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Following pages are thoughtful reflections by nine commanders
recently finishing division command. Not a "recipe" for success but
rather the fruit of years of experience . . . they represent a valuable
point of departure for both practitioners and students of the art
of command. "Must" reading for incoming and incumbent commanders.
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EXPERIENCES IN DIVISION COMMAND

PREPARATION FOR COMMAND

"If I had to do It all over again, I think that I would have
lsolated time for myself to have done some Indepth reading on the
infantry. 1 didn't realize until I got there, although I have
been an Infantryman all my life, but there Is a wealth of
Ilgnorance out there about the Infantry and about how the Infantry
Is suppose to operate. 1 think It is one of those things we all
assune we know, and yet when you get right down to It, what Is the
Infantryman suppose to do In thls sltuation? Everyone has a
different opinion."

"1 would have preferred to have had more language tralning. 1 was
reasonably proficient In German before 1 came here. [ knew many
of the German offlcers who are now leadlng the German Army on a
first name basls. Obviously, the more that one speaks a language
and can understand, particularly In coalitlon warfare, his
nelghbors on hls teft and right flank, the better he is golng to
do his Job."

"] was particularly anxlous to visit the Infantry School and the
Armor School. My background generally has been Fleld Artillery,
so thls gave me an opportunity to update myself not only on
equipment Items that I had not scen when I was Asslistant Dlvision
Commander, but also to look Into the future and be able to plan
better for the Integration of new equlpment ltems."

"I think T would spend a little more time, If 1 were coming to
Europe, perhaps with the NATO headquarters getting thelr
perspectives on NATO doctrine. Indeed, If we flight here In
Furope, we're golng to fight as a coalltlon amy. It's very
Important that we understand how our nelghbors see doctrine for
flghting here 1n Europe."

"I would recommend that a division comander who has not had any
installation management experlience go to a loglstics management
course flrst, at Fort Lee, then spend two or three days at a
TRADOC installatlon and at a CONUS Installation where you have a
divislion commander duel-hatted as a Installation conmander."

"l did have them stick a funnel In my ear In DCSCPS on all the
readiness Issues before ! came down, and | had looked at those
Issues. I understood what they were. 1 understood what the
phllosophy was of trylng to bring all the units from C-4 to at
least a minimum C-3, and noving equipment around and so on. But I
have to tell you that that partlicular Interest was not hligh on my
1lst as a dlvislon coomander as far as relating to units being
combat ready or not combat ready."
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"I would go to the Natlional Tralning Center every opportunity I
had. That Is the place where you can see more than anywhere else,
and where I learned, really, more than anything elise about the
tralning of the division, and looking at where you can see the
different weaknesses, or the strengths and weaknesses of the
Division, The National Training Center, by virtue of me being
free to roam the battleflield, and to be able to look Into any
facet of the operation with as much detall or depth as 1 felt 1
wanted, I thought It was very helpful In tralning the Dlvision.
In fact, after the first NTC rotation, In November of 1985, I was
really able to come up with a training strategy and to see what
needed to be done In the tralning envlromment."

"There's a new command post fleld clircular out, 71-6, which 1 have
made the blble for the Division. 1 have told them that everything
In the Divislon will be done according to this clrcular —- all the
command posts and so on, so that we have a standardization. The
polnt Is, as I went Into It and polnted out, In that particular
clrcular it says that In the tank battallon the flre support
officer will ride In the loader's hatch of the battalion
commander's tank, and will displace the loader, who will then go
In the fire support officer's vehicle. We know from three NTC
rotations that thls doesn't work., 1t Is not a workable system.
We're now In the process of looking for one that Is. But before
we developed It, and rejected iIt, we had tried it and tested It.
So 1 would say to the Division Comanders coming in, first get
Into the doctrine and understand It because more than likely your
peoplie wlll have gotten It In school. If you come In without
having read it, and try to do a lot of changes without having a
full understanding of It, you're going to cause confusion and
turbulence."

"I would study the loglstical operations on the battiefield,
because I found that command and control, Intelllgence, and
loglstical operations are generally the places where your maneuver
forces are the weakest. You don't usually have any problem with
your maneuver forces employing camblned arms, tanks, Infantry and
so on across the battlefield. They understand that well."

", . I went to a lot of brlefings and stuff up at the Pentagon
that were Just at the wrong level to be of any help."

"For those commanders who are going to dlvisions where they also
double as the Installation commander, I would say that preparatory
effort particularly In the DEH area, In financlial management, and
In contracting would be a big assistance to them. These are all
areas where 1 thought I was on shaky ground fnitlally."

"I would counsel prospective divislon commanders to really be
familiar with the 25 serles. These are good documents. There is
no need to develop your own way to do it."



"The blig pitfalls for me, and 1 think the steepest learning curve,
were In the DEH area, In flnancial management."

"The conmander Just has to know the buslness of money. You cannot
rely purely on your subalterns. You have to give the guldance on
money and you have to know the Intricacies of money In order to
know how to move It about and how to manage It. Even though
you've got technlical experts, It 1Is still a comander's
responsibllity. Clvillan personnel s one of the most critical
areas we have on an Installatlon within a division such as this.
We employ upwards of 3,000 and thelr morale -- understanding the
personel regulations -- we are always In a constant RIF or
changing of the CEL. If you don't understand that, It Impacts on
the morale of the work force."

". . . We concentrate primarlly on the Fleld Clrcular 25-100,
which Incldently, T think Is a terrific docurent. 1 would
reconmend to every divislon conmander to get a copy of that early
on, and probably even before he goes to dlvislion conmand."

""We have to be very careful how we spend too much time preparing.
I've prepared to be a dlviston coomander since I was a captain,
company commander. We spend a tremendous amount of money, time
and other resources sending everyone to these pre-command courses.
I've had same of my officers leave here and they are out of pocket
In the Job that they're supposed to be dolng here six months in
advance of golng to take an aviation cummand somewhere. If these
men and women aren't prepared to go command, and can't get a week
or two's Instruction, and get It done, then I feel sorry for
them."

"While you're preparing yourselt, your wife needs to get some
attention, too, because they have some blg responsiblilities In the
coomunity, In the divislon, and so forth. So all of those things
that 1 talked about that I needed to prepare, you ought to do as
many of those with your wife as you can so she can also get a feel
for it and prepare for It."



LEADERSHIP

"I think a division commander only does two things that really
count. One is to provlde the division a sense of direction that
has everybody pulling together. And then, secondly, provide the
climate that promtes the galning of those goals. You must
provide the motivation and the conmand climate that encourage and
not [vate everyone to pull together. 1f you do that, 1f you tell
the divislon where Its supposed to go, and you create the
atmosphere that makes everyone want to go there, you can't fall,
1 don't know what else a division commander really does that
counts."

"At the divislion level, because It's so dlverse and so removed
from the soldlers, you have to be careful of perceptions. Rumors
and misinformation can get out. Probably once a week 1 would find
samething that was belng done because somebody thought the (G
wanted It done. It was the last thing 1 wanted done!"

"A division commander who Is In the transmit mode all the time Is
geing to end up in trouble."

""The great tendency, when you becone a senior leader, Is to think
that everyone Is enamored by your knowledge. They all laugh at
your jokes. They all listen politely. They can't help It, they
have to. So, you are tempted to think, 'l must really be good.
They're all just dylng to hear what [ say.' That's not true.
They want to hear what your policles are, but they're dying to
tell you what they think., So, you have to work at that."

"l spend about half of each day In the fleid. This Is not a
formal program. 1 look at what s going on and I go out and look
at it and Just either pop In on whoever 1s out there and spend
some time with them. Very seldom do I tell them I'm coming. 1It's
not Intended to be an 'l got you'; It's Intended to be 'l have
trust and confldence In you and what you're doing out here. I'm
not coming to check up on you; 1I'm coming to work with you.' I
think that is pretty well permeated throughout the command that no
one ls concerned that the CG is coming. You can have a very
disfunctlional effect if the CG goes to the fleld once every other
week for a day and it's all planned out, and he's got an itinerary
and everyone Is walting for the CG to come. I try Lo spend my
time with the battallion commanders and 1 use this as the time to
mentor, coach, talk, and make sure that they have my conflidence in
what they're doing and how to do It. I llke to get around a lot
of the company conmanders —- work with them, talk to them, look at
what they're doling. ] might spent two or three hours with a
single company if they're In a very critical task. J've learned a
ot from them."



"The compatyy commander who walks Into his orderly room and there
ls a clgarette butt on the floor, a couple of NCOs sitting around,
and he walks by that cligarette butt without doing anything about
It -- he has Just set a new standard: 'One clgarette butt on the
floor 1s ok.'"

"Telling a comand sergeant major that he's running something is
wrong. He has absolutely no one else to help him. He has no
staff; he has nothing but his driver. He can go look at things
and that's what he does; check and help and gulde and do those
kind of things. But he has no one to work for him. So when we
say the command sergeant major's In charge of the Individual
training program, we've Just managed to put that In a category
where It Is golng to fall. Not because of the command sergeant
major, but because he doesn't get the assets."

"You have to be very careful what you say, how you say it, the way
you say It; because everyone wants to do things which you want.
To overcame that, you Just keep your mouth shut for a whlle so
that you don't have the Chlef of Staff calllng and saying, 'green
socks tomorrow' type things. Then when you do start laying out
guldance, Its been worked with the staff and people have had a
chance to Input to It and that there Is a feellng of 'he's
buflding a team,'"

"There have been some times when I've had to sit down with a
commander or have been talking to them In the fleld where 1 let It
be known that 1 didn't think they were energlized sufficiently or
energizing thelr organizations sufficlently to get on with things.
There have been other cases where I1've had to talk to them. This
Is an area you have to be careful -- on military Justice where I
thought they were slarming people without discretion."

"I think the subordinates who want to know exactly what the
prioritles are and exactly what I want them to do wlll never be a
successful combat commander to any great measure. There has to be
-- and In talking to them -- you find they have a phllosophy of
command or they are walting to have everything lald out for them
on a little matrix that they can check off and say, 'You told me
that was Important, I'm doing that now, see,' rather than sayling,
'It's Important because 1 know It's Important.' The subordlnate
who at times dlisplays an Irrational thought process will never
make It In combat. Irrational behavior: 'Thils Is the year of
values so, therefore, I'm golng to bulld trust In my unit and I
Just took the locks off all the dcors.'"

"I have not dlrectly relleved any commanders during my time of
coomand. I've had one battallon commander who resigned and that
was as a result of a cholce I gave him of 'Either joiin ctne
divislon or go some place where you can bitch and criticize on
someone else's time.' It turned out -- and I dldn't know this at



the time because It came early on Iin my coomand, I didn't even
know anything about the guy and he shows up In the office and
writes me letters and all the rest of it. Then 1 found out after
he declided to retire that he had set OR rates in his unit - It
happened to be an aviation battalion -- that were Impossible. You
can't have 100 percent of your choppers up 100 percent of the
time. So he had people working weekends and nights, abusing them
as far as trylng to get things that weren't there."

"We think the most powerful combat multiplier on the battleflield
Is leadership."

"In the final analysls, when 1 task organize a brligade to fight In
Its general defense plan It ends up with a sllce of everything
that the Divislion owns. Because It does end up with a slice, the
brigade commander has to have, In essence, about the same depth of
technical competence that the Division commander does. So the
levels of technlical competence are about the same. The planning
horizons may be a little longer at division."

""We call the young officer In, assuming he's a company commander,
the brigade commander calls him In after he's talked to the
battalion commander and both of them Interview him and say,
'Captain, here's why you're not making It as a company commander,
and here's what you have to do if you're going to lead a company
in this dlvision. I'm golng to assess you again In 30, 60, and if
In 90 days you haven't corrected these shortcomings, we're golng
to change your Job for you.' That's the kind of eyeball to
eyeball contact that I expect. I make sure that the objectivity
and specificity Is there. About half the time we keep the captaln
aboard."

"1 don't think you can separate on and off duty conduct. 1 don't
think you can say, 'Yes, he's had three DWIs, and yes, he beats
his wife, and yes, he's doesn't take care of his kids, but he's a
good soldier.' 1 don't think that's true. I think If he does
those things, he probably does hls soldiering the same way. If
you can't take care of your femily or your own personal life, 1
really question If you can be totally effective In taking care of
your soldiers."

"Start work at a decent time. Let's serve breakfast from 6:00 to
7:30. You need 90 minutes In the consolidated dining faclllitles
that we have today to get through It. Allow soldlers to eat a
decent breakfast and have a decent tlme to do It, without having
to gulp It dom and run to the first formation that the flrst
sergeant calls. Start your work call at 8:00 or 8:30. Start that
work call at a decent time and have a decent program worked out
throughout the day to get the job done, and then stop at a decent
time. Now, you can't stop at a decent time If you have four or
five meetings a week with the neeting occurring at 1500 in the



afternoon and doesn't get over untll 1700, and all of the NCOs In
the battallon are walting with balted breath to get the results of
the meeting. The best thing you can do Is flgure out how you can
do things smarter, quicker, better, and In less time. Instead of
having flve meetings a week, have one. Have It maybe on Tuesday
mornlng at breakfast, have all the key leaders there, and get the
Job done."

"1 think, probably, one of the nost difficult things Is when you
have two years to command you need to come up with your phllosophy
of camand right off the bat. You need to know what your
philosophy, guldance, tralning, and everything Is. Put It out to
your people and keep It that way, without changing 1t."

"1 guess there Is good and bad about announced or unannounced
Inspections and so we are still going with the announced IG
Inspection. We're doing it a little blt different, though. When
I first got here In the Division we were going down the regular
old IG Inspection at the battalion level. But now, we Inspect
from dlvision level to brigade. We take a slice and inspect down
through battalion and company. 1 think it's the responsibility of
each successive headquarters to look at that headquarters below
them. So, we look at brigades. Now we go look at battallions and
conpanies, but we do It Just to see If the brlgades have been
doing thelr Jjobs In looking at battalions, and battalions are
doing thelr jobs In looking at companles, and we teach the same
way. The DA 1G came down and went through our inspection program
and sald that It was closer to what the Chlef was looking for then
anybody, and | think they integrated It Into the IG school now.
It's working very well for us. There Is a degree In which an
unannounced Inspection also has a good effect. So, we went with
the unannounced Inspectlon where we primarily look at maintenance,
the chemical; it's all hands on type stuff that we have them go
out Into. We have them go out Into quick reaction drills and
things along thls 1ine. My purpose, quite frankly, Is that
divislion cannot get around to the nunbers of companies we have as
often as we need to get around to them for unannounced
Inspectlions. Slnce 1 started the unannounced Inspectlons,
brlgades and Dbattallons are starting thelr unannounced
Inspections, too. That's really what 1 wanted them to do In the
beglinning."

