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Commanding General, First U.S. Army; 
Commander-in-Chief, U.S. Army Readiness 
Command; Commanding General, U.S. 
Army Logistics Center; Commanding Gen­
eral, Combined Arms Development Activity; 
Deputy Commander, Command and Gen­
eral Staff College; and TRADOC Chief of 
Staff. 

As a result of the consulting experiences, 
the conclusion was formed that many parts 
of the simple four-step consulting process of 
assessment, planning, implementation, and 
follow-up break down quite rapidly. When 
consulting in a complex system, the client/ 
consultant relationship is quite different, 
and survey/interview-based assessments are 
replaced with more expert-based diagnoses 
using proscriptive models of what a healthy 
organization should look like. Group process 
oriented implementations such as team 
building, role clarification, conflict man­
agement, leadership and communication 
skill training become less important. Ef­
forts at environmental mapping, open 
systems planning, organizational de­
sign, and mapping political power struc­
tures become more appropriate. 

Based on their field experience and some 
excellent professional development at Co­
lumbia University's Executive Program in 
OD and HRM, the members of the EOD 
have developed a consulting process that 
differs substantially from the four-step pro­
cess taught in the basic course. This process 
is elaborated upon in greater detail in 
another article in this issue, entitled "Con­
sulting in Complex Organizations." This 
new consulting process has been presented 
to major OE conventions in the field. This 
fall, presentations were made at the U.S. 
Army Europe meeting in Koblenz; the 
Forces Command meeting in Atlanta; the 
DARCOM meeting in Charleston; and the 
OD Network meeting in San Francisco. It is 
now being presented by a member of the 
EOD at every OE Project Manager Course 
that OECS conducts. It has been well re­
ceived by OE Management Consultants 
who have been operating in complex (al­
though not necessarily large) organiza­
tions. 

Now that a basic, complex system consult­
ing process has been developed, field tested, 
and disseminated to the field, EOD is pres­
ently focusing on further developing three 
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aspects of that concept: 

• Designing the strategic planning proc­
ess. 

• Developing procedures to do organiza­
tional design. 

• Developing procedures to continue the 
change momentum once strategic plan­
ning has been completed. 

Present operations include the Defense 
Language Institute, the Portland Engineer 
District, Readiness Region III, and the Army 
Materiel Center. With the departure of 
Randy Duke to civilian life, Bob Good­
fellow and Major Bill Langford, both re­
spected trainers, have joined the team. 

As you develop the need for assistance, 
please do not hesitate to call and discuss it 
with the EOD. The consulting calendar is 
normally filled 45-60 days in advance, but 
there are exceptions. The Commandant's de­
cision to support an operation is normally 
based on the nature of the issue being ad­
dressed, the extent to which it will contribute 
to a better understanding of the OE process, 
and the source of the funding. 

The principal focus continues to be in 
developing concepts which will assist MCs 
to consult in complex systems. These are 
not necessarily large systems, but they are 
complex systems. In most cases, EOD works 
with the local MC in direct support of the 
operation. On rare occasions, work will be 
done in an organization that does not have 
an MC if follow-up arrangements 
can be made. 

Since EOD is the clearing house for all 
requests for outside assistance, any request 
should be sent directly to the attention of the 
division. When . calling, use the Autovon 
numbers, 929-7886 or 929-7108. If one ofthe 
EOD staff is not available or if you would 
like the help of a specific faculty member, 
the request may be staffed through the other 
directorates for assistance. The majority of 
these consulting operations are funded by 
the requesting unit. Some operations, how­
ever, are funded by OECS if the circum­
stances warrant it. 

Give us a call if you would like to talk! 
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OECS Long-Range Organizational {Strategic) Planning Conference 

A long-range planning conference was con­
ducted at OECS 8-11 December 1980. The con­
ference was sponsored by OECS and was de­
signed and planned by the staff of the Concepts 
Development Directorate with support from all 
directorates. It was attended by 20 key mana­
gers accompanied by their OE management 
consultants (MCs). Four general officers were 
in attendance. Participants came from such or­
ganizations as: HQDA, HQ TRADOC, HQ 
FORSCOM, HSC, Office of the Adjutant Gen­
eral State of Maryland, Office of the Adjutant 
General State of Wisconsin, JFK CEMMA, 
USALOGCEN, 1st US Army, 6th US Army, III 
Corps, 18th Airborne Corps, Ordnance Center 
& School, Readiness Group Atlanta, Madigan 
Army Medical Center and 13th Support Com­
mand. 

The primary objective of the conference was 
to provide commanders/key managers and their 
MCs with the knowledge and capability to ini­
tiate, organize and conduct a workable, long 
range organizational (strategic) planning ,pro­
cess for effective management of any Army or­
ganization. Additional learning objectives 
were: 

1) to provide an understanding of the nature 
and importance of strategic planning, 

2) to provide understanding of how to orga­
nize for the strategic planning process, 

3) to recognize key considerations in doing 
planning, 

4) to identify methods of implementing 
strategic plans, 

5) to understand and utilize methods to 
evaluate and recognize your system while doing 
strategic planning, 

6) to understand methods to strengthen the 
consultant/commander relationship in strategic 
planning, 

7) to understand and utilize methods to as­
sess the broader environment and its impact on 
the strategic planning process, 

8) to develop methods to evaluate the readi­
ness of your organization to conduct strategic 
planning. 

Peter Vaill, PhD, former dean ofthe School of 
Government and Business, George Washington 
U ni versi ty, was the key presenter. Dr. V a ill is a 
leading authority on strategic planning, has 
published extensively on the subject and has 
successfully applied strategic planning theory 
in a variety of public and private organizations. 
Dr. Reuben Harris, Associate Professor at the 
Naval Postgraduate School, presented some 
ideas from his book on managing the organiza­
tional transition state. The final day of the con­
ference was facilitated by LTC Jim Looram, 
MAJ Mike Rodier and MAJ Bill Langford of 
OECS' External Operations Division. They 
provided information on the methods of imple­
menting strategic planning in Army organiza­
tions. 

