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EXECUTIVE SUMMARY

This ‘i3 the fourth quarterly report of WRAIR research
evaluating the human dimensions of the Unit Maaning System (UMS)
and the lignht infaatry division congcept. Thais ceport
eonaentrates almost exclusively on bdattalion rotation and unit
replacement issue3 pertaining to the UMS. Chapter I provides ths
background for this rssearch, and sketches the six related but
distinat areas  of research activity in the WRAIR effort.
Chapters II through vI provide detailed analyses and
reacommsendations.

The COHORT concept works. Both survey and interviaw data at
two points {an time coatinue to show small but consistent
differences 1ia horizoatal c¢ohaesion 1in favor of CQHORT wunits.
This finding i3 not remarkable; it siaply c¢onfirms what all
experienced commandars already know: the longer soldilers train
togather the better thay know one another, and the better they
perforas.

Remarkable Lis the persistence of these giffersaces despite
almost esvery type of organizational chaos the Army could throw at
COHORT units. COHORT units rotated batween Europe and CONUS, and
remained better Scaded than aoalOHORT uaits. COHORT wunits
endured proaounced leader turbulences, and resained Dbettar
bonded. COHORT units took up new equipment or resumed usliag old
equipment, yet remained better bondad. COHORT units lived with
conflicting inforamation, rumors, resentoents (usually by their
MCOs), and 1local disregard of the DA personnel policies, and
resained bdetter bdonded. The enhanced horizontal Ddonding 1in
COHORT units {s remarkadble bDecauss {t endures despite events and
actions most Llikely to underaine (t. Because it is robust-ein
view of the <countervailing forces-~the m=mers prasence of
differences favoring COHORT (s all the aors impreasivs,.

In the rotation experience the Aprmy also found 2 sscond way
0 create igher levels of horizontal aeochesion. Tne USAREUR
battalions (and one CONUS battalion) simply had thelr personnel
stabilized wizh tha expectation thay would serve togsesther for
some period of time after return to CONUS. Even these stabilizad
units showed levels of horitzsnval cohesicn c¢oaparable with 0SOT
trained and stabilized units.

Why this happened remains a puzzle. If the task of crsating
cohesive units wera a3 sizaple as proncuncing them stabiiilzed, the
Aray would have solved the <cohesion problem long ago. One
possible explanation is that these units had definitae tasks that
vyere {aportant, meaningfiul, motivating and which required well
organized leadership. They c¢ontinued training, thea rsadied and
turned in all equipment, then rotated between OUCONUS and CONUS.
The tasks, tnerefdre, allowed these units to overcome the l:ader
and {nformation turdulence expariasnced by 03SUT trained CJHORT




units, Without a demanding mission like equipment modarnization
or rotation, 3simple stabilizatlion may not have had the observed
effect.

This {s not the whols story, however. Observations and
intervievus indicata that work life in these units was
qualitatively different following stabilization. Apparently the
expeatation of continued service with ths same pecple permittad
the exchange of equipment and expertise across platooas aad
ceompanies 1in more ways and with greater frsquency than befors
stadllization was announced. Whatever the reasoa, the aexperiencs
of the stadbilized units calls into qQuestion whether OSCT training
is necoessary for ilmproving horizontal cohesion in Aray uaits.

Battalion rotation was successful. Extensive interview and
observational data confirm that the Aramy ¢an rotate battalians
with few wuntoward effacts on so.diers, tpneir families, or
communities. Two @ajor lessons emerge (rom the Dbattalion
rotatior ecxperimant.

The flrst is the inability of the Army to leara froa such
experisnces. Each unit and coamunity faced the rotation problenm
alone, as Lf they were the only unit rotating, and as if the Ar=my
had never attempted anything like it before. Consequently, sone
0f the same mistakes a@ade in the earlier ccz=pany rotatisns wers
repeated Lin the dattalion rotations. The Aray L{s not through
with battalion sized rotations; a number -of Apache helicopter
battalions will eventually rotate to Europs. They, %co, will 2o
doubt also start from scratch, unmiandful that many probleas have
already been addressed and solved.

The se&cond lassaon learned {3 that a rotation 1is a peacetims,
untt, pernanent change-of-station aove. I is not a
deployment. This distinction {is Lmportant becauss the plananing
and operational tasks involved {ia amoving a larges group of
soldiers and thelr families requires arn enoraous amount of tiame
and energy 3spread over a prolonged periocd of tine. It is thae
distinction between "taking a trip” and "moving."

Aithout the addicional starf?d resources gnecaessary o
accomplish the mova, the units participating in the rotation were
forced to devota staff time and energy to this task, oftan at
cost to their operational and training duties. In 3zyost zases ~he
prinary burden fall on the battalion executive officers. Their
perfor3aances were outstanding btut the costs wers aigh (i.e., the
disruption of their normal duties and the personal stress they
experianced in trying to manage two full-time jobs).

In addition, some senior officers and staff planners lost
sight of the fact that, unli<e a deployed unit, a rotating unit
must have sufficisant tice to settle-in after its arrival and
Ssfsre Lt diidervanes @ajor trainlng activitcles. For the sake of
galning a few additional days of post-rotation fleld training,

some units placed thelir unsettled soldiers and families in very




stressful situations. Over the course of the previous company
COHORT rotations to GSAREUR, we learned that those units which
took adequate time to resettlse families after the rotation
generally outperformed those uni{ts that rushed 1into ¢training
astivities. We expect Lo ses the same filindings replicatsd herse.

The mest worrisome policy implication of this report lies 1in
the unit replacement data. Interviews and observations reveal
very little appreciation by battalion coamamanders and thelr sasnicr
starff and no appresciation on the part of first sergeants and
company commanders and other small unit c¢adre regarding the
laportance of capitalizing on buddy xnowledge to enhance unit
eoheaion. Many of these leaders seem oblivious to the
possidilities of ceross-leveling within companies to create places
for replacement paakets. Given their druthers, they prefer to
.f£111 spaces ia total disregard of faces. Unlass this mindset 1is
changed, the whole UMS experience «will melt back 1into the
individual replacement systez {t was daesigned to eliminate.

Changiang personnel practices at battalion and company lavsls
Wwill not ba easy. Tae U.S. Aramy has operated on an iadividual
replacement model since 1917; few company Zrade officers or NCOs
imagine doing business any other way. It i3 cone thing to raisas
and deploy COHORT companies and battalions which can be done a= a
matter of policy. It s somethiag alse tc teach small unit
commanders how O use Lntact replacement packets, Poliey and
pronounceaments have lictle affeact this low ¢{n the Aray
organization where COHORT policy s presantly circuaventad with
cynical disregard.

In summary, the existing data f{rom the 9YRAIR evaluation of
the human dimensions of the UMS lend strong support to thrse
conclusions:

(1) The Aray can create battalions that exhidit enhanced
Morizontal cohesion elther by estanslishing coampanies with 0SUT
trained soldiera cr by stadilizing perscanel and giviag thean

challenging, real =zizaicas.

(2) The Army can rotate Dbattalions without dastroying
horizontal cohesion, and in the process by stadilizing cadre
the Arzy 2an enhance »erforzance across coapanies and statf
sections.

(3 The whole UGMS experizent is in Jjeopardy Lf battalion and
company coamanders cannot capitalize on the cohesion potential
of replacement packets of soldiers who already know one anothar
4hen they arrive at the company or battery.
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Background and Jverviaew
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Background

Ia 1987 the U.3. Army instituted the New Manpning Systenm
(NMS) and in 1986 renamed this program The Unit Manning Systen
(OMS). The primary objeactive of tals program was to enhance
potential combat effectiveness through the reduction of personnel
turbulence. By creating more stable units, the Aramy hoped to:
(1) enhance unit training, (2) reduce the potential for stress-
related (.askdown in combat by promoting interpersonal bondiag
aaong soldiers as well as betwaeen soldiers ang their leadsrs, (3)
increase the soldier's 1identification with his wugit and Rkis
commitaent to the unit's mission, and (4) develop a greater sense
of aesprit de corps among unit members and unit familles.

The original NMS program was coapoased of twoe indepandent
Sub-systess: the U.S. Army Regizmental Srstem aad the COHORT
(Cohesion, Operational Readiness, and Tratninzg) Unit Movenant
Systen. WRAIR's research activities tarzeat on the COHORT UOUnit
Moveaent System and this report focuses on the human dizensions
assocliated with the lmplementation of the COHORT systen.

The COHORT Unit Movement Svsiem . :

The COHORT unit acvement system was designed to Kkaeep
s0ldiera and their leaders together in the same units for
extanded periods of tine. First tera soldiers, who had their
inttial Arsy %ralaing experience as a group, called Jne Statlon
Unit Trailning (or OSUT), ware aatchaed with :a cadre of officers
and NCOs to fora a nev coumpany sized vunit at a FORSCOM
finstallation, These COHORT units kad a three-year 1life cyale
Zsared to the firstetarm scldler'as enlistment. In the amajori:ty
of cases, these units were deployed OCONUS for a part of the
ualt's life cycle (18 months USAREUR or 12 months Korea).

In FY8S EBQDA reorganized a number of combat battalions uadar
the COHORT Unit Movement System. This was a planned extansion of
tie original NMS program. ight battalicas «<ere formed under
somewhat modified COHORT =m:odels and these units rotated to and
f=om USAREUR during the summer of 1988 (four units {n CONUS
suwitched wita four like~ type units in USAREUR)., There are also
four COHORT battalions which were Pormed (with traditional COHQRT
coapaniss/batteries) as part of the 7T:th Iafantry Division
(Light). These battalions are not currently scheduled o rotate
QCONUS. .




The HQDA NMS Refocused Field Evaluation

WRAIR 3scientists have had various degrees of ianvolvuent Lin
the HQDA evaluation of the UMS since the beginning of this effort
in 1981, These efforts are highlighted in the Novaember~ 1985 Unit
Manaing System WRAIR Techanical Report #1., In 1985 HQDA refoocused
ita evaluation effort and WRAIR assumed a wmajlor role in the

evaluation. This role iavolves sevaral distinct researan
activities:

(1) Soldier survey. WRAIR, through TCATA and their 83DM on=-
station data collection agents, 1s conducting self-adaministaered
attitudinal surveys among 3soldiers of seleacted COHORT and
nonCOHBORT bdattalions and companiaes/batteries soth &in CONUS and
USAREUR (five 4iterations over three years). The priamary
objectivas of this effort are: (a) to develop reliabdle and valid
survey measures of cohesion (the various human digensions thought
to be associated with unit combat readiness and {ndividual
psyciologlcal sustatnadility 1ir c¢cabat); and (B) to conpare

COHORT and nonCOHORT units on these dimensions of cohesion over
tige.

(2) Spouse survey. In October 1985, WYWRAIR bDegan a panel
study of a sample of wives of COHORT and nonCQHORT soldiers.
Thisa atudy bHullt on previcus WRAIR Family Unict res.arch aad
investigated the relatlionship bet<een Cfamily life and soldier
unit 1issues. Data collection Lavolves three iterations of a
sslf-administered @aailed survey over an 18-amonth period.

(3) Battalion rotation, faaily-unit-community study. This
descriptive study, which Dbegan in Jctober 1985, involves an 1in
depth look at bdattalion rotation planning and Liamplementation.
The study's purpose (3 to describe the impact of the rotation
process sa unit owceambders, thelr faailiss, other coamunity
residents, and the coamunity. .

() Onit interviewa. In Qactober 1985, WRAIR scisntist

began a series of unit visits designed to provids additional
qualitative information 1in support of the COHORT-noaCOHORT

w

comparisens. Three tines over an 18-ronth period, extansive
individual and group interviews were conducted with selected
battalion commanders and their starfs, company/btattery.

commanders and their cadre, and selected groupa of first-tern
soldiers. These in depth iatervisws were designed to enhanca the
{aterpretation of the survey data, and to allow WRAIR scientists
the opportunity to explore emerging Lssues i ways not possible
with sole reliance on a structured survey itnstrument.

(3) 3attalion reconstituticon, amcrale aad coheston. Under
the UMs, rotating battalliona have stabilized perscnnel
assignoments with augaentations 13ade only at fixed {ntervals.
“"facrages”™ of @©ostly firstetera soldiers will bDe added to the
battalion at selected points; these packages will bde 3squads,
platoons, and possibly coampanies of OSUT trained soldiers. Many

5



of these soldlers will have tralined together and will arrive st
the unit 4in cohesive groups with the expectation of rezalining
together. These groups may be split up to meet the replacement
needs of the battalion. At the sapme time, battalion meambers will
have trained together for at least 18 months, and thess units are
expeated to be fairly gohesive. The implications for aorale and
cohesion of integrating a new soldier package into an already
existing sand cohesive group are not known. This project {3 to
descoride the reconstitution and socializatioa process, and ¢Co
leara how they affect morale and cohesion.

(6) A4 study of the 7th Infantry Division (Light). An
associatad UMS research effort 13 an extensive i{avestigation of
the establishment of the Aray's first light {afantry divisiosn.
The ressarch activities at Fort Ord Lnvolve: (a) an {aterview-
observational study over time of one CO4ORT battalion, (1) a
study of leadership issues across a numder of COHORT units, and
(e¢) a study of Cfamily-unit-chrmpunity $3suss related tao the
estabdlishment and operation of 4 light infantry division.

Overviaw

The following chapters (II tiarough 7TI) of this fourti NMS
report focus on bdattalion rotation and unit replace=mgnt Lssues.
In Chagter II LTC Martin and DOr, Marlowe suamarize interview and
cbservation data on the process of rotating Sattalions to or tron
CONUS with particular attention to the perspactive of soldiers.

The information makes clear =hat a peacetinma, unlt protation’
{3 very diffarsnt from a unit deployment and that to adequataly
2lan and carry out a rotation requires additional staff resources
at the unit level and the adoption of a coasand mentality which
recognizes the sattling-in time regquired Yy faanilies after any
permanant change of 3station nmovae,. fFallure to recognize these
{ssues resulted in overburdening key unit stafl, primarily the
battalion executive officers, and (t resulted in morsle probdlacs
when soldiaers were forced to begin fleld trailning before they had
adequately saettled their families in the new area.

Martin and bharlowe also point out the role that activities
lika Force Modernization had {in bdullding cohesion, aspecially 1in
units that were not bullt on the bases of the common first-tern
O0SUT training experiencs.

Ina Chapter III LTC Schaeider summarizes observaticons oan the
rotation experiences of rotating families a.d alfected
cogaunities, He points out the critical role of companies {n
both {(nfcrmation dissemination and in sponsoring effeciive family
support groups. He further notes that wives groups wers usually
affactive only in rotating bdattalions. As will be apparsent in
2uBSIJUSRS TSpCITS, wWives gruupa requireg a real world task to
praovide group coharence.




OCn the whole, LTC Schneide: reports the battalion rotation
experiment was Qquite suoccessful. The morale of rotating wives
remained high, and many considered it theli{r best Army move. What
probleams theres wers focused on timely and acourate information
dissenination, perceptions of favored treatment in the galinling
cotmunities, fallure to share plans among ocommunities. and
failure to ground family support activites 1{n the gompanies
rather than in thse bdattallion.

Chapter IV repriants a lengthy exexcutive sumaary of a
comparative historical analysis of scldier replacement policies
writtesn Dby Major [Kozumplixk, and reprinted he-~e with his
peraission. Kozumplik compared infantry replacement systeams
among the British, French, Germans, Japanese, and Americans over
the past 150 years. He argues convincingly that individual vs.
unit replacement i{s a false dichotomy, sSince both are neceasary.
The c¢ruclal poiat, in his analysis, s the necessity of first
linking the soldier with a large unit {dentity (like the
regiment) before worrying overly auch about cohesicn {n the small
unit,

In Chapter Vv LTIC Schneider see3s plenty to worry abdout
concerning replacements in coopany sized unite, Schnsldsr
reports observations from a quasi-expaeriment of ins sing
replacements {ato cohesive wunits during a aajor FTX. His

observations suggest COHORT units can rapidly assiailate
replacexents, Jjust like conventlionally organized units, but that
small uni{t lsadars paid little attention to developing either
horizcntal or vertical cohesion. He attributes thes fallure to
the interchangeable part aentallity of the American Army which
Kozumplik dates from 1917, to implicit rules proscribing i{alformal
c¢ontacts among leaders and led, and to a failura to recognize the
importance of samall group ties in Dbulilding and enhanclag
psychological readiness for coambdat.

in Chapter VI CPT Vaitkus provides an update of the soldier
survey of cohesion which now fncludes two survey adainlstrations.
Valtkus shows that COHORT companies coatinue to show aignifically
greater cohesion, although the differences at Time 2 were not as
Zreat 23 at Tige 1. The {antersctions anong comoat arwms and
CONUS/QCONUS preclude simple interpretations.

When company sized units wers ranked on the Hhorizunrtal
¢ohesion measure at lLoth points in time, only the light Linfantry
units greatly lowered thelir ranking vis-a-vis .other unit types.
In examining the total sample Vaitkus found that units which
daclined sharply seemed to bDe mnarked Dby leaders perceived as
exploitative, unfalr, incoampetent, and oblivious to soldier needs

and welfare. To what extent this explanation can be applied to

tha dramatie deacline in lisgnht L{a8aptsy SCUirea 03 Luew [fgcus or our
nex:t report.
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Abstract

Battalion Rotation was designed as an effort to sees if =he
enhangced cchesion bdrought about by stabllizing soldiers ia small
groups (1i.e,, from squads, crews, and sections te companies zad
batteries) could te carried out at the level of a combdat
battalicn, Despite a nuamber of operational probleas, this effort
was very successful. The shared expaeriences of noraal training,
Force Hodernization (primarily equipment changes), and rotation
all contributed to enhanced teamwork and interpersonal bdonding
amoag the soldiers in these units. dhat was rosr impressive was
the teamwork and bonding among leaders in :hcsc battalioas where
cadre stability was acnievaed.

The battalion rotation exercise demonstratad that the Aramy
can rotate battalions. It also praovided i{nformation onm what to
do0 and what not to do {n order to carry out sueh aa action
affectively and efficlently. In this regard, we learned very
clearly that a peacstisze, unit rotation LIs very different from a
unit dJdeployment and that to adequately plan anc¢ conduet a
rotation requires additiocnal staff resources at the unit level
and the adoption of a command aentaliity which recognizes that
families noed adequate =settlizg-iaz tizceé altsr any permanant
change-of=-station wmove. Failure to recognize these two issues
resulted in overburdening key unit.staff, primar{ly the battalion
executive officer. Morale problems ailso dsveloped ia units that
forced soldiers to resume field <ctralining before they had
adequately sattled their fazilies in the new area.

The most eritical phase of the Battaliecn Rotation effort Lis
yet to come. Thias (s the reload phase that (s scheduled to occur
15 to 18 months after the rotation. .There {3 a0 evidence that
commanders have considered the Liamportance of usiag a group
replacenaent acdel to accomplisa this reload. It is clear that
the reload process has the potential for building ocate cor undoin
the fosiltive COHOAT effects of 3attalion Rotation. In examining
tha rsload process, it (s critical that we 20me to understand how
3elf sustaining, cohesive, and high performance unit cultures 2t
transaitted and maiatained as a uait goes through the process of
{ncorporating new Zeambers. In the loag run, this zay »e th=s zost
eritical fasue in all of the Aray's UOait Maaning Systenm
faliriattives.




Intreduction

Bagkground

The obiective. Battalion Rotation was designed to capturse
the banefits of bduildiag & battalion in CONUS then "relocating
that unit, to include faaily members, on a p~-crmanent ahange of
station a@ove. Official planning for Battalion Rotatioan began
with a 1981 HQDA Concept Paper (New Manning System Taok Forqe,
ODCSPER, 12 June 81, SAB). Specifically, Annex B of that Conacept
Papaor described Battalion Rotation as a test efort to seo Lif the
anhanced cohaeasion brought about by stabilizing soldlers ia szsll
groups (Ll.e., from squads, crews, and secticns .0 companles apnd
batteries) couid be ocarried out at the level of a ocoubat
battalion.

During the past five years otner i1siues have deen added to
the Battalion Rotation agenda, amost notably Fores Modernization
and Force Restructuriag (s.g., conversioan to M1 Tanka and M2IFVs
and the reconfiguration of Fleld Artillery batZeries to> the two
platoon concept). Thaese artions have had an impertaant iapact on
the rotation process and the desired cohssion outcome sought in
the original Battalion Rotation plan.

The _rotation process. During 1986 four ocombat adrms
battalions wers rotated to USAREUR in exchange for four "sister"
battalions that were bdrought bdack to the United States. These
battaliosns (Ailrborne Infantry, Arzmor, Field Artillery and
Mecnanizsd Iafantry) had appoximately fifteen to eighteen months
to organize and to prepare for this aission. The USAREGR units
werae COHORTed by atadilizing those personnel {2 existing units
who were eligible to make a perzanent change-of-station move back
to the Unitad States. Shortagas in these units were filled bY
tandividuals who were levied from CONUS. The battaliona {n the
United States were typically organized by mating existing uait
cadre with commonly tralned groups of first term soldiers fron
the CONUS training bDase. Cadre shortfalls in the CONUS units
dere 3ade up by asaigning svldiers from other divisional and
{nastallationzl aszsets and {a some <cases from other CONDS
locations.

Previous COHORT research. For thc past 43 months WRAIR has
besn exanmining various aspects of the Aray's Unit Maaning Systea
(UMS ). Qur attention has focuaed on the creation, development,
and ovraration ¢f CCHORT <companies and Dbatteries. WRAIR
scleatists have examined the various factors that sSeem to promote
and/ar iahibit the devalopment of effsative relaticnships among
soldiers and the corresponding relacionships between soldiaers and
their lsaders at the level of company or battery and belovw.
dased on this research, there is subs:antial avidence to suggest
that ths COHOAT &Godsl ol Keepiang new asoidiers togetner after an
intease, commonly ahared, 4initial tralaing experience provides
the bYasis Cfor ho:.zontal bondiag up through the lavel of a
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company or battary. What i3 not yet clear 1s how the original
training experience and the latter shared unit experiences each
contribute to this bonding process. We also do not know whether
tha contridutions are independent of one another or whether there
{3 some interaction effect pressant.

The origlinal premise that the UMS would iasure cadre ..

stability and lead to enhanced vertical oohesion was aot
supported in our earlier research. Yhile some outstanding ocase
examples were found, cadre stebilization was often quite aelusive
in company and bdattary sized COHORT units. OQur data demoastrated
that the UMS rules, bYboth internal (within battalions) and
external, wvere often violatead. Cadre turbulence was as great i-o
COHORT units as 1t was in the units governed by the traditional
individual replacezment systea. Aszong the most sallisat reasons
for cadre instadility were the following:

1. The aovement of NCO's and officers out of the unit
pursuant to proaction or selestion for promotion.

2. The a@moveament of iadividuals, supported by local
authority, on the basis of a Ddelief that "stabilization"
Wwould adversely affect the careers of Junior officers and
senior NCQ's.