"The carmmand sergeant major of each of the units brlefs me on the
Individual tralning, because we try to emphasize the fact that
that's sergeant's buslness."

"I have told my higher commander, and I feel very strongly about
this, that 1 will tell him the very honest truth about everything
that happens, regardless of whether It's good or bad. If I need a
dollar to do a job, 1'l11 ask for a dollar, I won't ask for two
dollars figuring that he's golng to cut me one. 1 think It's



extremely Important to establlsh that, not only from me, but to
establish that throughout the whole staff, and for your lower
commands as well as your higher commands. You have to come to
grips with that and you have to make sure your staff understands
It. That's the way we try to work with Corps and I think It has
paid dividends. Now when we talk to them, they belleve us. They
don't think we have a hldden agenda for any type."

"About every month I bring In about 15 company commanders and we
Just slit around and talk about. varlous things. And about every
month I bring In four or flve battallon conmanders and we Just sit
around and talk. Almost every morning I bring In some soldier
from a different battallon In the dlvision and we sit here and
talk for 10 or 15 minutes."

"Time management at the division level Is much more difficult., 1
don't know If there's anything to this or not, but I do about 20
percent of what I really think I ought to be doing. There are so
many other things that 1 would like to be doing that I don't do
that much, so I try to keep a percentage of it, and my Chief tries
to keep a percent to see whether I'm doing more or less and we try
to balance It off. 1 think at the division level if you are a
centrallzed person you cause a lot of problems. You can be more
centralized at battallon and brigade because the 1lines of
comunication are shorter. If you're centrallized at dlvislon
level you have a big problem, and It causes a much blgger problem.
I'm a blg bellever In trying to glve guys general guldance and let
them run with [t the same way they would do in war."

"After the company commander has been there for a perlod of tlime,
whether It's a month or two months, or whatever, then the
leadership is required to go down and glve him a Inspection. What
It does Is show him what's Important and shows him the proper
standards. Plus, It glves him a better feel for where his company
is strong and where It's weak. It's a very non threatening type
of thing, hopefully -- that's what we're trying to make it. They
don't come up and tell me, or anyone else, what the results of
that inspection are. 1 don't want to know what they are. It's
totally for that company commander."

"The ADC does not constlitute a separate echelon of conmand between
me and my major or subordlipate conmands."

"Every battallon commander and above that departs the Divislion I
bring in, sit down, and baslically ask him two questions. One Is:
'What in your oplnion Is going well In the Division and what Is
going not so well?' The second question Is: 'What am 1 doing
personally that has made the Jjob nore difficult, or what have 1
done to assist you so I need to continue to do that?' In the exit
briefing 1 talk about two percent of the time and he talks 98
percent of the time."



"My only surprise was the reallty as a European hand at being In
the continental Unlited States In comand and having everything
right here on one Installation; and the time-distance factors to
where you can see every brigade and every battalion within an
hour, That was something 1 had to guard myself agalnst because
the temptation Is summon everybody, and you have to just pretend
that they really do llve 25 mlles away or else you won't allow
brigade and battallon commanders to be In command. Too easy to
centrallze."

"when I got to brigade, ! could see every unit doing saomething
about once a week; and here, If I'm lucky, 1 can watch every unit
doing something about once a quarter. So, you have to manage by
systems when you're at the dlvision comqmand level and you have to
sample. Anybody who writes [In the efficlency reports that they
see thelr battalion commander daltly, Is kidding the troops. 1
don't see my battallon commanders dally. I'm lucky to see them
once a month. So, I have to look for trends and systemic things.
I do know my battallons, obviously, and what thelr strengths and
weaknesses are and I have systems In place, through staff and
assistant divislon commanders, to measure their output, but what
you have to do is to exert a great degree of patlence when you are
a dlvislon commander."

"The hard part about It Is to make sure your leadership s never
oppressive, |s never overbearing, and that you're never percelved
to be doing anything for your own self-aggrandlzement. That Is
very difflcult and 1 would say that 1 was never as successful In
this as 1 would llke to be. It was something that 1 continually
had to work on for a varlety of reasons. You wlll make mistakes
yourself, In timing, of where you are, what you're dolng. Your
subordinates will sometimes misinterpret what you say or be a
little blt too eager to Institute things that you do. The
toughest leadership challenge Is to make sure that you protect or
proJect the Image that you want to project, and an honest one, not
a store bought Image, or something that you've dreamed up or that
you're trylng to dramatize, but to make sure that you're coming
across as you actually are."

"Guys that are worrled about themselves try to control everything
and pass Jjudgment on everything that happens. They will be good,
they won't ever do anything wrong, but they won't ever get real
good. A guy that decentrallzes belleves In his people and they
know that they belleve In him, his curve will go down. He will be
less proflclent for a while. Then he'll go up and he'll pass the
other one and he will Just keep going."

"I don't know anyone who can run a dlvislion by himself. The
division runs well If you have good people to run It for you and
you glve them support and conflidence that cause them to feel good
about themselves. I really got to the point where I developed



people to a polnt 1 thought they didn't really need me. It kind
of makes you feel bad, but they didn't even really need me around
because they did what they had to do and got after it."

"I found out It gets more and more difficult to be a good leader.
I hate to use that old cliche of General Abrams', but It's
certainly true that the further up the flag pole you go, the more
your ass shows. | really did some durb things. 1 wasn't a good
leader, sometimes lousy. I found out that you're a lot more
visible. People look at you a lot more. But 1 also found out you
can stil! be open and honest with your subordinates. 1 also found
out you can llisten to your soldiers and talk to them and still
have enough time to get everything else done. The fact Is you get
a lot more time to get things done if you do 1lsten to them."

"Be real. Don't be a phony. Llet your mistakes show If you make
them. Don't overreact. Don't let your ego get In your way.
Treat people 1ike you would 1lke to be treated and they respond a
lot better. Understand that you're not any better than they are."

"I think that division commanders ought to keep It simple and
stralghtforward and general from thelr level. If you start trying
to get too precise at division level, then you find that at each
succeeding level below you, people add on untll you get down to
the point that the company commander can only react to what the
higher commanders tell him to do."

"I felt It was Important to keep company conmanders with thelr
companies, to keep battallon camanders with thelr battallions. I
made a declslon to make the cutoff polnt there. 1 did load my
brigade commanders with a lot of extra things. 1 made them get
Involved In the runmning of the post and the running of our
comunity. But I tried to keep my battallon commanders free of
all that and to leave them as the primary tralners. I would leave
the company conmanders doing their Jjob."

"] guess the thing that was the most striking to me was how a
division comander -- people really listen to the division
cumander and they really want to do what he wants and he has to
be very careful what he says because people will tend to
overreact. I have had a couple of Instances In which I said
things 1lke, 'If I could I would do thus and so,' and very well
meaning and well Intentioned and honest and honorable people have
gone and done those things In the name of the division comander
because they thought that was what 1 wanted because I sald it.
Some of those things have shaded on belng Improper and unethlcal
and {llegal. T did not want that. I did not direct that. 1 did
not say do that. But when It came to light and I got to checkling,
1 found out, 'Well, we thought we were doing what you wanted.' 5o
division conmanders have to be very careful. As I sald, Jjust to
say, 'l want to do this' or 'l would llke to do that,' people take
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that and as 1 sald, they are well Intentloned and well meaning,
but If you are not careful, they wlll get themselves and you into
trouble."

"Another technlque that 1 found extremely valuable Is the use of
the post newspaper. I write a colum every week In our post
newspaper. I have been surprised at the reaction to It. Again,
it's not that I write so well or anything 1lke that. It's that I
try to use It to prollferate to the whole conmunity and to project
to the whole coamunity the great things that are going on here
because again, people get very myoplc. The people sitting over
here at DEH or DOL don't know the great things that are going on
down In the units and the people down In the units don't know what
these other people are dolng to help them and no one understands
what the volunteers are doing. 1 guess the division commander or
the post commander Is the only person that really sees the whole
thing. So If you don't make an effort to get that out to people,
then people go through thelr whole tour and never know what else
Is golng on. [ found all of those technlques, reading materials,
bringing In speakers, being seen, the use of the post newspaper,
and I also use tapes a lot. In the safety program I found It very
effective before a major hollday to make a tape, send It down and
tell every unlt on the post that they have to show It so that
soldlers see the division commander and know that he is In fact
involved In safety, Interested In safety, and concerned about
safety."

"There Is nothing wrong with getting tired. People get Irritable
and lose their temper and all those things are natural. [ guess
the one thing when I see a cormander who comes under pressure and
he starts taking hls frustratlions out on hls soldiers It says to
my gut anyway, that he's golng to do the same thing In combat and
I don't think he's golng to be as good as someone who doesn't do
that -- who gets frustrated, who gets angry, who gets under
pressure, who gets tlired, who get hungry, but he can still plow
down and he can accept the responsibllity himself and not take It
out on his soldiers."
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PERSONNEL

"Everybody ought to be In on the 'doing' of the declsion. An
exanple Is the assigmment of fleld grade offlcers within the
division. Most lieutenant colounels were assigned to a speciflc
Job 1lke battallion comand. We didn't have much to say sbout
where they were asslgned. But, for the majJors and a few
1leutenant colonels, It was totally within our abllity to reassign
them. In a three year tour we would keep them In a unit 18
months, and then In a divislon or coomunity staff position for 18
months. We tried to make that rotation In most cases. When 1 got
there that was the policy. It was good policy and 1 kept Iit.
But, how we Implemented it was changed. It was being done by the
AG or by an officer from the G-1 shop. He and the divislon
comander did it. Well, it's right that the dlvislon commander
makes those choices, and I kept that as my prerogative. But, 1
sald, 'Get a board and put every major and lleutenant colonel's
name on ft. List on the board when they are due to come out of
their current Job or when their conmand Is up. Then, put down
what they're progranmed to do next.' We put that board In a
visible spot so that anyone In the divislion could see what the
options were. That way he could be a player. He could see what
was actually open and what his possibilities were for
reassignment. So, as the weeks rolled by, they knew where they
stood. And, they could come up on the net. Some of them came to
me and sald, 'l appreclate your giving me that Job, and 1
understand, but I Intend to retire. So, you ought to give that to
someone else.' Or, 'That's exactly the Job 1 want, but 1 know
that Colonel So and So Is going to comand that battalion, and he
and 1 don't get along.' They were players in the decislon. They
understood It and realized that It was not something being done
behind closed doors. You need to create that feelling of openness,
total trust and conflidence.'

""we have a lot of Jobs that provide temptation -- clubs and money
actlvitlies. People who have resources to glve, rent, sell, and
services. We have to watch those all the time. For whatever the
reason, not a few of the people who are attracted to those kinds
of jobs are the kinds of people who will fall to temptation. The
senlor conmander needs to recognize that as one of the realitles
of 11fe and have checks and balances."

"We've had thls current divislon structure, as 1 remember, since
1962, and we've always had an ADC for support and an ADC for
maneuver, sometimes called operations. We don't need that. That
Is really a meaningless split. First of all, you have a colonel
who commands the DISCOM and his job Is to support the division.
He doesn't need a brigadier stacked on top of him. If he does,
you need a new colonel. The division conmander is the operator.
It's a maneuver division and how It maneuvers is hls job, not some
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Asslstant Division Commander's, so you don't need a guy dolng
that. The camand and control ought to be out of the manual:
with a TAC, and that's where the G-3 should stay; a TOC or a main,
and that's where the Chlef of Staff should be; and a rear, and
that's where the DISCOM commander ought to be. The divislon
commander should be wherever he needs to be to run things. That
glves him hls two ADCs and frees them from the artificial 'one Is
Ops and one Is Support.' Now he has two asslstants really to help
him. 1 analyzed and assessed, and 1 assessed thls before I got to
the division, that the most difficult thing to do In the battle

fleld that we envision -- a very fluid battie field, one with no
front lines, no FLOT really, Intemingling of troops, one of
maneuver -- one of the most difficult things, If not THE most

difficult functlon, would be synchronization. So, my two ADCs
were assistants for synchronlzation, one Internal and one
external. The man who had the responsibility for Internal
synchronization, that was within the boundaries of the division,
was free Lo qo anywhere within the boundaries of the dlvision,
knowing what it was that we were trying to do, and make sure that
things were coordinated, hanmonized, and synchronized. Wherever
It may be that coordlnatlion was of the essence, such as a passage
of lines, a key supply or regeneration effort, a major maneuver,
or a complex ftlre support activity, that's where he went to
facilitate that. The one who was external dealt with everyone
outside of the dlvislon -- the unlits to the right and left, the
corps, elements from the Alr Force who may be working tn our area,
units passing through our rear, or whatever it may have been. He
was, In essence, a very senlor llalson offlcer. Hls Job was to
make sure the corps knew exactly what we were doing and what our
status was, and that we knew what It was the corps commander was
attempting."

""You don't get much of a gripe with the exceptlon of the Log slde,
and the MI slide, that the TOSE doesn't work Iin combat, or In the
field. There are very few camplaints about the TOSE at the NTC.
Where you find the complalints on the TOEE (s as it relates back to
the garrison sltuation, and how you try to apply It In a pure
peacetime environment because of the dlfferent requlrements you
have that you're forced to make. Although, In one regard, for the
TOEE 1 see a couple of very dangerous trends that 1 think are
dangerous for the well belng of the officer and the offlcer corps
-- the centrallzation of the personnel function, the mechanic
functlon, and the feedinyg function. The battalion, and in some
cases the feeding function of the brligade or nmaybe Iinstallation,
Is creating a class of offlicers who have never experlenced taking
care of thelr soldlers and thelr equipment at the company level.
I'm finding for the first time row, company commanders who don't
belleve they have a responsiblility for the maintenance of thelr
equipment, other than Just the superflclal care and cleaning,
because battallon has the resources, '1f battallon has the
resources, battallon Is supposed to do It for me.' I see It In
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maintenance, 1 see It personnel administration, and I see It in
mess and feedlng. We now have a year group or a class of offlicers
who haven't the fogglest ldea how to feed a unit, how to plan for
rations, how to take care of them for their welfare."

