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Foreword to the reader:

Thi s handbook contains thoughts, insights, and perspectives that
can assist leaders in neeting the chall enges of command, | eadership,
and staff support. The handbook addresses topics inportant to
| eaders, and includes material drawn fromthe witings of mlitary
| eaders, Arny manual s since 1943, and the experience of many
contri butors.

Uses for this handbook include | eader devel opnent, staff
devel oprment, and increasing staff support to commanders and units. The
strong focus on staff support at the battalion | evel nmakes this book
particularly useful to battalion commanders, battalion executive
officers, and officers and noncomm ssi oned officers serving in staff
positions at battalion and brigade.

Thi s handbook was devel oped as a conpani on to “Managenent of

the U S. Arny Service Center for the Arnmed Forces,” Decenber 31
1999.

Denni s P. Vasey
Col onel, Avi ation
Commandi ng
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1 The Commander and The St aff

1. The Staff: Purpose, Responsibilities, and Rel ati onshi ps.

The purpose of the staff is to assist the Commander in acconplishing
the unit's mission: "The conmander and his staff are a mlitary entity
with one purpose: successful execution of the conmmander's mission." FM
101-5, 1960, p. 3. "The primary function of the staff is to assist the
commander in perfornming his duties."” FM 22-100, 1958, p. 82

The staff assists the Commander in acconplishing the unit's m ssion
by:

1. providing support directly to the Conmander, and by

2. working in relationships that assist the Cormander's own
rel ati onshi ps down, up, and across:

—to the Commander's subordi nate units. The Commander both directs
and supports the subordinate units, and the staff hel ps himdo both.
Under standi ng this dual nature of the staff helps to maintain focus,
bal ance, and teamorKk.

—to other staffs, up and down, and

—to supporting or supported organizations.

The staff is essential to the Commander in executing the conmand and
control process, and because of the conplexity and responsibility of
conmand:

"The larger the unit, the nore conpl ex becone the problens of

| eadership, but the greater becone the neans available to the
commander to assist himin the exercise of |eadership." FM 22-10,
1951, p. 18

"Command is an art and focuses the unit, and is Commander's busi ness.
Control is a science of regulating functions to execute the
Commander's intent, and is the staff's business." summarized from
article Future Battlefield Dynanmics and Conplexities Require Tinely
and Relevant In formation by LTG WIson Shoffner

"The staff exists to deal with problens which the conmander has
neither the tinme nor the specialized information to handle.” "A staff
is a problemsolving group.” DA Pam 600-15, 1968, pp. 208, 195

"For the very purpose of permitting the general -in-chief to give his
whol e attention to the suprene direction of the operations that he
ought to be provided with staff officers conpetent to relieve him of
details of execution." Jomni, The Art of War, p. 531




1. Directly to the Commander- acconplishing the tasks directed by the
Commander or inplied by his mssions.

"[ Commanders expect their staffs to]-

(1) Work in close harnmony with other staff nenbers, higher and
| ateral commands, and subordi nate units.

(2) Correctly analyze, properly evaluate, and recomend sound
courses of action on problens arising within the command.

(3) Prepare directives to subordinate commands in consonance with
the commander's policies.

(4) Keep the conmander conpletely informed about the status of
subordi nate units without creating resentnment or distrust in them

(5) Develop in lower units a feeling of trust in the staff officer
and his actions so his visits to the unit are wel cone.

(6) Insure that conplete coordination is made before he takes or
recomends an action." FM 22-100, 1961, pp. 56,57

"The purpose of the infantry division staff is to assist the division
commander in the exercise of conmand. The staff acconplishes this
pur pose by reducing the nunber of itens requiring command attention.
This is acconplished by exercising the authority delegated to the
staff by the commander." FM 7-100, 1960, p. 11

"The good staff officer continually views things as nearly as he can
from the commander's point of view" FM 22-100, 1961, p. 56. "He nust
subordinate his own personal aspirations to the desires and decisions
of the commander." FM 22-100, 1958, p. 82

"A good staff officer keeps hinmself informed by frequent visits to
commanders of subordinate units. He interprets and expl ains policy,
orders, and directives. He observes the execution of the commnder's
desires and advises himconcerning the extent to which they are being
executed." FM 22-100, 1958, p. 82

"A good staff is indispensable. . . it can renedy many evils. . . it wll
tend to prevent mistakes by furnishing the commander with reliable
information..." Jomini, Jonmini, Clausewitz, and Schlieffen, p. 20

"Good decisions by the Arny | eadership are the result of solid Staff
products."” Staff Oficer's CGuidebook, HQDA, 1986, foreword

"Firmand strict in discharging the duties of trust reposed in him

Be he too pliant in his disposition, he will nost assuredly be
i nposed upon, and the efficient strength and condition of the Arny
will not be known to the Commander-in-Chief." attributed to George

Washi ngton regarding staff officers, DWQ p. 307

"After the order has been issued, the many details in connection wth
putting it into effect can be carried out by staff officers, thus
conserving the tinme and energy of the conmander." DA Pam 600-15, 1968,
p. 204



2. To the Conmander's subordinate units. The Commuander both directs
and supports his subordinate units, and relies on the staff to help
himin both areas. In everything that the staff does in relation to
t he Conmander's subordinate units, it is the Commander who is
providing that direction, support, or nonitoring. However, there are
two inportant aspects of the staff's relationship to the Conmmander's
subordi nate units:

1) The staff inplenments the Commander's orders, guidance, and
policies by directing the subordinate units' actions, and then
moni toring, identifying, and correcting deviations fromthe
Commander' s gui dance, standards, and policies.

"The necessity for operating through command channels can be taken as a
fundanmental prem se. However, in practice, staff officers nust

di scharge many of their duties by direct contact with the subordi nates
of the responsible commander." DA Pam 600-15, 1968, p. 204

"The staff assists the commander in his exercise of conmand

by. . . . translating the decisions and plans of the commander into
orders [and] exercising necessary supervision to insure that the
policies, intentions, and orders of the conmander are executed
properly." FM 101-5, 1954, p. 74

"It is the duty of the staff to insure that the order is executed as
i ntended by the commander who issued the order, and that

nmodi fications and el aborations of orders are initiated properly when
ci rcunstances demand." FM 101-5, 1950, p. 37

"Bvery directive nmust be acconpani ed by positive provision for
followup to ensure that it is obeyed." Staff Oficer's Gui debooks,
HQDA, 1986, 1988, p. 3

"In its supervisory function, the staff is the channel through which
deci si ons, based on plans, becone effective. Performance of this
supervi sory function, while lacking real authority, demands of the
staff officer considerable degrees of tact, judgnent, ability, and
mlitary know edge." DA Pam 600-15, 1968, p. 192

"Staff officers have no command authority, but they act for the
commander as he directs or del egates. The commander nay del egate
authority to the staff or to a specific staff officer to take fina
action on matters as established within command policy. [This
authority] varies with the level and the nission of the conmand, the
i mredi acy of the mission, and the staff officer's area of interest."
FM 7-20, (Draft), p. 2-5

"The commander nmay del egate authority to staff officers to issue plans
and orders without his personal approval. Such decentralization of
authority pronotes efficiency, reduces reaction tine, and streaniines
operations."” FM 7-20, (Draft), p. 2-5
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2) The staff provides direct support* to the Comrmander's subordi nate
units, focusing on mssion acconplishnment and support. The staff

i npl enents the Conmander's gui dance by tasking, nonitoring, and
correcting. However, the staff nust support the units while tasking.
To do this effectively, the staff nust understand the Conmmander's
intent and the inpact of directives. Units nmust have this support in
order to be effective: "The toughest job is at the unit level- at the
conmpany conmmander's |level, the first sergeant's level, the platoon
sergeant's |l evel, where all of our efforts ultimtely nust be
translated into hunan action, in garrison or on the battlefield." Gen
W ckham p. 342

When tasking, the staff:

—filters requirenents, and continually reviews requirenents,
progranms, and systens for ways to help the units acconplish their
m ssions and neet standards. The staff tasks down only what is
appropriate to be tasked down, and also continually reviews al
requi renents, progranms, and systens for ways to sinplify requirenments
and elimnate redundancy. "The focus needs to be 'How can we neet this
requirement with the least disruption to the units? Have we net this
requi rement already? What should we do at this |evel before tasking
down?'" Brigade Sl

— keeps in mnd the effect of requirenents on subordi nate units.
"When the general |ays on unnecessary projects, everyone is
fatigued.” Ch'en Hao, fl. 700, DVNQ p. 170

— explains the intent of requirements. "Wthout this, too often you
get a 'holl ow response,’' because the units don't understand the intent
of the requirenent." MAJ Cdifford Yamanoto

—gives the units tinme. "Maxi mum pl anni ng and preparation tinme nust
be given to subordi nates. Successively | ower echel ons require nore
detail ed planning, particularly at brigade, task force (TF), and
conmpany." FM 71-100, 1990, p. 3-8 (at least 2/3 of the available

tine.)
When working unit requests, the staff:

—initiates action on all requests fromthe subordinate units | AW
t he established Commander's standards, or as urgency requires.

—follows-up on subordinate unit actions within the standard time-
frame set by the Commander, or as urgency requires.

—provides feedback during the subordinate unit's regular follow-up
with the higher HQ staff (though the staff does not have to wait for
the subordinate unit's check to give feedback).

*Ways to support units are further addressed in Chapter 2.
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3. To other staffs- working in staff channels to execute the
Commander' s gui dance and the m ssions of the unit.

To the staff of the Commander's higher HQ

1) Devel op a good working relationship with the higher HQ staff.
Li sted bel ow are key elenments in fostering this rapport:

—Meet requirenents. Meet all the higher HQ s requirenents
conmpl etely, accurately, and on time. Request any extensions wel
before the due date. Set a standard, such as 98% of all suspenses and
requirenments nmet fully and on tinme, and 98% of all requests for
ext ensi ons made before the due date.

—Daily contact. Daily contact is vital. A daily personal visit is
best, but a daily tel ephone call is the nininmm

"Always visit your higher HQ support facility every day. It will pay
dividends." CPT (M3 Daniel G Brown, Comrander, 1098th

Transportati on Conpany

2) Conmuni cate inpact. Comunicate the inpact of requirenents on
units.

3) Subnmit requests the unit is unable to resolve. Requests nust be
detail ed and t horough enough to enable the higher HQ staff to take
i medi ate action. The unit needs to be sure it has done all it can-
and is appropriate- to resolve the problemat its |evel.

4) Actively follow-up on requests, daily, weekly, or as needed. Units
have a responsibility to followup on their requests. If the unit does
not followup, and an action falls through, everyone involved is at
faul t.

5) Make it easy for the higher HQ Though not appropriate for al
requests, the way to get the fastest HQ support is to prepare a
request so well researched and docunented that all the higher HQ has
to do is line-through the request.

Note: In working actions outside the unit the staff needs to:

1) know the enphasis the Commander wants on the action and how fast
he or she feels the action needs to be done.

2) get agreenent on a date for the action to be conpleted by the
hi gher staff or for an interi mresponse- and know before the
di scussi on what answer the Conmander will consider acceptable.

3) know when the unit is not getting the priority the Commander
wants, and whomto inform

12



4. To supporting or supported organizations- working with units and
organi zations that the unit either receives support from such as a
mlitary personnel or finance office, or provides support to, for
exanple, in the way that a transportation battalion provides support.

The staff's SOP should include a |list of the organizations wth which
the unit has a relationship, and the staff should periodically exanm ne
the strengths and weaknesses of these relationships. This evaluation
shoul d al ways include what is going well that could be used as a basis
on which to build.

Courtesy Visits. Deternine the organizations with which the unit needs
a relationship. Aformal courtesy visit is inportant to establish this
relationship. During the visit both people will learn, and by doing so
prevent problens. The tine to neet supporting or supported

organi zations is before there is a problem

"These visits. . . are essential to nutual understanding, respect,
confidence, and teamwrk." DA Pam 600-60, 1989, p. 1

"You must think about your battalion's relationships wth higher and
adj acent units in order to garner the maxi num support for your prograns
and those inportant to your boss." The Battalion Commander's Handbook,

p. 6

External and Internal Duties, Responsibilities, and Rel ationships. All
staffs (and line officers and NCOs as well) need to think about and
determ ne how nmuch of their job is internal and how nuch external,
especially since this varies with each job, and changes at each grade.

"When you go into a new job, look at the job in two ways. First, think
about your external and internal relationships and responsibilities,
and what proportion of your tinme you should spend on each. This
proportion is not fixed; it can change over tinme. At first you may
have to prioritize your efforts and time, and then as sone

rel ati onshi ps beconme strong and effective you can shift your focus.
Second, |l ook at your internal and external relationships to see if
they are all in place, and what needs to be inproved. There are often
links that need to be put in place, or sone that need to be
strengthened. It is another |evel of coordination, of thinking 'Wo
el se needs to know about this? " Battalion Conmmander

"Be focused. Concentrating on our own area of responsibility is
essential to mission acconplishnment, but at the sanme tine that we
must be focused, we nust al so have 'peripheral vision' to ensure
synchroni zati on with, and support to, our counterparts." CPT Edward
W odus

13



5. The Subordinate Unit's Responsibilities to the Hi gher HQ Staff,
such as a battalion staff to the brigade staff, or a conmpany to the
battalion staff.

— Submit requirenents/issues the unit needs or is unable to resolve.
Requests nmust be detail ed and t horough enough to enabl e the higher
staff to take inmredi ate action.

— Project and forecast requirenments, and request, when possi bl e,
support far enough in advance so that the staff can successfully work
the issue. "The onus of supply rests equally on the giver and the
taker. Forward units nmust anticipate needs and ask for supplies in
time. They nust stand ready to use all their neans to hel p nove
supplies. The supply services nust get the things asked for to the
right place at the right tinme. They nust do nore: by reconnai ssance
they will anticipate demands and start the supplies up before they are
called for." Gen Patton, War As | Knew It, p. 401

— Establish and maintain tracking systens to follow up on al
requests. Regularly follow up on actions and requests with the higher
staff.

— Coordinate daily (as a mninun) with the higher staff. Comunicate
the Commander's priorities and concerns to the staff.

— Stand up for units and conmuni cate inpact. Conmunicate the inpact
of requirenments on units. The higher HQ staff nust work to devel op
thi s understanding, for the viewpoint of the subordinate unit's
commander and staff is vital.

"It has to be the battalion commander, nore than anyone el se, who
must constantly watch for unwarranted di gressions ordered by higher
headquarters.”" "He and his staff must informthe commanders and
program proponents at higher |evels of any redundancy in

requi rements, reports, or prograns ordered from above." LTC(P) (M3
Ni chol as Krawciw, Battalion Commanders Speak Qut, p. 8-8

—Make suggestions on how to inprove procedures. "Soldiers are
smart." CSM Henry Goodwi n, Arny Trainer, Fall 1989, p. 13

—Meet the higher Commander's requirenents (whether directly from
himor fromthe staff in his name) conpletely, accurately, and on
time. Make requests for any suspense extension well before the due
date. Make sure all external suspenses and correspondence are in
final formand through adninistrative channels to the Comuander
within the Coormander's standard (how many days before it is due
outside the unit he wants it for review).

"Don't let your staff get into the habit of fighting requests from

hi gher headquarters, and don't go to your boss without first going to
his staff." The Battalion Conmmander's Handbook, p. 41
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6. The Rel ationship Between Commanders and Their Staffs.

"The menbers of the staff rightly expect the conmander to-

(1) Establish and maintain a close relationship with them

(2) Create an atnosphere which fosters nutual confidence and
respect.

(3) Gve clear, positive, and tinely orders to provi de adequate
gui dance for staff actions.

(4) Consider staff recommendations fully and objectively before
maki ng a final decision.

(5) Foster the expression of new ideas, frank appraisals, and
honest convictions through personal encouragenent.

(6) Recognize and reward conscientious and productive effort.

(7) Support their actions which are in keeping with the commander's
policies." FM 22-100, 1965, p. 38

"The successful commander insures m ssion acconplishment through

per sonal presence, observation, and supervision. However. . . . while his
direct personal touch with subordinates is essential to effective
command, he must establish policies within which his staff can take
action during his absence.” FM 100-5, 1968, p. 3-2

"During 'shake-down' periods with a new staff, the commander
frequently requires that even nore routine problens be checked with
him As the staff becones nore experienced, the commander w thdraws
his attention fromsuch nmatters, relying upon his Chief of Staff for
cl ose supervision." Seventh Arny Command Process Study, Vol 1V, 1967,
p. 12

"The ability to think in sync with the commander is nore than just
under standi ng the conmander's intent. It is that single unity of

t hought devel oped through interaction with the commander on a daily
basis so that the staff thoroughly understands his thought processes
and how he woul d react in any given situation.” FM 100-15, 1989, pp.
4-1,4-2

"A staff can establish a record of consistent effectiveness only when
it develops a special identity that nmakes it uniquely suitable to the
needs of its particular conmander. " DA Pam 600-15, 1968, p. 191

"ID real problens that the Battalion Commander can solve
— Know the rules to get attention for your projects.
— Know st aff nmenbers that can help you
— Know DEH.
— Use your boss.
— Sel f-help works." The Battalion Commander's Handbook, p. 16

The chain of command and the |eadership chain are critical, but the
relationship between the Commander and the staff is also inportant:
"There is a great deal witten on |eadership, but we need nore that
can help the staff." Ken Wl sh, 326th M Battalion
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2. Staffwork.

"The keys to your responsibility are as foll ows:
C - coordinate A - anticipate
V - verify" Gen Meyer, p. 37

Anti ci pate- | ooki ng ahead, planning, and being proactive- focusing on
long termgoals while neeting present requirenents.

"Generally speaking, the role of a staff officer is to get things
done by not waiting to be told what to do, actively seeking areas
that need attention, and not hesitating to stand up and be counted."
HQDA Staff O ficer's Gui debooks, 1977-1988, p. 1

"[ A staff officer's] imagination should be so vivid that he can trace
an action all the way down to its final conclusion.” MG Elias

Townsend, HQDA Staff O ficer's Guidebooks, 1972,1974, p. 1

Coordi nate- coordinating with everyone affected or concerned. "Think-
"who el se needs to know about this?' " Battalion Conmander

"Wthin the feet lies the secret to proper staff coordination. It is
call ed foot coordinating..." "The first choice in foot coordinating is
to go see the individual with whomcoordination is to be effected. Tal k
with him face to face. This is always the first choice. The second
choice is getting everybody together around a table; all cone on their
feet to a central point. The third choice is use of the tel ephone, if
the classification of the project will pernmit." MG Elias Townsend,
HQDA Staff Officer's Guidebooks, 1972,1974, p. 2

"In preparing staff actions, staff officers have the responsibility to
represent the views of the comranders of the subordinate units. You
need to be sure those commanders know that you will not only
coordinate with themon anything that affects their units, but wll

al ways represent their views, regardless of your reconmendation." Col

St ephen @ulyas as the 8th Infantry Division Gl

"I speak to every new action officer to renind him.. that he's not
just in the Active Arny, but also in the Reserves." "The Arny [can
performits mssion] only through full integration with the Reserve
Conponents." Gen Meyer, pp. 21,24

Verify- making that |ast check and not relying on supervisors to
check. The staff's goal is for the Cormmander, or any supervisor, to
feel he or she can sign anything w thout checking. "A staff officer
researches an area carefully and ensures that the recomrendati ons
he/ she provides the decision nmakers are founded on fact and stated
with precision.”" HQDA Staff O ficer's Cui debooks, 1986, 1988, p. 1
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Providing Information to the Commander. "[The staff officer]
must. . .present information to the commander in an unbi ased and
obj ective manner." FM 22-100, 1961, p. 57

Reports- "In formation is anal yzed and condensed to present only
significant facts." FM 101-5, 1950, p. 35, and organi zed into the best
format for the Commander for review or decision- easily absorbed
formats, and at the appropriate |evel of detail. The Conmander needs
reports that alert himat a glance of problem areas, or potenti al
probl em areas. "Reports need to organize information so that the
commander can rmake the right decision.” Battalion Conmander. For
exanpl e, the S1 needs a very detailed report on MOS strength in order to
effectively manage personnel strength, but the Commander may need only
the totals of the authorized, assigned, percent, and projected
strengths of each MOS. The detail ed data may be given to himas back-up
information with the nore concise list.

Recommendat i ons nust be well-researched, well-witten, well-

coordi nated, neet the Conmander's intent, clear, represent the
subordi nate commanders' views, and done in tine for the decision:
"Sonetinmes a C+ paper with original thought, available at the tine of
deci sion, can prevent ne from nmaki ng a deci sion which history wll
grade an 'F. ' Sonetines | cannot await the perfect product of a
patient research effort.” Gen Meyer, p. 37

"The final test of conpleted staff work is this: If you yourself were
the commander would you be willing to sign the paper you have prepared?
Woul d you stake your professional reputation on its being right? If
your answer would be 'no, ' take the paper back and rework it, because
it is not yet conpleted staff work." Conpleted Staff Wrk Mnograph by
unknown US Arny O ficer, c. 1930, Staff O ficer’s Guidebook, 1972, p.
7; and also in the HQDA Staff O ficer's Gui debooks, 1977-1988, p. 1
Witing.
—Organi zed: "For any type of witing a basic structure is as

fol |l ows:

— List in the first paragraph three things you will talk about.

— Wite one paragraph about each item

— Wite a sunmari zi ng paragraph.
This structure can be expanded whatever the subject or requirenent.”
LTC (AF Ret) Jack Barber, English teacher, Mra Loma H gh Schoo

— Conci se: one page only when at all possible. Usually the shorter
the paper the nore work it has taken.*

*A President was asked how long it would take himto prepare a 5-

m nute speech, and he answered, "about a week." His answer to the
guestion of how long it would take himto prepare a 30-mi nute speech
was "about two or three days." Wen asked about a two-hour speech he
answered, "I'mready right now" (source unknown)
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Actions. One individual is designated as the "action officer"” for each
action. He or she has the primary responsibility for tracking and
seeing the action through the systemtill its conpletion. Wen an
action has been passed to another level, the primary responsibility
remains with the original action officer. An action passed is not an
action conpl et ed.

"Always follow through. It's as inportant to a staff officer as it is
to a golfer." HQDA Staff Oficer's CGui debooks, 1977-1988, p. 3

Each person nust keep his supervisor infornmed of the status and
progress of each action, and not wait to check on the status until

asked. "Don't wait to check on the status of an action until | ask you
about it. Decide how often you should check the status, nake notes to
yourself in your 'Things to Do' notebook when you will check, and then

i nstead of ny asking you, you keep nme infornmed." CPT (M35 Daniel G
Brown, 10th Transportation Battalion S3. A supervisor has many things
to think about and nust not track others' actions. But she needs to be
i nforned of any bottlenecks or when an action is stalled. Unless she
hears otherwi se she may assune that an action is progressing.

Adm ni strative obstacles can be difficult and frustrating to work

t hrough, but npbst can be overcone through perseverance and sense. It
is inportant not to stop at the first hurdle in staff actions, just as
it is inmportant not to find reasons not to do things. "Don't stop at
the first 'no. ' As a nmininmumyou can begin by aski nhg who can grant
exceptions."” LTC David Reaney. The key to acconplishing needed actions
is to learn the system conpletely- including the routing and tinmefrane
at each step- and then persevere to find a legitimate way to work the
action within the spirit and intent of Arny regulations and the
Commander. "God grants victory to constancy." Sinon Bolivar, WN p.
401

Active and proactive nanagenent are key. The term"action" officer is
not an accident. "Get things noving." CPT (Col) Jack Tier

Summary. "Anticipating problenms, devel opi ng pl ans, gathering of
necessary informati on and vi ewpoi nts, working out technical details,
perform ng nost of the basic thinking, consulting and inform ng al
concerned, executing necessary paperwork, coordinating and
supervising the activities that foll ow decisions, and reporting on
progress- these are all appropriate staff functions." DA Pam 600- 15,
1968, p. 191

Staffwork is rewarding. "Staff work. . .has its owm. . . rewards. Chief
anong them are the broadeni ng of perspective, a nore intinmate contact
with the views, working methods and personality characteristics of

hi gher conmanders and the chance to becone acquainted with

adm ni strative responsibility fromthe viewoint of policy." The Arnmed
Forces Officer, 1950, p. 138
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3. The Staff and Command and Control .

Command (| eadership supported by managenent) and control (nanagenent
supervi sed by leadership) is one way to describe the relationship and
relative functions of Commanders and their staffs. "Effective conmand

and control...is key to success on the battlefield." FM 100-15, 1989, p.
4-24
"There's been debate over the years about whether the profession of
arms is an art or science. | think that the people who have been
i nvolved in that debate have m ssed the point. Fighting and w nning
will require the very best of both the art and the science of war."
Gen Wckham p. 171
LEADERSHI P ( ART) MANAGEMENT ( SCI ENCE) CONTROL:
COVWAND: COMVANDERS STAFF*
(AND LEADERS)
—formthe vision —translate vision into reality
— formthe concept of —anal yze, define limts,
opera ti ons conput e requirenents
-prioritize mssions - —anal yze and recommend
pl’i ori tize resources —all ocate resources
— assess risk —anal yze ri sk
— assign nssions/ — devel op specific instructions
peopl e from general guidance
—select critical tine — noni tor, neasure,
and pl ace anal yze, and report
— see, hear, and understand per f or mance
— make deci si ons —research and reconmrend
— antici pate change —anticipate and project change
— | ead, guide, and —identify and correct
di rect subordi nates devi ati ons from gui dance
— focus the entire unit's —direct subordinates' actions
energy to acconplish to acconplish the Commander's
cl ear objectives i nt ent

Conpiled primarily fromarticle Future Battlefield Dynam cs and
Conplexities Require Tinely and Rel evant |Information and Wite Paper
Il Corps Battle Command, Tonprrow s Capabilities Today

*But staffs also lead. "The qualities of a | eader are not limted to
commanders. The requirenents for | eadership are just as essential in
the staff officer, and in some respects nore exacting, since he does
not have that ultimate authority which can be used when necessary and
must rely even nore than his conmander on his own strength of
character, his tact and persuasion in carrying out his duties." Gen
Ri dgway, Mlitary Review, Oct 1966, p. 48
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Channel s Units Use to Acconplish M ssions:

The Conmmand Channel. "This channel is the direct, official link

bet ween headquarters through which all orders and instructions to
subordi nate units are passed [except those in the technical channel].
Command channels are from commander to comrander. Wthin the authority
granted them staff officers use command channel s when acting in the
conmander's nane." FM 101-5, 1984, p. 1-6. "Staff officers. . . only

i ssue orders of and for the commander." FM 22-100, 1958, p. 82

The Staff Channel. "This channel is the staff-to-staff |ink between
headquarters for coordination and transni ssion of information." FM
101-5, 1984, p. 1-6. Staffs work with each other to inpl enment
Commanders' gui dance. The staff channel is a primary neans for
executing plans, resolving problens, and supporting people. The
Commander needs to nmonitor the | evel of staff support provided, but
only be directly involved with those actions that require his
personal attention

"The staff is the repository of its chief’s intentions, and its
menbers, having consulted his confidence and knowi ng his plans, nust,
in his name and frequently w thout consulting him give decisions
which wi Il acconplish his purposes. If staff officers consult their
chief on all matters he no |longer has a staff but only clerks." Report
of the Chief of Staff, War Dpartnment Reports, 1917, p. 131

The Techni cal Channel. "This channel is the technical |ink between
two commands used for transm ssion of technical instructions. It is
used by those commanders and staff officers who have been given the
authority to do so due to the technical nature of the activities
within their assigned areas of responsibility. Exanples include

i nstructions directing equipnent nodifications and changes which

i ncorporate centralized systenms such as procedures for maintaining
personnel records and pay accounts." FM 101-5, 1984, p. 1-7

The NCO Support Channel. "The NCO support channel (I|eadership chain)
parallels and compl enments the chain of command. It is a channel of
commruni cati on and supervision fromthe command sergeants major to
first sergeants and then to other NCOs and enlisted personnel of the
units." AR 600-20, 1988, p. 8. "This channel is used for exchangi ng
information; providing reports; issuing instructions, which are
directive in nature; acconplishing routine but inportant activities in
accordance with comrand policies and directives. Mst often, it is used
to execute established policies, procedures, and standards invol ving

t he performance, training, appearance and conduct of enlisted
personnel. Its power rests with the chain of conmand. " FM 22-600- 20
(Advance Copy), 1977, p. 53
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4. Summary.

