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AUTOMATED DECISION AIDS

FOR

THE BATTALION EXECUTIVE OFFICER

I. INTRODUCTION

In anticipation of returning to Battalion Executive Officer(Bn
X0) duties within an infentry or armor battalion, I embarked upon an
investigation of microcomputer use at the battalion and company
lavela. Having become familiar with microcomputers in the paat
several years, I anticipated that there would be a great number of
productive microcomputer applicationas to be discovered. This was in
fact the csse. The microcoaputer technology which has emerged in the
past decade can bo'. tremendous tool at the company and battalion
level. The unit which does not aveil itself of this powerful
capability ias at a djstinct disadvantage. In terms of a popular
television commercial promoting the IBNM personal computer, those who
use the computer to assist in their job can often "go to the ballgame"
rather than “spend the night at the office.” 1In practical military
terma, the unit leader or staff officer who uses the microcomputer as
& helpful tool is able to satisfy various management functiona with

greater efficiency, capebility, and flexibility; thus freeing him to
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q} . exercise greater leadership through perscnal observation and contact
$ . ¢
ﬁi with those whoa he serves. Throughout this discussion a number of the
1%
! benefits of amicrocomputer use at the amall unit level (MUSUL,
5
é’ pronounced "“muscle”) will be mentioned. As a motivator for the
N
%‘ skeptical or uninitiated, Figure 1 summarizes some key benefits of
kA
ﬁ7 MUSUL. Figures 2 and 3 illustrate representative current and
o
o\
'2 potential applications of microcomputers at the small unit level.
Y
R
N
N
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TN FIGURE 1
:" MUSUL BENEFITS
3y
ke GARRISON
)
2} -FREE KEY PERSONNEL FOR GREATER PARTICIPATION IN TRAINING ACTIVITIES
N -MANAGE RESOURCES BETTER/ENHANCE COMBAT READINESS
o, -GREATER ADMINISTRATIVE EFFICIENCY/DISCIPLINE/CAPABILITIES
e -GREATER FLEXIBILITY/INCREASED INNOVATION
oy -TACTICAL WARGAMING
_ ~-COMPUTER LITERACY FOR FUTURE HIGH-LEVEL DECISIONMAKERS
‘.
s FIELD —
"'e‘:
;{ . AREAS RELATED TO RESOURCE MANAGEMENT AND TACTICAL DECISIONMAKING
2 INSIDE OF THE OPPONENT’S DECISIONMAKING CYCLE. THE FIELD USE OF
?f MICROS AT THE SMALL UNIT LEVEL IS STILL IN QUESTION BECAUSE OF
Ny THE SURVIVABILITY ISSUE.
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FIGURE 2

CURRENT AND POTENTIAL CAPABILITIES

S-1

BATTALION SUSPENSE FILE
PERSONNEL DATA(»)

LEGAL ACTIONS
DEPLOYMENT ROSTERS(»)
MONITOR KEY PERSONNEL
MEDICAL DATA(=)

S-3

AUTOMATE BTNMS

TRAINING AMMUNITION TRACKER(®)
TMACS INPUT GENERATOR
RANGE/TRAINING AREA ALLOCATOR

’

(=) DENOTES CURRENT APPLICATIONS

S-2

SECURITY ROSTERS

INTELL TRAINING

“ENCOA"-ENEMY COURSE OF
ACTION PREDICTOR(w)

S-4

POL EXPENDITURES/
FORECASTING

SSSC ACCOUNTING

INVENTORY CONTROL
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3 FIGURE 3
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? CAPABILITIES(CONTINUED)
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fﬁ BNMO \ MESS
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wd VEHICLE STATUS(s) FOOD REQUISITION
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3

R COMPANIES BN XO

e KEY CONTROL (#») STAFF ACTION SYSTEM

‘§ COMPANY MGMT SYSTEM(s) IG PREPARATION PROGRAM

g -PERSONNEL BN FINANCIAL TRACKER

&~ -LOGISTICS UTILITY SOFTWARE(®)

ELN

5 (») DENOTES CURRENT APPLICATIONS

R
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M IN ALL STAFF AREAS, UTILITY SOFTWARE IS NEEDED.
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. AUTOMATED DECISION AIDS FOR THE BATTALION EXECUTIVE OFFICER

consists of the three major sections noted below:

Description of the existing and proposed
)
e hardware and softwvare status within

i companiea and battalions,

iv- Investigetion of the functions normally
e performed by the Battalion Executive

_;: QOfficer, and

A Recommendations, from a Bn X0O’s perspective,

regarding aicrocomputer use in a battalion.
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II. BENEFITS OF SMALL UNIT MICROS (ANNEX A)

The firat of these sections (self-contained as Annex A) discusses
the benefits of amall unit (battalion and company) microcoamputers
(“micros*), the current small unit aicro status, and recommendations
to the Aray regarding micro acquisition and use by small units. The

section is summarized in Annex A aa follows:

“The Aray needs more computers. Theae computers should
be Army-issued microcomputers at Battalion level and
below to take advantage of tha significent garrison and
potential field benefits offered by amicroa at those
levels of command. The helpful software for these
micros developed by Aray personnel or obtained from
outaide sources must be properly managed by a
designated proponent and distributed through command
channelas. Microcomputer Use at the Small Unit

Lavel (NUSUL) can supply muacle to our modern Aray.

Only in this way can our “Aray of the Future" take full
advantage of the technology of today. Our soldiers and
our Army’s commitment to maximum combat readiness
deserve no less.”

Readers are encouraged to read Annex A in its entirety prior to
proceeding further. Figure 4 recapitulates recoamendations from Annex
A regarding hardware acquiasition and software development and

aanagenment.
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FIGURE 4

RECOMMENDATIONS

BOIP (BASIS OF ISSUE PLAN) FOR HARDWARE
-1 MICRO WITH NECESSARY PERIPHERALS/SOFTWARE PER COMPANY
SIMILAR MICRO SET-UP FOR SPECIFIED BN STAFF MEMBERS
S-1 (USED JOINTLY WITH CDR/XO)
8-3 (USED JOINTLY WITH S-2)

S-4 (USED JOINTLY WITH BMO/MESS)

SOFTWARE DEVELOPMENT AND MANAGEMENT
MAJOR SOURCE SHOULD BE "IN-HOUSE"
MICRO SOFTWARE PROPONENT FOR ENTIRE ARMY NEEDED

PROPONENT SHOULD OPERATE A WORLD-WIDE MILITARY
SOFTWARE USER’S GROUP

OVERALL, .

STANDARDIZATION(TO A REASONABLE DEGREE) OF HARDWARE
AND SOFTWARE WILL GREATLY ASSIST MICRO
TRAINING, SOFTWARE USE, AND REDUNDANCY

COMMAND EMPHASIS, FROM THE HIGHEST LEVELS, IS NEEDED
TO BRING ABOUT THE RECOMMENDED CHANGES.
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AUTOMATED DECISION AIDS FOR THE BN XO

III. BATTALION EXECUTIVE OFFICER FUNCTIONAL AREAS

Follow1n§ the investigation of the MUSUL concept(Annex A), an
inveatigation of the functiona normally performed by the Battalion
Executive Officer in a combat battalion was conducted. The methods
usad were coaprehenaive interviewa with a small number of CGSC Claas
83-84 students with previous Bn X0 experience and general discussiona
with other experienced personnel within the college. Figure 4 depicts
the personnel involved in this interview process. To assist the
interviews, a Bn X0 quesationnaire was conatructed. This questionnaire
was extremely useful in focusing the interviewa and allowing for
comparison of the responsea from different persons interviewed. The
primary purpose of this analysis is not to rejiterate the "nuts and
bolta"” anavers to specific questiona posed, but rather to identify
trenda among all the responses which assist in making
recommendetiona(from a Bn XO’s perspective) related to the use of a
microcomputer to aasist with the “cafc and feeding" of a battalion.