"I now have three advanced military schoolling program guys out of
Leaverworth -~ the two-year guys. They've been here during a
period from six to 18 months. One came the first year I was here
and the other two arrived last year. Those guys stand out.
They're exceptional officers before they go into that program, but
It's very obvious In watching those people that the extra year has
taught them to think; has given them a grasp of doctrine and the
specifics of our profession far beyond that which some of thelr
very exceptlional peers have. The Impact they have on the offlcer
corps in particular Is on a par, in my view, with the NTC and
CAS”. They bhave been a real stimulus to thelr peers, to their
subordinates, and to their superiors In what I would term a
renewed Interest, an emphasis in the specifics of the profession.
The people who are exposed to those guys on a dally basis will
talk to you In terms of hlistorical examples In thelr own
professlonal readlng to a much greater degree than the offlicers
who don't see or come Into contact with those guys everyday. In
and of Itself, I would tell you that it merits whatever resources
are required to expand that program to whatever the full-up nurtber
Is —- 96 or so. The more you have of those people around, by
oshosls you have a tremendous contribution to understanding
doctrine, hlstorical perspectives, problem soldving, a whole
plethora of things. That's a good program.”

"Every comunity feels that they deserve thelr own comissary, PX,
movie, bowling alley, child care, and clubs, and rightfully so.
But, you can't give It to everyone. Unfortunately, the comunity
Jobs are not sought after 1lke battalion and brigade conwmander are
sought after. You have to be very careful about getting quality
people to put into the cormunities. [ have made a majJor effort to
push quality Into the conmunitles because they really save you a
lot of problems. The other thing ls that when we had the end
strength capped here In Europe, the numbers of soldlers and
sallors and everyone who could be here, we looked at all of those
positions that were not wartime positions here In the comunity
and made them clvllians. Then they put a cap on the nurber of
civilians that we could have, and sald we had to go with
contracts, Then they cut the contract dollars. So It was a
'Catch 22' and the communities today have few green sulters In
them which gives you less flexibllity. 1It's a very tough job."

"Quite candidly the running of the community Is toughter during
these times than the Division. In the Division 1 have good
people, selected people. [ bhave great equipment; all new
equipment . 1 have plenty of money to train them. In the
community I don't have the number of people I need. It's not the
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same quallty. 1'm short on money, base ops money Is much shorter
than P-2 mission money. There equipment s pretty much all old.
Plus, they're working out of bulldings that we took over 30 years
ago, and they're trylng to maintaln them, work out of them, and do
with bulldings that are over 30 years old. That's a tough Job.
The key to It Is gyet you some good people In there. 1It's too big
for you to do It yourself. If you try to do It yourself It will
consume your whole time,"
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ETHICS

"AUSA works very well here for soldlers, but I sald, 'No arm
twisting.' Then 1 found we had a few cases of arm twisting and I
used that as an example, not by unit, not by name. But I sald ]
made sure the Individuals who felt that they had thelr arms
twisted got thelr dues back. [ sald, 'We're not going to do
anything of that nature.' I've got a problem now In the communlity
with some of the utllitles, by some of our soldiers In bad debt --
about $80,000 worth. I'm using that as an example to commanders
that we have to keep driving home -- let's do what is right and
paying Just debts Is one of those. 1 think we deal here more with
the real than the theoretlcal, as far as ethlcal declsions and
ethical actlions are concerned."

"T would say, don't do the dumb kind of things that we've grown up
with that because people to be forced Into cheating. (1) A lot of
data -- dlsplays at conferences that plt statlstlcs, one against
the other, and then hammer people who are low on statistics —-- 1
would say that that ricochets. You throw the rock In the pond
here at division level and by the time It gets down to the troops,
it's a big wave. So don't use those kinds of things, and I don't.
(2) If you set the standard In maintenance, for exanple, as
-10/-20, then provide the resources to maintaln those standards;
but you can't expect them to get there If you don't provide the
resources. So your standards have to be resourced. (3) I think
we have to make sure that everyone understands where they are
going, what they're doing, how they're getting there, and you have
to reinforce thelr effort by touching It personally and not
depending or relying on third-hand reports. The critical things
have to be looked at personally. I think that relnforces ethics,
It reinforces the honesty of the system, and people can tell you
where they've got problems and you're not looking at It through a
third set of eyes."

"You have to be very careful at the pressure that you put on an
Individual. If you do It In the wrong ways they will maybe go and
not be ethical. One thing that I have done, I'm not a numbers
guy; I don't like nunbers and T don't like percentages. 1've
never carried cards around In my pockets with nurmbers on them.
Some people you see will have a pack of cards like that and they
have every percent and every nutber In the world. Flrst of all,
my bosses haven't asked me for them, so I haven't had to do that,
which I appreciate. 1 believe it's dangerous to do It that way.
You don't manage by numbers. Then 1 don't think the little guys
out there are going to be compelled to try to do dumb things Just
to get numbers."

"I wanted people to understand that some things I would not
tolerate under any clrcunstances were 1lying, cheating, or
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steal Ing. I Just made that the standard. I brlefed every
Incoming battalion and brigade commander. 1 briefed all of my
officers. I went around and I had OPDs, went down to battallon
level and brigade level and every time I had an opportunity 1 made
sure that everyone understood that I would tolerate honest
mistakes, I would tolerate errors In judgment, 1 would tolerate
people making bad decislons If they were trylng, but that anytime
I felt that someone knowingly made a consclous decision to do that
which he knew was wrong, 1 wouldn't tolerate it and that they
would be punished for It openly. 1've triled to live up to that.
wWhen Infractlions were brought to my attention by offlcers or
senlor NCOs, the deciding line was, 'Did they knowingly make a
decislon to do that which they knew was wrong.' If I determined
that, then I took what I consldered appropriate action. If It was
simply a mistake, I tried to make It a learning experlence."

"When I flrst got there I found that we had Jjust written a
regulation, the DCSLOG of the Army had written It, on what an
offlcer had to do to run the mess hall. It was a dunb reg. 1 got
hold of the DCSLOG of the Army and he agreed It was a dumb reg and
they changed 1It. But, It had probably been done by some
bureaucrat In the headquarters who had never checked with the
fleld. It has been passed on down by every headquarters until It
got to the division. 1 refused to let our people camply with it.
I told them that we weren't going to do 1t."

""You elther have integrity or you don't. You can't be a llittle
dishonest. Offlcers need to know flat out that they are going to
be held to that standard."

"I have not stood on the podlun and preached or gliven ethlcs as a
formal class. That, 1lke the other areas, has to be woven Into
your actlons and pollcles, Just your normal day to day way of
dolng buslness."

"I suppose you can say that ethics Is the right thing to do. You
can get off on an ethical kick that can be very oppressive If
you're not careful. Especlally If you start putting ethics In any
kind of a box that makes you superlior to someone else because you
have It and they don't.'

"[ had to relleve a commander over an ethical Issue. [ dldn't
want too. It hurt me worse than It did him. Of course, there was
no way around It because he had compromised his abllity to
cammand."

". . . Set the example. We can't expect our soldiers to be
anythlng more than we are, and If we belleve that values are
Important to developing ethical content that will promote the kind
of solld Army that we want, then we have to set the example."
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"It's your everyday actions that count. Actions speak a heck of a
lot louder than words. I'm not sure I know how you teach those
things. You have to present the right example and handle yourself
In the proper way as far as ralsing heck at someone ar taking
actlons to reward good ethics. Don't do things that Indlcate to
them that bad ethics are good."

""We have Iintegrity lIssues from time to time, but I think at the
outset I made it clear as part of this 90 day examination of one
another that we went through when I first arrived, that 1 would
not tolerate questlions of Integrity. If an officer lled, cheated,
or stole he would not continue to be a member of thls outfit.
That's a ditto for NCOs. 1 told them at the beginning, 'Guys, I'm
not going to lop your head off I1f you make a mistake. I'm not
golng to lop your head off If you make two mistakes. If you make
three mlistakes In the same problem, I'm going to think that maybe
you're dumb and you'll never learn, and maybe you ought to do
something else for business. But you have to know, now, and you
have to understand that although we're going to have tough
standards, 1 know that soldlers make errors. Soldiers screw up
and so do 1. Therefore, we're not golng to have a 'zero defect'
division. Mlstakes are going to be tolerated as long as the
Iindividual shows that he's trying to improve himself, and Indeed,
is marching towards that end. For that reason, you don't have to
lie to me. You don't have to cheat. And, you dam well better
not steal.'"

"Some divisions tell people that If you change your training
schedule three months out you have to get permission from someone
on high. I think they're kidding themselves. 1f I can lock that
thing In 30 days out, 1 think I'm lucky as [ can be. I don't try
to kid myself on that. I do try to keep It locked In 30 days out,
but further than that Is next to Impossible. What really causes
some problems Is If you're not careful you'll do things that cause
integrity problems. That you really don't want to do."
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FIELD OPERATIONS

"] want the battallons moving every six to elght hours, brlgades
every 12 to 18 hours -- we move the division at least every 24."

"Once a month the division CP goes to the fleld and sets up."

"I guess the war flighters would say, 'Well, I'm going to be up
front and I'm going to be all those kinds of things.' I'm not
necessarlly In agreement with that. 1 have to position myself
where 1 can have greatest access to the critical things I need to
know to make declislions on and be In a position where 1 can make
those declslons. So I have to have access to my Intel business; I
have to have access to my operational Input; I have to have access
to my combat service support and cambat support. So I spend some
time In my TAC forward. 1 spend some time in my maln CP, and of
course, | get down to my brlgades. ['ve got to remember that If
I'm fighting three or four brilgades and I get myself tled around
the axle with one brigade and 1'm fighting his fight for him, then
I ought to be dolng one of two things -- getting a new brlgade
cunmander or reallzlng that 1'm only one fourth of value. So 1
maintaln the flexlbility to go where 1 think 1 should be and where
1 can make declsions and do things. But I always keep 1t In mind
--am I In contact? Am [ able to get what I need to know to make
decisions? And a division does not need a dead division
commander,"

", . . A light division Is very different. We do everything at
night where other dlvisions kind of hunker down at night and
things settle down. A light divislon is llke an ant hill. In the
daytime you see It and It's Just there and there doesn't l1ook 1ike
there Is much going on and then at night It's 1ike someone walked
up and kicked the ant hill and everything 1s going on."

"1 sleep on the ground. There are no cots In my division
anywhere. My CP Is very snxll and very austere. [ do not have a
CG's mess. There Is no need to have one because | don't have any
way to cook anything anyway. 1t's all MRFs and tray packs so the
'CG's ness' Is wherever the (G sits down to eat. Life as a
division commander In a light infantry division Is very different
than 1ife around a dlvislon CP In the fleld that I had grown up
with and 1t comes as quite a shock to people when they come to
visit my CP. Because it's almost 1lke visiting In a brigade or a
battalion CP In other dlvisions. So he has to get used to field
operations, The light division comander has to accept the fact
that it Is very decentralized. He does not have that
Instantaneous control that we like to think we have In other
divislons because people are out doing thelr thing all over the
terrain. You Just have to hope llke hell that they (1) know what
they're suppose to do and (2) that they're dolng 1t."
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"I know that this flles In the face of a lot of people who
advocate simulation, but I've had one dlvision exercise a year
now, for the last two years. 1 can't begin to tell you how much
positive feedback I get from the unit commanders and the staff,
and how much 1 personally get watching these operations go. In
simulations, T reallze they are getting better as time goes on,
but simulations stll1l don't give you the declision making problems
that occur when the supply convoy gets lost; that occur when the
radios get wet and don't work; when the aamunition shows up at the
wrong place or the point man In the colum of the lead task force
gets lost and so does the task force, and It all has to be
reoriented again, and brought back In., For the past two years on
the division exercise we have had horrible weather. We've had to
fight through some of the most severe ralns that we have ever seen
in this area. The roads have become absolute quagmlires.
Everything has slowed down to a snall's pace or has speeded up In
areas which we never did figure that they would. All of thls was
given to staff, comnmanders, and the soldlers; the problems of
coping. You don't get that kind of coplng out of pure
simulations."

"I Issued my Chief of Staff the following directive. 1 sald, 'In
my absence, without being able to contact me, you can do anything
to Implement the plan, except change prlority of flre and commit
the Reserve -- those you must contact me on.'"

"The first guy I want to talk to is my G-4, to glve me our support
status. Then I can talk to the G-3. If you can't support the
operation, It's not goling to work.,"

"At this particular time I split my G-3 section three ways, the
TAC, the TOC, and the rear. We are capable now, by Improvising
our communicatlions into three essential support nodes, of belng
able to both coomunicate and command and control the Divislon, and
fight at any one of three locatlions."

", . . We move the DTAC every 24 hours. The DTOC, the malin
headquarters, we move every 36 to 48 hours. On our last fleld
problem, In the seven days we moved It four times. 1've never
seen a divislon CP that was capable of moving llke that. We kept
camunications and had no problems with ft. Most divisions that
I've been in In the past go to one locatlion and are afrald to move
because of the communicatlions. I'm very proud that thils division
was able to do that. It took a lot of training, though."

"Some belleve that you can't do realistic training and have safe
training at the same time. That's just absolute garbage. When we
go to war we don't want to ki1l our own people elther. So 1 think
you can do it safely, and I was very happy on our last fleld
problem. We took 14,000 guys out there, 4,000 vehicles, and ran
them around for a week and a half and didn't lose anyone. That
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doesn't Just happen. Commanders work thelr talls off In doing
things along that particular line."

"With regard to the whole structure for fighting In the rear, our
doctrine Is not clear. In fact, the doctrine Intentionally leaves
It a little flexlble. 1 restructured a dlvision rear, created
one; because 1 thought that we needed the three command posts that
the doctrine tells us to have. You can't Just ad hoc it. You
can't say, 'Well, we'll have one when we go to the fleld.' People
have to work together and have to train together, or you don't
really have anything. So, we establlished one back there under the
Provost Marshal. We created a dlvision rear out of our hide.
Then, we focused on the GTAC Itself. 1 found that when we went to
the fleld that people In TAC, who were the ones who primarlly
controlled the current operations of the dlvision, spent thelr
first day introducing themselves to each other. 'Hi, I'm Joe and
I'm In 6-4. I'm Dick, and I'm In G-2,' and so on, because back In
garrison they all worked In thelr own bullding, but when we would
go to the fleld, G-2 would send three people, G-3 would send three
people, and G-4 would send some, and all these guys would go out
and scratch thelr heads for awhile. 'Well, what do we do In the
TAC? How do we work [t?' So, I set up an area In the division
headquarters that we called the GTAC. We took three large rooms,
slde by side with connecting doors, and we camouflaged it, put up
nets and so forth, and that was the GTAC. They were there from
all the staff sectlons. People who would be In the fleld
together, worked everyday In garrlison slde by side. So, when we
went to the fleld, anytime we pulled the trigger and took off,
there were these guys who had desks slde by side. The G-2 section
and G-3 sectlon found themselves working at fleld desks, and
working In DTAC, slide by slide. Now, they already knew each other.
When 1 told the staff what we were golng to do, everyone sald,
'Oh, that will dlsrupt our garrison operations. That will cause
Inefficlency. We will now have toc run all over to coordinate
things.' I Jjust told them, 'fine, we'll take some peacetime
degradatlion to get a wartime Improvement.' We did It! 1 forced
It. I thought we probably would be more effective In the fleld.
I found, which was a very pleasant surprise, that our peacetime
efflclency became better."



