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BXECUTIVE SUMMARY

This ‘is the fourth quarterly report of WRAIR researash
evaluating the human dimensions of the Unit Manning Systea (UMS)
and the 1light {nfantry division <concept. This report
concentrates almost exclusively on battalion rotation and uait
replacement issues pertaining to the UMS. Chapter I provides the
baokground for this research, and sketches the six related Ddut
distinot areas of research activity in the WRAIR effort.
Chapters It through Vi provide detailed analyses and
recoamendations.

The COHORT concept works. Both survey aand {(nterviev data at
two points in time ocontinue to show Ssmall bdut consiastent
differences ia horizoental coheston ian favor of COHORT units.
This finding 43 unot resarkable; (t simply confirms what all
experienced commanders already know: the longer soldiers train
together the bdDettsr they know one another, and the bdetter they
perfora. '

Redarkable Lis the persistence of these differeaces despite
almost every type of organizational chaos the Aray could tarow at
COHORT units. COHORT units rotated between Europe and CONUS, and
resained Ddetter bdonded than noaCOHORT units. CORORT units
endured opronounced leader turdulence, and remained Dtetter
bonded. COHORT units took up new equipment or resumed using old
equipment, yet remained bdetter bondad. COHORT units lived with
conflicting informatioan, rumors, resentaents (usually by their
NCOs), and 1local disregard of the DA persoanel policies, and
remained DbDetter bdonded. The enhanced horizontal bdonding in
COHORT units (s remarkable because it endures deapite events and
actions @ost li%ely to underaine (Lt. Because it i3 roduste=in
view of the sountervailing forces--the aere presence of
differences favoring COHORT is all the acore impressive.

In the rotation experience the Arzy alse found a second way
to create higher levels of horizontal cohesion, The C3SAREUR
battalions (and one CONUS bpattalion) simply had thelir personnel
stabilized with the expectation they would serve together for
some period of time after return to CONUS. Zven these stabilized
units showed levels of hortzontal cohesiocn comparable witn 0SOT
tralned and stadilized units.

Why this happened remains a puzzle. If the task of oreating
cohosive units vere as simple as pronouncing them astabilized, the
Armay would have solved the aohession probdlem 1long ago. One
possible explanetion (s that these units had definite tasks that
were iaportant, aeaningfiul, amotivating and wvhich required well
organized leadership. They continued training, thea readied and
turned in all equipment, then rotated between OCONUS and CONUS.
The tasks, therefore, sllowed these units to overcome the leader
and i{aformation turbdulence experiended dy QSUT trained COHORT




units. Without a demanding mission like equipment modernization
or rotation, 3imple stadilization may not have had the obdserved
effeat.

Thia is not the whole story, however. Observations and
iatervievs indicate that work 1ife in these uaits wvas
qualitatively different following stabilization. Apparently cthe
- eXpectation of continued service with the sazme people peraltted
the exchsage of equipmeat and expertise across platoons aad
aompaalies in more ways and with greater frequency than bdefore
stabilization was announged. Whatever the reason, the sxperienase
of the stabilized units calls into question whether 03UT training
13 necessary for ilmproving horizontal cohesion irn Army uaits.

Battalion rotation was successful. Extensive interview aand
observational data confirm that the Army can rotate battalions
with few wuntoward effects on soldiers, their faazlilies, or
coamunities. Twe wa@ajor lessons emerge from the bdattalion
rotation expericent.

The first (s the Linability of the Armay to learn from sush
experiences. Each unit and comnmunity faced the rotatiocan problenm
alone, as ({f they were the only unit rotating, and as {f the Army
had never atteampted anything like it before. Consequently, sone
of the same mistakes =ade in the earlier company rotations were
repeated in the Ddattalion rotations. The Arsy (s not through
with Dbdattalion sized rotations; a number -of Apsche helicopter
battalions will eventually rotate to Burope. They, too, will no
doubt also start froam scratch, unmindful that sany problezs have
already bdeen addrsssed and solved.

The second lesson learned {s that a rotation is a peacetine,
uaie, permanent change-of-station aove. It is aot a
deployaent. This distianction is Lmportant because the pladniang
and operational tasks involved {n wmoviag a large group of
soldiers and theilr families requires ar enormous aamocunt of time
and energy spread over a prolonged period of time. It i3 ¢the
distinetion between "taking a trip" and "moving."

Wdithout the sdditional staf? resources necessary to
accomplish the move, the units participating in the rotation were
forced to devote staff time and energy to this task, often at
cost to thelr coperational and training duties. In =most 2ases the
prizsary bdurden fell on the bdattalion executive officers. Their
perforzaances were outstanding but the coats were high (i.e., the
disruption of their norzsl duties and the personal stress they
axperienced in trying to manage two full-time jobs).

In addition, some senior officers and staff planners lost
sight of the fact that, unlike a deployed unit, s rotating unit
aust have sufficisnt time to settle~in after its arrival and
before Lt undertakes asajor tralning activities. PFor the sake of
gaining a fevw additional days of post-rotation fleld training,
some units placed their unsettled soldiers and faamilies in very




stressful situations. Over the oourse of the previous ocoapany
CORORT rotations to USAREUR, we learned that those units whiash
took adequate time to resettle families after the rotation
generally outperforaed those units that rushed into tralaping
activities. We expect to see the same findings replicated here.

The most wvarrisome pollay implication of this report lies 4n
the unit replacement data. Interviews and observations reveal
very little appreciation by battalion coamanders and their senior
staff and noe appreciation on the part of first sergesnts and
company comaanders and other small unit cadre regarding the
iaportance of ocapitalizing on buddy knowledge to enhance unit
cohesion. Many of these leaders 3seon oblivious ¢to the
possidilities of cross-leveling within companies to creates places
for replaceasnt packets. Given their druthers, they prefer to

-£111 spaces in total disregard of faces. Unless this aindaet (s
changed, the whole UMS experience will aelt Dbdack {nte the
irdividual replacenent systaea {t was designed to eliminate.

Chaanging personnel practices at battalion and cotpany levels
will not be easy. The U.S. Army has operated on an iadividual
replacement model since 1917; few company grade officers or NCOs
imagine doing bdusiness aay other way. It is one thing to rsise
and deploy COHORT coampanies and battalions which can be done as a
aatter of poliecy. It s something else to teach small unit
coamanders how to use iatact replacement packets. Pollay and
proanounceaents have little effect this low imn the Aray
organization where COHORT policy i3 presently circumveanted with
ayniocal disregard.

In summary, the existing data fr=om the WRAIR evaluation of
the human dimensions of the UMS lend strong support to three
eonclusions:

(1) The Aray can creata battalions that exhidit enhanced
horizontal cohesion either by establishing coazpanies with Q0SUOT
trained soldiers or Dby stabilizing persoanel and giviang thea
challenging, real aissions.

(2) The Army ocan rotate bDattalions without destroying
horizontal cohesion, and in the process by stabilizing cadre
the Arazy 2an enhance jerformance across coapanies and stcaff
sections,

v3) The whole UMS experiment is in jeopardy L{f battaliosm and
company comnanders cannot capitalize on the cohesioan potential
of replacenent packets of soldiers who already know one another
“hen they arrive at the company or bdattery.




Chapter I

Sagkground aad Jverview

LTC Larry H. Ingrahaa, Ph.D.
and
LTC James A. Martin, Ph.D.




Background

Ia 1981 the U.S. Army iastituted the Mew Manniang System
(NMS) and in 1986 renamed this progran The Unit Manaiag Systea
(UMS). The iprimary objective of this prograa was to enhange
potential combat effectiveneas through the reduction of persoannel
turbdulenae. 8y creatiag more stadle uaits, the Aray hoped to:
(1) eahance unit trataiag, (2) reduce the potential for stress-
related DdDreakdown ia aqombat by prometing interpersonal bonding
among soldiers as vell as detween soldiers and their leaders, (3)
increase the soldier's 1deatification witk kis uait and his
coamitaent to the uait's aissicn, and (&) develop a greater senae
of esprit de qorps among unit aembders and unit familles.

The original NMS prograa was coazposed of two independent
sub-systeas: the U.S. Aray Regimeantal Systez and the COHORT
(Cohesion, Oberational Readiness, and Training) Unit Movesent
Systen, WRAIR'S research agtivities tarzet on the COHORT Unit
Movement Systea and this report focuses on the human dizensions
associated with the implementation of the COHORT systea.

The COEORT Unit Movement $vg3tem ' .

The COHORT wunit =movement system was designed to kaep
soldiera and tlheir leaders together ia the 3same units for
extended periods of ctiame. First ters 3o0ldiers, who had their
taitial Aray tratniang experience as a group, called Jae Station
Ontt Tralning (or QSUT), were mstched with & cadre of offiaqers
and NCOs to fora a nev aqompany sized unit «t a PFORSCOM
{installation, These COHORT units had a three-year lifes cyale
geared to the first-tara soldier's eanlistaent. Ia the sajority
of c¢ases, these units were deployed OCONUS for a part of the
uait's life aycle (18 months USAREUR or 12 aocaths Korea).

In PY8S HQDA reorganized a numbder of combe¢ dDasttalions under
the COHORT Unit Movement Systea. This was a planned extension of
the original YMS oprogram. Eight Battalions were formed under
somewhat modified COHORT models and these units rotated to and
from USAREUR during the summer of 1986 (four units ia CONUS
switched with four like- type units in USAREUR)., There are also
four COHORT bdattalions which wers formed (with traditional CORORT
coapanies/batteries) as part of the 7th Infasatry Division
(étgh:). These battalions are not currently scheduled o rotate
QCOANUS. }




The HQDA NMS Refocused Field Evaluation

WRAIR scientists have had various degrees of ianvoelvment in
the HQDA evaluation of the UMS since the beginning of this effart
in 1981, These efforts are highlighted in the Novemder 1985 Unit
Mazning Systea WRAIR Techaical Report #1. In 198%5 HQDA refocused
ita evaluation effort and WRAIR assuamed a major role in the
evaluation. This roles iavolves several diatinat researsh
aotivities: :

(1) Soldier survey. WRAIR, through TCATA and their 3DM on-
station data collestion agents, is conducting self~adainistered
attitudinal surveys among soldiers of selected COHORT and
aonCORORT battalions and coapanies/datteries bdoth in CONUS and
USAREUR (five 1iteratiocns over three years). The primary
objectives of this effort are: (a) to develop reliable and valid
survey mcasures of cchesion (the various human dimsensions thought
to be assocaiated with unit combat readiness and i{ndividual
psychological sustainadility 1in gqoabat); and (bd) to compare
COHORT and nonCOHORT ynits on these dimensions of acohesion over
time.

(2) Spouse survey. In Octobder 1985, WRAIR began a pansl
study of a sazple of wives of COHORT and nronCOHORT soldiers,
This study bduilt on previous WRAIR Ffamily Unit research and
investigated the relationship between family 1life and soldier
unit {ssues. Data collection ianvolves three {Lterations of 2
self-administered mailed survey over an 18-month period.

(3) Battalioa rotation, family-unit-comaunity study. This
descriptive study, which began ia OJctober 1985, {nvolves an 4in
depth look at battalioan rotation p»lanning and implementation.
The study's purpose (s to describe the diampact of the rotation
process on ynit membders, thelir families, other comaunity
residents, and the coammuanity. .

(4) Unit interviews. . In Qctober 1985, WRAIR scientiats
began a series of uait visits 4designed to provide additional
qualitative tnformation {(n support of the COHORT-cnCOHORT
comparisons. Three tizes over an 18-month period, extensive
individual and group {nterviews were aonducted with selected
battalion coamand ers and ‘thelr scaffs, cempany/battery
commanders and their cadre, and selected groups of first-tarn
soldiers. These in depth interviews were designed to enhance the
{ntsrpretation of the survey data, and to allow WRAIR scientists
the opportunity to explore eamerging Lssues ia ways not possidle
with sole reliance on a structured survey Lastrumeat.

(§) 'Battalion reconstitution, morale and cohesion. Under
the UMs, rotating dattalions have stadbilized personnel
assignaents with augmentations aade only at fixed intervals,
"Packages"” of gsostly first-term soldiers will be added to the
battalion at sslectad points; these packagss will bde sgquads,
platoons, and possidly coapanies of O0SUT trained soldiers. Many




of theae soldiers will have trained together and will arrive at
the ualit in gohkesive groups with the expestation of remaining
together. These groups may be split up to aset the replacement
needs of the dattalion. At the saze time, battalion mesbers will
have tralned together for at least 18 months, and these units are
expected to be fairly cohesive. The implications for morale and
cohesion of {ntegratiag a nevw soldier package into an already
existing and oohesive group are not kaown. This projeat is to
descride the reqgonatitution and soclalizatioan process, and to
leara how they affect 20rals and cohesion,

(6) A study of ¢the 7Tth Infantry Division (Light). An
assocliated UMS research effort (s an extensive ilavestigation of
the establishment of the Aray's first light i{afantry division.
The research activities st Fcrt Ord involve: (a) ar interview-
observatiocaal 3study over time of one COHORT battalion, (B) a
study of leadership issues across a number of COHORT units, and
(e) a study of familye-unitecomaunity Lssuss related to the
establishment and operation of a light infantry division.

Qverview

The following chapters (II tiarough TI) of this fourth NMS
report focus on bdattalion rotation and unit replacement issues.
fa Chapter II LTC Martin and Or. Mariowe sunaarize interview and
observation data on the process of rotating dattalions to or froa
CONUS with particular attention to the perspective of soldiers.

The information makes clear that a peacetisme, unit rotation
is very different from a unit deployment and that to adequately
plan and carry out a rotation reqQuires addicional staff resources
at the unit level and the adoption of a command aentality which
recognizes the settling-in tize required Yy faailies after any
permanent chaage of station aove. Fallurs to recognize these
issues resulted {(n overdurdening key unit staff, primarily the
battalion executive officers, and Lt resulted ia uworale prodleas
vhen soldiers were forced to begin field training before they had
adequately settled their familiaes in the new area.

Martin and Marlowe also point out the role that activities
like Force Modernization had in bduilding cohesion, sspecially in
units that were not bullt on the bases of the common firste-tern
O0SUT training experilence.

In Chapter III LTC Schneider sunmarizes observations on the
rotation experiences of rotating families aad affected
coamunities. He points out the critical role of qoampanies in
both information dissemination and in sponsoring effective fadily
support groups. He further notes that wives groups were usually
effective only in rotating battalions. As will be apparent {n
subsequent reports, wives groups required a resl world task te
pravide group coherence.




On the whole, LTC Schneidir reports the battalion rotation
experiaent was quite successful. The morale of rotating wives
reasined high, and many coansidered it their best Aray amove. What
probleas there were focused on timely and acsurate information
disseaination, perceptions of favored treatzent 1in the gaining
coamunities, failure to share plans among ocommunities, and
fallure to ground family support activites 4in the ooampanies
rather . than in the battalion.

Chapter IV reprints a lengthy exexqutive suamary of s
comparative historical analysis of soldier replacement policies
writtaa by Major [EKozuamplik, and reprinted here with bis
permissicn. Lozumplik compared 4infantry replaceczent systens
among the British, PFrench, Germsans, Japanese, and Americans over
the past 150 years. He argues convincingly that individual vs.
unit replacezent is a false dichotoamy, since both are necessary.
The crucial point, ia his analysis, is the necesaity of first
linking the soldier with a large unit identity (like the
regiment) dDefore worrying overly mush about cohesion in the small
unit.

In Chapter V'V LTC Schneider sees pleaty to worry abdout

concerning replacements {n company sized units. Schneider
reports obdservations from a Qquasi-experiment of Iinserting
replacements {nto aqohaesive units during a @zmajor PFTX. His

observations suggest COHORT units can rapidly assimilate
replacements, Just like conventionally organized units, but that
small unit leaders paild little attention to developing either
horizontal or vertical cohesion. He attridbutes the failure to
the Lianterchangeadle part zentality of the American Aramy whigch
Kozumplik dates froa 1917, to (mplicit rules prosoriding Laformal
contacts among leaders and led, and to a fallure to recognize the
importance of saall group ties in building and enhancing
psychological resdiness for coambdat.

In Chapter VI CPT Vaitkus provides an update of the soldier
survey of cohesion which now L(ngludes two survey administrations.
Vaitkus shows that COHORT coampanies continue to show significally
greatsr qohesion, although the differences at Time 2 wWwere not as
Zreat as at Time 1, The Latersctions among ocombat arus and
CONUS/QCONUS preclude simple interpretations.

When ocompany Sized units were ranked on the horizontal
cohesion measure at both points in time, only the light ianfantery
units greatly lowered their ranking visesevis .other unit types.
In examining the total sample Vaitkus found that units which
declined sharply seesed to be 1arked by leaders perceived as
exploitative, unfair, {ncompetent, and odlivious to soldier needs
and wvelfare. To what extent this explasation can be applied to
the dramatic decline (n light infantry seores is the foosus of our
nex: reporec.
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Abstract

Sattalion Rotation was designed as an effort to see {f the
enhansed gohesion bdrought adbout by stabilizing soldiers in small
groups (i.e.,, from squads, ocrews, and sections to coapanies aad
batteries) oould bde aarried out at the level of 3 ocombat
battalion. Despite a nuasber of operational probleas, this effort
W88 very successful., The shared experiences of normal trainiag,
Poraee Modernisation (primarily equipment changes), and rotation
all contributed to enhanced teenwork and 4interpersonal bdondiang
among the scoldiers in these units. What was zost lapressive was
the teaavork and bonding among leaders (n ehoso battalions where
oadre stability wvas aschieved.

The bdsttalion rotation exercise demonstrated that the Aray
san rotate battalions. It also provided inforsation on what to
do snd what not to do 4im order to ocarry out such aa aotion
effectively and effialentcly. In this regard, wve learaed very
6learly that & pescetisme, unit rotation is very different froao a
unit deployment and that ¢to adequately plan and oondust a
rotation requires additional staff resources at the unit level
and the adoption of a coanand gsentality whiocb recognizes that
families need adequate settling~in tise after any persanent
change-of-station aove. Faillure to recognize these two {ssues
resulted {n overburdening key unit. staff, priaarily the dattalion
executive officer. Morale probleas alsas developed in units that
forced soldiers to resuse field training before they bad
adequately settled their families fia the new area.

The most aritical phase of the Battalioan Rotation affort s
yet to gome. This is the reload phase that is soheduled to ogour
15 to 18 months after the rotation. - There 12 ao evidence that
comagnders have oonsidered the Llaportance of wusing a group
replacement model to acccmplish this reload. It Lis gclear that
the reload process has the potential for dbuilding onsto or undoing
the positive CORORT effects of Battalion Rotation. In examining
the reload process, Lt L3 gritical that we c2a@e to understand how
self sustaining, ocohesive, and high performsnce unit cultures get
transaitted and zaintained as a unit goes through the process of
{neorporating new msembers. In the loag rum, this 3ay be the aost
oritical Lssue Ln all of the Aray's (Unit Maaning Systea
tatriatives.




Introduction

Bagkground
The obljegtive. Battalion Rotation was designed to acapture

the benefits of building a bdattalion in CONUS then "relocating”
that unit, to include fasmily mesmbers, on a permaneant change of
station move. Officilal planning foz Battalion Rotation began
with a 1981 HQDA Concept Paper (Mew Manning Systea Task Foroce,
ODCSPER, 12 June 81, SAB). Specifically, Annex B of that Concept
Paper desaribed Battalion Rotation as a test effort to see if the
enhsaced cohesioa brought atout by stabilizing soldiers in sazall
groups (i.e., froms squsds, crevws, and sections to compsnies snd
batteries) ocould be oacarried out at the level of s ocoabdat
bsttalion.

Duriag the past five years other isdues have been added to
the Battalion Rotation ageanda, most notadly Forae Modernization
snd Porce Restructuriang (e.g., conversion to M1 Tanks and M2IFVs
and the reconfiguration of Field Artillery batteries to the two
platoon concept). These sctions have had an iamportant iapaet oa
the rotation process and the desired csohesion outaome sought in
the original Battalion Rotation plan.

i?‘ rotation ggggggg% During 1986 four ocoadat dirms
battalions were rotated to USAREUR in exchange for four "sister”
dbattalions that were bdrought back to the United States. - These
‘dattalione (Atrdorane Infantry, Armor, Field Artillery and
~ Mechanized Infaatry) had appoxisately fifteen to eligiateen sonths
‘ to organize aud to prepare for this aission. The USARRUR units
vere COHORTed by atadilizing those personnel {2 existing uanits
who vere eligible to sake a persanent change-of-station move bask
to the United States. Shortages in these units were filled bdY
individuals who wers levied from CONUS. The battalions in the
United States wvere typicelly organized by mzating existing unit
sadre with gcoamonly tralaned groups of first tera soldiers froas
the CONUS training Dase. Cadre shortfalls in the CONUS uaits
were 3ade up Oy assigning soldiers froa other divisionsl sand
tnocallaetonal assets and {a gome oGcases froa otber CONUS
ocations.

Previous COHORT resegrgh. For the past 48 months WRAIR has
been examining various asspests of the Aray's Unit Mannisg Systen
(UMS). Our attention has focused on the oreation, development,
snd  operation of COHORT ocoampanies and Dbatteries. WRAIR
scientists have examined the various fastors that sees to promote
and/asr Lahidlit the developaent of effective relationships among
snldters and the corresponding relstionships bdetween soldiers and
their leaders at the level of ooapany or battery and bdelow.
Sased on this research, there is substantial evidence to suggest
that the COHORT amodel of keeping new soldiers together after an
intense, dsommonly shared, initial training experience provides
the Dbasis Cfor horiszontal bondiag up through the level of




aompany or battery. What i3 not yet clear is how the ariginal
training experience and the latter shared unit experiences each
contribute to this deading process. We also do not know whether
the gontributions are independent of one another or whether there
i3 some interaaction effect present.

