teeimieal merits, This prucess can also work in the reverse, Take for

example, the client that is accustomed to receiving harsh and impersonal
orders and directions, If he were approached by a change agent that ueed
overly flattering appeals and platitudes, he wuld most likely perceive the
agent as insincere and manipulative and therefore form an immodiate reslstence,
The important varisble in this process then is to Sustain the custommy

—»w:-«;l "‘ .

relationships of the individual or groups. /
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Zetterberg (1962) stated that, "It Js a rather common observution that
scicntific findings do not by themselves influence any peliey decisionss
is always findings plus something clsec that seem to be operative in any
ingtsnce where it is claiwmed thut applied science has helped the shaping
& of policy.™ It is this factor of "svmething else" that has long heen the
concern of the Humun Resources Research Office, of George Washington University.
& As a contract research organization working direetly for the Department of the
Army, HumRRO is vitally ccncerned with the degree of suecess they experience in
implementing changes based on their research findings.
problem in 1966, J, D, Lyons concluded that wihile timeliness, command intevest,
concreteness, Zeitgelst and personsl interest were all important *something
else® factors, by far the wost important key to the suceessful implementation
of 2 technical research finding was the contiamed and intensified involvement

of the client system throughout the entire process.®

Shin's Jevels of Change ,
As one last consideration of the concept of change, Chin (1965) offers
a very useful scheme of distinguishing among levels of change,? He differen-
tiates five degrees of change vhich can be placed on a continuum that would
also describe the degree of amount of change required by the client system.
The levels, deascribed below, range from substitution tc value crientation
change and can be directly correlated with factors inhibiting innowvetion
because the scale seems to range from easiest to the hardest to accomplish,

1. Sybgtitytion, is simply ome instlated segment exchanged for another.

is a minor change out one that can have wnforeseen

Alterstion,
systemic effects,

srturbation Jaristions, are temporary oscillations in
the client systeu, bnt they still represent variations within
the equilibriwm of a system.

In 2 study of this
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4o Restructuring represents a fundamental change in the slructure

- of a gystenm,
%\V‘

5. YValue Orientation is the most complex of all ard involves deep
intrinsic changes of personality and character both for tho
individual and the orgsnization,

From these change distinetions it becomes quite obvious that there will
likely be different principles of change to use aceording to the different
levels of change involved,

{
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CHAPTER II1

CURRENT METHODS OF CHANGE IN THE ARMY

Thiz chapter deseribes the current methodulogy used by the Army for
gev -lopdng row doctrine, equipment and organizations for the Avmy in the fie=ld.
The chapter ecasentratss wainly on organizational change (e.g., changing
structure and modes of operation) rather than on individual change as is
accomplished through sensivity training anc similar aetlivities, Needless
to say, the Army is a large complex organization which is structured aiong
the elassical scheol of thovght., While Katz and Xahn consider these schools
cf thought to be closed in neture, the writers of this paper do not consider
the Army a closed system even though it is normally considered bureaucratie
in nature, In studying the various paragraphs below, it will be roted that
each major topic (e.g., formal structural change) is discussed separately.
This is dune mainly for convenience and the reader should consider all the
topies together in that each impacts on the other and, for the most part,
change is accomplished in a systematic and orderly fashion within the Army,

F ctural Change
The overall defense establishment urdergoes reorganization more or less

on & contimung basis in order to effcet eco‘nm::,' meazures and Yo adjust to
the ever changing miscions of the Department of Dofense (DOD), In addition
tc thls, there are major recommendations which are proposed by Presidential
Blue Ritbon Committees such as the recent recommendations of the Fituhugh
Committee on the reorganizaiion of the Department of Defense,

The Depariment of the Army (DA) is affected, of course, by any defense
department reorganizations, DA also undergoes internsal change or reorgani-
zation tc¢ meet the challenges of its many and varied missions. The last
rajor reorganizatior of DA was in 1962 and this was the first major reorgani-
zation since 1903, This reorganization was necessary to eliminate areas of
overlapping responsibilities and discconomies of operating with the existing

structural framevork,
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These higher level changes, wiile iateresting, are guitc complex znd would

Y lend themselves to a most thorcugh analyticul paper individually, Thue, thie

paper will deal primarily with developing and implementing organizational

change for the Army ir the field, The reason for this concentration can best

be summed up by guoting General William Tecumseh Sherman when he told the

graduates of 4ne U. S, Mlitary Academy in 1269, that an Army "may be used,

and is constantly used, in conrection with the ¢ivil udministration of

government; yet war is ats true element, and battle itc ultimats use,”

The job of insuring thut the Army in the field is designed to meet
current and future thieats is assigned to the U, S, Army Combat Developments
Command (CDQ_). In the perlod following World Wur Ii, rpic wovene.s in
sciénce and technology coupled with chenges in national policy and strategy,
placed increasing erphasis on the need for beirng able to predict and develon
nevw doctrine, tactics and organizations 4o meet nev requirements, During this

i puriod, the task of developing changzs for the Army was fragmented among
approximately 30 different organizations, Needless to say, this led tc
problems vhen attempts wers made to incorporate esnd standardize chenges
Army-vide, This, then, was the situation which brought about the eatablishment
o T2 in 1962 with the centralized responsibility for all combat deve opments
functions within the Armv.

CDC realizes, as does the military establishment as a whole, that
therc is no ultimate Arny. Therefore, its mission is to recommend changes
vhich will make the Army the best for a given time perdod and then improve
oc that organization as required to maintain overall combat effectiveness.
With this background, let's look then at how the CDC recommended changes
cone about ard how they are implemented,

R The key to the combat developments program is CDC's Aruw (;oncepg Program

4 vhich is designed %o facilitate the £ integration of new or improved doctrine,




XTSI 2y gt

materiel, and organizations into the Army during a specified implementation
periad, CDC's concept program is correlated with the overall Department of
the Army planaing system. Under the Army planning system there is a fardly
of strategic plans which outline the prineipal force objectives and resourceg
requirements of the Army staff, identify future threats to the security of
the U, S., and plan for the effective use of forces and resources which will
be available, Within the constraints of the Army plans, CDC then plans For
changes which are required for the Army in the field during the next twenty-
five years. In reality, of course, the twenty-five yeur prediction is "a
prediction’ in the true semse of the word, and as such is updated contimucasly
as the implementztion dates become near,

In the CDC Concept Program, the developmental cycle is broken into five
year time frames, As an example, the Army which CDC envisions for the 1993
time frame would follow a developmental plan similar to that deseribed below,
The target cate or T-date is that date by which it i3 envisioned that the
Army in the field will be fully operational under the new doctrine, mateviel
and organizations,

T mious 25 to T minus 20, During this perdod a concept study which
includes the broad guidance and general objectives which determine the
direction of combat developmentis for the 1995 time frame is developed, The
study considers all the fuactions of land combat and is aimed at meking the
fullest use of current and future tectnological advances, It must congider
a1l future threats to nuztional security.

T minus 20 to T mdnus 15, The concept study is now broken down into
doctrinal studies which examine the functione of land combat more fully
(eegsy the function of mobility is broken down into air, ground and sea
mobility). Materiel requirements are also identified., If the development
of these requirements are beyond the current state of the art, they are
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developed as a qualitative meteriel developments objective (QMDO), A QMDO
is & statement of the need for an item the feasibility of development for
which is unknown, Thus, at this ,oint, Army research and devclopment or
civilian industay will attempt to dsvelop the required item without knowing
vhether or not they will be sacccssful in meeting the required need,

T minus 15 tc¢ T minus 10, During this period, doctrine is developed
in greater detail and redefined as necessary., Also at thistime, qualitative
rateriel requirements (QMR) sre identified, A QMR is a statement of need for
an item of materiel for which the feasibility of development is known,

T minus 10 to T minus 5, On ti.: Lasis of arproved doctrine ieveloped
in previous periods, field manuals (FM's) and tables of organization and
equipment (TOE's) are produced, A field manual is the means by which the
doctrine for the given period is promnigated to the Army, A TOE is a list
of the men and equipment authorized in a given organization and also contains
a proposed organizational structure, There is a TOE developed for each given
type of unit in the Army in the field (e.g., Division Maintenance Battalion),
The Fif's may be new or revised but must consider all details as to how the
Aray will fight, be equipped and be organized during the pertinent time frame,

T minus 5 to T-date, During this last five years, the concept program
vhich began as a broad idedl twenty years earlier, is put into effect to the
extent allowable by the Chief of Staff of the Army (usually dased on burdget
and manpower constraints imposed on the military by the governmeut)., It is
during this period that trocp tests are conducted by units of the Army
organized, oequipped and trained in accordance with the new or revised doctrine,
These troop tests are evaiuated and form a basis for making any required
change to the doctrins, TOE's or FM's, Following this, there is then an
Army-vwide transition to the new doctrine, materiel and organizations ss
dirested by the fhief of Staff,
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Throughout the whole developmental cycle (25 years), computer wargaming,
sirmulation and other operations research techniques are used to determine if
changes are requi~ed to the envisioned concepts, Also, throughout the life
cycle, cost effectivencss studies are made to help select the best alternatives
and to assist in formulating materiel reguirements, Four things are involved
in consideriug what programs to design and what to change or improve:

1. the national objectives;

2+ the nature and urgency of the threats faced;

3. the capability of science and industry to deliver the
required materiel on time; and

Lo the snticipated costs of the program as opposed to the
expected gain in combat <ffectiveness,

From the foregonc discussion it would appear that the combat development
eycle is aimost a closed system in that feedback is always gemerated in rela-
tion to the system or concept being developed, This is fer from true, Major
Army commands (auch as the U. S. Arwy Viectnam) constanily provide feedbuck to
DA and CDC as to diffieulties being emcoumtered in the field. In addition, CDC
haz liaison offices and special teams in the field (especially in Vietnam) to
examine deficienc?as in mt doetrine, materiel and orgunisations in order
to provide feedback to the planners within the CDC developmental agencies, Over
and above this normal feedback, CDC also has a Vietnsm retirnee debriefing
program which aliows the command to obtain additional informetion as to short~-
conings and inadequacies which these persommel found to exist under combat
conditions, All of this foedback serves ths major purpose of allowing CDC to
incorporate the experience gained from operations in the field so that future
doctrine and concepts will be viable in the time period for which they are

programmed,
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It would also appear from studying the _bove text thut this is a cmooth,
problem-free development cycle. This, too, is far from reality, Since CDC
has only been in existence for elght years, all of the problems have not
yet been worked out cf the system, These problems =zre far too complex to
detedl here but it should be pointed out that they are currently subject 4o
thorough analysis within the army to determine the best method of "changing®
the Aray's method of introducing orgenizational change,

Throughout the developmental cycle, close cocrdination is maintained
with the Army Mcteriel Command (AMC) who is responsible for the development
of the materiel which is envisioncd to be needed in the 1995 time frame
(matariel devalopmeni is discussed under Technologicsl Change later in this
.~pter)s This close coordination is necessary to insure that the equipment
.. -+loped will fulfill the needs of the Army in the field, In addition, this
intor-cor- nd coordination allows for contiruous development and update of
the companion doctrine and organizations,

Although ideally materiel is developed in support of new doctrine and
organiszations, it is oftenithe case that a technological break-through in
mterisl, or nev utilization of existing equipment, will cause a need for
change in doetrine and organizations. Two prime examples of this are the
helicopter and the air cushion vehicles for mse in Vitensa., Until the sarly
1960's, the true valne of the helicopter as a tactical vehicle was not fully
recognised. Recognition of its capabilities for rapid deployment of trcops
and the provizion of tremendous {irepower to the combat elements led to the
new airwobile concepts being so effectively used today in Vietnam, These
concepts were developed, fielded snd tested in s few short years and are now
undergoing refinement based an Vietnam experience, In this case the equipment
already available to the Arwy has created a whole new concept which will

have far reaching effects on determining how tlhe Army wili fight, be eguipped
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and be organized in the future, The adoption of this concept will, therefore,
impact on concept programs which are ilready under: development and will
recessitate change in mam‘ cases,

During the iast ten years of the developmental cycle, CDC must also work
closely with the U, S, Continental Army Command (CONARC) who is responsible
for training individuals and organizations within the Army. This coordination
i3 necossary to insure that ¢ new doctrine promlgated in the field
manuals can be incorporated into the program of instruction for all CONARC
schools 3n a timely menner., In addition, CONARC is often required %o provide
the Army organizations and perscmnel vhich test thc new concepts and thus
must be aware in advance as to what changes are required so that plans can
be made t0 support the necessary tests,

In summary, it cun be seen that kcuping the Army!s doctrine and organiza~
tions up-to-date and ready to meet all contingencies is a rather awesome job.
It must be remembered, oo, that these organisations are envisioned and

- designed by man and, as such, sre not perfect. Therefore, the military, 1tke

most social organizations tend to breakdown and require constant patching and
change in order to meet its ever changing mission and environment,

Tochnologica). Change
Although CDC was organized in 1962 to insure that long range plans would

be the guiding force in all new equipment development, this is not the only
method used to identify changes required to Army meteriel, UJDC has the major
mission but it bas rot been in existence long enough to identify end develop
all the requirements necessary to support its long range plans. Because of
this, many of the neq equipment requirements are generated outside the
established system,

e b et R 40
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A large number of new materiel developmenis are a product of the
research and development agencies uider Lhe Gaiitiol of the Army Motoriel
Command, In fa~t these agencles account for spproximately ninety percent of
the Army's research and development effort, Other Army agencies alse engaged
in development of new cquipment are the surgecn general's of<ice and chief
of engineers ~ffice,

Often times, new equipment requirements =rz generated within the Army
Staff itself or within the office of the secrctary of defemns:, An example of
this procedure is the main battle tank (MBT-70) wnich was initiated within
the secretary of defense!s office to promote joint development by the Federal
Republic of Germany and the United States of a radically new and improved
main battle tank,

Major Army commend,. such as the U, S. Aruy Vietnam (USARV), may originate
requirements to meet unfareseer and urgent needs of the troops in the field,
The Arvy has a program kmown as ENSURE (equipment non-svandard urgeat
requirenents for equipment) wvhich is designed to satisfy this typec of need.
The Husy Cobri, which is a gunship with impioved cupability over the WH-1C
armed helicopter, is dut one example of en item developed in response to an
ENSURE request.