INSTALLAT ION MANAGEMENT

"If you go around our clubs, you will see as you enter, a purpose
statement for that club. Those purpose statements were done with
a great deal of thought. 1 chopped on them flnally, but it took
about three months to really get the things narrowed down. That's
Just exactly what we are ygoing to do Is what's In those purpose
statements, no more, no less. We've done the same with a muvber
of our other functlons In the NAF area."

"My guidance to the staff Is that your biggest area to oblligate Is
the family housing. 1 wanted 50 percent of our budget In family
housing obligated by the end of the first quarter; 75 percent by
the end of the second quarter; and 95 percent by the end of the
third quarter. We didn't quite make it, but at the same time that
we do this, 1 have a system where we develop a nurber of ‘'on the
shelf' projects so that when it comes to the end of the year and
there are monles left over, we do pretty well in the so-called
'end of year monles'. Llke last year, about four miilion or four
and a half million dollars worth became available. We bought out
about everything we had In our first 50 prlorities. But, ves,
there are problems In obllgation and I'11 tell you why. We have
managers for all these different line Items and they're pure bean
counters. They 1lke to draw a l1lne that starts on the first day
of the fiscal year and that line hits 99.9 percent on the last day
of the fiscal vyear. That's flne for a bean counter, but It Isn't
necessarlly the way to go operationally. That's why you have to
understand money and what you're looking at and 'stralght-1ine'
doesn't mean that It's 'right-1ined'."

"Our officer's club was 'deep red' because they used to have the
MPs sitting out to make sure no one went away drunk. Well that
isn't how you take care of people who get drunk at the ciub. You
take care of them with thelr own contemporarlies. Soclal actlvity
Is Just nurber one. That's very lmportant, very critical."

"I put together an inspection team made up of my G-5 and sone
people from my staff, the state health inspector, and some people
from AUSA. They Inspect and they have a set of standards they go
by -- to Inspect the traller parks. Those who fall to meet the
standards are glven a 1ist of thelr deficlencies and a perlod of
time to fix them up. Then we go back and the threat Is 'off
limits'. I have put one off limits, but it's been a more positive
result In that traller park owners have come to us, even before
the Inspectlon, and asked for the standards and they've gone out
and fixed their parks up. So we've had a great improvement there
in all but one of the traller parks and that one Is about to go
bankrupt here anyway.''
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"1 have seen colleagues of mine, smart people, good people, caring
people, who came Into a divislon and concentrated on the training,
readlness, division, malintenance, and all the division activities
and sald, 'The community will run Itself.' It may, but there is
such a synerglsm between how the conmmunity runs, In terms of
morale, splirit, and sense of well being that the famillies have,
and the readiness and the attltudes and splirit of the divislion.
If you haven't done It, you don't know it. The worst mlstake that
a person can make Is to go Into the divislon and turn his back on
that. I think most dlvislon commanders are smart enough to catch
on. But, If you wait most of your flrst year before you catch on,
then all you have time to do 1s catch up. You can't get ahead."

"All of us were very comfortable and were all experts In a
dlvision, but the Army hasn't grown many installatlon managers. I
think all of wus should admnit to at least a degree of
uncomfortableness when we started playing on that side of the
house. I would suspect other divislon comanders would tell you
that they spend at least 50 percent of thelr time on the
Installation side of the house. [ think the amount of time that I
spend Is probably closer to 90 percent."

“"Early on, 1 think, for a division comander that Is also an
Installation commander, he has to make himself visible to the
clvillan work force which 1Is a conslderable portion of that
Installatlon slde of the house. It pays dividends. I would
counsel the dlvislon commander and 1'd vote to be senslitlve to and
aware of the comunications between the post leadership and the
clvillan work force side of the house. I think that's extremely
Important In this age with the amount of contracting out and
commerclial actlvities studles and that type of thing that's going
on. I don't think the Army as a whole Is as senslitive to thelr
clvilian work force as perhaps they should be . . ."

"] watch visitors come through here -- the Army's leadership.
They will, on the drop of a pin accept your Invitation to talk to
NCOs or talk to soldlers, but It's hard to get them to devote the
time to talk to clvilians.”

"Every dlivision commander will probably tell you that he sits down
and has lunch perliodically with 1leutenants, sergeants, or
something 1lke that. ! started doing it with civlliians early on,
flve or slx at a tine. For the flrst year and a half I couldn't
write fast enough. The last three luncheons we had we didn't have

a single thing to dlscuss, except the weather and that kind of
stuff."

"The Installation, more than the Division, tends to feel the
manpower squeezes because even though we say we need Installatlons
for mobllizatlion and we need to malntaln our readlness at the
Installation level to take care of soldiers and so on, the
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Installation stlll takes It In the shorts when budget squeezes
come., We protect the line units, or the TO§Es, at the expense of
the Installation."

"One of the things that I Instituted here after about six months
in command was requlring my Installation slde of the house to glve
me a quarterly management rcview, Jjust Jlike 1 required the 1ine
units to do In the training fleld. For the Installation side,
each of the dlrectors would have to brief me on what thelr goals
were for the next quarter, then how they were going to achleve
them, and what they needed from me In order to do it, 1f anything.
Then, at the next quarter they would tell me how well they
satisfied those goals, and If they didn't why they didn't, and
where the problem was. As an examwple, I told them that the
problem might well be me. Maybe 1 didn't giva them enough
resources or maybe 1 gave them some confllicting guldance In
midstream, and they needed to tell me that. We needed to know
that. Inmediately they would take it as a defensive thing, 'I
didn't meet the goals,' and It was very difficult Initially to get
this Idea of free exchange and candor back and forth. I tried to
do that by not ralling against them, or not criticizing them when
they didn't meet their goals unless It was something out of Just
pure stupidity or mismanagement. We have that now pretty well
Institutionalized, and 1 hear the goals every other quarter. The
garrlson commander hears them In the quarter that 1 don't.”

", . . There are some areas like llibraries and sports programs for
our youngsters where 1'm never going to be self-sufficlent. So I
have to make enough money In other areas to cover the known
losers. We're doing that now."

"I would say get familiar with all the recent Army pubillications,
regulations and directives on the standard Installation
organization., That has some bearing on what you're dolng. If you
follow that thing to the 'T' as It's written, then you at the
division commander 1level are the Integrator between the
Iinstallation and the garrison, not your chief or not the garrison
commander. [ would suspect that there are very few Installation
commanders who are doing that to the degree to which the
regulation says. But there are a 1ot of little Idiosyncrasies In
that thing and If you've been away from a CONUS Installation for a
while it merits your attention early on, so that you have an
understanding and a famlllarity with them."

"1 would recoomend to the division comander, If your installation
commander has not been to the Installation management course, that
he go."

"The largest problem 1 had was that we found out in the Morale and

Welfare Fund we were almost a miillion dollars In debt and nobady
knew anything about It. We had a little lady In tennis shoes

24




writing checks against nothing. So we were In deep debt to be
quite honest with you. That was the blggest problem that 1
Inherited here. I won't go Into great detall, but fortunately we
had a sports shop and a couple of other fast food restaurants that
I was able to make a deal with AAFES to buy me out, which gave me
some cash flow. We were able to solve the problem. That was the
biggest problem I had when 1 flrst came here.M

“"Now, I probably don't spend 15 or 20 percent of my time with the
community. Previously It would have been more about 50 percent.
But that extra 30 or 35 percent that I did spend with the
conmunity, now I'm able to spend out with the units."
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TRAINING

"There's a manual out now. I believe TRADOC published it In
August of 1985. This manual tells a division how to train. We
have never had that before. We have never had a standard
doctrinal approach to tralning a division. It Is very well done.
I can't think of a better way to manage, plan and conduct training
than to follow the way It's lald out in that manual."

"If the division commander doesn't set prlorities, he's forfelting
his major command declslon. The most Important decislon he'll
make as a dlvision commander Is what his people will do and what
they won't do. If he falls to do that, It'1l be done, because at
some polnt you meet a commander in the chain of command who has to
execute. It flows on down and If you don't find a cormander with
guts somewhere, 1t will stop with the company commander. It can't
flow downhill any farther. If no one else has set priorities, the
company commander |s the man who finally gets told that he has ten
things to do but only emough time to do flve. If no one else has
told him what the Important flve are, since he has to do It, he'll
choose which five he will do. So, If you fall to set prlorities,
you're forfeitlng your abllity to influence where the division Is
going, and you're forfeiting It to the least experienced commander
in the chaln of comand."

"] watched some of my battallon conmanders get ready for tank
gunnery -- other things too, but I'11 just use tank gunnery as an
example -- and thelr tralning program was to bhave three
repetitions of the SQT, two repetitions of some other event, and
flre at night four times, and so forth. They had sumoned the
'three' and sald, 'Well, you have to learn to flre at night, you
have to do the dry run, you have to do this to exerclse,' and so
forth, 'and, if you do It this many times, you ought to be
prepared.' Well, that's not necessarily so. What they missed was
that you have to train to a standard, not traln to a number of
repetitions. Some people can go In and do It once and meet the
standard, while other people would need to do it 10 times to meet
the standard. Tf all you're doing as you go through your training
is checking off blocks, then you feel good because you have checks
in all those blanks, but that doesn't do anything but make the S-3
feel good. It doesn't say that the crew has mastered that skill."

"we took a perlod, one day a week, Wednesday, for flve hours. We
sald, 'That's Iron Time Tralning.' That time Is devoted to the
squad leader for tralning his squad or his tank crew, or whatever,
and nothing else will take precedence. There will be no hospital
appolntments, there will be no detalls, no slick call, and no 'go
to finance to check your pay records.' There will be nothing at
that time. We laid It out Into quarters and there were 13
Wednesdays in a quarter. There¢ were times when we couldn't do It,
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but we planned for those ahead of time. For exanple, maybe the
whole battallon would be In the fleld, or at Graferwohr during
tank gunnery work, or may be a natlonal holiday, or REFORGER. So,
on the average, In a quarter we would have eight to ten Wednesdays
when you were In garrison, doing tralning, and those Wednesdays
were sacred. It was the job of every leader to protect that squad
leader agalnst poachers. We had to explaln to them what poachers
were. Anybody who has been out west knows what a poacher Is, but
we described to them what a poacher was. Then we asked them who
the poacher was, and the poacher was the company commander, the
flrst sergeant, or the dlivislon comander. The poachers were us,
the leaders. So, we put ourselves In the position of protecting
those squad leaders from us."

"A cav squadron commander found a way to Integrate COPPERHEAD 11ve
firing with his maneuver. By maneuvering adjacent to Graferwohr
and having the rounds actually Impacting, offset from where he was
maneuvering, In the Impact area of Grafermohr. But, he was still
able to tle together all pleces of the systems -- the laser
designator, the fliring battery, the mlsslle, the maneuver force,
the opposing force, all of those tled together with the
comunicatlons 1ink -- and exerclse and stress that whole system."

"First of all, find an anvil. You have to have something that
shapes people and forces them to focus. Golng to the Natlonal
Tralning Center is an anvil. People know that they are golng and
they know that they and thelr units will have to be ready to
perform. So, they will prepare for lt. Going out on something
11ke REFORGER, where you have another unlt agalnst you and you
have evaluators and umplres, that's an anvil. But, you have to
have something that forces people to prepare for, think for, plan
for, and train for an evaluated event. Whether the evaluatlion is
an umplre with a cllpboard, or MILES devices, or a large
force-on-force maneuver, there has to be something that puts
reallsm Into 1t."

"The Natlonal Training Center [s one part of that and It's
probably the best tralning we have and that Is good. But the
fault thereln, In my opinion, Is that In tralning for the Natlonal
Tralning Center, the only people who were receiving high caliber,
Intensive tralning were those whu were preparing to go to the
Natlonal Training Center, and that's only about ,3500 people we
send out there out of the dlvision Installation contingent of
approximately 15,000."

"What we Initlated was what we call 'P1-P2'. These are 14 day
perlods, back to back, and we aligned at the brlgade task force
level so that we can traln up on a Pl perlod -- we can go as high
as a brigade task force. However, most of our focus is at the

company team level and some at the battallon task force level.
During Pl the only things authorized outside of being with the
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unit are emergency leave and emergency appolintments. We're not
durb about this. If a person lives In Samoa, and we do have some,
and they're going on leave and they're paying a good hunk of money
to fly there, we'll let them go 30 days. I set a standard of 85
percent of assigned strength, speaking at the company level,
'boots on the ground' during Pl. Most of the unlts exceed that by
10-12 percent. All the other things -- the dental appointments;
the annual dental checks; the physlicals; the medical appolntments,
unless they are emergencies; courts martlial; members of the court
martial boards, we have two boards of panels; urlnalysis; Panarex,
AIDS testing, BSEP, advanced NCO, college training -- that's all
done during P2."

"This division, not unllike many others, for the gunnery tralning
on tanks was centrallzed at division level with the TGAT, Tank
Gunnery Assistance Team. Very Inefficlent, 1t took a lot of
people, falled to orlent on the real Intended outcome, and that's
training tank crews. It was nore process orlented. Very early In
my command, T disbanded the TGAT and gave the guldance that the
company commander was responsible for the gunnery proficlency of
his company. And so when you go to any of the gunnery ranges
where they are quallifying -- whether It be Table VIII, being the
big one -- it will be the company cormander there and he'll be
doing it. Initlally, and this was kind of dlsappointing to me,
but I think we set the record straight on It -- initlally people
told me that we can't do that because we can't trust the coampany
commanders to be honest. Well, that kind of hit me right In the
gut. If we have developed a climate where we can't trust our
company commanders, then we've got to change something. So It
didn't take long for me to convince the colonels and 1leutenant
colonels that those captains can do It and they're doing It
tremendously; and now tank gunnery Is no blg thing. They wlll
stop and qualify the crews that need qualification, elther going
to another tralning area or on the way back. It's not a blg
thing. What do we have out of it? A great deal more efficlency
of our assets and time."