Commanders provide, but by providing they support: the pyran da

bri gade structure shows Conmanders providi ng purpose, direction
focus, |eadership, guidance, responsibility, authority, climte, and
strong, steadfast, ethical execution

0 Brigade Conmander

' ' Batt al i on Commander s

' 00O00O 00O00O 00O0O " Conpany Cdrs

The inverted pyram d shows that by providing, Conmanders are the
cornerstone supporting their units:

' 00O00O 00O00O 00O0O " Conpany Cdrs

' 0 o] o] ' Battalion Commanders

o' Brigade Conmander

The staff hel ps the Commander do bot h.

"No strict definition of duties can conpletely clarify the

conplexities of the dual relationship of the staff officer to both his
commander and subordi nate commanders. His task is to help both and to

mai ntai n a wor ki ng bal ance between them" DA Pam 600-15, 1968, p. 205
"No mlitary or naval force, in war, can acconplish anything

worthwhile unless there is back of it the work of an efficient,
| oyal, and devoted staff." LTG Hunter Liggett, DWNQ p. 308
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2 Staff Support for Subordinate Units

1. The Focus of Support.

The staff can increase unit readiness and training effectiveness by
usi ng staff support techniques that hel p subordi nate units execute
requi rements and prograns. Because both operational and non-
operational requirenents and standards nust be net, support in this
area by the higher HQ staff is particularly inportant for the
effective functioning of subordinate units. "Staff roles are

i nportant." This support is nost needed at the conpany and battalion
| evel, at which I evel nopbst requirenments and progranms nust be

execut ed.

"One of the key players in ensuring our Arny's readiness is the
conmpany conmmander. All the equi pnment and soldiers in our divisions
bel ong to conpany commanders. Al though they have no staff, they are
eventual ly responsible for all requirements generated by those above
them" Gen Wckham p. 277

Staff Support Techni ques. The staff can support subordinate units in
executing requirenents and prograns by continually review ng al

requi rements, progranms, and systens for ways to sinplify their

i mpl enentati on and execution. This can require an investnment of tine,
but the returns are great, not only in unit readi ness and subordi nate
unit effectiveness, but in increasing the higher HQ staff's

ef fectiveness as well. Whatever increases the effectiveness of
subordi nate units al so increases the higher staff's effectiveness and
efficiency, and makes their own jobs easier.

2. Techni ques That Support Subordinate Units:
1. Support in correspondence.

2. Support in maintaining and di ssem nating the status of current and
recurring requirenents.

3. Support in programinplenentation and execution.
4. Support in systenms and processes.

5. Support by using checklists.

6. Support by buffering subordinate units.

7. Support by increasing line/staff teamwork.
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1. Support in Correspondence.

1) Use Stand- Al one Taski ng Menos. The goals of a tasking nenp are to
gi ve the Commander's gui dance, be as short as possible and still be
effective, and be able to stand by itself without its enclosures. To
do this the staff thoroughly reviews all material for the subordinate
units; "filters" the requirenents by deciding what the higher staff
shoul d do; tasks down only what nust be- and is appropriate to be-
tasked down; and puts those requirements into a nenpo so that it is
clear exactly what the units nust do. Enclosures are for reference,
for further information, and as a check. This way, the in-depth

anal ysi s, thinking, and research nust be done only once, and by those
with the nost expertise. As a rule, subordinate units should not be
expected to dig through enclosures to determ ne what their tasks are.
This is the job of the higher staff. "The staff nust al so know what

they can task and what the Commander nust see. " Battalion Commander

2) Keep nenps to one page. By careful thinking and concise witing
nost nmenpbs can be kept to one page. When a nenp is a little too |ong
for one page but can't be shortened any nore, the margi ns and for mat
can often be adjusted so that it will fit on one page. Proper fornmat
is inportant, but content, efficiency, effectiveness, and the tinme and
nmoney saved in copying are nore inportant. "Substance rather than form
shoul d be enphasi zed." DA Meno 340-15, 1988, p. 4

3) Gve good sanples. It is very helpful to units to give them good
sanpl es that successfully met their purpose.

4) Group "Action Itens" together. Goup all of the "action itens"
things that nust be done- in one paragraph near the begi nning of
docunents such as mnutes, trip reports, nmenoranduns for record, etc.
This hel ps the units not miss requirenents that may be in different
par agr aphs.

5) Clearly define responsibilities. The staff and the units nust know
the requirenment, what tasks nust be done to get the m ssion done, and
who is responsible for each task or part of a task. SOPs, MJs, etc.,
that clearly identify the responsibilities and tasks of units and
staff are essential for this understanding.

6) Prepare sinple Fill-in-the-Blank Reports, with nininmum
i nstructions.

7) Prepare pre-printed Fill-in-the-Blank Menps, including a pre-
printed 2d endorsenent, if required (sanple on p. 28) . These are
useful for many requirenents such as requesting sponsorship
appoi ntnrents, and notification of departures.

8) Prepare drafts that the units can annotate, correct, or update and
return, rather than each unit preparing the entire response from
scratch. This draft is based on the staff's best know edge.

16



2. Support in Miintaining and D ssemnating the Status of Current and
Recurring Requirenments. Mintaining and disseminating a |ist of
suspenses due to the higher HQ hel ps the subordinate units to not
overl ook requirenents, nininizes calling on suspenses, and results in
better and nore thorough responses. Two sanpl e suspense control |ogs
are on p. 77, a weekly NCOER/ CER status report is on p. 82, and a
recurring requirenents list is on p. 78.

3. Support in Program | npl enentation and Execution. The focus of staff
support in executing prograns should be to hel p subordinate units neet
standards and goals as effectively and efficiently as possible. At
each successive |lower |evel the nunber of prograns one person nust
manage i ncreases until at the battalion and conpany | evel one person
may have to manage several programs or nore in addition to his or her
full -time job. This makes effective managenent at the higher staff

| evel critical for the subordinate units' effectiveness-and therefore
al so the program manager's success. To effectively nanage prograns
such as the safety program nmanagers must:

1- know the program its purpose, what needs to be acconplished,
what is required at each subordinate |level, and then

2- nmake the program as easy as possi bl e and appropriate for |eaders
at the lower levels to execute. Before the staff tells the Conmmander
that nmore command enphasis i s needed on a program the staff should
first ensure that they have done everything possible and appropriate
to make it easy for the subordinate units to acconplish the prograns-
and the Commander should ask what the staff has done to help the units
execute progranms nore efficiently and effectively.

The One-Source Docunent can be an effective way to support subordinate
units in executing programs. The One- Source Docunent is effective
because it clearly identifies in one docunent everything the
subordinate units nust do in a program It identifies each
responsibility, the source of the requirement (such as an AR with

par agr aph nunbers), and includes as enclosures the pertinent extracts
fromthe applicable regulations or manual s regardi ng the requirenent.
Though this can require an initial investnent of tinme, after that it
is easy to update, and the returns on the invested tine are great. If
there is too much material to include, then the references should be
specific- list those parts of the directives or manuals that nust be
read. Unless really required, subordinate units should not be expected
to dig through regulations and manuals to find out their
responsibilities and what they nmust do. This is the responsibility of
the higher staff. Conpanies and battalions need this support the nost,
for they nust execute everything. This is further addressed on p. 83.
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4. Support in Systens and Processes. "If there's any common conpl ai nt
| receive, it's the admnistrative overload in the conpani es and

el sewhere." Gen Meyer, p. 21. The staff can provide effective support
to subordinate or supported units by thoroughly analyzing,
under st andi ng, and docunenting systenms and then providing to the units
what they need to know. One exanple is in personnel actions- it is
extremely helpful to units and soldiers if they know how | ong to
expect a personnel action to take. The Sl can trace out the personnel
actions flow and how | ong each step takes and give it to the units (a
sanple is on p. 40). Another exanple is preparing a multi-use "reply to
inquiries," and a sanple is on pp. 84-85.

5. Support by Using Checkli sts.

"We all need checklists. The nore there is to do, the nore stress
there is, and the less tine there is avail able, the nore we need
checklists.” FM 22-100, 1983, p. 207

However: "Don't becone dependent on checklists. It is always your
responsibility to think." Battalion Commuander

1) Checklists for recurring requirenents. Checklists are inval uable.
For exanpl e, a one-page checklist of everything that has to be done
for an award cerenony and who does each task saves enornous tinme and
hel ps ensure the cerenony says to the soldier and the soldier's

fam |y how proud the unit is of himor her, and how val ued t he
soldier's contribution. Sanple cerenony planni ng checklists are on
pp. 32 and 33. "When you are trying to get a job done in a hurry you
need a checklist." Julie A G bson

2) Inspection checklists. Inspection checklists need to identify the
standard and the reference including the paragraph nunber for every
item The extracts should be included, so that units do not have to
spend the tine to look for them Doing that extra step is inportant.
The time spent doing the research and providing the informtion and
extracts is saved many tinmes over for everyone. See also pp. 68-71
"Have every staff section develop checklists that conply with and

i ntegrate higher headquarters standards."” The Battalion Commander's
Handbook, p. 25

6. Support by Buffering Subordinate Units. The staff can assist the
Commander in buffering subordinate units by filtering requirenents,

t horough coordi nation, and considering and communi cating the inpact of
requi rements on subordinate units. "Research should only be done once
for nost requirenents and prograns. If the requirenent is one that if
one person or staff section can research and then every battalion can
use, the brigade staff should probably do it. Each unit should not
waste tinme repeating the sanme research. The battalion staff should
have this sane focus for the conpanies." Brigade S1

18



7. Support by Increasing Line/Staff Teamwork. "[There is] a natural
tensi on between the field and a headquarters, but it is also a
conplenentary relationship." Gen Wckham p. 231

The staff inplenments the conmander's gui dance, policies, and standards
by directing the subordinate units' actions; nonitoring, identifying,
and correcting deviations fromthe commander's gui dance, policies, and
standards; and by supporting the subordinate units. The npst effective
use of the staff, and finding the right balance in assisting the Cdr to
both direct and support units has been a concern of Cdrs for a |ong
time: "One of the greatest errors of detail is the separate,

i ndependent character of our staff corps. This renoves them fromtheir
proper position as aids or assistants to the conmander, and
constitutes themhis equals.” Secretary of War John Fl oyd, Report of
the Secretary of War, 1857, p. 9. Friction can sonetines occur between
subordi nate units and the higher HQ staff through |ack of
under st andi ng or because the staff's functions sonetines conflict.
Possi bl e sources of problem areas include the foll ow ng:

Staff M st akes:

1) Not reviewing tasks with the focus of "support while tasking."

Bef ore passing requirenents down, the staff nust think requirenments
through and try to lighten the | oad. The staff needs to guard agai nst
the routi ne passing on of nessages or requirenments under a cover neno
saying "inplenent this." This support is vital: "The Arny structure is
built upon the Conpany. The Conpany O ficer is the bulwark in the
chain of command." MG John T. Lewis, TGGS Special Text No. 1, 1949,

f orewor d

2) I nadequate coordi nation. The staff nust "gather necessary

vi ewpoi nts," always think "who el se needs to know about this?" and
"consult and informall concerned" -especially the subordinate units.
If this is neglected, it is an area in which command/ staff conflict
can easily develop. "One of the principal roles of the staff officer
is to contribute to better understandi ng between the seni or conmander
and subordinate units." DA Pam 600-15, 1968, p. 205

3) Not understanding the inpact of requirenments. A junior officer or
NCO does not al ways have enough knowl edge of the subordinate units,

t he broader view of the subordinate unit's commander, or the overal
experi ence needed. Communication and the effort to learn are key here.
"To function effectively as a team the staff nust have a thorough
understandi ng of its commander and his policies. The staff nust be
equal Iy acquai nted with subordi nate conmanders and their units." DA
Pam 600- 15, 1968, p. 191. "[The staff officer must nake] sufficient
visits to learn first-hand the problenms of subordi nate conmands so
that assistance may be furnished..." FM 101-5, 1954, p. 6

4) Gving the inpression of unwarranted assunption of authority. "The
staff officer has no personal authority. The authority is his
commander's, not his own. He perforns supervision solely as his
commander's representative." DA Pam 600-15, 1968, p. 206
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Unit M stakes:

1) Not understanding that the staff has the dual function of hel ping
t he Commander provide both direction and support. The staff nust task,
nmoni tor, and correct deviations fromthe commander's gui dance,
policies, and standards, but only as an extension of the comrander,
and only to the extent authorized. Sonetinmes problens occur if this
monitoring function of the staff is not clearly understood. The staff
nmonitors conpliance with the commander's direction and either reports
non- conpl i ance or enforces conpliance | AWthe commander's del egat ed
authority. "The authority of the staff varies with the degree of
authority delegated to it by the commander."” FM 101-5, 1960, p. 4.
"The extent to which the commander authorizes his staff to act for him
depends on the ability, training, and judgnment of his staff
officers..." FM101-5, 1954, p. 7

2) Not understanding the unit's responsibility to continually work and
track their actions with the staff. Sonetinmes blam ng the higher HQ
staff can appear to be an easy way out of difficulties (for the units
or for the staff) . Subordinate units and the higher staff share the
responsibility for ongoing actions. Responsibility remains with al

i nvolved until the action is conplete. "Don't nmake excuses, and don't
bl ane your subordi nates or your boss's staff."” The Battalion
Commander' s Handbook, p. 40

3) Not respecting the value and necessity of the staff's work. Mitua
respect is necessary between line and staff for effective teamwork.
The staff nust respect the great responsibilities of line officers and
NCOs; they in turn nmust respect the duties and responsibilities of the
staff, for a good staff nultiplies the effectiveness of |eaders at al

l evels. "Appreciate all those details; they are not without glory."
Frederick the Great, WN p. 135

4) Bypassing the staff channel. A primary nethod of working actions
and solving problens is the staff channel. "Allowing the staff to
"make things happen' increases the unit's effectiveness by increasing
the staff's credibility."” Battalion Conmmander

5) Gving the inpression of unwarranted assunption of authority.
Subor di nat e conmanders have no authority over the higher HQ staff, but
the staff needs to listen to them "Presumably, the |ine commander
knows his own needs better than any staff officer and he is responsible
for the results.” DA Pam 600-15, 1968, p. 208. And since commanders
are al ways very concerned about providing both direction and support
to their subordinate units, they direct their staffs to provide this
support on their behal f.

"The commander and his staff should be considered as a single
entity. " FM 101-5, 1950, p. 1
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Mut ual M st akes:

1) Unclear lines of responsibility. Responsibilities need to be clear
and in witing before execution. "Functional responsibilities and
interrelationships of staff elenents nust be clearly defined and made
into an SOP." FM 7-20, (Draft), p. 2-5

2) Conflicting priorities. The Conmander sets the priorities for the
staff, but each subordi nate commander has priorities that may not be
the same as the staff's. But the units and the staff have a
responsibility to continually review and recomrend priorities, and
the units should continue to ask for what their units need,

regardl ess of the priorities of the staff or the staff's manning

| evel. This keeps the focus on establishing or inproving procedures,
or addi ng support resources (people, automation, communication
networks, etc.) . "If there is an inversion of priorities at the
command level, it will wash through a unit..." Gen Meyer, p. 109

3) Using a disproportionate amount of the available tinme. The staff
must allow the units enough tinme for planning and executing, but the
staff al so needs enough tinme to consolidate responses to
requirements, clarify issues, or resolve discrepancies. "Followthe
1/3- 2/3 rule in order to give your subordi nates naxi mum preparation
tinme." The Battalion Commander's Handbook, p. 37

4) Not thinking: "The principal casualties of the in-box nentality are
creative thinking, innovative application and reasoned di scourse. The
assunption that sonmeone out there is doing the thinking and witing is
not necessarily correct since subordinates tend to follow | eaders
priorities and enmphasis." Gen Meyer, p. 111

n

5) "Dropping dines." "Dropping dinmes" routinely, especially during
command and staff neetings, interferes with the staff channel and

| essens its effectiveness. Wien commanders or staff do this, they are
actually saying that they are ineffective and cannot make the staff
channel work. The hi gher commander can assist in making channels
effective. Inadequate staff support or unit responsiveness needs to be
addressed and corrected, but professionally. "Don't 'drop dines' on

hi gher headquarters staff during conmand and staff neetings with your
boss." The Battalion Commander's Handbook, p. 41

6) Pointing fingers. "Do not point fingers unless you are absolutely
sure you are correct. First reports rarely check out to be entirely
true." The Battalion Commander's Handbook, p. 41

What |ine and staff can do to prevent these m stakes is to put
thenselves in the other's place, try to maintain "bal ance" between
commanders, try to understand the other's perspectives and
priorities, and not do to others what you would not |ike to be done
to yourself. The focus needs to be that the units and staff are
responsive to and | ook after each other- to "cultivate teamwrk."
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3. The Senior Commander's |Influence on The Staff's
Ef fecti veness, and Line/ Staff Rel ati ons.

"The behavi or and attitudes of the senior commander are the governing
factors in staff-line relationships. If the senior comander consults
subordi nate commanders on inmportant matters, he sets an exanpl e that
will be followed by his staff officers. If he asks staff nmen whet her
t hey have consulted with subordinate |l evels, he encourages themto
consult. If he prefers, encourages, and rewards cooperation with
subordi nate units, his staff officers will behave accordi ngly. When
the commander takes a staff report and uses it as a positive basis for
constructive discussion of subordinates' problens, he creates an
envi ronment which indicates to the staff that prior coordination with
| oner-1| evel commmanders would be wise. On the other hand, if he uses
his staff to apply pressure, he destroys any val uabl e rel ati onshi ps
that mght exist between staff and |ine subordinates.” DA Pam 600-15,
1968, p. 207

"The reason that we nust involve ourselves rather than direct our
staffs to address [training] conflictors is that many, if not nost,
conflictors originate fromw thin our own headquarters, ostensibly to
nmeet the commanders' needs as perceived by the staff." Gen Meyer, p.
123

"I'n developing a staff, the commander's goal is not so nuch the
transm ssion of know edge as the cultivation of teammork. This

i nvol ves training both staff and |ine subordinates to concentrate upon
sol ving nutual problens rather than protecting private jurisdictions.
The commander wants his officers to dispense with personal viewpoints
and learn to see problens in terns of the command as a whole." DA Pam
600-15, 1968, p. 208

"[ The objective is to obtain] through the command structure, results
whi ch enbody the skills and know edge that are nade avail abl e by the

staff system"™ DA Pam 600-15, 1968, p. 208. ". . . to develop
conpl enentary rather than duplicative capabilities..." Gen W ckham
p. 164

"The manner in which the commander controls the activities of his
staff, uses the information he gets fromit, organizes staff
services, and delegates authority to his staff officers sets the
patterns of work and attitude that govern staff effectiveness. This
is true whether the commander is devel oping a new staff, using staff
of ficers to supervise subordinate units, or creating staff teanms to
pl an future operations. Thus, a commander determ nes the quality of
his staff's performance. The evolution of an effective staff is
itself part of that process of organization devel opnent for which
skillful leadership is the essential ingredient." DA Pam 600-15,
1968, p. 208

"Aunit is areflection of its commander." FM 22-100, 1953, p. 62
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3 The S1 and Morale: "Mental Armor"*

Mor al e.

"Moral e does not remain constant but is always either increasing or
decreasing.” FM 22-100, 1953, p. 50

"Everything you do as a | eader affects norale in one way or another."
FM 22- 100, 1983, p. 229

"We foster norale by fostering the esprit, the spirit, of the group
t hrough gi ving them sonmething to be proud of, through creating

condi tions which bring pride in group efforts and group standards and
group achi evenents." DA Pam 22-1, 1948, p. 31

"I't is not nunbers or strength that bring victories in war. No, it is
when one side goes against the enenmy with the gods' gift of a stronger
nmoral e that their adversaries, as a rule, cannot w thstand them"
Xenophon: Speech to the Geek officers after the defeat of Cyrus at
Cunaxa, 401 BC, DWNQ p. 195

"Morale is to the naterial as four is to one." Napol eon, FM 22- 100,
1983, p. 229

"Readiness is inextricably tied to soldiers' norale and to sustaining
their famlies' strength.” Gen Wckham p. 59

The Staff Oficer's Role in Form ng Morale. "The staff officer, in
furnishing. . . assistance, plays alnost as vital a role in notivation
noral e, and | eadershi p as does the conmander." CGSC Special Text 22-
10, 1950, p. 83

The S1's Role in Assisting the Cormander in Forming Morale. Every
area of the S1 directly inpacts the norale, command climte, and

quality of life inthe unit. "In a short tour area, the Sl has a
crucial position in the battalion. Awards, finance, efficiency
reports, replacements, mail, and in/out processing are critical to

snoot h operations. A proactive S1, preferably a former conmander

will root out and solve problens." a short-tour battalion comrmander
"Just as the conmander gives quarterly training guidance, he can
assist the staff in inproving quality of life by providing quarterly
'caring guidance' and 'maintaining guidance. ' This gives focus and a
tracking system" LTC Neil Putz

"There is an iron | ogic between readiness and quality of life."
Secretary John Marsh, quoting Secretary of Defense WIliam Perry

*termused in What The Sol di er Thinks, Dec 1943, p. 1, in referring to
nor al e
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1. Recognition.

"Good norale conmes fromdoing well a worthwhile job and receiving
recognition for it." TGGS Special Text No. 1, 1949, p. 7

— "Experience and study have proven that people need neani ngf ul
wor k. " FM 22-100, 1983, p. 238

—"We need to be constantly in search of excellence and reward it."
Gen Wckham p. 121

Provi ding recognition is one of the nost inportant jobs of a | eader
because only that person speaks officially for the unit. Wen the
| eader recogni zes achi evenent or excellence, it is the entire
organi zation recogni zing and sharing in it. It takes time, but it
must be a high priority and the tinme nade for it.

"Even the npst independent anong us presents his work as a gift..."
David Keirsey and Marilyn Bates from Pl ease Understand Me, p. 129

However, the effectiveness of recognition is nmuch | essened if things
in the office are not fair, such as uneven work distribution, or
peopl e tolerated who are not pulling their fair share. And
recognition, if possible, should be in a formval ued by the

reci pient. The Myers-Briggs Type Indicator can provide insight on
this.

"[Qutstanding commanders in Wrld War 1] did not fail to recognize
outstanding results produced by their subordinates and to publicize
them as appropriate.” study quoted by Gen Cl arke, Reflections, p. 10

"Great people doing great things." Col Jerry Pickar, Brigade
Commander

The Tim ng of Recognition. The timng of recognition has a
significant inpact on its effectiveness for the nenber, the nenber's
famly, and the unit. "It is extrenely inportant for a nmenber to be
honored for individual excellence while still a part of the unit, as
well as for the unit to share in the achi evenent of one of its
menmbers." DA Pam 350-2, 1982, p. 3-1

Include Families. "A short, one-page note witten by the commander to
the soldier's spouse or parents, and sent with a Polaroid picture of
the award or pronotion cerenony nultiplies recognition ten-fold. It
says 'You did a great job and | want your family to knowit. '" a
short-tour battalion commander
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Ways To Provide Recognition (Honor).

1. Acknow edgment. "The sinplest and one of the nost val uabl e [ways
to bestow credit] is the personal recognition (froma respected

| eader) of a job well performed." TGGS Special Text No. 1, 1949, p.
14

"The person of average ability who is doing his or her best deserves
to be thanked often.” MG Perry Snith, article

"At each opportunity, you should praise themfor things they do that
support duty, cohesiveness, discipline, good training, and good

mai nt enance. " "Prai se, however, can be cheapened by overuse." FM 22-
100, 1983, p. 80. "Managenent by praise" or "MBP' al one wi thout
correcting to standards is not effective.

2. Attention. Nothing nmakes anyone think his job is inportant nore
than the leader's attention: "The inportance a nman attaches to his
job is often directly proportional to the leader's attention to and
interest in that job." FM 22-100, 1965, p. 33

3. Setting Standards. All sections can set tangi ble evidences of
standards net or exceeded, especially for sustained periods of tine.
"Setting nmeaningful records is a very useful notivational tool." MG
Perry Smith, Taking Charge, p. 210

4. Time Of. "Gve a 3-day pass to everyone if the unit passes the
annual general inspection. Gve a fourth day to any individual cited
as 'conmendable. '" FM 22-100, 1983, p. 223

5. Notes. Witten words |ast, and can create the sanme feeling over
and over again. Personal notes fromthe Commander (especially on
notes with the unit crest) can be very val ued.

6. Letters. "Wite a short letter- just a paragraph or two- to the
fam lies of soldiers regarding the soldiers' performance." FM 22-100,
1983, p. 224

7. Reviews. "Take your folks off site annually... .stretch m nds.

| eaders shoul d review the past year, drawing out the high and | ow
poi nts, and drawi ng | essons fromeach. Here is a great tine to
di ssect and cel ebrate, to take responsibility for nmuch of the failure
and to conplinment those responsible for the successes of the past
year." MG Perry Smith, article
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9. Awards.

FM 22- 100, 1983, pp. 222, 223:
"Awar ds synbolize a proud achi evenent."

"Use the established awards systemto the nmaxi num Arny and division
certificates, Arny achievenent and hi gher Arny nedals, letters of
comrendati on, driver and mechani ¢ badges, and safety awards."