The original premise that the UMS would {asure ocadre ..
stability and lead to enhanced vertical oohesion was not
supported in our earlier researah. VWhile some outstanding ocase
examples vere found, oadre stabilization was often Quite elusive
in company and dattery sized COHORT units. Our data demonstrated
that the UMS rules, both {(nternral (withim battalions) and
external, wvere often violated. Cadre turbulence was as great in
COHORT units ar it was in the units governed bdy the traditional
individual replacement systen. Among the @oat salient reasaons
for cadre instability were the following:

1. The 3;0ovement of NCO's and officers out of the uait
pursuaat to promotion or selecticn for promotion.

2. The a@movement of iadividuals, supported by Llocal
authority, on the basis of a belief that "stadbilization”
would adversely affect the ocareers of Junior officers and
senior NCO's.

3. The relief for cause or transfer dased On perforsandce
levels thought to bde unacceptadle by senior coamanders who
considered their COHORT wunits as highly visidle and
"politically seasitive” organizations.

4. The resentment of some NCO's at deilng "locked in" to a
rotating ualit and the abdility of these Lndividusls to effect
thelr own trsnsfer despite the rules.

§. The "norsal” local needs for shifting officers and NCO's
whioch led csommanders to the disregard UMS rules.

WRAIR's previous researcsh suggested that, when aahieved,
cadre stadlilization sould provide opportunities for enchanced
vertical oohesion. Based on the {(ntervievw data, the aritical
Cactor for achieving vertiaal gcohesion was the good use of
leadership principles at the platoon and coapany level. Sush
lsadership was gost often desoribed bdy first ters goldiers in
terms of technically and tactiocally oqompetent leaders whose
efforts were focused on reslistic and productive training. Good
leaders were desaribed as concerned and fair., Soldiers said that
tlese leaders treated them with respeoct and that they were
usually aiandful of their needs as people snd concerned about
their fasilies. Based on soldiers' descriptions, it Lis alear
that the Lleaders they were descridiag had demonstrated a
willingness %0 lead interactively rather than from a distandce.
When we experienced negative gaoldier ocomments Aabout their
leaders, we typically encountered well zeaning officers and NCOs
who were (requeatly undermined by their own lack of tralining aad
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knowledge of the prinaiples of effective saall group leadership.

Despite Pfinding a nauaber of COHORT units that were
characterigsed Dy poor leadership beshaviors, soldiers im these
uaits still achieved higher levels of group proficilency tham the
soldiers in the nonCOEORT units in our saample. Where there was
effective stadilized leadership, COHORT units were typically
described by senior ocoamaaders (battalion asnd brigade) as amoayg
the wmost combat ready units 4a their respective divisions.
COHORT soldiers and units ta our oOriginal sample also
deaonstrataed higher levels of coheaiveness and grsater
psychologival readiness for combat than their coanventional
counterparts. :

Current rezsargh

A3 part of the assessment of Battalisn Rotation, WRAIR
acientists partiaoipated in the HQDA post-rotation visit to each
battalion. Iadividual {nterviews .wvere dconducted with senior
battalion staff amesbers and with the coamanders and the first
sergeanta of two randoasly chosen line coapsnies or batteries in
each battalion. Finally, small group interviews were conducted
with qadre and first ter: s0ldiers in these same units.

B8ased 0a our previous research and prior contast with these
same units, an effort wvas made to examine the Lizpact of the
rotation "lifeqgycle” on the various huasan dJdimeansions that are
thought to aeoatribute to tae overall psychological readiness of
these units and to the asilitary and genersl life satisfaation of
the soldiers and their faaily acembders. What WRAIR has been abdle
to observe has deen the process leading up td the aove, the adOVe
{tself, and the initial settling {a peried. It amust be
recognized that the origiaal desired objestive, cohesion based on
prolonged stability, will only be understood by asontiauing to
follow these same units (and families) 4o their new location.
The original Batalion Rotation plan 1is only at the half wvay

point. These units have been orgasized, stadilized, and
rotated. The @ost Laportant ouytooaes await our qontinued
observation.

?iadings to Date

An overview

It Lis taportant to view the Battalion Rotation effort as
@ore than the sinple avent of eight battalions (soldiers, family
@eabers, and assorted pets) aoving froa one side of the Atlantio
Ocean to the other aslide. Zaoh unit went through a unique
Lifecysle. They experienced a whole series of events that has
had an dmportant impsct on individual wupnit meadbers, on the
companies and battaries that 3ake up eaoh bdattalica, on the
sister battalions of ¢the losing and gaining divisicns, and
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fically on the military coammunities that have both givea up and
gained these soldiers and their families as part of the rotation
process,

The rotation l1fecvgle

The gg*e forpation process. Battalion Rotatiocn really began
in late 19 when the soldiers ia four CONUS and four USAREBUR
battalions learned that their units had been designated to
participate in a sajor Army exercise, the uamovement of eight
entire battalions as part of a CONUS-USAREUR switech. While there
were HQDA ground rules for the persoanel actions necsessary to
forma each of these uaits (primarily the distinction Detween a
COHORT fi1l in CONUS and the assignment of an individual fi1l in
USAREUR), there were two situations that became especially
problematic. Both involved the NCO cadre for these units.

Jdne of the COHQORT personnel guidelines developed by HQDA
required career soldiers to spend a MINIMOM of 48 sonths with a
battalioa Dbdefore -bdecoming eligible for a transfer to ancther
battalion. There are very few adainistrative exceptions to this
48 amonth requirement. During the period (typically 2 to 3
mont1s) Just prior to the official estadlishment date for these

COHORT Battalions, a lot of NCOs attempted to leave ths battalioen

before they were "locked-in."

In addition, & nuaber of units did not follow offisial Aray
policy ia resssigning NCOs and in s number of cases there vers
dramatic differences even within the ocompanies/batteries of the
sSame Bbattalion. How aush Lnequity actually occured is iapossibdle
to assess [rom the data availadle to WRAIR. However, the
perception of wide-spread inequity was s dcoamon these L NCO
intervievs. During unit interviews it was aot unususal to hear
stories of how a sergeant in one cospany was forced to sign a
Declaration Statement (which would bar hia from reeanlistment)
while another NCO from the same battalion, L{f anot the saade
company, was able %o transfer out of the battalions "because he
knew someone.” It (s iamportant to note that many NCO's who were
bitter about baing coerced into the rotation were not objecting
to an overseas move, but rather were sagry at "the system” they
fel: was treating them like a draftee and not a career soldier.

According to the adamiasion »f some sanior leaders, the
period prior to unit aestabdlishaent also was an opportunity to
dusp their pocr NCOs. When this odcured, {t was often without
regard to the 48 month assignment criteria. If the individuals
in Qquestion wvere seen by their peers and sudbordinates as poor
parforaers, here was very little concern expressed dy other unit
sembers about these aations. There ware cases, however, whers
the ocamander’'s view that an NCO sould be dumped vwas not shared
and where NCOs and soldiers sav this as 3 8sign of Lnequity and as
& confirmation of their own helplessness in a systea out to
"sorew" soldiers.




On tha positive side, there were unit leaders at bdoth
battaliorn and qoampany levels who used the COEORTing of their
units aad the planned rotazion as a "recruitaent” tool. These
leaders Dbecaaze personally involved ia talking to Lindividual
soldiers, and in some caser to their family memzbers, abdbout the
advantages of rsnaining a unit aeader. Not only were many of
these efforts successful, but the commander's public occmmitment
to the unit often had second order impact on other soldiers who
witnessed this expresaion of unit esprit by the commander and the
positive response by a fellow soldier.

The second negative {mpact of unit formation was the
assignment of some CONUS Dbased NCOs to the ovaerseas bdattalions
scheduled to rotate back to CONUS. Apparently, a USAABUR
decision not to cause a "dufflebag drag” (moving a soldier from
one local unit to another) for USAREUR soldiers resulted ian soae
NCOs being assigned to USAREUR for periods of less than 18 months
(and Ln some ocases for periods less than 12 moaths). There
appeared to be 2o other reason for some of these abbreviated
assignaents. There vere soas narried NCOs who were allowed to
come to USAREOUR on an acccapanied status even though they would
not be able %o complets a 36 month tour. There were other NCOs
who arrived in USAREUR cthinking that they vere there for a 36
aonth accompanied tour onrly to find out that their families
(avaitiag ia CONUS ian temporary housiang arrangemeats) would have
to be called and told that they could not come to Lurope at
goverameat expense. At the extreme, there was at lesast one NCO
who had sold his house at a particuler CONUS installation as part
of his relocation to a USAREUR assignment, only to arrive 1in
USAREUR and de told that he would be returning to the same CONUS
installation {a less than 12 months.

While the sctusl number of career soldiers who experienced
these rotation aightmares was szmall, the distridution was suah
that everyone heard adbout the2 and the 3essage was clear. "The
Aray really does not osre adbout. the ocareer soldier or his
faaily.” * As in the initial phases of qompany rotation, one of
the amajor effects of these negative personnel activities was to
make the term "COHQOAT" the symbdollie fodus of everythiag coastrued
to be bad with the unit.

Rather than Dbeing perceived as a pattern of Lloading,
sustaining, and amaintainiag an Army unit, the terz COHORT wes
equated by some soldiers with "forceable” reenlistment and bonus
losses, deprivation of schooling, and slowved proamotion for carser
goldiers. NCOs who experienced these concerns often communicsted
this set of negative perceptions to the more junior soldiers in
tasle unics,

Movegent en masse (as we described for coampany rotation)
amplifies the normal disabilities of .ndividual rotation. In
sdnits where solders were not {nictially well L(nforsed (and kept
taforaed), unit aeabers often perceived themselves as having the
pudlis status of "gulnes pigs," subjeats of an vunchoaen
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experimeat, and viatims of a test designed to "deamonstrate that
the Army can save a3 lot of money through unit movemeant."” This
lad many soldiers (of all ranks) to fesl that they weres entitlaed
to gpecial considerations in the course of thelr move. These
feaelings vere often heightened by the fact that the rotation was
commonly sSeen and zandled as a special set of events with high
visidiliczy. Thus 4t often generated great oconcern froa the upper
echelons of asajor ocoammands and the Army staff and booaao the
focus of numerous VIP unit visits.

Sustainment. The central theme of the period from the unit
formation dats until three to six aonths tefore rotation was
training. For the CONUS units tais was the period of preparing
for and oqompleting the various phases of the uait certification
process. In some ocases it meant participating in various large
scale exercises such as Reforger or zaking a trip to the National
Training Center. In other cases various constraints in traianing
resources aade L% necessary for commanders o atteapt to develop
uait level performance in the absence of these kinds of tralning
opportunities.

Ia two of tae four CONUS battalions this was also a pertod
of relative persconnel stabdbility which provided the opportunity
for the development of both horizontal and vertiocal relationships
vwithin the coapanies and dbatteries and a "battalion”
{dantification amsng unit aembders. The other two CONUS.
battalions ‘continued to experience significant amounts of bdoth
extarnal and i{nateraal personanel turbulence during the sustalinment
period, particularly cadre turbdbulence.

For the faur USAREUR battalions the sustalanmeat period was
neavily srieated toward asospany/bdbattery and battalion field
tralaing. Thus these soldiers experienced a large amount of
£ield time. Tor two of the battalions, the latter part of this
seriod focused on 3odernization during which they speant
considerable hours, days, and wveeks getting their o0ld equipment
ready for turn-in. The revard (although for some soldiers (¢
scargely occured) was the opportusity to fleld test the new
equipaent. The double-sdged suord was the fact that these
soldiers xnew that when they rotated back to the United 3tates
they would give up their new (state of the art) equipaent for
equipment that had bdeen a2 the Aray's Linventory for a long
tinme. As one soldier descoridbed L=, "I will go from a new Traas-
A3 %0 2 bdeat-up 57 Chevy."

The actual rotatioa. About taree 3onths before the rotation
period, the move decome a reality to most soldiers. 3efore that
tiae the Dbdattalion staffs, and to a lesser degree the senior
cogpany/battery cadre, waears already caught up {or Dbetter
described as tied down) in all %he nittyegritty plaaning that
480t {ato the ¢learing and aovement arrangeaents for this
aperation. Zxcept for attending some meetings ana filling out
lots of paperwork, the reality 52 moviag ocaaurred to the soldier
when training stopped 2nd life began to center sround cleaning,

14




inventory, and more cleaning. While z0st soldiers reported that
it was anice to get a dreak froa field tralning, the actual period
of standing dowa and the duties ianvolved were extremely boring.

Coasidering the sisze of the operation and ths number of
thingas that gould have gone wrong, =:ost of the soldiers and
faaily sembers who traveled to or froa USAREUR reported that they
had the Ddeat move of their ocareers (although we must recognize
that for many of the firsteterm soldiers this was thelr oanly real
Bsove). Individuals vho had experienced a prior ailitary move as
an individual or as an {rdividual faaily, vere generally very
pleased by the mOve itself. There were numerous stories told of
uait members of various ranks (and their families) helping one
another during the amovement process and duriag the periods
iamediately Ddefore and after the trip. Ia many cases the trip.
ttself Decaze another shared experience that helped %o Dduild
boads amoag individuals (and family @embers), especially
{ndividuals (and faailies) representing different ranks.

If there were any "favored®" approach for the actual move (as
it pertained to those coming bdack to CONUS), families seezed to
prefer the plan that bdrought everyone back to the new location as
s group, helped pecy.e get settled and thea allowved i{ndividuals
to take leave. This was in coatrast to the aethod where evaryone
went on lesve a3 300n as they arrived at the Eaat Coast (Port of
Eatry), then traveled to the new location om their own., Their
preference wWas generally expressed in terss of having sufficient
time to get settled in at the new location bdefore duty
requiresents degan.

At this point, it is Llamportant to stress the distinastion
between deployment and rotation. It Ls reasoucable to expect a
deployed unit to be ready to a@move iato aan operational 2ode
immediately upoa arrival at its deployment aite. These
battalions were not deployed. Thelr rotation was s peacetine,
group, persanent change of station aovae. The only operational
expectation reasonable for those rotating units vas the
assuaption that Lt would take less tize to settle a group than it
would to settle this saade nuaber of Ladividuals {f they had
arrived on their own from a host of separate loostions. It 4s
clesr, especially in at least one of the USAREUR locaticas, that
unrealistic operational expectations were present and that these
expectations created an unnessary hardship on fasmilies and had a
negative effect on unit morale.

The settling-in progess. WRAIR's follow=up oqontagt with
these 3s0ldiers and families ocourred Just after the actual
rotation. For this resson, it Ls only possible to speculate
about the settlinge.in process and the future,. BSased on the
gensrally posizive moves and our {aitial observations of
individual and group behavior, we expect that most of these units
and their individual soldlers and faaily a@embers will do very
wall in thelr new communities.




Two obsaervations suppert our optimisn, First, every unit
(at both battalion and company levels) began life¢ at their new
site by moving thiags around, painting, puttiag up partitions
eta., all ia the name of making the new location "their owa."
While aoldiers (and soae leaders) typically complained that the
buildings they received were "trash" and needed lots of repair
and cleaning up, in most cases the facilities were generally
siailar to what they had given ud. The fuss they asde and all
their "rfixing up™ sotivity 3sSeeled to be related to the
paychological process of protesting their perceived 1loss and
recreating their old existance at the new logcation. These are
norsal, expected, and quite appropriate Lehaviors.

The 3second positive observation was the ocoammon qommand
resogaition of the importance of 1initiating flield ¢training
activities once the resettling had takea place. The time
required to resettle families was ¢typically governed by ¢the
availability of nousing at the iadividual 1locations. Most
soldiers were actively lookiag forward to the oppartunity to
return to field trasining. This was true even in units that had
returned froa USAREUR having given up new vehicles for equipmen
that was either of an older vintage and/or had seen considerable
use and required sudbstantial maintenancs.

A_sourge of hostility. Like previous company snd basttation:
rozaions WRAIR has studled, the rotatlon to USAREUR was the most
likely site for units ¢to experience probleas in their
ralationships with the wider communities 4ia which they had
settled. This seeds to be the result of the physically swmaller
comamunities ian USAREUR, and the greater social and psychological
{mpact that result froa the arrival of an entire unit. Thus, aay
and all prodless and any negative {ncidents that odcurred were
used Dby the receiving dqoasunity to characterize the entire
battalion rather than deing attributed solely to the sutsection
or f{adividuals {nvolved.

In USAREUR the core of ocommunity hositility also often
centersd (g3 ia the past) on the L(ssue of perceived "speatal
treataent,™ primarily the allocation of ailitary housing. For
example, the allocation of Dbdlocs of housing (of & one-to-one
housing wunit exshange between the CONUS and OCONUS rotating
uaita) was sesn as unfalr and as a violation of the "normal
queuing rules"( s.g., time in country on the looal Llist). In
this situation crotation was act seen by meabers of the commuaity
23 an exchange of units with all of their appeaded equipament,
sntitlements, and facilities DbDut rather {(t was viewed as an
taflux of "new" soldiers and familims who unfairly displaced
those waiting for housing. As noted i3 WRAIR's earlier
observations of compsny rotation to USAREUR, amost soldisrs aad
their faaily meabers perzeive all entitlements and benefits as
fadividually DbDased and not relevant to the unit. For this view
to change, considerable pudlic education has to take place.




A_goamunioations probdlea. A prodblem observed ia one unit
was the difficulty 4ia reconstructing the anorasl bdattalion
eomaunication systes after the rotation. What the battalien X0
had viewed as a well organized and highly effeqtive and stadle
{aformational systema (keyed to the qoaaunication pathwaya
estadlished Ddetween himself and the dqompany IXOs) was seen as
ruptured vhen he (the X0) led the advanced party overseas. PFor
the X0 the result was the developament of a series of alternative -
pathways keyed to the S3 and the other battalioa staff aeabders.
who remained dehind i{in the aain body.

Following the rotation, the X0 felt that it took amuch longer
than he expeocted to reestabdlish stadle patterns of coamamunication
between himself and the other members of the battalion staff.
Alternate chananels of gqommunication c¢ontinued to operate and
bypass the reestadlished normal channels. Iaformation ceased to
be passed at Lts prior level and there was amore iaforaational
confusion than the bettalion had ever experienced with
sorresponding effects ca organizational morale. It required a
sajor effort by the battalion X0 and others to bdegin ta restore
effective comaunication and informati®n nets <« ag effart that was
still not completed 3 months alter rotation. Unfortunstely, the
tiaing of our unit visits did not allow the opportunity to assess
whether %his was a problea lizited to this battalion or whether
it was a aore systemic difficulty.

Forge msodernizasion issues. As mentioned earlier, forae
sodernization also had a powerful iapact on some of the rotating
"units. While the initial trensitioca to the M2-IPV (Bradley) was
greeted with enthusiasa, the M2-IFV has, for many soldiers,
becose a2 symbol of their loss of status as {afantryaen. Many
NCOs and soldiers in these dradley units see a 3hift in training
with a new focus on the skills of the vehicle somBacder, driver,
and gunner and little concera for the developaent of their skills
a3 leg infantrymen. A significant number of 3soldiers in the
dissouat squads have developed concerns about their own soldier
skills and tactical abdilities. ‘This experience has lowered
sorale in these uaits asnd, in sose cases, (%t has lesssened
soldiers' Srust {a a leadership that {3 sometimes 3een as
"thinking that the Bradley L3 s tank and using it like one rather
than as an infantry >rack...”

M2«IFV training Ls coampared unfavorably by soldiers (from a-
i8g ponint of view) with M-113 Armored Personnel Carrier bhased
zechanized tralaing. There 13 also a lack of comfort with
unfamiliar and evolving B8radley doctrine. Whether or not time
and aore tralning will alter these percaptions i{s unknown. At
this poiat {a time, s significant number of soldiers talk adout
requestiang leg (1183) divisions for their naxt tours of duty. As
many put {(t: "There (s no skill, challenge, or adventure in
sleeping (or just riding around) “a the back of a Bradley."

Some futura i{ssues. There were tuo concerns which surfaced
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in the units that returned to CONUS, doth involving the future of
these units. The firat was a geaneral misuaderstanding of Uait
Maaning Systez persocanel poliaies. Many {ndividuals, including
some oqoamanders and a ausdber of NCOs, did aot realige that the
surrent assignaent poliay still required a U8 moath battalion
assignaent. The comaon aiscoaception was that the COHORT rules
oaly required hem to stay in the battliva for six moaths after
the rotation, thean they would be eligible to request some type of
transfer Although most of the NCOs interviewed would probadly
aot waat to move after this six amonth period, the notion that
they are again "looked-in" was already provoking the same kind of
negative feelings that prevailed when NCOs learned that they
qaould not escape the rotation without signing a declaration
statemeant bdarring thea froam reenlistment.

The other goncernt relates to a period yet to qome, the polant
of tuwelve to fifteen months alter the rotation when it will be
necessary to reload first tera soldiers into these units =to
replace soldiers endiag their (aitial enlistmeats. When
{ntervieved, uailt leaders did not know and/or understand the
Aray's plan for unit reload and mors impertantly, mo3t of these
coamsnders vere nob looking toward the aqongcept of group
replaceaent. For them, a reload simply 1involves getting new
soldiers and plagcing thea where they are neseded (the conocept of a
soldier as. an interchangable cog in a aachine). The principles
of group replacement and developing new cadra from bdelow wers
less prevalent and soatimes asissing altogether as one goved from
ths battalion coamander down through the chain of command.

An _important "non-event”

By the tize the individual Dbattalioan rotations were
sccomplished, there was a coamon perception from the highest to
the lovest levels of coamand that what had occoured was a none
event. This actitude was dased oa the perceived delief that the
Aray's leadership had already soncluded that z battalion rotation
prograa was unsustainadle and that any noction of future battalicn
cotations had been abandoaned. 'While 4%t may not be possible (or
desirable) to develop a battalion rotation prograsd to support
vartiage requirements, it s aot true that such rotatioans are
over. Ia fact the opposite (s true. The Army has and probabdly
Wwill always have a need to movse large organizations to other
parts of the world. For example, in order to aeet strategilo
plans for the defense of northera Zurope, two battalions will
exchange places aext year (an Armor unit will relocate to USAREUR
and a Mechanized Infantry DbdDattalion will retura to the United
States). These soves will be followed dy the rotation of Apache
baztalions to USAREUR.