It muat be mentioned, however, that the interviaw proceas was
extremely rewvarding to this officer in termsa of lessons and tqszniquea
learned by previocus XOs. Annex B contains a copy of the questionnaire
and an item-by-item summary of the trends noted for each topic on the

questionnaire.
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o BATTALION XO INTERVIEWS |
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O3 MAJOR TED SHADID INF BN XO/1G INSPECTOR 6 HO!
.,gc
2§ MAJOR CHARLES COX EN BN XO/G3 STAFF 2 HOU:_
t]
3 MAJOR RICH SNITH AR BN X0/S3 2 HOURS
MAJOR(P) JAN BEER IN(M2) BN X0/G3 STAFF 12 HOURS
N
]
5 MAJOR RON NcBRIDE CGSC DLOG/DIV FINANCIAL 3 HOURS
o MANAGENMENT OFFICER(DFNO)
0l
" *ADDITIONAL DISCUSSIONS WERE CONDUCTED WITH NUMEROUS CGSC INSTRUCTORS
Y AND PEERS.
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[ IV. MUSUL OBSERVATIONS AND RECOMMENDATIONS FOR BN XOs
e
v
N
.ﬂ{ Investigating the routine functions performed by a Bn X0 revesled
ﬂ). a number of obaervations and recoamendations associated with
‘fj microcoaputer use at the company and battalion level. These remarks
%E will remain focused upon the Bn X0 and how he can use or influence the
' use of micros in his battalion.
~ .
N
S Firat of all, the Bn XO muat be careful not to upset the balance
o of responaibilities among the battalion staff members by introduction
QS of automated techniques. The high apeed environment at battalion
-3{ level insures that staff officers will gladly allow someocne else,
&\ including the Bn X0, to assume some of their responaibilities. The
Aoh
1} introduction and uae of micros into such an environment must be
ﬁﬁ carefully evaluated. An obvious question is who is going to get a
]
;‘? micro and what will the particular staff officer use it for. These
4
4.
\$j are pertinent gquestions because the control of information represents
L "o .
h\ .
:r’ a form of authority or powver and carriesa with it an implicit
I reaponaibility for the area which the information("data“) pertaina to.
2N
o
@
&é Applying thia principle, the Bn XO muat be careful not to assunme
h {\:
:2} control of the information pertaining to a certain functional area ao
Wi
i} that he inappropriately relieves a aubordinate ataff officer of the
Wi
E&: responsibility to maintain and analyze that information. Because of
h
hen
b °o
b".-:‘ p
NN age 10
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N
o
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£¢ ~th; capability of the aicrocomputer, the Bn X0 could conceivebly store

§§ all information of interest to him on his own micro. For exasmple, :

{ A deairing to track the history of his battalion’a legal proceedings,

z§ the well-meaning XO could put all of the information regarding ?

Ef judicial, non-judicial, and diacharge proceedings into a data file so 3
] '

! : that he can have iamediate access to the information. Knowing a bit

ﬁ sbout the computer, thias XO could also write a program which analyzes
gﬁ trenda in non-judicial punishment with respect to time in service,
; unit of assignment, race, educational background, etc. Now, this
.E. hypothetical XO has probably built an excellent capability for

3 tracking and analyzing legal information, but he should not use it.

= He should let the S-1 use it. Otherwise, he will undermine the

3 authority of hia S~-1 and will implicitly, at leaat, asaume a large
;? amount of the reaponaibility for legal administration which is
EH, appropriately the S-1’s function.
%

?f The sacenario deacribed above may aeea intuitive, but the advent

ng of the computer has created a new capability and a atrong teaptation

§§ for one to inappropriastely control and manipulate voluminous amounts

:' of data. The unit commander is probably the most subject to such a
“: tenptation. This inappropriate control of detailed information
E% implicitly relieves the ataff officer of reaponaibility which ia
z; rightly his. To deacribe this aituation, a computer proverb might add

2 “He who controlas the data is often found holding the amoking gun." 1In {
‘3 most instances the Bn XO should avoid the “smoking gun" by insuring ;
F: that subordinate bottalioﬁ staff officers control the data. Thus, the ;
ji Bn XO must carefully choose which areas he will personally track and 1
s

e
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AUTOMATED DECISION AIDS FOR THE BN XO
analyze and which areas he will require subordinate staff members to

personally monitor.
It is recommended that the Bn XO retain primary oversight in the
following areas:

aStaff Actions,

»IG Inspection Preparation, and

ii sBattalion Financial Statua.

‘-2

N

§5 The BN X0 Interview responses indiceted that the XOs key

?§ responsibility in the battalion is to orchestrate the efforts of the
nuﬂ battalion staff to accomplish what the commander wants done. Integral
‘E to this coordination function is the necessity to tailor the flow of
;} communication in the battalion. Numerous channels of col-unicctiqn
i:ﬁ such as meetings, staff notes, battalion newaletters, videocassettes,
:§§ and slectronic mail can be used. The Bn X0 would greatly profit from
&f: a program which manages disaemination of information and requirements
?3 to the battalion staff. Such s program, generically called the Staff
13 Action System(SAS), would needa to perform seversl key tasks for the
::' X0. Firat of all, the SAS should provide a calendar system that

ﬁ? possesses numerous levels to allow the X0 to "zooa™ to larger or

Eg? smaller time spans. For example, suppose the highest level is a year
4:& calendar showing the months and mejor activities. The zoom capability
%5 would allow the user to focus on a particular month for more detailed
M Page 12
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AUTOMATED DECISION AIDS FOR THE BN XO

linforlation. then to a particular week, and even down to a given day

with its associated time schedule and “to do” requirements.

Aasociated with thias calendar system should be the ability to zoom on
neetings to see agendas and participants and to obtain a daily listing
of near-tera suspenses for battalion staff actionas. These ocutastanding
assigned suspenses should also be obtainable in summary form to see
all the suspenses a certain ataff officer ia dealing with at any given
time. The SAS should also poasess a compatible ataff note aystem
which allows the Bn X0 to diasseminate written information packeta to
battalion staff members on a weekly beasis. These notes, distributed
early in the week, would be the "songsheet™ for battalion ataff
priorities and efforts during that week. The Battalion Commander may
alsoc desire to issue a similar set of notes to his subordinate
commanders. In summary, this hypothesized Staff Action System would
greatly facilitate the flow of communication in the battalion and
would allow for consistent liaison with each member of the battalion

ataff.

The second area recomaended £ot’ptilary oversight by the Bn X0 is
IG inapection preparation. All of the XOa interviewed indicated that
the XO is logically tasked with overall IG preparedness and that he
nust establish a systemmatic approach if he is perform this task
successafully. Essentially, IG preparation muast be approached with the
same emphasis and frequency as battalion maintenance. Regardless of
whether the installation uses announced or unannounced inspections,
the battalion muat clearly specify reaponaible persons in all areas

and eatablish periodic staff checks and assistance visits. Aside from

Page 13
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- . AUTOMATED DECISION AIDS FOR THE BN XO
§§ th; obvioua bsnefit of computer-assisted storage and recall of IG
-ig pertinent information, an IG inspection preparation program could also
{ ‘ analyze inapection results to identify trends, separate all
:&g information pertaining to a certain area(NBC, for instance), identify
iig all the responsibilities assigned to a given individual, and prompt

'

the X0 prior to the departure of responsible individuals. This systesm

AR ~ al

}1 night be of even greater usefulness at the coampany level, wvhere the
fgf ayriad of details become even more difficult to orchestrate. At
o present, no such IG Inapection Preparation software package has been
| : developed. A utility package such as VISICALC or QUICK FILE IIE could
E& be structured to reflect the appropriate information and could easily
4:§ perfora moat of the requirements mentioned above.
14 .
‘)
;'i The third area reacommended for primary oversight by the X0 is the
?{ battalion financial ltatu;. As mentioned previously, the XO does not
;& want to preempt the Bn S-3’s and Bn S-4’s normal responsibilities
Eﬁ regarding battalion financial matters. The financial area, however,
.gf is of such visibility and criticality that X0 involvement is
!Qé warranted. Apart from these considerations, it is also an area where
i? lack of proper coordinotion among battalion ataff members is frequent.
ﬁk The XO, as chairman of the Battalion Budget Advisory Council(BBAC), is
S' logically the person to coofsznnto the efforts of the S-3, S-4,
Es Battalion Motor Officer(BMO), and Company representatives regarding
.w: fund management in the areaa of training, supply, and management. In
:« particular, the XO must continuslly look ahead to identify trends,
”} program unexpected funda, surface potential problem areas, vargame the
02 upcoming budget subamission, and keep the commander informed regarding

Page 14
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rm“ -
A - ParE—

e the battalion’s overall financial atatus. At present there is no
integreated scoftware package which will perfora these financial

nanagement functiona for the XO. Development of auch a software

-r e o S

NN

package ahould not be too complicated to develop and would contribute

"

significantly to the efficient management of battalion funds.