"Devel op awards and ways of recogni zi ng good performance that
notivate the | arge group of average people who make up 90 percent of
your unit. "

"Create local unit certificates or awards, where appropriate, for
i ndividuals or units, such as 'Hawkeye award' for the antitank
gunners who neet an established standard."

"Present awards at a retreat, parade, or sone other appropriate unit
cerenony."

"Don't wait to recognize good soldiers until they PCS or ETS (use
letters, AAMs, imnpact awards, atta-boys, tine off, etc.)." The
Battal i on Commander's Handbook, p. 30

Awards need to be presented quickly, and al so before soldiers depart
fromthe unit. Causes of |ate subm ssions for awards can incl ude
supervi sors not knowi ng the system soldiers receiving sudden orders
for PCS, or supervisors not giving the preparation of an award a hi gh
enough priority. The S1 can help by providing a good, sinple SOP on
award preparation if the problemis |ack of know edge, and comranders
can provide priority.

The awards SOP nust exist, and it nust be good and make awards easy
for the preparer to submt. It should include how | ong each type of
award takes, when each is due, and have sanpl es. People nmust have the
SOP, and use it.

10. Cerenoni es. Cerenpnies are inportant. Awards and pronotions are
significant steps and the cerenony needs to reflect this. Cerenonies
say a lot to the person and about the unit- they nust be

prof essi onal, well-organized, done in the nost appropriate place,
meani ngful to the attendees, and phot ographed. The cerenony shoul d
denmonstrate how proud the unit is of the soldier's achievenent, and
how proud the unit is to share in the honor being given. "Pull as
much of the unit together as possible for cerenpnies."” Battalion
Commander

"A poor cerenpony is destructive to norale and is worse than not having
any cerenony at all. Take the tinme and effort to do themwell. The
effect on norale is worth it." Brigade Sl
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A System for Mnagi ng and Tracki ng End- of -Tour Awards. All nenbers of
the unit, including fanm ly nenbers, should be considered for
recognition before leaving the unit, and all receive appropriate
recognition. The initiating systemis a shared responsibility between
supervisors and the S1; the S1 is the primary tracker

1. Initiating Mechanism Wthin three working days of the notification
of assignnment instructions, the Sl prepares and forwards a one- page,
preprinted, fill-in-the blank "Projected Loss" nenp for the Battalion
Commander's signature. The nmenmo includes a fill-in-theblank second
endorsenent at the bottom After the Battalion Comrander

signs the nmenmp, the S1 sends it to the company who inturn sends it

to the soldier's supervisor. The supervisor fills outthe second
endorsenent with the award she plans to recomend thesoldier for, if
any, and the date she will forward the recomendationthrough the
conpany back to the S1.

2. Tracking Mechani sm

The Battalion S1

—sends the nmeno to the conpany.

—enters the soldier's name and the suspense date on the menmorandum
on the Wekly Status Report (WBR) .*

—nmonitors the suspense until the nmenorandumis returned fromthe
conpany with the I evel of award reconmmended.

—checks the status of the reconmended award weekly with the conpany
until the award recomendation is received.

—-logs in the award reconmendati on on the award | og and enters the
type of award recommended on the WSR

—provides a copy of the WSR to the conpani es weekly, and briefs it
at the command and staff neeting.

—tracks the processing of awards with the Brigade S1 until the
award is returned fromthe Brigade and to the conpany.

SAVPLE WEEKLY PRQJECTED LOSSES REPORT
(Part of Weekly Status Report to the Battalion Conmander)

LOSS MEMO FWD
RANK/ NAMVE TYPE DATE _

s EC SUPERVI SOR SUSPENSE AWARD STATUS

PCS 9412 940610 940624 VSM W TH BOARD
*The Weekly Status Report is an Sl report of key areas briefed to the
Battal i on Conmander at each command and staff neeting. Recomrended

areas to include are areas such as NCOERs and OERs due, gains and
| osses, projected | osses with award status, and personnel actions.
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Fill-1n-The-Bl ank Menorandumto Track Projected Losses for Award.

S:
MEMORANDUM FOR

SUBJECT: Notification of Projected Loss

1. The following individual is projected to depart your section:

RANK /  NAVE DATE OF LGSS TYPE OF LCSS

2. The soldier's supervisor nust initiate the follow ng actions:

a. Prepare evaluation report for soldier if applicable.
Supervisor nust turn in the report to the soldier's conpany NLT the
first day of the nonth following the ending nonth of the report.
(Supervi sors are encouraged to conplete reports and turn in as early
as possible.)

b. Ensure departing soldier conpletes evaluation reports for
hi s/ her subordi nates.

c. Prepare appropriate award.

d. Fill out endorsenent below and return to HQ
Battalion, ATTN: S1, NLT the above suspense date.
Encl Batt al i on Conmander
1st End
OFFI CE SYMBOL ACTI ON OFFI CER/ TEL #

COVPLETE MAI LI NG ADDRESS AND DATE

1. is submitted for award as shown:
LOM 90 days pri or SPACE BADGE

VSV 90 days prior OTHER OR NONE AND

ARCOV 60 days prior REASON VWHY

AAN 30 days prior

2. Soldier's projected departure date (including | eave) is

3. Award will be forwarded to your HQ on or about

S| GNATURE
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11. Public Affairs. Recognizing soldiers and units in publications
can contribute greatly to unit cohesion and esprit; strengthen

pur pose, vision, and comm tnent; provide Comrand | nformation; and
becone sources of good nmenories. "[The PAQ can hel p you recognize
soldiers.” SMA Richard Kidd.

"A good conmmand i nformation program makes good sol diers better
sol diers.” MSG Ron Hatcher, The NCO Journal, Spring 1991, p. 14

Parts and perspectives for a unit publication could include:

—A Conmand | nformati on nessage fromthe Conmander addressing key
topics, including the unit's goals and how the unit is nmeeting them

—-At least one itemfromor about each unit- focusing on soldiers and
fam |ies and what they are doing. This al so hel ps show how what
soldiers do fits into "the big picture.” "Build confidence and esprit
de corps by exploiting all information concerning successes of the
command. " FM 22-10, 1951, p. 23

—A special focus on one unit or part of a unit. This could include
command information fromthe | eader, and telling about the m ssion,
soldiers, their famlies, and activities. "Encourage junior soldiers
to be involved in publications. It is inportant to devel op esprit one
and two | evel s down, and this hel ps. Devel oping esprit at the conpany
and platoon level will also develop esprit at the battalion |evel."
LTC Davi d Reaney

—Action photographs. The photos that get the reader’s attention best
are photos with action or novenent in them Try not to use "grip and
grin" pictures, but save them they can make great al buns for going-
away gifts.

—Sonet hi ng hunorous- a cartoon or photo with a funny caption.
—Somet hing to think about, such as a significant quote.

It is inportant to use publications constructively and not to vent
frustration or lecture. This is not effective for it is disrespectfu

to soldiers, and, in order for thoughts to have inpact they nust go to
"the root level,” and tell "why," "how," or hit a thought froma new
sl ant or perspective. "How to nmaintain interest is to appeal to
curiosity or inject new thoughts and ideas into old subjects.”
Psychol ogy of Leadership, The Arnored School, Ft. Knox, KY, c. 1946,

p. 31, paraphrased

The positive, constructive focus is to enphasize the good things that
are being done. "[The Arny] can't exist w thout public understanding
and support; we can't fight w thout Sol di er understandi ng and support;
a commander cannot command wit hout a good public affairs effort." Gen
Meyer, p. 32
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12. Evaluation Reports. The S1 plays a key role in ensuring that the
eval uation systemin the unit is well-managed. Eval uations nust be
done well, be tinely and accurate, and counseling and conmuni cation
must clearly identify how standards can be nmet and exceeded. Units
nmust devote the time and effort for this system nuch depends on it.

The S1 should provide a copy of a current ORB to the rater and senior
rater for all CERs. This saves tinme in not having to ask for it, and
it is needed when reviewing the officer's background and assignnents
when recommendi ng assi gnments and potenti al

Not es on preparing reports. Good questions to ask yourself when doing
reports include:

1. "Does this person have a love affair going with his/her
organi zation?" M5 Perry Smth, Taking Charge, p. 187

2. "ls the unit better off because he or she was assi gned here?" CSM
Jimm e Spencer, AUSA News.

3. Does this person have the inner strength to sustain a unit at the
next hi gher grade?
A strong report shoul d:

1. Characterize the overall effectiveness of the performance and its
i mpact. The strongest statenent should go first and be unnistakable.
The best line is short and strong.

2. Address specific achievenents, and nost can be expressed
measur abl y.

3. Conclude with a short, strong statenent. The concl udi hg statenent
| eaves the final inpression for the report.

Qualified statenents can be nisinterpreted

"He did all assigned tasks well." The reader can interpret this to
mean that all the person did well was what he was assigned, and did
nothing wi thout being told to do it- no initiative.

"He was selected for this position because he was the best person
avail able." Does this nean they didn't really want the person but had
to take hin? The neani ng needs to be clear.

A person wites his or her report to a great extent: "I always used
to say, '"In order for me to wite a good report on your work, you
have to do sonething that | can wite about. '" Edward Scheffelin

30



13. Departure Gfts.

The departure of a nenber of the unit needs to be recognized, and
there are many ways- |uncheons, Hails and Farewells, etc.- and nost
involve giving a gift or menento as a synbol of the nenber's
contri buti on.

Ideal ly, departure gifts are personal, neaningful, useful,
i nexpensi ve, and standard. The intent is to recognize contributions,
and bring back good nenories for the person later.
Personal - witing nmakes a gift personal - either by handwiting or
engravi ng. A personal aspect is often nore neani ngful than anything
expensi ve- that soneone cared enough to take the tine to plan the
ift.

?nexpensive and useful. Inexpensive gifts can be useful and personal
Somet hing that can be used can remind of the unit and give recurring
pl easure. Sonme possible useful gifts:

—Engraved itens- desk clocks, desk itens, letter openers (nane
engraved on bl ade or handle), pen and pencil sets, baby cups

—Etched itenms- glass nugs, w ne gl asses, vases

—Books- books inscribed by nmenbers of the unit

—Addr ess book- with people's addresses witten in (reconmend pencil
for easy updating)

—Needl ework- with initials of maker

—Phot ogr aphs

—a single large framed photograph with a border signed by
everyone

—col | ages of photos

—Phot o al bum

—-with first page signed by everyone, but rest of the pages bl ank,
or

—filled with pictures of the unit- this is a particularly good
gift for commanders- and can include those "grip-and-grin" photos
that usually can't be used in the newspapers

Note 1: A gift does not have to be wapped to make it a gift. Tying a
ri bbon around it nakes it a present. The act of opening sonething
seal ed gives pleasure.

Note 2: Be sure to know the rules on gift-giving. Ethics counselors
and SJA can hel p here.

Note on farewell lunches. Potluck luncheons in the office area have
several advantages: they are usually | ess expensive than going to a
restaurant, the travel tinme is saved, they are nore relaxing, and the
food is often better since everyone does what they do best (hopefully)
. "Remenber, if you serve hot biscuits, a man always thinks he's had a
good neal ." LTC Jack Bar ber
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Ceremony Checklist for a Conpany Award Cerenony for which a Unit has
Invited the Battalion Commander to Present the Award.

Battalion S1 Responsibilities:
Get orders
Get certificate
Put award certificate and copy of orders in green binder (with
the plastic taken out so there is no reflection fromthe camera
flash)
ohtain and prepare nmedal (put small black clip on so it is easy
to pin on)
Check arrangenents nade by conpany
Notify Battalion Commander when all is ready
Read orders when requested (and practice reading, especially
the nanme. It is very helpful to copy the citation, and then
hi ghl i ght what the reader will read)
Retrieve nedal if award is not the first award

Conpany Responsibilities:

Schedul e | ocation

Deternine and di ssemi nate information regarding:
Time and | ocation of cerenony
Attendees (relatives, VIPs, high-ranking officers/NCCs)
Uni form

Arrange for photographs*

Set up location

Arrange for and set up refreshments**

Return roomto original or agreed condition

Fol |l ow-up on and distribute pictures

Ask soldier to fill out and sign Hometown News Rel ease Form

*Phot ographs are inportant. Very helpful is for the conpany and the
Sl to keep on hand an energency canera with extra film batteries,
and fl ashes.

**Ref reshments signify that the cerenony is inportant: "To really
make a cerenony special have honmermade refreshnents, a personalized

cake, punch, coffee, a white tablecloth, and flowers." CPT (LTQ
Rachel Shive

The S1 does all of the above for any cerenonies that the S1 sets up.

The S1 has overall responsibility to ensure that any cerenony that
i nvol ves t he Conmmander goes well, including checking that each

unit/activity acconplishes its responsibilities. The S1 al so checks
on any requirenments for cerenonies to which the Commander is invited
as a spectator.
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Sanpl e Reception Pl anni ng Checkli st.

"Rem nders for Planning a Reception.

A. Event
(1} Host
(2) Guest of Honor
(3} Date, tinme, and place
(4) Dr ess

B. CGuests

(1} Guest |i st
(2} Mail invitations 3-5 weeks in advance
(3) Keep working list of acceptances and regrets W I
(4} any of the guests require special attention

(handi capped persons, dignitaries to be net, etc.)

C. Location/Arrangenents

(1) Menu

(2) Nunber of bars and tenders

(3) Ensur e nonal cohol i c beverages are avail abl e
{4) Coat / hat check

(5) Nanme tags

(6) Pl ace cards

(7) Podi um and mi cr ophone

(8) Seating (if appropriate)

{9) Li ghting at appropriate |evel
(10) Parking facilities

D. M scel |l aneous

(1} Fl ags

(2) Decorations (flowers, potted plants)
(3) Musi ¢ (check acoustics)

(4) Phot ogr apher (briefed beforehand)
(5} Receiving |ine

(a) In formmenbers of order beforehand
(b) Carpet runner

(c) Set-up table near for.. .nenbers' beverages
(6) _ Sequence of events (speeches, presentations, toasts)
(7) Aides. Oten it is helpful to have junior officers and

spouses ai d i n nanni ng check-in tables, directing guests, etc.”
DA Pam 600-60, 1989, p. 54

Note: "In reading for cerenonies, or for any type of public reading,
al ways take three deep breaths before beginning to read, and al ways
read slower than you think you need to. You always read faster than
you think in these situations.” CPT (Col) M chael Stafford
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Recognition for the Support Staff and Units- the "Silent Service." The
noral e of the support staff needs attention, for support, when done

well, is invisible. "The nore efficient [the Arny], the better its
organi zati on, techni que, and deploynent, the nore nearly it is
invisible..." Gen Marshall, SS&S, p. 22. Support people too often get

attention only when things go wong.

"Publicly recognize and award your unsung heroes (nechanics, PCL
handl ers, cooks, nortarnmen, commo guys, clerks, staff, medics,
drivers)." The Battalion Commander's Handbook, p. 30

"Whil e service in the conmuni cations zone usually entails |ess
hardshi p and danger than is encountered in the conbat zone,

[l eadership] is still necessary. The troops lack the incentive of
combat service. The commander does not have the advantage of unit
identification with its attendant history and background." FM 22-10,
1951, pp. 45,46

"Observe and thank invisible people. There are lots of fine people
doi ng great work who sel dom get thanks because they are invisible.
They' re working so quietly and so conpetently that they are often not
even noticed by the leader. Try to | ook past those who fight hard for
time with you." Mc Perry Smith, article

However, the goal of the support staff should be that the support is
i nvi si bl e. Those supported need to be so sure of their support that
they don't have to think about it and can concentrate on their

duti es. The support staff can take pride in how efficiently and
effectively they provide this support, and goals and standards with
recognition for achieving standards hel p here. But still, an
occasional visit or note recognizing good work is greatly

appreci ated- and probably nore by the support staff than by anyone
el se- and it pays dividends. For the | eader to think a person's work
matters is inportant, and the npost effective way to show this is by
how t he | eader spends tine. The support staff needs to feel part of
the team and to know how what they do contributes. Visits to the
wor kpl ace- especially with the Conmand Sergeant Major- can be very
hel pful .

"How can you nake the jobs of your mechani cs neani ngful ? They often
work |l ong and hard wi thout recognition. Sit down with them once a
mont h. Learn their perceptions- the |ogjans to effective naintenance
t hat they know about. Get their ideas on solutions to problens.
Devel op an awards programthat recognizes all good mechanics, not just
the best. The conditions under which nechanics work can often cause
low norale if the mechanics are not well |ed. Keep a close eye on
their norale. Show them appreciation. Recognize their good work. G ve
badges and awards to all of the maintenance peopl e- nmechanics,
arnorers, conmuni cations people, chenical people, drivers, and others
who are doing a good job of naintenance. Make their jobs chall enging,
meani ngful, and rewarding in every possible way." FM 22-100, 1983, p.
274
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2. Esprit de Corps and Unit History.

The inportance of history and esprit:
"All units have histories..." DA Pam 350-2, 1982, p. 6-1

"Everything that the unit does contributes to the story that conposes
its history." TGGS Special Text No. 1, 1949, p. 43

"[Unit histories should include the] origin of the unit,
participation in battles and significant results, major
acconpl i shnments, heroes and their achi evenents, devel opnent of
custons and traditions."” DA Pam 350-2, 1982, p. 6-1, extracted

"Esprit de corps evolves fromseveral specific attitudes; first, pride
in present acconplishnents and efficiency of the unit; second, pride

i n past acconplishnents, traditions, rituals, and heroic actions of
former nenbers; and third, confidence and determ nation that the
future will contribute to the unit's prestige." TGGS Special Text No.

1, 1949, pp. 37,38

"It has been proved that pride in the unit was the outstanding
mani f estati on of good norale in Wrld War I1." FM 22-10, 1951, p. 8

"Aunit with a high esprit de corps can acconplish its mssion in
spite of seem ngly insurnmountable odds." FM 22-10, 1951, p. 8

"The acquired reputation of any single legion will both nmake an

i npression on the others and even on the eneny. Such a body w ||l
regard their reputation as a tradition and will always be noved by a
desire to surpass that of any other." "The reputation of an

organi zation becones personal..." Mrshal de Saxe, 1732, Reveries, p.
223

"The hi gher comander has a definite role in the formation of the
small unit's esprit. Wiile the unit borrows a little of his prestige.

he must be willing to recognize its pride as a separate
organi zation, with alife and feeling of its own. He nust be quick to
complinment it upon those duties which, when perfornmed well, are

reflected in the nore efficient performance of the |arger

organi zation. If this praise is not forthcomng, it is your
responsibility to rem nd the higher commander of his obligation." TGGS
Speci al Text No. 1, 1949, p. 43. (Commanders of support units can al so
do this.)

Mascots and Esprit: During the Gvil War the 8th Wsconsin Infantry
Regi nent's mascot was an eagle naned Od Abe. "He was in thirty-six
battles, wounded in two, and a Confederate general offered a reward
for him dead or alive. Hi s |likeness now forns a part of the
shoul der- sl eeve insignia of the 101st Airborne Division, which also
came from Wsconsin." FM 21-13, 1952, p. 64
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Ways the S1 can support unit history and esprit.

Conmon area roons:

"Day and recreation roons are good places to enphasize the historical
background of the organi zation, and to publicize former nenbers who
have won decorations or fane." TGGS Special Text No. 1, 1949, pp.
42, 43

"Phot ographs, relics, trophies, flags, souvenirs, and scrap books are
all tangible reninders of the past and the forner effectiveness of the
unit." TGGES Special Text No. 1, 1949, p. 43

"An effective as well as highly decorative frieze m ght be nade out
of the nanmes of the battles and canpaigns in which the unit has
participated..." TGGS Special Text No. 1, 1949, p. 43

An article or group of articles can be nounted and framed.

"The 704th Mlitary Intelligence Brigade had the nanmes of every
sol di er who deployed to Desert Shield/ Desert Storm engraved on a

pl ague and nmounted on the wall outside the Brigade Commander's office.
Everyone who cones in the Command Group stops and | ooks at it." Ann
Kepler. "Unless we preserve our history it can get lost." BGWI m
Vaught

Menorabilia. "[At unit dinners] the back of the nenu provides an
effective place for a souvenir roster of all the [nmenbers] present in
the organi zation at that tine." TGGS Special Text No. 1, 1949, p. 43

Unit photos. Arrange for unit photos, and keep a copy at the unit in
bi nders or scrapbooks.

A history file of nenbers. "Small units could begin to develop a
history file of their own noteworthy past nenbers and acconplishnments
for present nmenbers to read. For exanple, it would be enhancing for
pl at oon nmenbers to know that the platoon was once led by a. . . Patton
Ei senhower or that sone highly decorated soldier such as Audi e Mirphy
was once a nenber." DA Pam 350-2, 1982, p. 6-2. Starting places to

| ook for past unit records are the National Personnel Records Center
and the Center for Mlitary History.

Keep pictures of Commanders, CSMs, and the chain of command, with
t heir command phil osophy letters in binders or scrapbooks. Save the
chai n of command photos, including the Commander-in-Chief. Over tine

this book will beconme increasingly interesting, and sone of the
menbers wi |l have made significant achi evenents.

"New organi zations. . .nust make their own history, their own
traditions..." Gen Marshall, SS&S, p. 207
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3. I'n and Out processing.

"The reception and integration program of a unit is so crucial; it

plays an inportant role in deternining the beliefs and val ues that
the new sol di er devel ops." FM 22-100, 1983, p. 81

The conpl ete process of in and outprocessing often needs to be

exam ned thoroughly, for this can be a very frustrating tine for
peopl e. But once through it, too often people forget the problens they
had and let themrecur for others. This perpetuates a | arge waste of
time and energy, and causes aggravation. Really | ooking deep into the
system taking the time one tine to find out what is required at each
step- can pay enornous dividends.

One solution is for each activity to prepare an information sheet of
their in and outprocessing requirenments, and then each supported unit
consolidates this information, adds their own requirenents, and
provi des the incom ng person with good information.

"Ensure feedback nmechani sm for incom ng sol diers experiencing
difficulties.” The Battalion Commander's Handbook, p. 29

I nprocessing and orientation should include the follow ng areas:

1) Introduction to the unit. A new nenber of an organi zation should
be briefed on the unit, and the briefing should include
—"the unit's history and traditions.. .and activities, [and] how the
new soldier's duty assignnment is inportant to the unit and its
m ssion.” FM 22-101, 1985, p. 40
—the m ssion, vision, values, and goals

— how the mission fits in with the "world beyond" the unit.

A briefing with pictures of locations (and people too if possible)-or
at least a briefing book with pictures- is a good way to introduce the
person to the unit. To have prepared this shows that the soldiers in
the unit care enough- and are proud enough- of their unit to have nade
the effort to show what their unit is and does.
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2) Introduction to the | eaders in the chain of conmand. "The
battal i on commander nust brief incom ng personnel (at |east nonthly
in small groups, depending on turnover), brief with CSM" The
Battal i on Commander's Handbook, p. 29

One effective way to do this is to have a weekly breakfast with the
Battal i on Conmander and Command Sergeant Major. This tinme spent has
great payback- soldiers are wel comed, inpressions are given and
recei ved, and the Conmander sees and talks with the new soldiers in the
unit and gets direct feedback on programs such as sponsorship and
i nprocessi ng.
It is also effective to occasionally bring nmenbers of the staff to this
breakfast. It gives a very different and direct perception and feedback
on the inportance of effective sponsorship and inprocessing. It makes
t he prograns real
3) Hel pful guidance for soldiers. As a mnimm the section in the
unit responsible for in and outprocessing should provide:
—a list of what is required, and where to go. This includes
detailed instructions and maps, buil di ng nunbers, hours of operation
including the times the in or outprocessing can be done, infornation
on parking, etc.
— the sequence for in or outprocessing, for those areas that nust be
sequenti al
— what paperwork or docunents they nmust have at each step
—a survey formon which to note any probl ens they encountered.
—an inprocessing inbrief (with checklist) that will:
"-Explain all of the procedures for in-processing and the
schedul e for acconplishing them
— Expl ain the standards of conduct and the perfornmance expected
of the soldier in a new duty assi gnnent.
— Explain the unit's policies on | eaves and passes, duty rosters,
pronotions, and job perfornmance eval uati ons.
— Explain opportunities and facilities for personal and

pr of essi onal inprovenment and devel opnment. . . . spiritual needs,
conveni ences, and off-duty recreation.
—Inform . . of the functions and |ocations of assistance

agencies [especially to] resolve problens with personal affairs.
— Explain | ocal custonms and off-limts areas."
extracted fromFM 22-101, 1985, p. 40

This orientation briefing should include the problens sol diers and
fam |lies may encounter, and what to do about them The conpany

i nbrief should also include the unit policies, standards, and
standard operating procedures to include safety, energency/casualty
procedures, and security.

"Two of the best tinmes to get ideas and perceptions are when people
are coming into or leaving a unit. Really listening to a new soldier's
i deas hel ps the unit, and helps the soldier 'own' the unit. You can

al so get inportant perspectives by having nmonthly outbriefs with
soldiers.” LTC Neil Putz
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Sanpl e I n and CQut processi ng Feedback Survey Form

Dat e:
To: S1, ---- Battalion | nprocessing ----
Qut processi ng-----

1. Vhat problens did you encounter?

2. Does anything on our in or outprocessing instruction sheet need to
be changed? If known, what is the correct information?

3. What information did you need to be told that you weren't tol d?

4. \What paperwork did you need that you didn't have?

5. What paperwork did you have that you didn't need?

6. How were you treated during your in/outprocessing?

7. What woul d inprove our in/outprocessing procedures?

8. Ot her conmments.

Signature and unit

CF: Co, __ Battalion
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4. Effective Personnel Actions Management. An effective way to
manage personnel actions is not only to log and track actions, but to

t horoughly know and understand the system from the conpany through DA
for each type of action, including the routing of each type of action
and how | ong each step takes. Listed belowis an extract froma matrix
devel oped by the 704th M Brigade with assistance from Mac MCaul ey,

| NSCOM DCSPER

BDE CDR
ACTI ON REF CO BN BDE END MPD MACOM DA REMARKS
AS | AR 600- 200 X CF X/ SM
ADM N AR 635-200 X X X X CF/ PA X/ PA X GO end
DI SCHARGE
FSTE AR 614-30 X X X X CF/ SM X/ SM X MACOM

can approve if not on Al

CF- Copy Furni shed SM  Strength Managenent
PA- Personnel Actions MPD- Mlitary Personnel Division
End- endor senent &0 End- General Oficer endorsenent

Al - assignnent instructions
in "remarks" put who approves and other remarks

Standard tine at each step: conpany- 3 days; battalion- 3-5 days;
bri gade- 3-5 days; MACOM 10-15 days; PERSCOM- 15-60 days

Each recommendi ng or approving authority at each | evel bal ances the
needs of the Arny and the needs or desires of the soldier. "Put the
bottomline first. Wien making a recomendation your intent nust be
clear." LTC Linda Thonmpson. Trying to pass on a difficult decision to a
hi gher | evel undermi nes the unit and the position of the conmander.

