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A DESCRIPTION OF THE FOUR-STEP PROCESS 

Organizational effectiveness is a four-phased process which seeks to 
improve the functioning of an organization, or unit, through planned, 
systematic, long-range efforts by applying selected management and 
behavioral science skills and methods to the total organization. The 
four steps are: 

Assessment. The OESO has been trained to make assessments by using 
several different methods. They may include observation, interviews, 
group interviews, questionnaires, surveys, or a combination of all of 
these methods. The OESO tailors the assessment technique to gather 
data based on the concerns of the commander. Once the information has 
been gathered, it is fed back to the commander. This is what you asked 
me to look at, and here is what I found. In addition, I found these 
other items that may be of interest to you. The objective of the assess
ment is to set the gap; i.e., determine where the commander wants the 
unit to be in the future (changes he desires) and find out where it is 
now. 

Chain of Command Action Planning. Based on the assessment, the commander 
and the OESO work together to plan what actions should be taken to 
resolve or reduce problem areas. Sometimes these actions may be solely 
the commander's. Other times it may involve the OESO as a workshop or 
meeting facilitator. In every case, the commander decides what is to be 
done. Once the "what to do" issues are resolved, they attack the "how 
to" problems: If a 2-day workshop for company commanders and battalion 
staff officers is agreed on, when can the time be afforded for it? 

Implementation. As a result of this planning, the commander initiates 
those actions that will produce the changes desired. They might be 
nothing more than a change in office arrangements or training or living 
facilities, or they may include such things as a workshop on developing/ 
improving problem solving techniques, communication skills, counseling 
skills, techniques for conducting more productive meetings, etc. OESOs 
are also trained to facilitate team building and transition of command 
workshops. 

Evaluation/Follow-up. The evaluation that follows an OE operation is not 
for the purpose of evaluating the unit. Is is oriented toward evaluating 
the effects, good or bad, of the previous efforts. The follow-up portion 
of this phase addresses appropriate corrective action to rectify something 
that either happened or failed to happen due to the previous three steps. 
Follow-up may well lead into a new assessment, thereby making the OE 
process continuous and long term, as well as systematic. 

Because Organizational Effectiveness is an ongoing process, it should not 
be looked at as a one-shot, quick fix solution to organizational problems. 
Each step in the process is taken individually and utilized ultimately to 
improve the total organization in its day to day operations which results 
in improved readiness. 
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COMMANDER 1 S COMMENTS 

This publication, our fifth edition of the OE COMMUNIQUE, continues 
Colonel Palmer 1 s initiative to publish a pragmatic document that will 
assist the OESO in his or her job. As many of you already know, 
Colonel Palmer retired on 1 September after thirty-three years of 
service. His tour here as Commander saw OETC restore its military image. 
His tireless and effective effort to promote the credibility of OE in the 
Army contributed significantly to the maturity of what is now a KEY Army 
program. Colonel Joseph C. Lutz will assume command of OETC after com
pletion of his current command tour with 3d Armored Cavalry Regiment, 
Fort Bliss, Texas. 

To accomplish the first objective of the Communique in keeping the OESO 
and Key Managers informed of the activities at OETC, I have asked each 
of the Directors to select highlights of the past quarter and signifi
cant events of the upcoming quarter. These summaries will comprise the 
bulk of the Commander 1 s comments. They will also include the point of 
contact at OETC for more information and for feedback for those in the 
field. The second objective of the COMMUNIQUE, publishing stimulating 
articles and usable workshops, is accomplished in the series of articles 
sent in by a variety of contributors - I encourage £!l to contribute. 
We will make every effort to publish all contributions. Our third ob
jective in publishing the COMMUNIQUE was to provide a vehicle for input 
and feedback. I would like to get your feedback and your input! 

I would like to correct some erroneous information that appears in the 
July COMMUNIQUE. In discussing the OENCO program in that issue we 
stated that the stabilization tour for OENC0 1 s was 36 months. That 
should read 12 months. Also, at the bottom of page 70 in the July issue, 
change the point of contact from LTC Wolfe to CPT Lorbeer and the phone 
number to 221-8697. We apologize for any confusion or inconvenience 
that this may have caused in the field. 

I would also like to draw your attention to the Roster section of this 
issue. You will note that we have included telephone numbers for those 
individuals listed on the OETC Staff Directory. This is in response to 
a request from the field. 

In closing, I would like to mention that this is the last issue of the 
COMMUNIQUE for calendar year 1978. We 1 re looking forward to continuing 
in 1979 and to beginning afresh with issues that meet your needs and 
provide the practitioner as well as the interested spectator with useful 
information. To do this we need your input, your feedback. Suggestions 
or comments on the size, contents, color, frequency of publication or 
any other idea that comes to mind, would be greatly appreciated. Let us 
hear from you. 

LTC Denzler 
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USA OETC 

TRAINirJG DEVEL0Pt1ENTS DIRECTORATE 

LEADERSHIP AND t4ANAGEMENT DEVELOPMENT COURSE REVISION: 

The current Leadership and Management Development Course (L&MDC) was 
revised at a conference held at OETC during the week of 14-18 August 
1978. Representatives were present from OETC, TRADOC and FORSCOM. A 
critical look was taken at L&MOC including its history, where we cur
rently are with it and where we would like it to go. The L&MDC, as 
revised, will be ready for publication the second week in October and 
should be in the field by the end of November. 

The L&MDC was updated and the exercises were militarized. 

Revisions to the course include: 

1. A section on reaching course goals. 

2. A bibliography of L&MDC materials available from the OETC 
library. 

3. Trainers notes emphasizing the practical home-unit applications 
of the skills taught. 

4. Trainers• notes emphasizing job performance counseling and the 
mission-oriented motivation behind all military counseling. 

5. Guidance to be given to students as to when and when not to use 
awareness skills in military situations. 

6. Trainers• notes emphasizing the importance of the student func
tioning as an adult active learner rather than as a passive student re
ceiving tea~hings. 

7. An expanded unit on OE and Systems Theory. 

8. Increased emphasis on the appropriateness of situational leader-
shiiJ styles. 

9. Notes on the usefulness of keeping the L&MDC daily journal. 

10. Matching the L&MD skills with the goals of the Army. 

11. Replacing the consensus exercise with a militarized unit on 
teamwork. 

12. Increased emphasis on problem solving techniques. 
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13. The addition of a unit on goal setting and action planning 
using OMR model on a problem which the student faces in his own unit. 

14. Simplification of the behavioral science readings. 

15. Increased focusing on self-reliance within intrapersonal 
dynamics. 

16. Increased emphasis on constructive competition. 

POC: Dr. Stephen Ferrier - Autovon 929-7058. 

SERVICE SCHOOL MODULE REVISION: 

A conference was held at OETC on 21 August 1978 to review the Basic 
NCOES, Advanced NCO, Basic Officer and Advanced Officer Service School 
Modules and make changes as required in the content and learning objec
tives. In addition to OETC staff and faculty, representatives from the 
Infantry School, Fort Benning; Armor School, Fort Knox; Artillery School, 
Fort Sill; Signal School, Fort Gordon; also attended. These schools 
have the most experience in presenting the modules. 

The conferees developed 46 changes, mostly cosmetic, involving de
jargonization or standards-tightening and the alignment of the modules 
with the most current OE doctrine. The results of the conference have 
been released to HQ TRADOC with a request for a quick release to the 
field. 

POC: LTC Robert Brown or SFC Richard Hines - Autovon 929-7058. 

COMMANDER'S GUIDE TO OE: 

A major milestone has been me·c 1n the effort to have the Commander's 
Guide published as a training circular and distributed Army-wide. The 
latest word is that it has been released to the printer for printing and 
distribution. The sequence of events to come is as follows: 

1. The printer is required to begin shipment of the publication to 
AG Publications, Baltimore, MD by 13 Nov 78. 

2. Advance copies should begin arriving by 30 Nov 78 to those TRADOC 
service schools that made their FY 79 requirements known to OETC back in 
June of this year. 

3. Pinpoint distribution to the field should be completed 90-120 
days after Baltimore receives the publication from the printer. 
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Pinpoint distribution will be made to those organizations who have estab
lished their requirements via DA Form 12-llA. The quantity required 
block No. 180, Requirement for Military Leadership, DA Form 12-llA will 
be scanned by the AG with those units who have previously established 
requirements for other literature that falls into this block, e.g., FM 
22-100. Those units will receive TC 26-l, Commander's Guide to Organi
zational Effectiveness, via pinpoint distribution. Other organizations 
will have to submit requisitions for the "Guide." 

The response from the field for the "Guide" has been overwhelming. 
Close to 13,000 copies have been distributed by OETC as a courtesy, 
advance copies to the field. OETC is not staffed or funded to sustain 
this kind of activity which is why actions were begun in June to place 
the 11 Guide" into the Army's literature distribution. When the few 
copies remaining at OETC have been distributed the school will be out of 
that end of the business. As was mentioned earlier, the time is nearly 
at hand for the AG to begin responding to the demands from the field for 
the Commander's Guide to OE. 

POC: MAJ Paul Rock - Autovon 929-7058. 

ARMY CORRESPONDENCE COURSE PROGRAM: 

The development of the mini-courses (self-paced texts) that teach DE
related subjects to nonresident student is well under way. The first 
two courses entitled: The Management of Stress and Job Performance 
Counseling, have been completed. They will be printed and stocked by 
the Institute for Professional Development (IPD), US Army Training 
Support Center, Fort Eustis, VA. Placing these courses with IPD has the 
following advantages: 

l. The IPD will fund, print, stock and distribute the courses to 
nonresident military and civilian students who make application. 

2. Successful completion of the course, as demonstrated by passing 
the final exam accompanying the course, will result in the awarding of 
credit hours. These hours ultimately lead to promotion points for 
enlisted personnel. 

3. IPD will handle all of the administration involved in dealing 
with students. 

These courses as well as those that will follow, are an alternative to 
the workshop mode to address individual and group development needs 
uncovered during assessment activities. Their use can be encouraged when 
time will not permit the conduct of workshops. In addition, individuals 
will have access to the courses for self-directed study and professional 
development even if their organization is not involved in an OE effort. 
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The IPD is publishing a new catalog which will include these courses. 
MOS libraries. education officers and most units will have these catalogs 
along with instructions on how to apply for them. 

Copies of the final draft of the first two courses will be sent, minus the 
final exam. to OESOs in the field for their review and comment. The IPD 
should be ready to respond to requests for enrollment from the field some 
time early in November 1978. 

EVALUATION DIRECTORATE 

OE SURVEY PROGRAM SYSTEM: 

This presentation provides current information on the status of the SURVEY 
Program. 

1 . BACKGROUrm: 

The OE SURVEY Program has been in use by OETC and field elements of the 
US Army since July 1975. Since that time, the system has gone through an 
evolutionary process. Some important historical events in the progression 
of the system are: 

a. November 1976; agreement between TRADOC, FORSCOM, ADMINCEN and 
OETC on ground rules and procedures to be set up for the Interim SURVEY 
System. 

b. November 1976; request to DA For Computer Systems Command (CSC) 
consideration of SURVEY as a Army Class A-1 Computer System. 

c. December 1976; MACOMs (TRADOC/FORSCOM) acceptance of the interim 
system as ready to go to field. 

d. December 1976; TRADOC assumed interim Assigned Responsible Agency 
(ARA} status. 

e. January 1977; TRADOC generated and sent to the field the SURVEY 
SISPAC Vol I, Executive Summary and Vol II. User's Manual as part of a 
frozen interim system. 

f. February 1977; Assistant Secretary of the Army (Financial 111gmt) 
approved recommendation that SURVEY be designated as Class A-1 System. 

g. June-August 1977; OETC completed in draft form Vol V .• General 
System Analysis and Vol VI, Program Documentation. 

h. The need for direct coordination between CSC and OETC will con
tinue until esc has brought the SURVEY System up to an acceptable Army 
"Class A-1" System level and ADMINCEN has fully developed their role as FPA. 
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i. When SURVEY becomes an Army Class A-1 System the mark sense 
optical scan answer sheet will be revised as required. At that time, a 
request will be made for approval of the answer sheet as a DA Form pro
curable through normal Army forms distribution channels. During the 
interim period, OETC, Operations & Support Directorate will honor requests 
from the field for limited numbers of copies of the answer sheet. 

2. CURRENT STATUS: 

In this section SURVEY events that have occurred in CY 1978 are indicated: 

a. February 1978; Decision made that when the SURVEY System is fully 
operational, CSC will be the ARA, ODCSPER DA will be the Proponent Agency 
(PA) and ADMINCEN will be the Functional Proponent Agency (FPA). 

b. April-September 1978; DOS-E (30k Supervisor Program) installed 
at all CONUS (TRADOC/FORSCOM) sites. Revision to SURVEY program for pro
cessing with DOS-E also sent to the field by TRADOC-ATDS. 

c. July 1978; CSC audit of SURVEY program prior to assumption of ARA. 

d. August 1978; esc assumed ARA, but until system is fully operational, 
TRADOC will exercise joint responsibility. 

3. INFORMATION AND GUIDANCE FOR SYSTEM USERS: 

Because the system is not yet fully operational, users need to be aware of 
the following: 

a. The decision has not yet been made as to whether the program will 
remain in FORTRAN or be converted to COBOL, recommendation is to remain in 
FORTRAN. If FORTRAN is the choice the system might be fully operational by 
the end of CY, if COBOL, it could be a year away. 

b. Until fully operational the system is still a frozen-interim
permissive system and as such "system change requests (SCRs) will not be 
accepted for the interim system.'' (Letter ATDS-OS-SS HQ, TRADOC 10 May 77). 

c. Until notified otherwise, requests for system information should 
be directed to HQ, TRADOC-ATDS, Support Systems Div, ATTN: Mrs. Photinos, 
AUTOVON 680-3178. 

d. ADMINCEN will have primary responsibility for System Change Requests 
(SCRs) when the system is operational. 

e. DA DCSPER as PA will continue to act as the coordinating agency 
for all of the participating DA organizational elements, i.e., CSC, TRADOC 
and other MACOMs or Commands. 
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Phase III: 

The goal of Phase III is to determine how best to implement OE in order 
to maximize the potential of any planned changes. The approach includes 
the development of a method of assessment which would provide a picture 
of a unit covering all areas of its organizational functioning. This 
is necessary in order to plan specific changes in the unit which will 
improve it. The primary objective of Phase III is to develop a valid, 
reliable, command-oriented assessment system to assess the organization 
as a function of its mission. The intent of Phase III is not to measure 
or evaluate OE programs or efforts, but is rather a research and devel
opment effort to produce the assessment system. 

The Phase III collection effort was completed in July 1978. The par
ticipating units provided a diversity of missions and locations and 
represent a good cross section of the Army. Analysis of the collected 
data is underway and will initially include a unit by unit analysis to 
produce as complete a picture as possible of each participating organi
zation. Later stages of the analysis will allow the identification of 
key elements contributing to the expanded measures of an organization's 
effectiveness, i.e., those measures outside of the traditional indicators 
such as IG reports, readiness reports, and other public historical docu
ments of a unit. 

As a by-product of the analysis effort, the Evaluation Directorate is 
providing feedback information to those units who participated in Phase 
III. This feedback data consists largely of descriptive statistics from 
survey and observation data and will include summative data collected 
through interviews. To date, one such feedback package has been de
livered and the second should be delivered by 31 October 1978. This 
process will continue until all eight units have been included and will 
occur prior to the start of Phase IV. 

In Phase IV the goal is to tie together Operations Research Techniques 
with the organization type in such a way that following the premeasure 
assessment of an organization the OESO will determine which implementa
tion techniques should be used. A subsequent postmeasure will assess 
how well those techniques worked. Ultimately, this data will be used to 
provide information that will allow informed judgements to be made about 
the efficiency, adequacy, and performance of OE by those in appropriate 
positions. 

TRAINING DIRECTORATE 

OENCO COURSE: 

Two 10 week prototype courses for training approximately 90 noncom
missioned officers at the Organizational Effectiveness Training Center 
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(OETC), are scheduled for January and May 1979. Nco•s selected will 
participate in a program to determine the role of the noncommissioned 
officer on organizational effectiveness (OE). 

Upon graduation, Organizational Effectiveness Noncommissioned Officers 
(OENco•s) will serve under OE Staff Officers (OEso•s) at various levels 
throughout the Army. Their role, selection criteria and the program of 
instruction will be evaluated during the year following their completion 
of OETC. 

OENco•s in the grades of E7 through E9 will be trained in duties which 
include administration, planning and assisting the OESO in the design 
and conduct of OE activities, as well as teaching OE in Army Service 
Schools and NCO Academies. 

The integration of NCO experience in combination with the OESO consti
tutes a major milestone toward accomplishment of the ultimate goal of 
the United States Army - Combat Readiness. 

ADVANCED TRAINING WORKSHOP: 

A recent Army Chief of Staff decision memorandum approved the use of 
experiential learning methodology in instruction to be presented to the 
Pre-Command Course. To assist in the implementation of this decision, 
the Managerial Skills Division hosted a one-week (18-22 Sep 78) Advanced 
Training Seminar/Workshop attended by eight service school OEso•s. The 
overall goal of the seminar was to increase attendees• skills in facili
tation, systems. and experiential learning to a degree that they may be 
able to effectively transfer these skills to PCC instructors at their 
respective service schools. At the conclusion of the workshop, the 
OEso•s were not only able to transfer those advanced skills learned, 
but were also prepared to assist their service schools in: 

a. Incorporating the systems view of a military organization into 
PCC instruction. 

b. Modifying existing didactic PCC instruction to incorporate the 
experiential learning method. 

PRE-COMMAND COURSE: 

The Pre-Command Course (PCC), previously known as the Command Refresher 
Course Program, was established in July 1977. The intent of the program 
is to assist battalion and brigade command designees in their prepa
ration to assume command. The course is diverse in nature and designed 
to accomodate both CONUS and overseas commande~s. Recent revision of 
the program resulted in the consolidation of various parts of the course 
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and the addition of Organizational Effectiveness Training to the 
instruction. On 13 September 1978, the Army Chief of Staff was briefed 
on the Command Development week of the Combat Arms Pre-Command Course. 
The Chief of Staff approved the instruction concept, which incorporated 
training in Organizational Effectiveness, and indicated the importance 
he attaches to the course by personally speaking at the conclusion of 
each class. OETC will actively be involved in this Fort Leavenworth 
phase of PCC instruction covering POI's dealing with: Systems View of 
an Organization; Situational Leadership Theory; Time/Stress Management; 
and OE and the role of the OESO. The first Command Development week's 
instruction will be conducted during the period 6-10 November 1978. The 
high visibility of the PCC is expected to have broad impact not only on 
OETC but the Army's overall OE effort. 

CONCEPTS DEVELOPMENT DIRECTORATE 

OE IN COMBAT: 

Major Dick White continues to work on the OE in Combat project in 
conjunction with the Army Research Institute/Human Resources Research 
Organization research project to relate process performance and unit 
mission readiness. This effort has taken Dick to the 8th Infantry 
Division where he observed Majors Ralph Ripley and Jim March doing 
process performance observation of the battle staffs of all divisional 
maneuver battalions during the 8th Infantry Division's summer training 
exercise, Cardinal Point II. 

Work in this area has also been done by Majors Mike Hurley and Jerry 
Froelich of the lOlst Airborne Division (Air Assault) and by CPT Dan 
Skaff, 4th Infantry Division during this fall's Reforger Exercise. All 
groups were trained by Dr. Joe Olmstead, senior scientist, HUMRRO. 

During this FY, FORSCOM units will participate in the study while going 
through Combat Arms Tactical Training Simulator (CATTS) at Fort 
Leavenworth. Dr. Olmstead will train the OESO's who will participate. 
He will also train OESO classes 4&5/78 in early November. In addition, 
he will train the OETC faculty in order to integrate the training into 
the OESO course. 

OPEN SYSTEMS PLANNING: 

Concepts is also working on an open systems planning model exportable 
package. Open systems planning addresses a major shortcoming of goal 
setting and action planning as presently taught in the 16-week course. 
That shortcoming limits the primary focus of assessment and planning 
to the internal system or organization. For example, the OESO asks the 
commander to address only those items for planning that he can do 

10 



something about {generally the internal system) and ignore those items 
he can't affect (the environment). 

The open systems approach adds two major areas for consideration: the 
ENVIRONMENT and the FUTURE. In addition, the approach asserts that the 
environment and the future exert a major influence on the organization 
and that they are, to a degree, predictable and controllable. Major 
Fahey is working on a modular design that will enable OESO's to imple
ment such an approach. In addition, OETC will host an open systems 
workshop/seminar this fall to explore these issues. 

3-10 YEAR OE PLAN: 

Captain Tom Hawks of the Concepts Directorate completed the preliminary 
work on the OE 3-10 Year Plan. The Plan will become operational at 
the conclusion of the current 1-3 Year OE Institutionalization Plan and 
will direct the development of OE from competence in a somewhat narrowly 
focused effort to a complex, multifaceted approach designed to address 
the effectiveness of the Army as a total system through the 1986 time 
frame. 

Captain Hawks, Major Ritter, and Captain Popov of the Concepts Develop
ment Directorate utilized a futures planning format as a vehicle for 
writing the plan. Briefly, a scenario was constructed which endeavored 
to describe the OE environment at the conclusion of the 3-10 Year Plan. 
With this scenario serving as terminal objective, CD was able to con
struct a plan which logically developed each functional area {policy and 
doctrine, OE management, selection/assignment, research, structure, 
training/training development, education, professional development, 
information and evaluation) from the present time through the next seven 
years to 1986. 

The future of OE looks exciting and, even more important, it will be 
attainable with the 3-10 Year Plan. Staffing begins in mid-October and 
will culminate with a decision at the General Officer Steering Committee 
in January of 1979. 

Any questions regarding these activities can be directed to the project 
officers in the Concepts Development Directorate {AV 929-7106/7108). 

OPERATIONS AND SUPPORT DIRECTORATE 

ASSIGNMENTS/REASSIGNMENTS: 

There have been a large number of recent assignment changes within OETC. 
With the graduation of Class 3-78, eight Noncommissioned Officers have 
been added to the staff to assist in implementing the pilot OENCO courses. 
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LTC Joseph Watt has taken over as Chief of the Evaluation Directorate 
replacing LTC Oscar Mack who will PCS in October. MAJ (P) Ron Sheffield 
has become the Executive Officer as well as the Chief of Operations and 
Support. To fill the void left by the loss of Captains Bill Nuffer, 
Paul Best and Dan Popov, Captains Bill Langford, TO, Tom Hawks, CD, and 
Kieran McMullen, DTD, have made the move to the Evaluation Directorate. 

VISITORS: 

OE and OETC still generates a lot of interest and a lot of visitors. 
Recent visitors have been MG Ben Harrison, CG ADMINCEN; BG H. G. Crowell, 
Jr., ADCST for Operations at TRADOC; Mr. Richard Danzig, Deputy Assistant 
Secretary Defense for Program Development; Dr. Sue Dueitt, Special 
Assistant to Assistant Secretary of the Army for Manpower and Reserve 
Affairs; and Mr. Don Mulcahy, IBM Corporation. 

Upcoming are visits by LTG J. R. Thurman III, DCG TRADOC; MG DeWitt Smith, 
CG Army War College; and BG Joseph Kastner, ADC lOlst Airborne Division. 

RECAP: 

A statistical summary relative to the selection, assignment and promo
tion of OESO's, provided by MAJ Gesner, MILPERCEN follows this section. 
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13 

OE TRAINING COURSE 
STATISTICAL RECAPITULATION 

CLASS NUMBER 4-78 

OPMD INPUT CO!iMA K D I KPCT 
CATEGORY 

4-78 TOTAL 4-78 TOTAL 

TYPE ITEM QTY 4 QTY I. QTY I. QIT 

LT 2 .7 1 14 1 

CPT 22 71 167 62 4 57 71 
CPT(P) 14 5 10 

GRADE ~~J 8 26 74 27 1 14 26 
~U(P) 2 .7 2 

LTC 1 3 11 4 7 

LTC(P) 

COL 1 14 1 
Il\ 11 35 107 40 35 

FA 3 10 38 14 1 14 11 

AR 5 16 25 9 1 14 6 

AD 1 3 9 3 4 

sc 4 13 10 4 1 

Et\ 2 6 8 3 6 

~!P 1 3 4 1 1 14 6 

'li 2 6 7 3 1 14 4 
BRANCH AG 2 6 45 17 17 

FI 1 

TC 9 3 3 

Q~ 5 2 3 

OD 2 .7 2 

CM 1 .4 1 

~1SC 1 14 16 

SJA 

CH . I 2 29 2 

RA 19 61 160 59 2 29 65 
CO!tiiSSION USAR 12 39 109 40 5 71 53 

N~ ·" 1 .4 

US !'!A 2 6 20 7 12 

SOURCE ROTC 18 58 126 47 1 14 55 
OF ocs 9 29 102 38 2 29 I 34 

A PPOINTMEKT 
DIR/OTHER 2 6 22 8 4 57 17 

AOC 31 100 269 100 5 71 113 

MEL CGSC 6 19 38 14 5 71 25 

AFSC/OTHER 1 3 7 3 

CEL 
BACH DEGREE 31 100 270 100 7 100 116 

ADV DEGREE 11 35 97 36 6 86 47 

CAUCASIAN 29 94 245 91 7 100 113 
RACE BLACK 2 6 22 8 5 

OTHER 3 1 

WAC 2 6 8 3 3 

OTHER ClV 3 30 16 

E!'l 11 If 8 

TOTAL OFFICER INPUT 31 82 ~70 70 7 18 118 

AGGREGATE 

4-78 TOTAL 

I. QTY I. QTY I. 
.a 1 3 3 .8 

60 26 68 238 61 

8 24 6 

22 9 24 100 26 
2 4 1 

6 1 3 18 5 

.a 1 3 1 .3 

30 11 29 142 37 

9 4 11 49 13 

5 6 16 31 8 

3 1 3 13 3 

.8 4 11 11 3 

5 2 5 14 4 

5 2 5 10 3 

3 3 8 11 3 

14 2 5 62 16 

.£ 1 .3 

3 12 3 

3 8 2 

2 4 1 
.8 2 .5 

14 1 3 16 4 

2 2 5 2 .5 

55 21 55 225 58 

45 17 45 162 42 

1 .3 

10 2 5 32 8 

47 19 50 181 47 

29 11 29 136 3!l 

14 6 16 39 10 

96 36 95 382 98 

21 11 29 63 16 

1 3 7 2 

98 38 100 386 99 

40 17 45 144 37 

96 36 95 358 92 

4 2 5 27 7 

3 .8 

l '2 5 11 3 

12 3' 7 16 4 

6! r-r 19 5 

30 38 338 
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OESO 
PROMOTION SUMMARY 

PRIMARY ZONE SECONDARY ZONE 

PREVIOUSLY FIRST TIME 
CONSIDERED CONSIDERED RECAPITULATION 

I I 
sz sz % 

PC PC % FTC FTC % TOTAL TOTAL % I IELIG SED SEL 
CATEGORY I ELIG SEL SEL ELIG SEL SEL ELIG SEL SEL 

---- -- ---- - ---- -

1977 CPT to MAJ (AUS) 

Total Eligible 1 0 0.0 20 18 90.0 21 18 85.7 30 2 6.6 

MILPERCEN Quality '<:f" 

