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Recently, the Infuntry bas devel-
oped o renewed, healthy interest in
lightening the nfantryman’s  load.
To that end, much time has been
spent calculaiing the precise weight
and vilue of cach item the infantry-
man might carry into battle. The
results have caused ws 10 reconsider
the policies that have driven these
loads up to the point of impairing
the fighting ability of our infantry-
men.

The time is right to think about
another type of load that may affect
the fighting ability of even more
soidiers, and more units, by imped-
ing training and readiness. This load
is the burden we place upon our
company commanders in the form
of regulations, reporting require-
ments, and administrative proce-
dures.

The company commander has al-
ways been asked to do a great deal,
and the administrative workload on
him has increased dramatically since
the end of World War IL A com-
pany commander in 1987 has the
same amount of time he had in
1946, of course, but he is being
asked to do too many things, things
he simply cannot do in the time
available. This forces him either to
ignore requirements or to falsely
report his compliance.

Instead of arguing conclusions—
100 many demands or, in the con-
text of time and mission, improper
demands—we neced to work through
this problem the way we are work-
ing through the fighting load prob-
lem. We should first measure the
total administrative load to deter-
mine Lhe precise nature of the
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probiem, then go lor a solution
We could begin with the company
commander’s  “admimistrative TA-
SO otherwise delined as all ot the
regulations that apply o company
operations and activities. Every pol-
icy, procedure, or regulation tha
reads, “A company commander will”
needs to be identified and the nme
necessary to do that task calculated
10 the nearest tenth of an hour
Once that has been done at the
Department of the Army level, all
other requirements should be calcu-
lated down through the chain of
command to the battalion level to
pick up each additional responsibil-
ity, The time necessary to do thesc
tasks should then be added to ar-
rive at a grand total. Only then will
we get a sense of how heavy a load
the commander carries into training,
administration, and tactical exer-
cises, and ultimately into combat.
The next step would be to cstab-
lish a regulatory budget or “a com-
pany commander’s load plan.” The
writers of regulations and proce-
dures (who don’t have to pay the
costs of compliance by actually
doing the work) have a great incen-
tive to levy endless, detailed re-
quirements that will make their own
lives casier but ignore the trade-offs
caused by time constraints on the
commander, It takes only -a few
minutes to write a requirement for
a company commander to do some-
thing, but the day-to-day, month-to-
monih implementation of that one
requirement may take hours, accu-
mulating into days.
Then we should establish branch
level allocations of the commander’s
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tme for major functions at the
caompany level, such as training, se-
curity, mess, and the tike. [t would
then be up o the proponent agen.
cies o justify their individual cur-
rent time demands against these al-
jocauons., Once time allocations had
heen made by branch, additional
requirements within a functional
arca would have to be compared
with the previously ailocated time.
Thus, an existing lower priority re-
quirement would have to be deleted
before a new one could be added.

In summary, this program wouid
add up existing requirements; it
would establish an overall allocation
of responsibility [or time manage-
ment within each functional area; it
would mandate a zero-based time
budgel by functional area; it would
cause everyone who pgenerated a
requircment to justify the benefits
against the cost of executing that
requirement; and it would force an
equal reduction of existing require-
ments beforc any new ones were
initiated.

We frequently give future com-
pany commanders an in-box drill to
test their ability to set priorities.
This program would put require-
ment writers in the same position
and would ensure that commanders
have time to do the things that
truly count in preparation for future
batues.
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