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Fort Leavenworth - A Memoir

John H. Cushman
Lieutenant General, U.S. Army (Retired)

Prologue

Fort Leavenworth, Kansas, home of the Army's Command and General Staff College,
figures large in my life and memories. | lived there as a teenager in 1934-36 when my
father was a student in the last two-year course before World War Il. In 1954-58 | was
for a year a student and for three years on the faculty. And in August 1973 to February
1976 | was Commandant. Although my 1954-58 Leavenworth tour bears on that of
1973-76, | have written this memoir primarily to tell my story of the latter period, seeking
to give a straightforward account, useful to history, of those times from my perspective.

It was a time of considerable change, even of tumult, as the Command and General
Staff College along with the rest of the Army school system adjusted to the reorganiza-
tion of the Army that had just created the Army Training and Doctrine Command (TRA-
DOC) and to the driving initiatives of TRADOC's first commander, General William E.
DePuy, at Fort Monroe, Virginia. | had been selected by General DePuy to be the Com-
mander of a new Combined Arms Center and of the new Combined Arms Combat De-
velopment Agency (CACDA), both at Fort Leavenworth, in addition to my duties as
Commandant of the Command and General Staff College.

This is a revision of a draft written by me in early 2001 and circulated for comment. | am
deeply indebted to Ben Harrison, lvan Birrer, Mike Sanger, Jess Hendrick, Bud Weaver,
and Bob Doughty, who were all associates of mine in 1973-76 and are identified herein.
I also thank John Romjue, who served as a TRADOC historian for that period, for re-
viewing my draft. Of course | take full responsibility for any errors of fact or interpretation
in this final version. For those who care to read it, it is my story, from my viewpoint, as
accurately and objectively as | can relate it some twenty-five years after the events.

I was born in 1921 in Tientsin, China, the son of Captain Horace O. Cushman, Fifteenth
U.S. Infantry, of Danville, lllinois, and Kathleen O'Neill Cushman of Charleston, South
Carolina. | enlisted in the U.S. Army in 1940 and in 1941 entered the U.S. Military Aca-
demy, graduating in 1944 and commissioned in the Corps of Engineers. | served with
the 808th Engineer Aviation Battalion building airfields and port facilities in the Philip-
pines and Japan, returning on leave in June 1946 to marry Nancy Townsend Troland. |
had met Nancy three summers earlier on a cadet field trip to Fort Benning where her fa-
ther, Colonel Girard B. Troland, was senior Corps of Engineers instructor at the Infantry
School and Nancy was home before her senior year at Connecticut College.
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On reporting back to Japan for duty | received orders to join the Manhattan Engineer
District (later the Armed Forces Special Weapons Project) at Sandia Base, NM, where |
became operations officer of the 38th Engineer Battalion (Special) (later the 8460th
Special Weapons Group), which unit had the mission, when so ordered, of assembling
atomic bombs from their components and placing them in U.S. Air Force bombardment
aircraft for delivery on target.

This, Nancy's and my first assignment together, was a wonderful introduction to our
Army life. We were with about sixty other newly married couples, the men of which were
mostly West Pointers, classmates or near contemporary engineer officers who had been
assembled by Major General Leslie Groves, the builder of the atomic bomb. After the
1946 Bikini tests the scientists, who had assembled the bomb as essentially a labora-
tory device, began leaving the Manhattan Project to return to their universities, and
Groves decided to replace them with officers chosen from worldwide. At Sandia Base
we had two children, Constance and Cecelia, and made friends that would last a life-
time.

In the summer of 19489 | entered the Massachusetts Institute of Technology to earn a
Masters degree in Civil Engineering. In June 1950 | reported to the Engineer School at
Fort Belvoir, VA, for the Advanced Course -- just as war broke out in Korea. On March 6,
1851, | wrote my father, brigadier general, retired...

6 March 1951

Dear Dad -

Mcm hes probably told you that I was consldering transferting
from the Corps of Engineere to the Infantry. I know that you
w1lll be interested in hearing that today I submitted my request
for such & transfer. -

Thie 1s something that I have been thinking over for some
time. As you remember, as a cadet I was on the fence for quite
& Wnlle - undecided between the Engineers and the Infantry. I
eventually chose the Engineers because of- their meny edvantagee
in peacetime - further education, interesting and responsiple
work in civil construction, and a preparation for a useful and
Temunerative life after retirement., I visualized that the mgor
part of my army career would be in times of peace, when millitary
appropriations would egain be cut.

The picture today is quite different from what I expected.

And I believe that for most of the rest of my career the army
will be either on a partially mobilized bpasls or engaged in
actual hostilities. Under those conditions I would much prefer
Bervice in the varlous command and staff Jjobe that exiet in the
gg%bined arms. Englneer officers jJust jon't normelly get those
e g' The Corps of Engineers 4s todsy in the unfortunate position

eing short 800 regular officers out of a total authorized
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of about 2300, Becsuse of thle, snd because of the continuing
comoitment of a couple hundred to the civil works program, they
do not pleace engineer officers in branch immsterial jobe without
a great deal of protest. So I can lock forward, as an englneer,
to & long succession of fairly speclallzed sssignmente - usually
not in the fleld of the combined arms. To svold such a prospect
and to get 1nto a position where I can have more varled dutles
is the maln reason for my transfer,

There are otnera., I have become a bellever in & nearly
branchless army as an ideal - such & concept 1s heresy in the
higher echelone of the Engineers. I have become convinced that
the continuing lnterest of the Corps of Engineers in civil works,
regardléss of thelr statements theat it ls not the primary mission
of the Engineers, i1gs to the disadvantage of their army role - and
hence operates to the dlsadvantage of the army. I personally
do not want to serve in the clvil vorks program and have no desire
to ever attaln to the position of Chief of Englneers. That 1is
not a fit way for an Engineer officer to think and it 1a not good
for me to remain in the branch.

I know that I can be of value to the army as an infantryman.
My englneer training will be helpful, as will my time in tie
atomic bomb business. I will go first to Senning for the short
advanced course they give reserve orripers“%;é weeks). Then I
wlll be asslgned to troops - to a division in The states or
cversess. 1 hope to stay with a division for a couple of yeara,
and expect that at the end of such a time I will be up to the
level of my contemporaries in the Infantry. From then on I
hope to continue my educstion in the combined arme through
the varled assignments that will be open to me as an infaftryman.
I expect thet my troop futy will be overseas - in Furope.

Naturally thils was & big declsion for mwe to make. I would
like to have been able to talk to you about it but I really
doubt if you would have influenced me one way or the other. It
was really something for me to declde for myself, When all the
facts were in it was oobvious to me that there was only one answer.
And 1In the answer Nancy and I concurred as one.

Wwell, we are looking forward to heving both you and Mom visit
us later this month - the weekend of the 25th. We hope that you
can get awey for that weekend - although we know that those are
Jour buelest times. When you come down we can catch up on all
the news and talk of one sort or anotner.

All of ue send our love -=-

s

Ordered to the 4th Infantry Division then training at Fort Benning for deployment to Eu-
rope, | was sent to the Associate Infantry Officers Advanced Course en route. Coming
©n top of the Engineer Advance Course, that experience was invaluable to me, new to
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the infantry. | studied the organization and tactical operations of infantry units from
squad, through platoon, company, battalion, and regiment -- along with their communi-
cations, logistics, personnel administration, intelligence and other aspects.

The school had been energized and expanded as a result of the Korean War with its
early defeats, followed by MacArthur's brilliant stroke at Inchon, advances northward,
then the Chinese intervention that drove United Nations forces far south of Seoul. Unit-
ed Nations forces in a counteroffensive had advanced beyond Seoul when in May
1951 they were ordered to halt their attack and wait for armistice negotiations. Both
sides strengthened their positions, exchanging artillery fires, and fighting lapsed to pa-
trolling and small unit actions. In late June, the Soviet delegate to the United Nations
proposed a truce, and in July truce talks began at Panmunjom, a village on the front
lines twenty-five miles north of Seoul, and continued for two years.

As the war went on |, now a major, reflected on my lack of infantry combat experience
and on what my getting that in Korea might mean to an infantry career. My infantry
classmates, all of whom had served in combat in World War |, had the coveted Combat
Infantryman’s Badge, while | did not. Believing that that might make a fundamental dif-
ference, | considered volunteering for Korea. As truce talks began, | asked the opinion
of a battalion commander just returned from Korea, who had been a tactical officer in
my time at West Point. He said that the war in Korea was over and suggested that | go
to Germany as scheduled. |took the idea no further and never mentioned it to Nancy.

Moving my family to St. Petersburg, Florida, and with six weeks out of my life for a knee
operation at Walter Reed, | finally arrived in December 1951 at my first infantry troop
duty in the 22d Infantry Regiment of the 4th Infantry Division in Schweinfurt, Germany. |
was assigned as S-3, 1st Battalion, commanded by Major Sam Carter. Major Carter
had been through two years of combat as a company commander in the 1st Infantry Di-
vision in World War I1.7 | learned a great deal from him.

In a few months we had a new regimental commander, Colonel Legrande A. Diller. In
early August he transferred me from the 1st Battalion to be the regimental S-3. Six

1Sam Carter (who by the way had been passed over for lieutenant colonel, | am sure for his outspoken-
ness) gave me my first searing critique of the Army school system. Using my advanced course material | had
organized training for "Company in the Night Attack" with its forward assembly area, its line of deparure, and
its close assault. When | showed him my intended training, he told me that in the war he had seen too many
lisutenants killed by applying what they had learned at Fort Benning, and that was "no way to make a night
atlack. The way to make a night attack is to find a place in the enemy lines where a company can get through
in single file, to take a battalion through it, and by dawn to have the whole battalion behind the enemy to
trap him." Later in Rommel's Intantry Aftacks, | saw the same lessons applied again and again, and had the
Adjutant General at Fort Campbell run off a copy for every infantry officer in the 101st Airborne Division.



weeks later, Colonel Diller suffered a heart problem of some sort after climbing a hill
and was forced to leave the regiment for reasons of health.

By that time, as part of a redisposition of the forces upon the arrival in Germany of two
recently mobilized National Guard divisions, the 22d Infantry Regiment, with all its de-
pendents, had moved to Giessen, 40 miles north of Frankfurt, where the regiment would
defend a new sector. Pending completion of a new kasemne being built in Kirch-Goens,
closer to Frankfurt, the regiment would live in a tent city on the outskirts of Giessen and
our families would be in dependent housing, nearby apartments.

In Giessen we got our new regimental commander, Colonel David L. Edwards, who had
been with General Harlan Hartness, 4th Infantry Division commander, when the latter
had been Assistant Commandant at the Army Command and General Staff College at
Fort Leavenworth. Colonel Edwards was a demanding commander with ideas all his
own, some of them unusual; he surprised us often. Within a few weeks he had fired his
S-1 (personnel), his S-2 (intelligence), and his S-4 (logistics), leaving only me on the
regimental staff surviving.

In a few months our barracks at Kirch-Goens were ready to move into and we did just
that, giving the regiment a few weeks to settle in before leaving for six weeks at Grafen-
wohr, which was the training area in Bavaria large enough for regimental-size exercis-
es and all kinds of live firing. | take some pride in getting our training program ready for
that deployment; everything that could be done was done to insure that each battalion's
time was well organized and could be well used. The regiment motored to Graf at the
first of May.

After about four weeks at Grafenwohr | assumed command of the 2d Battalion of the
regiment. Colonel Edwards had for a while been dissatisfied with the 2d Battalion's
commander. When one day that commander made a serious, possibly deliberate, error
reporting the status of his battalion on a regimental exercise, Colonel Edwards decided
to relieve him. On his telling me his intent, | thought about it for an hour or so, then went
to him to say that | thought that | could command that battalion. He agreed, and said
that he would go down right away to General Hartness in Frankfurt and make that rec-
ommendation. He got in his plane, returned two or three hours later, and told me that |
had the battalion. That was quite something for me as a new infantryman at age not
quite 32 and with only two years as a major.

Command of the 2d Battalion was the most satisfying duty | had ever had, and ranks to-
day as one of the most satisfying of my career. Those six months had many good mo-



ments, a memorable one of which was the feeling of elation that struck me one day as |
rode in my jeep at the head of the battalion on the road to a defensive position we were
about to occupy in a corps field exercise, on a day and at an hour when | knew our
plans were good, my command was organized and under control, | was on top of my
job, and we were going to excel -- as we did throughout the exercise.

But, with the oversupply of qualified lieutenant colonels for battalion command, that job
could not last. After six months | became the regimental S-4, or supply officer. It was an
opportunity to learn about a different sphere of regimental activity, but it was a decided
come-down from having commanded a battalion. Seeing ahead of me a full year be-
fore | would complete my three-year tour in Germany, | decided to seek reassignment.

Although | began my search seeking duty at a joint or allied headquarters in Germany
or France, my desire to do so became known at the headquarters of the US Army in
Europe (USAREUR), at Heidelberg, and soon | was told that | would go to that staff's
G-3 office, with station at Cologne with the | Belgian Corps. There | was to be a member
of a newly created US liaison team assigned to help the Belgian army, now a part of
NATO's forces, adapt to the use of the nuclear weapon in the defense of its sector.2

| had become regimental supply officer November 5, 1953. On December 15 | received
orders to Cologne, effective December 21. We now had a family of six, with Kathleen
having been born while | was at MIT and Mary just the previous May. | made a recon-
naissance to Cologne, then requested leave time so that our family could spend Christ-
mas in Bad Nauheim, and in early January we moved, By then Nancy and | knew that
she was pregnant with our fifth child. We hadn't known that in November,

As Belgium was a country with two languages, both French and Flemish were used in
the headquarters, but everyone spoke French. | had studied French in night school in
Washington while we were at Fort Belvoir, and soon became fluent enough to brief the
Belgians in that language. The corps headquarters was organized under the British
staff system, which meant that it was much smaller than that of an American corps and
correspondence was less formal. | found that both interesting and refreshing.

ZNATO's forces in Germany had grown since 1951, The | Belgian Corps was part of the mostly British North-
ern Army Group. US and French forces were in Central Army Group with headquarters at Heidelberg along-
side USAREUR. Both these army groups were under Allied Forces Central Europe at Fontainebleu,
France, where | had hoped for assignment, as well as at SHAPE in Paris. Since my time at Sandia, nuclear
weapons had become part of the US Army's arsenal, to be fired by adillery as well as delivered by tactical air.
US nuclear munitions teams were stationed around Germany with procedures for turning those munitions
over when ordered to allied forces, who would use their own artillery to fire them. Our twe-man detachment
at Cologne was to assist the Belgians in understanding the tactical employment of these weapons and in
obtaining them when and if a war began so that they could use them properly. We tested those procedures
in command post and field exercises.



Time was available and | had been reading on military history and operations for some
years, so | began writing an article on the future of the Army in the atomic age. Taking
our team'’s sedan | visited Stuttgart, where the commander of the V1| Corps, the famed
Lieutenant General James A. Gavin, was trying out some interesting initiatives in opera-
tional concepts. | took time off from my job to go by car to nearby battlefields of World
Wars One and Two. Having admired the writings of the British historian and military an-
alyst B.H. Liddell-Hart, | began a correspondence with him in which he invited me to
visit him in England. | did so for a delightful overnight with him and his wife Kathleen.
All of this was interesting to me, but it was simply making the best of an assignment that
| had blundered into, that while rewarding in some ways | did not really like very much,
and that | was unable to do anything about.

Then one April day in our office | received a call from my boss in Heidelberg, saying that
the Infantry assignment people in the Pentagon had asked if | could be released to at-
tend next fall's Command and General Staff College course at Fort Leavenworth -- and
was | willing to curtail my tour to do that? My answer was yes! | soon advised head-
quarters that Nancy was due to have a baby in August so we had to travel well before
that time. On May 7th we received orders telling us to proceed to Bremerhaven to arrive
May 25th and to board the transport USS Geiger for New York.



Part One, 1954-1958

We expedited our travel from Germany, arrived at Fort Leavenworth in early July, and
soon were living in the "Beehive." Jack, Jr., was born in August.

Classes would not begin until late August, and looking for an interesting place to work
for a few weeks, | arranged to be assigned to a small new section of the College called
Combat Developments. A section of six or seven officers who had previously been in-
structors, it was in the basement of Wagner Hall, which was the College Library and Ar-
chives building.3 They were working on something called ANA, Atomic Non-Atomic
Army. By 1954 the people at Sandia Base, NM, and in the Army's Ordnance Corps had
developed and begun to test some low yield nuclear weapons and the field artillery
cannon and missiles to deliver them. Soon after | arrived, ANA was succeeded by
TRANSANA, Transition to the Atomic Non-Atomic Army.

The Army had only nine years earlier successfully completed a World War; only the year
before it had ended the war in Korea. Nuclear weapons and missiles were on the hori-
zon; a military revolution was brewing. The Army knew it must adjust, but it was ventur-
ing into the unknown. TRANSANA visualized a new United States Army from battalion
through regiment, division, corps, and field army that would incorporate the air- and ar-
tillery-delivered nuclear weaponry now under development.

