mounted or dismounted, are the men who
should receive such panoply and glamour
ax are accorded to this dreary business
of war. The mounted men have always
had it—prancing steeds, glittering uni-
forms, sabretaches, scimitars, dolmans,
leopard-skins, and the like in the old
days; the imposing clatter of tanks and
smart black berets in these sterner days.
But the infantryman who bears the dan-
ger, the dirt, and the discomfort has nev-
er enjoyed the same prestige.

But [ believe that whar the Infaniry
would appreciate more than anything is
some ourward and visible symbol. No one
grudges the parachutist his very distine-
tive emblem, bui the infamtryman is, 1 will
maiiain, sublect 1o greater and more
continuows, though less specracular, risk
than the parachutist, and showld cerrainly
have an emblem. What it should be I must

“leave to others—a rampant lion, crossed
bayonets, a distinctive piping?

It can surely not have escaped notice
that nearly all our leaders who have
distinguished themselves in this war have
all been infantrymen—Field-Marshals
Dill, Alexander, Montgomery, Wilson;
Generals Auchinleck, O 'Connor, Platt,
Leese, Dempsey, and others. Last war
was a very static war, but there was a
Sushion for cavalry generals; in this war
infantry generals have shown thar they
can move as fast as any.

So let us always write Infantry with a
specially capital *'I'" and think of them
with the deep admiration 1hey deserve.
And let us Infantrymen wear our batile-
dress, like our rue, with a difference; and
throw a chest in it, for we are the men
who win bartles and wars.

Wavell advances a number of cogent
points in his arucle that apply as well to
our own [nfantrymen today. Why doesn’t
he receive more pay, a higher enlistment
bonus, or a higher selective reenlistment
bonus? Whatever happened to the profi-
ciency pay given to hoiders of the Expert
[nfantryman Badge, or the incentive pay
proposed in the late 1970s for Infantry

noncommissioned officers serving in
combat leader—or ‘‘green tab’’--posi-
tions? Why don’t the Infantrymen in line
units (battalion and below) who habitual-
ty spend sustained periods of time in the
field living in austere conditions and sep-
arated from their families receive incen-
tive pay?

What about the standards of our Infan-
try recruits? Why aren’t the physical and
mental standards for initial entry and
subsequent promotions raised—for pri-
vate soldiers as well as officers?

Granted, Infantrymen are authorized to
wear the blue Infantry shoulder cord on
the uniform coat of their Army Green

uniform, but what distinction is there
when this jacket is not worn? Why 1sn't
there a distinctive Infantry (branch) col-
or coding—a piping—in place of the cur-
rent gold band on the shoulder boards of
rank for the light green shirt. in a man-
ner similar to that employed by the Ger-
man Army? And what about the light In-
fantryman who almost always wears the
battle dress uniform? Why 15n't he au-
thorized a ““Light'’ Infantry tab, to be
worn above his division patch like a
Ranger tab; or a beret; or a special trench
or commande knife he could wear on his
pistol belt?

Positive answers 1o all of these ques-
tions will add immeasurably to the mo-
rale of cach of our Ifamrymen. They
will afso help create 2 mare cohesive, eof-
ficient, and effective branch {and better
units), and will help compensate the In-
fantryman for his additional privations,
burdens, and responsibilities.

Wavell’s laudatory praise of the Infan-
try—with a very special capital **I"'—is
as relevant today as it was four decades
ago. The Infantry is destined to femain
the paramount and indispensable branch
of the Army. Long live the Infantry,
Queen of Bartle!

Captain Harold E, Raugh,
dr., is attending graduate
school at the Universily of
Califernia at Los Angeles
In preparation for an as-
signment to teach history
al the United States Mili-
tary Academy. Previously,
he commanded Company
B, &ih Baltalion, 21st In-
fantry at Fort Ord

Training Management

The Army's training system is de-
signed to give commanders everything
they need to prepare their units for com-

CAPTAIN EDWARD C. SAYRE

bat. This is basically a three-feld process
that includes the basic combat training of
the individual soldier, the sustainment of

combat training, and unit field excreises
that simulate actual warfurc. Additional-
ly, the system provides for training doc-
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trine, individual and collective fraining,
advanced training keyed to soldiers’ ca-
reer progression, and a wide variety of
training resources.