Based upon these rsalitiss, what occurred this summer was an
important opportunity to leara how to efficiently and effeatively
zove large units (and assoclated faaily aseabders). With this in
aind, 1t s  critical that HQDA {Lasure that all relevent

*{nformation pertaining to this suamer's rotations be gathered in
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one place and that a amall group of kaowledgeable staff afficers
prepare an historical document that ocan DdDe used as & planaing
guide for any future large unit move. With suoh a documeat ia
aind, two observations are noted.

¥ho takes the lead

An interesting organizational observatioan from the Battaliqan .
Rotation exercise was the lack of coansiatency froam HQDA through
the MACOMs, Corps, and Divisions diavolved, as to the staff
activity that had the lead ia carrying out this aission. During
the planaing and d{aplementation period, there was also a
sontinual qoming and going of %ey plaaners and progras operators
at every level from RQDA down.

Based on our observations, it is appareant that those
goamands that viewed this actioan as an "operational sission,” and
thus assigned priaary .3taff responsidility to the Ge3 staft
eoamunity, vere the most successful {n effectively carrying out
the rotation. Teis 43 aot to deny that many of the amost
complicated snd difficult Lissues were in the personnel arena. .It
siaply suggests that this was an crerational aissioa and that the
core i3sues for all of these units were alwvays of a
trataing/aission aature. The higher the ocouzand involved, the
sore likely that ¢the aritical decision 1issues vere (a the
operational arena. Like any other aission, haviag a stabdle
leader and staff handling the operation coatriduted significantly
t9 the quality of the outaoae.

Paying the pric

Rotating a bdattalion i{a or out of s silitary comsmunity is an
expensive aation. To do Lt and to do Lt well takes time and
energy and & sudstantial expenditure of funds. It 48 aoet done
well Lf Lt gcomes "out of the hide®” of a ualit or a ailitary
coamunity. Without asupplemental staff and dollars, the zOVve
syffers and aore iamportantly, the normal operation of a unit and
a c¢oamunity suffer. These "unfunded™ aosts and associated
decresents 1in {adividual performance and attitude were dcoamon
experiences in alacst all the Dbattalions and the ocasunities
fnvolved ia losing and gaining these units.

ia planning a future rotation, it 1is Liasportant that the
operatica include sufficient resourcing to Lnsure success without
Jecpardizing the normal operation of the organizations
{avolved. In acat ocases the personnel resourasing aeeded ¢to
el lact the planning actions is siaple and relatively
inexpensive. For exaaple, if each of the rotating battalions had.
been given one senior ¥CO and a civilian clerk (temporary hire)
with a personal computer (and the necessary software) to handle
the adainiastrative aspects of the aovement plan, we would have
significantly enhanced the ratstion planning process and ve would
have allowed these Dbattalions the benefit of a full tisze
battalion exeautive offlaer.




In moast ocases, the battalion executive (and often the
conmander) becade so tied down with personnel issuss associated
with the rotation that other bdattalion operations suffered (aad
so did the X0s). The lack of stability at the S-1 position in
sost of these battations only worsened this problem. The typileal
tenurs for the 8S-1 in these units was less than six moaths,
hardly the kind of stabdility that would allov them to become and
rezain the focal point for rotation planning. The PAC was by far
and away the most 3stressed and disrupted orgaanization in amost
battalions with seversl psychological stress casualties reportad.

At division and corps levels, specific staff officers were
designated to coordinate rotation actions. The major difficulty
at these levels was the continual reassignment of individuals.
The lack of continuity in key positions at senior cosmands was a
continual problem that plagued rotation planning.

The requireadent for outprocessing, oclearing, and aoving
departing units and (often at the same tize) iaprocessing and
settling new units represmntad another situatiocn where necessary
433ets were not alvays present. These actions did take
sxtrsordinary efforts and expenses. Typically they were carried
out without any increase 10 pecple or amoney. The human and
dollar custs were "satan" by these coamunities at the expense of
other goamunity residents. These were aritically important
{ssues in USAREIR.

Developing stabls units and enhancing cohesion

It (s Lmportant ¢to recognize that somse COHORT  wunits
experienced consideradle internal and external turbdbulenge defore,
during, and imsediately following the rotation periocd. The
stadility we norsally associate with the COHORT concept was
ccapromised by the personnel =3;oOvements required by the QCONUS
rotation and the shanges necsssitated by the Force Modernization
sctions that took place Defore and immediately following the
rotation. OUnexpected was the Jdegree of lnternal turbdbulence in
CONUS and USAREUR ocaused by the significant leadership ahaages
that toox place prior to the rotation. Most of these changes
sSesemed tO De 4in violation of sctated HQDA policies and vere {2
direct aonflict with the intended spirit of the HQDA
guidelines. For example one battalion ascamander changed his
compaay commanders and first sergeants at the time of rotation
Lnorder "to keep the Brigade and division froam ripping us off as
soon a8 we arrived.” A aumber of battalion commanders did anot
Selisve that their senior coamanders (and the bdrigade and
qi7ision senior staffs) would honor the HAQDA stabilization poliay
for the "lock-ia" period after rotstion. For the soldiers 4n
battalions that experienced leadership turbulence just bdefore or
aftsr rotation, the wunexpected ashange-in-coamand was "juat
another example of why they shouldn't trust thelir (the Aray's)
proosises.” They had been led to bdelieve that they were in
"stabilized" units. AS soon as they moved, leadership changes
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took place that they did not expect and did not understand.

While it i3 damposaible to create abdaoclute astadility
(especially vhen you are trying to do two or three actions at the
same time), L% is posaible to develop relatively stable units.
Over the twelve t0 eighteen montha leading %o the rotation, a
nupber of coapanies, and at least one entire battalion, was abdle
to develop oconsiderabdle astabdility at the level of platoon aad
below. These soldiers and their leaders went through a ausber of
shared experiences: field training exercises, preparing equipaent
for turne-in (as part of bdoth Force Modernization and rotstion),
and draving and fielding new equipaent (again, as part of both .
Force Modernizatioa and rotation).

Thase soldiers shared, with each other and with their
imaediate leaders, the actual experience of a group move. Taken
together, these events served to enhance the psychological
{dentification of these soldiers with each other and with their
imzediate leaders. These sase soldiers expressed a stroag
preference for resaining together should there ever bde a coadat
requirement and a belief that together their uanit would bde
sSugcessful 1{in combat. Even la the few cazes (and they wers
really very fevw) where 3oldiers expressed anisosity towards other
group ameaders or their izmediate leaders, these same soldiers
expressed 3 preference for remaining L{n "their” unit versus going
to another uait should coambat ossur.

AsS a general odservation, the sore atable the group (to
include their Lzmediste leaders) the aore. goafidence group
meabers expressed in thelr own soldier skills, the greater their
trust in their peers, and the more they expressed confidence in
thelir leaders. In at least one bdattallion, this stabdility and
gorrespondiag trust extended to the level of overt bdonding aamong
platoons 1in the same asoapanies (e.g., talk of help extended
betveen platoons as part of the Force Modernization efforts to
include sharing of tools, parts, snd specialized knowledge. This
was done (n a way that gonveyed geauine Linterest and aoncern
saong the various meabers of these platoons).

However, Lt aust be sontinually eamphasized that the asjor
forces {nvolved in the crestion and maintesance of that vertisal
soheasion, which Lis sc important to the sustainment of the group
Ln coabdat, are those forces Lavolved in the long terms pattern of
relationships Dbetween leaders and soldiers. As previous and
current WRAIR research has desonstrated, nelither stabilizatlion
nor any 8et of discorete events or manipulations of eveats will

. orsate vertiocal gcohesion 4in an organizaclional aclimate where
leaders behave unpredictadly and arbditrarily or where leaders
svidence neither aoncern nor respeat for their soldlers. In unitcs
where soldiers distrust their leaders, charges of ocareeriss and
favoritisa are 3gde, and the soldier considers his faamilial and
personal needs disvalued by Rhis leaders. A falr proportion of
the best effecats of the COHORT system can be undone.by the leader
who constantly addresses his unit La terms of "you people" and
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"your actions" instead of "we and "our"” agtions.
Suanary

Battalion Rotation, despite all the prodleas noted, was a

8uccess. -With some exceptions stadle units (coapany level and

below) were formed. The shared experiences of norsal trainiag,
Poree Modernizstion (primarily equipment changes), and rotation
all contriduted to enhanaed teamwork and interpersonal bonding
amoag the soldiers in these uaits. Most 4impressive was the
teaavork and bdonding among leaders vhere stabdility was achieved
froe the level of Dbdattalion oommasnder (through the staf?
positions) to company/datiery. platoon sergeant levels. A large
part of the succeess achieved {ia the Forae Modernization and the
rotation mission was a result of the cohesion developed among the
unit leadership in these COHORT battalions.

The bdattalion rotation exercise demonstrated that the Aray
can rotate bdattalions. To be successful a unit rotatics needs to
be viewed as a aission. It requires an operations order and
someone to de in gharge to insure that at least the spirit of the
order is followed. Resources (people, equipsent, and funds)
negessary for completing the various parts of the 3ission Bave to
be provided to. those who need :hea. [Finally, the partioipants
need to understand the nature and purpose of the alssion,
fnoluding the asoncept of the order, so that they oan sdequately
sarry Lt out. In a number Of these aspedts we 3ap dc better the
next time we mOVe 4 large group.

Does the COHORTing of a battalion (and its rotation) enhance
sohesion beyond what is gained (n a qompany/dattery level
effort? At the level of the soldier, prodadbly not. What it does
provide s an eahanced level of knowledge and aqoason
fdeatification azong the sadre that osrosses the boundardies ot the
gospanies that compose the battalion,

There were scae very iaportant gains, 88 noted by several
dbattalion coammanders, in terms of the astsbdilization of aeompany
level leaders and the Hdattalicn staff. These inoluded greater
sohesiveness of the battalion stafl and s greater cohesiveness
and knowledge of, and therefore prediatadbility of, the behavior
and perforsance capasities of goapaay/battery level leaders. As
one battalion gcosmander put it, "I have a Kkaovledge of ay
coamanders’ personalities and of the personslities they have
sreated for their units thet I have never had bdefore in ay
career. I xnow at this point, L{f I as attacking ianto the uaknown
to ssad unin X, They will aexploit ¢the terrain, amove
agthodioally, and never stumble or dash into 8 fire saok. I
would Kkeep unit Y as 8y reserve uinowing that their unict
personality 1s such that they would move out like a bdullet and
bowl over anything in thelir way and get Lo where they have to get
A8 quickly as possidle...." Again, 1t was observed 1in this



oontext that, "We know each other 80 vwell that we can keep our
radio traffic down to the bare bones. They dida’'t know how to
deal with us at NTC Ddecause we darely needed tc talk--just give
map qoordinates...” .

Does Battalion rotation cost too much? This 1s really a
funotion of the plan. The current battalion rotation exercise
was very expensive. Much of the costs. were associated with the
types of plans developed. The most oriticsl coats, however, wvere
not the dollars expended but the qeosts incurred in lost training
time and the corresponding iapact on {ndividual and
organigational ocosbat readiness. Based on our intervievw data,
the costs in these areas vere substantial. Could some 3f these
issues have bDeen Randled differently? Based oa our {otsrvievs
with both soldiers and leaders, the ansver s ves. THe tasks of
evaluating these dcosts and specifying alternstive methods are
beyond WRAIR'e abdilities bLut are oclearly Lssues which warrant
AQDA concern and attention.

Now that the rotations have Deen soapleted each of these
units have entgred into a nevw phase of the originsl plan. They
are in the sustained training and operations phase that will
eventually bde followed by a reloading period. It Ls iaportant
that HQDA ocontiaue to follow these units and their progress at
least through the reload process. Without a look at the complete
pieture, we will never appreciate the full value sad/or coets of
the Battalion Rotatiocn effort. The wvay 4ia which the reload
process is handled and the pattarns for inaorporatiag the reload
groups iato the unit asan either uando the positive COHORT effects
or bduild upon thea. In the prodcess of examiaing this phase, it
is garitical that we come to understand how a self sustaining,
sohesive, and high perforsance unit sulture oan be transsitted
and 3aintained as a uait goes through the process of
iacorporating nev zeambders.
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Abstract

This atudy examined the effects on the military family aad
community of rotating entire battalions between CONUS and OCONUS
sites. All eight rotating bdattalions werse included, along with
Six designated "aomparisorn" battalions. Data were oacollected
through interviews conducted approximately asix months prior, two
months prior, and four montha after the rotations took place.
Included in the intervievs vere commanders, sadre,
repregsentatives of ocommunity support agencies, and family
mseabers. Interviews were seaml-structured and open ended in order
te provide respoodents the opportunity to discuss issues which
were important to them. Responses were organizsd ianto four areas
for presentation. These were inforaation disseumination, wives
groups, morale, and community effects.

Information dissemination: Many wives (and soldilers) lacked
knowledge and understanding of the purpose of the bataliion
rotation prograa. This was due to the lack of adequate pudlieity
at the ocommunity aand wmajor unit level. Most Dbattalions
inatituted techniques to disseminate information to unit wives.
The most successful of these relied on company level organization
for asanaging the process. A @ajor shortfall was the lack of
sharing of plans, problems and solutions across divisions.

Wives groups: ELach battalion recognized the value of having
orgnized wives groups to help wives support one another. with
one exception, they vere only effective {n those battslions whioch
vere rotating, prodadly bdecause they had a clear "mission”
(helping with the unit rotation). Across all units, wives groups
vere most effective when they wsere organized at the dgompany
level, included wives of all soldier ranks, and had active
support fros small uanit leaders.

Morale: Morale of wives in the rotating bdattalions was
_generslly high, and most greatly appreciated bdeing part of the
battalion move. In two communities, a widespread belief that the
arriving bdattalions received preferential treatment led to
resentment and aager in the dsomparison bdattalion and the larger
community. Preferential treat@ent for any group should Dde
avoided.

Community dissues: Zaoh community evolved & acoamprehensive
and reasonable plan to support the battalion .rotation prograsm.
There wes no effective sharing of these plans agong the affected
communities. Coamunity and installation communication media
should have bdeen amore widely used to disseminate 4information
sbout the battalion rotation, and limit the perception of special
treatment as discussed above.

The report aqgoncludes with a series of rocounoudleions for
procedures to enhanze future unit rotations.




Introduction

Associated with the d{mplementation of the Unit Manning
Systea (UMS) {s a program of rotating eatire battalions,
inoluding family members, bdetween CONUS and OCONUS locations.,
This study was designed to desoribe the effests of the bdattalion
rotation program on the military family and comamunity.

The movement of intact families with units has the poteantial
of considerably enhancing the support and well belng of spouses
and saldiers during a period normally sssociated with high
stress. This potential was formally recognized in a White Paper
(1983) titled "The Army Faamily:"

Our. policlies aust recognize that soldiers ocannot
perfora efficlently while distracted bdy overwhelminag
faaily ceoncerns....ln short, we do not detract from
organizational productivity supporting Aray families;
rathor, taking ocare of our faamilies enhasces bdoth
readiness and retention (Army Chief of 3tsrf, 1983).

A "senso of community" ocan contridute {importantly to
paychological readiness. Soldiers who are c¢onfident that their
wives could get help from within the ocmmunity eliminate one
important worry during fleld exercises. Wives who feel confident

of such help also give greater support to their husdand's
sbsence.

At the same time, the rotation of an eantire battalion into
or out of a community has the potential to disrupt the support
the soldier and his fanily receive froa the unit and the
community. Purtheruore, the abdility of the community suppoert
agencles to respond to both ordinary and extraordinary needs of
families may be overburdened bdy the large numbdber of people
leaving and entering the ailitary aoanmynity during a bdattesliom
rotation. Cowmmunity support for the family can be sitigated 1Lf
the rotating battalion 18 not integrated into the goummunity. For
exaumple, previous work with company rotation (WRAIR TECH REPORT
#1) demonstrated that &8 "we-they" attitude developed due to the
perception of  favoritism for CORORT Cfamilies. As a result,
COHORT families were treated as "outsiders"” following rotation
iato the ocommunity. Feelings of 4isolation and resentaent
experienced by these COHORT faamilies can be detrigental to the
development of social supports and a sense of community, both of
which are impocrtant attributes of psychological readiness.

Methodology

A total of 14 opattalions were 3studied, eight of whioch
rotated (four battalions assigned to CONUS posts and four similar
tattalions OCONUS) by exchanging places of assignment. In
addition, six of these eight rotating battalions had s designated
co-logated "coamparison" battalion which did not move. Under the

26

g i P oA S e 3 g




battalion rotation concept, soldiers were stabilized in their
uaits for adbout 36 months (the 12-18 months period prior to the
rotation, and an 18 moaths period after rotation). Generally,
soldiers in the stabilized battalions (popularly referred to as
"COHORT™ battalions) with enough time remainiang in service to
ooeplete an overseas tour vwers regquired to remain in the
battalion. Soldiers who desired to Dbring their wives overseas
had %o extend their enlistment to meet the 356 month requirement
for accompanied tours. Additional soldiers were assigned to the
battalions ¢t¢ ensurs that they would rotate with stadilized
soldiers at close %o 100 percent strength.

Data oconcerning the. impact of battalion rotation vers
colledted from three sourses. 1) interviews o0f representatives
from garrison agencies (DPCA, ACS, Housing, Traansportation, ete.)
which are set up to serve the needs of soldiers and their
families, 2) discussions with unit cadre (company through zorps)
who were involved with the movement, and 3) individual and group
interviews conduoted with wives of soldiers in the 14 battalions.

Interviews vere conducted using a semi-structured format.
They were conducted individually or in groups ranging up to eight
in size. Participants wvere chosen by the companies in each
battalion. The total number of intervisvees was about 425. In
order ‘to encourage freedom of expression, interviews vwere
conducted separately Tor officers' wives, NCOs' wives, and wives
of lower enlisted (E-4 and below).

Interviews were completed during three study phases. Phase
One was conducted six to eight months prior to deployment, Phase
Two was oconducted one to two months prior to deployment, and
Phase Three was conducted adouyt three months after deployment.

Results and Discuasion:

Results are organized into four content areas: 1)
information dissemlination, 2) structure of wives groups, 3)
gorale, and 4) coammunity effects. These content areas acaptured
the oritical {ssues as ralsed by spouses, silitary leaders, and
other ¢oammunity members. Each topic will bde discussed as 1t
appeared during each of the three phases. Unless otherwise
indicated, the inforamation presented appllies to both rotating and
non-rotating battalions. To help ensure unit anonymity, wve
generally avoid referring to locations of the battalions.

Information Dissgninatioé:

This area is disoussed first because it is closely tied to
tll aspects of the move. As such, it represents bdoth the
solution to a nuamber of probleams and the cause of others. Under
the typical individual replacement system, soldiers and families
receive no more than four months advance notice for an overseas




move. However, Spouses werse included in the iaformation
dissemination process early in the planning for bdattallion
rotation. Most kanew as loang as 12 months prior to the rotation
that the unit would rotate overseas, and they would accompaany
thelir husbaads. Wives and soldiers were pleased-tnat they qould
snd would travel together. While this advanced ianformation could
be regarded as a bdenefit, at the time of the Phase One interviews
there was considerable uncertainty and anxiety among the wives
bout what would happan. fach of the rotating battalions had an
potive program for 4idforaing wives about these evonts. This
included use of flierfs and newsletters, mostly delivered via
thelir husbands. Uanfortunately, frequent changes 1in plans
underained these efforts. These changes often reflected the fact
that the Aray was still in the process of making z=ajor decisions
related to the move (e.g., could pets De shipped on MAC flignhts,
could military busses be used to assist soldiers shipping ocars,
eta.). Information disseaination at the time of Phase One proved
to be a mixed blessing. )

The uncertainty was not limited to wives. Among enlisted
cadre, there were conplaints that the "COHORT"™ systeam would
irrevocadly loak them into their units, aand prevent military
school attendance, opportunities for assignment elsevwhere, and
even promotion. This was a COHORT rather than unit rotation
{ssus. It ALllustrates the point that we found very 1little
knowledge among cadre .or families of any uait oconcerning the
purposes of COHORT or battalion rotation.

At Phase Two, in spite of the considerable effort expended
to establish communication with wives, a number still complained
about lack of information.fros and contact with the Army. Even
though battalion wide aeetings had been conducted, and
newsletters were sent to each wife (usually via their husbdands)
many women complained that they did not know exactly whan they
were going (information which wss in the newsletters). We do not
believe that communities, units or wives groups ocan bde faulted
for this. We attended a number of information meetings sonducted
for ocompany sized units, and have 3studied the documents which
were prepared by each bdattalion for the wives. The information
“as usually timely and accurate. We did, however, find that
battalion wide gseetings make an especially poor forum for
information disseaination due toc poor acoustics, ambient noise,
and the lack of opportunity for persocnal i{nvolvement.

The information dissemination probdlem is ochiefly due to
other causes. The Army i{s not organized to support efforts on
the part of the unit ¢to keep Lin touch with and provide
information to families. We have spent a considerable amount of
time working with the ocommanders and wives who organized such
efforts along with the NCOs who were responsidble for actually
compiling and recording onames and addresses. The 1living
arrangesents of the married 'lower enlisted population (the one
which Ls Crequently the most difficult and yst @ost important to
reach) are far asore fluid than those of older persons. A wife
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will frequently leave the area for weeks or even nonths during
periods of heavy field duty. Bntire households are moved to be
nearer friends or to save a few dollars per mont2 in rent.
Maintaining acourate rosters of names and numbers is a difficult
and time-consuming task. Moaitoring and updatiang mail 1lista
takes hours each time it i3 attempted. Computer suppoert and
prograas tc support mail list management do not usually exist
making updates difficult. It is likely that menbers of a wives
group aould keep the lists up=-to-date on their own; this would
require some quality time (and considerabies cooperation) with the
personnel NCO and probably the first sergeant. This ocan best be
aacomplished at company (rather than battalion) level. Accsss to
duplicating machines i3, and franking privileges are, uneven
agross divisions. Finally, externally forced changes in plans
make information disseanination especially difficult. Unit
coamanders ars alaost always sincere in their desire and efforts
to get timely and accurate information to wives. But as one NCO
wife said, "I got a call from the qoamander - he said, 'you
didn't pyt that oyt alrsady, did you?! The plans had already
been changed.™

No Dbdattalion (or military community) has established
provisions to assist or maintaln contact with spouses who choose
aot to rotate with the battalicn, or spouses who have temporarily
aoved away. Such wives remain a concern for the so0ldiera and in
many cases will be a part of the "military community” in the
future. Maintalaing contact with these wives would bde a cost
effective way of helping to ensure the future success of
organizing efforts.

