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The OE Communique

Unless specifically stated, the opinions and conclusions expressed
in the material contained herein are the view of the author and do not
necessarily reflect official policy or thinking nor does it constitute
endorsement by any agency of the US Army or Commander, USAOECS. Material
may be reprinted if credit is given to the OE Communique and the author,
unless otherwise indicated.

MISSION

The mission of the OE Communique is to provide state-of-the-art
information on the application of the Organizational Effectiveness (OE)
process in units and organizations throughout the Army. The Communique
seeks to provide a forum for the exchange of innovations and lessons
learned in the use of OE techniques and to foster the development of
research and evaluation methods aimed at determining the contributions
of OE to combat readiness. The Communique endeavors to develop closer
ties with all OE staff officers and non-commissioned officers and to
provide a supplement to their professional development. A major mission
objective is to provide commanders and military and civilian leaders at
all levels with practical and timely information for their use in initia-
ting and sustaining OE operations.

CORRESPONDENCE

Direct correspondence with the OE Communique is authorized and
encouraged. AlTl inquiries, letters to the editor, manuscripts and general
correspondence should be sent to: The OE Communique, US Army Organizational
Effectiveness Center and School (USAOECS), Fort Ord, CA  93941. Telephone
numbers for the OE Communique are: autovon 929-7058/7059 or commercial
(408) 242-7058/7059.

Submission deadline for contributing
material for the next issue of the
OE Communique is 17 March 1980.
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Commandant’s
Comments

COL. William L. Golden

The new decade is upon us and with it has come a situation of world
tension which brings nation-wide recognition of the need for Army prepared-
ness. The transition of the focus of OE from its initial principal orienta-
tion on personnel management and human resources functional areas to its
more encompassing use as a general management tool applicable to problem
solving across the broad range of command/management and staff responsi-
biTities could not be evolving at a more fortuitous time. Opportunities
have never been more abundant for the Organizational Effectiveness process
to help improve or resolve problems in training, materiel and project
management, readiness, modernization, recruiting/retention, mobilization
and like endeavors. The humanistic dimensions of the OE endeavor remain
important but if you, as an OESO/OENCO, are spending all your time asses-
sing command climate, conducting LMDCs or teaching Maslow's hierarchy of
needs, you are missing the most challenging and potentially highly signifi-
cant opportunities.

The Voluntariness of OE

Traveling OECS staff members have discovered some instances of OESO/
OENCOs passively sitting in their offices waiting for the phone to ring
because "OE is a voluntary program for commanders." The regulation is
specific about voluntary use, but it does not prevent you from actively
and continuously advertising your product. The boss who doesn't know what
you have to offer will not be seeking your assistance.

Confidentiality and Anonymity

These two terms represent concepts which are central to the effective-
ness of the OE endeavor. When violated, whether inadvertently or by design,
the backlash and potential for reprisal can be, and have been, severely
detrimental to the credibility of OESOs and of the whole effort. I call
upon you to take special care to preserve the all important OESO-to-user
and OESO-to-interviewee relationships.

General Officer Perceptions of OE Benefits

OE still does not get enough good press, partly because OESOs are not
sending us results and partly because many users continue to sense that it
is unfashionable to reveal their use of OE. To get some results-oriented
information I am now dispatching letters to general officers who are known
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OE users to gather their perceptions of what OE has done for their organiza-
tions and/or them. Since you may be called upon by your boss to assist

with the reply, we have included a copy of that request in this issue. We
are looking for succinct-statements containing concrete and specific results
- results useable by Department of the Army in reports to policy makers and
budgeteers.

Send OECS Your OE Results

If each OE office around the world were to send me a one-page summary
of one OE assistance activity (excluding command transitions, please) and
citing dollars, time, miles or manpower saved, percentages appropriately
increased or decreased or other specific results, we would have enough data
to precipitate OE use by almost all of the Army. Send me yours.

Where is Your Replacement?

Some OE offices are suffering significant underlap because OESOs expect
the "System" to put their replacements on station. Unfortunately, the
system frequently needs to be pushed, prodded and punched to get optimal
results. You who sit on your thumbs may PCS from an empty office, particu-
larly if you are moving from 18 months in the OE office to another job within
USAREUR. You who Tlearn the intricacies of the personnel system can help get
OESOs on station and preclude another office start-up situation.

24-Hour Answering Capability

Call OECS for assistance anytime, day or night and on weekends. Our
newly installed answering recorder at Autovon 929-2606 will be on duty
during off duty hours and your recorded message will be addressed the next
duty day. For crash requirements call the Fort Ord duty officer at Autovon
929-4209 who can contact an OECS representative.

The History of OE

Qur call for recollections and documentation for the compilation of a
"History of OE in the Army" has met with considerable success. If you
have overlooked adding your contribution to our accumulated 49 inches of
documents through which a committee chaired by SGM Hewitt is now sifting,
please do so. We continue to seek info on personalities, events, anecdotes,
good and bad endeavors and anything else which will help chronicle the
business of OE.

e s Ot



DEPARTMENT OF THE ARMY

U.S. ARMY TRAINING AND DOCTRINE COMMAND
ORGANIZATIONAL EFFECTIVENESS CENTER & SCHOOL
FORT ORD, CALIFORNIA 83941

BG X.M. Halftrack
Commander
Camp Swampy, USA

Dear General Halftrack:

Recent comments by the Chief of Staff concerning the importance of the Organ-
izational Effectiveness concept to the Army of the future and an increasing
use of Organizational Effectiveness/Development practices in most agencies

of the federal government have helped to heighten Army awareness of OE's
potential. The size of the group of Army commanders, leaders, managers,
directors and supervisors who have come to understand and use OE as an addi-
tional management tool within their organizations grows daily.

There are two other groups. One considers 0E/OD to be "just a poor substi-
tute for good Teadership" and probably will never use OE. Another is of
members who are neutral, uncertain, wary or even apprehensive of OE. They
are mission minded pragmatic people who will be 1ikely to use OE only if it
is demonstrated to enhance readiness, improve training, streamline logistics,
facilitate unit and project management and the like. It is to the latter
group that this current effort is oriented.

You are known to be a user of OE as one of your leadership/management tools.
You are also widely known in the Army and respected for your managerial
success, and therefore, can have an impact upon the acceptance of OE assist-
ance by those who have yet to test its efficacy. Your testimony will be
heeded. 1 am, therefore, asking that you assist Army commanders and managers
by informing them, through me, of some of the beneficial results of OE
assisted activities in which you have taken part or of which you have
knowledge. Your contributions will be used, from time to time, in appro-
priate publications and/or academic presentations and will be attributed

to you by name and position.

I have enclosed a simple form to facilitate your reply and a 1ist of pre-
viously documented OE results which may help stimulate your thinking.

I Took forward to your reply with the expectation that yours, and selected
others, will influence uncommitted commanders and managers to give the OE
process a try.

2 Incl WILLIAM L. EN
as Colonel, Infantry
onmandant




TO: COL William L. Golden, Commandant, US Army OE Center and School

The following are specific examples of benefits/savings/improvements result-
ing from OE assisted management and problem solving activities.

TACTICAL TRAINING:

READINESS/DEPLOYMENT :

OPERATIONS:

MATERTEL MANAGEMENT :

OFFICE/UNIT/COMMAND MANAGEMENT :

OTHERS:

You may attribute the above
to me my name. BG X.M. HALFTRACK




SOME RESULTS OF ORGANIZATIONAL EFFECTIVENESS ASSISTANCE

The artillery battalion average performance at ARTEP-standard-Tlevel
on thirteen missions went from five to eleven.

TOC and G-Staff coordination and information exchange improved
significantly during the FTX and thereafter.

"Where in the past directors fréquent1y fought the Command Group
(at) the informal work group (level), they are now full participants in
the decision making process and, as such, are committed to those decisions."

The result was better patient care through the development of
cooperation and teamwork among physicians, nurses, technicians and admin-
istrators - a significant change.

"Reenlistment among the undecided increased by 8% over the four months
following a series of career development seminars conducted for E5s and
below."

The endeavor resulted in a significant reorganization of my head-
quarters - to better accomplish our multiple missions.

I am now getting unfiltered information from across the command -
the full range of decision making info that I wasn't getting before.

This Reserve Command increased its reenlistment rate from 27.8 per-
cent to 77.8 percent. :

The standard commissary construction design is more efficient for
everyone concerned and will save 1/2 million dollars each time a new
commissary is built in CONUS.

The reenlistment rate for first-termers increased by 250 percent
and that of careerists by 300 percent in a 3 month period.

We gathered input from across the division and put together the
best 18 month training program I have ever seen.

Across-the-board results have been so beneficial that we have sent
five additional officers from out of our hide to become OESOs.

The seminar helped develop organization and individual goals,

responsibilities and objectives - contributed directly to preparing
the new OER support form.

Incl






CONFIDENTIALITY

The following timely thoughts on the subject of confidentiality are
offered by Dr. Mel Spehn, Director of Training Developments Directorate,
OECS:

Imagine that you are an instructor of OE in a service
school. You are teaching the role of the OESO. Topic:
Confidentiality. "And, of course, all the information the
OESO gathers remains confidential', you confidently tell
the students.

"Oh yeah?", groans a captain in the front row. "I
wish the OESO at my last post knew that."

Another voice in the back of the room joins his, "I
got called in by my CO. He pointed to a computer printout
and said, 'Captain, your company has a figure here I'd like
to hear you explain.'"

Several other voices all with the same complaint are
added to theirs and you the instructor are definitely on
the firing line. What do you say? Do you accuse the
students of misunderstanding what their COs were saying?
Do you try to make a subtle distinction between confiden-
tiality and anonymity? Blame the OESO? It is a very
sticky situation to be in. And, unfortunately, many OE
instructors are currently finding themselves in this
bind. It is not fair to them, or helpful to the whole
OE effort in the Army.

There is no easy solution to a breach in confiden-
tiality. Like an ocean oil spill, it is messy and hard
to control once it happens. All we at OECS can do is
once again reiterate our concern to students taking the
16 week course and to our graduates in the field.

We encourage the exercise of extreme caution and common
sense in the handling of data gathered in a unit. The
amount of data a commander gets and the way he gets it is
the OESO's responsibility. The initial memo of understand-
ing should make clear to the user what he will get and the
limits of his use of the data. General trend data can be
distributed on a '"need to know'" basis. Particular people
and units must be protected unless their explicit, free
release is given.



The regulation establishes the policy: '"The initial
results are reported on a confidential and anonymous basis

to the commander of the assessed unit." (AR 600-76, F.L.).
The words "confidential" and "anonymous' have a common
usage in the OD/OE community. '"Confidential' means: 1)

Restricting the availability of aggregate command data to
persons within the command; 2) Restricting the availability
of unit, division, and work group data to the respective
unit commander, division chief, and work group supervisor
and their respective subordinates. '"'Anonymous' means pro-
tection of the individual's responses to surveys and inter-
views by 1) suppressing work group or demographic data when
a work or demographic group has few members and 2) exercis-
ing maximum care in coding and in handling completed survey
response sheets. These are mere words on a piece of paper;
but their spirit must be exercised sensitively in each and
every OE effort.
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Editor's Comments

MAJ Paul J. Rock

"There comes a time in the affairs of men when you just have to
take the bull by the tail and face the situation.”

W. C. Fields

At the most recent OE Review and Planning Committee (RAPC) meeting, a
suggestion was made that OECS look into the possibility of establishing
a central distribution point for commonly-used handout materials (e.g.,
FIRO, LEAD instruments, etc.)

After much consideration by our training literature folks, it was
concluded that although the idea has much merit, it presents logistical
and administrative problems that require resources beyond our current
capabilities.

An alternative might be to purchase the rights to publish these instru-
ments as DA forms. However, the tasks of deciding which forms to purchase
and the development of reliable usuage factors to justify the expense of
purchasing the rights (which would probably be substantial) would require
more effort than we can afford to give.

If anyone has any ideas on the subject that we could share with the
rest of our readers, please drop us a line addressed to: Letters to the
Editor, OE Communique', USAOECS, Fort Ord, CA 93941,

PHOTOS

We would like to include photographs of the contributors to the OE
Communique'. If you're interested, please submit a sharp, black and white
photo (head and shoulder shot preferred) along with a 50-75 word bio-
graphical sketch with any manuscript that you wish to be considered for
publication.

While we're on the subject of photos, we'd like to solicit your help
in establishing our photo file. Please feel free to submit photos repre-
sentative of the kind of organizations where OE is being used. You authors
may want to include photos along with your manuscripts to enhance the
story they tell. Any and all contributions are welcome.
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LETTERS TO THE EDITOR

Editor:

I recently had a need for a sur-
vey that addressed coordination and
staffing. I looked high and low but
was unsuccessful in my attempt to find
one already in print. So, I developed
my own survey and hereby tender same
to OECS. Perhaps other OESOs can bene-
fit from this survey.

MAJ Tom Levitt
Tobyhanna Army Depot

Major Levitt's survey can be found
on page 127 of this Lssue.

Ed.

Editor:

Attached is a sample of a post-
transition letter that was utilized
by one of our clients. This letter
was very well received by the parti-
cipants as it was solid evidence
that the commander had listened to
them during the transition meeting
and that he had remembered their
concerns. Due to the positive
reaction, we are encouraging each
client that has a transition
meeting to use this format. Also
we urge that the school adopt it
for their model of the transition
meeting.

MAJ David C. Kregar
SSG Thomas W. Reed
56th FA Bde

The thansition Lettern can be found
on page 126 o4 this Lissue.

Ed.
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ANSWER:

Editor:

In the July 1979 OE Communique', on

- page 73 - Sources & Resources an

article entitled "Better Late than
Ever", made reference to the number
of OESO's required to change a light
bulb., I believe the answer given to
that question is inaccurate.

Considering the current state of the
art the correct answer should read:

Four - one to change the
bulb with three to share the ex-

perience and one OENCO to give an
added dimension.

MARVIN J. WILLIAMS, JR.
Sgt 1st Class, USA
OENCO, USASCH (Hawaii) —

Editor: i

I would like to offer the following

comments for the edification of the

NCOs involved in the OENCO Pilot

Program, especially those with i
concerns about reporting their

utilization outside their PMOS.

OENCO (and OENCO raters) should pay
particular attention to the ''Duty
Position Title" and to the "Brief
Description of Duties' aspect of the
SEER (Senior Enlisted Evaluation
Report). These blocks must reflect
OENCO duties. In order to facilitate
the total soldier concept, raters
and indorsers should also indicate
the military stature of the indi- f
vidual in addition to OENCO duties
and accomplishments.