The S1 thoroughly researches the regul ations for the Commander, and
al so will assist subordinate conmanders.

It is helpful to have all personnel actions acconpani ed by the copied
and highlighted extracts of the pertinent regulations. This
denmonstrates the rationale and thought process used in making
reconmendati ons, and commanders can revi ew t he gui dance in making

t heir reconmendation or deci sion.

The CSM shoul d review all actions in any way pertaining to or
affecting enlisted sol diers.

Though everyone in the chain of an action has responsibilities in
processi ng personnel actions and nust always fol | ow-up and nonitor
their progress, the person requesting a personnel action has the
primary responsibility- it is his or her life.
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5. Support From Ot her Organi zations.

"Know who supports you and how systens work." The Battalion Comander's
Handbook, p. 42. Al organizations are provided support by other

organi zations, such as personnel, finance, and nedical. This support

must be effective for the successful functioning of any unit, and needs
the attention of |leaders at all |evels. There are challenges in both
providing and receiving this support. A key factor in a successful
relationship, for both the supporting and supported unit, is to fully
understand the requirenents on both sides. Understanding what is
required, nonitoring its acconplishnment, and teammrk sol ves probl ens.

"Enpathize with the problens of supporting and supported units. Wrk
together at solving problens."” The Battalion Commander's Handbook, p.
42

Mai nt ai ni ng the necessary |evel of support during reductions is a
challenge. In order to maintain the | evel of service needed, processes
nmust be nade as efficient and effective as possible, and everyone nust
assi st in making the systens work- the individual soldier, squad

| eader, platoon sergeant, and the chain of command. Getting the right
people to the right places in the right nunbers and then taking care of
themis essential- and includes very inportant norale factors such as
pay, pronotion, and mail.

As an exanpl e, the publishing of PCS orders is often a recurring
problem and one that easily lends itself to finger-pointing. It is
easy to say "It took 120 days to cut these orders!" when it may have
taken 3 days for the MLPO to cut the orders and 117 days for the
soldier to go and take his H 'V test. The MLPO the unit, and the
sol di er each have responsibilities that nust be acconplished in order
for orders to be cut in a tinely nmanner. The solution is for everyone to
understand the entire process and actively nmonitor the system At the
battalion level it is the S1's job to devel op an SOP and checkl i st
outlining the responsibilities at each level. "It's easy to point
fingers at the support assets [when conducting AARs], so | nmke every
attenpt to use exanples where the platoon has direct control. These

i ncl ude logistics reporting, crewlevel nmaintenance and di ssenination
of paragraph IV information to the platoon.” 1SG C. R Johnson

In order to provide the best support, units nust know and under st and
the units they support. To have and keep an understandi ng and vi si on of
what those units are doing helps to keep the focus on the need for the
support, and can make the supporting team or organi zation feel a part
of the acconplishnment of the supported units' mssion. This
under st andi ng can be started during inprocessing and increased by
visits to and fromthe supported units.
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6. Fam |ies: Readiness and Support.

"Qur successes are often made possible and our di sappoi ntnents
tol erabl e because of the support given us by our spouses." Gen Myer
p. 22

"Readiness is inextricably tied up to famly life." "The stronger the
famly, the stronger the Arny, because strong fanilies inprove our
conmbat readiness.” Gen Wckham pp. 139, 290

"The Arny is only as good as the soldiers who man it and the support
they receive fromtheir famlies." Gen Wckham pp. 220, 221

"One primary responsibility of a commander's husband or wife is to
keep the commander happy." a conmander's spouse

"My famly's gift to me continues to be their willingness to let ne
serve." Gen Wckham p. 259

"I took care of everything so that he could do his job." a Colonel 's
spouse

"A partnership exists between the Army and Arny Fam lies." "The basis
of this statement is the understanding that the Arnmy is an
institution, not an occupation. Menbers take an oath of service to the
nati on and Arny, rather than sinply accept a job. As an institution,
the Army has noral and ethical obligations to those who serve and
their famlies; they, correspondingly, have responsibilities to the
Arnmy. This relationship creates a partnership based on the constants of
human behavi or and our Anerican traditions that blend the

responsi bility of each individual for his/her own welfare and the
obligations of the society to its menbers." Gen Wckham pp. 310, 311

"Because people are the Arny's nost inportant resource, soldiers and
their famlies nust believe that their |eaders are ethical and
caring." Gen Wckham pp. 10,11

"W must care for one of our nbst precious resources- the children
and famlies of our soldiers."” Gen Wckham p. 290

"Qur children are not with us for very long. One night after having
been 'too busy' to go to ny 9-year-old daughter's recital | thought
"Half of her tinme with ne is gone. ' Fromthen on | took the tine to
go to her plays and recitals, and if | needed to went back to work
|ater. Take the time for your children's activities, and then go back
to the office if you need to." Col Ward Ni ckisch

"That special concert, that special anniversary, only cones once."
LTG Charl es Doni ny
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The Fam |y Support G oup. The famly support group (FSG is an
official part of the unit, "chaired" by conmanders thensel ves and
supported by the S1. An FSG can be particularly effective because it
creates a teamof mlitary nenbers and spouses.

"Fam |y support groups are informal networks of volunteers who enrich
family life on a continuing basis and provide assistance to fanilies
during unit deploynments." Gen Wckham p. 78

"Consi der encouraging the FSGto participate in any or all of the

followi ng activities: -Chain of concern tel ephone tree.

— Home wel conme visits. - Organi zed social activities..

— Organi zed | ocal tours. - \Wel cone home cel ebration sponsor

— Wl cone packet input. - Holiday party activities sponsor.

— Battalion newsletter input. -Newborn nothers assistance visits.

— Pot | uck dinners. -Loan closet for children's clothes.
— Single soldier dinners. -Organi zation Day activity sponsor."”

The Battal i on Conmmander's Handbook, p. 97, extracted

"[Wth any kind of a spouse's group the goal of a Battalion
Commander's spouse is to] Work WTH the G oup to Plan and Organi ze
What THEY want to do." USACGSC RB 22-2, 1983, p. 7

"The fam |y support group is a very helpful 'tool' for the comrander
and it can provide the unit extra 'caring. ' It should not be nade
into a chore." Battalion Commander

"Be conscious of the cost in tine and noney to your subordi nates when
you plan social events. Absentees will increase in direct proportion
to frequency." The Battalion Commander's Handbook, p. 65

"Keep the social side of the [unit] functioning all year |ong. -
do something socially once a quarter.

-Make it very inexpensive.

— Potlucks anytinme and parties around major holidays are effective.

— Consi der Organi zati on Day picnics.

— Consider visits to local field training sites for a fanily day
during field training exercises."

The Battalion Conmander's Handbook, p. 96

"Fam |lies share and provide a solid source of strength in the Arny.
In times of crisis one sees the strength of famlies shine forth."
Gen W ckham p. 359, paraphrased

"Concerned hearts and generous hands creatively joined can conpensate
for much in our special way of life, but they do need materi al
assi stance." Gen Meyer, p. 322

"You nust | ook well beyond the bare-bones of your relationships to
give themrichness, conpleteness, and neani ng." Gen Meyer, p. 208

"We recruit Soldiers, but we retain famlies!" Gen Meyer, p. 123
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7. Other S1 Areas.

The Chaplain. "The chaplain, like the artillery, is never held in
reserve." Gen Meyer, p. 4

"The chaplain has an inportant and positive role to play... " "Heis a
good nont hreatening information conduit fromthe boss down and the
troops up." The Battalion Commander's Handbook, p. 64

"The weather was so bad that | directed all Arny chaplains tO0 pray
for dry weather." Gen Patton, War As | Knew It, p. 184

"I't was noteworthy during Wrld War Il that church attendance anobng
enlisted personnel took a trenendous bound forward when it was seen
that their officers were present at church services. This provided
tremendous support to those chapl ai ns who were intent not only on
prai sing the Lord but on passing noral amrunition to all ranks so
that they would be better prepared for the ordeal ahead." The Arned
Forces O ficer, 1950, p. 24

"Chapl ai ns are bulwarks during tinmes of sustained effort. Qur Brigade
Chapl ain [ Maj or Steve Moon] was a pillar for soldiers and famlies
during Desert Shield/ Desert Storm" Col Jerry Pickar

The Medical Profession. "In your profession, life is an intinate thing
because by your hands you aid both in giving life and in repairing

br oken bodi es and minds. Your profession is built on the highest

i deal - that of caring for your fellow man. You know the value of life."
Gen Wckham p. 110

"Help to establish a bridge of understanding to the operational side
of the Arny- a bridge which will be strengthened by genui ne concern
and caring on your part, and by solid trust and confidence in your

skills on the part of our soldiers and their famlies." Gen Wckham
p. 110

Mail. "The frequency of letters is often nore inportant than the
I ength. Just receiving the envel ope gives pleasure." Postal Oficer

"Mail and distribution centers are necessary for the effective
functioning of every organi zation and nust be viewed as an inportant
part of the structure of any organization." SGM Li nda Boudy

"

"Carry sonme postage stanps."” O ficers' Manual, 1906, p. 253

* k%

"The S1 is involved with so many areas that affect soldiers that
there are al ways ways, if you just |ook, that you can make things
better for the unit." SFC(P) Al ma Pinckney



4 The Battalion XO Responsibilities and Rel ationships

The XO s primary responsibility is to support the Conmander, and the
XO s focus ranges fromensuring that daily requirenents are nmet to the
entire unit's mssion. He or she does this by working in four primary
rel ati onshi ps:

— From t he Commander:

— ensure that the commander's orders, m ssions, and instructions are
execut ed.

—ensure all requirenments are nmet, both internal and external

—act for the Conmmander as authorized, and in his or her absence.

— To the Commander:
— provi de support directly to the Commander.

— assi st the Conmander in creating and sustaining the conditions for
successful m ssion acconplishment.

—To the Battalion and the Staff:

— oversee all the nanagenent functions, systens, and processes
within the battalion, and the support relationships outside the
battalion.

—direct the staff in executing the Conmander's gui dance and
priorities, and develop the staff.

—teach and instill key perspectives and principles throughout the
battalion.

- To the Subordinate Unit Comranders: o
- know t he Conmander's intent and be ableexplain it.
- provide an alternate route to thel €ms. _
Commande @and their units' best

- provide an alternate place to discuss
pr ob Corrrrander) .

"An executive officer. . . .perfornms the sanme functions as those of a
chief of staff." FM 101-5, 1984, p. 2-11. "(And nore, because the XO
al so has responsibilities as the deputy commander.)" Battalion
Commander

"[ The position of the chief of staff] is so uniquely related to the
commander, to subordi nate commmanders, and to other staff officers that
the chief of staff frequently evolves or is assigned nunerous informal
roles not explicitly defined in official job descriptions. A chief of
staff may be organi zer of the headquarters, commander's 'l|leg man, '
center of communication to and fromthe commander, infornal
interpreter of the commander to subordinates, and informal advisor
both to the commander and to subordinate officers. In many instances,
these informal roles play a nore critical part in effective staff
functioning than the formal job requirenments.” DA Pam 600-15, 1968, p.
193
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1. Fromthe Commander. Executing the Commander's gui dance and i ntent
for mssion acconplishnent.

The Commander initiates action by either giving direction or approving
a plan, and the XO then sees to it that everything happens necessary
to carry out the mission. At a certain point for each m ssion or

requi rement the Conmander expects the XO to take over the details of
the execution fromhim If the Conmander does not del egate this he nust
do it hinself, to the detrinent of his |eading and externa
responsibilities. "The conmander relies- and, indeed, nust rely- upon
his Chief of Staff for prinmary supervision and nonitoring of staff
activities." Seventh Arnmy Command Process Study, Vol |V, 1967, p. 12.
"However, this does not nean that the commander does not check."
Battal i on Commander

In executing requirenments the XO breaks them down into their
conmponents, assigns mssions, and follows through to see that they
are done. This includes ensuring that both external and internal
requirenents are net, and that the Commander's policies, standards,
and instructions are carried out by subordinate units.

Ext ernal requirenents. The XO actively seeks out, organi zes, and
orchestrates all outside requirenments, especially hidden ones. \Ways
to identify external requirenments include:

—assi gned m ssions -goal s -suspenses
—t aski ngs -st andar ds -recurring requirenents
—inspections -obj ecti ves -internal controls

—assi stance visits

Al'l external requirenents nust be identified, net, and done well
Everything that conmes fromthe unit should reflect well on the unit.
"It only costs a nickel nore effort to make a first class product.
I nvest that nickel- you'll get a good return." Robert Laychak. The
Commander relies on the XOto protect himin this area- and to tel
hi m of anything that nmay bite him

The daily visit (or contact, if geographically separated) to the
hi gher HQ i s one the best ways to ensure external requirenents are
met. It not only facilitates the exchange of information, but also
hel ps make sure requirenments and suspenses are not nissed.

Internal requirenents. For internal requirenents, the XOis a

bul wark, and forceful in upholding and inplenenting the Conmander's
principles, ethics, standards, decisions, intent, and instructions
continually in every action, discussion, decision.

Acting for the Commander. The XO takes care of everything in the unit
that does not require the Commander's personal attention. The XO nust
under stand the Conmander's intent so as to be able to speak for him
and take action on his behalf. The XO approves actions when

aut hori zed, otherw se obtains the Commander's approval. The XO al so
presents matters that do require his attention in a way that mninizes
the time spent.
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The XO s Area of Responsibility Wthin The Battalion

External to the battalion

O her Bri gade Post '
1 I I I 1
' | (The XO and the staff

' _I ' Commander
Battalion
| |

Battalion | |  also direct the units
Commander* s on behal f of the Cdr)
Gui dance

| | | I I |

| | I I I |

HHC A Co B Co C Co XO CSwvV

I I I | I
kil
whi ch the XO | | | | |
is responsible for St af f
pl anni ng and (Though the S3 is often rated
i npl enentation. If by the Battalion Conmander)
he does not, then
the Cdr nust, to
the detrinment of
hi s external and
| eadership responsibilities.

conpanies ------------ battalion staff
(responsive to each other)

st af f
—inmplements Cdr's gui dance
—nonitors and corrects
—supports

XO al so assists the Cdr in
nmentoring the conmpany conmanders

*"Just as the conmander fornms one relationship with the XO and
another with the CSM so the XO and the CSM nust work cl osely
together." LTC Charles Beck. "Because the areas of the XO and CSM
overlap it is essential that they work closely together, focused in
the sanme direction. And when sonet hing needs to be devel oped, the XO
and CSM are the ones who will get it done." SGM Robert Rush
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2. To the Commander.

Advi sing the Commander. "The chief of staff is the commander's
principal staff assistant and adviser." FM 101-5, 1972, p. 3-4
—Keepi ng the Commander informed. The XO nust ensure that the
Commander is kept informed to include:
—information on higher HQ matters and interaction
—affairs with other units.
—weaknesses in the unit, internal and external.
—failures in conpliance with higher HQ s directives. "Reporting
bad news is non-negotiable- and without fear." LTC Neil Putz
—failures in battalion staff support to subordi nate units.
—any tinme anyone does, or asks to do, sonething illegal or not
| AWa regul ation.
—anyt hi ng good, or hunorous, the units or the staff does (the
Conmander needs to |laugh too) . "The nen in our Armmy are training and

working all day, and in their odd nonments are |aughing..." Gen
Mar shal |, SS&S, p. 99

—Provi di ng perspective. The XO nust give the Comrander- asked or
unasked- his best thought, unreserved input, best analysis and
f eedback on any proposed course of action or decision, and warned of
any possible pitfalls. To nmake the best decisions, the Commander needs
t he perspectives of key nenbers of the unit, especially fromthose
closest to the issue. "It is inportant to have many views." Battalion
Commander. Each subordi nate can provi de perspective not only fromhis
position in the unit, but also fromhis or her experience and
character. "Leaders nust deflect at |east sone of the bad gui dance
they get fromabove. It is being loyal to your boss and to the
institution you serve to tell the bosses when they are wearing no
clothes." MG Perry Snith, article

—Acting as a sounding board and confidant. Being an effective
soundi ng board and confidant can help the Commander clarify his
t houghts, and also infornms the XO of the Conmander's thoughts- of
vital inportance in executing the Commander's intent effectively.
"Nothing clarifies know edge |ike a free exchange of ideas..." Ms J.
F. C Fuller, WN p. 291

"Sharing the daily routine work burden is often not enough. The human
side of the commander requires attention, and the XO should be the one
to help." MAJ David MIles, Ordnance, Nov 1991, p. 36

"For some commanders, one of the nore inportant roles of a chief of
staff is that of confidant.” "As a commander talks to a chief of staff
about unit problens and the people involved in them he frequently
finds answers or fornul ates questions that clarify issues. Furthernore,
by listening, the chief of staff |earns how the conmander sees

probl ems, what matters are considered inportant, and what weight the
commander attaches to happeni ngs that affect the command. Wth this

i nformation, the chief of staff can better represent the commander."
DA Pam 600-15, 1968, p. 194
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Assi sting the Conmander in creating and sustaining the climte for
successful m ssion acconplishment.

Unit Cimte.

—Awar eness of problens. Because the XOis in such a centra
position in the unit and is usually nore approachable than the Cdr,
he needs the XOto be aware of conditions, climte, and potenti al
probl ens of the unit and the staff, for problens are best detected
and resolved early. Bringing these matters to his attention- either
for action or for awareness- is an inportant function of the XO

—Resol ving conflicts. "The conflicts between individual training
requi rements, conpany details and nission requirenents often lead to
internal quandaries that require arbitration by the XO [The
battalion commander] relies on his XOto know his priorities and to
make the right decision for the battalion." MAJ David M es,
Ordnance, Nov 1991, p. 35. The XO nust be sensitive to any
command/ staff conflict, defuse it early, and keep the focus between
line and staff on mutual responsiveness.

—Communi cation. The XO is responsible for the comrunication system
t hroughout the unit and to ensure that comrunication and coordi nation
takes place: "The chief of staff also helps to maintain continuity of
policy and conmuni cation. By making hinself available to subordinate
commanders and other staff officers, the chief of staff can add
substantially to the availability and consultative capacity of his
commander. Through him officers can learn when it is nost conveni ent
or nost auspicious to discuss a problemw th the commander. O they
may consult the chief of staff about policy matters because they want
to sanpl e the conmmander's thinking without bothering himdirectly." DA
Pam 600-15, 1968, p. 194

Assi sting in managi ng the Conmmander's time. The XO hel ps ensure that
the Cdr's tinme is used nost effectively, leads the staff's effort to
save the Commander's tinme, and hel ps ensure that everyone shares in
the Conmander's tine, for there is no substitute for the Cdr's
attention, interest, and interaction with the nenbers of the unit.

Unity of Command. The XO | eads the effort to ensure that al
authority flows fromthe Cdr only. The XO nmust be the strongest
supporter of the Cdr for his position, decisions, and the ethica
environment. A Cdr's position carries with it significant authority,
but sel ective conmpliance at any |evel underm nes both himand the
unit. The XO keeps the focus on that everyone must actively support
the person who is responsible for mssion acconplishnent, and help
t hat person get the nission, job, or task acconplished in the best
way and rmake the best decisions. "At every level in organizations,
there is only one source of authority. Al effort is directed toward
ensuring that orders and gui dance flow fromthe established
authority." FM 22-103, 1987, p. 52. The CSMis the other key player
inthis effort: "The XO and CSM nust be of 'One Mnd" with the
commander."” LTC Neil Putz
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3. To the Battalion and the Staff.

Overwat chi ng the managenent functions. "It is in the area of
managenent support to the commander that the XO can really make an
i npact." Battalion Commander

The XO overwat ches all battalion procedures and systens, both
internal and external. He or she:

—nmonitors the existing systens

— ensures that systens are both effective and efficient- "Does the
system serve us, or we it?" Gen Meyer, p. 89

— devel ops and i npl ements needed systens

— fine-tunes existing systens

—tests systenms, such as energency or casualty notification*

—ensures that all systens have standards
If sonething falls through, the XO | ooks at the systemto see if there
is a systemi c problem and then takes corrective action. The XO al so
analyzes if there is a resource problem but before going to the
Commander for nore resources, the XO (and the staff and subordinate
commanders) first answers the follow ng questions:

—Are there procedures that could be nade nore efficient?

—1ls there technol ogy that can be productively applied? "Wen you
combi ne technol ogies the result is much greater than the sum of the
parts. For exanpl e, conbining comunication and conputer technol ogy
has not only made the phone and word-processor nore effective, but
has changed the way we use both." Barry Snith

— What training could be conducted in order to acconplish the
m ssion nore effectively?

— Do people need to work harder, |onger, or sinply pay nore
attention to what they are doi ng?

*Note: In the event that sonmeone has been in an accident but is not
seriously injured, when notifying anyone of the accident precede the
acknow edgnment of the accident with the status of the person. Say,
"...is alright but he's been in an accident."” This spares the person
recei ving the phone call unnecessary al arm

Directing and devel oping the staff. "The | eader of a staff has to
persuade its nmenbers to sinultaneously nove in two contrary
directions. He has to ensure the intricate coordination necessary to
establish and maintain effective staff procedures and routines. He
must al so stinmulate the ideas and i nagi nati veness which are the life
of good staff work but which are often disturbing to routine."” DA Pam
600-15, 1968, pp. 194, 195

The XO instills the understanding and application of the principles of
staf fwork, and key perspectives, focus, and principles, and how to
apply them (see Appendi x B).
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4. The Battalion Commander's Responsibilities to the XO

For the Commmander to:

1) know what he wants.

2) comuni cate that clearly to the XO

3) give the XO enough authority to achieve the desired results, and
clearly communicate the XO s position in the battalion. Commanders

sustain their units through their own strength, and the XO nust hel p.
"The commuander is the final maintainer of standards. This takes effort
and can be taxing. If the commander makes the XO his 'alter ego,' the
XO shares this responsibility and can also effectively maintain
standards." Battalion XO

4) back the XO up. "As a battalion commander, | always watched to see
if the conpany commanders |istened to the XO, because if they weren't,
chances are they weren't listening to anyone else either.” LTC Charles
Beck

5) provide adequate resources to acconplish the m ssion

6) take care of the staff and assist in making the staff channe
effective. "Commanders at every |evel need to beconme 'heatshields. ""
Gen Meyer, p. 31

7) develop the relationship and foster an environnment of nutual
openness and trust.

"Leaders nmust take particular care in nurturing their relationships
with their deputies." MG Perry Snmith, Taking Charge, p. 154

"It is very inportant for the commander and the XO to understand each
other and to be able to talk freely. The payback in unit effectiveness
is worth the tine and effort the commander invests in this critica
relationship." Col Richard Yamanoto. "Only the battalion commander can
initiate this relationship.”" MAJ Bonita Qteri

8) train the XOto be a Battalion Commander. The responsibility of
command is so great- the acconplishnment of the unit's nission, the

wel | - bei ng and devel opnent of unit nenbers, and "to take all neasures
to ensure that soldiers and units are ready and able to fight." The XO
will very likely also be a battalion commander |ater. Since nost

sol diers belong to battalions, for their sake and for the sake of the
Arny this chain of devel opment nust be strong.

"A battalion commander is given a second-in-comand, who shoul d be
hi s understudy and not an adm ni strative hen broodi ng over the
headquarters eggs." McJ. F. C. Fuller, Generalship, p. 89
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5. The Commander and the XO Formng a Strong Rel ationship. To get
the m ssion done the Commander and the XO nust know each other well -
t he Commander mnust know the XO and his capabilities, and the XO nust
know t he Commander, the way he thinks, his intent, and what he wants
for the unit. "Between the commander and his chief of staff in a
division or larger unit there should be thorough nmutual respect,
under st andi ng, and confidence with no official secrets between them
Toget her they forma single dual personality, and the instructions
issuing fromthe chief of staff nust have the sanme wei ght and
authority as those of the commander hinself." Gen R dgway, Mlitary
Revi ew, Cct 1966, p. 48

When t he Commander and the XO work together well the Commander can go
and be where he is needed, knowing that his intent is being carried
out in his absence. "Bedell's unique capabilities as chief of staff
enabl ed Ei senhower to escape his headquarters and devote a greater
share of his tine to planning and travel in the field." Gen Bradley, A
Soldier's Story, p. 207

"Every day | look at the paperwork that cones in, toss it on the XO s
desk, and | eave the office and go see the battalion." LTC (LTGQ

Wl liam G Pagonis, Conmander, 10th Transportation Battalion. ("I
could work 24 hours a day and still not get everything done." NMAJ
(Col) David Lofgren, LTC Pagonis' XO

Ideally, the XO not only executes the Commander's orders, but

compl ements him "When General Pershing was given the command of the
Ameri can Expeditionary Force he selected for his chief of staff an
of ficer [ MG Janmes Harbord] in whom he sensed qualities he hinself

| acked. " paraphrased from Wst Point, by Thomas Flem ng, p. 298

When the Conmander and XO form an effective teamthe result is that

t he Commander has what al nost anmounts to an extension of hinmself, and
his effectiveness is greatly increased. "An XO who knows the
commander's intent and executes accordingly nore than doubl es the
commander's effectiveness." LTC Randy | nouye and other battalion
commanders. Not only is the full extent of another strong individual's
energy and effort channeled in the sane direction as the Commander, but
the whole is greater than the sumof the parts. "[The rel ati onship of
General Ei senhower to his Chief of Staff] had been fused into so nuch
an entity of command that it was difficult to tell where lke left off
and where Bedell Smith began." Gen Bradley, A Soldier's Story, p. 206

* k%

"The best neans of organizing the conmand of an army. . . is to:

1st. Gve the command to a man of tried bravery, bold in the fight
and of unshaken firmess in danger

2d. Assign as his chief of staff a man of high ability, of open and
faithful character, between whom and the conmander there nay be
perfect harnony." Jomini, The Art of War, p. 457
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5 Devel opi ng and Wor ki ng Towards Goal s

"Goal s can charge up people, can ignite the human spirit." M5 Perry
Snith, Taking Charge, p. 120

1. Devel oping Goals.

The nost inmportant aspect in achieving any goal is to envision the
end result desired. Then determ ne how to get there.

Vision. Vision plays a key role in focusing the unit and providi ng
direction. It is not only the |eader's guidepost, but also is
inmportant in involving the spirit and will- it captures the

i magi nati on and provides the focus for the future.