3. The reliafl for cause or transfer Ddased on performance
levels thought to be unacceptable by senior commanders who
considerad thelir COHORT  wunits as highly visible and
"politically seasitive” organizations.

4. The resentmant of some NCO's at belnz "lockad in" te a
rotating unit and the ability of these individuals to effact
thelr- own transfar despite the rules.

S. The "normal®™ local neads for shifting offilcers and NCO's
which led coamanders to the disregard UMS rules.

WRAIR's previous research suggested that, when achievaed,
cadre stabllization could provide opportunities for enchancaed
vertical cchesion. Based on the Laterview data, the critical
factor for achieving vertical cohesion was the good use of
leadersnip priaocipies at the platoon and coapany laevsl. Such
laacersnip was 3ost oftan descrided by first term soldiers :in
terms of technically and tactically coapatent leaders whose
affarts were focqused on reallistic and productive traiuing. Good
leaders wers described as concerned and fair. Soldiers said that
tiese leaders treated them with respect and that they werae
usually a@mindful of their needs as people and coacerned about
their famfilies. Bassd on soldiers' descriptions, it iy clear
that the leaders they wers describing had demonstrated a
willingness %o lead ilantaraativaly rathsr Shaa {rom a distance.
When we experienced negative 3soldlier comment2 about thelir
leaders, we typically =ncountered well meaning offlcers and NCOs
who were frequsatly undermined by tneir own lack of training and
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knowladge of Ehe principles of affective small group leadership.

Despita fiading a numbar of COHORT units that were
characterized by poor leadership behaviors, soldiers in these
units still achleved higher levals of group proficiency than the
soldiers in the nonCOHORT units in our saapls, Whe e there was
effactive stabilized leadaership, COHORT units ware <typically
described by senior commanders (battalion and brigads) as among
the @ost ocombat ready uaits 4ia their respective divisions.
COHORT soldiers and units {n our original sample also
demonstcrated higher levels of cohesivenasss and greater
psychologlical readiness for c¢oabat than thelr coaventional
counterparts. .

Current research

As part of the assessment of 3attalion Rotation, WRAIR
scientiats participated {n the HQDA posterotation visit to eagh
battalian. Individual 1intarviews were conducted with senlor
battalion stalf wmembers and with the comzanders and the first
sergeants of two randoamly chosen line companies or datteries in
sach battalion. Finally, small group Lnterviews were conducted
with cadre and first term soldiers in thess same units.

Based on our previous research ard prior contact with these
same uynits, an effort was =ads t& exazlae the Lapast of the
rotation "lifecycle” on the various human dizensioas that are
thought to contrlibute to tane overall j»sychological readiness of
these units and to the ailitary and general 1lile satisflaction of
the soldiers and their family meabers. What WRAIR has been abdle
to observe nhas bDeen the proceas leading up to the move, the move
Ltsell, and the initial set:iliag ta period. It @ust be
recognizad that the original desired objeciive, cohesion based on
prolonged atability, will only bs uaderstood by ocontlinuing to
f2llow these same units (and famillies) 4in their naew location.
The original Batallion Rotation plan 13 only at ths half way
poiat. These wunits have been organized, stabilized, and
rotated. The m@most important outcomes awalt our goatisusd
obasarvation.

¢tadings to Date

An overview

It is {(mpertant to visw the Battalion Rotation effort as
@ore than the siazple avent of eight battalions (soldiers, faaily
Bembers, and assorted pets) moving from one side of the Atlantic

Qcean toe =ha ather side. Zach unit went through a unique
lLilecycla. They experienced a whole series of events that has

had an Liaportaant impact on 1individual unit ameabers. on the
<umpanies and battaries that =maka up each battalion, on the
sistaor battalions of the losing and gaiaing divisions, and
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finally oan the military communitises that have both givan up and
gained these soldiers and their fazilles as part of the rotation
process.

The rotation lifecycle

The unit formation process. 3attalion Rotation really began
i{n late 1984 when the soldiers ia four CONUS and four USAREUR
battalions learned that gheir units had been designated o
participate in a @major Army exercise, the movement of eight
entirs battalions as part of a CONUS-USAREUR switch. While there
Jere HQDA ground rules for the personnsl actions necassary to
fora each of these units (primarily the distinction bdetween a
COHORT fill ia CONUS and the assignment of an individual L1l in
USAREUR), ¢there were two sltuations that became especilally
problematic. Both iavolved the NCO cadre for these uaits.

Jne of the COHORT personnel guidelines developed by HQDA
required career soldiers to spend a MINIMOM of 483 months with a
battalioa Ddefore -becoming eligible for a transfer €to anothar
battalion. Theres are very few adminiatrative exceptions to this
48 acath requirement. During the period (typically 2 to 3
mcontis) Jjust perior to the official estadblishment date for these
COHCRT Battalions, a lot of ¥COs attempted to leave the battalioca
bafore they WJere "locked-in,"

In addition, a aumber of unis did not follow official Aray
policy in reassigning NCOs and ina a number of cases there were
dramatic differences even witnin the companies/batteries of the
sage battalion, How much inequity actually occured (s iapossible
to assess from the data available to WRALR. However, the
parception of wida=-spread iaequily was a1 coamean theme in NCO
incerviews. During unit {aterviews it was aot unusual to hear
stories of how a sergeant in one company was farced to sizn a2
Daclaration Statement (which would bar hia fros reeanlistaent)
while another NCO from the 3same battalion, if aot the same
company, was able to transfer out of the battalion "hecause hs
knew someone." It {is laportant to aote that maany NCO's who ware
dittar about being coerced into the rotation werse not objecting
to an overseas move, but rather were angry at "the system" thay
Jslc was treating them lixe a drafitee and not a career soldier,

According to the adaission of some senior leaders, the
period peior to unit establishment alse was aa opportunity to
dump their poor NCQs. Whea this occured, it was often without
regacrd to the 48 month assignment ceriteria. If the 1iadividuals
in question were seen by thelir peers and subordinates as poor
parforaers, there was very little concern exprassed by other unit
mezbers about thase actlons. There were casey, howasver, wherse
the coamander’'s visw that an NCO sould be dumped was not shared
and where NCJs and soldiers saw this as a sign of inequity and as
2 confirmaricon of thelr Gwan nelpiessness 1o a systea out %o
“acrew” 30)diers,




0a the positive alide, there were uait leaders at bdoth
battalicn and company levels who used the COHORTing of their
units and the planned rotation as a "recruitasnt" tool. These
lesaders Dbecame personally involved in talking to individual
soldiers, and in scze cases t¢ thelir family members, about the
advantages of renaining a unit meabder. Not only were many of
these efforts successful, but the commander's public comamitment
to the unit oftan had second ordar impact on other soldiers who
witnessdd this expresaion of unit esprit by the commander and tha
positive response by a fellow soldier.

The asecond negative i{mpact of wunit formation was the
asaignment of socme CONUS based NCOs to the ovsarseas battalions
scheduled to rotate back to CONUS. Apparsntly, a USAIEUR
decision not to cause a "dufflebag drag" (moving a ascldier froa
one local unit to aagother) for USAREUR soldiers resulted in soame
NCOs bdeing assigned to USAREUR for periods of less than 18 months
(anad {n some cases for periods lass than 12 moaths). There
appeared to be no other reason for some of these abbreviated
assignments. There were soze married NCOs who werse allowed to
come to USAREUR on an accompanied 3status even though they would
Aot be able to complete a 36 month tour. There ware other NCOs
who arrived 4ia USAREUA thinking that they ware thare for a 36
acnth accompaniaed tour only to find out that their faniiies
{ausziltiag Lo CONUS ia temporary housing arrangexents) wculd have
to be called and told that they could aot come to Europe at
government axpense. At the extreme, thera was at least one NCO
who had sold his house a3t a particular CONUS installationr as part
of his relocation to a USAREUR assignment, only to arrive 1in
USAREUR and be told that he would be returning to the sazme CONTUS
installation in less than 12 a@aonths.

While the actual nuamber of carser soldlier: who experiesaced
these cotation nanightmares was samall, the distribution was suah
that sverycone hoard about thea and the Zesssage was clear. *"The
Argdy really dces not care about. the career soldier or his
family." - As Lin the !nltial phases of company rotation, one of
the @ajor aeffects of these negatlive personnel activities was to
sake the term "CCHORT"™ the syabolic focus of everythiang construed
to be bad with the unit.

father than DYeing perceived as a pattern of loading,
sustalining, and wcaintaining an Aray unit, the terz COHORT was
equated by some soldlers with "forceable" reenlistment and bonus
losssas, deprivation of aschooling, and slowaed promotion for caraser
soldlers. NCOs who experienced these zoncerns often communicated
this set of negative perceptions to the amore Juanlor soldiers in
taelr unics.

Movemen: en masse (a3 we descrided for company rotation)

amplifins the normal disabilities nf {imAiwidual rctatici. ia
inits where solders were not {initially well inlormed (and kept
laforaed), unit meabers oftan perceslved themselvas as having thse

publiz status of "gulnea pigs,”™ subjects of ar unachosen
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experiment, and victims of a teat designed to "demonatrate that R
the Army can save a lot of money tarocugh unit movament.” This
led many soldlers (of all ranks) to feel that they wers antitled
to spesial conaiderations ia the course of their movse. These
feelings were often heightensd by the fact that the rotation was .
coamonly sesen and handled as a special sat of events with high
visidility. Thus Lt often generatad great concern from the upper

ecielons of aajor coamands and the Army staff and became the
focus of numerous VIP unit visits.

Sustaiament. The central theme of the period from the unit
foraation dats until three to six amonths before rotatlion was
training. For the CONUS units thls was the period of preparing
for ana gomplating the various phases of the uait certificatiosn
process, In some cases it meant participating in various largse
scala exerciaes such as Reforger or maxing a trip to the Natlional
Training Centarc. In other cases various constraiats in training
resources aade L% necaessary for commandsrs to atterzpt to develop

ualt level perforaance in the absence of these kinds of training
opportunitiss.

In two of tae four CONUS battalions this was also a period
ef relacive personnel stability which provided the opportumity
for the development of doth horizontal aad vertical relaticnshiops
within ths co@panies and batteries and a "battalion"”
{dantification a@msng unit members. The other two CONUS.
battallians ‘continued to axperiance significaant amounts ¢f both

extarnal and iaternal personnel turbulence during the sustainment
perliod, particulariy cadre turbulence.

For the four USAREUR battalions the sustainment period was:

heavily orlented toward coapany/battery and battalion £field
tralalng. Thus these soldiers experienced a large amount of
?iald tinme. FTor two of the battalions, the latter part of this
2eriod focusad on  aodernization during which they spent
considerable hours, days, and weeks geutting their old equipment
ready for turn-in. The rsward {although for some soldiers it
scarsely occured) was the opportunlsty to fleld test the new
equipaent. The doubla-sdged sword was the fact ¢that thease
soldiers xnew that when they rot=ated back to the United Statas
they would give up their new {(state of the aprt) equipment for
equipment that had Ddeen ia the Aray's Llaventory for a long
tTize. A3 one soldisr described {:t, "I will g0 from a new Trans-
A3 %0 3 beat-yp 57 Chevy."

The actual rotation. About taree 20aths befsre the rotation
peariod, the move Yeccme a reality tSo most scldliers. 2efore that .
time the Dbdattalion stafls, and %o a lesser degrae the senior
compaay/battery cadrse, Wwera already caught up {or better
dascribed as tled down) la all =he nisty-gritty planning that

“eat Lnto the c¢clearing and @ovemant arrangementz 257

mants foi PR
Jperacion. Excest for attaanding some meetings and f{lling out

lots of paperwirk, the reality 22 moving occcurred to the soldier
when tralining 3stoppad aad life tegan to center around cleaning,
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inventory, and more cleaning. While most soldiers reported that
it was nice to get a bdreak frcm field training, the actual period
of standing down and the dutisas involved wers extraemely boring.

Considering the size of the operation and the number of
thiangs that aould have gone wrong, most of the soldiers and
fasily meabers who traveled to or from USAREUR reported that they
had the best move of thelr careers (although we must racognize
that for many of the first-taera soldiers this was their only real
aove). Individuals who had experienced a prior ailitary move as
an individual or as an {ndividual fazily, wers generally veory
pleased by the move itself. There were oumerous storiss told of
unit members of various raaks (and thelr families) helping one
another during the movemsnt process anod duriag thse periods
iamediataly bdefors and after the trin. In many cases the trip
itsellf Dbecame another shared experience that helped to bulld
bonds amoang individuals (and family members), aspecially
individuals (and families) representing different ranks.

I?2 there were any "favored" approach for the actual move (as
it pertalinad to those coaming back to CONUS), families seemed to
prafer the plan that brought everyone %ack to the new location as
a group, helped peopls get settlsad ant then alliowsd i{adividuals
to taks leave. This was in contrast to ths msethod where everyone
went on leave a8 soon as they arrived a% the East Coast (Port of
Entry), then 't avelsd Lo Lthe new location on thalr own. Thair
preference was generally expressed {n terms of haviag 3ulficlent
time to get settlad in at the new location before duty
requirements began.

At this point, it {3 {iamportant to stress ths distinction
betwsen deployment and rotation. It is reasonable to expaect a
deployed unit to be ready to move 1inte am operational aode
ifamediately upoa arrival at its deployment site. These
battalions weres not deployed. Their rotation was a peoacetiza,
droup, permanent change of station amove, The only opearational
axpoctation reasonahle for those rotating units was the
assumotion that it would taks less 5436 5 setile a group thaa 1t
would to settle this same nuaber of iandividuals 1f they had
arrived on thelr own from a host of separate locations. It 4is
clear, especlally L(n at least cne of the USAREUR locations, that
unrealistic operational expectanlons wWere preseat and that thess
expectations created 2n unnessary hardsaip on families and had a
negative effect On unit morale.

Ihe settling-in orocess. WRAIR's follow=-up contact With

these soldiers and families occurred Just after the actual
rotation. For this reason, {t (s only possible to speculate
about the settling-in process and the futuras. 3ased on the
generally positive moves and our {ianitial observations of
individual and group bohavior, we expect taat aost of these units
and thelr individual soldlers and family members will 42 ogr-y
Wwell in thelir new coamunities.
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Two observations support our optimism. First, every unit
{(at both battalion and coupany levels) Ydegan life at their new
site by moving thiangs around, palating, putting up partitions
etc., all 4ian the aname of making the new location "their own."
While 3o0ldiers (and some leaders) typlcally complained f=hat the
buildings thay receivad ware "trash" and needed lots of repair
and cleaning up, 1o most cases the facllitles were generally
sinilar to what they had given up. The fuss they wmade and all
thelir "fixing up"™ activity seesmsad to Dbe related to the
paychological process of proteating their perceived loas and
racreating their old existance at the new location. These are
normal, expectsd, and quite apprapriate dehaviors.

The second positivs observation was the common coamand
reacogaltiorn of the importance of iaitiating field training

activities once the rssettling had taken place. The time
required to resettle families was ¢typically governaed Dby the
availadility of housing at ¢the <iadividual locatioas. Mos¢t

soldiars wvere activalv 1lookiag forward to the opportunity to
return to fleld tralaing. This was trus svea Lin units that had
returned from USAREUR having given up naw vehicles for equipnent
that was either of an oldar vintage and/or had seen considerable
use and requlired substantial amaaiatenance.

A ssurce of hostili:v., Like previous company and battation-
rotatlions WRAIR has 3studied, tae rotition to USAREUR was the aost
iixely site for units to exparience problems in their
realationships with ¢the wider conomunitlies in which they had
sattled. This seeas to be the rssult of the physically smaller
communitles Lin USAREUR, and the greatar 3social and psychological
fapact that result from the arrival of an entirs unit. Thus, acy
and all probdless and any negative {ncidents that occurred wers
usad by ¢the receiving coaaunity tos characterize the entire
battalion rather than bdeing attributed solaly to the subsection
or iandividuals tavolved.

In USAREUR the core of comaunity hasitility also often
casntered (as i{a the past) on tha {ssue of perceived "special
treatzent," priasarily the allocation of military housinag. For
axample, the allocation of bloes of housing (of a one-to-~-one
housing unit exchange between the CONUS and OCONUS rotating
units) was seen as unfair and as 3 violation of the m"aormal
qQueuing rules™( »s.g., time in country oa the local 1list). In
this situatioa rotation was not seen by asembers of the community
as an exchaange of units with all 3f thelir appended equipaent,
anvitlements, and facilities Dbut rather 1t was viswed as an
laflux of "new"” soldiers aand familiss wno unfairly displaced
those waitiang £for houslng. As noted 1in WRAIR's aarlier
cbservations ¢f company rotation to USAREUR, most soldiers and
their fanily members perceive all eatitlements and denefits as
fadividually based aad not relevaot to the unit. For this viaw
to change, considerable public education has to take place,




A communications problea. A problem obdserved in one unit
was the difficulty 4ia reconstructing ¢the normal battalion
communication system after the rotation. What the Ddattalion XO
had viawed 23 a well orgz.uized and highly effective and stadle
informational svatem (keyed to the communication pathways
astabiished bdaetwsen himsslf and the company XOs) was sesen as
ruyptured when ha (the X0) led the advanced party overseas. For
the X0 the result waa the development of a series of alternative

pathways kaeyed to the 383 and the othsr battalion staff wnembers.
who remained behind in the main body.

Following the rotation, %he X0 felt that Lt took auch longer
thaan he expectad to reestablish stadble patterns of coamunication
between himself and the other members of the battalion staff.
Alternate channels 0of communication continued to operate and
bypass the resstabdlished normal channels. Iaformation ceissd to
be passed at its prior level and thers was mora iaformational
confusion than the battalion had ever experienced with
corresponding effacts on organizational marale. It required a
aajor effort by the bdattalion XO and others to baegln to restore
effective communication and ilaformativn nets - an affart that was
stil]l not completed 3 months after rotation. Unfortunately, the
timing of our unit visits did not ailow the opportunity to assess
whether %hls was a problem lizited ts this battalion or whether
it was a @ore systemic difficulty.

Force modernizatisn issues. As menticaed earlier, forge
modernization also had a powearful lapact on some of the rotating
"un.ts., While the initial transitioan to the M2-IFV (Bradley) was
greeted with enthusiasm, the M2-IFV has, for maay soldiers,
become a symbol of thelr loss of status as {afantrymen. Maay
NCOs and soldiers {n these QJradley units see a shift {a training
with a new focus on the 3kills of the vehicle commander, driver,
and gunner and little concern for the davelopment of their 3skillas
as leg infantryaen. A aignificant ngumbder of soldiers in the
dismouat 3quads have developed concerns about their own 30lcdier
s<{lls and tactical abilities. ‘This experiance has lowered
aorale in these units and, {n soms cases, it has lessensd
doldiers’ truat ia a leadership that s sometizes sesen as

"thinking that the Bradley Ls a tank and using it like one rather
than as an {nfantry track...”

M2-IFV training s compared unfavorably by soldisers (from a -
isg ponint of view) with M-!'13 Armored Perscnnel Carrier tased
mechanized ¢tralaing. Taere 1is also a lack of comfort with
unfamiliar and evolving Bradlay doctrine. Whether or not time
2nd more training Wwill alcar these gerceptions Ls uaknown. At
this poiat in time, a significant nuamber of soldiers talk about
requesting leg (113) divisions for tha!~ next tours of duty. As
Many put 1it: "There i3 no sxkill, challenge, or adventure 4{n
sleepling (or just ridiag around) %a the back of a Sradlay.”

Some future {3sues. There werea two concerns which surfaced
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in the units that returned ts CONUS, both invelving the future of -
these units, The first was a general alsunderstanding of Unit

Manning Systam personnel policies. Many tndivicduals, Lncluding )
soae commanders and a number of NCOs, did not realize that the B
current assignaent policy still required a 48 month battalion
assignment. The common alsconception was that the COHORT rules

only required them to stay in the battlion for six months after

the rotation, then they would be eligible to requeat some type of

transfer. Although most of the NCCs i{nterviewed would probabdly

not want to wmove aftar this six month perlod, the anoticm that

they ars again "locked-in" was already provokiang the same kind of

negativa faalings that prevalled when {CJs learnad that they

eduld nobt escape the rotatioa without sizning a declaration

statemsnt barring them froam resnlistment.

The other concern relatas to a period yet to come, ths point
of twelve to fiftean months after the rotation when {t will be
necessary to cTeload first term 3aldiers into these uynits to
replace soldiers ending their {aitlal enlistaments. When
{nterviewed, ualt lesaders did not know and/or understand the
Aray's plan for unit relocad and more impertantly, most of these
coamanders were not looking toward the concept of group
replacement. For them, a relocad simply Llavolves getting new
joldiers and placing them whare they are nesdad (-he concept of a
soldier as. an lnterchangable cog in a =2z2¢hine?. Thue principlas
of group replacement and developing new cadre from Ddelow wers
lass prevalaat and soamtimes missing altogzethsr as one moved froa
tas battalion commandar down through %hs chala of command.

An importan "non-avent”

By the tize the individual Dbdattalioa rotations warse
accoaplished, there was a common perception from the highest to
the lowest laevels of coamand that what had occeured was & nou-
event. Thias attituds was based on the perceived beliaf that the
Aray's leadership had already concluded that a battalion rotation
prograd “As unsustalinable and that any notion of future battalion
rctatlons Had been abandoned. W“hile 1t amgy not be possibdble (or
desirable) to develop a bdattalion rotation program to support
wartime requiresents, {t is not true that 3such rotations are
ovar. In fact the opposite (s true. Tha Aray has and probably
will always have a need ts move large organizations to other
parts of the world. tor aexamplae, in order to mee:t strateglc
plans for the defense of northera Zuropa, two battalions will
sxchange places next year (an Armor unit will relocata to USAREOR
and a Mechanized Infantry battalion will return to the United
Statas). These moves +will be followed by tha rota.ion of Apache -
battalions to JUSAREUR.

Based upon these realitises, what occurred this summer was an
important opportunity to learn how to affi{ciently and af’ectively
gova large unirte (a2and 233:ciatsd (awily anembders). Wish this in
aind, Lt is critical that HQDA {nsure that ail relevant

*information partalaing to this suarer's rotations bs gathersd (1
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one place and that a small group of knowledgeable staff offiocers
prepars an histori~agl doocument that can be used as a planning
gulde for any £ ture large unit move. With such a document in
@ind, twe obdservations are noted.

Who takes the lead

Ap interesting organizational observation from the Battalion -

Rotation exercise was the laak of consistency from HQDA through
the MACOMa, Corps, and Divisions involved, as to the staff
aotivity that had the lead in carrying out this mission. During
the planning acd L{aplementation period, thesre was also a
continual coming and goiag of key planners and program operators
at every level from HQDA down.