Screened Total 0 0 0.0 18 18 100 18 18 100 30 2 6.6 ..-

Army-Wide Total 1195 241 20.2 2562 1955 76.3 3757 2196 58.5 6351 159 2.5 

1977 MAJ to LTC (AUSl 

Total Eligible 0 0 0.0 17 12 70.5 17 12 70.5 5 1 20.0 

MILPERCEN Quality 
Screened Total 0 0 0.0 14 12 85.6 14 12 85.6 5 1 20.0 

Army-Wide Total 1088 150 13.8 1590 1067 67.1 2678 1218 45.5 3235 154 4.8 



CATEGORY 

1978 CPT to MAJ (AUS) 

Total Eligible 

MILPERCEN Selected 
Total 

Army-Wide Total 

1978 MAJ to LTC (AUS) 

Total Eligible 

MILPERCEN Selected 
Total 

Army-Wide Total 

PREVIOUSLY 
CONSIDERED 

PC PC % 
ELIG SEL SEL 

3 0 0.0 

0 0 0.0 

954 143 15.0 

5 1 20.0 

3 0 0.0 

903 124 13.7 

OESO 
PROMOTION SUMMARY 

PRIMARY ZONE 

FIRST TIME 
CONSIDERED 

FTC FTC % 
ELIG SEL SEL 

56 53 94.6 

56 53 94.6 

3174 2365 74.5 

11 9 81.8 

9 7 77.8 

1455 1011 69.5 

RECAPITULATION 

TOTAL TOTAL % 
ELIG SEL SEL 

59 89.8 

56 53 94.6 

4128 2511 60.8 

16 10 62.5 

12 7 58.3 

2358 1135 48.1 

SECONDARY ZONE 

sz sz % 
ELIG SEL SEL 

79 6 7.6 

79 6 7.6 

5420 279 5. 1 

32 1 3. 1 

24 1 4.2 

3053 151 5.0 

LO 
r-



l JUN 78 1 JUN 78 
ACTIVITY MTOE-TDA ASSIGNED 

AUTH LEVEL OESO 
I 

TRADOC 95 85 
FORSCOM 93 79 
USAREUR 53 51 
HQDA 9 7 
DAR COM 11 3 
USACC 12 5 
HSC 8 5 
EUSA 9 lO 

INS COM 0 3 
MOW 2 2 
USARJ 1 1 
MTMC 1 2 
USACIDC 0 1 
USAREC 2 2 
USMA 2 2 
USAWC 1 l 
MILPERCEN 1 1 
NGB 1 1 

TOTAL 301 . 261 

ORGANIZATIONAL EFFECTIVENESS STAFF OFFICER 
STRUCTURE AND AUTHORIZATIONS 

(AS OF 1 JUN 78) 

OFFICER MANPOWER REQUIREMENTS 

KNOWN CONFIRMED PROJECTED 31 DEC 78 31 DEC 78 CY 1978 CY 1979 
LOSSES GAINS GAINS OESO FORCE-STRUC DCSPER-HRO DCSPER-HRO 

JUN-DEC 78 JUN-DEC 78 JUN-DEC 78 FORCE DEVIATIONS STRUCTURE STRUCTURE 
I I I I I I I 

14 22 5 98 +3 95 100 
24 30 2 87 +6 81 99 
10 28 4 73 +4 69 69 
0 l 0 8 -8 16 16 
0 2 2 7 -9 16 16 
0 2 1 8 -5 13 13 
0 4 3 12 +l 11 11 
2 1 0 9 0 9 9 
0 1 1 5 -2 7 7 
1 l 0 2 0 2 2 
0 1 0 2 0 2 2 
0 0 0 2 0 2 2 
0 1 0 2 0 2 2 
0 0 0 2 0 2 2 
0 0 0 2 +l 1 3 
0 0 0 1 0 1 l 
0 l 0 2 -1 1 1 

0 0 0 1 +1 0 1 
51 95 18 323 -7 330 356 

1.0 
r-



HSC MEDICs in OE 

The US Army Health Services Command with the graduation of class 2-78 
has 10 of their 12 authorized positions filled. The incumbents and 
locations are as follows: 

LTC J. Severson Brooke Army t·1edical Center 
Ft Sam Houston, TX 

MAJ P. Brenner Wa 1 ter Reed Af1C 
Washington, DC 

MAJ J. Locke Fitzsimons AMC 
Denver, CO 

~1AJ D. Odum MEDDAC 
Ft Benning, GA 

CPT W. Butkovich HQ HSC 
Ft Sam Houston, TX 

CPT B. High Academy of Health Sciences 
Ft Sam Houston. TX 

CPT C. Troutman HQ Ft Detrick, MD 

CPT W. Barko Madigan Af~C 
Ft Lewis, Washington 

CPT B. Horak MEDDAC, Ft Hood, TX 

CPT t~. O'Brien MEDDAC, Ft Bragg, NC 
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ITEMS OF INTEREST 
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BOOK REVIEW 

SFC Richard L. Hines 
Training Dev Directorate 
OETC 

Lippit, Gordon and Lippit Donald, The Consulting Process in Action, 
University Associates 1978. 

This work is an excellent collaborative analysis covering the 
past ten years of both authors' experiences as consultants. The 
most valuable aspect of the book is the authors' abilities to 
reduce technical language and processes to logical and easily 
understandable discussions, focusing on the most general aspect 
of the helping process - consultations. Several of the activities 
of those who lead, direct, teach, or interact with others as 
friends or peers are characterized in terms of the roles and func
tions of a consultant. Such people are characterized as consul
tants at various points in the text. Distinction is made between 
the help-givers located in the same setting or organization as 
those they are serving and those located outside the organization 
(internal consultants and strictly external consultants). 

Because of the close parallels that emerge between the procedures 
discussed in the text and the normal consulting process used by 
OESOs/OENCOs, I have chosen to address each procedure separately. 

The book consists of seven chapters, all of which deal with some 
procedure central to the duties of an OESO/OENCO in assisting 
commanders/leaders to increase unit effectiveness and optimize 
mission accomplishment. The first chapter deals with the need for 
competency in consulting and the ever-increasing demand for con
sultants who are both internal and external. Relevant, appropri
ate, and practical applications for several different client sys
tems are also provided. Chapter two focuses on the dynamics of 
the phases of the consulting process, especially in its initial 
stages. This chapter also gives examples of each authors' 
experiences with different client systems. Chapter three outlines 
the multiple roles of the consultant and offers some criteria for 
consultant-role selection. The fourth chapter focuses on the 
decision and action phases of the consulting process. It provides 
indepth discussion of diagnostic intervention and dilemmas, 
collaboration, resource identification and timing. Chapter five's 
logical follow-on deals exclusively with ethical dilemmas and guide
lines. It also focuses on the ethics of consulting and a review 
of some specific ethical dilemmas encountered and provides a summary 
of how each was handled. Chapter six deals with action research in 
terms of data gathering methods which for the most part are the 
same as those outlined in the first step of the four-step OE process. 
This chapter also provides a very detailed analysis of several 
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collection methods, including their advantages and disadvantages. 
The chapter concludes with models of action research and its 
application to the consulting process. The final chapter of this 
useful text focuses on the consultant's skills, competencies, and 
professional development. The authors conclude with a series of 
questions and collaborative answers concerning perceived compe
tencies, professional development, and consulting skills. 

This book is strongly recommended for OESOs/OENCOs and commanders 
contemplating using an OESO in the future. The book is the next 
best thing to being able to pick the brains of two successful 
consultants. 
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SOME THOUGHTS ON ENTRY 
INTO AN ORGANIZATION OR U1PLEfe1ENTING ASSESS~1ENT 

CPT Joseph Riley 
t1AJ George Long 

The talk has been for some time that OE in general is having difficulty 
getting past assessment into planning, implementation and evaluation. 
OETC research and evaluation has confirmed this suspicion to a degree 
and we have experienced the frustration with several clients. On a 
grander scale there is a considerable effort to document the number of 
hours and monetary costs and savings as a result of OE. This all boils 
down in part to difficulties on the part of the client systems at all 
levels in understanding what OE is, how OE does what it does, and what 
it can do. 

These notions appear more evident in working with clients when it comes 
time to plan and execute action. Our hypothesis is that planning and 
implementation are difficult because the client isn't aware of the OESOs 
skills in sufficient degree to accomplish these steps alone and the OESO 
is realistically concerned with being directive and owning the problems. 
The result can be (1} termination with the OESO and traditional problem 
solving on selected "issues"; (2) frustration with the effort and termina
tion with no further action; {3} actions decided by the OESO with little 
or no commitment on the part of the client (owning the actions alone). 

~e have been looking at this and have come up with some notions about how 
to address this problem in our practice. By mutual agreement with a 
current client we are testing some of these notions. As of yet there is 
insufficient data to say they will work or that they are the total answer. 
HowPver, at the request of several OESOs we have discussed those ideas 
with, we are presenting them so that the synergistic effect of all of us 
operating in the field can be set in motion. 

The basic idea begins with Argyris's notions about valid information, free, 
informed choice, and internal commitment. ~e began by saying to ourselves 
"how can we achieve these conditions." We have labelled these ideas under 
a heading of environmental preparation or OE readiness. It is not a new 
idea but we are now not assessing but "implementing an assessment" in the 
organization. The difference is subtle. These are some of the steps 
involved. 

1. We don't begin an assessment unless the system is ready. Our 
approach is that we will talk about beginning assessment, do the necessary 
environmental prep work to begin assessment, or wait for a more opportune 
time for both the client and the OESO. 

2. ~e assess the client system for OE readiness during the initial 
interview on some admittedly subjective criteria. 
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a. Does the client have some specific objectives in mind that 
we can work with or is he/she willing to establish some? 

b. Is the client willing to take some risks? 

c. Is the client asking about costs in terms of time and manpower? 
OE is not free. 

d. Is the client willing to work with the OESOs or is he saying 
"come in and do your thing? 11 

e. Is the client willing to collectively (with his staff) deter
mine objectives and contract? (Risk, commitment, and cost). 

f. Is the client willing to build internal capability and undergo 
training in the initial stages? 

g. Is the client open and authentic? 

h. Will the client send his leaders to L&MDC and/or other manage
ment workshops? 

3. During the entry process and as a part of assessment prepara
tion we begin testing these criterion. 

a. We conduct a briefing for the staff on OE and work at addressing 
tough questions. There needs to be some tough questions such as costs. 

b. Our contract is written and addresses the readiness issues. We 
ask for the client and his staff to contract with us collectively after 
a preliminary session with just the client. This is also a team building 
effort and was a 2 ~hour session. 

c. ~e asked the client to determine objectives with us and his 
staff. f·1ore team building work. In fact we did some structured exercises 
on assumptions and communications. This was five hours of work in two 
sessions because we also talked about how to measure success of the OE 
effort. 

d. We provide theoretical input on the GOQ, interviews, and observa
tions. We then ask them to work with us on devising additional questions 
which get at their objectives more specifically. Also the staff decides. 
with our help, on how the data should be broken down to insure anonymity. 
Some of the questions we ask are: 

11 What does the answer to this question look like, what are you trying 
to find out?" 

11 How does this data break protect anonymity and is it necessary to 
do so?" We don't push hard on this one. 
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e. Another action is to conduct some workshops along general 
areas of management. An example would be a one day workshop on group 
dynamics and leadership. (Such as a workshop around using FIRO ~ pg 
10 75 UA Annual #138 as the central theme). 

f. The client systems must also assist us in administering the 
GOQ and conducting interviews to build internal capability and show 
ownership and commitment. 

g. ~e use the additional time spent in preparing for assessment 
to model the behaviors we would like to see in the client system. 

Thanks to one of Mike Mitchell's comments at the OE conference in Colorado 
Springs we are also instituting another procedure. Mike said that he had 
shifted to being very positive with the client, i.e., ~hat are you doing 
well and can you do more. ~e are doing some of this during the assessment 
implementation, and it is serving several purposes in our minds: 

1. It causes the client system to be more success oriented and less 
problem solving oriented. Feedback is less negative and more acceptable. 

2. It provides us some implementation while we are waiting to get 
started with and finish the assessment. The client can get impatient 
"working to just get started." 

3. It provides a means to establish interdependence with the client 
system in a very positive way. 

4. It is another way to demonstrate some skills and techniques prior 
to feedback and planning. 

Another notion that begins to creep in is Schutz's FIRO notions and Schein's 
expert vs process consultation ideas best explained by a chart. 

LEADERSHIP, GROUP BEHAVIOR, & CONSULTANT BEHAVIOR 

GROUP LEADERSHIP CONSULTANT 
RELATIONSHIP STAGES STYLE STYLE ACTIONS 

Dependent Inclusion Power Expert/Directives Objectives 
Contracting 

Independent Control Leadership Trainer/Teacher/ ~orkshops 
Semi-Directive Assessment 

Planning 

Interdependent Affection Authority Process Consultant/ Planning 
Nan-Directive Implement 
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~e are not looking for absolutes nor do we have v1s1ons of clients 
arriving at high levels of affection prior to planning an implementa
tion but we feel we must work toward those ends. One of the things that 
this may avoid is the client and the OESO arriving at a point after feed
back where the client doesn•t know what to do next and the OESO won•t 
take on the problem alone. By developing the relationship and determin
ing where the relationship is, you then have a yardstick as to what type 
of consultant style best fits the situation and a way to eliminate or to 
work through the impasse. Our hypothesis is that you can best be non
directive when the group (client system & consultant) have reached some 
level of affection, interdependence, and trust. 

As said earlier, we are not sure that all of this works or that it is 
complete. ~ithout a whole lot of discourse it does seem to address some 
of the problems we have experienced. It is a more lengthy process but our 
hypothesis is that it will pay off in the future. Our only real proof is 
that the work with our experimental client at least feels better. 
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OE IN ROTC--IS IT NEEDED? 

CPT Danny McGrew 
2nd ROTC REGION 

On arrival at the Second ROTC Region Headquarters located at Fort Knox, 
Kentucky, in December 1977, several questions concerning the applica-
tion of OE to ROTC were paramount to me. Having never been associated 
with ROTC in any way, my greatest concern was to find out how it worked 
and if it was different, then identify how it was different from "the 
rest of the Army." There had never been an OESO assigned to ROTC and 
no institutional memory of focus, procedures, pitfalls, etc., were pre
sent. In addition, I was concerned about how to "spread" myself among 
sixty-seven universities and assist in promoting positive organizational 
change. The spread of command and control in ROTC is a geographical 
nightmare. In the Second ROTC Region, this span covers the eight states 
of Wisconsin, Michigan, Illinois, Indiana, Ohio, Missouri, Kentucky and 
Tennessee, with headquarters located at Fort Knox, KY. It is not un
common for some of the personnel assigned to a university to never visit 
or interact with personnel of the headquarters. This situation has great 
implications in attempting to foster a team concept and trying to establish 
credibility among the detachments and the headquarters. Most detachments 
operate with 8-10 personnel and are responsible for a myriad of goals and 
tasks; namely, enrollment and retention of cadets, instruction at all year 
levels, operating a military detachment, answering to a Region Headquar
ters, TRADOC and Department of the Army and interacting with a civilian 
community. Therefore, in order to survive and accomplish its goals, a de
tachment must be functionally oriented, must have a high degree of aware
ness of the interpersonal issues present in a small organization and foster 
a positive working relationship with its higher headquarters. 

My goal as an OESO is to assist in creating large-scale organizational 
change through positive change made in individual detachments. 

Since enrollment and retention are the greatest issues facing ROTC, my 
energy has been, and will continue to be, focused in this area. For 
example, if I work with a detachment that is experiencing problems in 
enrollment and then return at some later date for follow-up and discover 
that detachment is no longer experiencing those problems, it is conceivable 
to attribute this success to OE: however, the most important factor is that 
positive change has occurred and as a result, change in consonance with 
the entire organization has occurred. Some examples of the types of oper
ations I normally conduct are: Work with the detachment to establish 
realistic goals; this is accomplished by "brainstorming." Brainstorming 
is soliciting as many goals from the detachment personnel as possible with
out allowing them to evaluate the credibility of those goals. Once the 
list of potential goals has been identified, then "Action Plan" those goals, 
one by one, until goals that are acceptable by all or a majority are iden
tified. Action Planning in this case is defined as a process of generating 
a list of specific goals, evaluating those goals in terms of realistic 
accomplishment and then selecting the best ones. Example: State the goal, 
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identify the success criteria by listing the sequence of steps that are 
necessary to address the goal and resources necessary to accomplish the 
goal and then commit those resources toward the accomplishment of that 
goal. Usually, by utilizing this process, the detachment can reduce the 
number of goals they previously were trying to accomplish and increase 
their effectiveness in the attainment of the goals they have now identi
fied as important to the organization. 

Another example of the type of operations that are conducted is 11 Team 
Building." It is imperative that detachments function as a team. Since 
the detachments normally are of 8-10 personnel, each individual is dele
gated with a great number of responsibilities, and many of these respon
sibilities require interaction among members of the detachments as well 
as cadets. Therefore, a Team Building exercise is designed to provide 
an atmosphere whereby interpersonal issues and conflict can be surfaced, 
explored, and resolved. The effect of an exercise of this nature reduces 
the issues that inhabit a team from becoming effective and promotes im
proved relationships between the detachment members. 

The Transition Workshop for Change of Command is proving to be a power
ful tool in ROTC. A Transition Workshop enables the incoming Professor 
of Military Science (PMS} to assume the role of leadership rapidly and 
prevents 11 down-time" by passing on to the new PMS concerns and expecta
tions of the detachment members, enables a close and shared understanding 
of the major priorities/goals of the organization in the next six to nine 
months, determines some realistic improvement actions to achieve these 
goals and lastly, it assists the PMS in examining the organization's in
ternal management procedures and identifying issues for improving overall 
effectiveness. If these operations are successful on a wide scale, then 
large-scale positive change occurs which results in goal achievement for 
the parent organization, Region HQ. The concern I initially experienced 
with how to "spread" myself among sixty-seven universities has been 
addressed by setting up a common data-sharing base. After I conduct a 
number of operations in varied school environments, I share this data, in 
a general way, with the rest of the Region. This technique is proving 
to be effective in assisting the detachments in identifying potential 
problem areas. 

OE is needed in ROTC. The span of command and control problems that face 
RoTc-create a feeling of separateness that exists due to the geographical 
displacement of the HQ and its subordinate units. This feeling of separ
ateness needs to be constantly confronted in order to promote the team 
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concept and thereby increase organization effectiveness. The small-group, 
interpersonal demands placed upon military personnel who function daily 
in a civilian environment create a dynamic which needs to be identified 
and managed. Lastly, the increasing demands of the Army for greater quan
tities of high qualify officers create a need for a professional, ROTC 
team dedicated to achieving and fulfilling the Army's needs. OE can help 
ROTC to fulfill those goals. 
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THE DELPHI TECHNIQUE: 
APPLICATIONS TO THE ARMY 1 S 

ORGANIZATIONAL EFFECTIVENESS PROGRA~I 

CPT William Barko 
f·1adi gan Army Medica 1 Center 

While attending OETC Course 1-78, CPT James Affonco and I were searching 
for ways to gain additional information about the use of Organizational 
Effectiveness programs, strategies, and techniques in medical organiza
tions. Since we were scheduled for assignment in medical organizations, 
it was perceived that additional information on OE activities could 
enhance our initial entrance into these organizations. Also, such infor
mation could provide a basis for our program planning within these 
medical settings. Overall knowledge of OE in these settings was limited. 
The Army had only recently assigned OESOs to medical organizations. Some 
of the feedback we had received about OE application in medical settings 
had emphasized the difficulty of its successful application because of 
the uniqueness of the setting. vJe searched for a method to obtain further 
information from some of the nation•s leading consultants and prominent 
internal consultants concerning their experiences in medical settings. 
Since this project is still continuing and data obtained is incomplete, 
this article will discuss the general application of Delphi methods in 
OE work. 

The Process 

The Delphi process was developed at the Rand Corporation by Dalkey and 
associates. It has been defined as a technique which provides for system
atic solicitation and collation of judgements on a particular topic 
through a set of carefully designed sequential questionnaires, inter
spersed with summap information and feedback of opinions derived from 
earlier responses. The Delphi is administered over a period of time to 
individuals geographically separated. It does, however, provide the type 
of information which allows the participants to get a complete picture of 
the issue or question being discussed. Its comparable to a conference 
with participants geographically separated. The separation allows parti
cipants to share opinions, insights, and information without the risk of 
peer criticism or chastisement. It also provides them a considerable 
period of time, often a week, to reconsider their ideas or refine them. 
The focus is on allowing participants the time and atmosphere which lend 
itself to individually creative thought. Through this process, the 
Delphi developer may receive an abundance of information. Additional 
personal insight may be gained from the issues raised by participants. It 
is also quite probable that significant related and tangential issues will 
evolve through the use of the survey. 

Structure 

The Delphi method was created with structural flexibility in mind. Lin
stone describes two distinct forms of the Delphi. The conventional Delphi 
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generally has the surveyors providing a questionnaire structure. with 
results being tabulated and analyzed manually by the surveyors. The 
results are fed back directly to respondents who can be asked to make 
comments about the information. adjust their previous responses. or 
answer certain general questions about the information. Each question
naire is based directly on the results of the previous one. The real-
time Delphi uses a computer to assist in the compilation of group-re5ults. 
An effort is made to speed up the Delphi process and reduce the time 
necessary for summarization of information after each step in the process. 2 

Even though the Delphi is extremely flexible. certain key steps should be 
accomplished when using its structural format. 

Delphi Activities 

1. Develop Delphi Question. Know what question you want addressed 
before developing the Delphi. 

2. Select the Type and Size of Participating Sample. 

3. Contact Respondents. Inquire about their potential interest and 
knowledge in the area you wish to survey. 

4. Develop and Distribute Questionnaire #1. This questionnaire should 
be brief and open-ended. Responses should be based on broad problem 
issues. 

5. Analyze Questionnaire #1. Summarize the results of the respondents. 
It should be short enough to be reviewed quickly and easily. 

6. Develop and Distribute Questionnaire #2. This questionnaire 
completely convey information collected during Questionnaire #1. 
be categorized into areas of agreement or disagreement. Comments 
requested about these categories. 

should 
It can 
can be 

7. Analyze Questionnaire #2. Some prioritizing or classification of 
responses can be done. 

8. Develop and Distribute Questionnaire #3. The structure should provide 
for review of previous responses. A requ.est for judgements on priorities 
and classification of issues can be done. Respondents can still be pro
vided with a chance to adjust answers. 

9. Analysis of Questionnaire #3. Focus should be on providing a concise, 
clear format for summary. Summary should focus on information related to 
your initial Delphi question. Final comments can be requested. 

10. Distribute Final Report and Summarx. This is sent so all participants 
can make final closure on the process. Surveyors' learning can be summarized 
in this report. 
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Because of its flexibility, the Delphi is not limited to three question
naires. When the structure exceeds three, the process may become sus
ceptible to excessive focus on new issues arising during the Delphi. 
These new issues may be relevant but not closely related to the initial 
Delphi question. Previous Delphi use has demonstrated that as the number 
of questionnaires increases, the rate of return is diminished and the 
total amount of expected information received is limited. Even with 
close monitoring and strict adherence to concise survey format, response 
rates to the third and subsequent questionnaires may be dramatically 
curtailed. In order to provide the opportunity for maximum participation 
during the Delphi process, certain principles of survey development should 
be followed. The check list below r.1ay be helpful in maintaining high rates 
of participation through the process: 

Delphi Check List 

1. Select an interesting and applicable topic for yourself and the 
respondents. 

2. Be sure you have a question you want to gain information on during 
the survey. 

3. Select respondents who have the knowledge and expertise to answer 
your questionnaires. 

4. Test your questionnaire before distributing. 

5. Feedback all the information you receive to respondents. Do not 
selectively edit. 

6. Send a cover or introductory letter with each survey. f·1ake it 
personal and explanatory. 

7. Let the respondent know how long he will be participating in the 
survey. 

8. Give the respondent a specific due date for return of the question
naire. 

9. Send a self-addressed, stamped return envelope with the question
naire. 

10. The questionnaire should be brief. Try to keep it on one legal size 
piece of paper. If it becomes too long, many respondents will not com
plete it. 

11. The survey needs to be professional and grammatically flawless. If 
it looks right, participants will most often take the time to complete it. 
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12. Use a code number on your answer sheets and return envelopes in order 
to identify participants. In preparing a participant list assign a num
ber to each participant. 

The preceding tips, along with procedures described by Delbecq in Group 
Technigues for Program Planning should provide the necessary information 
to develop and administer effective questionnaires using the Delphi tech
nique. 

Conclusions 

, Through use of the Delphi technique, considerable information about OE 
interventions in medical settings has been gained. The following describes 
some of the many learnings identified through this work: 

1. The survey has provided a wealth of information about OE interventions 
in medical settings. 

2. It gave respondents a chance to discuss personal issues, concerns, and 
biases about their OE work. 

3. It demonstrated that these participating professionals have divergent 
views and philosophies about the use of OE strategies. 

4. It has produced considerable information about specific OE strategies 
and techniques, their rate of use, and perceived effectiveness in medical 
organizations. 

5. It provided an extensive amount of information to support our initial 
entrance into our organizations. 

6. Many issues raised during the survey were unknown previously and pro
vide new information and insight. 

7. The survey provided an opportunity to communicate with many experienced 
and established OE professionals. 

8. It has added new insight into certain strategies and has provided infor-
mation about OE pitfalls in medical settings. 

9. Many respondents also expressed or described their personal learnings 
experienced through participation in this survey. 

It is apparent that the Delphi method can provide the Organizational 
Effectiveness Staff Officer with a technique for information gathering, 
knowledge exchange, professional support, and a basis for future program 
planning. It provides a means by which specific OE related problems and 
issues can be discussed. It may save the OESO the time, energy, and 
personal trauma often associated with learning from your own experience. 

31 



Its present worth and future potential easily outweighs the time spent 
devising, monitoring, and evaluating its results. Delphi techniques are 
flexible and require a minimum knowledge in the development and use of 
questionnaires and related statistical analysis. The Delphi is a multi
purpose instrument which offers the OESO a dynamic method for informa
tion gathering. 

FOOTNOTES 

1. Adre L. Delbecq, Andrew H. Van de Ven and David H. Gustafson, 
Grou Techni ues for Pro ram Plannin , (Dallas: Scott Foresman 
and Co. , 19 , p. 1 0. 

2. Harold A. Linstone and Murray Turoff, The Del hi Method, Techni ues 
and Applications, (Reading: Addison Wesley Publishing Co., 19 5 , 
p. 5. 
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PART-TIME INTERNAL CONSULTANTS HQ FORSCOM 

Jack W. Collier, PhD 
HQ FORSCOM 

1. BACKGROUND: Organizational Effectiveness was officially initiated 
in Headquarters US ARMY FORCES COMMAND in the fall of 1975. A decision 
was made at the outset to have a small full-time staff supplemented by 
part-time personnel who were initially referred to as interns and later 
to be internal consultants (IC). Two or three persons for each general 
staff and one person for each special staff section were selected by 
the OE Project Officer and concurred in by the staff section to be 
interns. This initial procedure was changed and will be discussed later. 
The basis for initial selection was primarily formal education at the 
graduate level in the behavioral sciences. About twenty people were 
selected with about a two to one ratio of military to civilians. 

Support to the internal program was personally given by the FORSCOM 
Commanding General. The OE Project Officer was on the personal staff 
of the CG. The CG periodically met in his office with the internal con
sultants to determine if changes should be made to the program. 

Training for internal consultants during the very early days of OE at 
HQ FORSCOM was task oriented. A need existed for the interns to collect 
data through sensing sessions so they were trained in sensing techniques 
and then applied this knowledge. An orientation on questionnaire admin
istration was conducted followed by the interns administering the GOQ 
headquarters-wide. This was followed by training in feedback procedures 
and actually conducting feedback of GOQ data throughout the Headquarters. 
This training was conducted by consultants provided by a civilian con
tractor. 

Task related training appeared to be effective and maintained a high 
level of interest on the part of the interns; however, as OE activities 
in the Headquarters became more diversified it became less practical to 
expose all of them to training which they could apply immediately. Efforts 
were then made to do some team building with the interns and to provide 
them with some general OD skills. Without a clear direction and some com
mitment, interest in and attendance at training started declining rapidly. 