It is the primary responsibility of bat-
talion and company commanders to man-
ape the aspects of the Army's training
system that support the training of their
soldiers and units. ARTEPs were devel-
oped in 1977 to guide them in their unit
training and cvaluation by identifying
tratning objectives and minimum perfor-
mance standards for critical missions and
tasks. With both SQT/Soldier’s Manuals
and unit ARTEPs, the systematic inlegra-
tion of individual and collective training
tasks has greatly improved standardiza-
tion and combat mission readiness.

BTMS

With this system firmly entrenched in
Army doctrine, 1t was then necessary to
provide commanders at al] levels with the
management tools they needed to iden-
tify individual and collective training
deficiencies, improve overall MOS quali-
ty through multi-echelon training and
cross-training, and maintain a controlled
and sustained training program to meet
a unit’s needs. The training program
deveioped (0 attain these goats was the
Bantalion Training Management System
(BTMS).

Within BTMS there are five levels of
training management with each geared
toward those who direct training at the
various levels of command: first-line su-
pervisors. platoon trainers (leader and
sergeant). training supervisors {(first
sergeante und command
jory, training managers (battalion and
company commanders and battation 5-33,
and commanders (ahove battalion).
Workshops are conducted for trainers @
the first four fevels t acquaint thent with
the program. and a trainmg mmagement
system is provaded for the higher com-
manders and staffs.

BTMS. which was formally integrated
imo the Army in 1979, mandated through
command channels that evervone attend
the applicable workshop. The one-weck
workshops were conducted at post level
and continued for scveral years Once g
unit had held s imitial workshops. o

caragannic A it
sergeants mu
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follow-on—called the BTMS Unit Sus-
tainment Program—would be scheduled
for the next year, This assured that com-
manders and troops at all levels would
be cxposed to the BTMS system of
management,

The BTMS program is goal oriented
and recognizes that unit commanders will
never have enough time, money, or re-
sources to accomplish everything they
want to do. What the program does is to
establish a framework within which com-
manders and staffs can establish goals
and priorities and manage scarce resourc-
cs.

There are some inherent problems with
the implementation of BTMS, however,
for the very people who should benefit
most from it. First, it is a full-time job
just gathering resources, coordinating
training arcas, and submitting support re-
quests. Imagine every platoon Jeader and
company commander trying to plan, su-
pervise, and direct training in addition to
these tasks. It cannot be done.

In additien, unit training, which is sup-
posedly the Number One priority, often
takes a back seat to mandatory training
and short-fuse requirements from higher
headquarters. It has often been said that
Mmistakes i training can easily be over-
looked because that is the purpose of
training. But failures in other areas—
meeting administrative deadlines, super-
vising subordinates properly, and pass-
ing 1.G. inspections—are not as easily
forgiven, Common sense dictates, there-
fore, the effonts that will emerge as top
priorities.

Another problent 1s i the concepr of
decemtralization. Decentralization is a
key companent of BTMS because it ghives
subordimates a sense of mission and the
assurance that their input really counts
loward the success of the mission. The
system basically leaves it up to com-
manders. however, 1o decide how and 10
what extent they will implement the pro-
gram. Commanders therefore instinctive-
iy hold oo control and subvert decen-
tralization. Although unit commanders at
atl levels were guick w mmplement BTMS
when it was introduced. they implement-
ed only those parts of it that fitted thewr
operaling phitosophy. While long- and
short-range plans are now used by almaost
all higher headguarters. traiming 15 not

usually decentralized to any great extent.
As a result, the initiative of leaders at
lower echelons is decreased and this
eventually leads to a '*let’s-wait-and-see™’
attitude,

The problem with the decentralization
associated with BTMS is that more work
is required 1o run it properly, and bag-
talion and company headquarters often
find that they lack the current staffing to
da the job. .

{The allocation of material resources
does not present a prablem for unit train-
ing in the Army. Assets and resources are
budgeted yearly and are basicaily fixed.
Unit commanders know what they have
to work with ahcad of ume and, by em-
ploying long- and short-range planning,
they can allocate those resources accord-
ing to priorities. And as long as a com-
mander uses his resources in the most
cost-effective manner, he 1 not held lia-
ble for training deficiencies boecause he
wils never given the Neeessary resources
to accomplish the task. Basically, he just
“poes with what he's got. ™" At all levels




of command, this resource programming
institutionalized by BTMS is one of the
single most effective benefits of the
system.)