"Vision. . . is a personal concept of what the organization nust be
capabl e of doing by sone future point." "It can be an intuitive
sensing, a precise mssion, or a higher commander's intent for a
battl e or canpaign." FM 22-103, 1987, pp. 7,16

"What does the unit need to acconplish today, tonmorrow, or years from
now to achieve the desired result? How is the organi zati on devel oped
to achieve that capability?" FM 22-103, 1987, p. 7

"Have a vision." Gen Colin Powell, article

"Where there is no vision, the people perish." Proverbs: 29:18

"By conmuni cating vision to subordi nates the conmander provides
direction, purpose, and notivation to the unit and soldiers." FM 71-
100, 1990, p. 1-25, paraphrased

Identify the mission and vision. ldentify what is expected of the
unit- its mssion. Collect the docunents pertaining to the unit-
docunents that authorize the office or mssion- law, DOD Reg, AR, TOE,
TDA, witten directives, verbal orders, organization charts, policy
letters, agreenents, history, MJUs. Include docunments relating to the
unit's goals, priorities, short and | ong-term plans, prograns, budgets,
and structure. Look for what innovations are underway, and what

di vestitures are planned. Date each docunent and then keep them
together. A binder is a good way to do this. Helpful is to list the
docunents and add the list to the unit's SOP. "Leaders even at a | ower
| evel nust try to set sonme long-termgoals for their people and for the
organi zations that they | ead. People want to know where they are going
and in what priority. It is a cop-out to say, 'The long termis not ny
responsibility. '"" "It is the role of |eaders at every level to help
formand inplenent that vision." M5 Perry Smith, article
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The Need to Bal ance Continuity and Change. Every organi zation- unit,
section- regardl ess of size- needs a bal ance of continuity and
change. This perspective is key to establish vision and goals.

Gen W ckham

"Continuity and change are inportant in the life and vitality of any
organi zation." "We achieve a heal thy bal ance [by] nai ntaining
continuity and creating change." pp. 246,183

"Continuity is inportant to mninize turbulence that tears at the

foundation of the cohesiveness of a unit." "Continual fluctuations
and unnecessary changes endanger the overall integrity, the well-
being of the Arny." "The turbul ence down at the bottom of the pipe

from everybody changing plans is enornous." pp. 333,8

"Changes. . . are necessary if the Arny is to continue to grow and be
responsive to novenent in national objectives, the threat, technol ogy
and other realities. W nust have the vision to know whi ch changes are
needed and the courage to nmake them" p. 8

"[ Changes shoul d be] evolutionary, not revolutionary." p. 115

"Find the right bal ance between change and continuity in your
activity." p. 333

"Look at the turtle there [a little wooden turtle on his desk]. The
turtle gets ahead only when he sticks his neck out, but he al so noves
very slowy. Change cones slowy. But one needs to take risks, one
needs to be bold and creative." Gen Harold K Johnson, quoted by Gen
W ckham p. 343

"Often | eaders, especially inexperienced ones, nistakenly believe
that a new broom nmust sweep clean, that new directions and
initiatives are necessary, that tyranny is a substitute for teaching
and | eading. Most units do not need a new agenda; they require
catal ysts for excellence with current and evolving goals; and they
need teachers who really care for people.” p. 12

"Make only those essential changes which are inmediately required.”
"As a principle, nake changes slowy; but if you see something that is
very wrong or very broken, fix it fast." The Battalion Commander's
Handbook, pp. 6,7

Shortly after General Abranms becanme Chief of Staff of the Arny, the
Secretary of Defense asked hi mwhat he thought about all the new
directions being instituted. He answered, "M. Secretary, it's sort of
like an aircraft carrier. You folks. . . are up on the bridge, giving
orders of left rudder, right rudder, full ahead. The wind's blowing in
your faces and you're feeling full of yourselves. But all that's
really happening is that us poor folks in the hold are getting

seasi ck!" quoted by Gen Wckham p. 8



Setting CGoals.

"If an organi zation has a strategic vision which includes specific
goals and priorities developed in the | ong-range plan, day-to-day
deci sionnmaking is much nore likely to have real coherence." MG Perry
Snmith, Taking Charge, p. 120

"Goal setting is a critical part of |eadership; it sets the direction
for your unit. Wen you assunme a | eadership position, you and your
subordi nates should ensure that you have a set of clearly witten
goal s and policies which you all understand and support. Wen setting
goal s for your unit, remenber several key points:

— CGoal s should be realistic and attai nable.

— Goal s should lead to i nproved conbat readi ness.

— Subor di nates should be involved in the goal -setting process.

— Goal s shoul d be established, as a mninmum for training,
mai nt enance, discipline, norale, cohesion, and devel opnent of
subor di nat es.

— A program or set of policies should be devel oped to achi eve each
goal ." FM 22- 100, 1983, pp. 182,183

"Unit nmission and goals need to be firmy established in the
soldier's nmind so that he has no question about what the unit is
trying to acconplish. As each soldier accepts and conmits hinmself to
the m ssion and goals of the unit, cohesive teammork will develop."
FM 22-102, 1987, p. 20

I nvol vi ng subordinates in goal -setting:

"People are notivated to carry out a plan if they are part of the
pl anni ng process." FM 22-100, 1983, p. 231

"Have a goal-setting session with key leaders during the first 15
days, get everyone involved in setting goals and objectives." The
Battal i on Commander's Handbook, p. 7

"Have your subordinates participate in the planning of upcom ng
events." "By involving your subordinates in planning, you show that
you recogni ze their ability and appreciate them Recognition and
appreciation froma respected | eader are powerful notivating forces.
Your subordi nates contribute ideas to the plan, which gives thema
personal interest in seeing the plan succeed." FM 22-100, 1983, p.
232

"Your job in this questioning or brainstorm ng phase is to develop a
creative atnosphere that causes your subordinates to think and to
exercise their imgination and problemsolving skills. This, in
itself, is part of the process of devel oping the | eadership of your
subordi nates and preparing themfor nore responsibility.” FM 22- 100,

1983, p. 177
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Pur pose, Keeping Informed, and the "Bigger Picture." Soldiers need to
understand not only their unit's nission, but the Conmander's intent
at least two | evels higher, so they know how their unit or section
fits into the "big picture" and how success or failure of the unit
will inmpact "the world beyond" the unit. This understanding is
critical for notivation and for the "disciplined initiative" necessary
for battlefield success.

"There is a striking relationship between nen's feeling that they were
i nfornmed about their combat nission and the way they rate the teamwrk
of their conpany in actual battle."” What The Sol di er Thinks, Jul 1944,
p. 6

"If you understand the big picture, you are far nore likely to
under stand how i nportant your particular role is in causing that
vision to materialize." Gen Meyer, p. 52

"You need to devel op the habit now of thinking beyond the narrow
confines of your daily activity. As junior officers, you nust
under st and the commanders' intent at |east two echel ons higher so
that you know the tactical ends they seek." Gen Wckham p. 172

"The genius of this nation is not in the |least to be conpared with
that of the Prussians, Austrians, or French. You say to your soldiers,
"Do this, ' and he doeth it; but I amobliged to say 'This is the
reason why you ought to do that,' and then he does it." M5 Baron von
St euben (and forner aide-de-canp to Frederick the Great) in a letter
about Anerican soldiers during the American revolution, quoted by Gen
Meyer, p. 383

"American sol diers do best when they know why they are doing
somet hi ng. " "Knowi ng why gives one's actions and sacrifices neaning."
FM 22-103, 1987, p. 13

"Nothing irritates Anerican soldiers so much as to be left in the dark
regardi ng the reason for things." FM 21-50 p. 29, quoted in Wat The
Sol di er Thi nks, Jul 1944, pp. 6,7

"[ Purpose and understanding the larger view:

— focuses soldiers and units on the task....

—inparts a sense of priority and inportance for the tasks that nust
be acconplished. ..

—rel ates how success or failure of the organization will inpact on
the worl d beyond the unit....

— hel ps subordi nates judge what new tasks night [contribute]....

— enabl es subordinates to operate [in the absence of the |eaders]."”
FM 22-103, 1987, pp. 13,14

"Unity of action develops fromfullness of information." The Arned
Forces O ficer, 1950, p. 260

"Pur pose hel ps create loyalty." DA Pam 165-15, 1986, p. 3-1,
par aphr ased
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Standards. "Readiness. . . is really another word for standards." Gen
W ckham p. 44. "Standards have to be universal in the Arnmy. Sol diers
have to understand what the standards are and know that those
standards will be evenly applied."” Gen Meyer, p. 347

Every area must have standards and be neasured, and be vi ewed
positively: "The habit of always perform ng to standard is a power

packed habit."

"Standards nmust be realistic, but they nust stretch the capacities of
both the individual and the organization." Gen Wckham p. 91. "Use
the Arnmy standard as your base, then build on it."

Meeti ng standards gives soldiers the best chance for success and
survival on the battlefield: "Caring neans many things. It neans
maki ng sure soldiers get fed, get paid, and get a place to sleep at
night. But it also neans giving themsolid, realistic training and
assuring that high standards are ingrained. Sonetines, caring nmeans
not letting soldiers sleep at night." Gen Wckham p. 91

"You as a | eader have two responsibilities: first is to know the
standards; and second, to enforce the established standard."” FM 22-
100, 1990, p. 46

"You and your soldiers have only so nuch tine and energy; use this
time and energy to neet the standards in all areas." FM 22-100, 1990,
p. 36

“Mai ntai ning high standards requires persistent correction." LTG
Arthur Collins, Jr., LQFMI, p. 270

"If you wal k by a deficiency and say nothing, it becones the
standard." The Battalion Commander's Handbook, p. 16

"NCOs are willing to do al nost anything. Al they want to know is
what 's the standard, and then [if] the commander [will back them
up]." McWIliam Carter, 1st Infantry Division, Desert Storm TRADOC
Pam 525-100-4, (Draft), p. 30

"Men may conpl ain about being held to high standards of appearance,
training, discipline, and duty, but once attained, they will take
pride in themand look with a patronizing attitude at individuals and
units not up to their standard." DA Pam 22-1, 1948, p. 4

"Enforcing standards is not only right for the mission, but it also

benefits the nmenbers of the office by providing the best environment
in which soldiers and civilians can grow." LTC M chel e Cal houn
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Sanpl e System Program St andards and Met hods of Measurenent.

Exanpl es of standards:

FUNCTI ON STANDARD STATUS
(i nclude source of standard
such as DA, MACOM VOCO, etc.).

NCOERs DA Standard: 95%to DA within
60 days of ending date.

M LPO standard: 95% to M LPO
within 30 days of ending date.

Awar d - 100% of all departing soldiers
Recomrendat i ons consi dered for awards.
- 100% of all soldiers recomended
for appropriate recognition.*
- 95% of all awards initiated within

the time-frames specified by the
Commander .

*this does not necessarily nean
an award.

The G een, Anber, Red nethod:

Area G een Anber Red
(nmeets or exceeds (sat, but (bel ow st andar d)
st andar d) pr obl ens)
Assi gned 90%+ 8 0-8 9% 79% or | ess
strength (%
of
aut hori zed)
(standard
from MACOM

directive)

Recei ve and I ncom ng/ | nconmi ng/ | nconmi ng/
distribute outgoing nmail  outgoing nail out goi ng nai |
Pent agon nai | i's processed cannot be cannot be
(standard and ready for  processed processed within
from SOP) pi ckup by within 8-12 12- 24 hours of
customers /USPS  hours of receipt.

within 8 hours recejpt.
of receipt.
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SAMPLE PLANNI NG SHEET FOR VI SI ON, GOALS, OBJECTI VES
TASKS, STANDARDS, AND PRI ORI Tl ES

"1. Vision.

Personal | y devel op what
t he organi zation shoul d
| ook |ike at sonme future
poi nt . the mssionis
crucial in determning
this desired state.

2. Goals. Establish goals,
and agree on values with
the team Goals are al so
stated i n unmeasurabl e
ternms, but they are nore

f ocused.

3. bjectives.

Est abl i sh obj ecti ves,
with the active
participation of the
team bjectives are
stated in precise,
measur abl e terns.

4. Tasks. Concrete,
measur abl e events that
nmust occur.

5. Priority.* Establish a
priority for the tasks.
Since tine is precious,
establishing priorities
hel ps subordi nate

| eaders and conmanders
determ ne the order in

whi ch the tasks must be
acconpl i shed.

6. Execute. Follow up,
nmeasure, and check to see
i f the team understands
and is doing what is
required.”

The Unit

For a division, this

m ght be 'to be able to
deploy and fight in a
hostil e environnent for
a sustained period.'

St andar d

For exanple, 'The unit
nmust operate effectively
in a nucl ear environnent.'
Thi s establishes the
framewor k of the
commander 's intent.

"By the end of the next
training quarter, each
battalion will be able to
conduct defensive operations
under MOPP-1V conditions.'
The aim however, is to get
general ownership by the
entire team

"The next rifle qualification
for the division will occur
under MOPP-1V conditions.'

FM 22- 103, 1987, p. 91, extracted

* "Priorities set the sequence in which actions are to be

acconpl i shed. "
from bei ng done.

FM 22-103, 1987, p. 58,

and does not excuse anything
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Pl anni ng. "The better prepared you are, the better chance you
have at being successful." SMA Richard Kidd.

In planning, the best long-termgoals cone from deciding "Wat |egacy
do you wish to | eave behind you?" MG Perry Snmith, Taking Charge, p.
181

For the shorter-term "No coherent battle or canpaign is possible
without a lucid vision of how it should conclude." FM 22-103, 1987,
p. 8

Focus i n planning:

Plan on nore than one level of tine: for exanple, that of one's own
job, one's subordinates, and one's supervisor. The goal of planning
is to ensure that what is needed will be there when it is needed.

"The time included in a forecast can vary from nany years at nmjor
command |l evel to nonths at battalion level." FM 22-103, 1987, p. 30

"Orders which attenpt to regulate action too far in the future result
in frequent changes." FM 100-5, 1949, p. 28

"The commander conducts his planning to all ow subordi nates the time to
prepare for the next mssion." FM7-20, (Draft), p. 2-2. "The. . . staff
shoul d use no nore than one-third of the available time from m ssion
receipt to the start of m ssion execution, reserving two-thirds of
that tinme for subordinate elenents.” FM 71-100, 1990, p. 3-8

"Conmm tments of higher headquarters nmust be projected accurately and
sufficiently ahead of tine to pernit subordinates an opportunity to
pl an. Once fixed, this allocation should represent conmtnent of a
resource to the subordi nate command."” "The Sol di er needs to know t hat
his time is valuable and so regarded by his | eaders." Gen Meyer, pp.
24,58

Plan within the intent of higher commanders: "The battalion
comrander. . . . nust understand the intent of the brigade and division
commanders (two | evel s up) and nust ensure his intent is understood
at conpany and pl atoon |levels (two levels down)." FM 7-20, (Draft),
p. 2-3

Have a tactical focus: Wat will be needed to support the tactica
commanders and sol diers? "The key to maintaining a warti me
perspective is the ability to | ook beyond peaceti ne concerns." FM
100- 15, 1989, p. 4-0. "You must have a nental picture of the denands
of battle on | eaders and soldiers." FM 22-100, 1983, p. 2

And have alternate plans: "No plan survives contact with the eneny."
von Ml tke, quoted by Gen Meyer, p. 88
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Pl anni ng Techni ques. "Planning is as essential for success in
peacetime training as it is for conbat operations. Planning is usually
based on gui dance or a m ssion you receive fromyour |eader or higher
headquarters. Wth this guidance or m ssion, you can start planning
usi ng the backward pl anni ng process. First determ ne what the end

result. . .nmust be; then work backwards, step by step." "This process
will help you elimnate problens, organize tine, and identify details.
Backward planning is a skill, and |ike other skills, you can develop it

with practice. The steps in backward planning are-

— Determ ne the basics: what, how, and when.

—ldentify tasks you want to acconplish and establish a sequence for
t hem

— Devel op a schedul e to acconplish the tasks you have identifi ed.

Start with the last task to be acconplished and work back to the
present tine." FM 22-100, 1990, p. 47

FM 22- 100, 1983, pp. 179-181
"Determine all tasks."
"Set up a structure to acconplish all tasks."
"Al |l ocate resources."

"VWhen you receive a mssion ask: 1. Wat is the mssion? 2. Wat does
t he commander want to do- what is the intent? 3. Wat is the main
effort and who is going to do it? ldentifying who will execute the
main effort is critical, for it identifies who will get the main
support. This identifies priorities, including priority of resources.
This is extrenely inportant so that effort is not diffused, but
focused."™ SGM Robert Rush

"One does not plan and then try to nmake circunstances fit those
plans. One tries to make plans fit the circunstances."” Gen Patton
War As | Knew |It, p. 116

"Orders and instructions nust be issued in sufficient tinme to permt
subordi nates to prepare properly their respective plans and to issue
orders, and to pernmit units to nmake necessary preparations to carry
out orders." FM 101-5, 1950, p. 37

"Wthin the limtations inposed by higher authority he may organi ze
his staff and subordinate elenents in the manner he believes wll
best acconplish the m ssion of his unit." FM 22-100, 1961, p. 54

"NCCs found that the best way to understand the conmander's intent was
t hrough the bottom up rehearsal process. Bottomup rehearsal
facilitated fine tuning of basic plans and hel ped in the devel opnent
of contingency plans such as re-armng, chenical decontam nation, and
re-supply on the nove." TRADOC Pam 525-100-4, (Circulating Draft)
Desert Storm p. 8

Using tinelines is essential to achieving goals. "[W nust] nanage
change, instead of being managed by change."” Gen Meyer, p. 231
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Eval uate and Conpare the Resources Avail able and Needed. ldentify and
conpare the resources authorized and avail able, and identify
shortfalls between authorizations and on-hand or ordered (and note how
I ong things have been on order) . Does the unit have what it needs?
NOTE: Need is the key word- not want.

Tangi bl e: St at us Shortfalls

Peopl e
Peopl e's tinme, energy,
effort, and acconplishnents
- Trai ni ng conduct ed
- Witten goals
- St andar ds
- Admini stration -
systens and processes
- Document s*
- Mat eri el
- Equi prent **
- Suppli es
- Space

I nt angi bl e:

— Leadi ng- vision, direction
— Peopl e' s character,
norale, ability

—-Unit climte (somewhat
nmeasur abl e)

*Docunents because they capture and preserve thought, energy,
effort, policy, history, perspective, know edge, and wi sdom They
include witten explanations of systems, procedures, instructions,
SOPs, inspection reports, status reports, etc.

**Not es on equi pnent :
— Look at the cycle for replacing equipnment.

— Listen to the people who actually do the work- they nost often know
what would help themdo their jobs better. Then obtain the equi pnent,

or at least initiate the process, so it will eventually come. "Renenber
that al nost every weapon of war. . . requires a year to a year and a half
to manufacture.” "In other words, whatever your son and ny son is to
use to defend hinself and to defend us and the country, has to be
manufactured in time of peace." Gen Marshall, SS&S, p. 9

"The focus is not on what we want, but what we need." Col Stanley
Fos cue
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Maki ng the Plan to Achieve the Goals. Knowi ng where to go is critical,
but it is also necessary to make a plan to keep focused and on track.
"Having a good idea is only the point of departure." Gen Myer, p.
301. "Once the what is decided, the how always follows." Pearl S.
Buck, TVMDWL., p. 79

SAMPLE PLANNI NG WORKSHEET TO WORK TOWARDS GOALS

GOAL ACTION TO

BE TAKEN

TI MELI NE

| nprove tineliness of
NCCERs.

Exam ne system

find out why unit is
not meeting standard
and i nprove system

Exam ne now,
fix before
end of nonth.

Next MOC
wi ndow. Jun.

TDA needs updati ng. Subnmit input to

Resource Mgt Offi ce.

Equi pment  repl acement Submit in budget. Cet .
needs to be initiated Check with RMO for
for next FY. speci al budget

prograns to obtain

equi pnent .

End communi cati on system
that is no | onger needed
due to commruni cation by

Staff action with
ARSTAF. by Director

Get approved
the Arny Staff

by 15 Mar 94.

conmputers (divesting*).

*Divesting. Gowth and divestiture are both inportant for the
organi zation. Divesting is inportant: "The absence of a profit-
oriented performance systemin government makes it conceivabl e,
inevitable for a tine, that governnental organizations will live
beyond their useful lifetinmes." Gen Meyer, p. 87. "The conmander has to
periodically review all progranms and 'weed-out' those that are
unnecessary, or 'neld others together." LTC Neil Putz

i ndeed

In planning growmh and divestiture the focus nmust be to ensure that
the unit devel ops- and not necessarily gets bigger. The focus nust
be, and remain on, what is needed. This is inportant, for energy and
effort nmust not be wasted, and the energy and effort being put in
areas where it is no longer needed can be redirected where it is
needed. "Evolving," "reshaping," "divestiture," or "right-sizing" is
only the redirecting of energy. However: "Smaller does not
necessarily nean better. Better is better." LTG Theodore Stroup
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2. Working Towards Goal s.

Command and Control. "Control is the exercise of authority and is the
counterpart of command. " "Control refers to the supervision of the
operation while ensuring all systens and activities are synchroni zed."
FM 7-20, (Draft), p. 2-2

"Control... follows up a decision and mininizes deviation fromthe
commander's direction.”™ FM 7-72, 1987, p. 2-1

"[ The commander] gives direction by outlining procedures and issuing
orders that define the policies of the command. He establishes
coordi nati on by consistently insuring that all elenments of the
command are properly informed and functioni ng harnoni ously. He

mai ntai ns control of the program through inspections, reports, and
all phases of command supervision." FM 16-100, 1961, p. 17

Supervising. "Supervision is. . . keeping a grasp on the situation and
ensuring that plans and policies are inplenented properly." FM 22-
100, 1983, p. 205

"Every | eader, whether civilian or mlitary, actually maintains close
personal contact with only a small group, regardl ess of the nunber of
men ultimately controlled by him Inevitably, he nust depend upon that
small group in order to make his will known and to execute his
purpose." FM 22-10, 1951, pp. 2,3

"Throughout the war | deliberately avoided intervening in a

subordi nate's duties. Wen an officer perfornmed as | expected himto, |
gave hima free hand. Wen he hesitated, | tried to help him And when
he failed, | relieved him" Gen Bradley, A Soldier's Story, p. 20

"Two i nportant things you as a supervisor can do are to renove
obstacles that interfere with your subordinates' effectiveness, and
ensure that subordinates know that you are interested in their doing a
good job." LTC Janes Fow er. "You al so have to be avail able, be
perceived as willing to help, and follow through on the comm tnents
you make- large and small." Shirley Fow er

"The issuance of an order is the initial and relatively small part of
the commander's responsibility. His principal responsibility lies in
supervision to make sure that the order is properly executed." FM 22-
10, 1951, p. 13

"You give the orders of your superiors in your nane and with the
authority of your office. A commander shows weakness when he inplies
that he is giving orders because of pressure from above." FM 22-100,
1953, p. 24
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Conmmand Presence, Personal Observation, and the Leader's Position.
"There is always tinme [to visit subordinate commanders]; adm nistrative
work can be done at night. By day you belong with your troops." Gen

Ri dgway, Mlitary Review, COct 1966, p. 48

"There is. . .no substitute for personal reconnai ssance, nor any ot her
technique that in the long run will have half its value." "Once
formed, the habit of getting down to the roots of organization, of
seeing with one's own eyes what is taking place, of neasuring it

agai nst one's own scal e of val ues, of ordering such changes as are
needed, and of follow ng-through to nake certain that the changes are
made, becones the mainspring of all efficient command action.”" The
Arnmed Forces Officer, 1950, pp. 129, 130

"You nust spend tine with your units [and] know the real situation in
your subordinate units."” "An inspirational |eader nmakes the tinme to
get out with the troops and see the substance of a unit." FM 22-100,
1983, pp. 71, 70,237

"Commanders nust get down to conpany |level and deternine con flictors
as perceived there. Once identified, conflictors nust be tracked
upward to deterni ne where they originated and for what purpose."” Cen
Meyer, p. 123

"Get out of your office, 'command fromyour feet, not your seat. '"
The Battalion Commander's Handbook, p. 9

"I want to see your face at ny place." Elsie Noe

"Only you [the | eader] can provide appropriate priority by your
presence." The Battalion Conmander's Handbook, p. 53

"Position yourself so you can best control and help your unit." FM
22-100, 1983, p. 228. "The real reason why | succeeded in nmy own
campai gns i s because | was always on the spot."” Wellington, DVNQ p.
131

"Mseries seemlight to a soldier if the chief who i nposes hardships
on himalso volunteers to share them" Come De Segur, DWNQ p. 170

"After providing for the issuance of orders, the comander places
hi nsel f where he can best control the course of action and exert his
| eader shi p. When opportunity offers and when his presence at the
command post is not urgently required, he will visit his subordinate
commanders and his troops in order to inspire confidence and to
assure hinself that his orders are understood and properly execut ed.
During the decisive phases of battle, the place of the commander is
near the critical point of action." FM 100-5, 1949, p. 26

"Be at the critical point early."” The Battali on Commander's Handbook,
p. 33
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Bal anci ng Maki ng Changes and Keeping Steadfast. |In executing it is
necessary "to strike the bal ance between flexibility of m nd and
strength of will." Field Marshall Sir Wlliam Slim FM 22-100, 1983,
p. 172

"We nust | ook vigorously for the places where we nmust nake bol d
changes and for the places where little or no changes are needed." MG
James Monroe and LTC Fred Hart.

Vision. Vision, the end result desired, "is the reference point
agai nst which the. . . |eader measures progress." FM 22-103, 1987,
p. 8

Maki ng changes. Sonetines situations require changes fromthe plan to
acconplish the mssion: "A |leader is concerned with adapting the
organi zation to forces in the environnment." "A | eader continually
defines and redefines the organization 's role and purpose. " LTG
Kennet h Lew

"No rule of war is so absolute as to allow no exceptions..."
Napol eon, Maxins, p. 421

Keepi ng steadfast. "We have an extraordinary responsibility to
provide the kind of |eadership that. . .naintains steadfastness of
purpose..." Gen Wckham p. 189

"There are certain things in war of which the commander al one
conprehends the inportance. Nothing but his superior firmess and
ability can subdue and surmount all difficulties."” Napoleon, Mxins,
p. 427

"Vision, the ability to anticipate the course of future events, is
what keeps the Arny steady on the course..." Gen Wckham p. 183

Tim ng: "How do you influence ensuring that. . . change takes place?
You have to attack. . . when the paper is blank. The time you strike
hardest is. . . when there are a lot of people coming in with a lot of
bl ank sheets." "You influence people by being there at that point in
time when they are |l ooking for the idea and seeing that you have
someone there to plug that idea in." Gen Meyer, p. 328

Keeping inforned: "It was very obvious, very quickly that the nost
i nportant thing we could do to continue the success and the
monentum . . was to keep people inforned.” CSM Ri chard Cayton, 1st

Arnored Division, Desert Storm TRADOC Pam 525-100-4, (Coordination
Draft), p. 22

"Success gets to be a habit, like anything else a fell ow keeps on
doing." Charles Ingalls, These Happy Gol den Years, p. 3
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The Means to the Ends. "The noblest end is lost if the nmeans are not
worthy of it." Pearl S. Buck, My Several Wrlds, p. 248

"We nust elimnate the mnd set that produces such directives as '
don't care how you do it, just do it. ' Such an approach is the
opposite of that for which we nust strive." Gen Wckham pp. 280, 281

"Bei ng the backbone of the Arny neans having the 'backbone' to
recogni ze that sone things are 'O ficer Business, ' sone things are
" NCO Business, ' and sone things [bending or breaking the rules] are
' Nobody' s Business. '" MSG Jack D Ammto.

