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gre training and logistical support, and
a deployment that works out of a canton-
ment arca requires administrative and
off-duty programs as well. In cither case,
the UREPs will need ta find aut and re-
tain a lot of varied information.

One technique for collecting this infor-
mation is to use deployment worksheets.
These worksheets, one for the S-2/8-3
and one for the 5-1/5-4, contain words
or phrases that are vsed to request key
information. (An S-1/5-4 worksheet is
showil here as an eaample.) This facili-
tates accurate and helpful note taking,
Units with special capabilities or equip-
ment (such as parachutes, for example)
can include additional categorics (pack-
ing facilities, rigger availability, storape
arcas, drop zone ser-up assistance, or
whatever else needs to be covered).

In afl arcas, UREPs must ensure that
the names and phone numbers of points
of contact, as well as their mail and elec-
tronic addresses, are noted so that follow-
up guestions can be answered or ¢laritica-
tions can be made.

These worksheets can be prepared on a
trip-by-trip basis, or the battalion can
establish them as its SOP for coordinating
trips. In most cases, the §-1/5-4 work-
sheet can hecome the coordination trip
SOP, because the same information on
services and classes of supply will prob-
ably be required for every trip. The
S-2/8-3 worksheet, however, should

probably be developed for cach separate
deployment, because what the com-
mander plans to get out of one deploy-
ient may differ entirely from what he
plans to pet out of the next. A worksheet
can be set up on a day-to-day or mission-
to-mission basis, depending upon which
seems to work best for tracking the re-
quested and coordinated resources.

When the UREPs arrive at the deploy-
ment site, or wherever coordination
needs to be made, they should fink up
with the people the battution’s project of-
ticer has been working with. Ideally,
these people are expecting the UREPs
and arc prepared to take them around.
This is the time to verify deployment
dates; knewn wransportation data; number
of soldiers; advance party, main body,
and trail party information; and the com-
mander’s intent. While these individuals
can probably answer most of the UREPs
questions, the UREPS also need to get in
touch with other sections to get all the
answers they need.

The UREPRs should talk to every possi-
ble point of contact for their listed areas
of respensibility and should get range
repulations, wire diagrams, unit or
school SOPs, Self-Service Supply Center
catalogs, or anything else thut may help
the battalion’s deployment planners do
their jobs better.

UREPs should make sure all the notes
they take are clear and complete. Too,

while working with their points of con-
tact at the deployment location, they
should come to an understanding about
requirements for fund cites or memaran-
dums of understanding. Getting these
things clear on this coordination trip may
sinooth out potential problems later,

Upon their return from the coordina-
tion trip, UREPs should finish memoran-
dums of understanding that were not or
could not be prepared earlier and back-
brief the staff principals and the com-
mander or executive ofticer. Unless their
guidance changes, the aext step is for
them to write, or help write, the most
complete and accurate order, letier of in-
Struction, or annex possible. In shord,
they should translate all the knowledge
they gained on the trip into something the
unit can really use.

The last step should be to note any
weak or unclear areas on the order, This
may mean an addition to or a modifica-
tion of the deployment worksheet, Once
any necessary changes are made, the
UREPs can feel confident that the bat-
talion is well on its way to making the
mast of its off-post training opportunities,
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Leadership

The Human Dimension

Today, more than ever, junior leaders
have an obligation to rely less on manage-
ment skills and more on the basic cle-
ments of leadership. Never in the Army’s
history has there been a greater need for
the junior leader to embody the humian
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clement of leadership. Compassion, as a
fundamental quality of our leadership
style, takes on a greater significance ag
we find ourselves responsible for ever
brighter, niore responsive, and more
highly motivated young soldiers.

For a new lieutenant to be truly etfec-
tive in what has become a technological-
by advanced (but stili soldicr-dependent)
infantry, he must focus the development
of his leadership style on a commitment
to the human dimension of leading



soldiers. The new ligutenant’s success is
aleader results as much from the develop-
ment of a sound leadership style as it does
from the achievement of tactical and
technical proficiency. The human com-
ponent, an integral part of that leadership
style, requires that he identify the needs
of his subordinates, demonstrate compas-
sion and loyalty toward them and, final-
ly, simply get along with them.

In the hope that new lieutenants can
beneflt from my own past experience, 1
would like to offer a prescription for en-
suring a commitment to the human cle-
tent and atso to present some specific
situations in which that commitment
becomes essential.

Although the thoughts offered here may
not be especially illuminating to an officer
with a great deal of cxperience in the in-
fantry, they should provide some useful
guidance to a new infantry licutenant em-
barking on his first assignment.

As the Army’s leadership manual (FM
22-100) indicates quite clearly, a leader
must know “‘how to motivate people in
general and fhis] subordinates in par-
tiealar.” A suceessful “motivator”” is, by
my definition, a leader who 1s capable of
working side-by-side with his charges.
He is then, also by my definition, able
o ‘et along’” with them. Although this
is only one of the factors that contribute
to good leadership, it is a critical one.

Those who would disagree could point,
of course, to successful battieficld comi-
manders who have relied heavily upon a
form of coercive power, It 15 true that,
because of extraordinary personalities ot
unusual cireumstances, such leaders have
emerped in combat and even in peacetime
and have succeeded. But I believe these
are rarc exceptions.