The Conference window schedule is summarized by this diagram: 
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DATE 
Mon 8 Dec 
1800-1820 
1820-1900 

Tues 9 Dec 
0800-1130 

1300-1700 

2000-2130 

DATE 
Wed 10 Dec 
0800-1130 
1300-1400 

1400-1530 
1530-1700 

Thurs 11 Dec 

DIAGRAM 
SUBJECT 

Conference Introduction 
The Nature of Strategic Planning 

Evaluating Your Present Organization 
Mission and Environment 
Evaluating Your Organization's 
Future ~ission and Environment 
High Performing Systems 
(Presentation Video-taped) 

SUBJECT 

Establishing Experimental Objectives 
Identifying Organizational Behaviors 
Needed to Reach Objectives 
Managing the Transition State 
Open Dialogue Between Drs. Vaill/ 
Harris and Participants 

0800-1500 Establishing Methods to Implement 
Strategic Plans 

PRESENTER 

COL Golden 
Dr. Vaill 

Dr. Vaill 

Dr. Vaill 

Dr. Vaill 

PRESENTER 

Dr. Vaill 
Dr. Vaill 

Dr. Harris 
Dr. Vaill 
Dr. Harris 

LTC Looram 
MAJ Rodier 
MAJ Langford 

11 



A significant aspect of this conference was to 
provide time for the management consultant 
and his/her user or perspective user to review 
the possible uses of the strategic planning pro­
cess for specific issues or concerns that had been 
identified prior to the conference. Many partic­
ipants left the conference with not only a work­
ing knowledge of the strategic planning process 
but also, with the beginnings of a strategic or­
ganizational change plan that could be used 
upon return to their organizations. 

The major highlight of the conference was Dr. 
Vaill's presentation entitled "Toward a Behav­
ioral Description of High Performing Systems." 
A high performing system was identified as a 
system where men and women, utilizing some 
collection of technologies, are performing 
against some pre-defined goals or standards in 
a way which would be described as "excellent," 
or "outstanding," or "high performing." Dr. 
Vaill shared his views on some events that 
might be observed in such systems. His presen­
tation was video-taped and a copy can be ob­
tained by sending a blank tape to the OECS 
library and requesting a copy. All other mate­
rials and handouts need copyright clearances 

A Communique Chaplet- To some of the unseen 
staff of OECS, who, in addition to their normal 
duties, lend of their time and talents to the production 
of our many publications. From left to right: Ms. 
Perna Green (Supply Officer); Ms. Gail Riley (Word 
Processing); Ms. Colma Roan (Secretary, Training 
Deu.); Ms. Jannie Moore (Word Processing); and our 
Admin Officer Paul Neumann. 

before they can be made available to MCs who 
did not attend the conference. 

LTC Jerry Pike; Chief of Concepts Develop­
ment Directorate has completed the develop­
ment of a strategic planning model. The model 
integrates much of the material presented dur­
ing the conference and provides a method for 
conducting a strategic planning conference. It 
is based on two strategic planning operations 
that have recently been conducted by internal 
MCs. It is currently being distributed to partic­
ipants of the OECS conference and will be 
printed in its entirety in the next issue of the 
Communique. 

Preliminary evaluation data indicates strong 
support for the use of strategic planning con­
cepts and technologies among commanders and 
key ·managers. Prior to the conclusion of the 
conference, Dr. Vaill stated, "I know of no For­
tune 500 organization that has the capability to 
put on such a conference." Hopefully, this con­
ference and future conferences sponsored by 
OECS can provide MCs the tools and hands-on 
techniques to work successfully in large, com­
plex organizations. D 

Correction 
Our apologies to the folks at Fort Huachuca 

who were not included in our state-side OE 
Management Consultant roster published in 
the last issue. 

Captain John P. Cavanaugh Autovon 879-
6576 
Mr. Norman L. Warren .. Autovon 879-6576 
Mr. Gordon H. Lewis .... Autovon 879-6576 

A reminder to all OESOs (MCs). The 
Leadership and Management Development 
Course (L&MDC) has been dropped from 
the FTX. Students will only consult during 
the FTX. Those desiring to teach the 
L&MDC at the local level should submit a 
request to attend a Leadership and Man­
agement Development Trainers Course 
(L&MDTC). 

We trained hard- but it seemed that every time we were beginning to form up into teams, we would be 
reorganized. I was to learn later in life that we tend to meet any new situation by reorganization, and a wonderful 
method it can be for creating the illusion of progress while producing confusion, inefficiency and demoralization. 

- Petronius Arbiter 
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Organizational Effectiveness in the USAR 
MAJ Frank A. Baldwin, Jr. 
OESO, Ft. Gillem, Georgia 

This article is designed to provide newly trained Organizational Effectiveness Staff Officers (OESOs) 
assigned to Readiness Regions an overv· w of tile USAR Environment which should facilitate their 
transition into the new assignment. e 1rst pa of the 1sc s · ill focus on the USAR Environment; 
specifically, those elements whi h he OESO m st conside w, e is on the job. Subsequently, the 
techniques which have been found useful · arketing 1 h USA will be outlined .. 

ADAPTING TH 
USAR ENVIRON ENT 

Generally, USAR u 'ts meet an rain 
two days per month. To e OESO, this re­
sults in a month delay before y-organiza­
tion can be revisted, either o obtain ore 
information or to interact with the organi­
zation or its commander in any ay. 

A dynamic that should be recogn d 
with this situation is that although one 
month elapses for the OESO in an organiza­
tion (normally the Readiness Group), it is 
actually the next duty day for USAR mem­
bers. Generally, noticeable change in the 
USAR organization does not occur in the 
time elapsed. USAR units strive to ac­
complish in two days what their active 
counterparts accomplish in a month; con­
sequently, as the time for training, admin­
istration, supply, etc, is reduced, so is the 
time USAR commanders can devote to OE, 
regardless of how eager the commanders 
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'nvo es the "four step 
sessme: f USAR organiza-

tion c e a partie arly difficult task to 
accomplish in e av ilable time. In addi­
tion to being ifficul for an OESO to "cover 
the grQUnd" ·n two days, the assessment 
phas · s furt er complicated by having to 
work aroun a unit's ongoing training 
schedules. A very effective way to ac­
complish an assessment is first to do exten­
sive prework with the full-time members of 
the unit. Since USAR organizations nor­
mally have some full-time personnel, a 

. great many organizational questions can be 
resolved beforehand. This prework and 
planning can be followed by administration 
of the General Organizational Question­
naire (GOQ) at a weekend drill. I have 
found commanders to be very receptive to 
the GOQ and willing to set aside the rela­
tively short time required to administer the 
GOQ to all members of the organization. 
During the following month the OESO can 
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analyze the GOQ, identify the areas and 
groups which indicate concerns, and focus 
interviews or observation time on those 
areas during the following drill. Using this 
technique, the assessment is done rapidly, 
accurately, with maximum participati,on by 
unit members, and in the shortest time. 

The criticality of time can sometimes be 
alleviated by doing prework, initial inter­
views or follow-up with the commanders 
and/or key staff members during their 
<<non-duty days". This entails contacting 
personnel when they are at their civilian 
jobs or at home. This may or may not be 
sensitive to those concerned and should be 
approached cautiously and only after ob­
taining permission to do so from the indi­
viduals concerned. 