At this stage of my career, | was acutely conscious of being a engineer-recently-turned-
infantryman who, in my ten years after graduating from West Point, had seen combat in
neither of the two wars. True, | had just served very well in the 22d Infantry Regiment in
Germany, where as a major | had for six months commanded a battalion. But | did not
wear the Combat Infantryman's Badge. Strive as | might to be well regarded, | knew
that nothing could substitute.

In September the course began. Classes were in 55-man classrooms in Gruber Hall,
which in my father's time as a student had been a huge riding hall for the cavalry troops
stationed at Fort Leavenworth. The meticulously prepared "lecture-conference" instruc-
tion was uniform across the three sections scheduled simultaneously, and was identical
when given by the same three instructors to the other three-quarters of the class, a
Quarter at a time. Very much a product of World War Il experience, its map exercises

*The library's reading room was on the first floor, and | remembered coming in there as a teenager when my
father was a student and reading the newspapers' comic strips. In the basement of Grant Hall off the sally
port under the clock tower was the location of the barber shop, now closed, where | had got my haircut.



were almost entirely set in Europe. In the class were friends from my youth and fellow
West Pointers of my time there, including many classmates.4

The course: staff procedures, decision making, tactical problems starting at division, lo-
gistics, a lot of memorization, and a load of books and maps to carry in a book bag
down to class from the Beehive each morning and back. Six hours of class every day,
and plenty of reading and other homework to do the night before, maps spread out on
the floor or dining room table. No classes on weekends, with much golf then (and even
weekday afternoons) for those who played. Playing with a partial set of inexpensive
clubs | was among the occasional golfers, not very good at it.

As was becoming my lifelong and not entirely admirable habit, | sought to excel and
was consistently in the top four or five in the class standings that were provided to stud-
ents every two or three months. However, in the final days of the course | "busted" the
examination on corps offensive operations, which had involved the employment of nu-
clear weapons in an attack of an enemy force. | had paid insufficient attention to the in-
struction beforehand, perhaps rebelling because it had seemed to be less than believ-
able. My barely passing grade brought my final class standing to twelfth out of 650, not
in the top ten announced at graduation, and | was very disappointed in myself.5

I 'had decided that after a student year | would seek assignment as a Leavenworth in-
structor, to continue developing as a troop-oriented professional soldier. | had twice
been asked by West Point to become an instructor there, but | had begged off. Midway
in my Leavenworth year | was told by the assignment people in the Pentagon that | was
tc go next to West Point to serve the required three-year "utilization tour" of my civil en-
gineering year at MIT. In March 1955, uncertain of being asked to remain at the Col-
lege on the teaching faculty, | approached Colonel Seth Weld, who was director of a
new CGSC research and analysis office, to ask if he would intercede and arrange that |
be assigned to his domain. He did, and | was; and although | would not be a full time
instructor on the platform as | had hoped, we would stay at Leavenworth,

As the course ended and during my instructor training for new faculty members,€ | pre-
pared a comprehensive proposal for overhauling the Regular Course curriculum --

“In bachelor housing across the street from the Beehive lived Mark Boatner, a friend from my Fort Benning
youth. A like-thinking and reform-minded activist who among other things decried the Army's "over-super-
vision" during the later years of the Korean War, Mark and | had frequent discussions during the school year.
We formed a small and informal group of students holding similar views, with a view to publishing a "mailing
list* through which we would continue to maintain contact, but nothing came of that idea.

SThis paragraph is in here because the event played, | think, an important part in shaping my attitudes to nu-
clear warfare and to Leavenworth.

SFor many years | kept the recording that each new instructor was required to make of extemporaneous re-
marks. Typical of my attitude at the time, mine was a call for the "majors of the Army" to be agents of reform.
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concept, content, sequencing, and methods of instruction. | laid my recommendations
out on a large sheet of graph paper on which | had pasted typed notes descriptive of my
suggested course organization and content. My proposal incorporated the idea of a
*pilot model" course which, using a fraction of the faculty, would present a markedly dif-
ferent year-long course to a part of the Regular Class for test and evaluation, and would
then be modified for adoption by all the following year. During the school year Dr. Ivan
Birrer, the College educational advisor, and | had many discussions on the curriculum,
so when | completed my work | addressed my proposal to Major General Garrison H.
Davidson, Commandant, and gave it to Dr. Birrer to take to him. | received no acknowl-
edgment from General Davidson, who must have been bemused by my effrontery.”

In 1951 | had begun to write for professional magazines; my first article was on mine
warfare for the Combat Forces Journal, formerly the Infantry Journal. While at Cologne |
had sent them "Thoughts on Training," based on my experience with the 22d Infantry; it
appeared while | was waiting for the course to begin. In October the Combat Forces
Journal published my "What is the Army’s Story," suggesting that the Army get straight
the public message of its reason for being. At Cologne, while reading and visiting Gen-
eral Gavin's headquarters, | had begun a long piece called "Harness the Revolution”
that | finished after arriving at Leavenworth. | submitted it to the College monthly, Mili-
tary Review; it won the January 1955 monthly prize.8

That summer of 1955 Nancy took the children by air to Lexington, while | took leave to
drive the car through Virginia's Shenandoah Valley to study Stonewall Jackson's Civil
War campaigns,? then through Washington to Boston, doing business along the way.

/Later in the year | asked the Assistant Commandant, Brigedier General William F. Train, for an appointment.
I left him with a book from the College library by the British military analyst and historian Major General J.F.C.
Fuller, whose many writings | had admired for some time. The book was Memoirs of an Unconventional Sol-
dier; | called General Train's attention to those pages in which General Fuller told how, when between the
wars he became Assistant Commandant of the British Army's staff college at Camberly, England, he had
called in the Director of Instruction and told him to throw out all instructional material; the course would be re-
written in its entirety. | suggested that such action was now called for on the part of General Train. Nothing
came of my visit but he graciously sent me a note later listing some well known British officers of World War li
who had attended Camberly at General Fuller's time.

81t opened with "In this crucial hour of decision that is upon us today, the United States Army must find the
answers to two massive questions: What is the role of the Army in our nation's security? How should it or-
ganize to fulfill that role?... Once the role is determined the task is this - - to do today those things that will
make that Army of the future an unbeatable fighting instrument. Revolutionary means of warfare are now
emerging. We must integrate these means into a superlative weapons system for ground combat. With ob-
jectivity, imagination, and vision we must attack this task. Extraordinary leadership and character will be re-
quired to see it though..." A major with ten years service, | was neither in doubt nor shyl

9The LeavenworthTimes story on that trip is on the next page. My interest in Jackson's Valley campaigns
would have repercussions almost thirty years later when | was Cormmandant.
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. ley with its history.of Stonewall

DAUGHTERS MAKE RECONNAISSANCE—Connie Cushman, 8, points to a spot on the map
used by her father, Maj. John H. Cushman of Ft. Leavenworth, during his recent tour of the
Shenandoah Valley while sister Cecelia, 6, looks on. Major Cushman, here shown telling
the girls about his trip shortly before their bedtime, is a student of historic battle sites.
(Times Photo)

Major Visits Shenandoah Valley
As aScholar, Not a Vacationer

By CAROLINE COLLINS

In the course of delving Into ac-
counts of thls summer's vacation
spots, the reply “battlefields” is
disconcerting on an Army post.
The popular conception persists
that 2 man likes to put as much
distance as possible between him-
sell and his job when vacation
time comes around. .

The lure of the Shenandoah Val-

Jackson’s mobile campaign proved
too strong a lure, however, for

THE LEAVENWORTH TIMES, Sunday Moming, September 4, 1955,

Maj. John H. Cushman. a student
at last year’s. regular course,
CGSC, and currently assigned to
the Combat Developments Sections
uf the college. While Mrs. Cush-
man and their children traveled
hy train to her family home at
.exington, Mass., Major Cushman
viove to SMenandoah National Pack
where he chinped for four days

studying General Jackson's “heau-
liful example of deception and
movement.”

A man who militarily sees be-

’ot other operations ~— not so much
tactics or weapons but the effect
of personality, the factor of luck,
the will of the leader — give 2
better idea of what makes a suc-
cessful leader.”

“I believe military history Is one
of the best things any officer can
study,”’ he said. His interest in
battlefields was aroused during
study of the Civil War at the Unit-
ed States Milltary Academy where
he was graduated in 1944. A later
tour in Europe from 1951-1954 when
he was a battalion commander In
the 22nd Infantry of the 4th Di-
vision gave Major Cushman an op-
portunity to study a number of
historic battle sites.

i

The earnest dark-haired officer
who appears as much the athlete
is a military men described the
World War I battlefields of Arna-
ville, France, and Schmidt, Ger-
many, where small unit aclions
predominated. He noted that the

: feels the best source is a pamphlet

to raw farmland, now resettled by
refugees from the East Zone of
Germany,
Asked for the sources used in the
intensive study which precedes a

crossed the room to pull a book
from a case wellfilled with pro-
fessional volumes. “US Army in
World War II, Three Battles, Ar-
naville, Altuzzo and Schmidt” was
the businesslike title on the first
book. Regarding the Civil War, he

entitled *Shenandoah™ published
»y the Australian Staff College in
1952, the Jnte date indicative of re-

war of movement.”

Major Cushman's

cent interest in this'"example of a

attractive
blonde wife sat curled in a chair

able to accompany -her husbhand
jonly once to the actual site. That
lwas at Waterloo, which they both!
described as simllar to Atlanta
with its cyclorama. Mrs. Cushman’
teels It an especially rewarding ex-.
perience for a wife to accompany
a military man to a battlefield.

Traces of trenches and devasta-
tion at Verdun, Somme and Cam-
brai were noted in the young of-
ficer’s tour of scenes of conflict,
Roman battlefields in Belgium and)
France where Caesar’s legions'

fought claimed his interest. Mili-
tary history became increasingly:
meaningful and vivid as he was!
able to see the areas of opera-'
tions. e

. But above all his interest cen-
tered in Field Marshal Rommél's
push through the Maginot Line
in 1940, when almost 50 miles were
covered in a single 24-hour period.
After detailed study, Major Cush-
man traveled from Dinant, Bel-
gium, to Cambrai. A side incldent
of interest was the concrete post
knocked down by the first German
tank to cross the Line at the cus-
toms gate at Sivry; it was never

Major Cushman’s: method of"
studying a battlefleld "is first to;
drive to where he can overlook:
most of the ground, then to com-
pare his maps and read over ma-
terlal toncerning the site. Par-’
ticularly rewarding are conversa-
tions with natlves in the vicinity!
of the battlefield.

While at Shenandoah studying
General Jackson's Battle of Port
Republic he obtained a great deal
of local color from two elderly
schoolmarms. Their home, recent-
ly torn down, had been a Con-
federate hospital, and pictures tak-
en in 1902 showed the hole in the
chimney made by a Yankee can-
non ball. Untll the day the house
wig destroyed, bloodstalns on the
floor under the rug were remind-
ers of that campaign.

‘Throughout the evening the re-
currence of the word “mobllity”
finally brought the conversation
back where it began — to Shen--
-andoah and a campaign which was,
won by the use and exploltation

trip to a battlefield, the major;of mobility by an inferlor force

to accomplish its mission. And
gback to something more difficult
ito define which had likewisel
threaded the conversation — the
military insight, the personality,
the vision of such great leaders as:
Jackson which is made manifest
upon the scenes of their triumphs.

The major, who has done some
writing in the past, is interested
in applying his research in an ar-
ticle “‘to emphasize the factor of
mobility in modern war.” And’
next? The answer came with noi
hesitation whatsoever. He’s look-'
ing toward Georgia and Sherman’s

halfway across the
room.
family, composed of Constance, 8
Cecelia, 8, Kathleen O'Neill, 5
Mary Allerton, 2, and Jack Jr., 1

high-cellinged
(Due to the size of their!

campaign. After that many other
battlefields will doublless kindle
*the interest of this military
'scholar.

highly destructive German artil- they are entitled to large quarters

in the famed Beehive.) She con-
fessed to a lively interest in the
histories of battles but has been|

yond the physical limits of ter-l lery detonating in the trees of. the
rain and weapons involved. the| Huertgen Forest had virtually
major explained, *'I feel the study: changed the character of the land!




Under Colonel Weld | found an outlet for my reform-minded activism. The previous year
had been bad for the Army. President Eisenhower had put into place a new military
strategy with the short title of "massive retaliation.” It would rely on the nuclear weapon
and an expanded Air Force to meet military challenges, and would substantially reduce
the size of the Army. The defense budget he proposed at end-1954 reflected the new
strategy. The Army Chief of Staff, General Matthew Ridgway, objected strenuously, ar-
guing that United States military capabilities must provide for meeting situations short of
those that might call for nuclear response. He got nowhere and in July 1955 he was re-
placed by General Maxwell Taylor. Meanwhile a group of activist Army colonels in the
Pentagon had been mobilizing to fight the Army's battles in the Congress and in the
media. Among those was Colonel George Forsythe, with whom in the 22d Infantry | had
become good friends and who had a high regard for me. | wrote him to enlist in the ef-
fort.

On my travels east | stopped to see George Forsythe in Washington, then continued on
my way to Lexington, visiting various political-military think tanks at Princeton, Colum-
bia, Harvard, and MIT and sizing up the growing academic support, as the Cold War
continued unabated, for readiness for "limited war," as differentiated from all-out nuclear
war with the Soviet Union.

When | returned to Leavenworth | kept in touch with George, and beat the drums for that
kind of thinking. That fall, he was among those creating the Association of the United
States Army (AUSA), whose new monthly magazine Army would project the Army's
line. He and others organized the founding AUSA annual meeting at Fort Benning, to
which the College sent a delegation. As the action officer at Leavenworth on that pro-
ject, | was a delegation member and was soon the moving figure behind setting up the
Henry Leavenworth chapter of the AUSA (its first chapter) and became its secretary.

In September 1955 Colonel Weld's domain was reorganized and | went into a new sec-
tion called Current Analysis, concentrating on short range development of the Army's
organization and doctrine.10 | became the College project officer on ATFA, the Atomic
Field Army, the new name for the Army of the future, and sought without success to

10Among other projects | was action officer for the College position on results of tests at Fort Benning of a
new organization and tactics for the infantry division. | drafted a recommendation that the commander of
the division's new logistic support command also be the the division G-4 (logistics staff officer); that concept
had worked successfully in the British Army. People were so busy that this heresy slipped by until | specifi-
cally highlighted it to the Commandant's attention, at which an uproar ensued, as | had expected, and that
notion was expunged. |was also engaged In the study of new organization for the command posts of divi-
sion and corps, to be called a Tactical Operations Center, that would provide more effective coordination of
operations, including the use of nuclear weapons. That title and concept have remained to this day.
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mobilize support for it to be the vehicle for College instruction in the 1856-57 curricu-
lum. | was assigned to present two hours of instruction on ATFA for that course.

That fall | organized a group of faculty members, all senior and some far senior to me,
who began an unofficial study of the "optimum strategy and organization" for war short
of nuclear war on the Soviet Union's periphery; our goal was to prepare a series of
thought-provoking articles for the Military Review, which appeared about a year later.

Aside from all that, | had been named secretary of the post dramatic club and was work-
ing within the Holy Name Society of St. Ignatius Church on post toward persuading the
post authorities to provide bus transportation to parochial schools in Leavenworth,
while at the same time getting the Diocese of Kansas City, Kansas, to accept the in-
creased enrollments in the schools downtown that would result,

Family and post life, in 1955-56, my first faculty year, was not helped by our having to
live another year with our five young ones in the Beehive with its dingy halls and clut-
tered stairwells; as a major | had not enough rank for four-bedroom faculty quarters. But
that summer we were able to move into quarters in East Normandy. The next two years
at Leavenworth would be markedly different professionally from my first faculty year.

June 14th, 1956, was the birthday of the Infantry (and of the US Army, in 1775), for
which Infantry officers at Fort Leavenworth were organizing an Infantry Ball. Lt. Col. Bev
Read was in charge, and he recruited me to help, along with Major Dick Hallock, who
had just graduated from the Regular Course. Dick and | were to take from storage a
large replica of the Combat Infantryman's Badge and install it overhead in the ballroom.
As we worked we fell into conversation, quickly realizing that we had similar ideas
about the inadequacies of the Regular Course.1

At just that time, the Commandant, General Davidson, was being replaced by Major
General Lionel C. McGarr, whom Dick knew rather well from having served under him
as a regimental S-3 when McGarr was commanding the 7th Infantry Division in the Ko-
rean War. We agreed that together we would build a plan to overhaul the College cur-
riculum with a view to presenting it to General McGarr. At the end of September, having
met with General McGarr to arrange it, Dick presented to him our joint paper.