-

A final aree vwhich lends itself to microcomputer use by the Bn XO

[ S 3O Dy S R 30

e pertains to his "fireman’s” function. The interviews conducted
indicated that the XO is often directed to troubleshoot various

y problem areas or to organize non-recurring activities. To efficiently

oY diacharge these responaibilities the XO should have acceas to and

utilize a number of utility software packages. At & minimum, the Bn

. e
-

[ o .
SR A A,

X0 should have access to the following utility packages:

3

;; CAPABILITY EXANMPLE

” Spread Sheet Prograna Visicalc or Multiplan

:? Word Proceasor Applevwriter IIE

% Graphic Display Program Viasiplot, Visitrend

éé Information Briefing Program Executive Briefing System

.

21 | Depending upon thouzp's quantitative background, a software package
‘% which provides ltatistic;l analysis and optimization techniquesa could
‘ | alao be extremely useful to the Bn XO. An example of such a program

is “Computer Assisted Analysis for Military Managers'"™, available froa

' ~ C2MUG(Command and Control Microcomputer User’s Group) at Fort

& Leavenworth, Kansas. Requesats for a C2MUG catalog or software such as
L

E this should be sent with an appropriate number of 3-1/4 inch diskettes
o

oy Page 15
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2 to:

i CHIEF

() CECOM, SDSD

Y ATTN:DRSEL-FL-SDSD (C2MUG)

FT LEAVENWORTH, KS 66027.

-Vt WX,

P

1 A second observation resulting from the X0 interviewa was the
diveraity of personalities, capabilitiea, and leadership techniquea

found among battalion commandera. Since all bosses vary, so must the

4

XOs who work for them. An X0 must adapt his demeanor and techniques

to align with the battalion commander’s desires. The XO must attempt

to complement the commander by paying special attention to areas where

Z0e N o

the commander has blindspots or weaknesses. As applied to micro use

in the battalion, the X0 auat evaluate his commander’s openness to

*s

coaputers and adjust his approach accordingly. If the battalion

commander is enthusiastic about computers and thinks they can do

everything, the XO must channel this enthusiasa towards problems and

X
s

saituationa that do, in fact, lend themselves to computer applications.

Conversely, a commander who spurns the use of sutomated techniques or

A g

[ A Ay
>

suffers from “computer anxiety” muat be sold on the applicability of
_; microa to his unit’s operationel requirements. The X0 must be
% careful not to be a computer saslesman; he muat be a "“capabilities™
Y salesman. Once the boss gains an appreciation for potential
o capabilities, the fact that a computer ia the means to that end is a
:‘ minor detail.

-

As a further explanation of a term used above, computer anxiety

- - -
b e
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AUTOMATED DECISION AIDS FOR THE BN XO
-a; be defined aa a strong inhibition againat computer interaction
suffered by those who have never been forced or allowed to do so.
Generally aspeaking, this computer anxiety is most often present in the
over 35 age group which has not grown up with automation in the fora
of prograamable calculators, video gamea, visually-oriented
instructional techniques, automatic bank tellers, talking coke
machinea, and computers. Thia aversion to computers often results in a
“generation gap” which separatesa the battalion commander, his senior
NCOs, and poaaibly the XO from the younger officers, NCOs, and
soldiers of the battalion who are far more open to and comfortable
with the use of computeras. Thia gap will disappear with the pasaage
of time, but for the present both groups nead to recognize the
differences that exist and attempt to learn from one another.

A third observation regarding the use of micros in a battalion
pertains to the XO’s role as a staff motivator and educator. A number
of persons who had observed attempts by battalions to employ aicros
noted thet those units which succeeded po-nossod an X0 who "kept
things moving” and overcame the typical staff resistance to n.w 1d.ao
and techniques. Units where the X0 was indifferent or opposed to the
employment of micros quickly resorted to their older, more familiar
techniques after a short period of time. Thuas, in colloquial tarms,
the XO must be "“a mover and a shaker” if his unit is to successfully
implement and profit from the use of microa. Additionally, the XO
must be willing to educate staff officers and commanders to allow them
to fully utilize the computer’s capabilities and, more importantly, to
devise applications which meet needs only ﬁhoy can identify. Given

the computer background possessed by some of today’s soldiers,
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AUTOMATED DECISION AIDS FOR THE BN XO

lieutenants, and captains; the X0 must also be open to learning from

his subordinates in this area. In summary, the X0’s functions of
staff motivation and staff education are critical to the proper

implementation of micros into a battalion.

Figure 6 reiterates the MUSUL Observations and Bn XO

recomaendations contained above.

FIGURE 6

MUSUL OBSERVATIONS/BN XO RECOMMENDATIONS

ALL BOSSES VARY; SO MUST XOs

“HE WHO CONTROLS THE DATA IS OFTEN FOUND HOLDING THE SMOKING GUN.*
(XOa MUST NOT PRE-EMPT NORMAL STAFF RESPONSIBILITIES.)

THE BN XO SHOULD RETAIN PRIMARY STAFF OVERSIGHT IN THREE AREAS.
APPLICATION SOFTWARE SHOULD BE DEVELOPED TO ASSIST THE XO WITH
THE FOLLOWING:

~STAFF COORDINATION

~I1G INSPECTION PREPARATION

~BATTALION FINANCIAL STATUS

THE XO SERVES AS THE BN FIREMAN AND NEEDS VERSATILE
UTILITY SOFTWARE PACKAGES ALSO.

COMPUTER ANXIETY IS A REAL PHENOMENON WHICH DETRACTS FROM
INDIVIDUAL AND UNIT PERFORMANCE.

THE XO IS THE BN STAFF MOTIVATOR AND EDUCATOR. AS SUCH,
THE XO MUST SET THE PACE REGARDING THE USE OF NEW
AND INNOVATIVE TECHNIQUES (SUCH AS MICROS).

MICROCOMPUTER USE AT THE SMALL UNIT LEVEL(MUSUL) REPRESENTS

A NEW COMBAT MULTIPLIER WHICH CAN ENHANCE COMBAT
READINESS IN A NUMBER OF WAYS.
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V. SUMMARY

Nicrocomputer softwvare and hardware which can greatly assist the ]

Army’s efforta towards combat reaeadiness are preasently aveailable. The
Army should take rapid action to meke the capsbilities afforded by
aicrocomputers available at the small unit level. The potential
applicationa and resulting benefita of auch an action appear
limitlessa. The introduction of computers at the small unit level
requires innovative staff officers and commanders who know the
operational requirements of their position well and who are open to
nev and more efficient ways of meeting those requirements.
Specifically, the Bn X0 appesrs to be the key player at battalion
level who muat orchesatrate inclusion of aicrocomputers into the
battalion. In addition to coordinating the battalion’s use of micros,
the XO can profit greatly from using a aicro to monitor certasin key
areas identified as requiring primary overaight by the Bn XO0. An
overvhelming consensus from all of the previous Bn xo.'intorviowod was
that the XO ”Pal his hands full.” Looking back upon their duties aa
XOs, they unanimously agreed that the use of automated decision aids
(a popular term for the many computer programa which can assist the
commnander or staff officer in making decisions and recommendationas)
would have considerably enhanced their value to their commander and to
their unit. In his moat recent address at the U.S. Command and
General Staff College, General Paul F. Gorman stated "Mastery of

computerization is an enormous advaentage for military leaders to
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have.” (1] As the Army begins to provide the necessary microcomputer
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resources, battalions and companies must shift gears quickly to take
sdvantage of this new combat aultiplier. The Battalion Executive

Officer is the person who can make that happen.
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;i I. INTRODUCTION

iy ; . )

': At present the Aray is allocating great amounts of time, -

",

o personnel, and monay to integrate computers into the Army. One muat
¥4

agree that we are in the computer revolution and that the Army, as

§§ with all profesaional sectors in our society at large, can profit

K¢

fﬁ greatly from the slave work and, in some cases, the decision

{2

‘ assistance which computers can provide. Not disputing this point, I
}

ég would submit that the Army’s attempts to make best use of the computer
%, technology available have fallen far short of potential gains.

