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restless antic on the dais, the headman the 
'l'hen, from in and around the columns, beasts of every 
converge on the brave man in center. And the roar with 

The columns are columns of numbers, 
addressed to measurable trivia--like the 

the of the limits. 
staff officers who nurture the numbers 

which the numbers are 
a i , 

resource review) and the 
that he can sense 

issues and trends that 
out there in the center, he a 
and combat readiness. 

any more, but, often, on a do not 
basis, we do up in the stands and numbers 
loose 

Make 

is. 

cor:una.nders. The or circus is bad 
is all the and hours of effort that go into the 

the hundreds 
staffs of 

No 

is how. 

that feed the charts. 

are the 
the 

Men Who Failed to 
for Fat 

There must be a better way. 

, flat-out, eliminate _ __,._ 
of time, every zero-base the 

the staffs and managers 
sj for 

" What is the purpose of this is it to 

11 Who prepares it; that 

• Who has it; 

" Who that 

" What does he do after he it; does do that? 
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to e 
the 

• do those 
; what does thi 

• is it 

• it to 

• it be handwritten 

• it be 

• the 

• Does it 
program, 

there s 

f 

blow 

have 

that ; what 

cot:rtmB.nd or staff 
fix 

bounced a "Zero-Based 
have worked 

bear when the 

it. 

up in 

for 
the blanks with 

have 



possible, automate. For , send print-out 
down unit and edit rather than 

• No new ix and axe 
to sacrifice an 

to do this 
every six months. 

ro-Ba.sed 
for reductions. 

for one ful 
increases. 

can. 
This 

are 
cannot be done. 

The small nuniber 
report is the 

number of reasons ro-Ba.sed 
There are also a small number of reasons 

of reasons two nuxnbers 

• Memorandums and Letters Which Were Eliminated 
Co!Jl.URnder Zero-fused Reviewed the 

Moving Around His Divis Get 

a 





: 

u 

Let t l l !1. 
formula Fir t, 
know bout X. 

PART I 

X" 

I the ear part thi , as our senior 
ahead to tile fu ure a 
t found our in 
power our nation for 
of new and extreme 

c enti 1 
trouble. looked to 
he , then laid the 

ex weapons for the comi 
is te tha to achieve the lead in force 

we entered the t 
our was fail ng. 
a weapons acquis ti 
exceeding our techno 
even easier the 
Russians in 
computer des gn 
shatt of 
the shift to 

ha 

res r ng of the weapons 

uarter 
The Rus ter sli 

glue, we 
tep. 

advanced te 
ields a the 

information science. Adding 
unforseeable 

to 
t our 

for a shrinking manpower 
trained t f t, survive. 
which we had pla 

And tha wa , and is, 
this: 

grim. Without 11 WO 

What we 

I 

This 

• it 

POTE:-1TIAL 
FOR us 

REAI.JINESS 

happened 

TIME 

Jl 

to 

up 

was made 
the 
of 

to 
of 

for 

s 



c:tual f ce 

and 
ia 

POTENTIAL 

USSR 

us 

USSR 

us 

1 



* * * * * 

X 

A year r so ago, one those 
same lines. He 2-3 

rs reasoned along these 
id, "I want you to try 

t solve for Then he continued: 

•· ••• X has sornet to do with how to run an organization. The 
ne of force readines is a pro It s the ou put 

systeTJ or organization--in this case, X, then, t i 
somewhere in the domain of t performance ••• how 
organization perfoms. And how an organization performs nds on how 

t is run--how its resources, and activities, and processes a 
rdinated, and integrated, and controlled. 

" ••• X is neither manager:Jent, nor leadership, nor organi tional 
deve nt. It is each of those, and a t and more. Our 
ideas in these areas are disparat • Hen in war cannot to 
their deaths, the machines of war cannot be led, and organizationa 
devel an unclear goal in the absence of clear criteria We 
need to find a ' 1 binder,' some tha wi 1 achieve synergy 
something that will bri all powerful but dispara e notions 

ther into a doctrine that will drive up t curv,; of actual force 
readiness. 

der r and, to tie down 
s-used t rm, work from a 1 ba e of General 

that usual 
ems Theory. 

That will link to ient research in tr.any fields. And. more 
e, and if 
levels or 

t of 

rtan t, t 's the way you ca view our rmy 
you can't do that, you'll get all up on a few part 

unctional areas. That mus not be. Force readiness is 
our s whole. 

That ne the content nor format of the ·· nder 's 
at Leavenworth. But t did do was drive more 

than a yea of intense research and hard t the two or three 
oncerned officers who the task initial the 50 or 60 bri 

people t nlisted to them think. 60 people. known as 
Force Delta". came from all over our with expertise in areas 

such as these: 
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This 
ti 

Proc~s Adroi lstrat 

story bDP 

Civic 

Document Retrieval 

Intel 1gence 

ions 

Sociology 

'be Doctrine Theology 

ORSA 

was "fed" with 
1 ce 

• 1 

l'oW!r 

liorale 

At 

Nat 

Communi cat 

Affa 

ychol 

Nat'l Security 

OE/OD 

WAR 

ETC. UC. ETC. 

rch f 
n:ns 

Forecast ng 

Combil t Readiness 

Feedback Theory 

Turbuleoc e 



They read, 
• and 

the challe 

The end re 1t 
- H. 

ta d, 
And 11 

re ven 

ed, 
a 

UNDERSUNDING THAT WE MUST WDU THROUGH P19PU, 
HOW C AH OUI AIMY ESTAILISH AND MAIN'UIIi CONUOl 
Of CHANGING, INTiltDEPENEUNT STST!MS TO MAXlMIU 
FORCE READINESS 1 

that 1 those pe le s ' s ngle t 

The bos had said, "Solve for 
work, Boss, X H. 

he answer was H. "After a year s 

* * * * * 
X 

This is not smart-ass answe nor an a t t t be cute It represents 
a nc ple which we've tried t dr 11 into ou elves duri a year of 
reading and li teni and t inki "What is the essence?" (1 is 
prin le our Anny must learn. If we do not, we will not survive. 

"H" cones from the 
out a bi and 
order. H 

same 
into 

cs' s _______ , 

2 E "' 
use, became 

, in 

mc2, when it was fleshed 
a shaker of the first 
language of theoret ca 1 

That ich is a language of the essence} tells us that 
ng and eve ng more than: 

The history and back ound the of reducing the difference 
between actual and ential force readiness reflects a preoccupation 
(US and USSR) with the matter-energy side of things. And 
says • in that rea, we're t not ing it. 

X = H says that the orce, the power, the factor which we can best 
reduce the difference between actual and ential lies not so in 
the matter-energy s but rather in the information" 

ide. Our task then, s stated, is 

3 



* * 

the 
--g 

* * * * * 

aining nfo 

rmation 
know led 
the domi-

t 

i 

ryone thinks know 
f, Shannon, Weiner, Miller. 



and others have not been a to t agree a t cl r 
diagraor::1a 

You can come at it mathematical histor call 
with matrices, and ctures, but 
definition. It i even more confounding 

One way to get a partial 
as the tiny electro-chemical 
nerves in the human 
nerves, with several 

le on what 
lses 

st 1 defies 
aggravating tha 

look at it 
all the 

these 
each those es are organized into patterns and these patterns move around here and there, t 

and slowing down 
on, turni things off, speeding up this that ••• i.e., controlling. This flow of lses and patterns what makes you function. It vities organize t va ) both s you n control of va 

mental 

That's one way to look at ••• "informat on. 
for what it is--how it flows, 

ana og ves you a eel 
integrates and coordinates all those thou 

t re i and how i 
dif erent parts and hundreds of different processes make the human a t such incredible 

t t, te all thi vast c 
matter-energy, organized inf 

tel 
re 

Now, if you .. t.o all those billions of neurons, and multiplied them all those lses and terns, and t track of al that for, say, 24 hours, you'd t t takes a ng amount of info tion t to run yourse And, you t whatever number that s, and mult lied other members of ou Army. what you • d get is a number its not hard worth think about. Except for what the e c exi of our as a whole. is still a clean and way to view our 
he forest, rather than 

, mat ter-ene organized 
may be. you s i can' do anyt 

a 
the trees. 

information. 
with it •.. yet. 

* * * * * 
SYSTEMS 

i 
and 

ng more 
e as that 

Our is also a sys tern is a word in our mouths, but seldom in our minds--at lear and c: understood way. We time get into all the feather-f ing nvol ved find definition of tern." There are, however, many rtant ts associated with the word tem" t we should di cuss. But we won t• We're ng for the essence tem , and the es enc:e is ••• relatedness. Relatedness and inte system, of wha ever kind, an individual soldier or 
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our whol 
is not 

I 

a 
s 

sys tern--a real 
lse those 



nwt 
the negat i 

mea 
nf o :rma t ion 

It 

he soldier li , t 
need to get handle 
effective --can mean in 
you need some fa and f 

.. i 

* * * 

1 FLOW 

ract rld of theore 
cy and get to the rea 

wor of actua f rce 
wha nformation ow-~i 

the life of, say, the cor1ba battalion. 
nd 

And 

in the ta l-end 
wrote back t Ft Benning. 

t ry de commander 

ttalions are funct 
battalion commanders, but 

"There 

do with how the whole damned 

wrong with the way our 
I could relieve the 

It has something to 
All my battalions 

sa rile 
nd grou 

s a well. The 
n you do about that?" 

It was a tou em, but it came from a 
commander in , and couldn't be or off with a 
thanks~but-no-thanks letter. moving with two initatives. 
One was a t which evolved over time and 
became what you Arms Tactical 
Simulator (CATTS) ou Leavenworth. other initiative was a 
of scientific research known as "the FORGE Pro It was done 
HumRRO unit at Benning. You never heard of it. And it took five years. 

What the HumRRO scientists did was their research des on a 
piece organizational known as "the t ing cycle." 
What this theoret concept said was that an organization, in 
with events on the nizat 
t a eye in dealing with event. 

ng 
goes 
The 



t 

the 

how with 

for 

to the 

th the external event, i.e , act 

i 

t 

1 



t • the f1url\ r esf' rche rs desil"nd a 1 rp:;. 
with about 1 COLth8 t event (the external 
adi1pt ive-coriPf eye le). Then the worhecl t r s 

n ized the CP>: into stages of stress va r 
nilture of t l•e hn t events. From had, to worse , to 

\.'hen the battlr> staffs ran thr he CP>:, the 
their datn. what tile collected was ••• the 
thr the batt a f as it dealt wi an array 
ev~::r-increasi Bll the radio nets, 
;.nitten material, and even t 1e t.attle staffs in 

nwts SO t COllld tape all the r~rson-to-pc 
t t dat • nnd ranscribed it, nd analy it. 

it took five years.) 

Vietn 
event 
int t 

the 
nst a in 

p 

of 

collect~?<:! 

t moved 
an 

squad leader r 
n t raf i . 
(And no;... 

The ess~:;;nc:e of all that analysis of all that data "'as this: t 
t bat le staff performeci those 7 processes, the tt:er it ha 

t event • and the better it held up under stress. 
ayb r the report tell t tory eff cien and effe tiVeness 

~o.hat is, for the most part, info tion flo"' i batta n batt e 
taff • 

... .. .. 

Low 

.. 
.. .. .. ... 

Moderate 

STRESS 

Effect 
Ba t:t: le Staff 

ability of the z.ation to sense "'n its extermal and 
process the information sensed, internal environments, to interna 

and to adapt its to the 
fectiveness in terms of how well 
processes. 

sensed s. 
the battle staffs performed the 7 

l 



ABORTED 
DE 

OF 

Low Moderate 

STRESS 

, Low Ef tivess 

1
1 tle Staffs 

iveness 
Staffs 



DIMENS 
BATTAL 

tically s 
NOTE: In 

HI SIO!'; 
ACCONPL I 

GEOGRAPHICAL 
AB.EA 

PE 

REHAINING 
COMBAT 

OVERALL 
EFFECTIVENESS 

battalions i Europe. 

matter how effectivenes was measured 
ons, the talions whi 

be~ter were a 

.... 

What we have in the s two recons--two 
patrol repo from the lab, one field Ten years • 
difference in t , two different scena 
te ling us about the same thing the tt 
certain ident ble processes, the better 
patrols were not ng at tra ning, or ip, 
tactics. looking at battalions as systems, 
in on the on in those terns, and 
were watch were processes deal with 
send out another patrol. 

both reports 
can perform 

The recon 
weapons, or 
were sed 

processes t 
Time to 

The next resea effort from the stems Science titute at 
Six tank the ve rsi s , ear in 

battalions this ime; four in CONUS and two 
team on this recon would look at the 

s 

sta ••• no simulations, no ad hoc staffs. no 

research 
t 

sort of 
exercise; t tank battalions e in t r 
activities of a tank battalion. From the wide range of activities that 
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These were the information processes the Lou ville scienti 
And, of all the different kinds of nform.:1tion flowi a 
bat on, t selected out that the of 
training. Then th eked out the 15-20 pos most crit t 

management and interviewed people in 
positions ••• extens h. took the data from those 
interviews, from other surveys ra • and from all available n"cords 
and s about the performance of battalion, then ran all that 
t icated ana ical procedures. The es of 
the end all that was the same as the FORGE research: the 
better a battalion performed these inform.:Hion ses, the better it 
performed in its most rtant peacetime activity ••• training. 

But the effort of this third research patrol was cleaner. had 
dealt f with the flow of i rmation--training 
information--th a scient f ca of info tion 
processes found not t a battalion, but in rgan zat And 
wha had found was a positive link betwe the effici 
ef iveness of information fl and the effie and effect 

training. 

Now, 
here 

t for 
there. 

the management 
then with the 

the hell of it, round a li tle bit. intuitive 
Suppose we did this research in, but this 

of personnel, instead the management of tra 
maintenance? And then with the 

resources? And in every case, suppos we found the same thing that 
our three recon rols have ed--a i i li be tween 
effectiveness and eff of informa ion low, and the performance of 
the o ? We're onto a hot trail, now. 

Take one more intuitive All these researchers we've 
about looked t all those battalions not as ba talions, but as 
One of the "mechanics" of general systems theory is that what you 
out about one ind of system applies to other systems of the same kind. 
And that we've talk about here is not real 
battalion, but the Therefor , that consistent finding 
about info t ion out of all the research, as well as 
the we made above. not t o a t t but to 
organization ••• from , talion, to our who The tter 
the ic and effectiveness of information flow, the better 
perfonnance of the That means tha we the 
feedback we our out also our 

t processes. On that system model we used earlier, here's what 
like: 

F 

t 
5 

• ~ 

I -
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Now "perfomance" 
nt nee nor 
hi ngs and othe 

* * 



Of all 
those 

cleanest is a definition a man named As --one 
the language of the essence, and whose 

f t ion of 1 common sense and science sense ther 

If this is true, then information science. which real got moving 
at the start of the decade • is the science wich will to 
grow up our common sense notions of to Run an ion ... 

Our initial guidance, as we started 
was to find the 1 
powerful but somewhat disparate ideas 
t on." All that we have learned thus 
research and essenced 

the that 
is.. like 

GENERAL 
MANAGEMEN 

em of .. solve for X" 
would tie ther our 

to Run an 
• buttressed the battalion 

says clear that the 
all those ideas ther, 

DEVELOPMENT 

Output Transducing 

RESOURCE 
---• MANAGEMEN 

47 
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Do you run 
circuit, who 

Do you get 1, 2, 
with a next we 

Folks behind the powe 
cotunands neve ting 

organizational cemory? Grea 
the action 

* * * * * 



PART II 

ASSAULT 

Alr 
force 

t. We have said, "X = H". 
readiness, lab research, 

And we have put together oa things: 
field research, intuition, common sense, 

nning to see the 1 of X = H. and 
or increased force readiness, then 

leGJs. If you re 
to sense 

question is to foro in your nd: d we st rt to 
turn this ins t into ion? What 11 can we do?" 

We could 1 at this out recommendations and 
taskings aimed at of in r But 
let's not do that. let's see if we at our organizations as 

and get to the essence of ove the eff ici and 
of information and 1 

Go back to that s systec 
re rters ••• or a battalion ••• or a 
you). Remember we said it is alive with i ion f ow. 

I 

Those three recon patrols and the we talked about back 
n Part I) tell us that one ive in this assault has to be 

so t 

call that 
e ring those information es which make up 
the system hums 1 , with efficiency. 

about i more "Information and talk 

So 1 where else can we 
sure tha some of our 
not the 
do-- that's Mission; 
Performance Standards 
define values as 

tune up information flow 1, i s for damn 
systems are humming away things r t but 

Our systems have two ts: what we 
and how we do it -- 's Performa.nce Standards. 

come from VALUES. For t let's 
that are bunches 

Where do 
? And how 

these values come 
do those values fit the mission? 

written 
Do we 

down 

values 
be "Va 

Up and down? 
'11 discuss 

e system model, all 

49 
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in ter }. 

that looks like this: 



rn s 

Now there's something else 
es of-inforcation wh 

to work. 
ct ves. 

* * * * 

3 X 3" 

in those sys 
Those syst 

di 

essence. concepts of 
ing · 11 applicable to 

ovi ng the and 
damned bundle 

The 



t's the uc of putti H t work 0 solve for x. A 
.. -- 3 

evels our Army, and 3 concepts of operation, a parts to each 
oncept. t 's the ess Now what that mental picture 

says... rom the tom of our he way up to the top. Let's 
start at the operational level. 

* * * * * 

INFORMATION ENGINEERING 

This is an easy notion, and more fie, more concrete than those that 
follow. ''Information is a term we t invented a few 
pages ago. Don 1 t know how t's defined in the literature, but ce 
it's been used before. We won't try to it here, but let's look 
at what it in the context of t X = H to work for our 
It means ng information science to how information 
flows in our and it means r 
effie nd effectiveness. 

For the moment, and te the tit above. t 
and rs. bits and s, and all MIS • s in 
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. ) 

t 

rmance 

earlier. 
ve data ••• into numbers, so that 

mathematics c 



nf i ow me 
battalion ••• nd herein lie powerful 

For 
that 

the 
ining t 

rf rming 
battalions 

of information 
of 

1 t 1 ) 
licat 

were 
performing 
t ransduc Low performing ions, on the 
a lr.10s t twice a much rt in t ransduci n 
our that the rforming were 

back into 
Low pe 

aggressive at 
battalion more 

ou , nding out, and bri 

battalions more 
channels, and t 
what had done 

ion about t rai 

out 

what 
strai i 

to 
battalion ••• t reports, after action 

ctive describable 
This outfit 

never ! *' Ever rd 
that now we ve a handle on 
t with which to it. 
but a hundred other 

we noted 
information our 

There's no need here to go into all 
deve this research eam, it 

rga niza t ion and. with minimum dis 

Now 

examine its information 
ormation flow "patho 

rstandable, relative easy, 
ommunica ion And 

business 
presc easy cures may 
What wewre seeing in this break-t 

c tant corporation, but 
of 

t • using t 

ions 
low 

now> to move into an 
organization's "natura 

processes, diagnose problems, 
ribe accurate, do-able, 

things to do to clear up 
c rs up is performance! 

flow pa hol es and 
il tch. It s not 

resear a new approach, not 
new ence to assault the 

whose fallout will make our ot 

of actual 
better 
ACTION. 

force 
on the 

r unless we 
business of TURKI~G 

can somehow get a 
INFORMATION INTO 

What we must do in this " nformation neeri business is three 
things. Firs off, we must expand immediat the sort of systems 

ence and information science research accomplished the Louisville 
research eam. To do this, we need to t what we learned om those 
three recon p.>ltrols t information process performance, and validate 
it, and expand it with more kinds of information and more kinds of 



syz,;tems. 
nformat 

formulas. 

that 
rd far 

Then we 
on. And 

t 

have to t 

develop more 
all, we 

In get 
and 

Give 
diagnose and co 

information overload. 
the 

COiil'!UNlCAT!ON .fLO\JS lN AN 
the execut Vel! and depllrtlllents that participated in 
exchange of meuagu an Hued at the top, along with 
the participant committees. Exec:utive liends a ry 
to Executive , who then makes inquiries 
(l(T} of Executives 3,4, and s. Executive 
~nemor<llldum (M) to E:uH:utive l. At about the 
Executive 5 sends a me~randum and an i 
Executive 6, who 
of Execut 

' resulting in a memorandum sent by Executive 
convened the m•u!ti to Execut 1 ve 2, who, after a 
routine report (it} rom Col!IIIU ttee Gl and tt lllll:l!lorandum 
and propoulll (H, I') Comm.i 
l a memorand\Jm 
di 

messages "ere 
Col!lll!ittee Cl r~ , 

none arrives 
Cot:~municat1ons", ==::.:.....=:::cc...=::::;.;:.=• 

~Taxonomy 

) 

of the 
icated? 