The second critical element in the USAR 
environment is the wide variety of types of 
units in any area or under a single head­
quarters. The units within any geograph­
ical area cannot be categorized and are not 
organized into «neat" battalion or brigade 
structures. For example, it is possible to en­
counter units with headquarters in one 
state and the major part of subordinate per­
sonnel in another state. The result is an or­
ganization without a responsive command 
structure at the location where the troops 
area. It is also possible to encounter units 
with their higher headquarters in another 
Readiness Group's area. Other organiza­
tions may drill on the same day and in the 
same city, but its personnel may work at 
several locations (example: hospital with 
personnel reporting to different hospitals 
for duty). Consequently, OESOs can expect 
clients to range from an OIC (Not Cdr) of 
400 people, to Company Commanders with­
out responsive higher headquarters, to 
other OESOs who are trying to work a proj­
ect with a part of the unit in your area of 
responsibility. 

The third criteria element in the USAR 
environment is the OESO's relationship 
with active Army personnel asSigned to the 
Readiness Group. It is important to develop 
a supportative base at your Group Chief 
level as you will have to work jointly with 
others in the units you support. The most 
important groups with whom OESOs work 
jointly are the Branch Assistance Teams 
(BATS). These groups of Officers and NCOs 
are the active Army Assistors to specific 
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USAR units. They are assigned to the 
Readiness Group to assist the units in 
achieving and maintaining high levels of 
combat readiness. The BATS can be of tre­
mEmdous assistance to the OESO in that (1) 
they can provide extensive background in­
formation about personalities and units and 
(2) they can open doors to many USAR or­
ganizations. The OESO in-turn, recipro­
cates to the BATS by contributing to the 
improved combat readiness of the USAR 
organizations. The BATS are assigned to 
the Readiness Group Hq; however, they 
travel extensively throughout the Group's 
area of responsibility and can assist in pre­
work, marketing OE, obtaining informa­
tion, and/or making OESOs aware of poten­
tial clients. Keep in mind that a potential 
client may be hundreds of miles away, 
travel is costly and the BATS can help by 
doing some of the leg work. Many USAR 
units, especially the larger elements, have 
active Army members assigned as «Ad­
visors". Establish a relationship with these 
((key links" to USAR units. OE in the USAR 
is a team effort and OESOs work hand-in­
hand with unit Assistors and Advisors for 
the same objectives. OE can be perceived as 
«threatening" by other Group members, es­
pecially when «confidentiality and anonym­
ity" are involved. OESOs may be resented 
by other members of the Readiness Group, 
especially if the Assistors are not included 
in the OE effort. Although this can be an 
obstacle, most USAR commanders consider 
Active Army Assistors key members of 
their USAR organizations and they will not 
hesitate in including the assistors in the OE 
effort. Although OESOs must retain the 
clients prerogative in the area of confiden­
tiality and anonymity it can be truthfully 
stated that in the majority of cases, assis­
tors will be a major source of information 
for the OESO and will work hand-in-hand 
with the OESO in planning and executing 
interventions with the client's hearty sup­
port. 

OE IS MOST WELCOME 
One of the most pleasant surprises I had 

upon arriving at this assignment was dis­
covering how receptive senior officers of the 
USAR are to Organizational Effectiveness. 
The majority of the senior officers of the 
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USAR I have worked with have either per­
sonally used OD consultants in their civi­
lian jobs or if not, are very familiar with 
consultant services in other organizations. 
As a whole, USAR commanders are not 
hesistant to utilize OE technology in their 
units; in fact, I have found most USAR 
commanders eager to use OE. 

Working with the USAR is an extremely 
rewarding experience - the USAR has a 

dynamic environment and is comprised of 
professional soldiers, genuinely motivated 
in being part of the total Army team and 
attaining the goal of being ready for mobili­
zation. By adapting to the USAR environ­
ment through optimum use of time, 
meticulous pre-planning, and recognizing 
the unique dynamics of a USAR organiza­
tion, OE contributes significantly to the 
combat readiness of the USAR. 0 

Major Frank A. Baldwin, Jr., is currently the OESO at Readiness 
Group Atlanta, Fort Gillem, Georgia. A graduate of Texas A&M Univer­
sity, Major Baldwin has served in various troop and staff assignments 
with the 23d Infantry Division, Vietnam; the 2d Armored Division, Ft. 
Hood, Texas; and the 193d Infantry Brigade (Panama). 

Army Organizational Effectiveness and 
Navy Organizational Development: 

A Comparison and Contrast 
Dr. Steve W. Ferrier 

USAOECS, Ft. Ord, California 

ABSTRACT 

This paper briefly describes the US Ar­
my's application of Organizational Devel­
opment through its organizational effec­
tiveness management consultants and the 
US Navy's implementation of organiza­
tional development through its Human Re­
source Management Centers. After defining 
each service's program, and their method of 
direction, the author identifies converging 
trends in the selection ofOD and OE consul­
tants, the OD/OE basic methodology used by 
each service, the use of generated OD/OE 
data and the goals of the programs. The 
paper reviews these similarities and con­
cludes with a discussion of differences in 
levels and issues addressed by the two pro­
grams. 

INTRODUCTION 
ccWith over 1000 people involved full time 

in OD, the military probably has the largest 
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OD program in existence. The size, scope, 
and possibly even the survival of military 
OD might be interpreted as an indirect 
measure of the success of the programs."1 

Although the Army adopted Organiza­
tional Development (OD) over 5 years ago 
and the Navy introduced OD slightly ear­
lier, commanders still raise numerous ques­
tions beginning with ccwhat is the pro­
gram?" After this and similar questions on 
the nature of each ccprogram" have been an­
swered, the service member often asks 
ccDoes our program differ from other mili­
tary OD?'' This paper briefly defines both 
the Army Organizational Effectiveness 
(OE) and Navy Organizational Develop­
ment (OD) programs, and after determining 
similarities and differences, identifies 

1 Umstot, Denis D. "Organizational Development Technol­
ogy and the Military A Surprising Merger", Academy of 
Management R,eview 1980 VOL 5 (2), 189-201. 
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trends in training methodologies, and per­
sonnel applications of the two programs.2 

DEFINITIONS: 

Army regulations define Organizational 
Effectiveness (OE) as "The systematic mili­
tary application of selected management 
and behavioral science skills and methods 
to imprr.~ve how the total organization func­
tions ~o accomplish assigned missions and 
incr .:!ase combat readiness. It is applicable 
to organizational processes (including 
training in interpersonal skills) and when 
applied by a commander within the organi­
zation, is tailored to the unique needs of the 
organization and normally implemented 
with the assistance of an Organizational Ef­
fectiveness Management Consultant." 

Navy: The Organizational Development 
(OD) effort in the Navy as implemented 
through regional Human Resource Man­
agement Centers is currently called "Data 
Guided Development" and relies upon data 
feedback change strategy. It is primarily 
aimed at the development of individual 
units; uses external consultants as the 
principal agents of change; emphasizes 
short and medium term changes, as well as 
long term payoffs; and strives toward a goal 
of increased organizational effectiveness.* 
For example one major Naval Human Re­
source Management Center briefs that its 
mission is tTo assist commanding officers 
in improving organizational effectiveness 
through enhanced leadership and man­
agement." 