The hasic policy concept needed to im-
prove BTMS is to enforce training time
through administrative action. As an ad-
ministrative action, training would be-
come accountable in the form of manda-
tory time periods for decentralized train-
ing. This could be institutionalized very
casily on the unit's weekly training
schedute and subminted 1o brigade head-
quarters for approval, and would ensure
that fraining was given command aten-
sion atr all levels.

The brigade commander must take
charge of the decentralization process,
‘because he has the authority to implement
or emphasize the desired corTectjve ac-
tion and to standardize BTMS throughout
the subordinate battalions.

He can directly implement the unit
training schedule with emphasis on de-

centralization by applying the adminis-
rative deadlinc process and by making
sure training schedules are written at no
igher than squad level, or in certain in-
stances at platoon level. Command em-
phasis on an administrative matter has
never failed to achieve results.

As for the implementation of BTMS,
since it was designed to be implemented
at battalion level, it should be accepted
at this level to the best of the command’s
ability,

At company level, conmmanders have
an inherent duty to tramn subordinates in
leadership and to aliow the seidiers o
develop professionally. The best way 10
do this is by decentralizing traming,
allowing soldiers to make and implement
training decisions, generate initiative, and
foster.a team concept. Subordinate lead-
ers will not face punitive action for mis-
takes or shortcomings in training because
training missions are not considered in
the administrative deadline class.

Good intentions alone will not umple-
ment even the best ideas. Emphasis and
command guidance should start from the
top and provide for follow-up.

Trawng management in the ATmy 1o-
day 1s far above whar it was ten years
ago. The addition and integration of n-
dividual and collective soldier tasks has
allowed leaders o set priorites and w
plan and execuie more effective training,
To fight, win, and survive the tirst bat-
tle of the next war, subordinate lcaders
must be able to conduct effective train-
ing and develop team integrity and ead-
ersiip BTMS 45 an effecuve ool for that
purpose, and it should be refined (o the
fullest extent possible.

Lapiyin £awatd €. Sayr= 15 ARLOREd T ne Mater-
1el Management Center, 9th Division Support Com-
mand, Fort Lewis, He previously served with the
10th and Sth Special Forces Groups and with the
U S ArmyJohn F. Kennedy Special Warfare Center
at Fort Bragg. and recently completed the Infantry
Officer Advanced Course He hoids 2 master’s de-
gree from Central Michigan University

Unit Histories
A Guide to the Agencies That Can Help

If you have been assigned to develop
or expand the unit history of your orga-
nization as part of the U.S. Army Regi-
mental System, there are several places
you can go for help.

There is a Roster of Organizations,
which lists the active associations of for-
mer members of various units that
served within the U.S. Army structure
at various times. [f your unit went through
a lincage redesignation {(name change},
an active association may still be in ex-
istence. You can get a copy of the cur-
rent rogter through Headquarters, De-
partment of the Army, Office of the
Chict of Public Aftairs, ATTN: OCPA-

MAJOR GLENN W.DAVIS

CR, The Pentagon, Washington, DC
20310-1500; AUTOVON 224-0739.

Unit history cards will provide you
with derails on your unit’s authority, as-
signments, and locations since its activa-
tion. These data cards can help you
track where your unit was stationed and
when. Then you can cail various instal-
lation musewms or veterans associations
in the continental United States for as-
sistance. Requests for unit history cards
can be obtained through the U.S. Army's
Institute of Heraldry, 5010 Duke Street,
Adexandria, VA 22304-5050; AUTO-
VON 284-6632/6633.

Information relating to heraldic items

such as coats of arms or historic insignia
can also be obtained through the Insti-
tute.

Unit morning reports are in the custo-
dy of the National Personnel Records
Center, 9700 Page Boulevard, St. Louis,
MO 63132. These reports can give you
your unit’s personnel assignment staius
as well as casualty lists.

The historical records of most U.S.
Army units or military installations in
operation hefore 1953 are in the custo-
dy of the Military Field Branch, which
is in the Washington Natonal Records
Center Building, 4205 Suitland Road,
Suitland, MD 20746, commercial (301)
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