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FOREWORD

A few years back I called Major CGeneral Tom Lynch, then Comranding

bty

Ceneral of the Armor School and a friend, to inguire aboult my next job. M
objective was to get a staff assignment, somewhere I could write and think
in behalf of the Army. After all, I had had three continuous years of
armor company command, the Infantry career course, & fine graduate
education, and most recently the Air Command and Staff College to put on my
vita. I felt a good staff assignment would benefit the Army and tap my
talent. General Lynch, without pausing, said, "Go to work for Mike Malone
. « . he thinks, and besides you might begin to learn something about
soldiering.” While the assignment did not materialize, I have since come
to know and admire Mike. My admiration is best summarized by this comment
of one of Mike's friends when he said, "His unigque effectiveness as an
instructor in the Ranger School, the Army War College, the Task Force Delta
Forum, the Pre-Command Course, and at a variety of service schools
constitutes 1in itself an enormous contribution. Mike motivates,
entertains, and teaches. Further, he generates self-criticism and
institutional assessment. His writing and speaking have been catalysts in
terms of the professional development of the Officer Corps since the early
1970's. He has been, contrary to his announcements that he has not, the
Army's conscience--or at least a major spokesman for the Army's
conscience.”

Why publish this book of readings? There are three reasons. Firsi,
and I think Mike would agree, foremost, 1is to provide the Army with =
reference that represents a potential foundation of thought for the Army's
future generations. While you may or may not s mpathize with the line of
reasoning (Mike doesn't care which), as you read the collection of writings
you will be thinking, forming your opinions about why a topic is or is not
assessed correctly. You will call on your experience and education; both
count. Because of this encounter you will have moved one step closer to
becoming a professional soldier. That is what all of those generals have
said about Mike in Appendix A . . . he is a professional soldier. When one
professional speaks to another, hopefully both learn and mature in their
ability to reason. In this vein, future generations of professionals will
have, as a result of this book, an opportunity to talk with a professional.
Maybe, Jjust maybe, these soldicrs will build on what Mike says. Some may
even implement a few of his admittedly avant-garde ideas. Others will, of
course, dismiss these articles as too simple and therefore not worthy of
consideration. In both cases, the Army will be better off. The benefit in
the first case is obvious . . . ideas that were ahead of their time will be
recognized and used. In the second case, the reader will have had to
determine why these ideas seem too simple and in the process have possibly

designed a better idea, something our force-multiplier-oriented Army of the
future will need.

The second major reason for putting this book into circulation is to
honor the author. In the annals of our profession, it is rare that an
individual steps off the road to the top to sit by the trall and observe
while the rest of us struggle toward what we think 1is higher ground. While
the admiration for Mike that 1s shared by senior officers 1is probably
necessary for Mike, it is not sufficient. This man is a teacher. He wants
to teach all ranks whatever he can about the Army. Also, to see something
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one has written go into publication is a reward. This book represents o
much deserved reward for Mike.

Finally, the Army has, over the years, sought out the Yeorporabe
solution” to its problam. Threaded throughout Mike's writing is a disdain
for this approach. As he so often mentions, the Army as the largest of
these orpganizations and, without a conventional profit motive, should be a
leader, not a follower. Mike considers ironic the fact that we are so
quick to adopt the civilian sector solution, one that does not even address

the same outcome--readiness for combat. Hopefully this book illuminates
his arguments.

Before giving you the enjoyment +that comes from reading this
collection of Mike's work, please let me explain why the book is organized
the way it is. As you can see from the table of contents, there are six
sections which seem independent. Buch 'is not the case. They are
interdependent. These topics are the result of Mike's work with an "Tdea
Generator-Integrator-Commmnicator” called Task Force Delta. An offspring
of Mike's effort 1in early 1978, Task Force Delta was conceived
as a non-bureaucratic informal group of soldiers, all of whom wanted to do
somegthing to help our Army. More specifically, these soldiers have gone
after the question, "While understanding that you and I must work through
people, how can our Army establish and maintain control of changing,
interdependent systems to maximize force readiness?

In order to answer this question Colonel Malone Jjust "thought up"
these six categories to help focus Delta Force member efforts. :

~--The Process of Influencing People
--The Procesg of Control

~~The Dynamics of Change

~~The Nature of Interdependence
--The Science

-~The Dynamics of Force Readiness

The first two, influencing people and control, tend to focus at the
individual level. The next two, change and interdependence, deal with
relationships between people or organizations. Finally, the last two focus
on the whole, how people or organizations relate to accomplish an
objective.

The Delta concept 1is still alive, having somehow survived inside the

Army's system--possibly a testimony to our need for such an organization.
Anyway, as 1 began organizing Mike's work, these six topic areas somehow
segemed to represent the best format.

That's about all I have to say except that, if you have decided not to

go further in reading this book, then do me a favor--read Mike's article
entitled "Soldier."

An Admirer of the Trailwatcher
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SOLDIER

by COL Dandridge M. Malone

A guy pinned me right to the wall the other day. I was giving a talk
to some basic and advanced course officers out at Ft. Ben, I'd Just
finished raising all sorts of hell about the pernicious nature of the
"eivilian equivalency” theme, and about the uniqueness of the soldier. The
question period began. This young 2d lieutenant stood up, and, sort of
slow and careful like, he saild, "Sir, would you please give us your
definition of a 'soldier'?"

Well, at first, I thought he was a smart ass, but then I looked more
carefully at his eyes, and I saw that he was sincere, and concerned, and
serious . . . and it was really me who was the smart ass for thinking that
he was. At any rate, I tried to wing it and define "soldier" then and
there. I didn't do worth a damn. I know. I watched his eves.,

Some days later, back at the War College, there came a letter fram the
lieutenant-~his name is Tom--and he said, "Sir, when I asked you what is a
soldier, I didn't mean to stump you or embarrass YOU. The thought and
response you gave to the question was good, and yet you still weren't able
to put your finger on what is a soldier. This is the sane way I feel, but

I'm Just starting out {(like you were once) and I need to learn what =
'soldier' is."

Well, young Tom, wmany people, many times have tried to define
"soldier." General C. T. Lanham did a real Job with a short, beautiful
poem called "Soldier" in Infantry Journal, way back in 1936. You got to
read that. Another guy, named Herbert, 1 think, did a sorry Jjob with a
long, sick book called Scoldier, just a few years ago. Some people define a
soldier as a "sumnmer chimney." And here lately, various Congresspersons
have been defining a soldier as simply a "civilian equivalent.”

I suppose only a fool would try to sit down and actually write out a
definition of 'soldier," so, I'm going to have at it--in one,
somet imes-dated, often-maudlin, sentimental sentence. Here we go. A
soldier ig . « .

+ =+ » & boy, now a man, telling his ma, and his father, and his
brothers and sisters, and his girl, and his friends that he's "going in"
+ « « & line of silent young men sitting on benches in the recruiting
station . . . promises of a boundless future, of stripes and bars, and
education, and retirement, and medical care, and PXs and commissaries . . .
many forms, of many shapes and several colors, signed (right by the
recruiter's "x") with little comprehension and a world of faith . . . the
long ride on the Greyhound, and the loud, boastful, hollow, pitiful tales
of touchdowns scored, and money made, and women conquered . . . a long and
sleepless night in a strange hotel, in a strange town, with six men to &
room, and a government-paid breakfast, and more dieselly Greyhound. . . .

« + « the initial silence and uneasy Jjokes when the MpP waves the bus
through +the gate of the first Army post . . . loud sergeants with
clipboards and lists of names ("You people git over there!") . . . young
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T T ) ; ) . - . o .
men with "special' problems, trying to get an audience with authority . . .

the first, shattering look in the mirror after the barbers, smirking, have
done their deed . . . the fast flight of the "Flying $20" . . . uniforms
that will "shrink," or "you'll grow into" . . . the consolidated mess and a
new buddy on detail, scraping trays . . . the first, clumsy attempts to
spit-shine a boot » . . the impossibility of carrying a duffle bag with the
shoulder strap . . . the break-up of newly-established, degperately-needed

friendships . . . the first ride in a covered "deuce-and-a-half,'" with dust
rolling in over the tailgate. + - -«

. « . the company erea, and "The Man," the first awkward and ragged
formation, the countless and incomprehensible rules, and the fear, and the
insignificance . . . long rooms with posts down the center, and lined-up
rows of lockers, and lined-up double-decked steel bunks with bare webs of
wire springs, and lined-up, side-by-side commodes . . . the schemes,
arguments, threats and bargains about the relative merits of upper and
lower bunks . . . the cold, impersonability of supply corporals . . .« the
haughtiness of cooks behind serving tables in the mess hall . . » chronic,
epidemic, unadmitted, and unmanly constipation . . . sad, lonely aching,
hot and wet-eyed homesickness, and the probing flashlight of  the CQ,
searching for the white towels on the bed foots of the KP detail . » » the
quick flicker of time between Lights Out and Reveille . . « the pre-dawn
formation, dimly 1it by L4O-watt firelights, and dark shapes of men numbly
silent except for shuffling feet, and sniffles, and coughs, and the hard,
flat unguestionable barks of the First Sergeant ("Not so fast there,
Rodriguez!"), clipboard at chest and pencil making checks. . . .

. . . thighs sore from "High Jumper" . . . heels and tendons aching
from new toots, shoulder black and blue from the KD range . « -« Tickin® and
stickin', and Maggie's Drawers and cold, sour, smelly target paste, and
constant  threats, and break-time push-ups, and the strange, new
sound--snap!--of rifle rounds passing close by overhead . . . exploring the
first intriguing mysteries of C-rations . . » lips burnt on a hot canteen
cup, sweetened with sugar dipped from a torn paper sack with a great,
sticky spoon . . . the search for brass in the grass, and the droning voice
in the tower, and the sergeants' shiny boots, and shiny helmets, and
clesning rods +» . . and raking sand, and painting rocks, and signs:
"PIGHTING FIRST," "SECOND TO NONE," "DIRTY THIRD," "FEARLESS FOURTH. "

. » « the wonder, magic, and confusion of Army weapons and equipment
("Good morning, men. cOOD MORNING, SERGEANT! Today we will cover ‘the
nomenclature and functioning of the M1Al."™) . . . huge mock-ups, and great
charts, and scratchy movies of frostbite horrors and things venereal, and
sergeants' names of podiums, and officers gtanding in the rear by Herman
Nelson . « . the downright haunting beauty of Jody, sung by unseen troopers
moving somewhere out in the dawn . . . ("Jody's got your gal and gone')
. . . the joy, and strength and oneness of boots pounding the pavement at a
steady 180 per . . . a young recruit with all his teeth pulled, and the
tears in his eyes not from the pain . . . sleeping on the springs with the
mettress rolled, late on a Friday night . . . empty boots standing side by
side, laces tied . . » unneeded razors and toothbrushes and bars of soap,
all alike, ’ ned up with a string . . . stencilled nanes put on clothing,
backwards, with too much ink . . . the clink and ratile of dog tags as a
thin voungster tosses in his sleep . . . the thunk of a major's polished
vtanker” hoot striking the tailbone of a terrified trainee, crying and
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crawling under barbed wire and bullets . . . the clenched fist and gritted
teeth and animal urge to smash a fist into the face of authority
cold, grey, November wind whipping coal .aoke around the mess hall . o .
cold, grey fingers cleaning cold, grey, grease from the mess hall sump late
at night . . . a box of stale and tasteless cornflakes stelen from the mess
hall, smuggled under a field jacket, and devoured, symbolically, by buddies
after Taps. . . .

£l ® £

» « » the PX and milkshakes, and cokes, and Snicker bars . . . thin
stationery with black and gold Army eagles, and air mail envelopes . . .
long lines of young troopers by the pay phones outside . . . the sissies at
the Service Club . . . proficiency tests, and M-1 pencils, and parades, and
the silliness and impotence of pistol belts and Jhs's ming under too-fat
officer bellies . . . pictures for the family with uniform, and American
flag, and a too-big hat . . . the company photo with cadre in the front
row, CO in the center, and the guidon . . . the yearbook, the dufflebag,
the AWOL bag, the spit-shined shoes, and the first leave
form--signed. . . .

» + « the strength of a mother's hug . . . the wide~eyed and unashsmed
admiration of little brothers and sisters . . . the dog, excited, peeing on
the rug - « . Dad, a fellow man .« . . home-cooking, too mach, and force-fed
- » + & contrived meaning for "S.0.8." . . . outrageous lies, and war
stories of mean sergeants, and physical agony, and special buddies . . .
the smooth escape of an errant four-letter adjective . . . the strange feel
of driving a car again . . . excitement and anticipation at the
sweetheart's front door . . . the warmth, the wonder, the fragrance, and
the dizzy r€eling of the first kiss., . . .

« » » pride in the uniform, and visits to the recruiter, and favorite
teachers, and coaches, and buddies, and old hangouts, and the main street
« « « the careful nonchalance in response to friends ("How you've
changedi"} . . . the inexorable, too-fast passage of squares on the kitchen
calendar . . . the last supper, the manilla envelope with records, and
orders, and last name first . . . that goddamn unmanageable, awkward,
sonofabitchin' dufflebag . . . the late-night and last possible Greyhound
- « » the darkness, the sadness, the loneliness . . . and the Big Dog
movin' thru a rainy night. . . .

+ « « sergeants with clipboards . . . classrooms and more equipment,
and more charts, and officer instructors ("Eemember, the life you save may
be your own!") and more tests . . . a pay-day night on the Neon Strip, and
country music, and tough women with hard eyes, and sateen skirts, and tiny,
tattood butterflies . . . a fight with civilians in a parking lot ("Man, I
ran away from home when I found out my mother was & civiliant™) . e
stompin', and kicking and slashing with antennas torn off cars, and not
being able to hit a guy hard enough . . . a broken nose, a black eye, a
cracked tooth, scraped knuckles, and a morning hangover, and a headache,

and braggin' and lying, and the melancholy of Sunday night horse-cuts and
beans. » » »

» » « bulletin boards with three sections, and little lettered label
signs, done by the company "artist," found by the First Sergeant . . .

papers posted in perfect alignment, and lined-up lists of names, and "by
orders of," and fancy, affected, unreadable signatures . . . and the
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strange mathematics of detail rosters . . . morning sgonies at the urinal,
and disbelief, and & pre-reveille formation in raincoats only, and arms
inspections and "non-specific urethritis" . . . the company commander, and
the First Bergeant, and the section NCO . . . and the curious, aumbivalent

mixture of personal shame and manly pride . . . loud talk, feigned
unconcern, and penicillin. . . -

« » + @ Post theater graduation ceremony, with flags and "chairs,
steel, folding, OD" on the stage . . . a colonel reading a "speech'" . . .
the pumping adrenalin and thundering heart of standing in line to shake
hands with a general . . . the agony of trying to remember: sghake with the
right above (or below?); take with the left (or right?) below {or above?)
« » « the smile and glittering stars coming closer . . . a little diploma
. » « &n MOS, another stripe, another set of orders, and the unfathomable,
omnipotent mysteries of EDCSA, and TDN, and WPOA and RPINLT-NET, and
2172020 $7-1021 PB10000-2190 S$36004 (812783.12001). . . .

. &« » and again, the damnable dufflebag . . . and home, and
sweetheart, and time passing, and goodbyes and a new Army post . . . the
loss of identity and significance and personal worth at the replacement
depot . . . the insecurity, the boredom, the telephone bargaining for "good
deals"” by NCOs and officers . . . the new unit, and the company sign with a
smaller sign beneath ("NO AWOLS IN 43 DAYS") and a brass tip brassoed
guidon . . . and outside the Orderly Room, the full length mirror with a
sign on the glass ("SOLDIER, CHECX YOURSELF!") which gives the soldier
personal significance and a gift of trust and confidence . . . and inside

the Orderly Room, another sign which takes it all away ("A UNIT DOES WELL
ONLY THOSE PHINGS THE BOSS CHECKSI"). . . .

« .« » reveilles, and classes, and details . . . guard mounts, and
guard posts, and guard paddles, and trying to surprise the 0.D. on his 0300
inspeetion tour .« . .« "bitch sessions" with the C.0., who calls them
something else . . . IG inspections, and pre-lIGs, and pre-pre IGs .
officers and NCOs with endless checklists . . .+ paint, paint, paint . . .
and 'clean, new papervwork . .« . and the trading value of acetate, green
tape, and ‘sheets of plywood . + . long, weary hours of cleaning and
shining, and extra equipzment hidden in wventilator -shafts . . « a
last-minute, high-speed, tip-toe trip to a stringed-off latrine reeking
with pine oil, and a guick swipe with a handkerchief at a wet dab of
overlocked scouring powder . . .« the disappeinting, anti-climactic, one
simple-assed question ("Where you from, son?") and cursory glance of the
inspector . . . the critigue in the dayroom, and numbers, and decimals, and
adjectives, and rationalizations . . « and the wet handkerchief mixing
company 1in the pocket with the broomstraw, the piece of lint, the burnt
match, and the tiny paper balls of field-stripped cigarettes. . . .

L] %

. « -+ convoys rolling out past Motor Pool gates, past NCOs with
¢lipooards, past officer jeeps with long antennae . . . steady speeds, and
equal distances, and lieutenants with strip maps and compasses and march
tables, and hesitancy, and "route conferences" with their NCOs . . .
dispersed vehicles and camouflage nets, and eyes and lips burning from
grease sticks, green/brown, M1A2 . . . the smell of the inside of a tent on
& hot afternocon . . . the whoosh and thump of immersion heaters 1it off
wrong by scared KPs . . . Lister bags and iodine water and tactical feeding
("Spread-out, goddamit!") . . . mermite cans with containers empty except
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for the yellow-green juice of now-departed peas and spinach . . . the
rattle of mess kits sluiced in boiling water . . . NCOs checking for grease
and the "hot clean"™ rinse. . . .

- + - man-holes in the ground (". . . two by two by you") . . . and
grenade sumps, and firing steps of sand, and the strange, secret smell of
deep earth . . . and little, wiggly, inch-long things with a thousand legs
and pinchers . . . the artful camouflage of yesterday wilted by the hot sun
of today . . . the difference between a straddle trench and & slit trench
« « . long marches at night, and red flashlights, and the unrelievable bite
of shoulder straps, and feet up on packs at breaks . . . and foot powder,
and NCOs checking, and dark platoon leaders whispering encouragement . . .
the mystery, authority and unseen strength of a jeep approaching quietly
with cat-eyes . . . tense, last-minute checks, and green star clusters, and
leaders shouting and cursing in the fog and half-light of dawn . . . the
acrid, gagging smoke of smoke grenades, the crack of M-80s . . . and the
whistle and boom of artillery simulators . . . strange "enemy" with crests
on their helmets and green uniforms with no buttons on the shirtsleeves,
running from the hill . . . and "victory," and critiques, and camouflage,
and range cards and marches, and rain, and wet holes. . . .

« + « more of the same, and the passage of time, and more schools, and
more promotions . . . and the sweetheart now a wife, and kids, and a puppy,
and furniture from "Sears and Rawbutt,” on time . . . more orders, more
posts, and long moves across the land in middle-aged, middle-priced Fords
and Chevys with loaded roof racks, wrapped in torn plastic, whipped by the
wind . . . economy motels, and hamburgers, and sticky, face-down, grape-red
Jelly bread, and wet, smelly diapers and awful fusses, and smacked kids,
and threats of divorce neither meant nor believed . . . rents too high, and
quarters too small, and sofa legs broken, and treasures lost, and movers
anxious to leave and full of assurances ("Just sign right here"). . . .

» « - orders to a combat zone, a move to "home," and a leave filled
with sadness, and seriousness, and love . . . goodbyes at the airport, the
sweetheart-wife trying to smile . . . the dad, now grey, with eyes cast
down, and breaking voice, and a little tremble in his chin . . . the Delta
bird, winging west in the late afternoon . . . the sadness, the loneliness,
the thoughts of little children . . . and a certain thing they once said,
and a certain way they once locked . . . final processing at the POE, and
shot records, and dog tags, and equipment checks, and the awful agony of
the last stateside phone call, collect, to the kids and the sweetheart-wife
("I love you, darlin'"). . . .

»+ « .« the mighty surge of the Starlifter, nose-up and tail-down from
California and west toward the sun . . . a familiar face in a nearby seat,
and the old, often-played games of "where in the hell did we serve
together?" and "did you every know 'ole whatsisname?™ . . . box lunches
with boiled eggs and apples and Milky Ways, the steady drone of the big jet
engines . . . watch hands changed forward (or backward?) . . . callous,
calloused stewardesses . . . and the gift shop and snack bar and men's room
at Midway. « « -«

» « « & bright green land with great V-shaped fish nets in the river
mouths, the blazing white of salt pans, and the curving contours of tiny
rice paddies stepping down the sides of the hills . » « shell craters, and
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bomb craters, and tracks of tracked vehicles, and grasshuts, and villages,
and dirt roads, and ears popping, and paved roads, and Jeeps, and 2
helicopter, and an airfield, and the skronk! of wheels down on the Pleiku

ou e g
przlpo * L ®

«+ . . the heat and the daz’le and the newness of an alien land as the
door opens . . . the long line of home-bound troops waiting to fill the
still-warm and still-littered seats of the still-whining Starlifter . . . a
waiting truck, and another replacement center, and more of those phone
calls {". . . but General So-and-sc told me I would be assigned to . .« M,
and cold, impersonal briefings, and insignificance . . . & long, long
letter home, telling of the newness of this land, and of the loneliness,
and of the love of a husband and father . . . a morning formation, a list
of pames, a check on a roster, and a dusty bus down a dusty road to an
infantry division's base. . . .

. . . orientations ("Don't ever pat one on the head!”)}, and classes,
and confusion, and bewilderment, and war stories {(". . . and the damned NVA
cut off the lieutenant's head!"™), and anticipation, and clothing and
equipment issued and stored, and moves by truck, Jeep, and helicopter to
the forward bases of the combat units . . . the battalion fire base, and
the battalion commander, and company commanders tanned, tough and thin
. « . apple-cheeked lieutenants with little blond moustaches, and grizzly
NCOs, and secruffy troopers laughing, Joking, competent . . barbed wire,
and sand bags, and artillery pieces, and radio antennae, and holes, and
trenches, and bunkers . . . and great, gaunt, mahogany trees torn and
blasted and chain-sawed . . « rucksacks, and rifles, and steel helmets and
troopers reading opocket books, poorly printed . . . ‘the awe, and
vewilderm-nt, and confusion, and frustrating dinability to rapidly
assimilate and adapt. » « -

. . « the chopper with no doors and no seats, on the pattalion pad
. . . door gunners and black machine guns . . . frightening speed across
the roof of the Jjungle canopy, with tree tops blurring by . - tight,
canted circles, and the whop! whop! whop! of rotor blades as the bird eases
down an open shaft in the jungle . . . troops on the ground, looking up,
serious, busy, with longer hair, and beard stubble, and fatigue trousers
split open at the rear, and no dravers . . . & Ccompany commander with
old-man eyes, and maturity, and authority, and strength -~ » - & radlo
operator with the quick, alert look of & "college kid.". . .

. . . Claymore mines, and machetes chopping brush, and troopers
digging, and fresh holes in the ground, covered over with saplings and
sandbags . . . C-ration beans, with C-ration cheese and "Loosiana" hot
sauce, warmed with heat tabs . . . a coffee cup made from a partially
opened can, lid bent back for a handle . . . nighttime, and animal sounds,
and whispers, and distant artillery, and the cold of the Central Highlands
pouring down unseen into the bunkers . . . fitful sleep, and soft-grey
light, and dawn, and sore muscles, and cleared throats, and broken wind,
with wry commentary ("Salutel Awake! Arise! And behold the birthing of a
bright new day, you scroungy rat-bastards!") . . . and cigarettes, and
malaria pills, and hot black coffee, and yawning, and scratching, and
bitching . . » short briefings, and Claymores packed, and sandbags emptied,
and weapons checked, and a dirty column of dirty men moving out through the
Jungle along & mountain ridge, bent over under heavy rucksacks, eyes
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peering forward under the rim of steel helmets, green towel arcund the neck
to wipe the sweat and ease the bite of shoulder straps . . « fingernails
black and split, sleeves rolled up, and old, nasty, dirty bandages put on
by "Doc," and patches of swollen, red-brown jungle rot . . . and around the
trooper's neck, things hanging and swinging: dog tags and rosaries, beads
and can openers, crosses and bandoliers . . . and on his head, the steel,
with its comouflage cover the billboard whereon he proclaims his
individuality, with names and words of wisdom and wit, and fear, and hope,
and love . « . JESUS . . . JANET . . . MOM AND POP . . . FTA . . . HO CHI

MIN IS A ROTTEN BASTARD . . « SHORTIMER . . . COLOR ME GONE . . . GOD MUST
LOVE ENLISTED MEN 'CAUSE HE MADE S0 MANY OF 'EM. . . .

« » o the column moving forward along the ridge -~ . . near the rear, a
shortimer, afraid to be up where contacts are made, afraid to be back vwhere
folks get left, and lost . . . near the center, the CO and hisz shadow and
bunkermate, the radio operator, both mindful of the stories of snipers in
trees, and COs shot square between the eyes, falling, staring, without a
word . . . and up front and out alone, all by himself, the pointman, moving
down the ridge with raw courage, and the sure knowledge that sconer or
later some pointman would be in the sights of an NVA weapon . . . and the
young, lanky, flat-nosed, white-eyed black whose skill and courage as point
was legendary ("Man, 'day calls 'dat cat 'de 'Cat'!"), and who time and
sgain volunteered to walk in other men's bootse « & &

- « . and late afternoon with a final halt, and bunkers dug, and trip
flares out, and trees blown down to let choppers in . . s the distant throb
of a gas-turbined Huey, the vulnerable belly now overhead, and the whop!
whop! whop!" and the whap! whap! whap! of careful descent as the bird
settles and squats among the holes and splintered stumps . . . dirt, and
paper, and maps, and leaves, and ponchos, and green teshirts whirling
everywhere, and the angry, nervous voice of the pilot ("6, this is
Ghostrider . . . will you clean that goddamn crap off the pad?") . . . a
trooper with all his gear Jjumping from the skids and running to the edge-of
the pad, bent low with one hand on his steel . . . boxes of banded C's with
half-moons on the side, and demolitions, and chain saws, and rope, and a
case of beer, and a box of grenades, and great, big, orange bags of . .

mail! . .+ . and letters, and longing, and a little boy in an Easter
suite « & o

« « «» and another night, snd  another day, and many more Just the
same-~curious blends of monotony and tension and physical exertion and a
special "sort of discipline marked not by shined shoes and short hair and
salutes, but by proficiency and dependability and automatic habits of
combat never learned in school. . « &

.+ + » the moving column, and the noonday break, the cold C's lunch,
and the CO with his boots off and his feet in the sun . . . the powerful,
pungent, scrungy, skanky smell of feet and socks too long together . . .
and rucks up once again on bent, young backs, and Jjungle boots and Jungle
fatigues down a Jjungle trail . . . and way up front, the sounds of contact
. « . at first, tentative, like firecrackers on the Lth . . . and then the

staccato bursts, and the thumps of grenades, and the building crescendo
. . . excited voices on the radio ("John, get the hell up here!") . . . men

dropping to their knees, rolling out of rucksacks, and moving forward
behind BCOs . . . a helicopter overhead, suddenly on the scene, vhopping
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and circling . . . the gradual fade of the fire to the front, and troops
squatted down, looking around, alert and afraid and big-eyed and ready
.« . + the CO on the radio ("Ranger, this is 826 . . . 2 NVA in a bunker

. . ‘)killed 2+ + « we got one KIA . . , request Dust-off to take him
out."). . . . '

- « + dead little men in khaki clothes, and entrenching tools with
whittled hanales, and short black hair, and too-big helmets and too-long
belts . . . troopers searching for pistols, and papers, and insignia, and
souvenirs . . . splotches of fresh red blood on the ground, and on the
bushes, leading down the hill . . . & Dust-off bird hovering up above the
Jungle canopy, with its winch cable hanging down to the ground . . . the
lifeless body of the young black pointman, 1.fting and turning slowly up

into the bird, web straps under arms, head hanging  down,  feet
together. . . .

+ + s & spooky night, and deeper holes, and more flares, and more
alertness, and the deafening, splitting crack of protective artillery
registering nearby . . . and briefings, and patrols, and excited reports of
fresh tracks, and new commo wire, and recently-emptied enery holes, and
seven NVA seen running down a trail + . . another company comin' in, and
more trip flares, and Claymores and concertina, and artillery pieces sliung
under big, fat, bug-eyed Hookbirds, and helicopters, and colonels, and
conferences on stumps and ammo boxes . « » and all‘night long, the rumbling
thunder of the great Arclights out across the valley, ripping life and
limbs and sap from trees and mens « » «

P

-« « % & huge, Jolting explosion close by, then more, then the
firecracker sounds, and flashes everywhere in the pre-dawn dark . . . all
around, the snap! snap! snapsnapsnap! and the whir and whack of frag . . .
men runnirs, and yelling, and some already groaning, and flares popping up
above . . . the blue fireballs of NVA tracers, moving slowly at first, then
zipping by . . . small dark figures coming forward, in ones and twos, up
the hill, outside the wire . . . and into the wire, and through the wire,
and into the bunkers . . . and fire, and explosions, and the trembling
earth, and dust, and great geysers of dirt, and bveards, and boxes, and
bodies, flying through the air. . « &«

. « » and on the radios, the fear and the fire and the fury ("Ranger!
Ranger! My eyes . . « I'm hit . . . I can't see! . . . please . . .
somebody help « . + I can't see'") . . . ("This is 6 . . . the little
sonofabitches are up on the artillery bunkers . . . beehive the bastards!!)
« « « {("Grenadier, we got an awful fight going . . . I need all available
air strikes . . . right now . . . get me nape and CBU") . . . ("B16, get
that damn company moving and get up here . . . we got 'em in our bunkers!'")
v » » {"Jesus Crist! They're coming up behind us! . . . they're goin' to
cut us off!") . . . ("John, the CO's hit bad . . . send a medic and ammo
« + « over by my bunker") . . . ("Where in the hell is that rocket fire
coming from") . « . {("Ranger . . . we got to pull back from our bunkers
« o« » I've still got some wounded there, but the little bastards are all
over us . » » I can't hold on here") . . . ("816, goddammit, where are
you?") . . . ("Ranger . . . whop! whop! whop! . . . this is Big Daddy . . .
whop! whop! whop! . . . what is your present situation?") . . . ("3, I know
we'lve got wounded in there--now put the goddamn Redleg right on the goddarn
bunkerline! VI . . . Now, goddammit!") . . . ("This is Tonto . . . I can't
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see your firebase . . . it's all fire and smoke and dust . . . Jesus!')
o o o« (M8261 B2b1Mmy L, L. ("Hummingbird, can you run that air right across
the end of the gun-target line? . . . that's where the little bastards
are.") . . . ("This is Crenadier . . . we've got two companies airborne and
proceeding to your locatlon . . . where can we pu%t them in?") . . . ("26
Alpha, we got to have ammo! ASAP!") . . . ('Pete, see if you can move
those wounded up behind the CP") . . . ("Jesus Crist! They got a flame
thrower!™) . . . ("816, I moved the Redleg . . . now work your way down the
bunker line . . . lot of 'em in there . . . be careful!™) . . . ("6! 61
They're right in the next bunker! . . . they killed Jackson!') . . . ("3,
Alpha's hit in the bvelly, but he's still sitting there running air
strikes. . . .") . . . ("Ghostrider, goddamn you got guts . . . if you
can't see the pad, can you see our flag? . . . drop the ammo right on it!")
« « o ("Well, kill the little bastard if he's in there!™) . . . {("Ranger,
they're pullin' back!"). . . .

- + - and on and on through the grim hours, with the noise, and the
snaps, and the whirs, and the whacks, and the yelling, and the thunder, and
the fire, and the smoke, and the dust, and the troopers darting and
crawling, and throwing; the shooting, and cussing, and dying, and bleeding
- » » and the big Phantombirds screaming down behind the hill to lay their
nape « « . and the artillery pounding steady . . . and the fingers of &
dead trooper slowly growing stiff as his hoping, hoping buddy holds his
hand. + « &

« « » and dawn at last, and exhaustion, and relief, and "victory"
«+ + » and the grotesque, everywhere clusters of ragged dead enemy outside
and inside the wire . . . and big Tiny crushed under fallen timbers in a
bunker . . . and 'ole Smitty, who honestly enlisted to fight a second time
for his country, lying there trembling, with one eye gone and his hand
reaching out . . . and the handsome recon platoon leader, "Steve the Stud,”
blown to hell by a rocket . . . him and his Doec, too, when the final
reserve of medics and radio operators and headquarters guys had gone,
without question, to help Company D . . . and the strange smell of belly
wounds, and all the bloody bandages . . . and all the dead troopers silent
and still under ponchos, lined up--for the last time--on a ragged line of
litters by the pad. . . .

» « » and shot-up companies dragging their wedary, wore-out asses
aboard the birds . . . and the rear area, the rest and refit . . . and more
of the same . . . jungle and rain, and mines, and ambushed convoys, and the
red dust and tall bamboo of Pleiku, and Dak Pek, and Dak To . . . assault
helicopters on short final, the artillery shifted, the firecracker sounds
down below on a hot LZ, the gunships making their staccato runs, and
scared, grim troopers, weapons ready, beads dangling, sitting in the open
doors of another chopper flying right alongside. . . .

« « « and still more, day after day with time growing short, and odds
running out, and buddies dead or med-evacked . . . and night patrols, and
fire bases, and combat assaults, and the always-dreaded shout ("Incoming!™)
« » « and captured NVA with Time magazine articles . . . and the splendid
victory of Tet, with hundreds of NVA lying scattered in heaps and windrows
outside Kontum, where the deadly gunships had caught them coming,
uncharacteristically, across open rice paddies in broad daylight (". . .
they was all doped up and goin' to a party . . . musta been . . . crazy
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little bastards . . .") . . . and the victory strangely, puzzlingly, lost,
somehow, scmewhere, up in the ailr waves of the ten thousand miles between
Kontum and home. . .

»

« « .« and "the Day," suddenly here, and the quick goodbyes, and
shucked equipment. =and that ‘ole steel  helmet, and. the beat-up,
never-failing submachine gun . . . the relief, the peace, the sense of
completion . . . the fire base, the base camp, the strange feel of pavenment
. o o and the hot, hot shower with gallons and gallons and gallons of water
. « «» and great, long, deep hours of untroubled, buck-naked, spread-eagled,
flat-backed, mouth-agoggled sleep. s+ » »

+ .« « a dusty, mildewed, khaki uniform, unworn for a year and still
starched, drawers, white ones, and a too-big belt . . . & handful of
treasures from the PX, a black-faced Seiko, a footlocker, that damned
dufflebag, and a set of orders. .« . =

« =« » Nha Trang, and the Starlifter once more, and blue water down
below, and great thunderheads up above, and a hundred quiet sleeping men,
and Midway, and Stateside, and cars, and neon lights , . . the worry about
not enough seats on the eastbound plane, the ticket, the lift-off, the
shunting aside of attempted conversations, the building anticipation and
excitement, the ache in the loins, the pictures and thoughts running thru a
dozing mind, trained to stay bhalf-awake. . . .

. . . Kansas City, and St. Louis, and Atlanta ("Man, if you die and go

to hell, you gotta change in Atlantal") . . . and the skronk, and the bags,
and the cab, and the street, and the house. . . .

+ « =«  shrieking, flying, socks-down children, and screen doors
banging, and khaki knees in the grass, and somehow, four little, precious
people held close and tight and fiercely and long . . . and & tired head,
with a little grey, pressed into soft tummies, and filled with nothing but
poundless Jjoy « o » and big brown eyes, with tears . . . and once again, as
years ago, the warmth, the wonder, the softness, the fragrance, the dizzy
feeling of the first kiss. . » .

« « .« unintelligible, excited, simultaneously-jabbered stories of
school, and scouts, and drum majorettes, and the neighbor's dog « . . the
treasures from the distant PX . . . a supper of who knows who cares what,
and more talk, and bedtime, and kids asleep, and an endless night of soft
talk, and moonlight, and touches, and sweet tears of thankfulness, and the
pent-up love of a thousand thoughts and dreams. » . .

. « » @& clear blue morning, and a bright yellow school bus, and an
apple green housecoat, and hot black coffee . . . elbows up on the kitchen
table, and the first, tentative plans for the next duty station and the
next move . . » and . . o and if all these wondrous things, which thousands
of us share in whole or part, can--by some mindless "logic” of a soulless
computer programmed by a witless pissant ignorant of affect--be called
"just another Jjob," then I'm a sorry, suck-egg mule.