""We have three month long baskethball seasons. We will then have
one season a month of soccer and volleyball. Then we'll hit three
softball seasons; then we'll have three fliag football seasons.
Plus we have a huge nunber of Individual sports -- everything from
triathlion to bltathlons and boxing. You name It, we've got it. At
the end of each season, In the tean sports, my added sports
program cost me near $250,000 to operate. And If It was the last
$250,000 they had in P2, I would stlll operate It. We glive blg
trophies for the battallon champion. At the end of the short
season, all the battallon champlons come together for a
post—-division playoff, single ellmination, random draw. There we
glve big team trophles and individual trophies to the top three
teams. Indlvidual sports -- we glve trophles In there also. B8lg
payoff. For a lot of troops, it's the first time they have been
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on a winner that they can Identify with. They love those
trophies, they love the particlpatlon. It's one of the greatest
ways we have to bulld team work and pride. It has to be done at
the company level. That's where they assoclate wlith themselves
and that's where they assoclate with the unit."

"I'm convinced that the only way we ever have great tralning ls
when we put a nilne man squad together, dolng meaningful tasks that
accomplish thelr squad objectlves, under the leadership of a squad
leader wlith both E-5s there, present for duty, assisting him In
the performance of both gulding that squad and evaluating how well
It's dolng. 1If we bring that squad down to four or flve men, we
Invariably train at half pace, we traln clumslily, and we're doomed
to be less effectlve than we should be."

"We started very early trylng to educate the garrison and the
Installation side of the house -- the dentists, the doctors, and
all those other people who have a requirement to see soldiers --
that we were running what amounts to an X, Y schedule. When we're
In slde X of that fence, we're looking to get a minlmum of 85
percent present for training, for the full training perlod, and we
don't want any appolntments for the doctor, or dentist, or flnance
appointments, any of those other things that occur. This Is not
for an extended perlod, It may be a week or 10 day perlod followed
by a 'Y' period which Is a week or 10 days. The Army does an
awful lot of 'birth months' and periodlic things. The COHORT
package tells you that, 'Hey, they're going to be together for
three years, let's do the whole battallon and get It out of the
way In one day.' So, rather than the first sergeant having to
worry about dental appolntments for 12 months, he worries about it
for a two day perlod and then forgets It, uniess It's an emergency
or something 1lke that. Whenever possible we've gone to that type
of thing. That's helped."

"When I came here, soldliers were dlgging bunkers, and sandbagging
above the ground two and three feet. That's passe. We dig In now
and we dig In deep, but the top of that bunker Is no more than six
to elght Inches off the ground and 1t's well camouflaged. In
other words, there's a low silhouette. Enemy Infantry can't see
It from 35 to 40 meters away when they walk in on it. We do not
use chain saws and things of this nature to cut down large trees
to go on top of those bunkers. What we've chosen to do —- llke
the NVA who cut down small saplings, because they grow by the
billlons and they're not worth a damn for anything -- our soldiers
Just use thelr machetes and axes to cut those saplings down and
put them on top of thelr fighting positions. Then they take two
layers of half fllled sandbags and put on that and cover 1t up
with dirt, and camouflage It. This does away with the chaln saws
and any need for heavy engineer [tems."
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"I think a key thing In the tralning area Is that you have to be
out there. If you're really Interested In tralning people, then
you have to be out there observing them train. Otherwise, they
won't think you're serlous about It being Important. So, 1 guess,
If I had to say one thing, It's that you have to be out there with
them."

“"We do our worst tralning In the local tralning areas.
Unfortunately, you spend 70 percent of your time In the local
training areas. So, that's really where your sustalnment tralning
or train up comes and that's where you have to put the emphaslis
because there are so many more distractors when you're back here
in this particular environment. But, for lack of a better term,
my philosophy, as I mentioned earlier, has been, 'You have to have
the basics right.' If your baslics aren't right, then nothing else
will come. If you don't have the individual soldler tralned and
knowing what he's doing, then T don't think anything else Is going
to come."

"when I got here, the training guidance from the Divislon was very
thick. You have probably seen those things before. When 1 looked
at It, all It was, really, was duplication of a lot of another
manuals and a lot of other things. So 1 did away with It. All 1
dlid was put a cover sheet on the top of FM 350-1 that comes out of
USAREUR 350-1 whlch states the requirements and guldance for
training. 1 thought that was sufficlient.”

“"With the large number of vehicies we have, almost everybody has
to be a driver. We had to set up a driver's training In esch
community area. The schools were just not training the nurmbers of
drivers that we needed. For Instance, It's fixed now, but there
used to be a fuel tank and pump guy, the guy who dispensed the
fuel. They went to school to learn how to do that, but he didn't
go to driver's tralning, even though he had to drive the same
truck. That's just a 1lttle disconnection. Now, they fixed that
one, but there are a whole bunch of them out there Just 1lke that.
Almost everyone has to be a driver, so we've had to go to having a
Drivers' Tralning Academy In each of the communities and that has
probably pald more dividends than any one thing that we've done.
It's cut our accident rate down tremendously. I think It's helped
our malntenance because we also teach malntenance."

"I don't belleve In CTT once a vyear. 1 don't belleve In soldlers
peaking for CTT once a year. 1 tell them they need to do It every
quarter. If you're going to sustain your proficlency In CTT, you
have to have them every quarter. Most of the units are doling
pretty well on that now, where they do It on a quarterly basis,
rather than on a yearly basls."

"FC 25-100, the book on training, Is probably the most helpful
docurent that's ever been written. We all understand what this
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Is, of course. This Is the book on what the 8th Infantry Division
used to call 'Cardinal Polnt' and multl-echelon tralning. It
tells you how to set up a divislion master tralning calendar so
that you can traln your brigades at the same tlme the sergeants
major are tralning the squads, and It works."

"It's not llke people sltting down In the old days. Two hours off
the platform for every hour on the platform. You don't have to
spend two hours off the platform anymore. The standard is there,
the man's soldler's manual Is there, tasks and conditlons are
there. The tralning system has grown up."

"when you're looking at the training of a division you need first
to make your presence felt evolutlonary as opposed to
revolutionary. Nothing hurts a dlvislon worse than turbulence and
sudden changes In dlirection."

"] took the flrst 100 days and 100 nlghts to evaluate the
division. I didn't make any changes to the major programs at that
time untll after 1 had done this analysls. Then [ called the
divislon leadership together to Include the brigade and battallon
commanders along with the staff. I outlined where I wanted to go
In the Dlvision, where 1 saw that we should move. 1 think the
most Important thing for training, Is first to get the people to
tralning. I'm convinced now, after 19 to 20 months In this job
that we know how to plan our training very well and that's not a
problem. BTMS works and FM 25-100 works, people understand it;
that system Is there, It's In place, and It's well thought out.
The problem that you stlll have Is getting soldiers to training;
to the right place at the right time and In the correct nuvbers to
be able to do the Job that you would expect them to do."

"1 made PT mandatory on Monday, Wednesday, and Friday. 1 made It
mandatory that no Installation offices would take appolintments
prior to 8:30 In the morning on Monday, Wednesday, and Friday.
Now that was tough. That requlred rlgorous, uncompromising,
ruthless emphasis and enforcement, and It stlll does. You still
find people who want to circumwent the system, usually for cood
reason. They want to kick someone out early to get ready for
something, and If you're golng to reduce those kinds of
distractors, you Just have to make sure that your guidance Is
expliclitly followed with no exceptlons. That means In some cases
having to write letters of concerns, letters of admonishment, or
Just flat verbal reprimands to people when they transgress that
cystem. The next thing to reduce turbulence here and to reduce
the tralning detractors Is durilng the prime readlness tralning
period, agaln, we allowed no appointments, no hospital
appointments, no leaves, and no schools unless It was off post
NCOES. So the only exception that I would tolerate when the unit
went Into the prime readlness cycle was emergency; that was
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basically It. There were no appointments, nothing else while they
were in the field."

"I had an eighteen nonth calendar that I have dated every six
months with respect to tralning and the resource of tralning. So
that meant the longest that thing had stuff sort of figured was 18
months, the shortest was a year. But I think if you're not months
ahead of significant lIssues as divislon commander, then you're
behind."
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ORGANIZATION

"I find that we really don't have a sufficient recon and cavalry
capabllity within the dlvision, or even within the unit, to employ
the canbat power and the mobllity that we have. What I'm looking
at |Is dedicating one company in each mech battallon, leaving It In
the battallon, to greater Intensify Its tralning and efforts In a
reconnalssance mode. And as we continue to Increase the lethality
of our weapon systems, the judliclious use of these assets Is golng
to depend on Intellligence; and the greatest Intelllgence you get
on the battlefield from brigade level down, really dlvislon; but
certalnly the battallon commander fights with what he sees and
what he finds. There aren't too many satelllte reports that are
going to get to him In the right place. So, what we need, what 1
looked at, 1s about one-third of the force belng employed In
reconnalssance and securlty operations."

", . . I have asked my 4th Brigade commander to send a llalson,
Just like the artlllery 1lalson people to each of the major
brlgades or MSC commands. He has done this, and, of course, he's
taken It out of hls hlde because It's not authorized to do that.
But what this has done Is ralse the sensitivity —- everything that
the unit does now, you have a guy there that says, 'Think
Avliation!' My MSCs tell me that It's working much better now, not
only aviation as far as the gunships and the attack battallons are
concerned but the Blackhawk as well. As a matter of fact, I'm
putting a lot of emphasis on combat service support for resupply
of the Blackhawk. As [ mentioned yesterday, we don't have many
Infantry anymore. Unless we are augmented with say a light
brigade or something llke that from the States, then we aren't
going to be doing that many alr assaults. Of course the Blackhawk
Is a very valuable blrd, and, therefore, we are doing a lot of
tralning In carbat service support right now. When we have units,
for Instance, at Graf or Hohenfels, we 11ft the stuff out of
DISCOM back here and alrlift 1t up Into the area to get the
tralning on hookliig tt up and the loads and so forth. By putting
these people with the brigades, It had caused them to think and,
therefore, the brigades are better integrating the use of all the
alr supplles we have into thelr operatlons. That was the purpose
of It."

"All the maintenance and mess and everything are at brigade level
In a 1lght division. A number of senlor offlcers are worrled that
that means we're going to ralse a generation of people who are not
golng to have any educatlion In malntenance or mess or that type
thing until they get to be a brlgade commander. And that danger
exlsts. [ acknowledge that. But I Just feel so strongly that in
a llght division you have to keep battallon and company comanders
focused on war fighting and let the brigade cammander worry about
those other things. Somehow, and ['ve not been able to sort out
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exactly how It happened, but somehow the messes got put back down
at battallon level and I'm bringing them back up to brigade level
before 1 leave. But I would urge any of my successors or any
other light division commanders to be very careful about putting
all of that administrative type thing down to the battallion
comander. [ think battallon comanders In light dlvisions have
got to be freed of that as much as they possibly can and focus
strictly on war fighting."

"I would suspect It's true on all the COHORT units. You see squad
leaders who are completely confortable with their soldiers!
abillty. You see an interesting thing. You see the squad leaders
devoting their time and attentlon as they move, not to the
soldler, but to the other squad lecaders. That's tough to
describe, but 1 attribute It to the fact that those squad leaders,
as I sald, know thelr soldlers, know what thelr soldliers are going
to do. It's an Interesting phenomenon. 1've never seen It before
untll I became close to the COHORTs."

"I think a coomander has to be very sensitive to the fact that the
COHORT unlit s a very unforgiving leadershlip environment for
particularly the junior NCO. Hls leadership mistakes don't leave.
His tactlcal errors don't walk out the door as part of the 25
percent turnover. His professional competence stays with him.
His reputation Is not weakened or leavened by soldiers leaving.
He has really got to know his buslness. You can't fake It In
front of those soldlers. If you have to replace an NCO who
because of promotion, or schoolling, or something 1ike that, when
he walks out the door, you have to be very careful what you do to
prepare his replacement to walk Into that group who have been
together for one, tow, or three years. The first week or ten days
are absolutely critical to that E6's abllity or reputation."

"In many ways, [ would tell you that It Is easier to 1ive with the
shortfall Iin our organlization, or structure, than It 1s to change
It. I think the Army as a whole, and division commanders, ought
to be a little bit careful about radical structural changes.
That's my personal feeling."

"I have to tell you, the most troubling place for me right now Is
In the MI comunity. The Ml battallon has a TOSE that must have
been designed by a mad man! The doctrine to Implement that Is
st111 In doubt and unclear."

"I'd 1lke to see a MI battallon TOSE that puts all the things In
the right place. Right now A Company has some equipment that's
supposed to be In C Company, and C Company has some equlpment
that's supposed to be In A Cowpany, and then headquarters Is
formed when everyone tried to flgure out where to put things and
couldn't, so they formed a headquarters company. [ think the
concept of company mechanlics with a battallon motor offlcer who Is

34



only an advisor 1s fatally flawed. It doesn't work In garrison,
and It doesn't work In the fleld. We have to Jerry-rig it. We
have to go ahead and ad hoc It In order to make the system work.
The doctrine and concept for uslng the TACUAMs Is Incomplete. THE
TACJUAM system Is fine except the vehicle that It's mounted on now,
the old 548, Is not going to be the prime nover, so we understand.
Yet, that's all we have, so we're working It doctrinally. We're
working a doctrine and a system that may never come to pass.
That's very frustrating on the part of the young MI offlcers who
see they really do not have a war fighting capabllity, even though
they clalm and are told that they have (t."

"I did not llke the cav squadron wrapped up in the Aviation
Brigade. But since It's there, we're trylng to use It the way we
think the doctrine Is coming out that It's Intended to be used.
I'm glving it a falr shake, and I1'm glving It a good ring out, but
the problem I have wlth the Cavalry organizatlion Is the enphaslis
on the alr over the ground. In my view Cavalry is reconnalssance;
that's thelr primary mission, to find the enemy and maintain
contact with It. To do that, I need an all weather day-night
capabllity. While I'm all In favor of Army Avlation, as It Is now
we stlill don't have a 100 percent, all weather, day-night
capabillity with our hellcopter fleet. That means, In terms of bad
weather, hlgh winds, or reduced visibllity that I have to rely on
my ground troop to get me the Information 1 need. Now, because of
the roundout status, I only have one ground troop. If I went to
war tomorrow I would have one ground troop that I could count on
to glve me reconnaissance 24 hours a day, seven days a week. The
NTC has shown time and time again the problems you have wlth
trylng to depend on ailrcraft to do the job for you, because they
Just can't fly all the time."