In an effort to revitalize the intern program, procedures for selection 
were changed so that the staff section nominated individuals to serve as 
part-time internal consultants with final selection made by the OE office. 
The appointed internal consultants were then involved in designing their 
own training program. This appeared to increase their interest but 
training attendance and utilization remain a problem apparently because 
of conflict with principle duties. 
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Over a period of two and one half years a 100% turnover of internal 
consultants has been experienced. The current representation is a 
two to one ratio of civilians to military which compares favorably 
with the distribution in the Headquarters. The internal program is 
now in the Office of the Chief of Staff and is considered to be a 
vital part of the successful OE program in HQ FORSCOM. 

The Organizational Effectiveness program orientation in Headquarters 
FORSCOM has shifted somewhat from. its initial humanistic direction to 
more of a systems approach. This has had some impact on the kinds of 
people selected for the prograrr and the training they receive. 

2. OBJECTIVES: The following program and administrative objectives 
have been established and included in a Headquarters official memoran
dum. 

a. OE Program 

(1) To integrate personnel, tasks, and work environment thereby 
increasing organization effectiveness. 

(2} To improve management and job satisfaction through the use of 
behavioral science technology. 

(3} To optimize and strengthen the chain of coll1Tiand. 

(4) To increase the quality of life for the individual within the 
Headquarters. 

b. Administrative 

(1) To maintain a cadre of qualified internal consultants for 
implementing the OE Program. 

(2} To explain available OE services and methods for requesting or 
scheduling them. 

(3} To establish orientation procedures for new supervisors entering 
the organization. 

(4} To clarify the role of internal consultants. 

(5} To improve individual knowledge and awareness of OE activities 
with HQ FORSCOM. 
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3. ADVANTAGES: Some of the recognized advantages of having part-time 
internal consultants are: 

a. They know the organization. It has proven invaluable to have 
a person in the organization who knows the formal and informal organiza
tion as well as the sources of power. Sources of conflict are many times 
pointed out by the internal consultant. 

b. They serve as coordinators. Many OE workshops require consider
able scheduling for interviews, training, and support facilities which can 
be arranged for by the internal consultant, freeing the OESO to direct 
attention to other areas. 

c. They are familiar with the managers personality. It helps in 
many instances to receive an informal report from an internal consultant 
on the managerial style and pecularities. 

d. Managers have more of a feeling of being in control. Experience 
has indicated that having an internal consultant performing coordination 
functions in support of OE workshops gives the managers more of a feeling 
of control and consequently reduces their personal threat level. 

e. No additional spaces required. This is a very appealing advan
tage in these times of declining resources. Many jobs are cyclic in demands 
on a person's time and by careful scheduling some OE work can be programmed 
during the low cycle in work demand. 

f. The number can vary according to workload. This has the advan
tage of the manager being able to select the number of people to be inter
nal consultants according to anticipated use of OE. Where one agency 
chief may be content to have one internal consultant serve ten divisions, 
another one may need four consultants to serve eight divisions. 

g. Responsiveness. This is an especially strong point since the 
internal consultant serves the most senior person in a staff section and 
consequently is made available to do OE work as directed by that section 
chief. This does occasionally generate some conflict which will be covered 
under disadvantages. 

h. They serve as an information net\>mrk for OE. They frequently 
serve as an informal communication network to get information out about 
things happening in OE. This must be in addition to formal channels 
rather than a replacement for the formal channels. 

4. DISADVANTAGES. Some of the recognized disadvantages of having part
time internal consultants are: 
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a. Competition with their primary job. This is the greatest 
frustration experienced by the internal consultant. There are times 
when it appears that an internal consultant is available for an OE work
shop and the schedule is firmed up onl~ to later find out some crash 
project in the primary area of responsibility is demanding attention. 

b. They may not be available at the time needed. Just as with any 
other part-time job, when it is in competition with the primary job for 
time, it is usually the part-time job which cannot be accommodated in 
times of conflict. Even though an agreement may be reached that a fixed 
percentage of time can be devoted to OE, there are supervisors who do not 
hesitate to assign additional work in the primary job when time starts 
being devoted to OE. This comes partially from the fact that the immedi
ate supervisor in most cases is someone other than the staff section chief 
being served by the internal consultant. 

c. They do not work well in their immediate organization. The 
point at which a person must be removed from their own organization in 
order to function effectively as a consultant seems to be outside their 
own division within HQ FORSCOM organization. Although this takes them 
beyond the influence of their rating officer, it has not generated any 
problems. 

d. Little direct control over their assignment by OESO. While 
there is real control potential using the authority of the Office of the 
Chief of Staff, most control in practice is really through persuasion. A 
particular consultant is desired for a certain workshop and it is checked 
out directly with the IC. If this clears then a request for their service 
is made to their office chief. It is mostly a cooperative procedure based 
on individual personalities and has worked effectively. 

e. Turnover of personnel requires periodic refresher training. As 
with any military organization, turnover causes peculiar problems. Present 
consultants have been in the program from four to twenty-nine months. The 
training problem that exists is to get everyone up to some minimum compe
tency and maintain that level with personnel rotating periodically. 

f. Time and money costs. Time away from the primary job by the 
part-time consultant is readily apparent but time devoted to management 
of the internal consultant network by the OESO is not quite as obvious. 
Money must be budgeted for TOY travel for professional development of the 
internal consultant and to bring external consultants into the organization 
to provide training for them. A professional library for their use is 
considered essential and must be funded for also. 

5 SELECTION CRITERIA. 

a. While there are no rigid, fixed selection criteria, there are 
some specific considerations which must be given to building an internal 
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consultant team. What is the need within a particular part of the organ
ization? This need is jointly determined by the OESO and the manager 
being served. It usually depends upon expected usage. A factor the OESO 
usually keeps in mind is a balance of grade, military/civilian, sex, age, 
etc., which is representative of the total work force. 

b. Both military and civilian education are indicators of perfor-
mance as well as past job experience but a more overriding factor is 
interest in the program and desire to serve as an internal consultant. 
Regardless of potential some internal consultants never find time to par
ticipate in anything because they lack motivation. 

c. Availability and acceptability are also considered. A person 
should not be considered available if their primary job is requiring them 
to consistently work overtime. Acceptability is really a judgement call 
made by the OESO at the time of interview. How will the individual fit 
into the existing team of consultants? Since much OE work is done in groups, 
how would the person be accepted by most groups? 

6. TRAINING. The basic philosophy of training for the internal consul
tants has been to use local resources to the extent practicable in order 
to keep costs down, but not to the point of impairing the effectiveness of 
training. General training needs of the total group are assessed and pro
cured as a package by contract. In addition to the group training, pro
fessional development in a TOY status for i.ndividual workshops is scheduled 
on an as required basis depending upon the particular needs of the organiza-
tion and the qualifications of the individual. Formal training conducted 
for the internal consultants is documented on a certificate and placed into 
the individual 1 s personnel file. Participation by the internal consultants 
in determining annual training needs is considered important. The training 
plan for FY 79 developed in conjunction with the IC 1 s and staffed formally 
throughout the Headquarters calls for a two-consecutive week basic course 
to get everyone exposed to the same material initially. In addition to 
this, a three day team building session and three specialized training 
workshops of three days each are programmed. Previous training consisted 
of one day per month plus a three day team building session each year. 

7. UTILIZATION. The internal consultant serves as an extension of the 
HQ FORSCOM OE Office. FORSCOM Memorandum 1-4 authorizes each one to devote 
25% of their time to OE activities. This includes training, preparation, 
and consulting. The amount of time actually devoted varies widely and 
depends to a large extent on the qualifications and initiative and/or 
interest of the individual. The internal consultants are used outside of 
their immediate organization in pairs so that a senior consultant is pres
ent who has been through the particular type OE activity before while the 
other one may be in a learning status. While the IC 1 s may execute an OE 
activity independently, it is monitored by an OESO who has previously 
approved the plan. Responsibility for any OE workshop truly rests with 
the manager, but quality control of the design, methodology, and conduct 
must rest with the OE Project Officer. 
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8. PERFORMANCE REVIEW. 

a. A need exists for the internal consultants to withdraw from 
the program and for the Project Officer to purge people from the program 
at times. In addition to this, there is a need for annual review of the 
past performance in order to plan for future development of the Ic•s. 

b. The internal consultants participated in the developQent of an 
annual review procedure where each one selects a month in which to be 
reviewed at the beginning of the FY which coincides with the training year. 
This is expected to be in the month of their efficiency report or perfor
mance appraisal. A record of the review containing results of past per
formance as well as plans for development is kept in the OE Office. It 
is furnished to the immediate supervisor only on request of the internal 
consultant. 

c. Some of the areas looked at during the appraisal are: attendance 
and participation in training, utilization within agency/office, briefings 
and marketing, diagnostic capabilities, OE activities within agency/office, 
rapport within agency/office and with supervisor, individual interest in 
the OE program, and individual and organizational plans. 

9. INSTITUTIONALIZING. A key element in institutionalizing a part-time 
internal consultant program is to gain a commitment of the Commander and 
then the other key managers in the Headquarters. If it is to be success
ful, it must be viewed as their program and their internal consultants. 
After this is done, one must select the cadre in conjunction with the 
managers, train them, and then develop a publication outlining the organi
zation and functions and follow this publication. One key factor to the 
success of the program has been a monthly meeting, formal or informal, 
of the internal consultants and their respective staff section chiefs to 
discuss OE. More initial contacts resulting in later OE workshops have 
come from the internal consultants than any other way. Some IC teams 
have developed annual OE plans for their agency chiefs, others have recog
nized a need for OE by being in the organization close to the problem and 
having the skills to recognize that OE may serve the manager. 

10. PROFILE OF THE INTERNAL CONSULTANT. 

a. An average internal consultant based upon data collected from 
19 Ic•s would be a Captain, Major, or Sergeant First Class if military or 
GS 10/4 (5 to 13 range) if civilian, age 36, 37% female, completed 15.6 
years of formal schooling, has attended 4 training workshops varying in 
length from 2 days to 60 days, has been assigned to the program 16 months 
and spends 12 percent of duty time on OE, 79% do not serve as an internal 
consultant directly for their rating officer, 53% volunteered to partici
pate in the OE Program while the rest were selected and did not actively 
resist, and 10% would like to get out of the program without any adverse 
affect on their career. 
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b. Some examples of expressed satisfactions experienced by the 
internal consultants are: 

- Personal development. 
- Recognition with the agency. 
- Successful OE workshops. 
- Learning more. 
- f1eeting a wide variety of people. 
- Observing changes resulting from the program. 
- Assisting in increasing efficiency within an organization. 
- Working in human relations. 
- Personal growth. 
- Improving job satisfaction and quality of life. 
- Knowing that I am working to help people. 
-A pleasant 11 shift in gears 11 from my primary job. 
- Thoroughly enjoy OE work (clients & consultants). 

c. Some examples of frustrations experienced by the internal con
sultants are: 

-Some 11 lip-service 11 to OE by agency chief. 
Inability to get some people to use OE where it is needed. 

- Difficulty in maintaining objectivity. 
- Seeing how well a job could be done but isn•t. 
- OE competing for time with my primary job. 
- Insufficient time to attend training. 
-Feeling that program is becoming 11 just another program 11

• 

- Time required to effect needed change. 
- Inability of people to understand that OE can help. 
-The Chief is still confused about OE, EEO and routing 

grievance system. 
-Not being able to 11 Sell 11 the program to the crusty types. 
- Too many petty gripes. 
- Not being rated on OE work. 
- Lack of support from supervisor. 
- Negative attitude prevalent among people who have most to 

gain. 
-All of the 11 petty 11 problems brought to me because I am an 

internal consultant. 
- Not having sufficient expertise to know what to do in a real 

world situation. 
- It is more than part-time duty, it is additional duty 

resulting in 125% performance. 

d. Some examples of things occurring in the internal OE program 
whi~h should be discontinued are: 

- Poor attendance at training. 
- Attempting to give the rc•s the broad picture of OE. 
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- Too much training and not enough consulting. 
- Forcing people to be IC's if they have neither aptitude nor 

inclination. 
- Monthly one day training sessions. 
- I am satisfied with it. 
- None. 
- Would prefer two days training every other month. 
- Permitting people to remain in the program when they have no 

desire to. 
- Inequities of ICs i.nvolvement. A standard few do a11 the 

work. 

e. Some examples of things the IC's would like to see continued in 
the program are: 

- Training. 
-Being supportive (OE Office). 
- Use IC's in staff offices other than their own. 
- Evaluation of IC's in their OE function. 
- Positive leadership from OE Office. 
- Problem resolution within their respective staff offices. 
- Awarding training certificates. 
- Good accessibility to OESO. 
- Provide opportunity for professional development in TOY status. 
- Providing opportunities to put OE training to use within the 

Headquarters. 

f. Some examples of things the IC's would like to see initiated are: 

-Quality control of internal consultants. 
- Defining our training requirement and our ultimate role in the 

scope of the OE project at HQ FORSC0~1. 
- More emphasis on problem solving. 
- A careful but real attempt to find opportunities for 11younger 11 

IC's to observe real OE interventions as an extension of class
room training. 

-Encouraging full-time OE spaces. 
- Consider full time OE consultant for each agency. 
- Implement selection criteria for OE internal consultants. 
- Develop and provide a core OE course patterned after OETC for 

internal consultants. 
- Feel we need some kind of HQ FORSCOM OE Bulletin or letter to 

inform the 11 workers 11 of what has been accomplished. 

g. Some examples of expressed needs for more training were: 

-Diagnosis. 
- Observing groups & identifying behaviors. 
- Team building. 
- Group dynamics. 
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- Transition model. 
- Role playing. 
- Inter-group dynamics 
- Leadership styles. 
- Conflict resolution. 
- Problem solving. 
- Consultation training. 
- Action planning and implementation 
- Conducting meetings. 
- Encounter practices. 
- Male/female issues. 
- Time management. 
- Communication skills. 
- Motivation skills. 
-Skills to evaluate verbal and nonverbal communications. 
- Assertiveness. 
- Process observation. 
- Contracting for OE. 

h. Types of OE activities which the IC's have been involved in are: 

- Training. 
- Briefings. 
- Marketing. 
- Interviewing (private and group). 
- Feedback. 
- Transition workshop. 
- Problem solving workshop. 
- Sensing sessions. 
- Management training. 
- Survey administration. 
- Developing agency wide annual OE plan. 
- Data analysis. 
- Conference facilitator. 
- T earn bu i1 ding • 
- Survey design. 
- Entrance interview and contracting. 
- Effective listening training. 
- Job redesign. 
-Functional alignment workshops. 

11. CONCLUSIONS. 

a. The part-time internal consultant program has been successful at 
HQ FORSCOM. 

b. Training is essential to success of an internal consultant pro-
gram. 
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c. Support from the key managers is necessary. 

d. Involvement by the internal consultants and their managers in 
all matters pertaining to use of their time has contributed positively 
to program success. 

e. The internal consultant serves as a key link in the marketing 
chain. 
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FEEDBACK FORUM 
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HAJ Peter B. Dulcamara 
OESO, 1st IDF 

I held a Stress vJorkshop and received very positive feedback from attendees 
(40 officers and 10 wives). 

WORKSHOP OUTLINE 

t1aterials: TV Tape, "Stress", pencil & paper for all attendees, t·1usic 
Tape - Drums of Passion and t<lystic floods. 

Time: 1~ - 2 hours 

INTRODUCTION 

I. What I want to do this afternoon is provide the opportunity for you 
to think about yourselves. 

The TV tape is about 45 minutes long. During the presentation, I will 
stop the tape twice and ask you to think about yourself for a few minutes. 
- 1st break I asked them to identify three personal stressors and write 
them down. I also asked them to be aware of their individual physical 
reactions to the stressors and write down what they were feeling. I told 
them the information was for their use and they did not have to share it 
with anyone else. 

- 2d break - I asked them to select a partner and share as much of the 
personal information {above) that each individual wanted to discuss with 
that partner. {Discussions were active and interest high). I then demon
strated the elbow writing and opportunity for group participation. 

At the conclusion of the TV tape, I suggested we take some time and talk 
about the presentation. 

At this point about 1~ hours will have passed. I would then like to take 
time for you to experience three additional stress recovery techniques. 
Each technique will take about 15 minutes. 

NOTE: When this point is reached, contract with audience. 

II. The tape has a few parts that are poor quality and several of the 
charts shown will be difficult for those in the back of the room to read. 
The Colonel presenting the lecture explains all of the important data. Try 
not to concern yourself with the charts. 

11 LISTEN 11 

III. Close your eyes and relax- listen to the music {Mystic Moods) when 
you are ready open your eyes and I will begin the TV tape. 
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Cml~IENTS: 

The above went as described, began at 1330 in the Officers Club (location 
could not be observed by outsiders) and due to discussion and interest 
did not end until 1630. 

At 1630 I contracted for additional time with anyone wanting to stay (the 
decision to remain or leave was theirs). Most of the younger officers 
departed. All husband and wife pairs remained plus five single officers 
(total 25). 

All participated in the forehead massage, breathing and the tunnel. After 
completing these, participants began a discussion which I facilitated. I 
terminated the workshop at 1845. High interest in further discussion from 
all wives. 11 Drums of Passion 11 was used during these three recovery tech
niques. Reaction to music effectiveness was mixed. 
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•. 

LESSONS LEARNED: 

Confessions of an Organizational Change Agent Revisited 

Daniel F. Carroll 
USAEUR 

As I approach the completion of my first year in the field as an OESO, I 
feel an urge to reflect on some of the perceptions and concerns I have 
had and share some of the lessons I have learned. I also remember the 
anxiety I had while in OESOC wondering what laid in store for me out in 
the 11 real world. 11 Therefore, I feel I have a responsibility to those 
enroute to 11 the field 11 to tell you how it is where I am. Since my entire 
tenure has been as the sole OESO in a Combat Arms unit in Germany, all 
the lessons I am passing on reflect that environment and may not apply 
anywhere else in the world. However, for those headed this way: 

1. E-7, 8s &9s, WOs, CPTs and MAJs in combat arms units are 
generally a very conservative lot. Even a low risk self-introduction or 
Peter-Paul method seem to be high threats to these individuals .. Lesson: 
OESOs need to be sure they understand the group they are working with so 

..- as not to 11 lose 11 and individual forever because the ante was too high at 
the beginning. 

2. Some commanders have no desire for involvement with OE. It 
seems they believe their superiors will see it as a sign of weakness and 
that they need to get an OESO to 11 help them run the unit. 11 Eventually, 
most of them come around after their counterparts appear to be 11 making 
money 11 by using OE. Lesson: Keep it voluntary; don't force it on any
body; don't oversell it; don't feel hurt if someone tells you 11 don't call 
me, I'll call you. 11 Sooner or later he/she will! 

3. When commanders call and request assistance from the OESO, they 
do not expect to have to wait several months before you can fit them into 
your already overworked schedule; they are ready now. In USAEUR, a unit 
may only have a couple of weeks of slack time between Major Training Area 
visits, AGis, NSis, METTs, etc., and it is therefore, not realistic to 
expect tb be able to conduct a complete four-step process, battalion-wide, 
in that period. There just isn't enough time. Lesson: Keep your inter
ventions short and return more often. This cuts down the waiting time for 
a visit from the OESO and fits better with the schedule of USAEUR units. 

4. Commanders in combat arms units generally consider a four-hour 
group session as 11 lengthy. 11 Do not realistically expect to conduct a three
day transition model. Even a day-long group session is a rarity. In some 
cases it can be done. but don't expect it. Lesson: You will be more widely 
accepted and welcomed if you can keep it short! 
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5. As a 11 lone OES0, 11 most of my efforts are done by myself to 
include facilitating group sessions. Besides being very taxing physi
cally and emotionally, it is difficult if not impossible (depending on 
the group, size, etc.) to process anything while performing the tasks of 
maintaining, intervening and pacing a session to insure you are somewhere 
near your time schedule. Not only is an individual •s (or a group•s) 
personal development and professional growth lessened, but so is the 
OESOs. Lesson: If at all possible, find a 11 qualified 11 individual 
(preferably another OESO) to co-facilitate group sessions with you. 
Don•t try it alone unless there is no other way! 

6. I conducted a four-hour Transition Workshop which included all 
E7s and above in the battalion as participants. Despite the lopsided 
ratio (31 participants and one OESO) it was a smashing success. The 
Battalion Commander wanted to include I~COs and junior officers to make 
them feel he wanted and needed their whole-hearted support right from 
the beginning of his term of command. This feeling was conveyed and the 
NCOs and Jr. Officers are now prepared to back him completely because he 
included them from the beginning. He also listened. Result--a large 
team building session occurred. Lesson a. Don•t automatically exclude 
anyone. b. Be flexible in your designs. c. Transition meetings with 
large groups can succeed. 

7. GOQs 

a. Computer support here is virtually non-existent and very 
impractical at best (3 hours away). I spent days hand scoring a 11 Quality 
of Life Survey11 before I redesigned my survey to fit a smaller survey 
program in the computer. It only gives a mean score for each of 44 
questions, and I have to punch the data cards myself, but I can have 
results in less than a week rather than the month it takes otherwise. 
Lesson: OETC should give more instruction to students on how to construct 
their own questionnaires and how to hand score them if necessary. 

b. Many of the GOQ statements are written above the comprehension 
level of the soldiers who are asked to respond. For example, phrases 
such as work priorities, meaningful objectives, adequate information, 
sense of accomplishment, performance evaluations and high emphasis are 
not part of the vocabulary for a great many soldiers (and that•s only 
the first 15! ). I spend more time redefining these phrases in .. soldier•• 
language than it requires to take the GOQ. Lesson: Write your survey 
using 11 Soldier 11 language and try it out on a random test sample before 
going final. 

8. I mailed my OESOC material (handouts, books, everything) from 
Fort Ord to Germany to reduce my hold baggage weight. After ten months, 
I am still waiting for them to arrive. In my haste to depart on leave 
from Fort Ord, I did not insure the box either! I have since replenished 
most of my material bit by bit and have a library adequate for my needs. 
But for the first two and one-half months I had nothing except myself 
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and my OESOC diploma. But, I have met with success almost every place I 
have been •. Lesson: I didn't need a little kit bag to carry with me. 
OETC taught me everything I needed to 11 practice OE. 11 The references 
only make me feel more secure (and I still don't use many of them). 

I hope I have not painted a grim picture of the real world as I see it, 
in Germany, because it is not. I have never felt as rewarded in my 
whole life as I have working as an OESO this past year. Approaching the 
completion of only my first year, I feel confident and competent enough 
to stand with Pfeiffer, Jones, French, and Bell or any others and discuss 
the state of the art. I attribute that confidence to my training and my 
employment. I do get lonely by myself, but the work keeps me busy 
enough so that I do not have time to dwell on it. In a phrase: If I 
had it to do all over again, I'd do it sooner. 

P.S. One more lesson: Insure your reference material if you mail it. 
It's easier to trace. 
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COMMUNIQUE TEAR OUT SHEETS 

11 Make it pragmatic. It must contain information--workshops-
ideas--articles that OESO's can use to make DE work in the Army. 
That's the mission of the COMMUNIQUE." 

These were the directions given to the editor of the first issue 
of the COMMUNIQUE by the Commander, OETC. And to this end, 
countless people have worked long hours. 

However, to meet the needs of OESO's, we must know what you want-
what you need--what would be most helpful--what you have learned. 
So, we have included OESO tear out sheets. There are three tear 
out sheets, each addressing a different topic. 

The first tear out sheet addresses a simple but critical topic. 
What can we at OETC do to support your DE efforts? What kind of 
help do you want from us? How can we assist you? The second tear 
out sheet is one which provides an opportunity for you to discuss 
your DE efforts with other OESO's. It provides an opportunity for 
you to share innovative ideas--new workshops--new study projects-
programs, whatever is working (when working) for you. The third 
tear out sheet is to talk about "lessons learned." A great body 
of knowledge about different types of interventions resides with 
OESO's. OESO's can profit from the lessons learned from those 
interventions as the information is presented to them through 
the COMMUNIQUE. 

Why not spend some time right now and provide us with some much 
needed information which will be edited and included in the next 
issue of the COMMUNIQUE. 
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SUBJECT: OETC OESO Assistance 

Editor 
OE Communique 
USAOETC 
Fort Ord~ CA 93941 

Tear out #1 
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SUBJECT: OE/OESO Efforts Updated 

Editor 
OE Communique 
USAOETC 
Fort Ord, CA 93941 

Tear out #2 
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SUBJECT: OE Lessons Learned 

Editor 
OE Communique 
USAOETC 
Fort Ord, CA 93941 

Tear out #3 
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ARTICLES OF INTEREST 
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SOME THOUGHTS ON OE RATING SCHEMES 

CPT John Kendrick 
HQ V Corps 

Recently, my partner, LTC Jim Berg, and I were informed by our headquarters 
that consideration was being given to revising our OER rating scheme. We 
were asked to react to that and respond. We brainstormed the advantages 
and disadvantages of our current scheme and the proposed rating scheme and 
came up with the thoughts expressed below. It is our hope that they might 
be useful to you and that perhaps you might be able to add to them and 
share your input with us. 

Here is some background information on our environment. We work on a Corps 
level staff which has had OE on board since October 1976. Right now there 
are two of us but by January there will be four; the authorized spaces are 
one major and three captains. 

Our current rating scheme has us rated by the Gl and indorsed by the Chief 
of Staff. Following is a list of advantages and disadvantages we see for 
this rating scheme. 

ADVANTAGES 

1. Gl AND CHIEF OF STAFF WILL BE BETTER OE f··1ANAGERS. Since they are 
·responsible for rat1ng all the OESOs they must closely monitor all OE 
activities. This necessitates active participation in the OE effort. 

2. PROVIDES PERCEIVED COMMAND GROUP SUPPORT OF OE. The published 
rating scheme of a corps level HQ is interesting reading material for 
many people. Particular note is often made of who is rated by the command 
group. 

3. INSURES OESO VISIBILITY WITH COMMAND GROUP. The Chief of Staff 
is a link to keep the command group thinking in terms of how it might best 
use OESOs. 

4. PROVIDES STABILITY IN RATING SCHEME. The Gl does not change 
frequently enough to require more than an annual and a PCS rating for most 
OESOs during their utilization tour. 

5. PERMITS TRUST AND OPENNESS AMONG OESOs. As "enlightened" as we 
may be, there will always be a shorter limit of trust and openness between 
a subordinate and a supervisor than between two partners. This rating 
scheme allows for maximum potential of trust and openness. 

DISADVANTAGES 

1. PERSON t,10ST KNOWLEDGEABLE IN DAY- TO-DAY f1ANNER OF PERFORt4ANCE 
IS NOT IN RATING SCHEt1E. A fellow OESO should, in most cases, be more 
aware of what one is, isn't, or could be doing than an OE manager who is 
less familiar with our capabilities. 
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2. REQURES CONTINUING UPDATE FOR RATER AND INDORSER. This is a 
very difficult task to accomplish because of the nature of our business. 
Some of our attempts to keep the OE managers informed include: periodic 
briefings on trends within the corps; monthly update of each OESO's 
activities (within constraints imposed by anonymity and confidentiality 
requirements); pass on feedback received from OE users; insure the OE 
managers see letters of appreciation received; provide edited summaries 
of the results of evaluation and follow-up conducted by OESOs (Step 4 of 
FOUR STEP PROCESS). These methods require additional time and effort by 
both the OE managers and the OESOs which none can easily afford to spare. 

3. REQUIRES COMMAND GROUP (CHIEF OF STAFF) TO INDORSE OER. There 
is an effort to reduce the 140+ OERs that are taking up much of the 
Chief of Staff 1 s time. 

The proposed rating scheme is that the senior OESO would be rated by the 
Gl and indorsed by the Chief of Staff. The other three OESOs would be 
rated by the senior OESO, indorsed by the Gl, and reviewed by the Chief 
of Staff. Following is a list of the advantages and disadvantages for 
this rating scheme. 

ADVANTAGES 

1 . DISADVANTAGES OF CURRENT RATING SCHEME WOULD BE ADVANTAGES OF 
THE PROPOSED SCHEt1E. The person most knowledgeable in the day-to-day 
manner of performance of the OESOs would be in the rating scheme. A 
continuing update would no longer be required for the OE managers. The 
Chief of Staff would no longer have to rate four OESOs, only one. 

