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Editor's Comments

The OE Communique has been renamed the
Army Organizational Effectiveness Journal. This
name change reflects the new focus of the OE pro-
gram. As part of this new focus, systems integra-
tion will be addressing large organizational, sys-
temic issues. To support the OE program, we are
asking for articles that address:

¢ OF implementations at division/installation
level and higher.

¢ Force Integration issues.

¢ Management of change in large, complex or-
ganizations.

¢ The management and processing of informa-
tion.

¢ The integration of complex systems.
® High-level Strategic Planning.

¢ Management Information Systems.
o Large Organizational Issues.

The Army Organizational Effectiveness Jour-
nal depends upon your quality input. If you have
any questions on the subject matter, please callme
at AV 929-6014.

Due to late publication of this issue, UPDATES
do not appear. In their place, the next issue will
introduce OE ACTIVITIES, featuring high-level
OE experiences selected from HQDA, OECS and
MACOM.

Guide to Contributors

The Army Organizational Effectiveness Jour-
nal publishes manuscripts that (a) provide ideas
and methodologies to assist the process of inte-
grating large systems and managing informa-
tion, (b) disseminate new theoretical concepts,
and (c¢) provide a forum to exchange innovations
and lessons learned in the use of systems integra-
tion techniques.

The journal depends upon your quality input
from the field. The criterion for being published is
the content of your article, not your writing abili-
ty. We seek articles that share first-hand experi-
ences in the areas of: integrating large, complex
systems; improving the decision-making process
at high levels; improving and accelerating the
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Announcement

On 18-20 April 1984, the Department of the
Behavioral Sciences and Leadership at the
United States Air Force Academy will host the
Ninth Biennial Psychology In The DOD Sym-
posium in Colorado Springs, Colorado. Infor-
mation about the Symposium may be obtained
by writing or calling Major Thomas Ulrich
(Program Chairman) or Major Frank Wood
(Symposium Chairman), Department of Be-
havioral Sciences and Leadership (DFBL),
United States Air Force Academy, Colorado
Springs, Colorado 80840. Telephone (303)
472-3860/3861.

flow of information; resolving intersystem con-
flicts; and, dealing with types of issues like Force
Integration. And. we encourage you to submit all
other articles that pertain to the interaction of
high-level systems.

Submit only original work not under considera-
tion for publication elsewhere. Make sure your
article is cleared for publication before you submit
it and does not contain classified information.
Optimal length of articles is 2,000 words, with re-
ferences kept pertinent and minimal. Refer to all
graphics in the text, and place actual tables,
charts, graphs, etc. at the end of the manuscript;
artwork is welcome. The article should be typed on
8" x 117 paper, doubled spaced, with ample
margins (2”7 top, 14" sides and bottom).

Mail two copies of your manuscript, along with
a short biographical sketch and b/w photo, if de-
sired, to the Editor at:

USAOECS

Army Organizational Effectiveness Journal
ATTN: ATXW-RMA-TD

Fort Ord, CA 93941

If you have any questions, please call:

Autovon 929-7058/6014
or
Commercial (408) 242-7058/6014.
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The Army Organizational Effectiveness Journalis pub-
lished quarterly under the provisions of Chapter 5, AR
310-1. The mission of the Army Organizational Effec-
tiveness Journal is to provide state-of-the-art informa-
tion on the application of the Organizational Effective-
ness (OE) process in units and organizations through-
out the Army. The Army Organizational Effectiveness
Journal seeks to provide a forum for the exchange of in-
novations and lessons learned in the use of Systems In-
tegration techniques and to foster the development of re-
search and evaluation methods for determining the con-
tributions of Systems Integration to operational readi-
ness. A major objective is to provide commanders and
military and civilian managers at high levels with prac-
tical and timely information for use in initiating and
sustaining Organizational Effectiveness operations.

Unless otherwise specifically stated, the opinions and
conclusions expressed in the material presented in this
publication are the views of the authors and do not nec-
essarily reflect official policy or thinking; publication
herein does not constitute endorsement by any agency
of the U.S. Army or Commandant, USAOECS. Unless
otherwise indicated, material may be reprinted if credit
is given tothe Army Organizational Effectiveness Jour-
nal and the author.

The use of masculine pronouns to refer to both sexes
has been avoided in the Army Organizational Effective-
ness Journal whenever possible. An author’s pronouns
are used, however, when editorial changes might result
in introducing unintended nuances.

Correspondence

Direct correspondence with the Army Organizational
Effectiveness Journal is authorized and encouraged.
All inquiries, letters to the editor, and general corre-
spondence should be sent to Army Organizational
Effectiveness Journal, U.S. Army Organizational
Effectiveness Center and School (USAOECS),
Fort Ord, CA 93941. Telephone numbers are
Autovon 929-7058/6014, or Commercial (408)
242-7058/6014.

Controlled Circulation Postage Rate

Controlled circulation postage paid at Sacramento,
California.

OECS. 24-hour answering service:
- “Autovon  929-2606
... (Leave a recorded message which will be
' responded to during the next duty day).
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Commandant’s

Comments
Colonel William W. Witt

A major challenge for our Army in the future will be the
integration of complex systems at higher organizational
levels. Traditional functional boundaries must be crossed
to get the unity of effort needed for accomplishing Total
Army Goals. The Organizational Effectiveness Center
and School will produce specially trained officersto advise
division/installation level and higher commands on the
identification and resolution of Systems Integration prob-
lems.

Recently the DAIG special inspection on Force Integra-
tion established that the Army has problems in the areas
of integrating Army systems. The IG found that many
Force Modernization considerations were not adequately
coordinated, including doctrine, automation, policy,
communications, programming, facilities and others.
Across the board there was a problem of proactive plan-
ning, coordination, and integration in the Force Modern-
ization effort. But Force Modernizationis only one of many
significant changes now underway in our Army.

Technological breakthroughs in both the soft and hard
sciences are occurring at an increasingly rapid pace. The
Army is in the midst of the most massive and turbulent
period of modernization and reorganization since mobili-
zation for World War II. This effort is pervasive and im-
pacts on all our organizations and systems related to doc-
trine and organizational structure, as well as equipping
and manning the force. These systems all interact to pro-
duce unforeseen problems and opportunities for the future.
As we deal with these problems and opportunities we must
fulfill a critical need for the Army of 1986. That need is the
assurance that as we make these necessary changes, they
will enhance rather than degrade our readiness, and that
the enhanced readiness can be sustained by our Army in
the field.

The problems and opportunities for the Army of 1986 are
Armywide, they are extremely complex, and they require
the effective integration of often competing systems. As
our Army and its functions become more technically
advanced, we respond by specializing. And, as we spe-
cialize, our perspective becomes narrower and therefore
more limited. To overcome that limitation we must actively
concentrate on the integration of functions and the sys-
tems in which they operate.

The OE community has been on a very steep learning
curve during the last seven years. In many ways it has
outstripped its industrial and academic counterparts. Or-
ganizational Effectiveness has been making regular, sig-
nificant contributions to the Army’s challenges. With
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time, these challenges have changed in response to in-
creasing complexity. Continuous refocusing is necessary
to ensure that we’re solving problems right and, more
importantly, that we’re solving the right problems. How
can the Organizational Effectiveness staff officer and
Organizational Effectiveness Center and School be
refocused to respond to the challenges of 19867

We at the OE School have been working since the first of
August to develop a Systems Integration curriculum for
the new OESO. Systems Integration deals with people,
technology, resources and concepts. It is defined as “the
achievement of unity of effort across functional and
echelon boundaries through the use of behavioral, man-
agement and systems sciences to meet the challeges posed
by change in our Army.”

Systems Integration technology comprises three disci-
plines: Behavioral, Management, and Systems Science.

BEHAVIORAL
SCIENCE

Behavioral Science is the foundation of Systems Inte-
gration and serves as the basis for the new OESO’s in-
fluence. Effective integration can only be accomplished
through people. A knowledge of organizational develop-
ment will equip the OESO with the requisite skills to deal
with the most critical element of Systems Integration—
people.

Management Science assists in achieving effective
decision making by applying quantitative methods to the
processes of planning, organizing, directing, coordinating,
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and controlling. OESOs must have an understanding of
the capabilities of quantitative analysis and the mechan-
ics of resource allocation. Management Science provides a
background to the OESO’s ability to look systemically at
issues. Additionally, Management Science will provide
appropriate skills that allow the OESO to communicate in
terms of analytical and quantitative implications.

Systems Science will provide the OESO with a “big
picture” perspective. The integrator must understand how
the many parts of an organization interrelate and work
together to form an effective whole.

The use of computer-generated information is fast be-
coming crucial to quality decision making. High-level
commanders need to be aware of the availability and capa-
bilitiy of automated decision support systems. The new
OESO will receive training which will provide the neces-
sary skills to properly advise the commander on how to
best use available information resources. The OESQO,
working to clearly define the commander’s information
needs, will serve as a link between the commander and in-
formation resources.

The glue that bonds these disciplines together is infor-
mation. To effectively carry out the systems integration
function, the OESO must be able to analyze, define, and
improve information flow within the command. Organiza-
tional efficiency is, determined in large part, by how well
people within organizations process information.

Fulfilling the role of a staff officer, the new OESO will
work in a problem-solving cell, directly under the Chief of
Staff or Commanding General, of a division or higher-level
headquarters. Although the new OESO will work for the
command group, his effectiveness will depend extensively
on a very close working relationship with the other staff
agencies within the command, and his ability to commu-
nicate up, down, and across the chain-of-command.

Along with his more traditional OE role, the OESO’s
primary responsibility will be to provide the commander

with detailed recommendations to improve systems inter-
facing and to minimize the disruptive effects of change to

the organization. The OESO will have additional, but
equally important, responsibility to serve the various staff
agencies within the command. He will do this by closely
working with staff officers to eliminate obstacles that
would prevent effective interfacing and interdependen-
cies. Unhindered by restraints that are inherent in tradi-
tional staff function design, the new OESO will work to
provide the means by which staffs can interface. He will
identify new sources of information, facilitate coordina-
tion, and provide the staff a perspective that can be used to
do the job better.

Armed with knowledge of the three sciences comprising
the Systems Integration technology, and advantaged by a
firm understanding of how the Army operates, the new
OESO will enhance the way a command functions—how it
sets goals (based on the process of PMA), handles infor-
mation flow, develops human resources, uses computer-
generated information, transfers technology, and count-
less other processes. His influence will be based on his
knowledge of how to improve overall unit effectiveness
through better systems interfacing and working through
people.

As Army commanders find themselves facing the com-
plexities of rapid change, OE must grow by incorporating
the necessary methodologies that will assist commanders
in meeting the rigorous requirements for unit effectiveness
in today’s Army. Over the past several years, OE has made
o gignificant contribution to the Army, and OESOs in the
field have assisted commanders in all areas of organiza-
tion development. Now, the fusion of problem-solving dis-
ciplines, exemplified by Systems Integration, will greatly
expand OE boundaries; at the same time, OE efforts will be
focused on increasing the probability of finding realistic,
operative solutions to solve systemic problems within the
Army of the 1980’s and beyond.

In closing, I emphasize that I lock forward to this expan-
sion of OE capabilities. In the pages of this journal, we will
continue to pass along to younew developments hereatthe
school, and we encourage constructive ideas that will help
bloster these efforts. (1
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Sociotechnical System Design
For Military Organizations
Captain(P) William F. Barko

Viewing an organization as a sociotechnical
system implies a merger of the mechanism, or
technical system, with its human operators, or
social system. The concept that a sociotechnical
system can be designed to optimize production as
well as quality of worklife is a valuable tool for
guiding an organization toward high perfor-
mance.

Although this concept was already instru-
mental in solving problems of the British coal
mining industry in the late 1940s, it didn’t receive
widespread attention in the United States until
the 1970s when various universities began re-
searching its application.

In 1980, the OE school hosted a conference to
discuss the potential for sociotechnical systems
design in the Army. Since then, projects in five
diverse settings have shown benefits of increased
reenlistment, SQT scores and promotions, along
with reduced absenteeism, accidents and IG
complaints.* Sociotechnical systems design is
gathering momentum among Army leaders as a
viable method of dealing with issues and problems
posed by organizational change.

The design process comprises several
phases: the organizational scan, the social sys-
tem analysis, the technical system analysis, a
joint-system diagnosis, and the design itself (see
Figure 1). As these phases are described in this
article, it will become apparent that designing a
sociotechnical system requires innovative inter-
vention that can revise work methods, rearrange
technology, and restructure the organization.