11Dick (Richard R.), a graduate of Oberlin College and well-educated in the liberal arts, was a brilliant officer
with an Incisive mind. He became an Army officer through Officer Candidate School and served in an air-
bomne infantry battalion in Europe in World War Il In the late *40s-early '50s, he had served in Army intel-
ligence in Europe, whence he had become a special assistant to General Lucius Clay, the US Army com-
mander, as the Cold War was heating up. He had there developed a unique ability to sit at a senior officer's
side advising on policy and personalities, which he exploited in his soon-to-become-close relationship with
General McGarr,
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Typed by me on our home portable and reproduced here, it was to be fateful in my, and

Fort Leavenworth's, life.12
30 September 1956

1. &, CGSC instruction i1s inadequate. It is out of date, sterile,. .
stereotyped, inflexible, wnimaginative, and fails to prepare for condit{fhs
as they exist in the field. Its doctrine is essentially FTO-Workd War IT
and it= approach to atomioc warfare 1s to superficially impose atomics on

econventional doctrine,

b. At a time when it 4s vital to the future of the Army end the
security of the nation that service schools lead in support of the anncunced
aims and policles of the Chief of Staff, CGSC pupport is late and incomplete,

¢, CGSC does not develop the qualities that will equip the professiomal
officer for his future responsibllites in the atomlic-air age: initiative,

imagination, flexlbility and independence of mind, moral courage, and command
declsiveness. It is even questiocnable how well CGSC prepares the officer for

conventional war, should cne occur today.

d. Belsted problems exist, such sst limited classified instructionm,
nonresident instructlion, research slde of college.

e, The cause of this sgituation lies in the CGSC gystem, the organ-
izational concept and operational procedures that have grown up wvith time,
This ponderons system has mastered the management, through the sheer vork
involved in any significant change. The Staff is overcentralized and out of
balance with the Iine, The system is complacent, inbred, essentially negative

in aygtlock, closes ranks againest change, and stifles growth, It not only
falls to exploit the comsiderable talents available, but it absorbs additional

talents without useful product. Attempts to change the College have had
prlecemeal effect because they did not attack the besie root of the problem,

the system,

2., a. The basic missions of the College are:(l) to prepare officers to
fight today, and (2) to prepare professionsl officers for the future,

b. This means that the course of instruction must be changed to:

(1) teach doctrine that can be used in combat today, (2) incorporate the
new division and other organizations, (3) trein realistically and imaginatively
in atomic warfare, and (4) develop the faculties which equip an officer to

keep pace with the rapid change in war.
¢, Related problems must be solved concurrently.

d. The present system cannot produce changes of this magnitude in
the time evallsble.

¢, With a new ap h CGSC can turn apparent disadvantages into
aszets. It can make thumngu and at the same time support the ains

of the Chief of Staff and asrume its role of leadership.

12The 194-page USACGSC document, Special Report of the Commandant, 1 January 1959, which was es-

sentially Dick Hallock's 1958 work, is a comprehensive exposition of the changes of the next three years.
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We adapted my earlier idea of a "pilot model,” except that we recommended that, in one
year, part of the College would write a complete new curriculum, while at the same time
the rest of the faculty carried out the old one. The paper went on...

3. a. The silution ia for CGSC to concentrate on changing the basin
system concurrently with preperation of the 57-58 courses of instruetion,
The current management and system continue to conduct the 56-57 course,
making all changes possible within their capacity.

b, Establish now a group to plan, develop, and test the 57=-58
gourse and to form the nucleus of the new instructional organizatiom.
Initially, the chief of this group is essentially responsible to the Comman-
dent, He has first priority on personnel and cther support. Using a
seleoted group of current students as a prototype clags and as potential
future instructors, he plsns, develops, and tests the new course, This
group mst start out emall, keen, eager, and imaginative. It will be a
dynamic nucleus which through its own qualities will atiract and integrate

other dynamic individuals as it grows, By August 1957 the nucleus will have
expanded to a new instructional staff and faculty, with a new personality.
The old instructional organization will conecurrently phase out, together with

ita personality.

o. During the same perlod, planning proceeds to solve the related
problems (future doctrine, nonresident instructionm, e ¢) so as to produce
an integrated solution. This provides an opportunity Tor a basic solution
to these interlocking problems.

d. This solution iz feasible in terms of manpover resources, since
it does not visualize a completely new rewrite. Bather it visualizes a
new basic course plan, into which mueh of the present course ¢an be logleally

integrated, withrelativelr minor change.
We thought better of those last four words, which in the event were entirely inaccurate.
Dick drew a line through them just as he was leaving to see General McGarr.

In the early summer of 1956, General Taylor, Army Chief of Staff, had reacted to the
pressures on him to get in step with the "New Look" strategy and budget competition.
He abandoned the idea of simply modifying the division organization, and decided in-
stead to create out of the blue a totally different “pentomic” division, the first of which
would be the 101st Airbome Division, to be activated at Fort Campbell, Kentucky. lts
“pent” derived from the five battle groups that were its maneuver elements, each of
which had five maneuver companies; this eliminated the battalion and regimental eche-
lons of the former "triangular” division (and, further, provided no command slots be-
tween captain and colonel). It's “tomic" came from the Honest John missiles with nu-
clear warheads that were in its division artillery.
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Early in October 1956, the CGSC began de-
velopment of a new Army field manual for the
Army's pentomic infantry divisions, to which all
active Army and National Guard triangular in-
fantry divisions were to be converted. | was
named to the committee that would write this
new manual,13

That summer of 1956, an Educational Survey
Commission, chartered a year earlier by Gen-
eral Davidson, had completed a study of the
Command and General Staff College program
and methods;14 although positive, it had also
been quite critical. General McGarr wanted to
put its recommendations immediately into ef-
fect. Meeting alone in his quarters with Dick
Hallock (with me off stage as Dick's accom-
plice), he began without the knowledge of any
of the faculty to prepare dynamite charges. SBEE
They would shake the very foundations of the Maj Gen Lionel C. McGarr
Command and General Staff College as he

drove it to adjust to the changes demanded by his continuing guidance.

The first dynamite charge came October 25, 1956, when General McGarr met with the
faculty to tell them that they would rewrite completely the College curriculum for the
1957-58 school year (known as the "slant eight”" curriculum, for the "/8" which followed
each subject's number). He soon followed that with a detailed, signed, eleven page
single-spaced paper, "Guidance for Planning the /8 Curriculum," that he had prepared
with Dick's help. Then he issued a blizzard of directives calling for the faculty to study
ways to organize and work to accomplish the rewrite. Of course | knew that Dick's hand
was behind all this; we cooperated covertly. But, as yet, few suspected Dick and no one
suspected our collaboration.

13Made in desperation in an effort to gain resources and regard for the Army’s contribution in the nuclear-
oriented Eisenhower administration, General Taylor's decision turned out to be a mistake. The new organi-
zation was the untested product of & study by a small group and did not work well in practice. Within three
years all the Army’s infantry divisions, both active and National Guard, were converted. Then, in 1961, upon
President Kennedy's election which led to an increase in Army strength, all were converted back to
something resembling the old organization, with brigade replacing the regimental echelon.

14The Commission was composed of three outstanding combat commanders of World War Il (Lt Gens Man-
ton S. Eddy, Geoffrey Keyes, and Troy S. Middleton) and three distinguished civilian educators. Eddy and
Middleton had been instructors at the prewar College, and after the war Eddy had been its Commandant.
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On December 4, 1956, General McGarr cut through the welter of the faculty's studies
and addressed the faculty with his solution -- a complete reorganization of the College
instructional departments, first, for the curriculum's rewrite, then for its execution. The
old departments would stay in place for the execution of "slant seven," while the new
departments would report to the "/8 Coordinator," Colonel Ward Ryan. On that day | was
reassigned from the committee writing the division field manual, where | had finished
Chapter 1, Introduction, and was made a part of Colonel Ryan's office. And Dick, who
had been operating all along in the Department of Non-Resident Instruction, was
named the Commandant's "special assistant for /8 planning," with an office adjacent to
that of General McGarr. Nine weeks had elapsed since our paper went to General Mc-
Garr. The course would begin in August 1957, nine months away.

General McGarr was not an adept change agent. Communication and persuasiveness
were not his strong suits. Very much the proven combat commander, he was intelligent,
insightful, and shrewd. But compared to the smooth and likable Gar Davidson, his equ-
ally intelligent though less visionary and decisive predecessor, McGarr came across as
blunt, rough, humorless, and suspicious -- not easy to like. His guidance was largely in
writing or in speeches to the faculty, mostly prepared with Dick Hallock's help, with no
give-and-take and little explanation to the listeners groping for understanding.

Ward Ryan and the new department directors, quickly named, first had to design the
course. Virtually every "unit of instruction” (lesson) in the Regular Course, 1100-plus
hours in length, was to be rewritten. Because the locales of the map exercises that
were the heart of the course (e.g., The Infantry Division in the Defense) went worldwide
(not 95% in Europe as in previous years); most of these exercises were placed in a new
locale. For each one the author/instructor had to find maps and prepare overlays, write
the general and special situations with their First Requirements, then their Second and
Third Requirements, with the teaching/learning points for each. The department head
or his subordinate section head then had to conduct a faculty review of the entire pack-
age and of its doctrinal references. After this review the entire bundle had to be sent to
the print plant to be made into hundreds of copies in time for instructors to become thor-
oughly prepared to teach the lesson.

The Commandant soon issued his "approach to instruction”...

Instruction is designed to develop student reasoning ability, decision-
making ability, character, self-expression, and ability for team work. Spe-:
cifically, the student must be able to recognize a problem, determine the
basie issues involved, obtain the necessary information for solution, under-
stand and properly apply principles, analyze problems based on available
information, arrive ut sound loaical solutions or decisions with reasonable
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speed, communicate hig reasoning and decisions with facility, both orally
and in writing, and know how lo supervise so as to ensure proper execu-
tion, While the student is indoctrinated in sound doctrine and procedures,
detailed instruction and memory work in skills and technigues which are
subject ta change and move rapidly learned in the field are held to the

Cuintmum. Justruction g oviented primarily on developing logical, prac-
tical, and original reasoning ability in military problem solving, rather
than on the merits of any single solution. Particular attention 1s given to
the development of {ntelleciual honesty, integrity, and professional valucs
and standards,

The Commandant's, and his faculty's, problem was to define how to accomplish these
worthy goals. Among the host of initiatives that followed: classroom configurations that
allowed increased small group discussion,® instructor evaluation of student oral per-
formance, and acceptance of sound logic that led to other than the "approved solution.”

The faculty divided into two camps, the larger of which, coalescing around the Assistant
Commandant, Brigadier General William F. Train, lined up against McGarr describing
his program as unnecessary -- "change for change's sake." A few were on his side,
most importantly Dr. lvan Birrer, the Educational Advisor, who had seen commandants
come and go since 1948 and who, keeping his lines open to the dissenters, was helpful
in making things work, Ward Ryan was loyal, as was the rock-solid Colonel John
Franklin, College Secretary, along with the newly chosen /8 department directors. But
because General McGarr's persuasive and communicative skills were so lacking, these
loyalists were often hard put to defend his decisions, despite their essential soundness.
General Train, who would be gone by summer, found himself out of the loop for /8 in-
struction and relegated to simply completing the '56-'57 year.

Dick Hallock and | continued to work together. | would occasionally give Dick a hand
with ideas, or comment on what he was considering. Discussing them with him, among
others, | wrote two important directives, The Doctrinal Basis for Instruction, and The
Design of Units of Instruction, that attempted to spell out how to go about achieving the
intent of the Commandant's guidance, | was the author of the 40-page 1957/58 Catalog
of Courses that would articulate the new Leavenworth. Dick and | would spend hours
either at his quarters or mine thrashing out ideas. As it became known that we were in
touch with each other, people talked of the "major" revolution at Leavenworth. |sensed
that | was not well regarded by some who, correctly, saw me as a Hallock ally.

Working 12-14 hours a day, my time went by fast. Everything was in flux -- new doctrine
came off the press; an innovative category of subject matter called "Situations Short of

13lvan Birrer came up with the idea of two-man tables that could be arranged for group work, with curtains
Pulled to divide the classroom. Bell Hall, the new College building, was then under construction; it opened
in 1958 with folding partitions that allowed each large classroom to be divided into four small ones.
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War" (Dick Hallock's idea) was added to the curriculum; a variety of instructional meth-
ods was introduced; the student evaluation system was modified; atomics were incorpo-
rated from the ground up. Lessons were to be built in blocks of three hours, scheduled
one in the morning and one in the afternoon. The schedule tock shape.

Permit me to reproduce these pages from the /8 Catalog of Courses. They represent
our effort’s final product, which was profoundly different from that which went before...

THE Regular Course curriculum consists of 8 courses of study, 1 pre-
pared by each of the 6 academic departments and 1 by the Department of
Combat Developments, except that the Department of Staff and Educa-
tional Subjects presents 2 courses of study, Each course of study focuses
on the achievement of the instructional purpose of the curriculum.

Recognizing the impossibility of exploring completely the entire gamut
of ground operations, any curriculum is at best a sampling of the more
vital subject areas. The subject content of each course of study is selected
to provide the best and most comprehensive sample of possible learning
experiences, consistent with the depth of approach essential to under-
standing,

The curriculum is introduced by a series of subjects not assigned to a
course of study, the purpose of which is to place the course in perspective,
This includes such instruction as Content and Nature of the Curriculum,
The Army and National Security, and The Principles of War and their
Application in Atomic Warfare.

The courses of study are:

STAFF—148 hours
The purposes of specific instruction in staff subjects are: to provide

thorough grounding in staff mechanies; to provide initial application of
these fundamentals, procedures, and techniques in basie problems: to
present basic instruction in oral and written communication; and to pro-
vide a broad understanding of staff theory and pertinent staff systems.

The staff is taught as the vital and essential tool of command., The
higher level staffs are taught after a thorough grounding at division
level. This instruction is followed by thorough and detailed application
of staff integrated in all other courses of study, so that actually these
hours are a relatively small part of the total instruction in staff activities,

The broader treatment of the staff later in the year includes the con-
sideration of staffs of other services and other nations in Comparative
Staff Systems. It also includes The Staff as a Tool of Command, which
synthesizes and culminates all staff instruction. Parts of this subject deal
with The Intelligence Function, The Control and Coordination of Tactical
Operations, and The Control and Coordination of Administrative Sup-.
port Operations,

This approach to staff instruetion is designed to produce a graduate
who not enly is well grounded in staff mechanics and procedures, but who
also can serve confidently on any staff in any future situation.

SPECIAL WEAPONS—47 hours
With respect to technical specia) weapons instruction, the aim of

the Regular (and Associate) Course is to prepare the student as a com-
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mander or general staff officer in the supervision of the trained specialist,
the atomic weapons staff officer. Classifled technical instruction in special
weapons required {o accomplish this purpose is contained in this course
of study. Atomic warfare instruction throughout the curriculum is un-
classified, except that additional classified technical instruction is contained
in 30 hours of instruction specifically designated in other courses of study.
This course includes instruction on the technical aspects and operational
problems of chemical, biological, and radiological warfare, which is also
applied in other courses of study.

INFANTRY DIVISION—253 hours

The instruction in infantry, armored, and airborne division opera-
tions is the heart of the curriculum and the foundation of tactical in-
struction. The purpose of infantry division instruction is to provide the
student with experience as a commander and staff officer in making and
executing decisions and problem solving in the area of infantry division
operations so as to develop basic understanding of the capabilities and
doctrine of the infantry division in the wide variety of roles, operational
environments, and types of operations characteristic of its operations in
modern war., Thorough understanding of infantry and other division op-
erations, portrayed realistically in a corps and field army framework, make

L L L] L] L] L] L]

All instruction reflects the atomic-age Army and its versatility in the
many roles it will have in different forms of war.

The course 18 completely atomie, since in the future all ground op-
erations will take place under the threat of the use of atomic iweapons,
and to classify operations as “atomic” end “nonatomic’” oversimplifies
the problem, The term “nonactive atomic” more nearly describes the con-
dition in which atomic weapons are not being wused but may be used at
any time by either side.

Fundamentals are taught in an "active alomic” environment, point-
ing out nonactive atomic differences. The bulk of applicatory tactical and
logistical instruction is under active atomic conditions. Nonactive atomic
operations are taught with varying degrees of the threat of use of atomic
weapons, and to the extent necessary to ensure that the graduaie is ca-
pable of performing with equal facility in either active or nonactive
atomic conditions,

The scale of wuse of atomic weapons varies from the threat only,
through intermittent and wide wuse, to their unrestricted use as part of
an all-out thermonuclear exchange. '

The percentage figures (left) for the
Regular Course on forms of war re-
fleet all applicatery tactical instrue-
tion in which the strategic setting of
the operational problem is significant,
Initial basic instruction in staff sub-
jects and the technical aspects of
atomic weapons is not included, al-
though much of this is placed in a
local or general war setting. Non-
active atomic operations are faught

SITUATIONS only in the local war and situations
SHORT OF WAR gshort of war environment.
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it relatively easier to advance to instruction at these higher levels. In this
course of study, as well as in those which follow, the student reinforces
and augments his earlier specific staff instruction by its application in real-
istic combat situations.

ARMORED DIVISION—113 hours
Similarly, the purpose of armored division instruction iz to provide

the student with experience in making and executing decisions and problem
solving in armored division operations so az to develop basic understanding
of the capabilities and doetrine of the armored division in modern war.
Additional time allocated to this subject over that of previous years pro-
vides wider coverage of the various types of operations, gives the student
more experience in & division which has a different organizational strue-
ture for its maneuver elements, and provides instruction which is com-
mon to infantry, airborne, and armored divisions in those operations for
which mechanized mobile forces are particularly well suited.