E "" mc2. S eve in 
of t ions", nuc 

had to learn a whole new d 
weapons t 

nsi 
last 

diagram on information flow is is to 
learn and use than all those formulas and n rams we had to use to 
determine a All that wa a whole new dimension, added, Lo an 
<·xi ting staff function. To meet the chal t·nge of ever-incre,. ing 

Got do that same n. With the officer". 
Grow him up some more. 

The third we must do in this "information business is 
that sorry s to work. There is an enormous source 

of information powe in the computer that we sea 
Information scientists estimate us folks in the business 
INFOR.MATION INTO ACTION use at a li more 

That 's because we have been awed mys t 
e strange termi Hardware and software, c 
compilers, bits and •• and bullshi ! We have treated computers as 

all these years. It 1 s time to make 'em and 'em to 
work. 
and 

What can they do? A thousand things a least, all related to, 
with, tion flow processes we discussed earlier. 

For , take the memory and decision-making processes. S3 and his 
folks are in the TOC, working like hell and a "behind the r 

And now the 'ole man comes in with a whole ad tiona load of 
requirements for a new operation he's nni Needs data. About 
ammunition sup rates, movement times expected C<<Sualties and a 
whole of other facts. 53 turns to He's busy with a 

ng the situation map up t But ••• the ' man 
data, S3 and what 're 

zation, oing, 
Technica • tical Data), out their work sheets, thumb 
thr tables, look up the r s 1 then start 

All that 're can be done more 
All those damned 

those formulas and all that 
into that SP4. so that he 
even under extreme stress. 

ion map up to 
same time. All that, 
pregnant. 

Now, you say you knew about those 
R t ••• but then 
hundred thousand or so 

ting 
leve 
rs in 'ole JAYHAWK. 
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accura SP4 
discs" • and all 

("trained") 
answers in a few seconds, 

that, he can also 
in at the 

and he can't 

above. 
ng to revise • 

101-10-1, even 
tribution down 

about 



ers are coming into our 

companies ••• and our schools are 

lt is rative that we take 
the 

ommun 
info rma t ion f 1 ow 
moving with 

into our 
to use them. 
tards and 

of the 
we 
to start 

informat 
in 

at Leavenworth. "Chain of Command" "Estimate of the 

ln summary. 
means that 
discussed 

Procedure" will all grow too. 

nee 
sort 
military 

and 

as we have used it here, 
information flow research we 

like we 
s. And 

which this 
hell the 

in between the two WW s 
t 's the essence of the 

DEVELOP 

• Research 
II 

II 

ENGINEERING" 

ficer 

Now let's move up to coordinative level and see we can 

wit h. the "af feet i ve dimens 



SON OF A BITCH 

"Information". as we used the term thus far. appears to be a ty 
specific thing. Bits and tes. Measure this and mt?asure 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 t thing to 

, definition-wise, than t That's because of a son a 

was once an 1 ole breeder down in 
ed to a young male there 

the son a bitch that's 
her. • s pure hell on rabbit. but 
trail a tractor!" In this 
statement of fact -- data 
If the clean, , factual ive ion wa 
dimension there was • then H to work to so ve for 
fai and we could lean mos on "'information 
notions to the done. But, it don't work that way. There's two 
dimensions to information flow. There's the tive dimension, 
facts, data, numbers. But then there 1 s a dimension, 

carries feel sentiment, and emotion. 

word in the 
of fact 
{ 

at in the and used as 
s a clean statement a 

two hounds. But ••• when you first saw that 
above 1 it off not the tive 

relat ) , affective dimension of 
that sort of word in this pape ). 

You can, and have, taken the tive stat.ement of fact, "son 
of a bi , loaded t up, and fired it at an ndividual. Just 

ou aim t. you change the whole of that word. And in comes the 
fective dimension. But the affective dimension is a function of more 

than words. It is a function context. and culture, and values 
and gestures, expressions; and modulations of 

and Little of is c ive, but all of 

in either case. 

is 

scientists 
message as 

the 

Or, you can 
him want to 
tween 

information is a function 
dimensions. Call a man a son of a 

that can tell a trooper you 
affective loading and turn 

you if he ts chance. And 
hounds don't f in one damn bit 

af ive dimension in the transfer of ? 
rtant. ive from the 

the in a 
you in a staff ) the words 



t 
l 
expres ions. 
things of the 

So, i ormat on flow is not a 

weapons. 
the 

and wil , 
Well then, 
information 

t 

Boxes and electronic devices 
burst-transmitted d 
but 're archi ecture. 

flow organizes 
also 

dimension. 

now. 

What we have 
dimens of 
this large 

more 
the service 

grow 
what 



* * * * * 
THE " IN PLA"lNI 

The first thing we need to is bring a full recognition of the 
affective dimension into our nning. Need to bri i int the 

for r peacetime activities ••• and we need to it 
into our war pla Let's look at peacetime first. 

Whether we lik it or not, the real throt tleme r 
are the resource managers ••• the DCSRM t 
the comptrollers ••• spaces, and funds, and 
about these particular rs: all you 
something can count, and can then, some strange combination 
of mathematics and , work it into the bud ng for paces and 
funds. t now, can see damned little to count over 
ffective dimensi don' ~s with it. And thus, 

af ective" don't very cent in our 
act vities. 

But ••• within the last ten years or so the field of management science 
ha been devel a new t des s f to bring the 
ffective dimension into ng of the resource managers. The 

t is called Assets Accounti Resource 
A few folks know of this , and 

the welter of n" programs that followed in 
trans tion and then fell It 

is st a ng techno! but with to a 
qua tative ndle on some of the of n 
variables and va able humans. unant i ted upsurge in 

ret reme colone not t a lot of speculat 
wrong" with our our colonels), but rather 

ful amortize investments, each which represents 
ap • 5M in sunk t s." Now pe don 1 t like to be looked 

as investments and not many of us want to be rtized", but this 
quantitative, dollar-cost to something wrong (in t affective 
dimension) between our and our • certai could bring 

-- and ones it -- center stage in the ng process. 
And what about the ive utili value of fil a certain TOE 
position with a of moderate abili versus a 

the way we 
this new 

a damn? Such 
is possible t 

assets account 
resource managers, it 

to the rtance 
a lot better than a 
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center, 
now to 



weapon on 
wi 
mechanism. 

In a diagram, 

mi 

The CD' ers 
bring onto 
array 
weapons, wi 

same formu 

must get them started. 

looks this 

herd on their 

a 

must move 

It 
years 

Little 
chemis 

tou 

up front 

ion, 
that 

weapons. new 
without 



clari of tive 

is to become ful aware of the force 
the affective ion, that dimension must f 

There are two general and one s 
rs must do. The first general thing is 

t the CD communi r 
of the history of war: 

readiness 
in our 

that 
somehow 

hands of troops who have neither the will use theCl. ·· 
rs must 

into the 

Given that ion, the second 
do is set about to the 
planning. We will know this 
contractors n to gnaw on 
confidence," and "measures of c 

••• when such factors 

bore 
consultants 
as 

, and "measures 
in decisions. 

ic thing our war rs need to do, now, is bring 
of the affective dimension to the architecture of our 

and 
of ... 

The s 
chemis 
planning our information flow Put pe and affect and 

Europe. 
in the middle of that stretch over 

INTI<RP!UTATIOM 
AND 

5.\'ALUAtiOH 

1 
Sw111 T ohol of E•p•n•~tc:e 
, .. ,, ........ w.u •• u.,;. 

part of a human 
exities such as this: 

INTtRPRttATION 
AND 

n'AI.UATIOH 

t 
s ..... T•hi•F ;.,.,sene:• 

lnccllllilll>ll Molinlte111, 
AtUtvd•t, 



of 
lectrical 

was 
with ext 

these 
breakdowns, i.e., the 

of extensive and 



comr;~anded unit knows from common e, intuition, and 
But damn Wt• till have annual turnove rates as t1uch in 
some of our ts • and the DCSPER t dat says the turnover 
on the upswing. We try all sorts of ion experiments o 
years, but are one-shot things ••• showmanship things, with a lot of 
PR coverage. We pay little attention ring ba on how these 
experiment work out, and we put even less effort into our 
pe pol to the lessons learned. To t our our 
nation that "we're doi the best we can with what we've ", and, at 

time, virtual the combat power ial avail-
unit cohes be.. t flat out o 

t dishonest. 

H to work to solve f r , cohesiveness i 
Not so much because of things like es t and teamwo 

extreoe 
but 

speci because of its on the affective dimensi of 
communication and of information flow. Unde ng damn near all the 
positive force readiness fs of unit cohesiveness is 
affective communication among the unit ••• 

" of the living system. feet ommunication cannot 
worth a damn written words and diagrams.. There's 

one way to build it. That's with time. Time together and in contact 
wi each other. The for lies in 1 the c of 
affective this ain't like or 

nish. different, and what is 
every has a somewhat different ffec ive , and 
this means s that it takes time for the pe in a un1t to learn all 
these different Time. Time t r. Ain't no other way" 
and the 

If we have thus far made a fai 
the affective dimension in the eff 

rmation flow. in the transfer of 

for the rtance of 
and effectiveness of 

in of 
informat into action, in the ion of matter energy, then 

n the 11, with the evidence of history, research, and experience 
staring in the face, can our DCSPER ommuni " ") 
sleep t without having unit cohes ness on the 
burner and turned up to HIGH? 

* * * * * 
OD STAFF OFFICERS 

There's a third way to affective dimension 
the OESO. te all the r-f ing, 

the past years • what this guy 
main source of expertise in the la .. l'> .. ~/5'"' 

about it. •s he 
transition commanders, the 

s. Gets the ive 





to us in We need this OD s officer. To 
bring human assets account to the DCS&.":!ers. To the chemistry 

war to the CDers. To do with the battle staffs of divi ions and 
corps what t researchers learned with the battle staffs of ombat 
batt ali ons • 

COORD I NATIVE 
LEVEL 

LEVEL 

• Value& -- Calibrator o! Purpo$* 
•nd l'e do....,.nce 
" Per&!><lftiv., of the Whole 

A t'UIY Ph 11 O&op hy -"""'"' 

PUT AFFECTIVE DIMENSION 
TO WORK 

• Planning 
• Cohesiveness 
o OD 

DEVELOP 

• Research 

f ficer 

NG" 

• Crowed-up Commo Officer 
e SP4 

"THEM BASTARDS UP AT PLATOON 

We have at this 
three 

discussed two of the ional levels and two 
necessary to put H to work in 

for X. with information 
in mos at 

our a full 
was less 
i.e. , 

is more abstract. 
It is the stuff 

values, and of 
that for have from the 
the tribal elders ••• the kind of 

tar meet • the Conmanders' c 
office, the SELCOMs and PIGRICs and policy 

6 

e:rence, 
councils. 

flow 
warriors and 
throu the 

of Staff's 



What we 

r 
and to bunches of 

and every bunch 

are 
then 

those of a 



OUTPUT.-o.,... 0 ~ 
0';0 

Now careful at that If you can your perceiver 
screwed around ri t, isn't a ure of a party game, but 
rather a of a Those round are the "nodes .. 

ich we will 
arrows are ••• information flow. 

If you real perceive 
end, rk t stra 
command. 

pa 

And then, what 

better? 
still 

red-neck used car dealers 

it 

machines and 

' you can that 
vertical, and you 

And that's how values work. whether 're found in a pa 
• a chain command, or a system 

) nd the 

at e ther 
chain 

start and the stress of the ntral Battle. are a central determi-
nant of the iciency and ef tiveness of each the rmation 
processes that make up the information flow t TURNS INFORMATION INTO 
ACTION. The greater the simi ri the values among those , 
the more ficient and effective the transfer of meaning. And values, 
for sure, can't be dorked some Russian counter-commo satellite. 

ARTICULATION OF OUR ARMY'S VALUES 

What 's va ? We've all some ideas, and we 
out r-Country 1 or some out of t 
the fact remains that we have made no concerted, 

fort to articulate t •s values are. -- and there are at least two reasons it can 
the strat level -- we have no way to set seeing 
to simila va that will to 
and effective transfer of meaning. 

we 
actual 
thus 

intend to do our damndest to up the di 
force readiness, and all we've said 

se to do that, then one of several 

7 

could f 

jumps we 

at 
do 



pu s us on op be ng to th must make i 
spec if ici Whdt our 1 values re. mu t be· the ta 
of c level. Two reasons. 

Whatever those re, can 
a matter votes or consensus 

r are they a matter the value 
coming into our It would 

be accommodated, hut 
, and that ist from those 

responsible to pe rm. And 

come from one 
the membe 

em of the young men 
if both of these value 

come from 

tive, i is our strat level •• Chief, tars 

one 

slice ••• that is in the best to know, from the instrumentalities 
our nation gove tself, what it is that our nat 

holds our Army responsible to perform. 

The second reason that articulation of our values mus 
the strat level is that the strat c level 
organization. It 1 s decisions, , and out 

us what must be done. And also establishes the 
t within we must do the that must 

done. And there must be consis between the two. Values calibrate. 

"Values"» as we are 
t thi that are 

ions. ab~~t what's 
the institutions of our 

abstract as hell, are, as we said, 
are disconnects, and con-

the of our 
Running 

the agony of our 
the workings 

, 
values. 

two years on both sides of 19 
Values. Abstract Strat 

al rtant. 

another word 
ng. It will 

what we know about values 
ter rmation flow. 

with 

* * * * * 
VALUES 

t made up, 
offensive to some, 

build 
values 

ntui tion. From has 
ed" 

with common sense and 
can use ••• if we can get 

those values "art strat level. 

Science te ls us that a set values is 
izat on). That set of values remains 

ed to those values 
can't 
in the 
occasion a 

t's A powerful and 
men, or of organizations •• or old 
nge in values. Entry into our 

or 
then on. 

are locked in and 
icant event 

) can be the 
is a powe and 



ificant event in the life 
with him on the ts 

she) gets on the inside. 

young man. 
are cha to 

he 
(or 

scientifical call the process of forming, 
values the process of ''socialization." Throu 

understand many of the mechanics involved the how 
at the process in ma kinds of inst tutions and 

In WW II, called the proces 

10 years ago, 
up at West Point 
common sense and intui 

with thousands of soldiers 
studi what we were with 

listened bri f , then went ba 
). 

to 

res continues and the ions for cat 
Three aspects the i vilian to soldier 

an another are icmediat 
trasition are in an 

to learn their new functional and social 
poss Second. no transition occurs n social 
subordinates, peers and other associates • 

the who is learning his new role. 
of any ation 

measure on the way newcomers to various 
their 

out 

sts at the Massachusettes 
7 socialization 
strat , as 

between the two 
the dimensions. the 
in our basic training centers 

es are ither 
ed, a 

inventive way .. 

strategy po 
goes about 

are not mutua exc 
and in all our organizat ons, 

inadve ent (but not 
combined in undry 

Across 
ice 

these strat-

an value, like for 
terms 7 socia ion dimensions 
next page. Think about courage and how 

sustaining that value as 
we 
ass 
desk. 

in men and women and when we move our peop from 

and 
dimensions 
soldiers? 

, location to location, post to post, or to 
one of those rtant could these 
s (translated into he us it 

Could we use those socialization 
a to develop courage in all our 



FORMAL 
The 

whi 

INFORMAL 

work context, 
and tt~ade 

ular role. 
in 

SOCIALIZATION 

and nuances 
round of socialization. 

INDIVIDUAL - COLLECTIVE 
the most critical dimension. 

socialization program 
boat" attitude. In competitive 

SIONS 

When 

r own success increased the failure 
process is akin to apprent 

ial refers to a series of discrete and identifiable 
which an individual must pas (such ma and 

in BT) in defined role and suus wi 
spot conflicts 

FIXED -
the individua with an table 
Variable processes are characterized 

create and 
process 

for 

TOURNAMENT CONTEST 
the tournament: 

t strat 
one 

othe 

newcomers have no 

the best 

follow. The serial process risks s 
ion and confusion 



R t now, many the n ry po i our 
Army is a 9", compos of key ision-makers who 
understand what soc z have not t to 
in a concerted way, such va ring notions as the "strat 
above, but sure as hell could, a would, and d, if we 

them the expertise. now, work with a set of values, 
th other t of less rtance, which themselves 

hived These values are on tr1ck, but, what if they worked with the 
set articulated the stra c leve ? And what if we had an overall 
strategy for working in our Army's values, not t at basic t 
centers, but at all entry s into our • including West 
RflTC, and OCS? And how ' Recruit 
common set of ed at all entry 
would go way toward those perceive 
which flows he nnation that matter-energy. 

* * * * * 
CALIBRATION 

It is not 
to take 

to our values "articulated." Nor is it 
once arti • and 

tion of becoming soldi rs. re 
values to he us r force readiness, then we 

's value , whatever the set turns out to be, as 
device, of sorts, with which to a the purpose of our 
pe of • • • everything For 

in 
ng to 

the 

there is the t in t of pea to be so fierce among units or individuals, that some of us, some times, actual 
the "other guy" fails! His failure increases our for 

succes • Yet in times of war, we want that guy , that other 
unit, that other €ompany commander, to be the best ••• even ter than we 
are. that batt value is one of our 's core 
there' every reason to believe it is ••• then our 
shoul be consi tent d reward cooperation 
w~n at for our our units. 

We are back to the about 
which underlie what we do and those whi climate in 
we do it. One way to this is to 
link our 's values, once "arti 
to the performance the individual ••• to the various 
of our ap "system." 

we've tried this Bunch of 
ives on each OER and EER ever 

initional 
out 

level, and there was no 
• s values • and ••• and 

groups and not 
between those ad 

there • s a whole hell a 

l 

to 
our 
our 



sy t than t eff rts. 

Our Chief Staff has commanders about 
bration. Do it in with t new 

what he said looks like this 



cated as hell, t, but, if we can get 1 
out and ion with socialization t 

entry points and c at strat c level. •• all to the 
ultimate 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 n to understand, to talk about, to fe , and to ap a 
common "corporate ethic." 

A PERSPECTIVE OF WHOLE 

THE FIRST TWO LETTERS IN US ARMY IS UUSH. Ever since we start working 
for X", this s 

We never 
were st 

sed has been center 

tion" in 
ancient papers written 
cal of ace 

the 

knew what it meant, but 
ng Simon s ideas of 
the Hebrew scholars • 

taff, the 
synaptic 

wa 

powerful. I 
tor as an 

cohesiveness, and 

of competence, 
t eamwo , c rewwo rk, uni two rk. And it 

competence 
of the 

whose cent rtance we a page or so ago. 
these al things, "US" says that somehow we must 
some extent, our whole 

of 

We get too concerned with the boundaries indicated the lines which 
rcumscribe the boxes on the ional charts. much concerned 

about proponency and sdi Too much energy on 
maintenance of turf energy we need to instead on the 

of force readines Our notions about "How to Run an 
t are shot thr with too much ••• roos r behavior. Rooster 
behavior far that called for in the word ommand", or "coordina-
ti , or "control". We have a to get in those 
t s, and limit our concern and effort to t what there. 
That ain t the first two letters in US It s the last two. 

A reasonable amount behavior is absolut essential to 
concerted, purpos action, carried too far, it wo to t 
detriment cohesion, and • and the corporateness of a 
co e ethic. Carried too far, it also works to detriment of 
those processes of information flow that matter-energy. 
your mind, for a moment, go 'way back to those battle staffs we t 
about ea in this paper. 