Specifically, the Army’s one-sided emphasis upon employment of large

computers at Division and higher levels of command has been

LAy

inappropriate. Certainly, early decisiona to develop baajc data

manipulation capabilities requiring large computeras to run programs

asuch as SIDPERS and DS4 were warranted. Unfortunately, the more

T B AN A4

¥

recent focus upon developing increased command and control

e e

p

N capabilities for Division level and higher indicates an imbalance in

‘ i

Do

fﬁ computer research, development, and acquiaition priorities. Another

N
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MUSUL ANNEX A
focua which would be at least as cost-effective is the integration of
microcomputers(hereafter referred to as microa) at Battalion level and

below. Thias automation initiative, micros at the amall unit level,

ROl IV il LN

will be referred to as HUSUL(pronouncod “musacle™). One haa to
question whether color graphics and automated briefing charts for the
Corpa Commander or sefficient management of spare parta at the
Battalion level can contribute the most to combat readiness. 1In
fundamental terms, the Army does not necessarily need bigger or better

computers; it needs more computers.

Several caveats are appropriate prior to continuing the
discussion. First of all, with reapect to computer useage the brigade
level appears to be a transition zone where asystems overlap and
applicaetions are less focused. This discussion refers primarily to
Battalion and below and Division and above, realizing that Brigade can
lie in either or both of the areas. A second point is that any

criticiam to be directed toward aystema currently under devaloprent

for Division and higher use is aimed at the priority given to

development of those sysatems rather than at the management of those

I
PRI )

projects. Projects such as Manuever Control System(MCS), Automated
Information Distribution Syatem(AIDS), and Staff Planning and

Distribution System (SPAADS) seem to be well managed and will enhance

©ae .. E
A SS Y YS |

our Army’s combat capability when they finally become operational. 0Of

el

fundaaental importance, however, ias that paat resource allocation

»

o -
L A A

decisions have overlooked large and immediate marginal gaina to be

L)

accrued by simply “putting an APPLE in every orderly room'"(as

suggeated by Major Hanselmann in ARMOR magazine, May-June 83). (2]
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MUSUL ANNEX A

. This article will address in general terms the benefits to be
;" gained by the use of micros at the small unit level(battalion and
below), followed by a desacription of the current computer situation in
these unita. Finally, recommendations regarding micro acquiaition
techniques and software development and management procedures will be

RS provided.
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MUSUL ANNEX

II. BENEFITS OF SMALL UNIT MICROS.

A critic of expenditures for micros at battalion level and
below might argue that *“those folka are fighters” or *“you can’t shoot
a computer.” The implication of auch comments is that a micro
certainly can’t increase the warfighting capability or combat
readiness of a unit. The converase of this iaplication ia true for
several reasona. AR 350-1 states that training for the purpose of
achiaving combat readiness is the Army’s number one priority. Micros

c;itainly support this objective in that they can greatly reduce

~sdminiatrative time and free key company and battalion personnel from

numerous distractors to training. 1In addition to providing more time
for training, coamputers improve a unit’s capability to manage
resources which are directly related to combat readiness. Examples
are PLL management and personnel deployability updates. Thus, even
apart from a micro’s potential use in a field environment, micros can
mnake fundamental improvements to the process of preparing for war in

garrison.

More apecifically, the Infantry and Armor Centers have
criticized the portability and survivability of microa for aamall
units. ‘Baaically, these brancheas maintain that their unitas cannot
carry all the equipaent they have already and that the addition of
micros at the small unit level would greatly worsen the probleam.
Secondly, these centers argue that micros cannot withatand the
environmental and combat effects of the battlefield.’ (3] ‘In a

simnilar fashion, the Combined Arma Center(CAC) position regarding

Page A-4
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MUSUL ANNEX A

MUSUL ia that micros are not essential at the small unit level(Bn and
Co), are not survivable in their cheaper, unhardened configuration;
and are not a worthwhile expenditure in light of the many other

automation initiativea which are competing for the same funds.’ (4]

Theae perceptions regarding MUSUL seem to miss the key point
that, apart from potential field uses for micros, micros employed in a
garrison environment can greatly enhance the unit’s capability to
conduct combat operationa. These computers, carried as station
proparty, would not detract from combat mobility and are extremely
inexpensive, particularly if purchased in volume ‘for a large number of
units. The "mission essential" measure of effectiveness(MOE) is not a
useful MOE. By this criteria, most of the Army‘’s ongoing automation
initiativesa could be rcjoctcd and the MOE has atill not differentiated
among competing alternativea. A more aignificant measure is the
degree to which alternative syastems enhance a unit’s warfighting
capability. As will be noted throughout this d'‘scussion, the uase of
microa in amall units can significantiy enhance preparedness for

combat and, thus, performance in combat.

Genaral Patton recognized the necessity for administrative
discipline. Thias concept of diacipline tranalatesa to timely retrieval
of critical information and orderliness, accuracy, and consiatency in
the administrative affairs of a unit. In Patton’s words,
“Administrative discipline is the index of combat discipline.” The
micro can provide access to information and adminiastrative

capabilities unattainable by manual methoda. A prime example is the
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. "Company Menagement Syatea” (to be diacussed later) which virtually

PP P

automates the administrative functions within a company and allowa the
(, coapany commander to manage resources(partjicularly personnel) better

. than ever before.

’

Another way in which micros improve the combat readiness of a
Ez unit is that it incresses the flexibility and innovativenaeasas of key
perasonnel by allowing them to play “what if" gamea in many areas of

logiatics, tactics, and administration. For example, in the middle of

Lo
;E the month the dining facility NCO can forecast hia monthly dining
Lﬂ account status under a number of apeculated conditions. He can easily
e~ experiment to see if & battalion field day serving ateaks is feasible
TE% within the current dining facility budget. Another example is in the
?a area of tactical wvargaming where micros can now accommodate useful
N wargames for unit use which several years ago could only be run on
;é large mainframes. The BABBITS project(formerly called MACE) in the
j’ Combined Arma Combat Developments Activity(CACDA) at Ft. Leavenworth
i ia a good example of this application. Another application of the
amall unit micro ia for interactive training on subjects well suited
" to a computer. The “Think Red"” program produced by the Jet Propulsion
y Laboratory for the U.S. Aray Intelligence Center is an excellent
nglct threat training program deajigned for the Apple IIE. A
'.' distinctive characteristic of the American fighting man has always
E;E been his flexibility and creativity. The use of micros at battalion ;
g; and below can nurture and capitalize upon that intangible, but ;
;ﬁ critical quality. Given the computer expertise which many enlisted
ij soldiers and officers are now bringing into the Army, the potential

1Y
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MUSUL ANNEX A

applications which this talent can address are unlimited.