Direction 
Army: Organizational Effectiveness 

(OE) is managed by commanders and man­
agers at a variety of levels throughout the 

* The author wishes to thank Captain K.E. Nider, USN, 
Commanding Officer of Navy Human Resources Manage­
ment School, NAS Memphis, and Captain J.D. Skull, 
USN, Commanding Officer of Human Resource Manage­
ment Center, San Diego, for their assistance with the initial 
draft of this article. 

2 This article is intended to be update of MAJ James W. 
Ritter's "Army Organizational Effectiveness and Navy 
Organizational Development" published in OE Com­
munique 1-78; Jan 1978, 54-58, and essentially follows 
the structure of that article. A later Communique article 
will compare and contrast the Army and Air Force pro­
grams. 
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Army - the Army General Staff, Army 
Group HQ, Corps HQ, major command 
headquarters, large installations, service 
schools, divisions, overseas Military Com­
munity HQ's separate brigades, and 
selected activities. Commanders at these 
levels are authorized the capability of pro­
viding OE consulting within their organi­
zations. However, the actual use ofthe con­
sultants by subordinate elements of the or­
ganization is voluntary, with OE operations 
strictly between the commander and the 
consultant. (The OE Center and School, Ft 
Ord, CA, provides OE familiarization train­
ing for program managers at regional 
sites.) 

Navy: The Organizational Development 
(OD) program is under the direction and 
control of the Navy's senior line managers. 
The Navy has four regionally situated 
HRM consulting centers reporting directly 
to various fleet commanders-in-chief, with 
a fifth center located in Washington,D.C. to 
serve selected shore-based activities. The 
program is primarily command directed for 
Navy units, with fleet commanders respon­
sible for Navy OD under their commands. 
Under current consideration is a proposal 
for the HRM cycle to be voluntary for fleet 
units; shore units are already voluntary 
clients. Much of the Navy effort (approxi­
mately 75%) results from client commands 
being scheduled by higher authority but it 
would be inappropriate to describe the pro­
gram as mandatory. The client command 
does have the prerogative to terminate and 
often has for reasons of Op-necessity. The 
remaining energies expended result from 
direct requests (walk-in) for specific serv­
ices. The latter are local command gener­
ated and strictly voluntary. 

Personnel 

Army: Until1979, Organizational Effec­
tiveness consultants had been almost all of­
ficers, in grades 0-3 and 0-4, with a few 
0-5s. As of 1 January 1979, the Army had 
trained approximately 500 consultants, of 
which fewer than ten were senior noncom­
missioned officers. In 1979, two pilot 
courses for NCOs graduated 97 students. 
The OE consultants attend a 16-week train­
ing course at the United States Army Or­
ganizational Effectiveness Center and 
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School (OECS) located at Fort Ord, Califor­
nia. Upon successful completion of the 
course, officers are awarded a special skill 
identifier and are usually assigned as an 
Organizational Effectiveness Management 
Consultant to any of a number of positions 
Army-wide. 

The consultant normally can expect to 
work in that capacity for approximately 
l-¥2 to 3 years, at which time the officer is 
usually assigned to a 'branch-related duty. 
For a significant percentage of OE consul­
tants their branch reentry assignment is 
one which often maximizes use of 0 E re­
lated skills. Repetitive consulting tours of 
duty are possible. 

Following an evaluation of the utilization 
and effectiveness of the graduates of the 
two pilot NCO courses, the Department of 
Army has approved the continued training 
ofNCOs in a joint OE Management Consul-

. tant course which will be 16 weeks for all 
students. The Army, in accordance with the 
emphasis placed on developing the total 
Army, has assigned an increasingly large 
proportion of OE Consultant training slots 
to the Reserve components. 

Navy: Organizational Development con­
sultants number approximately 500, with 
300 enlisted E-5 to E-9, 164 officers from 
Ensign to Captain, and 50 civilians. Naval 
OD consultants attend a 12-week course of 
instruction at the Human Resource Man­
agement School located at Memphis Naval 
Air Station, Tennessee. The consultants' 
normal duty tour is for a 2-3 year period 
followed by reassignment to regular fleet 
duty in their warfare or occupational spe­
ciality. Following successful consulting 
duty, the officers are given an organiza­
tional coding to indicate their expertise. 
This coding enhances the possibility of sub­
sequent assignments in human resources 
management areas. Enlisted personnel re­
ceive their classification code upon gradua­
tion from training. 

Methodologies 

Army: Originally Organizational Effec­
tiveness operations were conducted using 
the four-step process of assessment, plan­
ning, implementation, and evaluation/ 
follow-up. Recently OE Management Con­
sultants have found that this four step 
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process is modified significantly for OE op­
erations in large or complex military or­
ganizations. The assessment phase includes 
observations, interviews (both individual 
and group), various instruments (most not­
ably the General Organizational Question­
naire, derived from the human resource 
management (HRM) survey developed 
jointly by the Navy and the Institute of So­
cial Research), and analyses of historical 
documents pertaining to the organization. 

Although there are typical assessment 
designs, no set design is required. The ex­
pectations, limitations, and techniques for 
the operation are mutually contracted be­
tween the commander and the consultant. 

The planning phase occurs once the as­
sessment data has been reduced and fed 
back to the commander. This is a joint effort 
between the commander and the consul­
tant, with all decisions for implementation 
made by the commander. This phase is ex­
tremely critical to the success of the overall 
intervention. 

Implementation follows the planning 
phase. Typical implementations might in­
clude workshops and various consulting 
services tailored to meet the needs of the 
organization. These services are normally 
provided in the work environment. An in­
creasing proportion of OE management 
consultants are now working at the division 
or equivalent, or higher organizational 
level and consequently must demonstrate a 
functional knowledge of the systemics of a 
large or complex system and modify this 
and the other phases as appropriate.* 

The OE operation is evaluated and, if 
necessary, followed up some months after 
the conclusion of the implementation. A 
separate formal evaluation step is often not 
reached because the consultant provides 
continuous feedback and evaluation data to 
the commander throughout the operation. 

It should be emphasized that the com­
mander has the option to terminate the op­
eration at any time, since OE is truly vol­
untary. 

Army personnel are often prepared for 
use of OE and introduced to the goals and 
functions of the program in their basic or 

*See article by LTC Looram, et. al., in this issue. 
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advanced career .courses or in their comple­
tion of the OECS designed Leadership and 
Management Development Course 
(LMDC). The LMDC trains critical OE re­
lated skills and encourages acceptance of 
OE. 