AIRBOENE OPERATIONS AND ARMY AVIATION—I147 hours

This course of study ineludes airborne division, airborne corps, Army
aviation, and air-landed operations of the infantry division. It too is oriented
on decision making and problem solving, with the view toward developing
understanding of air mobile operations and their tremendously growing
importance in modern war, Instruction in Army aviation is directed at the
introduction and basic application of this subject; the use of army aviation
is emphasized in tactical and administrative support operations in all in-
struction. These subject areas are grouped into one course of study pre-
sented by a single newly organized department to ensure the energetic
pursuit of concepts of air mobility. Instruction in uncenventional war-
fare is also assigned to this course of study; this latter reflects College
emphasis on guerrilla and antiguerrilla operations and on the politico-
psychologieal aspects of modern war on the technical level.

LARGER UNITS AND ADMINISTRATIVE SUPPORT—247 hours
This courge of study includes corps, field army, administrative sup-
port of larger forces (both logistics and personnel management), and joint
operations, These related areas are combined into one course of study to
economize on time in instruction by eliminating duplication of coverage,
to ensure the integrated approach to doctrinal development and instruction
that is vital to progress in these areas, and to give special attention to the
vital importance of logisties in modern war. Although this instruction in-
cludes the logistical support of larger units, it does not include: division
level logistics specifically covered in departmental courses of study (in-
fantry, armored, and airborne) ; airborne corps logistics specifically cov-
ered in the airborne-army aviation course; staff aspects of logistics
specifically covered in the staff course; and applicatory log;atlcal instrue-

tion integrated in all courses, o
Certain instruction by Navy, Air Foree, and Marine rept‘esantntives

at the College is included in this course of study. A portion’of this course
of study is presented at the outset of the curriculum to: prnvfde the stu-
dent with an overall understanding of the environment in which tactical
operations take place. '
FUTURE WARFARE—66 hours.

From the point of view of the student, the purpose of this instruction
is to prepare him to adjust rapidly to the conditions of future war and to
contribute to the modernization ¢of the army. From the point of view of the
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College, this instruction alsc serves as a means of evaluating future con-
cepts, developed at the College or elsewhere, and for improving the analysis
of weapons. This is a refinement and extension.of instruction in this
subject presented in previous years.

The course of study includes three short subjects on the Army Com-
bat Developments System, techniques of field testing, and concepts of or-
ganization and doctrine currently under development and test. Follow-
ing this, the instruction presents two 12-hour subjects designed to de-
velop student ability to evaluate weapons systems and to project the stu-
dent into division operations and organizational concepts in future en-
vironments. The last subject of the course is a 6-day exercise in which the
student develops and evaluates concepts of future war in an area of stra-
tegic significance. Six guest lectures on research and development activities
are included in this course. In addition, some future warfare instruction
is given in all other courses of study.

EDUCATIONAL SURJECTS—9T hours

The purpose of this course of study is specifically the long-term de-
velopment of values, standards, and theoretical knowledge of the student
as a professional soldier. Although the entire curriculum orients on this
purpose, the educational subjects are distinguished in that they are
devoted to the “eultivation of wisdom and judgment' rather than toward
the acquisition of a skill. Thus, the treatment of learning is entirely educa-
tional, rather than partly training in nature. This course extends a con-
cept of previous years and improves it by treating sustantially the same
amount of material in a single block taught by a newly organized section
under an integrated approach.

Selected areas from six subjects are presented: Military Geography,
Comparative Military Systems, Legal Status of the Military, Military Or-
ganization and Management, Military Psychology end Leadership, and
Military History. The College is receiving advice and assistance from the
educational world in the preparation and conduct of this instruction, The
British and French representatives to the College assist in preparation and
presentation of this course of study.

This course not only reinforces by sound theory all other courses of
study but additional solid practical value is also expected. Examples: man-
agement instruction uses specific “cases” which not only develop judg-
ment, understanding, and diserimination, but also illustrate current man-
agement problems both in the Army and in business; and The Legal Status
of the Military includes required instruction on martial law and the func-
tion of the Army in civil emergencies, as well as orientation on such sub-
jects as the “status of forces" agreements.

THE GUEST SPEAKER PROGRAM

Throughout the year, guest speakers are invited to address the student
body and to answer student questions in the discussion period which follows
each speaker's presentation. The guest lectures are among the most profit-
able aspects of the course. The program is designed to provide outstanding
speakers on professionally and ethically educational topies; to provide
stimmulating and intelligent ideas from outside agencies and institutions;
and to inform students firsthand of the latest thinking on future concepts
and materiel of other military agencies.

These pages of the summer of 1957 described what the College leadership was seek-
ing to do. Actual achievernent no doubt fell short of these ambitious goals.
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In March 1957 | organized a widely attended and successful CGSC conference on
"Roles and Operational Environments of the Army in the Field" (ROETAF) that was
aimed at insuring that our /8 instructional map exercises reflected and supported the
Chief of Staff's new National Military Program. We also attempted to define atomic war-
fare environments by levels, from being only a threat, to limited use, to large scale use --
a subject that the Army has since wrestled with but never successfully.

That fall | joined a committee writing a new Field Manual 100-5, Operations -- the manu-
al that by tradition sets forth the basic operational doctrine for army forces in the field.
Issued in 1949 to reflect the Army's experience in World War Il, it had been revised in
1954 after the Korean War. The Army needed a new version to reflect developments in
munitions. Soon after that the College was told to prepare an "Army Combat Power Ex-
ercise" that a team of Leavenworth instructors was to take into the field to illustrate the
new doctrine. | worked on that project too.

During this period, an essential feature of my professional thought began to develop; it
was to continue throughout my career and into retirement. | called it then "air/land war-
fare" or "the air/land battle." The concept stemmed from a conviction that not since the
airplane became a means of war in 1917 had there been anything called "land war-
fare"; it was forever after that "air/land warfare,” the doctrine for which required a unified
approach. | believed that it was incumbent on the Army, working of course with the Air
Force, to lead the way in articulating this doctrine. For this draft FM 100-5, | wrote the
initial Chapter One, Introduction, and then Chapter Two, The Air/Land Battle. Chapter
Two did not survive into the final field manual and is nowhere to be found.

As the /8 course opened Dick Hallock intimated that he was thinking of asking General
McGarr to request my extension on the faculty for another year; | told him that | would
prefer not. In September 1957, the visiting Secretary of the Army General Staff, Major
General William C. Westmoreland, asked to see me in General McGarr's office; it
seemed to be an interview. | soon leamed that his office was asking to have me as-
signed to the Chief of Staff's Coordination Group, the small study cell in the Chief's im-
mediate office when my three years at Leavenworth were to be completed.1€¢ | wrote
the assignment people in the Pentagon that | would prefer that to being extended at the

161 surmised that, while George Forsythe, my friend and mentor, had left the Coordination Group, my repu-
tation lingered there, and that new pecple in that office who had come to our ROETAF Conference had
been impressed by my potential as a candidate for their group. One of these visitors was Colonel William E.
DePuy, who as a lisutenant colonel at V Corps in Germany was in charge of the battalion test exercise pro-
gram when | took the 2d Battalion, 22d Infantry, 4th Infantry Division through it in the summer of 1953, We
scored highest in the regiment. Bill DePuy came to lunch at our quarters in 1957 and | remember my three-
year-old son Jack holding his hand as they walked up the concrete path to our front door at 24 Buckner
Drive.
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College for a year. On October 10th | received Department of the Army orders to
Washington, to report no later than June 30, 1958. That settled the matter.

Our second son, Ted, was born in May 1958; the following month our family of eight left
for Washington. Before my departure General McGarr wrote in my copy of /8 Catalog of
Courses, "With appreciation and admiration for your great contribution," and presented
me with an Army Commendation Medal for my work since 1956.

While | was pleased with General McGarr's recognition, 1 left Fort Leavenworth some-
what troubled about the reputation that | feared that | had acquired there -- that of a col-
laborator though Dick Hallock with General McGarr who from within the faculty served
them rather than his direct superiors and confreres.

I may be too hard on myself, but my handling of my role in this overhaul of Leavenworth
has been a concern of mine ever since. Because | fully agreed with the direction Gen-
eral McGarr was taking, and had indeed been party to his taking that direction, | worked
for months with Dick Hallock while keeping the degree to which we worked together
from my colleagues and from the College hierarchy whom | was seeking to serve well.
As 1957 wore on and the /8 course took shape, | cut back working with Dick, ending it
when | submitted through Ward Ryan my draft Catalog of Courses, on which Dick had
commented to me privately. My conduct seemed the right thing to do at the time. For
the first time to anyone | reveal here its full nature.

Yok ok ok k koK

That summer | went on to the Coordination Group in the Office of the Chief of Staff,
whence in early 1961 to the Office of the General Counsel (Cyrus R. Vance) to work on
Robert McNamara's Pentagon reorganization schemes, thence in 1962 as a military as-
sistant to Mr. Vance when he was named Secretary of the Army. From there | went to
Vietnam to serve a few weeks in Saigon, then as senior advisor to the commander of
the 21st Infantry Division and 42d Division Tactical Area in Vietnam's Della. After a year
at the National War College | joined in 1965 the 101st Airborne Division at Fort Camp-
bell, KY, where | served as installation Director of Supply and division and post chief of
staff, and then took command of the 101st's 2d Brigade as the division was alerted for
December 1967 deployment to Vietnam, where | led the brigade in the fighting north of
Hue during Tet 1968 and its aftermath. In 1968, a new brigadier general, | commanded
Fort Devens, Massachusetts, returning in February 1970 to Vietnam. There | was depu-
ty senior advisor then the major general senior advisor to the Commander, IV Corps
and Military Region IV, returning in 1972 to Fort Campbell to command the 101st Air-
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borne Division. | welcomed the division's colors back from Vietnam and brought it to
full combat readiness under a Unit of Choice recruiting program. My next assignment,
in August 1973, returned me to Fort Leavenworth as Commandant.

Dick Hallock did not fare as well. He left Leavenworth in 1859 for Turkey, then returned
to the Pentagon, and later was a student at the Army War College under Major General
Train, whose nemesis he had been while Train was Assistant Commandant, CGSC. At
Fort Campbell in 1965, | received a desperate call from him; General Train had butch-
ered him on his academic report to the extent that he had been passed over for colonel,
and he was seeking advice or help. Dick successfully challenged that evaluation and
was in due time promoted, but retired not long afterward. | know that he worked in Iran
during the Shah's regime, and lived out his last years in California then Ohio, leaving a
bequest to his cherished Oberlin College that funded its Hallock Auditorium.

25



Part Two, 1973-1976

There is no way that in fifty pages or so [ can cover fully
my thirty-month second tour at Fort Leavenworth. Histo-
ries written at the Combined Arms Center and in the
Training and Doctrine Command address in detail this
turbulent time. Here | deal with some highlights and a
few major issues of my tour as | see them. From the
huge stack of papers that | saved from those times, |
have selected some; they are attached as annexes. For
a full appreciation of my story, | ask the reader to look
them over carefully.

The Beginning

The story of this tour at Fort Leavenworth begins in June 1973 when |, then a major
general commanding the 101st Airborne Division at Fort Campbell, Kentucky, was visit-
ed by General Alexander Haig, Army Vice Chief of Staff. As he was preparing to depart,
General Haig hinted that he knew my next assignment, saying only that | would have a
nice set of quarters. Somehow | sensed that | would be Commandant of the Command
and General Staff College. | soon received my orders.

| had taken command of the 101st fourteen months earlier, welcoming its colors and a
few hundred of its soldiers back from Vietnam. At the April 1972 homecoming ceremo-
ny were General William C. Westmoreland, Army Chief of Staff,17 who officiated at the
transfer of the division colors to me from my classmate Tom Tarpley, its last commander
in Vietnam, and General Ralph Haines, commanding the Continental Army Command.
General Westmoreland was planning a major reorganization of the Army in the conti-
nental United States. In charge of the study project, called Steadfast, was Lieutenant
General William E. DePuy, Assistant Vice Chief of Staff of the Army. Waiting for the cer-
emony to begin, | overheard General Haines taking exception in conversation to the di-
rection the reorganization study was taking; it was evidently visualizing a breakup of

CONARC.

17General Westmoreland had commanded the 101st at Fort Campbell years before. In Vietnam | had
served under him as a division advisor (1963-64) and commanding the 2d Brigade of the 101st in Vietnam
(1967-68). As Chief of Staff he had visited Fort Devens in 1969 during my time in command there, and | had
made a favorable impression on him. It was he who told me in 1871, when | visited his office while on leave
from Vietnam, that | would command the division when it returned home; and it was he, speaking later that
year at an AUSA luncheon at Fort Campbell, who anncunced that the division would come back to Fort
Campbell and that | would command it.
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In early 1973 the study was completed and its recommended reorganization was ap-
proved by the Secretary of the Army; it did indeed divide CONARC into two parts. A
new Forces Command, its headquarters to be at Fort McPherson, Georgia, would en-
compass all of the Army's active, Army Reserve, and National Guard units in the conti-
nental United States. The remainder of CONARC, namely the Army's service schools
and training centers, would be gathered under a new Training and Doctrine Command
(TRADOC) which would take over CONARC's headquarters at Fort Monroe, Virginia,
and which would also assume the functions and people of the Army's Combat Develop-
ment Command, heretofore located at Fort Belvoir, Virginia. TRADOC would be com-
manded by the to-be-promoted General William E. DePuy, who selected me to be his
commander at Fort Leavenworth.

| had come to know Bill DePuy rather well. | was with him in the Army Chief of Staff's
Coordination Group in 1958-59; he then went on to the Imperial Defense College and to
battle group command in Germany. When he returned to the Army Staff in 1962 to take
charge of counterinsurgency | was a military assistant to Secretary of the Army Cyrus
Vance; we renewed our association. There he made brigadier general. General West-
moreland, who had in 1964 become the US commander in Vietham, brought Bill over to
be his J-3 (operations officer) masterminding the US forces buildup and their early op-
erations. After a year or so he commanded the 1st Infantry Division in some of its heavi-
est fighting, returning to duty in the Joint Chiefs of Staff as its counterinsurgency expert,
thence to duty in the Office of the Chief of Staff. When | took command of the 101st Air-
borne Division, | recruited his star performer in the A-Vice shop, Lieutenant Colonel Lou
Menetrey (who had been selected for colonel below the zone) as my G-3 (operations
officer), with a promise that he would get a brigade in a year. | then recruited another
star performer, Lt Col Fred Mahaffey, to replace Lou as G-3.18

Bill DePuy thus knew what we were doing in the 101st. For one thing, we were putting
into practice ideas that | had learned from him on the tactics of the infantry rifle squad,
as he first espoused these in an insightful article that he had written in 1961 or so,

called "11 Men, 1 Mind." He had further developed his squad and platoon tactical think-
ing in movement to contact and assault tactics that featured "overwatch," and had put
them into practice in the 1st Infantry Division. In the 101st we had adopted and extend-
ed these techniques in our squad and platoon training, and had prepared battle drills
and a training film on them. With others, Bill had watched us, using a Unit of Choice

18Both Menetrey and Mahafiey went on to four-star rank.
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recruiting program, build the all-volunteer 101st from less than a thousand men to a fully
combat-ready division by the summer of 1973.1°

Bill DePuy had his favorites, who made up a roster of very good men, but, although he
chose me to command Fort Leavenworth, | was never one of them. This story of my two
and one-half years in command at Fort Leavenworth cannot be told without describing
my problems with Bill DePuy and his with me. After | left Leavenworth for Korea in 1976
| never saw or heard from him again.2? In his last days, | wrote his son Billy of my sor-
row that his life was ending. May his soul rest in peace.

Under Steadfast, Fort Leavenworth (then commanded by my USMA 1944 classmate
Jack Hennessey, who was being promoted to lieutenant general) had been designated
the Combined Arms Center (CAC). CAC was one of three TRADOC "coordinating cen-
ters,” the other two being the Administrative Center at Fort Benjamin Harrison, Indiana,
and the Logistics Center at Fort Lee, Virginia. Each center was to "coordinate” the activ-
ities of the various Army service schools that came under its umbrella; for CAC this
meant the schools of the combat and combat support arms -- Fort Benning (Infantry),
Fort Knox (Armor), Fort Rucker (Aviation), Fort Belvoir (Engineer), and so on.

As CAC commander, | was also to command CACDA, the Combined Arms Combat De-
velopment Agency, which heretofore had been the Fort Leavenworth activity of the Army
Combat Development Command, now absorbed into TRADOC. The Deputy CG,

19From the TRADOC History: "Commissioned from Army ROTC as a second lieutenant of Infantry, General
DePuy saw combat in Europe with the 90th Infantry Division, in which he commanded an infantry battalion at
age 25 and ended the war as division operations officer. Later, he served almost three years in Vietnam
where he commanded the 1st Infantry Division in 1966-67. In the early 1970s, as Assistant Vice Chief of
Staff of the Army, he led a small planning group that developed the concept of revitalizing the Army by fo-
cusing the work of preparing the Army for war in a command dedicated solely to that task. DePuy came to
Fort Monroe to establish the new command in 1873, and became its first commander, Over the next four
years, he spearheaded what was perhaps the most dramatic single advance in tactics, equipment moderni-
zation, and training ever undertaken by the peacetime Army. After he retired in 1977, he continued to in-
fluence the direction of the Army and TRADOC as a military affairs writer, lecturer, and advisor. Recognized
as one of the great Army leaders of his time, he died at Arlington, Virginia in 1992. His legacy was the trained
and ready Army that went to Panama in Operation Just Cause in 1989 and to the Persian Gulf in 1980 and
1991." In 1964-67 | had taken exception to Bill DePuy's approach to fighting in Vietnam, having heard
enough for me to believe that both as General Westmoreland's J-3 and then as division commander he had
misunderstood the nature of the war, downrating pacification and emphasizing massive search and destroy
operations by US forces, while allowing those to shunt aside the ARVN (Army of the Republic of Vietnam)
troops and to take insufficient note of province and local forces and their advisors who were in the closest
touch with the people.