Occasionally, civilian in‘usiry will develop new equipment vhich, with
minor méifieation, is deemed suitable for military use. Exarples of surh
off~the-shelf items sre the M-16 rifle and the CH-54A helicopter (flying
crane) both of which are extensively in use by the i .

The above discussion is presented merely te show thai nev equipment
can be generated by mony sources, both from within and ontside the Derzrtment
of the Army. In ~liaer tasc, this new equipment will noet Jikely eorcele s
need for chunge in the existing dovetrine or orgasicat..as of e Mo on
the field, As an example, tke Intreductic. «f 2 v v “ece of anciparnh 2
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alter the service support structure in varying degrees, If the item is
similar to existing equipment, then the current meintenance structure may be
adequate to support the equipment with only the addition of cne or two
persennel to existing organizations or even cross-training of perscanel
alreudy in the organization, Hovever, if the item is radically different
it may creat: a need for a whole new organization or ideally it will be
maintenance free and u whole echelon of support could be eliminated,

No matter how the item is introduced into the Army, the Army Materiel
Command has responsibility for development, test, procurement, and disposal
of the item or in Army jargon, it has respcasibility from ®the eradle to the
grave®, Records are muintained on each item from its inception to its
ultimate death whether it be in combat or by normal disposal., To illustrate
this concept, the following discussion will concentrate on the formal combat
devslopment cycie means of developing a new item of equipment,

Under this method, CDC identifies a piece of equipment which will be
required in some future time period, For sake of aimplicity, it is assumed
that the item is within the ciwrraal state of the art and development of the
jtem is feasible, CDC then prepsres a qualitative materiel requirement (QMR)
vhich states {among other things) the requirement for the item, what it is to
be designed for, and the military specifications (e.g., In the cass of a tank,
one of the speciflications may be that it is capable of firing either conventional
ammunition or missiles from its primary gun tube,) which are required to make
the item acceptable for use with the new concepts envisioned,

This QMR is then taken by the appropriate agency within AMC for systems
devslopment (e.g., For a new vehicle, the Army Tark and Automotive Command
would be the develoomental agency.). If the Army has an in-house developmental
capability, such as one of the arsenals for producing ammmnition, the item
would go through the developmental cycle in-house, In the case of a wehicle,
the responsible agency would negotiate a contract with civilian industry for

development of the item.




Throughsut the developmental stage, in-prrecess reviews are held to insure
that the item being designed does in fact meet the specifications outlined in
the QMR. 1If not, either the contractor must change the design or, if this is
not possible, the QMR may have to be modified to make the specifications less
critical, This can often be done, in that the QMR often states specifications
which are unrealistic or not attainsble with the siate of the art.

As the item is developed, it undergoes a series of tests--engineering,
service and troop tests, Within AMC there is a ipecial command, U, S. Army
Test and BEveluatiorn Command (TECOM) which was creats to control and coordinate
the test and evaluation of new Army squipment, Engineering tests are conducted
during devslopment to determine if subsystems or components (e.g., the engine)
of the item are performing as requvired snd changes are aade if necessary. The
service test is the first place where the new item i3 tested as an entire
system, verforming in the environment and under the conditions fov which it
was developed. CDC monlitors these tests to insure that the stated requirements
arc, in faot, being met, Once the service tests are completed and the resulls
compiled, a decision is made by the Department of the Axmy as to accept ar
reject the item for use, It may be necessary at this time, to incorporate
changes cr modifications to tae item before it 1= acceptable, If this is
the case, further testing may be required, If the item is accepted, it then
undergoes actual troop tests, Here the item is married up with the doctrine
and organizations for which it was designed to insure that it can do the
required job, This is the final stage of the developmental cycle and, if
successful, the item will be introduced into the Army world-wide along with
the appropriate doctrine aad organizations.
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This is not to say the the item iz now perfectly acceptable and that the
item will oe problem free from this time on, Once the item is used extensively
in the field, or in comhbat, performance of the item may indicate that the item
needs to be changed or it may point to the necessity for a whole new item of
equipment, Thke Army has a continuous feedback system for all major items of
equipment in that cach user of the equipment can submit what is known as an
EIR or equipment improvement recommendation at any time, An EIR pinpoints a
specific problem or design deficiency that the usor has encountered., If a
particular item is consistantly encouctering the same problem, the develop-
mental agercy will analyze the item to determine what change is required to
correct the problem, Once the problem is analyzed, a modification work order
is published, This IO is s deseription of how the configuration of the item
must be changed in order to correct the deficiency,

As is evident from the ‘foregoing discucsion, the Army must slosely watch
the develoraent of an item from its very inception umtil its disposal ir order
to instre that items introduced into the Army are the best available and yet
economically justifiable within the constraints of the nitional military
cbjectives. Introducing these new items and msintaining them in a large
complex orgenization like the Army involves continuous review and updating
of the equipment itself and the doctrine for which it was designed, Oftex
timss, the equipment has capabilities beyond the doctrine for which it wss

designed and, thus, to effect full utilization of the item, doctriae and

organizations must be changed to take advantage of this extra capability,

Humax Pactors Analygis
While it is true that the doctrine, equipment and organizations are an

important part of the military establishmeat, the individual soldier has
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always been the focai point for waging either ho% or coild wur, Of all the
elements of war, the mman elament is probubly the most compiex and difficult
to understand, Because the individunl soldiers uctions, capabilites, and
attitudes (whether it be a part of a fire team or in interacting with the
locel population) are eritic:l to the success of any military mission, the
Army must consider human factors in the design of cquipment and crgenizutions.
Army research and engineering in human feeters is concerned with the
discovery and development of principls:s and ‘echniques for effective use of
military personnel, This inecludes the application of these principles and
techniques concerning human physicel and psychological cheracteristics in

the design of emipment, so as te increase speed and precision of operations,

provids maximm maintenance efficiency, redusce fatigue, and simplify organizations,’

Three separate organizations under the comtrol of the Chief, Research and
Devolopment (an office with the Departmen® of the Army) accomplishes much of the
scientific work in this area, These agencies are:

1. The U, S. Army Behavioral Science Reseurch Luboratory (BESRL),
which conducts psychelogical research in the areas of personnel
selection, clsssification, management and wtilizatlon,

2. The Human Resources Research Office (Fum RRO), formerly of
George Washington University, which corducts research in
training, motivation, leadership, and man/weapons systems
analysis.

3. The Center for Research in Social Systems (CRESS), Americsn
University, which conducts research in the field of psychologicul
operations, unconventional warfare, counterinsurgency, and other

soelal sclences in support of Army requirements,
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In wddition, the thewun Engincering luboratories (HEL) which is a part of

LRI AR LA L dnet s

. the Avmy M:teriel Commind, ussures proper human fuctors engineering of Army
matericl and intcgrution el personncl wnd training requirements for suppart of
any new equipment or systems. Muny of the comaodily commands (e.g., Army Tank
ana Automotive Cormand) of AMC also have wuran factors research and  levelopment
facilities,

The human factors und oehavioral seience areu, of course, is a very broad

subject and a thorough anniysis of this area is beyond the scope of this puper.

However, in order to have a2 baric understanding of how the Army uses human

factors anslysis in the rcalm of military operations research, a generalized

model of human behavior in military situations which was developed by the

Combat Operations Rescarch Group for the Combat Developments Command is

pregsented below:

The Human Behavioral System
@ 1) Characteristies
a) Behavioral characteristics in combat follow a reasonably

discernible pattern, For example, il one considers a
conflict between two armies (it also could be between
individuals or small groups), the sequence of behavior
would most likely evolve as follows: information inputs
to each Army concerning the situstion at a2 common point
in time; the recognition by each Army of immediate goals
10 be acnieved; the selection of one or more goals for
achievement; the decisions concerning how best to
achicve these goals; and the executicn of svailable
action mechanisms for achievement, Graphically, this

sequence in its simplest form would appesr as followss
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own sell-stimuiating feedback,
b) The behavioral pattern outiined above can be deseribed
- in terms of the transfer of energy or information through
an individual; through a group of people; or through
larger state, including the individual and the small
group. Most social scientists tend to focus their
study of human behavior on only one of these levels of

behavior, However, significant behavior effects occur
at all three levels simultaneously, and these effects

B &1 g i e e

can be accurately predicted only when all three levels
are taken into account,
2) The Individual Behavioral Patterr
: a) Any human activity depends ultimately on cne or more
individuals perceiving stimmli and meking responses.
The variables which affect individual behavior come
from all three levels of orgapization (see Figure 3-1).
A1l behavior, however, is initiated by stimuli whichk must
E be perceived by the individual, Terrain and veather
E conditions arc exemples of external stimulaticn, =ns
are external activities such as enemy fire. An
externslly cstablished goal may be the requirement
frem a higher headquarters to take a given ailitery
otjective, In addition to external stimuli, the

|
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b)

individual may ulso be stimilzted by the sshavior
of %ne group of which hiv 15 o fciibele, For i
if all the other members of his platooun brezk under

fire he is likely to do ‘le same, Finully, he is self-
stimulated, Past decisions and actions, his level of
training and experience, and his current psychological

and physiologieal stetes will affect his bchavior,

Not a1l verceived informsation is acted upon., 'There is

a dynamic interchange between the perceptual processes

and the internal state of the individual., For convernience,
this internal stazte may be separated into three i.nter-
dependent zlthough not clearly differentiated states:

the psychological state, the physiolegical state, and

the storage state which may be expressed in terms of
experience or training, Only s smali part of this

storage state can be classified as memory, thst is,

subject tc voluntary recall. Although most experiences

are not directly accessible as memory, most psychologists
and psychlatrists agree that these "nonavailable
experiences® do influence behavior, and that they are in
dynamie interaction with the physinlogical and psycholugical
states of the individual, The physiological state consists
of, among other things, health, futigue, and physieal
treuma, The psychelogical state includes emotioms,

motives, attitudes, values, and bolief systems, Some

of these psychological systems are quite siable and

others are extremely transient and dependent upon momentary
chunges in stimlation, The psychological, physioiogieal,
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und storuge states ure dynamie interplay with each other
and they influence what stimuli may be perceived by thec
individual, Thus, a fatigued observer with a set (predis-
position) to search an area for tanks might remain alert
for any sign of tracked vehicles, but he might not see

o~ hear the infiltrating enemy infantry which he could have
detected if his set had been different,

It should be recognized that investigations leading

to the production of individual behavior patterus are
frequently less applicable to Operation Research (OR)
problems than those studies portraying behavior of the
group or extra-group levels, It is at these levels

that behavior patterns become most significant and are
rost amenable to operations research techniques,

However, important exceptions, which may well demand
insights on individual behavior, do exist, For example,
the ability of a forward observer to detect s particular
target of opportunity is a function of training,
alertness, fatigue, and vther individual factors.