Most prominent figures in the Army’s
history, and especially in the infantry’s
history, have had the ability to get along

with their subordinates and have theretore
been able to motivate them. The con-
troversial General George S. Patton, S,
for example, whom Generat Ornar N, Brad-
ley described as *‘excessively harsh,”’
clearly relied upon coercion to achicve
results. But one of the principles by which
he operated was that as soldiers fwe can
always learn from each ather."" Pation
reportedly believed in doing everything
that was expected of the men he cour
manded , including personaily testing his
tanks in river crossing operations.
Although Patton demanded much of his
men, and although many undoubtedly
feared hin, he was able to work side-hy-
side with them, and this, Fam convinced,
contributed to his cffectiveness as a
feader.

Iike Patton, a junior infantry oflicer in
the Army today has to be able to get
along with his subordinates. He must not,
however, under any circumstances, allow
the senior-subordinate relationship to
become obscured., Inother words, he must
recognize the fine line that exists between
fraternizing with his soldiers and work-
ing among them to accomplish a mission,
Ta ensure that he stays on the right side
of that line, he should demand respect and
remain in charge. This relationship is
eritical to his legitimacy as a leader and,
when coupled with a willingness t¢ work
alongside his men, it shouki puaranice his
SUCCESS.

To get along with his subordinates, a
new licutenant must also identity their
needs. He cannot casually lump together
the needs of a group of soldiers; he must
get to know them individuaily. By so do-
ing, he learns something about cach one
and should eventually be able to recognize
what makes cach one tick. A little atten-
tion to a soldier in the form of care and
concern, provided it is genuine, will earn
great dividends for a lieutenant.

Identifying a soldier's beliefs and
values, as M 22-100 points out, is critical
to the understanding of his personality and
the things that motivate him. The n-
disputable fact is that understanding the
diverse personalities found in a platoon re-
quires tremendous effort, patience, and
more than a basic understanding of human
natire. Because conducting such an
analysis is usually less conscious than sub-
conscious, it requires that a platoon leader
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have a sincere regard for his subordinates.

At the same time, he must be determined
to create an inspired and ¢ohesive small
unit that is as capable of performing its
peacetime mission as 1t is prepared to fight
& war.

One situation in which it is particularly
important for a company grade officer to
recognize a subordinate’s character make-
up and to understand his personality i8 in
considering that subordinate for a job of
greater responsibility. Surprisingly
cnough, sometimes & soldier who has
demonstrated either lassitude or an ob-
vious dissatisfaction with his current job
will make the best candidate for the new
job. Although these are clearly undesir-
abie traits in o subordinate, a soldier
who demonstrates this sort of attitude
often has resched a point in his develop-
ment where he feels unfulfilled. If so, giv-
ing him a job with more responsibility can
serve to rejuvenate him and improve his
performance. On the other hand, this kind
ot attitude may reflect a soldier’s feelings
about a job that is beyond his capabilities.

The point is that the leader must be able
to identify what is causing the poor per-
forinance. Only a complete familiarity
with a soldier's motives, values, and
perhaps goals, coupled with a thorough
understanding of human natare, will
enable the leader to do this. An unalysis

of this sort may even help the junior teader
at some future tine make a responsible
decision in a critical situation.

If this kind of compassion and
understanding toward subordinates is to
he effective, however, i€ must be genuine.
All too often, 1 have seen junior leaders
engage in what amounts to mere cheer-
leading. Lincouragement is important to
soldiers but not if they perceive it as
phony. In other situations, | have seen
junior leaders encourage good perfor-
mance chietly to impress their superiors,
and there is nothing more damaging to a
leader’s credibility among his sub-
ordinates. A junior leader succeeds only
to the extent that his actions are perceived
to be in the interest ot his subordinates and
not scll-serving.

Loyalty to subordinates is a powerful
too!t for the younyg leader to use in his of-
forts to pain their respect. Soldiers under-
stand and probably appreciate more than
anything else their leader’s support in a
wide varicty of situations. A commeon one,
and one that often proves troubling for a
licutenant, involves disciplinary action.

When called upon to comment on a
soldier’s poor duty performance or o
make a recommendation as to his redemp-
tive value, an officer must consider a
number of interests, including that of the
unit, the Army, and the individual, A

soldier who has committed an indiscretion
but has shown a gemuinely penitent at-
titude and no potential for further indiscre-
tions deserves his leader’s support.

To make a judgement as to his soldier’s
potemial for slipping further, the leader
must again be able o read hig charucter.
In many cases, the disciplinary infraction
may be just an aberration. The leader must
also know his subordinate well enough to
determine whethier his penitent attitude 15
sincere, Ifitis, be can justifiably be com-
passionate in dealing withan ouislanding
soldier whoe has erred and whose career
hangs in the balance. And supporting =
soldier like this alse contributes enor-
mously to « lieutenant’s credibility among
his other subordinates.

Developing the human dimension in his
leadership style should be one of a new
licutenant’s most important goals, Being
compassionate and trying to understand
every soldier’s character should puarantee
that development. In addition, if he is able
to get along with his subordinates, his ef-
forts to lead them will meet with success.
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