Tom, my friend, that’'s the best I can do. « . .
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A BIT OF INFORMATION

De M. Malone

The average person can process avout 20 bits of information input each
second. This translates to 1200 bits per minute. If we assume that the
average person read 300 words per minute, this tells us that an average
word contains L bits. That puts 1000 bits on the average 250-word page.

Now ring in the villian of this piece. The AG estimates that the
Xerox machines in HQ TRADOC, through their collective effort, churn out
about 30,000 poopsheet clones (pages) every damned day. Assuming a S5-day
week, and b 1/2 weeks in a month, those ‘'ole Xeroxes give us more than a
half a million pages each month--an extra 675,000 pages .« . . times 1000
bits on each page, equals 675 million additional bits of information per
month. Divided by an average information input processing rate of 1200 bits
per minute, this equals almost 10,000 additional hours of information input
processing (steady, no-break reading) each month by the staff., We make the
assumption, of course, that all those cloned rages are read. And that
assumption assumes that 1if the pages weren't read, we wouldn't be foolish
enough to spend the money required for: the Xerox machines, their
maintenance, the Xerox paper, and the secretaries who brogram and overwatch
the cloning process.

I don't think I've ever seen a stick with only one end . . . or ever
got anything really worthwhile without paying a considerable price.
So . « « I WEnt to know about the flip-side of the Xerox machine.

There are, as all staff officers know, many advantages to the Xerox
maichine. Its output speeds up staff processing for certain, and each clone
transmits an identical array of information bits. But . . . 1 am not
certain that "speeded up staff processing” is zll that desirable , nor that
"identical arrays" are always interpreted identically, nor that we have any
sort of knowledge or skill, much less criteria, about when and how to bring
the Xerox into action to do what. I cannot recall having a Xerox in our
Wth Infantry Division Headquarters during the Battle of Dak To.

From the perspective of the staffer as an individual, 1 am sure the
Xerox 1is damned near indispensable, much like individual farmers used to
consider DDT. From the perspective of HQ TRADOC as_a system, however,
those damnable Xerox cloning machines make a major contributi.a . . . to
information input overload in the decisionmaking echelons of HQ TRADOC as a
system. Is the pay-off in staff efficency worth more than the cost in
information input overload?

I wonder if our AG folks could find some true information science
specialist (Xerox advertises themselves as "information specialists,” but
their goal is selling more Xeroxes) and see if we can't look at the
flip-side of the Xerox, determine some alternatives (computers?) and

procedures (skills, criteria?), and get those damned Xerox machines under
control.
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THE AMERICAN SOLDIER: 30 YEARS OF SCIENTIFIC RESEARCH

D. M. Malone

For the last two decades or s0, our 'ole Arpmy has been listening and
learning more and more about the huran side of military enterprice. It'sg
been a slow damned process, partly because of the behavioral science
language, partly because of the methodology (pr@bability, correlation, the
"normal curve"), partly because our decisionmakers as people are already
"expert" in people, but mostly because our Army's behavioral scientists do
not have thelr research Tacts together. This paper pertains to those
facts. But, before we get to those facts, we need a bit of background.

One of the big lessons that comes rattling out of the realm of

military history is the role of will in war. '"New weapons are worthless in
the hands of soldiers who have neither the will nor the intelligence to use
them," said DuPicq. The role of will in war, peace, or wvhatever isg

crucial. Beience is probing this relatively new frontier now, and maybe
that's why our 'ole Army is starting to listen and learn, careful-like,
suiffing the wind. And it's beginning to respond. In the last 5 years, a
"human resource" directorate has evolved on the DA staff. First, it was
headed by a colonel, then a brigadier, and now by a wajor general. And
that evolution gave rise to staff prototypes, down through the chain of
command.

This growth might be just one of the "Peter Principles” in operation,
but it might also be our Army beginning to assimilate and apply new
knowledge in its never-ending search for combat power potential. Perhaps
somevhere in the primal reaches of our Army's memory, left over from the
days ten thousand years ago when armies first began, tlhere's a simple and
fundamental forrmla: SKILL + WILL = KILL.

Right this moment, the TRBADOC doctrine commnity 1is developing a
doctrine about the human side of military enterprise . . . about such
things as values, and attitudes, and communication, and cohesion, and
commitment. The impact of this effort will have far-reaching implications,
both out across our Army and out across time--mainly because this is a
doctrinal effort rather than a study, or a special project, or a '"people
program.” :

Today's growth of interest in the human side of things will eventually
translate into significant increases in combat power and force readiness,
But this growth is badly in need of facts . . . research facts + . . facts
about our Army's soldiers. We probably already have most of the facts we
need. But they're scattered, piecemealed, hidden in file cabinets and
bockshelves.

Out of WWII came the massive 5-volume study, The American Soldier.
(A1l DCSPER folks, and Gl's, and Sl's raise your hand if you know what's in
there. ) Add to that the 088 publication, Assessment of Men; and to that,
add all the research done in the intervening years by the Army Research
Institute, by the Surgeon General, by the Office of Research at USMA, by
ADMINCEN, and by a thousand individual master's theses and doctoral
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digsertations. We got the facls. What we need is a meaningful way to
aggregnte; collate, integrate and promulgate.

Suppose we ask the sources above to pull from their files all of their
behavioral science rosearch studies (in which, incidentally, our Army
invested). Then, from each study, extract only the "findings." No
"methodology ," hypotheses, implication, discussions, ete . . . Jjust the
findings . . . the facts. Then code each finding high (1), medium (M), or
low (L) to represent confidence in its validity and reliability. Then
throw out the L's.  Then rewrite the H's and M's in Arny words.

Suppose we next get together not researchers, but US  ‘rmy staff
officers, experienced in working the human resources dimension over the
past 8-10 years. And’ we ask them to develop a useful and nmeaningful
taxononmy with which to organize the findings. Then we code guch findings
with "key words" from the taxonomy. Then we put findings, validity codes,
and key words into the computer and let it massage, and shuffle, and
cross-referéence.  And with that, the taxonomy and the findings become not
old musty poopsheets, but aggregated and easily accessible organizational
memory, and our Army has a place to store what facts it has learned about
the people who are the Arny. '

Suppose we next, with a good shot of information design technolgy and
the computer’s help, put the findings and the taxonony together into a
single reference book for staff officers and the commanders. Call it, The
American Soldier: 30 Years of Scientific Research. Maybe we can do better
than Jjust a book. Make it an FM, somewhat along the lines of FM 101-10:
Staff Officer's Field Manual: Organizational, Technical, and Logistical
Data. Facts about soldiers must be at least as important, as significant,
as mich needed in staff work and decisionmsking, as facts about trucks and

shower units. And make it "loose-leaf," so that it can grow as our Army
learns.

A11 this sounds like a lot of work . . . and, besides, what would such
a reference source look like? Years ago at Purdue, T used to wdtch Fh.D
candidates prepping for oral exawms. There was one book they memorized,
because that ‘one book summarized the significant facts from the whole
compiex field of research in spcial psychology. The book was put together
by two college professors ({and probably a squad or two of graduate

students ). The book is Berelson and Steiner’s, Human Behavior: An
Inventory of Scientific Findings. It can give use a start on style. An
extract - is attached at Inclosure 1. Two professors and a gaggle of

graduate students. « . .

In summary, FM 101: The American Soldier is something our Army is
beginning to need ., . . something that can help bring human factors and
soldier facts into our decisionmeking process . . . something that can go a
long way toward achieving what I'm sure 1s a goal held in common by Army
decisionmakers and Army scientists--namely, the application of scientific
research in helping our Army develop it's combat power potential.
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Al. THE MORE PEOPLE ASSOCIATE WITH ONE ANOTHER UNDER CONDITIO!
BEQUALITY, THE MORE THEY COME TO SHARE VALUES AND NORMS AND THE MORE
COME TO LIKE ONE ANOTHER.

1
L ¥

Al.1l. There is a tendency for people to gravitate into groups or
subgroups with the effect of maximizing their shared values.

Al.la. When caught in cross-pressures between the norms of
different groups of which he is simultaneously a member, the
individual will suffer some emotional strain and will move
to reduce or eliminate it by resolving the conflict in the
direction of the strongest felt of his group tiss.

A2. THE LARGER THE PROPORTION OF NEW MEMBERS JOINING AN ESTABLISHED GROUP
WITHIN A GIVEN PERIOD OF TIME (SHORT OF ACTUALLY TAKING IT OVER), THE
GREATER WILL BE THE RESISTANCE OF THE GROUP TO THEIR ASSIMILATION.

A2.1. New personal relations tend to conform to established
relations. Thus if A and B are friendly and B is cool %o (O, then
A will tend to develop a cool relationship toward C too.

A2.2. New members of a small group are likely to feel inferior to
egstablished members.

A2.3., The less change there is in a group's membership, the higher
the group's morale will be.

A2.4 The more eager an individual is to become a member of a small
group, the more he will conform to its norms of behavior.

A3. THE MORE INTERACTION OR OVERLAP THERE IS BETWEEN RELATED GROUPS, THE
MORE SIMILAR THEY BECOME IN THEIR NORMS AND VALUES; THE LESS COMMUNICATION
OR INTERACTION BETWEEN THEM, THE MORE TENDENCY THERE IS FOR CONFLICT TO
ARISE BETWEEN THEM. AND VICE VERSA: THE MORE CONFLICT, THE LESS
INTERACTION.

A3.1. The less contact between members of different groups, the

less will there be a mitually recognized, proper behavior for their
relations. If such contact sharply increases, there will tend to

be increased tension until the proper behavior is defined and
egstablished.

Al SMALL GROUPS OF A FREE-FORMING CHARACTER TEND TO BE PARTICULARLY
NUMERCUS AND INFLUENTIAL IN THOSE MODERN, ADVANCED SOCIETIES THAT ARE OPEN
AND LIBERAL IN THEIR SCCIAL AND POLITICAL ORGANIZATION.

Bl. THE SMALL GROUP STRONGLY INFLUENCES THE BEHAVIOR OF ITS MEMBERS BY
SETTING AND/OR ENFORCING STANDARDS (NORMS) FOR PROPER BEHAVIOR BY ITS
MEMBERS~~INCLUDING STANDARDS FOR A VARIETY OF SITUATIONS NOT DIRECTLY
INVOLVED IN THE ACTIVITIES OF THE GROUP ITSELF.

Bl.1l. The more stable and cohesive the group is, and the more
attached the members are toc it, the more influential it is
in setting standards for their behavior.
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Bl.la. The deviant members of the group are more likely
to change their behavior to meet the standards of the
modal members of the group than the other way around.

Bl.2. The less certain the group is about the right standards
the less control it can exercise over its members.

Bl.3. The less definite the standards external to the group
itself (scientific evidence, objective reality, the norms of

the larger comminity, religious revelation, the moral code, etc.),
the more control the group itself can exercise--and, if its-own
standards are c¢lear, the more 1t will exercise.

Bl.3a. When neither an objective nor a group basis of
Judgment exists, and when divine revelation is not accepted,
Judgnments tend to be unsiable; as a consequence there 1ls an
increase in interaction within the group in order to reduce
the ambiguity.

Bl.3b. As a special case: a single individual tends not to
hold out against the weight of an otherwise unanimous group
Judgment, even on matiers in which the group is clearly in
error.

Bl.h. If the small group's activities are imposed from outside,
the norms set by the group are likely to be limited in character;

if they are determined from within, they are more likely to take on
the cnfiracter of ideal goals, to be copstantly enlarged and striven
for.

Bl.5. Members of & group typically perceive the group's opinion to
be closer to their own opinions than it actually is.

Bl.5a.  The more fregquent the interaction among the members
of a group, the more correctly they can judge the opinion of
the group, i.e., the more predictable the group's behavior
becomes to them and hence the more reliable as a gulde to
proper behavior.

Bl.6. People in a group tend to agree with the opinions of people
they like (i.e., they judge the opinion by judging the advocate);
and they tend to think that the people they like agree with them
and that those they dislike do not.

B2, THE GROUP STRONGLY INFLUENCES THE BEHAVIOR OF ITS MEMBERS BY PROVIDING
THEM WITH SUPPORT, REINFORCEMENT, SECURITY, ENCOURAGEMENT, PROTECTION,
RATIONALE, RATIONALIZATION, ETC., FOR THEIR "PROPER" BEHAVIOR: AND BY
PUNISHING THEM FOR DEVIATIONS THROUGH THE USE OF RIDICULE, DISLIKE, SHAME,
THREAT OF EXPULSION, ETC.




"COME BEE US . . . WE GOT S0ME GOOL THINGS GUIN' On™

D. M. Malone

As we talk with, write to, visit, or run into Division Comranders, we
hear that phrase up there all the tine. It's not Just a nice invite.
There's some sort of quiet urgency underlying those words, and it's not a
self-serving urgency. Although they themselves have probably never thought
of it this way, what they're saying 1is that our 'ole Army is learning
things about how to solve its problems; but what's learned doesn't get
circulated arcund the system, or even put into organizational memory for
later use. T1h..s is the very essence of evolution, and each time we fail to
remember and use the solutions that help us solve problems, what we're

doing is failing to respond to the imperatives of . . . "survival of the
fittest."”

MG Meloy has worked out a "zero-based" reports control concept that
cuts upward-flowing reports by a third. LTG Forrest and MO Menetrey,
between the two, developed a way to upgrade the quality of company
commanders through assessment technology. MG Gorman, in Europe, formulated
and applied a "30-60-90" (no changes in company training schedules less
than 30 days, Bn:60 days, Bde:90 days) policy that enabled subordinate
units to just about double the value that the troopers got out of training.

Now those are Jjust three things . . . three ways of solving problems
faced by our Army . . . problems common across all divisions. But, we
ain't passed these notions arcund, nor stuck 'em in memory, and, except
within the divisions those fine men command, or commanded, these lessons
learned don't contribute to our Army hardly at all in its effort to meet
that evolutionary imperative.

We need to do something about that. And we can. Easy. Like
506 » s #

Find a good combat arms colonel at USAWC and put him on the road,
responding to what it says in the title of this paper. He goes and sees
these commanders. Tells 'em he ain't interested in problems, but rather in
what the Division has going on that's really working fine. Training,
tactics, mintenance, personnel, whatever. Asks Div Cmdr to list 10 of
these "good things." Then asks him to pick the best of the good ten. Then
he gets ‘ole Div Cmdr to explain in detail Just how these three best good
things work. Having done that, then the colonel checks. Goes to where
these good things impact and checks 'em out to see if they really work as
good as the Div Cmdr thinks, and why this is so.

Colonel whips on back to USAWC and writes up these concepts. Two
pages per concept, to include graphics. The damned essence (not the
details) of the concept, and what purpose it serves, and who knows most
about it. In a month, he could do 4 Divisions . . . a dozen concepts, 25
pages, 1 publication, entitled "Running a Division," mailed out to each
Division Cummander, every month or so, as part of a program of "Continuing
kEducation" for Division Commanders, run by the War College, as a logical

follow-on to a more formal "Div Cmdr Course," also run by the USAWC. Let's
get started.
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COMMUNICATIONS IN THE HEAD-SHED

D. M. Malone

I'd like to offer a few ideas regarding better commnications at our
Army's "head-shed" level. What I don't have is a clear picture of the
quantity and content of communications up there. 8o, what I have to say is
based on assumptions about that particular commuinications environment.

Looking at the Army's 'head-shed" comminications as a whole, I see
some powerful strengths . . . and some powerful weaknesses., There are two
main strengths. First, virtually any message that moves around in that
environment has an enormous "back-up file" behind it, Somewhere, Just
about all details have been considered and many perspectives brought to
bear, A paragraph moves around in the head-shed traffic, but somewhere
there's damn near a book or an inch of files from which that paragraph was
extracted. This is both good and bad, but mostly good. (Question: If the
ability to "boil down" information is so critical, then why the hell do our
service schools, Leavenworth and USAWC 1in particular, do things
ass-backwards? We have our students start with & paragraph, then pump it
full of air until it becomes a thesis, or a study, or & book. We should
train to condense, to abstract, to synthesize. To go for the essence.)

The second strength of the head-shed net 1s that the data base is so
well-organized. Because of the way our Army organizes functions, we can
locate in damn quick order, expertise {or at least responsibility) for
almost any “military topic or task. (I might note parenthetically that I
think we're clearly losing this ability as the total body of knowledge
which the Army must use increases exponentially in both amount and
complexity. I know how to help solve this problem, but so far haven't been
able to get the DA staff to listen.)

o much for two strengths obvious in a general assessment. That same
assessment shows (shows me, at least) about three weaknesses. (A weakness,

incidentally, in DA terms, is also known as a shortfall" or an
"underachievement”!)

First, our head-shed net is too tight, too controlled, too secretive.
Sure, we've got to guard against spies, and against overreaction by
over-zealous staff officers, and against the press, the public and the
Congress taking things out of context and blowing them out of proportion,
but . . . at head-shed level, we hold too much too close too much. The
obvious result is lack of understanding at other than head-shed levels.
The less obvious, but more seriocus, result is that "mystique" (resulting
from too much holding close), while it gives power to the nmystifier,
creates at least some uncertainty, fear, and suspicion in the mystified,
Much of the problem of perceived misintegrity or malintegrity, or whatever,
of our senior officers comes directly from this mystique.

Second, our head-shed net is probably too formal. Some format and
forms are essential for rapid processing or for synthesis. But, I suspect
that if you analyzed the total staff effort that goes into the messages
moving in the head-shed net, you'd find 30 percent, or more, of the effort
expended went to format, spelling, grammar, typing and general appearance.
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A lot of this format work comes at the expense of content, of research, of
problem~solving thought, of coordination, and, most importantly, of hiving
out implications and unforseen 2nd and 3rd order effects.

And a third principal wealness, it seems to me, 1s that our head-shed
net 1is too depersonalized. "Just give me the objective facts . . -
feelings, sentiment, and emotions don't have any place in the military."
We all hear this, spoken or unspoken, all the time. But it ain't truel!l On
the pragmatic side, consider the value to the military of MacArthur's
"Duty, Honor, Country™ speech. If that ain't damn near all feeling,
sentiment, and emotion, I'1l be a suck egg mule. And on the research side,
good research, by a man named Mehrabian, shows that in & spoken message
{such as you get in a head-shed level staff meeting), the words themselves
carry only T percent of the total meaning. Inflections in the volce carry
about 38 percent, and gestures and expressions, an amazing 55 percent!
And, inflections, gestures, and expressions are the personalized component
of message traffic. But, the argument goes, we need things written down so
we can staff ‘em. (Question: Is the ability to staff messages, using our
current staff concepts and procedures, really worth the cost of giving up
about 90 percent of the meaning? And do we really need things written down
and xeroxedxeroxedxeroxedxeroxedxeroxed , . . or, is what we really need
some means of recording things so that they will be accessible to other
people across time? There are ways to do this without the typewriters and
xeroxers. Like video-discs and computer storage. )

If 1 were the new Chief (and I'm relaxed, because almost everyone
fails to become Chief of Staff), I would ring in my commo officer, Jerk his
Tanyard, and aim him at video. Video captures that missing 90 percent of
meaning. It records things. It is accessible by others, over time. We
have video now and have for some years, but we just piddle with it. We
atill lock at it as a toy. Is there anyone in the head-shed office who
knows the procedures and recent developments 1in "teleconferencing” with
video? Is Leavenworth trying to develop entirely new staff procedures
puilt around the power and potential of video?

Look at your phone there on your desk. On the carriasge or base, just
erase that dial and all those little plastic buttons {none of which our
dads know when they planned, staffed and fought WWI}.  Now put the keyboard

f a pocket calculator on the right side. And on the left side, put gix
1-ineh video screens like you see on some of the Sonys. -And rvight in the
center, put a small, wide-angle video camera lens-like "spy-holes™ in the
door of the General's office.  That's the damned "eommunicator’ that your
youngsters and mine are going to be using when they pull their Pentagon
tour somewhere out there in the future! But it ain't going to be easy to
get there.

I once 1laid this scheme, this plea, on our Army's senior commo
officer. He thought a bit, then he said, "You know, that's a good idea,
and we're working on it, but the problem lies in the security
classification of the content. Costs too damned mich to make video traffic
gsecure, and the really important traffic on the Army Staff is almost all
classified stuff.” '

e

thought about the DCSPER, and the classification of most of the DCSPER

1 let him get away with that, but then, a couple of hours later, I
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traffic, and our Army's people problems, and the proportion of the Army
budget devoted to personnel costs, and . , . as much as I liked the man I
felt certain he was full of . . . wind.

So, for better cormunications throughout the Arry as a whole, I'd Jerk
the commo folks' lanyard and get cracking on the commnication medium that
today's youngsters and tomorrow's decisionmakers know best. I'm convinced
that cross-breeding a video recorder/player with a computer is the way we
mist go if we are to handle the .xponentially-increasing body of knowledge
that the Army must have in order to function in the future.

Well (and if I were Chief), by Jjust Jerking a high-level lanyard, 1'd
know I'd get the experts moving--research, technology, budgeting, and
service school indoctrination, education, and training. But that wouldn't

be  enough. I'd do something else, something of my own, right in my
head-shed net. I want to show uy staff and subordinate leaders that I mean
what I say. I don't want to let my alligator mouth overload my

humming-bird butt (i.e., "lose credibility”). I want to give a signal.

So, I'd eliminate the written CSA Weekly Summary. I would probably
take the present summary, condense it more, add more graphic/pictoral
content, call it something else, find an officer with a background in
Journalism and with a reputation as a "synthesizer" or boiler-downer to be
responsible for it, and continue to mail it out to the same offices that
get it now . . . but . . . for the CSA Sumary, I'd go to video tape.
Personalized. In my office. Shirtsleeves (the Israeli appear before the
whole damned world in shirtsleeves, yet somehow manage to pull off good
wars and good air-landed raids). Maybe with one other man--my deputy or
the DAS. No prepared script. No nystagmic eyes on the teleprompter. 1I'd
tell 'em what was hot, where we were going, what our priorities were. And
I'd do this about every 2-3 weeks. And I'd send it by mail, knowing that
pretty soon, 'ole commo officer or his successor would be able to do it
electronically.

"Holy Smokes!!!! You can't talk about classified stuff!" The hell I
can't. I do it all the time. Talk about it without specifically stating
the secret details. But I'd try to avoid classified topics. I got another
place for those.

"Gadzooks!!!! Every general will have to get a video player!™ Right,
they're all going to have to anyhow, sooner or later, and this is a good
time to start. If you can't find the money, find an Arab and sell him a
tank or a helicopter . « . or, make a trade for some of those damned Xerox
machines.

"Keeerist!!!! We've never done it that way before!™ Right, and I
ain't never been Chief of Staff before, either.

And; 1'd probably do some other things about my head-shed net—-

1. In the Air Force, bosses used to prepare regular Efficiency
Reports on Colonels and send them in. Then, they would write handwritten,
secret letters on the same officer's performance and mail these in ("in a
plain, wunmarked manila envelope”) to selection/promotion boards. The
secretive letters implied that the standard reports were weasles—-sneaky,
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maybe, or untruthful, or at least lacking somshow in validity and
credibility. I don't think they did much for, and, in fact, they were
probably destructive to, ‘trust, straight-fowardness, and openness.
S0 . . » I'd take a close look at the whole business of "back channels.”™ 1
ktiow there's pros, and there't cons, but I'd want to see if the value in
enhancing communications was worth the price I had to pay in - trust and
confidence. I'd want to see if their originally intended purpose had been
overcome by ~ the events of contemporary, satellite~relayed telephone
systems.

2. For the written traffic that moved around in nmy head-shed net, i'd
probably encourage use of the style and format used by the information
design technologists (they call ‘em "yisualizers") who are at last putting
life and zing into the styling of our field manuals. The use of marginal
graphics (the stuff of vugraphs and 35mm slides) integrated right in with
the text is a powerful written comminication vehicle. = Go look at one of
our new style manuals. Compare it with those of the 1960's. You'll see.

3. And, finally, I think I might work a little with wupward
communications. Every now and then, maybe 10-12 times a year, when I was
pondering a problem, especially one which would impact Army-wide on the
officer corps, 1'd like to gquestion a group of about 200 high quality,
experienced officers who were damned good “"opinion sensers," who had time
to give thought to my questions, and who were not bound to the "sarty-line”
or perspective of any particular agency or boss. I'd ask the Army War
College to develop a quick turn-around survey research procedure whereby 1
could get the aggregate opinion of the War College students on. a series of
questions bearing on the problem 1 was pondering., 1'd want the surveys to
contain no more than 15-20 questions, and I'd want the data and analysis
hack in 2 dayss And I'd know they could do it, because the War College
developed the procedure several years ago to work on a question once posed
by the Vice. I would guard this source and procedure, however. Nobody but
me and umy head-shed folks would use it (in this quick reaction mode, &t
least), and then only 10-12 times a year. {This gquick turn-around survey
works. Ask the guy who was USAWC Deputy Commandant at the time. - Young BG
name of Meyer. He got the guestion from the Vice about 0800. Survey
research folks got it at 0815, and the Vice got the 2Z-page answer {with
both descriptive and analytical statistics) by 1600. The computer and the
telefax helped.)

Be advised that this paper is Dbiased--strongly in favor of more
openness, more straight-forwardness, more "leveling" at head-shed level.
These factors, in my view, lead to more trust. And this, in turn, leads to
more powerful, more positive perceptions and expectations of integrity.
And I think you will agree that one of the most powerful  forces in
determining what a person is, is what others expect him to be.




WOTA

by COL D. M. Malone

Our Army is, at the present time, adjusting and adapting to a major
change in its environment. A social change. Feminism. ILatent for years,
but rising to true significance only within the last decade. First came
the bra-less ones, with parades, and placards, and little support. Then
advocates, and spokesmen, and a political base, and . . . into the male
domains. Trucking companies, and high steel construction work, and police
departments. And on to a small but major objective--West Point--and out
across our Army. They're here, and our Army is learning, and adjusting,

and adapting, and compensating, and balancing, and assimilating
« « « change.

And we're doing damned well. Bitchin' about new procedures as soldiers
always do. Wishing things wuz like they wuz (which they never wuz), as
soldiers always do. But . . . getting on with the Job, as soldiers,
always, do.

There was a primetime television program not long agoe . . . YWomen at
West Point". The fat sergeant was missing. No scheming colonels, hell
bent on a star. No buffoon generals. Not even a badly mistreated and
generally screwed-over private. The program was more than an accurate
video story. It was, to me at least, a compliment from the American
public. Not just to West Point, but to our whole Army and its admirable
effort to assimilate change.

We ain't done yet. Not by a long shot. But the effort continues. We
will be slowed and perhaps defocused a bit by the gberficial inanities of
the Great Wordsmithing and Phrasemongering Drill (which will do well with
words, I suppose, but will be hard-pressed to de~gex, or un-sex, or bi-gex
the thousands of pictures of men that fill our training manuals). But that
drill is of little significance. The big effort, that of our Army
assimilating a major change in the social environment, is well underway and
we will, by God, get it done right, in time. What our Army gets done with
"Women In The Army", "WITA", as we imaginativey call it, may well be the
model for the rest of our nation. We've done that before.

It's not "WITA" I'm worried about. It's "WOTA"! Women Outside The
Army. Another, and perhaps the main, outgrowth of the feminism change is
the independence of women. They want to "do their own thing." And the
thing they want to do transcends driving a truck, or riveting steel, or
riding in a police cruiser. They want to wear white collars as well as
blue. Check the Department of Labor statistics on euployment of women.,
You'll see uplifting curves everywhere. Couple this with the powerful
drive to be significant, to "do their own thing"; and add to that a
rapidly-rising educational level; and, what these gals want is not just

Jobs; they want . . . careers! And, careers, for the most part, outside of
our Army.

Case in point. There was this Major assigned to an Army post out in
about mid-America. Eight or ten years of service, and a lot of future
potential. Up until that time, his wife had been Jjust about whatever it
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Soldiers Manual' sort of thing) said she was supposed 1O be. sut the
children were becoming at least semi-nutonomous, and she wias well-educated
wnd attractive, so she went and got a Job with the local TV station. HNot

as a secretary or receptionist, bubt as interiocutor/referse/moderator on an
early-morning children's progran. She did well.

One afterncon, the evening newsbroadcaster got sick or disgruntled
(apparently, one should be gruntled in order to do a iV newscast), and the
Army guy's wife was thrown into the breach . « . and on primetime. Bless
her heart . . . she did well. So well, in fact, that with damn near no
time in grade, she was offered the evening newscaster's Job in a big city
nearby. She took it. Primetime and a million folks in the viewing radius.
She had to commute daily back to the major and the children, but, she was
not doubling the family income and, as long as she could read and remained
gruntled, she had a . « .« career!t

Things went great for about 6 months. On the airways, at the Army
post, and at home. Then the Major's career management guys at MILPERCEN
did their number. Assigned him to the West Coast, ot adroitly
cross-pressured him by telling him this news Just about the e he came
out on the LTC list. The Major (P) predictably, became disgruntled and
began trying to work out options with MILPERCEN.

Now, about that same time, the wife, without the benefit of a career
manager, but damn good in her job, got an-offer to really get her ticket
punched--primetime TV newscaster, with sabout a Major General's salary, on &

major network, in one of the biggest cities in our nation . . . on the East
Coast.

The issue ispn't ended yet. I don't know how it should end . . . and
neither does the Army. And that's what "WOTA" is about. Go down the track
of time a few years out in the future, launch a lady astronaut or two, pass
FRA, run the trend lines out from the PBureau of Labor statistics, and our
Army will bave a thousand cases like the one just discussed. Wives of Army
people, not "Army Wives', with their own careers and every right %o pursue
them. How are we going to assign our people then? When that time comes,
1t'11 be too late to "hip-shoot" or "case-by-case" the problem. We'll need
policy, and you don't get that without first solving problems, and we'll be
far better off if we start working the WOTA problem now.

And, still, I've not broached the main point of this paper. The WITA
bit tells of our Army adapting to major change in its environment. The
WOTA part says that major change usually has hidden and unobtrusive
components that can catch our Army unprepared. Feminism is only one of a
hundred major changes rumbling around in our environment. Right this very
moment. A hundred more are Jjust around the corner. We can, and should,
start pushing futures study right now (I can't find but a few hours in any
of our school curricula), but that's not enough. We need also, even more,
to find some new way of perceiving . . . Some new way of thinking, widely
shared, that will give us & better chance of seeing all those unobtrusive
second and third order effects that cateh our Army unavare, that make us
routinely reactive, that take from us the precious and all-too-scarce
treasure of having a hand in controlling our own destiny.
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Staffing. That's the obvious answer for uncovering those 2d and 34
order effects. That's right. The obviocus answer. Who figured out
"stafring", and when? Staffing worked fine when animals moved mankind,
when information moved at the same speed, and when our world's body of
knowledge could be comprehended by one man. Staffing was the obvious
solution for those days, and came from those days. The question is: What
is the disobvious solution for these days . . . and tomorrow's?
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RX FOR INFORMATION OVERLOAD

COL Dandridge M. Malone

It still happens! It started 2,000 years ago. The man comes out into
the center of an arena. Great columns surround him on all sides. Up in
the bleachers circling the arena, the spectators mutter and whisper in
restless anticipation. Up on the dais, the headman gives the signal,
Then, from in and around the columns, beasts of every conceivable kind
converge on the brave man in the center. And the spectators roar with
excitement!

The c¢olumns are columns of numbers, arrayed on great charts. Many are
addressed to measurable trivia--like the monthly number of soldiers
exceeding the Department of the Army weight limits. The spectators are the
staff officers who nurture the numbers and who devise the management
"programs” from which the numbers are spawned in all their endless variety
and multitude. Headman is a big six, so shot full of PARR {(program
analysis and resource review) and the PPBS (planning, programming and
budgeting system) that he can sense only dimly the deep, long-term
nonquantifiable issues and trends that run through his outfit. And the guy
out there in the center, he is a troop leader, trying to focus on training
and combat readiness.

We do not wear togas any more, but, often, on a monthly or a quarterly
basis, we do get the spectators up in the stands and then turn the numbers
loose on thHe troop commanders. The monthly or quarterly circus is bad
enough. What is worse is all the time and hours of effort that g0 into the
preparation of the upward-flowing reports that feed the charts.

; Few of the hundreds of reports are essential. They are the "demands"
whereby the staffs of higher headquarters can provide the "supply" of
support required. No problem with that--but "Number of Men Who Failed to
Make Dental Appointments?'; "Weight Loss Report for Fat Soldiers?",
"Numbers of Men Buying Savings Bonds?" There mist be a better way. There
is. Here is how.

Big six must simply, flat-out, eliminate every single required report.
For one glorious period of time, about every six months, zero-base the
things. Then fall out the staffs and managers and put them in the arena,
each to Justify every single report for which he is 'proponent." The
long-overdue inquisition goes like this:

e What is the purpose of this report; why is it prepared to begin
with?

e Who prepares it; why that person?
® Who has to/can sign it; why that person?
® Who finally gets it; why that person?

e What does he do with it after he gets it; why does he do that?
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e Who has to either endorse it and/or approve it and/or authenticate
it as it goes up the tape from the originator to the final recipient?

e Why do those guys who endorse/approve/authenticate it have to do
that; what does this accomplish?

e How is it prepared?

s Does it have to be typed; if so why?

e Could it be handwritten instead; if not, why not?
e Could it be telephoned instead; if not, why not?

e How often is the report required; why that frequently; what happens
if it is less frequent?

e Does it duplicate information that is or could be provided by an
existing computer program, QO one easily designed?

e Is it a practical tool for positive command or staff action to
identify problems; help the subordinate unit/commander fix a problem? Or
js it used primarily to compile questionable statistics? Or is it
primarily to force subordinate units/commanders into (reporting) compliance
because we do not trust them? Or "don't have time" to check?

Answers to all these questions are bounced against a "Zero-Based
Reports Roview Philosophy" which big six and his axe man have worked out
beforehand. This is the bias they bring to bear when the proponent
attempts to justify each report:

e When there is any doubt, blow it out. Eliminate it.

e If it does not leave big six's headquarters, or end up in an
official file, do not type it. Handwrite it. Mandatory. ‘

T

e No "I certify" allowed. Anywhere. Period.

& Wherever possible, change signature requirements from 'commander
only" to "responsible individual."”

e If it is routine, forget memorandums for record. Use the telephone.
And, except for emergencies, do not call lower level units before 0900 or
after 1600.

e 1f it is a worthwhile, recurring = report or request for
administrative action, change the format to "Fill in the Dblanks with
pencil.”

e Cut out all intermediate rest stops unless those headquarters have
an absolute and legitimate need to get in the act--no rubber stamping.

e On any upward-moving report for which no positive action is taken
after three submissions, blow it out and give the axe man & call.
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e Wherever possible, automate. For example, send a computer print-out
down to the appropriate unit and have it pencil edit rather than prepare a
separate report.

e No new reports without personal approval of big six and axe man. Be
ready to sacrifice an old report in exchange.

¢ Prepare to do this "Zero-Based Reports Review" for one full day,
every six months. Attaboys for reductions. Fangs for increases.

There are a large number of reasons why this "Zero-Based Reporting
Review" cannot be done. There are also a small number of reasons why it
can. The small number of reasons is two. The two numbers are P amd'ﬁ.
This report 1is the "Percentage of Upward-Flowing Required Reports,
Requests, Memorandums and Letters Which Were Eliminated or Simplified When
a Division Commander Zero-Based Reviewed the S0 Such Documents He Found
Moving Around in His Division" report. 58 percent! Get 'em, axe man!
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LN
X:=H
COL b. M. Malone

X = H. Let me tell you why this is so, and why that sinple 2-letter
formula is of such profound importance to our Army. First, you need to
know about X.

PART I
e

In the early part of this decade, as our senior Army planners loocked up
ahead to the future and compared potential US and USSR force readiness,
they found our Army in trouble. They looked to the great technological
power of our nation for help, then laid the groundwork for a vast array
of new and extremely complex weapons for the coming decade. t was with
this technology that we hoped to achieve the lead in force readiness
potential. The development and resourcing of the weapons began.

As we entered the last quarter of this decade, it became obvious that
our plan was failing. The Russians, with a greater slice of the GNP and
a weapons acquisition process free of political glue, were matching orv
exceeding our technological offensive, step for step. This was made
even easier by the export of our nation's advanced technology to the
Russians in wvirtually all fields, particularly the technology of
computer design and information science. Adding further to the
shattering of our planners' hopes were unforseeable long-term effects of
the shift to the volunteer Army back when the decade began. We were
(and are) hard-pressed to find sufficient “volunteers” to man our Army.
- And those available to our Army, in competition with the corporate world
for a shrinking manpower pool, were not the sort who could be rapidly
trained to fight, survive, and win on the technological battlefield for
which we had planned.