Organizational Scan

The first phase of the sociotechnical system
(STS) design process is an organizational scan.
The purpose of the scan is to identify components
of the organization—purpose, mission, products,
culture, philosophy, environment, boundaries,
problems, issues, etc.—as well as the units of oper-
ation responsible for completing specific tasks.

In the scan phase, the organization is viewed as
a system of interrelated elements that convert
materials and knowledge (input) into finished pro-
ducts (output). This flow from input to output
comes about by a series of transformation pro-
cesses. Figure 2 dipicts this action and shows how
activities within the organization can be regu-

*Contact the author for details of these projects.
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Figure 1
Sociotechnical System Design Process

lated by feedback, which reveals mismatches
between desired output and actual output.

Social System Analysis

A social system in a work environment is com-
posed of work-related interactions among staff. It
is the coordinating and integrating buffer be-
tween the technical aspects of work and the de-
mands and constraints of the environment.

The social system has been analyzed in
numerous ways over the developmental years of

STS design. Usually, however, the analyses con-
tain similar basic elements. First, roles that
jointly contribute to the transformation of input to
output are identified. Second, from among these
roles, focal roles most crucial to the transforma-
tion processes are determined. Third, a role net-
work is developed that describes the relationship
between organizational roles and focal roles and

Figure 2
The Organization As A System
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demonstrates when, why, and how the roles inter-
face.

Each role of the role network is then evaluated
(high-medium-low scale) according to job design
qualities: autonomy, feedback, skill variety, task
significance, task identity, and future opportuni-
ties. These ratings reflect whether the people
fulfilling these roles are provided opportunity to
satisfy their own needs and goals through the
work itself, and consequently do better work.

Technical System Analysis

During the technical analysis phase, units of
operation are examined to isolate production
tasks, the specific steps that must be taken to
convert input to ocutput. Within each production
task, categories of circumstances are enumerated
that could create disruption in a smooth input/
output transformation; these categories are called
variances. Among the variances, those that would
be absolutely disastrous to the input/output pro-
cess are labeled key variances. Figure 3 illustrates
a variance matrix for the process of entering a
hospital.

A variance control matrix bridges the technical
and social analyses. As shown in Figure 4, this
form designates who will control key variances,
and what activities are required to control vari-
ances, and also suggests technological changes.

Allowing variances to be controlled as close to
the source as possibleis critical to the success of ef-
fective STS design. In many cases this means that
workers, not supervisors, are responsible for con-
trolling variances.

Joint-System Diagnosis

After both the social and technical systems
have been analyzed, the analyses should be
evaluated in preparation for STS design. The vari-
ance control matrix discussed previously, a check
for representative data collection, and specific job
considerations are important aspects of the joint-
system diagnosis.

You must make sure that the analytical data
has been collected by people throughout the orga-
nization who represent a cross-section of the total
system. These people, or task force, can extract in-
formation from various employees including the
organization’s experts, then make recommenda-
tions to the command group. In turn, the com-
mand group can review the data and offer
guidance that will be useful for design. Further-
more, a consultant can provide continuity by
training task force and command group members
in sociotechnical theory, and by providing feed-
back throughout the design process.

The joint-system diagnosis should also evaluate
whether the analyses have adequately covered job

Figure 3
Variance Matrix For Entering A Hospital

Unit of Production ,
Operation Tasks Variances
™ Availability of ID
I. Determine
Eligibility Validity of 10
\ Status
ENTER 1= Location
il. Obtain N
Records 1 Accessibility
| X | X ® Pt Timeliness
m ’
Workload of MD
L. Make .
-  Appointment Recording Accuracy
X Timeliness

1. identify units of operation that must occur if you are going to have
an output.

2. After considering every single step you must take to produce
acceptable health care service, develop a list of potentiai
categories (variances) within which certain circumstances couid
disrupt the smooth flow in providing health care.

3. Determine whether any of the variances cause or exacerbate any
of the other variances. If the two interact, place an x in the box
where the two variances interact.

. Review the matrix and circle key variances which, if they
occurred, would be absolutely disastrous to the smooth and
efficient flow of patient care.
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Figure 4
Variance Control Matrix
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considerations that have emerged after years of
experience in sociotechnical work.

. _Figure 5 .
Organizational Paradigms

Job Considerations For The Individual IMPROVED

Joint optimization

PRESENT

¢ Optimum variety of tasks within job.

e Some auxiliary and preparatory tasks.

e Meaningful pattern of tasks.

¢ Optimum length of work cycle.

® Scope for setting production standards.

¢ Flements worthy of respect in community.
o Contribution to utility of product.

Job Considerations For The Group

o Interdependence of jobs.

o Stress level of individual jobs in group.

¢ Individual jobs contribute to utility of end pro-
duct.

e Linkages enforce overall task.

e Scope for setting standards and getting feed-
back.

e Control over boundary tasks.

e New jobs designed to accommodate minimum
requirements of workers.

e Promotion channels sanctioned by workers.

STS Design
The aim of STS design is a high-performing
work system—the best fit of the social system and
technical system to meet the demands of each as
well as the environment in which the organization
exists.

The principles discussed thus far are the build-
ing blocks of effective organization design. The
STS approach attempts to move an organization
from its present operating paradigm to a new
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Technological imperative
Man, an extension of the machine
Man, an expendable spare part

Maximum task breakdown; simpie
narrow skills

External controts (supervisor:
special staff, procedures)

Tall organizational charts,
autocratic style

Competition, gamesmanship
Qrganization’s purpose oniy
Alienation

Low-risk-taking

Man, a complement to the machine

Man, a resource to be developed

Optimum task grouping, multiple broad

skills

internal controls (self-reguiating

systems}

Flat organization chart, participative

style

Collaboration, collegiality

Members' and society’s purpose also

Commitment

Innovation

paradigm, as characterized in Figure 5.

The foundation for most sociotechnical design
is based on A.B. Cherns’ experience and the
writing of major STS theorists, from which nine
key principles have evolved:

Compatibility

Minimum Critical
Specificity

Variance Control

The design must be compat-
ible with the objectives.

Nomoreshould be specified
about a job than is abso-
lutely essential.

Unprogrammed events or
deviations from standard
should be dealt with as near
to the point of origin as

possible.




Multifunetional Design the organization so
Principle that it can achieveits objec-
tive in more than one way.

Boundary Roles that require shared
Location access to knowledge or ex-

perience should be within
the same departmental
boundaries.

Information Flow Information systems
should be designed to pro-
vide information to the or-
ganizational unit that will
take action on the basis of
the information.

Support
Congruence

The system of social sup-
port should be designed to
reinforce the behaviors
that the organization struc-
ture is designed to elicit.

An objective of organiza-
tion design should be to pro-
vide a high quality of work-
life.

Human Values

As soon as a design is im-
plemented, its conse-
quences indicate the need
for redesign.

Incompletion

Although STS design should be based on these
nine criteria, there is no magic formula for design.
The task force that has been thorough in its
analysis and diagnosis, that has provided sound
recommendations to the command group and re-
ceived helpful guidance in return, is well prepared
to develop solid criteria for effective organization
design. Whether as a scenario, a unique model, or
any other format, the design should be presented
in the most comprehensible and useful way
possible for the organizational members. And the
designers should always be aware that the design
needs to be implemented, evaluated and revised
continually to best serve the organization.

Process Evaluation

Technique does not drive organizational design!
Throughout the design project, overemphasis on
form will make the process irrelevant to the issues
and goals of the organization. Technique must be
closely aligned with the values thatinvolve people
in change, encourage experimentation, allow flex-
ibility in procedures, promote self-regulation, and
provide discretion in jobs.

Some early assumptions about the work envi-
ronment have held up to the scrutiny of numerous
tests and evaluations of work design projects over
the last 30 years. For example, people work
better when they are provided with opportunities

to satisfy their own needs and goals through
autonomy, feedback, variety of skills, task signif-
icance, task identity and future opportunities.
Moreover, tasks are performed better when
people are multi-skilled, responsive to change, and
when problems are solved at their source. In
addition, the organization accomplishes
more when: it is able to detect and respond to
changes in its environment; the relationship be-
tween the social and technical systems is opti-
mized so that members are involved, and organi-
zational leadership, structure, and policies pro-
vide complete support; and cooperation is in-
creased across all levels of the organization.

Because the STS design process generally takes
from 3 months to 2 years to complete through the
design phase, firm organizational commitment is
necessary to achieve high payoffs. During the
process, however, many roadblocks may arise
that distract the organization from completing
STS design. Among them are core group turnover,
lack of time and rewards, task force burnout,
leadership decision delays, loss of support by
failure to diffuse the original effort, shifts in
organizational demands, managerial lack of
understanding of sociotechnical theory, and lack
of review and adjustment mechanisms.

Experience has shown that it is not overly
difficult to collect data based on the principles
presented in this article. But preliminary research
by the Army Research Institute on evaluation of
an STS effort shows that it is most difficult to as-
sociate the STS effort with increases or decreases
in selected evaluation criteria. Therefore, a meth-
od of evaluation based on goals or outcomes could
provide useful information to leaders on the effec-
tiveness of STS design.
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Command And Control

On The

Modern Battlefield

Lieutenant Colonel Alan G. Vitters

The environment in which the Army will fight
the first battle of the next war is changing rapidly:
weapons with increased speed, range, and ac-
curacy will be used; units will be maneuvered
great distances in short time periods to achieve
decisive results; and communications technology
will advance at such a rate that its only limitation
will be the capability of users to understand and
direct its application. In recognition of these
changes, a new Army doctrine is evolving—
Airl.and Battle. But the key to it all remains the
ability of commanders to orchestrate the diver-
gent parts of battle to achieve a victorious
outcome, that is, command and control.

This article describes the USAREUR Organiza-
tional Effectiveness Network’s recent involve-
ment in WINTEX/CIMEX 83 and shares some

e

lessons learned pertaining to ADP (automated
data processing) technology, command and
control, and staff processing.

The Information System

During WINTEX/CIMEX 83, abiennial NATO-
wide command post exercise, more than sixty
Organizational Effectiveness Consultants, aug-
mented by a small team of reservists on active
duty, were called upon to conduct an objective,
independent evaluation of the USAREUR Com-
mand and Control Information System (UCCIS).

An evolutionary system in USAREUR under
the DCSOPS, UCCIS is composed of computer
software designed to meet the information needs
of tactical staff areas (personnel, intelligence, and
the like) for use on the World Wide Military Com-
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mand and Control System (WWMCCS) terminals.
In addition to evaluating the development of
subsystems in terms of performance, interfaces,
user friendliness, and required changes, consul-
tants were also challenged to analyze the effec-
tiveness of battle staffs in processing tactical
information.

To accomplish exercise objectives, the consul-
tants who normally operate in small, independent
teams at the division level, temporarily changed
their normal mode of operation and “networked,”
thereby focusing activities on a common project
throughout the theater. The scope of the WINTEX
Evaluation, later called WINTEX-EVAL 83, in-
cluded a week-long pre-exercise workshop in 16
player locations throughout Italy, the Nether-
lands, and Germany. The players adhered to-a
formal evaluation plan of survey administration
and data collection.

ADP Technology

There are numerous applications for ADP on the
modern battlefield and its potential is widely
recognized. At its best, ADP represents fast,
accurate, timely and secure information process-
ing. On the other hand, computer terminals are
vulnerable to power outages, are costly, and often
require operators to be specially trained. ADP
technology and its effective application clearly
represent a potential combat multiplier of the
future,

Another impact of expanding automation on
the modern battlefield is the changein people’s be-
havior; for example, the impact of ADP on the
traditional “evening briefing.” Formerly, senior
commanders and their staffs have communicated
critical information on past, present, and future
events in a rather routine manner. But ADP tech-
nology is changing that by providing the
capability for instantaneous, real-time (realistic)
data and analysis. Commanders can now have
tactical information available at any given
moment on the status of operations. However, the
demise of the evening briefing is not without its
psychological impact.

“There are potential pyschological problems in
eliminating the evening SITREP as well as
dispersing the CP.” (McGrew and Jutte, 1982).
There are senior commanders and senior staff
officers who ‘grew up’ under the old centralized
system in which a tremendous amount of
‘socializing’ occurred during the SITREP and in
which they were able to lift the flap of the tent of
their nearest counterpart in order to coordinate or
simply talk about the current situation or a future
operation. The dispersed CP and the implementa-
tion of the SPADS (Staff Planning and Decision
Support System) concept eliminates face-to-face
interaction.
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A more subtle factor, but just as powerful as
socializing, is the visibility one derives from being
around a senior commander. Gone will be thedays
of the traditional staff officer or subordinate
commander who personally briefs the commander
about his particular area. The need for visual,
auditory and kinesthetic validation by the
commander and the briefer cannot beignored. Our
observation is that the senior staff officers (0-bs
and 0-6s) resisted the SPADS concept because of
these visual, auditory, and kinesthetic factors.