Moat of the areas mentioned above involve garrison uses of
microa. Thosovgarrison uses thesselves will result in improved combat
readineas, but there are nuamerous units who alaoc atteat to the large
contribution which aicros can nake to warfighting capability in the
field. Several MI units, for instance, have deaigned elaborate micro
ayateas which are an integral part of their intelligence procesasing
and data correlation procedures. A major concern is the survivability
of these systems because of the elements, unavoidable rough handling,
and snemy induced complicationa such as EMP. This survivability
consideration is definitely a masjor issue which dictatea that total
dependence upon computers in combat is premature. The issue of
survivability does, however, favor a nuaber of hardened, dispersed

micros or minicomputers rather than larger operating sy.ton- which

conatitute a greater potential loss when incapacitated. The Manuever

Control Syatea(MCS) with TCSa(Tactical Control Syatems) and

-
TCTa(Tactical Control Terminals) doea capture this philosophy, but the 3
terminals ceannot be programmed for utilization beyond their intended ?
function. This waa a major listék. in the design of MCS. At a ﬂ
relatively amall coat, the MCS terminals could have been made ?
programmable by the unit(with the command and control software f

b

protected from user meddling) and able to aerve many other field and
ghrrison needa of the unit. The MCS fielding plan initially placed a

TCT at battalion level, but a recent change makes brigade the loweat

lavel acheduled to receive a TCT. Overall, the feasibility of uaing

local area command and control computer networks in a field

Page A-7
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‘}§ _environment is still in question.

3

(.. A final benefit of the MUSUL alternative is that the frequent
;s use of micros at the small unit level creates an environment where the
i'é future high-level decisionmakers(now lieutenants and captains) and

1\1 future senior NCOs(now training sergeants, squad leaders, et.al.) can
ﬁg progreas beyond today’a widespread computer illiteracy and paranois.
ifj The computer is not a threat or a hindrance; it is a valuable tool

vﬁ- which gladly performs the moat trivial slave labor, yet can provide

:a' timely advice for the most complex of decisions. Leaders at all

%w levela in the Aray cam no longer afford to deny themselvea of the use
: of such a tool... - -
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33% III. CURRENT MICRO STATUS

b3

~

:\n Having partially described what is to be gained by the MUSUL

& * e}

;_ concept, let us describe the current statua of hardwere, unit

o

?l: applications, softvare distribution mechanisms(user’s groups), and

o procurenent of micros through Aray channels. It must first be noted
%)

!2 that many units have cbtained commercial hardware “off the shelf" in
x <

{mf order to meet short-tera requirementa for aicros. This approach ias
@

RS sonetines useful (as noted by General Gorman,(S)), but it leada to a

3 A .

2\5 lack of standardization in the long run and does not provide the

LY

3 quality or quantity discountas asvailable through an Army multi-unit

_ﬁz contract arrangement. This is why an earlier recommendation specified
R

i‘é that the Aray “force feed” micros to smasll units.

i

f&, There are & number of micros which the Aray has already made
!

qu available to units. Figure A-1 depicta most of the existing

ot

.r' aicrocomputers from Corps to Company leavel. The TCT and TCS terminals
o have been previously discussed. In their present configuration, thase
LY

PE% terminals are not useful beyond their intended purpose of manuever

" ‘v -

b‘i control. The Training Management Control Syatem(TMACS) supplies each
E& brigade with a PULAU 2000 amjicrocomputer system which is being

o

’Eﬁ programmed and used for a number of brigade applications. Interviews
ty '4

1’3 i .

f? with several previous Division G3 and Brigade S3 officers indicate

:" that unit personnel used these PULAU micros for many non-TMACS

an

Y
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MUSUL ' ANNEX A

applicationa. The rasdy acceptance and use of this micro for
non-THMACS applicationa attests to the multitude of needs to be met by

@ micro at division and brigade levels.

FIGURE A-1

CURRENT MICRO STATUS

CORPS MCS f SPAADS AIDS
(n.nu?v.r) I
. ! '
DIVISION (TCS) : TMACS
: | (Trai?ing)
| i
| | 1
¢ ' '
BRIGADE (TCT) | ‘
|
|
|
BATTALION SMART | TACCS ?
(PLL) 1 (Personnel) "
)
1 !
| i
COMPANY HPIP L__ AR 18-1 Persbnal
(Personnel) Acquisition Equipment
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'.:.\i
T Similarly, the SMART program, currently in a pilot status at
E‘ Fort Stewart, illustrates the high degree of micro utilization
“25 obtained by putting a microcomputer in each battalion motor pool.
~ ,‘
;ﬁ This program is & DA DCSLOG sutomation initistive which utilizes the
f:) TACOPS(Tactical Organization Paperless Service Support System)
}'r}
jfg software to create a paperless prescribed load list(PLL) operation,
’x.:;
‘}t handle all PLL requisitiona, update recorda, keep track of deadlined
¥ > equipment, handle vehicle dispatch, and greatly reduce the error rate
‘ i
el
5{ in processing Class IX requisitions through the aystem. The Mission
h Y
o
Wi Element Need for a capability such as the SMART aystem is summarized
L
3 as follows:
(8
b
A8
{3
’}f “Surviving in tomorrow’s fluid and dynamic battlefield
{
A requires an unprecedented level of performance and
. ‘l
",
:iﬁ efficiency by aupport personnel at all levelas. . . At
‘:’ the unit level, automation which simplifieas tasks,
f? reduces errors, integrates supply and maintenance
N4
ﬁ% functions, and provides timely equipment atatus
'{I‘J *
;' information is eapecially needed to properly manage
? resources and maintain high readiness rates.” (6]
A ]
;
1."' )
) '
'y One of the units involved in the SMART program is 2-9 Cav, 24th
&4 Infantry Division. LTC Doug Campbell, the aquadron commander, reports
35 in ARMOR magazine(7] that since its arrival the SMART APPLE has been
3
[P .
@. used almosat 16 hours per day. Unit-initiated applicationa include a
By '
:i customized squadron deadline which automatically updates vehicle
L.
%
ﬁg Page A-11
o
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MUSUL ANNEX A

historical files, a daily and monthly percentage operational readiness
report, automation of the squadron’s immunization records and other
key medical data, and automation of squadron deployment rostera. In
this same sguadron, one of the troop commanders has a portable OSBORNE
micro(his personal property) which he uses for a vehicle control
system which is used primarily by the troop dispatcher for pre- and
poat-diaspatch procedures. This troop commander has also placed all
section hand receipts on the micro, allowing for quick updates of all

hand receipta. LTC Campbell concludea his commentsa by atating,

“A portable computer is needed for each troop or
company and staff sectiona at battalion, brigade, and
division level that communicates operations orders and
voluminous reports. I-: can provide the Army a great
edge in peace or war and is an idea the Army needs to

exploit." (8]

I wholeheartedly agree with this assesasment and maintain that the Aray
can obtain a "big bang for their buck® by following LTC Campbell’s

asuggeation. Certainly, one SMART motor pool APPLE can do a lot for a
aquadron or battalion, but additional micros ere needed to addreas all
of the beneficial applicationa. The recommended ellocgzlon of micros

to a battalion-size unit will be addresased later.

A particularly comprehensive package of software entitled the
Company Management System(CMS) has been written and utilized by a CPT

Robert Breacia.(9)] CPT Brescia, an ordnance officer with a computer

Page A-12
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background, designed CMS as a set of computer programs designed to

provide accurate and timely personnel and logistic data for company

T " .“' A

f
\ and battalion management of operations. The system was conceived, )

produced, and field-tested during a two-year period at the S17th iy

RN Db S b

Maintenance Company, Slst Maintenance Battalion, 21st Support

Command(FRG). CMS is a Department of the Army “non-standard"” systea

e -

and sugments standard aystems, such as SIDPERS, already used by Aray

companies. In the area of logistica management CMS helps the

% S

comaander manage the hand receipt process to include line item

WP

number (LIN) sequence listinga of all equipment on hand receipts,

overdue inventory listings, cyclic inventory listings, and atorage of

e

e
«Palaa

data contained on the unit NTOE. In the area of personnel management &

CHS maintains a company roater off of which it can program award

. &=
N PN

recomsendationsa, forecast critical personnel shortagea, generate an
v informal unit manning report, creating promotion workaheets throug§
; grade E4, and create a graphic summary of enlisted soldiers in the

unit(by grade and primary MOS). In summary, it is indisputable that

the company coamander and first sergeant who employ such a system are

-

better informed regerding their unit, better equipped to make

) 1 s

personnel and logistic decisions, and less hindered hy the

hZcse

administrative requirements attendant to running a company. In a

simniler fashion, LTC Campbell and LTC Tom Graney(Cdr, 3-19 Infantry,

e % 200

24th Infantry Diviaion) atrongly atteat to the value of micro acceas

for aquadron and battalion staff members. ;