And that was, and is, pretty grim. Without all the words, it looks like
this:

What we
hoped g, ; /
¢ USSR
/’ POTENTIAL
FORCE s

READINES S W

What 4/’

happened

TIME
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But the situation depicted relates to potential force readiness. Before
we start wringing our hands, we must also consider the matter of actual

force readiness, and the difference between actual and potential. For
them, and for wus.

ln considering the actual force readiness of borh sides, the smooth
curves disappear. Problems arise. Things don't work. People screw up.
Human and organizational dynamics begin to take their toll. We build a
TRIDENT submarine that draws 40 feet of water, 2 miles up a river that's
38 feer deep. The Russians do something equally bright.

There is, then, for both sides, a plot of actual force readiness.
Kagged plots they are, made so by the shortcomings of ‘men and their
organizations in the pursuit of goals and objectives. In both cases,
the plots of actual force readiness are significantly less than those of
potential. 1f one can assume that both the US and the USSR have

problems and shortcomings, plots of actual and potential force readiness
look like this: :

USSR

[ POTENTIAL
FORCE ““,,,¢-»*“j7’*)K Us
. /
READINESS -

)’,/” USSR
~wq«ﬁwwa*‘”\~f“v ACTUAL

TIME

There is, then, for both sides, a shortfall between what is and what
could be. 1f we can't drive our potential curve up (the dotted line),
mavbe we can figure some way to drive our actual curve up...to reduce
the difference between our actual and potential, and to do this better

than our adversary. Let "X” be the factor, or set of factors, or
solution set”, by which this might be done. Now, the diagram looks
like this: 5
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POTENTIAL
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SOLVE FOR X

A year or so ago, one of those senior Army planners reasoned along these
same lines. He got 2-3 good men together and said, "I want you to try
to solve for X.7 Then he continued:

“+..X has something to do with how to run an organization. The ragged
line of actual force readiness is a product. It is the output of a
system or organization—--in this case, our Army. X, then, must lie
somewhere in the domain of organizational rerformance...how an
organization performs. And how an organization performs depends on how
it is run—--how its resources, and activities, and processes are
coordinated, and integrated, and controlled.

"...X is neither management, nor leadership, nor organizational
development. It is each of those, and all of those, and wore. Our
ideas in these areas are disparate. Men in war cannot be managed to
their deaths, the machines of war cannot be led, and organizational
development is an unclear goal in the absence of clear criteria. We
need to find a 'conceptual binder,' something that will achieve synergy,
something that will bring all those powerful but disparate notions
together into a doctrine that will drive up the curve of actual force
readiness.

"...Consider our Army as a system, and, to tie down that usually
mis-used term, work from a theoretical base of Ceneral Systems Theory.
That will link you to scientific research in many fields. And, more
important, that's the only way vyou can view our Army as a whole, and if
you can't do that, you'll get all hung up on a few particular levels or
functional areas. That must not be. Force readiness is the product of
our Army as a whole.”

That guidance matched neither the content nor format of the "Commander's
Guidance” bloc taught at Leavenworth. But what it did do was drive more
than a year of intense research and hard thought by the two or three
concerned officers who got the task initially and by the 50 or 60 bright
people they enlisted to help them think. The 50 - 60 people, known as
"Task Force Delta”, came from all over our Army with expertise in areas
such as these:
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Command Alr~land Ops antiarmor Doctrine

Arvor Egulpment Briefing Communications

N Data Processing Administratior 3
Mil History LDP Civil Affalrs/PSYORS
Comptrollership Civic Etkles Diviston Ops

Document Retrieval Edycation Tech Execut ive Development

Futures Theory Gestalt Theory Humsn Resoucce Devel

Info Science intelligence Industrial Psychol

Leadership Laber Relations Management

Adult Development 41l Bociology Mat®l Becurigy

Kew Age VYalues OPFOR QESOD

Professional Ethics Psychology Research Design

Resgrve Lomp NCO Business Systems Science i
Tactical Dogtrine Theology Training

WITA Word Processing WAR

DRSA ETC. ETC, ETC.

This whole outfit was "fed” with documents and research from 9 DOD and
national Iinfo retrieval services, which were probed with search terms

such as these:

Ledurrship Orgn'l Centrol Space Technolopy
USSH Policles Combat Power Forecasting
Crisis Mut Motivation Jobh satisfaction

Decision Making Modelling Combat Readiness
Army Planning feedback Dynamics Feedback Theory
Fighting Spirit Yorale Personnel Turbulence
Syrergise Systers Theory leader Performance
Intelligence Attrition Computer Conferencing
Man/Hachine Interface National Service ETC, ETC. ETC.
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They read, thought, talked, wrote, conferenced, debated, computered,
argued, and fought. And all of that was triggered off and coordinated
by the challenge they were given as the "statement of the problem’”.

UNDERSTANDING THAT WE MUST WORK TMROUGH PEQPLE,
@ HOW Can OUR ARMY ESTABLISH AND MAINTAIN CONTROL

OF CHANGING, INTERDEPEWNDENT SYSTEMS TO MAXIMIZE
FORCE READIMESS ?

I

The end result of all that work by all those people was ° single letter
- H.
The boss had said, "Solve for X.” The answer was H. “After a vear's

work, Boss, X = H."

* ok ok ok Kk
X =B

This is not a smart-ass answer nor an attempt to be cute. It represents
a principle which we've tried to drill into ourselves durirlg a vyear of
reading and listening and thinking: "What 1is the essence?” (It is a
principle our Army must learn. If we do not, we will not survive.)

"H" comes from the same place as E = mcl., E = mcg, when it was fleshed
out a bit and put into practical use, became a shaker of the first

order. H has the same potential, H, in the language of theoretical
physics, is information.

That same language (which is a language of the essence) tells us that
anything and everything is nothing more than:

MATTER - ENERGY, ORGANIZED BY INFORMATION

The history and background of the problem of reducing the difference
between actual and potential force readiness reflects a preoccupation
(US and USSR) with the matter—energy side of things. And the problem
says”mﬂ, in that area, we're just not hacking it.

X = H says that the force, the power, the factor by which we can best
reduce the difference between actual and potential lies not so much in
the matter—energy side, but rather in the “organized by information”
side. Our task then, simply stated, is to increase the efficiency and
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effectivencss of how

we use information to organize matter-energy. In
combat in Vietnam, we called this "orchestrating.” The troops call it,
“"Gerting all your stuff togeth~r in one rucksack.” Whatever it is, it

is a matter of much more than computers, and compilers, and MIS.

Those of us who have gnawed an this
year are now convinced that working with
our best bet for-achieving the additional
do not have now) with which to deter or
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ok ok ok %
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and others have not been able to yet agree on a tight, clear definition.
You can come at it mathematically, historically, diagrammatically, or
with words, matrices, and pictures, but it still defies precise
definition. It is even more confounding and aggravating than "system”.

One way to get a partial handle on what information is, is to look at it
as the tiny electro-chemical impulses that are moving along all the
nerves in the human body. You've got a modest 100 billion of these
nerves, with several impulses flowing through each ope. All those
impulses are organized into patterns, and these patterns move around
here and there, turning things on, turning things off, speeding up this
and slowing down that...il.e., controlling. This flow of impulses and
patterns is what makes you function. It keeps you and your activities
organized (to varying degrees) both physically and mentally. Keeps you
~In control of yourself (to varying degrees) both physically and
mentally.

That's one way to look at..."information." The analog gives you a feel
for what it is-~how it flows, how much of it there is, and how it
integrates and coordinates all those thousands of different parts and
hundreds of different processes that combine to make the human being a
thing of such incredible complexity. The same analog also tells you
that, despite all this vast complexity, vou are still nothing more than
matter-energy, organized by information.

Now, 1if you took all those billions of neurons, and multiplied them by
all those impulses and patterns, and kept track of all that for, say, 24
hours, you'd find that it takes a staggering amount of information Jjust
to run yourself for one day. And, if you took whatever number that is,
and multiplied it by the 750,000 other members of our Army, what you'd
get is a number so damned big its not hardly worth thinking about.
Except, for what it says about the almost unimaginable complexity of our
Army as a whole. Despite all that complexity, there is still a clean
and simple way to view our Amy or any of its component parts. A way to
look at the forest, rather than the trees. Our Aruy is nothing more
than, matter-energy organized by information. Clean and simple as that
may be, you still can't do anything with ites.vet.

k ok R % %

SYSTEMS

Our Army is also a system. “System” is a word always in our mouths, but
seldom in our minds=-at least not in any clear and commonly understood
Ways We do not have time here to get into all the feather-fighting
involved in trying to find the definition of "system."” There are,
however, many important thoughts associated with the word "system" that
we should discuss. But we won't. We're looking for the essence of
"system”, and the essence is...relatedness. Relatedness and
interdependence. Any system, of whatever kind, an individual soldier or
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This is a cybernetic control model. By "cybernetic” is meant a Process
which uses the negative feedback loop represented by: setting goals,
measuring achievement, comparing achievement to goals, feeding back
information about unwanted variances into the process to be controled,
and correcting the process. Complicated, ain't {t? Nope. All three of
those things we been talking about -- a system, and you, and our Army ==
are nothing more than matter-energy, organized by information. But now,
hopefully, you can see that 'ole H doesn't just sit there like a hlock
of cement. Information flows, moves, makes things happen. It gives
organization (for better or worse) .to those four MACT OProCesses.
Organizes each one of them individually, and organizes the four of them
as a whole. Information flows, moves, makes things happen...in you, in
our Army, in any real system.

* & k Ok Kk

INFORMATION FLOW

It is time now to move from the abstract world of theoretical physics
and the moony language of systems theory and get to the real world where
the soldier lives, to the raggedy world of actual force readiness. You
need to get a handle on what information flow--its efficiency and
effectiveness-~can mean in the life of, say, the combat battalion. And
you need some facts and figures,

Back in the tail-end of the Vietnam War, an infantry brigade commander
wrote back to Ft Benning. “There's something wrong with the way our
battalions are functioning. Don't know what it is. I could relieve the
battalion commanders, but that's not the problem. It has something to
do with how the whole damned headquarters operates. All my battalions
have the same problem, and I see it in other brigades as well. The
command groups just don't function smooth. What can you do about that?”

It was a tough and squirrelly problem, but it came from a field
commander in combat, and couldn't be ignored or put off with a
thanks~but-no~thanks letter. Benning got woving with two initatives.
One was a technologically-based simulation which evolved over time and
became what you know today as the Combined Arms Tactical Training
Simulator (CATTS) out at Leavenworth. The other initiative was a piece
of scientific research known as "the FORGE Project.” It was done by the
HumRRO unit at Benning. You never heard of it. And it took five years.

What the HumRRO scientists did was build their research design on a
plece of organizational theory known as “the adaptive-coping cycle.”
What this theoretical concept said was that an organization, in dealing
with critical external events impacting on the organization, goes
through a predictable cycle in dealing with the external event. The

39




cyele is covposed of seven steps or stages.  You can get the gist of the

“adaptive-coping cycle” and each of its 7 stapes by looking for the
essence of the briel descriptions laid out here:

ADAPTIVE~COPING CYCLE

* Sensing (the external event).

* Communicating Sensing (to the parts of the
organization).

* Decision-making (about how to deal with the
event).

* Stablizing internally (to compensate for
effort anticipated).

* Communicating Decision-Making (to the parts
of the organization).

* Coping (with the external event, if.e., action).

* Feedback (on how the action is going).

ow look carefully at that list...and think about those 4 MACTODY OCEB8SES
that  we mentioned earlier. Now look at it again, and think
of . ..infomatinn flow. You pot it Those BHenning scientists worked

from a damned "systems” perspective, and they worked with "organized by
inforuation”.

They identified those 7 things not as steps or stages, but as
processes-=on—~going, moving processes dealing mostly with the flow of
Tnfomation in the nervous system of the organization. The FORGE
scientists spelled out the operational efinitions of each of these
processes; then trained observers to jdentify them when they saw ther
happening; then developed criteria hv which each process could  be
measured and assessed. All this was headwork--books, and studies, and

papers, and pipes. Then they put on their white cpats and moved to the
lab.

In the lab, they got together a number of battalien "battle staffs”
{(damned fine terrm). Bartalion commander and primary staff and maneuver
company cormanders. 1" men., Not real batrtle staffs, but ad hoc ones,
composed, however, of combat veterans and, when possible, with combat
experience in the staff{ positions to which they were assigned,
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hext, the HurkRRO resenrchers desiened a long CPX. Vietnar scenarin,
with about 150 coubat events (the “external events’  of t he
adaptive-copiny cvele). Then they worked stress dnto  the design.
Organized the CPY dnto 3 stapges of stress by varying the freouency and
nature of the conbat events. From bad, tn worse, to just plain awful,

When the battle staffs ran through the CPY, the scientists collected

their data. And what thevy collected was...the inforrmatior that moved
through the battle staff as it dealt with an array of corbat events anc
ever-increasing stress. Taped all the radio nets, collected all the

written material, and even put the battle staffs in squaa leader radio
helmets so they could tape all of the person~to-person traffic. Took
all thar data, and transcribed it, and analyzed it. (And now you can
see whv it took five years.)

The essence of all that analvsis of all that data wes this: the better
the battle staff performed those 7 processes, the better it handled the
combat events, and the better it held wup under stress. Two data
displavs fron the report tell the story of efficiency and effectiveness

of what is, for the most part, information flow in battalion hattle
staffs,

] High Effectiveness
Battle Staffs**

BATTLE STAFF
COMPETENCE®

\ﬁ‘ _ Low Effectiveness
RN e Battle Staffs™"
x‘\ ‘(”’,’“
Low Moderate High
STRESS

* R .

The ability of the orgunization to sense changes .n its extermal and
internal environments, to internally process the information sensed,
and to adapt its operations to the sensed changes.

Effectiveness in terms of how well the battle staffs performed the 7
processes.
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BiNs with More Effective

Process Performance
BNg with Less Effective
Process Performance Ens
MISSION
ACCOMPLISHMENT
CEOGRAPHICAL
AREA TAKEHN

DIMENSIONS OF
BATTALIOK® PERSONNEL, WPNS
EFFECTIVENESS & EQUIPMENT
UNDER SIMULATED REMAINING
COMBAT AFTER COMBAT
CONDITIONS

ENEMY TO FRIENDLY e
CASUALTY RATIO

OVERALL
EFFECTIVENESS

EFFECTIVENESS

*Sample size 12 combat battalions in Europe. All comparisons statis-

tically significant.

NOTE: 1In each case, no matter how effectiveness was measured under the
sipulated battle conditions, the battalions which performed the
7 processes belter were also more effective ON THE BATTLEFIELD.

What we have at this point in the pursuit of X=H {5 two recons--two
patrol reports, one from the lab, one from the field. Ten vyears'
difference in time, and two different scenarios of war, but both reports
telling us about the same thing: the better a battalion can perform
certain identifiable processes, the better it can fighe. The recon
patrols were not looking at training, or leadership, or weapons, or
tactics. They were looking at battalions as systems, they were focused
in on the processes going on in those systems, and the processes they
were watching were processes dealing with information flow. Tine to
send out another patrol. '

The next research effort launched from the Systems Science Institute at
the University of Louisville, early in the spring of 1979. Six tank
battalions this time; four in CONUS and two in Europe. And the research
team on this recon would look at the battalions in their “"natural
state”...no simulations, no ad hoc staffs, no particular sort of
exercise; just tank battalions engaged in the regular day-to-day
activities of a tank battalion. From the wide range of activities that
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These were the information processes the Louisville scientists studied.
And, of all the different kinds of information flowing through a
battalion, they selected out that which applied to the management of
training. Then they picked out the 15-20 positions most critical to the
management of training and interviewed people in those
positions...extensively and in depth. They took the data from those
interviews, from other surveys they ran, and from all available records
and reports about the performance of the battalien, then ran all that
through some highly complicated analytical procedures. The essence of
the end result of all that was the same as the FORGE research: the
better a battalion performed these information processes, the better it
performed in its most important peacetime activity...training.

But the effort of this third research patrol was cleaner. They had
dealt specifically with the flow of information—-training
infermation-~through a scientifically-~derived set of information
processes found not just in a battalion, but in any organizatioun. And
what they had found was a positive link between the efficiency and
effectiveness of information flow and the efficiency and effectiveness
of training.

Now, just for the hell of it, leap around a 1little bit, intuitively,
here and there. Suppose we did this research again, but this time with
the management of personnel, instead of the management of training? And
then with the management of maintenance? And then with the management
of resources? And in every case, suppose we found the same thing that
our three recon patrols have reported~-a positive linkage between the
effectiveness and efficiency of information flow, and the performance of
the organization? We're onto a hot trail, now.

Take one more intuitive leap. All these researchers we've been talking
about looked at all those battalions not as battalions, but as systems.
One of the "mechanics” of general systems theory is that what you find
out about one kind of system applies to other systems of the same kKind.
And the "kind” that we've been talking about here is not really the
battalion, but the organization. Therefore, that consistent finding
about information £leow that popped out of all the research, as well as
the leaps we made above, applies not just to a battalion, but to an

organization...from squad, to battalion, to our whole Army. The better
the efficiency and effectiveness of information flow, the better the
performance of the organization. That means that we can augment the
feedback we get from looking at our output by also looking at our
throughput processes. -On that system model we used earlier, here's what
it looks like: '
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Now let "performance” be not the management of training, nor personnel,
nor maintenance, nor resource management, but the management of all
those things and others tied together intc & bundle called "force rveadi-
ness"...actual force readiness -- the essential performance output of a
system we call US Army. Now...maybe you're beginning to see why "X = H"!

 ® h k %

THE CONCEPTUAL BINDER

The main message  thus far--about the positive linkage Dbetween
information processes and the performance of an organization--is not
new. It's something vou already knew. Intuitively. What 1is new is
that science, in 4its inexhorable way, has come along to probe, then
explain, then use, what was, at one time, common sense. Years ago, we
knew, intuitively, that the chances of getting vour head knotted were
pretty good 1if you sat under an apple tree in October. Things fall.
Science probed that phenomena. Guy name of Newton did some lab work,
did some measuring, did some calculating, then developed some laws,
principles, and formulas. In time, what was once Just common sense
about apples in October grew up into a technology that was instrumental
in helping man break out through the earth's atmosphere and into the
vast new frantier of space. What we see here, in this business of
information flow, is a similar “"growing up” of our intuitive and common
sense notions of how to rup an organization.

We could, perhaps, diswmiss the promise of "X = H", by saying, “Well,
hell, all that information flow business is Jjust...good leadership.”
OK. _Agreed.  Now where do we get some of that? Enough, at least, to
solve the force readiness problem we started with?  And what are the
criteria of good leadership? And how do vou persuade our Awmy's
leadership to reach for these criteria? And how do you persuade our
senior leaders that their leadership ain't already good? And how do you
distinguish between leadership and management? And which does what?
And what role is played by the new guy, organizational development? And
how much are any and all of these dependent upon resource management?
And what about all those related notions, like chain of command, and
troop leading procedure, and "c317?

“Good leadership,” paradoxically, is confusing as hell...unless...in the
midst of all this complexity, we go to the essence. We did this once
before, when, faced with bewildering interactions and boundless
complexities, we said, TAnything and everything is nothing wmore
than. . - MATTER-ENERCY, ORGANIZED BY INFORMATION.”

There is an essence just like that for leadership...and all of its
cousins. A phrase for focusing on the forest. 1f you study leadership
for 1520 years, you'll find it defined forty hundred different ways.
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0f all of those, the cleanest is a definition by a man named Ashby--one
of those physicists who speaks the language of the essence, and whose
definition of leadership links common sense and science sense together:

Leadership is nothing more than...TURNING INFORMATION
INTO ACTION. (And the same thing goes for all the
cousins.)

If this is true, then information science, which really got moving only
at the start of the present decade, is the science which will begin to
grow up our common sense notions of "How to Rum an Organization.”

Our initial guidance, as we started with the problem of "solve for %",
was to find the "conceptual binder” which would tie together our
powerful but somewhat disparate ideas about “How to Run an Organiza-
tion.”™  All that we have learned thus far, buttressed by the battalion
research reported, and essenced by Ashby, says clearly that the
conceptual binder, the thing that stitches all those ideas together,
is...information flow. Looks like this: :

GENERAL
MANAGEMEN

CHAILN
OF INFORMATION FLOW
COMMAND Input Transducing LEADERSHIP
& Internal Transducing
Channeling
Decoding
Memory
Assoclating ORGANIZATIONAL
Deciding DEVELOPMENT
Encoding
Output Transducing

TROOOP
LEADING

RESCURCE PROCEDURES
MANAGEMEN

& h % & %
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COMMUNICATION PROBLEMS

If you want, you can dismiss this developing notion of information flow
as merely another “gimmick."” God knows, our- - Army has had enough of
those in this decade, and is understandably gun—-shy.  But before you do,
look around a bit at the flow of information in ocur Army.

Are there any “communicaticn problems?” Up and down the chain of
comnmand? Sideways between MACOMs? With instrumentalities outside our
Army system, like DOD, and the Congress, and our people? When a senior
decision-maker comes wup with a new and different strategic level
concept, or even a simple notion about berets, how long does it take to
turn information into action? Do you run into fellow soldiers, like
maybe those who ride the PPBS circuit, who speak a dargon vou 3ust. flat
cannot comprehend? Do you get 1, 2, 3~inch thick “"papers”, written in
other jargons, with a next week suspense? Ever. see wheels get
re~invented?  Folks behind the power curve? People, or offices, or even
whole  damned commands never getting the word? - Problems with lack or
loss of organizational pemory? Great and good programs aborted, or
distorted, or contorted, on the action end? Generals in a state of
mental dazzle from information overload? Communication channels choked
and ‘gagged with-garbage and "statistical reports” of measurable trivia?
And  how many voung troopers know and understand our Army's goals? And
how long does it take our Army to get the spin-offs of new war
technology into their minds and hands?

A1l these questions and a thousand more Dbespeak the workings of
ORGANTZED BY INFORMATION and TURNING INFORMATION INTO ACTION. They are
things which account for the raggedyness of our plots of actual force
readiness. They” are things that plague us all, as individuals, as
units, as an Army. “Just the natural way things are,” you say. HNope.
Plagues wused to be mnatural, too, wuntil we found that they were
attackable...through science. S0 also is the raggedyness of our
readiness. Attackable. Through science. Through the science
associated with the conceptual binder that runs through all our ideas
about "how to run an orgnization”. Through the sciences associated with
the study of information flow.

& k& K k %
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PART T1

ASSAULT

Alright. We have said, "X = H". And we have put together many things:
force readiness, lab research, field research, intuition, common sense,
and common problems. If you're beginning to see the logic of X = H, and
beginning to sense its promise for increased force readiness, then
another question is beginning to form in your mind: “How do we.start to
turn this insight into application? What the hell can we do?”

We could, at this point, figure out long lists of recommendations and
taskings aimed at the improvement of information flow in our Army. But
let's not do that. let's see if we can lock at our organizations as
systems and get to the essence of how to improve the efficiency and
effectiveness of information flow, and drive up the curve of actual
force readiness. Go back to that simple system model (which can
represent a major headquarters...or a battalion...or a conpany...or
you). Remember we said it is alive with information flow.
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Those three recon patrols and their reports {(that we talked about back
in Part 1) tell wus that one objective in this assault has to be
engineering those information processes which make up throughput so that
the system hums. Hopefully, with efficiency. For now, let's call that
"Information Engineering” and talk about it more later.

So, where else can we tune up Information flow? Well, it's for damn
sure that some of our systems are humming away doing things right but
not doing the right thipgs. Our systems have two big inputs: what we
do ~- that's Mission; and how we do it =- that's Performance Standards.
Performance Standards come from VALUES. For right now, let's just
define wvalues as things that are important...to people and bunches of
people. Where do these values come from? Are they written down
someplace? And how do those values fit with the mission? Do we have
values shared sideways? Up and down? A second objective, then, might
be “Values Engineering” (we'll discuss this in detail later). And put
together with our simple system model, all that looks like this:
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That's the essence of putting H to work to solve for X. A "3x3x3" == 3
levels of our Army, and 3 concepts of operation, and 3 parts to each
concept. That's the essence. Now here's what that 3x3x3 mental picture
says...from the bottom of our Army all the way up to the top. Let's
start at the operational level.

k % ok %k %k

INFORMATION ENGINEERING

This is an easy notion, and more specific, more concrete than those that
follow. "Information engineering” 1is a term we Jjust invented a few
pages ago. Don't know how it's defined in the literature, but certainly
it's been used before. We won't try to define it here, but let's look
at what it means in the context of putting X = H to work for our Army.
It means putting information science to work to study how information

flows in our Army, and it means engineering these flows for better
efficlency and effectiveness.

For the moment, and despite the title above, just forget abnutkcomputers
and compilers, bits and bytes, and all MIS's in general. Those are
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information flow mechanism {they <¢alled it a “metabolisn”) 1in the
battalion...and herein lie powerful implications.

For example, the kind of information these researchers were studying was
that pertaining to the management of training. In this regard, there

were high-performing battalions and low-performing battalions. High
performing battalions spent almost twice as much effort in “input
transducing”. Low performing battalions, on the other hand, spent
almost twice as much effort in “output transducing.”™ What this says, in

our language, 1s that the Thigh~performing battalions were nore
aggressive at getting out, finding out, and bringing back into the
battalion more information about training management. Low performing
battalions more or less took what came their way through regular
channels, and put their wain strain instead on getting information about
what they had done out o people  and nlaces outside the
battalion...training reports, after action reports, status reports, aand
general breoadcasting. ‘

This objectively describable phenomensn fits what we feel intuitively,
i.e., "Damn! This outfit (unit, office, Army) is always reactive and
never proactive!™ Ever heard that before? Sure, but the difference is
that now we've got a handle on that homily-—-a scientific handle, and a
technology with which to apply it. Not just that -one homily, either,
but a hundred other homilies (like some of those “communications”
problems we noted earlier) which reflect problems with the flow of
information in our Army.

There's no need here to go into all the details, but, using techniques
developed by this research team, it is possible, now, to move iato an
organization and, with minimum disruption of the organization's "natural
state”, examine dits information flow processes, diagnose problems,
locate information flow "pathologies”, then prescribe accurate, do-able,
understandable, relatively easy, common sense things to do to clear up
the "communication problem”. And, what really clears up is performance!

Now, all this business about diagnosing information flow pathologies and
prescribing easy cures may sound like a snake-oil pitch. 1t's not.
What we're seeing in this break-through research is a new approach, not
by some consultant corporation, but by a new science, to assault the
problems of a new "Age of Information” whose fallout will make our plot
of actual force readiness even raggedver unless we can somehow get a
better grip on the difficult business of TURNING INFORMATION INTOQ
ACTION.

What we must do in this “information engineering” business 1is three
things. First off, we must expand immediately the sort of systems
science and information science research accomplished by the Louisville
research team. To do this, we need to take what we learned from those
three recon patrols about information process performance, and validate
it, and expand it with more kinds of information and more kinds of
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systems.
information. And develop more and better
formulas. And above all,
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expanding, out ahead of us, and talking to u

Then we have to tighten up and simplify methods of gathering

diagnostic and prescriptive

we have to translate all that into language

need to get this research

He
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in information

Give him, for example, the

knowledge to analyze the complicated mechanics of TURNING INFORMATION

INTO ACTION.

Teach him to do things like this:

EXECUTIVES OR DEPARTMENTS COMMITTEES
Day | 1 2 3 b 5 & 7 Gil 621 G631 COMMUNICATION FLOWS IN AN ORCANIZATION.
+ The executives and departwents that participated in the
4] exchange of messages are listed at the top, along with
0 - the participant committees. Executive 1| sends s query
HT) o~ to Executive 2, who ‘then makes iInguiries by telephone
14 (I(T)} of Execurives 3,4, and 5. Executive 4 writes a
H 7}“& memorandum (M) to Executive 3. At sbout the sape time
8 Executive 5 gmends & wmeporandum and an Iimulry to
o Executive 6, who responds with 2 pemorandum. A meeting
12 of Executives 3, 5, and 7 {H) then. takes place,
H resulting in s oemorandum sent by Executive 3 (who
154 convened the peeting) to Executive 2, who, after a
H I foutine report (R} frow Committee Gl and & memorandum
1§~ 0 and proposals (M,P) from Committee G2, meepts Executive
B 3 and gets a meporandum from him. (Conmittee G3 also
20+ discussed the issue, bt contribured nothing.)
M.P Y | Executive 2/ then sends in his propesals (F) to
25 ! ® G ! Emecutive 1, who then formulates his decision (D).
B Fivst, however, he tests Executives 2,3, and 4 by
28 gending thew his draft propesals. Then, ip the absence
M of any compents from them, he issues his instroctions.
29+ Twice in the exaople, wessages were pexpected from
153 Executive 7 {row 3} and from Committee G3 (vow 7}, but
30+ none . artvives {0}, (From 5. Eilon; “Taxonomy of
P Conmunications”, Admin. Bci. Quarc.,1968.)
40
D
50 -
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E = mc?. S3s everywhere in our Army had to learn a whole new dimension
of "operations”, nawmely, nuclear weapons enployment. And that last
diagram on information flow analysis is certainly no more difficult to
learn and use than all those formulas and nomograms we had to use to
determine a "DGZT, All that was a whole new dimension, added, to an
existing staff{ function. To meet the challenge of ever—incre.sing
knowledge. Got to do that same thing again. With the “"commo officer”.
Grow him up some more.

The third thing we must do in this "information engineering” business is
put that sorry suck-egg computer to work. There is an encormous  source
of "information power"™ in the computer that we have scarcely tapped.
Information scientists estimate that us folks in the business of TURNING
INFORMATION INTO ACTION use computers at only a little more than 10% of
their capacity. That's because we have been awed by mystique—-~mystigue
engendered by strange terminology. Hardware and software, computers and
compilers, bits and bytes...and bullshit! We have treated computers as
generals all these years. It's time to make 'em SP-4s and put 'em to
work.  What can they do? A thousand things at least, all related to,
and helping with, those information flow processes we discussed earlier.

For example, take the memcry and decision-making processes. S3 and his
folks are in the TOC, working like hell and already "behind the power
curve”. And now the 'ole man comes in with a whole additional load of
requirements for a new operation he's planning. Needs data. About
ammunition supply rates, movement times, expected casualties, and a
whole bunch of other facts. 53 turns to Ops Sgt. He's busy with a
grease pencil, keeping the situation map up to date. But...the 'ole man
is hot for that planning data, so S3 and Ops Sgt drop what they're
doing, get out FM 101-10-1 (Staff Officers' Manual - Organization,
Technical, and Logistical Data), get out their work sheets, thumb

through to the right tables, look up the right formulas, then start
arithmeticking.

All that they're doing can be done more quickly, more accurately by SP4
Computer. All those damned tables can be put on "floppy discs", and all
those formulas and all that arithmeticking can be programmed (“"trained")
into that SP4, so that he produces the right answers in a few seconds,
even under extreme stress. And while he's doing that, he can also keep
that situation map up to date, and make entries in the journal at the

same time. All that, plus, he don't blow grass and he can't get
pregnant.

Now, vyou say you already knew about those capabilites noted above.
Nothing new. Right...but then why is it we're just beginning to revise,
then print a hundred thousand or so copies of a new FM 101-10-1, even
though we're getting ready to order microcomputers for distribution down
to the battalion level? And Leavenworth ain't teaching nothing about
the use of computers in ‘ole JAYHAWK.
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Computers are coming into our homes, into our battalions, into our
companies...and our schools are teaching our youngsters how to use them.
1t is imperative that we take charge of these imperious bastards and put
‘em to work, doing the right things, right. One way to do this is. te
make SP4 Computer a principal tool in the kitbag of that expanded
“communications officer” to help him with the maintenance of the
information flow processes in the organization. Further, if we start
moving with this notion soon enough, we may learn enough to start
bringing the benefits of military applications of modern information
science into the staff procedures that we will teach all our majors in
the CAS3 course at Leavenworth. "Chain of Command”, “Estimate of the
Situation”, and "Troop Leading Procedure” will all grow up too.

In summary, then, “information engineering” as we have used it here,
means that we nust expand the sort of information flow research we
discussed earlier; tool up the military expertise through which this
research can be put to work; and begin to exploit hell out of the
capabilities of the computer...just like we did in between the two WW's
when we got serious about airplanes.  And that's the essence of the
operational level of our assault.
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Now let's move up to the coordinative level and see what we can do
withe..the "affective dimension”.
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SON OF A BITCH

"Information”, as we have used the term thus far, appears to be a pretty
specific thing. Bits and bytes. Measure this and measure that. Make
that SP4 turn out data, facts, numbers. Trouble is, "H" isn't all that
precise. Told you earlier that it was an even more aggravating thing to
pin down, definition-wise, than "system”. That's because of a son of a
bitch.

There was once an 'ole hound-dog breeder down in north Georgia who
pointed to a young male beagle pup and said, "“See that there dog? He's
the son of a bitch that's whelped more than 40 pups in the time I1've had
her. She's pure hell on a rabbit, but he's so damn dumb he couldn't
trail a tractor!” In this context, "son of a bitch”™ is simply a
statement of fact =~ data from the cognitive dimension of "informatrion."”
If the clean, precise, factual cognitive dimension was the only
dimension there was, then putting H to work to solve for ¥X would bhe
fairly simple, and we could lean wostly on “information engineering”
notions to get the job done. But, it don’t work that way. There's two
dimensions to information flow. There's the cognitive diwension, like
facts, data, numbers. But then there’s also the affective dimension,
which carries feeling, sentiment, and emotion.

"Son of a bitch", looked at in the cognitive dimension, and used as
illustrated, .~-is simply a clean statement of fact about a family
relationship between two beagle hounds. But...when you first saw that
word in the sub-head above, it triggered off not the cognitive dimension
of fact (family relationships), but the affective dimension of feeling
("not nice to use that sort of word in this paper”).

You can, and probably have, taken the cognitive statement of fact, “son
of a bitch™, loaded it up, and fired it at an individual. Just by where
you aim it, you change the whole meaning of that word. And in comes the
affective dimension. But the affective dimension is a function of more
than just words. It is a function of context, and culture, and values;
and group norms, and gestures, and expressions; and modulations of
volume, and rate, and lag time. Little of this is cognitive, but all of
it is meaning. The meaning that is carried by information is a function
of both the cognitive and affective dimensions. Call a man a son of a
bitch. With the right affective loading, that can tell a trooper you
love and admire him. Or, you can change the affective loading and turn
him around 180°...make him want to kill you if he gets the chance. And
family relationships between beagle hounds don't figure in one damn bit
in either case. '

How important 1is the affective dimension in the transfer of meaning?
Pretty damned important. Some representative vresearch, from the
scientists who study the transfer of meaning, shows that in a spoken
message (such as you get in a staff meeting, for example) the words
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themselves carry only 74 of the total meaning of the messape.
Inflections in the wvoice carry about 38%Z, and gestures and

expressions...35%! And inflections, gestures, and expressions are
things of the affective dimension.

So, information flow is not a clean and precisely measurable thing that
you can get at with a voltmeter or with an oscilloscope that picks up
frequencies 1n the electromagnetic spectrud. You could take this
architectural approach to information flow if these information flow
processes (the ones that TURN INFORMATION FLOW INTO ACTION) all flowed
strictly through machines, and transistors, and condensors, and chip
cireuits. But that ain't the way it is. The "living systems theory”,
upon which this whole paper is based, says that people are the principal
components of the organization as a system. And you and I both know
that "People are the Army.” Information flow must flow through people.
And where there's people, there's affect. And where there's affect,
there's chemistry, not architecture.

You knew all this too, didn't you? Just like the possibility of putting
FM . 101-10~1 on a floppy -disc. You knew about. the importance of
intangibles, like morale, and esprit, and will, and committment--things
which, in war, can outweigh weapons. Well then, why is it when we look
at the great "C?1" diagrams -— the information flow by which we will
organize matter-energy on the next battlefield -- why is it that all we
see is "architecture”? Boxes and electronic devices carrying low-band,
high-power, burst-transmitted digital displays..or whatever? These are
important, but they're architecture. On that next battlefield, the
information flow that organizes things will, for sure, flow through
machines, but it will also flow through men. And where there are men,
there is the affective dimension. And there's no. chemistry, nor
affective dimension, nor people, in all those c31 diagrams.