"Sol diers in cohesive, conbat-ready units take pride in successfully
acconplishing their mssions with honor. Violating the basic
principles of Arerican |ife and the rules of warfare while defending
themleads to tainted victory." FM 22-102, 1987, p. 7

"As an exanple, violating the rules of warfare regarding the
treatment of POM not only can lead to the strengthening of the
opponent's will, but also to corresponding treatnent of Anerican
PONs. " summarized from TC 22-9-2, 1986, p. 52

"The | eader nust be concerned not only with the quality of unit
achi evenents, but also with the process by which the achi evenents are
attai ned." DA Pam 350-2, 1982, p. 5-2

"[When soldiers of the 4-32 Arnor, 3AD began to take prisoners, the

Iraqi soldiers] started yelling and screanming at ny soldiers, 'don't
shoot us, don't shoot us,' and one of ny soldiers said, 'hey, we're

fromAnmerica, we don't shoot our prisoners. ' That sort of stuck with
me." 1SG Dennis DeMasters, 4th Battalion, 32d Arnor, 1st Brigade, 3rd
Arnored Division, Desert Storm TRADOC Pam 525-100-4, (Coordination

Draft), p. 26

Protecting Soldiers and Units. "Challenge harnful policies."” The
Battal i on Commander's Handbook, p. 41

"Mai ntain a sense of outrage. There are too many super cool nmanagers
who worry so nmuch about keepi ng the boss and hi gher headquarters happy
that they never allow thenselves to be outraged when the systemis
doi ng serious danage to the lives and the careers of those working for
them The best | eaders do get mad and, using controlled outrage, work
hard to put wong to right." M Perry Smith, article

"Don't make an issue out of uninportant itens, fight for big issues

but try not to fight for unw nnable issues unless principle demands
your involvenment." The Battalion Commander's Handbook, p. 41
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I nspecting and Eval uating. "Leaders can never stop inspecting and
teaching. It is our way of life, and it will save the |lives of our
soldiers.” Gen Wckham p. 47

"W nust reinforce. . .by checking that things we say are inportant are
perceived as being inportant. This is acconplished nost effectively by
the conmander. An inspection [provides] a solid base line from which
to build and reinforce the commander's articul ated focus."” Gen

W ckham p. 277

"A unit that does well only those things the boss checks will have
great difficulty." MG (LTG E. S. Leland, Conmander of the National
Training Center, WN p. 224

"The deep invol venent of commanders in the inspection of their units
results in increased readiness, inproved staff performance, a
strengt hened chain of conmmand, and i ncreased support to conpany
commanders." Gen Wckham p. 306, paraphrased

"Commanders nust anal yze all areas that need to be checked and deci de
how each will be checked. No commander should or has tinme to
personal |y check each area. He nust deci de what needs to be

enphasi zed; what needs to be checked through nultiple neans; what
areas others such as the XO and CSM shoul d check; and what areas the
commander wi Il personally check." Battalion Commander

"Let the unit tell you what they're doing well, then | ook at their
m ssion and nake sure they're doing what they're supposed to be
doing. Too often people are doing only what they are confortable
with." LTC David Reaney

"Ensure everyone responsible for a given area knows the standard and
knows what and how to inspect." The Battalion Commander's Handbook,
p. 25 (and include the standard and source on checklists)

CGen C arke, CGuidelines, p. 29: "TO INSPECT IS TO EMPHASI ZE. "

"To becone a good inspector requires. . . study, planning, and practice.
It requires study to be sure that he knows what is correct and what is
not correct in his field of responsibility. It requires planning to
prepare a schedul e of inspections in such a way that over a period of
time he has given the necessary attention to all aspects of his field
of responsibility. And then, it requires practice in order to notice
pronptly whether the inportant things are correct or incorrect."

"Most people find that a checklist is necessary. This insures that

i nportant things are not overl ooked, and assists the inspector.”
"There are inherent evils in the use of a checklist unless it has been
made out well. It does focus great attention to the itens |listed which
may cause other inportant things- which have been | eft off the
checklist- to be overl ooked."
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Eval uati ng/ Assessing. "Look at inspections and evaluations as 'tools
of the trade. '" SFC Lawr ence Kor dosky.

Ef fectiveness and Efficiency. In assessing, the difference between
ef fectiveness and efficiency needs to be clearly understood- they
must support each other but are not the sane.

"Ef fectiveness directs attention to results such as achieving
organi zati onal goals and acconplishing the mssion. Efficiency
addresses how wel |l the process was acconplished and is part of, but
does not necessarily address, the outcone." FM 22-103, 1987, p. 42

"Efficiency tends to address form Effectiveness suggests substance
or total outcone. Both are necessary to achi eve success." FM 22- 103,
1987, p. 42

Assessing: "Assessing things accurately and reliably is both an art
and a science." FM 22-103, 1987, p. 88

"Assessnent skills are inportant to [l eaders] because they provide
the capability to determne the condition of organizations and then
devel op strategies to respond to identified strengths and
shortcom ngs." FM 22-103, 1987, p. 34

"Properly fornmed assessnent skills ensure useful feedback that allows
the organization to be self-correcting and self-renewing." FM 22-103
1987, p. 34

"[ The purpose of assessnment is to]:

— Eval uate overall progress toward one or nore organi zati onal goals
(emergency depl oynent readi ness exercise).

— Evaluate the efficiency of a system (late [ NCOERs]).

— Eval uate the effectiveness of a system (tank gunnery scores).

— Conpare the relative efficiency or effectiveness of one segnment of
an organi zation with other segnents (SIDPERS tineliness rates of
conparabl e units).

— Conpare the behavior of individuals in the organization with
prescribed standards (physical training test scores).

— Eval uat e the adequacy of systens supporting the organization (CF
lines at zero bal ance)." FM 22-103, 1987, p. 88

"Types of assessnent are:
— Direct observation of process or system (recei pt processing tine).
Di rect observation of outcome (ML6 score).
Subj ecti ve eval uation by individual (nmorale of ny unit).
Subj ecti ve eval uati on by groups (ARTEP eval uati on).
Indirect or inferential (graffiti).
— Sel f-eval uati on (CER support form
Perception (questionnaire)." FM 22-103, 1987, p. 88
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Eval uati on Systens. "Valid evaluation systens and effective | eaders
require nmuch nore than statistics. They require ways to get beneath
the '"image' to the real substance of the unit- the true strengths and
weaknesses that influence effectiveness and the real |eadership causes
of those strengths and weaknesses." FM 22-100, 1983, p. 237

Per f or mance/ Results. "Concentrate on performnce as well as results.
The bottom |ine can be very deceptive. Leaders who don't concern

t hensel ves about the performance that leads to the results are making a
big mstake. What did it take to gain those great results is often the
key question.”" Mz Perry Smith, article

Competition. "Wien conpetitions, particularly in training, tend to
raise the norale of one unit and |lower that of five or six others, the
pur pose is obviously being defeated. At such tines, conpetitions to
attain a certain standard which all can reach, the conpetitive el enent
being tine or some other such factor, are helpful in giving all groups
a feeling of acconplishnment and at the same tine retaining the best

nor al e- bui l ding el enments of the conpetitive spirit." DA Pam 22-1

1948, p. 32

"Conpetition is nost effective in strengthening unit cohesi on when:

a. ojective rather than subjective criteria are used to eval uate
performance.

b. Success for one unit does not infer failure on the part of other
units.

c. Al units feel that they have gained by participating.

d. Competitors are independent of each other (i.e., distinct
operating entities) and not interdependent. For exanple, in conpany
conpetition, each platoon should conpete rather than teans formed by
m xi ng personnel from various platoons." DA Pam 350-2, 1982, p. 5-2

Statistics. "Avoid using statistics as a nmgjor nethod of eval uating
units and notivating subordinates." "lnproper use of statistics has a
devastating effect on trust, norale, and notivation." "Statistics
shoul d be used sparingly and carefully because they are only the
"mask' of a unit and they may present a false image. They are surface
i ndi cators or synptons that need to be checked further." FM 22-100,
1983, pp. 236, 237

Some Pitfalls in Evaluating and Assessi ng:

— Focusing. . . on only what is quantifiable- statistics, reports, and

dat a.
- Maki ng sinmplistic judgnents about the neaning of informtion.

— Overl ooking the inmportance of intangible factors that are
difficult to quantify but are vital in conbat.
— Al'l owi ng the neatness and regularity of managenent solutions to
give a deadly fal se sense of security.
— Not personally getting out and seeing [what is happening]." FM
22-103, 1987, p. 44
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Checklist for Preparing for
can be an effective way to prepare for
responsi bl e for the overal
checklist and prepares a |ist
and one sheet for

sheet for the staff,

I nspecti on.

of all

The G een, Amber, Red net hod
an inspection. The section

i nspection reviews the inspection

the areas to be inspected- one
each of the conpanies. This

ensures that every area is covered and also identifies those
responsi bl e for each area. Then every week during the comand and
staff nmeeting each section and conpany briefs the Battalion Commander

on the status of each area, progress nmade,

st at us:

The Green, Anber, Red Mt hod: *

Battali on Sheet:

Ar ea Gr een
S1
—Eval uati on
Reports X
—Per sonnel
Acti ons
-S| DPERS X
S2
etc.

Conpany Sheet :

G een
S1
—Eval uati on X
Reports
—Per sonnel
Acti ons X
S2
et c.
* & een
RFI but
i nspection
(RF 1)

Amber

Anber

Anmber

WIIl not be
will be ready
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Red

Red

Red
Ready for Not

ready wi thout
out si de hel p



3. The Climate in Which the Unit Acconplishes the M ssion

"Leaders do not notivate others; they create an environnent in which
peopl e notivate thensel ves." Robert Taylor and WIIiam Rosenbach,
Mlitary Leadership, pp. 1,2

The Climate at the Unit Level. "You as a commander. . .personally
create and regulate the climte for successful command." The Battalion
Commander' s Handbook, p. 85. The nission can be acconplished through
many net hods of | eadership, for even with poor |eadership soldiers

wi || persevere because of their own professionalismand dedication. But
it is the only through steadfast, ethical |eadership that sol diers and
units can reach their full capabilities and be nost effective.

The Effect of the Climte of Hi gher Leaders. Leaders at every |evel
create the environment in their units or sections, but they do this
within the environment set by the higher |eader, and this environnent
has either a positive or negative effect. If the higher conmander
creates a strong, ethical environment, it makes it easier for
subordinate | eaders to create and maintain their own section's
climate. This environnent al so nakes the unit nore successful, for it
creates energy. |If a senior |eader has not set a good environnent, any
subordi nate | eader can create it within his own unit or section, but
it takes nore energy and effort on his part- energy that should go to
nm ssi on acconpli shnent.

The Cimte of the Arny.

"Sol diers and units need continuity, stability, assurance of adequate
resources and inspired | eadership. Soldiers also yearn for a climte
of command where | eaders teach, where individual character can mature,
and where recogni zed achi evenent and tol erance for honest m stakes
foster personal and professional growth. Soldiers deserve standard-
bearers, | eaders who insist on and neet hi gh personal, ethical, and
prof essi onal standards of training, naintaining, caring, and |eading."
Gen W ckham p. 12

"We are working hard to nurture a climate of command in the Arny with

| eadership that cares, teaches, nmentors, and all ows people the
'freedomto grow so that they can mature and capitalize on their God-
given talents. . . . where young people can grow to the fullest of
their God-given talents, where young people can nake m stakes and
still survive." Gen Wckham pp. 256, 349

"[Units need] a command clinate where those who are |led feel that
they can grow because they are part of a |earning opportunity and
m stakes in learning are tolerated in order to capitalize on the
great potential of soldiers." Gen Wckham p. 287
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6 Managing: "A Key Part of Leadership”

"Appreciate all those details; they are. . . . the first step that |eads
to glory." Frederick the Great, WN p. 135

"Good managenent is one expression of effective conmand and
| eadership." FM 101-5, 1960, p. 4

"A key part of |eadership- at every level, fromplatoon | eader to
general - is the managenent of resources. Do not fool yourself- you' ve
got to have sonme managerial skills to be a great |eader."” Gen W ckham
p. 101

"Managenent is. . . the process of planning, organizing, coordinating,
directing, and controlling resources such as nen, material, tinme, and
nmoney to acconplish the organi zational mssion." FM 22-100, 1973, pp.
1-2,1-3

Renenber: "Time and one's earnest interest are necessary regardl ess of
met hod. " Gen Meyer, p. 103. And always renenber: "Never underestinate
the power of a single individual in a bureaucratic nmaze such as the
United States Arny." Gen Maxwel | Thurman, USACGSC RB 22-2, 1983, p. 64

The inmportance of good managenent:

1. Good managenent is critical to mission success: "A study of |arge
unit operations in the past shows that many failures initially
attributed to faulty strategical or tactical plans were, in reality,
caused by admi nistrative deficiencies."” FM 100-10, 1949, p. 1

2. CGood managenent is effective in conbat. "Adm nistrative discipline
is the index of conbat discipline. Any conmander who is unwilling or
unable to enforce adm nistrative discipline will be incapable of
enforcing conbat discipline." Gen Patton, War As | Knew It, p. 350

3. CGood managenent saves lives. "This was a lesson that | carried
forward with ne to the Gulf War. . . that bottomline attention to
detail could save lives." LTG Pagonis, Myving Muntains, p. 31

4. Good managenent increases |eaders' effectiveness. Wien a |leader is
effective, sone of that effectiveness is due to the staff. Though
everyone needs | eaders, |eaders al so need managers, for good
managenment supports | eaders and increases their effectiveness. "To get
anyt hi ng done you've got to have a good admi n support structure in

pl ace.” Mchelle A Davis

5. Soldiers need good managenent. "Wen admnistration and orders are
i nconsistent, the nen's spirits are low, and the officers exceedingly
angry." Chang Yu, fl. 1000, DVMNQ p. 225
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Sone essential nethods of managi ng:

1. Make lists and then work with the lists. "A pen is stronger than
the best nenory." anonynous

2. Look at the idea behind work. There are interesting ideas and
principles to be discovered and applied in all work. "Wenever
changes are proposed, nodern theories advanced, or surprising

devel opnents are brought to ny attention, | autonatically search for
the fundanental principle involved..." Gen Marshall, SS&S, p. 21. It
is very helpful to ook at the nore routine work this way, for these
areas often need work, and are areas that can nost benefit from

i nprovenent. Poorly managed systens can | ower noral e, but well -
managed systens can inprove norale- "The Sl really cares.”

3. Analyze systens and processes- wite down the steps of the systens
and processes, how |l ong each takes, and who is responsible for what.
"Systens nmust be verifiable." Darrell G af

4. ldentify points to signify problens early enough to be able to
react and fix the problemin tine to neet standards.

5. Establish feedback systens that ensure closure. "For exanmple, if
the commander sends you a note to do sonmething, after you have done
it, wite '"done' with your initials and date, and return the note to
the commander. This closes the loop." SGT Lucia Freire

6. Provide short information sheets or papers and SOPs by studying all
the parts of a requirenent, system or program and then identify and
extract only what is really essential that people at each | evel need
to know.

7. Work hard and get things done. "In all inportant matters, to

deliberate maturely, but to execute pronptly and vigorously. And not
to put things off until the Mdrrow which can be done, and require to
be done, today. Wthout an adherence to these rules, business never
will be well done, or done in an easy manner; but will always be in

arrear, with one thing treading upon the heels of another." George
Washi ngt on, Maxinms, p. 58
8. Work on nore than one level - i mediate requirenents nust be net,

but investing the time and effort to inprove the overall program nakes
the systemwork better, and then neeting inmedi ate requirements is
easier. "It's awmfully easy to be down anong the details. It's awfully
good to be a prisoner of the in-box and to deal with stuff that's
given to you. It's nmuch nore difficult to chanpion new ideas, to rise
above the fray, and to have a vision that carries a unit or an

organi zati on beyond the nearsi ghtedness of day-to-day life." "Rise
above it!" Gen Wckham p. 234

9. Record and pass on know edge, |essons |earned, and "how to."
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1. Managi ng Requirenments (Recurring and Non-Recurring).

Peopl e need to manage their work on several |evels, including the

i mredi ate, the short-term the long-term and the systemic. Unless

i mredi ate requirenents are acconplished, it can be difficult to get
the others done. It takes effort to get beyond the inmedi ate and
short-termrequirenments, but so often it is by dealing with the |ong-
termand the system c issues that the near-termrequirements can be
made nore efficient and effective. Studying and inproving work on all
|l evel s can take a large initial effort, but often only once, and then
many requirenents are nmade easier, for tinme and effort are saved
repeat edl y.

Every unit and every part of a unit nust have effective systens to
manage requirements- both recurring and non-recurring. Wthout
effectively managi ng requirenents, the unit is constantly reacting to
and being distracted by them and so they take nore tine than is
needed, to the detrinent of other responsibilities. The objective is
to have effective procedures to nanage requirenents so that they are
met fully, on time, and efficiently so that there is time for other

i nportant duties. "Establish an effective.. .control systemto insure
that appropriate and tinely action is taken on all nessages and
correspondence and that dead-line dates thereon are nmet." FM 101-5,
1950, p. 48

The managenent of recurring and non-recurring requirenents is
inportant to units for several reasons:

1. They are often extrenely inportant to individuals, such as their
efficiency reports.

2. They are often nmeasurable- which gives good or bad visibility to
the unit.

3. If not well-managed and the statistics |ook bad, they reflect
poorly on the higher HQ which makes matters even worse.

4. Managing these well gives the unit a good reputation and therefore
hel ps the Commander to operate froma position of strength. This
directly inpacts on his credibility and respect, and affects how he
interfaces with the higher HQ including his ability to get resources
for the unit.

5. Ohers need and depend on the input, and good input (garbage in
garbage out) . Decisions are nade on the basis of input (or lack of
input) . These are often opportunities to "make a difference" for the
better. "In every organization there are people who work quietly and
hard, making sure everything is on track and gets done, who help
peopl e, and who meke the system work. They don't answer 'Negative
input. ' The organi zati on depends on and needs to recogni ze them"
Sara Schroerl ucke
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Managi ng Requirenments and Suspenses. The unit and every section
within the unit nmust have a good suspense tracking systemto ensure
all requirements are nmet fully and on tine. "Effectively managi ng
requi rements and suspenses is critical to a unit's success and is a
unit indicator."” Battalion Comrander

It is not enough to nanage the requirenents that conme to the unit,
units nmust be active in making sure they know all their requirenents.
"If units don't do this, they are too often caught off guard by
unknown requirenents, and then nust scranble, or worse, nake the
subordinate units junp to neet these requirenents.” CPT Ray M| er

Hi gher HQ staffs can help their units by maintaining and di sseninating
a list of pending requirenents.

Suspense Managenent .

One Central Control Point. One section or person, with back-up, needs
to be responsible for the collection, assignnent, and consolidation of
suspenses and requirenents into one list. This section often receives
all the mail, tasks out the suspenses, and adds the suspenses to the
list. Anyone el se who receives a suspense or requirenent reports and
provides a copy of the suspense to this central point.
The Commander or XO needs to designate who:

—assigns incom ng suspenses to a section.

—assigns suspenses if the primary assigner doesn't know.

—can reassi gnh suspenses between sections.

—cah extend an internal suspense.

—can request an extension within the unit.

—canh request an extension outside the unit.

Suspense list. The central office should maintain and continually

di sseminate a master list of suspenses. A particularly effective way
to keep suspenses on track and minimze calling on themis to provide
this list to the staff and subordinate units before the weekly staff
nmeeting (give themenough tine to review and update it), and then
during the staff neeting pass it out and brief key points. This
facilitates passing infornation as well as the Commander's gui dance
and priorities.

Suspense management recommendati ons:

—Al ways al |l ow subordi nate units the maxi nrumtime possible to answer
requiremnents.

—If there is flexibility in choosing a suspense date between the end
or the beginning of a nonth, such as the choice between 31 May or 1
June, choose the end of the nonth. This fixes in the mnd the true
time-frame the suspense is really due- otherwise the mind tends to
think "June" instead of "May," even if the suspense is the first of
t he nont h.

—If it looks as if the unit may need an extension, ask early.

—Hel p the units. Send reninders by LAN, or during visits.
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Sanpl e Suspense Control Logs.

Battali on Suspense Log.

SUSPENSE FROM DATE ASSI| GNED
REC ' D TO DUE TO DATE DUE
Tr ai ni ng Bde S3 1 Apr 93 Bn S3 Bde S3/ 15 Apr
Seat s
Training Bn S3 Conpani es Bn S3/12 Apr
Seat s

HODA Suspense Control Log*

Correspondence Control Record File Listing 12 Apr 94
DUE SUBJECT CNTL# ACTN OFC ACTN OFCR/ TEL# STA
(1) (2) (3) (4) (5) (6)
920312 Arnmy Role in 920167 SWZB Doe LTC/ 55555 MEM

Strategi ¢ Defense

(1) Suspense date; date action is due.

(2) Subject of tasker

(3) Control Number.

(4) Action office to which tasker was assi ghed.
(5) Nane of action officer and tel ephone numnber.
(6) Status of action.

CMI. Comment. Provide comments or whatever is necessary to answer
t asker.

LTR Letter. Letter response is required.
MEM Menorandum Menorandum response i s required.

RAH. Readahead. Action required is to prepare a readahead for
princi pal being briefed in preparation for briefing.

RED. Redo. Action has been returned to action officer for corrections
or nodifications.

PSM Pl ease see nme. Action required is to nmeet with principal

etc.

*ODCSOPS Staff Action Guidelines, HQA, (Draft), pp. A 13,
A- 13A, A-13B, extracted
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Managi ng Recurring Requirenents.

Recurring Requirenents List.

1. Each section in the unit needs to nake, keep updated, and use a
l[ist of its recurring requirenments- meetings, reports, suspenses,
etc.

2. One section, such as the Battalion Sl1, needs to be responsible for
mai ntai ning and periodically updating a "master-list" of all the
recurring requirenents for the unit as a whole.

REQUI REMENT SOURCE OF DUE TO DUE DATE REMARKS
REQUI REMENT *

DAl LY

VEEKLY

Bl - MONTHLY

MONTHLY

QUARTERLY

SEM -
ANNUALLY

ANNUALLY redo files

OTHER

*AR, VOCO (verbal orders of the conmmandi ng officer), etc.
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Addi tional Duty Appointnments. Designate one section to keep a naster
list of all required duty appointnments, along with a xeroxed page of
the regulation or reference that requires the duty appointnent.

I ncl ude what grade level is required. This sinplifies identifying
what the requirenent is and will help in selecting the best

i ndi vidual to perform each duty.

DUTY APPO NTMENTS REQUI RED BY REGULATI ON

DUTY REG* M N GRADE RESPONSI BI LI TY NAME/ GRADE
REQUI RED ASSI GNED DUTY

DUTY APPO NTMENTS REQUI RED BY HI GHER HQ POLI CY

DUTY SOQURCE OF RESPONSI BI LI TY NAME/ GRADE
REQUI REMENT ASSI GNED DUTY

DUTY APPO NTMENTS REQUI RED BY VOCO**

DUTY SOURCE OF RESPONSI Bl LI TY NAME/ GRADE
REQUI REMENT ASSI GNED DUTY

*I ncl ude the specific paragraph requiring the duty appointmnent.

**VOCO verbal orders of the commandi ng officer

Not e: Canpai gns and Simlar Recurring Requirements. It can be very
hel pful to equitably divide and assign permanently to sections the
responsibility to adm nister recurring requirenments and campai gns such
as the Conbi ned Federal Canmpaign (CFC) and Arny Energency Relief (AER)
This provides continuity fromyear to year, hel ps each section be
responsive to the others, and reduces maneuvering to avoi d these kinds
of requirenments and conpl aints about fairness. It also can inprove
performance over tine, since records remain in one section, and
hopefully "l essons | earned" are passed on. An exanple is an annua
book drive sponsored by one unit, with the proceeds given to the
canpaign in the larger unit's nane.
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The Ethical Inplications of Managi ng Requirements and Recurring
Requi rement s.

Havi ng good systens and nanagi ng them well gives pride in neeting and

exceedi ng standards, pride in skill in preventing m stakes, and best
of all, in their infrequency. Good managenent can even give pride in

adm tting nistakes- as long as there are not too many.

Good managenent al so reduces the potential for ethical dilemms. An
exanple is a change of rater NCOER that is already |late to DA because
the rater changed three nonths ago and the change was not reported.
The tenptation can be to let the NCOER go until the annual is due
because of wanting to maintain the unit's good tineliness rate. But a
unit that has good systens and takes pride in its integrity will say
"we made a m stake, but have found where the systemfell through and
have taken action to prevent its recurrence."

Good managenent is even nore critical when a unit is under pressure
for not nmeeting standards. Effective procedures- systens to manage
requi rements and signal problens while there is still tinme to fix the
probl em then becone even nore inportant.

Sel ective conpliance regarding requirenents.

Sone people try to ignore requirenents in the hope that if they don't
answer, the requirenent will go away or that the person who is asking

will get tired of asking and quit. Sone people try not to answer a
requi rement unl ess soneone calls- "if they don't call, it wasn't
inportant."” This wastes tinme, and causes nuch unnecessary work and

frustration. When the person calls on the suspense, the unit is not
prepared and nust react, and this is inefficient and worse, disruptive
to the unit and often the subordinate units as well

Requi rements are nade for reasons, and Commanders need information
Suspenses are opportunities to nake things better, and i nput and

f eedback are both needed and appreciated. There is a procedure to
addr ess unnecessary requirenents- and it is everyone's duty to
identify these- as it is the duty of |eaders to speak up and shield
their units fromdunb requirenments. But to sinply not conply is

wWr ong.

The key is to have good, effective, and efficient systens for managi ng
requirenments, to keep lessons | earned and to rmake respondi ng as sinple
as possible. This is related to the managenent and keepi ng of

i nformati on and know edge- which is records managenent.

"Don't waste tinme trying to fight adm n requirenments. Just knock them
out and get back to your own agenda." LTC John C. Martin
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2. Managi ng Systems, Processes, and Prograns.

Peopl e nmanage prograns and systens, and the processes that nmake up
the systens. Systens need to be both effective and efficient.