20But a few years after | retired | was asked by Joshua Lederberg, a Nobel laureate, to join a group he was
assembling for a project for, as | remember, the National Academy of Sclences on the use of arificial intel-
ligence in military decision making. When | demurred, for reasons | do not remember well, he persuaded me
to accept, saying that General DePuy had recommended me when he himself had tumed Dr. Lederberg
down because of commitments of his own.
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CACDA, recently arrived, was another class-
mate and good friend, Major General Dennis
P. McAuliffe.?’ His assistant was Brigadier
General Edward F. Gudgel, Jr.

My office would be in that of my third "hat" --
Commandant, Command and General Staff
College -- in Bell Hall, the academic building
which had been completed in 1958 as |

had been leaving. lts entrance was through a :
door that also opened on the office of the As-
sistant Commandant. This was the peerless
Ben Harrison, brigadier general and my in-
dispensable partner for the next 30 months.

In July, while still at Fort Campbell, | had tak-
en four of my 101st work horses, Lou Mene- R, | N
trey, Fred Mahaffey, John Crosby (G-1), and ___E_]E ot
Tom Brain (Cdr, Support Command) to Fort 3.;,-;@& “* _’_'... m%
Sheridan, lllinois, to visit the Recruiting Com- ' T e
mand. | had just completed an intensive four-
teen months recruiting from scratch the 101st Airborne Division and bringing it to full
combat readiness; these men had been with me through that experience, replete with
its stress and innovations. | planned that evening in the visiting officers' quarters to
probe with them how | should approach my new responsibility. Lou Menetrey was fa-
miliar with the thinking behind Steadfast; both he and Fred Mahaffey knew the views
and characteristics of General DePuy.

Maj. Gen. John H. Cushman

| told them that | had to decide if | should go into my new job, which would be quite dif-
ferent but which | thought called for reform-minded action, with the same kind of intensi-
ty with which | had dealt with the division. In three or four hours, exploring with me the
nature of the challenge, they helped me decide that | could do just that, and that | would.

| was fairly familiar with the current Fort Leavenworth. Several months earlier | had vis-
ited there for a general officers conference. In the 101st | met with a half-dozen students
who had just graduated and then joined. | arranged for background information to be
mailed to me. Taking my family (we now had a fifth daughter, Anne) by automobile, |

21Replaced within a year by Maj Gen William R. Wolfe, Jr., Phil McAuliffe soon went on to become the three-
star Commander in Chief, U.8. Southern Command.
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arranged a short vacation for us on the way in
a cabin on a lake at Fort Leonard Wood, Mis-
souri. Colonel Tom Giboney, CAC's Chief of
Staff, met me there with some more papers
and for a day of discussion; | was pleased to
learn that my friend from my earlier tour, Dr.
Ivan Birrer, was still on the scene as Educa-
tional Advisor. Tom took back my draft open-
ing remarks to be typed and to be looked at
by key people, including lvan. Our family ar-
rived | think on Friday, August 10th, the wel-
coming ceremony was on Monday,22 and |
opened the Regular Course on Wednesday
morning the 15th.

In writing this account, it was a pleasure for
me to read once again the 21-page manu-
script of my opening remarks. They were too
long, perhaps, but | poured into them all of the
expectations and convictions | had now ar-
rived at, recalling all the while my experi- Brig. Gen. Benjamin L. Harrison
ences of almost twenty years before. They were indeed a blueprint for what | meant to
accomplish, and for what | believe | largely did accomplish. Edited then somewhat for
posterity, they are at Annex A.23

Instruction

Although my every day at Fort Leavenworth would be a melange of instruction, doctrine,
and combat developments, | thought my first priority to be the Regular Course. Two re-

cent events directly affected it: OPMS and EAD.

22|n which the post band welcomed me with the 82d Airbome's "I'm All-American and proud to be...”

23My remarks reflect a real affection for Fort Leavenworth. | was glad to be back in its familiar and evocative
surroundings. In 1934-36 we lived in student housing at 324-G Doniphan. When | was visiting Nancy at her
home in 1844, her mother, discussing the problems of “clearing quarters,” mentioned that the cleanest set
of quarters she had ever moved into was at Leavenworth, where Nancy's father had been in the one-year
class of 1936-37. It turned out that Major Troland's family had moved into quarters vacated by Major Cush-
man’s. | well remembered helping my Dad clean them! Score one point for the suitor of Nancy Troland.
Those years | had gone to Immaculata High School. In 1873 | received a letter from Sister Mary Constantia, a
high school teacher in Kansas City, KS, who had seen my name in the newspaper. She wrote, "At Immacu-
lata High School 40 years agoe, | taught geometry to a little redheaded boy from Fort Leavenworth. He was
one of the youngest and brightest in the class. His name was 'Jack' Cushman. After high school he re-
ceived an appointment to West Point... | am writing to ask you if you could be that little chap that was such a
pleasure to teach." Sister came up at Christmas time to visit us and to meet my visiting mother.
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OPMS, the Officer Personnel Management System,
introduced by the Army in 1971, had established
some fifty officer specialty fields that allowed each
officer at about ten years service to broaden his op-
portunities for service and advancement by pursu-
ing a "secondary specialty,” such as "financial man-
agement," in addition to his or her primary specialty,
such as "air defense arillery." The College had an-
ticipated this development a few years earlier by al-
lowing each student to choose "electives” -- not panrt
of the "core curriculum.” The electives had in-
creased each year, and would do so again.

EAD, the Echelons Above Division study, recently
approved by Army Chief of Staff Creighton W.
Abrams, had eliminated the field army echelon,
which had been a fixture of the standard Army in the
Field since World War |, and had made the corps,
heretofore an echelon of tactical command only,

FACULTY BOARD
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one of administrative (personnel and logistics) support. Corps would not only direct the
operations of divisions and other units in the corps; it would support them with service
support. This would require considerable rewrite of instruction.

But these would be only part of what was about to take place as | set about to overhaul
the entire curriculum. Four weeks after taking command, | had assessed the situation
sufficiently to meet with the Faculty Board24 to start the process. Using its verbatim tran-
script, Ben Harrison wrote a September 26 memorandum for the faculty that summar-
ized the meeting. On reading that memorandum decades later for this work, | was
pleased to observe its vision and clarity.25 At Annex B; it too deserves a good look.

I told the Faculty Board that my first requirement was that the curriculum be real (page 2,
Annex B). Thus, as we dealt with teaching the infantry division in the defense, | insisted

24Except for moving Joe Hynes from the Department of Command (to which | added the Profession of Arms
Committee) to Secretary and replacing him with Jess Hendricks of Tactics, and except for the Department of
Tactics, headed until June 1974 by the exemplary Colonel John D. White, the organization and Faculty
Board shown here was unchanged to produce and open the '74-'75 course,

25| also have a verbatim transcript of another meeting, which at this date impresses me with its verbosity and
wanderings, aspects Ben Harrison and | surely policed up as we worked on Annex B. As Major Doughty re-
lates in his paper (see footnote 28 below), the faculty, struggling to understand, was not always clear as to

just what | intended (nor, unfortunately, was 1).
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that we portray the units of the school's fictional 20th Infantry Division defending fron-
tages approaching those then in effect for our divisions in Eurcpe. Howls came that
“that is not how we want to fight"; instructors wanted to teach the principles of defense
under what could be called "standard" conditions. Qur solution was to have the Tactics
Department prepare 31 hours of tactics orientation, then teach defensive operations in a
continuing exercise that portrayed the school's X Corps with its three divisions on Ger-
many's eastern border on a frontage similar to that of V Corps, differing only in that we
did not reveal the actual war plans.

| later went with Ben Harrison and Colonel White, Tactics Department director, out on
the ground west of Fort Leavenworth where we conceived a problem that placed a bri-
gade as part of a division on a front like that of a division in Europe. There, in an elec-
tive required of all combat arms officers, students could see for themselves what such a
situation meant on the ground and could learn to cope with it.

Another charge was Make them think,26 Many years before | had read the classic In-
fantry in Battle, prepared at the Infantry School under the direction of Colonel George C.
Marshall, Assistant Commandant.2?7 On its first page, at the head of its first chapter,
"Rules," were these words, which | had long ago assimilated into my thinking:

The art of war has no traffic with rules, for the infinitely varied circumstances of combat never
produce exactly the same situation twice. Mission, terrain, weather, dispositions, armament,
morale, supply, and comparative strength are variables whose mutations always combine to
form a new tactical pattern. Thus, in battle, each situation is unigue and must be solved on its
own merits.

It follows, then, that the leader who would become a competent tactician must first close his
mind to the alluring formulae that well-meaning people offer in the name of victory. To master
his difficult art he must learn to cut to the heart of a situation, recognize its decisive elements
and base his course of action on these. The ability to do this is not God-given, nor can it be
acquired overnight; it is a process of years. He must realize that training in solving problems of

26"Make them think” was Annex B's third charge. Its second item of guidance was titled Hard Work. While
various indicators had told me that students were not working very hard, it was not until | went shopping for
groceries at the commissary one day that that impression became vivid. | was in my car approaching the spot
where prisoners from the USDB (US Disciplinary Barracks, a facility on post) would take the grocery bags
from a loading dock and place them in the cars of the shoppers. As the student who was in line ahead of me
got out of his car to open his trunk, | saw inside all the books and advance lesson material that he had been
issued before opening day weeks before; they were tied up in string just as they had been Issued, un-
touched.

27|nfantry in Battle, The Infantry School, 1934. Its 2d Edition, 1939, was reproduced at Fort Leavenworth in
about 1958 by permission of the copyright holders, the Combat Forces Journal. In the Catalog of Courses
which | had authored in 1957, | had quoted these lines from its page 14: "Every situation encountered in
war is likely to be exceptional... Itis more valuable to be able to analyze one battle situation correctly, recog-
nize its decisive elements, and devise a simple, workable, solution for it, than to memarize all the erudition
ever written of war."
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all types, long practice in making clear, unequivocal decisions, the habit of concentrating on the
question at hand, and an elasticity of mind, are indispensable requisites for the successful
practice of the art of war.

The leader who frantically strives to remember what someone else did in some slightly similar
situation has already set his feet on a well-travelled road to ruin.

| directed that Infantry in Battle be issued to each student in the 1974-75 class. | let the
faculty know that the words above were to be their guideposts. Achieving that aim in
practice would be another matter; it became a never-ending search for methods.

In mid-September, along with Colonel Jess Hendricks of the Tactics Department, | trav-
eled to Germany to learn first hand the situations and deployments of our forces there,
so that these would be realistically reflected in our instruction. We visited the headquar-
ters of U.S. Army, Europe, V Corps, and the 3d Armored Division, and the 11th Armored
Cavalry Regiment and the two kasernes where Jess and | had commanded battalions,
myself twenty years before. We ended our trip with a visit to the British Staff College at
Camberly, where we received an orientation on the curriculum and dropped in on
"syndicates” in which small student groups were routinely led by an instructor, quite dif-
ferently from our College practice. This trip reinforced my conviction that we should
emphasize real world conditions and small group instruction.28

Doctrine

While at Leavenworth in the mid-fifties, | had formed views about doctrine, which the
Army defines in part as "that which is taught,” and its relationship to classroom instruc-
tion, where the faculty desirably forges advances in doctrine. But Army doctrine is also
what is written in field manuals and generally applied in the field. With Steadfast, the
writing of Army doctrine, which in 1962 had been assigned from the schools to the
Combat Development Command, was reassigned back to the schools. The College re-
sumed a major responsibility. What would the College produce?

Soon after | arrived at Fort Leavenworth, General DePuy called a meeting of all the
school commandants on training literature, i.e. "doctrine." At that conference | present-

ed basic beliefs that | had developed over the years. They are at Annex C.

28|n 1975 | asked a student in the 1975-76 course, Major Robert A. Doughty, who had a Masters degree in
history (and who later became Head of the History Department, USMA), to use some electives that year to
prepare a history of my regime at Leavenworth. | opened my and the College's files to him. His Final Report,
The Command and General Staff College in Transition 1946-1976, dated 11 June 1976, is available at the
Defense Technical Information Center. | have used it to refresh my memories as | have written this account.
Upon recelving his report in my next assignment commanding [ Corps (ROK/US) Group in Korea, | was dis-
pleased; following my instructions very well, he had been entirely candid. But | got over my offended pride
and accepted his criticism as valid, When my Korea subordinate, MG John R. Thurman commanding the 2d
Infantry Division, was ordered to be the next Commandant at Leavenworth, | gave him my copy of the report.
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The following month there came an event that would fundamentally affect every school
commandant's writing of doctrine and instruction. On October 6, which was Yom Kippur
and the holiest day of the year for the Jewish people, Egypt and Syria, using Soviet
mechanized doctrine and materiel, attacked Israel by surprise, including technological
surprise, on two fronts. Egypt's forces swiftly crossed the Suez Canal and overran the
Bar-Lev line. Syria, outnumbering Israel in the north by some 1,100 tanks to 150, took
the Golan Heights and nearly reached its 1967 border with Israel. Israel suffered hun-
dreds of casualties and lost nearly 150 planes to Soviet-supplied air defense, but its
forces reacted with skill and courage. On October 10 the tide of the war began to turn;
the Syrians were pushed back and Israel advanced into Syria proper. As the Soviet
Union airlifted weaponry and logistics to Damascus and Cairo, the United States staged
a similar massive airlift to Israel. Israeli forces crossed the Suez Canal and surrounded
the Egyptian Third Army on October 21. A first cease fire failed; a second cease fire
ended the war on October 25.

The Arab-lsraeli War triggered a concentrated TRADOC effort to learn its many lessons
on armor-antiarmor, mechanized infantry, artillery, air defense, air support, mine war-
fare, electronic warfare, intelligence, battlefield logistics, and so on.29 The last US
forces having left Vietnam, this effort evolved into a single-minded focus by TRADOC on
applying the war's lessons to Europe, where NATO defenders faced similar odds
against the Warsaw Pact. TRADOC's watchwords became to "train to fight outnum-
bered" and "win the first battle of the next war,” meaning war with the Soviet Union.

For the College the lessons of the Mideast War would first appear in two Tactics Depart-
ment electives in the Spring Term of 1973-74, both with heavy student research and
participation. One of these was classified, available to only US students, for which a
great deal of outside material had been generated. The other, based on news reports
and analyses in the public domain, was for allied officers; it brought together in the
same classroom the several Arab officers, along with the one Israeli officer,30 in the
class.

As Commander, Combined Arms Center, it was my assigned duty to coordinate the in-
struction of the Infantry, Armor, Field Atillery, Air Defense, Aviation, Aviation and other
schools. So, telling TRADOC of my intention and inviting representation, with the Tact-
ics Department in the lead and with CACDA's participation, we organized a series of

28] had brought Brigadier General Morris J. Brady, my Assistant Division Commander in the 101st, to replace
the departing Ed Gudgel as Assistant Commander, CACDA. Brought in early, Morey was tasked by
TRADOC with coordinating and preparing a TRADOC-wide assessment of the war and its lessons.

30A colonel,he had left the course to serve his country when war broke out, to return when it was over.
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"defense conferences” (DEFCONSs) to which the schools sent representatives to discuss
how each might want to teach defensive operations in Europe.31

Co e

When | had temporarily joined its seven-man Leavenworth component as a CGSC stu-
dent-to-be in 1954, Army combat developments consisted of that group and a handful of
people at CONARC led by a major general. In 1973, after TRADOC took over the Com-
bat Development Command, the combat development staff at Fort Monrce amounted to
a little less than 300 people; another 4,000 were at the three coordinating centers, at the
schools, and at separate agencies. This apparatus, whose numbers paled alongside
the training center establishment which he also commanded, came into the imaginative
and energetic hands of General DePuy. Reinforcing it with the school faculties, DePuy
would build it into an engine of great influence that he would wield with a single-minded
energy along with other mechanisms to remake the Army.

On April 25-26, 1973, soon after taking command of TRADOC, General DePuy had visit-
ed CACDA. Phil McAuliffe had prepared a Memorandum for Record that said that Gen-
eral DePuy had told CACDA's assembled senior people that he...