Navy: Organizational development for 
each client system in the Navy follows the 
same basic sequence in a nine step cycle: 
Introductory activities; data gathering; 
analysis; feedback and diagnosis; planning; 
HRM availability period; unit action; con­
tinuing assistance and follow up. Data 
gathering is accomplished primarily, but 
not exclusively, by administering the 
human resource management (HRM) sur­
vey originally developed jointly by the In­
stitute of Social Research and the Navy. 
This survey has been used Navy-wide, in 
over 2600 Navy commands. Results of the 
survey are analyzed, summarized, and 
briefed back to the client. Data interpreta­
tions, client felt needs, and consultant per­
ceptions lead to formulation of the remain­
ing activities of the cycle. Other data 
gathering devices besides the survey in­
clude interviewing, observation, and ques­
tionnaires. 

The operation is normally conducted dur­
ing a unit's scheduled five-day human re­
source availability period, and most often 
consists of workshops and consulting serv­
ices tailored to the individual command's 
identified needs. These activities are usu­
ally provided at a regional consulting cen­
ter for selected members of the client or­
ganization. 

Unless the OD effort is terminated be­
cause of operational commitments, an 
evaluation will usually be conducted with 
the client organization approximately eight 
to ten months after the five day availability 
period. A second survey may be adminis­
tered at this time to identify changes. Addi­
tionally, the client may request and con­
tract for further consulting services, or 
terminate the operation at his discretion. 

Just as the Army originally used a Lead­
ership Management Development Course 
(LMDC) to support the institutionalization 
of the OE program through related skills 
training ofleaders and managers, the Navy 
complements the organizational compe­
tence orientation of HRMC efforts with the 
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development of individual competencies 
using its 2 week rank and assignment spe­
cific Leadership and Management Educa­
tion Training (LMET) course. 

Data Applications 

Army: All data obtained or generated 
within an organization during an OE oper­
ation belongs to the user. Results of the op­
eration may not be reported to the user's 
commander, nor to anyone in the chain-of­
command. The consultant may discuss gen­
eral trends with commanders outside the 
user organization, but will not identify spe­
cific issues with specific organizations or 
individuals. No normative data are main­
tained; therefore, one organization cannot 
be compared to another, nor can there be 
Army-wide comparisons. (In order to pro­
vide data to demonstrate the efficency of 
the program, studies to examine the feasi­
bility of introducing an Army-wide case 
study and OE operational data bank are 
underway.) 

Navy: OD survey data are maintained 
and the aggregate data of subordinate ele­
ments may be made available without unit 
identification to higher commanders in the 
chain-of-command. Selected organizational 
samples are input to the Naval Personnel 
Research and Development Center, Point 
Lorna, San Diego for determination of nor­
mative data, which can be used by client 
organizations for comparison purposes. 
Communications at the consultant/client 
level are always considered privileged in­
formation. 

Similarities 

Although both programs are relatively 
new, they have passed through the teething 
problems stage with the Navy program 
having been established slightly earlier 
than the Army program. Both programs 
have essentially the same goal, that of in­
creasing the effectiveness of organizations. 
Each service trains its own consultants in 
what appear to be similar consulting tech­
niques. Consultants in both services per­
form their OD/OE duties for a specified 
period of time and then are rotated back 
into their basic occupational speciality. Al­
though the terminology employed may oc­
casionally differ, the basic methodologies 
used by each service are essentially the 
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same. OD/OE operations are tailored for the 
needs of individual units in both services. A 
similar diagnostic instrument is used by 
each service - the General Organizational 
Questionnaire for the Army, and the 
Human Resource Management survey for 
the Navy. Each service has a Leadership 
and Management Training Course de­
signed to complement the organizational 
competency orientation of the OE/OD ef­
fort. 

Differences 

Originally, a glaring difference in the two 
programs was that the use of OE in the 
Army was always voluntary, while OD was, 
and remains, occasionally mandatory for 
Navy units. Recently there has been a firm 
trend towards voluntary participation by 
Naval units. All operational units are re­
quired to be scheduled for an HRA V but 
once scheduled, may opt for a full interven­
tion, literally nothing, or anything in be­
tween. Any size unit may avail itself of the 
services offered. For example HRMC San 
Diego has worked with staffs as small as 15 
persons and commands as large as carriers 
with 2,500 (air wing not included). The 
Army OE program is more decentralized 
with units down to, and including, separate 
brigades having their own OE management 
consultant and being responsible for their 
own OE efforts. The Navy OD program is 
controlled by senior line managers, but op­
erates out of regionally situated centers and 
detachments with independent duty spe­
cialists also assigned to some large com­
mands and staff level duty. 

At present the majority of Army OE con­
sultants are officer' (approximately 20% 
NCO and 10% civilian), while Navy consul­
tants are approximately divided between 
officers (30%), senior enlisted grades (60%), 
and civilians (10%). Army consultants are 
awarded a special skill identifier denoting 
their consulting expertise upon completion 
of a 16-week training course. Navy officer 
consultants are awarded a special coding 
for their expertise only after completing a 
successful tour of duty as a consultant, 
while enlisted personnel are coded after 
training. 

The Army relies upon a combination of 
interviews, observations, various instru­
ments (frequently the General Organiza-
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tional Questionnaire), and historical docu­
ments for its assessment phase. More criti­
cal to the Navy's data gathering phase is 
the human resource management survey, 
which is the primary instrument used in all 
OD efforts, although increasing use is also 
made of interviews, observations, and ques­
tionnaires. The Navy maintains survey 
data and has computed normative data for 
comparison purposes. As of January 1981, 
the Army maintains no survey data and has 
no normative data although contracts have 
been let to examine the feasibility of devel­
oping a case study and OE data bank. It 
should be noted that the HRM survey is oc­
casionally not used in OD efforts with Navy 
commands. 

Summary and Current Developments 

The Army OE program and the Navy OD 
program have similar names, definitions 
and goals, initially train their consultants 
in a similar manner, provide essentially 
identical further professional development 
training but offer different levels of consult­
ing services and often address different is­
sues. Originally, the two programs differed 
markedly. While Army OE has been volun­
tary for the user, OD was originally manda­
tory for Navy units. The Navy program was 
based primarily, though not exclusively, on 
survey data. Normative data is made avail­
able to client commands, but according to 
one large HRM Center, «Is now seldom used 
as a determinmg factor in decision making. 
Decisions are normally based on the raw 
data." The Army maintains no such norma­
tive data at present and surveys are not 
critical to the OE effort. Approximately 
two-thirds of the Navy consultants are en­
listed personnel while the Army has 
trained relatively few enlisted members to 
be consultants. 