"I was tactlcally Inhiblted, doctrinally Inhibited In the
deployment of a dlvision In certain areas, certain times, because
of a lack of human Intelligence. The new organizatlon for the
CEWI battallon, the MI battallon as you know, Is very
technologlcally Important in Its equipment. But It doesn't work
very good and we don't have It all, but the scouts are gone from
the battallons. The cavalrymen are gdgone except for the
hellcopters. Occaslonally you can find yourself blind. Now, we
tralned a 1ot of Infantry to do all that for us."

"There's a cost assoclated wlth any reorganization or change In
the structure no matter how small It Is. There are costs
assoclated with readlness. There's a learnlng curve assoclated
wlith anything, whether you're just changlng the organizatlon of a
squad, or declding to put a weapons squad Into an Infantry
platoon, or whether you're 1looklng at some much greater
organlzatlional tralning. I think there's also a bow wave
assoclated wlith any change, no matter how small, when It deals
with such things as doctrine, comand, and control, maintenance,
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and all that stuff. An awfully lot of times the cost of those
three things are not worth the minor change or licrease In
efficiency you get by tweaking the system.'

"Unless we keep our organizatlonal structures reasonably
consistent, there's no way for you and I to Judge assessments from
any part of the globe that might tell us when we have things
wrong, because they might be using a different data base than
someone else. My point In all thls Is that we have to work bhard
to stay with our existing organizations and to change them with
the schoolhouse playing along."

""We were the flirst ones, [ guess, who organlzed an Avliatlon
Brigade as our fourth brigade. They talked early on about
maneuver, that Is a maneuver brigade. 1 was very much against
that, but I tried It In my GUP area and found out that as a
maneuver brigade, In the true sense of the maneuver brligade, It
does not have the capablility to do that because the brigade 1s not
structured to do {t, and the division Is not structured to support
It. You don't have a forward support battallon, per se, to
support It. You don't have your artillery llalson officers and
equipment to support Iit. You don't have hard command posts;
they're all In vans. You don't have that to support It,
Interestingly enough, you don't even have an ALO authorlized for
your fourth brigade, even though the coordination between 1t and
the others Is very essentlal. So we tried to use It strictly as a
maneuver brigade over a long perlod of time, and had tank units
and Infantry units, but It didn't work. The dlvision couldn't
support it, and the support structure couldn't support it. So I
said at one time, 'Gee, It can't be a maneuver brigade.' Well,
I've changed my mind a 1ittle bit now, because I think It can be a
maneuver brigade for short periods of time, for speciflc missions.
For 1Instance, on our Jlast fleld problem we had an enemy
penetration In our area, so we gave our aviation two tank
battalions -- It was actually a CAV squadron which Is thelrs In
peacetime anyway -- the CAV to screen the flank, and a tank
battalion to close off the loop. It would have to be after they
crossed the river to close off thelr exit out of there, and use
the helicopter battallons In mass -- two battallons at a time —-
in the kill zone, which I think is exactly the way to use them.
I've gromn to belleve that we're wrong to plecemeal our
helicopters. We must use them In mass, at least at the battalion
level,"

They have two companies there -- the Blackhawk company and a
general support company -~ that don't have a battallon
headquarters. You have the two Cobra battalions and then two
separate companies, one a Blackhawk company and one a general
support company for command and control and so forth. I have Just
gone and out of my hide, developed a task force. In peacetime you
don't have to do that, but In wartime when you have a brigade
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conmander and he's out there flghting, say two massed battallons
of the Cobras, and, at the sane tlime, the Blackhawk Company
Commander Is dolng an alr assault and Is maybe conducting the
cambat services support misslon -- resupply of some type -- then
you have the command and control people or your wutility
hellicopters going In another direction. Those two young captains
have no staff at all. I don't think they have the abllity to
coordinate all of that by themselves. That's the reason we went
to a task force, which I took out of my hide. I took some people
off the brligade staff and put a battallon type headquarters down
there."

", . In a heavy dlvislon, we really don't have a lot of
Infantry. Out of the 18,500 men we only have about 1,000+
infantry In the division. We have some shortages In the combat
support and corbat service support areas, and those are areas you
have to put someone In. Those things have to be done peacetime,
war, or whenever. You end up dlvvylng your Infantrymen out of the
back end of your Bradleys to those types of Jobs. So you end up
having maybe two squads In a platoon, If you're lucky. Most of
the Infantry that we have now, because of that, Is only capable of
close In securlity, and very few operations. If you had all the
people at the exact right place In the back end, then maybe you
would have a llttle bit more. Even If you had them all in there,
you would only have 1,000 or so. If you leave one of the guys In
the back to load the TOW, which you have to do, that cuts you
another guy. So the bottom line Is that we are extremely short on
Infantrymen In the heavy divislion."

"The Force Structure buslness Is probably another area where a
dlvision conmander, If he's not comfortable with It, ought to
spend some time and get famlllar with at least the basics. My
view Is that the 1lving TOSF business doesn't work, and If It Is
working there has to be a better way to do it. It's hard for me
to belleve that when 1 organize a battalion Initlally at 50
percent strength to get It started, as I Incrementally want to
increase that strength 1 need a set of documents. I need a
document to bring that thing on l1lne at 50 percent. When [ want
to plus that thing up by 10 percent In order to accommodate the
support requlired for one more battallon or one more brlgade, I
need another document, and ad Infinitum. Hence, there Is a
tremendous amount of work and effort by a slgnlflicant nurber of
offlcers and clvllians who have to go In and constantly get ready
for the next MOC window. As opposed to saylng, 'Here's your TOSE,
actlvate at 50 percent strength, and when you're ready, use the
same document to go to 60 percent.' To me, It's hard to fathom
why we have ourselves In that crunch."



DOCTRINE

"Doctrine Is a problem for the light division. As we sit here
today there Isn't any except from the Infantry school. It's
beginning to come but right now you can't go anywhere and find the
doctrine for how you employ attack hellcopters in the 1light
Infantry division. You can't go anywhere and find It written down
how to employ the engineer battalion In a light infantry division.
You can't go anywhere and find out what Is the doctrine of
Jjolntness between the United States Alr Force and the Army In a
light Infantry division. Now people say,'Well, It's the same In
all dlvisions.' No It Is not because we fight differently and our
organization Is different and our equipment Is different. So
doctrinally, In most cases, It has been trial and error. Benning
has been the most forthcoming and probably rightfully so because
it Is a light Infantry division. We now have the manuals from
squad to platoon to company to brigade level from Benning. But In
most of the other branches we still don't have doctrine for light
Infantry."

"I guess, If I have concerns about doctrine, It centers around the
logistics slde of the house and the loglstlcal doctrine. 1 don't
think that has kept pace with the tactical doctrine. Part of that
Is the gap between equipment assoclated with AOE and some
procedures and the reduction In strengths. Part of It Is that 1
don't think it's been looked at and tested to the same degree that
some of the tactical side of the house does. T am still not
camfortable with some logistic speclfics.”

"Aviation doctrine s still new and belng experimented with.
We're trying to work our way through that. Some Cavalry doctrine
sti1l [s In question as to what the true role of Cavalry Is,
especlally now that you have an alr army; you have primarily an
Air Cavalry squadron. In a roundout unit it's primarily Ailr
Cavalry because you're two and one. That causes you to see some
doctrinal deficiencies. 1In the DISCOM slide of the house now with
the FSBs, which I think Is a fine concept and Is working very
well, we still have same doctrinal volds as to what to do with the
MSB. It's too blg, It's a monster to try to command In garrison,
It's a monster to try to coomand In the fleld! Wwhlle the Log
Center Is wrestling with that, we stiil haven't seen the proper
doctrine for the maintenance battalion. We are, right now, I
think, devold of medical doctrine. We used to have a medlical guru
In the Divislon and that was, of course, the Medical Battallon
Commander who was a doctor. The DIivision Surgeon can't do that
role. The Divislon Surgeon ls a staff officer, and he cannot be
pravulgating and coming up with the doctrinal expertise that's
necessary to coordinate all the medical aspects of the Dlvision,
and 1 see that very much as a doctrinal vold, especially If we go
Into war."



"I think there s a doctrinal problem right now In the division
that has to do with the division commander belng a bit blind from
500 meters to 3,000."

"My generation of offlcers and thelr understanding of the
operational level of war, and thelr understanding of the Air Land
Battle, our doctrine, Is lacking. We are essentlally lIgnorant.
We dldn't have It In our schooling. We never practiced It as
battal ion commanders or brigade commanders. It Is fundamentally
different. The majors who are coming out of Leaverworth and the
young 1leutenant colonels now know It."

"People did not know what the Alr Land Battle doctrine meant.
They could mouth the buzz words, but they dldn't have an
understanding of it. That's not surprising, because It probably
takes, for an Instlitutlon as large as the Army, when you get a
totally different approach to doctrine the way Alr Land battle
was, seven years for It to Inflltrate throughout the officer
corps. That's seven years for the old fuds who are not golng to
learn anything new to move off the scene, and that's seven years
for the others to go through the school system, be taught it, and
practice It In the fleld, then go back to the school system and
think about i1t again. That cycle takes about seven years."

", . . There are some lapses between what we're doing In the field
today and what the schoolhouses have been able to pick up on.
This goes to the two Cav squadron, for example. It goes to the
employment of Army Aviatlion under the brigade concept, where there
Is little doctrine. It goes to the employment of the long range
reconnalssance detachment. It goes to the employment of the
chemlcal platoon. All of these things are right now doctrinally
bankrupt. But the schoolhouses are working on getting that
doctrine out In the fleld, and 1 feel confldent that they will. I
think that untlil that happens, what we need to do in the fleld Is
develop a general consensus In the region we're In, or If It's an
Army wlde problem, throughout the Army try to move In that
dlrectlon and provide the schoolhouses as much feedback as we
possibly can."

"We have a good feellng about the sensitivity of the schoolhouse
to what's happening In the fleld. The problem is that there's
about a two year time delay back there between the time that
things get fed back In and you ultimately see them In hard copy.
That may lead some to conclude that the schoolhouses are not
responsive.”

"In the past our feeding systems have been set up to take the food
to the soldlers. Now, under the area fleld feeding concept, the
soldler has to go back and find the food. I'm afrald that some of
our soldlers may end up, on some occaslons, looklng for food
rather than It finding them."
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"1 also mentioned to you the doctrinal concept of throughputting
supplies all the way through the corps, bypassing the Division
Support Area, and then going directly iInto the forward brigades.
All 1 have to say Is that we have to be good to do that. When
they find your unlt up In that forward area along the front line
of troops, those corps resupply guys have to be good reading maps
and getting down clogged roads. Can they come all the way through
and get to the brlgade support area somewhere along the forward
line of troops In the middle of the night? I can tell you that If
It's brought to the division support area by the corps, our
division wunits, properly augmented with transportation, can
probably get It out better and at the approprlate time, because we
know more preclisely where out units are and what they're doing.
Maybe this whole throughput concept will work Jtself out.
Throughput sounds easy, but when you try to execute It on the
ground at night, In the middle of a raln storm, and that type of
thing, and the forward line of troops need these vital supplles
badly, it might not pan out to be as easy as the word throughput
sounds . "

"We teach In our schools -- and to some degree in every division
-~ that our Aflr Defense Artlillery are primarily for shooting down
alrcraft. That's right. But who's to say If the division
commander Is given the misslon to take a town or clity that he
can't mass those VULCAN gun assets to assist In taking that town?
We don't think about that enough, but that's a concept. It's a
flexlble way of doing buslness. 1It's the same way with artlllery.
Artillerymen begin to shutter a 1llttle bit If you talk about
taking them out of the Indirect fire role and putting them In the
direct fire role. So we need to teach flexlibility In the
utillzation of weapons systems. The M60 machlne gun Is a great
weapon, a suppressor of flres, and it has a lot of punch out to
800-900 meters. But If you have your stuff together In one bag In
your dlvision It can also be a tremendous antialrcraft weapon. We
don't think about that enough. How we can employ them In the
antlaircraft role? The NVA were experts at It. They took thelr
German machine guns and built a simple tripod and they laced us
more times than we'd llke to talk about. They were lnnovatlve and
creative, and they were very flexible In the utlllzation of their
weapons. We need to pay some attentlon to that."

“"wWhen 1 went out to Leaverworth they briefed me on the operational
concept of war. They showed examples of where brligades and
divisions were doing deep battle. 1 thought about that an awful
lot and I'11 just have to tell you that the way they were talking
about doing deep battle, a division cannot do It when you're
talking about golng many kllometers back behind the enemy 1lines
and things of that sort. As you know, the FLOT will never be Just
straight; It will probably have some dips In it. It's not going
to be a static line out there. Let's say that thils is the llne,
here. Here's the enemy, and here's the frlendly guys, okay? For
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a friendly guy to go like this and get out of his front line
troops but Into his support, ADA, and artlillery, for a dlvision,
that to me Is deep battle. I don't think a division has the
capabllity of golng thls way for many kllometers. As a matter of
fact, I'm of the bellef that the flrst place you really have a
true operational concept of war s at the Amy Group level here In
Europe. If Corps has only one divislon as a counterattack
dlvislon, 1 don't think they have the capability, either. If you
have a corps In reserve, then a corps can do that. 1 think that's
probably the lowest level that It can be done. I don't belleve 1
can do It at division level. 1 really don't believe I can. The
other thing Is the employment of attack hellicopters. We're also
talking that they can go behind the enemy's lines for 100 'klicks'
or so, and pull off ralds and things. 1 won't allow mine to do
that. 1 will rarely ever let mine go across the FLOT because I
don't think they'll be able to survive. 1 know they won't If they
don't have masslve Alr Force support and synchronlze it with the
Alr Force and the electronic warfare and all of that."

W, . . My phllosophy of using Alr Defense 1s much dirferent than
the doctrine as written. I don't have enough Alr Defense to put
Alr Defense up with each of my front llne units. [ have taken It
away from front line units and have put It back with Artlillery,
CPs and nmy combat service support -- Artillery, command and
control, and corbat service support. The reason 1've done this Is
that I don't conslder fixed wing Jets coming up and bombing my
front 1ine units -- my tankers and Bradleys. If they do 1 hope
that's what they do, because they have much blgger, high payoff
targets, and if they start putting hard bombs against tanks and
use thelr flxed wing Jets like that, they're not very smart.
They're goling to use those In the back trylng to hit nuclear Alr
Defense, CPs, Artlllery and things 1lke that. By the way, they
have us so outnumbered In Artillery that we have to keep our
Artillery Intact to survive; we're really golng to be hurting.
So, I'm doing It a little bit different. The doctrine says you
put them up front. I'm not doing It. 1've brought them back. My
people and 1 are convinced that that's a better utillization."