Based on our observations, it 1is apparent that those
cnamands that viewed this actiocn as an "operational aission,"” and
thus assigned prinary ~starf responsidility to the G-3 staff
community, were the most 3successful ian effectively ncarrying out
the rotation. This L3 not to deny that wmany of the aost
complicated and difficult L{ssues were in the personnel arena. .It
s{iaply suggests that this vas an operational ai{ssion and that the
core lssues for all of theses uaits Wwere always of a
training/mission aature. The higher the command 1lavolved, the
more likely that ¢the oritical decision Lssues vere {n the
operational arena. Like aay other uaisaion, having =& =tabdl
leader and staff handliag the operation contriduted significantly
td ths quality of the outcoams.

Paying the price

Rotating & battalion {n or out of a uwilitary comaunity is an
expensive action. T0 40 it and to do {t well takes time and
energy and a substantial expenditure of funds. It {a not done
well 12 Lt ocomres ™out of the hide™ of a unit or a military

communlty. Without asupplemental staff and dollars, the 2ove
suffers and more importantly, the aormal oparation of & ugit and
a coenunity suffer. These "unfunded” acosts and asscoiated

daecredents in individual performance and attitude were c<coamon
experiences 1in almost all the Ddattalions aad the deoamunities
{avolved La losing and gaining these units.

ta planning a future rctation, 1t (s Llaportznt that the
operation Lnclude sufficlent resourciog to insure 3success without
Jeopardizing the normal operation of the organizations
involved. In ®@ost cases the personnel rescurcing aesded to
alCact the planniang actlons is simple and relatively

{nexpensive. For example, Lf each of the rotating battaliouns had.

oeen given one senior NCO apnd a civilian clerk (tsaporary hire)
with a personal computer (and the necessary softwars) to hnandle
ths adalnistrative aspects of the amovement plamn, we would have
signiflicantly enhancead the rotation planniag process and we would

have allawved ethess 53253110353 Lthe Dbenefiit of & Cull time

battalion execuzive offlcer.
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In most ocases, the bdattalion executive (and often the
commander) became 30 tied down with personnel {ssues assoclated
with the rotation that other vattalion operations suff.red (and
so did the XOs). The lack of stability at the S-1 position in
most of these bLattations only worsened this prodblea. The typi-:al

tenure for the 38-1 in these units was le3: than 3six amontls,
hardly the kind of astadility that would allow them to become and
remaln the foaal point for rotation planning. The PAC was bdy far
and away the amost stressed and disrupted organization ian nmost
battalions with several psychological stress casualiias reported.

At division and corps levels, 3specific staff offlcers werse
designated to coordinate rotation actions. The major difficulty
at these lavels was the continual reassignment of indiviauals.
The lack of continulty Iin key positions at senior coamands was a
continual probtlem that plagued rotation planning.

The requirement for outprocessing, ¢lsaring, anrd
departing units and (often at the sane tize) ilaprocessiag aad
settling new units repressnted another situation where necessary
a433ats were not alvays present. These actions did take
extraordinary afforts and expsnses. Typlcally they were ccorried
out without any d{nzrease 1in people or azoney. The human and
dollar costs ware "eatea” by these coamunities at the expense of

other comaunity residsgnts. These were critically 4apcrtant
{ssyes {n USAREUR.

soving

Develooinz stadble units and enhancing conesion

It .s timportant to recognize that some CIHORT  units
axperienced consideradle {nternal and external turbulence defore,
Juring, and 4immediately following the rotation period. The
stapbility we naormally assoclate with the COHORT concept waa
ccapromisaed Lty the personnel acvements required by the OQCONUS
rotation and the changes necessitated by the Force ..0dernization

actions that took place before and Limmedilately following the
rotation. Unexpectesd was the Jdegree of latgrnal turbulencs in
CONUS and USAREUR caused bdy the significant leadership changes
that took place prior to the rotation. Most of these gchangas
seemed to be Ln violatfion of stated HQDA policies and ware 4in
direct coaflict with the intended spirit of the HQDA
duidelines. For axample one battalion commander changed his
compaly cormanders and f{irst sorgeants at the time of rotation
snorder "to Kkeep the drigade and division from ~ipping us off as
s00n a3 <& arrived."” A number of tattalion commanders did not
Yellieve that their senior qommanders (and the bdrigade and
divislon sealor staffs) would honor the AQDA stabilization policy
for the "lock-in" period after rotation. For the soldlers in
bat-allions tha:t experienced leadershiy turbulance Jjust before or
aft:r rotation, the unexpected change-~in-c¢oamand wvas "Just

another axample of why they shouldn't trust their (the

~mamd
b

Presi35s.” They hnad dDeen led to belisve that thay
"stabillzec¢” units.

Aray'e)

were in
AS 300n a3 they amoved, leadership changes
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taok place that they did not expect ard did not understand.

While 1t {3 Lapoasible to <oreate absolute stability
(especially when you are trying to do two or three actions at the
same time), L% Ls possible to develop relatively stable units.
Over the twelve to eighteen months leading to the rotation, a
nuaber of coapanles, and at least oate entire battalion, was able
to develop considerable stadbility at the level of platooan and
delew. Theas soldiars and their lasders went through a number of
shared experiencus: field training exercises, praparing eculipaent
far turn-in (as part of both Force Modernization and rotationm),
and drawing aad flelding new aquipmeat (again, as part of both
Force Modernizition aad rotation).

These solclers shared, with each other and with thelr
immediats leadors, the actual expaorience of a group move. Taken
together, these avants 3served to enhance the psychologlcal
{deqsificatian 9f these soldiers with each other and with thelr

{iamediate leaders. These =ane 3oldiers expressed a stroag
p'~farance for renmainlag togethar should there ever be a coabat
y sgaent and a Dbellef that togethar ¢thelr unit would bLe

“nl in coabat. Even 1a the few cases (and they were

ety few) whare 30ldiers sxpressed anlmosity towards other

., meabers c¢r thelr imzsdiate leaders, these sale Ssoldiers

+apreviad a preference ’or reazalining L{a "thelir” unlt versus goiang
Lo another uait should combat occur.

As & general observation, the uore 3table the group (to
tanclude their i{mmediate leaders) the amore. confldences group
membhers expressed in Ctnelr own soldlier skills, the greater their
trust in thelr pesers, and the more thay expressed coafidence in
thelr leaders. Ia at least one battalion, this stability and
aorresponding trust extendad to the level of overt bondiag among
pLatoons in the 3ame coapanies (s&.g., talk of help extanded
between platoons as part of the Torce Modernization efforts to
inalude sharing of tools, parts, and specialized knowledge. This
was done in a way that convayad geauine Lpterest and concera
azong the various mesbers aof these plaioons).

However, it @ust be cqontinually emphasized that the major
forces Lavolved in the creation and maintasance of that vertical
c¢o2hesion, which (s so ilamportant to the sustainment of the group
{n coabat, arse those forces involved in the long term pattern of
relationships between leaders and soldiers. As previous aad
current WRAIR research has demonstrated, neitner stadbilization
nor any se% of discraete eventa or ganipulations of eveats will
create vertical c¢ohesioan in an organizationmal climate where
leaders behave unpredictably and arbdbitrarily or where lsaders
evidence neither concern nor respect for thelr soldiers. In units
where soldiers distrust their leaders, charges of careerisa and
favoritisa are a23de, and the soldier considers his familial and
personal needs 4d{svalued by his leaders. A falr prcpeortion of
the Hest effacts of the COHORT systea can be undone.dby the leader
who conatantly addresses his unit Lin terms of "you peoplae” and
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"your agtions™ instead of "we and "our" agtions.
Sunamary

Battaliocn Rotation, despite all the problems noted, was a
success., -With asome exceptions stadle units (company level aad
below) were formed. The s2hared eoxperiences of normal traianlng,
Force Modernizatiocn [(primarily equipmeat changes), and rotation
all contributed to enhinasd teamwork and interpersonal bonding
amonag the soldiers ian these units., Most impressive wvas the
teaavork and bonding among leaders wvhere stablility was achiesved
from the lavel of battalion commaader (through the staf’
positions) to coampany/battery. platoon sergeant lsvels. A large
part 9f the syccess achieved ia the Force Modernization and the

rotation mission was a rasult of the cohasion developed among the
ualt lsaderanhip in these COHORT battalions,

The battalion rotation exercise demonstrated that the Aray
can rotate battalions. To de successful a unit rotation needs to
bs viewed a3 a aission. It requires an operatlons order and
scaecne to be Lln charge to lnsure that at least the spirit of the
order Ls followed. Resourses (pecple, equipment, aad funds)
necassary for conpleting the various parts of the mission have to
be provided to_  those who need =head. Finally, the participants
deed Gto understand the nature and purpose of the aission,
{acluding the concept of the order, so that they can adequately

carery Lt out. In a nusber of thase aspests we can do | "ter the
next time we mMOve a large Zroup.

Does ths COHORTing of a battalion (and its rotation. enhance
cohesion baeyond what s galned 1in a company/battery lavel
effort? At the lavel of the soldier, probabdly not. What it does
pravide is an enhanced lavel of xnowledge and common

fdentification among the cadre that crosses the boundariaes of the
companies that ¢o@pose tne dattalion.

There “ore some very <important gaias, as noted by several
battalion commanders, ia teras of the stadilization of company
leval leaders and the bdattalion staff. These included greater
cohesiveness of the battallion stsxff and a greater cohesiveness
and knowledge of, apd therefore predictablility of, the behavior
and perfirmance capacitlies of coampaay/battery level leaders. As
one battalion aommander put 1t, "I have & kaowledge of ay
commanders' personaliti.. and of the personalities they have
created for their units that I have never had beforse i ay
career. I xnow at this point, Lf I am attacking iato the uaknown

toa 3send unirn X. They will aexplott the terrain, aovw
asethodically, and never stumable or dash {nto a fire sack. I
would keep wualt Y as =2y =225:7s kKguwWing tnhat thelr unit

personality s such that they would move out like a dullet and
bowl ovar anythling in thelr way and get to where they have to get
as quickly as possidle....” Again, Lt was obdserved in this

22



coatext that, "We know each other s0o well that we can Kkeep our
radio traffic down to thea bare bones. They didan't xnow how to
. deal with us at NTC because we bdaraely needed to talke-just give
map coordinates..."

. Does Battalion rotation cost too nmuch? This i3 really a
function of the plan. The current battalion rotation exercise
was very expeansive. Much of the costs were associated with the
types of plans developsd. The mosat critical costs, however, were
not the dollars expended but the costs incurred in lost traiaing
tige and the ¢corresponding {impact on individual aad
organizational combat readiness. Based on cur interview data,
the costs in these areas were asubstantial., Could socme of these
issues have bdeen handled differently? Based on our ianterviews
with bdoth soldiers and leaders, the answer (s yes. The tasks of
evaluating thess costs and specifying alternative methods are
beyond WRAIR's abilities but are clearly Lissues which warrant
4QDA concera and attaention.

Now that the rotatioans have bdean coaplated each of these
units have entered into & new phase of the original plaa. They
are {n the sustained training and operations phase that will
evantually Dbe followed by 3 raloading period. It (s 1iamportant
that HQDA contianue to follow these units and their progress at
least through the reload process. Without a look at the coaplete
plature, we will never appreciate the full value and/or costs o~
the Battallon Rotation effors. The way 1in which the relosnd
process 1s handled and the pattarns for incorporating the reload
groups {ato the unit can elither undo the pasitive COHORT effaects
or bdulld upon theam. In the procsas of examining this phase, Lt
is eritical that we coze to understand how & self sustaianing,
qohesive, and high performance unit culture can he transaitted
and 3aintained as a unit goes through the process of
incorporating new members.
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Abstracat

This study examined the effects oa the military family aad
community of rotating entire battalions betwaen CONUS and OCONUS
sites. All eight rotating battalions were included, alorng with
six deslizaa' .4 "ocamparison" bvattalions. Data were gacollected
through interviews aonducted apprecximately six months prior, two
months prior, and four months after the rotations took place.
Included in the intervievws were commandears, cadrae,
rapresantatives of c¢ommunity sgupport agencles, and family
members. Interviews were seai-structured and open sandad in ordar
to provide respoadents the opportunity tc discuss i{ssues which
ware important to them., Respoases were crganized into four areas
for preseatation. These were information dissemination, wives
groups, wmorales, and coamunity effects.,

Information disseaination: Many wives (and soldiersa) lacked
knowledge - and understanding of the purpose of the bpatallion
rotatioa program. This was due to the lack of adequate publicity
at the coamunity and wmajor wunit level. Most Dbattalions
instituted techniques to disseminate information te unit wives.
The most successaful of these relied on company level organization
for managing the process. A major shortfall was the lack of
sharing of plans, problems and solutions across divisions.

Wires groups: Each battalion rescognized the value of having
orgnized wives groups to help wives support one anothar. With
one exception, they were only effective in those battalions which
were rotating, probabdly because thay had a clear "mission"”
(helping with the unit rotation). Across all vnits, wives groups
Wwere most effective when they were organized at the company
level, included wives of all soldier ranks, and had active
support froe small unit leaders.

Morale: Morale ¢~ wives in the rotating battalions -ras
_generally high, and most greatly appreciated bdeing part of the
battalion move, In twc comaunitiss, a widespread belief that the
arriving battalions received preferentizl treatment led to
resentment and anger in the comparison battalion aad the larger

community. Preferential treatment for any grcup should be
avoided.
Community issues: Zach community evolved a coaprehensive

and reasonable plan to support the bzattalion .rotatisa progran.
There was no effective sharing of these plans among tha affected
communities, Comaunity and ‘fnstalliation cozmuntcation media
should have baeen wmore widely used to disssainate ianformation
about the battalion rotation, and Licit the percsaption of speclal
treatment as discussed above.

The report concludes with a 2eries of recommendations faor
procedures to enhance future unit rotations. :
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Introduction

Associated with the implementation ¢f the Unit Manning
Systea (UMS) 4is a program of rotating entire battalions,
including family members, batwesn CONUS and OCONUS 1locations.
This study was designad to desgribe the effects of the battalioen
rotation program on the military faaily and community.

The movement of intact families with units has the potential
of considerably enhancing the support and well bdeing of spouses
and saldiers during a period norasally asscciated with high
stress. This potsntial was formally recognized in a White Paper
(1983) titled "The Army Tamily:"

Our. policies nmust recognize that soldiers c¢annot
perform efficlently while distracted by overwhelming
family oconceras....In short, we do not detraat fronm
organizational gproductivity supporting Aray famililes;
rather, taking care of our Cfamilies anhanges both
readiness and retention (Aray Chief of Staff, 1981).

A "senso of coamaunity” cqan contridute {importantly to
pazchological readiness. Soldiers wao are confldea® that thaeir
wivas gould gat help freca within the c¢comnunity eliminate ocne
important worry during fleld exercises. Wivas who feel coanfident

of such help al3o give greatsr support to thelsr husband'a
absence.

At the same timse, the rotation of an entire bdattalion into
or out of a gommunity has the potential to disrupt the support
the soldier and his family receive from the unit aand the
community. Furthermore, the ability of the coammunity support
agenclies to rsspond to bdoth ordipary and extracrdinary nseds of
families may be ovarbdburdseaned by the large number of people
lesving and entering the military comaunity duriang a battalion
rotation. Community support for the family can de mitigated if
the rotating battallon is not integrated iato the community. For
example, previous waork with company rotation (WRAIR TECH REPQRT
#1) demonstrated that a "we-they™ attitude daveloped due to the
parception of  favoritism for COHORT families. As a result,
COHORT (families wers trsatad as "outsidera” following rotaticn
into the community. Feelingas of Lsolation and resentment
experienced by these COHORT families can be detrimental to the
davelopment of soclal supports and a sense of csoamsunity, both of
which are important attr-ibutes of psychological readinsss.

Methodology
A total of 114 battalions were studied, eight of which
rotated (fous hattallians ssclsnzd &g CONUS pssts and four siamilar
batcalions OCONUS) by exchanging places of assignment. In

addition, six of these sight rotating battalions had a designated
co=located "comparison" battaliou which did not move. Under the
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battalion rotation aoncept, soldiers were stabilized in ¢their
units for about 35 months (the 12-18 months period prior to the
rotation, and an 18 months period alter rotation). Generally,
soldiers in the stabilized battalions (popularly referred toc as
"COBORT" battallons) with enough time remaianing in sarvice to
complete an overssas tour were required to remain in the
battalicen. Scldiers who desired to bring their wives overseas
had to oxt=nd their enlistment to mest the 36 month requirasmant
for accompanied tours. Additional soldiers were assigned to the
‘battalions to ensurs that they would rotate with astabilized
soldiers at close to 100 percent strength,

Data conceraing the. i{mpact of Dbattalion rotation werse
collectad from threae sources. 1) iaterviews of representatives
from garrison agencies (DPCA, ACS, Housing, Transportation, etc.)
walch ares set up to serve the needs of soldiers and their
families, 2) discussions with unit cadre (company through corps)
who were involved with the movement, and 3) individual and group
tnterviews conductad with wives of soldiers in the 14 vattalions.

Interviews were conducted using a semi-structured Cforwmat.
They were condunted individually or in groups ranging up to eight
in aize. Participants were chosen by the companlies 1in each
battaltion. The total number of interviewaes was about U25, In
order 'to encourage freedom of expression, interviesws were
conducted saparately for officers' wives, NCO3s' wives, and wives
of lower enlisted (S-4 and belsw).

Intervieus were coupleted during :-hree study phases. Phase
One was conducted six to eight months prior to deplcymeat, Phase
Two was conducted one to two months prior to deployment, and
Phase Three was coanducted abcut three months after deployment.

Results and Discussion:

Results rs crganlzed into four contant areas: 1)
information dissemlination, 2) structure of wives groups, 3)
morale, and 4) community eflects. These content ‘areas captured
the critical (ssues as raisad by spouses, military leaders, and
other comamunity meabers. Eacn tople will be discussed as {t
appeared during each of the three phases. Unless otherwise
indicated, the information presented appliles to both rotating and
nonerotating battalions. To help easurs unit agonymity, we
generally avoid referring toc locations of the battalions.

Information Dissemination:

This area L3 discussad first because it is closely tied to
all aspects of the move. As such, Lt representa hoth the
soluticn to a numbar of problems and :he causa 28 gsthors. Uader
the typical {ndividual replacement system, soldiers and families
receive no amore than four months advance notice for an ovaerseas



move. However, sSpous2s were included 41in the {nformation
dissemination process early 1in the planning for battalion
rotation. Most knaew as long as 12 months prior to the rotation
that the unit would rotate overseas, and they would accompany
thelr husbands. Wives and soldiers were pleasad-that thsy could
and would travel together., While this advanced inforsmsation gould
%8 regarded as a benefit, at the time of the Phase One interviews
there was considerabdble uncertainty and anxiety among the wives
hbout what would happqn. £ach of the rotating battalions had an

active prograa for inrorming wives about these aevents. This
included use of fliers and newsletters, mostly deliverad via
their husbands. Uafortunately, frequent chauges 1in yplans

underained these efforts. These changes often raflected the fact
that the Aray was still ({n the process ¢f making major decislions
related to the move (e.g8., could pets be shipped on MAC flights,
could military busses be used to assist soldiers shipping caras,
eate.). Information dissemination at the time or Phase One proved
to be a mixed blessing.

The uncertalnty was not limited toc wivas. Arong enlisted
cadre, thersa were complaints that the "COHORT" systsz would
irrevocabdly 1lock thez into thalr wunits, and prevent military
school attendance, opportunities for assignment elsewhere, and
even promotion. This was a COHORT rather than unit rotation
133us. It {llustrates the point that we fnund very 1iittle
knowledge amoang cadre .or families of any unit concearning the
purposas of COHORT or battalion rotation.

At Phase Two, in spilte of the considerabdble effort expendad
to establish communication with wives, a numbar stili complained
about lack of informatica . from and contact with the Aray. Ev.en
though battaliaon wide meeatings had bean coadicted, and
newsletters wers sent to each wifa (usually via their husbands)
many womsn complained that they did not know exactly whan they
were golng (informatlion which was Ln the newslastters). We do not
beliave that comzunities, units or wivas groups can be faulted
for tnis. We attended a number of Laformation @eetlags conduactad
foar company si{zed units, and have studied the documents which
were prepared bdy each bdattalion for the wives. The information
was usually timely and accurate, We did, however, find that
battalion wide weetings maxe An especlally poor forum for
taformation dissemination due to0 pouor acoustics, ambiant noilue,
and the lack of opportunity for personal invelvement.

The 4information disseaminatlion problem 413 chilefly due ¢to
other causes. The Army 4is not organized to support efforts on
the part of the unit ¢to keer» 1in tSouch with and provide
information to families., We have 3pent a considerable amount of
tire working with the commanders and wives who organized such
afforts along with the NCOg who wars responsidle for actually
compiling and racaording nanmas and addrasses. The 1llvingz
arrangemants of the =married ‘lovwer enllisted population (the one
which Ls frequently the most difficult and yet @most important to
reacn) are far amore fluid thar those of older persons. A wife
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will frequently leave the area for weeks or even nonths during
periods of heavy field duty. Entire households are movad to bde
nearer friends or to save a few dollars per amonth in reopt.
Maintaining accurate rosters of names and numbders i3 a difficult
and time-gonsuming task. Monitoring and wupdating mail 1lists
takes hours each time it i3 attempted. Ccmputer support and
prograas to support mail list wmanagement do not usually exiat
making updates difficult. It is likely that members of a wives
group aqould keep the llsts up=to-date on thelr own; this would
require soma quality time (and c¢onsiderable cooperation) with the
personnel NCO and probably the first sergeant. This can bast be
accomplished 2t coampany (rather than battallion) level. Accsss to
duplicating machines 1is, and franking privileges araea, unevan
across divisions. Finally, externally forced changes i{n plans
make information dissemination aespecially difficult. Unit
coamanders are almost alway:z sincers in their desire and efforts
to get timely and accurate {aformation to wives. But as one NCO
wife sald, "I got a call from the coamander - he said;, 'you
didn't put that out already, did you?' The plans had already
been changed."

No bdattalion (or @military comamunity) has astablished
provisions Bo assist or maintaln contact with spouses who choose
aot to rotate with the battalion, or spouses who have teaporarily
roved away. Such wives remain a concern for the soldiera and in
many cases will be a part of the "military comaunity" in the
future. Maintaining contact with these wives would bde a cost
effactive way o¢f helping to ensure the futurs success of
organizing efforts.

- The non-rotating (comparison) battalions suffered from the
same difficultiss with Inforwation disseaination, with soae
additional effects. The most Lmportant of these is the higher
turnover which affects most wmilitary wualts.’ This greatly
increases the difficulty of malintalining adequata mailing lists.