The better those battle staffs performed those informa ion flow process-
es, the bet performed on the battle ield. But information 



t an 
barriers to the 

were 
tali on 

a because 
and as 

cient 
than t 

working, 
extra • on the 

Now how do we 

of what's 
from but 



have often achieve utishctor~ lonal 
,uu wa£ found, the cOI!!Ol.>rHler attempted to 
oolanced State. \>lith a I!Wchine (e><clud ion los~cs) $Uch can he 

ORG~tZED COMPLEXITY: 

machines; they do not achhve " 
homeostat1L steady state. 

rarely have single causes and the co-nder who 
deluding himself, and w<'sting '"'"ryone t 1m.,. OrganiuUonal 

chains cause and effect, building up to ti~; or 

an integrated 
a rm.s team'"' 1& an 
considered 
the im,.,<!late d 

ma&s rather than & 

example. Traditional 
only that 

st oct to the-

rather they 

Organit.!t behavior is more than the Umpl" sum total of the behav1 or of the oxganh"t ion's 
units. As the FORCE res~arch &hewed u&, outcolO<'S th~ bat ield result not only from each 
indhi<lu.al piece doing part, but also from the rsy res.ult !ng from the interactions of ill 
parts. 

DYN~~IC RELATIONSHIPS: 
Arllly organitat tons have 'tat 1< rel.u ions hip• {picture our organhational chan~} and dyna:oir 

relat on feedback. The dynamic hedbacl< ""'chaniscs an the mechalli&lllll that enable units 
a 11 goal (lG J.nsp<'cttons, AATEP "'~"lts, etc. Thest feedback r .. alt tonship& 

!lt'e t,imt!'-depend~rH::~ are detrimental. instan,;:e.. wtu:-n ~vents itlprove~nts or 
restructuring depend on feedback wh1ch !llust "'""d u "":Y long buruueranc 

af fl•ld result•· 

SUBSYSTEM PROCESS ftRPORMANCE: 
l'f:om ""' view, the livelihood of Army organiu.tion require" th<! pedonunr<t n! ctlrta1n 

critical functions .. nd processes. The scope the various funu will vith the aiu of the 
unit &<let however, every oq;ardutian functions that ll!ti"t 1:><0 
carri•d out. !Jl'"" to th~> !><'rformanc<! o! critical functions in planning his 
oq;anitatlon, then will fail nr th~ o!llitt"d function~> <J!ll b~e performl!d in dand<tatin~ 
manner~ 

AOJUSTMLN! PROCESS: 
CQ!!III\.ilnders <Jithout an US-oriented view NY dtU~~tions by initiating !JON 

project or program to c"""l'{'n&ate. !~.ather than a aystem by introducing &o""' strange 
ntw proe~ure, an US·otient~d e~nder would often conserve resource• by recogn1:ing and aupplementing 

orgarthation's adju!itl!lent processes. 

FLOI>IS AND DECISIONS: 
From "n ·us· view, thl! co-nder l<tea the or11anhaUnn a& 11 collu:tion of proc<taa·perfono.tna; 

~ubunita, connected togeth<tr a valit l>ettwon of 1nfol'llliltion (and lllllterhl) flow~;. The rate •n<l 
cont"nt of th.,:u flow• ar• prilll4ry control& that tlu• tolllll>llnd.,r works with 1n "running the 
organi.,at ion". 

TEIL'llNATlON: 
Systems die; andes are de!feated, Sh&h• are overthr"""', and corporation& &<> 

tuditionalh, organiutional faUun b •scribed to bad luck, poor control or bad stnt•ll'• 
~ho uae• an ·us· .ental modal attends to those <:OQ$1derattons vhlch can cauae a syatea to d1•· 

vh'lt oouses a ey11ta to die, the '"""ll!llnder can aV4!rt (or poU:pon") "iodlar <!Vent$ 1n the 
under hit> COIWllllnli. Conven~ly' when the situation deunds' all us-oriented leader Call be • 

sttat<tgtc "executioner" and perforw t1 .. ly and effective termination• wh<tre appropriat<t. 
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lf we say 
from 

ty, 
true that 
because t also 
for" not because it 

war"; but 
the even more 

the soldier 

whom we must 

J 

TRAINING--THE WAY 

other 

* * 



* * * * * 
PROMULGATION 

"Promu tion" i a t word. Sou 
the context t paper, it means getting 
strat c level and across our whole Amy. 
about our 's values, and about the pers 

stoma di rder. n 
word ou ••• out fr our 
t word? Well, the word 

the whole. There 
are two ways to do this, one indirect and one direct. 

If our strat level, operat as an , gets serious about articu
to see the pe ive of e lat ng our Army's values, and if 

whole as a valuable tool in hand their grave responsibili 
values and systems thinki 

policies, and programs that 
both of these abstract 
reflected in the decisions, 
strateg c leve • These 

our 
approach. 

's "o 
and systems not ons then become 

c t And tha 's the in 

The direct approach to the word is to use the inf rrn.a 
mechanism that armies have used for ten thousand yea the chain 
command. But what must flow down that chain a procla-
mation, or a let er to eve s 
tu:re ma or walle card cove go 
tling down throu that chain of command is ilos 
of "How to Run an nization" ••• a s up those 
values them with the notion of "US". and sends them dor..:n 
along to flow and across a whole That direct 
message via all sort media and format ) • tressed 

the same message carri ind rec: the lima t • ca do much o 
rchestrat " fort a whole Army. 

And that • how the stra 
abstract forces in s 

:rganizes matter-energy ••• 

c leve 1 
a way as 

strat 

can 
enha e 
level. 

1 two forces two 
nformat ion flow that 

FORNULATE A.~D ARTICULATE 

STRATEG 
LEVEL 
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because 
what it 

upon the 

AN 

L'rC r 

is 
you and I, will 
we do not like 

ass 

the 
with 

very heart 
becomes: how 

other 

, not 
in this case, 

the unit to assist 

we ean think about 
you wi • but for 

ions, and the other 
every two or three months, the two 

be 

, the 
of time, 
correct 
as the 

, crit 
team from the IG 

two weeks , and 
unit 

the 

t 

9 

an IG team into two 

!'' 

from 
and 

We 
not count; 

an IG 

of one as 
From t to time, say 

switch functions, for reasons that 

First, the unit 
Then. in the second 

the unit for a short 
with the work 

with the 
the 





in a unit fund, 
go up the chain 
the ,~d.Y. 

with 

identi 
command, and the 

to the rest 

do it," and thus how to avoid 

alternative: could you unit commander say 
at 
IG 

between several different kinds of 

othert>, but at any 
least two th 
power and secure:::> 
of the c r. 

rate, 
it 

at least 

ined above, 
choice. 
f the 

How can you in 
alternative met alternative dates, an 
or alternative of 
and coordinate all these alternatives. 

about the miss the purpose of an 

is it, 
creates an 

L\-UUlUJ. ished if 

this purpose 
of and tension 

efforts to prepare are 

are coerced 
And i 

is tort 
a task? 

As for these ide;}, 
will not; have 

ion. 

three 
ion at 
o coercive 

the 

the wheel. 11 But what wrong wheel? \ve need 
double-belted steel radials, not stone, for 's We have 

to question the established , to think about and 
We must ng every area, for we cannot afford our 

into the future at our eyes locked on 
the rear view mirror. 

1 





from ng 1 7 0 

A REGISTER OF 

• r~::tlone 
and Lieutenant 

(Hov can the its the 
voluminous amount of information and 

and senior 
deals ~ in the 

of 
, but its 

ise held its member Can 
~ r reference 

that will oppor 
needed data? 

em be 
oduce 

of Defense issued a directive 
tment of the Nation 

it at 

The purpose here is to pr 
to make available, across the 

current procedur 
~ more of the 

to be discussed 
than just that found in 

expertise extant 

student research 
it 

well be a of 

The 
for and a 

of 
sense 

Defense dir 
of ic ion 

solid effort 
1.'ith--as an 
Tomorrow, 

~' are all too 

aimed at 

goes most 
academic ground 

1 s pr may 
often static. 

motivat 
to students vi thin the military 

This approach omits it ion of the fact that 
research is done elsewher as well--at gr , for 

ect 

Irrespective 
many forms: thesis, 

extensive but 

staffs. 

The oftentimes 
He rotates to other 

nurture a 
of station tour. 

And some individuals do extensive research 
because are driven ive 
cur II 

is done, the end one 
book, instructional course, essay~ or 

The form of the product 
r produce true 

it 





e Knows names and contr ions of authorities. 

• Knows and has read pr journals and periodicals. 

• 
in the 

an informal oral examination others 

• Has profound 
area of expertise. 

in least one ticular portion of 

Second, offer the of as a matter of 
choice. Coercion will erode motivation and 

sense of partie and contribution. Introduce the 
limited~ experimental basis; e. 
at a senior Service No wr but 
rather an intellectual product--to be 
the written product to be an individual 
pr sm on the of program Later, 
program to other senior 

, include middle-level schools, civil gr 
program 

and 
It noted that anyone who 

as a consultant: 
enlisted personnel~ retired persons, and c 

name, address, number. 

serves 
active 

Four establish, sh, and teach 
consultees. Formulation of the is based 

for consultants and 
on the premise that 

consultants vi advice, information, references, 
referrals--not do studies or staff work 
means of conunun icat vi th consultants 

action papers. 
will be 

also the that the 
should not be a factor in official evaluation procedures, 

r The 

Fifth, establish a 
evaluation. 
consultant. e 

• Hccen 

Use one-page 

an 

• Estimated number of quer 

should be organized 

ized feedback 
mail-out vi th 

addr 

dur ng the year? 
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annual 
ions for 

and 

and 
the 



want to be li 

• P:r oblems? 

• Other 

the 

students. 
recommend a 

effectiveness. It is not 

in the r 

Provide the consultant 
purchase ofessional 

interest. This allowance 
a pr ex:tr 

assist the consultant 

ovements which could be made 
apparent. At least 

method wher 

~ other 
sonal experiences could be 

and is based upon the 
Car 

mil as the civilian commun acad~~ic expertise 
of expressions from in uniform. The greater value of 

, however, lies in the and pride that 
the Ser 

e 
icular Service. 



WE'RE HERE 

D. . r-lalone 

How mny times you heard ' 
and feel ? Did you believe what 

say that? 
said? Did 

What were your 
believe what he said? 

On 1 Nov 
IG to 

in our that makes it possible 

to believe that 
to believe that he's g, and 
he's What it was that 

was the OER form. 

Let's say you're a unit commander. this time, you've met with your boss, and the two of you have sat down and tailed about details of what he of you. you have worked out the 
i ves and cr.i teria for you and your unit, and these 
tiveG, criteria und ies. Un to your un t. 

that focut> the effort for you, your chain of and your un 

Now, if it's true an well those that checked, then it seems that you done better if the IG 1 s was tailored to, 
of ies that you and your boss 

set 
on the 

number a damned 
OER This would make the IG 1 s 

believable, since the IG would be 

for which the boss is 

and to that the OER 

to 
you 

extra 
those specific 
and your unit 

Further, 
differences 
tailored to 

ectives 
their 

among like units and their commanders, an 
unit 

criteria than 
commanders 

each other. Like the 

So • • • 1 bout before your next AG I, 
to come see Sit him down and out those 

ies that and your unit 
him if he can spec 
mean some extra work for him, but he means extra 

that extra work the two of you are 

don't 'ole 
ectives~ criteria. and 

responsible for, then ask 
to your unit. '11 

vork for you, not 
to do 

that the chain of command thinks are most 
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lld :>ays 
guys 

Hall r mr1. 

t, 
and 

lt doesn't 
power." 

So ft up th~:; 

it 
I like him~ so 

essence of 

know 
make 

I look some more--then I see it, down in the 
some time metal screw, forced into the 

who didn't know much about 
words, r Out~ 11 and I take 
pours fear; and destructive 
d , and and 

which 

On the head of the 
out As 

little 

assumes 
function. 

the 

ement 
be 

to run smoother. and evaluation regulator--hot, 
to cool down. • and about to blow earJ 

In 1'1\Y tool one little 's a new made some 
in 

and a mechanic has 

it. 
Standards, and Conditions 11 

I 
that h~~er starts 
are c.larifi 
resources 
functions 
power) 

The total load the 

It takes lot of time to make one of these 
to go to school to learn install it. 

a lot of mechanics who've heard about it, 
It's a small screw called 

ne to distribute itself 
out from tnaximum stress, to cool down. 

I the hood and 
drives away. 

' know how 
needs a Cadillac) 

their share of the work 
to hum. The runs 

off the grease. The in, says 
Ahead of him in the distance, see a 
he'll make out with that, or with the bad guys 

damn fixed. 

And I throw the metal screw the shitcan. 



From As tion 
uc 

AND 

COL D. M.alone 

, know I care about you, fella, but so met you 
ain't do that rr.ake me want to 

out. 

ago, I saw a n:essage from tHLPERCEN to the world. The 
OERs. You know what the message said? It said, to and to 

officers all over the , if an officer for 
cause, 
OER. 11 

real 
for 
'ole 

for c out loud, don't him a damned 'outstanding' on 
MILPERC!!:N wouldn 1 t have that one out unless had some 

Now, MILPERCEN the dart 
such a but it ain't them that's 
you! about that sorry OER 

A thousand told you is inflated to 
the to 
the that you use the 

could add some measure of 
on the at livers over 

your shoulder and the 

:must know, that some ionals the business of 
have looked at that and concluded that it has 

You 
execut 
neither 
truth, 

To me, this 
the same way twice. 

doesn't tell the 

I 
of all 

some real 
shafted. 

the scores 
scale fro~ zero to 

above 
around 
Scores 

Now when 
average. 

skewed--and 

I about this to your :persons. 
(hell, I 

worded. 
said to me, the numbers don 1 t 

that); 

I 'd heard, like 

of those words. n 

, 
11 and 

one sounds like 
made sense--for a 

Then I reulized that writing abil like any other skill, 
falls in a nornnl curve if you measure the vr abil of 100 writers. 
And what the had was that the OER was 

measuring the behavior of the rater rather than the ratee. 

As I !;ee it, 'ole • you'v~~ 
with the O!!:R this: 

go ng for yuu 
the OER will huve a lot o 



friends n 
won't and 

because 
No;.; think 

a:-> hell dof::>n' t 
a minute. 

If that can't riminate, then the in an 
selection system--like commanders, 

boards--will start looking around for 
on. And what does that do? It 
career ficance 

activitieJ 
ns 

And what does 
!lliny of the t 
like initiative, 
to out and 

Thi s where all that sorry 
this is every officer job has an 
and this is Gen. Abrams 

out there want to do a 

What • s the I don't 
even inc the knucklebone 
ever talked to on the ect. 

of the solution. The answer's out 
this ial, Yes, you have. 

And you've else. 
you never had before. 
groups headed two or three 

boards and 

ri via, and of 
all, to mission 

head-on 
our officer corps 
, and 

and 

at least a 
every officer ve 

but it ' s also 
you 

up there in 
before, you 

That's where 
rotten OER came from. Now, however, you two or three officers who, 

scores. years said to hell with career enhancement 

men dedicated themselves to in 
., 're the best in 're 

for at least the last three years, 've been in touch with the 
thousands of officers in the tests and surveys. 
you let 'em launch? up with, even if 
knucklebone alternative, can worse than what we've 
is someth you can't lose. 

l.ook, old friend~ I know you're 

executive 
, and 

ideas or 
don't 

's the 

you, 
to say, 
whole reward 

in front and 
the officer corps' 

1 re 
confidence in their 

, in the 
damn way from reward And in 
how in the hel that has ceased to 
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, the OER a 
the second 
exist? 



DOCTRINE 

D. 

TO ••• SET UP THE MACHINERY TO SUPPORT THE BOSS'S CONCEPT OF 
CONCEPTS AS 

idea! in 
could, if it the 

our whole does or thinks about, a 
says a lot about and how we do 

But we need some way 
least an area, 

informed 

the effort. First~ 

, could write a 
DOCTRINE for the way 

That message alone 

, or at 
we need 

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

to bear. 
, it doesn t say 

, but, 
this alternative seems too 

the BOP 
effort unearths 
papers. 

( be an critical 
describe it as the will to 

in battle 
How does the Threat stand on 
we overcome them? What are 

The easy way to answer these hard 
about of war." The 

can conceive it, we can achieve it ••• now 

Call 

' self, ~ crew, 
one? are 

the variables? The 
is to offer 

are we 

some 
God, 

to do 

Three on the area: 

we need 

some of our best and orp;an 

91 

breakout. 
a 

and our 
So does 

There see-m to be 



:ional. 
servic 

some 

c. We need to 

of the papers. 

should 
and 

and the 
Zuckerrnan and 

editors could with this one. How the essence of 
onto It s did the 

So now 've 
about what 
battlefield. 
And it seems 
hell of 

is 
that, it 
with its 

of mankind in 100 pages! 

should 
He focuses in on 

to fit best at the 
and so 

J to bear. 

a used car, on a 
need some way to 

held its second annual 
from all over our 't 

Doctrine division 

academic 
members of 

He 
No hands vent up • • 
and 've read 
and there ain't 

imes to do what 
hell did some damn 

back 
then one 'ole 

your paper, and I've listened to what you 
no sawdust in your transmissions. I've wn,ndler•en 
you propose. 've seen efforts fail. 

it out?" 

and branch-transferred. 

Committee of the TS Conference met with the 
School. From the 

vhich seemed meet our 



Con:unandant had read 
asked that 

out three 
with a rubber 

the characters 

On 2, 
labeled 

rine." 

He the ion 
Conference attendee • He 

He hit 
Translated into 

It was 
(Wo 

Draft) sections, a The cover 
numerous noted that each had been assessed 

matter expects and the doctrinal at TRADOC. The letter 
review staff and or field unit return to 
TRADOC 1 October 

Two before the football game, at the Commander 1 s 
Conference, CG TRADOC issued to the attendees the first-run a 

binder entitled, Battle Doctrine, In 
to the Conference, he 

and one small table 
illustrated the content of the binder 
of data. 

On March 
of a 
commander. 
the hell 

binder. 
of data." The 
month when it first carne in. 

artillery battalion commander had one hell 

this 

with a 
to the 

here, 11 he said. small 
1 d read thru the binder last 

Even had an officer call about it. The 
tanker read, , and said, ••• there must be a better way. 
In fact, damn, I know a better wayl 11 

said, now let you what you can do about that 

* * * * * 





OFFICER MANAGEMENT ( 

D. M. Malone & MAJ{ 

after its 
off track. 

ion, the 
When the word 'I.-as 

for command," it ~~~~:..::.. isn't the same 
aren't commanders, don't want to be 

serve other than 

to 

can 
having 

ng commanders, we do 
out of the command milieu into stale and out of 

rl th the unit 

the years,. a has been attached to officers~ 
combat arms , who have been non-selected for command. 
refine the OPMS so as to maintain the combat of officer 

and imate 
that the following 

in that direction. 

a for at about 
whether or not want to 

Don't send them a 

years of 

a 
and Force 

o Ensure that battalion and level boards are loaded with successful commanders and officers with recent or current 

staff officer 
officer, ze these for minimum of months 
annou...11ce selection lists for these kinds of posi tiona. 
headline would :read like Selected for Division n 

colonel or 

• 
ion 

the tactical 

boards understand 
not 

which 

level staff 

to the 

for 

o command tour with 
of months and maximum months, 
the division commander's 
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for 
a 

such as 
, etc. 

or set of rs ar~ 
ng, 



A liv ng 
functions wi th:i n 
Chi 

hear. 

A FOR 

• a 

our 
thnt, 

troop uni , you co~ld 
1 more and more of those the Force folks riteria of perfo unit ." At DCSPER level, in pape and discussions, you would see that concern wtth cohesion may be natural as oncern with, say, dollars. And r MII,PERCEN, if for the t tles of mont ' worth of 

" gett the name nd 
rs and divi.s chiefs as th like 

and "pe rsonne 1 ri 



MALONE 

l f and r 
working. Cohesion 

r areas, like 
turbulence, and stabi 

; and 
thinking 

continue to 
of "individual," 

even more 
decades, and 



yea 
cohestve company, 
Htarted out wlth 

out of the 
advance(! 

B.go, sta 
but a whole 

Took year. 
turn-out. was a beautiful 
Trained. Combat efficient. 

understand 
hi hbed silk 

the 
to 

I oved to prowl 

a ll 
and bucks (and 

So we built 

the personnel 

r 



MA 

then Korea -- sper 

and earmarked not to be man boatload of 

rrocket ts 

earmarks, 

" 

100 



Chief, I 

''Ain't 

11, I 

"I don' know • 

• look at 

A f 

, and 
Chief? • . . 

back 
don't 

he' 

And there wen 

Now 

wro 

ressed, young staff or who'd t come from Bad 

ta have some damn bods . ..... 