1981 will see an increase in the trend to­
wards similar operating methodologies. 
The Army will graduate a significant 
number of NCOs (as many as 100) and con­
tinue examining the feasibility of setting 
up a case study and OE operation data 
bank. The Navy will find an increasing 
proportion of its clients are voluntary and 
that its consultants make greater use of 
their interviewing and process observation 
skills as they deal with larger commands. 
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Within the past year each service has in­
troduced an annual 6-10 day advanced 
course for enhancing the skills of its experi­
enced field practitioners. (Coincidentially 
both of these courses are given only in the 
Monterey, California area). However, 
examination of the content of the' Army's 
OE Enhanced Skills course (See Report in 
Communique (Summer/Fall) 3-80, page 19) 
illustrates the Army programs' increasing 
emphasis on large organization operations 
which require applications such as organi­
zational design, strategic planning and 
sociotechnical systems. Army OE is con­
tinuing to move away from the HRM field 
and is increasing its emphasis on general 
management consulting. The Navy's OD 
however, continues to emphasize it's Equal 
Opportunity operations, substance abuse 
reduction, and other HRM actvities. 

Denis D. Umstot, in his article "Organi­
zation Development Technology and the 
Military: A surprising Merger?", empha­
sizes a belief that successful institutionali­
zation of OD requires that it be tailored to 
the needs of manager and employees. He 
singles out the Army program with its de­
centralized, flexible approach as possibly of­
fering the most potential in this regard. 
Since he completed the research for his ar­
ticle, the Navy program has converged to­
wards that of the Army to the extent to 

which they meet this criterion for success. If 
his assessment of the criteria for success is 
valid, then it would appear that OD will be 
of increasing value to meeting the mili­
tary's goals. 

Although there is presently a paucity of 
unequivocal empirical data to demonstrate 
success objectively, endorsements from a 
wide range of flag officers in very disparate 
commands indicate that military OE/OD 
consultants continue to be successful in im­
proving organizational climate, operational 
readiness, and mission accomplishment. 
The Army has recently completed a pre­
liminary cost benefit analysis of its OE pro­
gram. Analyses of this type will continue 
and will be used to provide objective proof of 
the success of the program. Other evidence 
of this success is indicated by the increased 
willingness of higher level commanders of 
more complex systems to utilize the mili­
tary consultant. Attendees, both military 
and civilian, at national and regional OD 
conferences demonstrate great interest and 
trust in the presentations and experience of 
military presenters, and there is a growing 
awareness that the quantity and quality of 
this experience is placing the military 
among the pace setters of the OD commu­
nity. D 

Dr. Steve Ferrier is a graduate of the regular officer program of the 
Royal Australian Naval College, the British Royal Naval College, 
Dartmouth, U.K., and the U.S Navy's Leadership and Management Edu­
cation Training Course, Coronado, San Diego. His civilian education in­
cludes doctorate and masters' degrees from Harvard University and 
graduate degrees from Ohio University and Boston State College. His doc­
toral dissertation involved the measurement and analysis of attitude 
changes brought about by college level classes. His undergraduate work 
was completed at Universite Laval, Quebec, and Wayne State College, 
Nebraska. Major concentrations include Counseling Psychology, Organi­
zational Development, Mathematics, and Language Education. He pres­
ently is an active member of the 143d Evacuation Hospital of the California 
Army National Guard and has consulting experience with the Army, 
Navy, Marine Corps, Air Force, Australian Navy, and the Veteran's Ad­
ministration. Dr. Ferrier joined the OECS faculty in late 1977 where he 
works primarily in the Task Analysis Division of the Training Devel­
opments Directorate. 
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Organizational Effectiveness in the 
National Guard 
LTC MICHAEL B. HALUS 

National Guard Bureau 
Washington, DC 

~ 

INTRODUCTION 
The OE Program was formalized in May 
1977 when an OE Branch was established 
in the National Guard Bureau's (NGB) Of­
fice of Human Resources. In August of that 
year, HQDA tasked the NGB with respon­
sibility for the specific tailoring of policy 
and for planning, implementing and man­
aging OE in the Army National Guard. In 
September 1977, then MG Weber, Chief, 
NGB, requested the President of the Adjut­
ants General Association to establish a 
committee to assist in developing a plan for 
bringing OE into the Guard. After a series 
of information briefings to key National 
Guard personnel, the National Guard OE 
~lanning Committee met in Monterey, CA 
m May 1978, and developed the program 
which is now being implemented. The pro­
gram was then briefed to both the HQDA 
OE General Office Steering Committee and 
the Adjutants General Association Meet­
mgs. 

THE NATIONAL GUARD 
The size of the National Guard surprises 

many people. The Army National Guard 
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contains 8 Divisions; 18 Separate Brigades; 
4 Roundout Brigades; and has approxi­
mately one half of the Army's Armored 
Cavalry Regiments, Infantry Battalions, 
Armored Battalions, and Field Artillery 
Battalions. In all, there are over 370,000 
peacetime personnel in 3,379 units located 
in over 2,600 communities. The Air Na­
tional Guard consists of approximately 
97,000 personnel organized into 91 flying 
units and 231 specialized support units. In 
the event of mobilization the gaining com­
mands of Air Guard units are the Military 
Airlift Command, Tactical Air Command, 
Strategic Air Command, Pacific Air Forces, 
and Air Force Communications Command. 
The units and personnel are housed at 89 
Air National Guard bases, (69 of which are 
on civilian airports), and 82 non-flying 
bases throughout the country. 

ESTABLISHMENT OF 
REGIONAL CENTERS 

Based upon the National Guard OE 
Planning Committee's recommendations, 
OE Regional Centers were established in 
May 1980 at Portland, OR; Little Rock, AR; 
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and Edgewood, MD. (For geographical area 
of responsibility, see the map in Figure 1). 
Each center has six Army National Guard 
(ARNG) Organizational Effectiveness Staff 
Officers (OESO) and an ARNG administra­
tive NCO. (For a listing, see Figure 2, the 
National Guard OE Roster). The senior 
OESO at each center is a lieutenant colonel. 
After the establishment of the Regional 
Centers, the first major effort was to brief 
the State Adjutants General about the OE 
Program, and how the OESOs could help 
National Guard organizations. Many ofthe 
briefings resulted in requests for assistance 
at the State Headquarters level. Informa­
tion about the OE support available was 
disseminated within the States and was fol­
lowed by requests for assistance. The pre­
ponderance of the work to date has been at 
State HQ and battalion level. 

There are several unique aspects to the 
Guard's OE Program. The Regional Centers 
provide OE support to both Army and Air 
National Guard units within their geo­
graphic areas of responsibility. A desirable 
evolution of the current program is to have 
Air National Guard OESOs assigned to the 
Regional Centers to provide better OE 
coverage to the Air Guard units. 

The regional concept provides flexibility 

in providing OE support. The six OESOs at 
each center can team up in various ways to 
meet the needs of a particular OE opera­
tion. They can tailor their operations inter­
nally, work with OESOs assigned to the 
Army Readiness and Mobilization Regions, 
Readiness Groups, or active Army in­
stallations, thus furthering the Total Army 
concept. There have been several occasions 
when OESOs from Readiness Groups have 
worked with the National Guard OESOs in 
both Guard and active Army units. 