*...regards the combat developments mission as one of charting the direction in which the Army
in the Field should move in peacetime in terms of improving its combat, combat support and
combat service support capabilities through the development of new concepts and doctrine,
and the introduction of new materiel and organizations, so as to be better prepared for employ-
ment in wartime or in crisis situations. To accomplish this mission, first priority must be given to
measuring the effectiveness of Army units in the field, employed in a given scenario, with pres-
ent equipment and capabilities. This measurement of present capabilities would constitute a
baseline from which to evaluate the improvements in capabilities resulting from new weapons
systems or organizational changes. Such evaluations would be made on an incremental basis,
from the present toward the future. For example, an evaluation of a new light division would
start with an assessment of the present capabilities of the 82d Airborne Division to operate in a
Mid-East scenario (the result becomes the baseline). Then wouid follow an assessment of the
improvements to be achieved to include deficiencies corrected (in terms of percentage of in-
crease in effectiveness, or probability of target detection and kill, of area coverage, etc.) by the
introduction of weapons and materiel (such as TOW-COBRA) in the 1975-76 period; then look

31In mid-August 1973 | had called the commandants of the Armor, Infantry, and Aviation Schools to setup a
meeting at Leavenworth on the use of aviation, thinking that, having just commanded the Army's only air-
mobile division and its 400-plus helicopters, | had something to contribute to a treatment of that subject.
Soon after | did so, General DePuy called me to say that, notwithstanding my coordinating duties, | was not
to use my initiative in such matters without checking with him, and “let's not do it now.” In due time | was in-
structed by General DePuy to discontinue my DEFCONs; SCORES (see below) would be the vehicle.
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at the period of the late 1970s; and then the early 1980s, if appropriate. At each stage, a deter-
mination of the deficiencies remaining should serve as a focus for further combat developments
effort. General DePuy intends, by this approach, to be able to influence the thrust and configu-
ration of the Army in the Field commencing in the near term and extending forward....

*He outlined the combat developments responsibilities within TRADOC: The Schools will be in
the forefront on individual weapon effectiveness; tactical unit (i.e., division) effectiveness will be
the responsibility of CAC; the comparison or relationship of families of weapons will be a CAC

responsibility; force effectiveness, i.e., for a force of approximately corps level, will be CAC re-
sponsibility..." (emphasis in the original)

Swept along by the brilliant, articulate, and forceful General DePuy, CACDA responded
with a "living model," which soon took on the name SCORES (Scenario-Oriented Re-
curring Evaluation System). When Phil McAuliffe unveiled his concept to me soon after
my arrival, | made little input32 and he took it to General DePuy, who approved it.

With vigor and plentiful resources TRADOC put SCORES into effect. Remodeling a
stable, we at Leavenworth built a secure complex where classified scenarios could be
conceived, wargamers could work, and briefings could be held for them and for visitors
from TRADOC and the schools. Each school established a SCORES contingent that
used our scenarios to create the details relevant to that school's interest. A Mideast
scenario came first. But with the Yom Kippur War, attention shifted to Europe; that
scenario portrayed V Corps deployed in essentially its existing war plan configuration.
|, as CAC commander, would personally play the commander, V Corps.

We set up the opposing Soviet-style combined arms armies. Then, knowing everything
about the assumed enemy, | issued the corps defensive operation plan, after which |
issued a division plan, after which the Armor and Infantry School players issued the bri-
gade plans for that division, the Field Artillery School players issued the corps and divi-
sion artillery plans, and so on through the various schools. Then the enemy, played by
a "threat” team, attacked. Using a simulation, a model called Jiffy, we ran an open war
game in which players could see both sides and we recorded how the battle unfolded.
Periodic critiques and adjustments were part of the process, attended by TRADOC com-
bat developments staffers and from time to time by General DePuy himself.

Though | kept my distaste for this ponderous process to myself, | could not get enthu-
siastic about SCORES. Its scenario frameworks might serve the schools as commonly

32| had my reservations then but, not well formed, they would have involved fundamentally guestioning the
concept of what became SCORES as a way to determine the future form of the army in the field. Having
been on the scene only a few weeks, | did not express them. | thought it was no time to disagree with Gen-
eral DePuy on so basic a part of his thinking.
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based vehicles through which to justify their separate material items.33 Its feedback to
College tactics instructors, although initially expected to be of some value (see Annex
D, referenced below), did not materialize and | did not find it worthwhile to force tight
connections. As to measuring force effectiveness | saw SCORES as a waste of people
and resources; there were so many better ways to determine force effectiveness.34

| uction (contd

The war in Vietnam was over for US forces. We decided that -- for instruction in tactics,
logistics, joint operations, and staff work -- much of the 1974-75 curriculum would be
built on two quite different scenario-based vehicles. One, portraying a deployed force,
would be in Europe. The other, portraying a contingency force, would be in the Middle
East. The Tactics Department would prepare the basic framework and teach most of
each course, with teams from other departments participating where they should.

To illustrate our approach, at Annex D is the guidance of Colonel Jess Hendricks, the
Tactics committee chief responsible for the Middle East scenario, which was to be an
excellent vehicle for instruction in force structure development, movement planning, and
joint operations and command relationships, as well as tactics.35

As we built the curriculum, a first question was: What would be the center of gravity of
instruction? To a query from General DePuy, Jack Hennessey had said that a reason-
able ratio of Regular Course instruction would be 10 percent below division, 55 percent
at division, and 35 percent above division. The TRADOC reépc:nse had come back:
Make it 25, 50, and 25. Another issue was the relative emphasis that we should place
on preparing students for their assignments in the years soon after graduation, com-
pared to their long-range potential service as division and corps commanders or princi-
pal staff officers, the traditional orientation of the course. The TRADOC guidance: In-

33Donn Starry, Commandant of the Armor School, made good use of Europe | by concentrating his atten-
tion on a single brigade-size engagement around Hunfeld. There he experimented with the employment of
tanks and armored personnel carriers, and artillery and engineers, in novel ways, wargaming competing de-
fending concepts and coming up with ideas for the defense that made their way into doctrine,

34The TRADOG historian reports that by the mid-1980s SCORES, which had by then produced its fifth Eu-
rope scenario and was producing one every two years in Korea, Southwest Asia, Panama, and Alaska, had
become unwieldy and very costly in manpower and dollars. General William R. Richardson, TRADOC com-
mander, settled on three scenarios: Europe, Southwest Asia, and Korea. He sought other ways to develop
tactics and doctrine and, useless for measuring force effectiveness, SCORES was overtaken by them.

35In 1973-74 TRADOC and the Army Staff began a massive switch from an Army focused on Vietnam to
one focused on Central Europe. This Middle East teaching scenario reflects our aim at Leavenworth to give
contingency forces, in all their force projection implications, emphasis equal to forces devoted to Europe.
Our thought had little effect on the Army at large, which for understandable (but, in my judgment at the time,
faulty) reasons through the 1980s gave contingency forces a priority below those for Europe. The result
was that when the Berlin Wall fell and the Warsaw Pact broke up, the Army's Europe-oriented and heavy
forces thinking was in no position to adapt to the new strategic situation. Only recently and at a disadvan-
tage has the Army begun its "transformation."
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crease emphasis on the immediate assignments. A third issue was whether as a matter
of philosophy Leavenworth should emphasize training (e.g., the preparation of orders),
or education (a deeper understanding of the military art). The decision: both.

These issues were resolved in a paragraph in the 1974-75 course catalog:

The Regular Course curriculum is designed to produce trained and
educated graduates of quality, insight, character, and motivation who
are suitably prepared to do their jobs well in whatever positions they
assume, to include eventual positions of great responsibility, and who
will exercise & continuing influence for good on the Army.

In the current year each student was taking six electives of 56 hours each. We calculat-
ed that 12 electives of 40 hours each would be right for 1974-75; that would be about
42% of his instruction. At four weeks into the course, guided by a faculty counselor, he
would declare a "major."36

lvan Birrer had long been a proponent of a term structure that provided for a common
curriculum in Term 1, and electives and common curriculum in Terms 2 and 3. We went
to a configuration that looked like this (from the catalog)...

The 39-week academic year is divided into three terms, as
illustrated graphically in figure 1. In the first term, the student will
complete the majority of the common curriculum. In the second and
third terms, the student will finish the common curriculum, take
those courses required to complete his major, and those additional
courses to round out his full curricwlum. The major program is
determined by a combination of student choice and faculty
counseling. Each elective course in terms two and three is 40 hours.

Communicative Arts (CA), Guest Speakers (GS), and Comman-
dant’s Time (Comdt) make up the rest of the academic program.

TERM1 TERM 2 TERM 3
(15 Weeks) (12 Weeks) {12 Weeks)
Common Common
Curriculum Curriculum
86 hours 86 hours
Commaon
Curriculum Mejor/Elective Major/Elective
412 hours Courses Courses
240 hours 240 hours
CA. GS, Comdt, 32 hours CA, GS, Comdt, 34 hours | CA, GS, Camdt, 34 huu:-_

S6The class of 1100 being a mix of all Army branches and other Services plus 100 foreign students, the
"majors" were Tactics; Staff Operations; Operations and Force Development; Joint and Combined Opera-
tions; Management; Strategic Studies; and Security Assistance/Problems of Developing Nations.
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Our twenty classrooms were organized into four groups, each of which was scheduled
separately. My loyal, intelligent and dedicated team (essentially the Faculty Board,
page 31, led by Ben Harrison) put together the Regular Course, piece by piece, and
scheduled it. | was in the process up to my elbows, often to their frustration.

Knowing that CGSC students had disdained their tactics instruction (a disgraceful, to my
mind, sign of this was that combat arms officers had been overwhelmingly choosing
electives from fields other than tactics), | resolved to make tactics interesting in 1974-75.

Key to our Tactics instruction was a 31 hour lesson on the Nature and Characteristics of
Ground Combat. Of utmost importance to me personally, its makeup is shown below.

NATURE AND CHARACTERISTICS

OF
GROUND COMBAT
TITLE HOURS
BATTLE OF SCHMIDT 3 HISTORIC EXAMPLE
CONTEMPORARY WARFARE I LECTURE BY DEP COMDT
INFANTRY 4 LECTURE/WORK GROUP
JGUEST SPEAKER
CAVALRY 2 LECTURE/WORK GROUP
ARMOR 2 LECTURE/WORK GROUP
FIRE SUPPORT 2 LECTURE/WORK GROUP
AVIATION 2 LECTURE/WORK GROUP”
AIR DEFENSE 2 AF, ARMY LECTURE /WORK
GROUP STUDEHT PAPER
EKGINEER 2 STUDENT TEAM LECTURE/
CONFERENCE STUDENT
PAPER
COMMUNICATIONS-ELECTRONICS JEW 2 STUDENT LECTURE/WORK
GROUP
COMBAT SERVICE SUPPORT I LECTURE/WORK GROUP
OPERATIONAL ANALYSIS OF BATTLEFIELD DYNAMICS 2 LECTURE/WORK GROUP
WEAPONS' EFFECTS & THEIR SIGNIFICANCE 2 GUEST LECTURER
SUMMARY 2 DUFFER'S DRIFY
EXAMINATION 2 20% OF 3121 EVALUATION
We would start by having them read Objective: Schmidt, by Charles B. MacDonald,

which told the story of the 112th Infantry Regiment, 28th Infantry Division, in the Huert-
gen Forest in November 1944, His account was in Three Battles: Amaville, Altuzzo, and

Schmidt, published in 1952 by the Army's Chief of Military History. | had discovered it in
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a Stars and Stripes bookstore as | served in the 4th Infantry Division's 22d Infantry. In-
volving every level from individual soldier to corps, it was a gripping case study in lead-
ership, decision making, the employment of the combined arms, and the nature of war.
In February 1954 | had visited that battlefield, the book in hand, and had walked the no-
torious Kall Trail among other terrain. The Chief of Military History sent us a copy of the
book for each student and the Tactics faculty.37 It was a great introduction and Ben
Harrison would follow it with his own lecture.

Then came ten periods on the basic components of a division force. Selected students,
with faculty help, would write these lessons; some of these students joined the faculty
upon graduation. These lessons were largely in 13-14 man work groups, often student-
led. At Ben Harrison's suggestion | invited Brigadier General Richard D. Cavazos® to
do the infantry lecture; a masterful speaker, in Marshall Auditorium Dick held spell-
bound a quarter of the class at a time.

I will let Bob Doughty (see footnote 28) tell about the first three of the four Infantry hours:

Being infantry, General Cushman wanted to make certain the class was an excellent presen-
tation, so he took a personal interest in the content and in the excellence of the presentation.

On the day the class was first presented, it was given once in the morning and once in the
afternoon. The initial portion of the class was in Eisenhower Auditorium, and the latter portion --
primarily a discussion in small work groups -- took place in the section rooms. When General
Cushman saw the first presentation in the moming, he immediately directed several changes in
the Eisenhower Auditorium portion of the instruction. When the section team portion was com-
pleted at noon, General Cushman immediately assembled all the instructors in one of the class-
rooms and told them how the material presented in the auditorium and in the section rooms
would be changed. At that time he alsc handed the instructors another student issue that had
just arrived from a hasty printing at the printing plant. By the time the presentation was again
given in the afternoon, a very different class was presented to the second group.

When | told Bob that | remembered no such event, he assured me he had heard the
story several times. His account continued:

Amidst this dynamic environment of frequent change, the instructors often felt frustrated and
did not understand the basic thrust of what was happening. In previous years, lesson plans
had been the result of years of development, days of rehearsal, and many hours of careful
screening by the chain of command and the individual instructors. Now they were often the re-
sults of last minute changes. While this did not overwhelm most of the faculty, it did detract from

37’When | returned to Leavenworth on a visit in 1979 | was stunned to find these books on pallets on the
College loading dock. They were headed for property disposal, a fate that | was able to prevent at the time.
3BMow General, US Army, Retired, Cavazos had earlier been a tactics instructor at CGSC.
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the instruction of the less flexible members of the faculty. This undoubtedly affected the quality
of instruction for the Class of 1974-1975, but the Commandant was slowly and successfully
imposing the changes on an often unwilling and misunderstanding faculty.

The summary lesson of this block was to read and discuss The Defence of Duffer's
Drift,3® which tells the story of the Boer War's Lieutenant Backsight Forethought, a pla-
toon commander who has been ordered to hold on a river line the only ford using which
an enemy column can reinforce sorely pressed Boer forces to his south. In a series of
six dreams with ever more favorable (rather, ever less disastrous) outcomes, the lieu-
tenant finally arrives at a solution that suffices. It is a classic tale of tactical decision
making. | was one of 20 instructors who led the work group instruction.

This is the Tactics common curriculum;40 each of the other "majors" had a similar list. In
a lecture to the whole class | taught the Tactics first hour.

Title Hours

Introduction to Tactics 1

Organization of the Army in the Field, Brigade and 3
Higher

Lessons of the 1973 Middle East War 4

The Nature and Characteristics of Ground Combat 3l

Contingency Force Operations (Middle East Setting) 40

Forward Deployed Force Operations (European Setting) 48

Below are the electives from which the student majoring in Tactics must take six, as
specified, and of course more should he so choose.

Mandatery: .
3506 Coordination of Combined Arms 3641 Combat in Built-Up and Fortified Areas
3511 Brigade and Battalion Operatlons 3646 Tactical Nuclear Operations (SECRET)
3516 The Tactical Commander in Tralnlng and Combat 3651 Mine Warfare ar.d Obstacles (SECRET)

Twe of the following: J656 War Gaming

3661 Advanced Combat Support Applications (SECRET)
3666 Combat in Environmental Extremes

3671 Tectical Lessons of 20th Century Wars

3676 Tactical Lessams of the Civil War

3521 Development of Combat Divisions

3601 Advanced Division end Corps Operations
3606 Retrograde Operations

3616 Antiarmor Operntions

3621 Tactics in Specialized Situations One of the following:
3626 Defense on Extended Frontage—Divislon, Brigade, 1602 Advanced Staff Operations in Combat
and Battalion 4640 Logistics for Commanders
9631 Passage of Major Water Obstacles 6501 Planning end Employment of Joint Forces
3636 Alrmobile and Alr Cavalry Combat Brigade Opers- 640 Advanced Alrbome Operations
tions 9630 Case Studies in Leadership

Having with his faculty advisor selected these six electives, the student with a Tactics
major could round out his year with five more chosen from all departments (the twelfth
elective would be a forty-hour research paper of the student's choice); some 89 total

39By Captain E.D. Swinton, British Army, after serving in the Boer War, 1899-1902. Inventor of the tank and
largely responsible for its introduction and development, Major General Swinton was considered by Field
Marshall Earl Wavell as one of the most far-sighted officers the British Army has produced.

40Integrated info the last two subjects were additional common curriculum hours of the Departments of
Command and Logistics -- staff procedures, intelligence, electronic warfare, logistics, etc..
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were offered.41 With the College's permission, the student could also choose from a
variety of 40-hour courses offered in the College classrooms by participating universi-
ties -- Kansas University, Kansas State University, and the University of Missouri at
Kansas City; these had for several years been a feature of the Regular Course.

For the College to offer 90 or so electives, even though many of them would have few
applicants, was quite a lot for the faculty to bear. Perhaps half of them were newly pre-
pared in 1974-75. However, as the department directors assessed their needs and
capabilities, they concluded that they were up to the load, the teaching part of which
would be in the second and third terms.