Additionally, NCO should verify DA —
Form 2-1 (Personnel Qualification
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Record) to assure entries indicate
completion of the Organizational
Effectiveness Noncommissioned
Officer Course and the assignment
position as OENCO. (POC: CPT Rita
Csonka, DAPC-EPZ-P, AV 221-7692/3).

Additionally, EPMD has made infor-
mation available to promotion and
school selection boards regarding
the utilization of NCOs in the OENCO
Pilot Program.

NORITA F. CSONKA
CPT, GS
OESO, EPMD

Editor:

While reading the OE Special
Text, ST 26-150-3 Conducting Effec-
tive Meetings, I.was struck by two
general themes of the text: 1.
Meetings with no specific purpose
or agenda, are inherently bad and
cause the participants discomfort.
2. Regularly scheduled meetings
should not be held unless a specific
agenda can be developed.

Since regular staff meetings
have been held in military organi-
zations since the inventions of
staffs and, to my personal know-
ledge, often with no specific
agenda and with no significant
issues discussed or resolved, I
wonder if perhaps there was another
reason for holding such meetings.

At our very next staff meeting
I did some "process observation"
and questioned everyone I could
buttonhole long enough to give their
reasons for meetings and tried to
recall what had taken place at
meetings I had attended in the past.
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I concluded that there are at
least two major reasons for staff
meetings:

A Accomplish a specific
agenda. (CONTENT)

25 Accomplish an underlying
agenda. (PROCESS)

The reason for existence of the
staff meeting at a regularly sche-
duled time within a structured
organization is as deep and just as
important to the organizational
process' as the content of any issue
discussed or decision made. It
makes little difference if anything
of importance is discussed, it is
only important that the meeting take
place.

If a unit abolishes all regule
meetings, a feeling of disorgani-
zation surfaces and there is a loss
of rhythm and structure around which
to schedule events. The leader or
manager who is then unable to
perform his former power function as
the owner of the meeting finds it
necessary to conduct smaller meet-
ings which quickly become regular in
nature and expand in scope until
they are very like the meeting which
was abolished.

Some very important group
process takes place around the
regularly scheduled staff meeting in
the military:

The commander's control over
the persons attending is reaffirmed
so is the relative position of
each attendee.

The subordinate is invited
into the commander's arena in a ser
social, normally safe atmosphere.



This contact is necessary and the
meeting is the accepted excuse for
the contact.

The subordinate gains status
from his subordinates by being
listed to attend. (Regular
list status outranks invitation
status)

Lateral communication and
pairing between attendees prior
to and after the meeting is impor-
tant group process.

Regular attendee may have a
subordinate attend for him/her on
occasion, this can accomplish two
things: 1. Reward the subordinate
for loyalty or hard work by allowing
him/her to be a part of the "power
scene". 2. Increase the appearance
of importance of whatever task or
event prevents his/her attendance.

As OE consultants we should be
aware of the numerous group pro-
cesses which are constantly going on
around meetings which are necessary
for the functioning and development
of the unit. Before these process
vehicles are destroyed or altered it

14

is wise to consider what process
mode might replace them.

It is not essential that
meeting participants understand what
processes have taken place nor is it
necessary that the participants feel
comfortable or feel that something
worthwhile was accomplished.

As I interviewed leaders who
attend staff meetings to arrive at
the ideas I have presented here I
often heard the following statement:
"They (meetings) rarely accomplish
anything very important". I res-
ponded with "What would you like
them to accomplish"? I am still
waiting for an answer.

LONNIE E. WEST, SFC

OENCO, US Army Intel
Center and School

Ft Huachuca, AZ 85613




Updates

DA Updates

WHAT'S HAPPENING IN OE--
FROM THE DA PROGRAM MANAGERS

LTC JOE MOMORELLA
HQ DA

Army Chief of Staff Briefed on OE.

A comprehensive update briefing on the OE program was given to General
Meyer on 18 December. The briefing covered three main areas: (1) the state
of the program after three years; (2) the impacts and payoffs; and (3) future
directions. This was an OFE milestone. Since it was the first time OF was
presented to the new CSA, it answered the question of "what happens to OE when
General Rogers leaves?" Well, the answer is--OE stays. It is showing value to
the Army so it stays. Furthermore, it will do more by focusing on key issues
that commanders want solved.

LTC Mike Plummer gave the hour-long briefing. Many aspects of the pro-
gram were discussed, including quality selection of OESOs (note: OESO track
record continues to run above average on promotion and CGSC/AFSC selection),
the resources (money and people), how we are measuring OE's value to the
Army, and specifically, what are the opportunities--key issues--to which OESOs
can contribute. The outcome was positive; it was a good session. Our recently
approved OE 3-10 Year Plan gives us the management tool to guide OE through
the next seven years (FY 80-86). Incidently, we've included the plan's main
chapter with this article. Its major thrust is transition from the current
focus on HR to a focus on broader total systems. Please note--it's a tran-
sision--we plan to "be there" in seven more years. Of course this is based on
many things falling into place, transferring some skills, Tearning new ones,
educating the user and most important, matching our capability to what the
Army needs. The Chief of Staff of the Army is vitally interested in the
OESOs ability to deal with an organization's key issues.

Performance management and objective setting are excellent opportunities
for the OESO, especially with the introduction of the new OERS (See CSA com-
ments on performance objectives, OE Communique - October 79, p. 46). Take the
initiative.
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OE Payoffs

OE will continue to be a good, solid program as long as it is of value to
the Army. This message was loud and clear when we briefed the CSA. "Value to
the Army" has to be measured and it can be measured in many ways. Sure, cost
benefit is a very good method but there are times when a good subjective
narrative by a senior commander can do just as well. We've collected excellent
data on the effect of transition workshops, team building, and process perfor-
mance feedback operations. A 1ot of good statistical work has been done on
measuring the organizational climate in units using OE. We're getting smarter
in evaluation methodology and putting results in those terms that Congres-
sional staffers understand.

What the program will benefit most by right now is a set of abbreviated
"case studies" that describe an OESO's contribution to a key issue that would
be faced by a battalion, brigade, division or installation commander. The
format is simple: (1) what was the problem; (2) what was the OF methodology
used; (3) what the operation cost the commander in terms of people and time;
and (4) what were the results. It can be brief (two or three pages) and
there's no need to mention units or persons' names. You can really help your
program by reporting one of your stories; send it to your MACOM or to OECS or
call us at DA.

DA OE Program Managers

There are quite a few new faces in the OE office at DA, The OE Division
has been expanded to include the Leadership Division. LTC Mike Plummer heads
up the combined offices. The merger was done primarily for bureaucratic
reasons, i.e., save spaces; but there's some functional logic to it as well--
individual development/organizational development. LTC Joe Momorella is now
the chief of the OE office and also handles the evaluation and research func-
tions of the program. LTC Dick James deals with education and training; MAJ
Lew Flanders handles program and personnel management. Marilyn White works
with the civilian aspects; LTC Fred Phillips and MAJ Norm Chung are involved
with the resources--budget and spaces. Linda MacKissock, our secretary, holds
the whole place together. OQOur office numbers are AUTOVON 227-3700 or 227-
6025. The OQESOs for the DA Staff are located in the Chief of Staff's office.
The group is headed by COL Ted Voorhees, and includes LTC Frank Burns, LTC
Wayne Ploger, LTC John Novotny, LTC Bob Lander, Guy DeFuri, Bill Masters, Kay
Powers, and Diane Treadway. Give us a call and Tet us hear what's happening.
We plan to keep this column going with the main purpose being to keep you
informed. ‘

For the OESO

We've said a lot about the "OE program." The OESO is the OE program. You
make it work. The Army's perception of OE and what it can do comes from the
way commanders and key managers see you and what you do. The Army determines
the path on which OE moves; we at DA can only guide it along that path.

16



3-10 YEAR PLAN

The following comments were contained in a letter of transmittal from
the Office of the Chief of Staff. The Tetter forwarded the OE 3-10 year
plan to all MACOMs.

3-10 YEAR PLAN

"Attached is the action plan to improve the
Army's OE capability to better assist the Army
in obtaining its goals and those goals of its
organizational commanders. In the FY 80 Army
Posture Statement these goals are defined as:
force readiness, strategic deployment, human
readiness, management, and modernization. In
order to provide commanders an OE capability
that will assist them in achieving these and
future goals, the present focus of OE must make
a transition to a broader systems orientation.
This plan is the vehicle to manage that transi-
tion. It establishes the milestones, responsi-
bilities, and management structure required to
accomplish the transition in a manner that will
ensure OE continues to meet the needs of the
Army."

I. GENERAL

1. BACKGROUND: In April 1977, the Chief of Staff, US Army, tasked the
DCSPER to institutionalize OE in the Army. Institutionalization of OE was
seen as taking 8-10 years and was divided into three phases:

a. Phase 1 - Establishment (1-3 years).
b. Phase 2 - Integration (3-10 years).
c. Sustainment (10 years plus).

Milestone objectives in all of the staff functional areas required for
HQDA to manage phase I are contained in the OE Plan distributed in August
1977. This plan guides the program until October 1979. The purpose was to
establish OE as an Army program to include: training staff officers, legi-
timizing positions and resources, and publishing an Army regulation (AR 600-
76) to provide policy. During this phase, the focus of OE was mainly in the
personnel management and human resources development functional areas.
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2.  STATUS OF OE TODAY: OE is the systematic military application of selec-
ted management and behavioral science skills to improve the organization's
ability to accomplish assigned missions. The use of OE is to increase the
involvement and commitment of people at all levels to accomplish organiza-
tional objectives. As a result, combat readiness increases. The ultimate
benefit of OE is in assisting commanders to improve the effectiveness and
performance level of their organizations under conditions of both peace and
war. Current OE applications in the field, for the most part, are focused at
battalion lTevel. There is a growing Army requirement to focus OE on major
issues requiring the adoption of a system-wide perspective using more complex
OE methods and applications.

o FUTURE STATUS: OESOs are an expensive resource which must be used
effectively to derive maximum benefit for the Army. Competition for scarce
resources of all kinds will continue in the future; therefore, it is essential
to maximize the payoffs and benefits from OE that can be used at higher and
more complex levels of the organization. They will focus on broad major
issues in support of Army goals. Typical kinds of OE applications will
include:

a. Clarifying organizational values, goals, missions, objectives, and
individual performance expectations.

b. Improving organization-wide planning processes.

c. Providing expertise on organizational design and redesign decisions
which include assistance with implementing and managing these processes.

d. Providing expertise on managing major organizational change, i.e.,
new OER, equipment modernization, policy changes, and reorganizations.

e. Assisting in the improvement of resource allocation procedures and
decisions to achieve command-wide goals.

f. Providing staff support for critical organizational transitions (key
personnel and unit) in order to sustain and improve readiness and performance.

g. Attaining unit training objectives more quickly.
h. Improving the retention of military personnel.

i.  Provide consulting assistance to improve general management through-
out the Army.

j. Provide expertise to improve the function of systems that cross
organizational boundaries.

Whenever possible, OE knowledges and skills (assessment methods, goal
setting, transition techniques, and time management) will be transferred to
Army personnel through the Army Education System. This will enable OESOs to
focus more on issues at higher organizational levels and to support MACOM and
other organizational goals.
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4.  KEY PLAN OBJECTIVES: The critical tasks that must be completed to
accomplish the 3-10 Year Plan are:

a. Develop OESOs with skills and competence necessary to assist com-
manders in dealing with higher Tevel command and management issues.

b. Educate military and civilian Teaders on how to apply OE to improve
their organization's performance. This is a continuing process and critical
to ensure the future of OE.

c. Improve the system to evaluate the progress of the OE program.

d. Establish management procedures and a manpower structure that will
allow the OE program to make the required transition.

5.  PLAN GUIDANCE: The 3-10 Year Plan is based on the following guidance:
a. OE will support the "Total Army Concept"
b. OE will continue to be voluntary.

c. The current policy on anonymity and nonattribution will remain in
effect.

d. The OE structure, personnel selection process, and education system
will provide the Army with OESOs capable of dealing with key Army and command-
wide issues.

e. Consideration of OE combat applications will be integral to program
planning and operational activities.

f. General policy and resources management for OE will remain cen-
tralized at HQDA, with responsibility for program execution and internal
consulting operations decentralized to MACOM HQ and below.

g. An OE evaluation system will be used to selectively assess the scope
and impact of OE in the Army consistent with the guidelines established in
paragraph 5c, above.

h. MACOMS and HQDA will continue to provide an internal and external OE
consulting support capability.

6. FUNCTIONAL AREAS: THe plan is divided into seven functional areas:
a. Program management.
b. Resources/manpower structure.
C. Personnel selection/assignment.

d. Research.
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e. Evaluation.
f. Education and training.

g. Information.

OECS Updates

TRADOC CHIEF OF STAFF SPEAKS TO OESOC 4-79

Headquarters TRADOC Chief of Staff, Major General John B. Blount was
the distinguished guest speaker for OESO graduating class 4-79.

MG Blount's remarks provided the class with a contemporary Took at
the young soldier in our Army. His concern and affection for these
soldiers were evident in the anecdotes of his encounters with them. It
was also very evident that he believes that today's soldier possesses
the quality needed to do the job of the Army.

With this part of his presentation as a backdrop, he outlined the
role of OE and the OESO. Quoting the CSA's goals for the Army - "Ready
to fight today; Prepare to fight tomorrow; Create an environment in which
you can do that" - he said, quite simply, that "OESOs must go into the
Army and help the Chief of Staff of the Army and those commanders out
there to do their job".

In his specific guidance to 4-79, MG Blount urged the class to work
at enhancing the special relationship that OE has with commanders; to
keep their language and approach simple; to publicize their success; and
to study hard, learn the trade and keep fit.

OECS and Class 4-79 were greatly enriched by the remarks of this
distinguished soldier.
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TRAINING DEVELOPMENTS DIRECTORATE

I TRAINING LITERATURE

NEW PUBLICATIONS:

Reference Book 26-8, OE Operations Reporting Handbook will be
ready for distribution to OESOs and Key Managers in February.
This publication provides "how to" instructions and samples to
assist in the documentation of OE operations in the form of
after action reports and case studies. It also contains a
format for use by the OE user to provide feedback on the opera-
tion.

Special Text 26-150-4, Conflict Management. This is another
publication in the continuing OE subjects self-study program
series. This publication will also be made available as Army
Correspondence Course OE @p@4. Students may enroll in the

OE @PP4 version for credit which leads to the awarding of pro-
motion points. Students may enroll by submitting a DA Form
145 to:

Army Institute for Professional Development
US Army Training Support Center
Newport News, VA 23628

The local education service officer can assist in completing
the form.