* %k % & %

PUTTING THE AFFECTIVE DIMENSION TO WORK

Putting H to work to solve for X is relatively easy if all we woryy
about is “information engineering” and the cognitive dimension of
information flow. When we ring in the affective dimension by
recognizing that people are the Army, the task of putting H to work to
increase force readiness gets tougher, but it's do-able. What we have
to do is bring to center stage our Army's awareness of the dimension of
affect, and give our Army the means with which to tap this largely
latent source of combat power potential.

There are three things we need to do for starters. Don't need any more
people programs. Don't need X number of hours of affect in the service
school curricuila. Got just about what we need of both of those right
now. What we need to do is give those things a sense of purpose, grow
‘em up a bit here and there, and get Yem fitted in with the rest of what
our Army's doing.
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THE "HUMAN DIMENSION" IN PLANNING

The first thing we need to do is bring a full recognition of the
affective dimension into our planning. Need to bring it into the
planning for our regular peacetime activities...and we need to bring it
into our war planning. Let's look at peacetime first,

Whether we like it or not, the real throttlemen for peacetime activities
are the resource managers...the DCSRM folks, and the PPBS people, and
the comptrollers...spaces, and funds, and budgets. Something unique
about these particular planners: all you got to do is give thenm
something they can count, and they can then, by sone strange combination
of mathematics and alchemy, work it into the budgeting for spaces and
funds. Right now, they can see damned little to count over in the
affective dimension, so they don't 28 with de. And thus, “things
affective” don't figure very centrall, in the planning of our peacetine
activities.

But...within the last ten years or so, the field of management science
has been developing a new technology designed specifically to bring the
affective dimension into the planning of the resource WANAZEIS. The
technology is called "Human Assets Accounting”, or “Human Resource
Accounting.” A few Army folks know of this technology, but by and
large, it got lost in the welter of “human" programs that followed in
the wake of the VOLAR transition and then fell through the cracks. It
is still a growing technology; but with it, our Army can begin to get a
quantitative handle on some of the so-called “"intangibles” of human
variables and variable humans. For example, an unanticipated upsurge in
the early retirement of colonels, becomes not just a lot of speculating
about "something wrong” with our Army (or our colonels), but rather “a
failure to fully amortize investments, each of which represents
approximately $2.5M in sunk costs.” Now people don't like to be looked
at as investments and not many of us want to be "amortized", but this
quantitative, dollar-cost approach to something wrong (in the affective
dimension) between our Army and our colonels, certainly could bring the
problem =-- and ones like it =-- center stage in the planning process.
And what about the "relative utility value” of filling a certain TOE
position with a highly motivated SP4 of moderate ability versus a young
sergeant of high ability who didn't give a damn? Such counting, and
dollar-costing, and T“util-izing”, {1s possible through the newly
developing technology of human assets accounting. Brought into the
budget planning process by the resource managers, it can sensitize a
whole Army, at pocket book level, to the importance of the affective
dimension. And do it a hell of a lot better than a “Go brief all the
generals.” Whoever 1is proponent, integrating center, or daddy rabbit of
the way we do our budget planning, must begin now to learn and exploit
this new technology.
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Bringing the affective dimension to our war planners -- the cowmbat
developers =-- is going to be a bitch. They are flat locked on and
locked in to the "architecture” of the battlefield, with little or no
awareness of the chemistry. They move o little toward the chenistry by
recognizing “man-machine interface,” but to a good CD'er, this means
ergonomics, a technology of matching meat to metal with studies of the
average fibula length and foot pressure required to operate the foot
pedals of a truck or tank. Man-machine interface, thus conceived, is a
matter of cognitive fact and numbers, with little recognition of factors
from the affective realm, like confidence in the machine, for example,
or commitment  to keeping it wmoving, firing and meintained. Those
factors, too, it seems, are critical elements of the interface. The new
weapon on the battlefield by itself is not enough. It must be linked up
with - the soldier, cognitively . and affectively. Training 1is the
mechanism. A simple formula tells how this is done:

SKILL X WILL X DRILL = KILL

In a diagram, that same formula looks this:

ORGANIZATION

Somehow, that Army-green Ballentine beer symbol must move vight up front
in the minds of our war planners.

The CD'ers man-machine myopia 1is understandable. It is they who must
bring onto the battlefield within the next few years an unprecedented
array of technological wonders with which to fight. Hew systems, Dew
weapons, with price tags into the megabucks —-= and it is the CD'ers who
must get them started, ride herd on their development and production,
and figure out how they should be wused. Little wonder that they
concentrate on the architecture and not the chemistry. New weapons, new
machines, and tight suspense schedules are tough to handle without the
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clarity of cognitive fact.

But...if our Amy is to becowme fully aware of the force readiness
potential of the affective dimension, that dimension must figure in our
war planning. There are two general things and one specific thing that

our war planners wmust do. The first general thing is to somehow
develop, throughout the CD community, a clear recognition of one of the
prime dicta of the history of war: "New weapons are worthless in the

hands of troops who have neither the will nor intelligence to use them."
Given that recognition, the second general thing our war planners nust
do 1is set about to bring the “"human dimension” full bore into the
planning. We will know this has happened when consultants and
contractors begin to gnaw on such things of affect as “measures of
confidence,” and "measures of committment”, and “measures of will”...
and...when such factors figure centrally in decisions.

The specific thing our war planners need to do, now, is bring the
chemistry of the affective dimension to the architecture of our €91
planning -- our information flow planning. Put people and affect and
meaning in the middle of those circuit diagrams that stretch over
Europe. Recognize that c31 s only part of a larger, human
communication process involving complexities such as this:
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The principles of information science, not just in the context of
electrical currents and radio frequencies, but also in the context of
processes of information flow within a living system, can help bring
this chenistry we need to our c31 planning. This seems logical, simply
because of the role of the affective dimension in the transfer of
meaning, and the sure knowledge that emotion will be a central feature
of the opening of the Central Battle. But there is an even wore
compelling reason lying smack in the middle of 10 year's worth of
heavily~resourced sclentific research done by the OChio State
University's Disaster Research Center.

The thrust of this government—sponsored research was to determine what
happens to the communications and decision~making (¢31) in organizations
under conditions of extreme stress and crisis. Most of their data came
from actual case studies of communities struck by natural disasters like
tornadoes and hurricanes. One of the central findings emerging from the
300 researches was that the greatest ¢31 problems in organizations
attempting to cope with extreme stress and crisis are not the technical
breakdowns (although these were widespread), but rather the social and
human breakdowns, 1.e., the affective dimension. The several hundred
findings of this extensive and responsible research should certainly be
of wvalue to war planners working the ¢ problems inherent in the

extreme stress and crisis that will wmark the onset of the Central
Battle.

What we have argued thus far in this section is that the affective
dimension or, "the human side of military enterprise,” must become a
major factor in the planning--not Jjust the speeches=~of our resource
management and combat development communities. The purpose of this is
to help our Army recognize that the affective dimension is critical, not
so much in terms of altruism, or social responsibility, or “welfare of
the troops,” but rather in terms of dits idimpact on the transfer of
meaning...on the information flow that organizes our Army's
matter—energy in the production of force readiness.

We said there were 3 things to do in putting the affective dimension to

work in using H to solve for X. The planning business above is one.
There are 2 more, and they don’t take as much explaining.

k & Kk K &
COHESIVENESS

Cohesiveness...its critical role in combat and great potential as a
source of force readiness have been clearly established 100 times in 3
different ways: in the lessons of history; in scientific research of
Army units in combat; and in what every damn one of us who has ever
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commanded a unit knows from common sense, intuition, and experience.
But dawmn! We still have annual turnover rates of as much as 130% in
some of our units, and the DCSPER trend data says the turnover curve is
on the upswing. We try all sorts of "rotation experiments” over the
years, but they are omne-shot things...showmanship things, with a lot of
PR coverage. We pay little attention to gathering feedback on how these
experiments work out, and we put even less effort into adapting our
personnel policy to the lessons learned. To tell our Congress and our
nation that "we're doing the best we can with what we've . got”, and, at
the same time, virtually ignore the great combat power potential avail-
able through unit cohesiveness, seems to be...just flat out organiza-
tionally dishonest.

In putting H to work to solve for X, cohesiveness is of extrene
importance. Not so much because of things like esprit and teamwork, but
specifically because of its dimpact on the affective dimension of
comnunication and of information flow. Underlying damn near all the
positive force readiness spin-offs of wunit cohesiveness 1is good
affective communicatien among the people of the wunit...the “human
components” of the living system. Good affective communication cannot
be learned worth a damn from written words and diagrams. There's only
one way to build it. That's with time. Time together and in contact
with each other. The reason for this lies in all the complexity of
affective “language.” And this "language” ain't 1like English or
Spanish. Every individual 1s different, and what this means is that
every individual has a somewhat different affective language, and what
this means is that it takes time for the people in a unit to learn all
these different languages. Time. Time together. Ain't no other way,
and the computer can't help.

If we have thus far made a fairly good argument for the importance of
the affective dimension in the efficiency and effectiveness of
information flow, in the transfer of meaning, in the turning of
information into action, in the organization of matter energy, then how
in the hell, with the evidence of history, research, and experience
staring us right in the face, can our DCSPER community (and “"family™)
sleep at mnight without having unit cohesiveness on the right front
burner and turned up to HIGH?

* k kK K
OD STAFF OFFICERS

There's a third way to get the affective dimension moving. It involves
the OESO. Despite all the defining, feather-fighting, and forced-feed-
ing of the past several years, what this guy really {s is our Army's
main source of expertise in the language and communication of affect.
Think about it. That's what he works with when he handles the
transition of cowmmanders, the team-building sessions, the listening
workshops. Gets the affective information out in the open where it can
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be put to work. Our Army has learned much from the OESO...and now it's
time to “"grow him up.” We need to institutionalize” not the OEBD, per
se, but rather the expertise that he has brought to our Army. We need
to institutionalize thet expertise, but we need also to aim that
epertise in the righ't direction. Specifically, we need to aim it toward
the production of force readiness, not at “personal growth™, which is
where much of this expertise is aimed now. ‘

Here's what we must do to grow up the OESO, dinstitutionalize this
expertise, and aim that expertise toward force readiness. First, we
need to take about half of what the OESO does and give it te the Sl.
Not the big, complex things, but some of the easy things where today's
OESO spends most of his time, like surveys of organizational climate and
transition workshops, for example. ADMINCEN right now is beginning to
train a new kind of Sl. An Sl whose traditiomal role has been expanded
by another dimension —-- the human dimension. The most effective of the
easy things that the OESO's have learned over the past several years
should go right into that new expanded 51 role. The 81 is a staif
officer, and these Teasy vparts” of OE would seem far Dbetter
institutionalized when performed by a unit staff officer rvather than by
an outside "comsultant” from higher headquarters. And there ain't no
need for ADMINCEN to get all bothered about resources and time for front
end analysis and training development. Just plug in at ADMINCEN what
the OEC&S has alrveady developed, taught and evaluated.

We need next to look out across the 500 or so OESO's that our Army has
trained, and pick out the best half. Then from among these, who have
demonstrated competence at OE Skill Level 1, we need to pick some out
and start sending them to graduate schools with established and
effective organizational development pregrams. And beyond this, the
problems of how to "handle”, where to assign, how many and to whom, what
MOS, where to go to school, how to influence that school's curriculum,
funding, AERB slots, etc. etc. have already been worked out...in the
paradigm of the ORSA. And with that, we can phase out our OE Center and
School, because this new, “growed-up” OES0, like the ORSA man, won't
need a specisl school.

What we'd have then is an Organizational Development Staff Officer who
will have as much or more influence on our Army's force readiness as
does the ORSA. What this OD staff officer does to “develop” the
organization is look at the eorganization as a system. Not some
simple~assed, abstract, fuzzy-wuzzy system, but a real, concrete living
system which has people as its principal components, and force readiness
as its goal. And what he looks at within that system is the information
flow by whiéh that system TURNS INFORMATION INTO ACTION. And within
that information flow, he specializes in, wmaintains, and troubleshoots
the affective dimension. And what both he and his counterpart, "growed
up”, commo officer lean heavily on, in their work on the affective and
cognitive dimensions of information flow, is the systems sclience and
information science research that we hope to get out ahead of us and
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talking to wus in Army language. We need this OD staff officer. To
bring human assets accounting to the DCSRMers. To bring the chemistry
of war to the CDers. To do with the battle staffs of divisions and
corps what those researchers learned with the battle staffs of Ccowmbat
battalions. \

ORMULATE AND ARTICULATE
ARMY PHILOSOPHY AND VALUES

# Values ~— Callbrasror of Purpoke
sad Perforsance
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“THEM BASTARDS UP AT PLATOON HEADQUARTERS™

We have at this point discussed two of the organizational levels and two
of the three “concepts of operation” necessary to put H to work in
solving for X. The concept dealing with information engineering was
fairly specific and "tactical.” Went 1in mostly at the operational
level, The concept of bringing to our Army a full awareness of the
potential of the affective dimension was less specific and dealt mainly
with planning and staff matters, i.e., applicable mostly at the
coordinative level. The last concept is more abstract. It intermingles
the cognitive and the affective. It is the stuff of the "strategic’”
level, and it speaks of values, and of philosophy...the kind of things
that for centuries have flowed from the wisdom of the old warriors and
the tribal elders...the kind of things that today flow through the
4~star meetings, the Army Commanders' conference, the Chief of Staff's
office, the SELCOMs and PIGRICs and policy councils.

bt e Sty
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What we must do up here at the strategic level of our Army is marshal
two forces that will multiply the H benefits received from concepts
introduced at operational and coordinative levels. The two forces dare
no-cost things. Can't be counted. Can't be funded. Can't be
programmed or proponenced. Once marshalled, however, they can drive our
whole Army's notion of "How to Rum an Organization”, and in such a way
as to increase exponentially the efficiency and efiectiveness of
information flow processes throughout our Army. The two forces are,
values and a perspective of the whole. First off, we need to go a few
rounds with the notion of wvalues.

* & % k %

VALUES

Let's define “values" for right now simply as things that are
important...to people and to bunches of people. And by now, we should
know that each person and every bunch of people 1is different, so the
sets of values they have will be different. The wvalues of a preacher
and a used car salesman are different, probably, but if these twe men
are from South Georgia, then some of their wvalues are the same, but

still different from those of a preacher and used car salesman from New
Yo vk Ci ty' etpe

Getting a handle on wvalues is tough, What are vyours? And what are
those of our Army? Our nation? And which ones are the same and which
ones are different? Tough...but don't quit. Fuzzy as they are, we're
going to put these values o work in solving for X...in producing force
readiness. Hang in there a bit.

Values sit right smack in the middle of your “perceiver.”  Whatever
information comes in te get perceived, it must pass through those
valuese. They filter, color, change, distort whatever information cones
through. Works the same way for bunches of people (like organizations),
as it does for individual people. What this means is that you can never
really know the “real” world, nor can you ever really know the real
meaning of information that another person tries to transfer to you.
It's a difficult task to transfer even part of true meaning from one
{ndividual to another. And that's just two people. What happens when
you hook up 10 people and try to move meaning in one end of that lash-up
and out the other? Ewer play that party game where ‘the individual at
one end reads a message written on a piece of paper, then whispers it to
the next person, and so on down the line? Diagrammatically, that party
game loocks like this:
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Now look carefully at that diagram. If you can get your perceiver
screwed around right, what this is isn't a picture of a party ganme, but
rather a chunk of a €31 layout.  Those round things are the “nodes”
(which we hope will someday represent machines and people) and the
arrows are...information flow.

If you really got a good perceiver, you can grab that lash~up at either
end, jerk it straight, put it wvertical, and vyou gotee.sa chain of
command. '

Back to the party again. Suppose all those people were preachers.
Would meaning move better? What 1f they were all New York City
preachers? Better still? How 'bout not Jjust preachers, but rabbis?
And then, what would happen if vyou stuck a couple of South Georgia
red-neck used car dealers right in the middle?

And that's how values work, whether they're found in a party game, South
Georgia, a chain of command, or a CJI system beginning to pulse with the
start and the stress of the Central Battle. They are a central determi-
nant of the efficiency and effectiveness of each of the information
processes that make up the information flow that TURNS INFORMATION INTO
ACTION. The greater the similarity of the values among those "nodes”,
the more efficient and effective the transfer of meaning. And values,
for sure, can't be dorked by some Russian counter—commo satellite.

% % % % %

ARTICULATION OF OUR ARMY'S VALUES

What are our Army's values? We've all got some ideas, and we could flop
out Duty-Honor-Country, or some things out of the Officer's Guide, but
the fact remains that we have made no concerted, coherent, full-bore
effort to articulate just what our Army's values are. Until we do that
-- and there are at least two good reasons why it can only be done up at
the strategic level ~- we have no way to set about seeing what we can do
to build the similarity of values that will lead to the more efficient
and effective transfer of meaning.

If we intend to do our damndest to close up the difference between our
actual and potential force readiness, and if all we've said about “X=H"
thus far holds promise to do that, then one of several quantun jumps we
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must make is the one that puts us on top of being able to say, with sone
specificity, just what our Army’s values are. And this must be the task
of the strategic level. Two reasons.

Whatever those values are, they can only come from one place. They are
not a matter of the votes or consensus of the membership of our Army.
Nor are they a matter of the wvalue system of the young men and women
coming into our Army. It would be fine if both of these value systenms
could be accommodated, but our Army’s values can only come £from one
place, and that is, from those things that our nation holds our Army
responsible to perform. And, simply from a “"communications” perspec-
tive, it is our strategic level...Chief, 4-stars, the E-ringers, the top
slice...that 15 in the best position to know, from the instrumentalities
through which our nation governs itself, what it is that our nation
holds our Army rvesponsible to perform.

The second reason that articulation of our values must be the task of
the strategic level is simply that the strategic level "runs” the whole
organization. It's decisions, guidance, policies, and programs lay out
for all of us what must be done. And that level also establishes the
“"organizational climate” within which we must do the things that must be
done. And there must be consistency between the two. Values calibrate.

"Values”, as we said, are abstract as hell, but they are, as we said,
those things that are important. When there are disconnects, and con~

fusions, about what's important, whether among the people of our Army or
the institutions of our nation, we got problems. Running deep beneath
the agony of our Army, two or three years on both sides of 1970, were

the workings of wvalues. Values. Abstract things. Strategic...and
all-important.

k k % Kk %

VALUES ENGINEERING

That's another word we just made up, Jjust a few pages back. Values
- "engineering.” It will be offensive to some, but here it means putting
what we know about values to work...to build force readiness... through
better information flow. Once again, science has been at this values
business, probing, with things like “formal axiology wmodels”, a
phenomenon that we have been working for years with common sense and
intuition. From this has come some knowledge we can use...if we can get
those values "articulated” in some fashion at the strategic level.

Science tells us that a set of values is formed early in life (man or
organization). That set of values remains pretty stable from then on.
Supposedly, and according to old dogs, those values are locked in and
can't be changed. But that's wrong. A powerful and significant event
in the life f(of men, or of organizations...or old dogs) can be the
occasion for a change in values. Entry into our Army is a powerful and
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significant event in the life of a young man. And whatever values he
had with him on the “outside” are changed to some degree when he (or
she) gets on the inside.

Those who study values scientifically call the process of forming,
changing, and sustaining values the process of “"socialization.™ Through
research, they understand many of the wmechanics involved =—-— the how
to's. They've looked at the process in many kinds of institutions and
organizations. In WW II, they called the process "indoctrination” and
studied what happened with thousands of soldiers coming into our Army.
And 10 years ago, they studied what we were doing with “"Beast Barracks"”
up at West Point (we listened briefly, then went back to "plain ‘ole
common sense and intuition™).

The research continues and the implications for application incresase.
Three aspects of the transition from civilian to soldier or from one
assignment in an Army organization to another are immediately apparent.
First, people in trasition are in an anxiety mode. They're anxious and
motivated to learn their new functional and social roles as quickly as
possible. Second, no transition occurs in a social vacuum. Superiors,
subordinates, ©peers and other associates support, guide, hinder,
confuse, or push the individual who is learning his new role. Finally,
the stability and productivity of any organization depend in large
measure on the way newcomers to various positions come to carry out
their tasks.

Psychologists at the Massachusettes Institute of Technology have
developed 7 socialization “dimensions”. Each of the ma jor people
processing strategies, as applied, can be thought of as existing
somewhere between the two poles of each of those 7 dimensions. Across
the dimensions, the strategies are not mutually exclusive. In practice
in our basic training centers and in all our organizations, these strat-
egies are either explicitly or inadvertently (but not strategically)

applied, and they're typically combined in sundry and often very
inventive ways. '

Now, just for the hell of it, take an Army value, like "courage" for
example, and think about it in terms of the 7 socialization dimensions
and the strategy poles on the next page. Think about courage and how
our Army goes about changing, developing, and sustaining that wvalue as
we bring in new men and women and when we move our people from
assignment to assignment, location to location, post to post, or desk to

desk. 1f courage is one of those “important things“, could these
dimensions and strategies (translated into Army terms) help us get it
built and shared, Army-wide? Could we wuse those socialization

dimensions to consciously build a strategy to develop courage in all our
soldiers? ‘
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SOCIALIZATION DIMENSIONS

FORMAL ~ INFORMAL

The formality of a sociallizatlion process refers to the degree to
which the setting in which it takes place is segregated from the ongoing
work context, and the degree to which an individual's role is emphasized
and made explicit. Formal processes prepare an individual for a partic~-
ular role. Informal processes normally occur when the individual is
placed in his slot and wust learn the actual practices, situational
applications and nuances of the geneval skills he learned in the formal
round of socialization.

INDIVIDUAL -~ COLLECTIVE

Perhaps the most critical dimension. When groups go through =z
socialization program together, they tend to develop an "in~the-same-
boat” attitude. In highly competitive settings, however, members know
their own success is increased by the failure of others. The fndividueal
process 1s akin to apprenticeship.

SEQUENTIAL ~ NONSEQUENTTAL

Sequential refers to a series of discrete and identifiable stages
through which an individual must pass {(such as marksmanship and physical
“training din BT} in order to achieve a defined role and stavs within an
organization. - Consistency is the key. Newcomers quickly spot conflicts

and are eager to exploit them. Nonsequential processes are accomplished
in one stage.

FIXED ~ VARIABLE
Fixed processes provide the individual with an explicit timetable

for completing each step. Variable processes are characterized by
rumtrs and iInnuendos and can create anxiety and frustration if the
“expected” rate of advancement 1s not met. The wariable process,

however, provides great leverage for infloencing individual behavior.

TOURNAMENT ~ CONTEST

In the tournament process, one failure puts the pewcomer "out”. In
the contest strategy, on the other hand, there are many avenues to
8UCLaess.

SERIAL ~ DISJUNCTIVE

Berial refers to experienced members grooming newcomers about to
assume similar roles. It 1is, perhaps, the best guarantee <that an
organization will not change over leng perioeds of time, In the
disjunctive process, the newcomers have no experienced predecessors in
whose footsteps they can follow. The serial process risks stagnation
and contamination: The disjunctive risks complication and confusion.

IKVESTITURE - DIVESTITURE '

The divestiture strategy dismantles the newcomer's former identity.
The investiture strategy savs “"Stay the way you are 'cause we like 1t%.
The investiture strategy 1s wuseful for top wmanagement positions. The
endurance required to undergo the divestiture process itself promotes a
strong fellowship among those who have followed the same path to
membership.
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Right now, sitting astraddle many of the human entry points inte our
Army 1is a “Coumittee of 9", composed of key decision-makers who
understand what socialization means. They have not yet begun to apply,
in a concerted way, such value engineering notions as the “strategies”
above, but they sure as hell could, and would, and should, if we could
provide them the expertise. Right now, they work with a set of values,
mixed in with other things of less importance, which they themselves
hived out. These values are on track, but, what if they worked with the
set articulated by the strategic level? And what if we had an overall
strategy for working in our Army's values, not just at basic training
centers, but at all entry points into our Army, including West Point,
ROTC, and 0CS? And how 'bout on out into the Recruiting Command? A
common set of Army values, consciously applied at all entry points,
would go a long way toward calibrating all those “perceivers” through
which flows the information that organizes matter-energy.

* k k Kk %k

CALIBRATION

It is not enough just to get our values "articulated.” Nor is it enough
to take these wvalues, once articulated, and apply them in the
socialization of those people becoming soldiers. If we're going to use
values to help us produce greater force readiness, then we must use our
Army's values, whatever the set turns out to be, as a "calibrator” -~ a
device, of sorts, with which to align the purpose of our Army and the
performance of our people...and everything in between. For exaample,
there is the tendency, in times of peace, for competition to be so
fierce among units or individuals, that some of us, some times, actually

hope the "other guy” fails! His failure increases our chance for
SUCCESS. Yet in times of war, we want that “other guy”, that other
unit, that other company commander, to be the best...even better than we
are. If that battle value is one of our Army's ‘core values...and

there's every reason to believe it is...then our peacetime behavior
should be consistent. We should reward cooperation and provide a win -
win atmosphere for our people and our units.

We are back again to the point about consistency between the values
which underlie what we do and those which underlie the climate in which

we do 1t.  One way to achieve this is to consistently, or congruently,
link our Army's values, once "articulated” at strategic level, directly
to the performance of the individual...to the various formal components
of our Army's appraisal “system."”

Now we've tried this before. Bunch of nice-sounding (and different!)
ad jectives on each OER and EER form we ever came out with. But, there
are definitional problems, and the values those ad jectives reflect were
figured out by efficiency report study groups and not by the strategic
level, and there was no clear linkage between those ad jectives and our
Army‘s values, and...and there's a whole hell of a lot more to our
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appraisal "system” than just efficiency reports.

1f we could get that value set articulated, intc the heads of our
incoming soldiers, and into what we do, and into the climate in which we
do it, then what we would start to see developing is a different set of
norms (those powerful, unspoken, informal rules that govern so much of
what people think and do) which would reflect our Army's values. These
norms (which don't have to be written down, staffed, printed, ISD'ed and
raught in the school system) would shape the meaning we assign to the

words which we use to  describe our missions and roles. The
organizational objectives derived from mission and role would thus be
linked to wvalues: To the extent that dindividual obiectives are a

breakout of organizational objectives, the linkage extends from
organizational wvalues to individual objectives. And if we can derive
verformance criteria and expectations directly from these individual
objectives, then we got one long calibration running between the purpose
of our Army {(expressed in our values) and the performance of our people
(expressed in our appraisal criteria).

Our Chief of Staff has already told all his commanders about this need
for calibration. Do it in conjunction with getting this new OER going.
A picture of what he said looks like this:

PERFORMANCE STANDARDS

INDIVIDUAL OBJECTIVES

ORGANIZATIONAL OBJECTIVES

MISSION

NORMS

VALUES
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Complicated as hell, and still much imperfect, but, if we can get it
figured out and running, it works in conjunction with socialization at
entry points and climate building at the strategic level...all to the
uvltimate purpose of more effective and efficient transfer of meaning.
But first, we need those values, expressed in some fashion so that all
of us can begin to understand, to talk about, to feel, and to apply a
common "corporate ethic.”

* h ok k %

A PERSPECTIVE OF THE WHOLE

THE FIRST TWO LETTERS IN US ARMY IS "US". Ever since we started working
the problem of "Solve for X", this simple-assed phrase has been center
stage in our thinking. We never really knew what it meant, but it was
always there, whether we were studying Simon's ideas of "suboptimiza-
tion™ in organizational theory, or the Hebrew scholars' translations of
ancient papers written by Genghis Khan's staff, or the neurophysiologi=-
cal workings of acetylcholinesterase at the synaptic gap in the control
system of the human body.

That notion of "US"™ is pretty powerful. It speaks of cohesiveness, and
we have already noted that factor as an ntapped source of force
readiness. It speaks of competence, when competence is a thing of
teamwork, crewwork, unitwork. And it speaks of the corporate ethic,
whose central.importance we discussed a page or so ago. But even beyond
these all-important things, "US” says that somehow we must "de-turf"”, to
some extent, our whole Army.

We get too concerned with the boundaries indicated by the lines which
civcumseribe the boxes on the organizational charts. Too much concerned
about proponency ‘and - jurisdiction. Toe wmuch energy ‘expended on
maintenance of turf -- energy that we need to put instead on the
problems of force readiness. Our notions about "How to Run an Organiza-
tion" are shot through with ¢oo much...rooster behaviors Rooster
behavior far beyond that called for in the word “command”, or "coordina-

tion"”, or "control”. We have a tendency to get in those boxes, those
turfs, and limit our concern and effort to just what happens in there.
That ain't the first two letters in US Army. It's the last two.

A reasonable amount of rooster behavior is absolutely essential to
concerted, purposeful action, but, carried too far, it works to the
detriment of cohesion, and competence, and the corporateness of a
corporate ethic. Carrvied too far, it also works to the detriment of
those processes of information flow that organize matter-energy. In
your mind, for a moment, go 'way back to those battle staffs we talked
about early-on in this paper.

The better those battle staffs performed those information flow process—
es, the better they performed on the battlefield. But information
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flows, throughout an organization (or system), and boxes and boundaries
can be barriers to the flow. The reason the high-performing battle
staffs were high-performing was not because of an outstanding $3, or 52,
or battalion commander. 1t was because of an outstanding battle staff,
and because of people who saw themselves as parts of a battle staff
first, and as 2's, 3's, or whatevers, second. They de-turfed.
Un~roostered. And that's a main reason why information flowed wmore
efficiently and effectively. And that’s how come the end result was far
more than the sum of the products of each of the boxes. They got "UST
working, and it gave them an extra...a quantifiable, measureable
extra...on the battlefield...in outputs of force readiness.

Now how do we get this "US" business ~- this perspective of the whole -~
working for our whole Army? We start right here where we are now. Up
here at the strategic level where things are abstract and where deci-
sion~makers are concerned, hopefully, with the essence and not the
details. And we don't have to do anything new. We just have to do more
of what's already starting. OSystems thinking. Don't know where it came
from, but it's there. Maybe the ORSAs brought it with them.

Two years ago, or thereabouts, the IG, US Army -~ who, like a dozen or
so others at the strategic level, must think of our whole Army, rather
than any functional part =-— started putting out the word: "As you go

around checking things out in this Army of ours, 1 want you to start
developing and applying a systemic approach, rather than a compliance
approach. When you find something not working right, don't concentrate
on giving somebody the dart in the butt for failing to comply with some
specific point in a regulation. Look dinstead for problems in some
process. Look at the whole organization, and out across all functions.
A maintenance problem may not be a maintenance problem, per se, but
rather a funding problem, and that may exist simply because the next
higher unit got its dates mixed up on which windows were opened when.”

Those weren't the 16's words exactly, but, with something akin to that,
he got 'em thinking. System thinking. Indirect effects. 2d and 34
order c¢ausality. The inescapable interrelatedness of things, and, in
that interrelatedness, the notion of the whole. "US".

To build the perspective of the whole, which will help information flow
move more smoothly between and among all those essential boxes, we neead
to get our strategic level to start using more "systems thinking”. It
ain't hard, and doesn't require any schools or workshops. Systems
thinking...thinking! By not only the analysts and engineers up there at
the strategic level, but by everyone. All the generals and colonels who
must tackle the tough problems with far-reaching 24 and 39 order effects
in totally unrelated fields. Thinking...not complicated, but thorough.
And with a “perspective of the whole”, built around some very simple
conceptual tools like those on the next page.
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S0ME CONCEPTLAL TOOLS FOK "US™ TnlNRING

WHOLENESS ©

Initially and throughout the decision-making process, any command or adninlistritive probles fs 1o
be seen Ip its broadest light. Once focused on the broad mass of the problem, the commander nust resist
the temptation to boil the probles down to an over-sinplified cause and effert. Considerativne of
wholeness alert the commander to the fact that the five “best” solutions to [ ive apparently separale
problems wmay ‘congeal to prouduce unsatisfactory results. In 8 similar vein, wholeness dictates that e

efficlency of several indfvidual units or staff sections probably will not resclt in an. efficient
battallon, brigade, or headguarters.

STEADY STATE:

Traditionally, commanders have often worked to achisve satisfactory balance between organfizational
ingredients. When s balance .int was found, the comtmander sttempted to lock all varisbles snd thus
hold the organizarion in ths oalanced state. WIth & machine (excluding friccion losses) such can be
done. Organizations are not machines; they do not achieve & machine-llke balance, but rather they
fluctuate betusen the bounds of some homeostatic steady state.

HULTIPLE CaAUSALITY:

Events in orpanizations rvarely have single tauses and the commander who continuously seeks. the
single "bottow line” cause is deluding himself, and wasting everyone's time. Organizational behavior is
usually generated by leng chains of cause and effect, bullding up in time; or by wultiple factors acting
simultaneously.

IRTEGRATION:

An_ "US” model of an organization portrays an integrated mass rather than a collection of
independent units. The concept of the “cowbined arms tean” is &n example. Traditionally, & decision
concerning A Company or the 6~3  Section was considered relevant only to that one peice of the
organization. An "US" wiew urges looking beyond the immediate effects, and out to the 29 gnd 38 jevel
ef fects which arise as the decision permeates the entire organization.

GROARLZED COMPLEXITY:

Urganizational behavier 1s wmore that the simple sum total of the behavior of the organiration’s

units. As the FORCE research showed us, outcomés on the battlefield result wot enly from each

individusl piece doing its part, but also from the synergy resulting from the intersctions of all the
parts.

DYRAMIC RELATIONSHIPE:

Army ‘organizations have static relationships ({pleture our organizational charts) sand dynamic
relationships based on feedback. The dynamic feedback wechanisms are the wechanisms that enable units
to Thome in” on a target or & goal (16 inspections, ARTEP vesults, ete.). These feedback realtlonships
are tiwe-=dependent. Delaye are detvimental, for dnstance, when events such ss wgapons luprovements - or
erganizational restructuring depend on feedback which wust wend ite way through long Bureaucratic
staffings of field results.

SUBSYSTEM PROCESS FERFORMANCE:

From an "US” wiew, the livelihood of ‘sny Army organization requires the performsnce of certain
critical functions snd processes.  The scope of the varfous funcrions will vary with the size of the
unit or section. Fundamenatally, however, every organization has similar 1ife fupetions that wuit be
carried cut.  When  commander falls to include the performance of eritical functions {n planning his
organization, thee that organization will fail or the omitted functions will be performed In clandestine
mAnHEr.

ADJUSTHMERT PROCESS:
Commanders without an US-oriented view may attempt to solve problem situations by initiating some
preject or prograw to compensate. Rather then confound a disturbed system by Introducing some strange

new procedure, an US-oriented commander would eften conserve resources by recognizing snd supplementing
the organization’s ad justment Processes.

FLOWS AMD DECISIONS:

From an "US" wview, the commander sees the organization ss & collection of process-performing
subunits, connected together by & vast setwork of informecion (and materisl} f£lows.
content of thege flows are the primsry controls that the comsander works with in
organigation”.

The rate and
“running the

TERMINATION:

Systens die; srmies asre defeated, Shshs are overthrown, and corporations g bankrupt.
Traditionally, organizstional fallure 1z asscribed to bad luck, poor control or bad strategy. The
commander who uses an “US” meotal model sttends to those considerations which can cause & gyeten Lo die.
By knowing vhat causes a system to die, the commander can svert {or postpons) similar events in the
organization under his commmnd. Conversely, when the situstion demands, sn US-orieoted leader cao be s
strategic “sxecutioner” and perform timely and effective termivations where appropriste.
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THINKING OUTSIDE OF A BOX

What this perspective of the whole mnight lead to, for example, is a
DCSPER-type why de-turfs a bit, and begine to think outside of his box.
Instead of merely lowering a shoulder and butting the internal, boxed,
organizational windmills, our man up at platcon headquarters might begin
to. look into other fields, acrouss those often dysfunctional organiza-
tional lines. That's how the environmentalists started off with an
engineering project and ended up with all them damn little snail-
darters. That's how the DA base closure guys get to the essence of the
24 and 39 order impacts of a new Army stationing plan. And that's how
our DCSPER-type might come up with insights outside his box —-- like over
in training -— like in the box below:

TRAINING-~THE ONLY WAY

"1f we say {maybe in other words) that we love the soldier, and If this
comes  from not just our mouths but from down deep in our soul, then we
really have n¢ choice but to bend every effort, every resource, every
activity, and every priority toward his TRAINING...not because it is
true that “tralning is our wmost dmportant peasetime activity”; not
because it 1s also true that trainlng is what the soldier gets paid
for”; not because it is also true that "training in peacetime keeps him
alive in war”; but because ‘way down deep beneath all those truths is
the even more fundamental truth that TRAINING is the flat-out only way
that the soldier can be what he entered our Army to be...the only
way...the only way that we can meet his expectations...the only way that
organizational and individual goals can both be served...and the only
damned way that we can preclude what really amounts to cheating the man
whom we wust one day send to perform “the noblest act of mankind.”