It is known, for instance, that the probability of an
observer detecting and correctly intarpreting the meaning
of an object decreases as a function of the length of

a watch period, From this knowledge an estimated decre-
ment of probability of target detection as a function of
the duration of visuval search can be made and used in

the development of recomnaissance flight plans,

3) The Group Behavioral Pattern

Group behavior is more than a simple summation of individual

behaviors. In group action the individual behaviors mast be




4)

considered as part of the behavior pattcrns of the giour,
As vieved by the social scientist, the objective of military
action is to render the enemy ineffective by bresking down
his group function, This is doune by destruction of the enemy's
cohesiveness, Group cohesiveness is sustained by a dynamie
balance between the organizational structure, leadership
patterns, and pereccived proximity of the individual,
Inputs to cohesiveness are the actions of individuals in the
grouwp, A soldier who is alone in a foxhole on a moonless
night in jungle terrain, and who cannot commmicate with
others in his squad lest he be detected by the enemy, loces
his senze of cohesiveness and his ability to functlon as part
of a growp., Not only the social environment, but also the
politico-cultural facets that make up the social environment
affect group ¢ohesiveness, As « result, tactics designed to
destroy cohesiveness based on one type of culture may be
ineffective when appiied against another type.
The Extra-Group Behavioral Pattein
&) The extra-group level is concerned with behevior of the
group in the external werld that impinges on the group
through the :pgency of e individuals who compose the
group. Any ccnsideration of human factors must take into
consideration both the physical and the social environments,
The physical enviroament refers te the terrsin and
weather which influence both individual and grouvp
behavior, Over the years, military science has developed
ways to utilize and control the physical environment,
The soclal environment, however, is less familiar and more

poorly controlled, It conrsists of those social,
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behavior of an individusl in relation to his immediate
group snd the culture of which he is a member, The
social environment, as much as the physical environment,
determines what individuals and groups may or may not do,
and how they will do it, It determines the leader-

ship patterns, the organization structures, internsl
comminication modes and meanings, and the supports for
the cohesiveness of the groups,

b) In summary, it can be seen that the extra-group level
impinges upon the individuals in the group. The casual
relationship and interaction pattern among the three
levels (individual, group, and exira-group) is shown in
Figure 1. Figure 1 does not include man-machine (or
materiel) interactions signifying the recognition that
tools ard other equipment implement human behavior,?

In summary, human factors analysis plays an imoortant role in designing new
materiel or organizational structures and also serves as a basis for changing
existing items of cquipment and organizations to operate more effié¢iently and

effectively,

Secietal Interrclationshipg
In addition to all of the methods of internal change previously discussed,

the Army often acts as a change apent for the larger social system of which it is
part, As Chin points out in his articls, the military services provide social
improvement type functions for society.3 These Munctions can eithor be a
gpin-off’ from the Army's primary roles or as part of its ever changing role in
support of society as a whole, Some of these functions are detailed here due to
the on~going nature of the projects while others are discusged later in the paper
as expanding or future roles of the Army,
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A very important socletel function perlormed by the military as a spin-off
to its cwn mission is the provizion of a training bess for eritically needed work
¢kills, In fact, in some industries such as electronics, the wilitery serves
as the major skill base. In many of these hard skill areas, the military
sends personnel to schools of approximately a year in duration befire utiliz-
ing the man ou a productive, wrench turning basis, Because these skills are
often critically nceded by civilian industry, which is peying a much higher
salary, the military loses the trained technician after 2is serviee time is

el e m e g e Ar rEn

fulfilled., This constant turnover of personnel returning to civilien life

e by

provides a school-trained, skilled work force far in exesss of what eivilian
“udustr, could afford to train itself,

In addition to this normal training of individuais for the needs of the
military, the Army has recently initirted a program cezllec Tr:nsition, This

e R S WS R BRI P R O 4 S it

program is built around the objective that no man who honorably completes
military service should return to civilian life without 2 marketable civilian
skill, In addition to the military occupational skill (MDS) training that

a man received for his military job, Transition offers to all men who have
from one to six months remaining on their tour of service the training,
education, and counscling necessary to prepare them for p-oductive roles in

: the civilian society. This program was initiated in 1968 to provide the best
5 in-service traiaing svailable for individuels leaving the Army who were not

- e 10 1t 1 A LR AR 298 KA o ey e 5 b S 0

yet headed for a civilian occupation, While maximum use is made of civilian-
related militery training eourses and facilities, the Army has sovght maxiaum
participation from private and public agencies, Additionally, coordination is
muintained with industry and employment offlcers in an effort to insure that
Job opportunities are available for those who are trained, One of the most

active corporstions is General Motors which, ‘in late 1968, wes conducting
iraining at approximately 30 sites throughout the comtry., One of the more
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spectacular suecasces in the publie agency srez took place at Ft. Irwin,

. Californin, Here, n luw enforcement training course was designed by the Los
Augeles Poliec D.partment with instruction provided by Barsiow Junior College,
Funds to support the program were provided from the Manpower Development and
Training Act. The first class graduated 39 new police officers who went to

various police departments across the ration,

A third training orogram which has societal impact was initiated by the
Department of Defense in October 1966 and is known as Project 100,000, This
program was designed to give men previously disqualified irom willitary service
an opportunity to serve as fully satisfaetory military persomnel. Prior to
October 1966, approximately one-third of the nation's draft-age youth were
rejected for military service because of physical or mental standards, This
resulted in 600,000 rejections a year with approximately one-half of them
failing due to educational deficiencies. Under this program the military

. services aceepted 100,000 young men who otherwise world have beer rejected
because of low test scores or minor physical defects, During the first 21 months
through June 1968, a totzl of 118,163 men were accepted into the program, Of
these, 40F% were non-white and 38% vere unemployed, An additional 18% earned
less than $60 per week and more than half had not completed high achool. The
results of this project have been very encouraging with 96% of all the versonnel
entering into the service through this program successfully completing basic
training. In additior, most of these men are making their promotions on %ime,

The above programs are designed to improve the capabilities of the
individual throuzh remedial and special programs patterned toward developing

potential that has been frustrated by social, sconomic, or educational depr: sa-
tior and to assist him in becoming effective, worthwhile scldiers and citisens

of the Mnited States,
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A reccnt example of doctrine developed for the Army being used as e
vehicle for change in society, is the use of Army medicel cvacuction heli-
copters and teams in support of local commmities, In the San Antonio, Texas
area, the doctrine and equipment which has proved so effective in saving
countless battlefield casualities in Vietnam is now being applied to assist
in evscuation of seriously injured automobile zccident vietims, Whilc this
is seemingly = change which is highly bereficial to the society zs z whole, there
is opposition to the progrum., Thc private ambulance operators in the local
area are objecting that thes Army is interfering with their livelihood by
providing this service and they cannot compete due to the high cost of operating
such an air awbulance service on a private basis, Also, there is a legal
problem as to the lizbility incurred by the government and the crew members
vhen ar accident victim is poved in this mumner. This is the szme problem
that doctors and nurses face today in stopping to help an accident victim at
the scene of the accident., Thus, what appears on the surface to be a change
vhich is beneficial to society may not in reality be valid in the long rum,

Summary
This: chapter has briefly touched on various aspects of the current methods

vhich the Army uses for effecting internal change to its doctrine, materiel

and organizstions, This brevity wis necessary in that many volumes could be
written on each of the subjects alone, Such detailed coverage is beyond the
cursory scope of this paper, The brief dist;nssion on societal interrelationships
was provided to illusirate how the militiry establishment is currently used as a
change agent fer elements of society as z vhole.
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CUHRENT 3SCCIKTAL FORCES CAUSING CHANGE IN THE MILITARY

In the past fow years, one has hardly been able to pick up a newspaper
of « puriodieul without seeing some reference to the great changes that are
oceurring in the society of the U, 3, Cld value systems and traditions ore
being overturned and in <heir plucc, we have a new individvalism taking place,
Racenl Supreme Court deelsions have placed z new dimension on civil rights and
justice, A rapidly changing technology and new attitudes toward such things as
drugs and protests arc only part of the chunging social environmert of the U, S,

It is currently popular to c¢oncider all these changes as having a far-
reaching affect on the military and how it operates, Military and civilian
alike are concerncd over the affect that these changes will heve on our
military establishment, At the second annual colloguium on cthe American
military profession, Dr, Russell F, Weigley of Temple University stated,

"The values of the military are very much at odds with {nose of civilian
society, and, in one sensc, the militery has ceased to be part of America

and beeome port of o wo.ldwide military professicn.ﬂ, p. 66, This viewpoint,
however popular and widespread, leaves a great deal to be desired in explaining
wvhat the affests of these changes have becn and how the military organization
is reacting to them,

To lspse into the ,d>sition that the military profession will withdraw into
an entity unto itself, distinct from the social forces and ideologies present
vithin sceicty, scems an oversimsiitication, S. P, Huntington stated, "The
m.1it v institulions of any socicty are shzped by two forces: a functional
imperztive sterming from the thrests to the soclety's security and a societal
imperntive wrising from the soeial forees, ideologies, and iInstitutions

dominant within 0. socinty. Militury institutions which reflect only sceizl
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values may be incapable of performing effectively their military fumction, On
the other hund, 1t msy be impossible to contain within socicty military
institutions shaped purely by functional imperatives, The interzction of these
two forces is the nub of the problem of civil-military relations.,"?, p, 2.
Huntington rttacks the idea that the pattern of civil-militery relations evolve
from American liberal democratic values, Instead, he states that the real
prbblem before our soclety is to establish a pattern of civil-military relatioms
that will best provide for the security of the nation. Certainly now, the U, S,
i5 faced with a crossroads situation., There are iudeed forces in society which
seem to be pushing the military establishment away from many of its time-honored
traditicns and roles, By the same token, the military remains the primary
vehicle by which society can promulgate violence in suppori of the state,

Whether this support be rendered withkin a limited or unlimited concept (as
discussed below), it is obviocus that these forees frum society will affect the
balunce: of civil-military relation:. Not only are military treditions, roles,
and practices under fire, but there is a persistent force on the pert of society
toc socialize the military along civilian patterns, Actually, with today's
liberal attitudes, it is often difficult to efend such policles as short
haircuts and some of the barracks restrictions often decreed, It seems that

the controversy over whzther or not z man can have a bottle of whiskey in kis
wall locker is trivial when looked st against the problem of a fighting force

so atune to social imuendos, that it develops all the fractionalizution. compromise,
and waste of our political system today. Huniington stated thet, in a liberal
society, the power of the milita~y will detrzct from its professionalism--that
society must endure some politicsl power in the hands of the military if national
security is to be maintained during periods of threat. "Unless a ned balance is
e~csted, the continued disruption of American civil-zdlitary relation s cannot help
but impair the czliber of military professionalism in the futurs, % politieal
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offiecer corps, rcnt with faction, subordinated to ulterior ends, lacking
prestigs but sensitive to the 2ppeals of popularity, would endanger the
security of tho state. A strong, Integrated highly professional officer corps,
on the other kind, inmme to politics and respected for its military character,
would be a steadying balance wheel in the conduct of policy.*?, p. 464.

Here now we hzve the basic contradiction, Society in current times
requires that the military be atume to changes in the civilian component of
socicty and that it adapt to these changes, At the same time, society demands
that the military continue in its role of » legitimate source of violence,
and the curetsker of national seccurity for that society, Here, then, we
arrive at the crux of this paper. Society and the military must define an
equilibrium point bet:ween the two positiors, Much has been said end will
continue to be szia about the problems of civil rights, military justice, racial
equality, drugs, individualism, the draft, and a host of others prevalent in
the military establishment today. Most of the literature sgrees that changes
need to be made either by the militery or by soclety. A question then evolves: )
If the military does adapt to our char ~ing mores, will the present structure
and system still be able to fumetion within the objectives prescribed by
society? This section will not attempt to review ail the pro and con arguments,
What follows is merely 2 sampling of the widely conflicting -isws of each of
the most common issues. In this way, perhaps it will be seen that soclety
mast give as well 4o take; must compromise on some of its ldeals if we are to

maintain an adequate military orgonization,

Idmited vs, Unlimited

Cleusewitz, es the preeminent military thirker of western society, defined
the essence of war in Vom Kricge in 1831. "War is thus an act of fcree to compel
ovr adversary to do owr will.%2, p. 56. Yere he stresses the vse of force
without limit; that war tends to become absolute unless.inhibited by a policy
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to which it is subordinatec, He held that var is never an isolated act and

is always subordinate to external political ends. "In this wny the whele

field of war ceases to be subject to the strict law of forces pushed to the
extreme.", p. 57. This concept of war is theoretical in today!s vorld sinec
"zbsolute war® would result in mutual annihilution, Insteszd, we have the
situation where battle ond bloodshed ean in fact be avoidel or contrclled

at a given level, <Zuch is the concept of the limited war to schieve specific
political goals, With the evolution of limjteu war, the problem becomes
sociological in that chunge must occur in the military crgenizetion zs it

adopts to the unique mission assigned., Janowitz labels this the "constabulatory
kconccpt." "The military cstablishment becomes a constubulatory Zocce wuwn it is
continuously prepared to act, committed to the minimum use of force, and seeks
viable international relations rather thzn victory beceuse it has incorporated

a protective military posture.*3, p, 418, This concept is designed to facili-
tate creative innovation in military organizetion and dectrine., 3ince 1960,

the U, S, hes relied op a policy of flexibility and modification to meet and
resolve 2 crisis short of gemeral war,