P

These examples of micro use at battalion level and below are

oe"uJ 7

-~

only a small glimpse of the experimentation with micros currently .
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taking place in our Army. Unfortunately, this use of micros primarily ]
. 4
4

MUSUL ANNEX A

lies in the domain of innovative officers, NCOa, and enlisted men who

utilize their own equipment, who often write their unit’as prograas

during personal time, and who are seldom able to distribute their
programsa Or receive programs from the Aray at-large. Thease
individuals are to ba commended for their efforta which asave the Aray
untold amounts of time and money. This sitution is not desirable and
technically violates the Anti-Deficiency Act(RS 3679) in that it
creates an unauthorized governmental obligation for services rendered.
Authorization and procurement of unit micros is presently a lengthy
process which variea from command to command. Aray funding, command
emphasis, and transaittal of software products to potential users can

produce quicker and aven greater resulta.

Still addresaing the current situation, there are some useful
vehicles for the transmittal of software products asuch aa thoase
mentioned above. One of these is the Command and Control
Microcomputer User’s Group(C2MUG) whose proponent is the Communication
and Electronics Command (CECOM) at Fort Leavenworth. This micro user’s
group for military users publksh.s an informative newsletter on
monthly basis, acta as a clearing house for Aray related software, and
will send copies and documentation to units with a need for particu’ar
software. C2MUG has been in existence for about a year and has
experienced limited success. The program is well managed, but the
number of contributed programs is still relatively amall compared to
the large number of useful programs which have been written in the

Army. Another military user’s group, Automated Command and Training

Page A-14
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MUSUL ANNEX
Syatems User’s Group(ACTSUG) has aimilar problemsa. ACTSUG is
administered by the Department of Automated Command and Training
Systems (DACTS) in the Command and General Staff College at Ft.
Leavenworth. Because of insufficient publicity and lack of command
enphasias these user’s groups are marginally effective becauase of their

inability to communicate with micro users world-wide.

One other provision for software consolidation and
distribution is contajined in AR 18-22. This regulation "recommends"
that each corps-level Automation Management Office(AMO) be a drop-off
point for user-contributed programa. This recommendation might be
producing the desired consolidation of programs within a corps, but
there has been no effort to consolidate these programs at higher
levelas for diatribution throughout the Army. Additiocnally, few of the
programs developed in the field have made it to either of the micro

software focel pointa at Fort Leavenworth(C2MUG or ACTSUG).

Aa atated earlier, authorization and procurement of a micro
through Army channela is a complex and lengthy process. The December
1982 C2MUG Bulletin contains an excellent explanation of micro
procurement procedures. In short, a unit must have a genuine need
which can be addressed with available funda. Obviousaly, proper:
articulation of the need, probably citing many of the reasons
previously discussed, and identification of available fundas is key to
the process. The regulation covering the procurement process is AR
18-1 with TB 18-100 and subordinate command supplements as supporting

documents. The approving authority is the inatallation AMO. The

Page A-1S5
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i: ‘Process consists of the following three phases: Miassion Element Need
¥ 4
:: Statement (MENS) approval(validates the nead for additional resocurcesa),
( AR 18-1/TB 18-100 approval (approves the purchase), and the contracting
) process(buys and inatalls the equipment). The average time involved .
\ .
o from initiation to equipment on hand is 12 to 18 months, although a -
) well-atated need and available funding for a small purchese(less than u
\ '”I
N 10 micros) could reduce the lead-time to 6-7 months.[10] ﬁ
; ]
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R2Y
(d' IV. RECOMMENDATIONS.
‘:.
N

‘Qﬁ Now that the need for micros at battalion level and below has
‘;) been addressed and the current atatus of micros in these unita has

a

wis

13 been discussed, it is now appropriate to make certain key

N3y
&‘: recommendations. The recommendations, shown in Figure A-1, will
g 4 involve hardware acquisition and software production and distribution.
'b% Firat of .Ii, the cumbersome micro acquisition procedures must be

N ,
§’\ astreaslined. In fact, an entirely different philosophy should be
4 : used. At present the aystem is "pull" orientad whereas the Army
W) ahould “push" the equipment into the field. This new philosophy is
vl

]
o justifiable in light of the verified and, hopafully, high priority
}_ﬁ neaed and in light of the relatively small amount of funda(to be

N
;}ﬁ discussed) required to positively(not experimentally) address the

";“ ' need. Specifically, one micro with the essential peripherals should
’ﬁh be placed on company MTOEas or on company installation property

)

0y

é& records(depending upon field use and survivability questions still to
5‘:‘ '

® be answered). Using similar issue procedures, each squadron and
,ﬁi battalion headquarters should have a minimum of three micros. Primary
‘A /
#E; users of these would be the S1, S3, and S4. The SMART terminal(if
i { )

‘9 that concept ia approved) could serve as the S4 terminal.
L
by
X2
.\?
L%}

i Y%
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N2
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:é _
rre
o FIGURE A-1
o RECOMMENDATIONS
Y
4 .Q-:"
I~
- ]
| BOIP (BASIS OF ISSUE PLAN) FOR HARDWARE,
gk; 1 MICRO WITH NECESSARY PERIPHERALS/SOFTWARE PER COMPANY
%ﬁ' SIMILAR MICRO SET-UP FOR SPECIFIED BN STAFF MEMBERS
iy
0 S-1 (USED JOINTLY WITH CDR/XO)
_$§ S-3 (USED JOINTLY WITH S-2)
b S-4 (USED JOINTLY WITH BMO/MESS)
e SOFTWARE DEVELOPMENT AND MANAGEMENT,
L
% MAJOR SOURCE SHOULD BE “IN-HOUSE"
Y MICRO SOFTWARE PROPONENT FOR ENTIRE ARMY NEEDED
l .
W PROPONENT SHOULD OPERATE A WORLD-WIDE MILITARY
i3 SOFTWARE USER’S GROUP
X OVERALL,
N STANDARDIZATION(TO A REASONABLE DEGREE) OF HARDWARE
o) AND SOFTWARE WILL GREATLY ASSIST MICRO
o TRAINING, SOFTWARE USE, AND REDUNDANCY
e, _
7 COMMAND EMPHASIS, FROM THE HIGHEST LEVELS, IS NEEDED
~ TO BRING ABOUT THE RECOMMENDED CHANGES.
N3
330
0 i
«,‘
[ 4 R
nY
N
o]
1:3
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N . ]
7 (:

s
?3 Some of the applications for these company and battalion micros are
(' listed in Figures A-2 and A-3. Given these specifications, a J-series

4'\.

%E mechanized infantry battalion would be issued 8 micros(HHC(1l),

>

:& Companies(4), Bn Staff(3)), assuming that the saaller Anti-tank Company

y could satellite with one of the other companies. The cost of such an

ih arrangement would be highly variable. Assauming some economies of scale,

'i hardwvare acquisition expenditures for a division with thias recommended
ﬁ;, micro configuration ahould definitely not exceed #£100,000 and could )
)

‘:4 possibly be considerably less. This amount of money seems large, but is )
A - . 4
=ﬂ actually relatively amall when compared to the money currently being spent :
' on the development of other computer-based aystema such as MCS, SPAADS,

N
s and AIDS(Automated Information Distribution System). These systems,

XX

- .