" 

rrow some • 

.. 

from my General, Chi .. 
three back-channel , and pe 

em al myse f, too. What now, 

' to be re next week " 

bunch of orange ones on the shelf 
Here's the Take a coup , but 

rained, tank rews. 

* * * * * 

memory, would have started to 
ences like these burnt int 

about the how-to's of such 
ngs as unit rotation, and teamwork, 

hasn't. Damned didn't screw up 
months A or who was 

For about n r, as a result 

~--

cohesive unit • But it 
Just this year. Just a few 

told the st ry • • . 

the Chief's ARCOST n tiatives, we been 



MALONE 

s 

company home. re And 

dudes rt buncha 

rs ' ' 



MALONE 

What you mean, *pass' ass .. 

ta run five miles? boots? Wel • ain't that nic 
go and we do tennis shoes. . . . 

And anrl , and on. The 
stuck the standards. Then, 

in there, and the NCO' 
battali commander blew 

t. 

It wasrt' 
l. 

r, these new 
ompany' out 

The battali commander 

at the 

s 
" 

And nfter t;, wi 

From 

few 

after a month or so. 

some standard 
the 

" 

talkin' to 

about 

t 

wise, and he' think about 

word 

iffe r 
, three mi 

, the whol cohesive company came 

wasn't too 
r two of sal . what 

a cohesive company isn't the 
knows how. The instinct is bred nto our 

But what we don't know much about, 
one of these cohesive uni 

"supra-system." We don't real know how to 
wires, and tubes, connectors Now, and over the t 

years, it , after we ld a cohesive t. we t t 
the unit, make and schedule 

TPR's. Then we as the characteristics of cohesion 



MALONE 

Then we 
a test" stab 

MILPERCEN 

* * * * * 

* 

young 



ers. It' 
about do it? 
different kinds of 
are. 

The literature of 

fine 

d fferent kinds teams, 
within the team. One kind of team 

IJN 

t how should that young 
and t 

SUI!l total 

tnte 
the 

Another 

sequence and timi. 
football team. r 

company range. 

i l 
performanr;e, upon 

rge team, and upon 
sub-team perfo a 

Does our lead doctrine -- whatever t 
how to rec 
USA to make 
Rbout these 

Mud." 
r 

View 
What that 

Once 
,000 

last 
known damn near 

different 
work better? 

the wall 
It In 

understand the force mu 
learn about these 

and the 1Rd 

tells us 
there are two 

cohesvieness and teamwork. 
because, don' 

wi lose financial 

t says 
rs Do It 

Do It 
in Plain 

we can learn. 
zations, 

i.vated, t 
re t ng 

the Dal 





r factor in 
was what we did 
w::t • Transt'e 
months, to 

fficient 

* * * * * 

COHgSTON 

We were either. 
we we 

of our t 
last few years 

A 

different ts, as many 
numbers. 

rst time, 
sub-tasks 

r 

nds teamwork, th~ ATSC 
ind vidual and collect ve 

it contributed to. Pu 

teamwork, then an 
does) could 

ribe sub-tasks in terms 
that understood the 

on the teamwork 
and effo 

Institute could four r five lks up on kinds of teamwork, then take each sub-task of the and determine in which 
-:---~:::: 

the kind of 
involved "rec 

Now we al know the ARTEP' are not 



• either. 



We can nd 
schools. Russian nursery schools. 

of the State-run child care 
bot have A 

. 
merchant 

any chow. 
two Russian 

Teamwo Then, 

How would you like to 
-- run civilians 

* * * * * 

* * * * * 

--
of 

from New 
Norfolk, and Jackson vi ; and then that whole 
North Atlant north 
and winter storms? With no occasiiona1 

an 
we lso 

of a team? How can we 

fu l 
Team-building 
ous about bui 
of the ma n tools 

be 

about a hundred 

across the 
t black n 

radio contact'> And 
with whole wo1 of German submarines haaslin' you the time? 





rmat A command and zes that, " " 

out there at the Command and Genera Staff 
the command and staff business. I mean a 

on i.nformation science, and on information 
tude recent 

and effective 

* * * * * 
the rank Lieutenant 

way to collect ve 
we had a task ana 

the 
a 

" somewhere on a 
or 

us how to 
called rchestrfl t 

context for cohesion 
if you want to "embed" 

e. 

individual 
team 

our 



* * * * * 



MI doesn't mess with 
usual cal in a 
the warrants off into odd-ball 
rder to competitive." 

leave 'em alone. Some folks 
rained technical experts 

could argue that, but 
should be. Seems like we hear 
combat units 
hardware 
come from " 

use them 

And since 
officers 

them 

COHESION 

lure 
t in 

unit and 

combat unit . Wel , 
not the way 

about how Are ou 
ex 

units. -wi 
the new hardware the unit, and, at the serve 

as those Wehrmacht. we 
company with the new Abrams tank, how would you 

warrants, known as master gunners who knew techno 
to PCS next month? 

need 

Think 

Smnewhere 
r 

trainee surveys 

* * * * * 
how we could go about cohesion whole 

we could go understand t, 

as Think about ' em 
Parade. re as bel • • • and 

matter what we may have heard 
are in addition be , smart 

outwitted the Sec of the 

we we trouble gettin' 
soldiers voluntee Some 

wasn't meet 
wasn't what it was go 

Sec himself concerned, and so he went out 
were 

Knox 
talk with some new recruits to find out what it would take to them 

When he came back from with the recruits, he said, , there 
the 

So. three 
recruits 

The surveys are off-base. Those 
bet that f you gave every 

b,qsic, you wouldn't lose more that 

were for the teat and all the 
that, if, after basic, didn't like 

3 



MALONl•j 

the 

We the end bas 
DCSPER started tin' nervouse 

the recrui one way or 
to lose about lf the recruits 

could do about it. 

go 

and money. and 
back home. 

was 
MOS 

asked. 

rather 

arms 
ruits 



recruit r 

The purpose 
leader. It 
how 

School 
purpose 
is to 

better 
bet 

not 

of 
. to 
soldier 

the 

we're not ng 
rs who know what 

out 
we 

all this build cohesion? you 
up All you have to do 

find FM 100-1. It's 
Values" and 

what 

1 

in 
ties." Then you 

and hear and feel when 
you take these 



MALONE! 

process," and 
wi 

" • And 

* * * * * 
t 

the 

values 
effective 

it the very 

era 



cohesion, we need to build not 
context within which those units 

ohesion. 

, we must also 
out SOmf' 

out st 

we could out the wo papers of the 
add their or brain-stormed how-to's 

could find'em), and come up with a 
purpose Task and CAC, and 

other words, all those ne 
There will be, for sure, a 

the numbers men, and the measurers 
your human notions 
the movie 

I< 

lt, a s. 

The film opens with t fting off from the at a test te 
the Arizona desert. It' cal a "reconnaissance rocket," As a 
over toward the" tions, it programs f the t ectory it's 

t starts to come down on enemy retroroc~ets 
descent. The retrorocket final the damn 

feet above that point, the d 
takes a tea some 

shows 
ry 

* * * * * 



we say ( 
comes f com not 

have 

true that 
it is 
because it 

ONLY WAY 

D. M. Malone 

in other words) that we love the 
our mouths, but from 

but to bend every 

war," but because 
fundamental truth 

truths is the even more 
way that the soldier 

can what he be • that we can meet 
his way that and 

can both be served • • • and the damned way that we 
amounts to the man whom we must one 
noblest act of mankind." 

So • to soldiers of our concern for Marne," or 
, tt or kids." or terms we devise, 

express care and for the 
then the soldiers will listen • • but • • will have heard 

terms before, in all and forma, and it will be the soldiers' 
and not our words, which these whether or not 

we're sincere and ional, or bunch of feather 
with a bad of mouth and ass. 

Now if this way of even it s 
makes sense to you, then further. 
least, that is 
underlies all that we do and 
the where our 's of , can do the 
of the mission of the unit and the welfare the men. 

II 

' to me at 



C?r Dandr t-1alone Inf 

Malone out that .., pr imar a 
for current hand-to-hand combat training and 

karate, an offensive as the for such 
futur • t<tost of well taken and should be 

fuel for discussion among 

downward 

the :man faced the 
:man 

lower 

bull. 

horn r skull. As 

stunned 
sockets 

too. And 

knotted his hand 
rorene:aa~ just between 

ed, fell and died. 

barehanded 
of power, 

.., curved 
the :man 

a fist and 
the eyes. A sound. 

His 

e about karate. art 
and 

movement power. 
atound or over the enemy' movement br 

defenses. Then~ is used to attack the vulnerable 
of the to both the movement and strike. 

The stance of the karate 
have never faced it. He 
from his enemy , face him , 
like a boxer He may even turn his 
f:r om one pos to 
strike :from any with 

face o.r 
forearm .. 

the karate 

weapons. But, 
cent.l: force 

ribs of the defender's 

is to those 
about 8 feet 

, or tu:r n to 
invite an 

an so that he can 

at 
batter aside the 

enemy, 
defender's 

to the 
kick 

, but 
feet away 

It can 
be deflected or 



When he 
and shoulders. 

Cent:r 



and 

and 
ic ng 

that are used to attack and 
disc r i 

sometimes 

learns a series of 
the muscles and tendons 

exercises teach for 
power, and tbe methods for 

his hands* knees, 
hundreds of t at 

or heavy board about five feet wr-~1---
0nce the masters the fundamental movements, 

his skill human str and 

esses to 
ive devices 

movement and str 

To from ur 
learns to deliver 

the 

numbers." 

-···~ ... ··J ' 
worn because 

in any 

' cut down on 

11 

actual contact .. 
full power and 

inches short of the 

of 

karate 
The 

' Thi 
is not 

almed at a 
teaches the 

several 
how to 
critical 

lethal weapons. 
of any 

It adds 
to the sparr bout the combat 

ealism and a of "'""'"""·'"' 

, the karate to 
under continue, but now the 

spars with two or more at the same time, str at one 
with his hands and at the others with his feet He learns the 
kick used disarm an enelcy' armed with a knife, club.. He 
to with arm or cr 
thrmm to the ground--to strike 
unprotected stomach or groin. This advanced 

It versat and to the 

fac 
mats or sawdust 

condit 
, endurance and 

's present 
, but the 

ied 

of hand-to-hand combat 
s based on judo. Judo 

's balance and momentum 

combat 
at the 

few 
use 



In contrast to 

some part of 
the ground. 

a reaction to an 

karate is des 
an enemy 

crushes his 

The karate 

Much of the 's judo 
Judo is ideal for 

fense." He 
The cr 

is necessary, since the cr 

the r 
trial. 
kill 

it of karate. 

or , 
is a defensive 

's 

trained to 

judo is 
around 

karate 

not 
to 

and 
the 



students~ 

who are 

Snakes~ 

59 t 1959 Associ tion of the U.S. 
perm sion. 

SNARL AND ROAR 

M. Malone 

are useful, sometimes 
assertion s 

camp has aids that snarl, snap, bite and roar. 

are used in survival for 
, Naval Aviation cadets~ and others 
or to avoid eaten 

the Gu.lf 

with a noosed stick, 

hunter s 
for a short time, wonder 

swimmer over the boat's side, 
to the bottom. Like a 

ect rear. 
of this r 

-inch and 
washtub-sized turtle is 

boat 
Stand 

reaches 

but more brute force. 
the 
six 

eases its noose 
's head and neck. As the noose , the , short on 

brains but on str 

., 
's size 

Sooner 

realizes 

and 
and the 
or later 

and 
of the 

are 

to move out, and for 

at determined by 
the rowers, vho backwter 

pulled to the 
a Water 

or knocked overboard. 
around the snout and the is 
over back. 



, the 
connected The seat 

carried a wide 

minnows. 
must have 

on tant 
rattlesnake p:rerets small 
to eat at At 

forced down his 
and must 

s a:re 
have a certain amount of 

Fur eat 
skunks are fond or eggs. 

summer~ 

earlier eggs hatch in 
:r ed because of close s. 

have mice, 
eat 

The coral 

process. 

almost 
Eastern 

often than 
r ~ eggs 

tube. He doesn't 

must 

House , some a:r e 
Snakes~ for 

br forth 
Often~ midwi a:re 

make the 
ago~ a 12-foot 

For all his :roar 
steer ~ he was 

held out a four-inch ~ which he 
were then 

four men straddled 
shot or 

rattler 
with 

aids have 

constitute the student 
Whether looked at or chewed on 

the best and 

, thus 
back and tail another reached 

the treatment. 

in a 
aids do their share to make 

ic in the 



AND NATURAL 

COL Mike t-'lalone 

three groups ng at West Point,. 
in the wake of Great West Point 

Harrassment Affair." Buried among the annexes of that 
research were bits and of evidence when assembled, have a 
message very to me. the message~ r•m sure, is now 
gradually • somewhere back among those rows of 

that stretch to out across the of the 

The message that I saw~ , was measure 
, attitudes, and ' differences can be attributed to 

commission. When you measure 
are enormous differences. and these 

cost, there 
be summed up, rather 

crudely, bucks a or, go down to 
K-Mart 

difference~ for the label." 

The 
differential is that you can t 

to a man, but, in the final 
endowed with the virtues 

one datum buried in last 
model, with four years' 

career than the 
weeks. 

' s research shows 
construction 

no 

more 
off 

ri'""'v, even in the face of the cost 

score was 

movie of 
football 
to • ) 

About 10 years 
cohort 

~ dedicated leaders 
their chain of 

memory associates 
value not 

We like these 

never 

over on the Hill the 
Eisenhower and 

; and the annual 
game. years a&o, 

or 
a.re those 

mutinied 

"'"'""'""'""'""'"'.,. , 
or ~oneted; and 

but conferred status upon, those vho 
on .onumenta viped their 

or ". 
guys 

' we' 
they' 

•• the 
in." 

a.ttempt to 
IIA!!lllow vhen 

good ' hard 
kind or 



The 

Einstein} Jesus 
Ba.ez~ Rubin 

another reason. General 
ever went 

I shouldn't 

will never ," you say. 
.All kinds of att have been made 

all failed. There'll be a West Point. 
that~ within hundred of where I am 

elder ma.de about the same 
Fortress Monroe vas the most 

Can you describe the collar 

cars 
TV 

been 

Care:f'ul, now.. I 
now. some wise and 

statement when 
the But 

In the event that West Point goes 
12-inch rifle, we need to leave our 

the route or 

to meet the reverberations 
accessions I • d like to offer a 
an accession 
West Point becomes VA 

was 
I describe 

me make two 

I was an 

{ours 
that 

I visited not 
natural 

Point .. 

institution. and all of its 

young men. In ma.ny ways 
and 
m a 

Marines 



fferent :';ort of dude. Most of 

month, I saw 
there two 

two 
lived 'W'i th the 
(?), a freshma.n 

Fun. Interest. 
fumble. 

to describe, 
Point. Neither 

natural stat 
but I gave 
(one OE, one 

'W'i th the 
lst 

of the West Pointer and 

do, 
n' much 

called Nort 
lecture (on 

talked with 

these young 
way. When • it was God~ Not forced, not awk~rd . . • natural 

At first, 

Natural. 
talked like soldiers. Pointman 

If is, it? Damned if I it's because 
uniforms all the time; or because salute the at 

or because marches to breakfast every 
some of the other students at cafeteria; or 

pays commanders a for 
the dormitories; or because student 

drawers (rolled 
) ; or the state pays 

v~.~~w; or because when them damn 
a hundred years 

heeded) the West 

7 

and 
find there 

those 





A MOB 

CPl' Dandr M. Malone 

about years ago, a group of' men and On a l.'arm spr 
clustered near the 
attacked, and the 
cur the 

in small town in Texas. A voman had been 
attacker 

thus~ vhatsoever, a mob had 

and mature into a terror. 

avay. 

veek, dur the noon hour and 
and the:r e small 

vormed their vay 

On many nev faces in 
communities .. 

vho had 

courthouse .. 

courthouse ear 
the:r precaution, he had 

court. vith 

grew 

cam.e, and vith it, 
rumor vas the 

not to 
but now 

the 
had 
No 

" and in the streets, 

the crowd and 
The woman who 

grow 

and 

tovn .. 

Just as 
perfect t 
attacked was to 

the crovd--on a 
courthouse and then carried 

more. 
went 

vas now a mob~ to flex 
the accused vith a roar. 

Men smashed into the courtroom. The 
drawn tear gas. The battle r 
was a pause. The 
out of the courthouse on her 

under the sheet. The mob's 

crowd vas a crowd no 
for 

vith 



he had 
in the 

the 
tear ver 

that she vas 
attacker. , the 

to COUI 

elements of the mob 
not the best 

vault 

she vas 
the tear gas, but 

, the and 
to retreat. The j 

, ected that the 
for his own 

and switched its 

thrown in. Some 
In a few moments 

the e 
members of the cour 

I emalned ide 
the courthouse 

since were 
wanted to. The mob 

the s 

arrived about dusk. The detachment set 
, about three blocks from the courthouse. 

ruins of the courthouse, 

unknown cause, 
, the 

the soldiers 

their command 

" 

concrete 
at him. 

an and 
, stolen from a hardware store 

into the 

The 
in a 

a 



bottle of 
home 

A Ford 
the tree .. 

to move 
and its gri 
with 
Someone 
j in. 

After the 

in 
came 

children 

the wee hour 
on the scene. Then 
and tear 

of 
horror of its 

versus 
wr st or all .. 

at 's take 

inside was dr up to 
the roadster the mb 

followed the roadster 
and slash at the 

Horns tooted. 
n and hund:r eds 

and 
up~ the 

new. Nor can the 
The fo:rma.tion of a and 

whenever and wherever 
or not a mob is cr 

the r of events and 
the blame or cause cannot 

, the freedom 
and the 
the 
occur with 
some Amer 

force 
OWih Human 
citizen is worse. 



will be 



who' 
Add 

do 
amusement. 

the vicious ones--the 
burn~ and the criminals who come 
we'll have to the 

class of 
the prowl for 

come to kill 
And in 

work 
fr use the mob as a means to in 

go, 

the 
mob. 
way. 

This is the process that 
Here' how it works. Most of 

11 listen. And 

Toss a handful 
rumors are the 

rumors will a or 
most of future 

rumors spr among the 
will all think and feel 

the last wa:r? 

How do 
:mere group 

our frustrated man 
he senses that everyone 
bit of go. The 

Now watch. 
This is what 

of 

the process 
life to 

the same 
are 

ones that were 
Watch thE'1l1 move 

ead e 

for some 

dare make 
same way he 
him don't 

pass 

such 

acts that a 
of 

Have 

a 

em!" whirls away thr owd. 
different individuals and a hundred 

that the 
c 
surface. 

Let the p:r 

We ve a mob 
and poor, 

Its ranks 
and 

than a crowd. 
think, feel 

has mo:mentar 
raw emotions that 

tr delicate tr 

For 
and act 
vanished. 

stretcher, or the arrival of the student at 
do 

You., 
yourself and 

yourself 
life. 

urges surge to 

women, adults and 

more or same 
1 re ready to react as 

the mob. 't 
the in 
d. can 

commander my 
a mob. 
of your 





From 

When 
not 

a minutes. 

As tion of 

THE 

COL M. Malone 

across this vast 
out there of 

, no matter what it 
of all that you 

the 

gear as men move 
where y·ou 

bet you do. about 'em 
see. 

,. and a sense of 
the bottom is the 

for better or for worse,. 
or tomorrow. 

I wanted 
from that 

a an 
the :rifle company, an armored 
a and with for the next 
trat time was that APC those scroungy 

of Texas side of the 
ones .. ) 

used 

to see 

:me 
and 
to 

have a 
over and 

are 

leader with a total of about nine years of 
in, and was now 

tall, 
elbows, eyes 

at like 
years, from buckskins to 



went 

understand 
seemed to 

start 
me, 

out 
talkin' that way. 

to leave. 

young man from 
He had taken 

little guy. At 
to do: 

some enemy out there." 