Ef f ecti veness nmeans neeting what is needed. Efficiency nmeasures how
much it took to nmeet the goal, and how well these resources were
used.

The intent in managi ng systenms and processes is to devel op and

i npl enment needed systens, and maintain and fine-tune existing ones.
In order to do this effectively, everyone nust think "systemically,"
that is, in terns of the systemand the processes that make up the
system and how they formthe whol e- especially those who manage the
systens on a daily basis. "You need to understand the systemto be a
good manager." MAJ Randy Odom

An effective way to do this is to wite down what the requirenent is,
its source (AR, VOCO etc.), and the standards and goals and their
sources. Then wite down the system how it works, each step, what is
requi red at each step, how | ong each step should take; who has to do
what, when, and to whom to make the system work; and the points that
i ndi cate potential problenms while there is still tinme to fix the

pr obl em

SYSTEM

Requi rements directives (what requires the work)

Requirements identified (what has to be nanaged)

St andards and goal s (how well must be done)

Systemto nonitor statistics* (how and when reported)

Person(s) responsible designated (who will manage)

Hard copy list made (by responsi bl e person)

Li st reviewed, managed, maintained (set tinmes to check)

Key points identified to indicate potential problens (system such
as green neans "OK', anber neans "OK-m nus", or red neans "broken")
Problemidentified (systemthat shows problem Level of supervision
notified (by responsible person) Solution to problemidentified (by
manager or supervisor) Person designated to execute solution (system
mgr or supervisor) Problemresol ved (system manager or supervisor)
Lessons | earned recorded and shared (system manager)

*Establish a systemto nonitor the key statistics that indicate the
nmeeti ng of standards.

Investing the tine and effort one tine to identify, analyze, and wite
down the entire systemand its requirenents is the best way to "ride
this tiger," and then establish the policy, procedures, guidance, and
ai ds needed to manage and execute the requirenments. Then the foll ow
up, periodic evaluation of the system and adjustnent as needed is not
SO time-consum ng
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Sanpl e Tracking Report for a System Wekly NCOER/ OER Status Report.

NCOERS AND OERS PENDI NG AS OF 19 NOV 93

RANK/ NAME UNI T TYPE RPT/ RATED BATTALI OV M LPO RWKS
PERI CD SUSPENSE
1SG HOC ANL/ 9211- 9310 931115/ 931130 W RATER

NCCERS/ OERS OVERDUE FOR WEEK ENDI NG 19 NOV 93

RANK/ NAME UNI' T TYPE RPT/ RATED BATTALI OV M LPO RMKS
PERI CD SUSPENSE

CPT HOC ANL/921019- 931018 931103/931118 W SR*

SSC A CO COR/ 9301-9308 930915/ 930930 W SR* *

NCOERS/ OERS PROCESSED FOR WEEK ENDI NG 19 NOV 93

RANK/ NAME UNI T TYPE RPT/ RATED BN M LPO DATE FWD
PERI OD SUSPENSE TO M LPO
SSG B CO COR/ 9305- 9310 931115/ 931130 931128

UPCOM NG NCOERS/ CERS FOR THE MONTHS NOV-JAN

RANK/ NAME UNI'T TYPE RPT/ RATED BN M LPO MEMO TO
PERI OD SUSPENSE UNIT

MAJ C CO COR/ 930730-931118 931203/931218 930805

CPT HOC COR/ 930630-931118 931203/931218 930805

*LATE TO PSC
**Late to Ft. Benjam n Harrison/ HQDA

(ANL- Annual ; COR- Change of Rater; SR- senior rater)
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Devel opi ng Short Docunents That |ncrease Efficiency and

Ef fecti veness. O fices can inprove the effectiveness and efficiency of
their own office, supported activities, and other offices by studying
a system process, or program and then devel opi ng conci se gui des,

i nformati on papers, "One-Source Docunents," or "reply for users."

I ndi cations of the need for this is if the office receives the sane
guestion often, or the same problenms recur

The One- Source Docunent is one of the nost effective ways to support
subordi nate units in executing prograns because it focuses on
essentials, and everything is located in one easily referenced
docunent. Because it assists subordinate units it also assists the
hi gher HQ staff as well, for whatever hel ps subordinate units al so
hel ps the higher staff.

"There were many references required on the CIP checklist to be on
hand for the safety program No unit had themall, but they were

al ways 'on order' for inspections. The Brigade S1 found and revi ewed
themall, identified all the requirenents that applied to the units in
the brigade, listed themin the order of who had to execute themthe
bri gade, the battalions, and the conpani es- and included as encl osures
the applicabl e pages fromthe sources. This nmade it sinple for the
units: one easily referenced and easily updated docunent stated every
requi rement at each level. It also hel ped programcontinuity during
unit turnover." Brigade S1

Sampl e "Reply for Users."

"FO A Reply Letter Reduces Man Hours, |nproves Custoner Service

"The Arny's Freedom of Information/Privacy Act Ofice (FO A PA)

[ devel oped] a standard 'Reply to Inquiry' that lists the primary
agenci es that can assist in locating Arny personnel along with

i nformati on on each agency's requirenents, fees, and addresses. This
reply now answers twenty percent of our inquiries and reduces the
anount of back and forth correspondence required to handle them The
reply letter is designed so it can be used both as an enclosure to a
FO A action and as a stand-alone reply to an informal inquiry. A major
initial effort was required to identify the correct points of contact
in each agency and to identify the infornmation that would best serve
the public and the agency. . . . However, now that the initial work is
done, information in the letter is easily updated by quarterly fax to
the participating agenci es.
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REPLY TO I NQUI RY: Request to Locate Individua

This is in response to your request for information. This abbreviated
formof reply is to supply information to you efficiently and
effectively. Addresses by category for location/information inquiries
regardi ng Arny personnel are listed bel ow

1. ARMY ACTI VE DUTY PERSONNEL LOCATOR (ALL RANKS)

Conmander

US. Arny Enlisted Records and Eval uation Center (EREC)
Attention: Locator

Fort Benjam n Harrison, |IN 46249-5301

The | ocator fee for each current duty address searched is $3.50 for
requesters not perforning official Governnment business. Send a check
or noney order made payable to the "Finance Oficer" for each address
sought ($3.50 each) . Provide the rank, full nanme, and either the
soci al security nunmber or the date of birth of the individual to

| ocate. Provide who you are and the reason you are requesting the duty
address. This will assist EREC staffers in deternmining if you are a
no-fee requester. The check or noney order will be returned if there
is no charge.

Def ault Judgment Certificate (Soldier's and Sailor's CGvil Relief Act
of 1940) . Send a check or noney order for each certificate sought
($5.20 each) . Provide the full nane and either the social security
nunmber or the date of birth for each soldier for whomyou desire a
certificate.

2. CURRENT ARMY RESERVE OR RETI RED PERSONNEL.

U S. Arny Reserve Personnel Center
ATTN: DARP- VSE- VS

9700 Page Avenue

St. Louis, MO 63132-5200

The U.S. Arny Reserve Personnel Center will forward a letter to an

i ndividual if you 1) provide enough information to | ocate the person
(full nane as a mininmumand infornation such as the social security
nunber or date of birth is extrenely hel pful), 2) enclose an envel ope
with the person's nanme on it, and 3) include a note requesting that
your letter be forwarded. There is no charge for this service

NOTE: For reunions, address the request as above, except use ATTN:
DARP-VSE-V, and include a check for $3.50 per person nade out to
"Departnent of the Treasury."
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3. FORMER ARMY PERSONNEL. Forner personnel are those that have been
di scharged and have no further Arny service obligation or status.
There are several nethods available to try to locate forner mlitary
per sonnel

a. Assistance in locating a veteran may be avail able by contacting the
nearest Departnent of Veteran Affairs (VA) Regional Ofice or the
Veterans Affairs Records Processing Center, P.O Box 5020, St. Louis,
MO 63115. You will need to provide the person's full nane, service
nunber, and a check for $2.00 payable to the "Departnment of Veterans
Affairs," along with the letter you want forwarded placed in an

envel ope. Put only the name of the person you want to find on the

envel ope- | eave the return address bl ank.

b. Sone individuals have had success in locating former nenbers of
the nilitary by placing advertisenents in publications of various
veteran' s organi zations.

c. In addition, there are commercial publications on howto |ocate
former mlitary nenbers. See your |ibrary or bookstore.

d. The National Personnel Records Center provides forwarding service
only inlimted circunstances, and a fee may be charged. You wll need
to provide the veteran's full nanme, the branch of service (Arny, Navy,
Air Force, Marines, Coast Guard), the approximate date of service, and
the social security nunber or service nunber. Al so, include the

pur pose of your request.

Nati onal Personnel Records Center
MIlitary Personnel Records

9700 Page Avenue

St. Louis, MO 63132-5100

Pl ease provide any comrents or recommended changes to the address
bel ow

SAI S- 1 DP-F/ P SU TE 201

USA FO A/ PA OFFI CE

1725 JEFFERSON DAVI S H G-WAY
ARLI NGTON, VI RG NI A 22202
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3. Providing Conmander Support- Office Standards and
Procedures.

Standards. The staff and the battalion need to know t he Commander's
standards in order to provide the npst effective support.

Areas of | mrediate Concern. The followi ng are areas of inmediate
concern to every person in a unit- the | eader needs to check that the
unit has effective procedures in place and that each person in the unit
knows the procedures. Each person arriving in the unit needs to check

t hese areas.

1. Energency/ Casualty Procedures.* "Al|l commanders and | eaders nust
review, verify, and know the emergency contact and casualty procedures
in their unit. Wen you need the procedures is too late-in this area
you nust be proactive. To handl e an enmergency notification or casualty
poorly is one of the worst things a unit can do." Battalion SOP. The
Battal i on and Brigade Sls should prepare a checklist of actions to be
taken in the event of a casualty. This checklist should include each
action, who does it, the POC and phone #, and by when (i nmedi ately,
within 4 hours, 72 hours, etc.).
2. Reports to the Commander/ Serious Incident Reporting.* Everyone in
the unit nust know the requirenments and reporting procedures for
Serious Incident Reports (SIR), and other itenms of which the unit and
hi gher HQ wants to be informed. Specify in witing (nmeno, SOP) what the
Commander wants reported to him and by when. Reconmended i nmedi ate
reports include:

— Serious Incident Reports (AR 190-40 and gui dance from hi gher HQ.

— death or serious injury of a nenber of the unit, or a nenber's
i medi ate famly

—itenms of Conmmand interest (higher HQ.

— Congressional s/ 1 G conpl ai nts.

—significant interaction with the higher HQ (define what kinds of
i nteraction, such as verbal taskings, conflict).

The tinme franme for these reports needs to be specified: such as

wi thin one hour, four hours, 24 hours. "The time franme in which to
notify superiors of enmergencies should allow the responsible person
time to work the action, and yet informthe | eader within the needed
time." Battalion Commander

3. Accountability for soldiers.* "All commanders and | eaders nust
have accountability for and be able to contact their soldiers at all
ti mes. Personnel accountability plays a key role in

energency/ casualty notification." Battalion SOP

*These areas nust have procedures in place before the situation
occurs. If not handled well these can have di sastrous effects.
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4. Safety- that an effective safety programis in place, and safety is
an active part of the thought process throughout the unit. "Safety nust
perneate everything your unit does." The Battalion Conmander's
Handbook, p. 52

5. Security- that effective procedures for the processing and handling
of classified docunents, and security procedures are in place. "There
is no surer way for an officer to blight an otherw se prom sing career
than to becone carel ess about security nmatters." The Arned Forces

O ficer, 1950, p. 127

6. Control of funds, equipnent, and supplies- that effective controls
for funds, equipnent, supplies, and anything of high value are in
pl ace.

7. The managenent of requirenments and suspenses- that effective and
efficient systens are in place to identify and nanage requirenents,
both recurring and non-recurring. "How well an organi zati on nmanages
suspenses and requirenents is an indicator of the unit." Battalion
Commander

Ot her areas.
Courtesy. Designate:
—procedures for mlitary and professional courtesy, such as for
—-the Commander's daily arrival and departure.
—the use of nanes and titles.
—greetings (for exanple, as a general rule junior soldiers do not
ask seniors how they are).
—procedures for visitors. Exanple- in what situations the Commander
wants sonmeone to formally report to him
—a "custonmer service" approach- courtesy to all regardl ess of rank
or position, and trying to put yourself in the other's place.
Tel ephone procedures. Designate:
— what to say when answering the phone.
— how qui ckly the tel ephone will be answered (how many rings).

Recommend: all phones to be answered by the second ring, and not
later than three rings.

— any needed "phone watch" for early norning, lunch, and the end of
t he normal workday.
— procedures for handling phone calls when the Conmander is out. It

is helpful to refer all calls to designated people to see if the cal
can be handl ed or sone research done while she is out.

O fice Appearance. Standards for general office appearance, "clean
desk policy," |oose papers, clutter.

"It is no exaggeration to say that | have filled twenty wagons with

usel ess rubbi sh which I have found in the review of a single
regi nent." Marshal de Saxe, 1732, Reveries, p. 231
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How t he Commander's Correspondence and Docunents wi |l be handl ed.
Det er m ne

In and out box managenent :

—who can put itenms in the Conmander's in-box.

—-who can take itens out.

—how often the outbox should be checked (recomend very frequently-5
to 6 tines a day as a mninmunj.
Standards for the accuracy of correspondence/actions. The Conmmander
shoul d set standards for correspondence, such as 95% of al
correspondence for signature be error-free. These standards al so
provi de neasurabl e standards for efficiency reports (exceeding the
standard) . Though the Comrander mmy spot-check correspondence, it

needs to be correct before it gets to him "Precision counts." Gen
Sul I'i van/

Correspondence/ notes- the administrative procedures to follow To the
Commander :

- how correspondence is routing slip, post-its, etc.

- how correspondence is of review (such as the S1,

- how personnel actions

- on correspondence and wants to revi ew docunents Fromthe
Commander :

—if the Commander wants to use a particular color ink. It can help
to subordinates if the Conmander chooses a col or only he uses.

—how fast the Conmmander expects responses to verbal or witten
questions or notes, or an interimresponse with an estimated tine or
date for the full answer.

—abbrevi ati ons such as PSM (pl ease see ne), PSMJ (pl ease see ne
urgent), neaning "see ne today" or "imedi ately upon receipt."

Notes. Ask his policy if he prefers witten notes, or verba
di scussions, or which for what kinds of situations. Notes-
—clarify the witer's thoughts
—put thoughts in concise form
—provide the Commander flexibility in when to read them
—gi ve the Conmander the opportunity to think about the contents

—provide the XO staff, and subordinate commanders a val uabl e
reference fromreturn coments
Note: Witing in pencil is efficient, and saves time because erasures
can be made, and the note does not have to be recopied.

Procedures for handling evaluation reports: Review how the preparation
is handl ed. Note: Include a current ORB with CERs whether the OERs are
staying in the unit or going higher.
The S1 should give the Conmander and keep updat ed:

—gui dance regardi ng eval uation reports (ARs, CPO regul ati ons).

—-a list of whomhe rates and senior rates, and when due.
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Areas of Commander Support.

Communi cating with the Commander. Revi ew who nust communi cate with the
Commander, how, and if there are regularly scheduled tinmes (this may
be needed for dispersed units) . For dispersed units it can be

wor kabl e to set the frequency and possibly the times for the
subordinate unit to call the higher HQ

Revi ew t he neans of conmuni cati on avail abl e, both external and
internal to the unit. Sone possible nmeans include the follow ng:

— staff neetings -newsl etters

— commander' s calls -tel econferencing
—informal get-togethers - LAN net wor ks

— soci al gatherings -notes

—formal and informal seninars -newspapers
meetings (review and set policy for them

— electronic signs (that show words- this is not only very good for
passing information, but is a good way to enphasize safety)

Recurring support procedures. Designhate what duties
—need to be done daily-

—in the norning before the Commander arrives, such as the lights
turned on, conputer turned on, LAN checked and nmessages printed,
etc.).

—during the day (frequency of checking the Commander's out - box,
LAN) .

—at the end of the day (security checks, lights).

—need to be done periodically-

—-who checks on and repl aces supplies, cleanliness of the office,

etc. "Check the Conmander's supplies at |least twice a week, and

replace them before he has to ask for anything. Al itens he uses nust
be at hand- no delay, and no asking for things. He nust not waste his
time witing a note..." Battalion S1 SOP

Savi ng the Conmander's tinme. Though the entire staff should keep a
focus of saving the Commander's tine, this is particularly inportant
for the personal staff. They, nore than anyone el se, nmust always try
to think of what they can do. Unless he really wants to or it is
sonet hi ng he nust do- or is appropriate for himto do- the Comrander
shoul d do nothing for hinself that can be done by soneone el se. Note:
"Menori ze the Commander's SSN and hone phone nunber." Battalion S1 SOP

How recognition, cerenonies, and departures will be handled. Hails
and Farewel | s- how often, where, who sets up cerenpnies (rotating
bet ween conpani es and each staff section is one possibility, and
lends itself to variety and interest) and what information the
Commander wants, such as bi ographical information on a 3x5 card.
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The Commander's Cal endar: Procedures that need to be determ ned
i ncl ude:

— Who nmanages:

— who mai ntains the cal endar overal

—who can commit the Commander

—who can pencil in conmitnments other than the prinmary cal endar
manager

— who communi cates the cal endar, how, and to whom

— who nakes travel and transportation arrangenents, and how they are
done

—rules for maintaining the cal endar
—What things are to be scheduled on it:

— recurring neetings

— docunents needed to keep the cal endar up to date (training
schedul es, Brigade schedul es)

—what itenms fromtraining schedul es he wants to attend

— courtesy visits- who should have them how they shoul d be arranged,
protocol during the visits (reporting to the Commander, for exanple)

— whom t he Conmander wants to see, such as soldiers returning from
mlitary schools

— what types of awards he wants to present personally, or attend the
cer enony

— what pronotions he wants to do or attend

— what types of functions he wants to attend

— procedure for yes/no for invitations, and RSVPi ng

Cal endar managenent and "open tine."

"I make a point of setting aside up to an hour and a half each day
for 15-mnute blocks of what | call 'Please-See-M' tine (PSM for
short)." LTG Pagoni s, Myving Muntains, p. 191

MG Perry Smith, Taking Charge, pp. 6,7:

"Open tinme should be for thinking, dealing with crises, seeing
unexpected visitors, or dealing with fast noving issues."

“I'n between. . .neetings, throughout the day, you should have tine to
return phone calls, work on itens in your in-box, and to think and
prepare for the next neeting."

"Anot her technique is to keep Fridays open, and fill it as required
during the week." Battalion Comrander

The cal endar manager can periodically, such as quarterly, analyze and
gi ve the Commander for his informati on an anal ysis of how he has spent
his time. Looking at these totals by category can help himdetermne if
he is neeting his own priorities. "Time is a nonrecuperabl e asset we
cannot afford to waste." Gen Meyer, p. 58
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Acting for the Commander.

— Signature authority. Specify in witing who has signature authority
for whom and for what each person can sign. "Keep the nunber of
peopl e who can sign to a mnimum?" Battalion Comrander

— Approval s/ di sapproval s. Qutline what deci sions, including
di sapproval s, the Conmander reserves for herself. Recomendations
i ncl ude:

—Qutside the unit. Witten denials to anyone outside of the unit
shoul d either have the Commander's signhature, or the prior approva
of the Commander, if signed by anyone el se.

—~To subordi nate commanders. |t can be effective for the Conmander to
give the authority to key subordi nates such as the XOto say "yes" and
"no" to subordinate conmanders, but with the understanding that the
subor di nate commander al ways has the right to go to the higher
Commander. When these staff nenbers understand the Commander's i ntent
it can inprove the battalion's effectiveness, save the conmpany
commanders enbarrassnent, and conserve the Conmander's tine and
ener gy.

"Anot her system that some commanders follow is to prohibit any
subordi nate | eader fromsaying 'No, ' reserving that decision unto
thensel ves." DA Pam 22-1, 1948, p. 38. There are drawbacks to this:
it can make the Commander the "nay-sayer" too nuch, and it can both
weaken as well as put unnecessary pressure on the staff. "Del egating
the authority to certain staff officers to say 'no' encourages the
commanders and staff to work together to solve problens."” Battalion
Commander

— SDO SDNCO. Desi gnate who is the approval authority for exenptions,
and how they are processed. Recommendati ons:

— requests nmust be in witing with justification.

—as a general rule, if a person can be spared to go on | eave, he or
she can pull duty.

— Luncheons/ breakfasts. A practi ce Commanders can use when they cannot
attend an official breakfast or |uncheon, such as to recognize a
group, is to buy a ticket and ask a subordinate | eader to desighate a
soldier to attend in the Commander's place and represent him (giving
the soldier the ticket free) . The soldier then prepares a witten
report on the luncheon or breakfast for the Commander.

— Absences. Deternmine how the XOw Il prepare for the Conmander's
departure (TDY, |eave), how matters are handl ed before and during his
absence, and how the Commuander is to be briefed on his return. One
method is to have all itenms in folders, in categories such as "For

| mredi ate Action," "MediumPriority," "lssues Regarding the Cal endar,"
and "Not | mmediately Pressing."
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4. Managi ng Resources and Logi stics.

Resour ces.

"Sol diers and units are properly considered to be [the] npbst val uable
resources."” FM 22-103, 1987, p. 44. "To the extent we save |lives and
save resources in wartinme we're going to do better in terns of
fulfilling our mssion." Gen Wckham p. 335

"The managenent of public resources brings with it a unique set of
responsibilities: the responsibility to justify the need for
resources, the responsibility to conpete for their allocation, and
the responsibility for scrupul ous stewardship." Gen Meyer, p. 87

"Priority of resources should be assigned to those itens which
provide a force multiplier effect for conbat, conbat support, and
combat service support mssion areas." CGen Meyer, p. 57

"Leadership is vital to deternine what should be done and where to
go, but in order to get there you need people who will do a good job
of managi ng systens and resources." Luticia Hook

"Everyone who nanages resources- which is everyone- needs to renenber
that every tinme you make a resource decision in one area, it inpacts
ot her areas." Robert Maxwel |

Superior and Subordi nate Responsibilities Regardi ng Resources.

Superiors. "To hold a subordinate responsible for performance of a
task, a superior nust provide the resources required to performthe
task." FM 22-600-20 (Advance Copy), 1977, p. 86

"I believe it's ny job to get the resources we need." Gen Meyer, p.
30

"Make every neans possible available to your subordinates to assi st
themin acconplishing their mssion." FM 22-10, 1951, p. 25

"Make certain that your staff has done everything to assi st
subordi nate conmanders in providing for their nen." FM 22-10, 1951
p. 33

Subordi nates. "Analyze any task assigned. If neans at your disposal
appear inadequate, inform your imredi ate conmander and request
addi tional means."” FM 22-10, 1951, p. 29. "Utilize the ful
capabilities of your unit before requesting assistance." FM 22-100,
1958, p. 51

"I synpathize [with your shortages] but | don't excuse you fromthe
performance of your duties." Gen Meyer, p. 9
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Logi stics and Support. "I don't know nuch about this thing called
logistics. All | know is that | want sone." anonymous WA Gener al
quot ed by Gen Wckham p. 284

Logi stics.

"Strategy decides where to act; logistics brings the troops to this
point." Jonmini, The Art of War, DWNQ p. 175

"W have conme a |l ong way since the days when entering the |ogistica
net meant asking the supply sergeant, 'Got any?' ' Gonna get any?'"
Gen Wckham p. 284

"I often explained to ny staff that G2 existed to tell nme what

shoul d be done on the basis of his infornmation concerning the eneny.
G4 was to tell ne what could be done in view of our linmtations on
supply. Then once | nade ny decision, G3 was to do it. Thus atind
G4 could directly restrict the scope of his conmander's operations.
And simlarly a resourceful G4 could expand it. Fortunately, ny G -
4's were always resourceful."” Gen Bradley, A Soldier's Story, p. 39

The I nportance of Support.

"A key to winning the first battle, as well as the second and the
| ast battle, is an adequate sustaining capability." Chief of Staff
White Paper, 1980, p. 6

"The sinews of support are a basic ingredient for the US Arny's
combat nuscle." Chief of Staff Wite Paper, 1980, p. 7

"Any man who has not hing behind himon which to retire or depend for
aid is half beaten." Marshal de Saxe, Reveries, 1732, p. 236

"Service support and sustainability add a conbat nultiplier to our
total battlefield capability.” Gen Meyer, p. 55

"Whether in uniformor not, all Army personnel nust be dedicated to
the support of the soldier who accepts an unlimted liability
contract." DA Pam 600-50, 1985, p. 7

"Successful land warfare requires that the Arny pursue bal anced
i nprovenents across all the functional areas: people, equipnent,
suppl i es, procedures..." Gen Meyer, p. 176

"Better people, nore and better equipnent, better training and
sustai nnment, and solid support fromthe Congress and the Anmerican
people. . . .nmeans inproved force readiness." Gen Wckham p. 282

"The onus of supply rests equally on the giver and the taker. " Gen
Patton, Wr As | Knew It, p. 401
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Equi pnrent, Mai ntenance, and Supplies. "W cannot separate training
frommintaining. " "W have. . . to recognize that training and

mai nt ai ni ng nmust go hand in glove. W have to exercise in the field
and at the same tinme maintain our equipnment." Gen Wckham p. 285

"The very serious responsibility for maintaining what we are given is
based on the hard reality that we will never have all the equi pnent,
supplies, facilities, and funds we require. On the battlefield, we
wi Il be short because of conmbat | osses, accidents, interruptions in
the supply system or just insufficient resources to fill all needs.
Thus, a well-trained soldier nust be taught to nmaintain and conserve
what he has- in peace and in war." Gen Wckham p. 284

"Any systemwhich is not easily workable at the | owest |evel subverts

the true purpose of mmintenance. " "The maintenance structures that
back [up our systens] are going to require nore technically proficient
and capabl e people... " Gen Meyer, pp. 321,84

"The 72nd Signhal Bn held a weekly breakfast for key mai ntenance

| eaders, including the battalion commander. It was so effective in
i mproving unit mai ntenance and coordination that eventually probl ens
were identified before they happened.” LTC Neil Putz

Mai nt enance can save lives: "In tinmes of extrene stress/denmand,
[soldiers] will call forth seem ngly inpossible perfornance from gear
that they know personally." FM 22-102, 1987, p. 64

Suppl i es. Check the system for obtaining supplies- that people know
and have a systemfor proactively replacing supplies, especially
critical supplies. Wthout | ooking ahead, invariably the equi pnent
nost needed at the nost critical time will go down for |ack of
suppl i es- especially for printer toner or ribbons, and copier toner.
And worse, supply will be out of whatever the unit has run out of and
needs nost. "For want of a nail..." Benjanmin Franklin, DWNQ p. 315

Procurenent. The good managenent of procurenment actions requires the
know edge and i nvol venent of everyone fromthe user level to the
procurenent office. "There are about four mllion procurenent actions a
year that the Arny is involved with. Sonme of themare very nmjor
operations, sonme of themare relatively mnor. But they're al
procurement actions. If we were 99.99% correct in those four mllion
actions, it would still |eave 400 subject to sone debate. Qut of that
400, you're likely to find some errors, and the errors seemto take a
life of their own in the visibility they get. Unfortunately, the
99.99% that go right do not get as much visibility." Gen Wckham p.
345

Excess Equi pnent and Clutter. Turn in equiprment and supplies not
needed, and check warehouses and storage areas. O fices need to be
clear of clutter. Keeping offices clean and well organi zed can
prevent a security violation or |osing paperworKk.
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Mai ntaining O fice Equipnment. It is inmportant to know who supports
the unit and how systems work for the support of equipnent,
especially before the unit needs to know.