This concept of limited war creates s sociologicul problem in itseif.
“Wher; the U, S, is cast in the role of supporting world order, of supporting
anti-Commmist government and viable economics in underdeveloped countriec far
from its shores, and when the clear and present danger to American society is
far from obvious, the lag in enthusiasm for the sacrifices entailed is pro-
nowmced,” "Developing enthusiasm for such tasks among soldiers, some of whem
were reluctantly inducted in the first place, providez a substantizl and con-
tinuous chellenge in the face of public or outrigat opposition to the confliet
from many people.*4, p. 34. If the threat to a social orgenizetion is disteu:
end not perceived as cleer and urgent, then group solicdarity towzrd sliminztion
of the threat wili not be strong, Patrlotism and support for nationzl purposcs
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dors not develop sufficiently to provide the group cohesion negessary in any
military organization. In short, the very conccopt of limited war in itsalf will
Znhibit tha notionalism thet is desired in the roci-liz~ticn of militury rceruits,
"Limited warfare implics that the survival of the society is not immediately
threatenel, and aceordingly, only e fraction of the available resources, including
men, must be committed, Yet ideals must be formulated for which some few men wili
be willing to make o total sacrifice, With the manpower pool supporting the
conflict far exceeding the demand for replacements there are relatively fewer who
must bear the battle, and correspondingly less motivational support from the larger
society,"f‘, pe 221. If change is necessary, whst directfon should it take?
Perhaps 2 c¢lue lies in what Shils called ™4 zet of generalized moral predi-nosi-
tions or sense of obligation . . . .* Ilang states that "If this condition

(Shils) is met, primary-group cohesion can be expected tu support behavicr
directed toward formally preseribec goals, even when this exposes members of

the group to danger end comstitutes a threat to its integrity."®, p, 872,
Stouffer’ presented data showing that World War II received very little verbzl
support from American soldiers cnd that only a small fraction of the men actually
thought that the war wes worth fighting. "Shils ergued that the tacit patriotism
of z2oldiers in the form of broad commmal loyeltics promoted a generalized reagi-
ness to accept communds even under dangerous conditions,"®, p. 872, This
experience was extensively testad by Sobel (1947) and especially of interest,

wae his study of the reacticns of sergcarts with records of outstanding perform-
ance in over 180 dsys of corbzt. They eveutually became incapacitated despite

a streng conscious motivation to carry on., The first motivational support to

give wey wec the individual's commitment tc ideologieal goals. After that,

short term gozls of a break or rcspite became predominant. When these went
unfulfilled, hope disappezred and self ideals of manliness and soldierly conduct,
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became undcrmined, The last defense against unxiety was the primary group.

Breskdown camc when the group dissspatcd. Ir, R, W, Little further stuted

that under prolonged external stress, the deviate or isolate does pot cmerge
reaching for his own survival, Instead, "The group response is the persis-
tence and emergence of two person systeus as the minirmm social vnits of
interaction which make possible the survival of the functionul group and
its ability to operate at at least & minimum leml."s, De Rl

With this in mind, how then can the much lauded high morzle of fighting
units in Vietnam be explained? The {00l bas been a strzight, across-the-board,
one year rotation system. It is argued, and reasonably so, thet even though

the rotation system prcvents cxtended primary rel:tionships from developing,

ths intrinsic knowledge of certain relief makes the lack of national purpose

T AL . )

and support beerable, Even combat units who have spent relatively prolonged
periods in the jungle znd have suffered nearly complete turnovers of men due

to casualties fail to become ineffective, Perhaps the practice of rotation =nd
succession. is a more effective tool for use in meintzining effectivencss in the
face of change than is preservation of the primery group, Grusky, in his
empirical study, stateds ®Thus it sppears thet in the military, bureaucratic
forms of rotation, regardless of the organizational ovjectives they serve,
weaken personal executive power and encourage the development of a gencral

orientation toward organizationel authority."?, p. 108,

i Di Iine e Compatible?

Mach bas been written and said of late zbout the r.»w individuslism end
persoral freedom becoming dominant in our socicty. These trenis seem to run

laterally through our societal structure at the level of the young, meturing

ol d b TAT e

adult. Zince this age group makes the largest manpower contribution to our
military force, then certainly their value systems must be considered by

military lcaders in the design of military orgarizations and environments.
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"Consider the followings

. 'The People! 2re in--Heroe: are out,
love 1s in--ioncy is out,
Butter i in--Guns are out.
Art ig in--Athletics are out,
'Poace! is ipn--Yurs are out,
wul is in--Pompocity is out,
Doing you thing is ine-tHard work is geod for you! is out.
Participavior is in--Orders are out,
Challenging authority is in——Automatic respect for authority is out,
“kepticism is In--Gung Ho attitudes are out,*10, 5, 228,

T AT TN Y

Yes, thesc are overstatements, but they do indicate some of the societal
furces apparent in the U, S. today. It is also true that these trends are not
restricted to the young., They will, and hzve, spread to the other segments of

our society %o verying degrees,
Moskos!l points cut that the image and style of 1ife of the enlisted man

has been distinctive in each of four periods of conflict: World War II, Korean
War, Cold Har of 1955-60, and Vietnsm War., Although the military establishment
has usvally responded with changes vwhich, to some extent, transformed traditional
military attitudes and duties, enlisted life has retained those characterisiies
vhich set it apari from civilian life, i,e., level of pay not commensurate with
authority, responsibility, and/or rank.

What then will be the reaction of the military to this recent wave of
individusliism? The answers are conflicting and often reek of grave fears of
the results of o loss of diseipline, However, some changes have already
occurred, Take the casc of the wmilitary haircut., For years, the military has
decreed a closely cropped bair style for its members, ranging from medium for
senior members to near 1y nil for recruits. The emergence of a current fashion
for long hair, sidelaras, and mustaches caused much soul searching on the part
of peraissively-oriented leaders, What is the acceptable 1imit became the
guestion of the day? The Afro style even further complicated things, Instead

" of simply mandating = ®eclose cut® for all, wnit communders and NCO's had to
| cvaluate each czse sopaerately. One commander found that once he permitted hair

4o be longer then the traditional style, the men soon Zcveloped a reluctunce to
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vweer thelr caps--cither becsuse it messed the hair, or looke” foolish resting
precariously above a formidable Afro pomp., Finally, after mch consternation,
an officinl formal change was made vhich mey or mey not be an sceeptable
compromise, "The Army does not deseribe or distinguish -mong styles of
kaircuts, There are 2 vide varicty of hoir styles that if maintoined in e

neat monner are acceptable, The detormination of huir style is not z determina-~
tion of commend,"12, p. 1. However, in the same brasth, the Army sct o minimum
and maxirum length of 1 inch and 3 inches. Here we have formal concension to
chanze but still constrained within the perceived goals of the organization,
namd y, maintenance of scme mneasure of uniformity,

The problem lics in that not all che situntions cen be so readily
resolved, Controversy does cxist as to just how far thée military should ‘go in
recognizing this individualism., The cverriding objection is the very valid
point tuat permisziveness may result in a loss of diseipline, Since discipline
has always been the unique feature of 2 military orgenization that devcloped
high levels of integratior--the ability to maintzin organizational structure
under prolonged stress--then a relaxztion of this discipline could casily
result in wnit disintegration during corflict,

A%t one end of the continuum are those who insist that the military
"doggedly persists in maintaining some obsolete trappings of the pasi.®
Col, 5. Q. Lapiss statesy "I the U, 3. Army does not alter some of its hoery
traditions, it is going to face up to some of the more drastic forms of soci=1
unrest plaguing the civilisn commmity."3, p. 44. It is trus enough that meny
Army practices "bug the hell® ocut of the men who mske up the ranks and are looked
on =S archeic snd harrassing, Among tnese are the troditional uniformity
and the cold ctarkmess of the barracks, Why not a dormitory atmospherc where
z mwan can live wncisturbed a~1 cnjoy some measwre of yrivacy? Also high on the
lict are the "houcc rules™ such as bed checks, restrictions on liquor, and

restric*ive pass polieies,
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AL the other - n? of the continur we have the very valid argument that
constent dizeiplin. i:- rcquired for all fucets of the soldier's lifc in order
thet he will rcocpond ‘o ermmand whea the going gets rough, To some, this
argumcnt is ro ~trong that the new permissivnness becomes completely unfeasible
and ridieculous, and consequently, the subject of considerable humor, 3aid the new
willie and Jor in » rcocent satire, "Bedcheck, Soturdsy morning inspection and
all that cerap is gone, man, Yech, we built z rew Army in tune with the times,
¥We can e¢ven wear colorcd neckties, Now all we need is to organize some sit-down
surikes to get the uniform abolished, or at least get =some clothes that
reflect individuelity, That's us, individualism. 2nd who means ‘rugged
incividualism' beeause we zin't ruggred anymore., We're just individual.”

But aside from the humor, the matter is of dire concern to meny. Generzal
Bruce C. Clarke (Ret.) was particularly concerned at a recent symposium when
he repli=d to Dr. 2, Little!s likening of the military to General Motors Corp.
"When General Motors makes a mistake you don't bury anybody. Let!s not equate
& company comuznder leading troops aginst yonder hill in Vietnam with a
Chevrolet salesmen, The problem's not the sume."lA, P 67. ‘lell, most people
tend to zgrze with Gen Clerke., The disagreement comes in when it is proposed
that wnder les: than a wartime situation, the U, -, scldier should be allowed
to live under the same rules as his civilian couvnterpart. The matter at hand
then becomes whether or not the foree can ip fact transform itsclf into a
wiform, responsive tool of war when the need srises, The predominont fecling
is o fear of loss of cortrol when it is mocot nesded by militery leaaers,
Cbvicusly, th: stundzrds of discipline zre going to change and evolve into
some r.ow form. Therc cxisbs an even greater fear thet this cvolution will be
haphszard - nd t the whinm of « aiszinformed znd misgulded public. What wiil be

*he compromise? A legical outceme was put forth reluctuntly by 8, 0, Aquarius,

an anonynous wuthor in "Army" magezinc, "It may be that what w require today
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is sn Yoperaticnal discipline', thet is, obedicnee snd = high order of diseéipline

i w

primerily during the battle or during the eampcign, Perhaps the emphasis

o RS ),y

on the historical militery cowrtesies, on zppearance, and on obcdience is mis-
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placed, Most communders, however, will insist that this is aot truc, that soldiers

TR

will do in batile whot they have been taught «n! required to do in treining."15,

p. 27

ArnyHm T

Many unit commander: today express the feeling of "I'm dammed if I do and
demned if' I don't." Take the recent case of the 27 soldiers who, while in the
stockade for a variaty of offenses, meinly AWOL und desertion, sat themselves

down in a circle and refused to obey z rcpeated order to ceasc end desist and

i«

report to their designated places for work, Tney refused in protest of the

death of a prisoner who had receatly been shot and killed while attempting to

YL

escape. The commander of the base preferred charges of .mtiny against the men
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under the Uniform Code of Military Justice, His zetion wus proper in every

. legal sense of the word., However, the public outery was loud cgeinst the sction
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taken, Much of the ~oumerntory held that the soldiers were just “misguided
youth" and "mixel up" and that the charge was much too severe, This sympathy

T

goes back to the decp rootcd fear on the part of the citizenry of the extensive
SUMRATY prerogat'ives of the commander in the field in zdministering military

D font -

Justice. AJ1 this adds to the contradiction a commander rast fzce when he acts

&5 both leader and magistrate of a unit., Here we have 27 men who blatantly

refused to obey & reasorablc order, and wers charge” by & coummander who was

legelly and morally (in the military) correct in doing so. Of the 27 soldicrs,
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22 werz found guilty of mutiny. one of o lesser charge of willful disobec ience,
end one of feilure to obay & lawful order. The other three :re still cbsent
without leave, The sentences wveried from s disnwnoravle discharge and 16
years confinement to e dishonorable discharge and 3 months confinement, All

* senterces were reduced to 2 years confinoment within 48 hours of the approvel

L o AR A

by the convening suthority.
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3 fhe ducu fere is not te judge the severity of tre charge or the sentence
Q but to distinguich the transition v society has mude towsrd permissive military

Jurisprudinee, o rouronsble miTlltary man todsy woull. ~nsider the disciplinary
practices of a ~ontury ape 5 <t opriste today, Tundlbicats sueh as flogging, 5
drumming out, anc ¢.ri iy < x-eution are » thing of “i» past, There is no |
national erises or lv i ot merit severity und tha Jore, the soeinl strueture

of the Army commnity sl wnirgo & oo v,

Herein lies tt2 protlem, I% 2o fushion:t - to . -ply civilien nores ond

standards to the ~:iid1 4 ir w5 ~ffort to 4. s dorm Lo: s1eding military ctructurc.