Special Text 26-150-5, Performance Objective Workshop. This
publication details a half-day "hands on" workshop that can be
conducted to assist raters and ratees to development perform-
ance objectives as required by the new DA Form 67-8-1 Support
Form. The instructor in this workshop need not be an OESO due
to the step-by-step "have to" format of this publication.

These publications may be obtained by writing to:

Commandant

USAQECS

ATTN: ATXW-RMA-TD
Fort Ord, CA 93941

No more than two copies of these publications will be sent a requestor
since local reproduction of these publications is authorized.
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II

ITI

TV_TAPES

Honest! No Fooling! For Sure!! The "What is OE" TV tape has
finally cleared the last administrative hurdle and is in the process
of being reproduced for distribution. Your local TASC film library
is scheduled to receive copies of TVT-120-68 during the month of
February 1980 (Honest).

SERVICE SCHOOL OE INSTRUCTOR's CONFERENCE

OECS will host a TRADOC-sponsored Service School Instructor's
Conference during the period 22-24 Jan 80. Representatives from
virtually every TRADOC service school will be in attendance. The
conference's purpose is to maintain the high quality of OE instruc-
tion throughout TRADOC by:

a. Providing an opportunity for the exchange of methodologies
and technologies by the various service school attendees.

b. Providing attendees with an update of TRADOC's policy re-
garding the Quality Assurance Program.

c. Providing participants with an opportunity to review,
discuss, and comment on the revised OE service school instruction
modules through a series of "Techniques That Work" workshops.
Included as an important aspect of the conference will be extensive
discussion on:

a.. The future of OE instruction with a view toward raising
the Tevel of sophistication.

b. The feasibility of incorporating OE instruction in the
various warrant officer courses.

OPERATIONS & SUPPORT DIRECTORATE

OESO Class 1-80 arrived at OECS 11 January with 58 total personnel. This
class is unique in several ways in that there are 16 National Guardsmen
Officers and 2 Veterans Administration personnel attending the course

for the first time. It is the largest class to have ever entered OECS.

OECS now has a 24 hour telephone recording service that will record your
messages and will enable OECS to better respond to out of CONUS request
for assistance and/or information. That telephone number is AUTOVON 929-
2606. 1LT Holliday is now the Adjutant/Student Commander.
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TRAINING DIRECTORATE

OVERVIEW

As the new Director of Training I would Tike to update you on what
we have been doing in Training in some detail and to look forward to
1980. 1In short, we have had a busy and effective year. The following
will give you information on our major functions and past and future
activities. As you know, the Training Directorate is responsible for
all OE related Training, the management of the Library, and providing
instructors on request for outside consulting efforts. During 1979, we
conducted:

4 Officer QESO Courses, graduating 123 officers and civilians.
2 OENCO Courses, graduating 97 NCOs.

Conducted 6 Key Manager Courses with 131 participants.
Conducted 6 Leadership and Management Courses.

Conducted a study for TRADOC on Initial Entry Training.
Participated at the S-1 Course at Fort Ben.

Participated in the pre-command course at Fort Leavenworth.

During 1980 we will:

Conduct 4 OESO 16 Week Courses with about 54 Officers and Civilians
per course. Of special note, Class 1-80 will have 64 students, of which
2 students will be from the V.A. and 19 from the National Guard.

The OENCO course is not yet scheduled.

We plan to conduct about 4-6 Key Manager Courses.

Continue to participate in the pre-command course.

Conduct 8 Leadership and Management Trainer Courses.

Train selected IG's, S-1's, social workers and instructors at the
Army Training Board in OE skills,

Expand our knowledge in OE with other services.

Implement an assessment center for our students directed towards
assessing skills required to be a consultant.

Consult when not teaching and to attend Professional Development to
infuse our curriculum with state-of-the-art concepts in 0.E.

As you can see we will have a busy Training year and will be working
hard to provide the very best training possible. This effort will be
conducted by the following faculty.
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TRAINING DIRECTORATE MEMBERS AND MAJOR TASKS

LTC William Fisher (Armor) formerly Chief of Individual Skills
Division is now the Director of Training. Ms Crouch, SP5 Smith and
SP4 Jones form the Administrative Staff.

LTC John Bahm (Artillery). John continues as special projects
officer and instructor. John has conducted the majority of OE instruction
at the pre-command course. He will depart in the Spring to take Command
of an Artillery BN at Fort Ord, CA.

Mr. Bob Goodfellow is Chief of Consulting Skills (Weeks 6 - 16).
He also supervises the S-1 Course, IG Course and Key Managers Course.

The following officers, civilians and NCO's are working with Mr.
Goodfellow:

LTC Jim Berg (Armor). Jim joined the faculty in the Fall of 1979.
He was an QESO in Europe.

MAJ Fowler (M.P.) joined the faculty in the Fall 1979 and was an
OESO at Fort Ben and Korea. He also instructs at the pre-command course.

MAJ James (Infantry). Carl continues to teach consulting skills and
will be departing in June 1980.

MAJ Kniker (Infantry). Nate continues to teach consulting skills,
manage the Key Managers Course, and work as an OESO.

MAJ Ron Smith (Infantry). Ron was an OESO at Fort Riley and now
instructs in consulting skills.

MAJ Bi11 Langford (Sig C). Bi1l was promoted in the Fall and con-
tinues to work in consulting skills and assisted in the instruction at
the S-1 course at Fort Ben.

Mr. Cl1iff McDuffy. Cliff was an OESO at Fort Ord and joined the
consulting skills faculty.

SGM John Cato. John is an instructor in consulting skills and
assists MAJ Langford.

SFC Belasto in an instructor in consulting skills.
SFC Konarik is an instructor in consulting skills.

SGT Dunn 1is an instructor in consulting skills. He will be departing
for Europe in January 1980,
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MAJOR Dulin and CPT Pieret haye departed.

MAJ Ernie Lenz (MSC) is Chief of Individual Skills (Weeks 1-5). He
supervises, LMDTC's, Assessment Center and coordinates activities with
Medical Service Command and the American Psychological Association and
course certification.

The following officers, civilians and NCO's are working with MAJ
Lenz:

Dr. Larry Guido. Senior civilian instructor in Individual Skills
and Director of our new Assessment Center for students and consultants.

Dr. Jerry Eppler. Instructor in Individual Skills. Guru for the
Center and LTC Fisher. Of special note is his MACRO-Level consultation
effort at Fort Lee, Virginia.

Dr. Elyce Milano. Instructor in Individual Skills. She continues
to consult with major commands and the I.E.T. study.

MAJ Gay Hatler (CH). dinstructor in Individual Skills and Chief
Instructor for spouse LMDC Workshops.

CPT Marsha Hawks (MSC). Instructor in Indiyidual Skills and
Manager of LMDTC's.

MSG Svestka is an instructor in Individual Skills. Ed departed
the Center in December 1979.

SFC Pierre is an instructor in Individual Skills and assistant to
CPT Hawks for LMDTC's.

Ms. Herrick is the Director of the Library. Lynn continues to ex-
cel at her work and assists with Individual Skills instruction. Ms.
McLaughlin has joined the Library Staff.

As you can see the Training Directorate has excellent instructors
with extensive OESO experience.

CURRICULUM UP-DATE

The 16 Week framework is basically the same but we continue to up-
date the curriculum and feel we are presently an excellent course, which
is redesigned based on feedback from the field and extensive data from
the Evaluation Directorate. The following information will provide a
brief up-date on our curriculum. During December 1979 we made plans to
add: combat-related OE (process performance of Battle Staffs and Mobili-
zation), project office management, (coalignment, ethics, long-range
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planning establishing an office, marketing, etc.), knowing today's
commander, case studies (Battalion and higher), new evaluation techniques,
Assessment Center, MACRO SYSTEMS, Socio-technology, conflict management,
new survey instruments, performance management workshops, improving the
faculty advisor program, a mid-course break, developing a course for

OESOs to up-date them on new ideas, conducting FTX's at Tocations that
will Tet students consult at Battalion or higher level and conducting
spouce LMDC workshops. In sum, we continue to participate in professional

development and outside consulting projects to keep our faculty up-to-date.

Other QECS staff are now teaching in the course and greatly assisting our
effort. Lastly we will conduct our first assessment of students during
Class 1-80. The Assessment Center will be used to develop students in

OE skills and guide their Tearning in the course. MAJ Howerton and SFC
Stuyt from Fort Carson are assisting us in training the staff on assessing
students. We greatly appreciate their participation. Articles will be

in the Communique to explain the Assessment Center effort.

FTX CASE STUDIES

This information is provided to illustrate the quality and Tevel of
consulting our students are doing and to suggest that the case study pro-
vides the data, in most situations, to justify what we do (OE) and the
effectiveness of our consulting effort. The selected cases presented are
from Class 3-79 and 4-79.

Operation in a commissary which recognized management problems and
the need for role clarification and communications.

Advanced Individual Training Battalion. Implementation addressed
critical issues, role clarification and time management.

School Brigade and Army Seryice School, situational leadership and
role expectations.

Civilian Procurement Division, Communicates workshop.

Army Readiness Group. Goal setting.

Adjutant General Sfaff agency. Problem solving and team building.
Combat Engineer Battalion. Open systems planning.

Adjutant General (TAG) State Headquarters.

Action Planning and meeting management.

Engineer Battalion. Action planning.
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HQ CO, Engineer Battalion. Leadership and Communications workshop.
Deputy Chief of Staff, Army HQ. Communications workshop.

Armored Battalion. Action planning workshop.

Major Army Hospital. Goal setting.

Computer Support Organization. Team development and problem solving.

Training Brigade. Expectation workshop, transition and problem
solving.

Training Battalion. Top-team development socio-tech, structure
design.

Installation DFAE. Action planning.
Training Brigade. Problem solving.

DA Level School (Post action planning)

CIVILIAN ACADEMIC CREDIT FOR OECS COURSES

The Office of Educational Credit (OEC), a function of the American
Council on Education (ACE) is a continuing information service to assist
post secondary institutions and state departments of education, in evalu-
ating the educational experience of military personnel.

In April of 1978 ACE recommended that the Organizational Effectiveness
Staff Officer Course be awarded 16 graduate credits. These credits may be
applied to a graduate program in a number of ways: (1) applied to the
major to replace a required course; (2) applied to an optional course with-
in the major; (3) applied as a general elective; (4) applied to meet basic
degree requirements; or (5) applied to waive a prerequisite.

It should be noted that although ACE recommended 16 graduate credits,
the credit granted by a post secondary institution will depend on insti-
tutional policies and degree requirements. Most local universities have
accepted six (6) of the recommended graduate credit hours.

Credit recommendations for the OESOC are avilable from the Office
on Educational Credit upon written request by educational officials.
Credit for the OENCO Course and the LMDC Trainer Course is presently
under consideration by ACE. Announcements will be sent to the field when
a decision is reached. Inquiries should be addressed to:
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0ffice on Educational Credit
One Dupont Circle
Washington, D.C. 20036
ATTN: Military Evaluations

It is hoped that this will bring you up-to-date and I look forward

to hearing from you. In my opinion, the Training effort at OECS is alive
and well and well supported by other Directorates.

CONCEPTS DEVELOPMENT DIRECTORATE

Concepts Development Directorate is ready to transition into the
1980s. The 1970s certainly provided enough transition models and varia-
tions to assist us in this endeavor. We now have the staff and resources
to move ahead and get some concepts off the drawing boards and into the
hands of OESOs. Our priorities for 1980 are:

1. Combat-related OE applications,
2. Conduct a socio-tech conference in February of 1980,

3. Development of a prototype advanced course for senior OESOs
(May 1980),

4., As operational OE research management center,

5. Continued development of large, complex OE system techniques
and,

6. To provide first class consulting assistance to field OESOs.

Division report-outs from Concepts and Studies, OE Research Division
and External Operations Division follow:

The Concepts and Studies Division recently submitted a recommenda-
tion that OECS host a conference on socio-tech applications and technology.
If approved by the Commandant, the conference will be held in February
1980 at OECS. CPT(P) Thomas Hawks and SFC(P) Pete Bartlett are the action
officers for this project.

Process performance of battle staffs was introduced in the Pre-Command

Course (PCC) 79-6 and was again conducted during PCC 80-1. The results

of the 80-1 evaluation indicate that there are mixed feelings among com-
manders as to the benefits that can be derived by using an OESQ in this
capacity. Specifically, forty-two responses to the question, "Based

upon your experience/exposure to the OESO during the CATTS exercise,

would you use an OESO in this capacity to assist in training your battle
staff?", were received out of sixty-six. Of these forty-two responses,

ten agreed, nineteen were undecided, and thirteen disagreed. This is not
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as good as we would Tike it to be; however, current plans are to continue
process performance of battle staffs during CATTS so that command
designated battalion and brigade commanders are aware of this very

viable tool.

As a spinoff from the FORSCOM conference and the Army Training Board's
visit to OECS, Maj Jim Jackson and CPT(P) Tom Hawks visited Fort Hood,
Texas, to observe the Battalion Training Management System (BTMS) and to
interview commanders, staff officers and OESOs relative to BTMS and combat-
related applications of OE. The results of the Fort Hood trip are in-
cluded in this issue of the COMMUNIQUE. Also included in this issue is
the interview with LTC Roy Ray, G-1, 1st Cavalry Division. This inter-
view was instrumental in flushing out a prototype model that OESOs are
encouraged to use in assisting commanders with preparation for AGIs. It
is anticipated that forthcoming issues of the COMMUNIQUE will contain a
new combat-related OE model.

Currently, we are developing an advanced skills workshop for veteran
OESOs (at Teast nine months' experience as a practicing OESO). The goal
of this one-week course is to provide field OESOs the latest OE/0D tech-
nology (macro systems, combat-related OE and socio-tech). In addition,
we want to provide OESOs the opportunity to share lessons learned. MAJ
Jim Jackson 1is in charge of this project. It will be held at OECS
(pending approval) in May of 1980.

With the addition of CPT John Price, Ed.D., from the Evaluation
Directorate, the OECS Research Division has been actively identifying
and classifying information sources in the OE/OD research arena. It is
expected that, as the number of these resources expands, the Research
Division will be able to better provide the OE community with a "central
clearinghouse" for OE/OD research findings. This is an extensive under-
taking involved detailed planning and Tong-range development.

"Concepts" people have just begun exploring the application of
"Buck Rogerian" technology to the U.S. Army. For example, in December
CD personnel shared in the use of Picturephone technology at a research
planning meeting which joined DA, MACOM and ARI personnel physically
located in San Francisco (OECS), Washington, D.C., and Atlanta, GA. The
meeting enabled geographically dispersed groups to interact face-to-face
on direct video lines and accomplish the prioritization of FY 81 Human
Resource Needs as well as to discuss and identify characteristics of
macro systems.