2. MORE FREQUENT RATINGS. This could actually be either positive 
or negative depending upon the individual needs of each rated officer. 

3. CHANGES CHIEF OF STAFF FROM INDORSER TO REVIEWER. This would 
reduce his OER workload. 

DISADVANTAGES 

1. ADVANTAGES OF CURRENT RATING SCHEr1E HOULD BE DISADVANTAGES OF 
THE PROPOSED SCHEME. The Gl and Chief of Staff would not be as informed 
as OE managers. There would be a perceived de-emphasis of Command Group 
support. OESO visibility within the Command Group would be diminished. 
There would be less stability in the rating scheme (I, for example, would 
be rated four times by four different people in 18 months). Trust and 
openness could possibly be hampered by a supervisor/subordinate relation
ship. 

2. REPLACEt-1ENT SYSTEr1 DOES NOT TAKE INTO ACCOUNT AN OE CHIEF. 
Although one of the four of us will always be senior, when the senior 
person leaves, the replacement will not always be identified as an OE 
chief. 
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3. LEAST EXPERIENCED OESO COULD BECOME THE OE CHIEF (RATER). 
Being a new OESO can be rather awesome. It can be even more awesome to 
start out as an OESO and have the increased burden of trying to manage 
and rate the efforts of more experienced OESOs. 

4. DIFFERENT OESO PHILOSOPHY/STYLE MAY CAUSE CONFLICT IN RATING. 
We all have our own styles and philosophies of OE. If an OESO and his 
rater differ radically there is a potential for those differences to 
impact on how the rater views the subordinate. If we are all on an 
equal basis, those differences are more apt to lead to growth than to 
conflict. 

The decision has not been made yet in this headquarters concerning our 
rating scheme. It should be clear. however, that we feel strongly that 
OESOs should not rate each other and that the rating scheme should be as 
high up the chain of command as possible. This position may conceivably 
be at personal expense. If OE managers are not actively involved in OE, 
{eg. a Gl or Chief of Staff) their ratings may not be as enthusiastic as 
those of someone who is deeply involved in the program. We believe, 
though, that it is necessary for OESOs to remain equal to foster creative
ness and for the command group at any level to be actively involved to 
give OE the support it needs to help the Army. 
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ESTABLISHING A CONSULTING AGREEMENT 

Jack W. Collier, PhD 
HQ FORSCOt~ 

Organizational Effectiveness is usually referred to as a four-step pro
cess, but before the first step is ever made there is some preparation 
which occurs. If this preparation is not systematic and complete, all 
the remaining work could be in jeopardy. It all starts with some scouting 
which results in target identification. This target is a potential OE user 
so a meeting is arranged to discuss the possible use of OE. Since a con
sulting agreement may come out of this meeting, it is necessary to think 
in terms of its important elements prior to the meeting. 

A mutual understanding of what is to be accomplished in OE consulting is 
central to success or failure. It is important that content issues be 
pinned down as much as practicable but still leaving it open to essential 
changes. An understanding of this nature is just as important for the 
internal consultant/client relationship as it is for the external consul
tant/client relationship. 

The understanding between the OESO and the user could take any of a number 
of formats. It could be a letter, a memorandum, or an agreement as in the 
inclosed sample. The attached consulting agreement is a sample of a type 
of agreement which may be entered into by an OESO and an OE user. Paragraph 
2 contains the essential elements of an agreement as indicated by the under
lined portions. That part which is contained in parenthesis will vary 
depending on the type of OE operations anticipated and the type of user 
(command, staff, etc.) 

All or any portions of topics contained in the attached sample may be in 
the final consulting agreement, but these items should be helpful as a 
guide for conducting the initial meeting with the user. Frequently, it is 
beneficial to follow the topical outline during the meeting then send a 
memorandum back to the user summarizing the results of the meeting. Such 
a memorandum would then serve as a consulting agreement. 
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SAMPLE CONSULTING AGREEMENT 

1. We the undersigned agree that while this document is not a formal 
contract and is not considered binding on either party, it will serve to 
focus attention on expectations and clarify steps that will be involved 
in the Organizational Effectiveness (OE) process. This paper is an 
initial understanding and will be modified as necessary during the course 
of the work agreed upon. 

2. The following areas are clarified or defined to provide a common 
understanding. 

a. Statement of the problem or need. (The OE user needs consulting 
services to determine the individual and organizational needs within the 
organization and develop a strategy to deal with these needs). 

b. User. (The user is the HQ FORSC0t1 DCS ___ ). 

c. Coordinator. (The coordinator will be the DCS 
internal consultant). ---------

d. Consultant. (The consultant will be the HQ FORSCOM OE Project 
Officer). 

e. Role relationship. (The user is the sole decision-maker for 
any changes resulting from this OE project. The consultant makes recom
mendations and provides appropriate information to the user, but management 
responsibility for the work remains with the user). 

f. Openness pact. (The user and the consultant agree to be honest, 
open, and candid with each other. An exchange of bad as well as good news 
is expected). 

g. Sharing strategy. (The OE work must be one of sharing informa
tion. The consultant will keep the user informed of planned activities and 
the user will keep the consultant informed of other activities which may 
conflict with or impact on the OE Project). 

h. Objectives. (To provide the user with a better understanding 
of the peoples• attitudes. To improve communications vertically and 
horizontally. To establish a more open climate. To improve job satisfac
tion). 

i. Tasks. (Conduct personal interviews with all division chiefs, 
:-and DCS Conduct nine group interviews of 10 persons 

--:--::---:--:-each lasting one and one-half hours consisting of randomly selected persons 
in each organizational entity reporting directly to the DCS ------~~~
Develop and administer a climate survey to all members of the organization. 
Consultant will analyze the information and provide feedback to the division/ 
office chief. Division/office chiefs then feeds back to division members. 
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Consultant will recommend future action to the user based on the data. 
General trend data is presented to the DCS by the consultant 
followed by action-planning with him and division chiefs). 

j. Predicted results. (It is anticipated that some of the data 
obtained will be negative and some will be positive. It could show dis
satisfaction with rewards system~ communication system, clarity of functions 
and organizational ambiguity; a better understanding of peoples• attitudes 
will prevail, the organizational climate will be more open, and job satis
faction will be improved). 

k. Results measurement. (The results of the effort will be measured 
by the subjective judgements of the division chiefs and the DCS 
No other measure will be made until some actions are taken as a -r-es-u~l~t-of 
the data). 

1. User System. (The total population of DCS ____ ). 

m. Commitment test. (Personnel will be made available to the con
sultant as requested to facilitate the collection of data). 

n. Rel ati onshi p contra 1. (The DCS wi 11 approve a 11 phases of 
the effort and commitment of resources to ~t~he---p-roject. Either party reserves 
the right to terminate the project at any time that it appears to be in the 
best interest of either). 

o. Reports. (The DCS __ will publish an after-action report or 
memorandum for record summarizing the key results of the OE Project for 
distribution to all personnel of DCS ). 

p. Evaluation of project. (An immediate reaction evaluation will be 
made by the OE Project Officer at the completion of each activity. The 
DCS and the OE Officer will make a joint evaluation at the con-
clusion of the feedback sessions). 

q. Projected future activities. (Based upon the feedback informa-
tion and the joint evaluation the DCS will give consideration to 
future OE activities. The consultant will suggest alternatives and the 
user will determine appropriate course of action). 

r. Follow-up. (The OE Office 1t1ill conduct follow-up interviews 
after six months to determine conditions at that time). 
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BRIGADE PLANNING/COORDINATION CONFERENCE 

r~J ~alter R. Vlasak 
CPT David J. Prybyla 
Ft Lewis, ~A 

"Do you want to know your men as quickly as possible?" 
"Do you t'lant your men to know you as quickly as possible?" 
"Do you want to find out as quickly as possible what is going on in your 
unit?" 

These are the questions a particular brigade commander would ask if the 
question were posed to him, ~~~:as your Brigade Planning/Coordination Con
ference worthwhile?" 

One week prior to assuming command of his brigade, the command designee 
approached the local OESO office with a request for assistance in easing 
the customary turmoil associated with changes of command. His interest 
had been piqued through discussions with commanders who had used something 
called a "transition meeting 11 and had convinced him that this meeting would 
bring him abreast of his units• current issues and personalities of his sub
ordinates, thereby saving him an estimated 3 to 4 months of work. The out
going commander was not going to be present. 

The clarity of the commander•s objectives for the meeting was established 
during the initial interview and was paramount for the design of the con
ference. These objectives were: 

a. I want to see how my people operate. 

b. I want this to be a one-day session. 

c. I look at this as a way for them (commanders, staff, and CSMs) 
to get information to me. 

Being an old infantryman, the words "transition meeting" d"id not have a 
professional ring to them. "I want something that fits r.1ore with what we 
are doing, .. so the name was changed to: Brigade Planning/Coordination 
Conference. 

A second meeting was held three days later. For this meeting, the OESOs 
prepared t\'IO designs for consideration. The design selected by the com
mander followed the general sequence presented by LTCs Pike and Looram in 
the OE Communique, October, 1977, with major modifications in content. 
The meeting would take one day, commencing with a participant breakfast at 
0630 and ending in the vicinity of 2100 hours. 
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In selecting the one-day design, the commander fully understood there 
would be only limited time to do action planning. His primary purpose 
was to expose himself to the personalities, issues, concerns, and expec
tations of subordinate commanders and staff as stated in his objectives; 
and, that although action planning was included, there could be no real 
expectation that many issues would be resolved. 

To assist him in achieving success, a letter explaining the purpose of 
the conference, with two inclosures, was prepared for his signature 
(Appendix 1). The inclosures included pre-conference preparation by the 
participants, a copy of the day•s agenda, and a pre-conference evaluation 
questionnaire. 

THE DESIGN: 

0630-0745 
0800-0830 
0830-0930 
0930-1100 

11 00-1200 
1200-1300 
1300-1600 
1600-1730 
1730-1830 

1830-1 930 

0630-0745: 

0800-0830: 

Breakfast 
Introduction by Brigade Commander 
Participant introductions 
~hat issues should the Brigade Commander be aware of to 
maintain or improve the effectiveness of his Brigade? 
Presentation of issues to Brigade Commander 
Lunch 
Action plan selected issues 
Presentation of action plans 
~hat the participants need from the Brigade Commander in 
order to maintain or improve their effectiveness on the 
job 
~hat you can expect from me, the Brigade Commander, and 
closing comments 

BREAKFAST 

BRIGADE COt~t1ANDER INTRODUCES PLANNING/COORDINATION 
CONFERENCE 

DISCUSSION: The success of the meeting was highly dependent upon what 
the commander said in his introduction (normally, the OESO would prepare 
and suggest opening remarks and coach the commander). In this case, the 
commander had a clear understanding of his objectives; his candor and 
sincerity were evident; and, above all, his commitment to the conference 
was total. His opening remarks highlighted these necessary elements, 
established the tone of the conference, and legitimized the OESOs presence. 

0830-0930: I NTRO DUC TI ONS 

DISCUSSION: For a traditional, 30-year infantry soldier the structured 
exercises 11 t,1y chief strengths as a person are; my chief limitation as a 
person is 11 did not fit. Therefore, the opening exercise was changed as 
follows: 
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''The one thing I would like to achieve as a result of this confer
ence is ... 11 

11 The one thing I would like to avoid as a result of this conference 
iS • • • II 

11 The one thing that yanks my chain the most during the duty day is ... 11 

The answers to these questions gave the commander an insight into what the 
day was going to be like and served as an opening for the participants to 
begin the conference. 

0930-1100: ~HAT ISSUES SHOULD THE BRIGADE COMMANDER BE A~ARE OF TO 
MAINTAIN OR IMPROVE THE EFFECTIVENESS OF HIS BRIGADE? 

DISCUSSION: Four subgroups were formed around the following partici
pants: commanders subgroup, primary staff subgroup, special staff sub
group, and CSMs and Brigade S-3 SGM subgroup. There seem to be varying 
schools of thought as to what should be the first area to be addressed; 
some say goals and priorities, others say issues and concerns. For this 
conference, issues and concerns were selected for a variety of reasons. 
First, this conference was the first interface for many of the partici
pants. Second, there was bound to be more commonality around issues and 
concerns (units and staff have different priorities and objectives to 
attain like goals). ~e also thought that issues and concerns usually 
center around what is preventing them from achieving their goals and pri
orities. Third, a one-day conference might not allow enough time for 
participants and subgroups to reach consensus on prioritization of their 
goals. 

During this period, the Brigade Commander and XO floated from group to 
group. The Brigade Commander had been coached not to offer any comments 
or ask any questions of the work groups. The Brigade Commander was to 
direct any questions for clarification to the XO and not the work group 
themselves. This process allowed the Brigade Commander to accomplish one 
of his objectives in that 11 This is a way for them to get information to me. 11 

This also allowed the Brigade Commander to 11 get to know his men 11 by seeing 
their reaction to the different types of issues, and thereby helping him to 
formulate some preliminary ideas in dealing with each person in similar 
situations in the future. 

1100-1200: PRESErHATION OF ISSUES TO BRIGADE CDr·1t~ANDER 

DISCUSSION: Due to both the limited time available to surface issues, 
and the fact that each individual member of the subgroup had his ideas as 
to the priority of issues, it was determined that the lists presented by 
the subgroups to the commander should not be prioritized (the discussion 
surrounding prioritization of the issues would have detracted from accom
plishing the stated objective of 11 to have a way for them to get i nforma
tion to me). 11 In this case, the Brigade Commander was going to select 
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from each list those items he wanted action planned. In effect, the 
Brigade Commander, through his selection. was stating to the partici
pants: "This is where some of my priorities lie." (The decision by a 
commander as to which items are to be action planned should not be made 
immediately after the presentations. It is appropriate to break and 
allow the commander time to look at the lists and confer on the items 
he will select. He may combine some issues where there are similarities 
and he can place on a back burner those items on which he does not want 
recommendations at this time. An additional benefit of doing this during 
a break is that it provides the OESO with time to check with the comman
der as to his process observations made of the various subgroups). In 
this case, the Brigade Commander was cognizant of the competency levels 
of each subgroup and was able to assign 2 to 4 tasks to each group. 
(If the commander had not had this high level of awareness it would have 
been appropriate for the OESO to have offered some process observations 
and assist him in determining the number of tasks each subgroup could 
handle tn a credible manner). 

1200-1300: 

1300-1600: 

LUNCH 

ACTION PLAN SELECTED ISSUES 

DISCUSSION: The Brigade Commander notified each subgroup which issues 
had been selected for action planning and gave his guidance regarding 
each issue. Prior to the subgroups beginning their action planning, the 
OESO distributed two recommended formats which could be used as a guide 
to action planning. This helped stimulate in their minds that a briefing 
format was necessary in the formulation of a good plan. Also, at this 
point. the OESO emphasized the fact that there were many available assets 
within the room. The OESO pointed out that each subgroup should not be 
restricted to the assets within their particular subgroup, but should 
actively cross subgroup lines to clarify ideas and gain the necessary 
information needed for a coordinated plan or recommendation. ~hile the 
subgroups were action planning, the Brigade Commander and XO moved along 
the groups. This time, however, they interjected comments and suggestions 
to assist the groups in formulating their action plans. 
(OESOs should monitor this phase very carefully and advise the commander 
as appropriate, so that the action plans do not become the action plans 
of the commander, but the plans of the subgroup as intended). 

1600-1730: PRESErlTATION OF ACTION PLANS 

DISCUSSION: Action plans were presented to the Brigade Commander. (At 
this point it is essential that the commander understand that he makes 
no decisions unless he is completely confident that it is appropriate. 
It should be explained that a common mistake commander's make is that they 
feel compelled to make a decision, on the spot, for a plan that is rational, 
well thought out, and appears to have possibility for a marked payoff. 
Some decisions, regardless of their good intentions, may be in violation 
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of policies of higher headquarters. It is best that the commander 
state at the outset that he will not make any decisions during the 
meeting. He will study the action plans and other issues, possibly 
seek further information from the participants, and on a future date, 
he will respond in detail as to his decisions. It should be emphasized 
that 11 Staff's solve problems, commander's make decisions)." 

1730-1830: ~HAT THE PARTICIPANTS NEED FROt·1 THE BRIGADE COM~1ANDER IN 
ORDER TO ~1AI NTAI N OR lt·1PROVE THEIR EFFECT! VENESS ON THE 
JOB 

DISCUSSION: This period of time was originally intended to be the 
supper break with a discussion of participant's priorities to follow. 
However, it was the perception of the Brigade Commander, with the con
currence of the OESOs, that the issues presented had centered around 
their existing common priorities. This was attributed to the fact that 
the majority of the participants had done a great deal of preliminary 
work before the conference. It was also noted that the energy level of 
the participants was beginning to wane. Considering that they had been 
together for 11 hours, and looking at what had been accomplished, the 
Brigade Commander asked the OESOs whether or not the next step was 
necessary. The commander concluded that what had been presented thus far 
centered around their common priorities and any further pursuit would 
result in a rehash of what had already been accomplished. He also stated 
that based on his objectives he was more than satisfied with the results 
achieved. The only thing he needed from the participants at that point 
was, "~hat do you need from me in order to maintain or improve your effec
tiveness on the job?" l\hether or not to continue through the supper hour 
was posed to the participants, and it was unanimously decided to "press 
on". (The OESOs need to maintain flexibility and be prepared to make 
adjustments to the needs of the commander and participants). 

1830-1930: ~HAT YOU CAN EXPECT FROM THE BRIGADE COMMANDER AND CLOSING 
COf1t·1ENTS 

DISCUSSION: Upon completion of the participants' relaying their expec-
tations of the Brigade Commander to him, he elucidated his expectations 
of the Brigade Commander to him, he elucidated his expectations of the 
participants and what they could expect of him in return. One responsi
bility subordinates have is to learn how to manage their boss in order 
to get what the boss can provide to help accomplish the task. (The 
success of this juncture is based on candor and specificity. There can be 
no room for misinterpreting the words of the commander). In this case, 
the Brigade Commander set the stage by beginning with, "Be sure my instruc
tions are clear and concise; ask for clarification if you need it. I need 
to have facts, not emotions or gut feelings; I need the facts to take up 
the chain to get help. I will be flexible in my approach and attitude 
with you; I will give you running room." 

Remarks such as these were followed by his closing comments. These centered 
around the worth of the day's activities and his belief that the amount of 
time expended could only bring dividends to the Brigade. 
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To assist the OESO in determining the perceived worth of the Planning/ 
Coordination Conference, pre- (Appendix 2) and post- (Appendix 3) con
ference questionnaires were prepared. The pre-conference questionnaire 
was distributed with the conference letter with instructions to have 
the questionnaire completed before the conference and to place the 
questionnaire in a box provided at the start of the conference. 

As expected, the results of the pre-conference questionnaire were posi
tive; however, comments by participants before and during the initial 
part of the conference showed a great deal of skepticism. The post
conference questionnaires, which are not complete, are exhibiting a high 
degree of confidence that the conference objectives had been met and 
that a shorter follow-up conference should be conducted to talk about 
what mid-course corrections should be made. The commander was very 
amenable to these suggestions and a follow-up conference is currently 
being planned. 

It should be noted that the design presented as an inclosure to the 
Commander 1 s letter was modified during the conference, emphasizing the 
need for flexibility by the OESO to meet the needs of the Commander and 
the participants. By focusing on the established objectives during the 
design and conduct of the session it was much easier to better meet the 
needs of the Commander and evaluate the success of the conference. 

3 Appendicies 
1. Letter 
2. Pre-Conference Questionnaire 
3. Post-Conference Questionnaire 
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XXXX- YY 

SUBJECT: Brigade Planning/Coordination Conference 

SEE DISTRIBUTION 

1. A Brigade Planning/Coordination Conference will be conducted on 
____ from to approximately in the------

2. The purpose of this meeting is to find out as quickly as possible 
where we are now, where we are going, and how we are going to get there. 

3. Proposed Agenda: 

a. To get acquainted. 

b. Identification of issues. 

c. Action planning on selected issues. 

d. Individual and common priorities. 

e. ~hat do you need from me to do your job. 

4. It should be clear that this meeting is focused on management 
issues. It is not designed to produce interpersonal closeness, nor at 
blaming others for difficulties; rather, it is an opportunity to identify, 
discuss, and remedy issues at hand in a straightforward r.~anner. 

2 I ncl 
1. Conf Preparation 
2. Conf Agenda 

DISTRIBUTION: 
(1) Bde XO 
( 1) Bde CSt1 
{1) ea Bde Staff Officer 
(1) ea Bn Cdr 
{1) ea Bn CSt1 
{1) ea Special Staff 
( 1 ) S3 SGr1 

APPENDIX 1 

CF: 
ADC(O) 
CofS 

COL, Hl 
Commanding 

66 



BRIGADE PLANNHJG/COORDHJATION CONFERENCE PREPARATION 

1. In preparation for the Brigade Planning/Coordination Conference, 
you should think through your individual positions and beliefs on the 
issues you wish to address or expect others to address. It may be 
appropriate to talk to other members of your unit/staff to help cement 
the issues to be addressed. To expedite discussion and presentation, 
it may be helpful for you to prepare brief notes on the following: 

a. Your concerns about this conference. 

b. The priorities of your unit/staff. 

c. Actions necessary to make these priorities a reality. 

d. Anticipated problems in achieving these priorities, with whom, 
and over what issues. 

e. Finally, one responsibility each subordinate has is to learn 
how to manage his boss in order to get whatever the boss can provide that 
helps get the job done. Consequently, you should give some thought to 
what you need from the commander in order to maintain or improve your 
effectiveness. 

2. As a final note, you should come mentally prepared to take part in 
the conference and discuss your ideas in an open and candid manner. 
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CONFERENCE AGENDA 

0800-0830 Commander introduces the Brigade Planning/Coordination Conference. 

0830-0900 GET ACQUAINTED ACTIVITY 

(1) The one thing I would like to achieve as a result of this 
conference is -----------------------------------------------

(2) The one thing I would like to avoid as a result of the conference 
is --------------------------------------------------------

(3) The one thing that yanks my chain the most during the duty day 
is --------------------------------------------------------

0900-1030 SUBGROUPS (Cdr•s, Staff, CSr1•s) 

~hat issues/concerns should the Commander be aware of in order to main
tain or improve the effectiveness of his brigade? 

1030-1115 SUBGROUPS REASSEMBLE 

Subgroups reassemble into a large group and a spokesman from each sub
group presents his prioritized list to the Bde Cdr. The Bde Cdr 
selects an issue from each group list and provides guidance to the 
groups for action planning. 

1115-1130 OESO (Action Planning) 

1130-1200 ACTION PLANNING 

1500-1530 SUBGROUPS REASSEMBLE 

I ncl 2 

Subgroups reassemble into a large group and the spokesman from each 
subgroup presents the Action Plan to the Commander (limit the group 
presentations to 5 minutes). 
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1530-1600 PRIORITIES/CLARIFICATION 

Commanders, staff, and CSMs individually list the priorities they 
seek to achieve in their organization and rank them. 

1600-1700 SUBGROUPS REASSEMBLE 

The subgroups now look at the individual priorities and consolidate 
their individual work into common priorities. Eliminate overlaps 
and state the priorities in as clear a way as possible. 

1700-1900 SUPPER 

1900-1930 PRESENTATION OF PRIORITIES 

Presentation of priorities to the Commander. The subgroups reassemble 
into the large group and post their consolidated subgroup priorities 
on the wa 11. 

1930-2030 Participants express their concerns about the new Commander; each 
participant has the opportunity to tell the Commander what he needs 
from the Commander to do his job; and each participant may indicate 
to the Commander those things he would like to know about him. 
EXAf.1PLE: "In order to maintain or improve my effectiveness on the job, 
I need the fo 11 owing from you ......... 11 

2030-2100 RH1ARKS BY BRIGADE Cot1MANDER 

2100 FH~AL REMARKS AND CLOSE BY BRIGADE COf·1~1ANDER 
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Pre-Conference 

BRIGADE PLANNING/COORDitiATION CONFERENCE QUESTIONNAIRE 

Please respond candidly to this questionnaire. The information you provide 
forms the basis for future revisions of this conference. This is an anonymous 
evaluation. 

1. As they are stated, how satisfied are you with the outcomes of the 
Brigade Planning/Coordination Conference? 

VERY SATISFIED 2 3 4 5 VERY DISSATISFIED 

2. The conference will help me understand/adjust more quickly to the 
new commander. 

STRONGLY AGREE 2 3 4 5 STRONGLY DISAGREE 

3. I will openly discuss my concerns at the conference, 

STRONGLY AGREE 2 3 4 5 STRONGLY DISAGREE 

4. The conference will result in the new commander having a better 
understanding of my unit/staff. 

STRONGLY AGREE 1 2 3 4 5 STRONGLY DISAGREE 

REMARKS (OPTIONAL): 

APPENDIX 2 
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Post-Conference 

BRIGADE PLANNING/COORDINATION CONFERENCE QUESTIONNAIRE 

Please respond candidly to this questionnaire. The information you provide forms 
the basis for future revisions of this conference. This is an anonymous evaluation. 

1. How satisfied are you with the outcomes of the Brigade Planning/ 
Coordination Conference? 

VERY SATISFIED 2 3 4 5 VERY DISSATISFIED 

2. The conference helped me understand/adjust more quickly to the new 
commander. 

STRONGLY AGREE 1 2 3 4 5 STRONGLY DISAGREE 

3. I openly discussed my concerns at the conference. 

STRONGLY AGREE 1 2 3 4 5 STRONGLY DISAGREE 

4. The conference resulted in the new commander having a better under
standing of my unit/staff. 

STRONGLY AGREE 1 2 3 4 5 STRONGLY DISAGREE 

RH1ARKS (OPTIONAL): 

APPENDIX 3 
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Benefit Analysis - A Resource Management Technique 

You don't have to be an OESO for very long to understand the con
cept that organizations will not change unless they feel pain. A lot 
of OESO time has been spent attempting to convince potential clients 
that they need OE in areas that the organization doesn't feel any pain. 
The result is usually v1asted time or participation without commitment. 

Recognizing when organizations are likely to feel pain gives the 
OESO leverage for an OE intervention because pain creates need. Pain 
is most often felt when problems exist or are created for which there 
are no policies or SOPs. These problems are normally associated with 
the introduction of new technology, reorganizations, planning involv
ing complex coordination, changes of command or other key personnel, 
introduction of new programs or training and resource allocation. 

Each one of these "pains" creates organizational "needs" that are 
felt by the commander and his staff. The OESO has several techniques 
that can be used by commanders in reducing their pain: 

Introduction of New Technology 
Complex Coordination ------•• Action Planning 
New Programs or Training Conferences 
Resource Allocation 

Changes of Key Personnel ------•• Transition 11odels 

Reorganizations ------•• Transition f1anagement 

As the OESO demonstrates his effectiveness in helping the commander re
duce his pain, other opportunities normally follow and the OESO is on 
the way to making a significant contribution to organizational effec
tiveness. 

One organizational pain that is felt in all organizations is associ
ated with resource allocations. Commanders at all levels are feeling 
the pain of not enough money, people, training, maintaining or time. 
This provides the OESO with an opportunity to demonstrate his organiza
tion's v1orth in an area that effects the entire command. It also pro
vides the commander an opportunity to 11 need 11 the OESO which is a key 
step in institutionalization of OE. 

The purpose of this article is to discuss a technique borrovJed from 
the Operations Research/Systems Analysis (OR/SA) discipline that when 
combined with the interpersonal and group facilitation skills of the 
OESO, can be used by the OESO to assist the commander in reducing the 
pain associated with resource allocation. It is called Decision Analysis. 
An OR/SA definition would read: 
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DECISION ANALYSIS is NOT a substitute for clear thinking and 
seasoned judgment. Rather, its power and worth stem from the orderly 
and logical framework that it superimposes on the decision-making pro
cess. A time-tested decision-maker's tool - straightforward, intuitive
ly appealing, and easily used - decision analysis forces a thorough, 
objective, and discriminating examination of all of the relevant factors 
bearing on an important decision. 