The military 3s an open sviicm and is ext—emily censitive tu the demands of

its sponsore-agcricus socuely. de one s senir wiat the U, S, military has

willingly acccpted its micajon and done iis %est Yo r-ach the assigned objective,

vhethor or not it w-; Jin acrord witn the d.cision, The prchlem now is that

il ey 2ood s, dodam te “ke andt level, < ee £inding it difficult to maintoin
i some semblance of ~Adlsteay bewris” and still remain within the new emerging

societal starndravis, Along with these standards, the military nmust zope with

th: sane forces that o~ causing such consternation in our country these days.

Dissent is now in fashion. Race »elztioss are cawsing disharmony in all social

crranizztions, The poovlazity of drug usage u-a 1ts questionable legality is

causing numerous problems, Civili rights have t.ker on new impetus.

Perticipative Minagement in the Military
One viewpoint to takc is that the military leadership can largely cope
with these chorges b emphasizing special sensitivity to the nesds and norms
of suvordinuics, ‘The participative approach has received considerable support
in certzin quarters and in fect, research has borne out that the human relatiens,

versuzsive, equzlitarizn-orierced leadership style has positive effects on

subordinztese The resulis of thece tests have shown lower AWOL rates, fewer
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hostile rcactions, rewer disciplinary infractions, and higher reenlistment
rates, (Capbell, 1953; Harmqvist, 1960; Spector, 1960; Medalis & Miller, 1955;
Selvin, 1960), A1l this is just fine witil you consicer Adams' 1954 study which
showed that extreme equulitarianisam on the part of aircraft commanders resulted
in decreased crew efficiency, Halpin (1957) too shewed that "in a military
setting consideration of subordinztes' nceds may be much more clozely linked
with behavior that defines roles aud tasks for subordinztes than among the

group of civilian school administrators vhe provided the buse for corpairson, n16
So ther, the controversy rages ou. 1t is proetty obvious that when it is time to
asssult a fortified position, a vote or the issue would be out of pluce.

bre R. W, Little brings up the point that as the legitimucy of collective
protest such as strikes and riots and mutinies cmerges, there will be a forced
change on the management style of the military. He goes so far to forecaczt that
the military would soon have to tolerate sonz form of collective protest, His
argunent is the familiar one that less than 10 percent. of the troops in a combat
situetion are under fire znd that it is *utlerly ridiculous®™ tn say that protests
cannot be tolerated and thet rigid discipline is nececasd in rear areas, & vislion
of the development of a collective bargaining organization 3in the military tends
to stagger the imaginstion of mosi military officers, The feasibility of such
an organization would be a study in itzell but it certainly can be said here
that any change in th:% direction would cause far rec ' “ng changea’'in present
military procedurcs and doeirine,

“here have been some distinct efforts in the direction of inctilling some
zmount of part’cipative procedures in the stuteside military crganization., Re=-
cently, st Ft. Carson, Colo., there was established a base wide Junior Enlisted
Men's Council (JEMC) for the purpose of improving commmication betwren enlisted
men, grades E~5 and below, and the post commander. The overall objectives in

additicn to improved commumnications, are "to revommend changes in procedurcs,
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teehniques and polieics which woula improve unnditions for the junior enlisted
men, and to provide = meons for airing complaints and suggestions from the enlisted
men to the unit comannder,"l7, p, 37, Thesc cowncils have ardisen only out of
the initiative and interest of concerned enlisted men and encouragement from
their commanders, Therc hss been no of Meizl policy published un this procedure.
However, offieinlly 2nd Army wide, there has been promilgsted ®*The Ficld
Commard Junior Officer!s Couneil (JOC) at separate posts, camps, and stations
throughout the Army., These groups are to represent the Jimior officer, as &
body, in making suggestions, recommendations, and otherwise providing a channel
of official commmnication to the top commander, The success of this type of
participation is m;estiénablc;:, but does offer z fruitful area for rcsearch, 4
quick arulysis would reedily indicate that these councils have nc real power
in end of themselves, The policy formilating procedures remain wnchanged
within the basic orggnizé.tion and the council usually becomes ineffective as an
influence on unit policy.
The very initiztion of such groups terds to imply a breakdown in the

chamelg of commmicaiion normally open to those levels of Lhe organization,

Certainly displayed is a trend in the younger members of the military to demand
a more democratic process and at least some influence in the decisions that
affect their daily lives,

) Caste System
The eclassical military officer-enlisted relationship has’'its roots deep
in the history of aristocracy. A- the vestiges of aristocratic power, wealth, |
and influence were stripped zway by society during the 19th and 20th cmMes,
the more affluent members sought to prolong their position of superioriiy by
membership in ’:.hs.; officer corps. Traditionally, the officer corps was manned
by not only the educated and wealthy, but by those whose credentials included

so-called lineage and aristocratic breed...ge
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4= ‘thAe demands for military power grew in the eurly 20th century, the
officer corps was, of necessity, opcned to those of less wealth but cppropri:te
lcadership and educetion credentiels, Still, through the second World War, the
enlisted man held a second class position in the military cazste systcn, largely
by virtue of his lack of education., Such positioning was accepied by th on-
listed ranks for the most part and in fact, the officer wes considered ancther
breed of person altogether,

Row, with the advent of higher education for large portions of our society
and the emphasls on specinlized skills in technieal ercas, the manpcwar pool
from vhich enlisted personnel arc drewn has undergone a considersble wpbringing.
This, coupled with the fact that membership in the officer corps has been made
avallable Yo the less educated members of czociety through 0CS and warrant officer
éomﬁssimg, has resulted in the education gep between officer znd enlisted belng
less predominant a factor, Now it 4s not uwnusual for the high school graduste
with an OCS commission te be leading a group of men who, for the most part, are
college educated.

Traditionally, soldiers are supposed to gripe. The officer-enlisted
cleavsge has often been considered 2 healthy situation in the past. Often in
the past, however, society has become ¢isillusioned with the military conditions
and sought to unsurp the system, A good oxample of this was the appointmnt of
the Doolittle Board after World Wer II which studied complaints and critiéism of
the ®caste division® between officers and calisted men. In fact, this was a good

' example of change in the »ilitary, since the board substantiated many of the
complaints which led to modification of several pructices by the Army. Dr. C. C,

Moskos raises the question of whelher or not this cleavage has become even more
pronounced todzy and enlisted dissatisfaetion even more passionate due to the
corparative levels of education, Enlisted men no longsr view themselves as
“subservient and it is blatantly obvious that officers can no longer depend on
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their runk and insigniz alome to generzte enough power with which to conduct
efficient leadership. ;

Moskos gocs o step further and stotes thet the various conflicts always
present in the militery, l.e., the officer-EM diviaien, the linc-staff ‘sApara-
tion, the rear echelon and front line break, are eausi. « {rictfons hetween the
levels in the heirarchy much morc serions than the tradition-.  coumplaining, He
attridbutes part of the problem %o the faet that the military attem‘!gsAto
ﬁractice true social equulity among its ranks, ®F.rt of the problem is th=t
soldiers from privileged segments of American society object not to the
authoritarianism of the militnry b rather to its eqsalfiarisnism, Unlike
civilian 1life, which is commaitbed %0 cemocratic practices in theory alone, the
Army kas a placs in the organizstion for everyone, regardless of prior social

status, It is possible for those less privileged to competx realistically and

~ successfully for the rewasds and advanteges ir the miiitary system, particulz;r]y

in the lower enlisted renks, This is what the more educated——tha more advantaged—
soldiers resent."18, p, 59.

An intcresting by-product of the new drafi policies vhich eliminated |
graduate deferrments, is that the college graduates usually do not filter dowm
to the front line combat units anywsy. The sdministrative helrarchy of the
military in Vietnam hus become so top heavy that a great wealth of w.pab];z
enlisted skills are needed to operatc the logistical and intelligence baée.

The demands of this bureazucracy are so great that no lomger can the rear echiion
officer corps (lovingly calied "Straphengers® by the front line troops) zad a few
enlisted clerks carry the administrative load, The result is that the personnel
pipeline is informally scanned for the better educated men with vhich to man the
staff and logistical functions. So then, the end result is that the less
educated troops tend to end up in combat wnits in zpite of the increase in the
overall educational level of the munpovwer imput. The unique feature of this
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phenomenz is that it is not at all s result of diseriminetion for any roason
exccpt ability, College troined cnlisted men zre simply much better equipped

to handle t_h; increasingly teehnieal and automsted logisticzl snd adninistrative
systems of the military b\n'eancracy; K

A Degending Dilemms
These forces in zociety are demsnding a shift in the bulance between

socially acceptable and unacceptable mdlilery organizationsl structure end
procedures, A hendy cruich that meny academleally minded anelysts have taken
10 is' the systems spproach, Many take the approach of Bemnis in contending that
bureaneracy's graduzl replacement will be: ", , . temporary systems of divine
specialists, linked together by coordinating and task-evaluzting executive
specialists in organic flux,"19, p, 7. Howsrd Carlisle, in his study of
fmetional organizations, deseribed the concept of systems theory in the popular
sense, "“Under such = theory the whdle is primary ané the purts are secondarys
a1l parts are interdcpendent co that one cannot be mdified without affecting
others: and the wiole r.presents more than o swrmation of the individual
parts.*20, p, 7. These emceptsvéf systems theory are popular and evolve as
the topic whenever the farced chonge of military orgsnizations is brought up.
However, it is not =z panzcea and the transfiguraztion of the military organiza-

“tion to an integrated system is a2 long way from reality, Furthermore, the

systems approach :;eemé to ignore one of the primary forces of charnge thet the
heirarchical military structure of today must contend with; that is, responsiveness
to the needs of the individual, Granted, the militsry is an extremely struetured
and helrarchical system but at the same time, its responsiveness to the desires

- of society heve caused it to lead the way in such matters zs equal rights and

privileges for all, It has even gone so far as to define the latutuudes of
dissent to be permitted in the U, S, Armed Forces, In fact, Congress expressed

= ==
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concern thzt the Depzrtment of Defepse had gone ‘oo far in the allowance of
dissent. (Actuilly, the guic.lines were a boon toXlocal -commandsrs, because
now for the first tim~ they b«d » Timdt beyond wich they could take setion
to curtail further activ;‘.ties. Previously, conspiracy groups had Leen able
to capitalize en the confusion that arose fur local commmnders vhen thoy
attempted to definre their authority as to control of dissent activiiies,)
So therefore, it can easily be seen that the military has gone a long woy
tovard adupting to change within the confines of its own structure and

legal l'im:’.ts.

The people of the U, S, must not permit these change farces to so change-
the military so as to render it ineffewtive as- 2 fighting ferce, Vietnan
offers a classic example of what a amall, disciplined ;‘oi'ce e=n do agialnst
a farmidable, well-trzined and equipped Army.

You cennot buy effectivercss and all the equipment and mcney in the world
will not meke a loosely def:l;xeﬁ, mdisciplined "bunch® inlo en organization
that vill respond with the *repid; devastating® foree the U, S. likes to think
of having at its disposal.

General Wheelsr, in an interview des&ibed in U, S. News and World Report,
April 20, 1970, stated that he was convirced that mach of the conflict over the
military todsy hes arisen from a hostility created by forces dedicated to the
weskening of the armed forces of the U, S, Hhether or not therc is a conspiracy
afoot to undermine omr military effectiveness is not really the issue at hand,
The U, S. militery will respond to society's wishes and society will get ®what

" 3t pays for,® The problem is that society continues to demand compromise with

all these forees at looscs concurrent with effectiveness as an instrument of
violcnce (whether active or a3 a deierent). In 2 recent article in Look
megazine, 2 commander of an armored cavalry regiment on the eastern Germon

border was deseribed as being completely overwnelmed by race relation problems, i
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Within his unii, blzck groups were imposing the same strife end conflict thet
is being menifest in civilien organizations today, His actlons in response

to the demands of the black groups have geen falr and seerdngly well considered
as described, Obviously, he is not going t¢ auke cveryons happy. The sed thing
is that he must even try to. Toz military is not designed for the purpoese of
giving all 1ts participents a meaningful and satisfying existence on earth,

‘his commander, like most others, must spend most of his time dealing with soeial

problems thet are usually-created only to disrupt., What extraordinary leadership
he-will have displayed if he:can take his strife-ridden organization and respond
to an externzl threat quickly and decisively when the time comes to do sc.