- The none-rotating (comparison) bdattalions suffered from the
same difficulties with {nformation dissemination, with soae
additional effects. The most {important of these {8 the higher
turnover which affects amost ailitary units.’ This greatly
increases the difficulty of maintaining adequats zalling lists.

Wives Groups

At Phase One each battalion had a formally aqonstituted
officers' wives group. These remained fairly constant for all
‘battalions throughout the study, with groups in the rotating
battalions @sintaining a continued high 1level of activity.
Among rotating battalions several companies had wives groups,
coaprising officer and NCO wives. Attendance by wives of
enlisted soldiers was actyplical at that time. Moast of the wives
groups had been recsntly formed and depended on wives of company
level leadership for their organization. During Phase One, one
battalion had a monthly aeeting for enlisted and NCO wives, whioch
was sponsored by a First Sergeant's wife. -The primary function
of thesa groups was apparently to provide informationr to other
wives. The anticipated bdattalion moveamsat provided a good
organizing theme which served to get the atteation of many
resildents. Their effectiveness seemed %o depond on the vigor
with which the battalion commander, his executive officer, and
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thelr wives pursvued the goal of iaforzation dissemination. In
21l but one caae aonaideradle effort was made. Ia the abssnce of
an organizing theme such as rotation overseas, interest in wives
groups ocr iaformation chalna wvas auch lower in naon-rotating
battalions. _ -

Organiging these groups always ianvelved a number of officer
wives, and generally d4did not inalude enlisted wives except for
firat eergeant's wives. The exclusion was not necessarily
purposeful-=officer wives olaizmed "the aeetings are open to
everyone,” although the enlisted wives claiamed aesetings wers only
for officer wives, or that they did naot know about the
aeetings. The raak differences of their husbands appeared to
sServe as powerful bdarriers to asooperation and gonmmunication.
Theae differences were often reinforced in the everyday
eonversation of the soldiers, 43 well as in negative Dellefs
about "frateraization"™ on the parst of the spouses.
"Frateraization™, the idea that wives of junior soldiers should
not sssoclate with wives of higher ranking iadividuals, was often
given as a reason for not assoclating with other wives or the
wives groups. We Cfrequently found frustration expressed by these
leaders and their wives because of the lack of interest in
attendance by enlisted wives in these organizations. At the aane
time, few wives (or ailitary leaders) had formal tralning in
2anaging voluatary groups (e.g., identifying and organiziang
voluateers, leading voluanteers, conflict manageament, eta.). We
4id identify a nguaber of women with experience working with and
leading such groups (PTA, Girl Scouts, etc.). However, the large
ms jority with whoa we spoke had neither training nor experience,
and reported that such training would be useful to then.

The major shortgoming of these groups was their general
failure to adequately identify, motivate and utilize wives with
special skills or knowledge; e.g., those who had been assigned to
the new commuailty on a previocus tour. Our ianterviews discovered,
for example, German-dorn wives who reported that they would enjoy
helping with language training, and others who had bDeea assigned
to the community to which the battalion was rotating. Others
reported experience with wives groups. In some cases wives had
to be aggressive in their pursuit of volunteering.

Among non-rotating battalions, ocoamand interest ia wives
groups ‘wvas frequently low (excepting officers' wives groups),
although one Ddattalion had an exceptionally stroag wives
organization. That was the only non-rotating battalion whish was
actively 4involved {n organizing all enlisted wives and whigh
possesasd accuratse mailing lists for the wives. At the time of
Phase One data collection, there was 1little knowledge and no
concern expressed oa the part of these Wwives about pooaiblo
effects on thea due to battalion rotation.

At Phase Two, {n the rotating bdattalions, wives groups had
been in operation for at lesst eight months and asll had expended
great effort 4in getting information to the families in the
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battalions. They were, ia fact, doing everything they could -
think of to get information to the wives. This included meetings
conducted by company groups, sending out fliers and infermation
“letters (one battalion sent out one per aonth), and personal
telephone aalls. The structurs of the groups usually followed
that of the battalion, with responsibdility for organiszation
resting with the commander and his wife, with and goatridbutions
from the remaining officer staff. Except for groups organized at
the company level, fevw of the formally constituted wives groups
included wives of enlisted soldiers. By tiais time, the "faaily
support group" (PSG) oconcept had deen generally populariged and
actually tnstitutionalized at several posts. VWhen present, they
were organized around the bdattalion, usually with additional
company groups sach of which had representatives at the battalion
meetings. Ao major obstacle to getting many wives to the meetings
vas their difficulty fiading or affording adequate child care
services and facilities.

B8y Phase Thres, the numbers of individuals (wives of
enlisted and NCOs) who reported that they were not membders of any
formal wives group and who did not know about any such groups,
(about 40% of our interviewees) continued to be surprising. Most
enlisted wives expressed the 1dea that it was an NCO or officer
wives' prerogative or responsidility to organize and set up suah
groups aand functions. On the other hand, about half of these
reported being part of informal groups of wives which were olften
but not always organized around the company. These groups werse
usually organized by one or more woasn who were simply interssted
in doing things with other unit wives. They Lanvolved wives of
all soldier ranks (companies frequently have only one or two
married officers). ’

When wives groups were supported by the company leadership,
they were espeaially effeative in enhancing autual support
networks among the wives and engendering positive feelings about
the unit. Support from qcompany leadership Lincluded assisting
with duplication, ensuring represeatatives had time with the
first sergeant to obtain training schedules and naces of new
soldiers and wives, providiang meetiang roocas, advertising wives
mseetings and activitiss. Members of such groups always reported
numbers of examples of how they helped each other and how
important such help and their friends wers. On the enlisted
side, the percsption that the unit cares about thes (expressed
through newsletters and at least qQne personal phone ocall) was as
important Cfor easuring that the wife had a positive attitude
about the unit and the Army as Jjoiniang a fcrmal wives group.
Some descrided other {nformal groups which were not rlated to
the Aray (e.g., wWives around where they lived, chureh groups,
eta.) which were also especially effective 1ia providing
friendship and support, Following return to CONUS, many women
expected that it would be more difficult to get together because
they werse more spread out. However, some of the company level
Wwives groups which had functioned closely in OCONUS had already
held meetings in the States.
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In 11 of the 14 bdattalions, senior leaders reported that
either they or their wives were responsible to ensure that
snlisted wives were organized. 1In spite of this formal eaphasis
on organiziag wives, few of the officers' wives ia adout half the
battalions were aware of how enlisted wives were organized. Most
presumed that the sealor NCO's wives arranged or gulded such
organization. We found generally 1little ooordination among
officer, NCO and enlisted wives, the exception to this oacurring
smong those wives involved at the coapany level.

Fraternization continued to be reported in some units as a
reason for not associating with other wives. It is not clear to
us whether 'this was used as an excuse for failing to get
together, whether husbands feared negatlive consequences (as sonme
wives reported), whether Lt represents a statement of discoafort
with perceived class diffesrences, or whether these wives actually
believed such socgialization to be 4illegal. At any rate, there
often seemed to be strong sanctions agalinst mixing of wives
across ranks of their husbands. These barriers were noticeadly
absent when groups of wives organized within the platoon or
company or outside of the formal wives group structure.

Morale Issues

At the time of the Phase One intervieuws, most wives we spoke
with had heard that Odhey would be a@oving as part of the
battalion. Still, a number did not ¥know that they were going,
and a few indicated that their husbands had not made a final
decision to transfer overseas (even though they probably had no
choice). 0One concern of these wives at the time was the impact
of bdattalion rotaticn on their husband's career. Many belleved
that they would be "locked in" to a unit with limited chances for
promotion (again, this s a COHORT 1issue). Also, {n some
battalions soldiers who declined to remain with the battalion had
to sign a bar to re-enlistment.

Two @major 3orale {ssues raised by wives were not
specifically related to battalion —rotation. These were
"perceived meaningfulness of husband's duty™ and "predictadility
of his work hours." Wives will support long hours, but oaly whan
they believe that soldiers’' time Lls well spent. Many acomplained
that their husbands were attanding to "busy work™ during parts of
the duty day, and then must walt around at the end of the duty
day for a formation which only tells thea what time to report the
next day. In many units soldiers were held late for arbitrary
reasons; this was oftaen coupled with resistance to allowing
soldiers to call home to explain that they would be late.

Most wives geauinely looked forward to the Dbattalion
moves. They reported that they expected to be well ocared for by
the Aray, the unit, and especially by other wives. Moving with
fintact familiss was "great," and traveling with friends would
provide them help 1in case of problenms. In ocases where a
particular Wwife expressed doubt about the move other wives
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frequently tried to convince her of the Geritas of going overseas
as a group. The idea that "We will do this togethar, by helping
each other™ vas expressed often before and after the move.

In this bdattalion rotation progess a number of wives of
lower raoking soldiers were now eligibdle to move with ¢the
dattalions. These Women are naturally somewhat youanger than the
average, and as such represented a high risk group for prodleas
of| all kinds. The fine support provided one¢ another by. unit
wives seeus to have ‘prevented untoward probleams in this younger
group. .

Spoasorship of iancoming families was ‘prodlematic during
Phases One and Two for all battslions. (This continnes to de an
area in which <¢he Aray oan iaprove). Officers' wives were
generally well taken care of, and NCO wives frequently (but less
than half) had a "sponsor”™ to show them around asnd help thea in
the first few days at a nevw post. It was rare for any enlisted
wife to report that anyone from the military contacted her during
this oritical time. EXkxceptions to this occurred oaly whea small
groups of wives organized themselves at the platoon level, or
when a particularly active wife of a small uni® leader (usually
at platoon level, often froa a company) sade it a point to ensure
that such contast was aade. Contacts at the. platoca 1level
usually reaulted in long-term relationahips detween wives.

Amcag rotating bdattalions at Phase Three the large majority
(about 80 percent) of wives reported havimg had a sponsor.
.Generally, these were reported &to have provided outstanding
assistance, although a number reported sponsor's perforsance wvas
perfunctory or non-existent, By that tigse, many of the wives who.
had remained active ia recruiting and organiziang foraal support
groups began to experience frustration due to the difficulty of
dealing with "uninterested” wives, the difficulty 4in getting
information disseainated, and their own aager at the changes in
policy/information which they themselves had to explain and deal
with. In spite of this, their commitment was resarkable and the
aajority of wives (we estimate over 90%) were informed well about
the mechanics of the rotation.  Nevertheless, few wives had any
idea of what COHORT was or what the rationale was for stadbilizing
battalions and moving thea as a unit.

The Phase Three (interviews indicated that from an
organizational perspective, the battalion moves were osonducted
very well. The moving and inprocessing support provided the
arriving battalions was superior to that given to soldiers
arriving as {adividual replacements. The major problems which
ware expsrienced involved assignment of housing (and ocertain
assocgiatsad pay prodlems) and bdeliefs about unfair (unequal)
treatment. The housing Lssue seems to have had its genesis in
proaises or inferences made about what would be svailabdle, or
what would bde done to support the arriving fanilies. Many
believed that they would have {3Bediate nccess to government
housing, or at least an abdundance of affordable housing on the
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sconomy near post. ' Bach poat handled the housing issue soaewhat
differently, usually providing the same nuzder of housing units
to the 4incoming battalion as was vacated Ddy the outgoling
battalion. Many families were thus able to move into quarters
immediately. This 3seefied "fair”™ to the arriviag battalions, bdut
terridbly unfair to other community meambers who had been waiting
a3 long as 18 moaths for that housing.

At leasst one coabunity held vacant housing open for up %o
four aonths to accommodate the arriving Ddattalieca. It also
assigned a sister battalion to sponsor the new bdattalion, and
detalled the sister bdattalion to perforts a variety of tasks not
normally expected of sponsors to support the newsomers. Sponsors
resented this extraordinary treatment they were forced to render,
and oconsiderable anger was generated. The arciving battalion
subsequently was unjustly blazed tor a variety of ills in the
community. At the same time, the arriving battalion bdelieved it
had not received 8 "fair share,"” since aembers delieved they had
been promised more than they had recsived. Although a severely
disruptive prodlem was found 4Ln only one community, it |is
representative -of the more general situation in which morale was
affected by expectations and information disseaination which went
avey. The problem steamed from expectations that were saet too
high due to aisinformation or chasaged information, and the
different oircumstances of each comaunity. One overseas
gommunity was Delieved to have had newly oconstructed housing
available for the arriving battalion. This Yecase the "standard”
sgainst which all others assessed their own  treatzent.
Naturally, none could match this, and having to find housing on
the local economy contriduted to/others' feelings of deprivation.

{

In spite of the Cfact that all wsembders of the rotating
battalions received a considerabdle asount of special treatmeat
(extra time on the housing list, weekend 4inprocessing, room
resecrvations, buses to neet them at the airport, ground
transportation after arrival, etc.), the general perdception vas
that they did not receive any special treataent. Ian fact, one
reported that they should have received preferential trestsent,
because "...we sre COHORT and COHORT 4is supposed to be special.”

A few spouses expressed oqoncera about possidle negative
reactions from other community residents direoted at aembers of
the battallons rotating QJCONUS. This conceran arose from those
women who had had negative experiences as part of COHORT osocpany
rotation (e.g., they desorided how family meabers of some COHORT
units were osiracized LY other residents due %o the special
privileges they received). Several sucsh probdbleams did oscur, but
{n only one community were they serious.

The rotation did confer hardships on a limited nuamber of
soldiers and familiss., These were people who were assigned to a
rotating battalion ovserseas, and who then had to rsturn to CONUS
(scmetimes to the same location they had left) with the battalion
‘o a8 little as 10 months. Some of these soldiers had sold their
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homes, and their wives had given up good Jobds. Although the

nuaber of affected individuals was aot large, this represents.
military personnel decisions at their worst., Overall, however,

wives' high expectations were met and they were extienely pleased

with the move and the ocare they received.

Sponsorship ocontinued toc be a problea for some families,
especially those returning to CONUS, with wives of enlisted snd
¥COs alike complaining that no one met thea, and alehough aost
had & sponsor, & large uinority said "we were O our own." The
"advanced parties (whether or not formally assigned as sponsors)
apparently did provide asonsiderabdle help to most new arrivals.
Another agpect of gasponsorship which was not amanaged well wvas
standardization of expectations and responsidilities of the
sponsors. These varied considerabdly among the communities. Ia
soade cases sponsors were expected to provide 80 auch
extraordinary support that resentmsent and sager was bdound 'to
develop. Ia other ocases, sponsors did very litulo, and had no
guidance on what was expevted of thean.

Selection of NCOs to remain in or join the bdattalion (amd
rotate OQOCONUS) was also haadled differently among the
battalions. Most required all eligible NCOs to acoompany the
battalioa or sign a dar to reenlistment. One bdattalion sought
volunteers froam throughout the division. Thios battaliocn reported
having no difficulty filling its slots, and also had none of the
aager seen among the NCOs in other units who felt coerced into
resaining with or Jjoining the bdattalion. NCOs whe felt aoerced
were angry even if they stated that they otherwise wvanted to amove
OCONUS in the first place. Wives shared this anger.

Language training, a tool wvhich could help wives feel Better
adapted to their overseas eavironment, was generally not
available. Most wives had dDeen offered the opportunity to stteand
such oclasses in CONUS prior to the aove.

Communit £

"Lessons laarned” from previous qeompany rotations were availadlé
in the fora of WRAIR Technical Reports, bdut these were apparently
not used above dattalion level. For exaszple, coapany rotation
slearly demonstrated the development of negative comaunity
attitudes toward arriving units which received special treatment,
or were perceived as receiving spesial treataent. There wvas
little effort to Lnaorporate this information in rotation plans
in a omanner whioh would aitigate the developament of suoch
community attitudes.

A prodblea frequently reported LY wives from all units
eoncerning the large Lnflux of people asscciated with battalion
rotation was the izpact on health care facilities. Reports of
three amonth waiting periods for an appointment at the OBAIN
elinics were ocoammon, One wife astated, "By the time we get an
appointment wae're pregnant sgain.”
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At Phase One there was no gqorsolidation of plans or
information among the division staffs associated with the
rotating battalions, or among the aogmaunities which were
supporting them. (Basch rotating battalion did work closely with
the unit with which it was trading places, inaluding exchange
visits by soldiers and some wives.) Cach division and rotating
battalion developed its own plans and information paaphlets, in
spite of the faat that moat of the efforts and information were
the same regardless of the unit iavolved. Each ocomaunity did
have & person (typically within the DPCA) who had primary staff
responsibdility for ocoordinating bdattalion —rotation. These
individuals should have established and maintained comaunication
scross comaunities. Since the aqcordinating staff of the DPCA
from at least two major posts had not received FSG guidelines, it
appears that HQDA poelioy guidance was not effectively
distributed. The source of this "shortfall"” wvwas due to the lack
of effective relationships between division and coammunity staffs.

There was also no coordination bdetween ocofimunity support
agencies, and the various wives groups in CONUS comaunities.
Again, this should have been coordinated dy the person with staff
responsibility menticned above. This continued until Phase Two,
by which time @ost such coordination would have been too late.
At that time, the community agencies believed that they ocould
handle the move with little interruption {in basic services. Sonme
(such as the Army Cosaunity Service Lending Closet) were
beginniang to expand their capabdbilities and supplies. '

At the Phase Two intecrviews, most plans for the rotstion had
been implemented. PCS orders had bdeen processed, and decisions
concerning leaves, eta. had been 2ade. Disruption of soamunity
services did not occur. By Phase Three there were a nusber of
alisperceptions concerning the availability of such services. For
example, {n one community ACS received nevw supplies especially
for the arriving battalion, but was incorrectly belioved to have
reserved those iteams only for that basttslion. Housing offices
were believed to have actually moved families out of housing to
sake room for the arriving battalions. There was no bdasis in
fact for these beliefs, bdut they were & source of considerabdle
anger and resentaent in the communities.

Suanmary and Recomemdations

Information Dissemination

Consideradle elforts were expended by eaoch rotating
battalion to provide fanmily meabers {aformation about the aove
and its implications for the Cfamily. Yet aany wives laaked
knowledge and understanding of the battalion rotation program.
This was a persistent problem that continued to ocqur in spite of
comprehensive efforts on the part of each battalion to provids
{nformation to thess spouses. Information disseaination, wken
assoclated with the active support and {nvolveament of company
level leadership, was very effactive.
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We recoamend:

o Realistioc expectations regarding unit rotation should de
get in 1live with what can reasonadly bde delivered.
While this goal can never be met 1n toto, ailitary aand
community commanders should make better use of various
installation information sedia to incorease avareness,
foster comaitment, and dispel deleterious rumors.

9 Taforaation sharing across unit boundries, and
dissenination of after acstion reports must de Lmproved.

Q Contact should be nmaintained with spouses who are
eonnected with the unit, even when those spouses are not
living Lin proximity to the unit in order to ensure that
they c¢ontinue to believe that thoy are part of the
ailitary connun'ey.

-] A oleaar definition of fCraternization should be
prouulgated, perhaps through an Aray White Paper.

0 Loocal news media (e.g., PAO) should be used to provide
greater gcoverage and inforsation concerning the facts
and process of unit rotation. Such coverage shauld not
characterize the rotating unit as "specisl,” nor should
it characterize the treatsent they receive as special.

Wiy gr ')

Organization of spouses in s battalion wvas generally froa
the top down, i.e., a small group of dedicated officers' wives
serves as a catalyst ror nestings, letters, eto. A relatively
saall proportion of enlisted wives partiolpated in these
aotivities, and this limited participation was {n part due to
reticence o discoamfort on the part of enlisted wives.

Bach of the wives groups had developed a nevwsletter of some
sort for all battalion wives. But there were no atteapts to
bring wives of the various rotating bdattalions togetaer ¢to
finoorporate wives into the battalion rotation plananing process or
to estadlish communication among thes in order to allow sharing
of ianformation or idesas. Most prograss to organize wives vere at

the battalion level. Attenpts to organize wives within coampany .

sized units were oconsistently successful as well as the most
supportive of the wives.

We reconmend:

-] Wives groups should ocontinue to be encoursged, but
through organization at the company level. They should
be organized in a way that allows any vife of any rank
soldier to "run® them. Their voluantary nsture should be

. emphasized.
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o Battalion level wives groups should serve to eampower aand
support the company level groups. Company level groups
can DdDe wmost effective in supporting wives during
deployments, eta.

0 Inforaal groups of wives, even those vwvith membership
outside the ocompany or larger unit, should be ensouraged
in the same way as forsal groups tled to the unit.

o Military uJLts (company sized) should bde resourced to
allow them adequate mail list managemeat. As a ainimuam,
this should include amicro computer support.

° Baoh (company sized) unit ocommander should ensure that
representatives of wivea groups have quality time
scheduled with the unit first sergeant c¢ach month. This
i{s to moanitor new arr'vals and cnsuro sdequate early
sponsorship.

Morale

Most of the complaints which wives did express were not
directed at their bdattalion, and did not relate to COHORT eor
battalion rotation specific {ssues. The wmajority of wives
apprecisted the move, were enthusiastic about it and reported
that traveling with friends, as a group, was superior to moving
on their own. .

There was amuch aconcern among wives of the rotating
battalions about issues such as housing, finding facts adbout the
rotation, and any negative impact of ‘battalion rotation on their
husband's ‘careers (the latter (s actually a COHORT 4issue).
Installation communication media were not well used to pudlicize
acourats information at easch aillitary .base, or to help dispel
negative rumors and aisperceptions affecting sorale.

We recoamend:

] Travel of wives uwitholhe unit and their husbdands was a
very po-ictvc sxperience whioh should bde used whenever
possidble.

-] Providing preferential treatment of any kihc for any’

group {s likely to cause greater aorale probdlems than
any other solution to the prodlem. Such treatment sust
be eliminated Ln evary case.

-] Military leaders at every level should seek ways to
reduce unpredictadble and unnecessarily long ("make
work®) hours for soldiers.