It has been used in real-world decision problems involving strategic 
planning, negotiation, evaluation of alternatives, resource allocation, 
and futures assessment. The purpose of Decision Analysis is to establish 
a rigorous methodology to assist the decision maker in allocating re
sources. It is a quantitative procedure for the systematic evaluation 
of the alternatives available to a decision maker. The process defined 
as decision analysis is to decompose a decision problem into clearly 
defined components, so that all options, outcomes, values, and proba
bilities are depicted. While providing a recommended course of action, 
the explicit representation of the decision also facilitates communica
tion among those involved. So, it should be emphasized that decision 
analysis does not replace decision makers but structures the role of 
wise human judgment in the decision process. 

A recent application of decision analysis was the use of cost
benefit analysis to prioritize the PARR/POM. This process involved 
quantifying the relative benefits and costs of each issue. The benefits 
were judgmental assessments, obtained by first quantifying the relative 
benefits of programs within the areas of each iponsor (e.g., DCSOPS, 
DCSPER) and then determining the relative benefits of selected programs 
from each sponsor's list. Once the benefits were quantified, the deci
sion units were priortitized from the most cost-beneficial. Until this 
technique was used, resource allocations and priorities were made almost 
ahJays intuitively in the absence of a systematic and disciplined effort 
to assess the full impact of a decision on the entire system. The OESO 
added a new dimension by application of interpersonal/group facilitation 
skills. In the absence of these skills, hidden agendas (parocialism, 
private interest, power influence and other disruptive dynamics) are at 
work and get in the way of producing the best recommendations for the 
commander's decision. 

The technique is based on the fact that subjective benefit assess
ments can be made for very diverse programs by an elicitation procedure 
that motivates the manager of a set of programs to provide his true 
subjective estimates. Psychologists and decision analysts have observed 
that the best way to obtain reliable quantifications of this sort is to 
use paired comparisons. That is, to ask the expert to make choices 
between two packages until points of indifference can be found. Our 
elicitation procedure begins with the quantification of benefits for 
sets of similar programs; each set having the same manager or sponsor 
who is an expert on their usefulness. Once these benefit scales have 
been assessed, each manager is asked to provide rationale for the benefit 
numbers attached to his programs. 
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The following example is an illustration of the process: Suppose 
there are ten possible programs proposed by the sponsor (in this case 
the DCSPER): 

A, B, C, 0, E, F, G, H, I, J 

The first task is to rank order the programs according to their impor
tance to the .nission of the command. It is during this time that the 
OESO begins to identify hidden agendas that will have to be dealt with 
during the next phase and use his group facilitation skills to keep the 
participants focused on the mission. For an example, the group decides 
the following as a rank order: 

Program Program 

1. B 6. A 
2. D 7. c 
3. F 8. H 
4. G 9. I 
5. J 1 0. E 

The next step is to determine benefits of each program to the com
mand. Benefits are UTILES in the sense that, that program, void of all 
other considerations (DOD directed, CG's pet project, already funded, 
etc.), makes a contribution to the accomplishment of the command's mis
sion. Programs are assigned UTILES independent of each other and are in 
essence the best collective judgment of the group. For our purposes, the 
group arrived at the following UTILES (Fig 1) after a lot of discussion 
and compromise which is recorded for use in major issue papers: 

Program 
B 
D 
F 
G 
J 
A 
c 
H 
I 
E 

Fig 1 

Util es 
100 

90 
80 
70 
60 
50 
40 
30 
20 
10 

Uo\-J the group must determine the 
relative values of each program depen
dent upon the other. The OESO as an 
honest broker would check the assigned 
value of the program utiles by asking 
the group to compare the utiles of the 
programs, i.e., is B twice as good as 
A? Is F twice as good as C. Is D 
three times as good as H, etc. ~orking 
to elicit value judgments from the group 
and at the same time forcing the issues 
surrounding each program to be laid on 
the table. 

The next step of this process begins by comparing programs using the 
utile values previously assigned. In the example in Fig 2 the OESO, in 
his role as an honest broker, asks the group if they would accept programs 
A & C instead of D (both values are 90). If they do, then the utiles 
assigned are correct. If they wouldn't, then the OESO must determine how 
much greater than or less than 90 A & C is. He must also continue to 
expose the hidden agendas. 
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.\ 

B 
D 
F 
G 
J 
A 
c 
H 
I 
E 

Fig 

ATC 
Program 

B 
D 
F 
G 
J 
A 
c 
H 
I 
E 

2 

120 

100 
90 
80 
70 
60 
50 
40 
30 
20 
10 

Uti 1 es 
125 
112.5 
100 
87.5 
75 
62.5 
50 
30 
20 
10 

Fig 3 

If A & C > 90 say 120, then a 11 
those programs above H must be plussed 
up by a factor of 120/90 (1 .25) and if 
A & C < 90 say 60, then a 11 those pro
grams below A must be decreased by a 
factor of 2/3 (.66) (Fig. 3). 

A & C = 60 
Program Utiles 

B 100 
D 80 
F 70 
G 60 
J 50 
A 33.3 
c 28.3 
H 20 
I 13.3 
E 6.6 

These iterations are continued using various combinations of pro
grams until the group is satisfied that the UTILES reflect the best judg
ment of the group. The scale is then normalized to stay in a 1-100 range 
and presented to the sponsor for his decision. The sponsor can elect to 
go with it as is or change the value of the utiles or even the rank order, 
but he will do so with the full knowledge of why the group valued as they 
did because the issue papers prepared as a result of the recorders notes 
should reflect the major pro's and con's for each program. Unless the 
commander has some information that he has not made available to the group, 
he will most likely buy the group's recommendations and we are ready for 
Phase II, which is the collapse of each sponsor's scale (DCSPER, DCSOPS, 
DCSLOG. DCSR~·1. etc.) into a single command scale. It is this cross sponsor 
elicitation of ut~les that motivates each sponsor to provide a true utile 
estimate. 

As an illustration of this cross-sponsor utile scaling. consider the 
following two-sponsor example, Each sponsor, 1 and 2, has four programs 
and has assigned utiles as shown in Figure 4. The cross-sponsor group 
is asked to compare 11 811 and 11 011 and decides that 11 011 is twice as beneficial 
as 11 811 {Figure 4). {Typically, there are eight to ten sponsors. and the 
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iterative utile assessment procedure described above for each sponsor is 
used.) This comparison between "8 11 and 11 011 provides enough information to 
rescale all of sponsor 1•s programs onto sponsor 2•s scale. Since 11 B" must 
be a 15 on sponsor 21 s scale, the 50 on sponsor 1•s scale must be divided 
by 15, as must 11 A, 11 "C, 11 and "0. 11 This is shown on Figure 5. If a sponsor 
contracts his utile scale more than his true preferences, his programs may 
do poorly in the final analysis. For example, if sponsor 1 had claimed 
11 B1 S 11 utiles was 90 rather than 60, his entire scale would have to be di
vided by 6 rather than 4 to be consistent with the belief that 11 B11 is half 
as beneficial as 11 011

• 

The cross-sponsor benefit judgments are more difficult to make 
because the programs are much more diverse. For this reason, the cross
sponsor group is asked to make two or three cross-sponsor scales, using 
different programs units from each sponsor•s list each time. This is a 
way of triangulating on the problem that forces inconsistencies and resolv
ing them strengthens the final result so that it is more defendable. 

Once the final cross-sponsor utile benefit scales has been chosen, the 
relative benefits of all of the decision units are made explicit. Now the 
utiles can be calculated for each program, and the programs prioritized 
from most beneficial to least beneficial. If there is disagreement over 
the numbers, they can be changed very easily. The important characteristics 
are the way the process is structured and the defendability of the output. 

To summarize the process, given a discrete set of independent but 
competing decision issues ... 

Rank order in terms of overall benefit to the command (utiles). 

Assign a utile value of 11 100 11 to the most beneficial issue. 

Assign lesser values of utile numbers to remaining issues IA~ 
the perceived relative benefit. 

Iterate utile numbers until a consistent 11 level of indifference 11 

is established among all competing issues & combinations of issues. 

Repeat this process to collapse different sponsor scales. 

Throughout use interpersonal and group facilitation skills to 
surface hidden agendas and stimulate communications so that the major 
issues around each program are surfaced and recorded. 

The application of Decision Analysis provides: 

Start point in the Decision Process 

Benefit consequences are visible 

Value system is open, visible, reproducible 
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Builds defense for major issues 

Serves as a communications aid 

Brings focus on contentious issues 

In prioritizing of issues, there are as many uses for this technique 
as the OESOs imagination and the commander's pain will allow. When dealing 
with cost, a third column can be added, called cost benefit {Fig 6). Fig 7 
shows the final differences between buying and using the cost-benefit cri
terion versus the benfit-only criterion. For a fiscal constraint of $100. 
The cost benefit criterion provides 68% of the possible benefit, which is 
a 33% increase over the benefit-only criterion. 

INITIAL TOTAL BENEFIT 
PROCURE~1E NTS BENEFITS COSTS COST 

A 100 16 6.2 

13 99 36 2.8 

c 95 56 1.7 

D 90 9 10.0 

E 87 30 2.9 

F 83 20 4.2 

G 70 35 2.0 

H 70 26 2.7 

I 60 2 30.0 

J 55 1 55.0 

Figure 6 

PROCUREMENTS - INITIAL COMPARISONS 

If the OESO is dealing with maintenance or training problems, time 
may be a factor and a time column may have to be added (Fig 8). Fig 9 
shows the final differences between programming with the time benefit 
criterion versus the benefit only criterion. For a time constraint of 
100 days the time benefit criterion provides 68% of the possible benefit, 
which is a 33% increase over the benefit-only criterion. 
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Conclusions: 

1. Need to look at other OR/SA techniques to see where interpersonal/ 
group facilitation skills can optimize outcomes. 

2. Need to understand organization pain and what makes it occur. 

3. Need to make interventions that address the organizational 
pain so that a need for the OESO is developed. 

4. Need to look at Decision Analysis as a means of resource alloca
tion or establishing priorities. 

5. As a start, OESOs can use the bibliography at Incl 1 to look at 
some of the OR/SA techniques that may apply to organizational problems 
detected during assessments. 

INITIAL TOTAL BENEFIT 
ACTIVITY BENEFITS Tif4E {DAYS) TH1E 

A 100 16 6.2 

B 99 36 2.8 

c 95 56 1.7 

D 90 9 10.0 

E 87 30 2.9 

F 83 20 4.2 

G 70 35 2.0 

H 70 26 2.7 

I 60 2 30.0 

J 55 1 55.0 

Figure 8 
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A t-10DEL FOR 1·1ACROSYSTEt1 INTERVEiHIOfJS 

CPT Richard W. Griggs 
CPT Raymond P. Lowman II 

\~hen working with macrosystems. it is often necessary for consultants to 
intervene both internally (within the client system) and externally (into 
adjacent systems) in order to effectively facilitate change. This is true 
whether the client is a key organization within a macrosystem, or an entire 
macrosystem. 

For example, when the client is a key organization within a macrosystem, 
such as a G-4 vis-a-vis a logistics community, the consultant may intervene 
both internally in the G-4 staff and externally into related logistics activi
ties in order to assist the G-4 in better coordinating logistical operations. 

If, on the other hand, the client is a macrosystem, such as a logistics com
munity, the consultant may intervene internally into component logistical 
activities and externally into adjacent staff or command activities in order 
to facilitate the development of more effective logistics procedures. Inci
dentally, when dealing with macrosystems, consultants should attempt to have 
a single point of contact or contractual sponsor. This can facilitate 
coordination. Contractual sponsors may be either the 11 macrosystem manager" 
(e.g. the G-4), a special task force, or higher agent. 

This paper describes a model (Fig. 1) which we find useful when consulting 
with(in) macrosystems. It is designed to facilitate the alignment of organi
zations within larger systems. Although detailed herein with respect to a 
key subsystem intervention, the model can be successfully applied to higher 
or lower echelon open-system interventions with little modification. Specific 
client objectives and the degree of openness within the target organization 
will determine the extent, if any, of the external intervention phase. 

1. ENTRY - Initial contact between the consultant and the client sets the 
climate for the client-consultant relationship. When the consultant meets 
the client's initial expectations with respect to technical skills, experi
ence, and professional bearing, or is accepted as an advisor, he establishes 
the credibility necessary for a healthy client-consultant relationship. 
Thorough pre-entry scouting is invaluable as a means of facilitating entry 
into a client system. Points which the consultant needs to consider include: 

\lho is the potential client? Does the client have any known likes or 
dislikes? (If so, the OESO may want to change his approach, or even 
his appearance -- such as wearing field gear when visiting units in 
the field-- to complement the client organization.) 

What experience does the potential client have with OE? 
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Hhat is the reputation of the potential client? (Since negative 
findings may create biases, consultants should be careful to mini
mize the effect their biases may have on the client-consultant 
relationship. Avoid meeting consultant needs as opposed to client 
needs.) 

What are the best/worse things which could happen during the initial 
meeting? 

Finally, and perhaps most important -

What will the consultant do if his expectations prove to be inaccurate? 
Can he confront client-consultanr-differences, perhaps even decline 
working with the client? 

2. CLIENT'S IrHTIAL PROBLEt1 STATEl1EtJT- It is not uncommon for clients to 
pose issues which are not 11 problems, 11 per se, but symptoms of problems. 
Just because the organization is not as the client expects does not mean 
that the organization is ineffective. In fact, the client himself may be 
a problem. Thus, it is advisable that consultants take a close look at 
clients' problems, and do not jump into hasty interventions. Although it 
may seem safe to say, 11 lf you don't know where you're going, any road will 
get you there,.. 11 there 11 may be neither where the client intends to go, nor 
where the greatest benefit may be realized for the organization. 

3. ASSIST THE CLIENT IN CLARIFYir~G flEEDS- Clarifying clients' needs is 
crucial to successful consulting operations. Clear and concise objectives 
give necessary direction, and establish criteria by which interventions may 
be judged. The absence of specific goals is frequently a reason some OE 
operations stall following feedback of assessment data -- subsequent actions 
have not been planned. Specific objectives can also be used to both limit 
and collate assessment data, thereby lessening the possibility of 11 data 
overload ... 

4. DELINEATE DESIRED STATE OF THE CLIENT SYSTEM - Once the client's spe
cific concerns have been ascertained, it is helpful to delineate the 11 de
sired state .. of the client system before entering the contracting stage. 
This serves four major purposes: (1) Motivates the client to translate 
often abstract personal concerns into more tangible organizational goals, 
(2) Helps insure that the client and the consultant share a clear under
standing of what is meant by the organization's 11 desired state 11

, (3) Pro
vides a clear focus for the intervention, and (4) Establishes the organiza
tional standards against which assessment data will be compared. Organization 
and functions manuals may be helpful at this point. However, they often re
flect a theoretical position, and not what is needed or what actually exists. 

5. PLAt~ AND CONTRACT FOR ASSESStlEfJT - t1acrosystem interventions should be 
planned and contracted in stages in order to provide maximum flexibility 
during the operation. Further, a detailed initial contract would force the 
client to take a high initial risk. We prefer to prepare the client over a 
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period of time to accept the risk and permit an external assessment. We 
do, however, inform the client during initial negotiations of the probable 
need to perform both an internal and an external assessment in order to 
better assist him in organizing to meet both his objectives and systemic 
needs. 

We begin with a t·1emorandum of Understanding --an initial contract to 
deliver a 11 picture 11 of what actually exists within the client organization 
-- specifically addressing those areas pertinent to the client•s stated 
objectives. This does not mean that the assessment is restricted to pre
clude surfacing issues not directly addressed by the client. Rather, we 
try to develop a mutually acceptable plan which will permit us to get the 
most complete picture possible of the client system•s functional organiza
tion, internal processes, driving and restraining forces. We actively 
include the client in planning the assessment, both to afford him a sense 
of ownership of the operation, and to make him aware of the advantages, 
disadvantages, and expected outcomes of the various assessment techniques. 
The client is encouraged to review all recommended survey instruments and 
interview protocols. 

It is strongly recommended that consultants use some form of written 
agreement during this and subsequent stages to set down what is to take 
place. A written 11 contract 11 has several benefits: (1) It serves to 
clarify operational goals and milestones, (2) Establishes ground rules 
under which participants agree to operate, and (3) Outlines projected 
actions, responsibilities, costs, and outcomes. Further, joint review of 
the written document presents yet another opportunity to surface hidden 
agendas or other problems which need to be addressed. 

As a minimum, we recommend that the following points be addressed in the 
initial and subsequent assessment plans: 

What are the objectives of the assessment? How do these objectives 
fit into the overall consulting effort? What measurable criteria 
will be used to evaluate the success of the effort? 

What kinds of data will be collected? How and from whom will it 
be collected? How will it be used? Who will have access to it? 

What are the expected outcomes of the operation? What are the 
costs involved? What resources will be provided and by whom? 
What are the milestones? 

6. PHASE I: ASSESS INTERNAL CLIENT SYSTEM - During this stage we try to 
determine the existing state of the client organization -- the conditions 
upon \'lhich change aimed at developing the 11 desired state 11 will be planned. 
To insure that the assessment is as objective as possible, we collect data 
relative to all aspects of the 11 desired state 11

• This suggests that con
sultants should be prepared to either validate or invalidate the utility 
of the client•s 11 desired state 11

• The assessment may not, in fact, indicate 
a need for change. 
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Data collection procedures used during the internal assessment vary 
according to the needs, size, and availability of the client organization. 
Consultants should evaluate all available assessment techniques (inter
views, survey instruments, observation, historical records, etc.) in order 
to determine the most effective method for obtaining desired data. Methods 
selected should yield data which is relevant to stated assessment goals. 
The use of multiple assessment techniques can assist in the collection of 
information from persons who do not readily respond to some methods, and 
may also be used to cross-check data. 

Productive general questions include: 

What are your duties/responsibilities? 

Uhat functions, if any, do you think should be added to/deljted 
from your area of responsibility in order to allow you to fUnction 
more effectively? 

What organizational policies assist/hinder you in accomplishing 
your duties? 

The above and similar questions serve to ascertain what actually exists 
without biasing responses toward what should exist with respect to current 
organizational doctrine, or what may be implemented as a result of the 
assessment. Analysis of the differences between what actually exists 
vis-a-vis what should exist or what is being considered can help to iden
tify both current dysfunctions and organizational preferences. 

7. DATA REDUCTION (Phase I) - Most of the data generated during an assess
ment is of little practical use to the client. Raw data rarely lends itself 
to being rapidly correlated, verified, and sanitized. Considerable effort is 
usually necessary to red•~ce and present the data so that it is both useful 
and relevant to the overall consulting effort. Consultants should not be 
surprised if issues which were initially of major concern fail to materialize, 
or if areas which were not initially considered important seem to be of 
major significance. They should avoid emotional attachment to organizational 
issues and remain aware of the impact their biases may have on the flavor of 
the distilled data. Their job is to collect and reduce data to information 
which is objective~ accurate, clear, and useful to the organization -- not to 
meet their personal needs or the personal needs of the client. 

8. FEEDBACK OF PHASE I DATA- In order to reduce the possibility of over
whelming the client, we limit feedback at this point to internal assessment 
data because it is normally less threatening than external feedback, and 
more subject to his immediate control. We focus on issues the client can 
affect, and provide data relevant to decisional alternatives. Further, we 
keep feedback descriptive rather than evaluative to reduce the possibility 
of his becoming defensive. Since heavy feedback early-on can inhibit a 
client's willingness to permit an external assessment, we consider it pru
dent to withhold what appears to be extremely threatening feedback until 
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later when we hope the client will be more able to deal with it. This is 
not to suggest that we hide adverse information. Rather, we try to pre
pare the client to receive progressively more threatening data. 

If, following feedback of Phase I assessment data, the client is satisfied 
with what is indicated to be the current internal state of the organization, 
the consultant should verify that the client•s concept of the 11 desired 
state 11 has not changed. If it has not, it is safe to plan and contract for 
an external assessment if appropriate. 

On the other hand, if the client is either dissatisfied with what appears 
to be the state of the organization, or has changed his concept of what is 
desired, the consultant should facilitate resolution of the differences 
before attempting Phase II. 

Hhen a cli~t is dissatisfied with what exists internally, it is best to 
deal with the issues while they are fresh. Internal task-force action 
planning is worth consideration. Whatever the mode, planning should con
tinue until all possible courses of action have been considered. Recommended 
implementations might then include tiBO, role negotiation, responsibility 
charting, or team building. Implementations should continue until desired 
changes are well underway. 

In instances when the client•s concept of the 11 desired state11 has changed, 
the consultant should help him clarify his objectives and redefine the 
11 desired state 11

• It is important to note that redefinition of the 11 desired 
state" may cause issues to surface which were not anticipated. These should 
be dealt with before expanding the intervention to external concerns. 

(Note: Subsequent stages are more applicable when consulting with large, 
open systems or key organizations within macrosystems than with lower echelon, 
relatively closed organizations.) 

9. PHASE II: ASSESS EXTERNAL CLIENT SUBSYSTE~iS (and/or RELATED SYSTH1S} -
External assessments are potentially more hazardous than are internal assess
ments. flat only can they be extremely threatening to clients. but they can 
also raise unrealistic expectations or cause other dysfunctional systemic 
reactions. Although assessment planning and contracting for this stage 
develop along much the same lines as during Phase I, the greater risks in
volved suggest that planning should address all possible outcomes, not only 
with respect to the client organization, but to contiguous organizations as 
well. 

The external assessment is intended to study three main areas: (1} Inter
faces between the client organization and related systems, (2) External per
ceptions of the effectiveness of the client organization, and {3) The 
external impact of changes effected or anticipated as a result of the internal 
assessment. This information can assist the client in determining what addi
tional changes, if any, might improve the effectiveness of his organization. 
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External feedback is valuable because few organizations can afford to make 
internal changes without considering their impact on external related 
systems. Changes which may benefit the client organization may impact 
adversely on related systems. Since data collection procedures used in 
the internal and external assessments are similar, the following will con
centrate on operational differences. 

First, since the overall goal of the external assessment is to determine 
the degree of congruence between the client organization and significant 
related systems, it is necessary to survey a much broader population in 
greater depth than during the internal assessment due to the difficulty in 
isolating .. significant related systems 11

• External organizational relation
ships are often less formally structured than internal relationships, and 
are often subject to more intervening environmental variables. Thus, 
consultants should collect information from as many sources as possible in 
order to develop a valid picture of the client's impact within the communi
ty. A complaint at one interface may be a compliment at another; for exam
ple, some may complain of institutionalized "crisis management", whereas 
others may be satisfied with existing low levels of coordination because of 
the freedom it can afford. 

Second, the external assessment should examine the client organization with
in the context of the environment within which it must operate. Consultants 
should be careful, however, that the suprasystem does not become the client. 
Comments should be solicited regarding both the client•s current and desired 
goals, organization, and functions. 

Given the foregoing considerations, possible methods for collecting and cross
checking data include: 

Survey instruments. Questionnaires can be used to collect large amounts 
of information quickly, inexpensively, and anonymously. Unfortunately, their 
structured format makes it difficult to get at some issues in depth. Further, 
issues not addressed directly may be missed. Thus, we usually conduct some 
form of pre-instrument sensing session to surface additional issues for study. 

The following question formats have proven to be particularly effective for 
collecting data: 

Respondents are asked to indicate their level of agreement
disagreement with positive statements keyed to the client•s 
11 desired state". 

Example: "Indicate your level of agreement-disagreement with 
the following statement on a scale of 1-5 ('strongly disagree' 
to 'strongly agree'): Blank provides adequate plans for future 
operations." (In this example the client had stated a desire 
to provide subordinate staffs with adequate plans). 

The use of "start11
, 

11 stop", "continue 11
, and 11 Change 11 questions. 
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Example: "What three actions/policies should Blank implement 
to assist you in accomplishin~ your job?11 

The above and similar formats can be used both to ascertain the target 
population's evaluation of how well the client has met stated objectives, 
and their desires with respect to the organization's future performance. 

Interviews. Individual and/or group interviews can be used to collect 
specific information and to help reduce questionnaire data. Interviews, 
however, require skilled interviewers, are expensive, and may generate 
irrelevant data. Although increased structure can reduce the latter, it may 
also limit the collection of relevant data. 

Attendance at inter-agency meetings. Meetings are a particularly rich 
source of data. We begin attending meetings in which the client participates 
as soon as possible. Not only does this permit us to observe both internal 
and external organizational processes, but it has also served to credential 
us as consultants. Further, observation of participation patterns may indi
cate early-on the need for a meeting management skills intervention. 

t1onitoring of macrosystem activity reports. Weekly significant activity 
reports are invaluable as a means to quantify, compare, and contrast the 
outputs of the various components of the suprasystem vis-a-vis the client 
organization. They can also be used to illuminate the existance of duplicated 
effort and other forms of poor coordination. 

Review of governing regulations. The guidelines which govern the client 
system should not be overlooked. All organizations are subject to regula
tions which play a major role in both what does or may exist. 

10. DATA REDUCTION {Phase II) - Data reduction procedures used during this 
stage are similar to those used during Phase I. External assessment data is 
reduced into three categories: {1) Data pertinent to the specific goals of 
the external assessment, (2) Feedback relevant to the client organization's 
existing state~ and {3) The probable impact of changes being contemplated 
by the client as a result of Phase I. Due to the size and diversity of the 
population sampled, it is usually necessary to perform comparative analyses 
of the collated data before determining the relative importance of conflicting 
i nforma ti on. 

11. FEEDBACK OF PHASE II DATA- Since this stage is critical to the overall 
success of macrosystem interventions, awareness of the client's sensitivity 
to feedback is fundamental. Despite the importance of external feedback to 
open systems, many clients tend to rationalize adverse external feedback as 
being beyond their control. Thus, we attempt to reduce the possibility of 
"data overload 11 by limiting feedback in both quantity and content to levels 
which we believe to be tolerable and constructive. Specifically, we provide 
answers to questions which we contracted to answer. ~Je do not "dump data 11 by 
submitting a verbatim final report. Instead, we brief from a few simple 
slides, beginning with less threatening data, and increasing the level of 
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risk (if any) as we sense the client is able to accept it. We only provide 
a short summary of the data, highlighting major findings and their implica
tions. 

It is rare when the client and associated systems are satisfied with their 
relationships. Normally, we find one of the following situations: (1) The 
client is satisfied but associated systems are dissatisfied, (2) The client 
is dissatisfied but associated systems are satisfied, or (3) Both the client 
and associated systems are dissatisfied with what exists. 

The first situation -- the client is satisfied but associated systems are 
dissatisfied-- may be caused by either a naive or unsupportive client, or 
by overly demanding associated systems. Once specific issues are clarified, 
appropriate implementations may include conflict resolution, role negotiation, 
responsibility charting, or problem-solving workshops. In those instances 
when the issues cannot be readily addressed from the client•s perspective, the 
consultant may discuss with the client the possibility of their negotiating 
with a higher level of authority in order to find a client better able to deal 
with the issues. It should be pointed out that the issues may be macrosystemic, 
and do not necessarily reflect adversely on the client. Some problems are 
simply beyond the power of some organizational levels to resolve. 

The second situation-- the client is dissatisfied but associated systems are 
satisfied-- may be caused by a hard-driving (perhaps manipulated) client sup
porting unproductive or unconcerned associated systems. For example, the 
client may be responsible for planning operations, but may actually spend most 
of his time dealing with day-to-day crises because associated systems require 
substantial assistance in solving problems. Once the specific cause of the 
client•s dissatisfaction is determined and validated, appropriate implementa
tions might be role negotiation or responsibility charting coupled with organi
zational training. 

The third situation -- both the client and associated systems are dissatis
fied -- presents an almost unlimited choice of causal factors, planning and 
implementation strategies. Unfortunately, unlimited choice can lead to con
fusion. Therefore, it is particularly important in this situation to check 
the client•s immediate reaction to the data. Managers tend to be action
oriented. When faced with serious problems, some resort to rationalization, 
others to overreaction, but few are readily able to deal with situations for 
which they may be responsible. 