One other significant observation is that the
senior officer, under the SPADS concept, has less
to react to, and this creates a sense of boredom or
uninvolvement on his part. The intensity of the
battle is not conveyed as powerfully as under the
traditional mode. In actuality, this new concept
frees our senior officer for more proactive behavior
and less reactive behavior. The problem we
identified is that senior officers typically have
been highly involved in reactive behavior. They
must be retrained to think in the proactive state.
This will not only ereate an environment for better
planning, but it will also allow the more junior
officers and NCOs the freedom to develop their
own expertise in the individual fields.

Battle Staft Processing

Battle Staff Processing refers to the activities of
trained consultants as they assess, action-plan,
intervene, and provide feedback to battle staffs
conducting tactical activities in combat or during
simulated combat conditions (Vitters, 1983).

S.L.A. Marshall may have been the first process
consultant to provide valuable insights on the
morale of American soldiers during World War I1.
In 1973, during the Yom Kippur War, the Israeli
Defense Forces (IDF) employed military psychol-
ogy units to provide reports to the Corps Com-
manders and the General Staff on morale, organi-
zational climate, performance and the leadership
effectiveness. In 1975, the first group of Army-
trained Organizational Effectiveness Staff
Officers conducted battle staff processing activ-
ities at F't. Benning, F't. Leavenworth, the Nation-

al Training Center, and during such exercises as
Cardinal Point II and WINTEX.

Numerous lessons were learned during
WINTEX/CIMEX 83 as tactical players became
more familiar with the capabilities of ADP Tech-
nology and its application to the battlefield, and
as OE consultants analyzed that process and
gained experience with battle staff processing. Al-
though it is generally assumed that commanders
need more information, WINTEX 83 has demon-
strated that, if anything, most commanders and
their staffs suffer from chronic information
overload.

Numerous delays are often experienced by per-
sonnel attempting to transmit information, and
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nets are literally filled with traffic of all kinds. In
response to overload, many tactical communi-
cators are reacting in the ways identified by Miller
(1960) in his research on information overload.
Dysfunctional behaviors, such as omission of
content, errors, filtering and finally, escape from
the terminal, are often demonstrated. Information
overload also exists because the assumption is
that commanders need the information they want.
In many instances, much information is collected
because no one is certain what information is
required or how it will be used. WINTEX 83 has
shown that many tactical units need to come to
grips with their wartime information require-
ments. As one officer has bluntly putit: “Until we
get down to considering only the critical elements
of information in our staff training—and how to
get the boss to provide the needed guidance
supplemented by ADP which will assist, not
confuse the preparation of plans and orders—all
the studies in the world (e.g., WINTEX Eval 83)
won't help. The military has to buckle down and
decide exactly what it wants in an operational
sense and then focus on tools from high tech to
assist in providing it.”

WINTEX/CIMEX 83 provided USAREUR’s OE
consultants an opportunity to provide on-the-spot
feedback to tactical units, improve unit operations
and effectiveness, and identify future training
areas. Some immediate results were modified to
improve command briefings, revise tactical SOPs,
clarify player roles and relationships, and make
physical layout changes that facilitate communi-
cation flow.

John Diebold has noted that “the organizations
that will excel in the 1980s will be those that man-
ageinformation as aresource.” WINTEX/CIMEX
83 has demonstrated the role that ADP and orga-
nization development technology can play in

enhancing tactical command and control, thereby
increasing battlefield competence and the prob-
ability of “winning the first battle of the next

3

war.
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Total Force Modernization:
Life at the Bottom of the Totem Pole

Lieutenant Colonel Bruce T. Caine

: During this decade, the U s Army will upgra:te its fight-
_ing capability by fielding numerous new weapons sys-
tems. With the Innumerable actions that are associated

< with makmg such a change, proper managemeni isvitalin -
-order to minimize the adverse. impact on the receiving
-units. This article considers actions that can be tﬂken at.
the mstallmion an& uni’t !evel to accomplish thls task

Have you ever looked at the expression on the
figure at the bottom of a totem pole? How would
you describe it—strained, resigned, perplexed,
slightly bemused, or is it concerned, determined?
A hint of confidence may be there, and certainly
strength, but the weighty dual responsibility of
anchoring the entire organization into the ground
and supporting the stack of figures above it rarely
allows that foundation figure the luxury of
excessive self-confidence.

When the strong winds of a turbulent environ-
ment buffet the entire structure, causing the top to
vibrate, the base must remain firm even if the soil
is alternately softened and hardened by rain and
sun. Both good times and bad will threaten the
stability if neglect is followed by frantic, unco-
ordinated repair efforts. But, if the totem pole was
well designed, with just the right balance of
flexibility and firmness, and is planted deepin the
soil of traditions and values, it will weather well
and retain its position of honor among the
institutions and symbols of the society that
constructed it.

Accepting the broad relevance of the analogy,
the Army’s modernization efforts are a bit like
that totem pole. The farseeing eagles at the top
and the anchor figures at the base are linked to-
gether by a series of interdependent commands
that, unfortunately, like the figures on sometotem
poles, each appears to have a separate focus and
unique perception of the world.

To make things more difficult, the middle of the
force modernization totem pole appears to be
multishafted rather than a single, integrated,
well-coordinated whole. New equipment, new
organizations, new personnel management

Reprinted by special permission from Military Review, January, 1983.
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policies and new doctrine, originating from a
unified vision at the top, have been managed as
distinct activities or, at best, asmarginally related
subjects. While this may be functional at certain
levels, for the bottom of the totem pole—the unit
and installation—these modernization efforts are
intimately interrelated and mutually dependent.

The model at Figure 1 is this organizational
change manager’s effort to represent the multi-
dimensional, dynamic interaction called “Total
Force Modernization.” Its eight elements form the
view from the bottom of the totem pole.

Total Force Modernization

As the most widely recognized portion of the
modernization effort, the fielding of new
equipment (evervthing from a helicopter rescue
hoist and battery charger to the MI tank and
Black Hawk helicopter) is normally referred to as
“force modernization.” A limited number of
dedicated planners have been added to operations
or logistics staffs at major headquarters to
coordinate this expensive and highly complex
activity. But, as the model shows, new equipment
fielding is only one of eight key dimensions,

If one thinks of the model as a roulette wheel ora
carnival pinwheel, the issue of the day at the
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troop-unit level could well be identified by aspin of
the wheel. Yesterday, the bounding ball landed on
facilities’ plans and budget considerations; today,
it is on Division 86 transition plans; tomorrow, our
emphasis may be on common equipment
shortfalls and airlift requirements for soon-to-be-
issued new equipment. Next week, we may return
to a critical review of the evolving AirLand Battle
doctrine or to an analysis of lessons learned from
our cohesion, operations readiness, training
(COHORT) experience as they might apply to the
implementation of a U.S. regimental system. More
in line with reality, all eight may be active simul-
taneously depending on the information available
to the unit planner.

Regardless of which issue is hot, the others
influence it and are influenced by it. More than
any other facet, training management may reflect
this best, Division 86/Army 90 structural rede-
signs require modification of Army Training and
Evaluation Programs. New weapons systems and
support equipment require adjustments in
individual and small-unit training and updated
skill qualification tests. New systems and
changed organizations require modified ranges,
new facilities and adjusted POMCUS (pre-
positioning of materiel configured to unit sets).
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Equipment displaced by the introduction of new
systems must be processed for transfer to other
units and supported by Active component train-
ing teams (actions which take time and critically
needed trainers away from their units). Leaders
must study the evolving Airl.and Battle doctrine
and assimilate its principles into their unit
standing operating procedures (SOPs) and
training programs.

Clearly, total force modernization will result in
enhanced combat readiness only if this dynamic
integration is effectively and efficiently accom-
plished at every level of the totem pole. But no-
where is this integration more crucial than at the
unit level.

Maintaining The Fragile Balance

Think a minute of a playground seesaw. Piled
on one end, like a group of energetic preschoolers,
are all the missions and requirements a unit is
expected to accomplish. Included is everything
from baseline activities like personnel actions and
barracks maintenance to major joint training
exercises like REFORGER or a visit to the
National Training Center. Perched on the other
end, like a2 smaller group of second graders, are
resources. These include fixed resources like time
and highly variable resources like dedication. At
the fulerum are the unit leaders, commanders and
their staffs, who are just now able to maintain a
fragile balance between the two arms of the
seesaw which is weighted slightly in favor of the
mission side (see Figure 2).

New Equipment

Now along comes an exuberant “teenager”
called modernization, full of idealism, energy and
new concepts, who begins to push on the mission
side! This is the situation with total force
modernization today. A somewhat awkward teen-
ager, the multidimensional force modernization
effort has the potential to override the delicate
balance unit leaders are now maintaining with
great effort. Further, it could potentially swamp
the unit with overwhelming, although well-
intentioned, change.

Managing Multidimensional Change

At arecent Organizational Effectiveness Center
and School workshop on organizational design
and redesign, the principal speaker was Dr. G.K.
Jayaram, a management consultant and organi-
zational development theorist. Jayaram sug-
gested that organizational design and change
management is a neophyte academic discipline
which is hampered by a paradox. To study change
scientifically requires well-controlled, compara-
tive experimentation, but, in most organizational
redesign situations, resource constraints prevent
this form of investigation.

The organization must reorganize before it can
experience the effects of the changes in any total
sense, Once redesign is accomplished, the new
structure gains a life of its own and returning to a
previous structure may appear more difficult than
living with the new design, regardless of the newly
discovered problems.

Division 86 Total Force Modernization
MT;’“' F orce Maintaining the Fragile Balance
odernmization
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Traifling Intormation Guidance
and Maintenance GARR OPS Time
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AGI — Annual General inspections
LATT — Logistic and Training Assistance Team
DRF — Division Ready Force

EDRE — Emergency Deployment Readiness Exercises

Figure 2
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Of course, there are experimental procedures
which can be and are used to evaluate a proposed
change prior to implementation. Computer-
assisted modeling, war games and simulations
have become commonplace, and operational
testing of new equipment strives to duplicate the
demands of regular troop use. Partial or full-scale
unit test beds, such as that now in operation in the
9th Infantry Division at Fort Lewis, Washington,
are costly in the short term but may produce per-
formance data not obtainable by any other means.
Test programs such as COHORT allow us to
assess the efficiency of new personnel manage-
ment procedures.

subset of the total system are assessed and extrap-
olated to the entire organization, with therecogni-
tion that the extraordinary management proce-
dures used for the test are unlikely to be duplicated
in the larger application. The assumptions, theory
and hypotheses upon which the experiment is
based establish its relevance for general applica-
tion, but no experiment or test can fully duplicate
reality.

In an environment of multidimensional change,
the cumulative impact of these extrapolations is
not simply additive but, rather, the product of a
complex, multiplicative function. Changes in one
dimension of our model prompt adjustments in
others. These, in turn, influence further facets in
an ever-increasing web of interdependencies.
Planning in such a turbulent environment has
much in common with operational planning in an
active combat environment. Since we are trained
to function effectively in the uncertain environ-
ment of combat, we should be able to apply this
knowledge and experience to the management of
total force modernization.

1R

The Waves of Change

In his recent book, The Third Wave, Alvin
Toffler predicts the emergence of a new
civilization that is truly revolutionary in that it
challenges all of our old assumptions about the
human condition. Toffler notes that many of
today’s changes are neither independent nor
random. He argues that organizations today and
in the future require smarter executives capable of
specifying and treating multiple goals and
finding policies that can accomplish these
multiple goals through optimizing several
variables. Military leaders in peacetime havelong
wrestled with the need for effective performance
on a variety of missions and with the requirement
to satisfy multiple “bottom lines” such as those
reflected on the left side of the seesaw and others
generally known as “quality of life,”

Units in the United States and overseas are now
being buffeted by repeated waves of change that
promise to continue for years to come. Without
reducing any standing missions, planning and
execution of new equipment fielding, restruc-
turing of Division 86/Army 90 and implementa-
tion of a U.S. regimental system must be
accomplished in a resource-constrained environ-
ment.

Reductions in Officer Distribution Plan alloca-
tions to key planning headguarters and continued
shortages of critical enlisted specialists and non-
commissioned officers in the units that will
receive many new items of equipment are realities.
Modernization will require an ever-increasing
level of effort over the next eight to 10 years as new
systems, organizations and programs continue to
be assimilated while those on hand are sustained.