One of the current and projected areas that Concepts Development
personnel are involved in is the meaning and value to OE of so-called
macro systems approaches and technologies. CD's interest in this area is
consistent with forecasts by 0D practitioners for the 1980s (refer to the
responses to questions 5 and 6 in the article by Van Eynde and Goodfellow
in this issue of the COMMUNIQUE). This is one of several areas that CD
will be looking into specifically in conjunction with the 3 to 10 year
plan for OE.
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The External Operations Division (EOD) opened for business before it
opened for business. It has been a very busy time for Looram, Rodier and
Duke. Some of the operations either underway or anticipated have in-
cluded the CG, Army Logistics Center; DEPCMDT, Command and General Staff
College; CG, Ft. Monmouth; C/S. TRADOC; CG, CDEC; and CG, Ft. Eustis.

The Division is normally booked six to eight weeks in advance and is
giving priority to requests for assistance in dealing with large (macro)
systems. These have usually been general officer requests.

As the members of EOD have progressed, they are building an experience
base in macro systems and will soon be publishing in the COMMUNIQUE some
of the lessons they have Tearned about operating in large systems and

EVALUATION DIRECTORATE

The Evaluation Directorate is closing out a highly significant year
of evaluation activities conducted internally at OECS with the resident
classes of the OESOC and the extensive external effort conducted during
the field visits that were made in the fall of this year. As the school
enters 1980, a revised curriculum has been formulated in response to the
data collected from these evaluation efforts. It is significant to note
that the 1980 POI will reflect changes that are data based significantly
more than in the past. Since the evaluation data is collected on a
periodic basis, it enables the POI to be responsive to student as well
as field needs while at the same time enabling trainers and training
developers at the center to inject new OE techniques into the course.
These evaiuation efforts could not have been completed without the full
cooperation of students in resident classes, key managers and OESOs
serving in OE positions in the various MACOMs throughout the Army. Their
input is much appreciated and it is hoped that they realize that their
input does have meaning in assisting OECS to prepare a better 0ESO to
meet the needs of the field. These evaluation efforts will continue
during 1980 and the experience of this year will enable Evaluation
Directorate personnel to better focus their evaluation activities.
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I'm a User - and Hooked on OE

LTC David Shephard
G1, V US Corps

"Organizational Effectiveness", now that has a nice ring to it...
but what in the world can it be? As a Corps Equal Opportunity Staff
Officer (E0SO) I had occassionally received mail for the OESO and even
the EEO0 (Equal Employment Opportunity Officer). Doing a bit of investi-
gative snooping I found that the Organizational Effectiveness Officers
were designed to be another resource assisting the commander in strengthening
the effectiveness of a unit. That concept had a nice ring to it; remi-
niscent of bugles blowing, flags flapping briskly in the wind, and the
aroma of Mom's apple pie wafting thru the air. But what was this animal
called "OE"?

My first exposure to the Organizational Effectiveness concept was
less than overwhelming. In an attempt to provide career progression
for EO NCOs, I had set up a "strawman" proposing the conversion of some
EQO officer slots that had historically not been filled, to senior NCO
positions. The gremlins in the resource management office managed to
find this a heaven sent opportunity and they converted those spaces to
OE spaces for the Corps. We did not start off on a happy basis, the
OE recipients of the thieved positions and I.

Fortunately, at the annual Eighth Race Relations Conference held
USAREUR-wide for all commanders in the grade of colonel and higher, I
was billeted with the newly assigned Corps OESO. We struck up a friendly
relationship (it wasn't his fault the spaces were thieved) which later
turned into a professional relationship.

We got to talking about our various fields and found several areas
of overlap. At the next V Corps workshop I used some of the OE help.
At the Ninth annual Race Relations/Equal Opportunity Conference the Corps
was responsible to facilitate eight seminar sessions. We created a
combined team of Organizational Effectiveness and Equal Opportunity
persons and the result was most heartening. As a result of this joint
professionalism the seminars turned out to be meaningful for the vast
majority of participants. There were of course those "wieenes" who could
not be convinced of anything. This experience was repeated for the 10th
Equal Opportunity Conference and we will use it again this year.

e used OE to assist us in developing our V Corps Equal Opportunity

Workshops. I had learned, instead of presenting them with what I wanted
them to do, it was far better to get them in on the initial planning.
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Ownership for the project was mentioned as a rationale. This use in
preliminary planning, then to facilitate, paid off.

It was about time to take the plunge and have an "Organizational
Effectiveness Experience" in my own office. The entire title sounded
somewhat pornographic. Rather than having the guys in the Corps head-
quarters conduct this experience they (with my heartfelt concurrence)
arranged for a couple of OE guys from another command to come in. This
was fine with me as I considered the Corps OE guys as being contributors
to my problem. I was still not a 100% supporter of OE. Since I didn't
know the two OESOs coming in I set a few traps for them. I knew what
the problems were in my office. If they uncovered the "known" problems,
this would add creditability for the "unknown" problems they uncovered.
They passed the test with flying colors. The result of the experience
was eye opening. They pointed out a couple of ways in which I could
make more money with some of the procedures that I was using by easily
implementing techniques I had overlooked. Something about "the trees
and the forests" come to mind. This experience served to solidify the
value of OE to me and I began to tout the value of it. The best adver-
tising is a satisfied customer.

Since then I have encouraged others to try the OE experience and to
use OE talents to improve the operational efficiency of their own units.
The confidentiality aspect, the contract aspect and the followup are all
viable techniques.

Our OE guys have continued the education process here in the Corps
and it is an upward battle.

There are some strengths in the OE Program. Most of the OQESOs that
I have had experience with in the Corps are well qualified combat arms
officers (many of whom have had combat experience) which serves to
provide a certain credibility.

I have not had any experience with female Organizational Effec-
tiveness Officers and only one experience with Organizational Effec-
tiveness noncommissioned officers. I consider the integration of NCOs a
step in the right direction as too often the perception was that the OE
was a closed field for only officers with master's degrees.

What have I Tearned from my experiences as an OE user? Let's Tist
some.

1. Do not confuse the personality of individual OE officers with
the intent and value of the OE skills.
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2. OE personnel are more effective when brought in to the initial
planning cycles.

3. When the OE user is able to provide well thought out and well
written goals and objectives, a better product will normally result.

4. OE personnel have some of the managerial and behavioral
sciences updates that help us to interact in groups.

Overall, yes, Organizational Effectiveness Officers have the mana-
gerial and behavioral science skills that all commanders and staff offi-
cers require to be more effective in groups. Since the Army is a collec-
tion of various sized groups (squads, platoons, etc.), this makes sense.
I have gone from resentment and ignorance to education and support in
the past 3 1/2 years regarding this "0-E"soteric field; thus, it is
with a degree of certainty that I can say, "I am a user and hooked
on OE."

LTC Shephard's civil and military education include
a graduate degree in Public Administration from the
University of Oklahoma and successful completion of
the Civil Affairs Officer Course, the Special Forces,
Counterinsurgency, and Psychological Operations
courses from the Special Warfare School, and the
National Security Management Course offered by the
Industrial College of the Armed Forces. He is a
graduate of the US Army Command and General Staff
College and the United States Air Force Air War
College. Assigned to V Corps in 1976, he first
served in V Corps G4 and is presently assigned as
Chief, RR/EO Division, V Corps.
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Can Anyone Tell Me
What OE Is All About?

SSGT Thomas Reed
Brigade OENCO

Editor's Note: These comments deal with
Organizational Effectiveness (OE) and what

it means to soldiers in today's Army. The
author is one of 90 noncommissioned officers
who are participants in the Army's pilot pro-
gram of OE. The OENCO pilot program is being
evaluated by the Army Research Institute to
determine whether OENCOs will become an in-
tegral part of the Army's OE program.

What the hell is OE?

I have been asked that question many times by many people: my wife,
my parents, friends, commanders, staff officers, command sergeants major.
I hope that the following will help you to answer this question.

In 1962, the results of the Army War College studies on Teadership
and professionalism, the Continental Army Command Leadership Board and
study of basic trainee motivation at Fort Ord, California, converged to
develop an awareness of Department of the Army (DA) Tevel that the
behavioral sciences were not being used to their fullest potential in
the Army.

An additional DA study was performed during Tate 1971 and early 1972
which culminated in the establishment of a number of pilot projects. Among
them was the installation-wide implementation of the Organizational Develop-
ment (0D) concept at Fort Ord, Calif. The OD project slowly expanded to
include a training course for mid-level managers and ended with the estab-
lishment of the Organizational Effectiveness Training Center in July
1975. (The name has since been changed to the OE Center and School).

What these studies showed was that selected behavioral science and
modern management techniques are applicable to the Army. These findings
led to the introduction and use of OE on an Army-wide basis.

OE differs from traditional Army approaches to management by including
advanced management and behavioral science techniques which have been
collectively referred to in the civilian sector as Organizational Develop-
ment. While OD has been used in civilian industry for several years to
solve many of the same organizational problems which face the Army, some
of the OD techniques are not applicable to a military organization.
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0D methods and skills which complement core Army values and leadership
principles have been selectively adapted for use and are collectively
referred to as Organizational Effectiveness.

Thus the definition of OE that I use is that it is the application of
selected advanced management techniques and selected behavioral science
techniques to a military organization.

OE is what is called a "total systems approach." In applying OE to
a military organization, one looks at both the "people processes" and the
organizational structure, the objective being to improve the entire
organization.

This is not to say that OE might not include individual management
development of skills, attitudes and knowledge. However, the broad empha-
sis is on such areas as leadership, group processes, roles, organizational
goals, intergroup relationships and structures.

The objective is to ultimately impact upon the organization's behavior,
structure or authority relationships, objectives and mission accomplishment.

(Reprinted from "The Pershing Cable," an official unit publication of
the 56th Field Arty Bde, Germany.)
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Neighborhood Development
in a Military Town

LTC David L. Miller, Jr.
Ft. Sill, OK

The purpose of this paper is to describe a model for neighborhood
development in a city lTocated near a large military installation. The
method employed describes the climate of the neighborhood, physical and
social, the population served, and the functions of the QUTREACH Coor-
dinator. The initial contact and integration with the military faci-
lities, community action and organization are addressed. Finally,
security actions and future projects conclude the study. The nature of
the neighborhood climate is unique, since it is contained entirely in
a trailer park with few owners and 56% military tenancy.

The trailer park has 150 units, of which 80 are occupied by junior
military families (pay grades E-4 to E-2). It is located approximately
ten miles from the Army post which employs the military tenants. Isolated
from the civilian community and distant from Army facilities, the newly
located wife of the junior military family is often bewildered and frigh-
tened by new surroundings. The husband faces a similarly threatening
environment at work, where he is the most junior of members. This harsh
environment is further reinforced by rules and regulations Taid down by
a seemingly suspicious landlord. Add to this the regular rows of mobile
homes surrounded by chain-Tink fences and a few sparse trees, and the
perceived desolation is complete. It is here that the initial contact
of the OUTREACH Coordinator is vitally important.

The function of the OUTREACH Coordinator, a civil service employee
of the post's Quality of Life Office, is to make contact with both Tandlord
and tenant. Then the task of community development begins. Community
development is the process of organizing the community to be able to
communicate its needs to the Tandlord or other authorities, to visit and
encourage visitation among the military wives, and to establish a self-
sustaining neighborhood council which will provide mutual support for
all who Tive there. The initial contact with the Tandlord met with
defensive behavior, but the OUTREACH Coordinator recognized the defen-
siveness as a lack of information, and by the end of the first inter-
view had convinced the landlord of the positive intent of the OUTREACH
Program. The reaction of the residents was similar in nature.

Initial contact with the wives revealed their Toneliness and sense
of isolation. Most had only one car and were unable to get away from the
house unless the husband caught a ride into work. Most had two or three
children, usually about two years old and less. Some of the wives were
pregnant with a third child, and the majority were under twenty. Their
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concept of the Tandlord was grim at best. He would do nothing if requested
to make a repair and would only threaten Tegal action if the tenant com-
plained. Most couples arrived at the trailer park as a last resort for
desparately needed, affordable housing. Many wives had not finished high
school and despaired of getting employment to supplement their family's
income. The OUTREACH Coordinator faced a difficult task, seemingly an
insoluble one. _

One approach to solying the alienation problem felt by all the
resident wives was to tour the military facilities on an Army bus, demon-
strating that the Army did care about people. The visit included trips
to the commissary, post exchange and hospital facilities, as well as the
Thrift Shop, an activity which received rapt attention from the visitors.
The culmination of the trip was a visit to the historic quarters of the
commanding general, conducted by the general's wife. The personal
interest of the commander's wife made a strong impression on the visiting
wives, again because of the personal approach she made to each of them.
The visit also inspired activities, because the young women learned of
the exercise classes at one of the post gymnasiums. The positive impact
of the personal approach, plus the need for the most basic information on
the Army facilities cannot be overemphasized. The OUTREACH Coordinator
consistently emphasized the aspects of things that could be done, rather
than reinforcing the sense of isolation by reciting a Tist of could not's".
After the initial tour, much of the women's feelings of isolation disap-
peared, and they were ready to begin organizing the neighborhood.

The OUTREACH Coordinator first encouraged a visitation committee to
perform an important function, opening communications among the tenants
and between the tenants and the landlord. First contact with the wives
was a pragmatic consideration, since they were at home during the day,
but Rothman confirms that most community participants are women who belong
to voluntary groups and want to help others, among other characteristics.

We intended the program to focus on the military wife, and it is
encouraging to find the principle validated in research. Further, it is
significant to note the differences in our target population, in that
they did not necessarily have much social participation, nor had they
been Tong-time residents of the neighborhood.

"The concept of community is highly complex, multifaceted, and
indeterminate." Rothman succintly describes the problems the OUTREACH
Coordinator faces when attempting to assist the community in an action
project. Occasionally, the problems may be so manifold that no one knows
where to begin. The residents pointed out the playground in the trailer
park as a problem area. It was Tittered with trash and broken glass,
the swings and slides were rusty and the grass was nearly waist high.

The tenants had Tittle expectation of remedying the situation, since they
lacked both materials and money. The landlord had money, but Tacked the
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labor needed to pursue the project. The OUTREACH Coordinator overcame
the tenants' reluctance even to ask the Tandlord for help, and when they
did ask, the tenants were pleasantly surprised. The landlord provided
mowers, paint and brushes at no expense to the tenants. He was also
pleased that he could get that much free Tabor. Six couples from the
trailer park spent two days of a weekend cutting, edging and painting.
They were pleased with their immediate results, thereby confirming
another trait noted by Rothman: Tow income participants are more inte-
rested in activities that have direct, immediate benefits. In addition,
the OUTREACH Coordinator encouraged the wives to visit others who had
not yet become involved in the community action. The security committee
sponsored a briefing on home and self protection. Actions planned for
the future include a lawn contest to improve the exterior appearance of
the lots, fire inspection by the city fire department and Teadership
training for the committee chairpersons.