When dissatisfaction is widespread, we often find it helpful to withdraw 
momentarily from the immediate issues, and return to a review of the regula
tions which govern the client system. They may be the cause of the dysfunc
tion. When guidelines are unclear with respect to goals, authority, and 
responsibilities, conflict is common. After clarification of the rules which 
govern the macrosystem, we try to facilitate the development of more coherent 
and supportive systemic inter-relationships. These are then used as a catalyst 
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for open systems planning and coordination. 

Another alternative calls for the client to refer the OE effort to a new 
client with greater influence over the macrosystem. It may be necessary 
to recycle the entire intervention with the new client in order to align 
the organizational elements within the macrosystem. Once alignment is 
achieved, however, experience indicates that the resulting synergy not only 
benefits the individual organizations within the macrosystem, but also 
improves the effectiveness of the macrosystem as a whole. 
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SOURCES AND RESOURCES 

This section of the OE COMMUNIQUE is designed to provide current 
information about resource materials of interest to the practicing 
OESO. It includes information about the OETC Library's Loans-to-the 
Field service, which has operated successfully for a year and a half. 
Many OESOs have found that using our loan service is an excellent way 
to preview books they are considering for their own collections. Others 
use our books as references for workshop planning or for keeping up on 
new trends in OE. And some others (the mythical 10%?) haven't gotten 
the word yet. Please read the cover letter and use the form. If you 
don't know exact titles (or even vague titles). let us know the subject 
area of your need and we'll do the rest! 

Next you'll find the newly revised bibliography BASIC REFERENCE LIBRARY 
FOR OESOs. The list has grown to 65 titles plus the University Associates 
ANNUALS and HANDBOOKS and covers a wide range of topics associated with 
OE/OD. Feedback on the usefulness of this list to those of you on the 
working end of it would be greatly appreciated. I'd especially like to 
know if hot items have been left off the list and should be included on 
the next revision. 

Please write, or call autovon 929-7228. 

Lynn 
Librarian, OETC 
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DEPARTMENT OF THE ARMY 
U.S. ARMY TRAINING AND DOCTRINE COMMAND 

ORGANIZATIONAL EFFECTIVENESS TRAINING CENTER 

FORT ORO, CALIFORNIA 93941 

ATXW-Rt1A 15 September 1978 

SUBJECT: OETC Library Loans-to-the-Field Service 

OESOs in the Field 

1. The OETC Library will loan Library books to practicing OESOs and 
OE Key Managers to support expressed mission-rf.lated needs of the 
individual OESOs and OE Key Managers. In cases of conflicting needs, 
priority for the use of OETC Library materials will be given to the 
staff and students of OETC. 

2. Prospective borrowers are urged to search for needed titles at 
local libraries before contacting the OETC Library. If a loan from 
the OETC Library is required, the borrower will complete a Request to 
Borrow Books (DA Form 2496, copy inclosed) and mail it to the OETC 
Library. Use of appropriate substitution on requests will enable more 
requests to be met. In cases of urgent need, telephone requests will 
be filled. A written request must also be sent to serve as back-up 
documentation for the loan. 

3. Upon receipt of a Request to Borrow Books, the OETC Library will 
mail available titles immediately. Appropriate substitutions will be 
made if so authorized by the borrower. If books cannot be mailed within 
the time period indicated on the request, the OETC Library will notify 
the borrower. 

4. A limit of three books at any one time will be on loan from the 
OETC Library to any one OESO or OE Key Manager. The loan period will 
be 10 working days from the date of receipt. Instructions for returns 
will be mailed with the books. Successful operation of the Loans-to
the-Field service depends on the prompt return of borrowed books. Late 
returns will be cause for the suspension of borrowing privileges. 

5. Feedback on this loan service would be appreciated. Please address 
comments and suggestions to Commander, USAOETC, ATTN: Librarian, Fort 
Ord, CA 93941. The Library telephone number is 242-7228 or 6075 
(Autovon 929). 

1 Incl 
as 

/s/ ANCIL L. DENZLER 
LTC, Infantry 
Commanding 
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DISPOSITION FORM 
For use of this form. see AR 340-15. the proponent agency is TAGCEN. 

.FERENCE OR OFFICE SYMBOL 

TO USAOETC 
ATTN: Library 
Fort Ord, CA 93941 

SUBJECT 

Request to Borrow Books 

FROM DATE CMT 1 

1. Request that I be sent the following OETC Library book(s) to be used by me for 
a period not to exceed 10 days: 

Book Title Author's Name 

2. The books are needed for the following purpose------------------------~ 

Substitutions of appropriate materials may/may not be made. (please indicate.) 

3. I understand that materials to support my request may be unavailable at this 
time. My needs would be met if books were sent at any time between now and the fol-
lowing date: I understand that after that date no action will 
be taken on this request. 

Inc 1 1 97 

nA FORM ')A QC. REI"LACES DD FORM 96, WHICH IS OBSOLETE. 



USAOETC 

BASIC REFERENCE LIBRARY FOR 

ORGANIZATIONAL EFFECTIVENESS STAFF OFFICERS (OESOs) 

LIBRARY AND LEARNING CENTER SEP 1978 

This list of books was compiled with the assistance of the Training Faculty 
of the Organizational Effectiveness Training Center in order to provide a 
summary of selected resources available to support the mission of the OESO. 
Basic materials are indicated with an asterisk(*). Addresses for publishers 
which are not provided in this bibliography are given in the section of this 
publication headed 11 0ESO Address Book." 

REFERENCE 

Bernhard, Genore H. 
HOW TO ORGANIZE AND OPEP~TE A SMALL LIBRARY, cl975 
(Basic procedures for organizing and controlling office collections) 

Publisher: The Highsmith Company, Inc. 
P.O. Box 25 
Fort Atkinson, WI 53538 

Price: approximately $5.00, paperbound 

Clayton, Bruce and others, compilers 
THE SOURCE AND RESOURCE DIRECTORY, COt1MUNITY DEVELOPI·1ENT DIVISION, 1976 
(Annotated bibliography of materials in areas related to community 
development. Includes print and audiovisual materials.) 

Publisher: American Society for Training and Development 

Price: approximately $5.50, paperbound 

Massarik, Fred, compiler 

BIBLIOGRAPHY ON HUf•1AN RELATIONS TRAINING AND RELATED SUBJECTS, 1976 
(Author/title listing of books, coded by subject areas.) 

Publisher: NTL Institute for Applied Behavioral Science 

Price: approximately $3.00, paperbound 

*Murrell, Kenneth and Vaill, Peter B., compilers 

ORGANIZATION DEVELOPf4ENT: SOURCES AND APPLICATIONS, cl975 
(Bibliography of books and periodical articles, many with annotations, 
which deal with OD and related fields.) 

Publisher: American Society for Training and Development 

Price: approximately $5.50, paperbound 
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THEORY AND BACKGROUND MATERIAL 

Boshear, Walton C., and Albrecht, Karl G. 

UNDERSTANDING PEOPLE: MODELS AND CONCEPTS, cl977 
(Compilation of models useful in the description and understanding of 
human behavior.) 

Publisher: University Associates, Incorporated 

Price: approximately $10.00, paperbound 

Herman, Stanley M. and Korenich, Michael 

AUTHENTIC ~1ANAGEMENT: A GESTALT ORIENTATIOr~ TO ORGANIZATIONS AND 
THEIR DEVELOPMENT, cl977 (Introduction to organization development 
techniques founded in Gestalt theory.) 

Publisher: Addison-Wesley Publishing Company 

Price: approximately $10.00, paperbound 

*Hersey, Paul and Blanchard, Kenneth 

t1ANAGEMENT OF ORGANIZATIONAL BEHAVIOR: UTILIZING HUHAN RESOURCES, 
3rd edition, cl977 (Summary of 1 eadership and management theories, 
including authors' model of situational leadership.) 

Publisher: Prentice-Hall, Incorporated 

Price: approximately $8.00, paperbound 

*Huse, Edgar 

ORGANIZATION DEVELOPMENT AND CHANGE, cl975 
(College-level text which includes practical applications and imple
mentation strategies.) 

Publisher: West Publishing Company 
311 California Street, Suite 700 
San Francisco, CA 94104 

Price: approximately $15.00, hardbound 

Ingalls. John D. 

HUHAN ENERGY: THE CRITICAL FACTOR FOR INDIVIDUALS AND ORGANIZATIONS, 
cl976 (insightful description of behavioral forces at work in indivi
duals and within organizations.) 

Publisher: Addison-Wesley Publishing Company 

Price: approximately $15.00, hardbound 
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*Kast, Fremont and Rosenzweig, James E. 

ORGANIZATION AND t1ANAGEt~ENT; A SYSTEt~S APPROACH, 2nd edition, cl974 
(Basic text on systems theory as it relates to management.) 

Publisher: McGraw-Hill Book Company 

Price: approximately $15.00, hardbound 

*Leavitt, Harold J. 

MANAGERIAL PSYCHOLOGY, 4th edition, cl978 
(Coverage of major categories of interpersonal problems in organizations.) 

Publisher: University of Chicago Press 
5801 Ellis Avenue 
Chicago, IL 60637 

Price: approximately $10.00, hardbound 

Luthans, Fred 

ORGANIZATIONAL BEHAVIOR, 2nd edition, cl977 
(Basic text on the current theories of the organizational behavior 
approach to management.) 

Publisher: McGraw-Hill Book Company 

Price: approximately $15.00, hardbound 

*Margulies, Newton and Raia, Anthony P. 

ORGANIZATION DEVELOPMENT; VALUES, PROCESS AND TECHNOLOGY, cl971 
(Authoritative general textbook, particularly useful in its coverage 
of assessment.) 

Publisher: McGraw-Hill Book Company 

Price: approximately $15.00, hardbound 

*McGill, t~ichael E. 

ORGANIZATION DEVELOPMENT FOR OPERATING MANAGERS, cl972 
(Introduction to 00 techniques, specifically oriented to managers.) 

Publisher: AMACOM (Division of American Management Association) 

Price: approximately $15.00, hardbound 
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Merry, Uri and Allerhand, Melvin E. 

DEVELOPING TEAMS AND ORGANIZATIONS: A PRACTICAL HANDBOOK FOR 
t·1ANAGERS AND CONSULTANTS, cl977 {Team approach to management 
development, particularly applicable to strategic planning for OE 
Key r1anagers.) 

Publisher: Addison-Wesley Publishing Company 

Price: approximately $17.00, hardbound 

Schein, Edgar H. 

ORGAN I ZATIOtJAL PSYCHOLOGY, 2nd edition, cl970 
{Brief, informative presentation of a general theory of organizational 
behavior.) 

Publisher: Prentice-Hall, Incorporated 

Price: approximately $6.00, paperbound 

*Shaw, Marvin E. 

GROUP DYNAMICS: THE PSYCHOLOGY OF SMALL GROUP BEHAVIOR, 2nd edition, 
cl976 {Text dealing with the formation and interaction processes of 
groups.) 

Publisher: McGraw-Hill Book Company 

Price: approximately $15.00, hardbound 

*U.S. Army War College 

ARMY COMMAND AND MANAGEMENT; THEORY AND PRACTICE, 1977 
{Reference text for curricul urn of Department of Command and Management 
Revised edition due late 1978.) 

Source: U.S. Army War College 
Department of Command and ~1an agement 
Carlisle Barracks, PA 17013 

U.S. t~ilitary Academy 

A STUDY OF ORGANIZATIONAL LEADERSHIP, cl976 
{Comprehensive collection of articles by military and civilian experts.) 

Publisher: Stackpole Books 
Cameron and Keller Streets 
Harrisburg, PA 17105 

Price: approximately $10.00, paperbound 
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PRACTICAL APPLICATIONS AND SKILL BUILDING 

Addison-Wesley series on Organization Development: 

*Beckhard: ORGANIZATION DEVELOPr4ENT; STRATEGIES AND t·10DELS, cl969 
*Beckhard and Harris: ORGANIZATIONAL TRANSITIONS: t1ANAGING Cm1PLEX CHANGE, 

cl977 
*Bennis: ORGANIZATION DEVELOPMENT; ITS NATURE, ORIGINS AND PROSPECTS, cl969 

Blake and Mouton: BUILDING A DYNAMIC CORPORATION THROUGH GRID ORGANIZA
TION DEVELOPMENT, cl969 

Davis and Lawrence: MATRIX, cl977 
*Dyer: TEAi1 BUILDING; ISSUES AND ALTERNATIVES, cl977 
Galbraith: DESIGNING C0~1PLEX ORGANIZATIONS, cl973 
Lawrence and Lorsch: DEVELOPING ORGANIZATIONS; DIAGNOSIS AND ACTION, cl969 

*Nadler: FEEDBACK AND ORGANIZATION DEVELOPMENT, cl977 
Roeber: THE ORGANIZATION IN A CHANGING ENVIRONt·1ENT, cl973 

*Schein: PROCESS CONSULTATION; ITS ROLE IN ORGANIZATION DEVELOPMENT, cl969 
Steele: PHYSICAL SETTINGS AND ORGANIZATION DEVEL0Pf4ENT, cl973 
Hal ton: INTERPERSONAL PEACEr4AKING: CONFRONTATION AND THIRD-PARTY CON

SULTATION, c1969 (Short monographs by experts in the field.) 

Publisher: Addison-Wesley Publishing Company 

Price: approximately $5.00 each, paperbound 

Adams, John and others 

TRANSIT I Or~: UNDERSTANDING AND MANAGING PERSONAL CHANGE, cl976 
(Information useful in developing stress management workshops.) 

Publisher: Allanheld, Osmun and Company 
19 Brunswick Road 
Montclair, NJ 07042 

Price: approximately $17.00, hardbound 

Blake, Robert R. and Mouton, Jane Srygley 

CONSULTATION, cl976 
(Synthesis of consultation theory and practice; development of the 
authors• Consulcube model.) 

Publisher: Addison-Wesley Publishing Company 

Price: approximately $16.00, hardbound 

*Burke, W. ~Jarner and Hornstein, Harvey A., editors 

THE SOCIAL TECHNOLOGY OF ORGANIZATION DEVELOPMENT, c1972 
(Collection of case studies and research reports of practical applica
tions of organization development.) 
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Publisher: University Associates, Incorporated 

Price: approximately $10.00, paperbound 

'Dyer, William G. 

INSIGHT TO H1PACT: STRATEGIES FOR INTERPERSONAL AND ORGANIZATIONAL 
CHANGE, cl976 (Suggestions for implementing and evaluating the process 
of change.) 

Publisher: Brigham Young University Press 
Media Marketing Green House 
Provo, Utah 84602 

Price: approximately $8.00, paperbound 

Edwards, Allen L. 

STATISTICAL METHODS, 3rd edition, cl973 
(Reference for use in analyzing and feeding back complex data.) 

Publisher: Holt, Rinehart and Winston, Incorporated 

Price: approximately $12.00, hardbound 

*Egan, Gerard 

FACE TO FACE: THE SMALL GROUP EXPERIENCE AND INTERPERSONAL GROWTH, 
cl973 (Facilitation skills for use in small group experiential 
training.} 

Publisher: Brooks/Cole Publishing Company 

Price: approximately $5.00, paperbound 

Fessler, Donald R. 

FACILITATING COt4t•1UNITY CHANGE; A BASIC GUIDE, cl976 
(Introductory materials for planning community development activities.) 

Publisher: University Associates, Incorporated 

Price: approximately $8.00, paperbound 

*Ford, George A., and Lippitt, Gordon L. 

PLANNING YOUR FUTURE: A WORKBOOK FOR PERSONAL GOAL SETTING, cl972 
~Practical suggestions for planning OE programs or individual OE 
Operations.} 
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Publisher: University Ass9ciates, Incorporated 

Price: approximately $5.00, paperbound 

*Fordyce, Jack L. and Weil, Raymond 

MANAGING LHTH PEOPLE: A MANAGER'S HANDBOOK OF ORGANIZATION DEVELOPMENT 
METHODS, c1971 (Source book of OD techniques; useful in explaining OE 
operations to commarders.) 

Publishers: Addison-Wesley Publishing Company 

Price: approximately $8.00. paperbound 

Francis, Dave and Woodcock, Mike 

PEOPLE AT UORK: A PRACTICAL GUIDE TO ORGANIZATIONAL CHANGE, cl975 
(Assessing and reducing common organizational blockages.} 

Publisher: University Associates, Incorporated 

Price: approximately $9.00, paperbound 

*French, Wendell and Bell, Cecil H. 

ORGANIZATION DEVELOPMENT: BEHAVIORAL SCIENCE INTERVENTIONS FOR 
ORGANIZATION IMPROVEMENT, 2nd edition, c1978 (Source book of con
cepts and practices of OD; useful in explaining OE operations to 
commanders.) 

Publisher: Prentice-Hall, Incorporated 

Price: approximately $8.00, paperbound 

Harvey, Donald F. and Brown, Donald R. 

AN EXPERIENTIAL APPROACH TO ORGANIZATION DEVELOPMENT, cl976 
(Simulations useful in all phases of an OE operation, especially 
implementation.) 

Publisher: Prentice-Hall, Incorporated 

Price: approximately $10.00, paperbound 

*Ingalls, John D. 

A TRAINERS GUIDE TO ANDRAGOGY; ITS CONCEPTS, EXPERIENCE AND APPLICATION, 
Revised edition, 1973 (Guide to theories and practical applications of 
adult education; useful in developing workshops.) 
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Publisher: Superintendent of Documents 
U.S. Government Printing Office 
Washington, D.C. 20401 

Price: approximately $3.50, paperbound 
(request publication number HE 17.8:AN2/973 

*Kast, Fremont E. and Rosenzweig, James E. 

EXPERIENTIAL EXERCISES AND CASES IN f·1ANAGEMENT, cl976 
(Practical exercises to supplement the authors' ORGANIZATION AND 
t4ANAGH1ENT; useful in action planning activities.) 

Publisher: ~1cGraw-Hill Book Company 

Price: approximately $10.00, paperbound 

*Kaufman, Roger 

IDENTIFYING AND SOLVING PROBLEMS: A SYSTEM APPROACH, cl976 
(Basic models for OE program planning and implementation.) 

Publisher: University Associates, Incorporated 

Price: approximately $5.00, paperbound 

Kolb, David, Rubin, Irwin M. and r1clntyre, James M. 

ORGANIZATIONAL PSYCHOLOGY: AN EXPERIENTIAL APPROACH, 2nd edition, c 1974 
ORGANIZATIONAL PSYCHOLOGY: A BOOK OF READINGS, 2nd edition, cl974 
(Resources for theories and concepts of management psychology; source 
of Learning Style Inventory.} 

Publisher: Prentice-Hall, Incorporated 

Price: approximately $18.00 for both books, paperbound 

*Lakein, Alan 

HOW TO GET CONTROL OF YOUR TIME AND YOUR LIFE, c1973 
U·1aterial useful in determining individual priorities and in developing 
time management workshops.) 

Publisher: New American Library 
P .0. Box 999 
Bergenfield, NJ 07621 

Price: approximately $1.75, paperbound 
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Levinson, Harry 

ORGANIZATIONAL DIAGNOSIS, c1972 
(Applies a case study process to the assessment and evaluation 
phases of OE/OD operations.) 

Publisher: Harvard University Press 
Cambridge t·1A 02138 

Price: approximately $10.00, paperbound 

Likert, Rensis and Likert, Jane Gibson 

NDJ WAYS OF MANAGING CONFLICT, cl976 
(Applies authors' System 4 management theories to a win-win 
approach to conflict management.) 

Publisher: f~cGraw-Hill Book Company 

Price: approximately $15.00, hardbound 

*Lippitt, Gordon and Lippitt, Ronald 

THE CONSULTING PROCESS IN ACTION, cl978 
(State-of-the-art/science of management consulting, including 
roles, tasks and strategies.) 

Publisher: University Associates, Incorporated 

Price: approximately $10.00, paperbound 

Mackenzie, R. Alec 

THE TI t1E TRAP: MANAGING YOUR ~~A Y OUT, c 1972 
(Time management information, including use of a time log.) 

Publisher: McGraw-Hill Book Company 

Price: approximately $6.00, paperbound 

*Mahler, Walter R. 

DIAGNOSTIC STUDIES, c1974 
(Handbook of data collection and analysis techniques useful in 
assessing organizational effectiveness.} 

Publisher: Addison-Wesley Publishing Company 

Price: approximately $14.00, hardbound 
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*Miller, Sherod, Nunnally, Elam W., and Wachman, Daniel B. 

ALIVE AND A~~ARE: HOH TO MAKE THE f·10ST OF YOUR RELATIONSHIPS 
THROUGH BETTER COMMUNICATION, cl975 (System approach to the 
process of communication; source of Awareness Wheel model of 
communication used in L&MDC.) 

Publisher: Interpersonal Communication Programs, Incorporated 
300 Clifton Avenue 
Minneapolis, MN 55403 

Price: approximately $7.00, paperbound 

*11organ, Henry H. and Cogger, John W. 

THE INTERVIEWER'S ~1ANUAL, cl973 
(Basic guide to interviewing techniques; appendix provides forms 
to use in structuring and evaluating interviews.) 

Publisher: The Psychological Corporation 
757 Third Avenue 
New York, NY 10017 

Price: approximately $8.00, paperbound 

Morrisey, George L. 

EFFECTIVE BUSINESS AND TECHNICAL PRESENTATIONS: MANAGING YOUR 
PRESENTATIONS BY OBJECTIVES AND RESULTS, 2nd edition, cl975 
(Guidelines for developing and presenting briefings; includes the 
use of audiovisuals.) 

Publisher: Addision-Wesley Publishing Company 

Price: approximately $7.00, paperbound 

Nadler, Leonard and Nadler, Zeace 

THE CONFERENCE BOOK, cl977 
(Practical guide to organizing and conducting conferences for 
twenty-five or more people.) 

Publisher: Gulf Publishing Company 

Price: approximately $14.00, hardbound 

*Pfeiffer, J. William and Jones, John E. 

ANNUAL HANDBOOK FOR GROUP FACILITATORS ('72- '78 editions) 
HANDBOOK OF STRUCTURED EXPERIENCES FOR HUMAN RELATIONS TRAINING 
(Vols I-VI) REFERENCE GUIDE TO HANDBOOKS AND ANNUALS, 2nd edition 
(Standard resource collections of practical training materials.) 
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Publisher: University Associates, Incorporated 

Price: ANNUAL HANDBOOKS, approximately $13.00 each, paper
bound; HANDBOOKS and REFERENCE GUIDE, approximately 
$6.00 each, pb. 

Pfeiffer, J. William and others 

INSTRut·1ENTATION IN HU~1AN RELATIONS TRAINING, 2nd edition, c1976 
(Guide to content and use of instruments; order information is 
included.) 

Publisher: University Associates, Incorporated 

Price: approximately $10.00, paperbound 

*This, Les 1 i e E. 

THE Sr~ALL MEETING PLANNER, cl972 
{Nuts and bolts approach to meetings, workshops and training 
activities for fewer than one hundred participants.) 

Publisher: Gulf Publishing Company 

Price: approximately $10.00, hardbound 

Tubbs, Stewart L. and Moss, Sylvia 

HUMAN COMMUNICATION, 2nd edition, cl977 
(Presents a process model useful in the assessment of organiza
tional communication patterns.) 

Publisher: Random House 

Price: 

*Varney, Glenn H. 

457 Hahn Road 
Westminster, MD 21157 

approximately $12.00 

ORGANIZATION DEVELOPt~ENT FOR t1ANAGERS, c 1 977 
(Brief but complete overview of 00; excellent basic reference 
for practitioners as well as managers.) 

Publisher: Addison-Wesley Publishing Company 

Price: approximately $10.00, paperbound 
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*Zunin, Leonard and Zunin, Natalie 

CONTACT: THE FIRST FOUR tUNUTES, cl972 
(Covers a range of entry techniques useful in dealing with people 
in new situations, such as briefing an OE progra~ or contracting 
for a new operation.) 

Publisher: Ballentine Books 
201 East 50th Street 
New York, NY 10022 

Price: approximately $2.25, paperbound 
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OESO ADDRESS BOOK 

BOOK PUBLISHERS AND DISTRIBUTORS 

Listed below are major publishers and distributors in the subject areas 
of management and behavioral science. There are, of course, many other 
publishers less active in these fields. Publishers will usually send 
current catalogs of their publications upon request. 