\fuen 

advanced 
he tried to do 

bit of 

an enenw. 
all the way, the time, for with the eagerness 

of a new do what a ~v~u.L~L to do. 

in 
of 

vas 
So 

from 
somevhere, 

on his own, vi th 

in 
to 

, he vould roll 
contribution. 

nov 
over and 

other 
of some 

the others 
had the 

sure some of 

Mechanized 
records from Fort 

what the AWOL was about he said 
the doctor told him that she needed 

He had asked leave, but his 
to 

with his vife, but 
extra week 

up and court-martialed. 



was a 
as an albatro 

ma~, but was concerned about the AWOL and looked upon it 
around that damn all of 

for the :lre. 

• was the driver. 
he was 
after J. 

in was a natural 
this status from his 

for a moment of 
vas limited 

that you have had 
condit:!.ons, and you tried to 

the car with your fami in when you were tired and 
couldn't see and were confused. 
across for as as 

of an APC and your 
of you or away. Six or 

A. J 

hours of 

o Hammond • • 4, about to • , was the 
young leader. He had 
he was one hell of an 

a years Alaska, and 
outdoorsman who had hunted and shot 

walked the face of the 
of his there to the 

that's all you talk about is Alaska." 
tomorrow, I ' send one 

that•ll show you what mean about Alaska." 

was a tefun and sort 
• llke the 

some 
could be done with the cocoa 

us the formula for chocolate 

track while A. 

o Palmburne was the smallest 
was guy in a 
tirne to time. He tried to do 
inconsistent with what other 

to 

to exist in 

do this in the 

When the other guys 
characteristics but rather for to do or had 
done Palmburne was on his way 

the little dude wanted to 
a young nan like him? 

I 
vi th these men 

had. I realize 
in the 

were. I tried 

I 
can you 

11\Y 
22 



the 



did, without 
the vehicle, I did m:1 share; when 

of course. I 
in their 

that broke 
to the 

after 
little 

tried to be 
deal of it 

manned an 
, I joined them; if stood in the mess line tact 

I did that. I didn ask a of , didn't 
and didn't move around like an ant for a crumb. 

is that it took about 12 hours before 
least wey. This could mean that 

a few hours. 
beat 

rubber meets 
seldom 
12 I 

I 

I still 

to understand the 
the guys who make 
I remember 

's air. 
knows very about 

the road, because these casual visits 
three hours the same group 

argue that I vas a 
m:f about who 

ego. More on that later.) 

the way into the 11 

who a year 

me at 

to 

Avis executives who work two weeks at desk. 

most of us have 
we were 

or factors as I 
, bear in mind that I was 

as a damned fine chain of 

sorry 
dudes 

the leader. 

Do we 

the young 
is reminded of 

to be 
doubt that we 

the frustration and the 
or young officers. 

on in that mech 
the bottom of what I would 

division commander down 
that of command and 

I saw are 
way of li 

' recalled that this 
lessons I had 

as ve talk about 
of 

when he enters 
to ; that is, that 
life and to which he must 
this lesson across. 

as I had 
least for you and me, that 
as a or element in 



across 
attack 

to tell 



a 
ten 

to do the opposite, he will 
his 

leader has 
pass out eYery 

out until he senses that 
than some of the others. 

passes do\10 to the bottom. 
u~u~,~~~ if instead he passes each 

and yon to 
an ass. So holds back 

feels is more credible 
account the vacuum 

end up 

The 

watches a 

one 

run the 

with 

this one, studies it and then 
If he doesn 1 t sort out 

with the 
the vacuum, 

at all 

run to 
been 

has 
than 

one he 
This may 

bottom .. 

o:r 
the 

communication has 
When a commander 

company radio net he o:rten 
ahead or the fails to 

leader. 
commander--are 

orders from 
intermediate levels. 

is set for confus 
failure of 

what 
status 
on. 
was 

loss o:r 

our level, 
as jobs, 
to me that at the 

I watched the group bestow informal 
to was 

because he was 
one member who was low man 

He was low man because he 
The currency or credits or 

order was what the considered most 
Four or status 



have been awarded on the basis of who could best bad-mouth the , or wh<) 

could most screw up the " This wasn t true in our 

s 

A com.t!X)n theme in s doctor programs is the death of a 

and then the mental over will tell his loved ones and 
go about the message. • s see what 

at the bottom. 

reasons for a from a 
sure, a death in his immediate 

column had been on the road for about six 
I Of the members .. I 

that he a in 
the rest of ' 

I asked here and 
It turned out that someone come 

are to have a death in 

, what do you mean?" 

't know; you a death in the 

for back to the base 

camp, knew in the immediate ., Not 

the same drama we see on , M.D." Would you like to live those 

three 

For me, another almost 
used as a nebulous term for 

who would 

that?" 

I saw a 

functions: 

was 
constrain them to work 

on what 
to be down here 

won't like range cards that 
any 
told me 

minutes later, told me to 
Now how the hell am I to do 

and what nu 
two 

like an 
various 

From his 



we 

that vas above 
this 

modi ~ or use or 

is a factor in 
Should 

Some time gave him the job 
of a soldier rations and the effect 
of food on the soldier's his duties in ar.d out of 
combat. all very scientific. I could see standard 
menu (so many grams of meat, so many of } on a 
curve ergs energy and the like. sure this is all very 
worthwhile, but that's what' up at the level. What goes 
on below makes the scientism rather humorous. 

I had almost of chov in • 
To a 
clean mess there is so 

up :meals and to an extent we don t realize. how 
much time and effort go into 
that, harass each ather on who had the 
worst 11 the secret code that tells you 
kind of short-term status based on vho 

what in the issue of the noon-meal 

was amazed at the amount of food a trooper 
duffel ravioli, chili, sardines, 

wonder if 

He who controls the chov We were 
the to a 

the mermite cans 
steel helmets and 

We 

vere lined up in the 
and, true to the dicta of 

across their backs were 
the 

row where 
for server 

are kind who have a lot status. Here 
hour, this server was in of his box rolls and, 

of food in a soldier 1 s life, be was the most of his 
The darkness what it was.,. I doubt that be ever 

learned be laid an admirable colonel. 

fair 
We know 

command track; 
came out when 

was 
:mention of 

was the and 



be I don' 
it even 

at company leaders. And 
you think of much for the 

for 

around you you assumed your 
you. I most of 
don't knov you at all without your brass and name 

this little 
commanders. Battalion 
your out of a 
of them could, but I 

be 
many of your thousand 

officers of your 
that ten 

means that you 
your subordinate 

command nor communicate with 
leaders. What are the 

difference between leaders 
You and I would 

unbelievable 
, the 

scattered 
, the 

loose duffel , was 
At another time, 

water cans in a 
to one side. 

how much 

one for senior 
men could 

assume all 

Does this result from 

A. 

the chain of 
job 

does the 

our orders, 
he 

At one , after the column been 
Fuente lurched the track onto a small mesa, 
and came to a halt under a one in 

ram;p and the came 
The track was an 

of its , a of water 
contents of duffel were strewed around, 

were and twisted, hair on 
out--all that are natural consequences of 
at for four to five hours, with to 

the 
he 



As I looked at 
I 

and 

mess A. J. 
minutes and on their own, with no order 

up the water cans duffel ax, 
weapons, blown and brushed 

out a scrub brush sweep out the floor. 
careful when we with both feet into what seems a 

correction. Could be that because we as 
must move to so we don 1 t allow time for 

mechanisms 

one occas the whole company 

rear, 
cover. 
col'I!Im.nders 
outside--a 
manner. 

I 

floor. For a moment I 

back down ins ide 

from cover to 
other 

movement 

meet the 

dismounted leader 
As it 

came 

That • s where 
breakfast .. 
be in that 

move out. 

never 

around the vehicle. 
when we were to 

that he never did 
did break out 
, waited and 

was 

up .. 
them for 

out for some sack time. Now this has to do , but 
how often does this occur in all the other activities of the 
soldier down at the 

was our It small 
group. The newest before and 

to form in then 
and status were 

group as men came to know each other's faults that 



of to based on in 
Who can 

As I to leave, I listed the names the s on a scrap of 

I was 

your 

does 

to 

then took it to A. J. Fuent.e. 

I names " 
them over and sai r." 

J., what are their first names?" 

, sir don't know." 

I how would I like 
my last 

into the 

, armed with , I sat down and 
them with this letter, here 

, you scroungy 

now, you're 
track and your 
from the company 
sore butt 

Most 
it 

from 
and 

five or six years. 

with the 
end of a jeep, or off 

officer across at 
some distant :mesa 
don't see that way 
soldier and how he 

you know there's a 
and a lot that you don't 

of a lot you 
out about the 

guys that 
you ve made me a better • and thank you. 

I I rst crawled into your track. 
I looked at me. I could almost 

, man, what's this weird dude 
But I think you started me about the next 

the server there in the 
me for of bread. 

you guys trusted me 



and it with me all around. And 
a and 

if troops and officers are 
some bull necessary and 

me say also that in your chain of command 
you dudes as the crew I would rattle around with for a few 

commander was as hell and smart • • • and he 
whoever I wanted to be with. I chose you 

because you looked like soldiers and heaven~ 
you are--as a and as individuals--and I don't care 
about vhat may have in your • combat 

any of you. 

I sav you 
like a real pro. vhen a 

Fuente didn want to up and 
and he gave you some back talk. A dumb 

leader would have made an issue of it and old A. J .. 's 
and chewed him out. You tried to J* as an 

individual. and a worn-out one at that off • • • 
and took back talk from a damn PFC I • that was 

because you 

is head in that 

, about all 
that chain of 

to do? 11 

ever eat! How 
avay in 
ate the insides 

~k~~~~·uol) a 
guys will harass you about 

• but never mind. Do vhat you 
and you can 1 t be you ever find your 
It fell out 

of cheese crunchers. 
D\Y 

Davis. You • re a 
wouldn't want to see you 
see is for you to 

I saw 
it. 

and start 
soldier about you if you can 

when you vent for that sack 
to use it as a absorber for 
of over on the 

1 

man. I 

a 
a 



is a 
either Palruburne 
of them would • 
carry it r?" 
• • • and found 

any water. 
don't know 

you 

me of 
your own name 

loose tracks~ 're one of a driver. 
many guys can 
circus lion! 

make a track stand up on its rear and roar like a 
deserve that • J. n and the guys in 

about you •• but you're still not worth a damn your 
on the 
credit 
final 

loose-track nuruber. But I to and 
• you tried and 

that it was 

hard-core lieutenant and 
time 

I 
, or four-foot 

of two guys 
beart Se 

If 
said 

in the 

you 
lieutenants around who 

more crap than 
about the 

damn! ••• I have to see 
snowshoes on--bear or no 

way about you when it 
hard-core 

like you're 

ain•t authorized said 
farm • " I say with 

and I see in you the of a 

move 
way out and 
could have 
the seat 
miscellaneous 

on your own initiative, take 
9 for about three 

of would 

because when 
the end. 

to 
t a 



It 
As 

doesn't screw up and off 
• Bunton and Col. 

You noticed more 

man alive, of 
from time to time. • • • 
lJI.alone and Gen. Becton. 
often • • • like the time 
to dive out the back 

you woke up from a and tried 
the track while the hatch was still 

closed! than others. That sure doesn't 
mean a better man. A man with average skill vho 

better man than some real smart 
't a damn. 

stands out most about 
your share of 
on your way to 
the business and he '11 

He 11 be 
teach ropes if 

, 1st 
rattlin' around in the rear end of 

l!J.XYS• 
three 

You had 4 more 
and you sc roungy 

officer from the 
trust and for your , 
of man the American soldier 

Some three months 

D. M. MALONE 
Colone 

more than 
and you're 

He knows 
that you're 

and he'll 
do. 

2nd 
the 

one 
your 
sort 

t 

colll.lland, all 
in some 

vay to the bottom. more. 

We vho know that 
sum of its 

the 

Down at 
a 

which was 
says it better: 

Hi, Sir! 

How's 
sir, and we 

with 
too. 

And 

The • and I are 
were when you sent 

I 



the letter down to them and it. 
one. That letter was 
it and 

her 

of this next year and my 
remember if told you, but 

is there. We are real 
four months back. 

now. This 
next yr. on a six-month to 

be left in the Bn. 
2 or a new Bn., the 

started. I'll remain there till 

, too. 

to now. 
from the 

me • s a team leader 
every chance he He 

short for the 
talked to 

to take 
ago and lives 

fine. 
leader. He works 

soldiers I seen. 

any 

a damned 
, too. 

will be 

started it about a 
He made • 

now the 
will be 

his 
been 

~~:::..:. .. is a too. He but he has a small 
his attitude sometimes 's very hard for him to 

the way the works sometimes. I talk to him a lot understand 
and to 

but he's 

out 

Well. 

his a few and I on 

is also a PFC now and he returned from leave. 
when he went on leave you should have seen him. 

him as much now as before and I look 
a and I'm he's in 

• you knew. 
• too. We 

three 
fine 

We vish you the 
were to 



hear you hadn't 
us a fe-w 
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, sir, and 

& 2nd 1st 





COL D. M. Malone 

in the hell would a guy do a like that? n hett:r 
officers, and 

And when someone sc ,. 
and I ask them tell me s behavior.,, 
So, I the what makes that in 
the minds of many. I've some the answer, 

, and you listen. You and I are on a 
somewhere out in the woods. From time to a stick and 
draw a e in the sand. Here we go. • • • 

You know, if we look back across the of the way 
from 's vicarious of the Martian to the 

in time when we were and in the holes of 
Olduvai in Afr can see many facets of 
are a lot of he does that are common 
time. One 

as we've 
I' a reason 
say that 
under 

has been, 
, and, from this 

and connections 

under 

can we 

I've 
and 

I can 
used it for 

and 

how it works. I can 
I've 

There are 
take an item and 
it and 

way I might go 
molecular structure 

t 

So, as we to under stand 
to take a molecular approach. I'm 

, and what makes 
not able to locate, 

the screw of all human I can 
view of 

to 
can measure :1 t. 

forecast what 
way of under 

to 

We 

tick, I want 
define, and describe 

you a 
seem to 



human behav 
ian, 

man-to-man. 

We've 

I want 
So let's 

a lot 
I 

on in our 
don t necessa.r 

we have to aren't 
pr Some are 

up .. 

're concerned with race; we're concerned 
re concerned with ; we're concerned with 

concerned with profie on the job vith , 
, and vi th demotions and RIFs. These are 

dimension. And 're as 
n And bes , over half our annual 

At any rate, all of these concerns constitute 
of that we vant to some undet of .. 

, ve can predict. And if ve can , ve can 

let's go back to 

of the 
and 

of 

If ve 

PHENOMENA IS tO STUDY 

to 
the 

a better under 

of these 
And I 



these pr if we take a look at 
what we are 
individual--and 
want to look at 

to 
see we 
about ten 

, over time, and came up with a term to 
express the of the individual. use the word 

term to 

" and it's a term. Back school • 
meant how well you with other Look at the 

notes in your 
not the way the 

represents the sum total of 
more or less wrap up all 

old school 

, we're 

And ve 
about 

theorists use it. To 

into that hassle. 
man-to-man, 

whole 
feels, and how he behaves 

and 

and behaves. That's 
this , and 

about the two 
One of those forces is 

and 
the 

how he is, hov fat he , how 
hair. The second force or factor is 

.. You 
not ; or born, not 

behavior, and we need to 
you a summary view of 

of human 

and 
the 

in 

dominant 
t 1.:R talking 

; or whatever .. 
get a b&ndle on 

go about We' 11 to some of the 
two big 

specific, 
factors a little bit later, but be 

her , .. 

factor is , and 
best to look at these 

you what I meaa. Look at 

a are .... ..,~ ...... 
that, early in 

this per son 1 s 
Later in ' less .. 

edity and 
,. throughout 

plays 



RELATIVE STRENG 

DEVElOPMENT 

2 

from corner to corner 

ess a little and make a 

:response 

person does 

of 
with our 

you find a 

1 

FORCES 

that both 

link. If you 



To 
of the 

there. 

sur 
my behavior r 
me to vrite 

a better handle on this idea 
more that seem to 
environmental factors, but don't 

are four of these pr 
These four factors 

he operates. 
my mother and 

did me an 

but are dominant 
, feel and behave. We ·can 

these factors in a kind of a curve in terms of relative 
On the left is the factor in 

RELATIVE I OF MAJOR F ORS 
OF EARLY PERSONALITY DEVELOPMENT 

I 
I 
I 
I 
I 
I I I 
I I I ; 

OCIAl/CULTURAl INSTITUTIONS 

I ! 
I ~ E R f 0 N A~ Ll TY I *PERSONALITY IS SHAPED MOSTLY 

DURING THE EARlY YEARS 

DUAL THINKS, F 

least 
and 

ACTS) 

FIGURE 3 

ve 
agree that the 

an individual , feels, 
, ear in life, in his most format 

sustains , and 
over, and determines, almost the vhole of his 

factor is his peers,. or the 
as a child. 

is not 

of personality 
that 

family. 
total world. 



power I think you recall back to your 
you had a 

one little 
gung of kids you ran arounu with. 
guy who on when 

was c He was the low man on the totem 
last in and on him. Hell, 

you were that guy what you end up 
that kind of role as a 

I thin.!{ you can 
is that almost 

term effects for the rest of the ,person's life. Peers are a 

status. 
have a 

the individual's 
ear 

Pm 

And you can see their 
but up and 

school, and the church. Here 
, and a 

the 

ion or role 

shown 

social institutions, 
economy, of 

to , or 

us a handle on how 
is theoretical, 
and our wives know--that 

from the moment of birth 
's work with about 

THEORETICAL STAGES IN EA·RLY PERSONALITY DEVELOPMENT 

IN 

IN 

4 

tTY 

I 

PERSONAUJY PROGRESSES 
STAGES 



The first in the 
from about 0 to 3 

essence of 
look at himself as a h 

first born~ he's there on his back, up 
In a of weeks' time, when certain muscle 

mature and when he where he can focus his eyes a little, he 
sees a hand go , and then a foot, and he smells a smell. What he t 

is that these are all of him. He doesn't know that that 
to hi~-it's a that went 

no means, all--of his first three years 
as an 
of him: 

s 
self. 

The 

about 3 

The 

to understand all of the 
the way he acts, and 

of 
and 

the age of 
and the very 

with other humans. He learns that he 
or vis-a-vis,. his mother, his father 

that he' s smaller than and that 
also that certain he 

in the 
here 

to take all this new-found 
He's and 

relational 

of 5 to 12 is the age 
learned basic 

, ' 
when he's out on the block kids, s to 
in back how he's to in school, and 

and in stores. :rules of behavior in 
socialization. And we him. Somehow, even at this 
age, that little up an 

of tens of thousands of :rules and how 
in the of which 

The last 
to we who are 

in e 4 is the 
as terrible teens." The 

56 

from 12 to 20, known 
ists 



this the age 
these relational 

Now 
from 

secur He's 

young fellow here 
all t.hese 

go out and 
with all of 
t,o own. 

learned all 
and 
to 

learn all that he ; wants now to see how he can functio" in a far 
less and far more So he out there 

our and the 
the age of 

of our children~ 

at first hand. 

age, not shown in the in 
very 

know what the 
are r nowt 
menopause," or,. 

, 
much. 
hell to 

the 
and 

't 
to find out about it .. 

age where 
call it the 

thlj age of the 
'a an 

s not 
what's 

as much; 

ego, and the 
of 
5, 

sort of see the 
what he wanted 

and 

era, may be more 
breaks from 

more than the terrible " .. . may well be 
it's not as evident. 

The , fac in his 
life, 
does 

different 

So 

handle~ 

sorts of obvious 
out at age 

of 

never ceases. 
business of you t 
lot of 

screams, , shouts, cusses, 
, because that's about 

with the trauma 
and I 

fusses, 

way, i.e., the tantrum. 

age 
man and his 

can and do 

as 

new tricks is,. in rrtr view at least, a 
evidence that the year old men 

s the one year 

some research one time, here at the War 
of War students as 

left, he same 



form of it--and he measured their 
in 7 of 

students entered the War 
was one of their values. 

dress and cover-down, 
need, a very value. After 

for orderliness 

He 
he was 

didn 1 t a were 
and covered down. #ell, this sound bad, but 

That same in the need for orderliness 
with increased education, and 

or 
where you just 

So there is some for you if to 

So much r the of the individual, and his 
We can see how it occurs over time· we can see the factors that , 
and we can see that most of a person's determined in 
those childhood years, the process never ceases. 

me on now our 
factor: mot ion. What motivates a 

of books that have been written on motivation 
handle on this nebulous term. 

than there are for 
and make a 

are about two ways 
man. One way we 

you can go about to understand What 
sey that there are motivates a 

that a man 
The need 

can look at 
This need 

says that 
to work toward 

that's one view we can take--a man is mot 
an individual, on his mm, with initiative~ 
these needs. 

little control. 
or 

, or 
drive view. 

discuss 
from each 

The best author. 
theorist in the field 

is dead now, but 

each of 
of view. 

about a " Let me go 
at 5 if you will. 