0 Child care facilities (availability and: hours) sust Dde

expanded Lif organization and integration of wives 1is a
priority goal.
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Sogmunity Igjues

Each of the ailitary communities developed a reasonable plan
to haandle the rotation of Ddattalions 4im and out of the
community. Sharing of ocommunity support plans across zilitary
comsaunities was non-existent. Bash comsunity faced essentially
the same prodleas to help the departing bdattalions and to
integrate the rotating battalions whioch arrived, and each
comaunity developed c¢omprehenaive plans which allowe it ¢to
handle the large influx and departure of soldiers and fanmllies.

Each division headquarters independently developed a plan to
rotate its arriviag and departing bdattalions. There were aany
coamonalities in these plans, although each handled military
leave, shipment of vehicles, port oall, etas., according to its
own design. There was relatively little early coordination
agross divisions, and no attenpt to develop s workable plan that
all could Jontridute to and follow. This resulted 1in a
sonsiderable duplication of effort dy staff in each division,

We recommend:

o Tralaing in organizing and leading voluntary groups
Vohould be provided to interested wives.

° Responsibilities of sponsors should de speaified for the
Army as s whole. Unit aad {ndividual moveaments would
theredy bde enhanced. Noainal remureration of sponsors
for certain specified tasks should be considered.

o Spouses assigned overseas aust be acaorded the
opportunity to attend language training courses in the
overseas loacation.

o Standardization or sharing of community support plans to
handle rotatiang units of any size should be L{mplezented.
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08-281 ' 11 November 1986
SUBJECT: Comparative Wartime Replacement Systems

1) The First World War was an anomoly in that it was a positional war
=« the only time where specific unit strength seemed to matter. It was a
simple mathmetical formula, a unit not large enough when it crossed the 11ne of
departure had insufficfent strength to gain the enemy's trench systems and
consolidate 1ts position.

2) ‘tuge casualties caused the British and the Franch (but ngt the
Germans) to abandon their nineteenth-century regimental dapot systams by 1917.
The new, centralized systems were those closely noted by Amsrican observers who
could not see that the Germans made the regimental depot system sufficiently
flexible to sustain their war effort.

3) The First World War occurred just as the American managerial
revoiution was in its infancy. As with new movaments, fts promige was greater
than the results 1t could achfeve.: The factory model asgembly 1ine and new
principles of rational, objective management seemed to provide the tools
necessary to craate the new forces. :

b. The new Amgrican replacement system focused only on mobflization and
placed heavy emphasis on the proper classification and use of each {ndividual
rather than on the unit, It accomplished mobilization but was not tested in
sustainment == the war was over before American units received prolonged combat
exposurs.

c. Aftar the First World War, the British rejected their centralized
system and returned to the regimental depot model’ that the Germans never
abandoned. As 2 result, the British, Germansg, and Japanese all fought the
- Second World War with 1ng1v1?gal replacenent systems firmly based on the
ninetsenth cantury regimental depot model. [n these systems:

1) Wartime procsdurss were fdentical to peacetime -- with Just an
expansion in scale. Each foreign system transitioned smoothly from peacs
through mobilization to sustainment.

2) Tactical orxanlzltion was flexible, oftan deviating from that
officifally specified. Although authorized four rifle comparies, British
pattalions reorganized into fewer companies as their strengths declined --often
being only company-sized when pulled for reconstitution. Their secondary group
$ohosion enabled them tc continue effactive combat sarvice despite 70 percent
0sses.

3) Unit strength was desmphasized and the focus returned to unit
cohesfon. Authorized 180 men, the typical German {nfantry company had only 80 °
by the winter of 1941 and German units couldn’'t requisition replacements until
at least 1S percent below suthorization.
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SUBJECT: Comparative Wartime Replacement Systems

4) Men wers recruited, trained, and socialized by a rear echelon of
their combat unit, Training was done by men drawn from the unit family.

S) Men were shipped forward 1n packets ok variable size under leaders

" belonging to their unit, PFurther trafning occurred at each pausas.

6) Prior socialfzation into the regiment -- the sacondary group ==
eased integration into primary groups. The leadership burden was reduced and
reconstitution could be done from a smaller unit core.

7) Men were provided only at the entry level. Battalions promoted
NCOs and selected veterans for specialist training. A battalion of the lrish
Guards missing a4 mortar sergeant merely requisitioned “Irish Guardsman, cne
each* -- thus easing replacament complexity. The return of vetsran riflemen
for spacialist training combined combat relief with constructive employment and
spgciaiists could be committed with confidence as riflemen.

8) Rotatfon within the unit family was possible ss men moved between
the combat elements and the training elements of a unit. This rested veterans
and it brought the latest.combat information back o the training base.
Enroute forward again, veterans led the replacement packets.

9) Administration was decentralized. Tactical units communicated
directly with their depots and this reduced staff/administrative positions.

.d. The Americans placed increased emphasis on the individual and on
managerial efficiency rather than on unit cohesfon. The emphasis on the
- 1ndividual actively impeded cohesion becausa 1t encouraged the soldier to focus
on himself fnstead of on the unit comnhnit{. The emphasis on "management” led
to a rigid, overstructured, and overcentralized system that: :

1) Focused on mobilization rather than on sustainment,

2) Afimed to maintain unft strength even though it was recognized that
the Second Warld War would be & maneuver war. Easily measurable, strength
could be sffected by sound .management while, as an {ntangible, unit cohesfon
was forgotten., Without structural support, leadership was expected toc bond the
primary groups and translate strength into combat power. -

3) Produced spectalized soldfers as individual spare parts in an
assembly-1ine process. American riflemen theoretically were not {nterchangable
with machine-gunners whersas the Germans just had {nfantrymen. While possibly
appropriate for mobilfization, elaborate classification mads the system )
unresponsive during sustainment. The US Army had some 802 distinct specfalties
= 33 opposad to the 20 found 1n a German armored division.

4) Unsuccessfully tried to provide individuals by grade and narrowly-
defined specfality through an intricate requisitioning process.
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SUBJECT: Comparative Wartime Raplacemant Systems

S) Produced too many specialists and a critical shortage of riflemen by
N::e-?or 1?:4. Through late 1944, infantrymen were dregs of the Army rather
than its elits. )

6) Shipment of individuals as spare parts to be plugged into unit
vacancies. Men were committed to combat within hours of joining strange units,
before they had time to know or care about "hefr comrades. :

7) Mo rotatfon policfes. Once assigned to a combat unit, an enlisted
man gained relief only through death or hospitalizatien.

e. The emphasis on the fndividual was carried to the point that whale
regiments were dissolved to provide individuals to f111 shortages in committed
units. More than anything elss, it probably caused the low volume of fire
noted by S.L.A. Marshall and William OuPuy.

f. Judged in terms of unit cohesion, the American system was a failure.
Ironically, 1t was equally a failure when judged by its own objectives because
{ts very complexity made it impossible to maintain units at strength. - Amarican
fnfantry cospanies routinely operated with strengths no greater than their
foreign counterparts. A huge price was paid for a goal that was frrelevant to
combat power and couldn’t be achieved anyway.

6. Xgy Findings: /

3. All replacemant systems (d;ccpt those used by the US du'ing the
twentieth century) based combat power on secondary group cohesion {nstead of on
- strength, Combat power seems only tangentially-related to unit strength but

dirsctly related to primary and secondary group cohesion, ’

b. With the exception of the Unfon system during the Civil War, all were
fndividual replacement systems. Howaver, eazh foreign system wag adble to
provide all echelons of unit replacement as well, There need not be 3 tryde-

off between individygl_and ynit replacement gvstems,

c. Al foriign replacement systems featured structural simplicity. Thay
focused on basic specialties and these only at the entry level. Thay required
minimal admin{stration to accomplish their mission.

d. A1l forefgn replacement systems were decentralized, The combat
elements and the training elements formed a single unit family. This enabled:

1) Socfalization of the replacemant into the unit family = the
secondary group -- bafore he saw {ts tactical elements. This institutional
structyre facilitated leadership efforts to bond primary groups and lowersd the
size of the unit core required to continue in combat.
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SUBJECT: Comparative Wartime Replacement Systems

~2) Training by men directly accountable who had a direct interest in
training quality.

3) Replacement shipment supervisad by leaders from the unit family,

4) Shipment flexibility. Orafts of any size rom crew to company
could be shipped.

§) Individual rotation betwean combat elements and training elements.
This relieved men from combat while constructively using their rest.

e. The close similarity in foreign replacement systems indicates that
there {s more comsonality than difference between soldiers in different times,
conditions, or socfeties., This shouldn't be surprising -~ different social
stryctures, conditions, or levels of technology have changed neither human
. natyrs nor the principles of war. :

7. Implications:

a. Ever since the First World War, the US Army has emphasized management
and has modelled its replacement structure and procedures on the factory systam
to provide individuals as spare parts. This required a large administrative
overhead to suparvise increasingly intricate proceduras and the American way
has been fundamentally out of step with {ts contemporaries. The Army achieved
succass but that syccess was due to overwhalming materiel superiority rather

than to combat unit quality. Such materiel superfority cannot be assumed in
the future.

b. Evidence gathered in this study indfcates that:
1) Personnel management ghilosophy should be reoriented to:
a) Emphasize cohesfon instaad of strength. The institutional
focus should be on the secondary group to pravide a firm structural foundation
for efforts by unit leaders to bufld bonded primary groups.

b) Focus on unit communities rather than fndividuals. The soldier
should find fulf{liment not as an {ndividual but as a member of the community.

2) The personnel management system should be restructured in
accordance with the following principles:

a) Peacetime, mobflization, and sustainment procedures must be the
same t0 enable smooth and effactive operation. The focus must be on combat
powar, on what fs essentfal, and on what can reslistically be achieved.
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b) Oecentralization of replacement procedures, responsibilities,
and authortity.

c) Simplicity. Specialties must be combined to the maximum ?xtcnt
possible. \

3) The combat army should be completely integrated with the training
base 3t the ynit level in order to: '

a) Facilitate integration of replacements through prior
socialization.

b) Provide flexibility to ship drafts of all sizes.

. ¢) Enable reconstitution from a smaller unit core. Army doctrine
currently requires a unit core of 60 to 70 percent of initial strength for
reconstitution. Yet units supported by regimental replacement systems only
~equirad a unit core of 25 to 30 percent of initfal strength.

d) Enable rotation of individuals to and from combat without
lo¢ing unit cohesion,

PETER W KOZUMPLIK
Major, US Army
§57-76-0901
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Abstrast

This study examined the soclalization and integratiocn of
replacement 3soldiers into COHORT units. Three COEORT ocompanies
froa one battalion involved {in a major fleld exercise received
replacements. We interviewed: the replacements and the 3quads
(ineluding company ocadre) to whioch they would be asaigned prior
to the exercise and obaerved the replacemeant process during the
exercise. We also interviewed each 3qusd with its new meadersa
two veeks after the axercise was over. The interviews covered a
auaber of Lssues, fnaoluding soldier expextations and experiences
concerning the replacement process, welcoming and integration,
leadership, enlisted-officer relations, and morale and
cohesion. Replacenents were assigned to squads with the (drigade

directed) proviso that they remain in at least two-man bduddy
teams.

Fears that replacements would not be accepted 4into highly
cohesive COHORT units were unfounded. The squads and seations
did a surprisingly good Job of accepting the newoomers.
Horizontal cohesion was estadlished quiskly. At the sanme tinoe,
the Dbduddy team oconcept assured goo. amutual support to the
replacesent. On the other hand, small unit leaders did little to
encourage the developament of vertical cohesion. Most stated that
given the cholice, they would assign replaceaents individually,
even Lif thaut meant bdreaking up pre-formed groups (such as these
buddy teams). Ffurther, officors viewsd the integration of new
soldiers withinr platoons and squads as an NCO area of
responsibdbility. We attributed leaders’ lack of attentiop to
vertical :cohesion to 1) 4implicit rules proscriding diaformal
contacts among leaders and led, and 2) failure to recogaize the
importance of small group ties or to capitalize on sush bonds to
enhance psychosocial readinsss for soambat.

The report concludes with a seriea of recoamendations
concerning unit recoanastitution. These {nclude: 1) wider use of
the buddy tesa gonacept for replacements, with crossleveling as
necessary to maintain groups 9f new soldlers together, 2) train-
ing leaders and soldiers to recognize the importsnce of, and to
think in terms of, the cohesive military group, and 3) a require~
z2ent for leaders at all laevels to be actively involved in the
integration of the new soldiers as s company Leader's (rather
than NCO) respoansibility.
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Introduation

Rearuitaent and trainiag replacements are major prodlems fasing
any aray. A aeritical but ignored consideration in the US Aray
replacement proceass, however, is that assignaeat to a uait does
not ensuyre integration into a tean. New unit memders, defore
they are accepted and defore they feel gonfident that t&oy have
besn accepted, simply do aot make good 3soldiers. They are at
higher risk for stress breakdown in combat (CGal, 1933) and are
less effective as s0ldiers. Communication and commitment are
factors which will decide the difference bHetween winning and
losing on the future battleflield. Both factors are likely to bde
lacking until the replacement s trusted and accepted by the
group. The problems associated with reconstituting unitse-
either from suyrvivors of veteran combat units or adding "green”
replacenents to & unite-ars not new. In the Tnited States as far
back as the Civil War substitutes wers scorned by ocoadat
veterans, and nev enrollees dreaded the prospect of deing put in
with @msn who would taunt and despise thezs (Kellett, 1982).
Stouffer et. al. (1949) discussed the difficulties green troops
somstimes had 4in World War II units, aostly because they were
viewed with aistrust and not easily accepted into their aew
units. . : .

There 13 a olear relation between quality of socialization
and integration of nev nembers into a group aand later behavior
and adjustaent. Replacesents often experience a period of
considerable stresa prior to acceptance a&s "one of the group.”
FPuture var will be characterized by high intensity aand continuous
opsrations. In such a war, we would not have the luxury of even
8 week to successfully dintegrate replacements 1into decirated
uaits. Iagrabas (1984) has shown that {t asually takes two or
three days to ses whether a new man will fit 4in, and ten days to
determine where and hew. Zarly Cfeelings of atress assodciated
with this period of anxiety often lead to daysfunetional or
undesirable bdehavior. for example, Tagraham founi tha one
Jutcome can be the use of Llliait drugs. Souse new soldiers dan
gain Qquick acceptance through sharing this {llegal activity.
Another outcome of ¢this stress s dissatisfaction with the
atlitary. Rock and Sohneider (1983) found that fallure %o
properly orient 'and integrate new officers led to general
feelings of stress and decoresased coamitment to the Aray over the
first six months of asaignment to the unit. :

A study of how soldiers' spouses are {ntegrated into the
comsunity offers additional data on outcomes associated with the
soocialization of newvooaers. Sohneider and Gilley (1984) found
that spouses «who were not well integrated 4{nto the ailitary
community soon after arriving overseass were five times as likely
to return to ‘the US within one yesar, compared with spouses who
veres well {integrated. These spouses were also less likely to
report that they wanted their active duty sponsors to remain in
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the Aray. The implications of spouse iantagration for soldier
adjustment and performance ars conaiderables.

Kozumplik (1986) has argued that all soldiers should bde
assigned to a new unit at the basic entry level, with traianing
the responsibdbility of regimental ocadre. The purpose of tiais Ls”
to establish strong secondary group ties (arouand the battalion
and regimental af’iliation) which enhance cchesion and reslstance
to stress breakdow: on the battlefield. ,In spite of numercus
studies, there has been surprisingly little policy and dostrine
to direct or guida the military replacement process 'at its most
aritical point- the first days in *he small uait.

Qur modern individual replacement policy (s rooted ia World
War 1. During that time, the managerial revolution in the United
States led to s shift ian emphasis from the individual as part of
a group to classification of =men Ddased on their skills and’
interests. Iandividuals with similar intereats and skills wers
treated as identical. The mznagerlial revolution promised greater
efficiency in selection of people for a particular Job, and thus
reaponded to the military need for rapid, efficisnt expansion.
Managerial efficlency was translated 4{into the goal of nmaking
"ssseably line soldiers,” each of whom could fit ia where a lost
or dysfupctional part existed (Kozumplik, 1986). The individual
replacement system begun in World War I is still 4{n use tecday.

A @modification of the i{individual replacement system was
{implemnented late in the Xorean war. "Packets” of four "buddies"
vere allowed to train together and be assigned together as
replacenents to 8 unit, The ideas was that they would remain
together, presumadly in the azme section. The purpose of this
modification was to decresse stress for the newoorer, dy sasuring
that he was already integrated into a group. This led to greater
cohesion and amorale i8 that four-man team. Janowitz and Little
(1974), however, indicated that such teams often had difficulty
integrating into the larger combat unit. It Ls anot disputed that
the US Army has ocontinued to win while using the individual
replacement system; but the evidence 1is clear that we hava won
despite its obvious weakness. We have been relying heavily on
our overall manpowver and industrial superiority, advantages which
are hardly guarsnteed in future war. £Kellet (1982) demonstrates
that the weakness of the individual replacesent system has been
recognized, discusses how lives and battles have bdeen lost due to
this system, and exafines personnel policies used by other armles
to prevent such probdleaa.. )

The U S Aray is ocurrently using a new mananing system (called
the Uait Manning Syatem) which 1is specifically designed ¢to
enhance unit cohesion. This system esatablishes company aohorts
that resain together for about three years. The goal of
inoreasing horizontal cohesion among lower ranking enlisted
soldiers has been realized (WRAIR TECHNICAL Report, 1986). But
the 1issue of providing replacements to these units, while
maintainoing high unit ocohesion, has not yet bdeen investigated
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syatematically. If comaitted %£o qombdbat, such unit ocohorts will
comprise both soldiers who are intimately familiar with one
another and preplacements who have ¢tralned together. Inforamal
lines of comounicatica, and previous long term (riendships among
the "old" soldiers oould contribute to feelings of 4isolation,
lack of power, anxiety and stress on the part of the new
soldiers. "In addition, extremely "tight" units, such as COHORT
units, might not be able to absord losses. Some analysts have
asrgued that very olose relaticns among soldiers could make their
groups too fragile to tolerates casualties.

On the othesr hand, highly dcohesive groups aight be nmors
receptive to accepting newcomers, and do a rslatively better Jjob
of orisnting and integrating then. Recent military experience
with an airliner ocarrying troops which ocrashed at Gander,
Newfoundland provides some iaformation on this (Ingrahanm,
1986). One company was devastated, bu: was sucoessfully
reconstituted by cross-leveling aquads froam within the battalion
and filling wmost remaining vacancies through d{ndividual
replacenents “rom the drigade and division. Althcugh Lt was not
a COHORT unit, tne affected battalion was characterized by high
levels of cohesion and stability consequent ¢£to six wmoaths'
service 4in the Sinal.

The implications for COHORT units of rsconstitutioan for
lesadership, cohesion, .and fighting power are not known. During
peacetime, personnel in COHORT units are stabilized for 36 months
siace most meabers Jjoin the Army «with a three year obligation.
This means that replacements due to simultaneous ETS will iikely
require at least 50 percent of strength after 3§ months. In
addition, some attrition (due to a variety of causes) does ocour
during the three years. The Aray uas no experienge
reconstituting stadilized units during pescalime, and Bo poliay
for reconstituting units badly mauled o coambat. In addition,

the effects of wvartime replacements on COHCRT eompanies is
unknown,

The purpose of this study was to examine and descridbe the
socialization and {ntegration of groups of new soldiers into
existing COHORT companies nf one battalion. We focused on how
the process worked as a funotion of the levels of aohesion,
beliefs, and behaviors of newcomersa and soldiers in existing
COHORT companies. o

Method

The atudy was gonduoted at several sites. Several groups of
soldiers were {ncluded: trainess who were to be assigned as
replacements to a COHORT battalion, soldiers in units whioch were
to receive replacements, and squads that actually received
replacements. 8Soldiers were interviewsed at their unit and during
a major fleld exercise (Celtic Cross IV). To avolid sensitizing
respondents to the replacement issue, all questions oconcerning
this aspect o2 the study were i2abedded in other questions




(desaribed below). Interviews were supplenented by participant-
observation during the field exerclas.

The study was ocarried out in four phases. In the first
phase, squadesized units were intervieswed at the end of their
basic ¢training (OSUT) ocycle. A total of 11 squads were
interviewed over two days. The soldiers (regular active duty
aray) vere later sasssigned to & numder of different posts and
units, including the battalion of interest. The soldiers studied
in this phase were privates (E-1) through privates first class
(E-3). Questions fooused on soldier expectations of their new
uait, bdut included others oconcerning their views of leadership
quality and their training about leadership and social rslations.

In the second phase, three squads from each of the gaining
companies in the COHORT battalion were interviewed. At the time
" of the interviews, no one knew which saquads would receive
replacements. We therefore included one squad from each platoon
of the three rifle compaunies involved, for a total of nins
squads. Interviews were condusted with the intact squad minus

cadre responsivle for that squad. (Cadre were interviewsd
separately.) Soldiers interviewed in Phase Two were Privates (E-
1) through Specialist &'s (E-U), The interviews 4included

discussion of how new soldiers come to Jit into & unit, as well
as thelir evaluation of ceohesion, morale, and leadership in their
units. ° ,

The third phase involved observation and informal interviews
conducted in the field, in the days before and after insertion of
replacements. This was asccomplished during a major Arsy field
exercise involving an entire division facing a selected
opposition force in extremely reslistic rursl and gmountsinous
fighting eonditions. The purpose of this phase was to lhelp
understand the replacement process in general terms. The foous
of the observations was to desceribe what happened to the new
soldiers as they went through the replacement process.
Interviews were oconducted wita the replacements and persons in
the wunits around them to gain an understanding of these
individuals' bdeliefs and reactions conceraning the replacements.

The (final phase of the study tvo weeks after the field
exercise iavolved interviews of the squad meabers and ohain of
coamand that had received replacesents. A series of separate
interviews was ocoanducted with the platoon sergeants, platoon
leaders, first sergeants, company commanders,. battalion d¢ommand
serges&nt major, and battalion commander of the gaining unit.
Here we focused on how the replacements were integrated into
their units, and the attitudes and behaviors at different
organization levels that facilitated or hindered this process.
Feelings of the squad (old members and replacements) concerning
the replacenent and integration process were also discussed.