ADDISON-WESLEY PUBLISHING C0t1PANY 
Jacob Way 
Reading, MA 01867 or 

M1AC0t1 
(Division of American Management Association) 
135 West 50th Street 
New York, NV 10020 

2725 Sand Hill Road 
Menlo Park, CA 94025 

ANERICAN SOCIETY FOR TRAINING AND .DEVELOP~1ENT (ASTD} 
P.O. Box 5307 
Madison, WI 53705 

BROOKS/COLE PUBLISHING COtWANV 
540 Abrego Street 
~1onterey, CA 93940 

GOODYEAR PUBLISHING COMPANY 
1640 5th Street 
Santa f·lonica, CA 90401 

GULF PUBLISHING COf·1PANY 
3301 Allen Parkway 
Houston, TX 77071 

HARPER & ROW PUBLISHERS, INCORPORATED 
Keystone Industrial Park 
Scranton, PA 18512 

HOLT, RINEHART & WINSTON, INCORPORATED 
383 Madison Avenue 
New York, NV 10017 

HUt·1AN SCIENCES PRESS (.formerly Behavioral Publications, Incorporated) 
72 Fifth Avenue 
New York, NY 10011 

IRWIN, RICHARD D., INCORPORATED 
1818 Ridge Road 
Homewood, IL 60430 
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INSTITUTE FOR SOCIAL RESEARCH 
University of Michigan 
P.O. Box 1248 
Ann Arbor, MI 48106 

MASTERCO PRESS 
P.O. Box 382 
Ann Arbor, MI 48107 

~1AtJAGEtiENT RESOURCES, INCORPORATED 
(Subsidiary of the Psychological Corporation) 
757 Third Avenue 
New York, NY 10017 

McGRAW-HILL BOOK COMPANY 
1221 Avenue of the Americas 
New York, NY 10026 

NTL I LEARNING RESOURCES CORPORATION 
7594 Eads Avenue 
La Jolla, CA 92037 

PRENTICE-HALL, INCORPORATED 
Englewood Cliffs, NJ 07632 

SAGE PUBLICATIONS, INCORPORATED 
275 Sout Beverly Drive 
Beverly Hills, CA 90212 

or 

SCIENCE AND BEHAVIOR BOOKS, INCORPORATED 
P. 0. Box 11457 
Palo Alto, CA 94306 

SCOTT, FORESMAN AND COMPANY 
1900 East Lake Avenue 
Glenview, IL 60025 

UNIVERSITY ASSOCIATES, INCORPORATED 
7596 Eads Avenue 
La Jolla, CA 92037 

VAN NOSTRAND REINHOLD COMPANY 
300 Pike Street 
Cincinnati, OH 45202 
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8171 Redwood Highway 
Novato, CA 94947 

JOHN WILEY & SONS, INCORPORATED 
605 Third Avenue 
New York, NY 10016 



ROSTERS 
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UNITED STATES ARMY 
ORGANIZATIONAL EFFECTIVENESS TRAINING CENTER 

STAFF AND FACULTY 

NAt4E RANK OFFICE AUTOVON 929-

DENZLER, ANCIL L. LTC Commander 5919 

BRADFORD, WILLIAM B. LTC Training Directorate 4021 
BROWN, ROBERT W. LTC Training Developments 7058 
FISHER, WILLIAM R LTC Training Directorate 3519 
LOORAM, JAMES F. LTC Training Directorate 3588 
PIKE, GERALD D. LTC Concepts Development 7106 
VAN EYNDE, DONALD F. LTC Training Directorate 4021 
WATT, JOSEPH F. LTC Evaluation Directorate 4754 

KAHN, OTTO (DR) GS-14 ARI Liaison Officer 7911 
SPEHN, NEL R. {DR) GS-14 Training Developments 7058 

GUIDO, LAWRENCE C. (DR) GS-13 Training Directorate 3519 
SAVARD, DAVID A. GS-13 Evaluation Directorate 7980 

BURNS, KENNITH R. MAJ Training Directorate 3588 
COKE, ALFRED M. MAJ (P) Training Directorate 4675 
COOPER, FRED D. MAJ Evaluation Directorate 7980 
DULIN, STANLEY L. MAJ Training Directorate 3796 
FAHEY, TH0~1AS E. MAJ{P) Training Directorate 7106 
JAMES, CARL A. MAJ Concepts Development 3796 
KNIKER, NATHAN H. MAJ Training Directorate 3519 
LENZ, ERNEST MAJ Evaluation Directorate 4574 
0 1 BRIEN, ANDREW J. MAJ Training Directorate 3519 
OMPHROY, RAYMOND A. MAJ Training Directorate 3588 
ROCK, PAUL J. MAJ Training Developments 7058 
SHEFFIELD, RONALD L. MAJ(P) Executive Officer 2506 

Opns & Spt Directorate 2775 
SMITH, RONALD L. MAJ Training Directorate 3519 
WHITE, RICHARD A. MAJ Concepts Development 7106 

EPPLER, JERRY M. (DR) GS-12 Training Directorate 3588 
FERRIER, STEVEN {DR) GS-12 Training Developments 7058 
GALLATIN-JAMES, SHARON K. GS-12 Training Developments 4021 
GOODFELLOW, ROBERT GS-12 Training Directorate 3588 
MCDUFFY, CLIFFORD GS-12 Training Directorate 4675 
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NAME RANK OFFI AUTOVON 929-

ARMOUR, WAYNE T. CPT(P) Opns & Spt Directorate 2775 
DUKE, JOHN R CPT Training Directorate 3519 
HAWKS, THOMAS R. CPT Evaluation Directorate 4574 
LANGFORD, WILLIAM D. CPT Evaluation Directorate 4574 
McMULLEN, KIERAN E. CPT Training Developments 7058 
PIERET, SHIRLEY C. CPT Training Directorate 4675 
PLOURDE, STEVEN CPT Evaluation Directorate 4574 
SPEED, ROOSEVELT CPT{P) Training Directorate 3519 

BRITSCH, ROBERT B. GS-11 Training Developments 7058 
STANCHFIELD, ALAN D GS-11 Evaluation Directorate 4574 

BALAKIAN,MARY GS-9 Opns & Spt Directorate 6797 

HERRICK, LYNN D. GS-7 Training Directorate 7228 

SPRY, DIANE GS-6 Opns & Spt Directorate 5919 

MC CALL, ANDREW N. E-9 Opns & Spt Directorate 5919 

SVESTKA, EDWARD H. E-8 Training Directorate 3588 

BARTLETT, PETER B. E-7 Concepts Development 7885 
BELASTO, RICHARD C. E-7 Training Directorate 3588 
CUDGER, WILLIE L. E-7 Evaluation Directorate 4574 
DEGUCHI, WILLIAMS. E-7 Opns & Spt Directorate 7297 
HINES, RICHARD L. E-7 Training Development 7058 
SMITH, PAUL M. E-7 Training Directorate 3588 

DUNN, ROBERT W. E-6 Training Directorate 4675 
KONARIK, RONALD B. E-6 Training Directorate 3796 
PIERRE, LOUIS E-6 Training Directorate 3588 

ERTMAN, BEATRICE E. SP-5 Training Directorate 4675 
RODGERS, TERRY SP-5 Training Directorate 7228 
VILLAGRA, JORGE L. SP-5 Opns & Spt Directorate 2775 

ROSHINSKY, MICHAEL E. SP-4 Opns & Spt Directorate 2775 

VEGA, HIGINIO S. E-3 Opns & Spt Directorate 2775 
BROWN, GLORIA E-1 Training Directorate 3588 

COMPTON, M1Y GS-4 Training Development 7058 
LAMBERT, VIRGINIA GS-4 Training Directorate 2889 
MC QUEEN, ALTHEA GS-4 Opns & Spt Directorate 2775 
MOREHEAD, LINDA GS-4 Evaluation Directorate 4574 
VOORHEES, MARIANNA GS-4 Concepts Development 7885 
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NAME RANK OFFICE AUTOVON 929-

CLARK, JAN GS-3 Opns & Spt Directorate 2775 
DAINS, CYNTHIA GS-3 Evaluation Directorate 4574 
KELLEY, DIANE GS-3 Opns & Spt Directorate 2775 
WELDY, CARROLL GS-3 Training Directorate 7228 

BOSS, DONNA GS-2 Evaluation Directorate 4574 
HOLLORAN, GAY GS-2 Evaluation Directorate 4574 
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OETC CLASS P-76 

BRANDT, TERRY W. CPT 
APOAC - 78-4 
Co D 1st Bn Trp Bde 
Ft Benjamin Harrison, IN 46216 

BRAZZEAL, RICHARD T. CPT 
1st Cav Div 
ATTN: AFYA-GA-OE(CPT Brazzeal) 
Ft Hood, TX 76545 

EBBIT, HAROLD K. CPT 
5th Special Forces Gp 
ATTN: HREO (MAJ Ebbi t) 
Ft Bragg, NC 28307 

FAHEY, THm1AS E. t1AJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

JAMES, CARL A. MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

JOHNSON, JAMES MAJ 
Chief, EO Programs 
Ft Sam Houston, TX 78234 

KESZLER, LAWRENCE W. LTC 
HQ USAMCA Mannheim 
APO NY 09028 

KNIKER, NATHAN H. MAJ 
USAOETC 
Fort Ord, CA 93941 

LIBBY, BILLY W. LTC 
USMCA-Kaiserslauten 
APO NY 09227 

MCGRANN, THOMAS J., JR. CPT 
152 Peyton Road 
Williamsburg, VA 23185 
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NUFFER, WILLIAM L. CPT 

PANCAKE, JAMES T. CPT 
66th t11 Group 
APO NY 091 08 

PEREZ, OSCAR R. CPT 
HHC, 13th COSCOM 
Ft Hood, TX 76544 

POPOV, DAN CPT 

REED, KEITH G. LTC 
172d lnf Bde (AK) 
ATTN: OPT SEC 
Ft Richardson, AK 99505 

RODGERS, RICHARD A. CPT 
ATTN: DPCA 
Ft Sheridan, IL 60037 

ROGERS, ROBERT M., JR. CPT 
USAREUR 
Race Relations School 
APO NY 09407 

SAWCZYN, WILLIAM MAJ 
DRRI 
Patrick AFB, FL 32925 

SMITH, JOHN T. CPT 
HHC, 2d Armored Div 
Ft Hood, TX 76544 

SMITH, RONALD L. MAJ 
D Troop (AIR) 1st Sqdn 

4th Cav 
ATTN: AFZN-CV-DT (MAJ Smith) 
Fort Riley, KS 66442 



SUMMERS, PETER P. CPT 
USAIA 
~1gmt Br HRD 
Bldg 400 Rm 231 
Ft Benjamin Harrison, IN 46216 

TATE, VERLEY, JR. LTC 
HHC VII Corps (G-1 OESO) 
APO NY 09107 

WALTER, RONALD L. MAJ 
HQ USACC 
ATTN: CC-OE;r.1BO 
Ft Huachuca, AZ 85613 

YURIAR, ENRIQUE R. MAJ 
HQ DARCOt1 (DRXt~t·1-0E) 
5001 Eisenhower Ave. 
Alexandria, VA 22333 

ZAIS, MITCHELL M. CPT 
Organizational Research Lab 
NI-25, Univer of Washington 
Seattle, WA 98195 AC 206 
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OESO CLASS 1-76 

ANDERSON, BRUCE C. CPT 
25th lnf Div 
ATTN: G1 OESO (CPT Anderson) 
Schofield Barracks, HI 96857 

ARNOLD, DAVID B. MAJ 
USATC and Ft Jackson 
ATTN: ATZJ-PA 
Ft Jackson. SC 29207 

BARNES, NORMAN L. LTC 
USAFACFS 
ATTN: ATZR-PA-HR 
Fort Si11, OK 73505 

BEACH, ~~~ L LIAr~ L. MAJ 
HHB, 82d Abn Div Arty 
ATTN: S-1 (MAJ Beach) 
Fort Bragg, NC 28307 

BLUE, CHARLES L. t4AJ 
21st SUPCOM 
ATTN: AERPE-HO (MAJ Blue) 
APO NY 09325 

BURDICK, WILLIAf~ L. ~1AJ 
6851 Dina Leight Ct. 
Springfield, VA 22153 

CASSADY. GEORGE E. MAJ 
USATC & Ft Dix 
ATTN: ATZDHR-OE 
Ft Dix, NJ 08640 

DHNGTON, JOHN P. t1AJ 
USA FORSCOM 
ATTN: AFPR-HR-OE 
Ft McPherson, GA 30330 

FABER, MORRIS R. MAJ 
CINCUSAREUR 
ATTN: AEAGA-HRL (MAJ Faber) 
APO NY 09403 
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FOWLER, CHARLES N., JR. CPT 
USA ADMINCEN 
ATTN: ATZI-PA-OESO 
Ft Benjamin Harrison, IN 46216 

GAMBLE, WILLIAM R. MAJ 
Fort Sam Houston 
ATTN: DPCA 
Ft Sam Houston, TX 78234 

GRAGG, ROBERT L. t.1AJ 
USACGSC 
ATTN: Dept of Command 
Ft Leavenworth, KS 66027 

HELTON, ROY T. CPT 
172d Inf Bde (AK) 
ATTN: DPCA 
Ft Richardson, AK 99505 

HINDS, PAUL T. t-1AJ 
Office of Chief of Staff 
Pentagon 
Washington, DC 20301 

HONORE, RUSSEL L. CPT 
USA ARMC 
ATTN: Leadership Dept 
Ft Knox, KY 40121 

JACKSON, ROBERT L. MAJ 
USA FORSCOM 
ATTN: AFPR-HR (MAJ Jackson) 
Ft McPherson, GA 30330 

MANGINO, JOSEPH N. CPT 
USATC Engineer 
ATTN: DPCA/OESO 
Ft Leonard Wood, MO 65473 

MULLINS, MICHEL F. CPT 
XVI II Abn Corps 
ATTU: OE 
Ft Bragg, NC 28307 



O'MALLEY, PETER V. CPT 
~1DW 
ATTN: ANPE-OE (CPT O'Malley) 
Ft tkNair 
Washington, DC 20319 

POULOS, BASIL N. MAJ 
HHC, 82d Abn Div 
ATTN: G-1 
Ft Bragg, NC 28307 

QUIRK, JOHN H. CPT 
HHC, CDEC 
Ft Ord, CA 93941 

ROBERTS, DOUGLAS R. CPT 
USA Support Command 
Ft Shafter, HI 96858 

ROCK, PAUL J. MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

ROETHLER, JAMES A. MAJ 
4th Inf Div (M) 
ATTN: AFZC-FC-N 
Ft Carson, CO 80913 

SAYRE, RICHARD G. CPT 
4th Inf Div & Ft Carson 
ATTN: AFZC-GA-OE 
Fort Carson, CO 80913 

SHAULIS, ALBERT A. CPT 
21st SUPCOM 
ATTN: AERPE-HO 
APO NY 09325 

SHERROD, DALE E. LTC 
5th US Army 
ATTN: DCSPER-HRD 
Ft Sam Houston, TX 78234 

SMITH, LARRY J. MAJ 
Office of Chief of Staff 
Pentagon 
Washington, DC 20310 
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TARPLEY, THOMAS J., JR. MAJ 
HHC, I I I Corps 
ATTN: AFZF-HRD-OE 
Ft Hood, TX 76544 

THACKER, WALLACE P. CPT 
lOlst Abn Div & Ft Campbell 
ATTN: DPCA {MAJ Thacker) 
Ft Campbell, KY 42223 

TROTTER, ROBERT F. CPT 
USA ADMINCEN 
ATTN: Help Center 
Ft Benjamin Harrison, IN 46216 

VLASAK, WALTER R. MAJ 
9th Inf & Ft Lewis 
ATTN: DPCA 
Ft Lewis, WA 98433 

WEAVER, GEORGE CPT 
USA Sig Ctr & Ft Gordon 
ATTN: ATZH-PA-OE (CPT Weaver) 
Fort Gordon, GA 3 0905 

WEKER, JOSEPH C., III CPT 
HHB, 32 AADCOM 
ATTN: AETL/GA-OE {CPT Weker) 
APO NY 09175 



OESO CLASS 2-76 

ALFORD, LUTHER V. CPT 
DPCA 
Fort Rucker, AL 36360 

ANGERT, HUGH F. CPT 
HHC, 24th Inf Div 
Fort Stewart, GA 31313 

BARNHORST, WILLIAM H. CPT 
HHC 89th MP Group 
Ft Hood, TX 76544 

BERG, JAHES f·L t·1AJ 
V Corps 
ATTN: Gl OESO (MAJ Berg) 
APO NY 09079 

BOYCE, STEVEN G. CPT 
HHB 212th FA Group 
ATTN: OESO 
Fort Sill, OK 73503 

BROWN, CONNIE A. MAJ 
6th Cav Bde 
ATTN: AFVI1-C-EN (MAJ Brown) 
Fort Hood, TX 76544 

CANONICO, DOLORES LTC 
USA FORSCOM 
ATTN: OE Br, HRD 
Ft McPherson, GA 30330 

CARROLL, PATRICK N. CPT 
HHC, 3d Inf Div 
APO UY 09036 

COKER, JOHN W. CPT 
HHC, III Corps 
ATTN: HRD, OESO 
Ft Hood, TX 76544 

DARNELL, LOUIS J. CPT 
V Corps 
ATTN: G-1 OESO (CPT Darnell) 
APO NY 09079 
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DICKINSON, DON P., III CPT 
HQ USASETAF 
ATTN: G-1 
APO NY 09168 

DONALDSON, STEVEN D. CPT 
HHC, 7th Inf Div & Ft Ord 
ATTN: G-1 
Ft Ord, CA 93941 

FORESTIERE, FRANK D. r1AJ 
USA TRADOC 
ATTN: ATPR-HR-OE 
Ft Monroe, VA 23651 

GILBERT, JOHNNIE R. LTC 
9126 Conservation·Way 
Springfield, VA 22153 

GORDON, HENRY t·1AJ 
USAADA School 
ATTN: ATSA-DAC 
Ft Bliss, TX 79916 

HANSEN, JAMES W. CPT 
HQ, 8th Inf Div 
ATTN: G-1 
APO NY 09111 

HENDERSON, WILLIAM E. MAJ 
HHC, 1st Cav Div 
ATTN: Gl 
Ft Hood, TX 76545 

HENNESSEY, JOHN J. CPT 
XVIII Abn Corps Repl Det 
Ft Bragg, NC 28307 

HIGGINS, WALTER E. MAJ 
USA r·tEDDAC 
Ft Ord, CA 93941 

JONES, FRANK F. III CPT 



LAY, ROBERT S., JR. CPT 
HHC, 3d Inf Div 
APO NY 09036 

LITTLE, MICHAEL E. MAJ 
JFK Ctr for Mil Assis 
Ft Bragg, NC 28307 

MCFARLAND, HENRY J., JR. CPT 
1 /78th FA 
2d Armored Division 
Ft Hood, TX 76546 

MCKENZIE, ROBERT, JR. CPT 
HHC, 7th Inf Div & Ft Ord 
Ft Ord, CA 93941 

NUGENT, GEORGE M. CPT 
HQ, III Corps Arty 
ATTN: S-1 
Ft Sill, OK 73503 

PATTERSON, ROBERT G. MAJ 
HHC, 24th Inf Div 
Ft Stewart, GA 31313 

PERRY, EDDIE L. MAJ 
78-79 CGSC Regular Course 
Ft Leavenworth, Kansas 66027 

PERRY, ROBERTS. CPT 
1st cos cor~ 
ATTN: AFZA-A/1-GAO (CPT Perry) 
Ft Bragg, NC 28307 

PICKERING, THOMAS J. CPT 
HHC, 8th Inf Div 
ATTN: AETHGA-OE (CPT Pickering) 
APO NY 09111 

PLOURDE, STEVEN H. CPT 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

ROBERTS, WILLIAM F. CPT 
USA TRADOC 
ATTN: ATXG-PA (CPT Roberts) 
Ft Monroe, VA 23651 
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ROGAN, DONALD M. MAJ 
Co A, HQ Command 
Ft Amador, CZ 
APO NY 09834 

SMILEY, DAVID B. MAJ 
78-79 CGSC Regular Course 
Ft Leavenworth, KS 66027 

TONELLI, ROBERT M. CPT 
MOW 
ATTN: ANPE-OE (CPT Tonelli) 
Ft L. J. McNair 
Washington DC 20319 

TUTOR, CHESTER D. MAJ(P) 
HQ USAREUR 
ATTN: ODCSPER HRD 
APO r~Y 09403 

VELIZ, LEONARD B. CPT 
HHC, 2d Armored Div 
Ft Hood, TX 76544 

WALD, RALPH L. MAJ 
USA TC & Ft Di x 
ATTN: ATZCS-OE 
Ft Dix, NJ 76544 

WASHINGTON, CURTIS L. MAJ 
Walter Reed Army l~ed Ctr 
Washington, DC 20012 

ZITNICK, STEVEN M. CPT 
12th Avn Group (CBT) 
ATTN: ATZA-AV-HR 
Ft Bragg, NC 28307 



OESO CLASS 3-76 

ALSPAUGH, JAt~ES D. CPT 
HQ, 19th Support Bde 
APO SF 96212 

ARDLEIGH, HUGH C. CPT 
HHC, 20th Engr Bde 
Ft Bragg, NC 28307 

BARRETT, GERARD P. CPT 
HHQ, 3d Armor Div (G-1) 
APO NY 09039 

BECK, STEPHEN W. CPT 
HHC, 194th Armor Bde 
Fort Knox, KY 40121 

BORDEN, DONALD E. LTC 
USA IA 
ATTN: ATZI-CD 
Ft Benjamin Harrison, IN 46216 

BRACKEN, RODNEY W. CPT 
172d lnf Bde 
ATTN: DPCA-HRD 
Ft Richardson, AK 98749 

BRAYTON, JACK L. CPT 
USA Berlin 
ATTN: G-1 (CPT Brayton) 
APO NY 09742 

BUTKOVICH, ~llLLIAt1 A. CPT 
USA Health Services Command 
ATTN: HSPE-HO (CPT Butkovich) 
Fort Sam Houston, TX 78234 

CARR, CYRIL J. CPT 
HQ, 3d ACR 
Ft Bliss, TX 79916 

COLLINS, JAMES M., JR. CPT 
HQ, 9th lnf Div & Ft Lewis 
ATTN: AFZH-PA-OE 
Ft Lewis, WA 98433 

COX, RANDALL L. CPT 
HHB, XVIII Abn Corps Arty 
Ft Bragg, NC 28307 
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CRENSHAW, CHAUNCEY F. CPT 
HQ, USARB 
Ft Riley, KS 66442 

DALY, LAWRENCE T. MAJ 
USA Armor Center 
ATTN: ATZK-PA-PS-OE 
Ft Knox, KY 40121 

DULCAMARA, PETER B. f1AJ 
HQ 1st IDF 
ATTN: OESO (MAJ Dulcamara) 
APO NY 09137 

EDWARDS, CALLIE M. SSG 
Co A, HQ Cmd 
Fort Dix, NJ 08640 

EDWARDS, LEROY E., JR. MAJ 
3d Arm Div 
ATTN: OE Staff Section 
APO NY 09039 

EVERIDGE, ROBERT CPT 
HHC, 197th lnf Bde 
Ft Benning, GA 31905 

FLOCK, EARL L. MAJ 
HHC, 1st Armored Div 
APO NY 09326 

GODINA, WILLIAM J. MAJ 
HHC, lst Inf Div 
Ft Riley, KS 66442 

HIBBS, LARRY G. MSG 
USA ADMINCEN 
BLDG T-204 
Ft Benjamin Harrison, IN 46216 

HINES, RICHARD L. SFC 
USAOETC 
Ft Ord, CA 93941 

HINK, WILLIAM M. MAJ 
HHB, 31st AD Bde 
Homestead AFB, FL 30330 



HOPKINS, EL~IN V., JR. CPT 
2d Armored Cav Regiment 
ATTN: ATSAC-OE (CPT Hopkins) 
APO NY 09093 

JANKE, ALEXANDER A. CPT 
HHC, 5th Inf Di v 
Ft Polk, LA 71459 

KELDSEN, DONALD L. CPT 
HQ, FUSA 
Ft George G. Meade, MD 20755 

LAiJLER, FRAil K D. LTC 
USAIA 
ATTN: ATSG-OE 
Ft Benjamin Harrison, IN 46216 

LUCAS, ROtlALD J. CPT 
HHG, 3d Corps Arty 
Ft Sill, OK 73503 

MACKENZIE. Thomas S. LTC 
HHC, VII Corps 
ATTN: G-1 OESO (r1AJ MacKenzie) 
APO NY 09107 

i·1ARSHALL, JOHti fL, JR. CPT 
21st Repl Bn 
APO NY 09747 

MIKOLS, UALTER V., JR. HAJ 
Stu Det USACGSC 
Ft Leavenworth, KS 66027 

r~AYLOR, PAUL D. t·1AJ 
HQ USAHAK 
ATTN: OESO (~1AJ Naylor) 
APO NY 09227 

NOVOTNY, JOHN L. f·1AJ 
HQ, DA ODCSPER (HRL) 
Washington, DC 20310 

OGDAHL, GERALD L. CPT 
HHC, 15th llP Group 
ATTN: HRM (CPT Ogdahl) 
Ft Bragg, NC 28307 
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PHILLIPS, DAVID A. CPT 
USASCH 
ATTN: AFZV-HR (CPT Phillips) 
Ft Shafter, HI 96858 

PLOGER, 'rJAYtJE D. HAJ 
HQ, DA ODCSPER (HRL) 
Washington, DC 20310 

PONS, PHILIP E., JR. i·1AJ 
HHC, XVIII Abn Corps 
Ft Bragg, NC 28307 

RIVAS, JOSEPH R., JR. CPT 
US Army SADRC 
2400 Avila Rd. 
Suite 4-L-150 
Laguna Mieguel, CA 92677 

SCHAFFER, RAYMOND L. CPT 
2d Armor Div (OESO) 
Ft Hood, TX 76546 

SPARLING, STEPHEN B. CPT 
HHC, 7th Sp Forces Group 
Ft Bragg, NC 28307 

VEAL, WAYNE R. CPT 
35th Sig Gp 18th Abn Corps 
ATTN: AFZA-AS-OS (CPT Veal) 
Ft Bragg, NC 28307 

WETZEL, GERALD H. MAJ 
USA Tng Ctr 
ATTN: DPCA-OESO 
Ft Jackson, SC 29207 
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ALEXANDER, JOHN B. MAJ 
HQ, Ft McPherson 
ATTN: AFZK-PA-H (MAJ Alexander) 
Ft McPherson, GA 30330 

BASSETT, DENNIS A. CPT 
HQ, 2d Bn (Ranger) 75th Inf 
Ft Lewis, WA 98433 

BATES, WILLIAM W. CPT 
18th CBTI Gp (Prov) 
Ft Bragg, NC 2 BOl 

BLANTON, DANIEL C., JR. CPT 
Dir, DPCA 
ATTN: ATZB-PA-OE (CPT Blanton) 
Ft Benning, GA 31905 

BOYD, JAMES R. LTC 
TCATA 
ATTN: ATCAT-OE (LTC Boyd) 
Ft Hood, TX 76544 

BRUBAKER, DAVID L. CPT 
USA ADMINCEN 
ATTN: ATZI-PA-OESO 
Ft Benjamin Harrison, IN 46216 

BRYANT, JAMES MAJ 
P.O. Box 381 
Ft Rucker, AL 36362 

BURNS, KENNITH R. MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

BUSHONG, JAMES T. MAJ 
HQ, DA 
ATTN: DAPE-HRO 
Washington, DC 20310 

CARMACK, JAMES R.M., MAJ 
HQ, 4th Inf Div 
ATTN: G-1 (OESO) 
Ft Carson, CO 80913 
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CANTOLUPO, LOUIS P. CPT 
HQ, 5th US Army & Ft Sam Houston 
ATTN: HRD (CPT Cantolupo) 
Ft Sam Houston, TX 78234 

CHRISTENSEN, MICHAEL R. CPT 
llth ADA Gp 
ATTN: AFVJ-L (CPT Christensen) 
Ft Bliss, TX 79916 

CURREY, ROBERT CPT 
HQs, lst Inf Div 
ATTN: G-L/HRD 
Ft Riley, KS 66442 

DAVIS, CLAIBORNE W., III CPT 
HHC, 7th ATC 
APO NY 09114 

DULIN, STANLEY L. MAJ 
USAOETC 
P. 0. BOX 40 
Ft Ord, CA 93941 

FREEMAN, DAVID Z. CPT 
HHB, 56th FA Bde 
APO NY 09281 

GRIGGS, RICHARD W. CPT 
9th Inf Div & Ft Lewis 
ATTN: AFZH-PA (OE-CPT Griggs) 
Ft Lewis, WA 98433 

HOLMOND, JOE L. MAJ 
HQ, 66th MI GP OESO 
ATTN: IAGPE-HRO 
APO NY 09108 

HOPP, CARL F. MAJ 
851 Southview Circle 
Fayetteville, NC 28301 

HOTMIRE, DAVID W. MAJ 
7th Inf Div & Ft Ord 
ATTN: G-1/0E (MAJ Hotmire) 
Ft Ord, CA 93941 



JEFFERDS, FRED t·1AJ 
Student Det US C&GSC 
Ft Leavenworth, KS 66027 

JOE, RONALD t1. f·1AJ 
USA Berlin 
ATTN: Gl (NAJ Joe} 
APO NY 09742 

JOr~ES, UILLIAf1 H. t·1AJ 
HHC, lst Armored Div 
APO NY 09326 

LAWRENCE, DEAN M. CPT 
2d Spt Cmd 
APO fJY 09160 

LEVY, LEWIS R. CPT 
1433-B Btry Caulfield 
Presidio of San Francisco 
San Francisco, CA 94129 

LOORAM, JAMES F. LTC 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

LUCIANO, PETER R. CPT 
USA IA 
ATTN: ATSG-r1E 
Ft Benjamin Harrison, IN 46216 

LYLES, ROBERT L., Jr. CPT 
A Btry USAFAC 
ATTN: ATZR-PAHR 
Ft Sill, OK 73503 

MATA, JUAN ~·1. t·1AJ 
US f·1il Comm Activity Stuttgart 
ATTN: DPCA OESO 
APO UY 09107 

MCf'.IAKIN, JAr1ES P. 11AJ 
754-A Carter Circle 
Ft Gordon, GA 30905 

MORSE, tUCHAEL tL t1AJ 
USASCH 
ATTN: AFZV-HR (MAJ Norse) 
Ft Shafter, HI 96858 
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~1URRA Y, ROBERT A., II I CPT 
HQs , 1st I nf Di v 
ATTN: G-1/HRD 
Ft Riley, KS 66442 

Or1PHROY, RAYMOND A. MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

PHILLIPS, DAVID K. CPT 
572-B Forney Loop 
Ft Belvoir, VA 22060 

PIERET, SHIRLEY CPT 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

RICHARDSON, ROBERT L. CPT 
HQs, 5th Sig Command 
ATTN: CCE-OESO 
APO NY 09056 

ROUNSAVILLE, PETER J. CPT 
Dir, DPCA 
ATTN: ATZB-PA-OE(CPT Rounsaville) 
Ft Benning, GA 31905 