In conclusion, community action to develop a neighborhood is strongly
influenced by the climate of that neighborhood. The OUTREACH Coordinator
is invaluable, for she provides the link between the military facility and
the population served. Information is also vital, because wives of junior
service members may be intimidated by an unfamiliar environment and by
their own age and inexperience. The OUTREACH Coordinator encourages the
tenants to attempt projects they might otherwise never try, to build
confidence with short-term tangible results. Future implications of the
OUTREACH Program are significant: both the service members and the local
community benefit from the improvement in living conditions. And the
Army benefits by having more committed soldiers.

LTC David L. Miller, Jr., is the Quality of Life
Officer at Fort Sill, Oklahoma. A 1961 graduate
of West Point, he graduated from OECS in June,
1978. He holds a MA in English from the Univer-
sity of Pennsylvania and a MBA from Fairleigh
Dickinson University. LTC Miller last served as
OE consultant to the Field Artillery School.
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A Look At Job Satisfaction

CPT Michael J. O'Brien
Womack Army Hospital

In working with General Organization Questionnaire (GOQ) information,
frequently I ponder the importance of a particular index and wonder how
user planning and implementation around one index is really related to
what the user wants as a final outcome. The I.S.R. Casual-Flow Model
does describe general causes and flow, yet the bottom 1ine may very well
be identifying some key areas from among many causes, which if improved,
could be expected to secure the user's desired result.

As an QESO I find information valuable which improves the probability
of the user system getting the best return for the investment of resources.

The particular end result examined in this presentation deals with
job satisfaction. This was selected as an end result for several
reasons: 1) sometimes this is selected by users as a desired outcome
in applying the 4-step process, 2) the GOQ does address job satisfaction
with a direct question, 3) job satisfaction is an individual perception
and 4) other ends results such as combat readiness require demonstrating
relationships with other indicators which in turn must be demonstrated
to have a relationship with combat performance.

METHOD

This study used some 625 cases of GOQ data from a half dozen different
organizations on Fort Bragg. GOQ question 70, "A1l in all, I am satis-
fied with my present job," was selected as the most accurate expression
of job satisfaction. The five standard degrees of responses for question
70 were crosstabulated with the five degrees of responses for other
questions, arbitrarily selected for analysis based on the author's
interests and suspicions. These crosstabulations were then checked for
a chi-square value to determine if a relationship was demonstrated on the
table and checked for a tau, score to determine the strength of the rela-
tionship shown. (This was—accomplished by using a programmable calcu-
lator.) The following table is an example of the crosstabulation of GOQ
question 73, "A11 in all, I am satisfied with my unit," with job satis-
faction:
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A11 in all, I am satisfied with my unit

STRONGLY DISAGREE NEUTRAL  AGREE STRONGLY 2
- " 5 ! : STRONGLY ; ¥

3 20 13 17 4 | DISAGREE : :

1 6 21 23 10 | NEUTRAL é

0 5 14 100 35 | AGREE ¥

4 5 9 53 204 STRONGLY ﬁ

The chi-square score for this table and all the tables examined were
sufficiently high to indicate that some relationship exists. The tau
score for this table is +.6098 indicating an extremely strong relatiefiship
exists between the responses to these two questions. The number may be
thought of as the percentage of increase over a 50/50 probability in
predicting how a person answered one question based on knowing how he
answered another question. So, based on knowing how a person indicates
his degree of job satisfaction, I could guess and expect to be correct
80% of the time on how he would indicate the degree of satisfaction with
his unit. Generally, a tau_ score of .3 or higher is thought to indicate
a significant relationship—while lesser values are thought to indicate
minor to moderate relationships.

RESULTS

This table summarizes the various questions compared with job satis-
faction in descending strength:

vaxmome

ITEM

tau No. QUESTION

.6098 73 A1l in all, I am satisfied with my unit

.4905 80 This unit recognizes a person for what he/she does
and not just by favoritism

.4831 8 I get a sense of accomplishment from the work I do

.4716 74 A11 in all, I am satisfied with my career in the Army

.4682 9 I look forward to coming to work every day

.4315 78 I know what I have to do to get recognized for doing
a good job

.4183 76 I receive fair and objective efficiency reports in
this unit

.3990 14 My performance evaluations and efficiency reports
have been helpful to me

.3870 58 I understand what is expected of me on my job

.3660 40 My supervisor gives clear instructions when he assigns
a task '
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When there is a disagreement, my supervisor encourages
the people who work for him/her to openly discuss
their differences

Information important to our work is widely exchanged
within my work group

My supervisor encourages us to give our best effort

My work group plans together and coordinates its
efforts -

My unit is willing to try new or improved methods of
doing work

My supervisor is able to be heard by and influence
those above him/her

My supervisor lets me know when I have done my job
well

Open and honest discussion is used when we are making
group decisions

My supervisor makes it easy to tell him/her when
things are not going as well as he/she expects

The information I receive down through formal channels
is generally accurate

My co-workers encourage each other to give their best
effort

I know what my work group is trying to accomplish

My work group is able to respond on short notice to
heavy work demands placed upon it

I want to contribute my best efforts to the unit's
mission and my assigned tasks

Decisions are made in this unit at those levels where
the most adequate information is available

My co-workers tell me when they think I have done

a good job

Work priorities are established in line with the
unit's objectives

Decisions are made in this unit after getting infor-
mation from those who actually do the job

It is easy for me to get in to see my supervisor

I get all the information I need about what is going
on in other sections or departments in my unit

People in my work group work hard
This unit is able to respond to all demands put on
it to accomplish its mission

WHAT DOES IT ALL MEAN

I do not intend to suggest that my interpretation is the only inter-
pretation, or even that it is correct. I do know that these results
started me thinking about what this could mean.
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1. Question 73 suggests that how a person talks about his unit is
a reflection of how satisfying his job is.

2. Items which have a very significant impact on job satisfaction
include issues in Herzberg's motivators. Key relationships include
receiving recognition, having a sense of accomplishment in doing the job
and having pride in one's career.

3. Items having limited impact on job satisfaction included 2 of
the GOQ readiness questions on mission and work demands, questions on
decision making and some questions about co-worker interaction.

4, Specific areas of importance, in the order of importance, for
job satisfaction that a user might focus on include:

A. the award and recognition systems
B. OER's, SEER's, EER's and performance appraisal sessions

G- Do supervisors give clear expectations, clear instructions
and develop and maintain an atmosphere where differences can be discussed?

D. What improvements can be made with communications inside
the section and with the supervisors?

This has been a brief review of some relationships between GOQ
questions and job satisfaction. I'm comfortable that it indicates some
priorities for users at Fort Bragg to get a good return on job satis-
faction for their efforts in improving certain organizational processes.
I recognize that whether these same relationships exist at other posts or
even still exist at Fort Bragg is debatable. But the thoughts these
findings generated are now part of the many things to carry into contact
with a user.

44

EREs s



RETO, OE, and OECS -
Where Do They Stand?

CPT Ronald C. Sims
Training Developments
Directorate, OECS

The OECS has been heavily involved in areas which will have long-
Tasting and a profound effect on OE in the Army. The center is imple-
menting some of the recommendations made by the Chief of Staff's Review
of Training for Officers (RETO) study in 1978.

The RETO study recommendation is several volumes thick and recom-
mends a complete revision of officer education in the Army. The recom-
mendations, familiar to most officers, 1nvo§ves the modification of
advanced courses, redesigning CGSC to a CAS™, and long course, and more
"job specific" TDY training courses.

However, there are more aspects than those just mentioned. A1l
TRADOC service schools (including OECS) are being asked to prepare list-
ings of all tasks which are common and job specific by specialty, to
company grade (01-3) and field grade officers (04-06). For OECS this
meant identifying tasks which are common to all company and field grade
officers.

Most TRADOC service schools received proponency for some common and
job specific tasks. At OECS, we received proponency for common tasks that
were in the areas of:

@ Communications @ Decision Making

@ Human Relations e Management Sciences
e Counseling ® Planning

@ Supervision e Ethics

Since we are not a specialty-producing school (i.e., 41, 42, 53, 11,
etc.), we do not have job specific proponency for any task.

Under RETO all the common tasks will be combined into programs of
instruction for officer training at all levels and career assention points.
The proponent school will be responsible for developing the PQI's in
their proponency areas for dissemination to the other TRADOC schools to
use in their various courses.
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As can be seen, this is a massive project with a projected comple-
tion date in 1985. We at OECS have proposed 82 tasks for which we must
eventually develop methods for training officers to accomplish those
tasks to meet certain standards.

MILPERCEN and the Training Developments Institute (TDI) at TRADOC
are also conducting surveys in company grade tasks to determine if these
tasks are actually performed by lieutenants and captains, and how much
of their time is spent accomplishing the tasks. OECS will eventually
be provided with this information in order to modify the task we feel
company grade officers need to know in our areas. Eventually, surveys
will be conducted for the field grade common tasks in order to validate
them also.

Also, under RETO guidance, many service schools are conducting inter-
views (in conjunction with survey data) with selected officers in various
positions to determine what they actually do. This information will fur-
thur help them to refine their tasks in order to develop the best instruc-
tions for the essential tasks in their areas.

OECS decided to look at what the 0ESOs throughout the Army are doing,
what skills they use, and what are the attributes (competencies) they need
to possess. This desire was partly driven by RETO (eventually, we will
have to determine competencies for 5Zs) and by our own concern for train-
ing OESOs in the most current skills and applicable competencies.

To do this, OECS contracted through ARI with McBer and Company
to develop the competencies OESOs need to possess. This contract is
a year-long effort through June 80. McBer and Company distributed to
OESOs surveys which are intended to find out what 0ESOs do and the
time they spend doing it. 1In conjunction with the surveys a random
section of OESOs will be interviewed by folks from McBer and Company
and by personnel from OECS. Again, this is to further validate what
0ESOs do and don't do.

From all this data Training Developments Directorate will develop an
O0ESO competency model. From this model, we will know what skills and
knowledges OESOs need to possess to successfully accomplish their jobs.
Therefore, we can develop more realistic training to develop the OESO
competencies.

Recognizing that OESOs are bombarded with surveys and interviews,
we hope you will "bear" with us as you answer surveys and are involved
in interviews. The results will be more than worth the effort, OE
technology being taught and used by all the service schools; a more
appropriately trained OESO; and thus a more effective Army.
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OD/OE in the 1980’'s

LTC(P) Don Van Eynde
Bob Goodfellow
OECS

As this decade comes to a close, one of the most intriguing and
important questions which our civilian counterparts are trying to answer
is, "What trends, problems and issues will emerge in the field of organi-
zational development during the 1980's? Since the development of OE
appears to be inextricably linked to new initiatives in the 0D sector,
the answer to that question is of equal importance to those of us in the
Army.

Certainly no one to date has been able to predict with total accu-
racy what will occur in the future; however, as most organizational
planners will attest, there are definite benefits to be derived from an
attempt to forecast future trends--at least in a near timeframe. One of
the forecasting techniques used by futurists is the Delphi,method, which
involves consulting with experts in the field of interest. (The name
may be amusing to some of you history Euffs since the oracle of Apollo
at Delphi is noted for its ambiguity.)

]From workshop, "New Eyes: The Role of OD in Alternative Futures,"
by Susan Isgar, OD Network Fall '79 Conference, Sep 8, 1979, Snowmass,
Colorado.

2Urdang, L. & Flexner, S. (eds.), The Random House College Dictionary,
1973, New York: Random House, Inc., p. 352.
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The Delphi method was used recently by Dr. John Jones, Senior Vice
President, University Associates, and several of his UA colleagues in an
attempt to forecast what might happen to OD in the 804s. Initially Teading
0D practitioners and researchers in the United States™ were queried con-
cerning their individual forecasts of the three most significant areas of
interest for the 0D practitioner in the 1980's. The questionnaire on the
following pages resulted from their responses. The next step was to have
the experts themselves answer the questions.

Interested in what the experts had to say? Curious as to whether your
answers, based on your own field experience, would be close to theirs?
Since it was a fun experience for us, we encourage you to take five minutes
and complete the questionnaire before reading on. By the way, there are no
right or wrong answers, so resist the temptation to peek ahead at what the
experts said. (There's no hope for those of you that open presents ear]y;)

3Experts who participated in the Delphi process are Tisted by name on
the concluding page of this article.
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UNIVERSITY ASSOCIATES, INC.
PusL1SHERS AND CONSULTANTS

OD in the 80's

Morris Spier, Leonard Goodstein, Marshall Sashkin, John Jones

The following items were derived from a survey of leading OD practitioners
and researchers in the United States. These persons were identified
because of their extensive publications in the field and/or because they
manage large-scale OD projects.

EMERGING TRENDS

Directions: Rate each item by circling the response that best reflects
your opinion about whether that trend will actually materialize.

1

highest 1ikelihood, almost certain to occur

2 - high Tikelihood, a strong possibility of occurrence
3 - moderate likelihood, a possibility of occurrence
4 - low likelihood, an improbability of occurence
5 - Towest 1ikelihood, almost certain not to occur
1. Integration of 0D, career planning, and career 1 2 3 4
development.
2. Greater utilization of 0D to increase profit- 1 2 3 4
ability.

3. Development of 0D technology for dealing with 1 “ 3 4
scarce resources in the context of economic
and ecological turbulence.

4., Utilization of 0D in strategic planning and 1 2 3 4
long-range forecasting.
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Applying OD to large, geographically dispersed
organizations -- macro-system intervention.

Increased emphasis on "systems" approaches to
0D. :

Growth of 0D in international, multinational,
and multi-cultural settings.

Development of 0D applications of nonrational
ways of knowing (right-brain/left-brain theory).

Emphasis on holistic health and stress manage-
ment.

Increased use of contingency theories of moti-
vation by 0D practitioners.

More concern with quality-of-work-1ife jssues.
Unifying and codifying 0D theory and practice,
including the integration of various approaches
to organizational change.

More emphasis on 0D efforts to achieve sus-
tained, Tong-term change.

0D's move into new domains -- health-care
institutions, the public sector, the
political scene, etc.

More emphasis on comprehensive, broad-scale
interventions.

Development of more effective and systematic
methods of organizational diagnosis.

More concern with issues of organizational power
and influence.