"1've read most all the manuais. | think that you ought to follow
that doctrine as closely as possible, and iIf you're not going to
follow It, then you ought to write to the school that wrote It and
tell them about ft. Just following along and Ignoring what they
say, I think Is unprofessional quite frankly."

"Standardlzed things save time. It would be just wonderful if
kids could cume from the States and come over here and everything
would be loaded the same way, and they would Jump In on a gun and
everything's In the same location where It was In the States. 1
think we need to standardize all of those loading plans, our
drills, and anything else that we can standardize, we ought to do
it. 1 think It's unprofessional not to go by those standards."
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EQUIPMENT

"I had my last meeting with separate battallon comanders for
breakfast; 1 was to leave In a couple of weeks. We were talking
about our 'war on the bureaucrats.' Had we won, lost, or held our
own? One of them sald, 'Well, we sure haven't won.' He mentloned
that there had been a TOSE change for his unit that requlired a
weapon be turned In. Actually, it was a slignal battallion and the
TOSE change regulred him to turn In two bayonets. Not a blg deal,
but bayonets are counted as weapons. Now, weapons were turned In
at a point of the other side of Germany, about a flve hour drive
away. He sald, 'l have to send a sergeant and those two bayonets
over to this place and have them coded, then I have to bring them
back and turn them In through the system.' 1 told him to put the
two bayonets on my desk and that | would call the bureaucrat who
had told him what we had to do. Well, 1 got that sorted out.
That was durb! No one should ever have told us to do something
1ike that. If It was a howitzer, or a .50 caliber machine gun, or
sanething 1ike that, well, maybe we have to handle weapons 1lke
that. But two bayornets? Things like that cause people to do durb
things, 1lke drop them into a lake or something."

., . . The HMMWV 1s a brute. It's a five-quarter ton truck, not a
one-quarter ton truck. Its unit of replacement |s one HMMWV for
every two quarter-tons and one one-quarter traller. You can put a
squad on a HMMWV. You can put chemlical smoke generators on
HWMWVs. You can put command and contro! In the HMMWVs, and
TOW/Mark 19 on HMMWVs., So, this divislon probably has every
variant of the HMMWV In It, and It has Just really passed all
tests. It's a superb vehicle."

"Wwe held the line and sald that we would not accept any vehlicle
that did not meet Army standards, and we did not. There were same
vehicles that we did not accept. I felt this was Important for
two reasons. Flrst off, my soldlers could not be led to believe
or percelve that they were getting second class equipment that was
not completely functlonal. That, In turn, would bring about a
perception In their minds that they were second class cltlizens,
and I wasn't golng to have that. We have to be cautious about
this transfer of equlpment even though sane of It Is relatlvely
new. It, in turn, must be In first class condition when It Is
transferred. We worked hard at that to Include having a nurber of
teams go to various locatlons to ensure that these standards were
maintalned."

", . . One of the things 1 found when I came down here was that we
had tremendous excesses In the Division. I mean over 17,000 or
18,000 1ines. It has taken consliderable effort. It was caused by
changes to TO§Es, by modernization, by requisitioning things that
were the wrong thing In the beginning, and all those things. So
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we've had a very Intenslve program to try to overcome that. We're
st111 out there and we stl11 have around 6,000 that we're trying
to get rid of. But because of all the energy that was expended
doing that, the Divislion hadn't tralned that much."

"I find that we do a great job at bringing In the new equipment,
but not so good about planning for the displacement of that
equipment. We've had an Intensive program for the last 18 months
to eat up the excesses and we've been very ugly about 1t with our
comanders. ['ve came across many commanders who want to keep
thils, that, or the other and my policy Is flrst of all, twice a
year we'll look at what they want to keep as excess. If one unit
asks for It, and If one unit gets to keep It, we have to look at
all like type units and find out why all of then shouldn't have
it. If we let any of them keep It on a temporary basls, we have
to go In with a change to the TOSE."

"Appearance Is Important because It's pride. ['11 have to tell
you one thing that I've done that wasn't very popular. When 1
care here, almost every Jeep or every other two or three trucks
had bullt up like dog houses on the back of the jeep, or 1llke
bullt up trucks with plywood and so forth. It had gotten to the
polnt where Just about everybody In the Division had something
bullt up. A lot of them were being used as sleeping vans and
things of that sort. 1'll tell you the way It came to my
attention. I was driving dowmn the road one day en route to
somewhere and I passed one of my convoys whlich happened to be a
malntenance outfit., They had all these bullt ups and It looked
1lke heck. I was embarrassed! So I started looking Into It and It
seems that all these bullt ups and everything always had locks on
them, too. Anytime you have something behind a lock you better
look at It. I started going around looking at this and a lot of
times nobody could find the keys. So we started taking lock
cutters with us. Almost 98 percent of the material that I found
In the trallers was wet, mildewed, rusty, or something. It was In
a bad state of maintenance and nobody knew what It was. Then when
you look at the bottom of the trallers they were all rusted out
because most people had put rubber mats down there and that was
holding in the water. Recently, about six months ago, 1 put out
the orders that the only bullt ups that I would allow are PLL tool
trucks, and that's it. Everything else had to go. I got all
kinds of reasons why people couldn't do that, and what they found
out was that It's very easy to work and we've gotten used to It.
Now, recently we're golng to a standard for bullt ups. One of the
blggest reasons that I did it was, first of all, people didn't
know what was In there and It was rotten material, but It was also
a safety hazard. 1If you look at the bullt ups and look out the
back of the Jeep, you couldn't even see out the rear window. The
trallers and so forth were so top heavy with those bullt ups that
they could turn over very easlly. It was a safety hazard as well
as looking like hell. So we tore them all off. Just recently
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we've had units come In with how they can bulld them for the PLL
tool trucks, only underneath the canvas. One unlit with smart
young guys figured out a way to build It below the canvas and It
will do everything that the old blg, unsafe, bulky ones would do.
Now we're going to where all PLL trucks will be under canvas and
we'll have no bullt up trucks any more.'
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PROFESS IONAL DEVELOPMENT

"Someone made me aware of a llittle book by Lieutenant Colonel
McDonald by the name of Platoon Leader that I read and I thought
It was a super book for young platoon leaders. So 1 found the
money somewhere and 1 bought a copy for every platoon leader In
the division and Issued It to them and told them It was requlred
reading. We trled to make available enough coples of books that 1
think are good for our people to really know, things 1like
English's Infantry book and Rommel's On Infantry. We tried to get
those and prollferate them throughout the dlvision. And we
developed our own little readlng 1ist for Junlor offlcers so that
they would start learning, thinking, and talking about Infantry.
Then I borrowed another idea that 1 had seen In another division
one time and I have Invited In speakers. Not a lot, but 1 guess
over a two year perlod we have had maybe ten. 1 have full officer
calls In the main post theater. I trled to expose them not only
to people who are very pro-light infantry, but I have also exposed
them to some people who are not pro-light Infantry. We heard from
speakers with some real misglvings about 1ight Infantry. Because
I think that we owe it to junlor offlcers tc make them think and
to have a challenge and to know that there are very legltimate
questlons about what we're doling."

"That was part of the offlcer professional development class. 1
personally taught doctrine and saw to It that [t was tmplemented
and taught by the chaln through the division."

"The professlional development of the nonconmissioned offlcer corps
and the Junlor leader In particular, Is In my view a program that
cannot be run at division level. It has to be centered down at
the battallon or brigade level. It can't be done In a classroom
environment, you have to get your hands dirty In doing it. I view
that as one of the principle tasks of most colonel and 1leutenant
colonels, and sergeants major and flrst sergeants. It has to be
done down at the bottom level. You can't do It at the top level."

"I always like to have leader seminars where you have a chance to
talk Informally and grow In that concept. 1 used the technique of
reproducing certaln key articles, recommending or purchasing
books, and providing them to the najor subordlnate commanders, the
ADCs, and the Chlef of Staff. Then we would meet and dlscuss the
Impllcations of the books and reading materials. In that way, In
an Informal basls, ] was able to get across many of the things
that 1 wanted to do. As an example, we studied the battle of
Trafalgar for commander's Intent -- Nelson's Intent to hls ship's
captalns, and thelr understanding of what he wanted was the key
factor In belng able to beat the French fleet. The technique that
Nelson had of belng able to triple hls flirepower because he
tralned his gunners to flre three times faster than was the norm

45



for the day, alluwed him to triple the amount of aamunition fired
In his broadsides. That's no different than us trylng to make
sure that we can load and flre our tank rounds faster. When you
can do that, when you get your opening times down and your
accuracy, then agalin you can make one or two of your tanks worth
three or four of the enemy's. Those are the kinds of things that
we dlscussed." :

"I found a very obscure book on Patton that had a whole bunch of
hlis leadership quotes and tralts In It. We studled that, 1
Issued that out to everybody and we read It., We bhave studied
leadership In most of the things we do."

"The doctrinal seminars we teach about every other month are used,
not so much to teach doctrine, but to make sure that everyone
understands It so that we are all talking from the same base, from
the same language. Of course we ensure that the new people coming
in understand thls. But, our major thrust Is so that we can
standardize."

"We have a leadership program in the Division that requires every
NCO and every offlcer to be certifled In thelr unit as soon as
they arrive., That certificatlion process normally takes 90 days,
but some don't do It In 90 days. As a matter of fact, about 30
percent of the noncomissioned officers and about 20 percent of
the offlicers do not certify In 90 days. They have to go back and
repeat certaln phases of the certification process. Obviously
there are some rewards to that, The Cavalry has the award of the
spurs. Some units award green tabs. Other units have other
symbols that they use to connote successful competlon of these
certiflcation programs."

"1 found that attendance at formal offlcer and NCO professions)
development classes, In many Instances, was poor. We found that
having remedlal tralning on Saturday morning has (mmensely
Improved attendance durling the week."

"Simultaneously with a commanders' conference we always have an
OPD session. Sometimes we'll have two. For example, [n some
Instances we'll have a guest speaker come In and talk to us about
ITEP, or we'll have a guest speaker come In and talk to us about
the effectlveness of duel purpose ICM munitions, or we'll have
someone come In and talk to us about the effectlveness of our
Armor vis-a~vls the Sovlet Armor, but usually It's a very needy
and short OPD class that lasts anywhere from 15 to 30 minutes on a
glven subject of Inmediate Interest to all conmanders there. We
do that at every commanders' conference.'

"Most of my company slzed commanders have an officer tralning

program In place to Include formal examinations, and these are
those Saturday morning and after hours training programs where the
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captain grabs a hold of hils lleutenants, and that's the kind of

school I went through, Every Thursday night, the troop commander

Sor VU DA TN

and the three 1leutenants sat down and talked about things."
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READINESS

"Our readlness picture, In our experlence, |Is being driven more by
equipment than 1t 1s by tralning or any of the other aspects of
running It." :

“"The Division had done very well In malntenance. In some areas 1
found that we were dolng what | considered to be some dumb things
In order to make our figures look good, l1ike something called
controlled substitutlion: you know what that Is. So, 1 told the
guys to qulit doing that. Even If It goes down two or three polints
I don't want them to do that, because soldiers don't understand.
I just think that's a bad way of trying to do your malntenance.
The fligures were high, the malntenance was pretty good, but the
baslics were stlll weak -- PMCSs, quarterlles, and those things
were still not done, so we had to put some emphasis on that."

"My opinlon of readiness reporting Is that when [ got here,
everyone -- almost every battalion that 1 had -- was reporting '1'
on thelr readiness report. I disagreed with that. As a matter of
fact, for your maneuver elements -- vyour Armor, Bradleys,
Infantry, and so forth -- 1 do not think you can ever get to a 'I'
level and sustain that level here In Europe. We are exceptlonally
good at gunnery. We have the best ranges, even better than they
have In the States. We're really good at gunnery! We are not as
good In maneuver, because of the constraints that we're under over
here. So, unless you can put all of that together in one bag, and
support 1t properly, 1 don't think you can ever say that you're a
'I'. Today, after two years of falrly Intensive tralning, all of
my maneuver battallons report "II'" or lower, and I think that's
about right."

"The area where we're hurting the worst In the Dlvision from a
readiness point of view Is In the combat service support area. We
still don't have the equipment, the vehicles, some of the test
equipment, and things 1like that that we need to sustaln
cperations. We can do fine In peacetime. I think we could do
flne for a short perlod of time In a war, but for sustalned
operations, 1 think, It would glive us some problems."

"I don't know this as a fact, but I am told that we're one of the
few divisions Iin the Army that doesn't report 'Is' for battallions
and for the Divislon. I've reported a Il ever since 1've been
here. Battallons have reported 1Is and I1Is. I don't fuss at
that. 1 have no problem. All | do Is ask them what I can do to
help them. 1 went through an experience when 1 was a brigade
cormander. Every month the Division Commander brought all the
brigade and battalion commanders to the division. Everyone gave a
briefing, and each one had a blg stack of slides. This day lasted
about six or seven hours long every month, and It was show and
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tell. Everything that could lend itself to a flgure or nurber was
put on a chart. What happened was, guys managed by numbers. They
managed Just to get good nuvbers. They had good nurbers, but
thelr units weren't worth a dam. So I sald that 1 wouldn't do
that, because you do dumb things to get nurbers. 1 got a call
from Corps one day and they said, 'You have more vehlicles over 90
days domn than the other divislons.' 1 sald, 'So?' They sald,
'Well, we're a 1ittle blt concerned about I1t.' I sald, 'Let me
tell you what I can do guys, tomorrow 1 can reduce the nurber of
vehicles over 90 days down to zero -- tomorrow!' He said, 'Oh
really? How do you do that?' I sald, 'Very simple, you take the
parts you need off another vehlcle that hasn't been down and you
put It on the vehicle that's been domn for 90 days and the other
vehicle's down for one day. You can do that forever and have none
down for 90 days, but you'll also have a plss poor malntenance
program. '’
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MAINTENANCE

"The other aspect of malntenance that was not in my philosophy was
going to the fleld and running the hell out of the equlpment and
dragging It home; and then spending a month trylng to get It
running agaln. That's not how we flight; that breeds poor
disclpline In the leadership, so we Just kind of change that a
littled bit, and that Is we maintain all the way. 1 don't allow
anything to be bhauled or dragged back out of the fleld,
Everything has to come In on its own power even |f they have to
stay out there a couple extra days to fix it."

"The Integrity of the system; by that 1 mean, If the
soldier/sergeant really goes after It and does It all right, and
then some place behind that 1t breaks down and he doesn't get the
parts -- parts don't flow or whatever, someone else Is making
declslons or they're not processing -- It doesn't take that young
soldler long to reallze or to think, 'Well, hell, nobody glves a
damn, If I'm not getting my parts, why the hell should I be
fllling out these 2404s everyday or every week or whatever. 1'11
use the same one I did last time because 1 haven't gotten any of
those parts either.'"