The question has been poseds How shonld the military best respond to these
forces of -change in order to reestsblish equilibriun both within itself and
between itself and civilian society? The most popular answer to be put forth
seems %0 be some sort of change of lesadership behaviors and styles to adopt
to the new situations: Certainly, leadership will have to change if a new
Lev3aian Wﬁm is going to evolve, These changes are discussed leter iu
this puper but are certcinly not going to be presented as the final azpawer to
our current state of flux,

If the nﬂitary is going to truly react only 2s a tool of societyts desires,
then soclety must regard it in a more rationzl manner und less as a scepegoat in
every emotional crists that erupis. The use of drugs is a problem in Vietnanm
and will centinue %o be o, In fact, it is 2 trilnte to the caliber of the
young Americen over thers that the problem is not worse than it is, ’hrijuans
is easily avelleble and the price is within every G. I.'s means, Yhen 1 asked
2very new assignee to my wnit if Lo had ever tricd merijuanz, the auswer vas yes
more often than not, Here the youth are free to experiment with and use drugs
as civilians, Magazines report thet at cwrreut rogk lestivels throughout the
U, S. ®Grass® is sold by vendors soliciting throughout the crowd. ILews
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prohiblting drugs are ss ineffective in the military as they alc in our
civilisn commnities, The requirements to meke 2 search lepgal and subsequent

charges binding arc so restrietive, thec convictions for the use, rossession,
c-r sale of marljusna erc Increasingly hard to obtajn--just as hard as they
are for our éivili=n police who do that sort of thing on a full-time basis.
Why then is there such shock expressed by our citizena when they hear that
drugs are used by our soldiers in Vietnam? The. answer lies on both sides of
- the fence, Both soclety and the military must resncialize within its
members the purposes of having an armed force in the first place, Onee that
definition again becomes clear to both, then we can start rebuilding our
organization to maximze both efficiency and satisfaction of pariicipants.
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~ CHAPTER ¥
MISSIONS OF THE ARMY

In order to study change as it applies to the missions and functions of the

- military institution, it is imporiant to understand correctly the functions it is

assigned under the Constitution and by the Congress of the United States, 4An
explicit statement of these functions as taken from the proper legal documents

shonld lecve no rconm for misunderstanding or misinterpretation,

Army Regulation 10-1, Headquarters Lepartment of the srmy, Washington,
D. C., 5 April 1968, and frmy Regulation 10-5 Headquarters, Department of the
Army, Washingten, D, C., 31 July 1968, provile the current specific objectives
and functions of the Department- of Defense and the Department of the Army
respectively. 3

Based on the authority cf the Constitution, the Congress sracted ithe

Hational Security Act of 1947 which seta forth the objectives spd fumctions of -
. both the Departments of Defense and Army, These basic objectives are as followss

 Fumetion of the Departmen. of Defense
As preseribuzd by the Congress, the Departmentof Defense shall
maintain and employ armed forces;

1, To support and defend the Constitniion of the United States .
against all enemies, foreign and domestic, d

2. To ensure, by timely and effeetive military action, the
security of the United Stales, its possessions, and areas
vital to its interest.

-

3« To yphold and advance the national policies and interests
uof the United States,

4. To safeguard the internal security of the United states:
Functions of the Departzi:ent of the Army
The Denarhment of ..he Arms' .;s resnons:ble _cr the preparation of lznd

Y € o i

forces necessary for t!xe e*“'sctive pro«:ecution of war exzept as
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otlivrwise ussigned nand, in accordance with integrated mobilization
f plans, for the expansion of the peacetime components of the Army to

maet the neods of war,

The Army, within the Department of the Army, includes land
combal and service forees and such aviation and water transport as
: ' may be organic ther-in.

] 1, Primary Functions of the Army

a, To organize, train, and equip Army forces for the conduct
of prompt and sustained combat operations on‘land-a-
specifically, forces to defeat enemy land forees and to seize,
occupy, and defemi 1and areas,
b, To organize, train and equip Army alr defense wnits, ineinding
the provision of Army forces ss required for the defense of the
United States against alr attack, in accordance with doctrines
{ established by the Joint Chiefs of Staff,

7 c. To organize and equip, in coordination with the-othar Services
and %o provide Army foress for joint amphiblous and airborne
operations, and to provide for the training of such forces, in
accordance with doctrines established by the Joint Chiefs of
3taff,

{1) To develop, in coordination with the other Services,
doctrines, tacties, techniques, and equipment of
interest to the Army for amphibious operations and ;
net slready provided for by Navy and Marine Corps
- foreez.
(2) To develop, in coordination with the other Services,
the ducirines, procedures, and equipnmtrenployed by
L _ Army and Marine forees in airborne operations, The :
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Army shall have primry interest in the development
of those airborne doetrimes, proeedures, and equipment
which are of common intercst to the Army and the
Marine Corps,
To provide un organization capable of furnishing adequate,
timely, and reliable intelligence for thc Army,
To provide foreces for the oceupatious of territories
abroad, to inclnde initial establishment of military
government pending transfer of this responsibility to
other avthority,
To formmlate doctrines and prc. edures for the organizing,
equiping, training, snd employment of forces opsrating on
land; except that the training, and employment of marine
corps units for amphibious operations shall be & function
of the Department of the Navy.
To conduct the following activities:
1) The administration and operztion of the Panams Canal,
- (2) The authorized civil works program, including projects
for improvement of navigation, flood comtrol, beach
erosion control, and other water resource developments
in the United States, its territories, and its
possessions,

{3) Certain other civil activiiies prescribed ty law,

Collateral Functions of the Army

To train forces:

C e

to interdict enemy sea and air power and commmications
through operations on or from land,
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£ivil Disturbances
f The eivil activities preseribed by law as mentioned above are those
necessary for the Department of Dofense to fulfill ita funetions of safe-

guarding the internal security of the United States, Speeifically, the

PR R R TN

Constitution and Congressional legislation have provided for governmental.
interventior with federal military forees in cases of domestic violence,
disaster, or for other specific purposes,

Other than for major disasters or civil defense purprses, thereare three
general awthurizations for the use of federal forces by the President for

protection of the internal security of the country, These thiree authorizations
and a short description of each are as followss!

1. To Aid a State at Request of That State, Section 4, Article IV, of
the Constitutior makes it the 'duty of the fedsral government at the
request of the legisluture of any state {or of the governor 47 the

{ “ legislature cannot be convened) to protect a state against domestic
violence, Congress has authorized the President to intervene with
federal military forees for this purpose (10 U,5.C. 331). _

2. To Enforce the lavs of the United States, Section 3, Article II, of
the Constituifon mkes it the 2uty of the Président to see thatthe
lavz of the United States are falthfully execwted, Whenever, in the
judgment of the President, it is i@r.sgtimhle-by reason of unlawful
sbstruction, conbinations, assemblages of persons, or rebellion to
enforce the laws of the United States within any state or territory

4 by the ordinary course or juslcial proceedings, he is authorized by
Congress *o intecvene with such federal military force as he deems
‘ necessary for sueh enforecement (10 U.S.3. 332). A
3. 7o Protsct the Civil Rights of Citizeas Within a State. The Fourteonth
- Amendmen®t to the Constitution foﬁids any state to deny ti;ta' equal
pretection of the lsws to any person within its jurisdietion, In
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implementation of this provision, Tongress has provided that

Eeaid

whenever insurrection, domestic violence, unlawful combinations,
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or conspiracies in any siate so obstruct or hinder the cxecution
of the laws of that state and of the United States, 2s to denrive
any of the people of that state of rights, privileges, immmities,
or protections named in the Constitv*ion and secured by law, and

the constituted authorities of t' t state zre unable, fail, or

refuse to provide such protection, it will b- deemed a denizl by

i that state of the equsl protection of the laws, Thereupon, the

E President shall take such meaéures, by intervention with federal

: . mdlitary forces or by any other means, as he *  deem necessary to
E supress such disturbances (10 U.S.C. 333).

One legitimate function of the military is to engage in several types of
warfare to proteet the country from foreign enemies, This role of the
military is an accepted one and has not been subject to much change over time.
E . Ano*hh;r of the legally legitimate roles of the mﬂitary’ has been to protect the
" comntry from domestie enemies and safeguard the internal security. However,
the legitimaty of this i@crtant role has been inereadngly questioned,
especially by minority groups that have been the cause for military action to
control their activities, Whether or not this questioning ¢£ the use of
military force to protect the internal security of the ccuntry is part of the
evolutionary process of change toward improvement or is a part of a more
dangerous path toward decay and revolution cammot yet be answered. Is the
country experiencing = process of change that will require the military insti-
tution to adjust to minority forces in the environment? If so, why would this
happen?

i : ’ One eriticz]l element in the change process identified by almost 211

authors on the subject is that of commnications between the chenge agen$ and




the client system. Could it be then that tethnological improvement in
commumnications have allowod this onz element in the change process to over
shadow all the others? Will these change agents that control the commmica-
tions channels really have control of the future shape of the governmert and
especially the militury institution? ‘

Precedent. alone does not justify any single action, A1 events, be they
riots or peace marches must be judged in context, But while precedent alc;ne
does not justifyy, it Joes help to place events in perspective and remove
some of the irratioral and emctional trash, Since the use of military to
control civil disorders is now wmder question, let's take a quick look at ihe
history of this country in this regard. A '

~ In 1786, while the country was still only lo\ose]y confederated under the ¢
Artieles of Confederation, federal troops were used tc counter Shay!s Rebellion,
This rebellion concerned the debt laws of Massachusettis, and before it was
put down by Gensral Linceln and 4,000 soldiers, much blood was shed,

One of the first crises that President George Weahington faced wus the
Vhiskey Rebellion of 179, This rebsllion was weged by farmers over a pewly
imposed exeise tax on whiskey, Alexander Hamilton, ac‘hiugboth a8 Commender’ .
of the Army and Secretary of the Treasurer, lead the federalized militia of
four states to quiet the uprising, 7

In 1857, the Mormons, who had setilad near Salt luke City continued to
defy the government and disobey the laws of the land, Tvo Infantry Regiments
and two batteries of artillery were used to murch against the Mormons to subdue

them, )

The Pullman sirike in Chieago in 189 eveutually caused President Grover
Cleveland to use federal troops to protect the mail and to restore order.
One Army historiau in this period observed that, *In this connection it should
be noted that the scldiers were used between 1886 and 1895 in 328 different
¢ivil troubles extending through 49 states and territordes,¥2
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In 1932 President Franklin Roosevelt assigned the Army the very wnplessant

- ™ e

duty of evieting the Bonus Merchers that had decended on the city of Washington,
D, C., during this depression year, The Chief of Staff of the Army, Generzl
Douglas Machrthur perscnally lesd the troops to ensure that no blood was shed,

History then, does provides a precedent for the use of military force to

-
i

quiet civil disorder and protect the internal security of the country, But

L

' the question remains--Are the new social pressures, that seek co improve soeciety,
. based on the removal of the military institution, really a ckange toward

mrovemeni?

Changing the Missions of the Military
How do the functions of the Army change? What process of change agent,,
¢lient system analogy could be applied to this situation? First, @it mst be

explained that the four specific functions of the Depertment of Defense, as
set out above, are only general objectives, and real meaning ean be applied
to them only when they are fleshed out with specific national objectives,

It 45 prcbably sefe to sey that these four genersl fwmetions will remsin the
same for many decades to come and the things that will chenge sre the
specific national objectives, _

Polieies, o;ganizatiaml sﬁruchn'e, technologliczl gozls, monpower
cbjeclives and materiel procurement objectives for the Department of Defense
are 21l determined based on speeific national objectives which are translated
into defense policy. For example, the need for the Sentinel, Anti Ballistic
Missile system was first put forth as a result of = national objective of
defending the comtry from a possible nuclear missile attack from China.