In a very real sense, planning for implementa-
tion and sustainment must be conducted concur-
rently. The AirLand Battle concepts of looking
deep and looking wide must become the operating
principles of our modernization efforts just as they
are evolving as part of war-fighting doctrine.

Strategy for
Total Force Modernization

The mission of total force modernization isto de-
velop the most capable, readily responsive and
economically feasible land combat force possible.
Such combat effectiveness will be achieved,
however, only if we pay careful attention to our
organizational value structure which includes
such concepts as personal responsibility, mission
orientation and a can-do spirit. Further, we must
develop strategies and tactics to effectively
manage change and regulate the demands placed
on leaders and soldiers.

As portrayed in the seesaw model, we place
heavy reliance on dedication to offset the de-
mands of multiple missions. In many ways, dedi-
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cation is both our most resilient and yet poten-
tially fragile resource. Only by controlling the
stress of change through reduced turbulence can
we ensure that faith and trust in the organization
will remain high at all levels.

For our purposes at the bottom of the totem pole,
strategy will be equated with a fully coordinated,

comprehensive master plan for total force
modernization. Anchored on our mission and
value structure, the master plan must be based on
a detailed, long-range assessment of all eight force
modernization dimensions as well as other stand-
ing unit commitments.

Force modernization actions must be superim-
posed over long-range exercise and evaluation
schedules. Also, they must be integrated with such
annual events (for Continental United States
(CONUS) units) as Reserve Officers’ Training
Corps (ROTC) summer camp support, National
Guard and Army Reserve training assistance,
gunnery programs, National Training Center
visits, emergency deployment readiness exercises,
annual general inspections, logistic and training
assistance team visits and skill qualification
tests.

New equipment fieldings and organizational
transitions must be programed by the Department
of the Army and themajor Army commands based
on additional variables such as production sched-
ules, manpower projections and readiness priori-
ties. Therefore, unit commanders and staffs must
adapt their master plans tothe schedules provided
by higher headquarters. Unless major fieldings
and transition actions are programed by major
headquarters with due consideration to the other
missions and requirements which they have im-
posed on units, excessive conflicts will inevitably
arise. Leaders at all levels sharetheresponsibility
for identifying potential conflicts and resolving
those that arise despite the best efforts at preven-
tive planning.

Just as in the development of a tactical plan, a
logical concept of the operation must guide
detailed force modernization planning. Given the
mission and objective area, we must develop a
progressive sequence of time-phased actions. Just
as in preparing for a contingency operation in an
unfamiliar and potentially hostile environment, it
would allow us to bring all forces together at the
required time to establish a “beachhead,” consoli-
date a base of operations and execute required
operations from this solid base of support.

The key factor here is information—readily
available, timely, complete, and confirmed and
stabilized at the critical point in time. This allows
planning at lower levels to be conducted in an
environment of relative certainty. The unit
training environment is turbulent enough without
the added shock of floating fielding dates,
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constantly shifting personnel policies and
frequently changed authorization documents,

For new equipment fielding, the informational
beachhead is established by the Army Moderniza-
tion Information Memorandum (AMIM), an
annual compendium of technical, financial and
training data; the recently instituted Department
of the Army Force Modernization Master Plan
which establishes the broad “scheme of maneu-
ver” for key fieldings and structural transitions;
basis of issue plans; and detailed materiel fielding
plans. Confirmed major Army command
distribution plans, fielding schedules, published
TOE (table of organization and equipment) and
MTOE (modification table of organization and
equipment) changes, and information on training
programs for operator and maintenance person-
nel also provide essential data. Unless these docu-
ments are available to executing unit planners
with enough lead time to ensure required actions
are completed, the beachhead is in jeopardy.

To build combat power and to sustain opera-
tions using the new equipment, modernized

doctrine and training guidance must be available
and repair parts and maintenance guidelines
must be on hand. In addition, properly trained per-
sonnel must be assigned to units configured ap-
propriately to make optimum use of the new
equipment. These are well-recognized needs and
have been formalized into the policy of *Total
System Fielding” (see Figure 3).

This policy, at least in theory, permits the in-
stallation or major unit commander, on the
recommendation of receiving unit commanders
and his force modernization planners, to request a
delay in the fielding of a new systemif all required
support will not be available or other priority unit
commitments such as a major exercise conflict
with the planned fielding. The decision to accept a
new system rests with the major Army command
commander who must weigh the merits of such a
request against the total modernization effort.

The phrase “in theory” is used in recognition of
our “can-do” philosophy and the reality that a
rejected fielding may result in the unit being
moved to the end of the distribution sequence for
that particular system. Depending on the
commander’s risk assessment, the cost of
accepting a fielding with known deficiencies may
be outweighed by the costs of lost priority for the
system and the resources that will eventually
support it.
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Figure 3

The decisionmaker must also recognize the
interactive effects of change in one dimension of
the total force modernization circle on the others.
Will a delay in fielding in a stateside unit disrupt
the planned issue of equipment in POMCUS or the
projected relocation of displaced equipment to
Reserve component units? The strategy for total
force modernization is clearly as complex as that
of warfighting and requires the same information
processing, development of alternatives, rational
assessment, measured judgment and prioritiza-
tion of actions.

Since modernization is an ongoing campaign,
we do not have the luxury of conducting strategic
planning without the distractions of operations
already in progress. This is a major challenge for
change managers who must ensure that strategic
planning for future operations is given ample
command attention on a continuing basis despite
the overwhelming demands of current and short-
term requirements. As in combat, we must fight
the present battle, plan tomorrow’s actions and
project future operations simultaneously. And
each level of action must be tied to the master plan
and the general strategy.

Total Force Modernization
Operations And Tactics
Strategy may be seen as a relatively fixed aspect
of planning which changes only as a result of
major shifts in the environment. But operational
concepts and tactics should be reasonably flexible
and designed to respond to existing demands or to
create the desired conditions for successful
performance in the near term. For total force

modernization, this level of planning includes the
designing of management organizations, the
establishment of systems and procedures, the
building of information-sharing networks and the
development of an organizational climate
adapted for effective change management.

Throughout our military education, we are
taught to apply the principles of war as general

common-sense guidelines to our deliberations of
strategy, operations and tactics. With a bit of
literary license, these principles can also be
applied in developing action plans for force
modernization.

Objective

The principle of the objective is clearly appro-
priate, and, in the broadest sense, we have defined
our objective as enhanced combat effectiveness.
But there are a series of intermediate objectives as
well. These include the interim transition phases
of the Division 86/Army 90 program where units
will reorganize with current or partial issues of
modernized equipment, the fielding of each item of
new equipment, and the progressive development
and evaluation of AirLand Battle doctrine and the
training publications to support its application in
the field.

Each of these and numerous other intermediate
objectives must contribute in a logical and
progressive way to the attainment of the final
objective. As in combat, coordination of effort and
proper time sequencing are keys tothe application
of the principle of the objective to force mod-
ernization, and it is the master plan that must
provide this mission orientation.
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Offense

Applying the principle of the offense to total
force modernization requires a bit more imagina-
tion. In battle, the attacker seizes the initiative
and strives to maintain freedom of action. I
believe the force modernization planner must do
likewise. By aggressive pursuit of information
and careful analysis of trends and environmental
conditions, he develops the data base for ana-
lyzing alternative courses of action and discovers
opportunities to exploit the interdependencies of
various modernization requirements.

For example, can the fielding of related but
separately managed items of equipment be sched-
uled so as to reduce the training time costs for
units through concurrent deprocessing and inte-
grated new equipment training? Can displaced
equipment handoffs to Army Reserve or National
Guard units be programed to immediately precede
or coincide with annual training periods so that
new equipment training for the receiving units
can be conducted in a concentrated period? These
are “offensive’” operations that allow the unit to
retain freedom of action in a turbulent
environment.

Economy of Force

The principle of economy of force may be the
most important for the force modernization
planner. As the seesaw analogy illustrates, total
force modernization has the potential to over-
whelm any unit that does not carefully manageits
resources.

Yet not all force modernization actions require
the same intensity or magnitude of effort. Division
86 will require only minor reorganization in
certain units, while others will undergo wholesale
realignments. Items of new equipment programed
for only one or two units on an installation require
much less coordination than a system that will be
fielded in many. Receipt and deprocessing of sys-
tems that replace current equipment place unique
strains on an installation—for example, prepar-
ing the “old” equipment for turn in, storage or
parking space during the exchange, and so forth—
that a system providing a totally new capability
does not.

While each of these examples suggests oppor-
tunities for economy-of-force operations, the great-
est savings may be achieved in the area of admin-
istration. The process of fielding of new equipment
will be repeated numerous times over a period of
several years and is ideally suited to management
by exception. The development of comprehensive
regulations, standing operating procedures and
routines will reduce the need for producing a
detailed directive or letter of instruction for each

fielding and will permit exceptional management |

efforts to be concentrated on high-impact systems
without neglecting others.
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It is critically important that we apply only
those resources needed to do the job and no more.
This includes the time required to draft, staff and
administratively prepare letters of instruction
that often duplicate standing guidance and recog-
nized responsibilities. In the mode of fragmentary
orders, local materiel fielding agreements (MFAs)
will be drafted at a prefielding conference
attended by representatives of affected units and
agencies to formalize the “who, what, where and
when” of a specific fielding.-When signed, this
MFA together with the SOPs will govern the
fielding process.

Principle of Maneuver

The principle of maneuver, like the offense,
suggests the use of initiative and discovery of the
best means to accomplish the objective. Maneuver
planning requires the analysis of avenues of
approach, the phasing of actions and the integra-
tion of resources and capabilities within a careful
assessment of the total situation. In a changeable
environment, flexibility and responsiveness are
essential to the execution of maneuvers.

Force modernization planning and execution
places similar demands on commanders and
staffs. Just as effective maneuver depends on the
close cooperation of the entire combined arms
team, total force modernization requires closely
coordinated and systematic actions by a wide
variety of agencies and organizations. As we
maneuver through the complex maze of interde-
pendent force modernization actions, we must
exploit our opportunities to enhance readiness at
minimal costs and discover innovative ways to
overcome roadblocks to successful management.




Two maneuvers that will enable us to make
optimal use of our opportunities to maintain
readiness are interim structural transitions and
combined fieldings. To date, however, only the
former is part of the accepted force modernization
design.

Interim Division 86 transitions (the conversion
of units to a new structure without fully moderni-
zed equipment) have much in common with an
envelopment in that they are intended to tempo-
rarily bypass major obstacles to securing the ob-
jective of enhanced combat effectiveness. For
example, converting a maneuver battalion to its
Division 86 structure of four line companies prior
to theissue of Bradley fighting vehicles or Abrams
tanks allows the unit to concentrate on revising
command and control procedures and unit tactical
and logistical SOPs, realigning garrison facilities,
and studying modified doctrine and tactics with-
out the added burden of simultaneously mastering
a complex new weapons system

e | 3T ) ,

Once the structural and procedural foundations
are in place, the unit can concentrate its efforts on
consolidating its readiness gains with the fielding
of new systems. Once the envelopment and con-
solidation are complete, the new capabilities can

be exploited in a cohesive and integrated manner.

This sequence of events is planned for pacing
items, such as the Abrams tank, the Multiple
Launch Rocket System and the Black Hawk
helicopter, with their major impact on units and
installations. However, the vast majority of new
systems have yet to be integrated into a well-
programed master plan which ensures that mutu-
ally supporting capabilities are achieved in a logi-
cal manner.

As presently programed, new equipment
fieldings are individual system oriented. Each
system is managed, in large measure, indepen-
dently of others. Dates of issue to units are based
on system production schedules, the Department
of the Army Master Priority List sequence and, to
some limited extent, unit and installation activity
calendars. A review of distribution plans quickly
reveals that many related systems are not sched-
uled for simultaneous fielding in a particular unit
nor can an installation expect to avoid an almost
constant sequence of minor fieldings.
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Such fragmented modernization produces con-
tinual turbulence and imposes numerous training
disruptions on receiving units, particularly when
fielding dates are not confirmed until six months
prior or less. This situation also forces personnel
managers and force development planners to con-
stantly review and update personnel and equip-
ment authorizations as new systems and their
operators, maintainers and supporting materiel
are added and displaced personnel and equipment
are deleted, often in an off-line or exceptional man-
agement manner. The concept of combined new
equipment fieldings is one possible solution to this
practically unmanageable situation.

Combined new equipment fieldings have much
in common with penetration maneuvers in that
they will require a concentration of effort, the sup-
pression of distractors and an orientation on the
deep objective of enhanced readiness. Combined
fieldings could take one of three forms: dedicated
installation fielding periods, consolidated unit
fielding periods or a combination of these two.