" aspiring to far greater coaplexity, have taken years for their research, !
{
P developrent, and acquisition. Unfortunately, their potential is yet to be f
Pat

M realized. Conversely, issue of micros today on the basia prescribed would )
M {
'3 immediately provide positive results and greater combat effectiveness. j
, i
¥ ]
:% A second recommendation pertains to software procurement. It is

1

® essential that quality software be developed in-house by Aray personnel, J
) 5
i contracted to commarcial vendors for the development of aspecific ‘
I+ ". .‘_‘ R
%2 applications packages, or purchased directly in the form of commercially

,O

7,

o available non-apecific application packages(apread sheeta, databaase \
o

;} managers, etc.). In the firast case, quality software isa being developed

ﬁi in the field by talented Army personnel. CPT Breacia’s Company Management
_3i Syatea is an example of such quality software developed in-house.

N/ 5
?,

» 1
o
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MUSUL

\T&c saying "neceasity is the mother of invention" ia certainly true in the

case of unit-generatad software.

FIGURE A-2

CURRENT AND POTENTIAL CAPABILITIES

sS-1

BATTALION SUSPENSE FILE
PERSONNEL DATA(®)

LEGAL ACTIONS
DEPLOYMENT ROSTERS(w»)
MONITOR KEY PERSONNEL
MEDICAL DATA(=)

S-3

AUTOMATE BTNMS

TRAINING AMMUNITION TRACKER(#»)
TMACS INPUT GENERATOR
RANGE/TRAINING AREA ALLOCATOR

(») DENOTES CURRENT APPLICATIONS

S-2

SECURITY ROSTERS
INTELL TRAINING
“ENCOA"-ENEMY CQURSE OF
ACTION PREDICTOR(»)

S-4

POL EXPENDITURES/

FORECASTING

SSSC ACCOUNTING
INVENTORY CONTROL

‘f

N

"y -

L) L -

:\.
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o FIGURE A-3
f)
) CAPABILITIES(CONTINUED)
v,
': BMO - MESS
v PLL TRACKING () MENU PLANNING
415 VEHICLE STATUS(») FOOD REQUISITION
f{ SERVICE SCHEDULING(») - UTENSIL INVENTORY
"$ TROUBLESHOOTING ) MEAL CARD FILE(=)
5 DISPATCH CONTROL(») - CASH COLLECTION RECORDS(#»)
CEE RATION ACCQUNT TRACKER/
X . FORECASTER
ALY
o9,
{3
<
.
. COMPANIES BN XO
,zj KEY CONTROL (=) STAFF ACTION SYSTEM
X COMPANY MGNT SYSTEM(») IG PREPARATION PROGRAM
ﬁﬁ -PERSONNEL BN FINANCIAL TRACKER
‘? -LOGISTICS ‘ UTILITY SOFTWARE(»)
N
": (=) DENOTES CURRENT APPLICATIONS
93
;-{.
! 4 o
3
A
0.
L)
3%
2q]
?‘
Y
™
;
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\'. }

gﬁ: Additionally, some software should be contracted out to a commercial
{ vendor such as with "Think Red" produced for the U.S. Army

§§ Intelligence Center by the Jet Propulsion Laboratory.(11] The primary
‘iﬁ mode of software daeavelopaent, however, should continue to be

\& “in-house" developaent. The coat to procure the appropriate software
ig will vary with the mix of sources and the number of receiving units
:;5 over which the initial development and procurement costs can be

i o spread. Regardlesa of the acurce of thia software, there muat be

;:é established conventions regarding documentation, distribution, and

;;j quality. This leads to a second sssential regarding the development
.gL and management of Aray micro software.

¥

; . Current micro user’s groups and Army regulations are not

Ax& sufficient for regulation or propagation of Army software. Command
fsg emphasia muat be placed upon comprehenaive regulations regarding

?'F microa(yet to be written and published by the Aray). This command

i\? enphasia aust be accompanied by appropriate publicity transmitted

;Ei through command channels regarding the production, collection, and

i* Army-wide aharing of micro software. A third recommendation ia that a
l;i proponent responsible for operating a central clearing house for

é; n{croconputcr software ahould be designated. At present C2MUG and

‘:{ ACTSUG are too narrowly focused to act as Aray-vwide repositories for
gf software. CECOM ia a logical candidate for proponency and, with a

e )

broadened charter, C2MUG could provide the required service. The

ks
Ay
>

development of software in the Aray represents a virtual cxpioclon

LY
Jfa which aust be orgenized quickly to take advantage of the applications
9
kf Page A-22
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ey .
'51; ddveloped and to avoid manpower waatage through “reinvention of the
ol .
e B
.§P wheel” by uncoordinsated software developers.
A
t
L
sﬁé In summation, the Army needa more computers(not necessarily ‘
Pad
LS
;§§ more powerful computers). These computers should be Aray-issued i
: ? microcoaputers at Battalion level and below to take advantage of the
WL |
5; aignificant garrison and potential field benefits offered by micros at
ﬁ$5 those levels of command. The helpful software developed by Army
e personnel for these micros and the software obtained from ocutside
1
Ru' sources Ruat be properly managed by a designated proponent and
i‘i"\n‘. :
yﬁﬁ distributed through command chennela. MNicrocomputer Use at the Small
(5~ Unit Level (MUSUL) can supply muscle to our modern Aray. Only in this
v :
,xi way can our "Aray of the Future"” take full advantage of the technology
e .
b5yl of today. Our soldiers and our Aray’s commitment to maximum combat
§;; readiness deserve no lessa.
P
oy
%
s )
f A p |
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i
R
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& AUTOMATED DECISION AIDS FOR THE BN XO ANNEX B
Le .

X

f‘-

o2
a BN XO QUESTIONNAIRE
b3
300

Y MESS OPERATIONS .
? ) MAINTENANCE

'w BATTALION TRAINS OPERATION

LY

N STAFF ACTIONS
P ."Q

SOCIAL ACTIVITIES

M PLANNING

SEY]

§§ 1G PREP/INSPECT

3R
« STAFF MEETINGS

e,

ooy FLOW OF INFO

Sl Sy
N
- ":: Indiv. interface with key players

M (S1-4,BM0, HHC Cdr,Co Cdrs,CSM, Bn Cdr, othera?)
23 OE
.§% TACTICAL OPNS
A3 i

N

- KEY PERSONNEL SELECTION
oL PARTNERSHIP PROGRANS
L8

?-::3 TUFMIS(and other financial requirements)

3

j SUPPLY ACTIVITIES

e “STAY BEHIND" ACTIVITIES

P
25 MTA PROCEDURES

"n -

e - SUPPORT AGENCY INTERFACES

ié " USE OF MICROCOMPUTERS/WORD PROCESSORS

.:I»

2 INTERFACE WITH BRIGADE/DIV
g
@ OTHER AREAS WHICH SHOULD BE LISTED?
's’ :
B 67-8-1 (COPY?)
3
b -
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AUTOMATED DECISION AIDS FOR THE BN XO

ARy

.

TREND SUMMARY

BN XO QUESTIONNAIRE

CNOTE: A discussion of each functional area could easily be expanded
into a lengthy eassay. The comments below, howaver, constitute short
atatements to act as reminders or suggest areas for further thought.
Omisaion of any given area does not imply insignificance.l

MESS OPERATIONS

Check the supper meal. Fewver officers eat this one. MNess often
akimpas at this meal.

Everyone gets involved in this area(CSM,S4,X0,CDR,Mess Officer).
This sometimea causes misunderstandings.

Headcount prediction is always a difficulty. Statistical
prediction techniques could be useful here.

MAINTENANCE

BATTALION TRAINS OPERATION

“Bonus babies®”, whether qualified or not, must work in their NOS.

Deadline report is a deily requirement. Different ways to
handle.

XO should meet with BMO on a daily basias.
Tracking of scheduled services lends itself to automation.

Equipment exceeding 30 days on deadline should trigger a big
flag.

- —

None of the XOs discussed this in considerable detail. The
organizational structure and the commander’s preferences dictate
this one.

STAFF ACTIONS

Inportant to maintain s suspense file of ocutstanding ataff
actiona. An automated system to provide fool-proof tracking of
all outstanding suapenses would be helpful.