Results and Discussion

The individual companies were allowed to assign replacements
according to company needs. However, they were requirsd by the
brigade commander to maintain the replacements together in at
least two man "buddy teams." We will first present results from
the first two phases of data collection and then discusa the
soclalization process as observed in the 1latter two phases.
These will bde related to newcomers' adaptation and reported
stress. Finally, these results will be discussed in tcrua ot the
developnent of allitary cohesion.

Replacement soldiers interriewed during Phaso One descrided
high levels of "bonding™ with their squad and team members. The
greatest level of 9personal trust was reported 1in those
assoclations. Most also reported that they trusted the combat
efflcacy - of their fellow squad members. Inter-platoon
assogliations reportedly were 1ot common, and few friesndships
existed outside the platoon. Replacenents ware very anxious and
expressed much apprehension concerning their next duty
assignment. They expected that thney would have to prove
themselves in some sort of unit ritual. Rumors of "thousand 2aile
road marches”™ and "hundred pound ruck sacks" wverse common. Above
all, soldiers feared rejection from their new unit. They
expected that it would be some time bDefore they would fit in, but
were unsure how to make this happen. These soldiers seemed to De
highly - enthusiastic and well amotivated. Each group coamented
that talking with a cadre membdber from the gainiang units about the
new unit early on would aave relieved them of much of their
apprehension.

During these interviews we also discussed a number of
leadership 1issues, including frateraization and enlisted-leader
_relations. Without exception, these soldiera believed that the
NCOs who trained them were highly skilled and competent. At the
same time, they reported having had little contact with any other
NCOs, and (except for the members of one squad) no contaast with
officers. Quly three of the replacements had heard of the tera
"fraternization.” However, virtually all who had been appointed
to a leadership position had bdeen told that enlisted so0ldiers
should not socialize with NCOs.

Interviews during Phase Two revealed that the gaining units
also comprised close, tightly kanit groups. The goncern expreased
by replacements about fitting i3 seemed well founded. Soldiers
in the gaining units referred to members of their respective
squads as their "brothers"™ and regarded their platoons "like a
family." Each of these troops expressed confidence 4in their
ability to perfora well with their unit in a combat situation.
These COHORT ¢trained and assignoed aoldiers reported multiple
eross-platoon friendships, such that they were very famillar with
most other membsars of thelr soapanies. They also clearly stated
that they did not trust outsiders, that L3, people who wers not
"COHORT trained"” with them. This sentiment was L{llustrated by




one platoon sergeant, who said, "These COHORT soldiers are 30
tightly 'bonded' that the ocadre are the outsiders that have to
prove to the troops that we are worthy of them. These guys would
do anything for one of their buddies.”™ The soldiers repeatedly
referred to themselves as "high-speed” and "the best."

Members of these units knew that replacecents were scheduled
to be assigned aomewhere in Tthe battalion. There was uniform
congern that the "newsomers” would not be physically adle S0 keep
up with their unit, aad that they would not be as well trained
as the more "experisnced soldiers.” Each squad said that the
newgomers would be welcome if they dida't out-rank them, were
willing to learn, and could prove theaselves to the experienacad
soldiers, These COHORT soldiers had been together for almost a
year; none of the squads had had any direct experience with
replacoements, Integration of new soldiers into such a squad
could be difficult. However, all welcomed ths ides of receiving
new soldiers since they were understrength and replacements would
help to even out the load.

In spite of their 4initial anxieties, the replacements were
accepted very well at the squad and team levels. During Phase
Three (the field prodleam) we follcwed the replacesents froa the
time they arrived at the brigade headquarters to their assignment
to a fire team. Both squad level cadre and scldiers aade efforts
to welcome theas, and get them involyed with the mission. 1In most
cases, someons "took them under his wing"™ and helped ensure that
" each was sade to feel part of the group. Usually the teal leader
helped ¢the replacement with those areas needing inmediate
attention (Llatroducing him to the other squad mesbers, packing
his  ruck sack, learning hand and ara signals, etc.). This
orientation typically evolved 4into an entire fire team effort,
with support coaing from a number of individuals. The sentinment,
"they are our brothers,"” was frequently mentioned. Truyst and
confidence 1levels of bdoth newsomers and experienced soldiers
toward one another appeared high within two or three days. The
fact that the units were involved in a rigorous fleld problezn,
the replacecents werse adle to keep up on tasks such as s forced
road march (thereby "proving" themselves), and were willing to
adopt the standarda of the new unit ocertainly coatributed to
their rapid acceptanco by the group. As expected, the
replacezents within the buddy teams also got support from one
another. They reported that their initial anxiely about fittiag
in was rapidly alleviated, and they scon felt accepted.

The effectiveness of initial sccialization at the squad
level 43 also deaonstrated by a group of replacements whioh was
to be tranafsrred to a different battalioan at the end of the
field exerciss. All replacement soldiers in that group asked to
regain with their platooa instead of transferring to yet another
unit. Replacements requested this stabllity despite the extrene
desands of the field probdles and expectations of amore of ths. same
in their present unit. Zach reported that he felt ocomfortable
with his new friends in his squad, and did not want to be a




"newbie" again.

Horizontal cohesion thus seems to have developed rapidly and
effectively. Thils was apparently due to the outstanding job done
by the squads to {incorporate new members, the faget that the
groups were sharing in a rigorous training problem, and to the
new member's willingness to learn the ways of his unit. There
Wwas 1o evidence to suggest that these highly ocohesive COHORT
units would reject new members, or that the nevw meabers would
1solate themselves from the pre-existing group. Quite the
gontrary, well integrated squads insure survival by bringiang the
newbies on board quickly and correctly.

At levels above squad the welcoming proceas was less
effective. There was no astanding operating procedure (SOP) for
the integration of new soldiers. In fact, a number of officers
expressed the need for such a plan to handle ths sexpected
replacezents., The senior NCOs had already formulated and
proaulgated such a plan, but it only .covered where to assign
reaplacements, not how to integrate them; furthermore, =he NCOs
had ngot shared their plan with their officers.

Although a number of NCOs did greet and talk with the
replacezents, there was little contact with the new men dy senior
-NCOs and officers. Only one company coaczander and one lieutenant
had spoken with them within the first week of their arrival.
This reflected the stated belief of a number of officers that
greesting and integrating new soldiers is "NCO business."” In our
view, this assumption ocontributed to some degree of distance
between officers, 3any senior NCOs, and the lower ranking
enlisted. Few unit leaders made an eosrly effort to "krnow thelir
men."” Thus, in spite of their acceptance and positive attitudes
of the 3squads toward the new meabers, the senlor cadre aand
officers widely belisved that the 19 replaceaments, as a group,
representad cast offs and poor performers (e.g. two had fallen
asleep on duty and one wanted to get out of the Army; these ware
&ls0 not well accepted by their peers).. Such social distancing
gnd stereotyplc thinking hindered development of vertisal
cohesion. There is get another iaportant consequence of this
implied social distance. A most paiaful task of the cocmander is
to write a letter of condolance to a deceased soldier’'s next of
kin. The difftigulty of writiag such a letter could surely bde
eased by having some personal knowledge of the soldier, bdut
gompany officers confused essential information for future combat
with appearing too close ("buddy-buddy™) to their subordinates.

He delisve that there are at lsast two ocauses for these
findings. First, as reported above, training of soldiers
soncerning enlisted-leader relations sppeared to begin,
.iaformally, during bdasio training. The thrust of this training
is that such relations are to bde avolided. Furthermore, we
observed surprisingly little informal discussion among officers
and NCOs. Szall unit leaders, in general, are not attending to
the Laportance of developing or fostering vertical cchesion in




their units.

Second, our leaders do not recognize the 4importance of
supporting and naintaining the primary group, nor do they think
in those teras. When introduced to the galning squads, the
replscehents were required, by the bdrigade ataff, to remain in
buddy teams of at least two. This was done to elinminate isolation
and provide a sense of ocohesion from the onset of their
assignaent to the nevw unit. This idea met with amuch resistance
from the coapany level cadre. Virtually every small unit leader
reported that if the assignment of replacements were up to hin,
he would assign replacements as individuals rather than in pairs
or groups. The leaders contended that replacements could not and
should not be assigned {in order to build cohesion, but rather to
the squad that had the greatesat numerical need. Their rationale
was: "If I asm down two men ia three squads and I receive three
replacenents then each squad should receivs one man, to even out
the wvork load. Equity Ls more lmportaat than keeping the troops
happy." "Fairness” rather than coabat effectiveness wvas the
dominant L1ssue for unit leaders. This convicetion, that "spaces”
had priority over "faces™, was held from squad lsaders through
cospany coamanders. Our data froa the Phase Two i{nterviews, as
well as resesrch with other COHORT gcompanies, clearly show that
COHORT trocops are wsll acquainted with soldiers throughout thelir
coapanies. Such troops could not oaly easily adjust to withine
platoon 1leveling to aaintaln replacements together, but. should
have little problem with aercss-platoon assignments. The saall
unit lesders also reported that they would assign soldiers as
individuals rather than as buddy teams in s qombdat situstion.
This prodadly has its genesis {n the Aray's predomsinaatly
individual replacement policies under which most soldiers have
served.

Conalusion and Recommendations

We have exasined the socialization and 4integration of
replacenent soldiers into COHORT units. We found that fears that
replacesents would not be accepted {Linto highly cohesive COHORT
units were unfounded. In fact, such units did a surprisingly
good Jod of Lintegrating newoomers, and quiockly aitigated the
stress of being the replacements ("newbdilies”). Borizoatal
cochesion was Qquickly and effestively established. This 1sa
extremely iaportant to the Aray as (it iopleaents plans for
refilling COHORT units (which lose large nuambers of soldiers due
to siszultaneous sepsration) and augers well for the agew CIM
(Concept Iamplementation Model) for those plans. On the other
hand, leaders did aot pursus the develépment of vertiocal
cohesion. We attributed this latter finding to 1) Laplicis rules
prosoribing informal oontacts among leaders and led and 2)
failure to recognize the importance of small group ties, and
fallure to establish, nurture, and capitalize om such ties to
strengthen psychosocial readiness for coambat. ' '
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2)

3)

4)

We, therefare, makes the following recosaeandations:

Assigning and maintaining soldiers who had trained together
in bduddy teans worked well for newcomers and gaining units.
"Buddy-teans™ felt well supported, primarily as a result of
agtions by aeaders of the squads. Having & familiar face
helped in the light of the ceonsidersbdle aanxiety that all
nevaomers felt. Assignaent ia three-zan Dduddy tesas night
prove to de¢ even wmore advantageous to ensure that at all
tises at least one duddy is availabdle even when one membder is
absent. We believe that the advantages of wmaintaining an
Latact replacesent group outweigh the potentlial prodleas.

" The high levels of cohesion we observed st the platoon level

in COHORT unitas argues that soldiers acould bde shifted within
the platoon to ascoamodate kaeping small teacs of
replacecents together. We recommend that the Aray qconsider
using duddy=-teams of two or three men to replace soldiers ip
COHORT units. :

The raplid acceptansce of replacements, and the exteat and

. quality of relations (crosaing platoon bdoundaries) among

neabers of COHORT coapanies, suggests a reconstitution policy
for badly aauled COHORT units. The Aray should adopt s
policy of arosa-leveling from 1larger uanits to fill ¢the
sasller unita. The policy could bde bdased on the proaedurs

., used Dby the 101st Division following the Gander disaster.

Squads could bde traasferred froa elsewhere in the company to
the affected platoon, and froa dattaslion to csompany. Other
replaceameats should bde assigned in bduddy teams of two or
three men. These would csome from bdrigade and division, with
MILPERCEN filling the remaining requireaments.

At every echelon of leadership above the squad, sost suall
unit leaders stated they would asalign replacesent soldiers
individually rather thaa in bduddy teans. The historical
importance of ocohesive soldier groups to survival on the
battlefield has not been learned. There 1is as yet no
soanftment in the Army to buildiag and asintaining group
eohesion, and few leaders understand its importance. Group
gohesion zight de the single most oritisal fagtor capadle of
inqressing combdat power; {t is also one faotor Army leaders
can influence. OQur soldiers sust be trained at every level
to thiak "graup.” In teras of replacements, each service
school should discuss’ how to teach leaders to better
fotegrate and gsocialize new soldiers inteo the unit,
Practical exercises, i(naluding role playing, should be
sonsidered, along with developaent of a check list of what 1is
required to effeat changes in behavior.

The iategration of aew soldiers is viewed incorrectly by many
officers as an NCO area of responsibility. The integration
of new soldiers is clearly a silitary unit respoasidility and
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e primary aeoncern for coazanders. Soldiers do not fight as
afficers, or aa NCOs, or as enlisted soldiers. They fight as
groups, in teams, squads, platoons and coapanies. This =must
be uppermost in every soldier's thinking about how to win in
combdat. A3 such, the company commander should make an effort
to neet and greet every new 3soldier, and should take an
aotive role in assuring the development of vertical aohesion.

We observed little communication among. officers, NCOs, and
enlisted soldiers. This s a serious oamission. Platoon
leaders often had a poor understanding of what was goiag on,
tactically or scclally, among the enlisted soldiers and NCOs
ia their uaits. Yet, they zight have to lead theld to battle
on the future bdattlefield. We believe that all coapsny grade
leaders sust be taught the importance of ianformal
coamunication to resinforce the oconcept of "group"” aand
"godpany.” e recommend that service schools tesasa the
faportance,: particularly for officers, of using every
opportunity ¢to talk with troops 4in order to0 Lkeep their
fiagers on the "pulse” of the unit. Examples of how aand when
to do this (such as during chow, when officers frequently sat
alone) should be included for Jjunior leaders.
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Abatract

An inittal analysis of the second iteration data utilizing
sospany-level means - - from units that oeould bde wmatched acroas
iterations reveals that, although the differences are not as
great as they vwere for the first iteration, COHORT ocoampanies
still have  significaantly haigher qoheaion scals sqores than
aonCOHORT gqompanies. The relative ordering of overall scale
values remains the 3ame from the first to secoad iteration, with
soldiers expresaing more negative eatimations of the vertical and
horizontal Ddonding {a their wunits than other group-related
phencasna, sSush .aa coadat - readiness, sense of pride, or
confidence in leaders.

Looking ian particular at horizontal boading as measured by
Unit Social Climate, we find that despite significant declines
for COHORT-CONUS armor units and Light Iafantry uaits, only the
Light Infaatry companies fall apprecladly i{n thelr ranking vis-a-
vis other unit types. Using this measure, COHORT armor companies
renain as . the most gohesive and nonCQHORT fleld artillery
companies the least. CONUS companies generally fare better on
Oait Social Clizate than those OQCONUS, as we found in the first
{iteration. However, the opposite i3 true {a the second iteration
for COHORT Mechanized Infaatry compadcles. No significant
differences were found in Unit Social Climate by controlling for
line coapany versus headquarters/support coapasy statuas.

By arrayiag company asean differences froam the first to the
second {teration on Unit Social Climate, it was found that the
everage coapany declined adout one poiat, dut that some soapanieas
dropped as maay as fifteen points and others laproved Dy as many
as thirteen points. By focusing on those companies with the
steepest declines and compariag their written comments with those
from Ssoldiers n companies with {mproved saqores, it was
discovered that declines could be attributed to leaders who were
perceived as exploitative, unfair, incodpetent, and oblivious to
the soldiers’ needs and welfare. These prodlems in leadership
seemed to be manifested most especlally by the scheduling of many
fleld exercises with excessive periods of down time, leading in
turn to a forfeiting of time for a personal and social life and
subsequently to a loss of uynit morale. Company=-level changes in
{tem responses tapping such dimensions and consequences of
leadership proved to be qorrelated across all companies with
changes {n horizental aochesion as measured by Unit' Social
Climate. .
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Introduction

This fourth UMS action officer survey report spotlights the
following:

1. A status update of fleld operations, response rates, and
data set qonstruction for the Tfour Lterations of the
human dimensions survey.

2. Initial scale score and demographic compariscons for firat
versus seaond iteratiocan data with a foous on battalion
type and COHORT status as explanataory variabdles.

3. A sore detailed exanination of changea ia coapany level
horizontal cohesicon over time, as zeasured Dy Unit Social
Clinate.

4, The thrust of future data aBalyses.

Survey Administration and Data Fi:e Uodate

He now have availadle an archivabdle data set con%ainiang all
valid cases of :the f{irst Lteration questionnaire. The data set
_ represents 104 gcompanies, lncluding 1§ whole battalions, for a
total sample size of 9627. Analyses dconducted for presvious
technical reports did agot 4include all of the first- iteration
data. However, while the nuader of cases i{a subsequent tabdles
will therefore be larger than in earlier reports, the statistiocal
results do not sigaificantly differ from those obtained wich the

{acoaplete data sets. The substantive conalusions draw .t
prelisinary work remain uschanged.

For the second Lteration questicrnaire, we have a aleaned
data 3set with all available ocases whose units cqoapleted this
version of the questionnaire. There are 9171 respondents {n this
data set who represent 106 companies, inesluding 17 dattalions.

The third {teration of the survey Llastrument was mailed in
sid-July 86 and as of 31 October the 3ajority of sazple units had
either completed the quastionnaire or were scheduled to do so 1in
the Llmaediate future. The total nuaber of companies surveyed is

"ssalier for the Lhird iterstion due Zainly to the shutdown of BDM
operacions at Ft, Carson. We have begun data processing for 18
of the units responding to the third Lteration questionnairse.

A fourth iteration questionnaire has bdeen prepared. WRAIR
will provide personnel to the Soldier Support Center, Ft.
Senjamin Harrison, for the mail distribution of this instrusent
in Zebruary 1987, with the hope that the bulk of the battalions
san be scheduled for adainistration by 31 May 1987.

The overall response rate is lower for the second Lteration
questionnaire than the first (71% versus 7T7%). doth rates,
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however, are reasonable for our analytiocal purposes. COHORT unit
response rates remain higher than nonCOHORT rates (73% versus
664), but not so smuch as to impair meaningful comparisons between
these unit oclasses. Lower response rates appear to be due mainly
to soldier nonavallabilicy during the questionnaire
asdministration, rather thaa voluntary refusal to complete the
1ustru?ont. (See Appendix A, Tadble 1 for specific response
rates.

Demogrgphic Comparisons of First and Second Iteration Respondents

Despite the fact we had less than 100% response rates at
both administrations, the two samples equally well represent the
coapany populations from which they were drawn. There is laas
than a 6% differsnce on any one of the demographic ocategories
between the two iterations, with the greatest differences
ocourring in the proportion of soldiers who are currently aarried
(from about 42% to U48%), a finding that makes sense given the
life-cycle progression of these units. The mwmarital status
finding s oocapleaented bdy some apparent szovement out of th.
barracks and {nto on-posd housing (up %o 16% from 12%).

Months 4in ocompany Ls oaly up by three 13:onths, Liadicating
that sose turnover has in fact taken place. Not surprisiagly,
this turnover i3 reflectsd mostly bdy nonCOHORT soldiers, whose
months in company 3ean remains at adbout 14 for doth iteratlions,
whereas COHORT soldiers report & jump from 10 months in the first
{teration to 15 months in the second Lteration. (See Appendix A,
Table 2 for specific demographic coaparisons.)

We reported in the third technical report (Criffith and
Vaitkus, 1986) that COHORT soldiers in the first {teration saaple
were younger and wmére likely to be single and living {an the
barracks than their nonCOHORT counterparts. It remains the case
that COHORT soldiers i3 the second JLteration data set are
slightly younger and amore 1likely to reside {(n the barracks.
However, at least for line cospanies, they are now no less likely
than nonCOHORT soldiers to bde currently married (about U6%).
Aside froam these considerations and the fact that the age of the
COHORT ceompanies thesselves 1is generally lesa than nonCOHORT
companies, the COHORT samples for both Lteration data sets are as
desographically equivalsnt to the 7onCOHORT samples as 1is
reasonadle to expect.

Revising the Thrust of the Datsg Ana;zg;: to Date

The wmotivating force bdehind the bdulk of the analyses
contained in the UMS techniocal reports to date was to devaelop
reliable and vallid scale zeasures of the soldier's coafidence in
combat skills and weapons, aconfldence in leaders, vertical and
horizontal cohesion, and {dentification with the unit and the
Aray. By grouping thase perceptions under the rubdris "of
cohesion™ or "the soldier's will to fighe," analyses were
carried out to show that COHORT soldiers (including those 08UT-




tralined as well as personnelestadilized) scored higher on such
measurss than nonCOHORT soldiers even when controlling for other
variadles. The intention, therefore, was ¢to provide Aray
poliocymakers with data for an evaluation of its COHORT program.

At the Military Psyahiatry Department's In-Process Review of
. 1617 Septeaber 1986, it decame clear that it was not enough to
know simply whether a coapany was COHORT in order to estimate its
zorale or level of gohesion. One practically needed to take s
company by aompany approsch 4in order to uanderstand how agy
company's growling pains or successes varied depending on such
acaplex variabdles as coamand ° climate and training
intensiveness. We decided, therefore, that the survey (in
conjunction with the Qualitative obdservations) should attempt %o
{identify and examine as sany of these unit differences as
possible bdefore making generalizations. Furthermore, sSince ve
were really interested in group level phenocmena, analyses should
be conducted with the qompany as the unit of analysis, as had
been done by the Aray Research Braach during World War II (e.g.
ARB, 194L4), Im short, we will now do a greatesr service to the
Armay by revealing and understanding how the various facets of
cohesion are related and change over the 1life cycle of both
COBORT and nonCOHQORT units.

The reszaiander of this report serves as.the first step toward
.aligning the analysis with this new fosus. It 1is a transitional
report, however, in that for the sake of gcontinulity we will be
preseanting changes in scale scores froa the first to the sesond
iteration with a concentration os COHORT status, much as wve
planned to do originally. However, we will be aticking to a
coapany level analysis and then looking is some de%ail at those
companies, CORORT and nonCORORT, whose horizontal cohkesion scores
(as measyred here by the Unit Social Climate scale) ahanged
significantly from the first to the second Literation. If we asan
begin to discern those factors that may account for such changes,
sither positive or negative, we Zay learn how to improve levels
of cohesion throughout the Aray systes.