Wives Grouos

At Phase One each battalion had a formally conatituted
officers' wives group. These reamainaed falirly constant for all
‘battalions throughout the atudy, with groups in the rotating

battalions maintainiang a continued high level of activity,.
Among rotating battallions several coupanlies had wives groups,
coaprising officer and NCO wives. Attendance bty Wwives of

anlisted soldiers was atypical at that time. Moat of the wives
groups had been recsatly formed and depended on wWives of company
level leadaership for thelr organization. During Phase One, one
battalion had a monthly meetling for anlisted and NCO wives, which
Wwas sponsored by a First Sergeant's wife. -The primary functioa
0f these groups was apparently to provide {nformation to other

wives. The anticipated Dbattalion movement oprovidad a gond
organizing theme which served to get the attentiocn of amany
resldents, Thelr effectiveness seemed to depend on the vigor

with which the battalion commander, his executive officer, and
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thaelr wives pursuad the goal of iaformation dlizsenination. In
all dbut one cage considerabdla effort was made., In the absence of
an organizing theme 3such as rotation overseas, interest {n wives
groups <¢ec information chalns was much lower in ngnon-rotating
battaliouns. -

Organizing thess groups always Liavclved a nunbdber of officer
wives, and generally did not include enlisted wives except for
firat sergeant's wives. The exclusion was not necessarily
aurposeful--officer wives claimad "the wneetingas are open to
evaryone,"™ zlthough the gnliated wives clained @meetings were only
for officer wWives, ar that they did rot KkKnow ahout the
mesatings., The rank differences of their husbands appearsd to
serve a3 powerful bdarriers to cooperation and communication.

These ifferonces Wy re oftan reinforced in the everyday
coaversation of ths scldiera, 4s well as {in negatlive Ddellefs
about "fratercization” on the part of the spouses.

"Fraternization®™, the 1idea that wives of Junior soldiers should
not assoclate with wives of higher raanking ladividuals, was often
given 23 a reason for got assoclating witn other wives or the
wives groups., We fregquently found frustrationo expressed by these
leadars and their wives because of the lack of Laterest 4o
attsendance by ealistad wives in these organlzations. At the saza
time, few wives (or amilitary leaders) had {ormal traininzg Lo
sanaging voluntapy graoups: (e.g., ldentifying aad crzgsnizizg
voluntaers, leading volunteers, conflict managaasnt, etc.). Ye
did identify a nuaber 9f women with experience working with and
laading such groups (PTA, Girl Scouts, ete.). Howaver, the large
majority with whoa we 3spokre had nelther trainling nor experience,
and reportad that such training would be usaful to thenm.

The @major shortcoming of thesa groups was thelir ganeral
fallure to adequate.y i{dentify, motivate and utilize wives with
speclial skills or knowledge; 8.8., thoss who had deen assigned to
tne nev commuaity on a pravious tour. Our lntervisws discovered,
for exaaple, German-bdorn wWwives who reported that they would enjoy
helping with language tralning, and sthaers who had beea asslgned
to the communicy tc wnich the battaliom was ratating. Sthers
raeported axperience with wives groups. In some cases wlves had
to be agzressive in their pursuit of voluateering.

Among non-rotating battalions, coamand interest in wives
groups ‘was frequently low (excepting offlcers' wives groups),
although one battalion had an exceptionally stroag Wwives
organization. That was the only non-rotating battalion which was
activaly dLavolved Iin e¢rganlizing all enlisted wives and which
possessed acuurate malilling lists for the wives. At the tize of
Phase (Cne data c¢ollection, ther= was 1little knowladge and no
concern axpressed on the part of these wWives about posaible
effacts cn them due to battalloa rotation. ‘

At Phase Twe, in the protaiing bdattalioms. wivas grouns had
Yeen Lin operation for at laast elght months and all had axpendad
great effort 4in getting Lnformation to the familles in the
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battalions. They were, 1n fact, doing everything they could
think of to get information %o the wives. This included meetings
conductad by occagzany groups, sanding out fliers and information
. letters (ome battalion seant out one per month), and personal
telephone ‘calla. - The structure of the groups usually followed
that of the bdattalion, with responsidility for organization
restinog with the commander and his wife, with and coantridutions
from tha remaining officer staff. Except for groups organized at
4 the gcompany lavel, few of the formally constituted wives groups
. included wives of enlistsad soldiers. By this tize, the "“fanily
support group" (FPSG) oconcept had bdeen generally popularized and
actually institutionalized at several posts., When present, they
were organized around the battalion, usually with additional
- . company groups sach of which had representatives t the battallicen
meetings. » major obdstacle to gatting many Wwives to che mestings
wa3 their difficulty finding or affording adequats child care
Services and facilities. ’

By Phase Thres, the naumters of 1individuals (wives of
enlisted and NCOs) who reportad that they wers not memders o any
formal wives group and who did not know adout any such groups,
(about 40% of our interviaeweses) continued to de surprising. Most
anlistad wives expressed the L{dea that it was an NCO or officer
wives' prerogative or responsidility to organize and set up such
groups aand functions. Qn the other hand, adout hall of thase
raeported btaing part of informal groups of wives which were olften
but aot always organized around the c¢ompany. Theass groups ware
usually organized by one or more women who wWere siamply iaterested
in doing things with other unit wivas. They involved wives of
all soldier ranks (campanias frequeatly have only ones or two
married olflcers). .

When wives groups wers supported by the company leadership,
they were e3speclially effective in enhancing autual aJupport
networks ameng the wives and engandering positive feelings about
the unic. Support from company leadership Lincluded assisting
with duplicatica, sasuring. rspressatatives had ¢Ctizmg with ths
first sergeant to obtain training schudules and rases of new
soldiers and wives, providing meeting rooms, advertising wives
ameatiags and activitiesa. Members of such groups always reportad
aumbers of examples of how they helped each other and How
important such help and thelr friends were. On the saxlisted
side, the percaption that the unit cares zbout theaz (expressed
. through newsletters and at least one personal phone call) was as

{iaportant for ensuring that the wife had a positive attitude
about the unit and the Aray as Jolaing a formal wives group.
Sane described other informal groups which were not rmlated to
the Army (e.g., Wives around where they lived, church groups,
eta.) which wers also especilally effective in providing
friendship and support. Following return to CONUS, many women
expecced that L% would be amore difficult to get togetner bdecausse
they wers more sprsad out. However, some of the company leval
wives groups which had functionmed clcsely Ln QCOHUS had already
held meetings in the States.

31




Ina 11 of the 14 bdattalions, senior leaders reported that
either they or their wives were responsidble to ensure that
anlisted wivas were organized. 1In spits of this formal emphasis
on organizing wives, few of the offlicers' wives in about half the
battalions were aware of how enlisted wWives were crganized., Moat
preasumed that the 3senlor NCO's wives arranged or gulided such
organization. We found ger:rally 1little o¢oordination asmong
officer, NCO and enlisted wives, the exception to this oacurring
antong those wives Linvolved at the company level.

Fraternization continued to be reported in some units as a
reason for not assoclating with other wives. It {3 not clear to
us whether 'this was - used as an excuse for failiag tc get
together, whether husbands feared megative consequences (as soae
Wwives reportad), whaether 1t represents a statement of discoafert
with percsived class differences, oc whather these wives actually
believed such socialization to be {llegal. At any rate, there
often seemad to be strong saactions agalanst aixing of wives
acraess ranks of their husbanda. These barrliers were noticsably
absent whan groups of wives organi{ized within the platoon or
coapany or outside of the formal Wwives group structure.

Morale Isaues

At the tiae of the Phase One intervievs, most wWives we spole
with had heard that bthey would be amoving as part of he
battalion. Still, 2 number did not know that they wers going,
and a few iandicated tnat their husbands had not mada a final
decision to transfer overseas (even though they probably had ao
cholce). One concern of these Wwives at the tize was the impact
of battalion rotation on their husband's career. Many belleved
that they would be "locked in" to a unit with linited chances for
promotica (again, this s a COHORT 4issue). Also, 1in sonme
battalions socldiers who declined to reaain with the dattalion had
to sign a bvar to re-enlistaent.

-n
jata)
t

Two w@ajor aorale issues ralsed by wivas vwere not
speaifically related to bvattaiion —rocation. These wers
"parceived meaningfulness of husband's duty™ and 'predictadilicy
of his work hours." Wives will support long hours, but only when
they believe that soldiers' time i3 well spent. Many complailned
that their husbands waere attending to "husy work” during parts of
the duty day, and then must walt around at the ead of the duty
day for a formatinn which only tells theas what tize to report the
next day. In many units soldiers were held late for arbitrary
reasons; thls was of%en coupled with resistance %o allowing
Soldiers to c¢all home to explain that they would be late.

Most wives genuinely 1looked forward to thas battalion
movaes. They reported that they expsctad to be «all cared for by
the Aray, the unit, and especlally by other wives, Moving with
intact families was "great,"” and traveling with frieads wculd
provide Cthem help 1in case of problems, In cases where a
particular wife expressed doubt about ths agove other wives
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fraquentiy tried to coinvince her of the marits of goling ovarseas
as a group, The idea that "We will do this together, by helping
each other" was expressed often before and aftar the moOve.

In this bdattalion rotation process a anuaber of wives of
lower ranking soldiers ware now eligidle to nmove with the
battalions. These women are naturally somewhat younger than the
average, and as such represanted a high riask group for probdleams
of;all kinds. The fine 3support provided one another by. unit

Wwives seens to have -preventsd untoward prodlems in this younger
graup.

Spoasorship of incoming fazailies was ' probdblemati: during
Phases One and Two for all battalions. (This continues to be an
area in which the Aray can iaprove). Officera’ wives were
generally well taken care of, and NCO wives frequently (but less
than half) had a "sponsor™ to show them around and help thea in
the first fauw days at a new post. It was rare for any enlisted
Wife to report that anyone from the military contacted her during
this c¢ritical time. EXxceptions to this occurred only whea small
groups of wives organized theaselves at the platoon level, or
when a particularly active wife of a small ualt leader (usually
at platoon level, often from a company) made it a polnt to ensura
that such <coatast was Saus,. Coniacts at the. platono level
usually resulted in long-term relationships betwaen wives.

Aaong rotating bdattalions at Phase Three the large z=ajority
(atout 80 perceant) of wives reported having had a sponsor.
.Generally, these were reported to have provided outstanding

asalstance, although a nunbder reported sponsor's performance was
perfunctory or non-existent. By that tiae, aany of the wives who.
had remained active in precruiting and organizing formal support
groupa began to experience frustration due to the difficulty of
dealing with "uninterested"” wives, the difficulty 4{a getttag
information disseminated, and thelr own anger at the changes 1in
policy/inforzation which they thamselves had to explain and deal
with. In spite of this, the!ir commitzment was remarkabdble and the
majority of wives (we estimate over 90%) ware Laformed wall about
the maechanics of the rotation.  Neverthelass, few wives had any
{dea of what COHORT was or what the rationale was for stabilizing
battalions and moviag thexz as a unit.

The Phase Threes interviews indicated that from aa
organizational perspective, the Dbdattalion moves were coaductasd
very well. The aoving and inprocessing support provided thae
arriving battalions was superior to that given to soldiers
arriving as 1individual replazements. The major problems which
were experienced {involved assignmeat of Hhousing (and certatln
assoclatad pay problams) and bellefs about unfalr (unequal)
treatment. The hnousing 1ssue seems to have had its genesis in

wt A | . o &Y oY o -
oramiaas ar infaranses mada akhaut uwhat vzuld Sz avallatls, of

what would be dons to support the arriving fasilis-. Many
bslieved that they would have {mmediata access to government
housing, or at least an abunda.ce of affordabls housing on the
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economry near post. - Each post kendled the housing issue somewhat
diflfersatly, usually providing ths same number of housiag units
to the 1incoming battalion as <was vacated Dby the outgolug
hattalion. Many famillies were thus able to move into quarters
irmediately. This seemaed "fair" to the arriving battalions, bdut
tearribly unfalr to other community membders who had been waiting
as loag as 18 months for that housing.

At leazt one coazunity held vacant housing open for up to
four aonths to accommodate the arriviang battalion. It also
aasigned a sliater battalion to sponsor the new battallion, and
detailed the sister battalion to perforz 2 varlety of tasks not
normally expected of sponsors to support the newcomers. Sponsors
resented this extraordinary treatzment they were forced to render,
and considsrable anzsr was gansrated. The arrciving bdattalion
subsequently was unlustly blazeda for a varliety of Llls in the
comnunity. At the same time, the arriving battalion believed it
had not rmceived a "fair share,"” since members bellieved they had
Yesn promised more thran they had recelved. Although a severaly
disruptive problem was found in only ocane commuaity, 1t s
trcpresentative of tihe more general s’tuatisn ian which aorale was
affected by expectations and information dissealnatioa which weant
avury. The prodlem stemmed froa expectations that wers set too
high due to aisinformation o¢r <changed ianformatlion, and tne
differsnt circumstances of each community. One ovarseas
community was believed to Hhave had newly constructed nousing
avallable for the arriving battalion. Thils Hecams th Fstandard”
agaiast which all others assessed their own treataent,
Naturally, none could match this, and having to find lousing on
the local economy contributed to others' feelings of deprivation.

In spite of the Cfact that all members of the rotating
‘battalions received a consideradle amount of speclal treatment
(extra time on the housing 1iist, weekend Lanprocessing, room
ress~vaticns, buses to wmeet thea at the airport, ground
transpersation after arrival, etc¢.), thae general parception was
that they did not rsceive any speclal treataent. Ia fact, one
reported that they should have received prefersntial treataant,
because "...we are COHORT and COACRT is supposed to be specilal.”

A (ew spouses expressed conceran about possible negative
reactlions froum othe:r comaunity reasldents directad at aembers of
the battallons rotating OQCONUS, This concern arose froa those
women who had had negative experlencaes as part of COEORT company
rotation (e.g., they described how family meambers of some COHORT
urits were ostraclized ObDy other residants due to the speclal
priviieges they received). Several such problems did occur, bdut
in unly one coumunity were they serious.

Tha rotation did confler hardships on a linited nuader of
3oidiers and families. Thusy wWere people who were assigned to a
rotating battalion oversesas, and wno then had to return to CONUS
(sometimes to the =z3e location they had left) wlth the battalion
tn as little as 10 months. Some of these soldiers had sold thair

34




homes, and their wivas had given up good Jobds. Although the

number of affected individuals was not large, thls represents
military personnel decisiona at thelr worst. Overall, howeveaer,

wives' high expectations were met ana they were axtrenely pleased

with the move and the care thay received.

Sponsorship coantinuad to bde a problem for scme families,
especially those returanling to CONUS, with wives of enlisted and
NCOs alike complaianing that no one met them, and although =ost
had a sponasor, a large minority sald "we were on our own." The
advanced parties (whether or not formally assigned as sponsors)
apparently did provide considerable help to mcst naw arrivals.
Anothar aspeat of aponsorship which was not managed waell was
standardization of expectations and responsibilities of the
sponsors. These varied consideradly among the communities. In
acae casea sponsors WJere sxpected to provide so auch
extraordinary support that resentfent and anger was bound -to
devalop. Ia other c¢ases, sponsors did very little, and had no
guidance on waat was expectad of theun.

Selecticn of NCOs to remala 4a or Jjoin the battalion (and
rotata 0coNus) was also handled differently among ths
battalliona, Most required all eligidle NCQs to accompany the
battallon or sign a bar to reenlisccent. One battalion sought
voluntsers from throughout the division. This bdattaliou rsported
having no difficulty filling Lts slots, and also had none of the
anger seean anong the NCOs in other units who falt coerced into
recalining with or joiniang the battaliomn., NCOs who folt coerced
Wwere angry even Lif thsy stated that they othearwise wantsd to move
OCONUS in the first place. Wives shared thls anger.

Language training, a tool which could halp wives fasel Detter
adapted (-] thelr ovarseas esavironment, Was generally not
availabla. Most wivaes had been offared the opportunity to attend
such ¢lasses inan CONUS prior to the move.

Community Effects

"Lessons learnad”™ froa previous company rotations were avallabls
in the fora of WRAIR Tachnical Raports, but thase ware apparently
not used above dattalion level. For exanple, compaay rotation
clearly demonstrated the developmant of negative community
atritudes toward arriviang ualits which received special treatasat,
or Ware percelved &3 recelving special treatment. Thera was
licttle effaort to {ncorporate this informatica in rotation plans
in a wnanner walch would wmitigate the devalopment of such
community attitudes.

A prodlea (requently rapcrted by wives frocm all units
concearning the large Lnflux of people assoclated with battalion
rotation was the Lapact on health c¢are facilities. Reparts of
threes aontih waitianag perlods for an appointmesnt at the OBUIN
clinies were coammon. One wife stated, "By the tizme we get an
appolntuent we're pragnant again.”
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At Phase OQOne there was no consolidatinn of plans cor
information among the divisi.n staffs assoclatad with the
rotating Dbdattalioas, or among the coamunitiss which werse
supporting then. (Each rotating battalloa did work closely with
the unit with which 1t was trading places, including exchanga
visits by soldiers and some wives.) Each division and rotating
battalion developed 1its own plans and ianformation pamphlets, in
spite of the fagt that umnst of the efforts and information werc
the sawo regardless of the unit involved. Each coommunity did
have a person (typically within the DPCA) who had primary stafl
responaibility for coordinating bdattalion rotation. Thase
inadividuals should have established and maintained communication
across coaaunities. Since ths c¢oordinating staff of the DPCA
from at lezst two major posts had not received FSG guildelines, 1t
appears that AQDA policy guidance was not effactively
distridbuted. The source of this "shortfall” was dus to the lack
of effective relationships between divisioan aad community staffs.

There was also no ccordination between c¢ommunity support
agencles, and the various wives groups 1Iin CONUS comaunities.
Again, this should have been coordinated by the perscn with staff
responaibdbility zentioned atove. This continued until Phase Two,
by which time omost such coordination would have been too late.
At that time, the comaunity agencies belisved that they cosuld
handle the move with little Llatarruption in basic services. Some
(such as the Aray Coumunity Service Lending Closet) were
begirning to expand thalr capabilities and supplles. :

At the Phass Two Lnterviews, most plans for the rotation had
beea iacpleamented. PCS orders had basn processsd, and decisions
concerning leaves, etc. had besn 3ade. Disruption of comaunity
services did mot occur. By Phass Three there were a aumber of
misperceptions concerning the avallability of such services. For
exaaple, in one coamnmunity ACS received new supplies especially
for the arriviocg battalicsg, but was lncorrectly believad %o have
reservad those items ornly for that battalion. Housing offlices
ware believad to have actually moved families nut of housing to
make rooa for the arriviog battallions. There was no bdasls {in
fagt for these Ddellefs, but they were a source ol considerabdle
anger and resentment in the communities.

Summary and Recomemdatioas

Infornatlon Disssmination

Consideradle afforts were expended by each rotating
battallion to provide family aembars information about the maove
and its iaplications Cfar the family. Yet amany wives lacked
knoWwledge and understanding of the bdattallon rotation program.
This was a per3istent problem that continued to cecur in spite of
compreheansive efforts on tha part of sagh battallion to providae
infarmation 22 thase spouses. information dissemination, when
assoclated with the active support and Llavolivemeat of coupaay
level leadership, was very effactive.
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We reccmmend:

o Realistic expactations regardiang unit rotation should bde
3et 1in 1live with what can reasonably bde delivered.
¥hile this goal can never be met in toto, military and
comaunity commanders should make better use of various
installation 4information media to increase awareness,
foster commitment, and dispel deleterious rumors.

-] Iaformation sharing acroas unit boundries, and
dissemination of after action reports must be iaproved.

-] Contact should be wmaintained with spouses who ars
connected with the unit, evaa when those spouses ars not
liviag in proximity to the unit in order to ensure that
they continue to bdeliasve that they are part of the
military community. -

) A clear defianition of fraternization should be
promulgated, perhaps through aan Aray White Paper.

o Local news media (e.g., PAQ) should be used to provide
greater coverage and iaforzation <zoncerning the facts
and process of unit rotation. Such coverags should not
characterize the rotating unit as "spectfal,”™ nor should
Lt characterize the treatzent they recelve 2= 2pecial.

Wives Groups

Qrganization of apouses in a battaliocn was generally froa
the top down, L{.e8., a 3mall group of dedicated officers' wives
serves as a catalyst for ameetings, letters, etc. 4 relatively
small proportion of enlisted wives participated in these
activities, and this llaited participation was in part due to
reticence or discoafort on the part of enlisted wives.

Each of the wives groups had devaloped a nawsletter of some
sort for all battalion wives. But thare wers no attempts to
bring wives or the various rotating bdattalioms together to
incorporate wives into the dbattalion rotation planning process or
to establish coammuanication among thea in order to allow sharing
of Laformatlion or i1deas. Most programs to organize wives were at
the battalion level. Attenpts to organize wives within coampany
s{izad uaits were consistently successful z3 well as the amo3t
supportive of the wivas.

We recomnend:

o Wives groups should continue ¢ be encouraged, but
through organization at the company level. They should
be organized in a way that allouws any wife of any rank

soldier to "run" theam. Taeir veocluntary nature should bae
exphasized.
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o Battalion level wives groups should serve to empower and
support the coapany lavel groups. Company level groups
can be most effaective 4in supporting wives duriag
deployments, etce.

- Inforzal groups of wives, even those with wmembership
outside the coapamy or larger unit, should be encouraged
in the s2ame way a3 forqal groups tied to the unit.

| .
) Military udits (company sized) should be resourced to
allow themu adequate mail list management. As a miniaum,
this should include micro computer support.

o Each (company sized) unit comzander should ensure that
representatives of uwives groups have quality time
scheduled with the unit first sergeant each moanth. This

is to monitor anew arrivals and ensure adequate early
sponsorship. ) .

Morale

Most of the complalats which wives did express ware not
directed at their battalion, and did not relate teo COHORT or
battalisn rotatico spacific Lasues. The wmajority of wives
appreciated the move, were enthusliastic about it and reported

that ¢traveling with friends, as a group, was auparior to moviag
on their own.

There was auch <c¢oncera among wives of the rotating
battalions about issues such as housing, finding facts about the
rotation, and any negative {fampact of:battalion rotation on thelir
husband's ‘careers (the latter 13 actually a CQHCRT 4issue).
Installation comaunication media were not well used to publicize
accurate information at each military .base, or toc help dispel
uegative ruzsors and alsperceptions affecting morale.

We recomzuend:

a Travel of wives with the unit and their husbands was a

very positivs experlence which should be used whenever
possible. ’

9 Froviding preferential trsesatment of aay kind for any’
group 1s likely to cause greater aworale problems than
any other solution to the problem. Such treatnent must
be sliminated in evary case.

o Military leaders at every level should seek ways to
reduce unpredictable and unnecessarily 1long ("make
work™) hours for soldiers.

0 Child care faclLlities (avallability and: hours) aust be
expanded L1f oarganization and integration of wives is a
priority goal.
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Community Issues

Each of the military communities developed a rsasonablsa plan
to handls the rotation o¢f Dbattalions in and out oOf the
qonnunity. Sharinog of community suppcert plans sgcross military
communities was non-existent. Each community faced essentially
tha samse prodlems to help the departing battalions and to
integrate the rotating battalions which arrived, and each
comaunity daveloped gcomprehensive placs which allowed: it to
handle the large influ- -2d departure of soldiers and famllies.