Most CONUS installations and overseas units
have standing commitments that preclude the
fielding of new equipment at certain times during
the year. For example, support for an ROTC sum-
mer camp requires large numbers of personnel
and ties up many storage and maintenance facili-
ties that might otherwise be dedicated to fielding
activities. By careful programing, one or two
periods could be selected for intensified fielding of
all nonpacing items of equipment due for issue
during a particular fiscal year, with each pacing
item provided a dedicated period of its own.

Such a consolidation would require consider-
able coordination among fielding agencies. It
would, however, encourage an across-the-board
review of personnel and equipment changes that
would allow these to be incorporated into authori-
zation documents and unit requisition ledgers in
an efficient and timely manner rather than in the
piecemeal manner currently employed.

Consolidated unit fieldings would conceivably
require even more initial coordination, but they
have the potential to significantly enhance unit
readiness and truly reduce training distractors.
There are currently between 400 and 700 new
systems at some state of development or fielding.
Each type of unit on an installation, such as the
infantry, signal or aviation battalions, will re-
ceive a variety of new systems. A number of them
could, by advanced coordination among major
Army command staff system managers and U.S.
Army Materiel Development and Readiness
Command product managers, be programed for
simultaneous issue to an installation.

The limiting factor, of course, is the varied state
of development of even closely related systems.
Yet those that are available within a given fiscal
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year could be issued during a single designated
period that was selected with regard to the unit’s
standing requirements and training calendar.

In addition to reducing training distractors,
consolidated type-unit fieldings would permit
force development, logistics and personnel man-
agers to focus their review efforts to ensure all
changes in authorizations identified in the AMIM
and the materiel fielding plans are incorporated
into a revised MTOE. By fixing the unit consoli-
dated fielding periods well in advance, fully
coordinated schedules of document updates and
requisition submissions can be established that
will reduce off-line management and the crisis
action nature of many current fielding efforts.

The third alternative for consolidated fielding is
a combination of the previous two. With some new
systems being issued to a variety of units at an
installation, an installation consolidated periodis
called for. And, in certain years, unit-specific peri-
ods could be scheduled to permit joint fieldings.
Together, these would significantly enhance the
unit’s capabilities.

Unity of Command

Unity of command is so well ingrained in our
philosophy that it hardly seems necessary to
consider it. Yet the diversity of players in the total
force modernization arena, and the fact that each
is involved in unique activities that are often
treated as independent rather than interdepen-
dent, suggests that this principle and its corollary,
unity of effort, must be evaluated.

Clearly, total force modernization requires the
active involvement of senior commanders at every
level. That commanders must weigh the com-
peting demands for resources and establish priori-
ties is obvious. But their requirement to ensure
that concern for today’s missions does not totally
consume the attention of their subordinates isless
well recognized.

A short-time perspective and an excessive
concern for near-term requirements are possibly
the greatest threats to the force modernization
process. We must teach ourselves and our fellow
soldiers to be “practical futurists” if we are to
achieve optimum combat effectiveness. Guided
and encouraged by our commanders, we must vi-
sualize the integration of numerous new systems
and units and evaluate the capabilities and limita-
tions of these innovations before they are fielded.
We must take the time to study the future.

Ideally, tactical seminars and technical discus-
sions of new equipment and new organizations

will become prominent activities for unit officers
and noncommissioned officers. These can be
supported by service school presentations, but, to
be effective, these seminars must receive active
and sincere command emphasis. Doctrinal ana-
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lysis and conceptual thinking must not be
neglected.

In a moretraditional sense, unity of command is
required to provide centralized strategic direction
at the installation level while encouraging decen-
tralized execution based on well-defined missions
and established procedures. A single agency,
responsive to the commanders, must be
established to serve the integrative function for
total force modernization efforts. The mission of
this force modernization agency is to ensure unity
of effort and the effective management of multi-
dimensional change.

Manpower constraints and the complexity of
force modernization, however, preclude the estab-
lishment of a fully staffed “super agency.” For
many installations, a more realistic solution is
provided by a matrix management design that
taps already existing resources and capabilities.
The modified matrix management organization
portrayed in Figure 4 combines unity of command
with effective decentralized coordination and
planning.

The hub of the matrix network is a small Force
Modernization Division (FMD), immediately re-
sponsive, in our case, to the G3/director of plans
and training (DPT). In recognition of the interde-
pendencies involved, the FMD is charged with
overall coordination of all eight dimensions of
total force modernization. In a very real sense, the
chief, FMD, is the organization’s futurist charged
with “looking deep” and “looking broad” on all
aspects of modernization. While the FMD is the
focal point of long-range planning and serves as
the integrator for the total process, nearly the
entire installation is involved, in one way or
another, in the modernization effort.

At the command level, regularly scheduled force
modernization command reviews provide a forum
for senior decisionmakers and their principal
advisers to receive in-process reviews on current
and near-term actions, and to receive general
informational briefings. The results of the force
modernization command review process provide
the strategic and broad operational direction to
the overall effort, as well as decisions on specific
issues of command interest. For example, the
decision to accept or reject fielding of a specific
item of equipment with known total system
fielding shortfalls would be made in this forum.

At the staff agency and subordinate-unit levels,
a force modernization action officer (FMAO) is
appointed as the agency’s or unit’s point of
contact in the force modernization network. The
FMAO serves as the integrator of force moderni-
zation actions within his organization, to include
information sharing and planning, and may serve
as his boss’s futurist. The communication links
between the FMD and unit or agency FMAOs are
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direct and open both laterally and vertically. This
network supplements normal command and staff
procedures within specified boundaries and is
designed in true matrix fashion to facilitate co-
ordination, planning and information sharing.

Linking the FMAOs and the FMD for new
equipment fieldings are a group of matrix man-
agers called force modernization coordinators
(FMCs), system managers or system coordinators.
These FMCs are charged with the detailed
planning, internal coordination and supervision
of the total system fielding of a particular new
item of equipment or a small number of related
systems.

As stated above, manpower constraints at the
installation level (and at such major headquarters
as U.S. Army Forces Command) preclude the
assigning of a large number of dedicated FMCs to
the FMD. Certain systems may be managed by the
members of the FMD, especially during the early
stages of organizational development. However,
the majority of new systems will be assigned to
principal and special staffs, units and even
selected post agencies. Assignments are made
along functional lines and in recognition of the
future assignment of the system to a specific unit
or units.

For example, a system such as the KY57 and
KY58 Vinson speech secure devices, which will be
fielded in all divisional units, is best managed by a
divisional special staff officer—in this case, the
assistant division signal officer. In contrast, a
system due to be fielded in only one unit, such as
the AN/TAS3 test set and thermal night sight
maintenance facility, can be managed most effec-
tively by an FMC from the divisional mainten-
ance unit that will receive and operate this vital
support capability.

The FMC is a classic matrix manager in that he
must serve two {(or more) bosses simultaneously.
For force modernization actions, the FMC
responds within the matrix to the guidance
provided by the chief, FMD, who is delegated the
authority to speak for the installation or division
commander with regard to those actions and
responsibilities assigned by regulations
governing force modernization and as established
as strategy by the force modernization command
review process. Since the FMC is an installation or
unit staff officer, he must also respond to his
regular organizational chief for both force
modernization actions charged to that agency and
assigned to him for action and other routine
assignments.
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As conflicts will inevitably arise in such an
arrangement, conflict resolution procedures must
be established that encourage direct coordination
between the chief, FMD, and the affected agency
chief or unit commander. Should these efforts be
unsuccessful, the issue can be “kicked upstairs” to
the G3/DPT in his role as operational coordinator
or to the command group. Advanced planning and
active participation by unit commanders and
principal staff officers in the force modernization
command review process will keep these conflicts
of priorities to a minimum.

Due to the complexity of force modernization
issues, regularly scheduled meetings of FMAOs
and FMCs, chaired by the chief, FMD, are es-
sential. The Force Modernization Coordinating
Council (FMCC) is the action officer level, long-
range planning, problem-solving and informa-
tion-sharing body (see Figure 5). The FMCC sup-

plements and complements the day-to-day actions
of FMCs and FMAOs. In addition, it serves as the
principal advisory body to the force moderni-
zation command review,

The executive committee of the FMCC, called
the Force Modernization Standing Committee
(FMSC), is composed of selected divisional and in-
stallation FMAOs with exceptional involvement
in force modernization planning. The FMSC
conducts preliminary research and analysis,
drafts policy options and action plans, conducts
AMIM reviews, prepares the agenda for the
FMCC and serves as a crisis action team.

Unity of command is well served by this diverse
planning network. Through this matrix, com-
manders at the bottom of the totem pole retain con-
trol of the force modernization process in their
units and make optimum use of the total organiza-
tion to plan and execute required actions.

Total Force Modernization
Organization for Change

63/ Training G2/Training
63/0perations Dio
63/Plans BGE

Public Affairs Office

64 pio

DMMC DAFE

(RCS JARCOM LAD
G2/Security DCE

§1/BPCA AG
G3/For Development GPO
BRCS

G3/Management
Comptroller

Force Modernization Coordinating Gouncil

D0 — Birector of Industrial Operations

DCE — Division Communications Efectronics

DRCS — Division Remote Computer System

BPCA — Director of Personnel and Community Activities
AG — Adjutant General

CPO — Civilian Personnel Office

DPT — Director of Plans and Training

ESG — Organizational Effectiveness Staff Officer

OMMC — Division Materiel Management Center

DAFE — Director of Facilities Engineering

DARCOM — US Army Materiel Development and Beadiness Command
LAQ — Logistic Assistance Dffice

AC — Active Component

Figure 5
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Security

As in other military endeavors, the require-
ments for security must be measured against the
needs of those who must execute plansto know the
details in sufficient time to prepare properly.
Many key force modernization documents, such
as portions of the AMIM, major Army command
new equipment distribution plans and certain
Division 86/Army 90 programs, are classified at
the confidential or higher level. Such classifi-
cations are based on the need to prevent disclosure
of pending changes in readiness and capabilities
to unauthorized sources.

While this is a legitimate concern, the need to
conduct wideranging coordination involving
classified information among geographically dis-
persed agencies places a severe strain on plan-
ners. Current guidance permits open discussion of
a new systemin conjunction with the major unit or
installation to receive it within six months of
fielding. Public disclosure of specific units and
fielding dates can be made, however, only 30 days
in advance. Since long- and short-range unit
training plans under the Battalion Training
Management System are developed for periods of
15 months and three months, respectively, the
present limitations severely restrict the visibility
that new equipment fieldings and transition
actions can officially receive.

Unless commanders and staffs down to
company level are constantly reminded of force
modernization actions through their training
plans and calendars, the pressures of normal unit
activities will tend to obscure the need for
advanced planning at the unit level where
materiel fielding plans must be reviewed, school
quotas requested and filled, MTOE changes
analyzed, requisitions processed, facilities
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checked, and training, evaluation and exercise
plans coordinated.

It is my personal belief that a sliding 12-month
window is needed to permit unclassified discus-
sions of fleldings and transitions so that detailed
planning with all affected agencies can be
completed in a timely manner. If such a system is
not implemented, requisitions for new equipment,
which designate the unit of receipt, the number of
systems and suggest a fielding date, could be con-
sidered classified documents. Other requisition-
ing actions, mission support plans, local mainten-
ance contracts, unit master training plans and
many similar documents that extend beyond the
six-month boundary would likewise border on
classification. This is one issue where the top of
the totem pole must take corrective action.

Surprise

The principle of surprise is related to that of
security. But, given the extended development
time of new systems and organizations and our
open publicinformation and congressional review
procedures, surprising a potential adversary with
a force modernization development is unlikely.
We, however, must avoid surprising ourselves.

There is simply no place in the force moderniza-
tion arena for surprises. New equipment must
never arrive unheralded at an installation nor
should changes in doctrine, training guidance or
policy be imposed without advance coordination.
Recalling the seesaw analogy, surprises have
great potential for upsetting the fragile balance.
Open and continuous communication both hori-
zontally and vertically at all levels of the totem
pole is the best insurance against this unwelcome
possibility.

Simplicity

The final principle, simplicity, provides an ex-
cellent summary to all that has already been
presented. While the dynamic and interdependent
nature of force modernization may appear to make
simplicity an unattainable ideal, it must, rather,
be the essence of all that we do. Regardless of the
level of command, clear, well-integrated plans and
procedures must be developed to move force mod-
ernization from a crisis management to a
systematic and routine mode of operation.