15 

a to 
the man has his needs., and 

these Well, 
and he~ as 

moves out and seeks to meet 

not the 

and the most versatile 
or, rather 



A HNEEDS" p PECTIVE MOTIVATION 

PHYSIOLOGICAL 

RE 5 

*AS A 
HIGHER 

*A 
MOllY ATE 

, Maslow said man has about five needs· and that these needs 
more o:r less turn on from t to time; and that as these needs 
becomes evident to the ,. he seeks to At the 

of this needs are a per s needs. 
He has to have fuel for his , fuel for the machine that When 

turn on, that's what he's for--food and water and some 
fUndamental fuels. He seeks to or these 

needs. Once the 
person has worked out ways to 
needs no motivate 

under control, another set of needs 
iva.te his 

The set of needs are 
the elements, from 

He wants secur 
a bunker with PSP and timbers, and 

environment or, 

control, 
his behavior is 

for secur The man wants 
the hot sun and 

.. .. .. 

'II 

these are social needs. Nov 
to meet these 



of human 
the 

the social are well taken 

Bear in mind nov that 

most of 
s 

behavior. 

he moves up a 
needs Which arises are esteem I can 

esteem needs that now he vants 
in the eyes of some of 
the needs time. You 

' need level. Yere 
esteem need motivation vas 

was directed to 
needs. 

The final set of 
the needs for 

the need that a man has to do what 
ult of ; the need to 
on earth to do. MacArthur, or Patton 
men at the 
can to 

Ye 
me, 

• I wanted to be a 
soldier was what it 's 

our 
esteem 

some 
~ and 

and 

to 

he's 
here 

of 

here for. 
reached the 

Well, I became a soldier, but I think I ever 
level of unt time 

, out Yest of Dak To. 4 o' ............... .,. 
lasted until 8 o'clock. An 

our wire and into a 

sort of the 
rrr:r fe .. 

as a soldier. 
until now, but 

is what I vas 
here 

can 

While the 
doesn't mean 1 t' s 
next one that 

at 
, I make it 

dow there at the 
come skitter 

So a man doesn't 
seems to. That's the 

need may be the order need, 
The one that's most powerful 

That that the 

level. for you in a 
start a bit, you pr 

less about what other think about you. The esteem needs cease 
your behavior. After a while, you wouldn't even care about 
You up need for and 



and focus damn ncar nll your , ) and 
chow. Go to some of the fe raft ~;urvivor :;tories 

down scale~ back down to the basic 

~ this discussion 
can is 

some 
this 

't you a formula, but it does 

needs 
doesn't 

to 
• and human behavior. 

can take 
of a man. 

If you think about 
, 11 see that, over time, he more or 

out of all 
somewhere up in 

excursions into 

scale. You can take the of 
~ and 11 see mankind 

in the Olduvai 

those animals. , mankind is 
the social and esteem levels, with 

The 

it to an 

, we 
Now, as I see 

most of the 

levels, 

at full force. s 
has in elated areas. 

answers, but it does provide a useful tool to 

The need view is one 
to under 

a mechanical 
in man that drive 

or less moves 
drive forces is 

and then out 

appr 
e are 
of a 

to these 
of a lot 
it. 

view of say that ve•ve 
because I two kinds of you an 

re that 

We've two basic kinds of drives. drives that 

ive our behavior. Drive for status is one 
drive for are other learned dr • 
vith other back in those ear , and soon,. 

to drive your 



ES" PERSPECTIVE OF MAN MOTIVATION 

*BEHAVIOR IS RESULT Of EFfORTS 
SATISfY BALANCE A COMPlEX 

PATTERN OF UND RLYING DRIVES 

6 
The other pr of drives 

are kind of built-in. We don't learn these; 
structure, or come from 

is tic 
unlearned drive , 

man--a human 

drives, you 
oaches. 

water, for 
activates,. 

of them .. is 
screw. 

.............. , ..... e. 
don't know. 

two 
ones, 

physiological 
Man, as an 

ived of 
The 

so he can get the 
a shortage hunger, 

the same way.. Man 
How thinks, 

to balance these drives .. 
the 

The drives are much All people these 
d:r of these is the cur d:r ive. 

Give him something new and 
it, probing , messing around with 

leader once me that you can a 

16 



week, 
be br 

out in the 
with r 

and the sold 
The 

of Arizona, leave him 
t-iron anvil, then back 

st~nd there and 
in all men. it 

our never Where and what would we be without 

drive is the maternal dr Ther s pr 
drive. of men as well as many other lower 
drive. these mothers the ops orders 

care of t,heir young, to 
your wife, as as m;y wife , as well as m;y 

and p:r 
the birth process 

how it is that 
then you know what I 

the maternal d:r i ve ~ 
it. 

ve ever 
how to do 

mean. It 1 s prvu<:>.uJ'-"' 
a hell of a 

:re familiar with .. 

own 

I've 
two views 
I've 
area. 

, and have their 
on.. are You and I feel 

drive when it's PCS time and the movers come. 

as in 
the surface of this 

tool in 

to motivation. 
stand motivation. 
and 

But 

do what 
is the idea of conscious and subconscious behavior, or 

subconscious per We all, you and 
a subconscious Let 

:r 
surface of the water.. above the surface 

behavior, aware of that , but 
below the sur face 

and we're unaware of this behavior. We do these 

on 
but the 
he feels, and how he behaves .. 

but there 
back 

it. 

' :re 
re not aware 

ago, and you're still but on a 



THE SUM TOTAL 
INOIVI 

D 

7 

have the answer to a 

NSCIOUS 
R 

*THE GREA i MAJORITY Of 
BEHAVIOR OCCURS AT THE 
SUBCONSCIOUS lEVEl 

come to you all of a sudden, like in the middle of when you•re come 

The 
an 

says a 
do. 

that a hell of 
If 

It 
also 

see some 
nose, are aware 
The behavior is occurr at the subconscious 

an enormous amount of thought, ,. and 
occur r , and you and I are 

16 



however, so 
J.UU.O..J.f g 

kind of person he 

you do 

in my view, the most 
and functi~ almost 

1 s of it above the surface, 
at it. and understand it. I 1 about the 

the 

or he views himself~ and the 
is. 

mirror every 
yourself and to 

when you OK ••• 
see if you all the 

.. but ••• is it so to have your whiskers 
later when you look in re warm when it's cold. Andt what ab(:>ut 

the mirror to check 
necktie? 

is that you and I, 
and 

our own 

do you do And do you wear a 
I'm to at 

~ move, in a sense~ out of 
• and then, from that 

of 
how others j 

Lock onto this 
of others is one of the 

Then we come back, 
which 

is the 
the minor 

A 

well as 
bit. As 

most powerful forces 
to 

of j ud@:em~:mt 
That's a 

to serve. on side, that you and 
influence on the iends--can exert a 

extra hard at the business 
The force is a powerful one. It must be, 

necktie. 

of commun 
you wouldn't be 

is not necessar accurate. 
We can 

others have of us. 
And when we 

) it's 
same time 

Think about the very first time you heard your voice on 
bet you a case of beer that were 

with what you heard. Here was 
, hurt, and 

this damn nasal, 
weird kind of voice--and d ed you sounded--to 

and resonant, and clear Now you 
And listen to yourself on 

you feel too 
around--an r 
vas a sense, 
voice was par of 

, and you say , 
about it. And, 

to it 

ist, that can't 
unless there 1 s 
off. you 

' much fun. 



The 

on. 

of ommsr 

RE 8 

it's easy to see that most will to 
Now, does that 

it should be 
for the exercise and 

problems 
he really ; for 

in He's always been slapped 
was always him a 

him\' his on 
judgements and 

s a damn 
That kind or 

ful 

is how we that view us, and drives 
to believe it's one of the more 
to under stand men do as do. 

tools 
Let's move 



You and I are because ve 1 ve learned to be vhat we 

at e. which that gr for e 

I'm not to routine 

about conditioned response, but wan to say a 
I think can reduce down the very basic 

The fundamental of lear is extr Go to 9 on 

the next page for a minute. There sits the 

point in time, ther that he sees and wants. 
to meet some of those we talked about before 

At any rate, he's at 
to reach it. He's never done before. 

He , es 
sails off in a X. You and 
he hasn't learned this 's 

, " or about that of 
He will continue the wrong damn 

very crit occurs--unt 
he's not in the r 

that feedback, then he comes back to start, 
and head. Route X is a bummer. 
cranks it into memory for future use. 

and 
, but 

ect 
t\10 

Once he 

' now, and he 

But he st 
another effort. 
More feedback, 

to that • s he makes 
ricochets off toward Screwed up 

, and he comes back to start. Now he says, 

• neither X nor a. damn. Neither one of these will 
But my me I t a. 

So he moves out 'm 
, and this time, he makes it. He knovs when he 

or else, some person or 
him he made it. 

machine or a test 
feedback ( + ) • He knows 

is the one that works when he wants 
situation is as it is at that time .. 

is that s but absolute 
can occur 

feedback are 
feedback. 

................... behavior. 
and you stick to run a. maze, 

him some 
series of 
water 

wander at 

, some 
assessment of the 
assessment, 
feedback 11 

basic 

You 
turns, he whatever ve 

If he doesn't 
, vi thout feedback, 

, 
to learn 

says that there must a 
criterion, and some form or measurement o:r 

s efforts to reach that criterion.. s 
to Without this 

So much for 



THE FUNDAMENTAL UNDERPINNINGS 
OF THE LEARNING PROCESS 

to make it. 
and the 

*WITHOIJT fEEDBACK, EFFORTS TO 
IANOOM BEHAVIOR 

9 

' 's 
As a result of 

into 
, which wouldn't wrk; 

, and , and 
All of a ! Dovn comes a 

e shows you what I'm talking 

8 

the 
in his 



I 

can 
circumstantial or 
~~atever are~ 

or 
The 

not 



Another 

In essence when ve 
that we 

with a to 

where we 
front of God 
death of a young 

I just 
There was 

to a mode of 



ion is another. 
r frustration, we 
dovn the subcon~cious level, 
or think about 

. and \fe do. 

r ier and the 
We crank it 
it any , 

the back of our 
On purpose. 

We 't 
barrier and our 

occur, and what 
about Walter 

the 
hero in all encounters. 

A 

his life, 
vas, he 

and never and vent off 
We all fantasize, and I t 

if I were you. 

go on down the a text, 
these defense mechanisms. I want to 

done all these , and so have you .. These defense 
mechanisms are normal human reactions to Just 

All 

away with any one in 

the 

outcome when 
outcome. 

thousands 

To the molecule 
He 

' Leavenworth. Think 
orders and the estimate of the situation 

rier 
ine. , sex, 

education--it doesn't matter a 
solves problems. the 

of these other of 
behaves is the 

Look at e 11 on next :page for 
the first a person do is 

about the He tries to 



across there, but 
Ue!I<LV"' that way • That 

So the roan wargames 
world as sees it, the 
them--and, once he's done 
of 

that we've teen talking about will come into 
this alternative way 

want to car 
wey, and what I d 

the 
is eliminated. 

his alternatives the 
as he remembers it, his mot as he senses 

that, he es the and minuses or each 
He makes a decision.. Then he acts, 

about this A cruc 
that you and I 
but 

We 
lot more at subconscious 

and extensive .. 
of' deliberate 
solve them with 

at them detail and over a 
occur in a second of time 

conscious of what 
brake 

:. alterna.t • 
routine. a. second. 

at as a 

THE COMMON (AND DESIRED) R TION TO FRUSTRATION 

INDIVIDUAL 

FIGURE 11 

7 

*PROBLEM-SOLVING IS AN AlMOST 
ACTIVITY OF HUMAN BEHAVIOR 

I PROBLEM-SOLVING I 
1. INFORMATION 
2. AlTERNATIVES 

ADV & DISADV 
WAR GAMING 

5. DECISION 
6. ACTION 



process. It 
same backward 

time to 
has 

about pr one your self. 
a mixture of a small bunch 

both. Sit them down 
don't have 

an innate cur 
of man. 

at 

're 
in a sense, 
views the wor 

wa:y 

all 

pr to 
t to 

wy to 
that comes in your mind 

e out what makes tick. All these ,. 
s "frame of reference." The wa:y that man 

, the way he views the iers~ 

and others--all these make up a per son' s 

frame of reference. And it' a frame of that 

I 

barrier at all. But 

a 

In 

start work on 
reference. 
your own, then you 

, but rather to what 
frame of reference, 

barrier. Chances are, 
he damned well ceived one. 

refer is 
The pane 

the time. Colors are 

and 

at 

I do, ve teact--with 
occurr somewhere the 

man, whether he's a ,. or a 
black, or a whole 

pr - ................... , bad, 
says our first move 

What I'm 
consider that other 

about , you know 
of the frame of reference 

, or a 
a green, or 

that we 
s frame of 

about 
you 



FRAM REFERENCE - A START POINT 
FOR UNDERSTANDING WHAT MAKES PEOPLE TICK 

have in common. Without 
And without communication 

to your 
I say~ think 

what 

What we've 

You 

or forces 
environment 
his 

or e 

about 
makes 

12 

FR E 
OF 

REFERENCE 
fACTORS WHICH SHAPE AlSO 

SHAPE HOW lHE INDIVIDUAl PERCEIVES 
WORLD 

commonness~ e can be no 
between at 

of 
frame 

do as 

least two persons--even if it's you. 
kind can ever be solved. 's 

of reference 
do. 

as a start point for 

people side of 
component of 

responsibility--through 
about a or 10 keys to 

.. These a or 
look at if you want to know what 

and how that 
what are the 

aware that both and 
Whatever individual does in 

motivational foundation. 
and drives .. 

on 
And behavior at 

at the 

conscious 
level JIJB.Y 

may 
the as 

1 



subconscious level as there is at the conscious The man car 
around with him a him::>elf as he others see and thi 

r ' 
all sorts 
process 

the time, 
run into 
we're motivated to 
and 

the 
and 
human 

in 
; 

govern mueh of how he behaven 
lives his life, a of 

, and ways and act and in 

some 

And all this comes 
feedback is the 

to him thr the basic 
essential. 

to our world and its ' we 
barrier or obstacle between us and the 

achieve~ A hundred or thousand t a react to 

appear 
I ve tr 

I've not 
a lot of noise 

dissonance , 11 or 
, " or 

of ways 
our failures. 

, contribute to the 
world and 

' The more 

s 
that 

frame of reference and the 
of answer to,. in the 

' And I've not 
Phenomena," 

of the 
:But I've 
alot of 

'Jll:f butt fol' you. Now, 

for 

in return. 

Next time 

If I 
d sure 
d lean 

, 
in the , 
of responsible 

same sol't of research and 
and 

. .. . . 

Give the 



, mass 
organizations, 

, attitudes~ beliefs, behavioral 
coumunications, persuasion, culture, 

the 1 and 
small groups--among 
Just clear, statements of research fi 
each vi th suppor evidence. Car 
by • • • like you and me. 

nov to move off this , and off this 
conver to vhat makes 

s 

MISSION. 

AND OF 

AFFECTING POSSIBLE COURSES OF ACTION. 
TERISTICS OF AREA OF OPERATION; ENEMY AND 
RELATIVE COMBAT POWER. 

b • ENEMY '-'fiJI:,...... .. J. "' L 

c. OWN COURSES OF ACTION. 

CHARAC-

COMPARISON OF OWN COURSES OF ACTION. SUMMARIZE SIGNIFICANT ADVAN-
TAGES AND OF OWN COURSES OF ACTION AND ARRIVE AT A 
CONCLUSION AS TO BEST OF TO ACCOMPLISH THE MISSION. 

STATEMENT 
AND 

SELECTED COURSE OF A COMPLETE 
BE (WHO, WHAT, WHEN, WHERE, HOW, 

FIGURE 
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Hood, all these 
m;y head. It was 

OF A 

AlW A DUDE NAMED 

the world, and on that ma.p, a 
, D.C., Dak and Fort 

in those lines. For some reason, 
distances and the three 

about reveille time. 

I stood for a few moments outside the 
were still out.. A warm~ breeze 

carried ime, and the desert~ 
from a thousand miles away • • across the desert, the 
hills, and the and the cedars. It's from 
and has been a thousand 

stream of 
traveled those a thousand times--and I know 

over, 
weapons, 

' from an or a that does 
soldier and his wife for one or two years. 

6: the stream reverses its flow. 
, for as as I 

ended late. 

are varied. 
And those 

be 

with lines 
of 

miles away. 
road was a 

to work. I 
what's there .. 
its best to 
At 5 p.m., or 

go. 
has 

the 
doing 

Therefore, we can save money by eliminating 
This is what the soldier told as, one by 

The theme sounds to a 

assurance that 
links in the 

) , there 
not be assailed with much 

, the theme of 
ion of most of the 

ma.ke no difference whether the 
, and it's the 

7 

And, statistics 
and 

chain of comma.nd 
is an almost guaranteed 

and lover 

the 
And it don't 

sounds 
it's 



t and their bosses. It is, in roy view 
at least, horse manure on about three counts. 

(1) Elmi benefits 
we took a look world. 

the on the 
members of those ions. From what 1 

are the in the ion game. 
for feints and distractions. But the main difference 
, the soldier has no one 'Who will 

'Way down at the bottom of the chain 
in his chain of command. He takes a 

(2) Faith~ fairness and back 
literature that the soldier into the 

that 
An informa.l contract. Some congressman doesn't like 

dumb 

term. That 1 s too bad. Call it instead a of ~ and trust~ and 
belief. 11 

me work, and , and the· 
need it I take care of you .. 11 And thus, 
chain of command, struck a deal with our soldier. 
ask for it in when he felt he 

the wrong end of the stick, that 1 ole 
the nal deal was was like 
then, six months 
to the used car lot where 

Ne'W 

had struck 

(3) The civilian assumes that the jobs and 
work of the 

data 
soldier and his 

Go for 
,. over time and with 

number of soldiers• jobs 
After i.f a 

civil 
And he can go find a job with another 
and a half for over hours. And 
location without his fami , you double 
of bennies and freebies and tax 

I once. A 
bases out 

firm .. 
him off to some 

and add on all 



Name of John. and 
it the 

J 
11\Y hand on 

That , about 4 a.m., a.n NVA sa.pper hit the cornpany, and 
went at 'it, up and down the trenches, and inside the bunkers. I 

at first in 11\Y bird Some wounded there at the 
Great swollen welts where the had gone in. Fi 

the wire, the were up the last NVA. I 
worked Il\Y way up the hill toward the CP. I saw the Pee Tilted 
down. Its four black barrels were to the earth. What was left of 
our little stud gunner was A hole 

showed where the and hit 
in the face. 

said it almost a.s soon as the 
the little stud had run to his weapon and 

on Four streams red a of an 
and 'ole Pee was and the life and the love and the future or 
Little was gone as well. I for a moment to and say 
a few words to ll\Y on beside ll\Y boot., was a bit of 
the I had wuzzled the , I cried 
ma.n'a sacrifice. I not you, 
have .. 

the 
are thousands of 
die. At 
Now, how 

straw, 

there at Hood and at 
sworn--to go, and 
of their chain of 

their 
we 

with 
the 





of 
might 'Want to start 
and his company ( 

lost in of 

• A microcosm of the 
and 

THE JUNCTION BOX 

D. M. Malone 

des 
and more 

The 
••• but •• 

• • • a lower order but 

• A box, into which are the wires a 
programs and 

• bailiwick of . . . the 

• of readiness. II 

e The home--and the the soldier. 

• cross-over of energy~ above 
reaction and a search for time; and below, boredom and 

of command 
affective, the intrinsic, 

• The 

paper the • 

e The ultimate consumer of resources. 