Each divisioa he. rters independently developed a plan to
rotats ita arriving anmd <eparting battallions. There were aany
comacnalities in these plans, although each bhandled wmilitary
leave, 3shipment of vehiales, port call, etec., according to its

owan design. There was relatively 1little early coordination
across divisions, and no attempt to develop a warkable plan that
all could contridbuts to and follow, This resulted 4{in a

considerable duplication of effort Dy staff in each division,

We recommend:

° Trataing in organizing and leading voluntary groups
should bae provided to interestad wivas.

o Responsibilicies of sponsors should be specified for the
Army as a whole. Unit and {individual movements would
tharedby be enhanced. Nominal renmurieration of spoasors
for cartain specified tasks should de considered,

Q Spouses assigned overseas auast be accorded the
opportunity to attend laanguagze training courses ian the
overseas location.

° Standardization or sharing of community support plans to
handle rotating units of any size should be iaplemented.
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SUBJECT: Comparative Wartime Replacement Systems
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1. Purpose: To summarize the attachad manuscript, “"Comparative Wartime
Replacement Systems.®

2. Intraduc=ion:

a. The US Army has wan each conflict 1t fought. But, each time, the
things that were not done well became the focus of Tater studies. Oespitas {ts
victories, ane key area in which the US Army has never done well has been the
provision of replacement persannel to combat units.

b. Aftar each American conflict, the question of persannel replTacement
recei{ved sericus study. For example, years of Congressional hearings followed
the Civil War and extansive studies such as the regort of the Renlacement Board
were conducted after the Secand World War. Further efforts were done after the
Korean and V{etnam Wars.

c. In each case, post-war studfes were critical and faund serious
shortcomings in replacament procadures. However, victory each time obscured
the - urgency of the lassans to be Tearned. For this and other reasons,
substantive improvement has never been made. The attached manuscript
reprasents one mare attempt ta focus on 2 serfcus problemr that has wide
reaching implicatians. :

3. Methodoloev and Scooe:

a. Using a case study approach, the paper examines parsonnel replacement
during high-intensity combat because an effective replacement system {s ane
that can transition from peacstime gperaticns to support large-scale .
mobiTization and then sustain heavy casualtdes over a prglonged paried. If a
.systam can mest these demands, it can suppart low-intansity conflicts. .

b. Replacement systems exist to sustaim unit combat power. As defined by
the new version of FM 100-5, combat power dercends aon key ingredients of
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maneuver, firepower, protaction, and leadership. However, the current
definition of combat power omits the key ingredient of unit cohesion and it is
through this factor that replacement systems support combat power.

c. Cohesfon s best examfned thraugh primary and sacondary groups.
Primary groups range from crew through platoon; they fight the battle and do so
best when their membars are clasely banded to each other. Attention is
paid today ts the fmportance of primary-group bonding. However, the Army sees
the problem largely as one of Teadership and is just beginning to examine the
secondary groups' role.

d. Secondary groups support leadership efforts by linking primary groups
structurally to institutional goals and ‘there are key differences in how the
secondary group 1s defined. Whareas Americans noted the Army {itsalf or the
natfon-at-?arge as being the secondary group, British and Canadian analysts
focusad on the secandary group roles of companies, battalionsy and regiments.
This emphasis provides direct, institutional Tinkage between the nation/army
and the primary group and 1t greatly eases the role of leadership.

e. The study csvers 150 years from 1795 through 1945 -- the Franch
Revolutionary/Napoleonic Wars ta the Second Yerld War. This is when major
conflicts occurred and it 1s long encugh to provide historical perspective.
Tha study {s Timitad to infantry replacement because this {s common and the

abiTity to provide large quantities af infantrymen has always been the mast
difficult problem.

f. The study examined the American experienca in the C{vil War, the First
Waorld War, and the Second World War. This had already been done but, Timited
to American effarts, earlier studies focused on details rather than on
fundamental principles. To examine such principles, this study included
selectad foreign experiences such as: ) '

1) French efforts in the Napoleanic Wars and the First World War.

2) B8ritish experiencas during the NapaTeonic Wars, the First World
War, and the Secand World War. :

3) Garman efforts during the First and Secand World Wars.
4) The Japanese experience during the Secand World War.
g. Signififcant differences in phiTosSbhy.‘structuré, and articulation

emarged between the Americam replacement system and {ts foreign counterparts by
the beginning af the Second World War.
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4, The Nineteenth Century:

3. Nineteenth century replacament systems were designed %o support
maneyver or mobile warfare. Tactical organization was flexible; as units
decTined in strangth, they were combined with I1ike units to form maneuver
formatians of the “right® size. Far example, Napoleonic regiments faught with
3 - 4 battalions. But {f the ragiment contained only enough men g fi11 2
battalions, it was combined with another to forz a 4-battalion "demi-brigade”
that maneuvered as if 1t were one regiment. However, each rump regiment
retained {ts own leadership, fdentity, and cohesion. Similarly, Union brigades
during the Civil War contafned betwesn 3 and 13 regiments based on the sizes aof
~ the individual units.

b. Tactical units developed cumbat'power by emphasizing primary group
bonding based on secondary group cchasfon. Unit size was not deemed critical
ta combat power — what mattered was unit cshesfon. The philosophic emphasis
was on man as a member of a community rather than on man as an individual.

c. Men wers provided to combat units only at the entry level and regiments
found specialists and NCOs from their ranks. Rarely were men brought from
outside the ynit family to lead primary groups. Also, as trzined {nfantrymen,
specialists could be used as such when required. ] '

d. Raplacement was decentralized. Excest {n the American case, each
regiment was supported by an orgqanic depaot at home. Here recrufts were
enlisted or canscripted -— usually from the depot's region -- and nere they
were given basic training by members of the regiment. This focused as much on
regimental socialization as it did on miT{tary skills. Replacsmants then wera
shipped forward in drafts of varying size under regimental leadership —— Men
never moved as indfviduals. Once in the f{eld, the replacement's prior
membership in the regimental family gave him famili{arity and enabled his
acceptanca by veterans as a “younger brother.®

a. In the field, unit strength was the colonel's responsibility -— just as
was unit training. Calonels dealt directly with their depots and Taft generals
and their staffs to concentrats an operational matlers.

8. The Twentiath Canturvy:

2. The First World War was pfvatal in American replacement develgpment.
The objactive than was not tg create combat-effective units but quickly %o
mobilize and fi{eld a2 huge force t3 give President Wilsonm the clout to dictata
the peaca. Supporting a small, readiness-basaed Regqular Army, peacetime -
replacement machinery was clearly inadequate so new procedures had-to be
wovia ool Savornl factors dictated the course of development:
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1) The First World War was an anomaly in that it was a positianal war
~= the only time where specific unit strength seemed to matter. It was a
simple mathmetical formula, a unit not large enough when it crossed the 1ine of
departure had insufficient strength to gain the enemy's trench systems and
consolidate 1ts pasftton.

2) Huge casualties causad the 8ritish ana the French (but not the
Germans) to abandon their ninetesnth-ceniury regimental depot systems by 1917.
The new, centralfzad systems were those closely noted by American observers who
could not see that the Germans made the regimental depol system sufficiently
flaxible to sustain thair war effort.

J) The First World War occurred just as the American managerial
revolution was {n its Infancy. As witHh new movements, {ts promise was greater
than the results it could achieve. The factory model assambly line and new
principles of rational, objective management seemed to provide the tools
necessary to create the new forces. :

b, The new Amerfcan replacement system focused oniy on mooilization and
placed heavy emphasis on ths proper classification and usa of each individual
rather than on the unit. It accomplished mobfl{zation but was not tested in

sustainment -- the war was over before American units raceived prolonged combat
exposure. :

c. After'the First World War, the 8ritish rejectad their centralized
System and returned to the regimental depot modal that the Germans naver
abandoned, As a result, the 8ritish, Garmans, and Japanese ail fought the
- Second World War with individual replacement systems firmly baced on the

nineteenth century regimental depot model. [n thesa systems:

1) VWartime procedures were 1dentical to peacetime -- with Just an

expansion in scale. Each foreign system transitfoned smoothly from peace
through mabilization to sustatnment,

2) Tactical organization was flexible, oftan deviating from that
officially spacified. Although authortiied four rifle companies, British
battalions reorganized into fewer companfes as their strengths declined --gften
befng only company-sized when pulled for reconstitution. Their secondary group

?ohesion enabled them to continua effective combat servics despite 70 parcent
osses.

3) Unit strength was deemphasized and the facys returned to unft
cohesion. Authorized 180 men, the typical German infantry company had only 80 °
by the winter of 1941 and German units couldn't requisition replacaments until
at least 15 percent below authorization.
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4) Men wers recruitad, trained, and sogtalizad by a rear echelon of
their combat unit. Training was done by men drawn from the unit family,

‘ S} Men were shisped forward in packets ov variable siza under laaders
belonging to thefr unit. Further training occurred at each pause.

6) Prior socialization into the regimant -- the sscondary group --

eased integration into primary groups. The leadership burden was reduced and’
reconstitution could be dcne from a smaller unit core.

7) Men were pravided anly at the entry -level. Battalions promoted
NCOs and selected veterans for specfalist trafning. A battalion of the [rish
Guards missing a mortar sergeant merely requisftioned “Irish Guardsman, ane
each® ~- thus easing repnlacemant complexity. The return of veteran rifleman
for spacialist training combined combat relief with constructive employment and
specialists could be committed with canfidence as riflemen.

8) Rotatfon within the unit family was possible as men moved between
the combat elements and the training elements of 3 unit, This rested veterans
and it brought the latest.combat information back to the training base.
Enroute forward again, veterans led the reolacement packets.

8) Administration was decentralized. Tactical units communicated
directly with their depots and this reduced staff/administrative positions.

.d. The Americans placed fncreased emphasis on the fndividual and on
managerial efficiency rather than on unit cohesion. The emphasis on the
- individual actively impedad cohesfon because ft encouraged the soldier to focus
on himsal? instead of on the unit ccmmunity. The emphasfs on "management” led
to a rigid, overs.ructured and overcentralized system that:

1) Focused on mobilization rather thar on sustafnment.
v
2) Aimed to maintain unit strength even though it was recagnized that
the Second World War would be a maneuver war, Easily measurable, strength
could e affected by sound management while, as an fntangitle, unit cohesian
was forgotten, Without structural suppart, leadership 'was expecced to baond the
primary groups and translate strength into combat pawer.

3} Produced specfalized soldiers as {ndividual spare parts in an
assembly-1ine process. American riflemen theoretically wace not interchangadle
with machine-gunners whereas the Germans just had {nfantrymen. While poss1b1y
appropriate for mobflization, elaborate classification made the system
unresponsive during sustainment. Tha US Army had some 802 distinct specfalties
== 35 opposed to the 20 found in a German armored division.

4) Unsuccassfully tried to provide individuals by grade and narrowly-
defi{ned specfalty through an {intricatas requisftioning process,
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§) Produced too many specialists and a critical shortage of riflemen by
November 1944, Through late 1944, {nfantrymen were drags of the Army rather
than 1ts elita.

6) Shigment of individuals as spare parts %o te plugged into unit
vacancies, Men were committad to combat within hours of Joining strange ynits,
before they had time to know or care adout their comrades.

7) No rotation policies. Once assigned to a combat unft, an enlisted
man gafned relfef only through death or hospftalization.

e. The emphasis on the individual was carried to the point that whole
regiments were dissolved to provide {ndividuals to {411 shortages {n committed
units. More than anything else, 1t probably caused the law volume ¢f firs
noted by S.L.A. Marshall and Will{am OuPuy.

f. Judged in terms of unit ¢ahesion, the American system was a failure.
Ironically, 1¢ was equally a failure when judged by {ts own cbjectives because
its very complexity made it {mpossible toc maintain units at strength. American
{nfantry companies routinely operated with strengths no greater than thefr
foreign counterparts. A huge price was paid for a2 goal that was {rrelevant tu
combat power and couldn't be achieved anyway.

6. Xey Findings:

a. All replacement systems {except those used by the US during the
twentieth century) dasad combat power an secandary group coheston fnstaad of on
- strength. Combat pcwer seems only tangentially-related to unit strenqth but

directly relatad to primary and secondary group cohesion,

b. With the exception of the Union system during the Civil War, all were
individual renlacement systems. However, each foresign system was able @
pravide all echelans of unit reglacement as well., There need not be 2 trade-

off between individual and unit ranlacement svstems.

c. AN fore1gn renlacament systems faatured structural simplicity. They
focused an basic specialties and taese only at the antry lavel. They required
minimal administration to accomplish thelr mission.

d. All foreign replacament systams were decentralized, The combat
elements and the training elements formed a single unit family. This eaabled:

1) Secfalization of the replacament {nto the usit family -- the
secondary grodp -— before he saw 1ts tactical elements. This instituticnal
structyre facilitated laadership efforts o bond primary groups and lowersd the
size of the unit core required to continue in combat.
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2) Training by men directly accountable who had a (lrect interest in
training quality.

3) Replazement shipment supervisad by leaders from the unit family.

4) Shipment flexibility. Orafts of any size from crew to company
could be shipped.

§) Individual rotation between csmbat elements and training elements,
This relieved men from combat while constructively using their rest.

e, The close similarity in foreign replacement systems indicatas that
thera {s more commonality than difference betweasn soldiers in different times,
conditions, or societias. This shouldn't be surprising -- different social

structures, conditfons, ar levels of technology have ¢hanged neither human
. nature nor the princfples of war.,

7. Imolications:

3. Ever since the First World War, the US Army has emphasized management
and has modelled its replacament s%ruture and procedures on the factory system
to provide individuals as spare parts. This required a large administrative
overhead to supervise increasingly iantricate procedures and the Amerfcan way
has b2en fundamentally out of step with {ts contemporaries. The Army achieved
success byt that success was due to overwhelming materiel super1or1ty rather

than to combat unit quality., Such materiel superiority cannot be assumed in
the future.

b. Evidence gathered {a this study {nd{cates that:
1) Personnel management ohilosoghv should be regriented to:
3) Emphasize cohesion instaad of strength. The {nstitutional
focus should be on the secondary group to provide a firm structural foundation
for effaorts by un{® leaders to build bonded primary groups.

b) Focus on unit ccmmunitiaes rather thar {ndividuals., The soldier
shoyld find fulfillment not as an individual but as a member of the community.

2) The personnel management Svstem should be restructured in
accordance with the following principies:

a) Peacatime, mobilization, and sustainment pracadures must be the
same to enable smooth and affactive cperation. The facus must be on combat
power, on what {s essential, and on what can realfstically be achieved.
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b) Oecentralization of replacement procedures, responsibilities,
and authority.

¢) Simplicity. Speclalties must be combined to the maximum extent
passible. i

3) The combat army should be completaly fntegrated with the training
base at the ynit level in aorder to:

a) Facilitate {ntegration of replacements through prior
socfalizaticn.

b) Provide flexibility to ship drafts of all sizes.

. ¢} Enable reconstitution from a smaller unit core. Army doctrine
currently requires a unit core of §0 to 70 percent of {nitial strength for
reconstitution. Yet units supported by regimental replacement systams anly
required & unit cors of 25 to 30 percent of {nitial strength.

d) Enable rotatiocn of individyals tc and from combat without
losing unit cohesion.

PETER W KOZUMPLIK
Major, US Army
§57-76-0901

Tel: (202) 373-2517
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Adbstract

This study examined the 3socialization and {integraticn of
replacement 30ldlers into COHORT units. Three COHORT companies
from one battalion involved in a major fileld exerasisa recelved
replacemants. We Jnterviewed: the raplaceaents and the squads
(ingluding ocapany ocadre) to which they would be assigned prior
to the sxercise and observed the replagenment process during the
exarglae, We alsc interviewed sach squad with L{ts new members
two weeks after the exercise was over. The interviews covered a
nuaber of {ssues, inoluding solcier expectations and experiencsas
caoncerning the replacement process, welcoming and integration,
leadersnip, enlisted-officer relations, and morals and
coheslon. FReplacemants were assigned tc squads with the (drigade

directed) proviso that they remain in at least twc-man buddy
teans.

Fears that replacements would not be accepted 1into highly
cohesive COHORT units were unfounded. The squads and sectlicons
did a surprislngly good Jjob of accepiling tCthe neweomara.
Horizontal cohesion was established quickly. At the sans tigs,
the buddy team concept assurad good mutual support to the
replacement. On the cthaer hand, small unit leaders did little to
sncourage the development of vertlical cohssion. Most stated that
given the cholce, they would assign replacements {ndividually,
even {f that meant dreaxing up pre-formed groups (such as these
buddy teams). Further, officers viaewed the i{ntegraticr of new
soldiers with!un platoons and squads as an NCO area of
responsidbility. We attriduted leaders' lack of attenticp to
vertical :cohesion t> 1) 4damplicit rules proscriding 1informal
coatacts among leaders and led, and 2) failure to recognize the
iaportance of small group ties or to capltallize on such bonds to
enhance psychosocial readiness for coabdat.

The report concludes with a series of recommendationsa
gocacsraing ualt recoastitution. Thase include: 1) wider use of
the buddy team concept for raplacemants, with crosslaveling as
necessary to umalatala groups of new soldliers together, 2) train-
ing leaders and soldiers to recognize the importange of, and to
think in terms of, the cohesive military group, and 3) a require-
ment for leaders at all levels to be actively iavolved in the
integration of the new soldiers a3 a company Leadsr's (rather
than NCO) responsibility.
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Intioduction

Recruitment and tralining replacemeats are major problems facing
any arnay. 4 eritlical but Lgnorsd consideration ia the 73 Aray
replacement process, howo :-r, 13 that assignaent %o a unit does
not ensure intsgration 1in%o a tean. New unit msnbers, defeors
they are accepted and before thay feel confident that thay have
been accepted, siaply do not @make good soldiers. They are at
higher risk for strass breakdown in combat (Gal, 1983) and are
leas efrective as so0ldlers. Coxaunication and qoamitzent are
fagtors which will decide the difference betwcen winning and
losing on the future dattlefield. Both factors are likely to De
lacking until the replacement i3 trusted and accepted by the
group. The prudbiems associated with reconstituting unitse-
eithar from survivors of vataran coambat uanits or adding "green”
replacexaents to 2 ulite--are not new. In the United States as far
back as the Civil War substlitutes wers scorned By cogdat
veterans, and new enrcllees dreaded the prospect of being put 4in
with men who would taunt and deapise thexz (Kellgtt, 1682).
Stouffer et. al. (1949) discusasad the difficulties green troops
sogaetimes had L{n World War II units, @ostly because they wers
viswed with amiatrust and not easlly accepted into their uaew
units. . . ’

There 13 2 clear relation between quality of soclalizatlicn
and integration of new maabe:rs {into 2 group ¢nd later bdehavior
and adjustaent. Replacements often experilence a period of
considerable stross prior to acceptance as "one of the group."”
Futupre war 4ill be characterized by high intensity and continuous
oparations. TIn such a war, we would not have the luxury of even
d week to successfully 4integratae replacerents inte dacimated
vaits. lagrzhag (1984) has shown that Lt usually takas two or
three days to se¢ whethar a pnew man will fit in, and ten days to
datasrzine where and how. Early feelings of sitress assoclated
wirh ¢this period of anxlety often lead to dysfunctional or
nnndesirable behavior. For exagple, Ingrahaum Found that one
Qubtcome can be the use of 1llicit drugs. 3Some new soldiers can
gain quick acceptance through sharing this {llegal activity.
Another outcome of this stress {s dissatisfactiooc with the
atlitary. Roex and Schnelcer (1983) found that fallurs ta
properly orient and Lntegrate aew officers 1led to general
feolings o0 strmsa and decreased coamitment to the Aray over the
first six months of assignment to the unit.

A study of how 3soldiars' spouses are ILlntegrated into the
coagmunity offsrs additional data on outcomas associated with the
soclalization of nswcomers. Schnelder and GLlley (i98%4) found
that sSpouses «ho Jers not wall integrated into the military
community scon aftar arciving overseas were five tizes as likely
to return to 'the US t'{taln one year, compared with aspouges who
ware wWell intagrated. Thaaa anouses varas ales leessz 1ilzle $¢
report that they waalted thelr active duty sponsors ¢ remaln in
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the aray. The implications of 3spouse Llantegration for soldier
adjustmaent and perforacance are considerable.

Rozumplik (1986) has argued that all soldiers should bc
assigned to a new unlt at the basic entry level, with training
the responsinility of regimental cadre. The purposs of tais s
%0 establish stroug sacondary group tiaes (arournd the battalioen
and reglimental affiliattc) which enhance cohesion and resistance
to stresa breuakdown oan the battlefleld. ,Ian spite of numercus
studies, there has been surprisingly little policy and doctrine
to direct or guide the military replacemsent process "at its most
eriticzl polint- the first days ian the small unit.

Our modern individual replacement policy 4s rooted 12 Worla
War 1. During that time, the marcagerial ravolution in tac United
States led to a shift in emphasis from the individual =23 part of
a group to classification of men based on their skills and
interests. Iandividuals with similar interests and skills were
treatad as identical. The managerial revolutinn promised greater
efficlency in selection of pecople for a particular job, and thus
responded to the military need for rapid, efficlent expansion.
Managerial efficlency was translated iato tae goal of wmaxking
Masseubly line soldiers,” each of whoa could fit ia where a los%
er dysfunceticnal part existed (Zezumplik, 1936)., The indiwideal

replacement system begun in World War I Lis still in use today.

A modification of the individual replacement 3ystem was
implemented late 1ia the ZXorean war. "Packats" of four "buddies”
waere allowed to traim togethar and be assaigned togsther as
replacements to a unit. The Ldea was tuat they would remain
together, presumably in the same section. The purpose of this
aodification was to decrease stress for the newcomaer, by ensuring
that he was already integrated into a group. 7This led to. greater
coheslion and morale in that four=man teaz. Janowitz and Little
(1974), however, indicated that such teams oftaa had difficulty
integrating into the larger combat uvnit. It is not disputed that
the US A»my has continued to win while using the individual
renlacement system; but the evidence Ls clear that we have won
despits 1its obvious weakness. We have been relying heavily on
our overall —anpower and industrial superiority, advantages which
are hardly guaranteed in future war. Xellet (1982) deamonstrates
that the weakness of the individual replacezant aysteo has been
recogunlized, discusses how lives and hattles hkave been lost due to
this systam, and examines personnel policies used by other armies
to praevent such prodlems. :

fhe U S Army 1= currently using a unew 2anaing systen (called
the Unit Manning System) which 13 specifically dealzned to

snhance unit c¢cohesion. This system establishes company cohorts
that ~amain togathar for about thares vears. The goal of
increasing horizontal cohesion among 1lower ranking enlisted
soldiers has been realized (WRAIR TECHNICAL Report, 1986). But
the Lssue of providing replacements to these units, while

maintaining high unit coheaion, has not yet been inveatigated
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systematically. If committed to combat, such unit cohorts will
comprise both soldiers who are 1intizately faniliar witn one
another aad replacezents who nhave trained togather. Informal
lines of comaunication, and previous long tera friendships amang
the "o0ld™ soldiers could cantribute to feelings of .solation,
lack of power, anxiaty and stress oan tha gpart of the new
soldliers. "Ian addition, extremely ™tight" units, such as CQHORT
units, might not bde able to absordb losses. Some analysts have
argued that very close relations amoag soldiers could maka theilr
g,oups too fraglile to tolerate casualties.