Pirst and Second Itergtion Company Scale Sgores

Io Graphs 1A and 1B, we present the ocompany greand means of
our ocohesion scales for the first and second Literations
respectivealy (91 matched oompaales). All scores have Ddeen
soaverted to the same 0-100 scale for easy coamparison. We have
8lso enhanced their interpretation by drawing a horizontal 1line
at the 50 mark to represent the theoretical nsutral point, above
4hich scores average to more positive responses, and delow whish
sqores average to amore negative responses. The scales displayed
are Company Coamand Confidence (CCC), Senior Coamand Confidence
(SCC), Small-Unit Command Confidence (UCC), Concerned Leadershi)
(CL), Sense of Pride (SP), Unit Social Climate (USC), and Uait
Teamwork (0T). (The reader should consult Appendix A, Tabdble 3
and previous UMS Techanical Reports for dsfinitionas of these
scales and their statistical properties.)




If we overlay Graph 1B onto Graph 1A, we deteoct saall
downward shifts on all of the scales, moat on the order of two
poiants. All in all, however, these scale means shovw remarkadle
stability over time, which probably attests to the reliadility of
the socales aore than anything else. The relative ordering of
scale values resains the same from the first %o the second
{teration and, except for Unit Teamwork, all scales mnaintain
their position vis-a=-vis the ncutr01. line. The only
statistically significant changes in scsle scores due to tinme
alone are for Senior Command Confidence and Unit Teamwork. If we
rerun the data for first-term soldiers separately, the same
patterns emerge with slight decresses of a point or two on the
relevant scales. Although none of the scale means stray too far
from the neutral line, we conclude based on two iterations' worth
of dats that companies expraess zore negative estimations of the
vertical and horizontal bonding in their uaits than other related
group phenomens, such as combat readiness, sense of pride, or
soafidence in leaders. Furthersore, this lack of bdonding has
both affective and L{nstrumental or task-related ocoamponents, as

seasured by Concerned Leadership, Unit Social Climate, and Unit
Teanavwork.

We have iaformation adout four strustural or dessriptive
features of the 91 g¢ompanies with respest to which we oan,
seaningfully group theam. These features are COHORT atatus, the
type of battalion unit to which the company belongs, assignaent
.location, and line company status. The distribution of coapanies
by these features is given below:

COHORT 57
8onCOHORT 34
MECEANIZED INFPANTRY 27
LIGHT INFANTRY 16
AIRBORNE INFANTAY 8
ARMOR 27
FIELD ARTILLERY 13
conus : 65
0COKUS (USAREUR) 26
LINE COMPANIES 73
OTHER COMPANIES . 18

We should note that the CORORT category includes personnel-
stabilized units that were not 0SUT-trained, and that oconmpaniaes
other than line 1{include 15 headquarters compaanles, 1 aqombat
support company, aanad 2 combat service support coapanies.




Taking one characteristio at a time, knowing that a company
i{s COBORT or nonCOHORT is the most important of the four in
accounting for variance onr the oqohesion ecales across bdoth
{terations, with overall COHRORT company ameans bdeing higher than
nonCOHORT nmeans. The greater of these COHORT effects on
‘perceptions of Army group life, as we would expect, have to do
vith coapany-level perceptions of personnel relationanips, i.e.,
Unit Social Climate, Unit Command Confidence, Unit Teamwork, and
Concerned Leaddrship. The absoluts differences are small
(between two and six points), and for the second iteration even
smaller, due to Blight decreases {n overall COHORT coampany scores
and slight {ncoredses for 1nonCOHORT companies. Nevertheleas,
COHORT oqompanies statistically still have aignificantly higher
ungans than noaCOHORT gompanies ip the second iteration.

The type of bdattalion with which a coapany {3 Ldentifled is
next in terms of its importance in understanding scale score
variation. In general, we can rank order the battalion types on
the gohesion scales as follows from high to low:

1. Araor
. 2. ALrborne Iafantry

3. Mechanized Ianfantry

3. Light Iafantry

S. Fileld Artillery .

The Light Infantry and Mechanized Infantry are given the
same rank because they average out adout the sase over the two
{terations. However, one would rank the Light Iafantry over
Mechanized Infantry bdased on the first Lteration data, and
Mechanized over Light for the second iteratioan. Armor units
saintain their superior.ranking despite slightly larger declines
in scores from iteration to iteration than for Airdorne units.
Again, however, there i3 no more than a five point difference on
the scales at either point in tize across battaslion tyres.

Assignment location 13 a less important source of
differentiation than either COHORT status or Unit Type, though it
does account for siganificent variation on all the cohesion. scales
agross time except Small-Unit Coamand Confidence and Unit Social"
Climate. The CONUS company means are geanerally higher than those
from USAREZUR, although for the second iteration data these 3eans
converge (CONU3 down, OCONUS up) and often lose their signifiocant
difference. Differences are never more than a few points.

Line company status does not have a statiastically
significant affect on company cochesion sqcores, except f£or Senlor
Cozmand Confidence where HQ and support coaspanies have higher
scale aeans. (See Appendix A, Tadble 4 Zor the results of a
repeated measures anslyses of variance on esch of the developed
scales for the 91 cozpanies participating Lia both the first and
second {teration questionnaire administrations.)




A More Detailed Investigation of Changes in Unit Social Clinate

We have withheld attempts at explaining many of the results
presented thus far because we have bdsen speaking collectively
abdout a 3set of 3scales whioch, though ocertainly related at sone
level, have substantially different ocoatent and analytical
properties. Likevwise we have refrained from presenting page
after page of coampany =eans bdoth because we did not want ¢to
auddle the focous on patterns and directionality withiao the data,
and Ddecause vwe are not yet close to Dbdeing adle to directly
associate criterion variables with the magnitude of such numbders
and their diflferences over time. We believe higher 1is Ddetter
given the historical record for the kind of items that make up
our scales, but we do not yet know how much higher is how much
better in teras of such variadbles as comdbat effesctiveness and
sustainadility.

While admitting that the meaning of the size of our average
differences remxaias prodlesatic, we wil)l use thea in this section
in order to understand {in depth what happened to the scores on
one scale, Unit Social Clisate, over time. The selection of this
scale for further analysis, as explained in the Third Technical
Report, 1is far froa arbditrary. It is our closest approxization
at this time for horizontal Nonding within the unit, with more of
the actual or type of items that have shown relationships with
group amilitary performance Sfrom the work of Wdrld War II
researchers (e.g., Stouffer, et al., 1949) to those of today
(e.g. Marlowe, 1979; Gal, 1983; Manning and Ingraham, 1983). It
is on Unit Social Climate where we would expeat more coapany m:ean
variation to be explained by COHORT status, and this in fact s
the ocase. furtheraore, ia the [company characteristics model
presented above, the explained variance on UNITSOC was higher
than on any other scale for doth first and second iteration data
(R-squareds.S52 and .32 respectively). In short, it {s relatively
more important at this juncture to understand UNITSOC scores than
otiter scale scores.

As we did at the end of our individual-level analysis of
Unit Social Climate for the Third Technical Report, Table 1
presents line company neans for . three-vay sompany
classification. The means are ordered from high to low for the
first iteration, with the second iteration neans and their new
ranking beside them. We see the asoasistent fall in Uanit Soocial
Climate saqores for COHORT companies from ‘the first to second
iteration, with most on the order of two points. However, the
drop is not uniform, as witnessed by the COHORT-Armor-CONUS
companies (-4.5) and the Light Infantry companies (-3.5). The
Mechanized-0CONUS companies are the exception to the COHORT trend
with an Linareased mean of a point and a half. The nonCOHORT
increases are less than two points, except for the MeshanizZed-
CONUS companies (+2.2), and the Field Artillery companies that
experience a poiat and a half decline.




TABLE 1

UNIT SOCIAL CLIMATE COMPANY MEAN SCORES
BY COHORT STATUS, UNIT TYPE, AND ASSICNMENT LOCATION
FOR FIRST AND SECOND ITERATION DATA
(LINE COMPANIES ONLY, Ns72)

SOMPART LABEL IISRI(RANK)  ITERQ(RAHNK)

COHORT-ARMOR-CONUS $1.8 (1)  56.9 (1)
COHORT-ARMOR-0CONUS 87.8 (2)  85.% (&)
COHORT-AZRBORNE-CONOS | 86,1 (3)  48.6 (2)
COHORT-MECHANIZED~CONUS ¥5.0 (4)  92.9 (%)
COHORT-LIGHT-CONUS o ua.8 (S) 0.9 (11)
COHORT-MECHANIZED-0CONUS #8.1 (6)  48.6 (3)
MONCOHORT-ARMORED~CONUS 42.3 (1) 42.8 (6)
COSORT-ARTILLERY-CONUS | 82.2 (8)  40.3 (12)
NONCOHORT-ATRBORKE-CONUS 6.8 (9)  82.5 (8)
NONCOEORT-ARMORED~0CONUS 0.5 (10)  81.3 (9)
NONCOHORT-MECHANIZ2D-CONUS 30.8 (1) 32.7 ()
NONCOHOAT-MECHANIZED-0CONTS 39.0 (12)  40.9 (10)
NONCOHOAT-ARTILLERY-CONUS 37.8 (13)  36.3 (13)
M.8.  Iacludes only those cstegories where at lesst thres

comspanies sare reprosented (excludes COHORTARTILLERAY-OCONUS with
Nst). L




Note that while the range of scores haa diainished from the
first to second iteration (51.4% to 37.8 vs. U6.9 to 36.3), the
relative ranking of the company types rezalins roughly
equivalent. COHORT-Armor-CONUS and non-COHORT-Artillery-CONUS
companies 3aintain their  first and thirteenth rankings
respectively, and there is a one or two rank difference for mest
of the company types in DbDetween. The major exceptions are
COHORT-Artillery-CONUS (four ranks down), nonCOHORT-Mechanized-
CONUS (foureranka up), and the companies with the greatest rank
shift, those of the Light Infantry (six raanks down). The top
five raaking company types share COHORT status at Dbdoth
qQuestionnaire adainistrations.

These means across tizme are portrayed visually in Qraphs 24,
2B, 2C, and 2D0. The neutrel line for this scale cuts across the
page for all four graphs st the U5 mark. Graphs 2A and 2B
preseant the first iteration data, and Graphs 2C and 2D the second
{teration data. Graphs 2A and 2C coampare Mechanized Infantry
with Argdor and Pield Artillery units, and 2B and 2D coampare
Mechanized Infantry with the other 4infantry units, i{.e., Light
and Airborne. COHORT-CONUS (CC), COHORT-OCONUS (CO), nonCOHORT.
CONUS (NC), and nonCOHORT-QCONUS (NO) are then compared within
battalion type where data are availabdle.

We should notice that, especially with the decline in the
Araor-COHORT means, there is a geaneral leveling off toward the -
aeutral line for the second iteration. Still however, the
ordering of compacy types resains fairly similar within battaiion
types. For example, for arsor units at both points in time,.
COHORT-CONUS companies were folloved dy COHORT-CONUS, and then by
0onCOHORT-CONDUS, and aonCOBORT-OCONUS 4in teras of the magnitude
of their Unit Social Climate means. Likewise, horizontal
cohesion means remalin higher for COHORT than noaCOHORT csompanies
ta bdoth airdborne and field artillery units, though by a 1little
less for the second Lfteration. COHORT Mechanized Infantry units
as a whole show higher cohesion than nonCOHORT Mechanized
Infantry units. However, ian contrast to the first 4iteratioen,
this (s due to the O0CONUS-COHORT companies rather than the CONUS
ones. .

We sight posit a kind of relative deprivation theory here
that says oqcospaniles with especially high expectations for the
quality of their social interaction based oo their small group
structure (e.g. armor units), or "elite status" (e.g. light
tafantry), or special training and labdbeling (e.g. COHORT units)
are more likely to be disappointed than thelir couanterpart uaits
since their higher expectations are more difficult to aeet.
Still, that would sot explain why not all armor units or alrbdorne
units or COHORT units dealine, or -why sose decline more than
others, or why artillery units with "lower expectations™ decline
still further. Ye are clearly missing some additional fagstor or
set of factors, a situation that necessitates some dcompany by
company investigation.
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If we wvere looking for a key to this puzzle dased on the
foregoing analysis, we would logically 1look first at the
companies where the greatest deviations from the first to the
second iteration occurred, namely Armor-COHORT-CONUS and Light
Infantry companies. But since we decided to do a full company by
coapany analyais, there was no need to limit ourselves to any
previous ocategorizations. Therefore, ve sinply arrayed all 91
companies at our disposaal by their Iteration 2 minus Iteration 1
Unit Social Climate ameans. The mean of these 91 mean differences
is =1.1, Rowever, the range L8 -15.5 to +13.4 with a standard
deviation of §.0. The best thing to do seezed to be to look
{ntensively at the coapanies whoae mean differsnce wvas
atyplcal. Companies which had mesn differences which were morae
than a standard deviation avay froa the mean of mean differendes,
(i.e. those companies who were -5.1 and less, and tholte who were
+2.9 and greater were selected). This procedure turned up 12
companies with large declines and 13 with large increses in Uaic
Sccial Climate.

) Having iden%ifled these companies, we were 8still left with
the Qquestion of what to look for. Qualitative data from these
units would de one place tO' start, but while we have such data
from some units, for example the Light Iafantry {(to be discussed
in upcoming reports), wve do not have thea for all, for exanple
the Armor COHORT unit that dropped over 15 UNITSOC points.
Hovever, we do have the soldiers' written comments on thelir
questionnaires, which were specifically solicited for the second
iteration. By ooasparing the ocoaments of those asoapanies that
went significantly down on UNITSOC with those that wvent
significantly up, we might be able to 1soclate key variadles
explaianing those changes. :

e read these sets of comments, and at least in s acursory
Way, began to make objestive assessments of differing content or
issue areas. For the Armor CQHORT ¢ospany that suffered the
greatest decline in Unit Social Clizate, certain issues quiokly
emerged that were to bDecose falrly commonplace for the other
cospanies that also experlenced large mean sgore decrseases. 3Sone
exaaples: :

This unit spends entirely too auch time down raage,
csonsidering the resgson we go down. Most of the time we
sit around for three to four days, Jjuat Ddecause there
13 nothing to do! Morale gets extremely low bdecause of
tais. .

The unit's NCOs do not respest the eslisted membders as
soldiers. They think we are still dasn trainees., They
need to stop and thiak about how they want us ¢to
respect thes. But I can tell you this, us EM ars
definitely getting tired of it. We tried %o bring it
up to them in a presentable manner, bdut it didn't
work. That is the reason for low company morsle and
other related problems.

69




The leadership in the unit 1isn't all that I expected.
They tell you to keep good amorale, but do not provide
adequate extra-curricular activities.

Ve go down range too goddamn wmugch. No tize for a
soqaial 1life.

e+«Al80 when ve are not i{in the field, we are alzost
slwvays doing stupid things to iampress somebody who you
aever 3sSee and could care leas adout what he thinks
about you!

...The aumbers game should not be played to make higher
ranking personnel look good for QERs and promotion, by
time we are spent SIC down range.

My uanit claias that the family is important, but so far
they have made it so there i3 no home life or time with
faaily. My company Lis at a very low morale right now
(this includes enlisted and NCO) due to the way wWe are
treated. The uait spends way too much time down range-
«250 _days last year. And when we're not with our
unit, we're being attached to some other unit. 3

It seens like the NCOs aran assholes. .They think they
are CORORT too! How sany of them can you talk te? Q!

Bxploitative leaders, uncaring leaders, and excessive time in the
field, especially 4f 4t 4{ncludes a 1lot of dewn time, are
nentioned over and over again dy membders of companies with steep
UNITSOC declines:

In ay unit they never tell you how good a Jjob you're
doing when you are tryiang to do your best,

It's not right to get ocursed out everyday for no
reason...

: I feel thias unit's field time is too constant. No tiae
to take care of personsal things...

; Very dissatisfied on how you iéo treatad as & person...

The leaders in this uait do zot care about the men only
that we put on a show for thes...

This unit has a bunch of basck-stabbing 3CBa. Maay lack
kKnowledge of wha. (t means to be a real NCO and
afficer. This daan BN {s mainly concerned about going
into the history books as cne of the greatest at our
expanse.




I have witnessed unprofessional officers daeagrade NCOs
ia front of troops. Also, I have witnessed a Varraant
0fficer in my bdattalion level maintenance show coaplete
. disrespect for officers ia ay bdattery to iaslude ¥COs
. sad Ddelow..To simplify 1it, officers doa't really
coamunicate with me ss & Privats.

Ye spend a lot of time 4in the field doing nothing
unless an officer is around. \

My ooapany has a very weak, backstadbing, snd
unknowledgeadle and bdiased company coamander. He has
truly lost his men's respect. Our first ssrgeant (s a
liar and has no backdone as far as takiag care of his
people. I have grown to hate this COBORT uait from
sxperienge.

Lack of fairness and a sense that leaders are inaompetent
become additional areas for loss of aorale:

T really don't believe this type of Aray i3 going to
Belp our ocountry's aational defense. Moat of the
officers and NCOs are just here to draw a payshsak.
The way that I feel Ls: What {f we really had to go to
var. I csannot be sure {f I ocould trust amy leaders to
know what the fuak they were doing.. Most leaders don't
seeas to know their shit.

The ¥CO0s were not tncroéuood to us until after bdasis
traiaing. They 'seea to rate people on favoritism and
controlladility /as far as from one ¥CO to another.

Lagk of conlzacgue atandards and discipline..

Also, it seens that disaipline depends on how the NCO
or CO feels, rather than what the agt was, Litself.

I have 8 black friend and he went AWOL for some days
and he was punished by extrs duties and demoted to Z-1,
which he was a PPC., Then two CPLs (white) went and for
the same day(a). They were aot punished.:

The bdiggest prodles I see is that NCOs and cspoci;lly
officers get a chip on their shoulders... Whea you rua
into one who does not kaow what he is doing, he or she
will plow ahead acting like they know what they are
doing.

There are, 0of ocourse, unit specifis probdleas that get
mentioned, e.g. racial prejudice, lack of privacy, drugs, and
aloohol. With respect to the use of drugs and alceohol, however,
the goldiers themselves see these as nerely syaptoms of the
larger problen:
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The presaures put on Deople in the army cause thea to
tenae up and people either smoke a few Jolats or they
drink like sailoras. I doa't like drinking so I mellow
out my way. Can you help?

I think that the Army may be DbDetter only 4if the
soldiers stop doing drugs. They do it becauss they're
depressed.

The fact that all of these things coatribute to a loss of
horizontal bdoading, but shore up the validity of our Uanit Sccial
Clizate 2easure, is clear: .

The Dbdackstadbing for approvel and low life techniques
of attempting to nake rank are many times
disheartening. I find this unit not working together,
but working against itself 2 majority of the time.

It's dad to see this _drown-nosing Dbdecauss those samde
SM*'s are going to wvwar with me and when I geed then,
they are not going to de there in the rough times.

Never in ay 1ife have I ever felt aore Q.neally veak
and unstable. If we went to war right now half of us
would kill the other half.

Ore of the prodlems with aasking for open coamments on an Army
survey 1is that their valence tends to be exclusively negative.
For the companies then that significantly improved oa their Unit
Social Climate, there was certainly no dearth ‘of aoriticisas and
coaplaints about the Arsy. However, while we did not test tnis
in a rigorous or Qquantitative way, the tone and gontent of
comuents from units that {aproved iao their 3cclal climate was
qualitatively different. Complaints ocentered more on tangidle
thiags like poor Aray pay., benefits, food, equipment,
transportation, standard of living, and physical conditions 1in
the barracks. Laack of schooling opportunities and recruiters who
lied to thea are also among the problems asntioned amost
frequently by soldiers in these companies. One definitely does
aot read in such companies sbdout the kind of alienation,
backstabbing, drug use, thorough disgust with leader practices,
and lossg of heart that one does with the cocpanies on the other
end of the UNITSOC change spectrus. In faat, there see2 to be
fever coaments about aaything at all, and even an ogoasional
stateaent cogplimentary to the Army.

The Army Research Braach 4in World War II (ARB, 1943)
recognized that the "intangibles,” e.g. fairness, deing tald why
a task ({3 necessary, and officer intsrest in the personal welfare
of hias sen, were more lamportant Lin estabdlishing unit morale than
the "tangibles," e.g. food, shelter, pay, and medical care. So
this 13 agothing new. What we are atteapting to leara now,
however, s how, given ocertalin structures like COHORT that are
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designed to enhance horizontal ocohesion, units may still change
with respect to thelir degree of cohesion due to other fastors.

Thia analysis i3 Just at the beginning phase, bdut 1looks
promaising. By uaiag the soldier'a comments and other qualitative
data from the field, we can degin to zero in on the factors that
iahidit or promote cohesion over time and construct hypotheses.
Por example, Ddased on the foregoling comments, vwe would say that
loss of UNITSOC (s bdased at least partially on deslining
evaluations of the command qlimate 88 vell as a sense of 1lost
time for a social life. Let us approxizate the former by coapany
mean dchanges on Conacerned Leadership and the latter bdy the
changes 1in respoase to the itea "I have enough time to spend with
family meabers and friends.™ The correlation detween Unit Soccial
Clizate change and Concerned Leadership change is .87, while the
correlation DdDetween Unit Social Climate change and Time for
Social Life change L3 .52, using company mean changes as the unit
of analysis. -These high ocorrelations lend aredence to the
hypothesls that horizontal cohesion Ls assocciated with leadership
practices and perceptions.

Pending further analysis then, we will conalude this section
with the 3zessage that unless soldiers percelve genuine interest
snd qoncera from their leaders, and this concern and interest s
sustained over time, horizontal bdonding will diminish. COHORT
companies, due to their uigher level of horizcntal bdoading to
begin with, appear to be especially vulneradble in this regard.
In addition, the horizontal bonding of soldiers is less likely to
deteriorate Lif the soldiera feel they have enough personal tiame
to escape froa one another now and again. In particular, if the
keeping of soldiers 'in the field for long periocds of down time is
aission esseatlial, that Justification has got yet Ddeen
internalized by the so0ldiers thenselves. And this, of aourse,
can de related back to leadership quality L{tsel?.