SAMPLE EQUI PMENT SUPPORT SHEET

EQUI PMENT LEASE/ COST EXPI RATI ON VWHO WHEN TO BEG N
TYPE DATE RENEWS RENEVAL
MAI NT EXPI RATI ON VWHO WHEN TO BEG N
CONTRACT/ DATE RENEWS RENEWAL
COosT
LI ST OF HOW LONG SOURCE LENGTH OF
SUPPLI ES/ COST THEY LAST TI ME TO ORDER

Equi pnrent Use and Routi ne Mi ntenance. Everyone needs to know how

equi prent works and how to do routine maintenance (such as unjanm ng
copiers and replacing the toner) . Procedures for users need to

i ncl ude courtesy- such as not |eaving the copier jamed or out of
paper. Establishing procedures in these areas can prevent frustration
and aggravation. "The key to good mai ntenance is training." Gen Myer,

p. 202
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5. Managing Information and Know edge. "Know edge W ns"*

The Need to Manage Information. Though information and its freedomis a
great strength, information has to be related in order to be used
effectively. Only by ordering thoughts and relating information can
peopl e convert information to know edge, w sdom and effective action.
"Knowl edge is the understanding of information." FM 22-100, 1983, p.
134

"Data or know edge. . . is not synonynmous with wisdom" "Education. . . is
nost neaningful if it has inparted. . . an ability to accept, test,
classify, and reason fromnew bits and pieces of information." Gen
Meyer, p. 207

"Nothing clarifies know edge |ike a free exchange of ideas..." MG J.
F. C Fuller, WN p. 291

"Know edge should not be used as a substitute for thinking. It should
be but a springboard for thought." DA Pam 22-1, 1948, p. 8

"The mind nmust be informed by know edge and by idealismin order to
strengthen the will." Pearl S. Buck, TVMDW., p. 235 (and for hope)

"W need to guard against this kind of thinking regardi ng automation
and conputer-generated information and reports: 'Garbage in- Gospe
out. '" LTC John Rice

"I don't think technology will ever take the place on the battlefield
of the ultimte role of the soldier, or of units that are manned wth
peopl e, because people are the ones who have to nmake judgnents." Gen
W ckham p. 340

"To understand is to be free to act correctly. My goal [as a
commander] is to provide you that freedom"™ LTC Donal d Langri dge

"Know edge of our profession and its application are two thirds of
successful |eadership."” Gen Wckham p. 47

Arny manual s are very good sources of know edge and wi sdom for they
record | essons | earned as well as give guidance. "Wiat does the reg
say?" SSG Richard Collin, in order to make sure postal clerks of the
8th Postal Detachnent were reading and checking the regul ati ons

bef ore he woul d answer their questions

"Intelligence, properly applied, [is] one of the key force
multipliers available to the nation." Gen Meyer, p. 136
"Good intelligence saves lives." LTC Clyde Harthcock

*World War | Poster in the Pentagon Library
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Frameworks to Relate Information. Franeworks provide a structure that

gi ves people a way to relate, organize, integrate, and use information
They are essential to effectiveness. Wthout frameworks, receiving too
much information can result in confusion, unfocused direction,
unnecessary changes, and wasted energy.

Framewor ks hel p peopl e understand and relate principles. Two exanpl es
of frameworks are the perspectives of |eading and managi ng, and the
Myers-Briggs Type Indicator. The framework of | eading and rmanaging is

i nportant because it enconpasses everything people do. The Myers-
Briggs is inportant because it can give insight into the differences
bet ween people, and its focus is constructive. It helps in
under st andi ng and appreciating the differences between people, and how
di fferences and strengths can be constructively applied in a unit- for
all types are needed in and can contribute to a unit. (However,
capitalizing on strengths does not nean not fulfilling the requirenments
of positions. Though soneone's strength nmay be in snpoth interpersona
relations, if his job requires that he be tough, he has to be tough.)
"Having then gifts differing according to the grace that is given us..
." Romans 12: 6

When a framework or structure has been organized it can never be

vi ewed as perfect, conplete, or as the only way to view things, but
it does give a sense of coherence fromwhich to go on. Wth good
framewor ks- or franes of reference- information, theories, thoughts,
and systens can be eval uated, and the best each has to offer can be
applied. *

A framework can be conpared to a building. A frame of reference is
the structure of the building- the foundation and girders.
Information is the material that goes into a building- bricks,

pl aster, and so on. Wthout the structure, the nmaterials lie on the
ground, and the nore materials are delivered, the nore they pile up
on the ground until seeing is inpossible. But with a structure in
pl ace, the materials can fit in and nake sonmething nore at the sane
time.

*Note: A tendency that needs to be guarded against is msinterpreting
and m sappl yi ng busi ness managenent theories and practices to the
Arny. Sonme of these theories concentrate on inportant aspects such as
the responsibility of |eaders to mentor and teach. These are inportant
aspects and books enphasi ze them because they can be negl ect ed, but
they are not the whole of |eadership. What is inportant to remenber is
that 1) the theories nmust be adapted to the requirenments of the Arny
and to think about what will be effective to incorporate: "[Influence
conmes froma] denonstration of pertinence to the Arnmy and its

probl ens." Gen Meyer, p. 90, and 2) that managenent goes hand in hand
with | eadership- it takes both to get somewhere. "There may be | essons
to be learned fromthe quarterly profit sheet of IBMor Textron, but
these | essons shoul d suppl ement, not submerge, mlitary standards and
val ues." Admiral James Stockdal e, A Vietnam Experience, p. 111
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Principles. "The American phil osophy places the individual above the
state. It distrusts personal power and coercion. It denies the

exi stence of indispensable nen. It asserts the supremacy of
principle." The Arned Forces O ficer, 1950, p. 7

Principles provide a framework which experience and exanple fill out.
Principles and experience are related and inseparable, for principles
give neaning to exanples, and exanples give depth to principles. Both
are needed for understanding and application. But wthout clearly
under st andi ng the principles, the exanples can remain unrelated until
there are enough exanples to enable people to deduce the principle
fromthe exanples. The principles need to be outlined first so that no
time or experience is wasted fromthe start, and sonme m stakes can be
avoi ded. Applying the principles early helps to support |eaders

better, and prepare people to assunme nore responsibility. Then as
experience increases, the principles will becone nore deeply
under st ood.

Principles apply at every level, fromthe individual through the
nati onal

As an exanple, at the national level the United States was founded on
the belief in, and loyalty to, the principles and structures in the
Constitution, and this belief as a nation is one of the United States
strengths, for a mgjor difference between nations is whether the
primary loyalty is to a person, or, to ideas and principles and the
of fices, institutions, and processes constructed to support those

pri nci pl es.

An exanple in the Arnmy is loyalty to the principle of the subordination
of the mlitary to civil authority, which shows loyalty to principle on
the individual, unit, and Arny level. Few soldiers or units would ever
put their personal loyalty to a cormmander above their loyalty to the
country, and this frees our country fromthe fear of mlitary coups.
"Think of the mlitary as a guardian class apart, |ike Lynkeus* 'born
for vision, ordained for watching, ' rather than as a strong right

arm.." The Armed Forces Oficer, 1950, p. 6

On all levels, loyalty to and belief in ideals and principles give
courage and hope, and enabl e people and units to rise above
thenmselves. "It is out of the inpact of ideals mainly that nmen devel op

the strength to face situations fromwhich it would be normal to run

away." The Arned Forces O ficer, 1950, p. 16

This adherence to principle is a source of personal- and national -

honor and strength: "In that inner power of courage and conviction

which stens fromthe spiritual integrity of the individual, lies the

strength of denobcracy." The Arnmed Forces O ficer, 1950, p. 11

*One of the Argnonauts, fanous for his sharpness of sight.
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6. Managing Wrk, Time, and Energy. "Time |Is Precious"

Wrk has to be managed both on the overall plan, and in detail: "Be
concerned about the big things." "Next, check the little things that
make the maj or things happen." "Little details, as well as big ones,

are inportant to norale and mnission achi evenent." FM 22-100, 1983,

pp. 206, 211

1. Keeping focused on the "big picture." The overall plan, goals, and
maj or internedi ate objectives need to be constantly in mnd. A good
way to keep focused is to outline the programon a |arge dry-erase
board in view "Focus keeps soldiers alive." LTG Pagonis, Mving
Mount ai ns, p. 149

2. Managing daily work. But along with the "big picture" guide to keep
focused and on track, everyone needs to be able to nmanage their daily
work effectively. "You need to have a routine systemfor checking and
doubl e- checki ng the things that are inportant to cohesion, discipline,
nmorale, unit effectiveness, and m ssion acconplishnent.” FM 22-100,
1983, p. 206

"Check small things." Gen Colin Powell, article

"Every subordi nate | eader should have a |ist of tasks that need to be
acconpl i shed that day." "The A priorities nmust be done today; B
priorities should be done tonorrow, C priorities can wait a few days.
Do your boss's A priorities first, then do your A priorities. (If you
disagree with the priorities your senior gives you, have the noral
courage to discuss your concerns with him) Then nove on to the Bs,
then to the Cs if you can get to themthat day. Each norning or
eveni ng devel op your list, and add to it as the day goes on. Check it
several times during the day. Wen soneone. . . tells you sonething that
you nmust do or check on, do not rely on your nenory. Wite it down on a
checklist, and give it a priority. Then delegate it and check on it,
or do it yourself. This is the only way to ensure that things will get
done and that your training or your mission is "inplenented as

pl anned." FM 22-100, 1983, p. 207

"If you get one thing done a day, you're doing well." SSG Edwi n
Li ndqui st, Pl at oon Sergeant

The Fulfillnment in Wrk. "Work is |ove made visible." anonynous

"The main reward of any job is the know edge that wort hwhile work has
been acconplished.” The Arned Forces O ficer, 1950, p. 248

In work it is possible to find "the final inexpressible joy of
conpl ete self-forgetful ness which comes only in soul -fulfilling
work." Pearl S. Buck, O Men and Wnen, p. 92
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The " One- Page-Per-Day Thi ngs- To- Do" Managenent Techni que. *

1. Make a "Things-To- Do" Book. Use any kind of a book such as a
spiral notebook or binder, and mark one page per day.

2. Each day wite down what you have to do. Wite down on each page
everything you need to do that day. Mark with one, two, or three
stars the inportant items, depending on how critical it is that it
get done that day. As each one is acconplished, cross it off.

3. Make followup notes. If what you have crossed off is sonething
that you need to followup on, wite it down on a |later page. This is
critical for follow-up. By witing it down on another day you have set
a rem nder for yourself on that |later day. Another benefit is that you
have temporarily cleared your mind of the requirenent, know ng that
you have nade a built-in reninder

4. Prepare for the next day. At the end of the day, wite down for the
next day those things you didn't get done (sone itens will get done
because you get tired of witing themdown day after day) . It is very
useful to review your requirenments at the end of the day- or in the
eveni ng when your mnd is clear- and plan your next day, for by
putting your tasks in a particular order there are often things you
can set in motion first thing in the norning before you tackle your
own m ssions. "The general should not go to sleep before reflecting on
what he shoul d have done that he m ght have negl ected and on what he
has to do the next day." The Enperor Mauricius, c. 600 AD, WV p. 331.
And sonetinmes in the norning it's best to knock out small, pesky itens,
so that your mind is clear for the inportant things. Sone nmanagenent
books say to work on your nost inportant itens first, but often it is
the small details that get you into trouble.

5. Review and save the notebooks. At the end of the nonth, reviewthe
not ebook, and transfer the points of contact (POC) to your tel ephone

i ndex. Save the notebooks- they provide good references of what you
did and when.

*Met hod from CPT (M5 Daniel G Brown, 10th Transportation Battalion
S3

Meeti ngs not ebook. A neetings notebook is a separate notebook or

bi nder to take to every neeting, and in which you wite down all your
notes fromthe neeting, dating and titling each neeting. This book is
very useful for two reasons: 1) when you get back to your office you
transcribe your action itens to your "things to do" notebook, and 2)
you have a good, easy-to-use reference of past neetings and what was
di scussed and agreed.

100



Managi ng Tinme. ldentify what things are critical to spend tinme on,
such as seeing the unit and visiting support units, and bl ock out
times for these. To ensure he spent his time with soldiers, one
commander woul d |l ook at every itemin his in-box, and if it was

somet hing he could do at hone, it went into his briefcase. Analyzing
how time is actually being spent (such as by exani ning the cal endar
periodically) is a good way to check howtinme is really being used and
if priorities are being net. Often it is helpful to schedule visits
away fromthe office the first thing in the norning-otherw se,
sometines it is hard to get away.

"Those who do not discipline their neeting schedule, their in-box,
their travel schedule and their tel ephone stay so busy that they

becone guilty of strategic drift." "Over time, they become 'in-box
managers, ' not |leaders.” M5 Perry Smith, article

"Where you as | eaders put your tinme and where you put your focus-
that's where your enphasis really is.” Gen Wckham p. 52

"Ask yourself frequently 'What is the best use of ny tinme now?'" The
Battal i on Commander's Handbook, p. 4

"A successful |eader should be perceived as the hardest-working nenber
of the unit. That does not inply that he does the sane work as his
subordi nates. He does work appropriate to his position and thereby
assists his subordinates in getting each job done." FM 22-100, 1983,
p. 90

"Avoid the tenptation to do the jobs you already know. " The Battalion
Commander' s Handbook, p. 20

"NCCs must take sone tinme beyond the normal duty day for both mission
acconpl i shnment and for professional self-devel opnent. Taking this tine
| eads to success, to nore interest, and to nore success. Tine spent at
the office beyond the duty day is effective, but not all tinme has to
be spent there. Your family is also very inportant. But even fifteen
m nutes of professional reading in the evening at home adds up to a

| ot of knowl edge over tine. This reading needs to include a variety
such as technical reading and field manuals applying to various |evels
of | eadership such as FM 22-103, Leadership and Command at Seni or

Level s." CSM Janes Kunpost

"The difference between a career and a job is the difference between
60 and 40 hours a week." Dougl as Freeman, quoted by Gen W ckham p.
47

"Even a small anount of tine put in after duty hours or on the
weekend nmakes all the difference in whether the job runs you or
you're on top of the job." Dolly Neth

"The nost inmportant thing officers and senior NCOs can give soldiers
is their tine." CSM Steve Stoner
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Managi ng Meetings. "Do not allow command and staff neetings to be a
substitute for good staff work." The Battalion Commander's Handbook,
p. 23. "This is key for the XO " Battalion Commander

Areas to plan and decide on regardi ng neetings:

— Pur pose

—Agenda (i ncl uding who prepares, approves, and dissem nates the
agenda, and by when)

—Who sets up the room and equi prent

—Att endees

-Time (starting and endi ng- set as a gui de)

—Recor der

—Hook up key players unable to attend, such as tel econferencing

—Presentati ons (sequence, order of briefing)

—Constraints on the neetings (such as |ength)

—Who provides refreshnents, if any (this can really add to the
neeti ng)

—Who chairs the neeting

—Deci sions during the neeting. At the end? Later?

—Who notes requirenments stated by the Comrander, or person running
t he neeting

—Who ensures these requirenents are included in the mnutes

—VWho prepares/approves ninutes

—Who is responsible for inplenenting decisions/followi ng up on
action itens/taskings as a result of the neeting

—Addi tional neetings (scheduling the next neeting right then can be
very useful and saves coordinating tine)

—Who returns the roomto the original or agreed-upon condition
Mnutes. It is helpful in the mnutes of neetings to list the action
items in a separate paragraph near the beginning of the mnutes. This
clearly identifies "who nust do what" to neet requirenments, and is
part of the principle of nmaking requirenents as sinple as possible to
execute and nonitor. This hel ps the person responsible for follow ng-
up, but nore inportantly, it helps the units and nakes it easy for
themto identify what they nust do, and not m ss anything. This also
mekes it easier for the higher HQ for understandi ng nakes responses
nore timely.*

Ti mel i ness. Meetings need to start on tine. People who are late are

| ate. Sonetines people nake comments such as, "Well, we'll wait a few
nmore minutes." This shows disrespect to the individuals who were on
time by not valuing their tinme, and underm nes the principle of
timeliness. By starting the neeting on tinme, those who cone after the
nmeeting has started will be enbarrassed, and therefore nore likely to
be on tinme for the next neeting. After a fewtinmes of conming on tine
and having to wait, everyone is tenpted to be late since they know the
meeting will start |ate anyway- and so subsequent neetings begin
progressively later and | ater

*Met hod from 1SG (SGV) John A. Fl anagan, B Company, 743d Mlitary
Intelligence Battalion
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The Generation, Focus, and Control of Energy. Though there are many
resources, the nost inportant resource in a unit is people and their
energy, tinme, and effort. Energy is everything. Energy is precious,
and | eaders must value others' tinme and energy, and plan so that it is
used effectively. It is vital that all effort goes in the right
direction, and it shows disrespect to waste others' tine. "Changes
which lead to wasted notion should be avoi ded or stopped." Gen

W ckham p. 8

Energy and tinme are both critical resources, but tinme is finite- each
person has only 24 hours per day. The only way to increase the tine
spent on a project is to increase the length of tine one person
devotes to a project, or to assign nore people. But energy can be

i ncreased, with the result that what can be acconplished within the
constraint of time can be increased by the use of "nmultipliers" and by
elimnating tinme-wasters. Resource nmultipliers can include many things
such as-

— equi pnent that increases efficiency (allows nore to be done within
the same anmount of tinme), and allows interoperability- "System
interoperability is a key to success." Kay Sclater

—nore efficient procedures or processes (takes fewer resources)

—tinme
—wor ki ng | onger (adding tine)
—addi ng, or redirecting manpower (i ncreasing manhours)

—elimnating tinme wasters, such as unneeded neetings, unnecessary
interference, or mcro-managi ng

— technol ogy. "Good technol ogy wins battles and saves lives."
"Conput ers, automation, and communications. . . .nust be catal ysts. They
must make the whol e greater than the sumof the parts.” "W nust
capitalize on as much | everage as we can fromtechnol ogy." Gen
W ckham pp. 33,43, 340

"Technol ogy enhances the human capability to performin support of
the Arny mission- fromthe office to the battlefield. Because
technology is the driving force behind change, our |eadership

phi | osophy nust accommodate the pace and conpl exity of constant

t echnol ogi cal advancenent. Leaders nust identify opportunities for
the use of technology to i nprove hunan performance." DA Pam 600- 50,
1985, p. 7

—inspiring the spirit and kindling the m nd- denonstrating a
wor t hwhi | e purpose and a vision that captures the inagination, and
creating and mai ntai ning an environnent that provides the opportunity
for the spirit to grow. "People have to be willing to |l earn and grow
because new technol ogy grows exponentially, the Arny is evolving, and
even the Arny's mssions are beconing nore conplex. But as we focus
i ncreasingly on systens, we can't forget the people behind them" CPT
Edward Wbodus
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More Energy Producers and Conservers:

Omnership. "Omership of the unit and the m ssion by each of us is
directly related to responsibility, and is key to success." MG (LTGQ
Calvin Waller, Commander, 8th Infantry Division. "The biggest

mul tiplier of energy is 'ownership. '" Battalion Conmander

Di scipline. Discipline enabl es people and groups to focus and control
their energy. "Mrale. . . flows fromthe self-discipline of the
commander." The Armed Forces O ficer, 1950, p. 154

An ethical environment. "Wien |eaders are ethical a bond devel ops
between the |eader and the nenbers of the unit. This bond creates
energy for both, and each draws strength fromthe other." Ed Tonpkins

Fam lies. "You are nore successful if you build all areas of your
life- work, fanmily, and faith." LTG Charles Doni ny

Respect. "Respect is basic to all human rel ationships.” FM 22-100,
1983, p. 79. "Respect. . .nust nutually exist. . .before |eadership can
be exercised." TGGS Special Text No. 1, 1949, p. 3

Courtesy. "Courtesy is an air cushion. There is nothing in it, but it
eases the joints of human contact..." DA Pam 22-1, 1948, p. 14,
par aphr ased

Character. "Character is the inner power source of |eadership..." FM
22-100, 1983, p. 132

Keeping calm "If you react to anger with anger, too often you have a
situation deteriorated beyond repair. If you respond calnmy and
professionally, you can frequently achi eve a responsive, professional
resolution for the situation.” M chael Selves

The effective use of tine and resources. "Anal ytical resources and
[effort need to be focused on] the essential elenments of howto go to
war and how to create the Army of the future." Gen Meyer, p. 15

The efficient and effective managenent of recurring requirenents.
Requi rements nust be net, but with the nininum expenditure of energy.
"A unit should not waste unnecessary energy here, and too many units
do waste energy by not organizing systens to effectively manage
requi renments."”" Battalion Comuander

The staff making requirenments sinpler for the units to execute. "W

must all be heat shields for our subordinates and nust insist they be
the same for theirs." Gen Meyer, p. 123
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Ener gy Consuners and Wasters:

Deci si on making, if not done correctly and ethically, is one of the
nmost significant energy consuners. "Thinking through an issue is
critical. Too nuch enphasis is placed on quick reaction. It is ny
experience that ill-conceived fast responses result in tedious,
drawn- out fixes. Take the tine to do it right." LTC Donald Langri dge

Wasting human potential, such as carel essness in safety matters;
al cohol and drug abuse; |ack of equal opportunity. These ki nds of
t hi ngs "di shonor creation." Cantata of War, 1942, by Paul d audel,
nmusi ¢ by Darius M| haud

I neffective managenent of requirenments and tine. This results in too
much "reacting," and not getting ahead of things. "Ask... 'How aml,
as your boss, wasting your tine?' " MG Perry Snith, article

The hi gher HQ passing requirenments down w thout thinking themthrough
and thinking how to support subordinate units while tasking.

Not pl anning divestiture as well as growth- continually adding
progranms w thout |ooking at what needs to be stopped. "Arny forces
and |l eaders nmust. . . guard against proliferation of nonessential units,
materiel, systens, and services." FM 100-15 (Test), 1974, p. 1-1

Unnecessary requirenments, changes, and neetings. "Wrk hard to
el i m nate unnecessary neetings and adm nistrative requirenents." The
Battal i on Commander's Handbook, p. 23

Sel f-recrimnations over nistakes. "Once you have experi enced a
failure or a disappointnment, once you' ve analyzed it and gotten the
| essons out of it- dunp it." Gen Colin Powell, article

Dwel i ng on di sappointnments. "All through ny life, every tinme |I had
been bitterly disappointed, it worked for the best." Gen Patton, War
As | Knew It, p. 136

Anger. Sustaining anger increases the bad effect of whatever nmade you
angry in the first place. "If you respond to anger with anger, there
are then two angry people instead of one." M chael Selves

Wrrying. "Wrrying doesn't solve anything, and actual |y makes things
wor se by taking your tine and energy. The key is to only be
concerned.” a forner DACOW TS nenber

Unmanaged technol ogy. "Technology is an advantage wenust exploit.
Nevert hel ess, we must also be able to recognize whenwe have reached
the point of dimnishing returns..." Gen Wckham p.43. Sonetines a
data base is not the nost effective way to manage a system
"Technology is a tiger we nust ride or be eaten by."Gn Wckham p.
54. "Technology is not our goal, capability is." Gen Meyer, p. 223
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The Need for Innovation. "To encourage creativity and innovation in
the Arny, we must work hard at developing a conmand climate in which
creativity can flourish. . . . in which honest nistakes are accepted as
part of the learning process, ideas are shared, and reasonable risk-
taking is encouraged; a climate where the mission orders are 'do it,
fix it, try it' rather than 'analyze it, conplicate it, defer it.""
Gen Wckham p. 71

"[ New | eaders inherit an organization that already] has existing
momentum I n a big bureaucracy it takes a long tinme to begin to
change it..." Gen Wckham p. 139. "It takes a whole lot to nove the
green machine an inch." Secretary of the Arny John Marsh. (However -
"You want an el ephant to nove slowy." Nancy Harvey)

"Meet new circunstances with new conbinations.” Vice Admral Sir
Her bert R chnond, C&D, p. 23. "Intelligent nen have inexhaustible
resources." Frederick the Geat, Instructions, p. 352. "Anmerican
soldiers are nost ingenious." CGen Patton, War As | Knew It, p. 234.
"When sol diers know a conmander will really consider any idea to
improve the unit, it creates an environment in which ideas start to
flow " Battalion XO

"Fi ndi ng the obvious sonetines takes quite a bit of looking. " Gen
W ckham p. 15

"Ambi tious officers. . . would decide that they would bottle up their
thoughts and ideas, as a safety precaution, until they reached the top
and could put these ideas into practice. Unfortunately, the usua
result, after years of such self-repression for the sake of their
anbition, was that when the bottle was eventual |y uncorked the
contents had evaporated.” B. H Liddell Hart, quoted in The Paraneters
of Mlitary Ethics, p. 74. (This also applies in the area of ethics.)

I nnovati on cones fromthe field: "Users are where the action is." Gen
W ckham p. 83. "The true test of everything is whether it is usefu
at the user level." BG Evelyn Foote

"l deas are powerful. W nust ensure that ideas to inprove the Arny are
shared and distributed at large. Many tines the benefits that are
gained at the local |evel can be realized also by the entire nilitary
community. Wt need to 'cross-fertilize' so that the Arny will be
enriched fromthe 'bottomup,' not necessarily fromthe 'top down.
Gen Wckham p. 65, paraphrased

"Champi oning new ideas is inportant..." "W need to protect and
hel p. . . creative spirits.” Gen Wckham pp. 236,121

But in order to nake effective recomrendati ons, people do have to
understand the context in which they work: "Al ways encourage initiative
on the part of your nen, but initiative nust of course, be acconpani ed
by intelligence." Gen Marshall, SS&S, p. 177
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The Effectiveness of a Constructive Focus. "Take this job and | ove
it." Mc Perry Smth, article. The nost effective focus is to always
think how to make things better for both the short and long term

Look for what is good- at work and in each other- and build on it:
"When you get into your units |look for the good things that are
there." "Find those t