On the other hand, highly cohesive groupa miszht de nors
receptive to accapting newcomers, and 4o a relatively better Jjob
of orienting and integrating them. Reacent nmilitary experience
with an airliner carrying trocops which <crashed at Gander,
Newfoundland provides asonme {aformation on this (Iagrananm,
1986). One company was devas.ated, Dbu%t was sucscessfully
recoastituted by cross-leveling squads from within the battallon
aad filling aost rezaining vacancles through individual
replacenents from the drigade and division. Although it was got
a COHORT uznit, the atfected battalicn was characterized by hnigh
levals of cohesion aand stability conseguent to a&ix wnonths'
service in the Siaal.

The ifmplications Cfor COHORT unlts of reconstitution for
leadership, cohesion, and fighting power are not known. Durinzg
peacetime, personnel in COHCRT units are stabilized for 36 months
since most members Jjoin the Army with a three yvear obligation.
This means that replacements due to sizmultaneous ETS w&ill likely
require at least 50 percent of strength after 3§ months. In
addition, some attrition (due to a variety of causes) does occcuir
during the three years. The Aray has no ezperience
reconstituting stablilized units during peacatime, and mo policy
for reconstituting units badly mauled in combat. In addition,
the effects of wartime —replacements on COZORT companias 13
uaknouwn.

The purpose of this study was to examine and describe the
socialization and integratioa of groups of new soldiers 1iato
aexisting COHORT companies of one battallion. We focused on how
the process worked as a functior of tke levels of coheslon,
beliefs, and behaviors of newcomers and 23oldiers 1in existing
COHORT companies. o

Meshod

The atudy was conducted at several sites. Several groups of
soldliers were iancluded: trainees who were to be 2assigned as
raplacements to a COHGRT battalion, soldiers in units which were
ta recelive replacements, and squads that aerually wsecclved
replacements. Soldiers Jere lnterviswed at thelr unit and during
a major field exercise (Celtic Cross IV). To¢ avolid sensitizing
respondents to the rsplacement issuve, all questicas cozaceraning

this aspect of the study wWere 1abedded In other QqQuesticns
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(descrided below). Intarviews were supplemented by participante
observation during thns filsld exerciss.

The study was carried out in four phasas. In the first
phase:. squad-sized units were interviawed at the end of their
basiec training (OSUT) cyscle. A total of 11 squads vwere
interviewsd over two days. The soldiers (regular active duty
aray) were later assigned to a numder of different posts and
unlts, including the battalion of interest. The soldiers studiad
ip this phase were privates (E-') through privates first class
(E-3). Questions focused on soldier expectations of their new
unit, but included others concerning their views of lsadership
quality and their tralining about leadership and soclal relations.

In the second paase, three squads from each of the gaining
companies in the COQHORT battalion were interviewed., ALt the tize
of the linterviews, no cne kaew which squads would receive
replacezents., We therefore inciuded one squad froa each platoon
of the three rifle compznies involved, for a total of nine
squads. Interviews were conducted with tae intact squad minus

cadre responsibdble for that squad. (Cadre wers {ntarviewad
separately.) Soldlers interviewed in Phase Two ware Privates (E-
1) through Specilalist U4's (E-4). Tre interviews Lncluded

discussion of how new soldiars come to Jit into a unit, as well
as thelir evaliuation of cohesion, morale, and leadership 4n their
units. .

The third phase Lanvolved observation and informal intecviews
conducted in the field, ‘n tha days before and after insertion of
replacements. This was accomplished during a major Army fleld
exercise involving an entire divisicn Tfacing a selected
opposition force in extremely realistic rural aand mountalnous
fignhting conditions. The purpose of this phase was to bhelp

~understand the replacemsnt procass in genaral teras. The focus

of the observations was to describe what happensd tc the new
soldiers as they went through the replacement prccess.,
Interviews were conducted with the ireplacements and perasons {n
the units around them to gain an understanding of thede

‘individuals' beliefs and reactions coaceraing the replacements.

The final phase of the study two weaeks after the fleld
exercise iavolved {aterviews of the 3quad members and chain of
comaand that had received replacezmants. A series of separate
interviesws was conducted with the platoon serzeants, platoon
lgaders, first sergeants, compary commanders,. battalion cozmand
sergeant major, and bdattalion commander of the galiolag unit.
Here we focused on how the replacements were 1integrated into
their unita, and the attitudes and bshaviors at different
organization levels that facilitated or hindered this process.
Feelings of the aquad (old members and replacements) concerning
the replacement and integration proceas ware alsa diseusasad.
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Results and Discussion

The individual companies wers allowed to assign repliacecents
according to cocmpany needs. Howaver, they were requirsd by the
brigade commander to maintain the replacements together in at )
least two man "buddy teams." We will first preseat rssults froa
the first two phases of data collection and then discuss tiae
socialization process as observed iz the latter two phases.
These will bDe relatad to newcomers' adaptation aad reported
stress. Finally, theve results will be discussed in terms of the
development of military cohesion. . ’

Replacement soldlers interviewed during Phase One described
high levels of "bonding” with their squad and team meabers. Tte
greateast level ¢ personal trust was reported 1in those
assoclations. Most also reported that they trusted the combat
efficacy ~ of taelir fellow squad members. Inter-platoon
assoclations reportedly were 2ot common, and few f{riesndships
exlsted outside the platoon. Raeplacements were very aaxious and
expressed @such apprehesnsion- concerning their next duty
assigrnment. They expectad that taney would have to prove
themselves in soame sort of unit ritual. Runors of "thousand =alle
rcad marches™ and "hundred pound ruck sacks" wvere common. Above
all, soldiers feared rejection from ¢their new unlt. They
expectad that it would be some time before they would fit in, but
were unsure how to make tals nappen. These soldiers seexzed to bde
highly enthusiastic and well aoctivated. Eaech group commentead
that talking with a cadre meaber f{rom the gaining units about the

new unit early on would have rolieved them of much of thatir
apprehension.

During these i{nterviews we also discussed a number of
leadership Lissues, includinz frateraization and enlisted-leader
relations. Without exception, these soldiers believed that the
"NCOs who trained them were highly skilled and coapetert. At the
sa@s tizme, they reported having had little coatact with any other
NCQs, and (except for - the meabers of one squad) no contaat with
officers., Qnly three of the replacsments had heard of the teraz
"fraternlization.” Howevar, virtually all who had been appolated
to & lsadership position had been told that enlisted soldiers
should not soclalize with NCQOs.

Taterviews duriag Phase Two revealed that the gaining units .
also comprised close, tightly knit groups. The concern expressed )
S5y replacements about fitting La 2eemad well founded. Soldiers
in the gaining units referred to wmemder: of thelr respective
squads as their "brottars" and regarded their platoons "like a :
family." Each ¢f these trou.ns expressed confidence in thelr
adbllity to parferm well with thelr unit in a combat situation.
: Thmse COHORT ¢*rained coad as5isgnsd scldiers reported multiple
crosc-platoon friendships, such tnat they were very familiar with
most other nemblers of thelr couzapanies. They also clearly stated
that they did not truat outsiders, that Ls, people who were not
"COHORT tralned™ with then. This sentiment was Lllustrated by
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one platocn sergeant, who said, "These COHOAT soldiers are a0
tightly ‘bonded'! that the cadre are the outsidsrs that have to
prove %o the troops that we are Wworthy of thea. These guys would
do anything for one of thair buddies.” The soldiers repeatedly
referred to themselves as "high-speed” and "the bas%t."

Members of thase units knew that replacecents were scheduled
to be assigned somewhere in tha bdattalion. Thers was unifeoram
concern that the "newcomers" would not be physically able to ksep
up with thelir ualt, and that they would not be as wWell trained
as the more M"experiasnced soldiers.” Each squad said that the
navwcogers would bde welcome 1f they didn't out-rink them, wvere
willing to lesarn, and eould prove theamselves to the experlisenced
sdldiers. These COHQRT soldliers had been togsther for alaost a
year; none of the squads had had any dires: experlence with
replacenents. Integration of new 30ldiers {ato such a squad
gould te difficult. However, all welcomed tha idea of receliviag
nsw soldiers since they were understreangth and replacements would
help to even out the 1load.

Io splte of thelr initlial anxietles, the replacements ware
accepted very well at the sguad and team levels. During Paase
Three (the field problea) we follcwad the replacements frog tas
time they arrived at the Lrigade aeadquarters tn thelir assignoenat
to a fire team. Both squad level cadre and soldiers made efforts
tc welcome them, and get thea iavolved with the amission. 1In zZost
cases, scmeone "took them under his wing"™ and helped ensure that
" each was made to feel part of the group. Usually the team leader
helped the replacement with those reas needing immediate
attention (iatroduciang him to the other squad members, packiag
his . ruck sack, learningz hand and arm signals, etec.). This:
orlentatlon *vypically evolved into an entire fire teaa effort,
with support coaing from a number of individuals. The sentinment,
"they ars our brothers," was frequently mentioned. Trust and
confildence 1levels of both newcomers and experienced scldisrs
toward one another appesarsd high within two or three days. The
fact that the units were inveclved in a rigorous fleld problen,
the replacements were able to kesp up oan tasks such as a forced
road march (thereby "proving"™ themselves), and were williang to
adopt the standards of the noew unit certalnly_ contridbuted to
their rapid acceptance bdy tha groujp. As sxpacted, the
replacemsnts within the buddy taaas also got support from one
another, They reported that their initlial anxlaty about fitting
in was rapidly alleviated, and they scon felt accepted.

The effectivenaens of Llanitial socializatliocn at the asquad
level 13 also deaonstrated by a group of replacements which was
to be transfsrred to a different battalion at the end of the
field exercise. All replacement soldiers imn that group asked to
remala with thai» platoon instead o€ tracslsiiring v yei apotner
unit. Replacemsats requested tzls stability desplits the extrene
deamands of the fleld prodlem and expectatioans of more of the. sane
{in thefr pressnt unit. tach reported that he felt comfortable
with his new friends {n his squad, and did not waat to be a
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"newble™ agalin.

Horizontal cohesion thus seems to have developed rapidly and
affectively. 7This was apparently due to the outstanding job done
by the sqQuads to 1incorporate new 2embers, the fact that the
groups were sharing ian a rigorous training problea, and to the
new member's williangness to learn the ways of his unit. There
was no evidence to suggest that these hizhly conesive COHGRT
ynits would reject nev meambers, or that the new mambers would
{solate theaselves from the pre-existing group. Qzite the
gontrary, well lntegratsd squads iasure survival by brilaglag the
newbies on board qulickly aad correctly.

At lavels above squad the welcoming process wWas less
effactive. There was no 3tanding operating procedure (SO0P) for
the integration of new soldiers. In fact, a number of officers
expressed the need for such a plan to handie tha expectad
replacements, The senier NCOs had already formulated and
proanulgated such a plan, but 1t only .covered where 0o assizn
replacements, not how to integrate them; furthernore, %the NCOs
had not shared thelr plan with their offllcers.

Although a aumbdber of NCOs did greet and talk with the
replacesments, there was little contact with the new mean by seaior
‘NCOs and officers. Only one company coazander and one lisutenant
had spoken with them within the first week of their arecival.
This reflected the stated bellef of a aumber of officers that
greating and iantegrating new soldiers is "NCO business.” Ia our
view, this assumption contributed to soze degree of distance
between officera, =Iany senior NCOs, aad the lower raaking
enlisted, Few unit leaders made an early effort to "keoWw their
men."” Thus, in spite of their acceptance and positive attitudes
of the squads toward the new mneabers, the sanlor cadre and
officers widely Dbdelieved that the 19 replacements, as a group,
represented cast offs and poor performers (e.g. two had fallen
a5leep 6.4 duty and one wantad to get cut of the Army; these were
also not wall accepted by thelr peers).. Such social distamcinag
and stereobyple thinking hindered developament of vertlcal
coheaslion. There L3 yet another 1laportaant consequence of this
implied social distance. 4 most painful task of the commander is
to write a letter of coandolance to a deceased soldier's next of
kin. The difftisulty of writiag such a lettar could surely be
sased by having some personal knowledge of the soldier, bBdut
company officers confused essential information for future combat
with appearing too close ("buddy-buddy") to their subordinatas.

We believe that there are at l_ast two causes for thase
findings. Firat, as reported above, training of soldiers
coancerning enlisted-laader relations appearead to begin,
dnfarmalle during bazlc Sralnlage.e Tue Lurust of this tralniag
{s that such relations are %c be avolided. Furtheraorae, wn
abaserved surprisingly little informal discussion among officers
and NCOs. Small unit leaders, 1in genaral, are not atteading to
the La:portance of develaoping or foatering vsrtical cohesion in
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their units.

Seacond, our 1leaders do rot recagnize the izportance of
supporting and aaintaining tue primary group, nor do they think
in those teras. When 1introduced to the gaining squads, the
replaceneats weraea required, bdy the drigade staff, to rezain 1in
buddy teams of at least two. This was done to eliminate iscliation
and provide a sense of cohesloan from the onset of their
assignment to the new unit. This idea met with =much resistance
from the coapany level cadre. Virtually every small uni: leader
reported that 1f the assignaent of replacements weraea up to him,
Be would assign replacements .as iadividuals rather tzas in palirs
or groupa. The leaders contended that replaceaments could act and
stould aot be assigned in order to bduild cohesion, Ddut rather to
the squad that had tha greatest numerical need. Thelr rationmale
was: "If I am down two men ia three squads and I rescaivae threas
replacenments then each sgquad should reccive one man, to even out
tbte work load. Equity {3 more importaat than keeping the trcops
happyv.” "Pairness” rather thHan c¢oabal aeffectiveness was the
domingant <L{3sue for unlt leaders. Tuais convictiocn, that "spaces”
had priority over "faces", was hsld froc 3quad lezders through
company commandars. Qur data from the Phase Two ianterviews, as
wall a3 research with otner COHORT c¢najanles, clearly ashow that
COHORT trcops ars wall acquaintad wits soldiers throughout thalr
companies. Such troops could not oaly eaally adiust to within-
platoon leveling teo maintain replacemants together, but.- should
have little problem with cross-platoon assignmsats. The amall
unit leaders alse reported that they would assign soldiers as
indlviduals rather than as bduddy teams ian a comdat situation.
This prodbably haa 1t3s genesis {n the Army's predominantly

individual replacement policles under which most soldiers have
served.

Conclusion and Recommendations

We have examined che =cocialization and 4integration of
replacexzent soldiers Lnto COHORT units. We found that fears that
replacements would not de acceptad Linto highly cohasive COEORT
units were unfounded. Ian fact, such units did a surprislngly
good Jjob of 1integrating newcomers, and quickly amitigatad the
stress of belnz the replacsments ("newblias"). Horizontal
coheslion was qulckly and effectively established. This s
extrenely Laportant to the Army as it {mpleaments plans for
refilling COHORT units (which lose large aumbers of soldiers due
to siaultaneous separation) aand augers well for the gew CIM
(Concept Implementation Model) for those plans. On the other
aand, leaders did not pursue the develcopaeant of vertical
cohesion. We attriduted this latter findiag to 1) implicit rules
proscribing 1inforzal contacts among leaders and led and 2)
fatlure %o reccgnize the Limportance of small group ties, and
f2Llurs U6 estaviisn, nurturs, and capitalize on such tles to
strengthen psychosocial readiness for coabdbat. )
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2)

3)

8)

We, therefore, make the following recommendations:

Assigning and maiataiaing 3oldiers who had trained together
in buddy teams worked well for newcomers and galning units.
"Buddy~-teans"” fslt well supported, primarily as a result of
actions by menmbders of the aquads. Having a familiar facse
helped {n the 1light of the oconsiderable anxiety that all
nevconers felt. Assignneat ia three-man buddy teas 3 might
preve to b¢ even mors advantagsous o ensure that at all
times at least one duddy is available even when one aexber Lis
absent. We DbdDeliasve that the advantages ¢f amaintaining an
fiantagct replacezent group ocutweigh the potential problemas.

* The high levels of coheslon we observed at the platcon level

in CCHORT units argues that soldiers could be shifted within
the platoon to aceoarmodata kaeping small teans of
replacenents togsther. “e recommend that the Aramy scnsider
using duddy-tesams of two or three map to replace soldlars in

"COHORT units. :

The rapid acceptance of rsplacecents, and the extsat and
quality of relations (crossing platoomn boundaries) aaong
mea=bsrs of COHCRT coupaniaes, suggests a reconstituticn pollay
for badly maulsed COBORT units. The Aray should adopt a
policy of ocruss-laveling froz larger units ¢to f£ill the
smaller units. The policy could be dased on the precsdure

. used by the 101st Dirision followliag the Gander disaster.

S8quads could be transferred frowm elsavhere iz the company to
the affacted Dplatocn, and from battalioa to coapany. Other
replacements should be assigned in buddy teams of two or
thres nen. These would come from brigade and diviaion, with
MILPZACEN filling the recaining requirezents.

At every echeloan of leadership above the squad, =most szmall
unlt lesaders statsd thaey wWould assign replacegent soldiers
ind{vidually rather than 4in bduddy tasaazs. The historicsal
igportance of geohesive 3o0ldler groups to survival oa the
battlefield has not been learned. There 13 &s yet no
comnitment Lin the Aray ¢to duilding and maiataianiag group
echeslon, and few leaders understand Lits L{aportaace. Group
eohesion might be the single most critizal fastor capadle of
incresasing coabat power; it is also one facstor Arzy leaders
esn infiuence. Qur soldisrs must be trained at every leavel
to think "graup.” In terms of replacements, each service
schoul should discuss - how to teach leaderas to Ddatter
integrate and soclallize new soldiers {nto the unit.
Practical exercises, includinog role playing, should be

considered, along with developaert of a3 cheack list of what i3
r.qLLil‘Qd ta Q!!ect Ahanoas ‘.- ol a—md -

———— e-- - WNMAE Y Wl o
The iategration of new soldiers is viewsd ilascorrectly by many
ef%lcers as an NCO area 07 responsidbility. The integration
of new soldiers is clearly a 3ilitary unit responsidilily and
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a primary concern faor coamanders. Soldlers do not fight as
Qfficers, or as NCUs, or as anlistad soldiers. They fight as
groups, "in teanms, 3quads, platoons and companies. This aust
be uppaermost {n every soldier's thinking about how to win in
combdat. As such, tha €ompaly commander snould make an affort
tc wmeet and greet 8very new soldier, and shcoculd take an
active role in assuring the development of vertical coheston.

S) We observed 1iittle communication among. officers, NCOs, and
enlisted aoldiers. This 1s a serious oamission. Platoon
loaders oftan had a poor understanding of what was going on,
tactically or socilally, among the enlisted soldiers and ¥COs
in their units. Yet, they aight have to lead thea to battls
on the future battlefifeld. We celliave that all coapany grade
leadars guat be taught the izportancs of ieformal
comaunication to rainforce the 2oncept of Mzroup" and
"coapany.” We recommend that sarvice schools teacenr taae
iaportance,: particularly for officers, of wsing every
opportunity to talk with troops in order to keep thaolir
fiagers on the "pulse™ of the unit. Exaaples of how aad w:en
to do this (such as during chow, whero offlcens frequantly sat
alone) should be included for Junlor leaders.
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Abstract

Aa initial analysis of the second i{teration dsta utilizipng
company-level means: from units that could be wmatched aoross
iterations revecals that, although the dJifferences are not a3
great as they wvere for the first iteration, COHORT cocmpsnlies
still have  sigaificantly higher qohesion scale scores than
nonCOHORT companias. The relative ordering of ovaerall scale
values remains the same from the first to secoand iteration, with
soldiers expressing acre negative sstimations of the vertical and
horizontal bondiag ia their units than other groyp-related
phencmena, syeh .as coabat readiness, sanse of pride, or
confidence in leaders.

Looking in particular at horizoatal bondinz 2s measursd by
Uait Social Climate, wa find that despite significant declines
for COHORT-CONUS armor units and Light Iafant:ry units, oaly the
Light Infantery companles fall appreciadly Lian their ranking vis-a-
vis other unit types. Using this ma=sasure, COHORT armor companies
renain as. the =ost cohesive and nonCOHORT (fleld artillery
companies the least. CONUS companies zenerally fare better on
Unit Soctal Clizate than those OCONTIS, as we fouand in the first
iteration. Eowsver, the opposite L3 trus ig the secoad iteration
for COHORT Mechanized Infantry c¢oapanies, Yo asignificant
differences were found in Unit Social Climate by c¢controellinmg for
line company versus headquarters/support company status. :

By arraying company mean differances from the first to the
second iteration on Unlt Social Clizmave, Lt was found that the
average company declined adbaut one point, but that some coapanies
dropped as Bany as fifteen polats and others Laproved by as many
as thirteen points. By focusing on those aqompanlies with the
3tespast declines and coaparing their written ccaments with those
from soldiers Ln coapanies with improved scores, it was
dlscovered that declines could bde attributed to leaders who werse
perceivad as exploitative, uafair, iancompetent, and aeblivious to
the 3s0ldiers' needs and welfare. These prodlema ln leadership
seemed to be manifested most especilally by the scheduling of many
flield exarcises with excessive periods of down time, leading in
turn t3 a forfeiting of time for a personal and socoial life and
sudsequently to a loss of unit morale. Conmpany-~level changes in
{tex responses %apping 3uck dizensions and consequences of
leadership proved to be - Irrslated across all coapaaglies with
changes {an horizontal coheslon as aeasured by UOUalt" Socfal
CILGatQ . -




Introduction

This fourth UMS astion officer survey report aspotlights <the
following:

1. A status update of fleld operations, response rates, and
data set aonstruction for the Cfour iterations of the
humap dizmensicns survey.

2. Initial sqcale score and demographic comparisons for first
veraus second iteration data with a folus on battalion
type and COHORT status as explanatory variabdles.

3. A more detalled examination of chapges 4in company lavel
hori{izontal cohesion over tine, as zmeasurad by Onit Social
Climate.

k., The thrust of futurs data analyseas.