Locally designed fielding SOPs, established
review and evaluation procedures and support
structures, and regularly scheduled assessments,
coupled with an effective master plan, will reduce
the potential complexity and confusion of force
modernization. The matrix management system
will ensure that planning is conducted in an
expeditious manner and execution is accomplish-
ed by existing agencies and the directly involved
units.
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This system rightfully places great trust in the
ability, good judgment and dedication of leaders,
managers, soldiers and civilian personnel in the
organizations at the bottom of the totem pole.
These are the people who must draw together, in a
mutually supportive manner, all of the resources
to accomplish this critical mission. Our tasks will
never be simple, but, if planners at higher
echelons also achieve the necessary integration of
effort, force modernization will approach theideal
of simplicity.

The Military Unit As Prosumer

The interdependencies of total force moderniza-
tion can also be viewed using another concept
from Toffler’s The Third Wave. Industrial society
has, until recently, operated on a separation of the
producers of goods and services and the
consumers of these commodities. Toffler cites
numerous examples of the blurring of the line that
has separated producer from consumer. More and
more people are engaging in self-care, seif-help
and production for personal use. We are becoming
what he calls “prosumers,” doing for ourselves
and increasingly being recruited by industry to
help design products.

In the area of combat developments, this
involvement is not new. Military personnel have
always been involved in the conceptualizing,
designing, testing and fielding of new equipment,
doctrine and organizations. But, today, more than
ever before, this involvement is expanding. At the
unit level, we find ourselves tasked to assistin the
operational testing of a wide diversity of new
equipment and, in some accelerated development
programs, to accept a prototype system, to
evaluate its worthiness and to devise solutions to
the deficiencies that are uncovered.

If we take the time, we are also able to influence
the development of doctrine and organizational
structures through comprehensive reviews of
draft manuals and TOEs. But we must take the
time! The crush of today’s requirements and
tomorrow’s challenges all too often allow us to
neglect our roles as prosumers in the designing of
the future, and this is the greatest threat to total
force modernization. We must accept that our
most important task at the unit level is managing
multidimensional change and that the essence of
successful leadership in the 1980s and beyond is
adaptation to change.

Dr. Hans Selye, in the revised edition of his 1956
classic, The Stress of Life, asserts that life is
largely a process of adaptation to the conditionsin
which we exist and that health and happiness lie
in successful adjustment to everchanging
circumstances. For the U.S. Army and the nation
at large, a failure to effectively adapt to change
could be catastrophic. We must master change
and make it our ally. The total force moderniza-
tion process described in this article is one unit’s
strategy for doing just that.

Lieutenant Colonel Bruce T, Caine is the
professor of military science at Northeastern
Missouri State University. He received his
master’s degree and Ph.D. from the University
of Florida. He has served as an instructor in the
Department of Behavioral Sciences and
Leadership at the U.S. Military Academy and
as S3 of the 1st Brigade and as chief, Force
Modernization Division, 1st Infantry Division
(Mechanized), Fort Riley Kansas.

Army Organizational Effectiveness Journal, No. 3-4, 1983

25



26

Unit Diagnosis Questionnaire—
An Alternative To The GOQ

Major(P) Michael J. Alvarado
Major Jerry R. Highfill

Time is of the essence! Perhaps a hackneyed
phrase, it no less accurately describes the plight of
Reserve Components. Trying to fit a year’s worth
of training and administrative tasks into 36
training days annually, compounded by meeting
the demands of multi-layered headquarters, the
Army Reserve or National Guard unit knows un-
questionably that its most precious and limited
resource is time,

GOQ Alternative

In our continual search for ways to save time at
the Readiness Group in Denver, we OE consul-
tants have designed a new assessment survey to
replace the more time-consuming and costly GOQ
(General Organizational Questionnaire).
Although the GOQ by its very nature is a survey
instrument that facilitates assessment by
sampling many people in a condensed period of
time, it is not without shortcomings.

Perceived as “the OEC’s survey,” the GOQ does
not involve the client in preparation of questions
and thereby leaves the client without ownershipin
either the survey or the data it generates. While
the GOQ describes what is going on in the organi-
zation, especially negative issues, it does not
prescribe solutions. Also, the GOQis long and con-
sequently takes a lot of time to administer. Using
two 80-column computer cards for each respon-
dent, the GOG requires a large data deck that is
bulky and unweildy to collate.

These concerns about the GOQled ustodesigna
survey that would more closely meet our needs as
well as our clients’. The result is the Unit Diag-
nosis Questionnaire (UDQ), which has its founda-
tion in several sources.

From Marvin Weisbord’s Six-Box Model, the
UDQ incorporates an assessment of six dimen-
sions (categories of activity) in an organiza-
tion: purpose, structure, leadership, helpful
mechanisms, relationships, and rewards.
The UDQ is also derived from an instrument de-
veloped by Robert C. Preziosi as presented in ‘“The
1980 Annual Handbook for Group Facilitators”
(Pfeiffer and Jones). To Weisbord’s six dimen-
sions, Preziosi adds a seventh: attitude toward
change.

Tailoring the UDQ to make it more meaningful

to the Reserve Component, threeother dimensions
were addded: mobilization/readiness, train-
ing, and technology. These latter dimensions
profile a unit’s knowledge and support of
FORSCOM, as well as Army goals and objectives.
They also provide the commander with subordi-
nates’ perceptions of unit training and mobiliza-
tion programs, while giving the OEC a basis forre-
commending to the commander a Readiness
Group Branch Assistance Team.

The ten dimensions of the Unit Diagnosis Ques-

tionnaire allow consultants to view the Reserve
Component unit as an integrated system.

Testing The UDQ
After constructing the UDQ, we tested it in a

number of Reserve Component units. Shorter than

the GOQ and limited to a single 80-column com-
puter card for each respondent, the UDQ did not

take as long to administer and was easier to col-

late. And like the Weisbord Model it is patterned
after, the UDQ is both descriptive and prescrip-

tive. But whereas these initial results were encour-

aging, clients still tended to think of the UDQ as
“the OEC’s survey.” To facilitate the client’s
ownership of the UDQ, we developed a method
that allows the client to compose the survey. We
give the client/commander ten pages, each con-
taining one dimension {(purpose, structure, leader-
ship, etc.) and several related statements, as
shown in Figure 1. Within each dimension, the
commander selects five* statements that would
best reflect the opinions and attitudes of unit per-
sonnel. If the statements provided do not meet the
commander’'s needs for measuring particular
dimensions, the commander can devise addtional
or replacement statements.

The consultant then puts together all the
dimensions and accompanying statements in a
custom booklet with explanatory introduction and
answer sheet (Figure 2) and administers the UDQ.
Clients appreciate their increased involvement in
the survey process and acknowledge a feeling of
ownership in the UDQ and the data it generates.

*Actually the number of statements per dimension is flexible be-
cause the answer sheet will accommodate up to 60 statements.
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LEADERSHIP

PURPOSE

STRUCTURE

Is the unit organized in a way that will heip it
accomplish its mission?

Dimension measures:

Chain of Command
Work Distribution
Unit Organization

This unitis organized in a way that helps it
reach its goals.

The manner in which work tasks are
divided is logical.

The structure of my work group facilitates
the performance of my job.

My work group has adequate personnel
to accomplish its mission.

People in the chain-of-command do not
make conflicting demands on me.

| feel that | am given adequate authority to
perform the tasks and responsibilities
assigned to me.

The chain-of-command is enforced in
this unit,

REWARDS

RELATIONSHIPS

ATTITUDE TOWARD CHANGE

Is this unit ready for change? Will this unit
accept change?

Dimension measures:
Attitudes toward past and
future changes in the unit.

This unit is not resistant to change.

This unit is introducing enough policies
and procedures.

This unit favors change.

| like to change things about my job.
This unit has the ability to change.

This unit is willing to try new improved
methods of doing work.

Changes made in the past have helped
this unit grow.

TRAINING

MOBILIZATION/READINESS

HELPFUL MECHANISMS

TECHNOLOGY
What are the relationships that exist between
personnel and equipment?

Dimension measures:
Equipment Availability
Equipment Maintenance
Availability of Publications

| have no difficulty operating the equip-
ment | use.

| have the material necessary to accomp-
lish my tasks.

The equipment | use is adequate formeto
do my job.

Adequate publications are available to
assist me in my job.

The equipment | use is well maintained.
New people coming into this unit are
issued all their equipment without delay.
| use the operator's manualto perform op-
erator's checks (PMCS).

I know when the equipment | use requires
the next scheduled service.




' Lo F:gure 2 |
Typlcal Introductlon And Answer Sheet In custom UDQ Bnnklet

From time to time, military umts find it useful to analyze themselves. For the analysis to be useful iti ss necessary to fmd out from the .

people who work in the unit how they feel. The mformahon you provide will be used by your commander to improve the effectiveness of
your unit. .

if the results are to be hetpful, itis »mportant that you answer: each question as thoroughly and frankiy as possible. This is not a test,
and there are no right or wrong answers. Do net put your name anywhere on this questronnalre For each statement please circle only
one (1) number to indicate your thinking. H a quest;on does not apply to you, teave it blank.

Your individual résponses will be transferred to computer cards to be combined with those of many other peop!e and summar;zed in
statistical form. - A report will then be prepared for the commander/supervisor of your unit or workgroup. Care will be taken so that no
information will be provided that would allow any single individual to be specifically identified by the commander/supervrsor

Comipliance is voluntary. There is no effect on the individual for failure to disclose lnformation Hewever please answer all state~
ments—uniess you have an extreme refuctance to do so—so thatyour answers will contribute to a more accurate assessment of your unit
or workgroup. Most people en;oy responding to this: questlonnalre, we: hope you will, teo! Return all shegets of this questionnaire.

- AUTHORITY: Titie 10, Umted States Code Secttcn 3012 ; PRESCRIBING DIRECTIVE AR 600-46
UDQ ANSWER SHEET
Use the following scale to indicate your agreement or disagreement with the UDQ booklet
Gircle your response for each question.
! 2 3 4 5
Strongly Somewhat Somewhat Strongly
Disagree Disagres Undecided Agree Agree
CARD 1 (KEYPUNCH ONLY)
1y 12 3 45 1. 26) 123 45 26/ 51) 1 2 3 45 51/
2] 12345 2_ 27 1 2 3 45 27/ 520 1 23 45 52/
3 12345 ! 28) 12 3 45 28/ 83) 12 3 435 53/
4 1 2 3 45 4_ / 29) 12345 29/ 54 1+ 2 3 45 54__/
5) 12347%5 5__/ 300 12345 (307 55) 1 2345 55/
6) 12345 6__/ 31) 12345 |31_J 56) 123435 56__/
712345 7 322 12345 32/ 57) 1 23 45 57/
8) 12345 B/ 33) 12345 33 58) 12 3 45 58__/
9 12345 9_J 34) 123 45 34 59) 12 345 59/
1) 1 2345 10/ 3] 123 45 138 60] 1 23 45 60/
1y 123 459 | J— 3) 123 45 36__/
120 12345 [12_J 37 12345 (37 ”""‘:“32“"“'83 .y
13) 1 23 45 13/ 38 12345 38/ 2) 12345 62
14 1 23 45 14._/ 39) 123 45 39/
33 123 63/
15) 12345 15/ 40 12 3 45 40/
16) 1 2 3 45 16__/ 41 1 2 3 45 a41_ |/ 4 123 64/
177 1 23 45 171 42) 12 3 45 42/ 5 1z 65/
18) 1 23 45 18__/ 43) 1 2 3 45 43__/ 6 12345 66/
19y 1 23 45 19/ 44) 12345 44/ 123456767
8 1t 2345 68__/
200 1 23 45 20/ 45) 1 2 3 45 45/
21) 1 23 45 21 ./ 46) 12 3 45 46/
22) 1 23 46 22/ 47} 1 2 3 45 47__/
23) 1 2345 23/ 48) 1 2 3 45 48/
24) 1 23 45 24/ 49) 1 2 3 45 49_ /
25) 1 2345 25/ 50) 1 23 45 50/
FOR OFFICE USE ONLY
73 4 75 78
URIT/0R6 GODE { l [ i l
77 78 79 8O
CASE/SEQ { l l l j
UNIT:
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Reducing The Data

Statistical manipulation of the UDQ can be as
simple or sophisticated as the user desires. The
UDQ can even be scored by hand to determine the
amount of variance for each of the ten dimensions
in relation to the neutral score of 3, undecided (see
answer sheet, Fig. 2).We have modified the stand-

ard GOQ control deck as a means of processing the

survey, but the statistical analysis remains the
same as that for the standard GOQ. This allows
the consultant to use a familiar method of data
reduction.