0D as more and more a line manager's function.
OD becoming more integrated with traditional
management training, human resources develop-
ment, and personnel functions.

An increased emphasis on organizational design.
An increased use of 0D to integrate women

and minorities into the organization.
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PROBLEMS AND ISSUES

Directions: Rate each item by circling the response that best reflects
your opinion about each item's importance as a potential problem.

1

almost certain to be an important problem

2 - probably will be an important problem
3 - possibly will be an important problem
4 - improbable that it will be an important problem
5 - almost certain not to be an important problem
22. Resolving the dilemma between 0D values and 1 2 3 4
"bottom-1ine" concerns.
23. The measurement and documentation of 0D impact. 1 2 3 4
24. Dealing with the faddishness of 0OD. 1 2 3 4
25. Dealing with the poor quality of 0D practice 1 2 3 4
and practitioners and inadequate quality
control.
26. The impact of economic uncertainty, energy 1 2 3 o
shortages, and general environmental tur-
bulence.
27. Unifying the theory of OD. 1 2 3 4
28. The changing nature of workers and their 1 2 3 4
motivation to work.
29. The internal management of 0D in organizations. 1 2 3 4
30. Increasing the credibility of 0D. i 2 S 4
31. Developing a theory-based practice of 0D. 1 2 8 4

ol



Okay, now let's look at how the experts answered it. Above each of
the possible answers to each question is the frequency response -- the
number of experts which selected that particular choice. (The highest
total frequency for any question in the Emerging Trends Section is 39. One
of the experts said that the trends were dependent on how consultants
resolved the problems and issues, so he chose to answer only questions 22-
31). For ease of comparison, we suggest you tear out the questionnaire you
just completed and place it alongside the frequency response key which
follows. (Besides, we're going to ask you to do that anyway as soon as
you've finished your comparison).

FREQUENCY RESPONSE KEY

Each question was rated on a scale of 1 to 5. The frequency with which
each rating was given to a particular question is shown to the right of
that particular question.

QUESTIONS |  FREQUENCY OF RESPONSE
1-14 (R (2) s e (@ a5
1 2L i e

2 18 oz ks s si

3 5 VT

4 440 BRGS0

5 10 O e

6 9 e

7 Tohe Bk vl ey s

8 1o e e e

: 3 Eee b ue ey
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13 17 06 et
14 12007 B
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How closely did your answers compare with those of the experts? Our
guess is that they correlated pretty well as our experience suggests that
Army consultants are pretty much in agreement with the opinions of leading
civilian practitioners. We're really interested, however, in where signi-
ficant differences exist -- especially as signified by those of you out
there actually doing the work. Since the same questionnaire was also admini-
stered to practicing consultants in attendance at the 0D Network Fall '79
Conference, we'd 1ike to compare your answers, not only with the experts,
but also with your civilian counterparts in the field. Those data will be
beneficial in determining which, if any, significant differences exist in
the practice of OE versus 0D, and may be of value as we continue to revise
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the course curriculum here at OECS. So, here's a request -- if you haven't
already done so, please tear out the questionnaire you completed, write in
at the top whether you're stationed in CONUS or overseas, which OFE course
you attended, and mail it back to Bob Goodfellow at OEC&S. As soon as the
results are in and the comparisons made, we will feed back the data to you
in the next issue of the OE Communique. We will also share your results
with Dr. Jones of University Associates, who graciously gave his permission
to use the UA instrument.

Your data (if you act quickly and get it to us on time) will be made
available to attendees to the University Associates 0D '80 Conference in
March. This conference derives its topics and theme from the interim
results of the questionnaire you have just read. The final report of the
completed Delphi will be presented at the conference. This may be a good
professional development experience for you if thinking about the future of
this business catches your fancy. And since the conference is being repli-
cated in three locations (New York, San Diego, London) most should be'able
to find a convenient date and location. Check your mail for conference
specifics.

For those of you who were not fortunate enough to attend the 0D Fall
'79 conference, we'd 1ike to include this article with a summary of Dr.
John Jonss' remarks on how he personally views what could happen to 0D in
the 80's ":

...What should we be paying attention to in the 80's? If the survey
results are any indication, 0D persons will become more involved with
operational problems, working for long-term change and conducting more
large systems interventions. They will also be focusing more in the coming
decade on issues of power and influence, stress management and large-scale
planning activities.

...The outlook for OD in the 1980's is bright. One solid indicator of
this is that the subject of OD has become academically respectable. An
increasing number of 1ine managers taking courses in our nation's univer-
sities are being exposed to the concept, and there is an increasing accep-
tance of the use of 0D technology within organizations. So, although it
may have a somewhat different appearance than it does now, 0D will be
around in the 80's.

...Although the outlook is bright, there may be some cutback in the
number of consultants if the economy continues to worsen. In times of
hardship persons involved with human services are often the first to go.
What will hopefully happen is that those who are not doing a good job will
be weeded out of the system and the remainder will stay.

...There will always be a market for OD; however, the potential for
its use is tremendous. Many of the smaller industries, which really have a
need for such technology, are not yet aware of its potential.

4Excerpted from concluding keynote speech by John E. Jones, 0D Network
Fall '79 Conference, Sep 11, 1979, Snowmass, Colorado.
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...What are the implications for OD practitioners in the 80's?

1. Read a lot. Don't feel guilty about shutting your office door
and reading a book on OD. There are benefits to be derived for both you
and your organization. Keeping up to date is part of a professional's job.

2. Conduct research, be data-oriented. The experts believe that the
dilemma between 0D values and "bottom-Tine" concerns must be resolved, and
this is one way you can do that.

3. Increase sharing amongst each other. Take advantage of the ideas
and expertise of other OD practitioners and give them the benefit of your
experience.

4. Collaborate with others. Talking to trainers, managers, computer
folks, etc., increases your own expertise and insures a more solid product
for the organization.

5. Question your values and truths. There's a strong tendency for
persons such as 0D practitioners, psychologists, TA people, etc., to tend
to reify their own disciplines and ignore others.

6. Be proactive. We must be the ones to do it. Managers won't
shape the course of 0D in the 80's and neither will academicians. We must
make OD go in a way that is productive.

We sure hoped you 1iked those words. They were music to our ears.

So what does all this mean to the individual OE consultant? To us it
Tooks 1ike introspection time again...time to see where you stand on each
of these issues. Once you decide, then chart a personal course of action
that provides about a ten percent professional stretch. Extending yourself
may be necessary to keep up with the crowd!

55



Participants in the OD 'S80
Delphi Survey

John Adams
Private Consultant
ArTington, VA

Chris Argyris
Graduate School of Education
Harvard University

Richard Beckhard
Beckhard Associates
Boston, MA

Paul Boulian
Organization Development Dept.
Cummins Engine Company

David Bradford
Graduate School of Business
Stanford University

L. Dave Brown
Dept. of Organization Behavior
Case Western Reserve University

Warner Burke
Teachers College
Columbia University

Sheldon Davis
Digital Equipment Corporation
Maynard, MA

William Dyer
Dept. of Organization Behavior
Brigham Young University

Jack Fordyce
Private Consultant
Lake Oswego, OR

Wendell French
School of Business
University of Washington

56

Clayton Alderfer
School of Organizational Services
Yale University

Ed Bartee
Department of Management
Vanderbilt University

Mike Beer
Harvard Business School
Harvard University

David Bowers

Center for Research on Utilization
of Scientific Knowledge

University of Michigan

Stephen Brogan
Organization Resources Counselors,
New York, NY

Paul Buchanan
Charlottesville, VA

Allan Cohen
Organization Behavior Dept.
University of New Hampshire

Craig Decker
Procter & Gamble Company
Cincinnati, OH

Gerard Egan
Department of Psychology
Loyola University

Jerry L. Franklin

Rensis Likert Associates

Room 121/444 Camino del Rio South
San Diego, CA 92108

Charles Furguson
Division of Applied Behavioral Scier
UCLL A



Delphi Survey Participants List
Page 2

John Glidewell
Department of Education
University of Chicago

Leonard D. Goodstein
Department of Psychology
Arizona State University

(Presently @ University Associates)

Larry Greiner
School of Business
University of Southern California

Jerry Harvey
School of Business
George Washington University

Harvey Hornstein
Teachers College
Columbia University

Robert Kahn

Survey Research Center
Institute for Social Research
University of Michigan

Gordon Lippitt

School of Government and Business
Administration

George Washington University

Craig Lundberg
Department of Management
Oregon State University

Michael Mitchell
Private Consultant
ChiiconCA

Patricia MclLagan
McLagan Associates
St. Paul, MN

William Pfeiffer
University Associates, Inc.
San Diego, CA

57

Robert Golembiewski
Department of Political Science
University of Georgia

Jay Hall
TeleoMetrics International
Conroe, TX

James Hamerstone
Organization Development
Marlin-Rockwell Div. of TRW

Stan Herman
Herman Associates
Escondido, CA

John Jones
University Associates, Inc.
San Diego, CA

Rensis Lickert
Institute for Social Research
University of Michigan

Ronald Lippitt
Human Resource Development Associates
Ann Arbor, MI

Newton Margulies
School of Management
University of California at Irvine

Peggy Morrison
Department of Psychology
Arizona State University

Mary Beth Peters
Private Consultant
Pittsburgh, PA

William Reddin
International Publications, Ltd.
Hamilton, Bermuda



Major Fred Schaum
OECS/Dept. of the Army
Washington, D.C.

John Sherwood
Department of Administrative Sciences
Purdue University

Richard Schmuck
Dept. of Educational Psychology
University of Oregon

Gail Silverman
Private Consultant
Miami Beach, FL

Roger Tunks

Department of 0D

Kaiser Permanente Medical Care Program
Portland, OR

John Zenger
Zenger/Miller & Associates
Menlo Park, CA

Edgar Schein
Sloan School of Management
Massachusetts Institute of Technology

Eva Schindler-Rainman
Private Consultant
Los Angeles, CA

Claudio Serafine
Serafine Associates
Cupertino, CA

Robert Tannenbaum
Graduate School of Management
University of California

Marvin Weisbord
Block Petrella Associates, Inc.
Wynnewood, PA

58



The Reserve Components: A Giant

MAJ Boynton
MAJ M. Macaluso
SGM R. Fischer
6th Army

Imagine an 0D client whose organization works together only 38 days a
year, attempting to meet the demands of a fulltime environment and modern
technology. He or she wants to improve communications, clarify goals,
action plan, assess reasons for personnel turbulence, develop leadership
training programs and top it off with some time management improvement.
He'll give you 12 days, in two day increments one month apart to accom-
plish the four step process, and his organization is 1000 miles from where
the 0D consultant is headquartered. Sounds Tike a piece of cake!

Now imagine the organization to be military, with all the administra-
tive, logistical, training and operations demands on it. Also, its an
element in over half the strategic force we are counting on to win the
next "come as you are" war. Is this what they had in mind in telling us
about the real world?

With this flavor for OE in the Reserve Components, this article will
highlight aspects of the Army Organizational Effectiveness program as
applied to Army Reserve and Army National Guard organizations by looking
at some of the unique people and problems associated with what we see as a
"giant." The term "giant" describes the potential associated with doing
OE activities in an environment which is relatively tradition bound but
which eagerly grasps opportunities to improve efficiency and maximize the
short time available to work together.
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People

The variety of people is amazing. Advisors and assisters from the
Active Component cover the full spectrum of Army personalities. Generally,
they are the cream of the crop at both officer and NCO levels. Besides
the advisors, a small full time "technician" force handles administration
during the month when Guardsmen and Reservists are hard at work in their
civilian professions. The technicians keep commanders and principal staff
officers informed between drills. Most technicians are dual status which
means they are also military members of the unit in which they work, and,
as a group, form an interesting "separate, yet integral" sub-organization
in the RC structure.

The reservists (hereafter referring to both National Guard and Army
Reserve members) themselves serve for a variety of reasons and all bring
skills from civilian employment and usually past active military experience
to the unit. For the most part one sees the talented person who has
adapted and managed his 1ife so he can juggle the concerns of family, job,
and military service.

Organizational Effectiveness is a term with which many reservists are
unfamiliar although many quickly associate it with some type of 0D effort
that took place in their civilian job environment. Also, since most
reservists attend Army Service schools the TRADOC classes on OE are having
an impact in the field, a great assist when entering a unit. Totally
different from the Active Component is the fact that many individuals may
have served together for many years. Relationships run the gamut of being
totally supportive, fraternal and warm to entirely fragmented with
internecine power struggles, conflict and smugness sometimes overriding
critical unit missions.

Personnel strength problems plague Reserve Component organizations to
an even greater extent than units in the Active Component and are related
to leadership, training, quality of work 1ife, lack of clear goals or
action plans, or issues unique to the unit. Transitions take longer (and
the value of a transition workshop soars) when there is 1ittle time to sit
down and get to know your poeple, much less manage them. A typical State
Adjutant General has twelve different personnel management systems to
which he is accountable: a matrix of state, federal, military, civil ser-
vice, officer and enlisted, Air Force and Army programs.

The Army's strategic plans offer Tittle slack. These organizations
are expected to be ready to mobilize. Principally due to their own
competence and the dedicated advisors, many RC organizations are ready.
Given the resources, many more could be.

One of the resources in short supply is OE. Officers and NCOs at
CONUSA have been working for several years with probably the most inter-
esting, varied and geographically dispersed clientele as any consultant.
In Sixth Army, the 15 separate major National Guard organizations and 7
major Army Reserve Commands, not to mention the CONUSA headquarters
itself, two Army Readiness Regions and six Readiness Groups.

60



For an OESO assigned to work with the RC, airports become very
familiar. "Designing on your feet" is a way of Tife. The client may
be an engineer, a clergyman, a lawyer, a TV newsman, or a corporate
executive whose job includes hiring and firing 0D consultants! Always,
the time constraint presses on the Commander and the OESO to do it fast.
The standing joke is that a list of competencies for the OESO working
with the RC wou]d have to be topped with the ability to "chalk cues be-
fore Tanding."

The Army has only about a dozen QESOs dedicated to supporting the
RC. The assignment of CPT Paul Trahan to Readiness Group, Fort Lewis,
is an encouraging first step in the right direction. During the next
year, more OESOs will be assigned to Readiness Groups, and the National
Guard Bureau will establish three regional centers nationwide to provide
OE support to Guard clients. Even these additions may not be enough, if
OE is to be institutionalized and become credible.