Survey Adainistration and Data Fils TJodats

We now have ava‘ladle an archivadle cdata sat gon%alniag all
valid cases of <he first Llteration questionmnalre. The data set
reprezents 108 sempsalss, acluding 1§ whole battalioans, for a
total sample alze of 9627. Analyses conducted for pravious
technical reports did aot 4include all of the first. iteration
data. However, while the npuader of cases {n 3subsequent tablea
“1ll thersfare be larger than in earlier reports, the atatistical
results do not significantly differ from those cbtained wicth the
incomplete data set3. The substantive conclusions drawn from the

preliainacy work remaian uachanged.

For the second Lteration questioanalirs, we have a clsaned
data set with all available casas whose units coapleted thia
version of the quastioacalre. There are 9171 respondents 1ia this
data =2t whs represeant 108 csoampanies, Lincluding 17 battaliocas.

The third i{teration cf the survey laoscrument was Zailed 1in
mid-July 85 and as of 35 October the majority of saaple units zad
either completed the questionnaire or were scheduled to do so 1in
the Lamediate future. The total nuaber of companies survayed is

‘smaller for the third {teration dua Raialy to the shutdown of BDM
operations at Ft. Carson. We have begun data processing for 18
of the units responding to the third iteration questionnaira.

A fourth 1iteration questionnalre has been prepared. WRAIR
will provide perscnnel to the Soldier Support Center, Ft.
Senjamin Barrison, for the mall diatribution of this lastrumen%
ia February 1987, with the hope that the hulk of the battalions

can he scheduled faor administrzticn By 31 Moy 1987.

The ovarall reaponse rats i3 lowsr for tha second itasration
questionnaire than tae first (71%2 varsus 77%). 30th rates,
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hows ' _ are reasomable for our analytical purposes. COHORT unic
rA. ase . 1tes yremaln higher than nonCOBORT rates (73% versus
66% (. nc: %0 much a3 to Llmpalr meaniangful comparisons betwaen
these u. -lassas. Lower response rates appear to be due mainly
to 33°¢. 9 nonavallability duriag the questionnalirs
adminiat:; 1’ .~a, rather than voluntary refusal to co.iaplete the

ianstrumer . ’Sey Appendix A, Table 1 Cfor specific respoase
rates.)

Demographic Comparisons of First and Second Iteration Resoondents

Despite the ‘act we had less than 100% response rates at
both administratlions, the two samples equally well represent tha
caapany poepulations froam which they were drawn. There 13 less
than & 6% difference on any one of the demographic catagories
between thae CAQ iterations, with tha greatest difference
occurring in the proportion of soldiers who are currsntly carried
(from about 42% to 48%), a findiag that wmakes senze given the
life~cycle progression of these wunlts., The mw@marital status
finding 13 c¢or.plemanted by 3cme apparert mavement ou%t c¢f the
barracks and int¢ on-post housilag (up to 16% froz 123%).

Months Lia coampany 1s oanly up by three mnonths, iadicatiag
that somea turanover has {ia fact taken place. Not surprisinzly,
this turnover 1S reflectad mostly by nonCOHORT .- .diera, whose
menths 4in coampany mean reacains at about 14 for dovh iterations,
whereas COEQORT soldiers rerort a juzp froxz 10 aconths ian the first
iteration to 15 months in the second Ltaraticn. (See Appendix 4.
Tadble 2 for specific demographic compariscas.)

Wa reported in tke third technical report (Griffith and
Taitkus, 1986) that CJIHORT soldlers in the first Lteratiocn saxzple
were younger and cdrs likaly to be singls and 1living in the
barracks thaa the. » aonCOHQRT counterparts., It rezxains the case
that COHORT asoldiers {n the second Lteration data aset are
slightly younger aad aore 1likely to reside 1i: the barracks.
However, at laast for line companies, they ars row no less likaly
than nonCOHORT 3oldisrs tc be curreatly married {(about U46%).
Aslde from thess conslderations and the facet that the age of ths
COHORT coapaagies theusslves L3 generally less thana nonCOHORT
coupanles, the COHORT samplas for botn Lteration data sets are as
demographically equivalent to the nonCOHCAT samples as is
reasonable to expect.

Revlising the Thruut of tue Data Analysie to Date

The motivating force behind the bulk of the analyses
contalned {a tha UMS techanicoal reports to date was to dasvaelap
rellable and valic scale nwasures ol the soldlier'a confldence 4in
combat 3kills and wernons, c¢onfflaence in leaders, vertical and
norizontal conealiou, &and Ldsuviraicavionn wath Shs ualit o=d tke
Aray. By grouping these perceptiona under the rubriec "of
- ¢vhasion™ or "the snldler's will to ¢fight," anaiyses were
carriod out to show that COHORT soldiers {(includiag thcse 03NUT-~




tratned as well as personnsl-satadilized) scored higher on such
measures than ncnCOHORT soldiaers evern when controlling for other
variablas, The inantention, therafore, was to provide Aray
policymakers with data for an evaluation of its COHORT progran.

At the Military P:ychiatry Department's In-Process Review of
16«17 Septeaber 1986, Lt became clear that it was not enough to
k=mow s3iaply whether a company was COHORT in order to estimate its
morale or level of cohesion. One practically needed to taka a
company by company approach in order to understand Now any
company's growing pains or successes varied depending on such
complex variables as comnand ° climate and tralining
intenaiveness. We decldad, <tharefors, that the survey (in
conjunction with the qualitative odservations) should a:ssempt =0
identify and examine as many of these unit differasnces as
possible bdefore waking generalizations. Furtherzore, siace ws
were really Liateraested in group level phencmena, analyses should
de conducted with the company as the unit of anmalysls, as had
been done by the Aray Ressarch 3ranch during World War II (e.3.
ARB, 1944). Ia short; we Will now do a greater service to the
Army by revealing and understanding haow tae various facets of
cohesion are r2lated and chaange over the lifa c¢cycle of bhoth
COHORT and ncnCOHCRT units.

The rezilader of this report serves as.-the first atep toward
.alignfag the analysis with this new focus. It 1s a traasitional
report, however, {n that for thre sake of continulty we will be
presenting chaoges in scale acores from the first to the secoand
{teration with a c¢oacentratiorn o¢a COHGRT status, wmuch as e
plaagned to do originally. dowevar, wa wlll be sticking to a
ccapany levael analysis and then looking Lz soms detall at thoss
companies, COHORT and nonCOHORT, whose horizaental cohesion sScores
(as measured herea by the Unit SociaL Climats scale) changad
significantly from the first to the second iteraticn. If we can
bagin to discern those factors that may account for such changes,
sither positive or negative, we may learn how to improve lavels
of coheslon throughcu: the Aray systea.

Flrat and Second Iteration Company Scale Scores

In Graphs 1A and 13, Wwe present the company graund means of
our cuhesicn scales for the first and second itearatiocas
respactively (91 matched compaacies). All scores have bBaan
converted to the sams C-100 3cale for easy comparison. We nave
also enhanced their interpretation by drawing a horizontal 1line
at ths 50 wark to represent the theaoretical geutral polnt, above
“hich scores avaerage to more positive responses, and below which
sScores average to mor+ negative rejpoases. The acales displayed
are Coapany Command Confidence (CCC), Senior Command Canfidence
(3CC), Scull-Unit Command Confidance (UCC), Concsrned Leadership
(CL), Scnse cf Pride (SP), Unit Soclal Climate (USC), anga Uagit
Teaawork (U.). (The reader should consult Appendix A, Table 3
and previous UMS Technlical Raports for definitions of thesas
sciles and thelir statistical properties.)
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If ws overlay Graph 1B onto Graph 1A, wa detsct small
downward shifts on all of the scales, acst on the order of two
points. All {in all, however, these scale means show remarkable
stability over time, which probably attests to the relliadbility of
the scales nmore than anything elaa. The relative ordering of
scale values renains the same froa the irst to the second
Lteratioc and, except for Unit Teamwork, all scales maintain
their position vis-aavis the neutral line. The only
statistically aignificant changes 4ia scale scores due to tinme
alone are for Senior Command Confidence and Cnit Teaawork. If we
rerun the data for first-tsrm soldlers separately, the saze
patterns emerges with slight decreases of a point or tuo on the
relevant scales. Although none of the scale maans stray too far
from the neutral line, we conclude based ou two iteratlions' worth
of data that companles express more negative estimations of the
vertical and horizcatal bonding in thaelr ualits than other related
group phenomena, su=n as combat readiness, sense of pride, or
confidence in 1leaders. Furthermore, this lack of bonding has
both affective and Lnstrumental or taske-rslatad components, as
measured bty Concernad Leadership, Unit Soclai Clilmata, and Unit
Teamwork.

We have Laformation about four structural or descriphtivae
features of the 91 companies with respsct o which we can.
aeaningfully group %hen. These features 2:e (CQHORT status. tiha
typae of battalion unit So which the cozpany bdeiongs, assigament
.lecation, and line company atatus, The distridbution of ccampanies
by these features 13 given below:

COHORT - 57
nonCOHORT L)
'MEGHANIZED INFANTRY 27
LIGHT INPANTRY 16
AIRBORNE INFANTRY 8
ARMOR 27
FIELD ARTILLZRY 13
CONUS . 65
OCONUS (USAREUR) : 26
LINE COMPANIES 73
OTIER COMPANIES i 18

We should note tha:t the COHORT catagory includaes personnel-
stavoilized units Lhnai were aohv SJUT-tralzsd, and that sszpanizs

other than line {anclude 15 headquarters compaales, 1 coahat
support ccmpany, and 2 combat service support companies.




Taking ones charactaristic at a time, knowing that a company
i3 CORORT or nonCCHORT is the most important of the four 1n
accounting for variance on the cohesion scales across both
itterations, with overall COHORT company means deing higher than
nonCOHORT means. Tae greatar of thase COHORT effects on
‘perceptions of Army group life, as we would expect, have to do
with gompany~leva. parceptions of personnel relaticnships, L.a.,
Uait Soclal Cilimate, Tnit Command Confidence, Unit Teamwork, and
Concerned Leaddrshig. The abdsolute differences are saall
{betwsen two and six points), and for the second {teration even
smaller, due t¢ siight dacrsases in overall COHORT company scores
and slight incredses for nonCOHORT companies. Veverthslaeas,
COHORT companies statistically still have significantly higher
weans than nonCOHCRT companies in the second iteration.

Thke tvpa of bathtalion with which a company 1s identified is
next in terms of 1ts Limportance in understanding scale scors
variation. Ia genaral, we can rank order the battalion types on
the cohesion scales a3 follows from high to low:

1. Araagr

2. Airborne Izfansry

3. Mechanized Infancry

3. Light Infantry

S. tald ArTill ary .

The Lighkt Infantry and Mechanized Infantry are given the
gane rank DdDecauss thay average out about the s2aade over thae two

iterations. However, one would rank the Light Iafantry over
Mechantized Infantry bassd on the first Lteration data, and
Machnanizald over Ligaut for the second diteration. Armor units

maintain their superior. ranking despits slightly larger declines
in scores from Lteraticon to itearation than for Airborne units,
Again, howaever, there Ls no more thanm a five point differencs on
ths 3cales at sither point ian time across battalion tyjes.

Aasignment Yocation is a less igportant source of
diffsrsatiation than sither COHORT status cr Unit Typs, though it
doas accouat for significant varlation on all the cohesion. scales
across time excopt Small-Unit Command Confidence and Uanit Soelal-
Clizate. The CONUS company means are generally hizher than thaose
from USAREUR, although for the second iteration data these asans
convergs (CONOS down, OCONUS up) and often lose their significant
difference. Differencss are nevar more than a few points.

uwine company status does not have a statistically
significant effect on coupany cobesion scores, =2xcept for Senior
Command Confideance where HQ and support companies have higher
scale uaeans. (See Appendix A, Table & for the results of a
repeated @measures analyses of varlance oa each of the developed
scales for the 91 companiss participating in both the first and
second iteration questionnaire admiailstracicns.)
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A More Detailed Tnvestigation of Changes in Unit Social Clinate

We have withheld attaegmpts at explaining many of the results
presented thus far because we have bsen speaking collectively
about a set of scales which, though certainly relatad at some
level, have substantially different content aad analytical
properties, Likewiss we have refrained froam presenting page
after page of gcompany means both because we did not want ¢tvo
nuddle the focus on patterns aand directionality withinm the data,
and baecause we are not yat close to being adle to direatly
asscociate criterion variabdles with the magnitude of such nrumbders
and their diflerences over time. We believe higher 1s Ddetter
given the historical record for the kind of items that nake up
our scales, but we do not yet kuow how mueh higher i3 how much
better in terams of such variablea as combat effactiveness and
sustainability.

While admitting that the meaning of the size of our average
differences rexains problematic, we will use them in this section
{in order to understand in depth what happened to the scores on
one scale, Unit Social Climate, over time. 7The selection of thils
scale for further analysis, as explained in the Third Technical
Report, {is far froa arbitrary. It i3 ocur closest approximation
at this time for horizontal Yonding within the uni%, with more of
the actual or type of [ltsas that have =2hown relationships with
group military performance rom the work of World War II
researchers (e.g., Stouffer, 4t al., 1949) to those of today
(e.g. Marlowe, 1979; Gal, 1983; Manning and Ingraham, 1983). It
i{s on Uait Social Climate where we would expect more company mean
variation to be explained by COHORT status, and this in fact ‘s
the cass. Furthermors, ia the compaany characteristics model
prezentad above, the explalined variaonce on UNITSOC was higher
than on any other scale for both first and second iteration data
(Resquaredsz.52 and .32 respectively). In short, it is relatively
more iamportant at this juncture %o understand UNITSOC scores thaa
other scale scores.

As we did at the end of our 4individual-level analysis of
Unit Soclal Climate for the Third Technical Report, Table 1
" presents line co@mpany means for a three~-way eompany
¢lassification. The means are ordered from aigh te low for the
firat 1iteration, with the second iteration means and thelir new
ranking beside them. We sae tha coansistant fall in Unit 3ocial
Climate scores for CQHORT companies from ‘the first to second
iteration, with most on the order of two points. Howaver, the
drop 1is not unifcrm, as witnessed by the CCHORTI-Armcr-CONOS
companies (-4.5) and the Light Infantry companies (-3.5). The
Mechanized-0CONUS companies are the excsption to ths COHORT trend
with an Llnereased mean of a point and a half. The nonCQHORT
{aireases arse 1less viain wwWwo polnts, except ifor tne HMechanizede
CONUS companies (+2.2), and the Fleld Artillery companias ¢that
experience a polat and a half deciine.




TABLE 1

UHIT SOCIAL CLIMATE COMPANY MEAN SCORES
BY COHORT STATUS, UNIT TYPE, AND ASSIGNMENT LGCATION
FOR PIRST AND SECOND ITERATION DATA
- (LINE COMPANIES ONLY, NaT2)

COMPANY LABEL ITER! 1ANX) ITEBR2(RANX)

" CQHORT-ARMOR-CONUS 1.8 (1) 46.9 (1)
COHORT-ARMOR-QCONUS BT.4 i) 85.4% (&)
COHORT-AIRBQORNE-CONUS ’ 86.1 (2) 4.6 (2)
COHORT-MECHANIZED-CONUS 35.0 (4) h2.3 (%)
COBORT=-LIGHT=-CONUS . . ha.e (S) 50.9 (11)
COHORT-MECHANIZED-QCOKUS 33.1 (6) 45.6 (3)
NONCOHORT-ARMORED-CONUS 82.3 (T) 42.8 (6)
COHORT-ARTILLESY-CONUS §2.2 (9) 40.3 (12)
NONCOHOIT-AIRBORNE-CONUS 80.8 (9) 42.5 (8)
NONCOHORT-ARMORED=0CONUS 80.5 (10)  81.3 (9)
NONCORORT-MECHANIZSD-CONUS 30.3 (11)  82.7 (T)
NONCOHORT-MECHANIZED-OCONTS ' 39.0 (12)  50.9 (10)
NONCOHORT-ARTILLERY-CONDS 37.8 (13) 358.3 (13)

Lt A L L L L B A AL L L L L L L L X X L L L ¥ D ¥ L P PPy Y Py ry PP vy ¥y er r

N.B. Includes only thoae categories whsre at least three
companies are represented (excludes CORORT-ARTILLERY-OCONUS «with
NST). o
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Note that while the ranges of scores has diminished from the
first to second Lteration (51.8 to 37.8 vs. U6.9 to 36.3), the -
relative ranking of the company types remains roughly
eguivalent. COHORT-Armor-CONUS and non=COHORT-Artillery-CONUS
companies maintalin their  first and thirteenth rankings .
respectively, and there is a ons or two rank differeace for most

of the company Gtypes in bLetween. The major excepticns are
COHORT-Artillery-CONUS (four ranks down), nonCOHORT-Mechanized-

CONUS (four-ranks up), and the companies with the greatest rank

shift, those of the Light Infantry (six ranks down). The top

five rankling coapany types share COHQRT status at both
questionnaire administrations.

These means acrcss time are portraysd visually in Graphs 21,
2B, 2C, aad 2D. The neutral line for this scale cuts across the
page for all four graphs a* the U5 mark. Graphs 2A and 2B
present the first itteration data, and Graphs 2C and 2D the second
{tsration data. Grapns 2A and 2C c¢oampare Mechanized Infantry
with Aramor and Fleld Artillery units, and 2B and 2D ocsocapare
Mechanized Infantry with the other {nfantry units, {.e., Light
and Airborne. COHRORT-CONUS (CC), COHORT-OCONUS (CQ), nonCQHQRT-
CONUS (HC), and nonCOHORT-OCONUS (NQ) are than compared within
battalion type where data are availabdle.

We should notice that, especially with the decline in the
Armor-CORORT means, there i3 a general leveling off toward the -
neutral line for the 3second iteration. Still however, the
ordering of company types remalss fairly siailar within dbattaiion
types. For example, . -~ armor units at both peints L{n tiae,.
COHRORT-CONUS companies . .e followed dy COHORT-CONUS, and theng by
nonCOHORT-CONUS, and norn .QHORT-OQCONUS in teras of the magnitude
of thelr (Onit Social Climate mears. Likewise, horizontal
cohesion means remain higher for COHORT than nonCOHORT companies
in both alrborne and field artillery units, though by a little
less tor the second iteration. COHORT Mechanized Iafantry ualits
as a whole show higher cohesican tham nonCOHORT Mechanized
Infantry units. However, ia contrast to the first iteration,
this Ls due to the OCOHUS-COHORT companies rather than the CONUS
ones. .

de might pos’t a kind of relative deprivation theory here
that says companies wilth especlially high expectations for the
quality of their soclal interaction based oo their small group .
structure (e.g. aramcr units), or "elite status" (e.g. ight
infantry), or special training and labeling (e.g. COHORT units)
are more likely to bde disappointed than their counterpart units
since their higher expactations arse more difficult to umest.
Still, that would net explala why not all armor units or airborne
unics or COHORT units decline, or -why soma daclina mora than
others, or why artillery units with "lower expectations™ decline
atill further. We are clearly missing some additional factor or
set of factors, a situation that necesslitates some compaay by
coapany Lnvestigation.



If we were looking for a key to this puzzle based on the
foregoing analysis, we would 1logically 1lookx first at the
companies whersa the greatest deviations from the first to the
second Literation occurred, nazmely Armor<-COHORT-CONUS and Light
Infantry companies. But since we decided to do a full company by
company analysis, there was no need to limit ourselves to any
previous categorizations. Thearefore, we simply arrayed all 91
companies at our disposal by theipr Iteration 2 minus Iteration 1
Unit Social Climate means. The mean of these 91 uwean differences
is «1.1, However, the range is =15.5 to +13.4 with a standard
deviation of 4.0, The best thing to do seemed to be to look
intensivaly at the companies whoase mean diffarenca was
atyplecal. Companies which had mean differences which were aors
than a standard deviation away fron the mean of mean differences,
(L.e. those companies who were -5.' and lass, acd those who were
+2.9 and greater were 3selected), This procedure turned up 12
companies with large declines and 13 with large increses in Unit
Social Climate.

) Haviag i{densifled these companies, we ware still left with
the question of what to look for. Qualitative data from thase
units would be one place to' atart, bdut while we have such data
from some units, for exaapls the Ligh%t Iafaatry {(to be discussed
irn upcoming reaports), we do not have them far all, for exaaple
the Arazaor CQOHORT wunit that dropped over 15 UONITSOC points.
Howaver, we do have the 3oldiers' writtsen comzents on their
quastionnaires, which were specifically solicited for the second
iteration. By e¢oaparing the c¢oamments of those companies that
went significantly down on UNITSOC with those that wesgt
significantly ‘up, we might be able to isolate key variables
explaining those changes. :

We read these sets of gqoaments, aad at least in a cursory
way, began to make oblective assessments of diffaring contaant or
{ssue areas. For the Armor CQHORT company that suffered the
greatast decline in Unit Social Clizate, certain issuass quiac4ly
emerged that were to becoms falrly coamonplace for the other

companies ;hat also. exparienced large mean 3qore decreases. Some
examples: )

This unit spends QQCirely too much time dowan rangs,
conslidericog the reason we go down. Most of the tize we
sit around for three tc four days, Jjust because thasre

is nothing to do! Morale gets exiremely low because of
tals.

The unit's NCOs do not respect the enlisted meabers as
soldiers. They think we ars still dasn trainees. Thoy
need o stop and thigk about how they waat us to
respect then. But I can tell you ¢this, us ZIM arae

dafinitaly zeatting tirad af Lr, Us sricd 5 bricg it

up to them in a presentable azanner, bdut Lt didn't
wark. That is the reason for low coapany merale and
other related proubleas.
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The leadership in the unit isan't all that I expected.
They tell you to keep good wmorale, but do not provide
adequate extra-curricular activities,

We go down range too goddamn much. No tiae for a
soclial life.

eesdlso when we &re not in the field, we are alzost
always doing stupid things to impress somaebody who you
naver see and could ocare laess about what ha thinks
about you!

««sThe numders game should no" bde plaé;d to make higher
rankinog personnel look good for OERs and proamotion, Dy
time we ars spent SIC down range.

My unit- claims that the family is important, dut so far
they have zade it 30 there i3 no home 1lifa or time with
faalily. My compaay {s at a very low morale right now
(this includes enlisted and NCQO) due to the way we are
treatad. The unit spends way too auch time down range-
~250 _days lsst year. And when we're not with our
unit, we're heing attached fc some othsr unit.

It seens like the NCOs are assholes. .They think they
are COHORT too! How many of them can you talk to? Q!

In my unlit they never tell you how good a Jjob you're
doing when you are trylng to do your besu.

Tt's not riglt to get cursed out everyday for Bpo
reasofes.

I feel this :nit's fleld tize {3 too constant. No time
to take care of personal tkings...

Veary dissatisfied orn how you are treated as a person...

The leaders in this unit do aot care about the men only
that wa put on a show for theR...

This unit has a buach of dack-stadbing SOBs. Maany lack
knowledge of what it means %o be a real NCO and
avficer., This damn BN is mainly concerned adout going
into the history bdooks as ons of the greatast at our
expenss.