We are considering the possibility of using a
personal computer to score the UDQ and perform
statistical analysis. Several commercially avail-
able statistical software packages can be used. A
small portable personal computer would be a tre-
mendous asset to unit assessment, and by adding
a card reader, the consultant could administer and
score the survey almost immediately. Moreover,
results could then be used to structure interview
questions. In the interest of savings, this
approach would dramatically reduce assessment
travel time and cost, and give immediate feedback
to the commander.

Utility, Validity, Reliability

In addition to involving the client directly in the
survey preparation, the utility of the UDQ is
apparent in other ways, It identifies strengths and
weaknesses in a unit, as well as areas that might
benefit from an OFE effort. The UDQ, based on a
familiar organizational development model,
compliments and supports other assessment
methods. By involving a wider cross-section of the
unit than is achieved through interviews alone,
the UDQ provides focus for the development of
subsequent interview questions.

In terms of validity—the degree to which the
instrument actually measures what it is intended
to measure—the UUDQ appears to be as valid as the
attitudes or opinions expressed by the respon-
dents. Care has been taken to ensure that the
statements contained in the UDQ are valid and
phrased in a way that will not confuse the respon-
dents.

The reliability of the survey—the degree to
which it consistently measures that which it
measures—has been tested by running eightsepa-
rate iterations of the survey in eight different Re-
serve Component units. Independent of the UDQ,
we have conducted interviews structured around
the Weisbord Model in those same eight units. In
all cases, the data generated by the UDQ has been
replicated by the information obtained through
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interview questions. We do not, however, recom-
mend using the UDQ as the sole assessment
method. Like most survey instruments that raise
more questions than they answer, the UDQ is best
suited to involve a maximum number of personnel
in a first-cut assessment of the organization, and
as a basis to formulate interview questions.

Time/Cost Saver

The UDQ is not the panacea to all problems
encountered during assessments. It does, how-
ever, provide an alternative to the GOQ and saves
time and money besides. If we are successfulin our
efforts to introduce the use of portable computers
as an aid to processing the UDQ, then we can even
further reduce consultants’ assessment time,
travel time and cost, and the client’s time as well.
Ultimately, this approach will yield benefits for
both the Reserve Components and the Readiness
Groups. O

Major Alvarado Major Highiili

MAJ Michael J. Alvarado is the OE Con-
sultant for Readiness Group, Denver. He re-
ceived his BA from the University of Puget
Sound, and an MA in Management and Super-
vision from Central Michigan University. A
graduate of the U.S. Army Command and
General Staff College, MAJ Alvarado has com-
manded both a tank company and an attack
helicopter company. He is a graduate of OECC
3-81. (AV 943-8354)}

MAJ Jerry Highfill is OE Team Chief, 24th
Infantry Division (M), Ft. Stewart. Before tak-
ing this assignment in July 1983, he wasan OE
Consultant with the Readiness Group, Denver.
MAJ Highfill has a B.S. in Business Manage-
ment and Administration from Coker College,
Hartsville, S.C., and graduated from OECC 1-
80. {AV 870-8508/8509)
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Comparison Of Management Science

And Organizational Development
Captain Kenneth C. Robertson, Jr.

Management Science (Operations Re-
search, OR) is thethe application of the scientific
method to the study of the operations of large,
complex organizations or activities. It applies
scientific methods, techniques, and tools to prob-
lems involving the operation of systems so as to
provide those in control of the operations with
optimum solutions to the problems.

Organization Development (OD) is a sys-
tem-wide process of data collection, diagnosis,
action planning, intervention, and evaluation. It
aims at: enhancing congruence between organi-
zational structure, process, strategy, people, and
culture; developing new and creative organiza-
tional solutions; and developing the organiza-
tion’s self-renewing capacity. It occurs by collab-
oration of organizational members working with
a change agent using behavioral science theory,
research, and technology.

Regarding major characteristics, Management
Science:

¢ Focuses on managerial decision making.

s Applies the scientific approach to decision
making.

e Examines the decision situation from a broad
perspective; that is, applies a systems ap-
proach.

¢ Uses methods and knowledge from several
disciplines.

® Relies on formal mathematical models,

¢ Depends on electronic computers.

Whereas, Organization Development:

® Creates self-directed change to which people
are committed.

® Creates system-wide change effort.

¢ Places equal emphasis on solving immediate
problems and long-term development of an
adaptive organization.

¢ Emphasizes (more than other approaches) a
collaborative process of data collection, diag-
nosis, and action for arriving at solutions.

® Often leads to new organizational arrange-
ments and relationships that break with tra-
ditional bureaucratic patterns.

s Uses change agent with knowledge about
organization design, management practice,
and interpersonal dynamics as well as skills
in working with individuals and groups.

ORSA Speciality And Education

Operations Research Systems Analysis (ORSA)
is an Officer Professional Development (OPD)
speciality, code 49, the proponent for which is the
Combined Arms Center (CAC) at Ft. Leaven-
worth, Kansas. Officers with SC 49 or projected
SC 49 may apply for fully funded civil schooling in
ORSA at the following: Florida Institute of Tech-
nology, Georgia Tech, Stanford, Colorado School
of Mines, Tulane, Northwestern, Air Force Insti-
tute of Technology (AFIT), and the Naval Post-
graduate School (NPS).

The Combined Arms Operations Research
Activity (CAQORA) is institutionalizing and initi-
ally funding a 2-year cooperative program at Ft.
Leavenworth in conjunction with the University
of Kansgas. It is a 36-credit-hour Military Intern
Training Program SC 49, which includes 24
semester hours of ORSA, an 8-month intern pro-
ject (6 cr hr), and a military related ORSA project
(6 cr hr). Graduates will receive a Master of Engi-
neering Degree (emphasis on ORSA). The pro-
gram began 9 September 1983 and is 20 months
long. The initial class will have 11 DA civilians.
Point of contact is Ronald G. McGee, Director of
Studies and Analysis, CAORA, AV 552-5488.

The Army Logistics Management Center
(ALMCOC) at Ft. Lee, Virginia, in conjunction with
the Florida Institute of Technology (FIT), is offer-
ing a partially funded (VA Educational Benefits)
program leading to an MS in Operations Re-
search. Officers must first complete the 12-week
ORSA Military Applications Course I (ORSA
MAC I) at the ALMC. Undergraduate degrees in
science, engineering, or mathematics are required
for acceptance into the FIT/ALMC program. Itis
a 48 quarter-credit-hour program lasting a total of
15 months, which includes the 12-week ORSA
MAC I(6 grad cr hr with FIT). The curriculum for
this ORSA engineering program includes these
required courses: Computersand OR1,2,3;0R 1,
2, 3; Linear Programming; and Statistical Data
Processing. Elective courses include: Decision
Theory; Inventory/Queing; Introduction to
Simulation; Design of Experiments; Time Series
Analysis; Reliability; and Cost and Economics.
Point of contact is Mr. William Creed, Resident
Director, ALMC FIT Office, room 130, Building
1250, Ft. Lee, VA 23801 (AV 687-2722) or Mr. Jose
Antunes, ORSA Committee, ALMC, ATTN:
DRXMC-LS-S, Ft. Lee, VA 23801 (AV 687-2365).

The ALMC at Ft. Lee also offers ORSA MAC 11,
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a 3-week refresher course for officers who have
already completed an ORSA tour, a 1-week ORSA
Familiarization Course (same as ALM 38-46 Cor-
respondence Course), and a continuing education
program, which are 3- to 5-day specialized courses
for Captains and Majors working in ORSA. Dr.
Max Woods and Dr. Sam Perry from NPS are
working on an ORSA corresponding studies pro-
gram, but it is still in the inception stage.

Officers in the ORSA speciality can obtain a
graduate degree in either ORSA Business or
ORSA Engineering. ORSA Business seems to be
more applicable to OE than ORSA Engineering.

Standard Solution Procedures

Because certain types of problems are encoun-
tered repeatedly in organizations, a set of stand-
ard solution procedures (also called tools and tech-
niques) have been developed in Management
Science to handle these prototype problems. Some
of the managerial problems for which MS/OR
provides solutions are: allocation distribution,
network, competitive situations, inventory
control, waiting lines, predicting the behavior of a
system, and others such as sequencing and
routing, maintenance and replacement, search,
and bidding.

The MS/OR tools and techniques used to solve
these problems include: decision tables, decision
trees, mathematical programming, branch and
bound, network models, dynamic programming,
Markov Chains, game theory, inventory models,
waiting line (queing) models, and simulation
models. The one-to-one matching of problem to
technique does not always hold. In some in-
stances, a particular tool can be used for several
prototype problems; in other situations, one prob-
lem can be addressed with several tools.

MS And OE Relationship

Traditionally practitioners of OD and MS/OR
have not had a particularly close relationship,
despite some similarities between these disci-
plines. Both fields approach organizations from a
systems point of view. Models are used as a way to
represent systems or problems in OD and MS/ OR.
Both areas are keenly interested in decision-
making and problem-solving processes and use
adaptations of the scientific method to solve prob-
lems and assist decision makers. Cost effective-
ness, cost-benefit analysis, cost-benefit ratios, and
systems analysis are several of the methodologies
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that have been developed in recent years in
MS/0OR which attempt to measure the effective-
ness and efficiency of managerial systems. OD
has also emphasized a results orientation and
cost-benefit analyses.

The differences between MS/OR and OD can be
described in very general terms. MS/OR applies
rational algorithms to problems and takes a
normative approach. In the field of OD, problem-
solving and decision-making are considered in the
context of social and organizational processes.
Another difference is that mathematical models
are used extensively in MS/OR, while analog type
models are more often used in OD. The largest dis-
parity between OD and MS/OR is that each field
addresses different properties, features, and di-
mensions of organizations.

MS/OR Instruction

Management Science/OR skills that would be
necessary to incorporate into systems integration
include statistics and quantitative analysis; these
would better prepare course graduates to process
and interpret large volumes of data of various
kinds. Specifically, the statistics or quantitative
analysis instruction should include measures of
central tendency, measures of association, sampl-
ing techniques and sample size. Other topics
which may be appropriate to incorporate into sys-
tems integration are Program Evaluation Review
Technique (PERT) and Critical Path Method
(CPM), which are network models used for con-
trolling and planning complex projects. Other
areas that system integrators should be familiar
with include: time series analysis, decision
theory, topics in mathematical programming, dis-
tribution models, and queing theory.

Prospective systems integration attendees who
have not been exposed to statistics/ QA and ORSA
in graduate study programs or at their military
advanced courses, should be encouraged to com-
plete any or several of these Army Correspon-
dence Courses: Basic Statistics (FI 921); Simple
Linear Regression and Correlation Analysis (FI
922); Statistical Sampling (FI 980); Operations
Research (FI 097); and Operations Research/
Systems Analysis Familiarization Course (ALM
38-46). These courses are available from the Army
Correspondence Course Program. O

Special thanks to Captain John Oravis for his research help.
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In many cases, the antidote is better information.
The information that could dispel many uncer-
tainties is often available from outside sources and
from within the company. But many businesses
have failed to recognize intelligence management as
a top managerial job whose effectiveness will deter-
mine company performance in many areas.

Quick Response

A well-developed information program can pro-
vide the knowledge necessary to reduce areas of un-
certainty on some topics, and on other issues to
transform uncertainty into manageable risk. Most
important, an improved information system gives
companies the quick response capability they need to
adjust swiftly as events careen from their expected
trajectory.

Once corporations see the uncertainty problem as
an information problem—and one that can be
managed—they have already taken a major step to-
ward finding a solution. As companies begin think-
ing systematically about information management
as a way to increase their strategic effectiveness, the
need for certain moves becomes apparent.

First, dealing with the information needs of stra-
tegic management is a top-level managerial func-
tion. A high-level perspective is necessary to identify
both companywide needs and resources. It would
also help overcome such standard problems as the
frequent case in which the company is providing
people with more data but less useful information. A
top-level perspective usually helps, too, in dealing
with situations where people cannot identify their in-
formation needs. What you don’t know can hurt you.

Once responsibility for strategic information is
established, improvements can follow. A company’s
middle-level line managers, for example, are an
essential part of any mechanism for quick response
to shifts in the company’s business environment.
Being on the firing line, they can be the first people to
note when conditions are departing from what the
strategic planners had anticipated. Unfortunately,
organizational structures rarely provide for rapid
feedback and interaction between line people and
strategic management. Further, to translate on-
going business events into warnings for strategic
management, line managers need a conceptual
framework that enables them to fit their observa-
tions into an overall pattern. Too often, however,
training programs give these executives canned
analysis rather than a sense of how systems work
and, therefore, of the broader implications of their
line experience.