• The ul t i1rate of purpose • • • where 

is 
a search 

for 
the 

for 

done. 

do our and programs look like from the bottom?) 

At 
what was 
company. This 

Tasks, 

of 
on inside the 

was in its 

* * * * * 
, and 

a , it was due to move 
average, rifle company. 

the unit was was made 
of the CO, the 

-v,JAc:~, out-boxes, notebooks, 
, and forms. The as 

180 

xo, 
of 

was made 
rifle 

In about 

and the 
a 

First 



1. to turn in cash sheet to Bn Mess Hall. 

2. from r.nvement 

3. AR on 

4. for attendance of 

5. CBR Officer to be to 

FM on 

7. Draft 

8 .. 

11. Ltr 
of 

.. 

.. 

for Mtr 

, statements, and to 

he vould 

to XO to round references {FMs, SOPs~ 

convoy 
FTX Advance 

FTX rail movement data. 

Greene at a. 

Levis. 

of 

CBR teams. 

Bn wheeled convoy for FTX. 

to 
AGI. 

DF from Bn 

from 

Bn SOP on 

FTX air movement data. 

return. 
FTX return. 

nv•n.,.,..,,., FTX return. 

around motor 

roster. 

lot. 

go for Officer Record Brief. 

Q 

bill. 



20. 

21. 

• 

Hand for Mess equ used to feed mortar section in 
the field. 

Claim form soldier kicked window out of car. 

A.mmo for mortar t 

DF from Bn: notes on learned. n 

r from member of unit who had PCS 1 d 3 months 

for mortar t 

Hand for 1 cot. 

Bar to reenlistment form for Pvt in unit. 

forms. 

Article Record of on PFC who failed to go to field 

t schedule. 

to counsel , and on 

to Bn Maintenance SOP. 

of handbooks for CPX. 

DF on of 15 for 

DF from Bn: Submit handwritten 

EER for SSG Moon. 

for of vehicles. 

ration authorization for PFC 

Platoon 

from Bn: 

from Div: and 

DA Circular on for 

Ft. text: 

of 

l 

little 
of 

Advance 

Atkins 9 vi th 



Circular on tank-mech infantry team. 

4). Battalion AR'fEP. 

46. text: Cmd •s Handbook. 

of men absent from PT. 

of re-enlistment interviews. 

from Bn: Soldier of the Month. 

DF from Bn: Motor ibilities. 

DF from Bn: Staff 

DF from Bn: 

DF from medic: Names of men due 

DF on to attend on 

DF for to take exam. 

DF from Bn: 

Sick for PVT Flores: with 

DF from Bn: Promotion Board. 

PT Scorecard for Jenkins. 

DF authorized as 

DF scores of all individuals in unit. 

for school allocations. 

of 

for to school. 

Notes from l to before FTX: 

A. sensitive at 
Put out emergency leave 
Submit Rear Detachme.lt list to Bn 

:rear 
and 2 men to 



F. Send troops to cold weather classes on 15 Feb. 
G. POV list to Bn 
H. Advance take 1 CONEX (with rifle racks) per Co. 
I. to Bn S2 for LRRP. 
J. on :rts of to FTX. 
K. Mark all individual duffle FTX ( 
L. XO check drive-trains of all vehicles. 
M. Claims officer to brief 
N. t for whole exercise. 
0. for all 
P. Send drivers to Bn for Bn XO maintenance class, 1400. 
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198 the Association of the 

THE TRAILWATCHER 

COL D. M. Malone 

Hey, there, my friend! 're you in such a ? How about 
taking a break for a few minutes; sit down here beside me~ and let me tell 
you the of our its heart and soul. 

Some 
years. been 
trying to understand. 
pointman. And what I've seen 
reform get started. And it's 
old Ar~. Let me lay out the 

about is our 's ethic. 
with this ethic over the last ten 

Because I 
over the last decade 

now. 

and reading and 
not a 

I think, ethical 
as hell of ~ 

It all started sometime after Tet ~ about in the back stretch of ' 
If you you could hear some faint ethical here and 
there. Tet, there was Lai and those other messes. I wasn't 
very then. I was ashamed--of the actions of Lt. H. 
for sure, but what more 
pernicious that the three or four, or maybe even 
more~ echelons 

whole Army structure was confused about 
that time. Within the lower levels of our structure~ a lot of 
our hard-cure NCO had been shot away. And up at the 
levels. our nat ion had the of war, 11 but somehow surrounded 
them with chain-link fences--and muzzles on them. And at all 
levels. there seemed to be a 

is 
whom we serve--and, in 

heart of our heart and soul. But it 

down inside. 

of our 
least. 

Confusion and 
soldiers. and inside 
inside our 

of soldiers, and inside the whole lash-up, 
even the 

golden screw of our sense of purpose, the bedrock of will. 

Nov, in ~ view at least, I think that about that time our Ar~ 's 
collective heart about broke. Maybe it didn't really break all the 
way, but it damn well " Your heart and mine will do that one 
of these if on them too much, too often, too quick, 
too Put and increas stress on • and whatever 
weaknesses there are will become more and more evident~ and • it'll 
break. And I don't know of mny , human or otherwise, that have 
weaknesses and won 1 t break: human hearts. steel anvils, or an 's 

ethic--stress will bust 'em all. 

I much stress. and dying. 
command tours. Lost 

with units. Confusion about our sense of 
purpose. And with all that stress, the natural weaknesses in our 
ethic became obvious. Lt. Gen. William R. ~ laid out 
the indicators in you to And then, 

1 



damn t our old to In a way, it all started in our 
school 

Gen. Peers started 

our 
whatever you have 

climate,' out 
are, and then come and 

haven't time. 
you have 1 Move out." 

did the chief go to the 
stafft may want to 

I think may be 
there. 

correlations were 
to rattle 

boss. 
, honor, 

ass, 

from Lai and 
launched 

instead of his 
At any rate, the first 

of the 

but the facts started 
a lot of the other• 

head-shed level. All 
a new value 

What it says is 't·1e, ntY 

the next week or so, there in the summer of , the chief and 
More facts, his total of about hours on the 

, and more discussions, and more called 
that the ethic was our 

of some maintenance 

The went on. 's not 
said a two-star. 

that's 
down and listen!" 

the damn 11 said a four-star. 

don't need all shirt, and 
said one. 

' said you rather or have 
else do it?" 

I 

sit 

,, 
' 



On and on it went, and then the chief made a decision. We 
with our heart and soul--our ethic--and, 

to do about it. 

list of solution 
on 

group had a whole 
the chief and 

for someone else to of between a hold and a 

nation of the s co!IU!Rnd tour 
boards few weeks. Another assault 

off 
launched. 

as a icable to normal 
Command selection boards started as a 

the 
do 

you know?" 

And 

time in , there was 
folks up and down the rungs of 

much 

for footholds. 

there in the summer of 
started or died. Some 

back to world like a 
f you ever time, you 

look at those solution 
~but you'll understand how our 

of what goes on in our 

I' 11 bet you 11 have a hard 

out 
and read their rationale. 

ethic is to so 

a copy of study. 
because the chief, in ~ view at least, up on the foremost , 

that those on him, 
to our 

that sucker on close I mean close. 
ts how was about two years. I don't know why 

because he 't want to even more stress 
structure that vas already time to 

where its sense of had gone. he did, and 
that followed had to sit there with mouth shut and 

the likes of King~ and , and Herbert, 
broadcasters~ to include latest 

knew the things those guys 
about .. 

way, too.. During the early 
changes on our Ar'!J13, but 

never gave 
known that 

real reason why. they had only 
and concerted 
, like those effort to and 

up there with 

But that 
on our 

got with the 

never did 
and all of those 

1 



mentioned 

find in 
II 

of the chief and staff never had too , 

of the 

t. the rect. unobtrusive, 
had started, and that's I have 

reform." 

i 
some reason, that never 

way. Some of the schools 
a few books , but the 

vas the one you 
the 

for we had some awful and more obvious 
on in our that first 

never was a clear, 
But, the seeds had been 

effect, not fact, and those 
ones our would need to work 

folks 

around 
titles. made up 

messages, and letters and 
to where it was up , some 

heard the word. You know, our can 

, the seeds were scattered out in the school 
, somewhere or , this institutional 

about reared up, roared and flexed its muscle 
out at Ft. That was about the 

H. Cushman had that 

in an elective one were 

not 
reform 

the first 
time that a 

a state of 

and unethical, and readiness , 
and other that, and damned if 

for Leavenworth to hold a 

did it. And the came. 
started off with some lectures in the auditorium. 

here and 
!:i.nd some 

all rooms .. 



and the students nodded and dozed 

But then, sort of easy like, the students started in on the 
with a few difference between ethical 

should be' is's." 

"What do was a bad " said the 
unloaded on 
and cases; dishonest 

and pressures; 
down, dishonest 

never tolerated that in nzy- division," said one 

was your division, ,
11 said the student. 

your heels," said the 

When that flexed its muscle there in 
section 
to the 

rooms, hot, and 
locked. where students' heels 

heated--and some of t.hose 
weren't used to 

But remember what was 

It was 
hurt--bad. 
of 

one of those on 
around like everyone else. 

those students were to do. 

.. of staff at 
," as alerted 

in his 

the hell out there at " he said. 

More the 

a 
to 

levels of Americana then, and one said, was a 
ime in 

" said another. 

's 
the wounded 

's :ruined us!" And so forth, with most of 
the whole exercise. And 

the dart where it hurt. front 

Abe was, I think, to sack the whole idea of 
and lower the boom on , but then, amid all the 

, one voice said, , what kind of 
if we had gone out there to talk ethics with those 
than some emot we !:let 

was the essence of The boom didn't fall. 

now, there never has 
ethics in our school or 

orderu r·utt ling down the to 

8Y 



run 
over 

don't realize 
ma.y also be 

but 

' and 

there at 
of our 

What did 

and it ma.y 
all those 

because of what you 
until now~ ethics 
all 

now 

still-nascent, 

structure. 
was the of 

where you're 
worth a darn up at 

used to stack 

was to look at scientific studies of 

1 



You may think 'm a from the ethics I've 

ms.trix. 

• but I'm not 
else, and 

is related 
between 

11 and we need one more little 
to makt.: the that ADr4INCEN 

matrix, there are nine basic deuands or 
of them co::nmon to every leve 1. can read 

But I will tell you what the last one is: 
to do, back there in the mid-' at , was turp 
structure and say, on this ethics business~ you 

ball, and you can't hand it off to the u In sum, 
cornerstone of our doctrine, and it 

at levels. 

this institutional reform was It 
had been on over in the 
years , and now it was into the 

that, into the war doctrine, and even on up 
for our whole • No one that. 

The inst 

• any 
institutions, and 

others 
to 
others of 

about are the 
our nation. 

to the 

the last decade 
cl 

about all that 

lives n a world 
to all of them. 

is 

And that's prec vhere the 

see 
can 

our to 

19 

wants an 
that happen. 

and soul~ then, each time a 
to be thinking about that heart 

this 

iJli>act statements to 
gecko lizards, they 

vhat might happen to our 
're perceptive. they' 

reform 
'77, those ethics 



coining up. 

of nine 
up steam 

continued to 

and 

and what 

structure. 

in the world of 
the 

for battalion 
very 

course. And up 
from all over the 
to meet 

not to write 
Ar~'s values. our 

had out across the whole 
our schools , , and into our doctrine and our 

, in the 

four-stars, dealt 
's values, and 

last year, it all 

summer of 

and directorates 

now, from the bottom to the 
is out and the is there. 

What, 

' 

or 

as he and the main men 
in two full 

in 

our 

of this of ours, word 

our 
well 
can't 

our routinizers and 
ahead of it. 

' 
are sure a lot better than 

were ten years ago. we can 



be, in terms of ethical." 
commissioned and noncommissioned, 
there are, in process, many 

rank and file of our officer 
' to be And 

initiatives and , formal 
and informal, in that direction. 

We have at 
our Army's 

time now for us to 

When that 

the words that describe with 
and the values that rrake it up. It is 
and its values into words, and to then 
all that we say. for sure. but most 

it will--then I need watch no more. 

9 





From 
the 

JOURNEY INTO 'l'HE TWILIGHT ZONE 

Back the Proud 

LTC Lewis L. Millett and CPT 

Let us tell you about a mil 
by a few; a 

of current doctrine. It's a zone of 

the Association of 

M. f4alone 

It's an area 
the probing 

and 
filled with half-formed It's an area within whose 

those secret and elusive elements 
vast and misty 
of success in reaches may be 

battle. 

This is the zone of It exists in time of 
peace and in time of war. and in the times in between. It is that 

area that lies between conventional and unconventional 
warfare. For convenience, we'll call it the area of 

zone? Where of 
, to 

in a conventional 
Forces? In , • 

Look closer at the role of each. 

No, that to 
forces. No. that 

the shoot-after-shot-at MAAG Raids deep in the 
enem,y rear'l No, do this. And before you sic them onto 
that enem,y command or missile site, ask a few more 

Are located near your areas'! 
the skill and the weapons and the inclination? Can your 

have 
Forces 

of your 
to organize~ 

area. 
can 

to at times and 

forces. Can 
but let s add 

within a 

Forces is 
not 

operations we 
example • can 
the 

can carry out all sorts 

We have no force for the zone. The responsibility is shared 
This means trouble. ~~l~P>"nMv 1 s On 

of rockets. So, find the force and fix the 
We'll tell you where to look. 

Look at the other armies of the world. Look for forces organized, 
ial t and trained for 

British SAS { Air Service, a British 



ions guerrillas? the 
Huk war, or the Greeks 1 Force, or the 

Hot war raids in the enerey rear? the British SAS Gtsf"-""·u 

the French Commando Shock Battalion, or the 

These 
our own army, 
influence." 
when 

this 
division 
major demand 

to a , can 
the insructors--all for free. 

Check the 
(Never mind the 

is the 

out a third of the division's 

who leader named 
zone. 

a new 

armies. 

as 
weapon 

unit in our own Not 
You 111 find that we 

in our A 

of our finest young warriors. 
units for tasks. 

easier. 
is all. 

That 
It 

man in 
of our soldiers 

as a 
as the 

this 

But 

you the skills, 

for a 
need to 

call. kill in the 
to conventional 

this as 



in 

hot war? 

now. 
, choose a 

unit 
could you streamline and 

How ef'fecti ve is the 
behind--if the 

hot war mission~ with or without the mushrooms. 
of the enemy rear that lies between the 

and the limits of the 

undisturbed, and 

The 

corps 
kilometers 

critical 

a moment. 
the enemy rear. Do 

areas of' which you 
force--if 

can 
~~u~u~, or when the 

better ask for 

units in World War II.. The 
coast-defense guns a vertical cliff 
guns could sweep the 

were available could 
But the job? 

act , 
battalion-size 

or 

company 
attack rear area 

cry arose. 
battle 

examine a few. 

is a good 

a 
to 

the top. 
had 

rear area! " We 
success of white British 

rear. 

unless someone them 
during the hours of darkness. 

there's someone 
had trouble 1n 

Ranger unit? 
is an area 

green ones about 



beard, some dirt, a stick, and the blackness of make one 
man as as another. 

as 

the 

don't 

the tale about 

you don't 
you like to be 

missions 

leaders. 
As 

air 
to 
assault 

after that first 

~ 

conventional 
aren't needed for 

of the 11th Viet 

the time 

no 
in ene~ rear~ 

or in the area that 
Is a conventional 

has two ends. 

on the end of an Ml, or an 
who cried, away with the 

modern warfare! Give the soldier a 
knife I" But what weapon struck terror into the hearts of the 

What weapon was instrumental fire in the soul of 
it faced to the north with a sense of So 

19 



now, a battalion. A combat 
A unit whose reason for 

of the war. 
an enellzy" commander's threat 

power to the 

Strike while the iron is hot! 
to 

, an 

Br b 
enetJtY lines. 

doctrine under the 
the of 

and 

between 
hot war situations, 

and the 's areas? 

now, a 
the 

communications, and its 
but it the abil 

to 
and corps 

USCONARC: 

as conventional forces 
to Forces--now, 

and the money~ and the 

stroke~ 
instructors~ lesson 

of terrain are 
flexible,. 

the 
Draw a 

Warfare 
Ranger 
and a 

, and turn out an occasional class of 
to conventional units. 

combat units will 

requests 
Arm:~ right now,. 

manpower 

in 
is 

can 

was a man 
of out a 

to his son. He tied 



over 
you can; 

And so, the kittens and 

100 

Then, 
car out 

it out.. Now 

and 

' to work!" 



THE OF ARMY p 

M. 

of is its purpose. And the purpose of 
does--and 

purpose of 
a task. 

that \fha t 
a task. 

That what 

leaders~ 
to some extent. All • time and effort 

a task. 
that is a 

with leaders is the 
difference. 

leader means that in the , that leader 
must , somewhere, to lead soldiers to 
ultimate task that no one else wants to do, under conditions that no 
else wants to tolerate. conditions exist with 
war in 

ultimate task, 
rank, branch or 

ultimate task is 
leaders. It 

an 
essence 

as well, and is the essence of 
idea of All these 

and even life, for the sake of our 

will do this a 
trained into them. 

of our 
comm:~.nd controls, 

that 
all come 

task and when 

noblest act of mankind." 
is And 

is 
in 

These ordere will come down 

" And it 
the 

give up 
and in 
bedrock level, that is 

is so 

leaders have done 

chain of 
Think 

shirts,. 
assault up 

is it that 

c.~ .... c.,., men tremble and 
An Arrey leader gives signal, 

soldier, US Ar'ffl¥, obe;rs the 
or Neither. is both. 

John '1'. assaults into situation because: 

• His buddies are on him to do Job .. 

buddies will call him a coward does not attack. 

has learned that his leader knows the to do. 



is to do. 

he will be rewarded for 

o He that is less than not 

he will feel if does not attack. 

• He wants to 
worth as a soldier. 

e hates the ene~. 

his manhood, his ~ his or his 

enjoys the excitement and o:f combat. 

become an automatic 

McFerren assaults for any, or all~ or some ion of the above 
reasons~ or :for some other reasons not If the leader the 

and the time, he somehow "why" for McFerren't 
but, next to there is Johnson, and They each 
:for some di pattern o:f reasons which neither the nor 

ever know--but go. 

because at that 
with the decision o:f 

this is so. 
his task. 

moment 
whether to 

:first 
go. 

The incident about the assault, 

what did not, 

s terms , the essence 
all the basic 

every time, 

more about 
knows it has learned 

of scientific 
same way. 

time, 
attack or 

when each 
hide, 

and out front, 
him. 

about what worked and 

rules or 

no 



Years ago, some wise sat 
out and wrote 

stories 
and in the manuals. 

are basic tools and 

your 

the essence of what our 
of war, 

and basic guidelines for 
McFerren's assault. are 
tell. the 

must be 
as a leader. 

• are 
If you 

must: 

, and your soldiers, you 
will affect the actions of your 

to tell how your 

must learn 

first. 

you 
now rust be 
fails to do. 

, you 

the 
to 

Rank has 
must also conduct 

far better than the best decision made too late. 

your unit. 

need 
subordinates 
that each is 

are more 

The standard for your unit is set your 
must be your to the way you act. This 

what you do as a leader, the face 
Your will results in 

role in 

2 

know you .are 
a unit that can depended 

A 
As 

unit. 
are gone. 

can 

you 



You will not be able to your soldiers the reason for every 
task because you may not it or there may not be time to tell 
them. them know that, when you will tell them the reasons 

you what are. trust you when is not 

Give 
do. 

available for 

is 
subordinates 
morale 

facts 
unknown. 

you trust them 
as bad as not 

will do so later. 
rumors and 

llllst also check to see your orders are 

are 

your 
effort. the 

better teamwork. team 

your unit can and 
will 

tasks that are too easy or 
too hard. must use sound tasks to your unit. 

your subordinates will lose trust in the unit fails time after time, 
themselves and in you as a leader. 

where and how does a leader use these time-honored 
uses them wherever and whenever he is 

the two factors that 
mission and men. 

, a leader tries to 

He 

needs of the men are both met. there are 

cannot be 
other. 
must come 

The mission 

peace and war, when the both 
cannot balance, must one over the 

, and the must make them few, 
ultimate task tells us so and so does the 

and 

side of the scale ' , maintenance, tactics--in 



s most of what means--technical Without it~ 
an leader can never lead for Just talk will not work. 