"Fleld maintenance In the fleld -- we still don't have people who
think of maintenance In the field. The tendency Is, 'It's too
much trouble out here, let's put It off till we gaet back to
garrison,' and you can't survive that way anymore. You need
constant command Interest on the part of the division commander;
the ADC, no matter how good he is, can't do It by himself. People
have to know that the old man Is Interested."

"] don't need that brligade commander In the motor pool looking for
frayed wires under a hood. 1 need him to devote thlis time to
exerclising the Judgment to make the program work."

"I would emphasize operator training and the development of a
sense of ownership of the operator of that speclflc plece of
equlpment -- whether (t's a generator operator, a soldier with his
weapon, or a driver with hls vehicle -- can pay great dlvidends to
the degree to which you can pull that off. It will glve you a
great amount of payback."

"So, when 1 have nothing else to do, 1 am always normally and
usually found In a motor pool somewhere. Most of my commanders
understand and have gotten with the motor pool program.'

"The bliggest problem with malntenance In this division, as with
any dlvision, Is scheduling services., In most cases, PMCS Is
being performed. How well it's belnyg performed varies on the
amount of supervislon and technical tralning of the driver. But
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PMCS Is not In all cases golng to glve you good maintenance. In
tracks especlally, good malntenance cames fram the services. If
you have good services you wlll generally have a good operational
vehicle that will meet all the OR standards. The problem that I
found Is that the services were Just not belng performed. The 1G
would tell me thls In Inspections, I would find it in personal
observatlons, and 1 would also find It In a nurber of vehicles
that would go out to the fleld and fall. They would spend a lot

of time In the trains areas being flxed or In the motor pool not
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moving up. So the b!ggesi"‘ thing le to educate mechanics and
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supervisors on the signlflicance of the services."

"You pull services In an Armor unlt, a tank unit

n
’
by platoon. [ found sume unlits that were pullin
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company. That's a nonstarter."

"I would say the second priority In a heavy division Iis
malintenance. I'd llke to say that tralning Is first. A lot of
our leaders have sald training is first, but if you don't have
your people In the right frame of mind, and In a heavy divislon If
you don't have your malntenance stralght, vyour basics and
everything else, you can't train. 1f you go out to traln and all
your vehlcles are busted, can you really traln on what you want
to?"
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FAMILY ACTIONS

"As we 1ook to the future In a crunch on money, the CG has to make
some big declslons. You have to make decislons as to whether or
not you are going to have a program to continue m,any of the
famlly support systems, and they are all costly. How much money
you are going to spend In addition to what you have In your P2
mission. In some cases you take P2 mission money and support
famlly programs. Thls past year when we got to the crunch time,
around June/July, my guldance was that we would not, In any way,
default or reduce our famlly support programs."

"First, we are not In the soclal welfare business. We exist as a
part of the Department of Defense to be prepared to go to war and
win. So all our efforts should be almed at helping people grow so
that they can handle the responsibilities of belng a famlly menber
and of making a positive contributlion or belng a contributor to
the misslon of this organization. When certain people come Into
service, they're young, they're Inexperienced, they have a lack of
confidence, but we should look at the programs that will carry
them through that perlod of time and help them become confldent
and independent and able to be a part of the community on the
positive side. 1 think any programs that we have that don't have
that in thelr direction, I've looked at and sald, 'Why do we need
those because there are other agencles avallable to handle soclal
welfare and we, in the Army, are not in that business.' Certalnly
people have to be helped through periods. But It shouldn't be a
program that |s designed to keep people on the soclial welfare end
of the family help.,"

"Child care was probably one of the toughest Issues because we
didn't have the facilities we needed. Of course, the Vice In the
Army really put the hose on that one and we're bullding a whole
new center now. The problem was that every place where we have
one now, It wasn't bullt for that purpose. Tt's spread out In so
many different locatlons that the overhead is high and you have to
charge more than what you would 1ike. You can't keep It open all
the hours you would like. That's a tough Issue. We're bullding a
brand new one and once that's bullt It's going to solve a lot of
our problems. That was one of the tougher ones. The other was
the cutback In medical services, or the perceived cutback. Most
all of my places had dispensarles, at least, that stayed open at
night. They were manned by medics and PAs and things along that
line. Then, of course, when the Army started getting raked over
the coals about thelr lack of good medical care, they closed those
dispensaries at night here in Europe. At night after duty hours,
If you have a problem, you go to the general hospital. There was
a perception that by going to the German hospital the soldier and
family actually got better care. They have physicians on duty
there, trained people, all the time. So we had an extenslive
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campalgn to try to tell the people that we're not taking something
away from them, we're actually glving them somethling. That was
hard. But It's working okay. It was a hard one to get across to
everyone that we weren't, In fact, taking beneflts away."

"what we've found In some cases Is that these young troops witl
come over here and go out on the economy to get quarters, and In
some cases the quarters that they take are not really very nice.
The second polnt Is that sometimes they don't really keep them
very clean. You find out all kinds of things when you go out
there. Sometimes you'll find that there's drug use or chlld abuse
and things l1lke that. So In order to asslst the soldier and 1ook
after his welfare, we have a requlrement for the supervisor of the
soldler or the company commander, 1t will vary, to go out and
visit them once every six months. The company commander s
required to go once every slx nonths, but the supervisors are
required to go once every month, They have to be a llttle bit
careful of how they do that. They don't want to Invade someone's
privacy, but If they do It the right way, and tell them that
they're caoming out to see how they're getting along and things
1ike that, then it's helpful. The other thing I'm trying to do is
to get supervisors to understand that they're responsible for
thelr people 24 hours a day, not just durlng duty hours. That's a
hard one to get across. SometImes they feel 1ike they are
responsible only durlng the duty hours, but after duty hours
they're not. 1 use this a lot of times when I'm talking to them,
'If you know on Frlday night ole' PFC Joe Doaks always goes down
to this bar and drinks, then take hls car keys and don't let him
have them that night.' What I'm trylng to do is Impress on them
the responsibliities of knowing what he's doing after duty hours,
advlising him on what he should be doing after duty hours, and then
lookIng after him after duty hours to get across that the Army's a
24 hour a day Job, and seven days a week. These are some of the
things. Qulte honestly, In some cases when we go to these economy
quarters, we really find sone dlsasters."

"You and your wife have to be very Involved. We get Into this
thing where the wife doesn't have any official role to play but
there are many famlly action lIssues In which wlves and
particularly a division and post commander's wife can get a lot
nore done that a divislon comander. People will come to them
many times with things that they wlll never come to the General
with. I have found that my wife has been one of my best sounding
boards to really find out what the problems are and where I need
to put my emphasis,"

'"I started a master calendar. [ started making people plan ahead
and at those monthly meetings they had to show thelr calendars.
So, we were conmunicating and we dldn't have two agencles
operating In the dark, both planning a major post-wlde actlvity at
the sane time. We didn't want the NCO Wives having a bake sale in



front of the PX at the same time that the Girl Scouts were selling
thelir cookles., We didn't want to go head to head with the Girl
Scouts. I had learned It before as a comunity commander,"

"We picked a time, 1600, and said, 'On Thursday, when you're In
garrison, everything stops at 1600.' It flat stopped. That was
family time and people left work. On those days we kept thea PX,
the bank, the commissary, and all the support activitles open
late, We enforced It ruthlessly. It started with me. We klcked
everyone out and we got out ourselves. If the division commander
Is there, his alde Is there, the Chlef of Staff Is there, the
secretary is there, the driver Is there, and some staff sections
are golng to stay because they're nervous about leaving. What we
found after about six months when we talked to the company
commanders, which surprised me, was that the people who got the
most out of that were the company commanders. They could glve
their people off, but they could never take off{. They were
hard-charging people. They were young and aggressive, and they
wanted to do well. As you recall, you can work 24 hours a day as
a campany conmander and never get everything done. So, whenever
they went home, they felt gullty. Sometimes they went home at
8:00, 9:00, or 10:00 at night and didn't feel so bad because they
had done all one could expect. But, If they went home on their
owmn at 4:00 to take their kids to a ball gane or something, they
felt gullty about It. So, 1 took the gullt trip off of them.
They were being ordered to go hane. 1t was thelr duty to go home
and do samething with thelr family, We made It a duty
requirement. You have a duty to your famlly Just like you have a
duty to your unit, or equipment, or your men. That's the day
(Thursday) you go play with your kids, or shop with your wife, or
do anything that Is famlly oriented. Now, If you are a bachelor,
you all get together wlith your buddies and cook steaks or
something. You all do something, even If it's Just getting your
laundry done. It was a set time and by enforcing It, it became
predictable. People could plan it. We told the famllies, 'If
your husband is not home by 4:15, he's got a girifriend.' When we
announced that my first month In the division, one of the
battallon commanders, a tanker, stood up and sald, 'what do you do
If you have a tank down and it's 10 minutes untll four and the new
pack rolls Into the motor pool? Do you put It In?' I sald,
'Well, here's your rule of thurb. There will be times or
sltuatlons where you feel that you must do something that makes
you stay late. Ask yourself this, 'Is this serlous enough that I
would call my soldiers in to work at 0500 on Sunday morning?' If
so, then It Is serlous enough to stay and do it.'"

"The chain of command and the housing office need the speclflcs of
when the family Is golng to arrive, what are the ages and sex of
the children, bedroom requlrements, any handlicap or special
education requirements, and that Lype of thing. It has caused us
to be much more proactive right from the get go. Most of my



coomanders wlll write the losing commander as soon as the CAP
cycle Is out and elther ask speclfic questions to the commander,
not the soldler, or he wlll send the sponsorship form to the
coamander and say, 'Please ensure that It's fllled out.' We get
about a 60 percent return rate where that thing comes right back
with a cover letter from the comander. That does a lot of
things. Right away you have very few walk-in sponsors who all of
a sudden the guy's on post and nobody knew about it. You grab
someone on the 'Hey, you!'! detall, and say go sponsor that
soldler. It doesn't matter whether or not he's an E-7, or PFC, he
has someone lIdentifled, chances are, before he leaves hils old
organizatlon. The COHORTs help consliderably In famlly actlon
program.s To a nuch greater degree than 1've experlences anyplace
else, the famlily actlon groups and famlly support groups are a
bottom up type of structure, with very 1little Impetus being
provided by the chaln of comand. They are super effective In
Identifylng problems, and In looking out for each other. ['ve
been blessed with extremely proactive chaplains. I think
chaplalns are really an Important resource In soldler care. They
can play key roles In stress management, sulclde management or
preventlon, tanily counselling outreach programs, all those things.
They have played an extremely blg part in them, There Is a link
In the family care and family support tu AAFES and TSA that a
coomander should rot overlook. They do an awfully lot although
they are separate comands; they respond to you on the
Installation and they can do an awfully lot towards the creatlon
of perceptions that you care -- what thelr hours are, what they
stock, how they service soldlers and famllles. The only way
you're going to get all you need out of them is by keeping them
Informed of what's golng on."

", . . The people In the trenches get rising expectations when
they read the Annx Times or read some article that says, 'Thils is
golng to happen.' Then when it comes down to the Installation
level, It's left for us to do, for us to manage, and sometimes we
can't meet all those expectations that people expect us to meet.
The toughest thing for me to do is to malntaln the quality of 11fe
for the soldler and malntain [t amidst all the fiscal and
personnel turbulence that you nomually find on an Installation."

"The soldier here now has to put down no deposits. We even have
the apartment, traller court, and real estate people slgned up so
that If he goes to the rental clearing house he does not have to
put down any noney at all. That's been a major thing. Of course,
we had to sell the soldler on the fact that he has a financlial
responslibllity and a nmoral responsibillty to take care of his
debts, and we had to convince the people on the civillan side of
the house, the real estate agents, utilitles people and so on,
that we would In fact stand by them, and In fact become a
collection agency. We used to say that the Amy's no longer a



collection agency. We now have become that. We had to do that In
order to keep the quallty of 1ife for our famllies going."

"I had one Instance here a year ago where my englneer on Christmas
day, when wives called and sald thelr stoves were out, Instead of
calling In a crew or having anticipated that, told them to go next
door and cook their dinner. I got personally Involved in that. 1
had to get personally Involved In because that's the kind of thing
you have to be sensitive to. That can hurt you. That can destroy
all your programs. That one instance at Christmas time can
overturn all of the positive work you've done for six months."

", . . Everybudy takes off on Thursday aftermoon at 1600.
Interesting, ! agonlzed over doing this because once you do It,
you can never go back; you can't change It back. So, I did that
and you really don't lose any time. The offlcers and senior NCOs
are the ones who are working anyway. A lot of the guys are Just
hanging around until the boss leaves. And 1600 s only about an
hour or so until they ought to be gone anyway. The way they walt
around and everything, and the offlcers take thelr paperwork home
and work on it anyway, and that's ok [If that's what they want to
do. But what Is did was send a message out to the Divislon that I
was Iinterested. We changed the hours of all the post faclilitles
where they have to stay open at night, and right now Thursday
afternoon Is 1lke Saturday at the PX and commissary. FEveryone
comes In and meets thelr husband. When I have all these groups In
to talk about things, everybody loves Family Day. Everybody loves
that, and I didn't glve up that nuch. You glve up maybe an hour.
But the perception out there Is, 'By God, somebody really cares.'
That has been the bliggest seller In the whole business."

"There are 55 percent of this division who are married. That's
more than we've ever had In history. This compares with when 1
first came Into the Army to a marrlied content of approximately 20
percent. This Increase In family members has brought about a
radlcal change Iin how we go about supporting ourselves. Think
about the Increased size of PXs, schools, school buses. Think
about cafeterlas and churches. Think about clothing In a PX.
When I first came Into the Army you couldn't buy a bra In a PX.
Now we have much of our PX devoted to supporting family members.
You could look at the surgeons evolutlonary trend line over time.
When I first came Into the Army, each battalion had a battallion
surgeon that was there to sew arms and limbs back on soldlers.
Today, most of our doctors are famlly practitioners. The
overwhelming majority of them are. look at the nature of medical
and dental care over time. It's all changed. 1It's all changing
because of the Iincreased famlly content in the Army."

"1 tell them that the flrst priority has to be people; that's

soldiers and families. If you don't have your soldlers and thelr
families In the right frame of mind, nothing else Is going to
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happen good. That's an oversinmplification but that's about what
thls says. You have to take care of your people from the day you
hear they're coming In untll after they've already gone."