We considered the combination of six mandatory electives and six choices, on top of the
common curriculum, to be a suitably varied, and for each student an extraordinarily rich,
year-long purposeful learning experience.42

Trouble with TRADOC

Much alike in our mental capacities, work ethic, and mission-mindedness, General De-
Puy and | were very different people, each a product of his own experience and outlook,
each of whom could see the same situation quite differently. Commanding the Com-
bined Arms Center, | was critical to his achieving his purposes. On February 19, 1974,
after observing my performance for several months, he wrote me an "eyes only" letter.
Revealed by me to no one before this, it is at Inclosure 1 of Annex E, the remaining in-
closures of which are documents that flowed from it for the next eighteen months.

Writing "I have developed some concerns which | want to get off my chest and out of my
mind as they now constitute a kind of low-level background worry," General DePuy said
that his first concern was about "the depth and the quality of the work being done at
Leavenworth.” His second was about "the quality of work... on the scenarios."

He opened his lefter with: "Our conversation on the phone Thursday has prompted me
to write this letter," writing that in that conversation | had mentioned an elective on sys-

41The Department of Tactics offered 19 electives and the Department of Logistics 6. Within the Depart-
ment of Command, the Staff Committee offered 6 electives, the Management Committee 9, and the Pro-
fession of Arms Committee 7. Within the Department of Strategy, the Strategic Studies Committee offered
18 eleclives (many of these being military history), the Joint and Combined Operations Committee 11, and
the Security Assistance Committee 13.

42For several years the College had been offering highly qualified students the opportunity to complete the
requirements for a Master of Military Art and Science (MMAS) degree that would reflect mastery of that disci-
pline, as shown by achievement of high standing in the Regular Course plus extended research in an area
of professional concern as displayed in a scholarly thesis. During my time as Commandant, Congress ap-
proved our award of this MMAS, whereupon | awarded it to those graduates, including all those of former
years who had completed its requirements.
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tems acquisition. Telling me why Leavenworth had no business offering such an elec-
tive, he wrote: "l am concerned that the electives which are being offered for the next
school year may fall below the acceptable quality level. | say this hoping very much that
| will be proved wrong. However, when | think about the difficulty in the tactics electives
alone, it raises my level of concern. If they are not excellent they will be counter-pro-
ductive and bring down on Leavenworth much opprobrium from officers throughout the
Army."

He then wrote that he was sending Lt. Gen. Orwin C. Talbott, the Deputy Commanding
General of TRADOC, to Leavenworth to "conduct a comprehensive review of your next
year's elective courses sometime in May or June."

| could have done without General DePuy's initiative, which | thought reflected an un-
justified lack of confidence. It would be a distraction for my faculty at a time when they
were very busy. But we got ready.

The offending elective was "Materiel Acquisition Management," and there was another,
"Advanced Materiel Acquisition Management." Looking at about 250 Army students
coming from the logistics community, the Department of Logistics had come up with six
electives, in addition to its 115 hours in the common curriculum.

Including the two just named, they were:

Logistics for Commanders (primarily for combat and combat support officers)
Advanced Logistics Management--Supply

Advanced Logistics Management--Maintenance

Advanced Logistics Management--Transportation

With a team that included Brigadier General Paul Gorman, Director of Training at TRA-
DOC, General Talbott visited us 3-6 June. A selection of my briefing charts is at Incl 2,
Annex E. My department directors and their committee team chiefs did very well. Incl 3,
Trip Highlights, which was left behind as the Team departed, had a number of useful
suggestions, some of them simply reminders for what we were already doing. But the
Talbott team changed no electives.#2 Those on Materiel Acquisition Management,
which had triggered the visit, remained intact {except that the TRADOC team said that
"management" should be changed to "process").

-

430n June 5, General Talbott told Ben that that the Strategic Studies and Security Assistance majors would
be eliminated, but early in the morning of the 6th | sent him a handwritten message, Incl 4, and he changed
his mind.
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| had thought that this would be the end of it.44 But in about January-February of 1975,
after our new course had been underway some six months, we learned that General
Talbott and a team would be revisiting us that April as a follow-up, which he did.

This time after his visit General Talbott signed off a letter to me; dated 22 April 1975, it is
at Incl 5, Annex E. He addressed the matter of student grades, which was a subject into
which we had put a lot of thought and in which we had carried out a comprehensive
overhaul.45 He said that we should cut electives. He had other suggestions. And he
attached a Summary of Team Findings; it is at Incl 6.

Dismayed at this detailed list of things we were told to do, | made a 2 May appointment
with General DePuy. My memorandum for record of that meeting is at Incl 7. Its out-
come: We would consider General Talbott's letter a useful and important TRADOC
document but would not be bound by it.

Incl 8 is my personal letter to General DePuy that reports on General Talbott's displeas-
ure when, on a visit 24 July for another purpose, | told him what we had done, which
was essentially nothing, following his April visit. That was the end of the matter.46

Conflicting Ildeas

My, and General DePuy's and to certain extent my faculty's, problem was that | had
what could be called an unconventional, nonstandard, approach to the teaching of tac-
tics (among other things). It derived from what | had read over the years (Infantry in Bat-

44Confirming our 1974 judgment, in 2000-2001 the College offered these electives (now called called
"advanced application courses”) for officers in the materiel acquisition specialty: Contracting Fundamentals,
Contract Pricing, Intermediate Systems Acquisition, Intermediate Information System Acquisitions, all at 81
hours, and Intermediate Pricing, Introduction to Simulation Based Acquisition; and Advanced Acquisition
Seminar at 54 hours, requiring them to take at least 81 hours, but "they may choose more."

45Among other things, the College had for some time been practicing grade inflation by turning in academic
reports on some 1000 students in which far more than half were given a "superior” which the Army’s regula-
tions defined as "well above average." In my mind this was akin to a false official statement by the CGSC.
Over student and some faculty opposition, we had established a new grading system in which, in any given
grading situation, roughly 30 percent of a student section would get an "A," most of the remainder a "B" (or
B+ or B-) and a poor performer in a given subject and section would receive a "C "or "D," or even an "F." We
called the “"Leavenworth B" a mark of solid accomplishment. It was here that General Talbott focused.

In testifying before a delegation of the North Central Association of colleges and schools that was review-
ing our curriculum's suitability for award of the MMAS (footnote 42), | successfully defended our "Leaven-
worth B."
46In January 1976 General Fred Weyand, Army Chief of Staff, called me in to be interviewed after he had
told me that | was to have three stars and command the | Corps (ROK/US) Group in Korea. As | left his office
he asked me if | had read the efficiency report rendered on me by Orwin Talbott when he retired in August
1975. It had two blistering pages of remarks, to include "General Cushman is a very strong minded individu-
al. Itis very difficult to make him truly responsive to guidance, to make him a true member of the team.” |
next saw Orwin upon moving fo Annapolis in 1989, where he lived, In glowing words he seconded my
nomination to a “gentlemen's luncheon club,” which | joined. We became friendly as if nothing untoward
had ever happened between us. Last year he and his wife Nell showed us their apartment in the Knollweod
retirement home in Washington where we will join them In due time, under amiable circumstances | am sure.
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tie, the writings of B.H. Liddell Hart, and so on) but also from my experience. My first in-
fantry duty, in 1952, had been as S-3 to Major Sam Carter, commanding the 1st Batta-
lion, 22d Infantry, in Germany. A practical man who had been through two years of
combat as a company commander in the 1st Infantry Division in World War Il, he was
also an exceptional, thinking man's, tactician and innovator. | learned a lot from him.

On the Leavenworth faculty in 1958 | discovered a manuscript that had a profound ef-
fect on me. | caused it then to be issued widely to instructors and students, and did so

again in 1973. lts title was The Command Decision.4”7 Describing in detail a German
division's combat experience on the Russian front in World War 11, its author wrote...

“Clausewitz makes a statement to the effect that war is the realm of uncertainty, and that the
only known quantities are the character and ability of the commander. As we have seen, this
applies particularly to the making of decisions.

"A decision is not a problem of simple arithmetic, but a creative act... Intuition and a keen sense
of perception play a considerable role. Even if the commander has a large quantity of reference
material at his disposal, and even if he has sufficient time for careful evaluation of all known fac-
tors, it still remains true that the proces hich a decision is reached is, in t

il r ich i i n ins i
rived at the decision." (emphasis in the criginal)
Three Vietnam tours further developed my thinking and my confidence in my judgment.
In 1963-64 | had been senior advisor to a division/division tactical area commander in
the southernmost Delta 'region‘ There our advisory team and our counterparts in the di-
vision and in four provinces had developed and put into effect a, then unique, civil/mili-
tary campaign with which we began to take back the countryside one hamlet at a time.
Years later, people who had worked for and with me helped the White House and Am-
bassador Robert Komer translate much of our concept into the pacification program that
he took charge of in Vietnam and that in 1967-68 began to succeed, but too late.48

In that tour | found the little red book, Selected Military Writings of Mao Tse-Tung, four

pages of which particularly impressed me; | issued them to the 1974-75 class. Key
paragraphs read...

“To learn is no easy matter and to apply what one has learned is even harder. Many PEOPle_
appear impressive when discoursing on military science in classrooms or in books, but when it
comes to actual fighting, some win battles and others lose them...

47By Generaloberst Dr. Luther Rendulic, published by the Office of the Chief of Military History, undated.
483ee "Pacification Operations in the 21st Infantry Division," Army, March 1966. These people with Komer
were my deputy senior advisor, Lt Col Robert M. Montague, and Richard Holbrooke, the later Ambassador,
who was with us on his first tour as a foreign service officer. Our division commander was Colonel Cao Hao
Hon, later major general and chief of pacification under President Thieu of the Republic of Vietnam.
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"Why are subjeclive mistakes made? Because the way the forces in a war are disposed or di-
rected does not fit the conditions of the given time or place, because the subjective direction
does not correspond to, or is at variance with, the objective conditions, in other words, because
the contradiction between the subjective and the objective has not been resolved... Here the
crux is to bring the subjective and the objective into proper correspondence with each other."

| translated this into a saying, "If you don't understand the situation, anything you do will
be right only by accident.”

In my second Vietnam tour, 1967-68, | commanded the 2d Brigade, 101st Airborne Divi-
sion in the heavy fighting north of Hue during Tet 1968 and its aftermath. Using unique
and unconventional tactics we drove the NVA deep into the hills.42 Three principles
governed our operations: Work closely with the Vietnamese. Maintain unrelenting pres-
sure on the enemy. At every opportunity surround the enemy and destroy him.

The brigade's trademark was the cordon operation: When an enemy force is located,
surround it before nightfall. When the enemy is surrounded, seal off all avenues of es-
cape. When the enemy is penned in, turn night into day with constant illumination from
flare ships and artillery.

In a dozen cordon operations in March-June 1968, we broke the back of the NVA.: The
most spectacular such battle took place in April at Phuoc Yen, where in a bend of the
Song Bo River with a mix of brigade, ARVN, province, and local forces we trapped an
NVA battalion. Under heavy artillery and tactical air pounding, for five days it tried to es-
cape. Inthe end some 400 enemy were dead, 107 had surrendered, and a great quan-
tity of equipment, including the battalion's radios and code books, was taken.50 For its
efforts in Thua Thien the brigade received the Vietnamese Cross of Gallantry with Palm,

My third tour was in 1970-72, when | was Deputy, then Senior Advisor, to the Comman-
der of IV Corps and Military Region 4. In my tour-end report | wrote this...

2. (U) The Need for Insight. "Insight" is mentioned above. All too often
insight is gained too late, and through adveree experience. I believe that
great costs could have been saved in the Vietnam experience if our
individual and collective insight had been beiter as things were developing.
I claim no particular insight, but I do have some views on how insight can
be gained.

Insight - or the ability to see the situation as it really ie - is the most
valuable asset an advisor can have. Intellect alone doea not guarantee
insight. Soldierly virtues such as integrity, courage, loyalty, and stead-

495ee my "How We Did It in Thua Thien," Army, May 1970
S0At very small cost in US and RVN lives, illustrating a conviction of mine that if you fight smart you accom-
plish the mission and at the same time save lives, a message that deserves emphasis in instruction.
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fastness are valuable indeed, but they are often not accompanied by
insight. Insight comes from a willing opeaness to a variety of stimuli,
from intellectual curiosity, from observation and reflection, from
continuous evaluation and testing, from conversations and discuesions,
from review of assumptions, from listening to the views of outsiders,
and from the indispensable ingredient of humility. Self-doubt is essential
equipment for a responsible officer in this environment; the man who
believea he has the situation entirely figured out is a danger to himaelf
and to his mission.

I dwell on this because, while insight is the secret of good geaeralship
in any situation, it is even more a requirement among the intangibles,
nuances, and obscurities of a situation like Vietnam. Certainly the
responsible officer must be a man of decision, willing to settle on a course
of action and to follow it through. But the reflective, testing, and tentative
manner in which insight is sought does not mean indecisiveness. It simply
raises the likelihood that the decided course of action will be successful,
because it is in harmony with the real situation that exists. I am convinced
that the subjective insight into the conditions which actually prevail comes
about only in the way I describe.

| reminded my faculty more than once of these words.

To conclude this treatment of where | was coming from, at Annex F is the latter half of my
lecture introducing the Tactics curriculum; its first half consisted of some definitions,
various aphorisms, an historical example (Alexander the Great at the Hydaspes) and
among other slides on versions of the Principles of War, the Commandant's: (1) Out-
smart the SOB, and (2) Outfight the SOB.

General DePuy, brilliant thinker, masterful expositor, and driving leader, came from a
different direction. The story is well known of how his experience in the 90th Infantry Di-
vision in Normandy and later influenced his thought and convictions. The division ar-
rived poorly trained. Its top leadership was abysmal; two division and two regimental
commanders were relieved. Learning on the job, the division became highly compet-
ent. General DePuy, as battalion and regimental operations officer and then as batta-
lion commander, absorbed combat lessons on leadership, maneuver, fire support, and
troop leading that he never forgot. On becoming TRADOC's commander, he resolved
that his command would train leaders and soldiers, and would write doctrine by which
commanders could train their units, to his standards so that the Army would be ready.

General DePuy was determined to teach the Army in the field, and Leavenworth stud-
ents, "how to fight." 1 wanted to teach the students "how to think about how to fight." We

never quite connected.51

| DePuy
5TIn one vish lo Leavenworth, speaking to the Regular Course students in Eisenhower Hall, Genera
1old them and my faculty something like this: "All | want from this class is ten battalion commanders.”
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My "Shenandoah” at his December 1973 conference (which presentation | do not re-
member at all) clearly got me off on the wrong track with General DePuy. About it, he
wrote: "There was no substance to the presentation -- in fact the concept had never got-
ten beyond what | would call the romantic stage." | do know that Jackson's Valley Cam-
paign, although of limited value to the Army in Europe which was then becoming TRA-
DOC's primary interest, is replete with lessons on "how to fight outnumbered and win."

Field Manual 100-5

| first encountered FM 100-5, Field Service Begulations -- Operations, in 1953, when as
S-3 of the 22d Infantry 1 would read the 1949 edition simply for pleasure. It was the dis-
tilled product of the US Army's experience in World War Il. Written by Leavenworth in-

structors who had been in that war, it spelled out in spare language, without paragraph
headings, clear statements of doctrine derived from their experience.

The 1954 revision, written post-Korean War in the early Eisenhower era of "massive re-
taliation" policy, said that "land forces are the decisive component of the military struc-
ture by virtue of their unique ability to close with and destroy the organized and irregular
forces of an enemy power or coalition of powers..."

On the Leavenworth faculty in 1957-58, | was part of a committee formed to produce a
revision to the 1954 version. That manual appeared in 1962; it was followed by another
version in 1968. =

General DePuy told us to write a new FM 100-5 as the capstone in a series of field man-
uals through which TRADOC was to change the Army. | told the Tactics Department to
write a manual in the style of the 1949 version, of which these were paragraphs...
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I did some of the drafting myself, and edited every page. But, frustrated by our inability
to produce a draft that met the TRADOC staff's expectations, | finally told Paul Gorman,
TRADOC's staff chief for Training, that the only solution was for TRADOC to take over its
authorship. The manual, written largely by a team of officers working directly for Gener-
al DePuy, went in July 1976 to the field to have a major effect.

Six years after | retired from the Army in 1978, | received a call at my home in Bronxville,
NY, from Major Paul H. Herbert of the History Department at West Point. He told me
that, at the suggestion of Colonel Doughty, his department head, he was about to write
the story of the 1976 revision of FM-100-5, which itself had been revised in 1982, and
that he would like to interview me. | told Major Herbert that my experience with that revi-
sion had been very painful and that | wanted nothing to do with his project. He urged
me to cooperate with him, saying that he had a copy of the draft we had completed at
Leavenworth before we turned the writing over to TRADOC, that he had been research-
ing the matter, and that both he and Colonel Doughty believed that it was essential that |
be interviewed by him so that the full story could be told.

| agreed to be interviewed, and in July 1988 Herbert's 130-page book appeared as
Leavenworth Papers Number 16 of the CGSC, titled Deciding What Has to Be Done:
eneral William E. D and the 1 Edition of FM 100- rations. | thought it
well written, complete and accurate, and the objective product of thorough research.52
It was informative to me beyond my own knowledge. | encourage anyone who wants to
understand what went on at Leavenworth and TRADOC during my time there to read it.
It can be obtained by writing Combat Studies Institute, CGSC, Fort Leavenworth, KS
66027, or by calling 913-684-2810. CSl's web site is http://www.cgsc.army.mil/csi.