3 Y

Exploitative leaders, uncaring leaders, and excessive tize i the
flield, especially if 1t {neludes a 1lot of down time,
meaxtioned over and over again by members of cozpanies with steep
UNITSQC declines:
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I have witnessed unprofessional officers degrade NCOs
in front of troops. Also, I have witnessed a Warrant
Officer in my battalior level maintenance show cqomplete
disrespect for officers ia ay battery to include NCOs
and belc+v..To simplify i1it, officers don't really
conmunlicace with me as a ?rivate.

We spend a lot of time in the field doing nothing
unless an officer Ls arcund.

My eompany has a very weak, backstabdblag, and
unknowledzeable and biased company commander. He has
truly lost 4is amen's respect. Our first sargeant L3 a
liar and has no backbone as far as taking care of his

people. I have grown to hate this COBORT unit froum
axperiencse.

Lack of fairness and a sense that leaders are incompelent
bacome additional areas for loss of morale:

I really don't belleve this type of Army is going to
help our aountry's national defanse. Most of the
officers and NCOs are Jjust here to draw a paychsck.
The wuy that I feel 1s: What if we really had to go to
war., I cannot be sure if I could trust my leaders to
¥now what the fuek they ware doing.., Mest leaders don't
Seems to know their shit.

The NCO: were not introduced to us until after bdasic
traiasing. They seem to rate people on favoritism and
controlladbility as far as from ocne NCO to another.

Lack of consistenrt standards and discipline..

Also, it seems that discipline depends on how the NCO
or CO feels, rather than what tha act was, itself.

i have & bdlack friend aqad he went AWOL for some days
and be was punished by extra duties and demoted to -1,
which he was a PfC. Then two CPLs (white) went and for
the sazme day(s). They wers not punished.

The bdiggest problem I see 13 that NCOs and especially
officers get a chip on their shoulders... When you run
iatec one who does not know what he i3 doling, he or she

will plow ahead acting like they know what they are
doing.

There are, of course, unit specific problems that get
gentioned, e.g. ractal prejudice, lack of privacy, drugs, and
alcohol. With rrespect to the use of drugs and alcohol, howaver,
the soidiers themsalves 3ee these as nerely symptoms of the
larger problen:
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The pressures put on psople {in the aramy cause theam to
tense up and people either smoke a few Joints or they
drink like sailors. I don't like drinking 30 I mellow
out my way. Caa yo: help?

I think ¢that the Army may bDe bhaetter only Aif the
20ldiera stop doing drugs. They do it because they're
depressaed.

The fact that all of these things contribute to a loss of
horizontal bdoanding, byt shore up the validity of our Unit Social
Climate measure, is clear:

The backstadbing for approval and low life techniques
of attenpting to make rank are many tizes
disheartening. I find this unit not working together,
but working agalinst {tself a mzgjority of the time.

It's bdad to see this _browa-nosing because those saze
SM's are golng to war with zme and when I aneed them,
they are not going to be there in the rough times.

Never in my life have I ever falt more &autally wcak
a2d uastabls. If we went to war right now half of us
would kill the other half.

One of the prodlems with asking for open comments on an Aray
survey s that their valence tends tc be exclusively negative.
For the coumpanies then that significantly improved on thelr Unit
Social Clizate, there was ceartainly no dearth ‘of criticisamas and
complaints about the Aramy. However, whila we did not test this
in a rigorous or quantitative way, the tone and content of
comments from units that iLiamproved ian their 3sccial ocliaate was
qualitatively different, Complalints centersed more <a tangible
things like peor Aray pay, benefita, food, equipment,
traénsportation, staandard of 1living, and physical conditioans 4in
the bdarracks. Lack of sachooling opportunities and resaruiters who
lied ¢to them are sglso among the probdbleas meantioned amost
frequently DdDy soldiers in these companies. One definitely does
not ersad in such c<eompanias about the kind of alienation,
backstabdbbing, drug use, thorough disgust with leader practices,
and loss of heart that one does with the companises ca the other
end of the UNITSOC change spaectrua. In fact, there 3sem to be
fevwer comments about anything at sll, and even an occasional
statement complimentary to the Army.

The Army Research Branch in World War II (ARB, 1943)
recognized that the "intangibles,”™ eo.g. falrness, bdbeing told why
a task is necessary, and officer interest in the personal welfarae
or his 2en, Were more laportant in establishing unit morale than
the "tangibles,"” e.g. food, shelter, pay, and medical cars. 3o
this {s nothiag new. What we are atteapting to learn now,
howevar, L3 how, given certain structures like CORGRT that ars
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deslgned to enhance horizontal cohesion, units may still change
with respect to their degree of cohesion due to other factors.

This analysis is Just at the beginning phase, but looks
proaising. By using the soldier's comments and other gqualitative
data from the field, we can begin to zero in on the factors that
inhibit o¢ promote cohssion over time and coastruct hypotheses.
For example, based on the foregoing comments, we wWould say that
loss of UNITSOC 4{is based at least partially on declining
evaluations of the command olimate as well as a sense of lost
time for a social life. Lat us approximate thy former dy company
mean changes on Concerned Leadersahip and the latter by the
changes in response to the {item "I have enough time to spend with
family members and friends.®™ The correlation betwean Unit Social
Climate change and Concerned Leadership change is .87, while the
gorrelation Ddetwaen Unit Social Cliemats change and Time for
Social Life change is .52, usiang company mean changes as the unit
of analysis. -These high correlations 1land credence to the
hypotheais that horizontal cohesion i3 assoclated with leadearship
practices and perceptions.

Pending further analysis tren, we. will conclude this section
with the message that unless soldlers perceilve genuine intsrest
and concera from their leaders, and this concern and interest Lis
sustained over time, horizontal bdonding will diminish. COHORT
companias;, due to their higher level of horizontal bteonding tc
begin with, appear to be especially vulneradble in this regard.
In addition, thes norizontal bonding of soldiers is lesas likely to
deteriorats {f the soldiers faesl they have enough personal tizme
to ascape from one ancther now and again. In particular, {f the
keaping of soldiers :in tne fleld for long periods of down time is
mission essential, that Justification has not yet been
internali{ized by the s30ldiers themasslves. And this, of course,
can be related bdack to leadership quality Ltselfl.

Plans for Future Analyses

We have Just suggested that wmore werk needs to be done
investigating c¢hanges 1in horizontal bonding over the two
Ltarations, either by way of Unit Soccial Climate or some refined
version of (Lt. In general, the scales developed in the first
iteration analysis, though 3sti{ll reliabdle in .the second, gsould
use some flne-tuning and streanlining. Ceartalicly, we naed to bDe
@ore parsimonious in the number of scales we deem tc be important
to understanding Army group c¢ohesion. For example, though Senior
Comzand Confidence is a very reliable acale, it does not rsally
mean vaery auch since scldiers often write in the nargins, whethear
they respond to the items or anot, that they don't know who their
Corps Coamander or the Army Chiefs of 3taff, eta. are and what
effect these officers have on than.

At a minimum, as we have begun to do here, we need to model
facets of cohesion with respect to one another, Linstaad of
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tr ting them as sinoultaneous outcomes of some structural
variable, bde it COHORT, type of combat arws unit, or somethiag
alsa. COHORT 4{tself should be viewed as haviag an affect
primarily on horizoantal bondiag, with vertical ¢ohesicn, quality
aof training, etc. acting as independent <Lnfluences on such
bonding. HBorizontal bonding 1tself then may be theorized to have
an independent effect oa other group-related perceptions, e.g.
company ocombat c¢onfldence, or individual-relatad perceptions,
such as sense of pride. These kinds of models would definitely
take us in the right direction to understanding how the separate

dimensions of what we have broadly raferenced as cohesion are
int errelated. . )

Gliven the iamportance of a stable core of personnel in
qompany group 1life, actual turnover rate from iteration to
iteration should be conaidered as an additional vacetabdle for
statistical control in analyzing ccmpany means. For the sake of
coaparison, we will redo some analyses only with iandividuals we
can matceh by SSAN for both 4Literations. In addition, more
individual level analysis will be carried out 3siace it i3 oaly at
this level that we can understand fully the effsects of length of
time in the company ian the company or perceived turnover of
personnel. The individual 1level also remains important for
plannsd variangcss componcals analyses, e.g. we Kaow tnat company
identification accounts for bdetween 5 and & percent and battalion
identification for Dbetween 2 and U percent of the total
{individual variance on Unit Social Climate from Lteration ¢to
fcaration. With the receipt of squad and platoon 4identicy
informatian for the third {teration, we will be adle to ascertain
stlll further tke relative {z:portance of group level for
explainiag varliations in cohesion perception. Wa can then break
ou: amore meaningfully the raelative iaportance of perceptions
regarding the differsnt lavels of leadership.

We will begian a aore detalle: analysis of the soldiers’
Written comments and develop workable categories for Llssues
ralsed. Theory development and teasting will commence in earnest
for the interaction Ddetween soclial supports, duty stress,
perceptions of Aray group life, and psychological well-being. We
are preparing for the analysis of the third iteration
questionnaire that includes new itsas on battalion rotationm, PCS,
and buddy nestwork estimation which will epea up new points of
interfacing with the Qqualitative data collaction. Finally, we
hope to begin establishiny historical noras for some of our
survey items by going back to World War II data with the help of
Dr. William Reeder, ormerly of the Army Research Branch and now
professor emeritus from Cornell Uaiversity. We indeed have a
formidable resesarch z2genda bdbefore us. )
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Appendix A

- UNIT MANNING SYSTEM
BUMAN DIMENSIOHNS FIELD EVALUATION
SURVEY REPORT IV: Techalecazl Appendix
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CPT, MS

Department of Mi{litary Psychiatry
Division of Neuropsychiatry
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TABLE 1

RESPONSE RATES FOR UNITS PARTICIPATING IN FIRST AND/OR
SECOND ITERATION QUESTIONNAIRE ADMINISTRATIONS
(BASED ON NUMBER SURVEYED/NUMBER ASSIGNED TO COMPANY)

FIRST ITERATION SECOND ITERATION
ADMINISTRATION DATES 85MaY-85NOV 85NOV-86MAY
OVERALL RESPONSE RATE 76.5% 71.2%
(9016711772) (85347 12065)
COHORT ‘RATE 78.1% 73.3%
(6121/7837) (5259/8535)
NONCOBORT RATS 73.6% 66.2%
(2395/3935) (2335/3530)
CONUS RATE T7.3% ¢ 68.93
(6442/8330) (5004/7259)
USAREUR RATE 78.8% T4.7%
(2574/3442) (3590/4807) |

N.B. For the first Literation, information coangerning number

assigned was not avalladble for 12 companies and,
the second Ltaraticn, for 8 companies.

in the case of



TABLE 2

DEMOGRAPHIC COMPARISONS OF RESPONDENTS WHO BELONG TO COMPANIES INCLUDED
IN BOTH TEE FIRST AND SECOND ITZRATION ADMINISTRATIONS
i (NUMBER OF MATCHING COMPANIES=91)

PIRST ITERATION SECOND ITERATION
RACTAL BACKGROUND (8607) T (7541)
White 63.3% 62.84
Black ’ 25.2 24.7 . :
Mexican imorican ] 5.0 3.9
Puerto Rican 3.3 3.8
Other 5.2 5.2
MARITAL STATUS (8581) . L7501)
Not/Never Married 52.6% 48,.2%
Presently larriad i 42.4 48.4
Separated | 2.1 0.8
Divorced 2.9 2.8
RESIDENCE LOCATION (8356) (T466)
In the Barracks 58.2% 53.9%
On-Post Housing 12.1 15.8
Off-Post Housing 29.7 30.3
EDUCATIONAL LEVEL (863N (TS47)
Up to 11 Years . T.2% 6.2%
12 Irs./B.3. Diplom 63.6 68.0
Over 12 Yesars/College 29.1 5.8
RANK - (8669) (7505)
Junior Enlisted 67.4¢ 65.2%
NCGs 2709 29 .u
Qfficers’ 8.7 - g.h
AGE ' (8435) (7376)
Mazn (Years) 23.6 24.0
MONTHS IN COMPANY (8527 (5739)
Maan 11.4 14.6
(TOTAL SAMPLE X) (8719) (7593)

N.B. ‘the number of valid cazes Jor each variable Ls given 1in
parentheses 1iao the variable labdel line. Percentages ia this or
Subsequent tahles mav 2ot sy= %5 15U% due Vo Fouading error. For
the second Lteration questionnsire, the marital stactus category
*"not aarried” was changed to “never Garried.” Also, the
educational level categcries waere changed from ocges designating

A-3




ranges of years to ones incorporsating both years and
diplomna/degree levels.Rank was phrased in terms of cpen-ended pay
grades in the first itaration as opposed to close-snded ones in
the second. The "months in coapany" variadble only included pay
grades E1-E3 and 01-03 for the first i%sration, but ia addition
included no nmexbers of the battalion astaff for the second
{taration.



TABLE 3

DEFINITIONS OF SCALES PREVIQUSLY DEVELOPED
FOR THE UOMS FIELD EVALUATION

There are twalve scales that were developed in praevious
analyses of firat iteration datai that we can replicate for the
second iteration. We hriefly lay out the meaning of these scales
below, although the reader should go back to the first and third
OMS Technical Reports for information on thelr gonstruction,
itaa=-total correlations, and othsr statistical-'propertliass.

1. Company Ccabat Confidence (COMPCON): Measures
psrceptions of company combat readiness, level of
training, and gquality of weapons <for company-~lavel
persvancl,

2. Senlor Command Confidence (SENICON): Measurss
confidence 1o the tactical decislions of the bdattalicn
coamander on up to the Aramy General Staff fer all
pearsonnel.

3. Small-Unit Comaand Confidence (UNITCON): Measures
conmbat coafidence in the company cczzaader oG dGwa the
laadership chain to the individual for EBi1-Eis.

8, Concerned  Leadership (CONLEAD): Measures
Rerceptions that officers and NCOs are intesrested in
the soldier’s welfare and fselings. E1-Eis only.

5. Sense of Pride (SENPRID): Measurss the individual's
pride in the Army, including his company, as well as
sense of bdelonging for all peraonnel.

6. Uait Social Climate (UNITSOC): Msasures perceptions
of trust, closesess, frisadship, and relisnce aaong
soldiers mainly at the company level for ES1-Els,

7. Unic Teamwork (TEAMSOC): Measures perceptions of
cooperation and loyalty between soldiers in the colpany
and thelir NCOs and officers for all personnel.

8. General Well-Being (GWB): Measures the individual's
perceived lack of distress, depression, anxiety, and
presence of health, energy, and sureness of self for
all personnsl. )

9. Army 3atisfaction (ARMYSAT): Measures satisfagtion
with Aray pay, bdenefits, security, vay of life, unit
ssliciss, duty aours, ang locstion for wmarried
soldiers. '



10. Life Satisfaction (LIFESAT): Msasures satisfaction
with marriage, health, nelighborhood, friendahips,
standard of living, and education for married soldiers.

11. Spouse 3upport (S0CSUP): Measures perceptions that
soldlier'as wife o¢an count on neighbdors, friends, Army
leaders or agencies for help. For married soldiers
living with) thelr wivea.

12. Paychological Sanse of Community (COMSEN):
Measures iavolvement ip community, trust in coamunity
leaders, and perception that coanunity would band
together in an emergency. For married soldlers living
with their wivas.




TABLE 4

REPEATED MEASURES ANALYSIS OF VARIANCE FOR TWELVE SURVEY SCALES
(BACH WITH 91 MATCHED PAIRS OF COMPANY MEANS)
WITH BETWEEN COMPANY EFFECTS FOR COHORT STATUS, UNIT TIPE,
ASSIGNMENT LOCATION, AND LINE COMPANY STATUS

SUALESCOHPCON GRAND MEAN IT2R1254.5 ITER2254,1 NEUTaS1 RNGEa17-85
BETWEEN COMPANY BFFECYS: F VALUE

COHORT/ncnCOHORT 17,2048

Unit Typa 5,704

CONUS/QCONTS h.6%

Line/Qther 0.9

WITHIN COMPANY EFFECTS:

Tioe . 0.4
T1i2e®COHORT/ nonCOHORT . B.6®
Tios®0rit Type 0.6
Time*CONIS/2CONUS T.6%8
Time*Line/Qsher ¢.8
SCALEsSENICON GRAND MEAN ITER1x17.8 ITER2217.3 NEUTs15 RNGEs5~25
BETWEEN COMPANY EFTECTS: ¢ VALUE
COHORT/nonCOE0RT 6.7*
Unit Type 2.8%
CONUS/QCONTS 7.6%¢
Line/Qther 7.6

WITHIN COMPANY EFTECTS:

Tize %.5%
T1im.*COBORT/nonCOHORT 2.6
Tine?Unit Tyne 3.9%e
" Ti2e®*CONUS/QCONTIS3 3.6
Time?Line/Other 0.3

9.0
P
1R, 001



SCALEaUNITCON GRAND MEAN ITER1236.9

BETWEEN COMPANY EFFECTS:

COHORT/nonCOHORT
Oait Type
CONUS/QCONUS
Line/Other

WITHIN COMPANY EFFECTS:

Tize
Tine®*COHORT/nonCOHORT
Time*Jnit Type

Time *CONUS/QCANUS
Time®Line/Other

(TABLE U4 Continued)

ITER2=235.7

NEUTs33 RNGEz11a55

F VALUE

37.9%%¢
3.40
1.8

307

SCALE=CONLEAD GRAND MEAN ITER1s24.7

BETWEREN COMPANY EFFECTS:

CIBORT/noaCOHORT
Unit Type
CONUS/QCONUS
Line/Qther

WITHIN COMPANY EFFECTS:

ITER2223.9 NEUT3¢7 RNGE=3I-~45

P VALUE

28,5052
6,088
5.7%
0.3

Tine
Time®COHQRT/ noaCOBORT
T1iae®CONUTY/QCCNTUS
Ting".ine/Othe

”’¢,08

pL. 01

R8P L001



(TABLE 4 Continued)

SCALEsSZENPRID GRAND MEAN ITER1s26.4

BETWEEN COMPANY EFFECTS:

COHORT/ nonCOHORT
Unit Type
CONUS/QCONUS
Line/Other

WITEIN COMPANY EFFECTS:

Tize
Tine*COHORT/nonCQHORT
Time?Unit Type
Tina?CONUS/QCONUS
Time*Line/Cther

ITER2225.9 NEUT=224 RNGZa8-40

F VALUE

15‘5ll§
g.olll
6.00
C.3

SCALE=MIITSOC GRAND MEAN ITERisU3.6

BETWEEN COMPANY EFFECTS:

COHORT/rnorCOHORT
Unit Type
CONUS/0CONUS
Line/Qther

WITHIN COMPANY EFFECTS:

Ti%s
Time*COHORT/aonCOHORT
Tize®Unit Type
Time*CONUS/QCONTS
Tioa® . {ine/Other

ITER2a42.5 NEUTal45 RNGEz15-75

F VALUE

5. usee
T7.8%88
2.0
0-9 .

*P<.05
28p<. 01
9P, 001

19



(TABLE 4 Continued)

SCALE=TEAMSOC GRAND MEAN ITER1s15.2  ITER2:14.% NEUT=1S RNGEa25-25
BETWEEN COMPANY EFFECTS: F VALUE

COHORT/nonCOHORT 30,1988

Ounit Type T.6008

CONUS/0CONTS 16,6408

Line/Other 1.1

WITHIN COMPANY EFFECTS:

Time 5.2
Time?COHORT/nonCOHORT 9,804
Time*Uait Type g.08%
Time?*CONUS/QCONUS B, u»
Time®Line/Other 0.4
SCALE=GWB GRAND MEAN ITER1=261.3 T.IR2a6K,2 NEUTaNA RNGZ30-110
" BETWEEN COMPANY EFFECTS: P VALGCE
COBORT/nonCOHORT 8.8m
Unit Type . 19,2008
CONUS/QCONUS 16.38%2
Line/Qther 5.7%
WITHIN COMPANY EFFECTS:
Tinn 12.4088
Time®COHORT/nonCCOHORT 2.0
Tize*Unit Type 1.7
Tima®*CONUS/QCONUS Q.0
Tine*Line/Other Q.5

P .05
P, 01
2188p< 001

4-10



" (TABLE U4 Continued)

SCALEsARMYSAT GRAND MEAN ITER1=241.3 ITER2241.8 NZUTa42 RNGEa14=T0
BETWEEN COMPANY EFFECTS: F VALGE

COHORT/nonCOHORT 11,188

Uaic Type 11, 2%

CONUS/0CONUS 37.4de0

Liie/Qther 3.6

WITHIN COMPANY EFFECIS:

" Time 5.5¢%
Time? COHORT/r.onCOHORT 3.6
Tine®Unit 1ype 3.3
Time*CONUS/OCONUS 3,00
‘rl.m'LLne/O.thor 0.1
SCALEsLIFESAT GRAND MEAN ITZR1243.9 ITER2a43.8 NEUT=236 ANGE212-6Q
BETWEEN COMPANY EFFECTS: F VALUE
COHORT/nonCCHORT 0.2
Uanit Type 12,2989
CONUS/0CONUS 18,7000
Line/Other 1.0
WITHIN COMPANY EFFECTS:
Tinze 1.1
Tims #COHORT/ 200 CQHCRT G.5
Time®Unit Type : 1.2
Tina®*CONUS/0CONUS 3.5
Tize®lLine/Other 0.0

*pc.05
»epe, 01
209D L,001




(TABLE U4 Continued)

SCALE=S0CSUP GRAND MEAN ITER1a16.5 ITER2217.1 NEUT=15 RNGE=5-25.

BETWEEN COMPANY EFF2CIS: F VALUE
COHORT/nonCOBORT 3.7
Unit Type 0.9
CONUS/QCONUS 0.2
Line/Qther . 0.2

WITHIN COMPANY EFFECTS:
Tize 5.3*
T1ime*COHORT/nonCOHORT 2.7
Time®*Unit Type 3.8
TL12e®#CONUS/QCONUS . 0.4
Time¥Line/Other 4.5

- SCALZ=COMSAN GRAND MEAN ITER1214.4 TTER2=214.6 NEUT215 ANGZ35=25

BETAEEN CH{ANY FEFFECTS:

COHORT/nonCOHORT
Uuit Type
CONUS/QCONUS
Line/QOther

WITHIN COMPANY EFFRECTS:

F VALUE

0.7
3.79¢
0.1

0.0

[ N

W &=\ &
.
OI:QO@

Tize
Time®*COHORT/nonCCHORT
Tims®Uniz Type
Time?CONUS/QCONUS
Tine®Line/Other

#89¢.05

289<.01

HERpC .00

N.B. Degrees of freedom are (1,83) for all effects except for
Unit Type and  the iateraction

ar=(4,83).

Lafantry, Airborne Infantry,

Armor,

212

of Unit Type and Time where
Unit Type levels inaludae Machagizsd Iglaairy, Ligas

and Field Artillery.
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