The OESOs in the Regional Centers are 
external OESOs. Therefore, their work re­
quires significant travel. Indications to date 
are that 50-80% of their time is spent on 
TDY away from their Regional Center con­
ducting briefings and OE operations. As a 
result of this, they are skillful at planning 
multi-purpose trips, i.e., combining brief­
ings and aspects of several operations dur­
ing one TDY trip. Since they work with 
units which drill on weekends and full-time 
personnel who work Monday through Fri­
day (some ARNG units work Tuesday thru 
Saturday), they can accomplish their tasks 
with minimum down time. A negative as­
pect of this extensive TDY is the amount of 
time away from their families and friends. 

Figure 1 

liD 
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NGB-OE OFFICE 
National Guard Bureau 
ATTN: NGB-HRO 
Washington, DC 20310 

Commercial telephone: 20~ 756-1 041/1042 
AUTO VON: 289-1 041/1 042 

Class 
LTC Michael B. Hal us, Chief 4-79 
LTC Wallace C. Davis 2-80 
MAJ Cruz M. Sedillo, II 1-79 

OE REGIONAL CENTERS 

OE Regional Center, Eastern OE Regional Center, Central 
NGB-OAC Bldg E-4430 Camp Robinson 
Aberdeen Proving Grounds, MD 21010 North Little Rock, AR 72118 

Commercial telephone: 301 671-3408/3112 Commercial telephone: 501 758-4053 ext. 8407/8408 
AUTOVON: 584-3408/3112 AUTO VON: 731-8407/8408 

Class Class 
LTC Raymond Engstrand, Chief 1-80 LTC Stanley Wade, Chief 1-80 
MAJ Robert F. Butehorn 1-80 MAJ Ralph B. Kelly 1-80 
MAJ Darry Eggleston 1-80 MAJ William C. Turk 3-80 
CPT Peter W. J. Onoszko 1-80 MAJ Dennis F. Wampler 1-80 
CPT James M. Stark 4-80 CPT William A. Stull 1-80 
CPT Mary Mudd 1-80 CPT Bruce M. Wood 1-80 

OE Regional Center, Western State of Hawaii 
Portland Air National Guard Facility Department of Defense 
Portland, OR 97218 OTAG 

Commercial telephone: 503 288-5611 
3949 Diamond Head Road 

AUTO VON: 891-1701 ext. 395-8 
Honolulu, HI 96816 

Class Class 
LTC James P. Halliday, Chief 1-80 L T Walter Y. Kinoshita 3-80 
LTC Gilbert Gallego 1-80 
MAJ Clifford M. Deaner, Jr. 1-80 
MAJ Donald Kozacek 1-80 
CPT Lionel J. Sands 1-80 
CPT William C. White 3-80 

Figure 2 

There is a significant budget required to 
support these OE operations. Not only are 
there the pay, allowances, travel, and per 
diem for the OESOs, but there are addi­
tional amounts budgeted to fund these 
same categories of .expenses for selected 
Guard personnel to be placed on active duty 
for OE operations. For example, if an opera­
tion were being conducted with a brigade 
headquarters, funds are provided for an 
extra weekend drill for key personnel. 
Thus, the OE operation can take place 
without impinging upon either critical 
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training time or the States' limited funds. 
Professional development is considered 
very important and $1500 per OESO is 
presently budgeted to pay tuition for appro­
priate civilian courses. The National Guard 
Organizational Effectiveness budget for FY 
81 is approximately $1.5 million. 

Another unique aspect, not only for the 
National Guard but also the USAR, is the 
relatively low turnover of key personnel in 
units. When an OE operation takes place in 
a National Guard unit, the results are 
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likely to remain a much longer period of 
time when compared with operations con­
ducted in active Army units. It is not un­
common to find numerous personnel who 
have been assigned to a State head­
quarters for over 10 years. 

SUPPORT FOR NATIONAL 
GUARD UNITS OUTSIDE 

CONUS 
OE support will be provided by internal 

ARNG OESOs sent to OECS on TDY and 
return basis. In FY 80, a Hawaii ARNG of­
ficer attended class and returned to Hawaii. 
Funds are expected to be sufficient in FY 81 
to send personnel from Alaska and Puerto 
Rico. The need for an internal OESO for the 
Virgin Islands is currently being consid­
ered. 

PROGRAM MANAGEMENT 
Responsibility for management of the OE 

Program and OE consulting within the Na­
tional Guard Bureau rests with the 
Bureau's Office of Human Resources lo­
cated at Falls Church, VA. There are three 
OESOs assigned to this office who perform 
these tasks. The initial focus was necessar­
ily on program management, however, 
there are now extensive OE activities ongo­
ing within the Bureau. The entire program 
enjoys the strong support of LTG Weber, 
Chief, National Guard Bureau. 

FUTURE 
The future of the OE Program in the N a­

tional Guard depends largely upon how 
well the OESOs can assist the commanders. 
The initial results after establishment of 
the Regional Centers forecast a positive 
trend, indicating a healthy OE Program 
will continue for the foreseeable future. D 

LTC Mike Halus has been Chief, Organizational Effectiveness, National 
Guard Bureau, since 15 May 1979, and is responsible for implementing 
the OE program in the National Guard. He was commissioned as a Field 
Artillery officer in 1959 upon graduation as a distinguished military 
graduate from Indiana University's ROTC program. He served two tours 
in Europe and three in the Orient in varied units ranging from a Howitzer 
battery in an Armored Cavalry Squadron to a Plans Officer in a joint 
headquarters. He has a Master's degree in Human Relations and Interper­
sonal Communications from Kansas University which he obtained while 
an instructor with the USA Command and General Staff College. He 
served as an Infantry Battalion Advisor in Vietnam, Artillery Battalion 
S-3, Infantry Brigade S-3, in Korea and prior to joining the NGB was an 
action officer for three years in HQDA DCSOPS. 
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To Win the First Battle, 
Use Combat Related OE 

CPT(P) Ed Mitchell 
USAOECS 

Captain Mitchell was commissioned in 1970 following graduation from 
West Point. He also graduated from the Armor Advance Course and 
OECS. His overseas tours were in Alaska and Korea. He holds an MS 
degree from the Naval Post Graduate School in Operations Research/ 
Systems Analysis (ORSA). Captain Mitchell is currently the Chief of the 
External Division in the OECS Evaluation Directorate. 

Over the last two years, I have been inti­
mately involved in studying and improving 
OE. During this period, I have asked many 
OESOs two questions: 

OESO/OENCO will be employed in war 
time or within the present unit training 
process. Therefore, I would like to surface 
three "Big Picture" ideas around using OE 
in combat or in preparing for combat. • How will OE be used in Combat? 

• Where would you work, as an OESO, if 
a war started today? 

The responses I have received have influ­
enced me to conclude that the Army has no 
systemic concept for how or where an 

The first idea is that an OE Combat Doc­
trine needs to explain when OE is used, 
what are the outcome benefits for combat 
units, and what type of activities the OESO 
will perform. Figure 1 reflects some basic 
answers to these doctrine concerns. 