In summary, the diverse, sophisticated clients of the Reserve Com-
ponents cannot necessarily use all Active Army programs jsut because
they seem to work on the full-time force. On the other hand, the OE
that has been implemented in the Reserves has, according to the clients
themselves, been very beneficial. To properly address the Army macro-
system, we're simply going to have to commit a Tot more resources to
developing tailored approaches for Reserve Component organizations. We
like to think that the giant is ready and willing to accept OE. We
can't afford to ignore such a major portion of our strategic force.
Have you visited your affiliated or round-out units lately?
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Transition Methodology - Our Most
Effective Tool For Encouraging Commitment

MAJ Robert F. Radcliffe
CPT Raymond P. Drummond
OESOs, 25th Inf. Div.

Major Robert F. Radcliffe graduated from USMA in
1965 and commissioned Infantry. His assignments
include duty with the 10lst Airborne Division,

the Ist Cavalry Division, 46th Special Forces
Company, USMA, and the 25th Infantry Division.

He is a graduate of the Command and General Staff
College and possesses a Master of Education degree
from Georgia State University. He is currently
Executive Officer of the lst Battalion, 35th In-
fantry, 25th Infantry Division.

Captain Raymond R. Drummond graduated from USMA

in 1971 and commissioned Infantry. His assign-
ments include duty with the 82d Airborne Division,
Infantry Officers Advanced Course, OECS, and the
25th Infantry Division. He possesses a Master of
Science degree in systems management from the
University of Southern California. Presently
serving as the OESO for the 25th Infantry Division.

A11 of us recognize the importance of first impressions when meeting
and dealing with people. As OESO's the "first impression" that we make
is normally the transition activity. Unfortunately in some number of
instances, for one reason or another, this transition activity may not
occur. The purpose of this article is to outline an approach that may
increase the probability that a transition activity will occur, and that
it will be successful. It is our hope that it will be of some use to
you.

The first step in securing commitment to the OE process through a
transistion activity should occur Tong before the commander arrives in
your organization. We use a formal letter of introduction with three
inclosures that describe the transition model that we have found to be
most effective in the Division. Our goal is for this Tetter and the
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inclosures to be the most professionally done communication that the new
commander receives from the Division. Our letter and its inclosures are
included in this article for your consideration. In that they should be
largely self explanatory, I will only add a point or two of clarification
here. One, we attempt to make distinctions between the transition model
presented to commanders in the Precommand Course and the model we use in
the Division. Examples here are non participation by the outgoing commander
and the compressed time period for the activity. Secondly, we attempt to
provide the new commander with some points to consider as he formulated the
manner in which he will communicate his command philosophy. These points
represent issues what have surfaced at other transition meetings within the
Division. The subtle message is: The OESO's in the Division have some
experience in the Division environment and credibility with commanders al-
ready assigned, they are available to talk with you about the Division as a
whole, and they are professionals.

During the past year as OESO's we have facilitated some 27 transition
activities within the Division. This includes all incoming Battalion and
Brigade commanders. With few exceptions these commanders have requested
additional activities. We would Tike to feel that in some way this approach
has contribued to the commitment of these commanders to the OE process.

One Tast thought, in recent months we have tailored the three inclosures
for use with company level commanders in transition meetings. Because of con-
straints on our time we have trained our L&MDC instructors to facilitate the
actual meeting with us sitting in only for the new commanders planning session.

Although preliminary in nature, our appraisal is that this technique is

proving very helpful to these commanders, both in terms of helping them clarify
their command philosophy, as well as easing entry into their new company.

SAMPLE

SUBJECT: Organizational Effectiveness Support

Dear

Congratulations on your selection to command in the 25th Infantry Division.
By way of introduction CPT Ray Drummond, SFC Reginald Chavez and I comprise
the Organizational Effectiveness Staff Element of the Division's Gl Section.
The purpose of this letter is to offer you our services, with an initial goal
of providing you assistance in planning and conducting a transition meeting
as you assume command.
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A Transition Meeting has three objectives: 1) to assist you in developing
understanding of your unit, 2) to enable you to better and more quickly
know your key personnel, and 3) to assist your top team to more quickly
know and understand you. The overall purpose of the meeting is to reduce
the anxiety and turbulence that acccompanies a change of top leadership in
an organization.

The general format in terms of an agenda that we have found most useful is
shown at Inclosure 1.

There are two significant differences from the transition model you may
have been exposed to in the Precommand Course. First, we have not in-
volved the outgoing commander, and secondly, we conduct the meeting in one
half day. We schedule the meeting immediately after your assumption of
command (prior to internal staff briefings), and we hold it at a Tocation
away from the work environment. Inclosure 2 is a listing of typical topic
questions used to focus discussion by all participants on organizational
issues. Normally, the new commander picks from 6 to 8 of these appropriate
to his needs. Inclosure 3 represents a list of significant issues in the
work environment, social, or personal area identified for discussion in pre-
vious transition meetings in the Division. They are provided for your
information and thought.

In short we feel the meeting format has done much to assist new commanders
get off to a smooth start in command. Please understand it is simply a
recommendation in terms of its format. We encourage you to stop in and
discuss it with us after you arrive in Hawaii. We feel confident that the
meeting will result in a product oriented to your needs. Should you wish
to contact us prior to your arrival our AUTOVON No. is 455-0594. In
Hawaii our numbers are, 655-0584, 4001, or 4002.

Once again congratulation on your selection to command in the Division.
We look forward to meeting you.

A11 the Best!

ROBERT F. RADCLIFFE RAYMOND DRUMMOND REGINALD CHAVEZ
MAJ, GS CPT, GS SFC )
OESO OESO OENCO
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1130-1230
1230-1240
1240-1250
1250-1330
1330-1550
1550-1600

1600-1630

INCL 1

AGENDA

Lunch

New CDR's Introductory Comments
OESO Opening Comments |
Introduction Exercise
Discussion of Topic Questions

Open Discussion - Work Environment
Issues

New Cdr's Philosophy
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TOPIC QUESTIONS

(Focus Dialogue on Organizational issues)

What the new commander needs to know about me is...

My single greatest concern at this time is...

The thing(s) that get in the way of my doing my job better are...

The changes that need to be made to help me are...

What the new commander can do to help me is...

What requires the immediate attention of the new commander is...

What the new commander needs to understand to work successfully for

the Brigade and Division commanders is...

8.

1ife

10.
11.
12.
1da
14,
15.
16.
17.
18.
19,

At

INCL

Policies, procedures and issues unique to 25th Infantry Division

the new commander should be aware of are...
What my unit/section does best is...
What my unit/section does least well is...

Support I need from Battalion is...

What I consider my unit/sections top three priorities are...

What I consider the Battalions top three priorities are...
Are goals and priorities clear and realistic...

Do we plan and anticipate well.

Is their an atmosphere of open and honest communications.
Do we communicate well...

How is conflict managed...

How is your morale, your team's morale...

What have I not asked you that I should have...

2
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ISSUES REQUIRING CONSIDERATION IN THE DUTY AND

SOCIAL ENVIRONMENT

GENERAL: The items listed below represent a synopsis of issues that have
surfaced in previous transision activities within the 25th Infantry
Division. Accordingly they are presented for your consideration as you
prepare to assume command. '

DUTY ENVIRONMENT:

Duty hours - Philosophy, personal schedule, should subordinate work when
you do?

Time off - Who controls staff CDR's philosophy.

Access to you - For CDR's, staff, reporting procedures, who controls your
calendar, action officers vs principles - How often do you want to see or
talk to CDR's, staff? Calling you at home - groundrules?

Philosophy on leave - "Don't lose leave philosophy or not"
Prerogatives - Promotions you reserve, awards, punishment offenses.

Relationship to soldiers - Military courtesy, positive vs negative feedback
Philosophy on handling "bad" soldiers..

LEADERSHIP PHILOSOPHY:

OER's, SEER's, EER's - Philosophy and understanding of the system. Include
role you see in monitoring submission by subordinates.

Competition within the Bn - Philosophy

Decision making - Actions desired by subordinates when they think you are
making a mistake. Differentiate between period when
negotiation is legal vs loyalty to decisions made.

Information - Philosophy on your desire to be kept informed vs overinformed.
Feeling regarding problem communication vs problem communica-
tion with recommendations.

Integrity and Ethics - "Gamesmanship" vs strict integrity in reporting.
What should subordinate do if he perceives you have
placed him in an "ethical crunch"?

Supervision - How will subordinates know if you are dissatisfied. How
will subordinate know when you think something is important?
Training vs performing - will you be clear when failure is
unacceptable? Why do you inspect...

INCL 3
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Off duty conduct - Philosophy on membership in Officers Club, Div Assn,
AUSA. Contribution to AER, CFC, etc. Conduct and
decorum, off duty education.

Athletics - Philosophy on support to same vs mission.

Officer Role - Philosophy

NCO Role - Philosophy

PERSONAL APPRAISAL:
Temper - Do you have one, what should subordinates do if you lose same...

Pressure - How will you react to or handle same...

Sarcasm - Will you communicate with sarcasm, are we likely to misunderstand
same?

Formality - In dealings in office, around troops, in the field.
Ideosyncracies - Do you have any others?

SOCIAL:
Spouse - How should subordinates address her? Their wives address her.

Yourself - How should your subordinates spouses address you?

Drinking - Do you? Any feelings on same?

"Command Performances" - Do you visualize there being some? How will your
subordinates know you feel an affair is a "Command
Performance".

"Happy Hour" - Philosophy
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OE/OESO Interface with BTMS

MAJ James H. Jackson
Chief, Concepts and Studies
USAOECS

The Army's basic purpose is to win the land battle. We cannot
accurately foresee the time nor place of that battle, but we must expect
to face a well-armed enemy, superior in number. We cannot count on either
a long mobilization nor a lengthy war. Rather, we must ready ourselves
for early, costly, intense combat in which the penalties for poor training
will be high casualties and defeat. Training must provide for readiness
in peacetime, swift reinforcement in the event of war, and rapid mobiliza-
tion. The effectiveness of our training will determine the outcome of the
war.

The standard training management system for FORSCOM units is the
Battalion Training Management System (BTMS); the Army Training Board (ATB)
is the proponent of this system. The ATB is the standardization agency on
training management within the TRADOC school system. The ATB also conducts
seminars and workshops for units to teach BTMS to unit Teaders.

Standard elements of BTMS are:

1. The Executive Seminar: A 2-hour briefing presented to the chain
of command above battalion level.

2. The Training Management Workshop (TMW): Designed for the battalion
commander, the training staff and company, battery or troop commanders.
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3. The Platoon Trainer's Workshop (PTW): Designed specifically for
platoon leaders and platoon sergeants.

4, The Trainer's Workshop (TSW): Conducted to provide the first line
supervisors - the squad leader, section chief, tank commander, etc., in the
unit - the necessary training skills and confidence to prepare and conduct
performance oriented training.

5. The Training Supervisor's Workshop (TSW): Developed and pre-
sented to emphasize the role of the CSM and 1SGs in supervising training
while performing their other duties. This design for BTMS attempts to
get at the crux of the training problem Army-wide in that it facilitates
what General Starry refers to as "sergeants' business." The responsibility
for indivdual training is that of the first line supervisor. Additionally,
BTMS works hand in hand with the other training tools available at )
battalion level. Some of the tools are the ARTEP, SQT, soldiers' manuals,
commanders' manuals, etc.

BTMS addresses the quality of training and training management, which
is a complex problem. Those of us in the business of helping units become
more effective with the ultimate objective of closing the "gap" between our
Army and that of the potential adversary are certainly familiar with the
model depicted below:

- one echelon HOW IT IS HOW IT SHOULD BE - Realistic
at a time OR PERCEPTION OR IDEAS ON ... - Focused on
- Unrealistic OF mission and men
- Focused on me - Well planned
- Uncoordinated/ - Based on clear
confused ?bjectives
task, condition
- Not well 2 2
olanned standard)
- Performance
- Based on fuzzy oriented
guidance - Decentralized
& T SN - Multi echelon
- Centralized - Codvdinated

THE HOW IT IS/HOW IT SHOULD BE "GAP"

P4



The how it is/how it should be "gap" exists in all units. The question
becomes, "Can the 'gap' be narrowed?" The answer must be yes and OESOs can
and will play a very important part in making a smaller "gap" in training
and in making the A (Delta) smaller when we consider the calculus of
battle.

Established goals for unit training programs, coupled with the training
management model, are the tools with which the training "gap" can be
narrowed. Specifically, the goals for unit training programs are:

1. Accelerate the development and use of junior leaders.
2. Insure the productive use of the full training day of each soldier.

3. Improve individual proficiency in the tasks set forth in relevant
soldiers' manuals.

4. Improve unit proficiency in tasks set forth in relevant unit Army
Training and Evaluation (ARTEP) manuals.

The Training management Model is almost synonymous to our 0-M-R model
in that objectives are established, methods identified, and resources identi-
fied and matched. This model specifies four areas:

Set objectives.
Provide resources.
Coach subordinates.
Measure results.

S wnrno—
e o o o

After members of the Army Training Board visited QOECS in November
1979, MAJ Jackson, CPT(P) Hawks, and SFC Konarik visited Fort Hood, Texas,
for the specific purpose of observing the implementation of BTMS and to
look for lucrative and productive OE interface opportunities. The indivi-
duals above observed actual BTMS training and interviewed numerous OESOs,
senior commanders, staff officers, and BTMS team chiefs. The result of
these activities were numerous recommendations to the Commandant, OECS.

Specifically, the recommendations and some of the on-going activities
at OECS are:

1. Assistance to the BTMS cadre in assessing the need for BTMS

training. This recommendation carries with it some other ramifications.

The tools for this type of assessment must be developed and placed in the
hands of field OESOs. In an effort to meet this need, Mr. Stanchfield and
Captain Price have been asked to develop specific interview questions and a
survey instrument to accomplish this assessment. Additionally, through the
above-mentioned interviews, it was discovered that in some divisions the re-
quirement exists for each new battalion commander to go through BTMS within
sixty days after assuming command. This then Teads to the question of "Why
not tie the BTMS need assessment to the transition model?" That is, the
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OESO in doing his pre-transition work, could also assess the need for specific
BTMS training.

2. Coupled with the recommendations in 1 above, the OESO could be of
tremendous assistance in tailoring the BTMS modules to fit the specific
needs of the battalion commander.

3 Field OESOs should become conversant with BTMS and, as a minimum,
become experts on the design and application of the Training Manager's Work-
shop (TMS).

4. BTMS instruction should be integrated into the 16-week OESO course.

5. O0ESOs can train the BTMS cadre in design and facilitation skills
(to include active Tistening, the use of "I messages," and in personal and
performance counseling techniques).