Internal company seminars can be a useful
remedy. Sessions for systematic discussion can help
provide the analytical framework required, and they
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enable companies to tap a valuable source of infor-
mation for recognizing unexpected changes in the
company’s operating environment. Midcourse cor-
rections can be more timely and effective when line
managers are part of the information process that
generates the changes.

Captives Of Their Assumptions

Systematic thinking about the information needs
of strategic management also focuses attention on
the underlying assumptions on which company
plans depend. These assumptions are sometimes
explicit, but often they are simply taken for granted
as self-evident truths. In either case, it is crucial that
they be subjected to critical examination and testing
against reality. Strategic plans have foundered be-
cause their core assumptions were too “obvious” to
require challenge or scrutiny.

How can companies avoid becoming the captives
of their assumptions? Outside directors and consul-
tants can play a useful role, both by asking questions
and by introducing new factual and interpretive
materials. Encouraging alternative perspectives
from within the corporation is also essential. Dis-
cussion and questioning serve two functions. First,
they force the people who formulate the dominant as-
sumptions to do their homework. Second, insertion of
contrary views into the planning process helps avoid
ossification of management attitudes. Executives
who have been alerted to events that may occur
contrary to their expectations are less likely to be
caught off-balance when changes occur. And man-
agers who are aware of different contingencies are
less likely to be psychologically overcommitted to
plans that are rapidly going out of date. New devel-
opments need not become costly surprises. O
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Stress is a pervasive aspect of modern life. It is recognized as
having an especially deteriorating effect on those individuals
who are placed in demanding jobs and who have little control
over their environment. A staff officer at a joint headquartersisin
such a position. This article describes some of the stresses in a
joint headquarters and offers a few techniques for preempting
the harmful effects of those stresses.

A Managemen
Challenge For
The Joint
Headquarters
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A joint headquarters presents a complex
patchwork of stresses. These stresses are brought
about by the rapid flow of information, immediate
need for rational recommendations and decisions
affecting large forces, sensitive political consider-
ations, long-term effects of actions implemented,
military risks of dealing with unknown factors,
and unforeseen actions of enemy and ally alike.
Because computers will not work with unknowns
that require human intuitive powers, the staff
officer becomes the primary target for incoming
stressors.

Until fairly recently, the presence of stress was
not fully recognized as a factor capable of
degrading an individual’s staff work or even his
health. However, pervasive U.S. involvement in
world affairs and technological improvements in
information flow processing have combined to
present a joint headquarters staff with a myriad of
time-sensitive situations to deal with while main-
taining a productive balance in their interper-
sonal relationships. This balancing act is difficult
enough to perform during “normal” day-to-day
living and is intensely complicated by any
emergency or crisis.

Considerable evidence indicts stress as a central
factor in interfering with the rational and effec-
tive response of individuals to crisis. Philip
Goldberg, in his book on executive health, de-
scribes the cycle of stress as leading, “to physical
and psychological weaknesses of varying intensi-
ties. The person so affected does not function at
full capacity. As a result, he or she becomes more
vulnerable to future stress.” For the joint staff
officer to effectively break this cycle he must
develop ways of coping while maintaining, and
even improving, staff relationships. Most of us
have adopted coping mechanisms that allow us
not only to live with stress but disguise its pre-
sence and effects. Generally, whatever the in-
dividual or group experiences as a successful
mechanism for coping with or avoiding the stress
of a crisis will be used again and again.

Several improper reactions to stress are pos-
sible, including: withdrawal, attack, cynicism,
questioning of goals or instructions, feigning
boredom, or refusing to take the initiative. Groups
may also avoid the stress of crisis by engaging in
serious irrelevant conversations or by analyzing
past interactions which have little or norelation to
the immediate threat. Confronted by an increas-
ing rate of uncertainty and stress, the staff officer
is likely to fall back on one of the improper
reactions and worsen the situation. Unfortunate-
ly, it is at just this point that the staff officer is
most in need of all his intuitive faculties.

Interview data for this paper was gathered from
both staff supervisors and action officers at a

large joint headquarters. The questions asked
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during the interview were designed to allow the
officers complete freedom of expression. An analy-
sis of their responses yielded four primary stress
elements: time, knowledge, communication,
and organization.

Time Stressors

The interviews generated many intense descrip-
tions of time-related stress. The most frequently
stated irritant was the unplanned and almost
always short-fused requirement to answer an
inquiry for which there was no simple answer or
for which the answer might be rapidly overcome
by events. This demand often caused the responsi-
ble officer to stop work-in-progress to spend the
necessary time writing an intelligent response
conforming with command policy.

Rapid change in the strategic military environ-
ment requires the joint staff to process greater
amounts of information in ever-decreasing avail-

able time. This requirement puts unrelenting
pressure on the staff officer to react quickly. The
increased responsibility of a joint headquarters
maghnifies the complexities of this type of stress.
Computerization has assisted in quantifying and
coding much of this massive input of information,
but it has also forced the staff officer to present the
commander with many more alternatives. As
Henry Kissinger once said, “The absence of
alternatives clears the mind marvelously.”
Conversely, experiments have shown that the
greater the number of alternatives, the longer it
takes to reach a decision and act upon it. Timely
reaction to vacillating issues of great importance
is a primary stress producer for the joint staff
officer.

Knowledge Stressors

Career progression for an officer serving on a
joint staff often depends upon his ability to
present his knowledge of a problem to the com-
mander or other senior officials. Here, however,
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the interviewed officers described two primary
stress-producing issues that were more basically
related to their knowledge demands: assignment
overlap and getting the “right guy” to solve the
problem,
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Introduction to the organization was often a
blurred, one-day hand-shaking tour through those
staff sections familiar to the sponsor. In the com-
plex joint staff, that familiarity was limited. Many
of the staffers the newly arrived officer met where
dual-hatted, which served only to further confuse
the initiate. In many instances, the new officer’s
predecessor had either departed the command or
was involved in out-processing (moving the
family, selling a house, or interviewing for a post-
retirement job). In this perplexing environment,
the new officer was expected to rapidly “get up to
speed” and become the expert in his area.

The interviewed action officers universally
stated that the organization did expect them to be
experts in their areas. However, they also noted
that their expertise, expressed as a recommenda-
tion for a certain course of action, rarely survived
as originally conceived. Over a period of time,
many staff officers said that they began to
preceive their job as not being directly linked with
the end product (war plans). The feedback
obtained by those officers from this process
confused rather than defined future projects. Staff
officers whose suggestions had repeatedly
vanished became suspicious and privately angry.
In this atmosphere, imagination and productivity
frequently were stifled.

Organizational Stressors

The character of a staff officer’s relationship
with his boss and others on the staff will most
often determine the way he responds to crises.
Large complex organizations such as a joint
headquarters assign each staff officer to a specific
task or role. The role structures his activities and
interactions with the other members of that staff.
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Joint headquarters do this, much like business or-
ganizations, to be functional and to survive in a
highly abstract and competitive environment.
However, this structurally severe approach often
depersonalizes relationships and causes an over-
emphasis on positional power rather than cooper-
ativeinteraction. Joint headquarters, if they areto
achieve their goals, must coordinate the actions of
widely separated individuals who are “each
concerned with only a piece of the whole yet whose
input is essential for a meaningful whole;” for
example, submitting a plan to the JCS.

Functional dependence between staff officers
and sections means that one person’s task can be
accomplished only if certain others perform their
jobs satisfactorily. An individual’s capability for
processing massive amounts of information is
finite and therein lies the rationale for organiza-
tions: to classify and code inputs. In a rapidly
changing military situation involving volumns of
reports and frustrating unknowns, cognitive over-
stimulation can, to a large degree, degrade predic-
tive ability and the capacity to absorb, manipu-
late, evaluate, and retain information. All are
essential qualities in an effective staff officer.

An additional stress producer for a joint staff
officer is tied to headquarters’ structural retreat
from one of the basic principles of traditional orga-
nizational theory, unity of command. The princi-
ple holds that each individual should have just
one boss. However, as in most complex organi-
zations, “this state of affairs is in general realisti-
cally impossible even if it were desirable” (Kahn).
A quick glance at a joint headquarters organiza-
tion chart could lead to the misconception that
each joint section is a somewhat separate entity
capable of performing its misgion within that divi-
sion. In practice, the opposite is true. Interstaff
coordination of actions and planning with other
staff divisions is absolutely essential. Although it
is a common practice to assign a problem to one of
the divisions, that problem will nearly always be
expressed as a broad operational concern and will
require exhaustive coordination across the entire
headquarters. For the staff officer detailed with an
assigned action, this means a continuous cycle of
gathering data, developing, presenting, and revis-
ing solutions, and gathering more data. Some
steps of the cycle require the staff officer to obtain
agreement from other divisions before the
commander receives the plan. Frustrations,
delays, and rapidly changing world events are
just some of the stressful possibilities for the joint
staff officer.

The already complex nature of a joint head-
quarters is increased by the composition of its
staff. Officers are assigned with widely varied
backgrounds, experiences, education, and often
unique expressions for common military concepts.
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This initially unfamiliar and often unpredictable
environment only adds to the sense of unease of
the newly assigned joint staff officer. A common
statement was “I’ve been here a year and am just
now learning who can help me and who can’t.”

Communication Stressors

The structural difficulties described earlier also
cause many intraorganizational communication
problems, Frustrations of this nature range from
incomplete and/or late guidance to poor or un-
defined channels for information flow.

The character of a complex joint headquarters
and the complicated, but necessary, structure
cause frequent confusion between supervisor and
staff officer. This condition results in an action-
officer perception that “confused orders are being
issued” and a supervisor perception that “orders
are being executed ineptly.” Feedback from the ul-
timate user was either nonexistent, directed to the
wrong staff section, or filtered by intermediaries.
The obvious result of this fractured communica-
tion was more stress and additional suspicion
within the system.

Currently, most staff officers in joint head-
quarters are inundated with computer data and
other information. However, this provides no
guaranteed method of coping with the stress-pro-
ducing factors in the headquarters. Indeed, im-
proved technology in the form of faster communi-
cations, more efficient computers, and even struc-
tural reorganization often merely provides more
stress as the system stretches and contracts to ac-
commodate the latest innovation.

The joint staff officer is dealing with an environ-
ment in constant transition and the traditional
safeguards against stress (tight lines of control
and systematic prioritization) may not always be

available. How then does the action officer, staff

supervisor, and ultimately the entire organization
effectively cope with this potentially degrading
phenomenon?

Traditional management practices have
focused on treating the effects of stress once the
crisis is over. However, treatment of symptoms is
only a recognition that some stressful situation
existed and that it resulted in some kind of
damage (disruption of headquarters functions,
perhaps mission failure, or on a more personal
level, ulcers, migraines, or worse). Dr. Hans Selye,
founder of the International Institute of Stress
and author of Stress Without Distress, reminds us
that excessive stress can not only degrade work
efficiency but can actually shorten life. Dr. Selye
compares a person’s ability to withstand stress to
a deep deposit of oil. Once it is brought up and
burned, it is gone. The joint staff officer, working
in a high-stress environment, spends his portion
rapidly. He then becomes a prime candidate for
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physical maladies which, if not immediately life
threatening, may lay the foundation for an early
coronary.

Psychiatrists have constructed a list of harmful
reactions exhibited by those under stress. The
following are some to the warning signs:

¢ Constant anxiety at work or home.
o Difficulty getting along with others.

¢ Pyshing the panic button at even small
disappointments.

e No longer receiving joy from small
pleasures that used to be satisfying.

® Suspicion of others’ motives.

e Cynicism.

e Fear of situations that previously never
caused concern.

¢ Feelings of self-doubt and inadequacy.

Appearance of these reactions indicates some
degree of harmful stress in a person’s life.

There are several positive practices available to
both individuals and organizations that can
improve the environment and in turn contribute to
improved efficiency. A great deal of controversy
accompanies most stress treatments because the
treatment is often perceived suspiciously by those
to whom it is being applied. However, some useful
preventions have come from recent research, and
that research forms the basis for the suggested
preemptive measures. The intent is to propose
ways to keep from becoming stressed rather than
getting unstressed.

An individual’s attitude will play the dominant
role in responsiveness to pre-stress activities. To
become better prepared to weather the deleterious
effects of a crisis, mentally and physically, a
person must possess more personal resources
(deeper oil deposits) than are taxed by job
requirements. There is more involved in
withstanding the rigors of stress than merely
knowing the latest project’s requirement. As
Goldberg states, “It involves a holistic awareness
of one’s physical, mental, and emotional reaction
to stress, the impact of that reaction (on yourself
and others) and the ability to translate the
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