- How are these netlonel policies decided? In answering this gquestion,
about the only eloment that is clear, is that there are po real clear c‘at,i

lines of s change agent, client system type relationship. On2 imnortant

government:l body that does decide & number of important nationszl policy questions
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S tpe % tionsl security Souwneil {8-%)., This comcil is componed of the
? precidont, the wico-rresiaent, the secretsries of stute and detense anc the
Airector of the Cffic. of Civil and Doferie Mooiliz tion, A4 hoc mombers of
the counecil dneclude the seerstary of the trcam, the chuirman of the
Atemic Mn-orgy Commlssion, and the divectors of the Mational Aeronsutics and
“pace igeney, =nd the U, 2, Arms Control and Disurmament Ageney. This body,
3 excludirg the important influence of the Congress, makes the decisions on
major national objectives, The Fresident, who has veto power over the NSC,
then directs the implementation of these policies through the various executive

branches of the government, In a crude sense tihen, the NSC could bz aceorded

the role of cﬁange agent for it is their responsibility to scan the envireonment
for problem areas and %o correctly mterpret‘ any environmental pressures
cailing for changes, In this ocheme, forees calling for change can originate

directly from the environment, ss for example when eitizen groups call for @

WL

change, or forces can be genex;ated internally ss vhen the Department of State,
for example, recommends some new policy change, Congressional farces for change
are most relevant to the roles and Tunctions of the Army, but have bemn _
excluded from this scheme only because their influence is uwsuaily felt most
directly through the tmdgeting and appropriations process,

This then, is one acheme for looking at how the funetions and roles of the
Army might be changed., Others might consider the NSG and the Depzariment of
Defense combined as the client system and the gereral public, with its meny
factions, as the change agent, However, this approach would seem to lack the -
direction and guidance normally accorded the role of the change sgent,

Future foles and Missions of the Mili
What are some of the possible future roles of the Aruy? As has alrerdy
been outlined earlier in this paver, Projects 100,000 and Trarnsition are twn

{
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cxamplss of a growing irond in the militery Institmiion to rerform tha aervices

growv sl inevenan
w11l depend upon future policy guidanes of the NSC and the President, and moct
;especially on how the military interpre®s the forces for change coming from the
environment, Secondzry missions of this nature will only be assumed by the
militery as wuys and means of achieving the primary militery objective of
beirg able to function us an 2rmy and deflend the country in time of crises,
It is elear that in time of war, society woulc not require the nilitary to
perform 2 sceondary mission of this nature,

- Two other important uznd significant future roles of the military are
the military assistance pmgraxﬁ and the use of the miliiary to police arms
conitrel and disarmament treaties or agreements, Both of these roles sre good
examples of the use of some of the eoncepts of change, In the militery
assistance and advisory preogran a growing body of knowledge on the process of
eross~-cultural change is- developing. And the field of arms control offers an

excellent analegy of the change agent, client system process of developing

new rolez,

The miditury éssistance program is a direct jmplementetion of the netional
?o]icy cclectives of checking the sproud of commmdsm and providing free
vorld govémwants vith the means of defvnding themselves against commmist
asggression, Thls pregram secks to provid‘a_ ree world governments, at their
request, the military hardware and the advisory assistance necessary for their
gefense, The materials and assl:itance provided are in the form of grants, and
are not a part of the military sales program, An sxample of the military sales
program would be seles of F-) Phantom aircraft to the Isracli governzent. The
funds to provide this military assisterce are appropriated wnder the foreign
23d program snd jare distinet from the regular Department of Defense Pudgetss

= BRI




T e VLT

-

‘office. This is so because the Army of the Republic of China has progressed

e 21, The Vietnam MAAG performs mors tasks and provides more assistance

toceivil affeirs jobs, as is currently the case in mick of Vietnam, & knowledge
~ of the process of cross-cultural change would be nmt bmeficial.

; campus pressure growps’ io +o server trelr ties with the {:niversity), operating

. never re-xlly understood the local patterns of leadership snd therefore often
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Assistanee idvisory Groups (MAAC) stutioned in the recipient country. MAAG

groups work with their equivslent military levels in the host cowitry to

assist them in all phuses of the development of thedr armed foreces, The
character of ecuch MAAG grovp is quite differcnt and is determined by the *f
developmental stage of the host country, At present, the military has the |
following unclassified MAAG groups in existence; Greece, Turkey, Iran,

Pakistan, Korea, Vietnam, and the Republic of China, The MRAG group in

Tajwan, the Repuh.lic of China, functions ouly as a planning and budpeting

to the level of a self sustaining, hiéh]y sophisticated military orgenization,
On the other hand, the MAAG groun stationed in Vietnam 1s quite large, with
advisors functioning all the way dowmn the military organization to company

becauss of the relative stage of development of the Vietnamese Army.
For military officers and men performing MAAG duties or those assigned

Arthur H, Hiehoff =nd his colleagues at the Htmn Resmn-ces Research
foice (mmRRO), formerly of George Washington University {until forced by

mder contract with the Departmeat of the Army has beenn 2 leader in analyzing
the preceess of and developing of a body of knowledge on eross~cultural change,

In 1943, Hichoff publishea a paper, Lao Buidhism: A Vehiele for Technical
Ghange.’+ The paper wzs based on his éxperienee in Southeast Asia 2s a Cémxiity
Development Advisor for the Agency for Intemational Devélopment (AID), In this
paper it was Niehoff!s thesis that’ the change agents, techniezl AE advisors,

failed to implement a technical change, The AID advisers tried to implcment
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changes working t' rough the village secular leaders and ignored the potentisn?

leadership of the Buddhist monks, The western change agents had ignored the

nonks because they harbored an sttitude that the monks were 2 "quaint vestige

prongmgreny ¥ LULT AR 0 B

of the pest" and that their religion was traditisn-boun? and naturally
resisted change, But Niehoff goes on to illusirate that the true source of
motivetion to almost all villagers was their religicus associations with the

monks, Niehoff contrasted several projects, const-ucting buildings, digging

AT Y

_ wells, etc., that either succeedcd or failed aceording to the degree of partiei-
- pation enlisted from the monks, When the monks had a meaningful degree of
participation the project almost always succeeded. Nicheff points out that the
motivation for the villagers to participate in a project backed or conirolled by
the monks is a positive value placed on the ritual aets of merit (assisting

Rl o a il P s i

or helping the monks), In this society, the most laudable act an individusl
i could perform was to aesist the monks, 3y so doing, the lay Buddhist

Lo obtains 4he approbation of his fellow villagers in this life, and merit thet
: will faverably influence his destiny in the after 1ife, A change agent, to
‘work effectively with any group, must be knowledgesble of the patterns of
leadership, and the eultural traditions of that group.
In 196‘7, sieﬁoff publi;zhed a theory on the use of intra-group commmicztions
: o in the induced change process,” The essence of this theory can be seen in the
following dlagrams ' o
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Three clements of commmnication occur in the proeecss of chungs, They ares

f input by the chung. ngoent, open channel of foedbhuck, and intra-group commmica-

jons or gossip, The changc agent is dirzctly interested in and wsually
cffectively controls the first two, However, he is usually not involw.;ed with
nor does he take any action to directly influence the gossip commmications of
the reeipient group.
In studying this commnications process, Wiehoif found that when the
degrec of feedback is low, the chances for negative rumors and gossip vill
be high, In most ease histories examined in this study, where the existemce
of gossip of a positive nature wes recorded, the project tended to be successful.
Negative gossip, or rumormongering, was found to be a product of a lack of good
_ mformaticm flows between the changs agent and the potentiel aadopters, and
usually predicted an unsuccessful project. To effectively utilize this
valuzble intra-group commmications, Niehoff recommends that operations people

i monitor the "grapevine® in gossip sessions, at village wells and other such

- sites, to measure the success of their commmications 1npub and feedback
programs am! 1o be zble to take positive corrective action to keep a project

on the. right track,

After analyzing a selected bibliography of 165 cross-cultural change o
projects, Nichoff and Anderson in 1964 developed a model that identifies the -
primary varisbles in this proeess.® The authors offer this medel both 58 &
framework for analysis and as guidelines for action: by iechnicel change agents,

THE CHANGE PROCESS

’ Intrédncticn
of New Idea

g Behavior. . <—Bezipient Bebavior

Action Reaction
Integration A ' -_,73‘
I1lustration V=2: The Cross-Sultural Change Process.
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As indicated in the diagram, the change process is visualized as the

introducticn of an ldea or a technique Into another coelety, durins which time
there are two principal forces in operation, One foree is the behuviar of the
change agent, which can also be viewed ss the action, and which is dei‘ineé as
the technique used to obtain acceptance of the new idea, The other foree is ths
behavior of the recipients, which ran be viewed zs the reaction brought about
by the change agentts actiun, The new idea or technique is considered to have
been introduced into the other cociety when it has been integrated into that
society's cultural patterns, Iack of integration or rejection of the new ides
can take place ui any time from the beginning of the introduction, up to the
final stages where the patiern of: maintenance needs to be assured,

As a result of this study Niehoff has identified 19 major types of
influences which he refers to as "set®, 10 of change agcnt behavior and 9 of
recipient behavior, These sets of influence, as taken from his report, are
reproduced in I1lustration V-3, As a major part of his paper, Nichoff discusses

‘the negative and positive aspects of each influence set and sub-zcategory using
‘concrete examples to illustrate how each variable could lcad to success or failure,

One of the important colluteral missions of the Army in Vietnam is that
of Civil Affairs, PFracticaily 2]l military wnits down {0 company size have
been ;ssiged civil affairs missions, Rasically this mission consists of
promoting the welfare of the civilien population. In accomplishing this

mission, wnits carry on such activities as medlcal assistanze, semitotion

projects, building of schools and pagodas, road construction and the general
protection of villages and commmities through various self-defense neasures,
As Operations Officer for a bavtalion of the 4th T entry Division

" loeated in the vicinity of Pleiku, Republic of Vietnam, during a period of

1967 and 1968, one of the authors accumuleted valusble first hand experience

" in the implementation of innovations azcross cultural barricrs, One duly of .

the Operations Officer is the management and coordination of the Civil
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Affairs mission, In this partiecul:r battalion, the assigned civil affairs
mission was to look after the welfzre of five Montagnard tribes locuted
within the 4th DivisZon's tzctical area of responsibility,

During this perfod many innovations, such as sanitary facilities,
sanitary practices, and the digging ard maintenance of wells were aecomplished
end incorporated into the lives of these villagers, Accomplishment of these
different projects, however, cannot in any wsy be attributed to the advanece
in the knowiedze and wnderstending of cross-cvlturzl change and soeial inmmovn-
tions as documented by academics such as Dr, Nicheff, Most of the success
of these projects can be attributed to the intuition of the American soldier
and th: warm feclings and relationships he expressed tcward the Montegnard
people vhile he was going about kis job, In fect, *. wms not really a job to
most of the soldiers involved in eivil affeirs--it was 2 deep personsl involvement,

In looking at these events after thz fact and studying the process of
cross-cultural change, one can readily see where mistekes were made and
Low prior kmowluodge of the process of change would have helped, Howcver,
one is also struck by the w:inhibited, intwitive processes that naturally
surfaced in these situations and led to the success of the mission., In
suggesting a chunge, the soldier alwsys worked with the tribal leaders to gein
ti;eir approval and participation. In doing this, he natur2lly developed 2
good two-way system of communications, Through experience, he knew the bacie
elements of the tribal evlture., He recognized the central importanc: of the
rice planting and harvesting seasor and the tiaditions of their religion,
and almost unconsciously considered these elements in any suggestion he
proposed, In working with these people, the soldiers, obscrved in this
experience, even tried to learn the language of the Montagnzrds. What is
most remarkstle about this fact is that the Montagnard language has never
been reduced to symbols and recorded in any fashion. But most important of

adl was the element of respect and trust that the Montagnards held for the

g ket old S vt hons At LR kv o
’
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seldiers. The uoldicrs, through their actions, devcloped an exccllent

rapport with thase people, Often they were invited to participate in

W

ceremonial events of th: tribc and to drink rice wine with the men of the

tribe as a sigh of their mutual friendskip., In any academic analysis of

3 crogss~cultural chunge, one must eonclude that the strong personal relationships
developed herc weres the key veriables to successful implementation of most of

i the recommended innovations, -

One innovation recommended in late 1967 can serve as a goed illustration

of some of the variables required for success, It had long been felt that
the best mothod for the common defense of these five Montagnard villages
was for them to combine into one single, large village, using fortifications
and a formal system of defense, v
This project had been proposed to the leaders and all agreed that
_sanething rmust be done, but after repeated suggestion no ﬁmthér Initiative
o . was taken by these lesders. The tribes were of close ancestral background, -
their rice fields were all relatively close to a recommended location, and
the needfor a good defense had been occasionally demonstrated through acts
of terrorism by the Viet Cong and the North Vietnamese Army.

In February 1968, the NVA and the VC initiated their large scale operatior,
now labeled as the ®1968 Tet Offensive®, During this operation the NJA rowrded
up and .arched off at gun point the entire population-of these five villages,
éxclnding only the fr hly old and the nursing infants, Two of the village
chiefs were assassinnted on the spot when they demonstrated opposition, It
was learned lzter that the Montagnards were to be used as liberztion forces
after the successful capturc of Pleiku by the NVA (which did not succeed)to
demonstrate 2 popular swpport for the newly asehieved commmist liberation.
After the HVA vere defeated in the battle for Pleiku, they released the

0 Montagnards and 2llowed them to return to their villages,
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Within two weeks following cheir return tc normal viliage 1ifec, the

tesm and wanted to0 dmow if they were stili willing to assist them in building
a common village, The villege was eventually construcled and did serve to
provide the Montagnards *sith 2 much strenger zelf defensc carability.