S0...if we speak to soldiers of our concern for “PFC Marne”, or
"Snuffy”, or "Joe Tentpeg”, or “those kids", or whatever terus we
devise, sometimes inappropriately, to express care and affection for the
soldier, then the soldiers will listen...but...they will have heard all
these terms before, in all shapes and forms, and it will be the
soldiers' TRAINING, and not our words, by which these troopers judge
whether or not we're sincere and professional or just another bunch of

feather merchants with a bad case of alligator mouth and hummingbird
EY-T-

Now if this way of looking at TRAINING, even though it's “shrisokish,”
makes sense to you, then carry it a few steps further. It says, to me
at least, that TRAINING 4is our Army's ultimate "Human Goal” that
TRAINING underlies all that we do to build "Quality of Life,” and that
TRAINING is the place where our Army's leadership, all of it, can do the
most in terms of serving both the mission of the unit and the welfare of
the men.”
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PROMULGATION

"Promulgation” is & tough word. Sounds like some stomach disorder. In
the context of this paper, it means getting the word out...out from our
strategic level and across our whole Army. What word? Well, the word
about our Army's values, and about the perspective of the whole. There
are two ways to do this, one indirect and one direct.

If our strategic level, operating as an "US", gets serious about articu-
lating our Army's values, and if they come to see the perspective of the
whole as a valuable tool in handling their grave respongibilities, then
both of these abstract things -~ values and systems thinking -~ will be
reflected in the decisions, policies, and programs. that come from the
strategic level, These values and systems notions then become carried
by our Army's “organizational «c¢limate”. And that's the indirect
approach.

The direct approach to spreading the word is to use the information
mechanism that armies have used for ten thousand years == the chain of
command. But what must flow down that chain of command is not a procla-
mation, or a letter to everybody signed personally by the boss's signa-
ture machine, or a wallet card covered with plastic. What must go rat=—
tling down through that chain of comwand is a philosophy...a philosophy
of "How to Run an Organization”...a philosophy which picks up those
values, comhines them with the notion of "US", and sends them down
along fhe chain to flow and spread out across a whole Army. That direct
message (and it can come via all sorts of media and formats), buttressed
by the same message carvied indirectly by the climate, can do much to
“orchestrate” the efforts of a whole Army.

And that’s how the strategic level can wmarshal two forces =~- two
abstract forces -- in such a way as to enhance the information flow that
organizes matter—energy...the strategic level.

FORMULATE AND ARTICULATE
ARMY PHILOSOPHY AND VALUES

STRATEGIC )
. v . .
- e LEVEL o Values Calibrator of Purpose

N — and Performance
- o -~ e Perspective of the Whole

& An Army Philosophy
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If you look close at that 3x3x3 up there, and if this recon paper has
made at least some sense in places, then you'll probably see a rough
parallel to our simple cybernetic system model. INPUT comes from the
strategic level --— wvalues, and a perspective of the whole, and an Army
philosophy. THROUGHPUT is carried out by and at the coordinative level
~- in planning, through efforts to build cohesion, and by the growed-up
0b officer. The OUTPUT shows up at the operational level. It is
measured against the PERFORMANCE STANDARD of better information flow.
FEEDBACK, the "lost process”, must come from the cleosest thing we got to
battlefield performance. Maybe that's the NIC when we get it going.
Maybe it's better reading of ARTEP and SQT data. Whatever the criteria
of force readiness or battldefield performance that feedback is derived
from, it's got to close the loop back to the strategic "top” level of
OUuT ATMY.

In essence, what we have laid out here in Part I1 are a few ideas about
what to do if we believe that greater efficiency and ef fectiveness of
information processes is one of the keys to greater force readiness.
The proposals that we have developed range from the specifics of
measuring the efficiency of information processes in a unit like a tank
batrtalion, all the way up {or out) to the abstractedness of senior
decision-makers putting "systems thinking” to work, None of these
proposals, by themselves, call for any drastic or cataclysmic changes.
Most of them flow along with the "natural state” of our Army. They
involve extending, expanding, "growing up” things we are already doing,
through the application of what we have learned through science. And we
don't have to do ‘'em.all. If we do just one, any one, we'll get some
measure of additional actual force readiness. If we want to do ‘em all,
if we want to go for the "synergy”, it'll take a little bit of resource,
a moderate amount of time...and a whole hell of a lot of "US"!  And we
ain't got but a few WOre YyearS.ec....
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From Avmy Magazine, February 1674, Copyright 1974 by the Association of tlin
US Army and reproduced by permisaion.

AN IG INGPECTION NEED NOT MEAN IGHOMINY

i

LTC Dandridge M. Malorn.

Many professionat soldiers, officer and enlisted, are fundamentally
opposed to inspector general inspections, announced or unannounced, not
because of what the IG inspection is supposed to do, but largely because of
what it actually does. When the IG inspection system works in the way it
usually does (at least over the past 20 years), it invariably produces
unfavorable side effects-~tension, superficiality, nonproductive
competition, stretched truth and, often, Just plain lies and dishonesty.

Now we can go on and complain about power-mad demigods, fingerprints
on brass, 2 1/2-ton trucks full of "mobile overages,"
bre-pre-pre~pre~inspections and the like. But complaining will not
accomplish mich. Let's think and talk a little about the vhat and why of
IG inspections.

The IG system, like the officers’ efficiency rating system, is based
upon the exertion of raw, arbitrary, unidirectional, coercive power. Any
such system is invariably going to be unpopular, and "troops," including
you and I, will try to figure out ways to "beat the system." Why? Because
we do not like to be "powered upon” by any person or organizational entity.

So, looking at this problem constructively, the task is to cause
changes deep in the very heart of the IGC inspection system--and the
operational question becomes: how do you get people to loock at the IG
inspection as something other than a rammed-down~your-throat demonstration
of force?

It might be possible to change the basis of the IG inspection from
coercive power to what might be called supportive power. Commanders and
units have to perceive, and believe, that the IG inspection is helpful. We
can give lip service to this idea all we want, but mere words do not count ;
belief does, How can you get units to anticipate and undergo an IG
inspection without all the undesirable side effects? Perhaps the secret
lies in 1linking help with the inspection~-real, physical, qualified,
reporting-for-duty help, not Jjust the usual "detailed report"” or "expert
advice.” Help, in this case, means people who are specialists, temporarily
assigned to the unit to assist in correcting its IG "deficiencies."

Perhaps we can think about splitting an IG team into two parts. Call
the parts what you will, but for right now, think of one part as charged
with inspections, and the other part with support. From time to time, say

every two or three months, the two parts switch functions, for reasons that
will be explained.

An IG inspection would be a two-phased affair. First, the unit would
get the detailed inspection, critique and report. Then, in the second
phase, the support team from the IG would Join the unit for a short period
of time, perhaps two weeks, and actually help with the work reguired to
correct deficiencies. The unit gets people~~people with the same expertise
as the inspectors (because the "supporters" will sooner or later become the
inspection team).
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We might add bere that it would be unwise to have the inspection unit
first do the inspection, then turn arcund and become the supporters; both
parts have to be separate, but still perceived as "the 16 team.”  You have
to have two parts—-good guys and bad guys; plus and minus--so that the unit
can at least have the alternative of positive perception.

You might lose time by maintaining two separate parts, but - it - does
establish, automatically, an internal system of 'checks and balances"
within the I1G team. Most important, having two parts makes It possible for
the unit to perceive "the IG team" as helpful.

With the two-phased IG routine, there are some obviocus disadvantages:
time and personnel costs, scheduling problems, 1Cs that have never done it
this way before, and the like. But there are some beneficial side effects.
The "supporters" have to be good, because they are also, at other
times, inspectors. In the unit, there is probably the perennial shortage
of qualified specialists. With two weeks or so of "support," a lot of
know-how can be passed on by the "supporters' from the IG team to the unit
personnel. So, training becomes one advantage.

Next, assume a situation where a unit  supply sergeant has been
submitting work orders for months trying to get a toilet fixed~-and nothing
happens. A "supporter” expert, running into this same problem as he helps
the supply sergeant get work orders lin for all his R&U discrepancles, has
the know-how and clout (because he is a member of the I1G team) to move
whatever or whomever responsible for the work orders not being acted upon.
So, by getting the supporters involved in the problems of the units, you
get soms additional indirect supervision of the divisional or post  support
system.

This involvement with the unit should also make the supporters bvetter
inspectors when their time comes +to inspect, since they gain more
understanding and a more realistic view of the unit’s problems.

1 have another recommendation on IG inspections: what about an
inspection where the inspectors do not look for what is wrong but rather
for what is right--not Just right, but outstandingly right? This,
admittedly, is idealistic and may require some changes in one's thinking.
During and after an IG inspection, there would be no comment on things that
were Wrongs The team would lock for things that were done exceptionally
well., If they did not find any, there would be nothing in their report.
Nothing. Units might then work to avoid a "no comment” report, and the
only way they could do this would be to build and work for systems,
procedures and conditions that were exceptionally good. Wnen exceptionally
good things were found, then the reporting procedure would be concerned
with explaining the details of how this good thing was accomplished.

Reports like this might be appropriate for circulation within the
division, but perhaps it would be best not to identify, for the rest of the
division, the unit that did the exceptionally good thing. Now this may
seem peculiar, too, but think for a moment of the natural human quality of
professional pride and professional Jealousy. Some commanders, and even
supply sergeants, are 00 proud to accept help from their "competitors.”
So, when a team did find an exceptionally good procedure OF system, such as
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in a wunit fund, the reporter identifying the vrocedure and the unit would
go up the chain of command, and the unit would get its recognition along
the way. The report to the rest of the division would not be concerned
with giving recognition, but rather with providing the details of "how to
do it," and thus how to avoid that "no comment' report.

And still another alternative: could you give a unit commander, say
at battalion or brigade level, a choice between several different kinds of
IG inspections? Maybe the %two outlined above, or maybe two or three
others, but at any rate, some sort of choice. Choice or option does at
least two big things: it removes much of the negative impact of coercive
povwer and secures at least some degree of positive commitment on the part
of the chooser.

How can you .get choice working in an IG inspection system? Use
alternative methods, alternative dates, an alternative inspection sequence,
or alternative types of reports, although it would be difficult to prepare
and coordinate all these alternatives.

Think about the mission, the purpose of an IG inspection.

What is it, really? Is this purpose accomplished if the inspection
system creates an atmosphere of anxiety and tension throughcout the command?
Is it accomplished 1if efforts to prepare are focused on impressive
superficiality and nweasurable trivia? And is it accomplished if
professional soldiers are coerced to accept distortion and dishonesty as
accepted means of accomplishing a task?

As for these ideus on the IG inspection, maybe they will work, maybe
they will not; maybe they have already been tried, and maybe they "reinvent
the wheel." But what is wrong with reinventing the wheel? We need
double-belted steel radials, not rounded stone, for today's Army. We have
got to question the established order, to think about and try new things.
We rmust keep changing in every area, for we cannot afford to drive our
"Green Machine' into the future at 100 mph--with our eyes locked firmly on
the rear view mirror.
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Reprinted from PARAMETERS, Spring 1971 with permission of the editor .

A REGISTER OF MILITARY CONSULTANTS

by

Lieutenant Colonel Dandridge M. Malone
and Lieutenant Colonel Walter C. Cousland

(How can the Army keep its finger on the
voluminous amount of information and
varied expertise held by its members? Can
a practical, ready reference systenm be
devised that will opportunely produce
needed data?)

In 1969, the Secretary of Defense issued a directive that outlined
policy "To assure that the Department of Defense and the Nation gain the
maximum possible value implicit in the work and thought at each of the
middle-level and senior Service schools." The guidance for achieving this
objective deals, in the main, with the processing and disposition of
abstracts of selected student research papers. The directive's purpose is
well-sighted, but its aim can be improved.

The purpose here is to propose a way of expanding current procedures
to make available, across the entire Department of Defense, more of the
special expertise extant within the military. The concept to be discussed

envisions a ready access to far more information than Just that found in
student res@drch papers.

Unquestionably, much good, diligent, solid effort goes into most
student research projects. But most begin with--as an acadenic gr ound
rule--an explicit definition of the problem. Tomorrow, today's problem may
well be a thing of yesterday. Studies, per se, are all too often static.

The Department of Defense directive is aimed at enhancing motivation
for and giving a sense of participation to students within the military
school system. This approach omits recognition of +the fact that
significant research is done elsewhere as well--at graduate schools, for
example, or on military staffs. And some individuals do extensive research
on a particular subject Jjust because they are driven by that elusive
phenomenon called "intellectual curiosity.”

Irrespective of where the research is done, the end product takes one
of many forms: thesis, staff study, book, instructional course, essay, or
simply extensive but unpublished knowledge. The form of the product
notwithstanding, motivation and individual ability repeatedly produce true
expertise. Frequently, however, this know-how is unavailable because it is
hidder.

The  expertise oftentimes atrophies because the expert's careér gets
"managed." He rotates to other assignments, and his area of expertness is
left behind. Without approaching any closer to the hoary lair of
"generalist versus specialist,” it is obvious that little is done to

nurture a hard-won skill beyond either the utilization or permanent change
of station tour. :
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How long has 1t been since anyong ask
areca related to the research you did while at a Service school or graduate
school? Were you ever asked? Are you current in your field? Do you read
the professional journals and books? Do you get an allowance for buying

these books and Journals? What conferences or conventions have you
attended?

ed your advice or opinion in Lhe

High-level problem-sclvers, while considering questions of grave
importance, often find themselves faced with problem components beyond the

ken of their study group. Other problems of significance beckon--or
threaten--and there is not time to do the research needed to develop the
required knowledge. So, the problem component gets 'farmed." This

proclivity for "administrative agriculture” has become quite prevalent in
the military environment. Partly because of this circumstance, true Lo the
dictates of history, a conglomerate of defense strategies and tactics has
evolved. Nevertheless, the problem component is still "farmed out" to a

civilian organization or to a consultant--experts in the field being
scrutinized.

An example of how the Army overlooks its basic resource of individual
expertise occurred not long ago. In 1968, officers assigned to the
Department of the Army Staff were required, and possibly are yet required,
to attend a series of films on the subject of effective writing. These
films were produced at a sizable expense to the Army because thelr
production relied heavily on advice from civilian consultants and agencies.
On viewing these films, a former West Point imstructor questioned their
cost (as well as their competence--due to several technical errors in style
and grammar). He asked whether the films' proponents had contacted an
especially well qualified Army officer who at the time was Professor and
Assistant Head of the Department of English at West Point. This English
professor's office was located down the hall from a military TV studio with
the capability of producing films. The professor, a nationally recognized
authority in the teaching of effective writing, had a complement of officer
instructors who could have produced, directed, and even acted in the films.
Although this military expert was available, he was not consulted--simply
because those responsible for producing the films did not know about him.

The military school system, the c¢ivil schools program, and the
initiative of the true professional give the military establishment a
productive capability for the development of expertise.

We do poorly in using this expertise. We do poorly in keeping it
alive. But, we can use this expertise far more fully; we can sustain
it--and we can do this in & manner that will enliven academic motivation
and increase the sense of participation throughout the Department of
Defense. Tt ean be done with little time, little effort, and limited
funds.

First, establish criteria appropriate to the designation of an
individual as a '"consultant." Initially, these standards should be based
on knowledge; experience-based criteria might be developed later by Service
schools. From an academic perspective, the knowledge level accompanying a
master's thesis would seem to be an approximation of that desired in a
military consultant; for example:
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e Knows basic references in the area of expertise.

e nows names and contributions of leading authorities.
e Has completed a survey of relevant literature.

® Has an understanding of basic theories.

& Knows and has read primary journals and pericdicals.

¢ Has completed an informal oral examination by others knowledgeable
in the field.

e Has profound knowledge in at least one particular portion of the
area of expertise.

Second, offer the designation of 'consultant" as & matter of
individual choice. Coercion will erode motivation and perhaps destroy the
sense of participation and contribution. Introduce the program on a
limited, experimental basis; e.g., as an individual student research option
at a senicr Service college. No written product would be required, but
rather an intellectual product--to be developed by in-depth reading. Allow
the written product 4o ‘be an individual option. Assume  honesty and
professionalism on the part of program . participants. Later, expand the
program to other senior Bervice colleges. Eventually, depending on program
evaluation, include middle-level schools, civil graduate schools, and
qualified individuals. It should be noted that anyone who serves the
military would be eligible to qualify as a consultant: active duty
officers and enlisted personnel, retired persons, and civilian employees.

Third, begin compilation, publication, and issue of a Register of
Military Consultants--a companion document to Field Manual 101-5: Staff
Organization and Procedure, and the Dictionary of United States Arny Terms.
Organize by subject, catalog alphabetically by subject area descriptors, or
use a standard library shelving code. List subject, then the consultant's
name, address, and AUTOVON telephene number. Computerize--similar to the
US Army Register.

Fourth, establish, publish, and teach guidance for consultants and
consultees. Formulation of the concept 1is based on the premise that
consultants will give advice, opinions, information, references, and
referrals--not do studies or staff work on action papers. The primary
means of communication with consultants will be by telephone (AUTOVON).
Essential also 1is the econstraint that the designation of "consultant”
should not be a factor in official evaluation procedures, to include
academiéw?%perts. The consultant register should be organized by subject,
not by name.

Fifth, establish a computerized feedback system for annual update and
evaluation. Use a one-page mail-out with simple questions for the
consultant, e.g.:

& Recent or anticipated change of address or ALLOVON number?

e Estimated number of queries during the year?
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® Still want to be listed in the register?
@ Problems?

@ Other comments?

Sixth, pay the price. Provide the consultant with an annual allowance
of from $50 to $100 for the purchase of professional Jjournals or other
publications concerning his areas of interest. This allowance, or a more
liberal one, could be considered as a primary extrinsic incentive for the
program. More important, it would assist the consultant in sclving today's
problems today.

With a little imaginative thought, improvements which could be made to
the application of this concept become readily apparent. At least one
major adjustment will be required; e.g., the method whereby consultant
status is validated. Initially, certain seemingly applicable criteria can
be established: graduate schooling, other schooling, extensive publishing
experience, and certain personal experiences could be used at first.

Later, these requirements could be expanded to allow branch schools
and staff colleges to award the designation of "consultant" to qualified
students. The system might be broadened further to allow a supervisor to
recommend a subordinate who had demonstrated expertise in a special area.

This concept assumes and 1is based wupon the integrity and
professionalism of the military. Carrying out the program, somewhat along
the guidelifies suggested, can do much to increase military problem-solving
effectiveness. It is not unreasonable to envisage an enhanced image of the
military, as the civilian community sees academic expertise promulgated in
a myriad of expressions coming from those in uniform. The greater value of
the concept, however, lies in the personal and organizational pride that
would ensue as the military BServices and personnel help one another,

participate more in the overall effort, and contribute to the cause of
their particular Bervice.
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WE'RE HERE TO HELP YOU . . .

D. M. Malone

How many times you heard 'ole IG say that? What were your thoushts
and feelings? Did you believe what he said? Did he believe what he said?

On 1 Nov 1979, something happened in our Army that makes it possible
for 'ole IG to really help, and for you to believe that he's helping, and
for him to believe that you believe he's helping. What it was that
happened was the OER support form.

Let's say you're a unit commander. By this time, you've probably met
with your boss, and the twe of you have sat - down and talked about the
details of what he expects of you. Together, you have worked out the
principal objectives and criteria for you and your unit, and put these in
priority. ObJectives, criteria and priorities. Unique to your unit. The
things that focus the effort for you, your chain of command, and your unit.

Now, if it's true that an organization does well those things that get
checked, then it seems that you could get your "things" done better if <the
IG's "checking power" was tailored to, and focused on, the particular set
of objectives and priorities that you and your boss have worked out on the
CER support form. This would make the IG's "help you" number a damned
sight more believable, since the IG would be bringing extra in~depth
inspecting, detailed knowledge, and supervision +to those specific

objectives for which the boss is going to hold you and your unit
responsible,

Further, and to the degree that the OER support forms reflect
differences among like wunits and their commanders, an IG inspection
tallored to a specific unit might help commanders compete more against
objectives and criteria than against each other. Like the troops do on
their SQTs.

Se « . . 'bout 30 days before your next AGI, why don't you get 'ole IG
to come see you? Sit him down and lay out those objectives, criteria, and
priorities that the boss holds you and your unit responsible for, then ask
him if he can put together an AGI geared specifically to your unit. It'1l1l
mean some extra work for him, but he means extra work for you, so why not
put all that extra work that the two of you are going to do anyhow into
those things that the chain of command thinks are most important?
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OF POT METAL AND COLD

I'm a mechanic. One day, this policeman drives in in his Ford cruisor
and says to me, "Look, from time to time, 1 got to he able to outrun the
bad guys with this thing. I ain't been able to get much money from City
Hall for maintenance lately and I'm gettin' some knocks and thumps in the
engine. It doesn't run very smooth, the mileage ain't too hot, and I think
it's losing power." :

So I lift up the hood and look it over. I look at it, and listen to
it, and touch it here and there. 1 know the cop doesn't have much money,

and I like him, so I look. to make a sipgle, simple, significant
adjustment--the essence of mechanicing.

I look some more--then I see it, down deep in the engine . . . a pot
metal screw, obviously forced into the engine some time ago by some turkey
who didn't know much about engines. On the head of the screw are the
words, "Up or Out,”" and I take the damn thing out. As I pull it out, out
pours fear; and destructive competition; and 1ittle ground-up bits of
dignity, and loyalty, and sacrifice; and a norm-referenced replacement
policy which dogmatically and expensively assumes that parts must be
replaced continuously, irrespective of how they function.

The engine begins to run smoother, and the evaluation regulator--hot,
smoking, and about to blow up earlier-~begins to cool down.

In my tool box, I got one little part that's a new thing made by some
company. down in Virginia. It takes a lot of time to make one of these
things, and & mechanic has to go ito school to learn how to install it.
It's a very simple part, but a lot of mechanics who've heard about it, Just

don't really understand it. It's a small golden screw called "Tasks,
Standards, and Conditions.”

I screw it into the engine~-into the hole where the Up or Out was——and
that hummer starts to hum! All over the engine, expectations for each part
are clarified. And - with that, responsibilities, and priorities, and
resources bezin to line up as they should. And with that, superfluous

functions (which are everywhere, gumming up the engine and sapping its
power) are eliminated.

The total load on the engine begins to distribute itself naturally.
Hot parts, about to wear out from maximum stress, begin to cool down.
Other parts, which hadn’t been getting or doing their share of the work
simply because they didn't know, begin to hum. The engine runs smoothly,
and all the parts work together.

I close the hood and wipe off the grease. The cop gets in, says
thanks, and drives away. Ahead of him in the distance, I see a big
mountain. I don't know how he'll make out with that, or with the bad guys
(maybe he needs a Cadillac) but his damn engine's fixed.

And I throw the pot metal screw in the shitcan.
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From Army Magazine, March 1979. Copyright 1979 by the Association of the
U.S. Army and reproduced by permission.

KNUCKLEBONES AND CHICKEN LIVERS

CoL D. M. Malone

Hey, Army! You know I care about you, big fella, but sometimes you
Just ain't got good sense. You do things that make me want to punch you
out.

Not 1long ago, I saw a rmessage from MILPERCEN to the world. The
subject was OERs. You know what the message said? It said, to me and to
rating officers all over the Army, "Look, if you relieve an officer for
cause, for crying out loud, don't give him a damned ‘outstanding' on his
OER."  MILPERCEN wouldn't have whipped that one out unless they had some
real problems. Now, you'll probably give MILPERCEN the dart in the butt
for sending out such a message, but it ain't them that's got the problem,
'ole buddy, it's you! You got to do something about that sorry OER system.

A thousand people must have told you that that turkey is inflated to
the point where "average" and "maximum" are the same. This means that, to
the degree that you use the OER to promote, you might as well use dice.
You could add some measure of sophistication to this, perhaps, by tossing
knucklebones on the ground at midnight, or by throwing chicken livers over
your shoulder and getting some systems analysts to study the landing
pattern.

You mst know, too, that some professionals in the business of
executive appraisal have looked at that OER thing and concluded that it has
" neither validity nor reliability. To me, this means it doesn't tell the
truth, and won't even lie the same way twice.

I once saw a statistical curve which showed how the performance scores
of all captains (maybe it was colonels) plotted on a scale from zero to 200
maximun. The averasge, the damned average, was up above 195, Now when
you've got eight to ten thousand folks clustered around a 195 average,
you've got some real problems making the sort. Scores get skewed--and
folks get shafted.

Years ago, 1 complained about this to your personnel persons. They
said to me, "Look, the numbers don't really mean anything (hell, I already
knew that); what's really important is how the OERs are worded. Selection
boards and assignment officers can really draw meaning out of those words."

I thought of some Army words I'd heard, like "underachieve," and
"overalign," and 'prioritize," and ‘"promulgate" (that one sounds like
somebody throwing up), but what the personnel folks said made sense--for a
little while.

Then I reualized that writing ability, like any other human skill,
falls in a norml curve if you measure the writing ability of 100 writers.
And what the personnel people had really told me was that the OER was
actually measuring the behavior of the rater, rather than the ratee. Damn!

As I see it, 'ole buddy, you've only got one good thing goling for you
with the present OER lash-up. That's this: the OER will have a lot of
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friends in the egual opportunity comrunity because it sure as hell doesn't,
won't and just flat can't, discriminate. HNow think about that a minute.

If that OER thing can't discriminate, then the operators in an
appraisal system-~like  commanders, promotion boards and selection
boards--will start looking around for other things to base their jJjudgments
on. And what does that do? It blows out of all proportion the long~term
career significance of insignifidant error, of measurable trivia, and of
efforts and activities related marginally, if at all, to mission
performince. And what does that do? It works head-on opposite against
many of the things you're trying so hard to develop in our officer corps
like initiative, for example, and willingness to delegate, and willingness
to speak out and up.

This is where all that sorry ticket-punching business comes from, and
this is why every officer job has an unofficial "career enhancement" score,
and this is why Gen. "Abe" Abrams once said, "For God's sake, doesn't
anybody out there Just want to do a good job?"

What's the solution? I don't know. I've got at least a dozen, not
even dncluding the knucklebone alternative--and 'so does every officer I've
ever talked to on the subject. That's part of the problem, but it's also
part of the sclution. The answer's out there, somewhere., Have you tapped
this potential, Army? Yes, you have.

And you've got something else. Buried wup there in MILPERCEN is a
capability you never had before. Always before, you designed OERs with ad
hoc study groups headed by two or three generals. That's where our present
rotten OER came from. YNow, however, you've got two or three officers who,
years agod, sald to hell with cereer enhancement scores.

These men dedicated themselves to becoming expert in executive
appraisal. Today, they're among the best in the nation. They're good, and
for at least the last three years, they've been in touch with the ideas of
thousands of officers in the field through tests and surveys. Why don't
you let ‘em launch? Whatever they come up with, even 1if ‘it's the
knucklebone alternative, can't be any worse than what we've got. Nothing
is something you can't lose.

Lock, old friend, 1 know you're going to get mad at what I'm telling
you, especially here in public in front of God and everybody. You're going
to say, "Colonel, you're destroying the officer corps' confidence in their
whole reward system." Well, ‘'ole buddy, in the first place, the OER is a
damn long way from being the whole reward system. And in the second place,
how in the hell can I destroy something that has ceased to exist?
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OUR TACTICAL DOCTRINE

by COL D. M. Malone

HOW TO . . . SET UP THE MACHINERY TO SUPPORT THE ROSS'S CONCEPT OF
"OPERATIONAL CONCEPTS AS DOCTRINE"

A splendid idea! Any soldier in this Army, conceivably, could write a
paper which could, if it passed the test(s), become DOCTRINE for the way
our whole Army does or thinks about, a certain thing. That message alone
says a lot about "US" and how we do things in our Army.

But we need some way to focus the effort. First, we need a target, or at
least an impact area, for the operational concept papers. Second, we need
some way to bring informed expert judgment to bear on the concepts.

How do we organize the target area? What is it we want to write doctrine
about? Three alternative content area breakouts come to mind:

a. The L6 OPMS specialty fields. This would wrap up our whole Army
(theoretically) and, because of MILPERCEN organization, make it easy to
bring expertise to bear. But, this is an awesome range of content to
handle; plus, it doesn't say much about interdependent effort.

b. TF Delta working variables. Sometimes, in our TP discussions, we
represent “Our whole Army with 5 variables: doctrine, Thardware,
organization, training, and the will of soldiers. This does get at the
interdependence business, but, whereas alternative a. is too specialized,
this alternative seems too general.

¢. BDP's critical battlefield tasks. This alternative splits the
difference on the specificity--generality continuum, but, better than that,
it focuses the doctrinal effort on getting ready for the next war. It also
aligns the decentralized writing of doctrine with the "macrodoctrine” of
the BDP roadmap, and, further, permits us to use the expertise that the BDP
effort unearths to help in assessing the content of the operational concept
PEDErS.

(We should, even now, be including an 11th critical battlefield task. Call
it will, if you will, and describe it as the will to fight, coupled with
confidence . . . confidence in battle performance of self, buddy, crew,
unit, and equipment. How does the Threat stand on this one? What are the
shortalls? How do we overcome them? What are the variables? The

baselines? The easy way to ansver these hard questions is to offer up some
hot air about "the intangibles of war." The hard way is to say, "By God,
if we can conceive it, we can achieve it . . . now how are we going to do
that?")

Three additional thoughts on organizing the target areas:
a. Perhaps we need a "levels" breakout. FM 100~% and our

"organizational leadership” matrix both have a levels breakout. So does
some of our best management and organization theory. There seem to be
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three levels in any organization: strategic, coordinative, and
operational. A captain with a hot operational concept on 'target
servicing,” for example, might be better able to focus his message if he
had some such "levels" paradigm.

b. We might narrow the target area even more if we gave some thought
to what should be indoctrinated and what should be undoctrinated. Of all
the things having to do with target servicing, for example, we should

indoctrinate those which limit flexibility, creativity, initiative and
innovation. '

¢c. We need to spell out some format criteria for operational concept
PADErS. Not overly restrictive, but designed for the purpose and the
processing of the papers. ATSC "visualizers™ like Mr. Zuckerman and good
magazine editors could help with this one. How do you get the essence of
something onto 10 pages? It's do-able. Will and Ariel Durant did the
vhole history of mankind in 100 pages!

So now we've got a young Infantry Captain with a strong, thought-out idea
about  what should be with respect to sowmething artillery on the
battlefield. He focuses in on target servicing, and his idea fits there.
And it seems to fit best at the coordinative level. The young man 1s one
hell of s fine writer, and so he gets his operational concept articulated
in nine pages, with two figures, and one small table of data. The paper
is ecrisp, clear, concise. Meaningful, appealing, and Jlogical. Besides
that, it Jjust sounds good. But . . . so does a used car, on a rainy night,

with its transmission full of sawdust. We need some way to bring expert
Judgment to bear.

On May 12, 1981, the Artillery School held its second annual Target
Servicing Conference-~three-day affair--72 people from all over our Army,
mostly Redlegs. On the second day, in the Coordinative Doctrine division
{one of three sub-groups of the Conference), a young Infantry Captain took
his turn at the podium and ‘presented" his paper--just like the
academicians do  when their discipline has i1its annual nmeeting. The 27
members of the CD division, all experts in target servicing, has read his
paper beforehand--nine pages, two figures, one small table of data. They
were ready for the young captain.

He finished his pitch, stood back, took a deep breath, asked for questions.
No hands went up . . . then one 'ole target servicer (from DARCOM) stood up
and said, "I've read your paper, and I've listened to what you said . . .
and . . « there ain't no sawdust in your transmissions. 1've wondered many
times how to do what you propose. I've seen 100 efforts fail. How in the
hell did some damn Infantryman finally figure it out?"

The (D division concurred; twe colonels offered some wordsmith and

phrasemonger guidance; and the damned captain got on the phone to MILPERCEN
and branch-transferred. The "operational concept” had passed its first
major test.

On May 15, 1981, the Selection Committee of the TS Conference met with the
Commendant of the Artillery School. From the 54 concept papers presented
at the conference, they had selected nine which seemed to best meet our
Army's target servicing needs (fairly well identified in the BDP). The
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Commandant had read seven, listened to two. He approved the selection and
asked that they be reproduced and sent to all the Conference attendees. He
singled out three of the papers and sent 'em to TRADOC. He hit each one a

lick with a rubber stamp with Israeli characters. Translated into English,
the characters said, "Recommended Doctrine.”

On Aug 2, 1981, CG FORSCOM received a 3-ring binder from TRADOC. It was
labeled "US Army Battle Doctrine--Selected Operational Concepts (Working
Draft)"--150 pages, 11 sections, and a cover letter. The cover letter
noted that each concept had been assessed carefully by numerous subject
matter experts and the doctrinal staff at HQ TRADOC. The letter requested

review by principal staff and major field unit commanders--and return to
TRADOC by 1 October 1981.

Two days before the 1981 Army-Navy football game, at the Army Commander's
Conference, (G TRADOC issued to the attendees the first-run copies of a
3-ring binder entitled, "US Army Battle Doctrine, 1982." In This
presentation to the Conference, he illustrated the content of the binder
with two figures and one small table of data.

On 3 March 1982, at Ft. Hood, an artillery battaelion commander had one hell
of 8 time coordinating his target servicing with & tank Dbattalion
commander. They argued. And argued. Then they went to the G3. "Just how
the hell is it we are supposed to do this thing, 37" 3 whipped out a
3-ring binder. "It's right in here,” he said. "Look at that small table
of data." The artilleryman grinned-he'd read thru the binder just last
month when it first came in. Even had an officer call about it. The
tanker read, grunted, and said, "Christ . . . there must be a better way.
In fact, by damn, I know a better way!"

3 said, "Well . . . now let me tell you what you can do about that. . « ."

[ I
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OFFICER PERSONNEL MANAGEMENT SYSTEM (OPMS) REFINEMENT

by COL D. M. Malone & MAJ(P) Martin M. Ischinger

Somewhere, somehow, sometime after its inception, the Officer
Personnel Management System (OPMS) got off track. When the word was passed
out to "pick our best commanders for command," it got changed to “pick our
best officers for command.” That just isn't the same thing. Some of our
best officers aren't commanders, don't want to be commanders, and can best
serve our Army in positions other than command. On the other hand, having
identified good commanders, we do our Army a disservice by shuttling them

out of the command milieu into positions where they become stale and out of
touch with the unit environment.

Over the years, a stigma has been attached to officers, particularly
combat arms officers, who have been non-selected for command. We need to
refine the OPMS so as to maintain the combat imperative of the officer
corps while simultaneously recognizing and rewarding the legitimate role of
the specialist, thereby, removing that stigma. Implementing the following
recommendations will be a giant stride in that direction.

® Provide a requirement for officers at about eight years of
service to indicate whether or not they want to be considered for battalion
command selection. Don’t send them a form--they'd all check "yes." Have
them apply for command and include with their application a videodisc on
which they'we explained "My Philosophy of Command and Why I Want To Execute
It." One might alsc consider similar tapes on "Why I Want To Be a

Personnel Management Specialist," or "My Philosophy of Operations and Force
Development."

® Ensure that battalion and brigade level command selection boards
are loaded with successful commanders and officers with recent or current
troop duty.

® Establish selection or screening boards for key specialist
positions such as division principal staff officer and higher level staff
officer, stablize these positions for minimum of 18 months and publicly
announce selection lists for these kinds of positions. The Aroy Times
headline would read something like "14 Selected for Division G-k, 12 For
G-2."

® Ensure that selection boards understand and act according to the
principle that battalion command is not essential for secondary zone to
colonel or selection for War College.

¢ Develop a peer pre-screening, recommendation process for all
type selection boards.

# Develop the tactical commander's specialty which incorporates
battalion command and other related assignments.

e Extend command tour lengths to an indefinite tour with minimum

of 24 months and maximum of 36 months, depending on local conditions and
the division commander's Judgment.
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e Develop a "list" or set of “lists" that command trackers are not
eligible for such - as extended stabilization, special schooling,
fellowships, grants, etc.

P
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MALONE COHESION

A CONTEXT FOR COHESTION

A living system's survival is determined entirely by how it fits and
functions within the larger system of which it is a part. If we want our
Chief's vision of cohesive units to happen, then we got to get to work, now,
on how to hook these units into their larger "supra-system.” T4 don't do any
good to just give an order. What we have to do is build a context . . . a
context for cohesion. To build this context, we need a atrategv. So, by
damn, let's just start layin' one out. Right now. Right here.