Plags for Puture Analyses

We have Just suggested that wmore wvork needs to be done
investigating ochanges ig horizontal bonding over the two
fcerations, either by way of Uait Social Climate or some refined
version aof (t. Ia gensral, the scales doveloped 1in the first
iteration analysis, though still reliable in the second, could
use soame fine-tuning and streamlining. Certainly, we need to bde
aore parsimonious in the numder of scales we deen %0 be important
to understanding Aray group cohesion. For example, though Senior
Coazand Coafidence {3 s very reliable scale, it does not really
@eanr very auch since soldiers often write in the margins, whether
they respond to the iteas or not, that .they don't know who thelr
Corps Commander or the Aramy Chiefs of Staff, eto. are and what
effect these officers have on thea.

At a ainiaum, as we have degun to do here, we need to model
facets ¢of gohesion with respect to one another, Lnstead of
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treating them as siamultanecus outgomes of soms astructural
variable, be it COHORT, type of combat arms unit, or scmething
else. CQHORT itself should be viewsd as having an effeat
primarily on hdorigontal bdonding, with vertical ocohesion, quality
of tralning, etc. acting as 1independent influences on such
bonding. Horizontal bonding itself then may be theorized to have
an iadependant effect oa other group-related perceptions, e.g.
company ocombat confidence, or {ndividualerelated perceptions,
such as sense of pride. These kinds of models would definitely
take us in the right direction to understandiag how the separate
dimensions of what we have broadly referenced as coheslion are
interrelated. .

Given eho fimportance of a stable acore of personnel 1in
eoapany group life, actual turnover rate from Litsration ¢to
iteration 3should be considered as an additional variabdble for
statistical coatrol in analyziang company means. For the sake of
coaparison, we will redo some analyses only with {andividuals we
can ®matgh by S3AN for both iteratioans. In addition, wmors
individual level analysis will be carried out since it 1is cnly at
this level that we can understand fully the effects of length of
time i{n the company 1in the coapany or perceived turnover of
personnel. The 1individual 1level also remains important for
planaed variance components analyses, e.g. Ve Kkaow that coapany
ideatiflication accounts for between § and 8 percent and dattalion
{dentiflication for Dbdetween 2 and U4 perceat of the total
tadividual variance oa Unit Social Climate from Literation ¢to
ttearation. With the recelpt of squad and platoon identisy
informatian for the third iteration, we will De adle to ascertain
still further the relative Laportance of group level for
explaining variations in cohesion perception. We can then bdreak
out more meaniagfully the relative {zportance of perceptions
regarding the differsnt levels sf leadership.

We will DbDegin a more detalled analysis of the soldiers’
written cosaents and develop workable categories for 1l1asues
raised. Theory development and testing will commence ia earnest
for the interaction betweea social supports, duty stress,
perceptions of Aramy group life, and psychologliocal well-being. We
are preparing for the analysis of the third iteration
questionnaire that includes new iteams om battalion rotation, PCS,
and buddy network estimation which will opea up new points of
ianterfacing with the qualitative data ocollection. Finally, we
hope to begin estabdlishing historical norms for some of our
survey items by going back to World War II data with the help of
Dr. William Reeder, formerly of the Army Research Branch and now
professor emeritus froa Cornell University. We 4{ndeed have a
formidable research agenda before us. )
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TABLE 1

RESPONSE RATES FOR UNITS PARTICIPATING IN FIRST AND/OR
.- - -SBCOMD ITSRATION QUESTIONNAIAE ADMINISTRATIONS
(BASZD ON NUMBER SURVEYED/NUMBER ASSIGNED TO COMPANTY)

FIRST ITERATION SECOND ITERATION
ADMINISTRATION DATES $5MAY -85N0OV 8SNOV-86MAY
OVERALL RESPONSE RATE 76.6% T1.2%
(9016/11772) (8534/12065)
(6121/7837) (5259/8%39)
NONCOBORT RATS 73.63 66.2%
(2095/3935) (2333/3530)
CONUS RATE n . 3’ M 68 09’
(6852/8330) (5004/72%8)
OSAREUR RATE 78.8% 78.7%
(2574/3442) (3590/3807)

K.B. For the first Literation, inforamstiosm gongerning aumder
assigned was not available for 12 companies and, in the case of
the second iteration, for § companies.
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TABLE 2

DEMOGRAPHIC COMPARISONS QF RESPONDENTS WEO BELONG TO COMPANIES INCLUDED
IN BOTH THE FIRST AND SECOND ITERATION ADMINISTRATIONS
) (NUMBER OF MATCHING COMPANIES#91) '~ ~

FIRST ITERATION

SECOND ITERATION

RACTAL BACEQROUND (8607) (7541)
White 63.3% 62.8%
Blaok e5.2 Q8.7
Maxican American 8.0 3.9
Puerto Rican 3.3 3.4
Other 5.2 5.2

MARITAL STATUS (8%81) (7%501)
Not/Never Married 52.6% 48.2¢
Pressatly Marrisd 82.4 38.%
Separated 2.1 0.6
Divoreed 2.9 2.8

RESIDENCE LOCATION (83%6) (T468)
In the Barracis 58.2% 53.9%
On-Post Housing 12.1 15.8
Orff-Post Housing 29.7 30.3

EDUCATIONAL LEVEL (8631) (7347)
Op to 11 Years . T.3 6.2%
12 .!l'l./ﬂ.su Diplo- 6306 68.0
OVC' 12 !.m/ﬁou.‘. 2901 15.3

RANX (8669) (7%0%)
Junior Enlisted 67.4% 65.2%
NCOs 7.9 29.4
foicnru' 8.7 s.5

AGE (8439) (737%)
Mean (Years) 23.8 248.0

MONTHS IN COMPANY (8s27) (6739)
Msan 11.4 18,68

(TOTAL SAMPLE N) (8719) (7993)

¥.3. The number of valid cases for each variabdle i3 given in
pasrentheses {an the variable labdel line. Percentages ig this or
subsequent tadles may not sus to 1008 due to rounding error. For
the second Lterstion questionaaire, the marital status category
"got sarried” wvas changed to “never amarried.” Also, the
educational level categories were changed froa ones designating




ranges of years to ones incorporating both years aand
diploma/degres levels.Rank was phrased ia terma of open-ended pay
grades in the first iteration as opposed to close-ended ones in
the second. The "monthas in company" variabdle only Lacluded pay
grades- E1-28 sad 01-03 for the first iZeration, but in addition

included no nmeabers of the battalion staff for the second
{iteration.




TABLE 3

DEFINITIONS OF SCALBS PREVIOUSLY DEVELOPED
POR THR OUMS FIELD EVALUATION

There are twelve scales that were developed 1in previous
analyses of first iteration data that we can replicate for the
second iteration. We friefly lay out the ceaning of these scales
belov, although the reader should go back to the firat aad third
UMS Technical Reports for information on their geonstruction,
itea~total correlations, and other statistiocal- 'properties.

1. Company Coabat Confidence (COMPCON): Measures
perceptions of company qeomdat readiness, level of
training, and queslity of weapons for company-level
persocnnel. .

2. Senior Command Confidence (SENICON): Messurass
confidence in the tactical dealisions of the battalion
commander on up to the Army General Staff for all
personnel.

3. Small-Uait Comamand Confidence (OUNITCON): Measures
combat confidence in the company comsander on dowa the
leadership achain to the individual for Z1-Z8s.

§. Concerned . Leadership (CONLEAD): Mesasures
perceptions that officers and NCOs are interested in
the soldier's welfare and feelings. Et1-RBlis only.

5. Sense of Pride (SENPRID): Measures the individusl's
pride in the Aray, includiag his company, as wvell as
sense of bdelonging for all personnel.

6. Unit Social Climate (UNITSOC): Messures perceptions
of ¢trust, aloseness, friendship, and relliance amoag
soldiers asiznly at the coapany level for Ei-Rig.

T. Unit Tesawork (TEAMSOC): Measures perceptions of
sooperation and loyalty detween socldiers in the colpany
and thelr uco- and officers for all personnel.

8. General Well-Being (GWB): Measures the individuali's
perceived lack of distress, depression, anxiety, aad
presence of health, energy, and surenesa of self for
sll persocanel. :

9. Aray Satisfaction (ARMISAT): Measures satisfaction
with Aray pay, benefits, seocurity, vay of life, unit
policies, duty hours, and location for @sarried
soldiers. '




10. Life Satisfaction (LIFESAT): Measures satisfaction
with @marriage, health, neighborhood, friendships,
standard of living, snd education for married soldiers.

11. Spouse Support (SOCSUP): Measures perceptions that
soldier's wife can count on neighbors, friends, Aray
leaders or . ageacies for help. Por sarried socldiers
living with| their wives.

12. Psychological Sense of Comaunity (COMSEN):
Measures {nvolvement in community, trust in community
leaders, and perception that geommunity would bdand
together ia an energency. For married soldiers living
with their wives.

A=6 -




TABLE 4

REPRATED MEASURES ANALYSIS OF VARIANCE FOR TWELVE SURVEY SCALES
(BACH WITH 91 MATCHED PAIRS OF COMPANY MEANS)
WITH BETWEZN COMPANY RFFECTS FOR COHORT STATUS, UNIT TIPE,
ASSIGNMENT LOCATION, AND LINE COMPANY STATUS

SCALEsCOMPCON GRAND MEAN ITER1s54.5 ITER2a254,1 NEUTsS1 RNGE=17-85
BEIWEEN COMPANY EFFECTS: F VALUE
COHORT/nonCOBCRT 17.20008
Onit Type 55,7000
CONUS/0C0NTS 4,68
WITHIN COMPANY EFFECTS:
Tine . 0.4
T1i2¢ *CORORT/ nonCOHORT . 8,6°
Time®Unit Type 0.8
Time®*CONUS/0CONUS T.6%¢
Tioe?.ine/Other 0.8
scm-szuxcou GRAND MEAN ITER1a17.8 ITER2217.3 NEUTs 15 RNGEaS-2%
BETWEEN COMPANY EPYECTS: P VALOR
COBORT/ nonCOHORT 6.7%
Ooit Type 2.8
CONUS/QCONUS T.58¢
Ling/0Other 7.5%¢
WITHIN COMPANY EFFECTS:
Tine 5. 5°
T139*COBORT/noaCOHORT 2.6
Time?Unit Type 3.9%0
" T129#CONUS/OCONTS 3.8
Tise?Line/Other 0.3




(TABLE U Contiaued)

SCALE=UNITCON

GRAND MEAN ITER1e36.9  ITER2238.7 NEUTs33 ANGEs11-S5
BETWEEN COMPANY EFFECTS: ? VALUE )
COHOR?T/nonCOEORT 37.9%%
Gait Type 3.49
CONUS/OCONTS 1.8
Line/Other 3.7
WITHIN COMPARY EFFECTS: )
Tine 1.6
7139 *COHORT/nonCOHORT 7.6%8
Time®Unit Type 3.2%
T13e"CONUS/OCONUS 4,00
Time"Lina/Other 0.0
SCALE=CONLEAD GRAND MEAN ITER1s24.7  ITER2s23.9 NEUTs27 RNGZs9=45
BETWEEN COMPANY EFFECTS: " F VALOE
COBORT/nonCOHORT 26,4000
Jait Type 6.0000
CONUS/0CONUS 4.7%
Line/Other 0.3
WITHIN COMPANY EPFECTS:
Time 0.0
T10e*COHORT/ nonCOHORT 9. ure
T1me*CONUS/OCONUS 9.4se
Time®Line/Othe 0.0
.08
809<,01

18P 001




(TABLE 4 Continued) .

SCALE=SENPAID GRAND MEAN ITER1s26.4

BETWEEN COMPANY EFFECTS:

COHORT/nonCOHORT
Unit Type
CONUS/0CONTS
Line/Other

WITHIN COMPANY RFFECTS:

Time
Time?CORORT/aonCOHORT
Tiae®*Unit Type
Time*CONUS/0CONTS
Tiss*Line/Other

ITER2225.9 NEUTs2H4 RNGZs8-80

P VALUE

16,5008
9.0080
6.0%
0.3

SCALE=ONITSOC GRAND MEAN ITER1sl3.6

BETWEEN COMPANY RFFECTS:

COHORT/nonCOHORT
Unit Type
CONUS/0CONUS
Line/Qther

WITHIN COMPANY EFFECTS:

Time

T4ime*COEORT/ nonCIHORT
Time#init Type
Time*CONUS/OCONUS
Tize?Line/Other

ITER2sU".5 NEUTs45 RNGEs 15-73

F VALUR

54 4oee
7.8%08
2.0
009 -

0.5
6.9
2.1
2.3
Q.1

9. 08
809,01
899,001




(TABLE U4 Continued)

SCALEs TEAMSOC GRAND MEAN ITER1a215.2

ITER2214.4 NEUT=1S5 RNGBsS5-25

BETWEEN COMPANY EFPFECTS: P VALUE
COHORT/nonCOHORT 30,1080
Oait Type 7.60088
CONUS/QCONUS 16,5000

WITHIN COMPANY EFFECTS:
Time 5.2¢
_T42¢#CORORT/nonCORORT 9.8%¢
Tine®*Unit Type 3,000
T12e*CONUS/OCONUS 5,40
Time™.ine/Other 0.4

SCALZ=GWB : GRAND MEAN ITER1s61.3

" BETWEEN COMPANY EPFPECTS:

COBORT/nonCOHORT
Onit Type
CONUS/0CONUS
Line/Other

WITHIN COMPANY EFFECTS: .

Tine

T1ime#*COHORT/ nonCORORT
Tine®Unit Type
Time®CONUS/OCONUS
Time*line/Other

ITER2264.2 NEUTsNA RNGZs0-110

P VALUE

8.800
19 2008
16,8000

§.7¢

12,4000
2.0
1.7
0.0
0.5

705
208 01
280p¢ 001




“ (TABLE 4 Continued)

SCALRsARMYSAT GRAND MERAN ITER1=31.3
BETWEEN COMPANY EFFECTS:

COHORT/nonCOBORT
Unit Type .
CONUS/0CONUS
Line/Other

WITHIN COMPANY ZFFECTS:

" Time
T1ime*CORORT/nonCORORT
Time®Unit Type
Tine*CONUS/OCONTS
rmn.uvqaw-

ITRR2a41.8 NEZUTs=42 RNGEs14-70
F VALUE

11,1%0
11,2008
3T.4080
3.6

SCALEsLIFESAT GRAND MEAN ITZR1s83.9

BEIWEEN COMPANY EFPECTS:
COHORT/n0onCOHORT
Uait Type
CONTS/QCONTS
Line/Other

WITHIN COMPANY EFFECTS:

Time

T3¢ *COHORT/0onCOEORT
Time®Uni® Type :
Tine#CONUS/OCONUS
Tinef.ine/Other

ITER2sU43.8 NEUTs36 RNGEs12-60

¥ VALOE
0.2

12.2%%¢

18,7000
1.0

P&.05
9P, 01
88894,001

A=11




(TABLE 4 Continued)

SCALE=SOCSUP GRAND MEAN ITER1216.5

BETWEEN COMPANY KFFECTS:

COHORT/nonCORORT
ait Type
CONUS/QCONUS
Line/Other

WITIIN COMPANY EFFECTS:

Tioe

T1oe*CORORT/ nonCOHORT
Time®nit Type
Tioe*CONUS/QCONUS .
Time?Line/Other

ITER2217.1 NEUTs !5 RNCEsS-2S.

¥ VALUZ

- SCALEsCOMSEN GRAND MEAN ITER1218.4

BETWEEN COMPANY EPFPFECTS:

COBORT/ 0onCOBORT

Unit Type
CONUS/QCONUS
Line/Other

WITHIN COMPANY EFFECTS:

ITER2s14.6 NEUTs1S RNQGEZ=5-25

P VALUE

Q.7
3 .7..
0.1
0.0

8.9%
5.0°
1.8
s.4e
3.0

Tine
Time*COHORT/nonCORORT
Tize®Unit Type
1uanunumqumnu
Time®Line/Qther

9L.08

899<.01

Ladd o &)

u.8.

dfl(‘l.CB).

Degrees of freedoaz are (1,83) for all effects except for
Unit Type and  the Linteraction of Unit Type and Time where
Unit Type levels include Mechanized Iafantry, Light

Infantry, Airdorne Infantry, Araor, and Pield Artillery.
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SUBJECT: Comparative Wartime Replacament Systams

-

1. Pyrposg: To summarize the attached manuscript, “Comparative Wartime
Replacement Systams.®

2. Introdygtign:

3. The US Army has won each conflict 1t fought. B8ut, each time, the
things that were not done well became the focus of Tater studfes. Oaspite its
victories, one key ares in which the US Army has nevar done well has been the
pravision of replacement persannel to combat units,

b. Aftar each American conflict, the question of personnel replacament
recsived serfous study. For axample, years of Congrassicnal hearings followed
the Civil War and extansive studies such as the report of the Replacement Board
were conductad aftar the Second World War. Fuyrther efforts were done after the
. Korean and Vi{etnam Yars.

c. In each case, post-war studfes were critical and found serious
shortcomings in replacament procedures. However, victory cach time obscurad
the  urgency of the lessons to be Tearned. For this and other reasong,
substantive {zprovement has never been mada. The attached manuscript
reprasents one more attampt to focus on a serfous probles that has wide-
reaching implications. ‘

3. Methodology and Scope:

a. Using a case study approach, the paper examines personnel replacement
during high-intansity combat because an effective replacement system {s one
that can transition from pescetime operationg to support large=scale .
mobiT{zation and then sustain heavy casualtias over a prolonged pericd. Ifa
.gystem can meet these demands, it can support low=-intangity conflicts. :

. b. Raplacement systams exfst to sustaim unit combat power. As defined by
tha new version of FM 100-5, combat power depends on key ingredients of

Commitrad 20 Sxcollence io Defense of the Natioo
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saneuver, firepower, protection, and leadership. However, the currant
definition of combat power aomits the key ingredient of unit coheston and it is
through this factor that replacement systems support combat power.

¢. Coheston ts bast examined thraugh primary and secondary groups.
Primary groups range from crew through platoon; thay fight the battle and do so
best when their members are clasely bonded to each other. Attention is .
ptid today ta the {mportance of primary-group bdonding. However, the Army sees
the prodlem largely as one of Teadership and is just beginning to examine the
secondary groups' rola.

d. Secondary groups support leadership efforts by linking primary groups
%ﬂﬂ_{ to fnstitutional goals and thers are key differsances in how the
secondary ?mup is defined. Wheraas Americans noted the Army 1tsalf or the
natfon-at-large as being the secondary group, 8ritish and Canadian analysts
focused on the secondary group roles of companies, battalfonsy and regiments.
This emphasis provides dirsct, institutional 1inkage between the nation/army
and the primary group and 1t greatly eases the role of leadership.

e. The study covars 150 years from 1795 through 1945 -= the French
Revolutfonary/Napoleonic Wars to the Second World War. This {s when major
conflfcts occurred and i1t 1s Tong enough to provide historical perspective.
The study is Timitad to {nfantry replacement becausa this {s common and the
ability to provide large quantities of infantrymen has always been the most
difficult prodles. !

f. The study examined the Asarican expariencs in the Civil War, the First
World War, and the Second World War. This had alresady been done but, 1imited
to American effarts, earlier studies focused on datails rather than on
fundamental principles. To examine such principles, this study included
stlected foreign expariences such as: : '

1) French efforts in the Napoleonic Wars and the First World War.

2) British experfencas during the NapoTeonic Wars, the First World
War, and the Second World War. .

3) German efforts during the First and Second World Wars.
4) The Japsnese expertence during the Second World War.
g. Signff{cant differences {n philosophy, structure, and articulatfon

emrged between the American repiacement system and its foreign counterparts by
the beginmning of the Second World War.
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> ¢. The Mingteenth Century:

s&. Ninetsenth csntury replacement systems wers dcsi’%md to support
saneuver or mobile warfare. Tactical organization was flexible; as units
declined in strungth, thay were combined with 1ike units to form maneuver
formattong of the “right” siza. Far example, Napoleonic regiments faught with
3 -« & battalions. But {f the regiment contained only enough men to 411 2
battalions, it was combined with another to form a 4-battalion "demi-brigade”
that maneuvered as 1f it were one regiment. However, sach rump regiment
retained 1ts own leiaderchip, identity, and cohasion. Similarly, Union brigades
during the Civil War contained batwean 3 and 13 regiments based on ths sizes of
the fadividual units.

b. Tactical units deaveloped cambat pawer by emphasizing primary group
bonding bised gn secondary group cohasfon. Unit size was not deemad critical
to combat power -- what mattered was unit cshesfon. The philosophtc emphasis
was On man 3s a member of & community rathar than on man as an individual.

C. Men wers provided to combat units only at the entry level and regiments
found specialists and NCOs from their ranks. Rarely were sen brought from
outside the unit family to lead primary groups. Also, as trained infantrymen,
specialists could be used as such when required. . '

d. Replacement was decantral{zed. Except {n the American case, each
n?imt was supported by an grqanic depot at home. Hers recruits ware
enl{sted or conscriptad == usutﬁy inn the depot's regfon -~ and here they
were ¢fven basic training by members of the regimant. This focused as much on

- regimental socfalization as 1t did on mil{itary skilis. Replacements then were
shipped forward in drafts of varying size under regimental leadership - Man
never moved as fndividuals. Once in the fleld, the replacement's prior
nembership in the regimental fazily gave him familiarity and enabled his
acceptancs by veterans as a “youngar brother.®

e. In the fleld, unit strength was the colonel’'s responsgibility — Just as
was unit training. Calonels dealt directly with their depots and left generals
and- their staffs to concentrata on operational matters.

5. The Twentiqth Centyry:

a. The First World War was ptvotal in Amarican replicement deavelopment.
The cbjective then was not to creats combat-effective units but quickly to
p . oobilize and field a huge forca t3 give Prasident Wilson the clout to dictats
the peacs. Supporting a small, rsadiness-based Ragular Army, peacatime :

replacement sachinery was clearly inadequate so new procedures had'to be
devised. Several factors dictatad the courss of davelopment:
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