An snalysis of this case of eross-cultural inncvsiisn r~ceording "y
Niehot{'s model indicates that practically =11 important variables were fulfilled
,, - except that of the felt need, The defense used by the tribes to date had beea

mufficient for their purposc and as they had ne ides of the potontisl the

~ - - enemy really had, they di2 not feel u need to meke the sacrifice necessary
] to build a consolidated villege, The "Tot Offensive” adesustely demonstrabed
i this-need end the leaders were able to overcome the threshc}.d of resistence -

- within their respective villages.

: Thers.are certain envirommentzl forses active todsy thet coul? presoribe

for the military = future role of aims control inspection end verification,

The growth in the déstxjuctiw: capseity of both conventional ané vmeorventional

weapars has been paralieled by an extension iu the limitation of %he

politieal effectiveresa of foree, Recognizing this faet, as early as 1961,

President John F, Kenneuy wns instrumentel in estublishing within the

government & separate agency for the purpose of studying and prepsring for

dissrmament, This officc; the U,S, Arms Control and Disermunent Agency, hus
been Righly successful $n establishing several arms control agroements or

~ treaties within the past nine ycars. A list of these sgreements or treaties
incJudes the Idmited Teost Ban Treaty, 7t‘ne o ‘er Space Treaty, the Nonpro-
Jifcration Treaty, and the Antarctic Treaty, All the sgreeuents to date,

_ :"i excaept ‘the Antaretie Treaty preelude the uee of on-site inspection and

verification, In facl, awy agreemeni tr exchange ingpectors, has been the

,
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rrineirle bloeck to wiy further arme eontrol treaties with Russia, Presently,
tha U, 2, is foreed to rely on national or unilatersl means (satellites,
sersors, aeriul r.comnaissance} for the verification it derands.?

With the Strategic Arms Iimitations Talks (SALT) novw underwey with the
Rrssions, the Arqy could in the jmmediate future, be fased with a mission to
act as arms eontrel inspecters, To be sure, the SAIT talks are not likely
%o producce any dramatic reductions of armaments, ye!, significant reductions
conld be agreed upon that would require the estsblishment of a rather
sophisticated and well organized system for the inspection and verification
of the agreement, 7

- How could this new role be added to the military mission? The first step

would be the legitimate assignment of this mission to the Army tarcugh the

proper executivc chamnels, The change agent in this case would be the
technicians of the Field Operations Division of the U.S. Ayms Control and
Disarmament Agency (ACDA), Since 1961, this division of ACDA has been
preparing for this role by eonducting research and study into all phases

of the Inspection and verification process, Thsir studies have covered

the range from sophisticated nuclear weapons to conventionsl arms, When
called wpon, they will be raady to recommend the right inspection systen
for any given agreement, The client system in this sckome will be that
branch of the Army so designated to perform the mission, The objeetives and
goals, mutually zgreed upon by both the change agent and the client system,
will be the development of zn effective capsbility for an adequate inspection

ané verification systenm.
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= CHAPTER VI

N b s ot

THE FUTURE MILITARY EHVIRONMENT

e

The All-Volunteer Army

Recently, Congress voted against a proposal to institute an all-voluntcer

y T
. o Bl R R ANt W

Army. This idea is not a new one and in fact, the U, S, has always had a

snle

volunteer Army except during t:mes of war znd since 1948, There are many pros

TE IRV

and eons to this idea which havz been discussed and rehashed over and over
ageain, The purpose of this section is not to reiterale the aiready well worn
'a;'glments, but to point out first, why such a proposel is popular, and second
’ the eoncepts of orgenizational change that will have to apply if such a step

J
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is taken,
Two major sources of dissatizfaction and wmrest in the U, S, ‘odgy are the .

o, oo o} Hebn

¥ietnam War and the military draft, They each present a particular sgore in the
side of a large sector of the U, S, population and as such are prime candidates

PR N L T

for vemoval from the scene. An all~volunteer force, namely a -professional Army,

"
Py o, e

e,
-

would rzemingly quickly resolve both problems,
‘hy establishing an Army of professionals of a, given size, the comtry would
4n effect be placing a strizgont control on the size of the Army since it would

R S e et

be infinitely more difficult %o expind such s force, Expansion eould only ocour

P

- viz congressional approval snd therefore hinder. the furtherance of any future

[ e

*mmdeclared® wsrs, A further check on undesirable operations would be that
* funding could not be expanded without application to the legislature. Our

Su 4

socciety has great fear of a powerful military that can plunge the country into
wnwanted warse. It also fears that the large scale coordination now required dbetween
the military and Industry will form o complex that wiil resist further control

by the people, It is fairly ‘well i:coepted that if our national defense is to

be effective and if we are %o maintzin an adequate industrial base, then the
@tm snd industry m.s’c.*cocﬁ‘mate their efforts. With the country already

\
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imbedded in an unpopular war, it is not hard to scc how the U, 3, soeicty might
Tear a strong military industrizl) complex thet could randomly involve it in further
conflicts of that nature to further its own intercsts,

The draft is widely looked on as "involuntary sereitude® and since it is
being vned to supply an wmpopular unr with people resourses, it too has beeonc
quite wnpopular, If you accept the premise that the country needs an arned force,
ther you mist too conceive a way to man such a force. The casiest answer is to
"hire somebody cise to do 3t¥, In a way, this is how society elinminstes its
requirement to kecep feeding that monzter whose appetite for human resources
is nearly endless, This road had the sdfed sdvantage of promising greatly
inereased efficiency in the armed forces due to largely dcercasad turnovers.

Whatover the merit of this rat:nale, 1t does servé-to give us a clue as to
vhat forees are on the loase in our society ond how the military must prepare
for such changes.

If the volunteer Am doss eventually come about, then the military will be
faced with two major changes. Pirst, it must devise some new cxternal system
Ey which it restriets itsclf in its conduct of political matters, Inception
of 2 volunteer force will only incresse the polarity of the civil-military
relstionship and therfore, if the militery Is {0 remain an instrument of the
society it protects, ilhen it nmst deviss methods which will preclude 2 cumpletely

professions’. foree ﬁ-om donﬁnat.ing that samc soclety. If it cannot adjust its

oun stnetures to calm the fesrs of the sociely, then of course, the society

w111 institute its own econtrols which are likely to hinder the effectivonsss

of the arm:d foree In’ its operations of war, whether complete or constabulatory,
The second and most obvious ehange will be that with contiauity of member-

ship, and adequate compensaticn 1o members, the military will be in 2 position

to realign itself in such a manner so 23 to eliminate meny of the ills of its

present system, However, the challenge will still remein to establish 2 system
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acceptablc to society vhile still insuring sufficient dedicaticn and response

’ from 1% memb:ors to achicve the only resl gosl of var--victory by force,

leadership

With the advent of systems oriented organizational concepts in the U, S.

Army, new challonges are going to arise for its leadership., The U, S. Army
Combat Developmenis Command is presently studying a prdject in wkich the Army
battalion is focused as & system, The stuady and considerstion of internal and
external ecmironmental factors will shed new iight on the most effeetive orgeniza~
tion of the battalion structure, Colonel Arthur 3. Hymsn is presently involved
with CDC in assessing the human clement in the design of future military
orga;xiZatianal structures, He states in a recent én-ticle, ®"Contcmporary ccgan-
~ izations must function witch change, rather than solely as & result of craange;
and traditional organizational structures historically khave had grea’. difficulty
. n résponding to change.*l, p. 171, He further sites 3 major challenges for-
those leaders who will guide the futare organizations,
“First, the fact that any change from a buresucratic o an integrated system
-~ wiil not ocomr @Mgbt alone will be a problem in itself, During the period
of transfiguration, *leadership will be responsible for giving elarity of purposc
tc vhat otherwise may appear as vague organizational objectives to the mifomed
&g&imtion menbere™2, p, 175, Secondly, many key members of the traditiomal
structure will resist any change away from the pyramidel concept, “leadership
characterized by patience, & high degree of diplomacy, and an inexhzustible
sense of humor can (und will) educate the change resistors."3, p. 174. The
“third problem facing leadership ‘of the future will be the paradéx that under the

newly-crmerging organization; members will enjoy new freedoms never before per- 7
mitted, The fear is that the lateral lines ¢f commumnications and lack of direct
F - ig supervigion will lead i¢ role confusion and loss of Identity. "The job of loader-
- i shiy in terms of orgsnizational Pambiguity' will be to somehow ereate an
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environment in which organization members come to understund that this uncertainty
i an integral pert of the new 'natural order of things',*4, p. 174.

I began this short discussion of leadership chunge with Col, Hyman's remarks
for two reasons, The systems concept iz the "hot item of the day” und also,
I wanted to insure that it did not become the finale of the section and thereby
take on the illusion of being pre-ented as 2 solution. The rebuiléing of the
military organization into an adaptive, pluralistic integrated s'ystem-responsive
to its environment is not the subject of tris section, We have already stated
that echanges in lcadershiy patterns will not provide 2 panscea for all the problems
of change facing the military of the fubure, Heither then is it to fall lJorward
vnto u theoretical model of a conpiex soclo~-technical orgenization and prineiples
of cyberneties. Our military lcud.rs today need answers today, These meny
problems a~ising from socia), change in our environment must be dealt with now
in the purest, most practical sens: possible. There has never been and will
never be a field manual written that will cover all the situations for a leader,
Perhaps the .greatest assist our unit cormanders of these days czn receive are firm
guidelines such as the recent Depurtment of Defense rules on dissent and the
subsequent court rulings upholding sueh 1imits. Perhaps this s a fallback to
the rigid, stroctural, buresveracy but at least it provides the decision maker
some basis upon which to make a rational jvdgmeni, Chaos and wncertainty are our
enemies, not rvles and regulations fairly concelved,

Still, leadership must change. Perhaps the zaswer 3s simply an swareness
of all these forces and why they exist to provide the ®"rationzl leader" with
the information he neads to be an effective military lerder. Professor Iyman
¥, Porter seems to say it pretty well in his article at the recent U, S, Army
Jeadership émfei'ence. "If research results to date provide relatively little
by way of directly relevant prescriptions for the leader, vwhat can we
say=—at the present point in time--nbout what he can and showld do with ~—~ - _ .
respect to influencing organizational commitment? Here we will mske some
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admittodly extondcd wetravolations from the general soeisl selence literatures
For one thing, *% wouli =-rm nrobable th.t t1e lusder of the future, particularly
in a military sctting, will nzeed to sce the leadership task in a browder
perspective than muy have veen ine case in the past. That is, he will have to
face and accept the complexity of the task and forego the notion that there are
any nice, clean-cut and kizhly speeifie rvles of effective leadership, Just
internelizing this simplc idea may be a majm: ster toward obtaining a breadth of
perspective, Seecondly, he will nc:,ed to reel ize the impact of his actions and
behavior on the expectations and heliefs that his subordinates will develiop
concerning vhat the organization is really like and what is to be reslly gained
by committing oneself to the organization. Much more than in the past, given
the nature o the types of values becoming more prevalent in our society, his

actions will indeed shout much’ louder than his words, He will be leading by

example whether he wishes 10 0 not 4 ... ."2, Pe 23R,
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CONSTUNTAC COMETTS

‘This regeurch pzper hac been o cursory reviiw of the rapid change
occuring in Ancricun Soclety today and the dmpoct of this change on the
militeary cst- blishment, lHo attempt haz been made Lo propore iy solution
4t~ these myrind of problems facing the militury, and society =5 a whole, in
that ‘hese solutions would be cither nothing more than the opinions of the
authors or reiterztion of much more eminent students in the £3c¢ld of behavioral
scienec,

Ve feel, however, thzt it would be appropriate to conelude the paper with
a quote of two military officers cminently morc gualificd than we in this
field, It most zppropriztely restates that the socisl problems facing the
military arc nothing more than an extension of the problems faeing our soclety
as a whole,

The military does not feel inadequate in coping with the
problems we have v "zsented, Indeced the trends of scelal
change appear to surport solutions In many areas, On

the other hand, “he burden of resolution has been placed
principally upor. the military when in fact the problenms
are those of the commmity at large, Socliety must in the
long run sock Yo bresk away from simplistic stereotypes,
idcologica? viewpoints and rationalizations =nd see the
nilitary as = soclal institution of itc own ereation which

can only operate effectively 3f it is permitted to retain
its place as an integral part of the Ameriecan commmity.l
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