The objective of the strategy is simple as hell: get the notion of
"cohesiveness" -- and related concepts -- just flat-out embedded in how our
Army thinks, and how it does its business. OK, and if we set out to do that,
how would we know when the objective was achieved? That's gimple, too. The
objective would be achieved when cohesion got to be a "natural" variable in
the decision-making that runs our Army. There would be things vou conld see
and hear,

In troop units, you could see, especially, more and more of those 25-30
things the Delta Force folks call “"criteria of high performing units." At
DCSPER level, in papers and discussions, you would see that concern with
cohesion may be as natural as concern with, say, dollars. And over in
MILPERCEN, if you looked, for example, at the titles of %-4 months' worth of
poopsheets going into the Boss, you'd see "cohesion" getting the same kind of
effort and attention from action officers and division chiefs as things like
"MOS mismatch,” and "end-strength decrement," and "personnel priority
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MALORNE COHESION

models.” If you could see and hear things like these, then you would know
that the strategy was working. Cohesion would be "embedded.” A natural,
normal variable. The context for cohesion would be built,

Now, how long would all that take? And how 4o we make those things
happen? We could do it in a year, if we got serious. Hell, we already got at
least four good things goin' for us, First off, we got the full support and
personal interest of the Chief, T can name you a hundred projects under way
right now that don't have that kind of steam. BSecond, there's general
recognition across our whole Army, at all levels, that cohesion is a powerful
source of extra combat power. Programs like equal opportunity, and drug
atuse, and OB never had that goin’ for 'em. Third, although it was a tough
fight, we finally, somehow, got the DUSPER and MILPERCEN families married up
with the TRADOC and FORSCOM families in the business of building cohesive
units -- the COHORT companies. And fourth, we got, on the DA Staff, a4
mechaniam already in place whose whole business is "cohesion” -- the Manning
Task Force., With these things already working, we could make the strategy
happen -- get cohesion embedded «-~ if we could just learn, and do, the things
required to build ., . ., a context for cohesion.

And, by damn, we can build that context. We can make those "see and
hear” criteria happen. We pot three things we have to do. TFirst, we have to
learn. 1 mean, learn. We have to learn, and read, and study, and research
. » . not jugt cohesion, but military cohesion., And not just military
rohesion, but all those other related areas, like interdependence, and
tesmwork, and turnover, and turbulence, and stability, and integration .
and esprit,

% ®

Second, in addition fto things we need to know about, there's things we
need tc do. Like right now., We have to do things across our whole Army, or
on & t@ﬂtm%aﬁis, or here and there in different units and different levels,
just to get the idea of "cohesion" spread throughout our Army. Poppin' up

everywhere, Not just centered on the COHORT companies.

And third, there's one thing we need to think about before we gstart all
that learning and doing. We need to think about just how damn ignorant and
inept we are on this whole business of cohesion and related concepis. For
exampic, we know, from all kinds of higtory and all kinds of research, that
cohesion is, without guestion, a powerful source of combat power. And we know
that you build cohesion by working for stability; and by emphasizing unit
rather than individual; and by getting soldiers thinking about "US" instead of
"ME." Knowing all that, how come we still continue to use a personnel system
which functions almost entirely in terms of "individual," and almost never in
terms of "unit?" We are ignorant. And we are even more inept than we are
ignorant, Go back in time, say, maybe a couple decades, and look at some of
sur eariier ventures in the cohesion domain,
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Twenty years ago, starting in the late'SC's, our Army built not just a
cohesive company, but a whole damn cohesive brigade {"battle group"). We
started out with officer and NCO cadre, added a couple theusand young men
right out of the reception stations, then ran the whole thing thru basic
training, advanced individual training, basic unit training, and advanced unit
training.  Took a year. The outfit had almost no turnover, and damn little
turn-out. It was a beautiful thing. It was a "whole." An "US." Tough.
Trained. Combat efficient. Combat effective. Combat-ready.

We put it on a troop ship, sent it to Korea, hooked it into the 7th
Division . . . and within three months, it died. Tt died because it was
combat-oriented, and thought about war; while the Division thought mostly
ubout the "Moosie-Mai," and about what an awful burden the one-year short tour
was. It died because the Division ripped out many of its young leaders to
astaff "spaces" in the Division Headquarters., 7Tt died because every soldier
over 6'2" was pulled out and sent to be interviewed for the Division Honor
Guard. Tt died because every sumbitch who could toot a flute or peep 8
piccolo got put in the goddam Division Band., Tt died because it didn't
understand starched fatigues, and lacquered helmet liners, and pretty little
bibbed silk scarves, and cardboard stiffeners in patrol caps, Tt died because
it Jloved to prowl nnd roam up in the mountains, working and sweating its way
up narrow, rocky ridges to "the high ground," while down below, in the valley,
the Division scratched its ass, and passed some gas, and walked down the road
to "the village.”

Now the Division had specific orders to "properly host" this cohesive
brigade (it was called an OVUREP Rattle Group), and, shortly after the brigade
arrived, there were all sorts of top-level briefings for all sorts of visitors
about how well "it" was doing. And certainly there were all sorts of orders
and admonitions rattlin' around through the Division Headquarters about how
impovrtant the OVUREP program was, and how General So-and-So was personally
interested in it, ete., etc., etc., But that proud, tough, competent,
combat-ready "whole"” died. Took about three months. And within a total of
about six months after it arrived, it was just another fat, tagy, clapped-up,
sorry, suck-epg Tih Divisior outfit.

Shortly after that, in the early '60's, we did it again, Along about
that time, our Amy got a pew weapon, called the Davy Crockett, Weird-looking
thing. A sort of a modified recoilless rifle. Fired an egg~-shaped atomic
warhead out for about a mile or twoe, and, saccording to the troops, was
designed mainly to provide nuclear support for hand-to-hand combat. Anyhow,
1t was new, and complicated (even though it would produce only a "small”
nuclear explosion), and it took a hell of a lot of time and bucks (and cudgels
and persuasion) to train gunners to fire the damn thing. So we built a
"cohesive platoon” on Davy Crockett gunners. Whole platoon. Kept ‘em
together, trained 'em together, tested 'em together, alerted the personnel
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system, and then shipped 'em together, towards Korea =-- specially designated
and earmarked not to be used for anything else except to man the boatload of
Davy (rocketts that we had sent over carlier.

Somehow, we lost the whole goddam platoon. Just lost it. And the
platoon leaders. Somewhere along the line, somebody misread the earmarks,
out-ranked the platoon leader, split up the gunners, pitched 'em in the ‘ole
surge tank, and trickled 'em out through all the little pipelines to fill
fod-knows-what-kind of "spaces.' And we never could find "em all, or even get
‘em back together. Too expensive. And too many "he just PC3'd" among bosses
at critical communications points.

And, in the mid-'70's, damned if we didn't do it again. Just 4+5 vears
ago. This time we did it to "cohesive crews.”  Tank crews. What happened was
that we had made a major change to our main battle tank. Big enough change to
call for a new model number . . . M60AZ. We knew something about systems
then, so we got the systems analysts and the generals together and they
hatched out a scheme ("program"). Went something like this. We'd figger out
how long it would take the boys in Detroit to get the ME0A2 s rolling off the
line, and then we'd add to that the time it took to mail the iron mensters to
Furope. Then we'd back up from there, time-wise, and start training whole
MEOAZ crews down at Knox so that we could have 'em trained up and mailed out
to Burope to arrvive at the same time as the machines, Trained, cohesive tank

crews. Going right down to the doek to pick out their new tank and drive it
home.

"iood plan, Colonel.” "Yessir, thankyousir. . O

Detroit got going with the nuts and bolts, and ¥Knox got going with the
pacple. Picked the crews, controlled for turnover, trained hell out of the
troopers, psyched 'em up, got "em all ready to go. Alerted the personnel
system, IPR'd all the generals, got the right stories into Army Times,
spray-painted the troopers traffic orange, hung signs around their necks
("DON'T SCREW WITH"), handcuffed each crew together, and shipped the whole
bunch of cohesive crews out across the Atlantic.

The cohesive crews somehow made it to the Replacement Center in Burope.
But then, up in Detroit, for some reason, the ME0AZ line went down. -And then,
somewhere between there and the personnel system, communications got
distorted., And then, some generals got mad. And then, some action officers
~ot scared., And then, communication got distorted even more, Meanwhile, at
the Replacement Center, the cohseive crews waited, and waited, and waited.
("Where the hell's our goddam tank?")

Somewhere along about three months later, a weary ‘ole chief warrant at
the Replacement Center was sitting behind his desk, taking some heavy fire
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from a hot-eyed, heavy-stressed, young staff major who'd just come in from Bad
Pickelheimersbure:

"Look Chief, T gotta have some damn bods. . . ."

@

&F

"Ain't got none . . .

"The hell you don't. T can see some !

® “ #

"Yeah, but those are for somebody else . . ."

&

"But this is my fifth damn requisition, Chief "

" * ®

th
«

"It don't matter, Major . ,

&

"Well, maybe I can borrow some. We got to have cooks , . "

"I don't know . . "

"Well, look at these poopsheets from my General, Chief "

* * -

"Damn. A front-channel, three back-channels, and & persons ]
star-letter , . ."

"Right, and T wrote 'em all myself, too. What do you think now,
Chiefy ., ., .7

"Well ., . ."

"Chief, he's goin' to be flyin' down here next week . . "

"0K, Major. Tell you what. See that bunch of orange ones on the shelf
back there? They're hooked up in fours. Here's the keys. Take a couple, but
don't tell nobody . . .°

-

And there went the programmed, trained, cohesive ME0A? tank crews.

E * % ¥ %

Now you'd think our 'ole Army, with 4-5 experiences like these burnt into
its memory, would have started to learn something about the how-to's of such
things as unit rotation, and teamwork, and building cohesive units. But it
hasn't, Damned if we didn't screw up again. Just this year. Just a few
months ago. A sergeant major who was there told the story .

*

For about a year, as a result of the Chief's ARCOST initiatives, we bheen

}(\7
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trying to build some cohesive units. {ohegive companies. Some of these
companies, according to Army Times, have done well. But the one we're going
to talk about here was, according to the sergesant major, & sorry-ass failure
(a smooth colonel or general would say "an underachievement”), and the
sergeant major was what gsergeants major usually aren't -~ bitter and
disillusioned.

He and a group of NCO's, all carefully selected, had gone to a training
center just as a company-sized bunch of recruits was finishing basic
training. They had taken charge of these youngsters, and, for a month or so,
they had briefed, interviewed, counseled, encouraged, fanged, shaped, drilled,
bent, beat, hammered and forged this gaggle of young men into a close~knit,
cohesive, combat-oriented company af soldiers, Then, with great pride, the
NCO's had moved their company out, put it on the plane, and brought it home to
their parent unit.

What they brought home was a whole company that had the same high levels
of performance, discipline, and give-a-damn that we usually see, just for a
short time, in individual soldiers right out of basic. But the NCO's had
achieved these high levels not just with individuals. They had done it with a
whole company. They had built, by hand, a cohesive unit. And they hadn' t
really accomplished any miracles. They'd just been allowed (and trusted) to
do what NCO's can do better than any "Committee of Wine" or anybody else --
build soldiers.

And so they brought their company home. And they were proud. And then,
this company they had built was hooked into a battalion . . .

Within a few weeks, it was obvious that the NCOs' hand-crafted company
and the other four poopsheet-guided, computer-programmed, system~built,
assembly-lined companies just weren't in the same class. By whatever measures
or indicators -- objective or subjective, formal or informal -- the hand-made
cohesive company just flat put all the others down. Its youngsters knew what
"soldier” meant. As & noun, and, especially, as a verb.

At first, their high performance didn't cause too many problems. After
all, this new company was something “special," and different, and
interesting. Then, after a couple more weeks, at soldier level, the peer
pressure bvegan:

"How come you dudes all got them short haircuts? Look like a buncha damn
faggots,..."

"Sergeants ain't no officers. How come you guys always sayin’' 'Yes,
Sergeant’ and 'No, Sergeant'? . . "

“Oooee! Look at all them dumb sumbitches atandin' there at parade rest in
the chow line. . . ..
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"Pass? What you mean, 'pass'? My ass is a pass . . ."

"You guye gotha run five miles? In boots? Well . . . ain't that nice
. . . we only gotta go three . . . and we do it in tennis sghoes, . . ."

And on, and on, and on. The youngsters hung in there, and the NCO's
atuck by the standards. Then, one day, the battalion commander blew 1it,

It wasn't really a big thing. Happened after a month or so. Haprened at

of ficer level. Couple of company commanders started talkin' to the battalion
commander:

"Hir, on the road run. You know, with all this stuff about
"wstandardization,’ we really need to do some standardizing here in the
battalion., The standard you gave us for the road run was three miles, And we
finally got 'em doing that. ALl of ‘em., Now here this new company comes
along and does five. My troops just don't like it, Sir. They say pretty soon
everbody's goin' to have to do five. Lot of bitchin' among the troops, Sir.

And besides, Sir, these new guys run in combat boots and steels. TLooks like
hell when one company's out of uniform, . . ."

The battalion commander listened, looked wise, and said he'd think about
it.

Next morning, at the 0600 "Work Call,” the cohesive company got the word
from its First Sergeant. Right there in formation, they had a short,
"unstructured” discussion session, and then the First Sergeant summarized.

"Goddammit, men, I tole you. It don't make no difference whether its

right or wrong. Tt's policy. From now on, goddammit, three miles
tennis sheoes., . . ." '

« .« in

And after that, within a few more weeks, the whole coheaive company came
unglued,

Now the sergeant major who was telling this story wasn't too happy about
all this, so you have to take his story with a pound or two of salt, But what
the sergeant major was saying was that building a cohesive company isn't the
problem. We can do that. Our Army knows how. The instinct is bred into our
NCO corps. Genetically-determined. But what we don't know much about, yet,
are all the how-to's of successfully transplanting one of these cohesive units
into a larger unit. Into its "supra-system.” We don't really know how to
hook up all the wires, and tubes, and connectors. Now, and over the last
20-30 years, it scems that, after we build a cohesive unit, we just jam it
into the larger unit, order everybody to make it work, and schedule a few
TPR's. Then we get all bent out of joint as the characteristics of cohesion
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begin to disappear. Then we do the 'ole face-saving bit by calling the whole
effort "just a test”; stab a half-dozen more pins into the chest and buttocks
of the little MILPERCEN doll; and once again, sell the whole idea of
cohesiveness and unit rotation right down the 'ole river -- soon as the
incumbent Chief moves on. Did it with GYROSCOPE, d4id it with OVUREPR, did it
with BRIGADE 76, and did it with all scrts of smaller efforts like the
CROCKETT platoon and those traffic-orange ME0A2 tank crews. And, by danmn,
sure as hell, we will do it again with COHORT unless . . . sometime before the
present Chief splits, we get with it and make a sericus, Army-wide effort to
learn about, and build . . . a context for cohesion. Thus far, we've laid out
a strategy and a strategic objective; we've listed some "sec and hear”
criteria for that objective, and we've sketched out a "learn and do" concept
of operation. Now . . . how about the specific how~-to's? Well, by god,
here's about a dozen. I worked like hell thinkin' 'em up for you. Judge 'em
any way yvou want, but how 'bout you working up one, just one, of your own and
sending it into the Delta Force on the comment sheet? Will you do that?

¥ % % ¥ %

1. We said we had to learn asbout cohesion and realted concepts. Well,
you know, you can learn from damn near anyvthing. For example, there is this
atory rattlin' around the Happy Hour Bar at the Infantry School. It's about
an Armor officer, Apparently, this Armor officer, over his career, had spent
so much time ridin' around that he ruined his rectum. Now he was a good Armor
officer, so the doctors decided to DX his rectum. Organ transplant. They
went ahead and transplanted the new rectum, but then, the damned rectum
rejected the Armor officer,

Our folks at the Walter Reed Army Tnstitute of Research could, in a shori
time, describe the "essence of the dynamics of organ transplant.” Tell us
what makes it wovk and what makes it fail. When it does work, it is clearly =
cage of a gystem getting successfully hooked inte its larger "supra-system.,”
Doctors now know how to do this -- how to create the right context -- with
living organs like hearts and eyves (and rectums). Our commanders and
peraonnel staff officers need to know how to do this not with living organs,
but with living units. Like the COHORT companies. The doctors’ organs and
the commanders' units are both living things -- living systems. Conceivably,
TRADOC's expertise and field research with Living Systems Theory might be the
means, or cenduit, for translating what our doctors know about transplanting
living organs, into what our commanders and personnel folks need to know about
transplanting living units, COHORT units.

% W % # ¥

2. "Train Your Men as a Team.” Fver hear that one? It's an ages-old
principle of leadeship that we keep pounding into the heads of our young
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leaders. It's a damn fine principle, but how should that young leader go
about doing it? What are some specific tactics and techniquea? And are there
different kinds of techniques for different kinds of teams? Sure as hell

are. . . .

The literature of organizational theory identifies three clearly
different kinds of teams, based on the nature of interdependence that exists
within the team. One kind of team is based on "pooles interdependence.” Team
performance is simply the sum total of individual performances, Like =
bowling team. Or a company firing for record on the rifle range.

Another kind of team is based on "serial interdependence.” Teanm
performance depends not only on individual performance, but also on the
performance of individuals being done in a certain gequence, Like a relay
team at a track meet. Or maybe a 105mm gun drew doing crew-drill,

The third and most complex kind of team is built on "reciprocal
interdependence.” Team performance depends upon individual performance, upon
the performance of smaller sub-teams within the larger team, and upon the
sequence and timing of all these individual and sub-team performances. Like a
football team. Or a rifle company in a firefight.

Does our leadership doctrine -- whatever it is -- teach the young leader
how to recognize these different kinds of teamwork? And what technigues to
use to make each kind work better? To build the context, we need to know
about these things.

Maybe the Army Reserach Institute ought to be studying the characteristics
and dynamics of these kinds of teams -~ in Army environments. Studyin' in the
literature, in the labs, and in the field so that within, say, a year from
now, we would be able to identify each of these three kinds of teamwork when

we maw 1it, and then have some particular criteria and techniques to make it
work bhetter.

LR SR B I

3. Hapgin' on the wall in the bar at Pt Rucker, there's a sign that says
"Chopper Pilots Do It In Mid-Air." At Knox, another sign says, "Tankers Do It
in the Mud.” TIn my head, there's a sign that says, "Cowboys and Eagles Do It
for Money, Once a Week, In the Middle of the Afternoon, Right Out in Plain
View of 100,000 People.” And this tells us another place where we can learn.,
What that last sign means is that there are two large business orgnaizations,
known by damn near everybody, who are working like hell, profit-motivated, to
understand the force multipliers of cohesvieness and teamwork. They're trying
to learn about these force multipliers because, if they don't, the Dallas
Cowboys and the Philadelphia Eagles will lose, financially.

fot
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The kind of teamwork these professional teams are vitally interested in
is "reciprocal interdependence"” ~- same kind you find in the company in a
firefight. TFootball is the name of the game, but teamwork is the name of what
wing the game. These outfite study teamwork with a depth, intensity sand a
percentage of resource allocation far beyond anything our 'ole Army has ever
come up with. They study it with video, from every conceivable angle. And
they study 1t with computers, every time the yard markers move. And they
coach and counsel in terms of team performance. What's more, they have
guantifiable criteria measures to work with, like yards . . . and points.

It seems that 1if ocur Army is willing to listen to, and use, business
management and PPBS budgeting techniques worked out by Ford Motor Company's
"whiz kids," then we ought to also be willing to listen to, and use, teamwork
techniques developed by organizations vitally interested in the same kind of
teamwork in the stadium that we're interested in on the battlefield. Seenms
like if we can have Army officers stationed with big civilian organigations in
Detroit, working at the frontiers of machine technology, then we ought to also
be able to have some Army officers atationed with civilian organizations in
Dallas and Philadelphia, working at the frontiérs of bhuman teamwork technology.

What do you think we might learn about teamwork on the battlefleld if,
say, starting at the beginning of pre-season training next summer, TRADOC's
Training Development Institute had one 2-man recon team with the Cowboys and
another with the Fagles? Wonder if TDI has any ORSA's who have been football
players? Think "ole hard-nose Tom Landry would ever go along with such a
wild-eyed idea? You don't? Well . . . he already has. Been in touch with
cur ‘Army through Delta Force and the Training Development Institute. And, as
of now, our 'ole Army's got the ball . . . if we want to run with it.

% % ¥ X %

4, Thers's another place where we can learn. It's a place in Suitland,
Maryland, and it's a place that would probably subvert the sex life of any
real, red-blooded, pale-skinned, horn-rimmed, myapic AG officer. Great big
building, and inside . , . files. Juse damn miles and miles of files. 13.2
miles, to be exact. TIt's our Army's organizational memory. It's where we
keep many of our 'ole wore out poopshests and documents. Our archives,
Records and reports about things we did and how we did ‘em in the fairly
recent past. And the Chief of Military History can get in there. . . . Maybe
he ought to fall out about a sguad of archivists and an AG patrol leader and
send ‘em over to Suitland to recon "Vietnam Wsr, Last Half, Personnel
Policies, ™

Many of us remember what & sorry-ass mess our Army was in the '70-"72
era, Tts spirit, will, and discipline were shot., 4 lot of ideoclogical and
political factora contributed fo this, but much of it we did to ourselves, or,



MALONE COHESTOR

we acquiesced into letting somebody else do it to us. We were either
abysmally ignorant in techniques of handling aggregates of men, or, we were
woefully lacking in courage up there at the Army-DOD border positions. A
major factor in destroying the spirit, will and discipline of our Vietnam Army
was what we did to soldiers and their units in the last few years of that

war. Transterred those troopers around to 4-5 different units, in as many
months, just to meet some piss-ant analyst's end-strength numbers,

Maybe the Military History Chief's recon team could bring us back some
case studies or a list of lessons learned from the Vietnam War about how not

to handle, and what not to do with, and what not to do to, aggregates of
gsoldiers.

* X K ¥ ¥

5. That's about four things we need to learn about how to build the
context for cohesion . . . what about some things we can do -~? Well, for
one, we can start bullding the context over in our training domain. For
example, did you know that the folks at the Army Training Support Center can
task analyze just about any individual or collective task? Yep, Take the
task, and break it down into its essential sub~tasks, and tell you things
about each of those sub-tasks. Not long ago, in about our 15th
Women~-in~the-Army study, some folks were able to lay out and go through about
every sub-task there ig to see which ones had implications for the differences
between men and women. Now if we could put time and bucks into the WITA study
effort time and time again, then it seems like, for the first time, we ought
to be able fto get the task analyzers to lay out all those sub-tasks and see

which ones have implications for . . . teamwork. And not just for teamwork,
but for =ach of the three kinds of teamwork,

If ARI could develop ways to ldentify the kinds of teamwork, the ATSC
could use that to describe or score-out each individual and collective
sub-task in terms of the main kind of teamwork it contributed to., Put a
"teaming weight" on each sub-task. If you could describe sub~tasks in terms
of their impliecations for building teamwork, then an Army that understood the
combat potential of teamwork (and ours does) could get moving on the teamwork
business by more efficient application of time and effort.

% % % ¥ ¥

6. Maybe TRADOC's Training Development Institute could get four or five
folks up to speed on identifying the three different kinds of teamwork, then
take each sub-task of the ARTEP and determine in which category of teamwork
the sub-tagsk would best fit. Then weigh each sub-task in terms of the kind of
interdependence required. A sub-task which involved “"reciprocal
interdependence” gets the highest weight. Now we all know the ARTEP's are not
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"evaluative”(?), but they sure get a hell of a lot of attention, and this
would certainly begin to focus more "command interest” on tesmwork and
cohesiveness as essential components of getting ready to fight.

7. Hell, maybe we just ought to get ahead and make the ARTEP
evaluative. Troop commanders think it is anyway. So much so that, according
to good research by ARI, when about 20 of our battalion commanders were given
the choice of running their ARTEP against a trained OPFOR battalion or ggainat
" a sister US battalion, 18 chose their sister battalion. At any rate, maybe we
just ought to go ahead and make the ARTEP evaluative. With flat-out candor
and courage. And then put the results right on the individual leader’'s

performance report. But we could do it in a way that would help build the
context for cohesion.

We could put "cohesiveness" right slap in the middle of our Army's formal
reward system, simply by letting maybe one-third of the performance rating of
each leader be the rating that his next higher unit received on the ARTEP. A
measure of the leader’s ability o Work With,wrather than compete against,
other leaders at his level. A measure of reciprocal interdependence. A
measure of "US", rather than "ME." And certainly no harder to figure out than
a damn score for "Tact.”

Now, that would probably work for leaders at fire teanm, squad, platoon,
and company level . . . and probably only for the combat arms. Might not be
"fair or equitable.” Well, that's tough. Cetting killed in a firefight ain't
fair or eguitable, either.

% % ® O ¥

8, Maybe there’s something else we could do to get cohesion working in
the reward system. Goes like this. We know that the way to get cohesion
goin' iz to reward folks for getting it goin'., And we know that turnover,
which wipes out cohesion, is caused about one-half by MILPERCEN and one-halfl
by commanders in the field. Now, suppose we created an award called the
"C.R.U."? Combat Ready Unit award. A unit version of the H.T.B. Awarded it
only to company-sized combat units., And, as we developed the criteris (sqT
scores, ARTEP scores, etc.) suppose we added, as a major criterion, & measure
of personnel stability. That should help reduce markedly that half of the
turncver caused by commanders in the field. For the sake of a C.R.U,, company
commanders just might argue like hell with the personnel "leveling” ideas of
the battalion, brigade, and division commanders. And the higher commanders
Just might go along with ‘em, because every C.R.U. award to a company would
reflect favorably on the higher units . . . and on their commanders.

* % B % ¥
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9. ‘We can find another notion about things to do if we look at nursery
schools. Russian nursery schools., Those folks try to develop teamwork early.
In some of the State-run child care centers, for example, all the damned
nursing bottles have two nipples. A little 'ole single sucker all by himself
can't get any chow. Takes a double-suck. Honest. Takes the combined suck
power of two Russian babies to make the nursing bottle function. Reciprocal
interdependence. Teamwork. Then, later, when the kid gets a little older and
wants to play with, say, a wagon, all he will find in the toy room is half a
damn wagon. A handle, two wheels, and half a wagon body. If he really wants
to get rolling, then he's got to go find another kid standing arocund with
another half of a wagon, and then the two of them have to get a "whole" put
together before they can go anywhere,

ALl that's far out, for sure, and the Russians start pretty early, but
what specific techniques do we use, for the specific purpose of developing
teamwork, in the early development of ., . . soldiers? Do we start this in the
reception stations and continue it on through basie, or do we say, "To hell
with it. Not our responsibility. Says so right in our mission statement.
[.E.T. We do individual training. Let the damn units worry about all that
team~building jazz." )

At the end of basic, we measure how well the recruit can fire an
individual weapon or put on an individual protective mask. Should we also be
measuring how well he can work as an individual member of a team? How can we
do that?

% % % ¥ ¥

10. The folks out at OEC&S turn out OFESQ's with a whole kit«bag full of
techniques from the world of organizational development. Team-building is
just one of maybe 40-50 techniques., Maybe, if we get serious about building
this context for cohesion, team-building should become one of the main tools
in the OES0 tool kit. Like a tank mechanic's sledge hammer. Maybe ORCAS
ghould just about double the time, and effort, and regsearch, and people
#llocated under the heading of "team building.” Maybe, within a year, the
OBS0's could become the folks who are the specialists at transplanting living

%
[

units into their larger "supra-systems.
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11. How would you like to have the job of marrying up about a hundred
merchant ships -- run by civilians -~ coming from New York, Baltimore,
Norfolk, and Jacksonville; and then moving that whole gaggle out across the
North Atlantic to the north edge of Russia? Through dense fog, black nights,
and winter storms? With no lights and only occasiional radio contact? And
with whole wolf-packs of German submarines hasslin' you all the time?
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In WW II, we had folks, mortals like you, who did precisely this same
"mission impossible.” At first, we had a hard time. Boats got lost, ran into
each other, got ate by the wolf-packs, or maybe just said to hell with it,
quit, turned around, and went home. Then we wised up. What we started doing
was looking at the convoy as a "whole,” and at the convoy commander, his
ataff, and certain key captains as the whole nervous system of that larger
whole, Then we'd keep the nervous system together. Soon as the convoy
reached Russia, we'd bundle up the convey commander, his staflf, and the key
captains and fly the whole damn bunch back to Norfolk or New York to pick up

another convoy. Transplanted a whole nervous system from one convoy to
another, ’

And that's how we accomplished an extremely difficult wartime command and
control task. Did it by building cohesive command and control mechanisms.
How come we don't do something like that today, now, as part of an overall
effort to build a context for cohesion?

Took, we're starting to build 20 cohesive companies . . how come we
don't try to also build maybe four or five cohesive staffs? Battalion staffs.
Hot necessarily to run the cohseive companies, but just to see how the damn
things work.

Let “the newly-designated Battaslion Commander pick maybe half his
battalion staff (spaces and faces), and let MILPERCEN and division pick the
others. Give the Battalion Commander control of these men before he assumes
command., Put the whole lash~-up on TDY. Tet the OBCS folks help train this
particular command and control team. And let them build that training on the
high-performance battle staff processes of Project FORGE that HumRRO proved
sut in the labd and the 8th Infantry Division proved out, 10 years later, in
the field in Burope. Do all this cohesive staff ftraining at lLeavenworth,
under the Combined Arms Center, in conjunction with the Pre-Command Course.

Double the resources to that splendid CATTS facility, and then work the hell
out of 1%,

And let QECS do it because, after 3-4 years of studying these FORGE
processes, they now know how these processes work . . . 1in the real
world . . . in real combst units. Training battle staffs in these processes
could well become the main purpose of our whole OF effort. Thus far, OEC&S
has taught these FORGE processes and techniques mostly to individuals.
Conceivably, if we turned loose the OECS folks, with their exceptionally
effective group instruction skills, and let them train up whole battle staffs,
we would produce cohesive battle staffs for sure, but also, you know, we just
might find an unbelievably powerful combat power multiplier. And, at the same
time, we might open up the door to an entirely new basis -~ a whole new world
—= of command and staff procedures. A command and staff doctrine geared
specifically to the requiremcnts of running Army outfits in this brand new Age

T
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of Information. A command and staff doctrine which recognizes that, "¥=1."

Maybe it's also time, out there at the Command and General Staff College,
tor a whole new approach to the command and staff business. I mean a whole
new approsch. One based on information science, and on information
technology, and on how the great multitude of recent developmenty in these two
areag can be integrated to drive efficient and effective performance of the
procesgses of a batile staff, rather than just the poopsheets. Then put all
that together with the "how-to's" of building a cohesive battle staff.
Potential for & quantum jump?

You know it's been almost 80 years since we made a major evolutionary
advance in how Army staffs function? Some major got it started. Out at
Leavenworth,

#* % % % %

12. Leavenworth is also the home of the Combined Arms Center. Wonder who
it is that studies the whole business of tactical combining? And
integrating. And teamwork, And combat interdependence. Should there be a
group of amart folks out there;, locking at, say, thogse three kinds of teamwork
on the tuture battlefield?

Tactical doctrine has it that our brigade headquarters, in battle, must
be capable of quickly hooking up and unhooking various mixes of combat ‘
battalions. What do we really know about this "hooking up" business? Maybe
it's like hooking up a radic onto a jeep. Most of us can probably get the
male plug into the female socket but all too often, in doing so, we somehow
manage to bend or bust some of those small pins inside that do the real
combining and connecting. Do we know what we need to know about the
requirements of this "combining" task in battle? Anybody ever see brigade
headquarters practicing hook~ups and un-hooks with battalions in garrison?
How "bout in the field? Can we do a professional job in this kind of "combat
transplanting,” or are we satisfied to just write down "OPCON" somewhere on a
poopsheet, and then run 1t over to the Message Center? Maybe a "combining” or
"combat integration” office at the Combined Arms Center could tell us how to
do these things better . . . how to do what the troops called "orchestrating”
in VN bhattles. 1If the CAC folks could do this, then the context for cohesion
would begin to spread into our tactical doctrine, and, if you want to "embed"
something into our 'ole Army, that ain't exactly a bad place.

% % % ¥ %

13. Up above the rank of Lieutenant Colonel, purely individual problem-
solving begins to give way to collective problem-solving . . . team problem-
solving. Suppose we had a good task analysis of the kinds of things our
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colonels and generals do. If we had that, and if we knew the technigues of
identifying those three kinds of teamwork, you know what we could do? We
could get hold of those new BG designees and teach ‘em about effective teanm
problem-zolving at genior officer level. Teach ‘em about interdependent
problem-solving., Teach 'em not to use individual problem-solving techniquea
in collective problem-solving situations . . and vice-versa.

Now it just so happens that our War College, just a couple years ago, did
a pretty good task analysis of the jobs of every officer of the rank of
colonel and above. Wonder what War College management instructors could do
with that if we got serious about building this context for cohegion®?

% ¥ ¥ ¥ %

14. The first major scientific study of cohesion in combat units was done
by Shils and Janowitz in WW II. Many Army folks are familiar with their
gtudy, "Cohesion and Disintegration in the Wehrmacht.” They describe, pretty
nlearly, how it was that cohesion brought extra combat power to German. Army
line units; and they also describe how the Germans went about building and
maintaining cohesion.

At the time, German combat units were gettin' their schnitzels waxed
quite regular. They took a lot of casualties, so cohesion wasn't based on
xeeping groups of troops together. Where the Germans got their cohesion was
by keeping troops in the same unit as long as that unit gurvived, Cohesion
«as built around a handful of troopers who were the "old-timers” in the unit.
They knew its history, its uniqueness, its unwritten rules. They were what
vou and I know as a missing ingredient in most any of our units or
headquarters today. Those old-timers in the Wehrmacht units were . . . the
unit's organizational memory. As such, they were, in effect, the unit's
stabilizers. And a few in each unit brought many of the force multipliers of
cohesion,

We got any stabiligers in our units? Can't have too many, not with
turnover rates of 30 percent a gquarter. One battalion commander at Ft Carson
gaid he'd had 14 company commanders in less than two years. A study in a
combat division in Texas showed four months as the average time on the job for
battalion S1's. All sorts of data point to an Army of itinerants. Like
migrant fruit pickers.

We could start putting stabilizers in units. Sure could. Just a faw
here and there to serve the same purpose as those old-timers in the WW II
Wehrmacht. Can't do it, yet, with our officers. Too much pressure from
"Career Management.” Can't do it, yet, with our troops or NCO's. ‘Too much
pressure from "MOS management.” But we could sure as hell do it with that
splendid bunch of soldiers our personnel managers often forget . . . our
warrants.
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MILPERCEN doesn't mess with the warrants too much. And since they're
usually technical experts in a given field, the assignment officers can't lure
the warrants off into odd-ball jobs and places by telling them they need it in
order to "be competitive." Maybe we could just assign a few into a unit and
leave 'em alone. Some folks would argue that warrants are mostly highly
trained technical experts and belong in headquarters, not combat units. Well,
you could argue that, but maybe that's the way it is, and not the way it
should be. Seems like we hear a lot of moaning and groaning about how are our
combat units ever going to learn and employ all these 40-50 highly complex
hardware systems now beginning to come on line. Well, doesn't the complexity
come from "high technology"? If warrants are technical experts, maybe we
could use them to bring the high technology into the units. Le*t 'em mid-wife
the new hardware into the unit, and, at the same time, serve the same
"stabilizer" function as those old-timers in the WW 1T Wehrmacht. If you were
commanding a tank company with the new Abrams tank, how would you like to have
a couple warrants, known as master gunners, who knew all the technolegy and
weren't going to PCS next month?

*® O® % X %

I want to tell you how we could go about building cohesion in & whole
Army. There's a specific way we could go about it. To understand it, you
Jjust need to listen to a story. . .

*

Think about young recruits just as they finish basic. Think about 'em
passing in review at the Graduation Parade. They're proud as hell . . . and
they probably make you proud, too. Now, no matter what we may have heard
about their intelligence levels, they are, in addition to being proud, smart
ag hell. So smart, in fact, that they once outwitted the Secretary of the
Army and a handful of good generals. . . .

Somewhere in the first half of the 70's, we were having trouble gettin’
the "Volunteer Army" to work. Not enough new soldiers volunteering, Some
trainee surveys had suggested that our Army just wasn't meeting their
expectations . . . wasn't what they had thought it was going to be. They were
disgruntled. Sec Army himself got concerned, and so he went out to Ft Knox to
talk with some new recruits to find out what it would take to get them
gruntled agein.