Page B-2
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g AUTOMATED DECISION AIDS FOR THE BN XO ANNEX B

3 . 1
N " SOCIAL ACTIVITIES i

( Use of different companies to be in charge of social events helps
) to spread the responsiblity. Variety is helpful (conventional 1

_gf socials, dining-ins, road rallies, casmp outs, etc.).
f 4
o)
3- Battalion social events, such as Family Night at the Dining
-; Facility, are good ways to orient family members on upcoming
o events (ARTEP, NTC, REFORGER, etc.). !
e :
\‘..‘ J
w5 PLANNING .
. k
zi X0 is the key person in the battalion to atretch out the tise :
4

¢ horizon and avoid the press of short-term crisis management. XO
W should spend much of his time thinking about future operationa
3 and requirementsa.

.
s IG PREP/INSPECT
N (Reaponses varied depending upon announced or unannounced IG ;
s system) \
‘.J
45 Establish a aysteamatic procedure for inspecting all areas on a
o recurring basis. The inspections should be conducted aa close as
P possible to the actual event.
; Avoid too nany outside experts. Have one person(probably the XO) }
N act as a liaison to MAIT and the IG inspection team. Don’t make
lﬂ, knee-jerk reactions to each new rumor that enters the battalion.
> The liaison peraon should also be the official source for
,i standards, SOPs for the inspection, etc.
o)
> Development of a Bn IG Inaspection Team which ccnducts realistic
'; inspections.
| -,
STAFF MEETINGS ,
o~ ]
:i Meetings can be a tremendoua waate of time. Periodically the XO 1
N aust scrub acheduled meetings and cut out thoase which are not ;
» . necessary. Prior to a meeting, an agenda should be prepared and ]
® - distributed. !
! )

Typesa of meetinga? staff, legal, finances, mess, training,
commander’s, materiel readiness, et. al. How often? When? Who )
attends? Subject? Is it necessary? What will make the meeting g
a success? '

-.- -

S e

aalg

The bottom line is that the battalion must have a ;
well-coordinated system of recurring meetings which complement
one another and are run properly. The Bn X0 should insure such a

-&:a }J

-
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."] <
e R

. aystea exists and works. No two battalions do this exactly the
! sane wvay.
3

FLOW OF INFO

23 Meatings(above) remain the primary means of disseminating

-3 information. Alternative techniquea(staff notes, electronic

» mail, video cassettes) should be used when possible.

[ '

Iy X0 should insure that information flow in battalion is effective.
gd Use of staff notes(issued on a weekly basis) aasists with

My efficient exchange of information among staff officers.

b Establishment of a garrison TOC which uses field commo procedures
is a helpful way to train for actual missionsa. Many things which

ﬁ? must be done in garrison can be done using field procedures and
) equiprnent.
L X0 should keep his esar to the ground. Frequent visits to
ﬁ, division support and support unita are helpful.
L9,
‘*'-.’
INTERFACE WITH KEY PLAYERS
;o (81-4,BMO, HHC Cdr,Co Cdrs,CSM, Bn Cdr, others?)

Try not to cut out the HHC commander. A conatant tension exists
batween battalion staff support functionas and HHC support
) functions. Thae XO has to be the arbitrator and inasure that a
‘ proper balance is maintained.

y
o
fq
i Play up the strengths and compensate for the weaknesses of your

% key players. For example, the SGM should be allowed to operate
;ﬁl in his atrong areas.
2f{ Battalion Motor Officer(BMO) is a key player who needa periodic
) *~stroking."
e :

Rating scheme for support platoona? The Bn XO has a vested

O interest in being the intermediate rater for the support platoonas
‘ﬁ in HHC.
dgy)
A ) ORGANIZATIONAL EFFECTIVENESS
.\; . The steaff has a problea when one of the units does.

y Executive OE sesasion, when performed by competent personnel, can
ﬁ¢ be good for the unit and for the incoming commander.
9 Ansver the mail; don’t worry about perfection.
o
5
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4 AUTOMATED DECISION AIDS FOR THE BN XO ANNEX B
R .
2% TACTICAL OPNS
'.‘.‘.; Y
}13 Totally dependent upon the commander’s techniques. Generally, XO
h 2 operatea from the company trains and back. XO has to be the
S¥, “mover and shaker" in the BN rear.
AN '
XN X0 checkliat for return from field operations is helpful.
& - ~
{‘
. ; KEY PERSONNEL SELECTION
W Bn X0 should concentrate upon the selection of key personnel. It
) is important to match the right traits, temperament, and tenure

&g with the right job. An automated aystea to track the departure
2 : of key personnel, to include those responsible for each IG area,
would greatly assist transition of personnel.

T 5%

§: PARTNERSHIP PROGRANS

St None of the persons intsrviewed were OCONUS XOs.

)-’éa‘j‘ '

e TUFNIS(and other financial requirementa)

S !

ga 8SSSC Expenditures are the only area of finances which are not

Y automated. A SSSC tracking aystea which feeds into an overall
financial framework for the battelion would be helpful.

N .

kﬂ Because of thae criticality of accountebility of funda at the

r J battalion level, the X0 should be the person to syntheaize the

Qﬁ ateff’s asparate financial functionas. While not pre-empting
ataff responaibilities in this area, the XO must keep track of

; the "big picture” on this one. Aa chairman of the Battalion
Budget Advisory Council(BBAC), the XO is in a position to insure

sg that the finances stay on track. He should get to know the DFMO

< well.

3

—~ An automated system to display the battalion’s financial
condition and to forecaat for future quarters would be very

~§} - useful.

3% =

ﬁ\

-7 . SUPPLY ACTIVITIES

‘w: . No new insights except the XOs reaponasibility to insure that
255 personnel turnover does not severely degrade the battalion’as
j@% supply and support functions.

’. 11N

v,ﬂt, i“

ry “STAY BEHIND* ACTIVITIES

:\‘\

Q} The tendency is often to place an officer on profile or a lesa
AN competent officer in charge of stay-behind activities. Thias is
-.;3,‘.,)
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AUTOMATED DECISION AIDS FOR THE BN XO ANNEX B

usually a mistake. It is usually best to "bite the bullet", keep
a good officer in the rear, and prevent small problems from
getting out of control.

MTA PROCEDURES

Not discussed in detail.

SUPPORT AGENCY INTERFACES

X0 should have close liaison with DFMO and other financial
aanagement players. 1In thias way the X0 can often become the
firat to know about problem areas and about available funds which
the battalion can use.

Liaison with supporting personnel/units is extremely helpful and
often results in your “getting the benefit of the doubt."”
Attempt to recognize these units when possible and include key
personnel in officer call’s, social activities, etc. The XO
should be the one to make thia happen.

USE OF MICROCOMPUTERS/WORD PROCESSORS

None of the XOs interviewed had used microcomputers extensively,
although all had used word processors productively to maintain
roaters, etc. Most did not initially understand the increased
capability that a programmable microcomputer can provide. All
recognized numerous areas where microcomputer could have assiated
ther in their responaibilities.

INTERFACE WITH BRIGADE/DIV

Don’t “bad-mouth” brigade ataff too much. Remenber that each one
of them would probably like to have your job. As much as :
poasible, try to make the brigade staff look good in front of
their bosa. Try to discuas problema with them prior to
“announcing® the shortcoming.

The X0’s relationship with the Bde X0 is important. Thoase
interviewed suggested differing degrees of formality, but all
agreed that it was critical to achieve a close working
relationship with hinm.

OTHER AREAS WHICH SHOULD BE LISTED?

Summary Court Martials and Article 32s are considerable
diatractors from the XOs time. There were a variety of ways to
delegate these tasks. CPTs can participate as well. Many XOs
did it all themaselves.
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For CONUS units, Reserve and National Guard Evaluations are j
frequent. ARTEP evaluations of other units are also a time i

demand for the XO.
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managers, etc.). In the first case, quality software is being developed

in the field by talented Aray peraonnel. CPT Brescis’s Company Mansgement |

[ YRy

System is an example of such quality software developed in-house.
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