The side of the scale 
hat size, 

ide of them--what rna.kes them 
on or off; what can do and 
are afraid. , cold or when 

and as teams; and where their will and 
as 

; what 
stress; 

business, where leaders 
most is 
difficulties and where even 
lose of the ultirna.te 
because of the 

on the one 
on the other. 

and 

Common sense would tell us that , satisfied 

have their 

job done better. From this, a leader, espec if he 
assume that if he can his 

In 

when morale 
morale and 

be oore the job done 
and a thousand lessons of 

terms , task or 
often than the other 

common-sense is 

an leader does not know both of 
in detail, he will be forever it tilted the 
time. will not and soldiers' 
or the soldiers themselves will be wasted. 

has covered cornerstones of 
task, principles 

scale 
wrong 

so far about the essence 

individual 

is not the essence. 
or leadership that 

what our A:r'fl.'i3' must , Ar'fl.'i3' 
essence .. 

must be more than 
Take a 

on a table. 
That is all. 

is one 

4 

sum or its parts .. 
, a piece of 

you have is three 
those 

of three 



of 

extra. 

di ~ but, if each 
them all hooked , you 

you did not have before~ 

ns the final essence of 
have said so far about the of 

essential, critical and of the utmost 
idea of not 

is and what it can be. 

picture, 

eJEtra was • 

where we had the 
work 

our 

size, does 
as he is 

extra is 
units--the kind of units 

that get 
motor 
solid 

that have drive and 
the kind 

the 
standards and a for 

that extra is not easy, but it luck. 
is The formula lies 

then in how comnunications 
teamwork and 

related 
factors 
s 

It is not the 
extra that every 
the individual 

that comes in the 
like. It the 

but the whole 

hard, 
and team tasks 

three 

that 

, and all hooked 
needed to 

2 



In 
fix the 

where sect 
fixed so we can 

All come 
, for better 

leader 
this tank 

It is easy to see 
have different tasks 
leaders who are 

work and 
of basic 

this also :means is 
doctrine 9 our 

will see less and less cases of 
and colonels 

says. that 

the nation and 
and 

at different levels 

understand 
can, from 

the differences 
that 

our research and 
~ 

idea 
but studied and 

of our 





LEADERSHIP AT GENERAL LEVEL 

D. M. Malone 

THE AND PURPOSE 

service school 
advance 
will 

isn't a run-of-the-mill, 
sheet. Its purpose is not to 

a few on you), but rather to 
firehose you with facts we 

is~ and what was, and what 
USAWC 

offensive. 

life, will 
it ... " . 

of comes on 
most of the 

and 
Yellow 

, fearsome 
voice, Tin Woodsman 'a knees 
Scarecrow will come 

turn tail and 

you .to think--to think about what 
The of paper, 

every now 

be, to some, 
the 

of 

is this you 
see almost the 

have to wait for the annual 
A 

So can a 
short-fused 

field. So 

new , not too 
because he had come from 

All 

'the 
like, 

show above the vee in 
other {?) work uniforms. " 

ra't'tled and a hundred 

., the 
the neck of 

The chain of command 
( l) cut the necks out 

, ( 2} 'the tails down and underneath 
(3) was 

About a 
, came 



which were 
the ~ 

of the surest ways to 

men~ and shamans~ 
far-out cults 

survival, we can, at 
must be done in war. 

it could be wrong, and it could 
recent told me was one 

on track 

we want our 
form of 
I don't 

) came down 
mean , men; 

the 
manufacturers , 

true needs of the 
in 

can most 

a 
often 
even 

and 

times crucial 
and 
be 

• • .. that's 
tell us that 



about 
{if 're 
if a need, or 
vithin the student 

time comes7 

We run 
read about) 

then 

seven. 

or 
The data 

school or ASDIRS, or 
there exists a concerted and 

SOLDIER 

of on the 1 his job, and 
year we thrust 

no feet! 11 

mentioned 

brave 
belt, a 

CAMPFIRE TALES 

and Sam have studied the 
comma.nder and 
vritten books, 

of each, 
to find out 

or 

that .the source 

the 
of 

approve a 
.. 

is a vast and bandied back and forth across 
rims of 

than that. 



him. 

and 

11 mule 
ever to be a damned 
scratch his butt with a 

remember one time I 
sat there, and stared at 

Didn't even read it. And it vas a 
know what he 
kids doin 1 ?" 

l That 
I 

time, back in 
a stud book on some 

minutes doin 
and gave talk and 

those dudes first names. 
All that stuff. l 

how 
~ he 

it, 
hot 

's 

I think all must have 
memories of most folks. 
the 

And so goes the lore of 

me those 
cut the 

it says in 
that 1 s how we went to the 

, and 
which 

then 



moment .. 

I both know 

Patton, Eisenhower, 
whom we all 

with 

OF 

1 

, one's 
guy's 
don 1 t 

be 
of 





a l out 

, as we the 
's be less concerned with 

vi th what one is. and 
meets those 

MAN, WHEN 

What does 
he looks 

that' 

cons, 
Given 

formidable. 

at the enormous 
ob. For 

But what about the 
lieutenant 

such 

our 
more concerned 

YOU! 

he 
of 

more 



to 

this one; 

a state. 
that; 

was executive, 

~ because 
works. The 

t even with the C<J,illH~ 

But let s 

the 

power and 

are 



commission and so on. But, 
and the survey Janowitz 

reDRined constant~ 
there been a ten-:fold increase in 

or 
three 

our 

the 

the 
number o:f 
:from the 

homes .. 

dominance 



There 

These the central 
what he may be 

admirals stacked 
to the 
the 

noted that the 
that ve be 

of 

the 
future 

trends the 
Let's take a 

vhich vill enable us to 
and Patte but 

are--the source 
that later.) Our 

the 



to take a look at what be considered his civilian 

There is a consultant firm in York known as 
a careful on 
the 

country. 
your 
think 

under your left arm 

and 
company, a 
town 
been 

wears 

r. 

And there's another 
many the 
those little newspaper nits 
which asked 
their truthfulness: 

7 
8. 

10. 

our 

compare. about 

2 

for it's these 

is most often, 
cm:apany' chief 

most of his 
and 

20 .. 

out as 
....... ,u..~.,u.u' t compare 

data available. 
and 



ga.zoo. 

the 
an assessment 

sent 12 
center known the 

two 
fire." 

cormwnics:tions 

non-verbal , 
the group members 

and so on. 
another was 

out 

returned home and the 
This took about three 

center and sat down 
the assessment 

At of the 



And was the counselor gave 
vhich linked ~~==~to any of the results. 

an identical 
commanders. have 

results. 

groups 

Both the BGs and 
On one 

the BGs and 

any 

There 
Execs in relative 

for better 

were more 
of extroversion 

19 

ect a favorable 
at the center. 

Of 

vere 



and Bn 

1. 
2. 

" 

10 .. 
11 .. 

comes 

BG 

for ae_rn:_~";~ren~F>rlt 

for 
for dominance over others 
for endurance and 
for deference to others 

Adventure 
Recreational 

Math 
Mechanics 
Music 
Art 

the 
whole 

scores for all three 
with the 

tests used 

mission over men 

and 
as 

,. 



1. 

Achievement 
Achievement 

to 

Interested in 

behavior 

values 

than the 

3 .. The 
their behavior 

4. The ros and 

of 

than 

offered these summary 
among the three groups: 

were more 

executives were 

executives were more 
to • 

) 

more 

functioned better 
less structured situations. 

the 

and 

and in 

the 





(Our three 

Based on 
believe 

combined a 
a 

some sort 
skin best 

creative 
ways to 

'WOUld be 

words of the assessment staff: 

our twelve BGs, ve now 
for an 

to become very 
kind of person he most 

~ care to mute but not to 
tendencies that conflict with what 

be 
reason we evaluated 



the 
the 
on down 
least on the first pass. 

of 

results 

Hov 

see as 
First off, how 

is., 
up ~ sets 
our subordinates~ and so 
many vays , at 

is, and vhatever the 
issue. 

colonels, ve can look 

Sort 

on 



most 

1. 
2. 
3. 
4. 
5· 

Next, let's 

4 
5. 

1. 
2. 

In the eyes of the 
, the three 

do. What 
rnont 

1. 
2. 

4 
5. 

l. 
2. 
3. 
4. 
s. 
vhen ve 

do or 
order. 

officers (most 
look 

do 

informed the true situation, 

effect 

themselves--what do 

have a 
he does or 

of them. 
subordinates. 

to 

most often: 

about the kind of 
ve same 

225 

in 
like this: 

feel are 1r10st 

are the 

.. 

or 

.. 



ones 

what 

to, 

his o-..m 

l. 
2. 
3. 

1. 

3. 

4. 

5· 

1. 

3 

• 
4. 

5 

occasions--screw 
n 

up to 

men their 

see same a few new 

work up to 

of 

is 

.. here's 



look •• " 

A 

or 
let's go 



are some 

the relevance of moral standards 

I would not a 

B 
unless it reflects on 

standards even 

conduct is not 
tl 

• 

the relief of subordinate commanders: 

A: ., I have relieved commanders in VN 
a difficult task. If man can •t orchestrate 

you must take him out.. had a 
after relief~u 

• Most of the time 
Commander it does not solve a 

ob 

General A: 
to 
unit. 

were afraid." 

his 
relieved a battalion commander in 

seen 
at the 

ite after case where the 
on erroneous info 

to rock the boat 

lower officers 
any as a 

commander 

work 

very 

and learn 
were anonymous, 

• and were 
was • • • or it 

THE GENERAL ON THE JOB 

Thus far 
the 

we 
ective, 

want to 

at has skirted around the central 
of our , the 

's job, 



how those demands are met. And be the ultimate 
we see in an answer 7 either. The 

executive (a is the result of a rather 
thinks, acts, feels comes from the mix of two the true person that the is 

and demands of the job--with time, as 

sits n the 
, I don't know what the 

you've known for a 
then 

different person 
several like some, too, 

had a cursory look at the rue person~ ins 
the assessment center studies Let' 

asked the chief of vhat 
it 

And 

it 
all 

But it has 

you 
of data that 
's job. 

said, " 
from the 

the files 

consolidation. . . 

, that , s one 
can lead to three tentative conclusions about the 

, the tentative conclusions: 

are. 

learned. 

selects out 
tailored to the 

Now let's at some data on time on the job. • • • 

IN 
GENERAL GENERAL 

1 to 11 7 l .6 

to 
months 

4 20 .. 7 

11 100.0 



tentative conclusions 
What do you think? 

what appears 
what does 

back to 

who 
Art 

THE 

tenure as of 

in 

OF COMMAND 

Institute 

linea 
interview program 

and of the then 

~ for our purposes is focused the 
control function. While a and narrow focus is the 

estimate of the 

command and control is a s facet of 
more for the field commander 

its treatment 
ical 

of command as 
usable 

retired and i ve 
the four-volume 

each of more than 
function at division~ 

themselves are a valuable 
lable in the 

it dovn the OPMS 
the 

below: 

commander 

limits of the mission~ 
are necessary to your 

these 
information 

sources or do you 

find 
command 



What 
this 

issuance? 

What 
your staff and 
your directives? 

In 
you 

etc.? 

As 
area, 
made 
kind? 

the 
number 

staffs, 

you feel 

ices do 

be 

feel 

issued? 
rmation 

of 

assure that 
understand 

be avoided 

are 
Are 

to the combat 
serve? Are visits 

information ( so, vhat 

have elected to carry a 
vith 

at 
and 

comnsnd 

of 

often are 
's 



Collll111'1.nder 

Misc. 

II 

ENERAL 

7 

11 

GENERAL 

function 
nto nutual 

.4 

100. 

ASSIGNMENTS 

s and the dominant fl.mct 

, and 
common to 

around 
these 

as shown~ 

POLICY 

concerned with 
and allocation of resources 

and direction of the of 

s , other than those 
formulation of overall 

DIPLOMACY , in vhich 

consideration. 



V: MATERIAL 

I ) 

( 

I 

IV 

V (Branch 

4 

Number 
of 

2 
10 
21 3 
10 2 

2 

A final facet of 

of the 

reserved 
arm service. 

0-10 

2 

2 

of 

0 
4 
8 
1 
0 

the 

officer 
be. function-vise 

is. 

~ of Total 

8.5 

100.0 

and 

and 
that 

's 

administration in some 





demand::; 
common to 
was 

His 
served many years as a 
knew what of 

THE 

once 
Christmas program at a 

the was 



center connmnders. 

the 

a few~ command 

roops. 
assistant division 

and 

command 

when the 
several 

several, 
Koster, at 



for very 

In 

and 
(Main Battle Tank 
year--an average of more 

the tank s status 

. . 

fewer 
Uniform Board to 
width of 

lasts forever--or 
of 

normal 

time motion 
the results would 

seek necessary 
of the US 

month to 

matters as 



• • • In where one would it~ 
But in 

The 

the fact that 
as many aircraft--a 

thousand--as the Air Force. 

vrote an 
tenures of 

so many 
it .. 

• Davidson, now retired, 
ine in which he 
executives: 

executives Chief of 1. years 
Staff and of 

commanders for the 1.9 years 

for the 0.9 years 

L.8 years 



Senior 
tries 

difficult 
to 



ten 

to 
their men. 

that have 
to 

about five 
the more 

and 

dozen or more 
from 

~ 

true 
of 

retired 
year 

ten or 
lieutenant 
lists, he 

the 

that rank hath 
and 

heaviest burdens are 
a nust 

conduct tours, 



month 
allowance 

Lieutenant 

Ironth; 

General 

one Ironth's 

allowances 
addition to these 

armed 

hi 
'm 

Texas 

cannot.' 

ANNUALLY 

ial realms 

month 

a month for 

allowance of a 

in amount to 

for travel and 

and 

pays and allowances~ the 



to 

do 
enhance 

allovances. 
include innumerable *extras vhich 

ion 
bonuses 



And thus 
Job.. We have 
selected and 

mode 
ask you to 

answe are 

* * 

to 
become 

than a 

and his 
the references 

and a 





tours. 
more effective and 

PERSONNEL 

many years~ 

that 

direct cause 

winners. 
about the 

) knows the rules 





General 

each 

one that ~ take a 
to the 
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II 
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, But--. 

Executive Life." Garden ~ NJ 

to Senate for 

MacMillan 

Additional Star Billets .. u 

The Free 

New 
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Maureen. 
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Nev 

Minds Work 

The Dial 

II 
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us 
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7 

act 
which subordinates 
involved 
:main 

access 
and 

1 





infor:mation 





to 

and 

resources or threats 

arise both 









• it has nuscles 
CP. And like 

~ and 
lieutenants~ the 

How this 
the nuscles 



to 

nerves have 

all the kinds of 
For each of these men 

And it is you. 
coordinates the vhole, 

to him. There are 
to each man 

the 

to do on the 
all of these 

it 
is 
of 

and 



You are 
now that you 

the 

there, the 
communicat 
company 

The chain 

no ime 
or which 

And to 
of the 

information 

the 





You, 
and down the 

nk in the chain 
here, let s 

.First off and flat you. as a leader, must nomenclature, and maintenance 
communications be used at your a r, this 

it' 
link 

vith your individual veapon There is 
communicat 'rhat 1 one 

The words on 



a ical order 

information sent 

there. watch to see 

sent. 

as a link 
down the action. 

so you 
how it functions 

~ these same 
prepares for var~ like it 

each link in the 



say 
want to 

fev words that say 

you can't find one 
Mission purpose 

win the land 
at one 

's values must 
combat leaders 

nation 
serve our 

The four words are 
affects the other. 

in 

men. 





f soldier 
more that 

the unit 
occurs the 

on his own. 

to 
the 
And 





• Haa 

is the 
below 

each of the four 
these~ think 

As an individual .. 
any one 
one of those four 

ahead and 



on 

for 

he 

scale is 
, think about, and 

each one 
those 

how 



soldier 
in terms 

investment~ 

and effort 
no for 
its work 





a 
MOS: llB .. 
the numbers 
and WI 

are 
outnumbered 
has ever been. 





team 

KILL 

another 
each 

will 
individual skills 

leaders 
DRILL and 

DRILL toward 
is 

~ and TEAMWORK 
nov we can 

of 





War 
as hell 

football 

' of those 
H 

hell 
learn 

about a 

team leaders build teams 
leaders and above build 

teams. 

and 

either case~ 
a team. Th:is 
how-to. The 

that the whole 

on a 

that 
does. 

it on 

In essence 
convince each team 
are 
of 
the 

Bu 

----
essential 

work done,. and 

you do and say 
team member that 

nature. 
each team member 

what the 

says ) 
team as a whole 

the whole business 
of 

inside each man. 



, exerc 
hard-core 

of battle 

a wart 
helmets, 

find. 
start 
work. 



If you, as 
company area, 

leader, can 
activities, in their 

come out far better, and so will 
when it • • • on the field. 

e on 
board. 

• 
teamwork. 
instead 

a 
and 

ain t 

man 
team. 
when 

worth 
Whenever 

t 
about 

the 

than 

the 

can build 
, '' and :r," 
When leader 

will follow. And 
about 

u Think about 

four times, the word 
find out that have 

:res a of 
gear your ion 
does, more than to what 

dual can see 
more on what the 

team is 
a 



out vha.t 
It may be 

do it. 
way of 



Common sense 
ob done better. 

can do and 
o:r cold, or 

your soldiers. 're what 
and gauge. 

new 



and some 
to see .. " there 

company.. stalled 
are 

the assault 
can do 

maintenance 
that in war. 
the 

ask BN reinforcements .. 
both these 

But 
of 



efforts on 

in 
are 
And 's THE DIFFERENCE. 

line is 
individuals than the 
other. The 

ble for the 
effort 
must 

line 
, 

~d ~n ~e~. ~ve 
leaders and followers. 

p 

D. M. lone 

that occur the process of 
occur when the of the 

THE 

it 
unit. 

must have someone in 
Leaders and followers do 
ize 
between the two. 
hard time 

ime 

rs execute. The 
New lieutenants and new 

between mission needs 
THE DIFF'ERENCE between 

amonest your young soldiers, there' 
that have started leader. You 

out because he seemed be in one those 
informal that around No'"" do you think 
his lmddies looked at him as the rrain man? It was because he knew~ better 
than anyone , what was his buddies. Ho-... felt about the 

and about their job. r attitude was. What their needs were. 
And he was 

for them. 
needs to the 

them. 'l'hat' 
I! 

• 
and theirs. 

because he, better than anyone else, could 
in on their attitudes and 

makes an infor~al leader. or a 
knows his buddies' att and • and 

done about 
you him 

leader, in your eyes 

young ma.n~ as an informa.l leader, is of the 
between ---=---- of the 

men. 11 But at this there way he 
mission and men which is He knows 

ion." When ine that 
followers, 
he's started 
~~ay to become 
wi 1 learn is 

what he must learn. And then, when 
to understand the he has to 

ever comes for free. he 
be of " 

He's acros the line. 



between those who 
better ~~~~~~~ , then 

The 



of the 

'l'he .POint is that 
world; then 
seem then 
stick 'em in our 
the rank of 
for Vord will 

had wreck 

ln my least, before we 
t nmu from the 

OD--we 
whatnots) 

1 s notion of 
worse, it may seem 

ional effects. 

fferences (between our 
which are down at bedrock • • • those 
special and • • 

some 

Chevrolet. 

too much~ 
:for 

in organ 
ects the 

and worked 
the 

surgeon used a 
of a man whose 

and make 



* * 

to us 



* The 

drawn 
the 

* Class or status 

serv:ices 

their 
there and 
inevi 

and enlisted 

* The 
thousands st 

this 

with AT&'l'' 

on a 
hment, cannot of 

their term of contract 
the civilian 

of our • s work-force are 
lives near an 
he continues 

w·orld, 

, he cannot go 
our , he is 

our 's force is very young, vi th 
For almost all, 

, other than 
is first 

vork with the 
noted 





We literature about 
and 



And for 
meaBurcd 



later. 

fluctuations without 
ion, down in our 

chance that some 



Likewi 

one 

i 
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hour While 
ime of 

a per 
, maximum hour work'Week~ and 

based on 
better performance or 

work 
be 
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The person 

several 
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