When he came back from talking with the recruits, he said, "Hell, there
ain't nothin' wrong. The surveys are off-base. Those youngsters like the
Army. Tell you what. T bet that if you gave every one the option of leaving
the Army right after basic, you wouldn't lose more that 5%, At the most."

50, three basic training companies were picked for the test and all the
recruits in those companies were told that, if, after basic, they didn't like
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the Army, they could get out an! go home, no questions asked.

Well, the end of basic started coming closer and the generals at Knox and
DCSPER started gettin' nervouser. They weren't allowed to do anything to
persuade the recruits one way or another, and they just knew they were going
to lose ahout half the recruits or maybe even more. DBut there wasn't a damn
thing they could do about it.

Graduation Day céme and, sure as hell, over half the recruits in esch
company chose the discharge rather than the PCS. Sec Army lost his bet; the
generals were embarraased; the PA and B folks and comptrollers were up in arms
about all the wasted time and money, and manpower; and the discharged recruits
packed their bags and went back home,

Then, about three weeks later, the young recruits who had taken the
discharge began to educate Sec Army and the generals about how smart ths
American soldier really is. It seems that, affer Sec Army had made them his
offer, and about halfway through basic, a couple of recruits in one company
started digging around in the regulations governing discharges. What they
found was that, because of low strength levels at the time, any scoldier who
was discharged could, within 30 days, come back in with the ssme grade and
MOS8, and, further, could choose his own duty station.

30, the recruits had figured it this way: "If we stay in after basic, we
get about 10 days' leave and have to go where 'ole Army sends us. If we take
the discharge, then enlist again, we get 30 davs at home and then go to
whatever duty station we want. And you know, they sure as hell ain't gonna
change any regulations with the Sec Army watchin'!" The word spread to the
other compapies. No one in authority found out what they were going to do
. « . and they pulled it off. The actual losses, at the end of 30 days, were
pretty close to Sec Army's figures. So goes the story. . . .

The purpose of this story is to illustrate to you just how smart the
American soldier is, even as a recruit. Somehow, many of us tend to look down
on his intellect and ability, while at the same time saying how important and
precious he 1is. If you really believe in his significance and potential, then
this proposal for building cohesiveness won't seem too far out. There is a
way for the plain 'ole American soldier to play the main role in bringing
significantly greater cohesiveness to our Army as a whole. All it takes to
get it poing is faith in that guy we say is "most important” . . . the
soldier, Now . . . hang on to your helmet liner. . . .

I want us to send the new soldier to "Leadership School.” BEvery single
agldier. Probably right after he's finished basic. Doesn’'t have to be a long
gechool, maybe 3-5 dayg, done right in the same company area, and done by the
Drill Sergeants, who can now see him and treat him as a soldier, rather than a
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recrull or trainee,

The purpose of the Leadership School is not necessarily to make him a
leader. It might do that, but its purpose is to teach him what leadership is,
how it works, and how important it is to any organized effort. It's to help
him better communicate with and better understand "them bastards up at platoon
headquarters.” It's to help him better understand the “"why" that is so
important to the American soldier. The secondary effects might well trigger
of f or bring to light a hell of a lot more latent leaders than we ever knew we
had. And what the hell would be wrong with building up our Army's vool of
leadership knowledge as a hedge against heavy casualties or rapid mobilization?

But, the real puyrpose of the Leadership School is none of the above. The
real purpose is to bring cohesiveness to our whole Army . . . to make the U,
5. mean "US." And to have the plain 'ole ordinary American soldier be the
main one in making that happen. Tt's really not hard to do. . .

The new soldier is not ignorant of leadership. Been around it all his
life, but probably never knew it by that name. He's got parents, been in
"gangs" and "bunches," and if’'he's a high school graduate, then, according to
the research, for most of his life, he's been in close and continuous daily
contact with a little over 100 of a certain type of leader called “"teacher,™
The fact that he can tell you which was the best one and which was the worst
one suggests that he has a set of effective leadership criteria that he
applies, and, if you got him %to describe those beat and worst teachers, you'd
find his leadership criteria are pretty much in agreement with the ones you
uae. He sure as hell has the experience, To understand it, all he needs is a
framework with which to interpret it. We can build that framework with the
curriculum of the Leadership School.

There are four pieces (for now, let's not call 'em "modules"”) to the
curriculum: ANALYZE, ORGANIZE, DEPUTIZE, and SUPERVISE. That's all.
Training Development Institute and some good Drill Sergeants could string out
the skills under each heading and figure simple ways to teach them. And we
could teach all four pieces in 3-4 days. Remember now, we're not trying to
develop leaders ns much as we're trying to develop soldiers who know what
leadership is and how it works.

So how the hell does all this build cohesion? Well, T ain't told you
yet. But it's pretty simple. All you have to do is first go right slap up to
the top of the Army and find FM 100-1. It's only 26 pages long. Look in
there and find the parts on "Army Values" and "Soldier Qualities." Then you
operationalize these. Describe what you can see and hear and feel when
someone demonstrates these values and qualities. Then you take these
descriptions and work 'em into the criterion statements for ANALYZE, ORGANIZE,
DEPUTIZE, and SUPERVISE. Mix all that with whatever the ARI folks can tell

s
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you about simple, practical, do-able methods and techniques of "the
socialization process,” and you got your curriculum. TDI and the Drill
Sergeants will keep it green.

", . . And every new soldier learned about Army values in Leadership
School. He learned not so much the names of the values and gqualities, but
rather how they looked and how important they were in the everyday life of the
Army. And he bought into these values, partly because he liked the idea of
going to Leadership School, but also because what he learned as being the
eriteria of good and sorry Army leaders were pretty damn close to his own
experience and ideas of good and poor leadevship. The new soldiers began to
believe in these values and qualities, and, in a short while, they began to
expect these same values and qualities in their own leaders. By the strange
chemistry of human behavior, these expectations of subordinates were sensed by
more senior leaders and began to shape their behavior -- the expectations of
others being one of the most powerful determinants of human behavior. . The
more senior leaders really didn't have any major problems meeting the
expectations generated by these expected values, since the senlor leaders knew
all along that these values were "right" in the first place. And, in time,
Army soldiers and Army leaders came to share strongly a common set of values
and qualities, and the psychologists who came to study this highly effective
Army had a name for this sharing of values . ., . they called it the very
essence of ., . . 'cohesion'."

That's not too wild a dream, is it? Isn’'t the top-to-bottom sharing of
values the main reason why the Japanese, for the last 10 years or so, have
been consistently cleaning the clocks of US corporations? Haven't some pretty
good armies of the past been marked by this sharing of a common set of
values? The Leadership School, ss a way for getting value sharing going in
our whole Army, may seem too far out, but, Jjust once, before you start
thinking of resources, start thinking of some other things: What would it
mean to the goldier’'s self-concept and confidence and what would that mean on
the battlefield? What would it mesn to his folks and friends? What would it
mean to potential enemies? What would it mean to prospective employers when
the soldier left the Armv? What would it mean %o the "image” of ocur Army --
both to ocurselves and ocur public? What would it mean to the enrichment of our
nation's manpower pool when the lean vears come in another decade? What would
it mean to Congress? WMost important, what would it mean on a high intensity
battlefield, with communicating gone, with appointed leadership specifically
targeted at strategic and tactical levels, and with small unit decision
regquirements reaching a magnitude of 17 decisions required every 1% minutes as
a battle begins? Think about those things first, and then ponder those 'ole
hoary things like buecks, and time, and spaces and faces. .

LR R B B
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vo, in summary, if we ever hope to realize the combat multipliers of
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cohesion, we need to build not just cohesive units, but, we must also build a
context within which those units can survive. This paper lays out some
thoughts about how sorry we are at doing that., It also lays out a strategy,
objectives, criteria, concept of operation, and 10~15 notions about the
how-to's of building a context for cohesion.

Maybe, with this as a start, we could dig out the working papers of the
Chief's early ARCOST study group, add their 100 or so brain-stormed how-to's
for building cohesion (Jake Jacobs could find'em), and come up with a "main
attack” or central purpose for the Manning Task Force, and CAC, and the 9th
Division; in other words, all those fine folks working on "high human
technology.” There will be, for sure, a lot of flak from the "high machine
But, when they start calling your human technology notions "squirelly," then
all you got to do is go find the movie film of the "Ping-Pong" Miasile that
the machine technology guys built, at high cost, for our Army back in the 60's.

The film opens with a rocket 1ifting off from the pad at a test site in
the Arizona desert. It's what's called a "reconnaissance rocket." As it arcs
over toward the "enemy" positions, it programs into itself the trajectory it's
following. As it starts to come down on the enemy side, retrorockets begin to
fire to slow its descent. The retrorockets finally stop the damn Ping-Pong
rocket about 1000 feet above the recon area and, at that point, the damn thing
takes a photograph. Then, still hovering in mid-air, it ignites some
retro-retrorockets and flies itself back over the very same trajectory it came
in on. Amazing. High technology. Real high. The last part of the film
shows troops, trucks, jackrabbits, and road-runners 81l scramblin’ like hell
trying to get out of the way as the damn thing comes roarin' back, crashes
down into the launch pad, and explodes all to hell.

*
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TRAINING-~THE ONLY WAY

D. M. Malone

If we say (maybe in other words) that we love the soldier, and if this
comes from not Jjust our mouths, but from down deep in our soul, then we
really have no choice but to bend every effort, every resource, every
activity, and every priority toward his TRAINING . . . not because it is
true that "training is our most important peacetime activity," not because
it is also true that "training is what the soldier gets paid for," not
because it is also true that "training in peacetime keeps him alive in
war,” but because 'way down deep beneath all those truths is the even more
fundamental truth that TRAINING is the flat-out only way that the soldier
can be what he entered our Army to be ., . . the only way that we can meet
his expectations . . . the only way that organizational and individual
goals can both be served . . . and the only damned way that we can preclude
what really amounts to cheating the man whom we must one day send to
perform "the noblest act of mankind."

So . . . if we speak to soldiers of our concern for "PFC Marne," or
"Snuffy," or "Joe Tentpeg," or "those kids," or whatever terms we devise,
sometimes inappropriately, to express care and affection for the soldier,
then the soldiers will listen . . . but . . .« they will have heard all
these terms before, in all shapes and forms, and it will be the soldiers®
TRAINING, and not our words, by which these troopers judge whether or not
we're sincere and professional, or Jjust another bunch of feather merchants
with a bad ¢ase of alligator mouth and hummingbird ass.

Now if this way of looking at TRAINING, even though it's "shrinkish,"
makes sense to you, then carry it a few steps further. It says, to me at
least, that TRAINING is our Army's ultimate "Human Goal," that TRAINING
underlies all that we do to build "Quality of Life," and that TRAINING is
the place where our Army's leadership, all of it, can do the most in terms
of serving both the mission of the unit and the welfare of the men.

e



TRAINED TO KILL

by CPI'" Dandr idge Malone, Inf

(Editor's Note: Captain Malone points out that Jjudo, primarily a
defensive art, is the basis for current hand-to-hand combat training and
advocates substituting karate, an offensive art, as the foundation for such
training in the future. Most of his points are well taken and should be
fuel for discussion among thinking Infantrymen.)

Unarmed, and seemingly defenseless, the man faced the charging bull.
When the massive head hooked close, the man leaped aside, his open hand
swinging downward in a flashing arc, its lower edge smashing against the
bull's horn ripping it loose from the skull. As the bull turned, the man
shifted too. And again the calloused hand came down. The bull stood
stunned and defenseless, great, curved horns gone and only empty, bleeding
sockets remaining. Quickly, the man stepped directly in front of the bull,
knotted his hand into a fist and drove it downward into the bull's
forehead, Just between the eyes. A faint splitting sound. The bull
staggered, fell and died.

This barehanded kill was made by an Oriental named Oyama. His deadly
combination of power, speed and violence--karate.

There 1s nothing mysteriocus about karate. It is a physical art
developed over several hundred years with typical Oriental study and
patience. It is a combination of rapid movement and striking power. The
movement brings the karate fighter through, around or over the enemny's
defenses. Then, the striking power is used to attack the vulnerable points
of the enemy's body. Speed is the key to both the movement and the strike.

The fighting stance of the karate fighter is puzzling to those who
have never faced it. He will assume a half-crouch position about 8 feet
from his enemy, face him head-on, like a wrestler, or turn to either side,
like a boxer. He may even turn his back to invite an attack. He switches
freely from one position to another, waiting for an opening so that he can
strike from any position with explosive fury.

In the attack, the karate fighter may lunge directly at his enemy ,
using his feet or the knife-edge of his hand to batter aside the defender's
arms, fists or hand-held weapons. But, he may instead spin suddenly to the
right or left, adding centrifugal force to a sweeping roundhouse kick into
the kidneys or ribs of the defender's unprotected side.

The karate fighter's most awesome attack is the Jump kick, in which he
springs forward high into the air directly at his enemy and over his
defense. As he comes through the air, his kicking foot is first drawn
close to his body, then driven forward with full force into the enemy's
face or chest. This attack cannot be stopped by an upraised hand or
forearm. It has behind it not only the full power of the karate fighter's
kick, but also the momentum of his body. It can be delivered from as far
as 12 feet away and can seldom be deflected or avoided, even by another
karate fighter.
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Once the karate fighter has broken through his enemy’s defenses, he
applics the second element--striking power. Each blow must be destructive.
Fach blow is aimed in a split second at some vulnerable point. One strike
may be designed to break bone, another to paralyze a muscle group Or nerve
center, or still another to rupture or severely damage some vital organ.
Behind each blow is striking power, the key to karate.

Striking power actually i1is pooled from several sources. Muscular
strength is the basic element. To this may be added the power of leverage,

centrifugal force or momentum. By proper timing and coordination, these
forees c¢an be concentrated at a single point.

A good example of striking power is the golfer's swing. When he
swings, muscular strength comes from his legs, back and shoulders.
Leverage is added by the twist of his hips and upper body. Centrifugal
force comes from the downward swing of the golfer's extended arms, The
power of momentum also begins in this downward swing, and is then amplified
many times by the "snap" in the golfer's wrists. These sources of power
are brought together at a single point--the point where the golfer's hands
grip the club. The karate fighter uses these same forces, but for him, the
concentration point for power is some vulnerable spot on his enemy's body.

For weapons, the karate fighter uses various parts of his own hands,
feet, arms and legs. These weapons and the manner in which they are used
give karate its characteristic violence. The fighter uses his feet when he
needs range or distance to kill an enemy armed with a knife or a stick. He
can deliver & kick from any direction--foyward and upward into the groin or
chin, or sweeping in from the side into ribs, kidneys or skull. For
in-fighting, he uses his hands, his knees and his elbows, perhaps stabbing
at his enemy's eyes with his fingers while simultaneously ramming his knee
upward into the groin. He drives home each blow with power and speed, and
with a fury derived from the determination to kill.

The karate fighter's hands are his quickest and deadliest weapons.
With them, he can punch, stab or cut in any direction. Long hours of
conditioning toughen and develop the various striking points on the hand.

Gristle and callouses are formed so that the bones and flesh can withstand
the shock of impact.

Various parts of the hand are used to provide a variety of weapons.
The lower edge of the hand, called the "knife-edge," is used to splinter
the bones in an enemy's arms or legs. Striking power delivered by a blow
from this "knife-edge" can break a two-by-four. The fist, with one knuckle
of the second finger protruding, gives the pointed weapon needed to sttack
nerve centers or other small targets like the temple. The fist is also
used to provide the blunt power required to crush a skull or a rib cage.
An expert can shatter a brick with his fist.

The karate fighter's fingers are the most vicious weapons of all,
however. Extended and stiffened, they can be driven intc an enemy's
throat, eyes or abdominal cavity in much the same way as a pointed stick.
One Japanese karate fighter demonstrates this strike, known as the
“spear-hand,” by plunging his fingers through the side of a live pig, then
pulling out ribs and intestines--all in a fraction of & second.
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Intensive training conditions the karate fighter to move, block and
strike alwmwost by reflex. He develops this lethal skill by practicing
repeatedly the various kicks, thrusts and blows that are used to attack and
destroy an enemy. Training develops the keen mental discipline required in

a fight where the loser dies. The training is tough, sometimes painful,
always serious.

In the early stages of training, the fighter learns a series of
complicated calisthenics to strengthen and stretch the miscles and tendons
needed later for fighting. Other early exercises teach methods for
creating and delivering striking power, and the methods for attacking from
any direction or position. The fighter toughens his hands, knees, elbows
and feet by hitting and kicking hundreds of times at a "striking post,” a
post or heavy board about five feet high wrapped tightly in Manila rope.
Once the fighter masters the fundamental movements, he is ready to begin
matching his skill asgainst humsn strength and responses.

Sparring bouts develop the karate fighter's proficlency more than any
other type training. When the fighter first learns to spar, he does his
blocking eand striking "by the numbers.” As his skill increases, he
progresses to half-speed and finally, full speed. Masks, gloves and other
protective devices are not worn because they cut down on freedom of
movement and striking speed.

To keep from injuring or killing his sparring partner, the karate
fighter learns to deliver his strike without making actual contasct. The
kick or punch is not "pulled" in any way--it goes at full power and speed,
but it is Eimed at a point several inches short of the target. This
technique teaches the fighter how to control his lethal weapons. It adds
to the sparring bout the critical ingredients of any good combat
training--realism and a degree of danger.

During the advanced stages of training, the karate fighter learns to
fight wundexr special conditions. Sparring  bouts continue, but now the
fighter spars with two or more partners at the same time, striking at one
with his hands and at the others with his feet. He learns the flashing
kick used to disarm an enemy armed with a knife, pistol or club. He learns
to fight with an arm or leg crippled. He learns to fight even if he's
thrown %o the ground--to strike upward with his feet into his enemy's
unprotected stomach or groin. This advanced training gives the final
polish. It gives versatility and finesse to the fighter trained to kill.

Kerate should perhaps be the new basis for our hand-to-hand combat
training. Karate gives a significant advantage to the soldier who, at the
battlefield's moment of truth, must "close with and destroy." It is easy
to teach because it 1s based on repetition and practical exercise. An open
field and a wooden striking post meet all the requirements for training
facilities. There is no need for uniforms, protective devices, wrestling
mats or sawdust pits. Karate even provides a bonus effect, excellent

physical conditioning. It develops combative responses as well as
strength, endurance and agility.

The US Army's present system of hand-to-hand combat includes a few

karate techniques, but the system is based on Judo. Judo teaches the use
of leverage applied against an opponent's balance and momentum and requires
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that the fighter first grasp some part of his opponent's clothing or body,
then throw or twist him to the ground. Finally, Judo is & defensive
combative since it normally involves a reaction to an opponent's attack.

In contrast to Judo, karete is designed to destroy while Judo is
designed to disable. Instead of choking an enemy by locking an arm around
his neck, the karate fighter crushes his windpipe with his fist.  Instead
of dislocating a shoulder by twisting an arm, the karate fighter splinters
the collarbone by smashing downward with the knife-edge of his hand.
Instead of stunning an enemy by throwing him to the ground, the karate
fighter kills him by driving a pointed knuckle inte his temples. The karate
fighter is trained to attack. The karate fighter is trained to kill.

Much of the Army's Judo was derived from technigues used by c¢ivilian
police. Judo is ideal for police work. Using it, the policeman responds
in "self-defense." He is not the aggressor, and this is proper--for a
policeman. The criminal, or opponent, is disabled, not killed. This, too,
is necessary, since the criminal mist later be brought to trial.

In military hand-to-hand combat, "self-defense" and "disable" are not
the right concepts, nor is there any requirement to bring the opponent to
trial. The only requirement is to destroy the enemy--to blind, cripple and
kill him--using feet, fists, knees and elbows to rip, break and beat the
1ife from his body. This savagery has no place in Judo, but it is the
heart and spirit of karate.
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From Army Magazine, July, lBS%.f Copyright 1959 by the Association of the U.§,
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TRAINING AIDS THAT SNAP, SNARL AND ROAR

Lieutenant Dandridge M. Malone

Training aids are useful, important, sometimes simple and sometimes
complex. But I hazard the assertion that only the Infantry School's Ranger
Department Florida camp has aids that snarl, snap, bite and roar.

These "training aids" are used in survival instruction for Rangerx
students, Alr Force pilots, Naval Aviation cadets, Boy Scouts, and others
who are taught to eat them, or to avoid being eaten by them.

Procurement is - the most difficult oproblem and  not Ybecause of
contractual problems with production agenciles. Wild  pigs, shkunks,
raccoons, wildcats and rabbits have to be trapped or, better still, hunted,
chased, run down, and grabbed. Skunks require special skills not listed in
the MOS catalog. The hunter must approach cautiously, using & poncho like
a bull fighter's cape to ward off the "polecat's" CBR agents. Then at the
Moment of Truth he must discard his ponche and in a desperate, all-ocut
Junge seize the skunk's tail. To & skunk, this resembles a Chinese
headlock in reverse, and renders him helpless, unable to fire.

Reptiles are found in deep swamps and sluggish rivers along the Gulf
Coast. Snakes, which usually feed at night, are either grabbed or caught
with 8 noosed stick, depending upon their dental structure. A large
alligator snapping turtle (80 to 90 pounds) is best caught by first
attracting Him with a powerful hunter's lamp. He will remain motionless on
the stream bottom for a short time, wondering why the night was s0 short.
Meanwhile, & swimmer slips over the boat's side, takes a deep breath, and
drops quietly to the bottom. Like a good Ranger, he approaches out of the
darkness and intc his objective's rear. Pre-attack reconnaissance mist be
thorough. The business end of this reptile can shatter a one-inch board or
a three-quarter-inch finger and bone. "Grab hold and hang on"--and the
washtub-gized turtle is pushed, pulled and guided to the surface. Those in
the boat execute a maneuver which resembles a combination of boat drill and
Stand By to Repel Boarders as the turtle comes on board.

Alligators require less work but more brute force. At night, his
eyes, when caught in the beam of the lamp, resemble red reflectors. The
boat is paddled silently to within six or eight feet. The hickory-sapline
pole reaches out and gently eases its steel-cable noose around the curious
alligator's head and neck. = As the noose tightens, the alligator, short on

brains but long on strength, realizes it's time to move out, and heads for
other parts.

Noose pole, boat and Ranger instructors follow at speed determined by
the alligstor’s size and the strength of the rowers, who backwater
fur iously. Sooner or later the ©pond lizard dis pulled to the
surface--roaring, snorting and snapping, tail lashing like a whip. VWater
flies everywhere, occupants of the boat fall or get knocked overboard,.
Eventually someone gets another noose around the snout and the alligator is
pulled ashore where his legs are tied over his back.
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The powerful tail--six to eight inches thick and four or five feet
long-~-is still a hazard. Its lash can knock a man down. Recently, an
unsuspecting hunter stood with his back to a big ll-foot alligator. With
almost blinding speed, the long tail whipped through the air. Luckily,
only the tip connected. The seat of the hunter's trousers was torn out and
what it had covered carried a wide black-and-blue stripe.

Feeding is a problem. Snakes wust have nice, frogs, lizards, eggs,
small birds, and minnows. Some species will eat only certain foods. The
spreading adder must have toad frogs. The coral snake feeds almost
exclusively on the tantilla, a small burrowing snake. The big Eastern
diamondback rattlesnake prefers small rabbits and mice but more often than
not refuses to eat at all. At such times & mixture of hamburger, eggs and
cod-liver oil is forced down his throat through a rubber tube. He doesn't
care for this service and must be held during the process.

Alligators are generally fed fish and liver. Curiously, they must
alsc have a certain amount of roecks and small pine knots to aid digestion.
Fur-bearing animals eat almost anything. Raccoons prefer sardines, while
skunks are fond of eggs.

With a hundred-odd inhabitants in Survival House, some are bound to
develop varjous ills and incur certain injuries. Snakes, for example, are

susceptible to certain mouth diseases and alligators must fight
periodically to determine who is Bull of the Herd. a

During  Jlate summer, many of the animals bring forth their young, or
earlier-laid eggs hatech in the incubstor. Often, midwife services are
reguired because of close quarters.

All these conditions combine to make the maintenance of these training
aids unique in the Army. Not long ago, a 12-foot alligator got a large
hambone stuck in his throat. For all his roaring and head-shaking, it
remained there. Roped like a steer, he was pulled out on the bank and
trussed securelys A handler held out & four-inch log, which he immediately
pit into. Jaws and log were then tied together, thus holding the jJaws
open. While three or four men straddled back and tail, another reached in
and removed the bone. A shot of penicillin completed the treatment. In
another  instance .2 five-foot ratiler had s severe mouth infection. The
entire mouth was sterlilized with aptiseptic and painted with merthiolate
solution and, sgain, a smwall shot of penicillin.

These wunigue training aids have two primery uses in Ranger training.
Exhibited slive to the student, they represent practically all the wildlife
he will encounter as he trains in the wvast dinhibited swamplands of the
Florida Ranger Camp. Secondly, many of the species, killed, cleaned and
cooked, constitute the student's wmain dish in a typical survival meal.
Whether looked at or chewed on, these training aids do their share to make
Ranger training the best and most realistic in the Army.



OFFICER ACCESSIONS AND "THE NATURAL STATE"

by COL Mike Malone

Last summer, our Army had three study groups working at West Point,
doing some appeasement research in the wake of "The Great West Point
Cheating and Lawyer Harrassment Affair." Buried among the annexes of that
research were bits and pieces of evidence which, when assembled, have a
message very disturbing to me. Further, the message, I'm sure, 1s now
gradually disappearing, somewhere back among those endless rows of barely

warm "back burners" that stretch to infinity out across the top of the
great Army stove.

The message that I saw, simply put, was this: when you measure
military skills, knowledges, attitudes, and values of young officers, there
are no statistically significant differences which can be attributed to
source of commission.  When you measure comparative cost, however, there
are enormous differences, and these differences can be summed up, rather
crudely, like this: "Pay $100,000 bucks a copy at USMA, or, go down to

Benning and buy the $10,000 K-Mart special. Ain't no measurable
difference, except for the label."

Then the haggling begins. The main argument used to Justify the
$90,000 differential is that you can't really quantify what West Point does
to a man, but, in the final analysis, West Point produces dedicated career
officers, deeply endowed with the virtues of "Duty, Honor, Country." Nope.
At least one datum buried in last summer's research shows conclusively that
the $100,000 model, with four years' construction time, is no more

dedicated to an Army career than the $10,000 K-Mart special that rolls off
the line in 14 weeks.

West Point survives today, even in the face of the cost analysis so
crudely put, above. That's because over on the Hill, the tribal elders
still remember Blanchard and Davis; and Eisenhower and Bradley and Patton;
and a stirring movie of the "Long, Grey Line"; and the annual highlight of

the nation's football season--~the Army-Navy gane. (Two years sgo, the
score was -12 to -8.) .

About 10 years out from the Hill, there's a unique kind of
Congressional cohort cominge. Included in this cohort are those
intelligent, dedicated leaders of the generation whose members mutinied
against their chain of command on a thousand college campuses; whose
long-term memory associates soldiers with babies burnt or bayoneted; and
vhose value system not only condoned, but conferred status upon, those vho

spray~canned their h~letter slogans on national monuments and wiped their
butts with the nation's flag.

We don't like these guys and, quite naturally, we'll attempt to
disavow the threstening and undesirable: ", « « Oh, they'll mellow when
they have to get a Jjob and raise a family," or ". . . the good 'ole hard
core American people will never vote those guys in." This kind of
rationalization won't hold.



The expressions and beliefs of the now-approaching "natural™ leaders
may appear to be mellowed. In reality, their behavior may be only more
subtle, emanating nevertheless from a value system already programmed in.
And "the good ‘'ole American people" of today will be gone
tomorrow--replaced by another American aggregate who will laugh at our cars
and clothes, and put clips of our Apollo program on the Saturday morning TV
comedies for the kids., (It happened to Orville and Wilbur.)

Now this coming Congressional cohort, whose pointmen are beginning to
appear (Fonda will replace Reagan), will not be impressed when we start
using our name-dropping number to Jjustify West Point. They'll counter with
Lincoln, Washington, Kennedy, Einstein, Jesus Christ, and, probably their
heroes of thelir war: Baez, Hayden, Rubin, and a Beatle or two.
". « . Ain't none of them dudes ever went to West Point, man! Now give me
another reason, General, why I shouldn't buy the K-Mert special.”

"This will never happen,” you say. "West Point's been there 150
years. .All kinds of attempts have been made to get rid of it in the past,
and they all failed. There'll always be a West Point.” Careful, now. I
suspect that, within a hundred yards of where I am right now, some wise and
respected Army elder made Just about the same kind of statement when
Fortress Monroe was the most powerful, impregnable fort in the world. But

+» & » it got pregged. Can you describe the collar insignia of the Coast
Artillery?

In ‘the event that West Point goes the route of the disappearing
12-inch rifle, we need to leave our Army (ours today, theirs tomorrow)
prepared to meet the reverberations that will occur in the officer
accessions system. I'd like to offer a place to look, a candidate option,

an officer acecession program which might fill the significant gaps when
West Point becomes a VA hospital.

I was deeply impresse& by an institution I wvisited not long sago.

Before 1 describe that impression~~which I'll term "the natural state'--let
me make two points.

First point. For three years, 1 was an instructor at West Point.
Taught psychology, leadership, karate and MOI. Az & non-grad, I didn't
take much for granted. I studied that institution, and all of its
interwoven, dinextricsble, time-honored, super-coordinated systems and
procedures. And I studied those fine young men. In many ways, 1'm a
greater "grey-hog" than a grad.

Most of what those young studs did, they did because they had to.
Some tendril of some system or some regulation was always present, leading
back somehow to  privilege and punishment. Some folks e¢all  this
"discipline'; others, loosely, "duty"; and still others, academically,
“socialization.” But when those cadets did the Army number, in any of its
manifestations, they did it mositly because they had to.

S8econd point. I was an ROTC stuent in college. Navy and Marines
. s » and tock Army ROTC courses on the side. But I had little context
then, For the last two years, however, I've watched closely an Army ROTC
detachment at the University of Florida. Drank with them, ran with then,
fished with them, talked leadership with them-~for 2-3 days at a time.
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They're a different sort of dude. Most of what they do, they do because
they want to. Challenge. Fun. Interest. But they ain't much account on
things Army. They try, but they fumble. Eager, but awkward. Puzzes all.
And, on & continuum difficult to describe, they're on the other end from
those grey young men at West Point. Neither end is "natural.®

Last month, I saw "“the natural state" at a place called North Georgia
College. Only there two days, but I gave one big lecture (on soldierly
purpose); taught two classes (one OE, one Leadership); talked with
students; lived with the PM3; spoke with the Lion's Club; and joked with
"Hair Bag" (?), a freshman guitar-picker 1st class. Against the contextual
backdrop of the West Pointer and the ROTC student, these young men stood
cut in a striking way. VWhen they did things Army, it was Just, by God,
"natural." Not forced, not awkward . . . natural.

At first, as I watched and listensd, I didn't know what it was.
Something strangely, markedly different about these guys. Whatever it was,
it was good, from an Army perspective. Then I started thinking about the
way they talked with me; about how they wore their uniforms; about how they
saluted officers and official sedans; about how they cleaned weapons in the
supply room; about how they addressed each other by rank (Colonel R
Captain | Sergeant w); about how they worked with TEC tapes;
about how they asked questions; and what they asked about. All this was
- - - natural. Not forced and compelled and obedient. Not awkward and
fumbling and superficial. Natural. Smooth. Assimilated. OVM. They just

looked, acted, and talked like soldiers. Different from the Pointman and
the ROTC cadet.

If this is, why is it? Damned if I know. Maybe it's because they
wear issue Army uniforms all the time; or because they salute the flag at
Retreat every day; or because the L0Q-man Corps marches to breakfast every
morning and Jjoins some of the other 1300 students at the cafeteria; or
because the college pays company commanders $100 a month for maintaining
good order in the dormitories; or because every student has a b-drawer
dresser, with two drawers Army (rolled undervear) and two drawers civilian
(Jumbled indescription); or because the state pays the school $100 for
every student enrolled; or because when them damn crackers up in the hills
of Habersham put that place together a hundred years ago, they didn't know
of (and wouldn't have heeded) the West Point model or its VMI and Citadel

surrogates. Ever what they got going there at North Georgia College, it
is, in my view, "natural Army."

S50 what? So let's get some heads together and go study that
phenomenon and that place. Possibly, we might find there the beginnings of
an evolutionary institutional adaptation to those stresses our 'ole Army
will face when we are gone and the cohort comes.
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PORTRAIT OF A MOB

by CPT Dandridge M. Malone

On a warm spring night about 30 years ago, a group of men and boys
clustered near the local jail in a small town in Texas. A woman had been
attacked, and the attacker was supposedly inside the Jail. Outrage,
curiousity, and the desire for excitement had brought people together. And
thus, with little effort whatscever, & mob had been born. On  this

particular night, the mob was only an embryo. Given time, it would grow
and mature into a thing of terror.

A wise sheriff secretly moved the accused to a Jail in sanother town.
But an unwise Judge scheduled the trial for the local courthouse. Not only

that, the Judge scheduled the trial for the coming Friday--only b4 dsys
BWEY .

For the remainder of the week, during the noon hour and in the
evenings, people gathered here and there in small groups, milling about.
Opinions, attitudes and rumors wormed their way from person %o person. Any
information, whether truth, half-truth or lie, was absorbed eagerly and
passed along. The infant mob was growing rapldly to sdolescence.

On the morning of the trial, there were many new faces 4in the +town.
People came in from the farms and surrounding communities. They were not
troublemakers, they were Just curious people who had smelled the smoke of
excitement.”™ And these many new faces Joined with many old and well-known
faces in the growving crowd st the courthouse.

Luckily, the wnwise Judge had thought to bring the accused to the
courthouse early that morning, before the spectators began to arrive., As a
further precaution, he had assigned four tough Texas Rangers to guard the
accused and the court. 8o, with the Rangers on guard, the selection of the

Jury began. Outside on the courthouse lawn and in the streets, the crowd
grew layrger--and louder.

High noon came, and with it, the deft stroke of rumor. This
particular rumor was that the governor had telegraphed his Texas Rangers
and ordered them not to shoot anyone. No one actually saw the telegram,

but now the crowd grew more belligerent. Its margin of safety had been
increased.

Just as the rumor spread through the crowd and became "fact," the
perfect timing of fate cawme into play. The woman who supposedly had been
attacked was brought by awmbulance to the courthouse and then carried into
the courtroom~-through the crowd--on s stretcher. The crowd was a crowd no
more. It was now & mob, ready to flex its muscles, and hot for action. It
went after the accused with a roar.

Men smashed into the courtroom. The Rangers fought them back with
drawn pistols and tear gas. The battle raged back and forth: then there

was a momentary pause. The woman, covered with a sheet, was brought back
out of the courthouse on her stretcher. Someone thought the accused was

hiding under the sheet. The mob's attention focused on the stretcher. The
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sheet was Jerked away, revealing only the woman. But she was weeping and
sobbing uncontrollably. Her tears were caused by the tear gas, but
immediately the cry went round that she was hysterical from having been

brought face to face with her attacker. Again, the perfect timing of fate.
The mob went wild.

In the narrow corridor leading to the courtroom, the Rangers and their
tear gas forced the leading elements of the mob to retreat. The Jjudge,
realizing now that he had not made the best decision, directed that the
accused be locked in the courthouse vault room for his own safety.
Outside, the mob growled and switched its plan of attack.

Rocks shattered the courthouse windows. Gasosline was thrown in. Some
teenaged boys, led by a woman, touched off the gasoline. In a few moments,
the courthouse was ablaze. Regrudgingly, the mob permitted the fire
department to rescue the Judge, the Rangers and other members of the court
from the second floor courtroom. Finally, only the accused remained inside
the burning courthouse--locked, for his own safety, in the courthouse
vault. The flames began to engulf the entire building.

The firemen tried to fight their traditional enemy. "Let ‘er burnit”
said the mob. Hoses were slashed as fast as the firemen could hook them
UPe Some members of the mob even claimed that since they were citizens,
they could damn well burn their own courthouse if they wanted to. The mob
grew more vicious as it watched the flames. One man, seeing the county's
records go up in smoke, remarked, "Now, ain't that a shame?" Within an
instant, someone smashed him in the mouth with a pop bottle.

The National Guard sarrived sbout dusk. The 52-man detachment set up a
command post at the Jjail, about three blocks from the courthouse.  The
soldiers marched to the swmoldering ruins of the courthouse, deployed, and
started to disperse the mob.