6. OE/BTMS interface is Timited only by the imagination and en-
thusiasm of the OESO and BTMS team chief.

Another exciting aspect of OESO involvement in BTMS is the possibility
of further assistance to the battalion commander in combat-related areas.
That is, the BTMS technology of planning, coordination, and commitment
throughout the chain of command can be used to plan and implement specific
training events such as ARTEPs, EDREs, SQTs, etc. Also, this type of in-
volvement will foster the personal power of the OESO involved and increase
acceptance of the Army's OE program.

In summary, BTMS is a very valuable tool for the Army and OESOs should
be sensitive to the needs of the Army and address those issues that will
assist in closing the "gap" between what is...and how we'd Tike it to be.

"GO FORTH AND TRAINI!"
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Meeting Evaluation

MAJ Warren Klein
CPT Dan Skaff
4th Inf. Div.

One of the largest consumers of management time is attendance at
meetings. Most organizations have established a schedule of recurring
meetings, e.g., the "weekly staff" meeting, that are routinely attended
by key members of the organization.

In addition to those attended routinely by busy managers, they often
find themselves in other types of meetings that have been called for a
variety of reasons, reasons that are often unknown to those in attendance.

Commanders and supervisors can reduce the amount of unproductive
time that their key supbordinates spend in meetings by considering a few
basic steps prior to convening their next meeting:

I. What is the Purpose of the Meeting. This question must be answered
clearly and specifically and reviewed at regular intervals to insure that
the meetings are continuing to satisfy organizational needs. If the
answer to this question reveals that the need for the meeting no longer
exists or that more efficient means are available, then the meeting should
be cancelled.

A manager may consider conducting a meeting for a number of reasons.
Some of the more common are:

1. Sharing information.
2. Problem-solving.

3. Decision-making.

4. Socializations.
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Ideally, meetings are held to save time in coordination by assembling,
in one place, all of the people who need to share specific information.
Time is wasted when the purpose of the meeting is not clearly presented
to those in attendance. Time is also wasted if there is no effort to
keep discussions focused on the purpose. The individual chairing the
meeting must state in specific terms: (1) the goal (purpose) to be
achieved; (2) the specific objectives of the meeting (problem-solving,
decision-making).

I1. Developing Criteria for Success

Once the purpose of the meeting has been clearly established, then
criteria for success can be developed. The criteria emerge as answers to
the following questions:

1. What input is necessary to accomplish the purpose?
2. Who are the people who can provide the input?
3. Who are the people who need the input?
4. What resources are available:
(1) Time
(2) People

(3) Meeting facilities

A meeting agenda, based on the meeting's purpose and criteria, can be
established to insure success.

IITI. Meeting Evaluation

These steps can be applied to an evaluation of existing, reguiarly
scheduled meetings as well as to meetings that are being anticipated.
For example, the commander or manager can evaluate his or her existing
weekly staff meeting in terms of the purpose that has been established,
the people who regularly attend, the topics discussed and the degree of
success that is achieved. Application of this process will help in
determining if time is being wasted through:

1. Duplication of effort.

2. Meeting more frequently than required.

3. Presentation of information irrelevant to the stated purpose of
the meeting.

4. Attendance by personnel who can contribute little or no input
relating to the stated purpose.
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IV. Alternatives to Meeting

The meeting evaluation process should include consideration of alter-
native methods to achieve the desired outcomes. If it can be determined
that the purpose established for a meeting can be accomplished without
meeting, then the purpose should either be reconsidered or the meeting
cancelled.

Meetings are nearly always costly in terms of the resources that are
devoted to conducting them. This process provides a simple yet thorough
structure for evaluating an organization's meeting practices. It will
also assist the commander or manager in determining how to accomplish
traditional meeting objectives with the least investment of time. Subordi-
nates who may also be experiencing their limit of available productive time
will also benefit from this approach to meeting evaluation.
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Case Study

Macro-Systems Action Planning

MAJ James E. Tate, Jr.
OESO
Arlington Hall, VA

BACKGROUND. In February 1978, the MACOM Reenlistment Officer conceived
the idea of conducting a reenlistment conference with dual objectives
of improving reenlistment program management and skill development for
reenlistment personnel. The retention rate of the command was of great
concern throughout the MACOM and there was a perceived adversary re-
lationship between the MACOM Reenlistment Office and the unit Reenlist-
ment NCOs compounding difficulties experienced with technical aspects
of the reenlistment program. At the direction of the DCSPER, the scope
of the conference was later expanded to include other difficulties
experienced with military personnel management within the Command.

OESO involvement in the conference came in March 1978 when the Reenlist-
ment Officer requested assistance in designing a communications and
counselling block of instruction to be facilitated by the OESO during
the conference. The training objective of the Reenlistment Officer was
to expose Reenlistment NCOs to available tools which could help them
retain more personnel and to develop their counselling skills. He was
aware of the value to be derived from the experiential learning approach.
Between March and November 1978, the OESO and OENCO designed a career
counselling workshop, relying heavily on the content of a similar work-
shop developed for use in the 82d Airborne Division but also adapted
information from a civilian consulting firm. The Reenlistment Officer
was very enthusiastic about this workshop because it was a new tool

that could be shared with the Reenlistment NCOs and he asked that it be
presented experientially during the conference.

As conference time drew near and the scope was expanded in December to
include participation by S1s/DPCAs as well as Reenlistment NCOs, the
Reenlistment Officer requested OESO assistance in the design and facili-
tation of the conference. He, with DCSPER concurrence, decided to take
a group problem solving approach to the conference rather than bringing
people together from subordinate commands for a more traditional type
conference. The initial concept had, by this point evolved into a
modified OE-facilitated action planning conference sponsored by the
DCSPER and coordinated by the Reenlistment Officer.

ODCSPER OBJECTIVES/EXPECTED OUTCOMES.

i Improved personnel management procedures within the MACOM as a result
of increased cooperation and understanding.

2. Increased retention of personnel as a result of improvements in the
reenlistment program.
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SUBORDINATE COMMAND OBJECTIVES/EXPECTED OUTCOMES.

1. Improved support from ODCSPER on reenlistment and other specific
personnel management matters.

2. Exchange of ideas laterally on items of common interest.
3. Understanding of specific procedural requirements.
METHOD.

To achieve these objectives, the conference focused primarily on problem
clarification and solving and secondarily on skill development. A com-
bination of small and Targe group problem solving sessions, seminars
with MILPERCEN program managers, and program managers within the MACOM,
dialogues with the CG and DCGs, and experiential based training sessions
were employed in the conference (see agenda).

RESQURCES.

1. Participation included S1/DPCAs and Reenlistment NCOs from subordi-
nate commands (41 people), all Branch Chiefs and Action Officers in the
Military Personnel Division of ODCSPER and several personnel from other
divisions of ODCSPER (20 people), selected MILPERCEN program managers
(approximately 10 people), the CG and DCGs and ADCSPER. As the need
arose to include representatives from one other staff element of the
MACOM, representatives from that staff element were included.

2. The conference was facilitated by 2 OESOs and 1 QENCO.

3. Administrative and clerical support was provided on site by four
clerks and an Admin NCO from ODCSPER. Conference transactions to include
draft action plans were provided to participants as developed during

the conference. A list of agreements/decisions was provided at the end
of the conference. A complete after action report was forwarded through
command channels following the conference with an indorsement from the CG.

4, The conference lasted five days; however, several participants re-
ported early or Teft late in order to take full advantage of the proximity
of the conference site to coordinate unit-specific actions with the
ODCSPER, other staff elements, and MILPERCEN.

PRE-CONFERENCE ACTIVITIES.

T In November 1978, the conference coordinator announced the conference
by message and solicited concerns from subordinate commands . Replies to
this solicitation led, in part, to the decision to expand the scope of

the conference from a focus on reenlistment concerns to a broader focus

on military personnel management concerns.
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3. Issue papers were consolidated prior to the conference and included
in an information packet provided to participants upon registration at
the conference in the evening before it opened. Participants were
instructed to read these issue papers and submit any others they desired
in the same format prior to the problem identification portion of the
conference. A few were submitted and passed out after the opening
session.

4. The evening prior to the conference opening an informal social
meeting took place. This gave the ODCSPER and subordinate command
representatives a chance to meet one another and to discuss unit-specific
actions, problems, etc., that would not be appropriate for group discus-
sion during the conference.

CONFERENCE PROCESS.

An outline of the way the conference was conducted follows:
1st DAY
General Session:

Opening remarks by DCG
Administrative remarks by conference coordinator and Admin NCO
Orientation by OESO (methodology, agenda, etc.)

Initial Subgroup Session:
Self-introductions

Discussion of participant expectations for the conference
Selection of subgroup spokespersons

Subgroup reports to the total group on conference expectations
followed.

Problem Identification (by subgroup):

Brainstorm list of problems/concerns (see note #1)
Prioritize problems/concerns (see note #2)

General Session:

Subgroup reports on prioritized problem 1ist
Spokespersons answered questions from the total group

2nd DAY
Seminars/Presentations: (see note #3)

Administrative overview by Dir, Admin/Audiovisual Support Activity

HR/EO Survey by HR/EQO Officer —
Reenlistment trends by MILPERCEN Program Managers

RETAIN operations by C, MILPER DIV

MOS 79D Branch overview by MILPERCEN Program Managers
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General Session:

Review of process by OESO
Problem clarification guidance by ADCSPER

Problem Clarification (by subgroup):
Discuss impact of not resolving identified problems
Discuss expected outcomes/objectives for problem resolution
(success criteria)
General Session:
Subgroup reports to total group on impacts and expected

outcomes/objectives
Spokespersons answered questions (see note #4)

Cross fertilization of ideas between subgroups
Problem solving guidance issued by ADCSPER

3rd DAY
Problem Solving (by subgroup):
Develop alternate courses of action for identified problems
Select course(s) of action which meet criteria established in
the previous session
Draft action plan (see note #5)
Communications Workshop (see note #6)

General Session:

In-progress review of action plan by subgroup spokespersons
Cross-fertilization of ideas between subgroups

Problem Solving (continued in subgroups)
4th DAY

Career Planning Workshop (see note #7)

Seminar with MILPERCEN program managers

Dialogue with CG

Problem Solving (continued in subgroups)
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5th DAY
General Session:

Subgroup reports on draft action plan
Agreements/decisions reviewed and recorded (see note #8)
Conference critique

Closing remarks by DCG

NOTES :

#1. It was suggested that participants use issue papers provided at
registration as a data resource but not restrict their problem identi-
fication to these.

#2. Participants were instructed to arrive at a consensus on those
problems or concerns that they wanted most to resolve through a group
problem solving process.

#3. MILPERCEN and MACOM representatives provided information and answered
questions on specific items of interest. The timing of these seminars and
presentations was significant in that it provided information to partici-
pants which was needed for the problem clarification phase of the
conference.

#4. During the session, it was realized that some additional expertise
was needed in order to clarify two specific problems identified and
arrangements were made to call in the experts for the subgroups that
needed more information prior to developing the action plan.

#5. Participants were asked to develop solutions/recommendations which
stated specifically what and how actions should be taken, by whom, and
by when.

#6. Involved experiential Tlearning as well as exchange of information
on resources that are available to subordinate commands in conducting
similar training in their units. Resources included Leadership &
Management Development Course, OESO-facilitated workshops, films, and
self-evaluation instruments.

#7. OENCO briefed on the Career Planning Workshop developed primarily
for 1st termers contemplating ETS and experientially exposed participants
to portions of the workshop. Back home application was discussed by
participants.

#8. Throughout the conference, facilitators had recorded agreements/

decisions/commitments that had been made by individuals or groups. At
this time, a consensus check was made and the 1list was expanded upon.
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RESULTS:
1. Short-term results of the conference were as follows:

a. Major issues/problems impacting on the ability of the MACOM
and subordinate command personnel managers were identified, clarified,
and a plan of action developed.

b. Participants from the subordinate command and ODCSPER were
committed to the plan and other decisions made as the plan was being
developed.

c. The attitudes of subordinate command participants toward the
ODCSPER was improved as a result of the conference process. A sampling
of comments made during the critique is at inclosure 1.

2. Long term results were evaluated six months after the conference.
The conference coordinator traveled to subordinate commands to conduct
this evaluation as well as conducted a review of records/reports and
interviews with ODCSPER staff members. Major accomplishments* identi-
fied were as follows:

a. A noticeable increase in the actions by Commanders to get
soldiers to reenlist and a modest increase in the command's reenlistment
rate.

b. A definite improvement in working relationships as measured
by the substantial reduction in "back channel" actions.

3. Factors* that interfered with successful resolution of certain
issues/problems were as follows:

Unrealistic milestones and vague action officer assignments were
the two most prevalent problems in getting issues solved. These
problems were aggravated on the part of participants by assigning
actions to others rather than themselves and to expect immediate results.

THE CONFERENCE IN RETROSPECT.

Looking back at the conference, the conference coordinator* made these
observations and conclusions:

For a first conference, it was tremendously successful. The most
valuable achievement was the change in perception from one of suspicion
and distrust to one of respect and confidence. One would have to have
experienced the attitudes before the conference to appreciate the
change. The process recommended and facilitated by the OESO was
extraordinarily valuable.

A follow up conference has been scheduled for November 1979.
*These comments were provided by the conference coordinator and reflect

his opinion.
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CONFERENCE CRITIQUE

At the conclusion of the conference, participants were asked to provide
information to the coordinator. Presented here is a summary of repre-
sentative comments.

OVERALL IMPRESSIONS:

1. Most effective workshop I've attended in 19 years.

2. Can't think of one thing that could have made this a better conference.
3. Much was accomplished.

4. Communications greatly improved.

5. Should be an annual affair.

Number of
HOW WILL THE WORKSHOP HELP ON YQUR JOB? Respondents
1. Understand system/more informed. 10
2. Ideas from others. 8
3. Developed positive relationships with staff at the HQ. 3

4., Insight into problems which will help in making decisions. 3

5. Appreciate the importance of my actions/job. 1
Number of

WHAT WAS PARTICULARLY EFFECTIVE? Respondents

i I Interaction of common problems in open environment and
development of solutions. 13

2. Method/technique used to address problems. 4

3. Relationship building. 2

4, Flexibility to need of attendees. 1

5. Broadening knowledge. J

6. Briefings by DA. 2

7. Self evaluation. 1
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HOW CONFIDENT ARE YOU THAT REAL ISSUES WERE ADDRESSED?

1. Very unconfident 0
2. Unconfident 0
3. Don't know 5
4. Confident | 12
5. Very confident 5

HOW CONFIDENT ARE YOU THAT REAL CHANGE WILL RESULT?

1. Very unconfident 4
2. Unconfident 0
3. Don't know 5
4. Confident 8
5. Very confident 6
Number of

WHAT CHANGES IN PERCEPTION DO YOU HAVE OF ODCSPER? Respond<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>