SELFE, JOHN K., JR. CPT 
PHOC 6-77 
Ft Benjamin Harrison, IN 46216 

SHAMBLEE, YESTON C., JR. LTC 
HHC EUSA J-1 
APO SF 96301 

SINS, RONALD C. CPT 
HQ Co USA Garrison 
ATTN: OESO 
Ft George G. Meade, MD 20755 

SMITH, LARRY E. CPT 
HHB, 32d AADCOt1 
ATTN: DPCA-OE 
APO NY 09175 

STEWART, WALTER L. CPT 
3246 Breckenridge Dr. East 
Colorado Springs, CO 80913 



STONE, DAVID H. MR. 
HQ, US Army t1DW 
ATTN: OE Office, DCSPER 
Ft McNair 
Washington, DC 20319 

STUART, LARRY E. ~1AJ 
HHB, 56th FA Bde 
APO NY 09281 

SUTHERLAND, CARL C. CPT 
Rt 2 Box 56C-15C 
Ohatchee, AL 36271 

WARE, JOHN R., II CPT 
HHC, 11th Avn Gp 
APO NY 09025 

WEBB, RICHARD t•1. CPT 
USA Trans Sch & Ft Eustis 
ATTN: AFZE-PA (CPT Webb) 
Ft Eustis, VA 23604 

WOLFF, KEITH LTC 
HILPERCEN 
200 Stovall Street 
Alexandria, VA 22332 

WRONA, RICHARD M. HAJ 
CINCUSAREUR 
ATTN: AEAGA-HRL (MAJ Wrona) 
APO NY 09403 
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BACON, GORDON MAJ 
HHC, 2d Inf Div 
ATTN: CG's Mess 
APO SF 96224 

BRADY, WILLIAM H., JR. CPT 
HHC, 2d Inf Div 
ATTN: EAIDGP 
APO SF 96224 

BROOKS, BRUCE S. MAJ 
HQs, USCC-ESO 
West Point, NY 10996 

BROWN, ROBERT W. LTC 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

CARROLL, DANIEL F. CPT 
HHB, 210th FA Gp 
APO NY 09352 

COLEMAN, BRUCE S., JR. f.1AJ 
HQ, USA INS CDr1 
ATTN: IAPER-f~W 
Arlington Hall Station 
Arlington, VA 22212 

DE~~10NT, FRANCIS T. 1·1AJ 
HQ US!vlCA-H (OE) 
APO NY 09102 

DUVAL, WILLIAM G. CPT 
HHC, 82d Abn Div 
Ft Bragg, NC 28307 

FESLER, LORENZO E. MAJ 
HQ TRADOC 
ATTN: ATPR-HR-OE 
Ft Monroe, VA 23651 

FICHTER, THOMAS A. CPT 
32d ADCOM 
ATTN: G-1 OEB 
APO NY 09171 
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FLANDERS, C.L., JR. ~~J 
HQ, 4th Inf Div(m) 
ATTN: AFZC-GA-OE 
Ft Carson, CO 80913 

FROELICH, GERALD L. MAJ 
HHC, lOlst Abn Div Air ASLT 
Ft Campbell, KY 42223 

GELOSO, PETER J. CPT 
553-A Pope Road 
Ft Belvoir, VA 22060 

GROSS, ROBERT P. MR. 
HQUSACC 
ATTN: CC-DCG-OE/MBO 
Ft Huachuca, AZ 85635 

HARMON, JAMES N. CPT 
HQ, 1st Army 
Ft Meade, MD 20455 

HAYVJARD, LUCILLE B. ~1AJ 
HQ TRADOC 
ATTN: ATTNG-OE 
Ft Monroe, VA 23651 

HESTERS, ALLEN E. CPT 
USMCA, Schweinfurt 
ATTN: DPCA 
APO NY 09033 

JACOBSEN, JAMES K. MAJ 
HQ, 5th Sig Command 
ATTN: CCE-OESO 
APO NY 09056 

JOBE, JERRY CPT 
HHB, 72d FA Gp 
APO NY 09047 



JONES, OTIS LTC 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

KITCHENS, DWIGHT R. CPT 
UA Trans School 
ATTN: ATSP-DT-DMA 
Ft Eustis, VA 23604 

KLEIN, WARREN I. MAJ 
HQ, 4th Inf Div (Mech) 
ATTN: AFZC-GA-OE 
Ft Carson, CO 80913 

LANG, NEIL B. LTC 
HQ FORSCOM (AFCS-OE) 
Ft McPherson, GA 30330 

LOEFFLER, FRANK MAJ 
US Army Combined Arms Ctr 
Ft Leavenworth, KS 66027 

LONG, GEORGE M. MAJ 
USA QM Ctr & Ft Lee 
ATTN: ATZM-PA-OE 
Ft Lee, VA 23801 

LONGAN, PATRICK MAJ 
HHC, 5th Inf Div 
ATTN: AFZX-PA-OE 
Ft Polk, LA 71549 

LOWMAN, RAYMOND P., II CPT 
HHC, 9th Inf Div 
ATTN: OE 
Ft Lewis, WA 9849 ! 

MACALUSO, MARIO A. MAJ 
HQ, 6th USA 
ATTN: DCSRM (OE) 
Presidio SF CA 94129 

MACK, OSCAR MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 
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MALONE, WILLIAM F. CPT 
HHC, 24th Engr Gp 
APO NY 09164 

MARCH, JAMES H. MAJ 
US Mil Comm Activity 
APO NY 09034 

MCKENTY, SAMUEL CPT 
HHC, 3d Bde 2d AD 
APO NY 09355 

MILLSAP, GARY L. CPT 
USA ADMINCEN 
ATTN: ATZI-PA-OESO (Bldg 622) 
Ft Benjamin Harrison, IN 46216 

MUMMA, JOHN H. CPT 
HQ 42d MP Group (Customs) 
APO NY 09086 

NEWELL, THOMAS K. MAJ 
HQ USAREC 
ATTN: OESO 
Ft Sheridan, IL 60037 

O'BRIEN, ANDREW J. MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

PERRAULT, MICHAEL R. CPT 
USA ADMINCEN 
ATTN: ATZI-PA-OESO (Bldg 622) 
Ft Benjamin Harrison, IN 46216 

PRITCHETT, JERRY D. CPT 
HQ, 9th Inf Div & Ft Lewis 
ATTN: AFZH-PA-OE 
Ft Lewis, WA 9849 ! 

PRYBYLA, DAVID J. CPT 
HHC, 9th Inf Div 
ATTN: AFZH-PA-OE 
Ft Lewis, WA 98499 

RAMOS, JESUS CPT 
60th OD Gp 
APO NY 09052 



RICE, HARRY K., JR. CPT 
HQ, US Army Japan (Camp Zama) 
APO SF 96342 

SEVERSON, JOEL S. LTC 
Brooke Army r1ed Ctr 
Ft Sam Houston, TX 78234 

SHARR, STEVEN CPT 
HQ, 2d Battalion 
USA Engr Ctr & Ft Belvoir 
Ft Belvoir, VA 22060 

STREEi, PREAS L. CPT 
HHC, 7th Sig Bde 
APO NY 09028 

SUTTON, CHARLES K. CPT 
USAFACFS 
ATTN: ATZR-PAHR OESO (CPT Sutton) 
Ft Sill, OK 73503 

TU~1ELSON, ROtJ r~1AJ 
HQ USAREUR 
P. 0. Box 141 
APO NY 09403 

WALTON, BENNY B. MAJ 
HHC EUSA (J-1) 
APO SF 96301 

WASHINGTON, HALTER CPT 
HQ, 59th Ord Gp 
ATTN: OE 
APO NY 09189 

WYANT, RICHARD J. CPT 
HHC, 13th COSCOM 
Ft Hood, TX 76544 

ZUGEL, RA Yr10ND J. r1AJ 
HQ, USACDEC 
Ft Ord, CA 93941 
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ARMOUR, WAYNE T. CPT 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

BELL, DAVID M. CPT 
6th Cav Bde 
ATTN: AFZM-OESO (CPT Bell) 
Ft Hood, TX 76544 

BRADFORD, WILLIAM B. LTC 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

BRIDGES, HUBERT CPT 
HHT, 11th ACR 
APO NY 09146 

COOPER, FREDERICK D. CPT 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

CORADINI, WILLIAM J. MAJ 
1551 Old Mill Crossing 
Marietta, GA 30062 

CORTNER, WILLIAM M. III CW3 
1408 Bain St. 
Albertville, AL 35950 

DENZLER, ANCIL L. LTC 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

DINSMORE, JOSEPHS., III MAJ 
433 Newport Ave. 
Wollaston, MA 02170 

DUKE, JOHN R. CPT 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 
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EGAN, MICHAEL C. CPT 
4365 A Walsh 
Ft Knox, KY 40121 

ELSON, PETER M. MAJ 
HQs, 82d Abn Div 
ATTN: Gl/OE 
Fort Bragg, NC 28307 

ENGSTROM, CHARLES L. CPT 
HHC 7th Trans Gp (TML) 
Ft Eustis, VA 23603 

FILIPPINI, WILLIAM J. CPT 
7403 N.W. Hunter Rd. 
Lawton, OK 73505 

FISHER, WILLIAM R. MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

HAWKS, THOMAS R. CPT 
USAOETC 
P.O. BOX 40 
Fort Ord, CA 93941 

HOWE, GENE C. CPT 
5900 Middleton Ct 
Washington, DC 20031 

KAHN, OTTO DR. 
ARI Liaison Officer 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

KENDALL, M. DOUGLAS MSG 
USASMA 
ATTN: ATSS-DTD 
Ft Bliss, TX 79916 

LAYTON, ROBERT H. CPT 
2d Armored Division 
Fort Hood, TX 76544 



LESLIE, DAVID E. CPT 
USA TRADOC 
ATTN: ATPR-HR-OE 
Ft Monroe, VA 23651 

LEVITT, THOMAS J. CPT 
19th Spt Cmd 
APO SF 96212 

MCCLELLAN, CHANDLER Y. CPT 
USf~CAZ-OESO 
APO NY 09052 

MCGREW, DANNY G. CPT 
74 Hancock Ave. 
Ft Leavenworth, KS 66027 

MCMULLEN, KIERAN E. CPT 
USAOETC 
P.O. Box 40 
Ft Ord, CA 93941 

MICKLEY, BRIANT. CPT 
HHC, lst Sig Bde 
APO SF 96301 

NUCKOLS, BIRDIE J. CPT 
HHC USAGY-DPCA {OESO) 
APO SF 96301 

OLSON, MARK R. CPT 
HQ, 38th ADA Bde 
ATTN: EAAB-AG 
APO SF 96570 

ORAHOOD, JAMES A. CPT 
HQ USAREC 
Ft Sheridan, IL 60037 

PIKE, GERALD D. LTC 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

PRICE, THOMAS L. MAJ 
85 B Walnut Street 
Ft Devens, MA 01433 

PROBY, CARREL E., JR. MAJ 
HQ, 3d Corps 
ATTN: AFZ-HRO-OE 
Ft Hood, TX 76544 
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RAU, PAUL D. CPT 
4318 Granby Rd 
Woodbridge, VA 22193 

RILEY, JOSEPH R. CPT 
HQ QMC&FL 
ATTN: OESO {CPT Riley) 
Fort Lee, VA 23801 

RITTER, JAMES MAJ 
USAOETC 
P .0. BOX 40 
Ft Ord, CA 93941 

ROULSTON, GRAYSON D. MAJ 
US~1CA-WSB 
APO NY 09457 

STOWELL, WALTER 0. MAJ 
USA Ctr for Mil Assis 
ATTN: AFJK-GA-0 {MAJ Stowell) 
Ft Bragg, NC 28307 

TEICHMAN, DAVID A. CPT 
USAFATC 
ATTN: ATZR-OE 
Ft Sill, OK 73503 

TICHENOR, ARTHUR H. CPT 
tHLPERCEN-K 
APO SF 96301 

TROUTMAN, CARRICK T., JR. CPT 
Co A, lst Bn, Army Hasp 
Ft Sam Houston, TX 78234 

~IATT, JOSEPH F. LTC 
USAOETC 
P .0. BOX 40 
Ft Ord, CA 93941 

UHITE, RICHARD t~AJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

ZANOW, WILLIAM L. CPT 
Apt 106, Bldg 1583 
Richardson BOQ 
Ft Campbell, Kentucky 42223 



OESO CLASS 1-78 

ACKLEY, ARCHIE L. CPT 
HQs MTMC Eastern Area 
Bayonne, New Jersey 07002 

ADAt-1S, ~JAL TER R. CPT 
HQ 21st SUPCOM (ACSPER) 
APO New York 09325 

AFFONCO, JAMES CPT 
HQ USAHEDC0~1EUR 
ATTN: HRD 
APO New York 09102 

ALLEN, WILLIAM W. CPT 
HQs, 3d Inf Div 
ATTN: AETSGGA-OE 
APO NY 09036 

APPLING, ALVIN R. CPT 
Military Community Act. 

Cen, Giessen 
APO New York 09169 

BARKO, WILLIAM F. CPT 
Madigan Army Medical Center 
ATTN: OESO 
Tacoma, WA 98431 

BORNS, CHARLES J. MAJ 
HQ TECOt1 
Aberdeen Proving Gd, MD 21005 

BOYNTON, JEFFREY A. t-1AJ 
HQ, 6th USA 
ATTN: AFKC-RM-FM 
PSF, CA 94129 

BOUAULT, LOUIS L. MAJ 
HQ, USAREUR #7A 
Dep Chief of Staff Opns 
ATTN: Asst Executive Officer 
APO NY 09403 

CARY, JOHN N. CPT 
HQ, USACIDC 
ATTN: CIPA-t,1PO-D (CPT Cary) 
5600 Columbia Pike 
Falls Church, VA 22041 
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COKE, ALFRED M. MAJ 
USAOETC 
P.O. BOX 40 
Ft Ord, CA 93941 

FINKBEINER, RONALD J. MAJ 
HQ, TSARCOM 
ATTN: DRSTS-GC 
4300 Goodfellow Blvd 
St. Louis, MO 63120 

GOLDBERG, CHARLES D. MR. 
U.S. Army Armament 

R&D Command 
DRDAR-PTO 
Dover, NJ 07801 

HARGRAVES, WALTER A. JR. CPT 
U.S. t1il Conun, Wuerzburg 
ATTN: OESO 
APO NY 09801 

HEATH, GEORGE E. MAJ 
HQs, Bde AD 
ATTN: OESO 
APO NY 09039 

HEUSCHEL, EUGENE R. CPT 
14th Avn Co, 1st Bn, 1st Avn Bde 
ATTN: CPT Heuschel 
Ft Rucker, AL 36362 

HIGH, BLANCO THOMAS CPT 
Academy of Health Sciences 
Health Care Admin Div 
Ft Sam Houston, TX 78236 

HOPGOOD, DANIEL K. MR. 
74 Timberview Drive 
Rochester, MI 48063 

HORAK, BERNARD J. CPT 
USA HEDDAC 
Ft Hood, TX 76544 

HURLEY, MICHAEL W. MAJ 
HQ, lOlst Abn Div(Air Assault) 
ATTN: AFZT-PA-OE 
Ft Campbell, KY 42223 



JASINSKI, CHRISTOPHER T. CPT 
HQ, U.S. Army MERADCOM 
Ft Belvoir, VA 22060 

KIILEHUA, CECIL H. t1AJ 
usr1A 
C/0 Sam Brooks 
785 Buckner Hill Road #217 
West Point, NY 10996 

KLEESE, LEE F. LTC 
HQ, XVIII Airborne Corps 
ATTN: Gl-HED 
Ft Bragg, NC 28307 

KENDRICK, JOHN L. CPT 
HQ, V Corps, G-1 
ATTN: OESO 
APO NY 09079 

LEW, JAMES R. LTC 
HQ, TRADOC 
ATTN: ATPR-HR-OE 
Ft Monroe, VA 23651 

LINK, GLENN J. CPT 
HQ, 7th Signal Cmd 
Ft Ritchie, MD 21719 

LOCKE, JOHN L. MAJ 
FM1C 
Denver, CO 80240 

MORTON, SAMUEL C. CPT 
HQs, ·Military Traffic t1gmt 

Command 
ATTN: UOQFAA A 
Baileys Crossroad, VA 22041 

ODUr~. DAVID J. ~1AJ 
USAMEDDAC 
Ft Benning, GA 31905 

PENNINGTON, JOYCE M. CPT 
HQ, USAMPS/TC & Ft McClellan 
ATTN: ATZN-PA-OE 
Ft McClellan, AL 36205 

POWELL, JOHN D. CPT 
HQ, I II Corps 
HRD 
ATTN: OESO 
Ft Hood, TX 76544 
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RIPLEY, RALPH R. MAJ 
HQ, 8th I nf Di v 
ATTN: AETHGA-OE (MAJ Ripley) 
APO NY 09111 

RICHARDSON, JERALD R. CPT 
HHC 2d Inf Di v 
ATTN: HR Branch (CPT Richardson) 
APO SF 96224 

SAVAGE, ROBERT E. CPT 
HQ, 4th Inf Div 
ATTN: HRD-OE Bldg 1548 
Ft Carson, CO 80913 

SCHMIDT, VICTOR H. CPT 
P.O. Box 672 
Lytle, TX 78052 

SCHNABEL, MARK M. CPT 
HQ, 36th Engr Grp 
ATTN: OESO 
Ft Benning, GA 31905 

SCOTT, GLEN L. CPT 
DPCA-OE 
HQ, HQ CMD 
Ft Jackson, SC 29206 

SKAFF, DANIEL J. CPT 
HQ, 4th Inf Div 
Human Resources Office 
Ft Carson, CO 80913 

SENNE, DAVID G. CPT(P) 
3d SUPCOM (Corps) 
APO NY 09757 

SHIRLEY, DOUGLAS M. CPT 
C/0 School Bde 
USAICS 
Ft Huachuca, AZ 85613 

SIEGEL, HOWARD J. MR. 
Sacramento Army Depot 
ATTN: OE Office (Mr. Siegel) 
Sacramento, CA 95813 

TUCKER, GARY L. CPT 
HHB, 32d AADCOM 
DPCA-OE 
APO NY 09175 
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AVANT, THOHAS L. LTC 
NGB-HRO 
5600 Columbia Pike, Rm 212 
Falls Church, VA 22006 

BLACKMAN, WILLIAf'1 M. CPT 
25th AG Repl Det 
Schofield, Hawaii 96857 

BRENHER, PAUL F. MAJ 
Human Resources Development 
ATTN: MAJ P.F. Brenner 
Wa 1 ter Reed Army f·1ed Ctr 
Washington, DC 20012 

BUCKLEY, DENNIS F. CPT 
Route 1, Box 815 
Kempner, TX 76539 

CARf·1ACK, JAMES W. CPT 
10 Olsen 
Ft Rucker, Alabama 36362 

DEVOTI, DAVID F. CPT 
HQ Ft Sheridan 
ATTN: DPCA/OESO 
Ft Sheridan, IL 60037 

DRUMMOND, RAYMOND R. CPT 
25th Ind Div 
ATTN: G-1 OESO 
Schofield Barracks, HI 96857 

EASTER, CORNELIUS CPT 
Hq Southern European Task Force 
Vicenza Italy 
APO NY 09757 

FERGUSON, JOHN E. 
USA I~ILPERCEN 
APO SF 96301 

GARRISON, DON W. GS-13 
USAf1ETA 
Rock Island, Illinois 61299 

HARDY, PATRICK G. GS-13 
HQ ARRCDr4 
ATTN: DRSAR-OE 
Rock Island, IL 61299 
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HINTON, JESSE J., JR. MAJ 
20 Bassett Street 
Fort Bragg, NC 28307 

HOWERTON, JA~1ES A. CPT 
3330 Portal Drive W. 
Colorado Springs, CO 80909 

JENKINS, EZRA A. SGM 
1907 Eichelberger Drive 
Fayetteville, NC 28303 

JOHNSON, ANNE T. CPT 
10 School Street 
Northfield, Vermont 05663 

JOHNSON, CAROLYN L. CPT 
HHC VII Corps 
APO NY 09107 

JONES, WILLIAM S. , JR. CPT 
HHC, 1st Cav Division 
ATTN: OESO 
Ft Hood, TX 76546 

JORDAN, VAN P. CPT 
HQ USA Japan 
Camp Zama 
APO SF 96343 

LAMB, SHIRLEY M. GS-12 
DRDTA-NT 
11 ~1i & Van Dyke 
Warren, MI 48190 

LEDESMA, JAVIER JR. CPT 
HHB Ill Corps Arty 
Ft Sill. OK 73503 

LEWIS, JOHN C. LTC 
HQ, DLI 
ATTN: ATFL-OE 
Presidio of Nonterey, CA 93940 

MILLER, DAVID L., JR. LTC 
625 L. S. Lauman Ave 
Ft Sill, OK 73503 



LTC DONALD F. VAN EYNDE 
USA OETC 
Fort Ord, CA 93941 

MAJ ROBERT H. YOUNG 
HQ, lOth SFG (Airborne) 
Fort Devens, MA 01433 
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BARTLETT, PETER B. SFC 
USAOETC 
Ft Ord, CA 93941 

BASILOTTO, JOHN P. CPT 
HHC, 130th Engr Bde 
APO NY 09165 

BELASTO, RICHARD C. SFC 
USAOETC 
Ft Ord, CA 93941 

BLOCK, PETER S. CPT 
USA OCTS 
Aberdeen PG, MD 21005 

BROWN, CLARK C. t~AJ 
66th MI GP I&S (Prov) 
APO NY 09108 

CARSON, SHIRLEY J. SP5 
USA Sig Cen & Sch 
Ft Gordon, GA 30905 

COLBURN, NEVILLE MAJ 
OE Office 
Ft Dix, NJ 08640 

CUDGER, WILLIE L. SFC 
USAOETC 
Ft Ord, CA 93941 

DUNN, ROBERT W. SSG 
USAOETC 
Ft Ord, CA 93941 

ERTMANN, BEATRICE SP5 
USAOETC 
Ft Ord, CA 93941 

GRANT, GEORGE R. CPT 
USAt-1CA Augsburg 
ATTN: HRO 
APO NY 09178 

HEULETT, PAU1ER A. t1AJ 
HQ USAAKMC & Ft Knox 
ATTN: ATZK-PA-PS-OE 
Ft Knox, KY 40121 

CLASS 3-78 

HUTCHISON, JAMES M. MAJ 
HQ USAMCS 
Redstone Arsenal, AL 35809 

HOUSTON, WILLIAM H. MSG 
3225 Kenney Dr. 
Falls Church, VA 22042 

KING, THOMAS W. JR. MAJ 
HQ II I Corps 
ATTN: AFZS-HAD-OE 
Ft Hood, TX 76544 

KONARIK, RONALD B. SSG 
USAOETC 
Ft Ord, CA 93941 

LIBBY, JAt4ES C. HAJ 
Stu Off Co., PO Box 105 
USA Ordnance & Chemical 

Center & School 
Aberdeen Proving Ground, MD 21005 

LOVEJOY, EDWARD CPT 
USMCA Pirmasene 
APO NY 09189 

MCCALL, ANDREW W. SGM 
USAOETC 
Ft Ord, CA 93941 

MCNEECE, MICHAEL A. MAJ 
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HQ, 24th Inf Div & Ft Stewart 
ATTN: AFZP-GA-HRM 
Ft Stewart, GA 31313 

~10NTGOMERY, JAr1ES D. t4R. 
Anniston Army Depot 
Anniston, AL 36201 

NELSON, ELMER M. CPT 
407 Southview 
Graham, TX 76046 

RADCLIFFE, ROBERT F. t-1AJ 
HQ, 25th Inf Div 
G-l Sec (OESO) 
Schofield Barracks, HI 96857 



SMITH, DAVID G. CPT 
HQ, 31st Bde 
Homestead AFB, FL 33030 

St·H TH, PAUL M. S FC 
USAOETC 
Ft Ord, CA 93941 

SOULSBY, DAVID V. CPT 
HQ V Corps 
ATTN: OESO 
APO NY 09079 

SPEED, ROOSEVELT CPT 
USAOETC 
Ft Ord, CA 93941 

STUBBS, PEGGY P. CPT 
t4ILPERCEN 
ATTN: DAPC-EP 
2461 Eisenhower Avenue 
Alexandria, VA 22331 

SVESTKA, EDWARD H. t1SG 
USAOETC 
Ft Ord. CA 93941 

TALLEY, LARRY T. CPT 
HQ, 7th Inf Di v 
ATTN: AFZW-PA-OE 
Ft Ord, CA 93941 

UPSON, STUART CPT 
HQs 4th Trans Bde 
APO NY 09451 
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AWARDED 5Z BY ALTERNATE PROCEDURES 

LTC FRANK BURNS 
HQ DA Office of the Chief of Staff 
Management Directorate, Office of OE 
Pentagon Room lA 869 
Washington, DC 20310 

LTC THOMAS S. MYERCHIN 
HQ, 1st Bde, 2d Inf Div 
APO San Francisco, CA 96224 

LTC RAMON NADAL 
USA War College, Class 78 
Carlisle Barracks, PA 17013 

LTC ROY RAY 
82d Airborne Div 
Fort Bragg, NC 28307 

MAJ FRED W. SCHAUM 
HQ DA Office of the Chief of Staff 
Room 3D 640 Pentagon 
Washington, DC 20310 

CPT ROBERT G. LORBEER 
USA MILPERCEN 
ATTN: DAPC-EPF-Y 
2461 Eisenhower Ave. 
Alexandria, VA 22331 

Former OETC Staff Member (5Z) 

LTC RICHARD A. ROBINSON, JR. 
HQ, 9th Inf Div and Ft Lewis 
ATTN: DPCA-OE 
Fort Lewis, WA 98499 

U.S.GP0:1978-689-448/68 
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THE SYSTEMS VIEW OF THE TOTAL ORGANIZATION 

Perhaps the most difficult and complex organization to manage and lead 
is the military. Central to the successful leadership and management of 
the military organization is an understanding of the interaction of the 
systems that comprise the organization. To assist in the leadership and 
management of the military organization, and to develop a view of the 
complexities of the organization, an understanding of the systems-view 
of an organization is essential. To graphically portray the systems 
view of an organization, we have adapted and utilized the writings of 
F. E. Kast and J. E. Rosenzweig's Organization and Management - A Systems 
View. 

On the front cover of the communique is a visualization of the total 
system and the continual, mutual, interaction of the subsystems in 
military organizations. This simple model places the commander in his 
appropriate role at the center of the subsystems. It is deliberately 
represented as superimposed over the other subsystems because this is the 
place of the commander and his management structure - linking and influ
encing all the subsystems. Surrounding the commander is the chain of 
command subsystem comprised of the subordinate officers, noncommissioned 
officers and, in many cases, the civilians who hold leadership positions 
within the organization. The largest subsystem of an organization is the 
environment or climate. It is here that one can sense higher headquarters 
influencing the organization. The installation, as well as the local 
community, are two other elements that contribute to and influence 
organizational life. All of the subsystems are susceptible to and influ
enced by the environment in which it finds itself . . Mission represents 
another subsystem. Included in this subsystem are goals and values 
which make up an organization and determine what it is and does. The 
structural subsystem is made up of two groupings: formal reporting rela
tionships, such as TO&E and TDA, and the informal relationships of 
personnel within the organization. The personnel in an Army unit make up 
the real heart of the organization and we see them as individuals and in 
groups. Finally we have the technological subsystem which is repre
sented by equipment, material, SOPs, tactics, and operations of a unit. 

Inherent in the systems view of organizational effectiveness is the 
realization that no subsystem or element, of the organization can change 
without simultaneously changing all of the other subsystems in sometimes 
unexpected and unpredictable ways. The successful practice of organi
zational effectiveness hinges on this basic understanding of organizations. 
Organizational effectiveness operations view every organization from the 
total systems approach, and are directed towards improving the entire 
organization, leading ultimately to more effective unit performance and 
greater combat readiness. 



THE FOUR STEP ORGANIZATIONAL EFFECTIVENESS PROCESS 

IMPLEMENTATION 