But the mob didn’t want to be dispersed. The mnob was after its
victim, regardless of his condition. The mob reasoned that if the Rangers
wouldn't shoot, neither could the soldiers. Darkness came and the mob grew
uglier. Then all at once, triggered by some unknown cause, the fighting
began azain. Bare bayonets, tear gas, and finally, the crack of rifle
fire. Still the mob surged forward, attacking the soldiers with bricks,
rocks, pieces of timber, chunks of concrete, broken bottles, and sticks of
dynamite. The soldiers were forced back to their command post. The mob
returned to its ruined courthouse.

The wvictim was still locked inside the huge steel and concrete
courthouse vault. For 4 hours, the mob tried various plans te get at him.
Finally, about midnight, someone brought an acetylene torch and began
cutting & hole in the steel door. Dynamite, stolen from a hardware store,
was forced through the hole and the fuze was ignited. A gaping hole was
blown in the side of the vault. A mob lesder leaped intc the smoking
opening. The mob stirred eagerly in anticipation.

"Here he isl"™ cried the leader as he threw out the lifeless body. The

mob roared. Men quickly tied ropes to the body and hoisted it high in a
tree for the mob to see. Another mob leader, perched in the tree with a
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bottle of whisky in his hand, waved at the mob and yelled, "Let's take him
home boys!" Down came the body.

A Ford roadster with two boys and two girls inside was driven up to
the tree. Fager hands fastened the body behind the roadster and the mob
began to move. Five thousand howling, yelling pecple followed the roadster
and its grisly trailer. Some rushed forward to cut and slash at the body
with pocket knives. City police tried to direct traffic. Horns tooted.

Someone struck up the song, "Happy Days Are Here Again,” and hundreds
Joined in.

The mob poured into the section of town where the accused had once
lived. Again, the body was hoisted up into a tree, this time with a chain.
Boards were ripped from buildings and piled under the body. The boards and
the body were splashed with gascoline. And when the flames roared up, the
mob gave a mighty cheer. An acrid smell filled the air.

After the burning of the body, the mob grev smaller as some of the
women and children went home. However, the stronger element of the mob
continued its wanton destruction spurred on by success and & liberal intake
of looted liquor. Offices, stores and homes were ransacked. Then came
gasoline, poured on walls and floors. Next, a forceful "whuff!"™ and
bullding after building reged intc flames. Firemen, restrained by the ol ,
were forced to watch helplessly as the blaze kindled.

In the wee hours of the morning, 150 more National Guardsmen arrived
on the scene. Then even more troops came, srmed with machine guns, rifles,
and tear gas. By dawn, the mob was destroyed, its fury gone, and only
wreckage, smouldering buildings and small groups of curious people
remained. Martial law was established in the town. The mob had lived out
its short but awesome life, and then it had vanished.

What on earth had happened here? Why had plain, ordinary citizens
acted with such uncontrolled savagery? Why had they destroyed their own
kind and their own property? The event was nothing new. Nor can the blame
for this violence be placed on the citizens. The formetion of a mob, and
the mob's acts of violence is & recurring social phenomenon.

The potential for mob action exists whenever and wherever there is
interaction among human beings. Whether or not a mob is created and what
the mob does if created depends upon the right combination of events and
the timing with which these events occur. Again, the blame or cause cannot
be attributed directly to the people involved.

The storming of +the Bastille, the freedom fighters' uprising in
Budapest, the riots in the Congo, and the recent violence at Oxford,
Mississippi--these are examples from the past. What lies in the future?
Will the right combination of events occur with Just the right timing in
Berlin? In Vietnam? In Panama? In some American city? The possibility
exists.

The commitment of military force against mob violence represents a
particular horror of its own. Human being versus human being is bad
enough. Citizen versus citizen is worse. Soldier versus citizen is
perhaps worst or all. Nevertheless, military force, with its discipline
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and regulation, is the last-resort weapon that has been and will be
resorted to as the mob begins its rampage.

When the mob sounds its battle cry and when the Jjagged broken bottles
begin to fly, distasteful decisions must be made. And when the streets are
quiet once again, Jjudgement must be made. But both decision and judgement
are impaired by the very nature of the mob. When it's time for decision,
communication with the mob, as such, nc longer exists and it cannot be
called upon for explanations. In the face of these twin dilemmas, what can
be done to increase the accuracy of decision and judgement?

The answer lies in understanding the mob--in understanding why and how
the mob develops. We're lucky. The social psychologists, studying the
mobs of the past and the present, have found that the development of almost
any mob follows the same standard pattern. So, in order to understand the
mob, let's whip up one of our own using the psychologists® formula.

We'll start with the individual--the man. We know that this man has
certain basic needs which direct his life and regulate his behavior. From
day to day the man strives to satisfy these needs. Now, block the man's
need. Make it impossible for him to satisfy one or more of his powerful,
fundamental desires. Watch the tension build up within him as he struggles
in vain to satisfy the need that keeps driving him on.

Multiply the frustrated man by a hundred, or by & thousand, creating
group frustration or "unrest"--political unrest, religious unrest, economic
unrest, social unrest or any combination of these and other types. We need
unrest as the crucible for our mob.

To make a mob, we must somehovw Join people together. Pick some
exciting event. Let them all know that a woman has been attacked or that a
helpless person has been brutalized, or that a statue has been defaced.
These things have gll worked well in the psst and they'll work now.

Spread the word by newspaper, radio, mimeograph machine ox, better
still, by rumor. Ho, the incident deesn't have to be true. It dossn't
even have to be related to the nesd we blocked earlier. We can forget sll
about those needs now. Qur sole purpose al this stage of the game is to
get frustrated, tension~-filled people together.

Schedule a rally or a speech or a demonstration--anything that will
bring the people together. Schedule the rally for some easily accessible
place like the downtown courthouse square. Schedule it for a weekend or a
holiday so there won't be any conflict with the normal working day.
Schedule it for the end of the day--the evening hours when the peoples®
minds are tired, and when they will be less lnclined to gquestion what they
see and hear. Pass the word far and wide. Add some more people 0 the
crowd, those who "just ceme to watch.” As they watch the crowd, they sense
the immensity of its power. They see an easy chance to become part of the
winning team. Social contagion has reached beyond the fringes of the crowd
and out into the ranks of those who "just came to watch." There they go,
into the crowd.
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Add the excitement-seekers, the kids, from every class of society

who'll do anything for "kicks" and the juvenile gangs on the prowl for
amusement .

Finally, introduce the vicious ones-~the psychopaths who come to kill
or mitilate or burn, and the criminals who come to loot and steal. And in
this category, we'll have to include the instigators--the catalyst to work
a mob into a frenzy--who use the mob as a means to an end. And so, in they
g0, into the crowd.

At last, we've got the people together. Now watch. Watech the process
the psychologists call "social contagion.” This is what gives life to the
mob. This is the process that will make all of our people think the same
way. Here's how it works. Most of these people we've gotten together are
cur ious. They'll listen. And since we picked the ones that were
frustrated and tension-filled we know they'll be restless. Watch them move
about. Any information that we add at this point will spread like wildfire
throughout the crowd.

Toss in a handful of rumors. Choose the rumors carefully, because
these rumors are the ones that will determine the mood of ocur mob. These
rumors will play a major part in forming the "mob mind" and they'll
determine most of the fubure actions of the mob. Note how quickly the
rumors spread among the listening, restless people. In a short time, these

people will all think and feel the same way. Did you hate the enemy during
the last war?

How do we give this crowd the ability to commit deeds and acts that s
mere group of people wouldn't think of doing? In this setting of
collective excitement, pick out one of the frustrated people and have him

give full vent to a feeling that has been in his mind for some time. Have
him shout, for example, "Let's kill ‘em!®

Normally, our frustrated man wouldn't dare make such & remark.
However, as he senses that everyone feels the same way he does, he decides
to give it a bit of a go. The people who hear him don't stop to apply the
test of conscience. They absorb the remark and pass it on. And the idea
of "Let's kill ‘em!" whirls away through the crowd. Repeat this process
with a hundred different individuals and a hundred different remarks. Give
the crowd a mind that won't be hampered by the normal inhibitions of

civilized peocple. Let the primitive, savage, hidden urges surge to the
surface.

We've got a mob. Its ranks include men and women, adults and
children, rich and poor, educated and illiterate--all fused together into
something far more than a crowd. For this instant, for this period of
time, these people will think, feel and act in more or less the same way.
Thelr self-control has momentarily vanished. They're ready to react as
directed by the raw emotions that pulse through the mob. You don't think
807 Just trip the delicate trigger. Use the sobbing woman in her

stretcher, or the arrival of the student at Oxford. Watch what our mob can
dol

You, National Guard, Reserve or Regular Army company commander may
find yourself and your unit pitted against this mass mind called a mob.

Prepare yourself for anything--including the most distasteful duty of your
military life.
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From Army Magazine, February, 1976. Copyright 1976 by Association of the
U.S. Army and reproduced by permission. ,

THE SQUAD

COL Dandridge M. Malone

When you run your mind across this vast Army of ours, there are really
not a lot of us officers actually out there leading the trocps. So many of
us are squirreling away at desks, along with "in" boxes, "out" boxes,
typewriters, telephones, poopsheets, programs, fluorescent lights and file
cabinets. In the midst of all, do you ever get to thinking about the
troops, formations, first sergeants, footlockers, motor pools, mess. halls
and mermite cans, and the soft, rhythmic rustle of field gear as men move
along on a nighttime foot march? Do you ever get to where you Just miss
those troopers with all your heart? I'll bet you do. Think about 'em for
a févw minutes. Soldiers you've known. You'll see.

So why not go and be with 'em a little while. Trade off one of your
"liaison trips" or "fact-finding visits" and go way down to the bottom, to
where the gravel gets crunched. It'1l help your heartache. More than
that, it'll bring added meaning, understanding and humility, and & sense of
purpese to your Job, no matter what it is. Way down at the bottom is the
"wltimate implementer” of all that you do, for better or for worse, today

or tomorrow.

Not long ago, there came upon me a bad case of the miseries of which I
speak. I split and took off for Fort Hood, Tex. I wanted to get way down
to the very last link in the chain. Down to where the trooper is. Down to
the squad. —And I wanted to Just live there a little while and try to see
the Army world from that plane.

The division commander understood, and he trusted and he cleared me
down the chain. I checked in with commanders at brigade and battalion and
told them I wanted to be with the troops. Both commanders were eager to
cooperate. They offered a jeep and driver or they said, "Well, we have a
major who is leaving shortly and he will be able to take you all over and
let you see what is happening as these troops participate in this three-day
field exercise we have coming up.” I insisted that that wasn't really what
I wanted-~that I didn't want to look at troops or what they were doing, I
wanted to be with them, Finally, they got the message and I got their
permission to spend the next three days with a mechanized infantry squad as
they moved out on the exercise.

On a Friday afterncon, carrying an AWOL bag and sleeping gear, I
Joined the rifle company, picked out an armored personnel carrier (APC),
Joined a squad and stayed with them for the next three days. My world
during that time was that APC, those scroungy itroopers and about 50 nmeters
of Texas on each side of the vehicle. (Names used hereafter are
substitutes for real ones.)

e Sgt. Henry was a squad leader with a total of about nine years of
Army time. He had gotten out and come back in, and was now an ES recently
graduated from the local NCO academy. Henry was tall, lanky, rav-boned,
with knobby elbows, eyes that were deep set and steely-looking, black hair
and no butt at all. He looked like he had been in Texas for about a
hundred years, changing from buckskins to levis to fatigues as the years
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went by. He cared about his men and about being a good leader. And he
took to heart the serious task of trying to improve his leadershlp whenever
he could. He didn't lead by being hard-nosed, but rather by attempting to

understand his people. Like the rest of the squad after about 12 hours, he
seemed to ignore my presence.

His actions as squad leader were what T think he naturally did all the
time. I'd say he was a leader seriously concerned during the whole
exercise with doing the right thing by his men and by his superiors. When
I asked him how he fTelt about losing people, because almost all of them
told me they were going to get out of the Army as quickly as they could, he
said, "Ah sir, they always talkin' that way. I don't think but maybe one
or two of them are going to leave.”

® Desman, & good-looking young man from California, had been with the
squad maybe a month and a half. He had taken basic and advanced training
at Fort Polk, and was a gung~ho little guy. At every stop he tried to do
the things he bhad been taught to do: put up some cover, & bit of
concealment, and start working on a range card. Late one night on an
outpost, Desman told me, "This would be a heck of a lot more interesting if
we just had some enemy out there.” Even without an enemy, Desman played
the game all the way, all the time, for three days, with all the eagerness
of a new guy trying to do what a soldier was supposed to do.

e McNeal was & quiet black soldier and & lot like Desman in that he
was new and was trying to do the right thing. Even in the absence of
instructions, McNeal was always trying to be a good soldier. It wasn't
merely to impress me or his squad leader. About two in the morning, when
the squad leader and I were only big heaps of uniform and equipment while
asleep in the compartment of the track, McNeal noticed that nobody was
standing up to look out of the hatch as regulations or SOP prescribed. So
he got his equipment arranged and organized and with no instructions from
anyone, stood in the hatch for about two hours as the APC moved somewhere,
either in retrograde or approach march. He did this on his own, with
nobody wetching him (except me, surreptitiously!).

McNeal had two cracked-out front teeth that came to a little "V" in
the center. Out on the outpost, he lay there without a word, listening to
some bad-mouthing and unbelievable stories by his companions. Bvery now
and then, when things would get too preposterous, he would roll over and
say, "Ah, c'mon, man.'" That was about his main contribution. The other
folks respected McNeal because he tried hard and had the beginnings of some

sort of toughness that I could sense, and I'm sure some of the others
could, too.

® Davis had come to the 1lst Cav from the bth Mechanized Division at
Fort Carson, Colo. He had an AWOL on his records from Fort Carson that
worried hinm. When I asked him what the AWOL vas sbout he said that while
at Carson his wife had gotten sick and the doctor told him that she needed
to stay in bed for two weeks. He had asked for leave, but his company
commander instead tried to get him to hire a nurse to help his wife and the
kide through her sickness. He got the leave and stayed with his wife, but
she needed another week in bed. Davis couldn't get the extra week through
official channels, so he went AWOL and was picked up and court-martialed.
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He was a good man, but was concerned about the AWOL and looked upon it
a5 an albatross around his neck--something that might damn all of his
chances for the future.

@ Fuente was the driver, and a fine one. To a man, the troopers
believed he was the best in the whole company, and they nickpamed him
"A. J.," after A. J. Foyt. A. J. was a Mexican-American from a small town
in Texas. He was a natural and informal leader in the squad, and he got
this status from his proficiency at driving the track.

Think for a moment of tough nights of driving that you have had when
visibility was limited by fog or other conditions, and you tried to rassle
the car with your family in it down the highway when you were tired and
couldn'’t see and were confused. Then put yourself in A. J.'s seat, moving
across country for as long as six hours, hands locked on the steering
handles of an APC and your only guldance the taillights of a vehicle ahead

of you 30 or 40 yards away. Six or eight hours of that is damned tough
going.

e Hammond, Sp. k4, Just about to be Sp. 5, was the gung-ho type of
young leader. He had spent a couple of years in Alaska, and claimed that
he was one hell of an outdoorsman who had hunted and shot Just about
anything that walked on the face of the Alaskan landscape. He talked
constantly of his exploits there to the point wheré once McNeal said, "Man,
that's all you talk about is Alasks." To which Hammond replied, "When I
get in tomorrow, I'l1l send one letter and get four albums of pictures
that'll show you what I mean about Alaska."

Hammond was a team leader and sort of second in command. Although he
didn't make a big issue of it, like the others he kept trying to do the
things & soldier should do. He spent some time giving us all a little
informal lecture on vhabt could be done with the packet of cocoa powder from
the € rations. He gave us the formula for making chocolate pudding or
chocolate fudge, and he showed how to do this in the compartment of the
track while A. J. was horsing the track up and down across country.

& Palmburne was the smallest of the squad In size and in status. He
was like the littlest guy in a childhood gang. People picked on him from
time to time. He tried to do right, but I think he saw this as maybe
incongistent with what other people expected of him. So he spent a lot of
time trying ineffectually to fight The System. For this he caught a lot of
static from all angles because he was violating the norms of military
proficiency that seemed to exist in that squad.

When +the other guys did get on him it was not for personal
characteristics but rather for military things he had falled to do or had
done poorly. Palmburne was on his way to being troublesome, but I think
that inside the little dude wanted to do the right thing. How can you help
a young man like him?

My visit with these men was one of the finest educational experiences
I've ever had. 1 realize that to a battalion or brigade commender, only
three days in the field wouldn't seem very significant, but in my
experience they were. 1 trled to go back to the point where I had been 22
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years ago, then to look at and think about what went on then at the bottom
of the chain of command.

It is a lot harder than you might think for a colonel to get ‘even a
halfway accurate insight into what goes on at the private's level. There
are external barriers to this. For example, all the elements of the chain
of command that are used to having colonels inspect and check, flnd it
exceedingly difficult to understand that sometimes a cclonel doesn't want
to inspect and check; he merely wants to be with the troops for a spell.
These folks all wanted to show me something, or squire me around, or give
me a briefing or talk politely-~tough barriers to overcome. I had to put
down their efforts to be helpful in vwhat they thought I wvanted.

There are internal barriers also. 1 remember clearly the apprehension
I' had about two or three hours before I was to Jeoin the 7rifle
squad--apprehension about how to do it and what some of the consequences
might be. Several times I was tempted to stop and observe at battalion,
company or platoon, reasoning that st one level of command 1 could better
obhserve what was going on--get the blg plcture. The temptation to do so
was rather strong, made even stronger by the fact that by moving in with a
squad I would be barging in on some trooper’s "family."

I decided to go in civilian clothes: torn psnts, plaid wool shirt,
hiking shoes and a scroungy old insulated jacket that I have worn on many a
fishing and hunting trip. I didn't try to deceive the troops. I told them
that I was & colonel, but I felt that if I left the eagles behind it might
vecome sasier fTor thenm to comminicate with me or talk with me when they
felt that was what they wanted to do. 1 figured that without the constant
reminders of rank they might relax sooner. Even more important, I felt
that leaving the eagles behind would make it easler for me to drop some of
the things colonels are supposed to do and not do.

To join the squad (after I told the company commander and the platoon
sergeant what I was doing), I simply went up to the back of the track,
looked in through the door, and said, "Hello, I'm Col. Malone. How the
hell are you? Look, I know this scunds kind of screwy, but let me tell you
what the deal is. I'm & colonel of infantry and I've been sitting behind a
desk for about six years. I know you'll find it hard to believe, but 1
just plain miss you scroungy troopers. I1'm not doing any study, I'm not
inspecting anything, I'm not checking on anybody. I Jjust want to be with
you and do what you do for swhile. When you screw off, I'll screw off;
when you foul up, I'll foul up. It makes no difference. I Just want to be
with you for a few days.” :

A couple said, "Well, come on in sir,” so I pitched in my AWOL bag and
cerawled in the back of the track. (Later, when the company commander
turned out the company for a safety briefing, he explained what I was
doing. By and large, folks seemed to accept it, but I did see some rather
suspicious looks.)

The troops treated me as a guest for, say, about 12 hours; then I
noticed some abrupt changes. Their language changed. They started ribbing
and Joking with me a little bit. They were less concerned sbout ny
well-being. And as the track lurched and plunged out across the woods,
they were less concerned that they got thelr feet Iin my lap, or
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accidentally dropped & rifle on me. These things were matter of course. 1
noticed that, besides the change in their language and the change in their
deferent behavior, they quit trying to hide the little squabbles that broke

out naturally from time to time. Then I knew I was getting closer to the
"real" family.

That's how it was in this track with these mech infantry dudes after
about 12 hours. They kept checking me out during that time, asking little
questions and looking at me sideways occasionally. But I tried to be
unobtrusive., I Just did what they did, without making a big deal of it.
When they camouflaged the wehicle, I did my share; when they manned an
outpost, I joined them; if they stood in the mess line feeding tesctically,
I did that. I didn't ask a lot of questions, didn't give a lot of answers
and didn't move around like an ant looking for a crumb.

The point is that it took about 12 hours before they "accepted" me at
least part way. This could mean that many times commanders who are going
out to try to understand the troops may be understanding only the good
behavior, like the guys who make Judgmenis of familles based on & visit of
8 few hours. I remember thinking at the time sabout all these folks who
beat their chests and biceps and holler about what it's like "where the
rubber meets the road.” That's hot air. I suggest that nobody sabove
platoon (perhaps company) knows very mch about what it's like where the
rubber meets the road, because these casuasl visits by & busy commander
seldom include three hours with the same group of soldiers, much less the
12 I needed. {(You might argue that I was a visitor and they didn't know
me. I later talked to my squad asbout who they knew by sight. The results
will get to™your ego. More on that later.)

I still didn't get all the way into the "family." There is a lot to
be said for Chinese generals who spend 30 days a year as a private with
their troops or for Avis execubtives who work tvo weeks at the front desk.

I'11l vet most of us have forgotten the frustration and the frequent
changes when we were enlisted soldiers or young officers. They became
major factors as I watched vhat was going on in that mech infantry squad.
Now, bear in mind that I was sitting at the bottom of what I would describe
as a damned fine chain of command-~from the division commander down to Sgt.
Henry, the squad leader. I am not evaluating that chain of command and
I'11 challenge anyone who says that the problems I saw are attributable to
sorry leadership above the squad. But change was a way of life for those
dudes and as I sat in the middle of a hundred changes, I recalled that this

was & big factor for me long ago--and one of the lessons I had almost
forgotten.

Do we stress change enough as we talk about how the soldier must
operate? Is living with change part of the indoctrination the young
soldier or the young officer gets when he enters the Army? Is change
something he is reminded of from time to time; that is, that change is
natural and to be expected as a way of life and to which he must adapt? I
doubt that we spend enough time getting this lesson across. If you have
forgotten about the pervasiveness of change as I had forgotten about it,
then that suggests, at least for you and me, that we were insufficiently
indoctrinated on change as a major element in military life. Should ocur
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leadership training and development at all echelons in the Army school
system include a heavy dose of the lessons of transience?

At any rate, change was all around. Well, here's a thought on why.
At our level, and at the general's level, we have staffs or assistants.
Before we make a decision, the staflf probes the pregnant areas of
information for wvhatever might affect that decision. So, when we make a
decision and issue an order, we have, because of the assigtance and access
to information that is available, insured against change to a degree. This
works well &t division and brigsde, but it seems to me that as we move
farther down the chain there is less assistance and less access to
informetion that may oproduce change. 80  the vpossibility of  change
increases almost exponentially as we move down to the bottom of the chain.
Change looks somewhat like a pyramid, so that while you and I cope with
change to a limited degree at the top, at the base change is fast and
furious.

I know the commnication field well, yet down at the bottom I
encountered a phenomenon that made me sit up and take notice. At our
level, problems often stem from distortion of communication. We talk long
and loud about the difficulties of commnicating a message up or down
through  tureaucratic  layers. Our main concern, however, 1is with
distortion. Down at the bottom, the problem arises not from distortion but
rather from the absence of communication. Theére jJust is not much poop down
there about the ocutside world, or what's going on or what's going to happen
next. There is a real and notliceable wvacuum with respect to informstion
about the situstion-~enemy, friendly and general.

Bear in mind what I said earlier about the quality of the chain of
command above our squad. They vere good. The men in the squad camouflaged
at halts, mnned outposts, took positions as alrguards and did a&ll the
other things good infantrymen must do.

Yet I would guess that only about ten percent of the time did they
really know whether they were attacking or defending or withdrawing or
what. I would add that they were almost totally unavare of where battalion
wvas, or if there even was one or what the overall situation was with
respect to all higher headquarters. Their world more or less ended with
“them bastards up ait platoon headquarters”; and in a way, it ended there
bvecguse that was about as far as they could see during movempents across
open areas or when the platoon stopped in a defensive position or attack
position.

They were damned good at techniques, but they did it in the absence of
any overall context. Could they have done better with constant knowledge
of the big picture? I say again: at the bottom the problem is not one of
distortion, but rather one of having 1little communication, if any.

Why is this so? Well, think back to what we have said about change.
Also that the last link in the chain of command is the squad leader at the
hwottom of the bewlldering arrey of changes. Changes come Tast and furiocus,
Myt he is the last man in contact with the vltimate executors of change.
Much of the leader's c¢redibility or authority lies in being able to tell
his men what to do with some degree of firmness and specificitys



Maybe a squad leader learns quickly that if he tells his men to do one
thing and ten minutes later to do something else and ten minutes after that

to do the opposite, he will scon lose his credibility, or at least run the
tails off{ his sguad.

Perhaps the squad leader has adopted his own way of dealing with
change. Rather than pass out every change to his troops (which would cut
down his time for leading procedures and thus confuse them), maybe he sort
of holds out until he senses that a particular change will last relatively
longer than some of the others. He picks this one, studies it and then
passes instructions down to the bottom. If he doesn't sort out these
changes, if instead he passes each one on to the troops, they soon begin to
run hither and yon adjusting to them, and the squad leader is made to look
like an ass. So he holds back on commnicating change until he gets one he
feels is more credible than others that have come down to him. This way
account for the vacuum or absence of communication down at the bottom.

The communication vacuum is somehow linked with the credibility of
leadership down at the bottom. The more devoid the vacuum, the lower the
credibility. What can be dons about this? *

We could go all out to exhort our leaders at all echelons to keep the
troops constantly informed, but down at the base of the pyramid this might
end up with the squad leader merely giving a series of five- to ten-minute
briefings with only enough time between them to run to platoon hesdquarters
for the next change. The problem has always been there. Experienced
commanders know that the squad leader never has enough time for true

troop~leading procedures. So some means other than the traditional may be
required. What alternatives are available?

The technology of transportation and comminication has greatly
expanded the impact of change at the bottom. When a brigade commander
watches a squad on the ground and monitors the company radio net he often
fails to realize that he himself is four or five changes ahead of the squad
leader. The other changes--maybe fragmentary orders from the brigade
commander--are still being processed at intermediate levels. So the stage
is set for confusion, frustration, chewing out, loss of leader credibility
and failure of mission. How might we change our troop-leading procedures
to compensate for the impacts of change and vacuums of comminication?

As 1 watched the squad in its scldierly and humaen interactions, I felt
that they were sccording status within the squad on the basis of who had
what tickets or credits. At our level, the informal underpinnings of
status are such things as good Jobs, decorations, academic degrees and so
on. It became obvious to me that at the squad level the stuff of status
vas military proficiency.

I watched the group bestow informal leadership on the APC driver.
Although Junior in rank to several others, he was definitely an informal
leader in the squad. He got his tickets mainly because he was a good track
driver. I noticed also that one member who was the lov man on the totem
pole was always being ribbed. He was low man because he demonstrated the
least military proficiency. The currency or credits or tickets the squad
used to establish a pecking order was what the unit considered most
important: military proficiency. Four or five years ago, status might
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have been awarded on the basis of who could best bad-mouth the Army, or who

could most efficiently screw up the '"lifers.” This wasn't true in our
squad.

If this phenomenon holds among troops in general and if we can 1in some
way amplify this group tendency, we might go a long way toward using group
phenomena to help reach organizational goals. Should we do this by loocking
more closely at the life of the trooper at the bottom? Through some means
of peer rating that can determine what scores troopers use to evaluate each
other, so that they theselves could see that despite the griping that
soldiers have always done, higher status comes from higher military
proficiency? Could peer ratings be so devised that we could tell vwhat wvas
the stuff of status in various kinds of units and in varied situations?

A common theme in television's doctor programs is the death of a
patient and then the mental anguish over who will tell his loved ones and
how they will go about delivering the tender message. Let's see what
happens down &t the bottom.

There are certain suthorized reasons for relieving a trooper from a
field exercise, one of them, I'm sure, being & death in his immediate
family. After our mechanized column had been on the road for about six
hours, while at a short halt I missed one of the squad members. When I
asked what had happened to him, I was told that he had a "death in the
immediate family." During the rest of the exercise, I asked here and there
about where this man had gone. It turned out that someone had come up to
him and said, "You are going back to garrison. You have a death in the
immediate family."

"Well, what do you mean?”
"I don't know; you just got a death in the immediate family."

So the mystified soldier, riding for three hours back to the base
camp, knew only that he had a "death in the immediate family." Hot quite
the same drama we see on "Marcus Welby, M.D." Would you like to live those
three hours?

For me, another almost forgotten phenomenon was They. - The troopers
used They as a nebulous term for anyone who might constrain them to work
toward a particular end or who would be checking on what they did. They
were mentioned frequently: "They are going to be down here checking our
camouflage in a few minutes.” "They won't like range cards that aren't
filled out in detail." "They are not going to give us any administrative
break.” 'They are going to make another change.” "They told me to put out
two-man outposts and then, Just a few minutes later, They told me to put
those outposts on 25 percent alert. Now how the hell am I going to do
that?”

I saw a close parallel in what the troopers called They and vwhat ny
contemporaries call The System. They and The System seem to be serving two
furictionsa: one is to serve as an organizational conscience, like an
omnipresent overwatch; the second 1is as & scapegoat for various
frustrations. For the trooper, They was vague and indefinite. From his
point of view, They did not represent platoon headquarters, but rather



authority in general--all that was above him. They is a major factor in
life at the bottom. Is this healthy or unhealthy at squad level? Should
we try to modify, or use or eliminate the idea of They?

Some time ago, a quartermaster officer's headquarters gave him the Jjob
of determining how long a soldier can subsist on C rations and the effect
of food on the soldier's ability to perform his duties in arnd out of
couwbat. It all appeared very scientific. I could see the standard Arumy
menu (so many grams of meat, so many pounds of potatoes) being plotted on a
curve against ergs of troop energy and the like. I'm sure this is all very

worthwhile, but that's what's happening up at the policy level. What goes
on below makes the scientism rather humorous.

I had almost forgotten the importance of chow in the soldier's life.
To a trooper, chow is a hell of a lot more than a good mess sergeant and a
¢lean mess hall. Perhaps because there is so little information around, he
plays up meals and food to an extent we don’t realize. I had forgotten how
much time and effort go into bargaining over C rations, trading this for
that, harassing each other on who had gotien the best rations and who the
worst, knowing the secret code that tells you what you can find in each
kind of ration, winning short-term status within the squad based on who
gets what in the early-morning issue of the noon-meal Cs.

I was amazed also at the amount of food a trooper tekes along in his
duffel bag: cans of ravioli, chili, sardines, sausage and even potato

chips and popcorn. I wonder if these were included in that quartermaster's
formulas and curves?

He who controls the chow gets status. We were feeding tactically in
the predawn hours prior to & move-outb. Troopers were lined up in the
darkness, ghosting along by the mermite cans, and, true to the dicta of
histery, the: servers with steel helmets and rifles across their backs were
squatted behind the mermite cans. We moved through the line with paper
plates, the eggs, potatoes and whatever plopped into a mixed 'pile on the
plate. When I passed thg box where the rolls were lined up like a company
in mass formetion and reached for cone in the rear rack the server
threatened me with his fork. '"Man, get your cotton-pickin' hands off that
piecel You supposed to take this one,” pointing to the front row where the
rolls were being removed in military sequence. Those picked for server
details are not the kind who have a lot of status. Here in the predawn
hour, this server was in charge of his box of rolls and, given the
importance of food in a soldier's life, he was making the most of his power
and sauthority. The darkness being wvwhat it was, I doubt that he ever
learned he laid an admirable chewing on an infantry colonel.

You and I, with a lot of experience and schooling behind us, have a
fair concept of "headquarters"--company, battalion, brigade and division.
We know what and who is there and what goes on. They are information
centers that give us a sense of confidence and security and ability to deal
with the unknown. For the old mech infantry squad, headquarters was the
command track: a platoon leader, a platoon sergeant and a battered coffee
pot that came out when the track stopped for as long as ten minutes. In
the squad’'s eye, platoon was "way up there"; company was a far distant
thing. I heard no mention of battalion or brigade, although the battalion
headgquarters was in the field and operational.
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What might be the implications of this phenomenon? I don't know, but
what it might mean is that once you get above the company, and maybe even
at compary level, you don't lead troops, you lead subordinate leaders. And
wvhen you think of setting the example, you are not doing so &s mch for the
troops as for subordinate leadsers. Look at it this way. When you
commanded & company and higher you were important. All the information
around you told you you were important and naturally you assumed your
troops "knew" you. I suggest that at battalion and brigade level, most of
"your" troops don't know you at all without your brass and name tag.

Perhaps this little lesson in humility might be & good one for senior
commanders. Battalion commander, how many of your thousand men could pick
your face out of a lineup of five officers of your grade? You assume all
of them could, but I strongly suspect that maybe ten percent might. This
means that you neither command nor commnicate with troops, but rather with
your subordinate leaders. What are the implications?

There's a big difference between leaders and men in terms of how and
when they sleep. You and I would probably view the typical working day as
one of waking activity--moving about, doing things, making decisions,
getting information, acting upon it. Not so for the old mech infantry
squad in the field. ‘

The squad took advantage of every available opportunity to sleep in
unbelievable conditions and positions. One night the track was lurching
across country, the troop compartment dimly lighted by a small, red bulb,
equipment scattered everywhere and moving about, the floor leaping and
pitching, the engine grinding and howling. On the floor, his head under a
loose duffel bag, was one trooper sound asleep on the quarter-inch aluminum
floor. At another time, one lay sound asleep with back arched across two

water cans in a twisted position, rifle cradled in his arms, helmet canted
to one side.

Maybe some of us have forgotten how much a part of the seldier's life
is spent in sleeping whenever he can. ' Does this result from boredom, lack
of communication, poor planning somewhere up the chain of command? Do you
and I, accustomed to activity while on the Jjob, have a significantly
different outlook on sleep and rest than does the soldier? We look at a
soldier grabbing a short sleep and mark him as a goof-o0ff? Do we see that
as bad, when maybe he is doing so because of our orders, our changes, the
way we work our downward commnication? Is he fighting boredom when he
grabs those Zs?

At dawn one day, after the column had been moving most of the night,
A. J. Fuente lurched the track onto a small mesa, ravaged a few Juniper
trees and came to & halt under a large one in a camouflaged position. As
he lowered the ramp and the light came in, all who were at least half
asleep woke up. The track was an unbelievable mess. The ax had fallen out
of its holder, a couple of water cans had fallen over and leaked, the
contents of duffel bags were strewed eround, weapons lay on the floor. The
troopers themselves were disheveled and twisted, hair on end and shirttails
out--all the things that are natural consequences of moving across country
at night for four to five hours, with barely time to halt or do anything.
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As I looked at those mechanized infantrymen, I thought to myself that,
had I been platoon leader or any leader above looking through the ramp door
and into the back of the track, 1 would have started chewing out and taking
names. Men and vehicle were a horrible mess. Had I made on-the-spot,
immediate correction I would have been doing a disservice. The point is
this: given this sorry-looking mess as A. J. dropped the ramp, the troops,
in about 15 minutes and on their own, with no order from the squad leader,
had straightened up the water cans, repacked duffel bags, replaced the ax,
picked up their weapons, blown and brushed the dirt from them, and gotten
out a small scrub brush to sweep out the floor. I think perhaps we mist be
careful when we Jump with both feet into what seems a situation demanding
on~the-gpot correction. Could it be that because we as leaders and

supervisors mist move to so many places so guickly we don't allow time for
natural self-correcting mechanisms to get working?

On one occasion the vhole company and its tank sttachments were moving
across the valley floor. For a moment I imagined I was sitiing satop a mesa
in an 0P, looking out across the valley at these armored personnel carriers
and tanks. The formation wes perfect, plumes of dust trailing out in the
rear, pennants snapping, antennas waving, vehicles moving from cover to
COVErs Spacing between vehicles was correct; tank and other vehicle
commanders sat up in thelr hatches, everything Jlooked great from the

outside--a perfect demonstration of cross-country movement in the Fort Knox
manner.

I popped back down inside the track, to meet the sesme disorder and
welter of men and equipment I mentioned earlier. On top of the whole mess
sat one young trooper eating a box of cheese crunchers. 8¢ how much do we
really see as supervisors and inspectors locking from an OP? What's golng
on inside the track? And inside the track, what's going on inside the man?

For a couple of hours one night we kept moving and stopping, moving
and stopping. At each stop, troopers dismounted and the squad leader
placed them on outpost or in security positions around the vehicle. As it
grew later some of the troopers asked Sgt. Henry when we were going to stop
for the evening. Henry was getting so many changes that he never did
commit himself definitely. Az a result, the troopers never did break out
their 