Figure 1 

A BASIC DOCTRINE 

When Used Unit Outcomes OESO/NCO Activities 

Prior to Combat Accomplish quality ground combat training (ARTEP, gunnery, and 1 . Battle Staff Assessment 
maintenance training) 2. Training and maintenance schedule 

and/or goal planning 
3. Team building (in and between units 
to include round-out and National Guard 
units) 

Movement to Combat Accomplish rapid and orderly movements (Emergency deployment, 1. Conduct division coordination work-
road and air convoy, training and execution) shops 

2. Develop movement feedback pro-
cesses for Division C.G., ADC(M), G-3, 
& Bde/B Cdrs 
3. Support coordination and feedback 
process during emergency deployment 
exercises and during actual war move-
ments 

During Combat Defeat the enemy, remain alive, conserve material and equipment 1. Gather lessons learned, immediately 
resources as a line unit finishes a battle 

2. Gather lessons learned on battle 
staff functioning, during battle 
3. Transmit lessons learned to C.G., 
Key commanders, and to units going 
into battle 

After Combat Establish functional, effective units 1. Execute battlefield team-building 
2. Assist in unit redesign, reorganiza-
lion 
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The second "Big Picture" idea deals with 
the specific activity of an OESO during 
combat. And it is based on the following as­
sumptions: 

#1. American forces will fight a conven­
tional war in Europe or the middle East. 

#2. The US Army will be outnumbered 
both in terms of equipment and personnel. 

#3. The enemy will have some technolog­
ical and training superiority over American 
forces and visa versa. 

#4. The war will be extremely lethal and 
of a short duration, 6 months or less. 

#5. The war will be won or lost based on 
the initial forces which are deployed in the 
first month of battle. Draftees and newly 
trained units will not enter the battle. 
Therefore, our forces will win based on the 
quality of training they had prior to war 
and, more importantly, on what they learn 
during the first battles. The force which is 
faster at identifying, sharing, and execut­
ing lessons learned about what is successful 
and what is getting people killed will have 
a distinct advantage over the opponent. The 
OESO/OENCO can fulfill the role of gather­
ing and transmitting lessons learned. This 
activity would be similar to the process 
Gen. S.L.A. Marshal used in World War II 
and Korea. The OESO/OENCO would join a 
front line unit immediately as it finished a 
battle or broke contact with the enemy. 
Then the lessons learned would be gathered 
by assessing horizontally and vertically 
within the unit. A short report would then 
be carried or transmitted to the Command­
ing General, G-3, G-2 or units going into 
battle. In effect, OE personnel would help 
American troops become "bloodied" faster 
and thus hone unit killing skills. 

By gathering lessons learned, Division 
OE personnel would be fulfilling three in­
formation processing subsystem activities 
as described by Living Systems Theory 
(LST). These three subsystem activities 
would be: 

Subsystem Activities 
1. Internal transducer • Gather information at the battle 

site 
2. Decoder • Translate information into les-

sons learned 
3. Channel and net • Relay lessons learned to key di-

vision personnel and units 
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Findings from the 1979 study of LSTs 
applicability to Armor battalions, revealed 
that effective battalions were characterized 
by commanders and S-3s who spent more 
time monitoring and supervising their 
units than their counterparts did in less ef­
fective Battalions. Therefore, Division OE 
personnel, executing the three subsystem 
activities would be augmenting unit abili­
ties to monitor and supervise combat ac­
tivities. Hence, American fighting units 
would tend to be healthier than enemy 
fighting units. 

To accomplish these activities the 
OESO/OENCO must be in a position to 
gather key information and have access to 
key commanders and G-3 type personnel. 
Thus, in combat the OESO/OENCO needs 
to be assigned to the Chief of Staff of a Divi­
sion and possibly under the operational 
control of a G-3. Furthermore, the OESO/ 
OENCO needs a clear cut combat job de­
scription which will ensure the OE resource 
is not misused by a G-3. The OESO/OENCO 
job is to quickly and continually gather les­
sons learned for the C.G. and not be a extra 
tactical operations center (TOC) duty per­
son. Additionally, the concept of voluntary 
OE will not be viable in combat. The lessons 
learned will be gathered from units in con­
tact and the C.G. is the client. Therefore, 
the C.G. needs the critical information and 
must direct or have the G-3 direct the 
OESO into specific units. It is most likely 
that the anonymity of units will, by neces­
sity or circumstances, be easily fractured. 

The third idea is that during peace time 
the OESO/OENCO can practice and inte­
grate OE combat activities into the present 
training process. Figure 2 provides an over­
view of the concept and Figure 3 shows spe­
cific details of the concept. 

In sumary, the Army can improve its 
fighting capability by establishing a viable 
combat role for OE and by practicing that 
role during peace time. Integrating OE into 
the present ARTEP-NTC process will allow 
units to experience OESOs/NCOs gathering 
and disseminating lessons learned. And in 
combat this same OE effort will substan­
tially help U.S. forces defeat any enemy. 
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Division Q Units 

STAGE 1 

Teambuild in and among units to include 
lliflliU'"''uuo and National Guard units 

Conduct goal setting, problem solving, 
ling for ARTEP** gunnery, deploy­
and maintenance 

DIV UNITS 

'Battalion Training Management System 

"Army Training and Evaluation Program 
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Figure 2 

Prepare/Plan Q Executive ARTEP and 
Unit Training Training, Gunnery, 

Maintenance 

J 
LESSONS LEARNED FEEDBACK 

Figure 3 

COMBAT TRAINING SUPPORTED BY OE 

STAGE 2 

Execution of Training and ARTEP 
Div OESO/NCO: 

1 . Acts as a process observer of training 

2. Conducts battle staff assessment 

3. Trains ARTEP observation teams in battle 
staff assessment, systems views, and feed­
back techniques 

4. Gathers lessons learned during ARTEP's 
(Corps, Div, Bde, Bn levels), gunnery, and 
deployment exercises 

5. Facilitates unit trainers listening to les­
sons learned feedback 

6. Integrate lessons learned into Post 
ARTEP training plan (return to Stage 1) 

LESSONS LEARNED FEEDBACK 

Q *NTC 
Exercises 

~ 

*National Training Center 

STAGE 3 

NTC Exercise 
Div OESO/NCO: 

1. Assists with rapid deployment to NTC 

2. Assists with pre-NTC problem solving 

3. Gathers lessons learned during NTC de­
ployment, ARTEP, and gunnery exercises 

4. Facilitate unit trainers listening to lessons 
learned 

5 Integrate lessons learned into post-NTC 
training plan (return to Stage 1) 

6. NTC OESO gather and share "Battle" 
NTC lessons learned with senior Army Cdrs, 
TRADOC, and field divisions (return to Stage 
1) 
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