Other Initiatives

Simulation. Command post exercises (CPXs) with scenarios written in advance and
events played out according to a script had been a feature of field and school training in
the Army for generations; their purpose was to exercise staffs and often communica-
tions. “War games" fought by opposing sides in which umpires using rules determined
outcomes in real time had likewise long been in use, both by actual forces on the
ground and in classroom settings; their purpose was to shed light on tactics and deci-
sion making. By the 1960s computer simulations, in which engagements were played
out according to algorithms developed by humans but with no further human involve-

ment, had begun to multiply, leading to combinations of the old and the new.
S2A less generous appraisal of our FM 100-5 effort appears in "AirLand Battle" by Richard M. Swain, which is

an essay in Camp Colt to Desert Storm: The History of U.S. Armored Forces, edited by George F. Hoffman

and Donn A. Starry, University Press of Kentucky, Lexington 19989; pp 370-373.
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My first experience with simulation occurred in 1952, when in the 22d Infantry | was de-
tailed to be a regimental controller in a CPX in the neighboring 1st Infantry Division.
Armed with the script together with its written messages | reported to the regimental
command post in the field. It was evident that its members were prepared to be bored.
So | decided that rather than using "canned” written messages | would use my radio
and on the regimental net would extemporaneously act the parts of each of the battalion
commanders, using their call signs and inventing messages while adhering to the es-
tablished scenario. Increasing message traffic by a factor of five or more, and creating
urgent situations requiring a response, | added some excitement to the drill, and after-
wards received a very nice commendation from the regimental commander.

Seeking in 1974 to give the student a realistic experience in combat command, we did
something like that. We built a mockup armored personnel carrier command post with
hatch where the student "battalion commander" could station himself to view the sand
table "battlefield," with his S-3 and artillery liaison officer seated inside, each with their
battle maps and each using intercoms that would replicate the voice radio suites. In a
darkened room the commander could peer across a barely lit landscape, seeing artil-
lery flashes and hearing the sounds of battle. On simulated radio nets controllers would
act the parts of company commanders, forward observers, the division artillery fire di-
rection center, and the brigade commander and staff. After placing the student team
into the situation, we would take them through an hour or so of battle, with controllers
adjusting their responses to reflect orders received. The Tactics Department appro-
priately called this simulation "White Knuckles."

In early 1974 a faculty-student team began to develop a war game that the Tactics De-
partment would use in the final periods of its 48-hour lesson, "Forward Deployed Force
Operations (European Setting)," to be presented in the common curriculum that Sep-
tember. Adapting the routines of a manual war game already in existence, this simula-
tion allowed the defending corps, division, and brigade commanders, played by stud-
ents, to fight the opening half day of a war in which Soviet forces, played by the faculty,
attacked into West Germany. Student player-controllers who could see both sides de-
cided battle outcomes at the battalion level and gave reports of the outcomes in the lan-
guage of combat to brigade level players, triggering decisions by the chain of command
as it coped with the attack. Called "First Battle," this war game gave students and faculty
valuable insights into the conduct of the defense and became useful not only in instruc-
tion but in the development of doctrine.
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In a special project in the 1974-75 year two students, Captains Hilton Dunn and Steve
Kempf, created a war game which on a Mideast terrain model portrayed a U.S. tank-in-
fantry platoon with artillery support defending against a Soviet-style armor-mechanized
infantry attack. They carved the terrain from styrofoam blocks and painted it sand col-
ored, made model tanks and TOW vehicles that students could place on the ground,
replicated called-in artillery with cotton balls, and erected a screen that prevented each
side from seeing the other's dispositions. Using their invention,52 and dividing each
classroom's four 13 to 14 student work groups into defenders, attackers, and controllers,
we gave each side its mission and took each of the four separate battles from start to
outcome, and then into a critique. In the 1975-76 class we subjected the students to this
war game early in the Tactics curriculum, to great interest and effect.

Organization of Command Posts. The Army's thinking on command post organization
and operations had stagnated during the Vietnam war with its large command posts at

brigade and higher which rarely displaced. Steadfast had given Leavenworth respon-
sibility for the tables of organization and equipment (TO&Es) of the division and corps

headquarters company, as well as for FM 101-5, Staff Organization and Procedures.

We began forthwith to address command post organization and doctrine.

Fortunately, division and corps commanders out in the Army had already begun to think
about those matters. At Fort Hood, Texas, particularly, Major General Bob Shoemaker,
commanding the 1st Cavalry Division, was experimenting with a three-part command
post system that set up a division main, a division tactical (or forward), and a division
rear. We moved in that same direction at Leavenworth.

| had long favored smaller staffs. For a few months in 1954 | had been a liaison officer
with the | Belgian Corps, a NATO force with its command post in Cologne. The corps
staff, organized along British lines, was smaller, and often swifter, than that of the US
4th Infantry Division, one of whose regiments | had just left. In 1974 | traveled to Germa-
ny, where | visited the headquarters of the 4th Infantry Division (yes) of the British Army
of the Rhine, which not only had a tactical responsibility but also responsibility for
housekeeping, which in the US forces was in the hands of a different chain of com-
mand. Nonetheless it was small compared to its American counterparts.

I had always found telling the remarks of General W.T. Sherman in his Memoirs:

"A bulky staff implies a division of responsibility, slowness of action, and indecision, whereas a
small staff implies activity and concentration of purpose. The smallness of General Grant's staff

S3Named after its authors the Dunn-Kempf War Game, it and First Battle were reproduced in quantity by
TRADQC for the use of the Army everywhere.
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throughout the Civil War forms the best model for future imitation. An army is efficient for action
and motion exactly in the inverse ratio of its impediments.” :

Fortunately for the College, Colonel Jess Hendricks, who opened his Staff Operations
course to the 1975-76 class with a lecture "The Commander and his Staff," in which this
quote appears, was head of the Department of Command, and responsible for writing
staff organization and procedures. As a captain, he had been an operations officer in
the headquarters of the revered General Creighton Abrams, then commanding the 3d
Armored Division, who had told him to write a division SOP of not more than one
page.®® In April 1976 the College published Training Circular 101-5, Control and Coor-
dination of Division Operations, Leavenworth's first "how to fight" manual, reflecting this
enlightened approach.

Computers. In previous assignments | had used the computer effectively in installation
management. On reporting to the 101st Airborne Division in 1965 to wait in line to com-
mand a brigade, | had been detailed as Fort Campbell's installation Director of Supply.

A General Accounting Office and an Army Audit Agency audit of Consolidated Supply
had revealed its desperate condition. Two months after my taking charge it was func-
tioning adequately, and the division's repair parts readiness condition had gone from

4" 10 "1." Six months later Consolidated Supply was fully recovered. One secret lay in '
the SOPs we built to use with our punch card routines and the installation's rudimentary
Univac 1004 computers (the programs for which in those days were modified by hand-
wiring them from behind).

A year later | became Chief of Staff of the division and post, in which capacity | was
Chief of the computer-dependent Program and Budget Committee. After taking the 2d
Brigade to Vietnam and fighting it there, | took command of Fort Devens, Massachusetts.
There | offered to buy from our budget one of the new IBM 300 computers then being
issued to installations, if | could get it earlier that way. We got one and, programming it
ourselves, within a year we were running an exemplary computer-using installation.5%

>4He was able to write one of five pages, which he adapted into the College SOP for the 52d Armored Divi-
sion. This has been a losing battle. A perusal of the current CGSC web site reveals the appalling amount of
matrix and other documentation considered to be necessary references today for the production of orders
(e.g., the Joint and Agency Mission Essential Task Lists, or JMETL/AMETL), and the lengthy sample opera-
tions plans/orders deemed necessary for the conduct of operations. Erwin Rommel would not approve.
551969 while at Fort Devens, | visited Bill DePuy, then a major general in the Army Chief of Staff's office, in a
position in which he was in charge of automating the Ammy. | told him of our success with computers at Fort
Devens. He commented to the effect that "We're tired of you commanders using your own programs. We
are going to standardize all the programs.” My reply was, "That's OK by me, if you use Fort Devens' soft-
ware." Retuming to Fort Campbell in 1972 after my third tour in Vietnam, | called in the Director of Supply,
who had been my deputy in 1965 and asked him the percentage of stock fund excess, which by 1967 we
had reduced to 2% (the Third Army goal was 10%). When he replied that it was at 10%, | asked him why. He
said that we had been ordered o use the standard Army software,
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In 1972-73, we recruited and manned the 101st, tracked its materiel from depot to unit,
and managed and trained its soldiers, making awesome use of the computer.56

In my early guidance to the faculty (Annex B) | had told the faculty: "We must greatly in-
crease the student's immersion in the world of computers."S7 To facilitate this we
equipped a classroom with a host of computers and made it available to students, with
help, night and day. Major Ed McGushin, of the faculty team writing instruction on the
Mideast contingency force, invented and built an unclassified version of the Joint Chiefs
of Staff program JOPS (Joint Operations and Planning System) using which students
could calculate the aircraft requirements for various troop lists in a quick-response de-
ployment. It was easier to use than was JOPS.

TOS

Soon after arriving at Leavenworth in August 1973, | leamned that the Combined Arms
Center was the proponent for TOS, the Tactical Operations System, the purpose of
which was to automate the command posts at division and corps.

The November 1969 Army magazine, in reporting on the meeting of the Association of
the US Army a month before, had quoted Army Chief of Staff General William C. West-
moreland: "(We) are on the threshold of an entirely new battlefield concept... | see an
army and an integrated area control system that exploits the advanced technology of
communications, sensors, fire direction and... automatic data processing." He said that
"...no more than 10 years should separate us from the automated battlefield." '

TOS in 1973 was one product of the effort that General Westmoreland announced that
day. TRADOC was TOS's "user" according to the Army's materiel development system,
and CACDA had been working on TOS's "required operational capability" (ROC) for two
or three years. Brigadier General Al Crawford at Fort Monmouth, NJ, was the TOS pro-
ject manager; he had worked for General DePuy in the Chief of Staff's office in 1970-71
and remained in close touch with him in 1973. | immediately became immersed in the

effort to place a working TOS at Fort Hood for testing in 1975.

56Just one example: As soon as our NCO canvassers out with the recruiting stations signed up a volunteer
for the 101st under the Unit of Choice recruiting program, the man's name and the MOS for which he volun-
teered were entered into the division data base. When the soldier arrived at the division after basic or ad-
vanced training (we did our own AIT for infantry, artillery, engineers, etc.), he either went into the duty for
which he had signed up, or he was interviewed to see if he would take another duty. The result: zero Con-
gressional inquiries about a soldier whose commitment was not honored.

STWhile visiting my son Jack, a freshman at Dartmouth, that fall | met with its president, Dr. John Kemeny, in-
ventor of the Basic language. He had made computer instruction and use mandatory for all students and
had equipped a computer center with time-sharing terminals avaliable to all. When Jack came home for
Christmas vacation, | had him describe to the Faculty Board how Dartmouth exploited the computer, and
then said, “That's what we want to do at Leavenworth." (That overstatement caused some alarm in the
faculty, as Major Doughty reported in his paper for me.)
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To relate, even to remember, the back-and-forth complexities of our trying to describe
the ROC for something that would automate a division command post is too much for
me. Suffice it to say that | thought it to be an impossible task. Few if any of the respon-
sible CACDA staff had served in a division command post, it was operating on theory
alone. | could not spare the experts in the College, busy with instruction and doctrine.

| had read that the Chief of Police of Kansas City, Missouri, one William J. Flynn who
had been chosen to replace the deceased J. Edgar Hoover as Director of the FBI, had
pioneered the use of computers in the Kansas City Police Depariment. So | visited that
department.

| was shown its large computer, connected to the nationwide law enforcement computer
system. In the dispatchers' room sat a dozen men, each with a computer terminal key-
board and an overhead display. Police sergeants much like the operations staff in the
101st Airborne Division command post, they were talking by radio to police patrol cars.
A typical message from a squad car might be.. "l have a car improperly parked (or
speeding, or such), car type and license number is... driver inside." The dispatcher
then punched his keyboard, locked at his screen, and might say... "Car belongs to
(name). Has police record (e.g., larceny)." That was combat intelligence! | noted that
no one had to convince these dispatchers or police patrols of the value of the computer
and its data links; their value was obvious. The system was in a process of evolution;
the next step was to place a terminal in the squad car so that police could query the
computer directly. General DePuy later joked at my citing the Kansas City Police De-
partment, but my visit there convinced me that the right way to automate command posts
was to put a modest capability in the hands of the troops and then improve it.

An August 1974 General Officer Review decided that TOS was a "test bed," not a "de-
velopment,” that we should seek alternatives, that TOS, being costly, should go slowly,
that "hands on" testing was called for, and that milestones were guides only. Atthe an-
nual AUSA meeting that October, in his hotel room in Washington's Sheraton Hotel,
speaking from butcher paper charts that | made from my notes at Annex G, | made a
presentation to General DePuy. Its gist:

CGSC instruction is designed to get faculty and student in a "hands on" mode, com-
fortable and familiar with ADP,

MNature of the computer: powerful, rapid, fantastic memory, does only what it is told.

Mature of command and control in land combat: chain of command direction; staff
and command judgment; uncertainties; precision is desirable, is sometimes inher-
ent, sometimes not.
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Issues of interoperability with: army systems, joint systems, commo systems.

Experience with corporate and large systems: History is "written in advance." Clarity
of vision is hard to achieve., Mistakes made early are costly. Hardware and software
decisions are often binding. Development takes time, so History slips. Lack of al-
ternatives ties you down. Computer generations are quickly overtaken.

Cultural problems: unfamiliarity, complexity, hesitancy, unhappy experiences, suspi-
cion, overzealous salesmen. The result: very little out the end of the pipe.

Issues: "large central” vs "mini" computers, "near real time" reporting of data vs
"hierarchical review," "computer to computer” vs "TOC to TOC" commo, digital Input
"at source" vs "at ops center,” large system vs incremental growth, "wait for big sys-
tem" vs "get something into the field."

CAC's combat developments approach: embrace ADP; keep in touch with the
schools, troops, developers, ARTADS (Army Tactical Data System), logistic applica-
tions, personnel applications, Computer Systems Command (CSC), the other Servic-
es; involve CAC and the troops in software (including the rewrite of FM 101-5); get a
CSC element at Leavenworth; keep options open, but get something to the troops
ASAP.

Our criteria for a new ROC: Incremental application; use (militarized) general-pur-
pose ADP, TOC to TOC data transmission; early and incremental availability to the
troops; let real time data links, large screen displays, and low level input systems be
titted in later; keep options open; orient and indoctrinate the schools; be cost effec-
tive, step by step.

| told General DePuy that it was essential to station a detachment of the Computer
Systems Command, the software developer for TOS and the rest of ARTADS, at Leav-
enworth. There they could interact with our TOS team on a daily basis, rather than,
upon finishing a software segment at Fort Monmouth, "throwing it over the wall" for us
to apply and comment on.

General DePuy listened to me but as it turned out he was too far committed to the cur-
rent approach to buy into my proposal and things went on in about the same pattern,
although we did get a CSC detachment. But at Fort Hood, in a demonstration of a
truck-mounted test bed TOS, all that the provider could do was (as | too sarcastically
pointed out) make the machine light up. In due time the Army cut back on the scale of
TOS, now aiming to put into the field only its jeep-mounted terminal, but by then the
technology was obsolete and even that did not work out. It would be years before the
Army adopted an evolutionary approach to computerizing the command and control
system with off-the-shelf hardware. General Westmoreland's vision still suffers from
"stovepipe” development of computerized systems that have not been interoperable
from the outset, as they would have been if the troops had had a hand in them.
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Engaging the Students

Our students were a remarkably experienced and lively group, among whom | enjoyed
mingling. At roughly the 10th-15th year of their service, virtually all had served in Viet-
nam and half of them twice. | resolved to use their backgrounds and skills as a resource
not only in the work group discussions that would be a large part of their instruction, but
some of them in research projects that, without unduly interfering with their curriculum,
could assist both the College and CACDA. Each student was mailed a questionnaire
that asked him to describe his experience, education, and interests. Compiling student
responses into a data base called SAFE (Student and Faculty Expertise), we were then
able to find talents and combinations of talents to suit requirements.

Calling myself the "Senior Instructor” of the College, | taught many a class -- in work
groups, in 60-man classrooms, and in both Marshall (a quarter of the class) and Eisen-
hower (the full class) Auditoriums. | often wandered down into the classrooms to get a
feel of how the instruction was going. | read the issue material for class after class, and
commented on it to the instructor or department director. Students shared their thoughts
with me in writing, although |, to my later regret, all too often did not reply.

One objective announced in my September 12 meeting with the Faculty Board was De-
velop Fiber and Depth. | did not know exactly how to do that,58 but although the 1973-
74 year was set in concrete, | thought | would liven it up with an optional "Comman-
dant's Requirement." Ivan Birrer seized on the idea and prepared this memo for me...

In my opening remarks to the 1973-74 class, I asked students to dedicate themselves to making
the Army as ready as the resources provided will permit. Among other “charges,” I said:

* Take the year seriously.

¢ Study and master the Army as it is.

® Gain a historical perspective of at least some part of the Army.
® Improve your ability to solve a problem.

e Improve your ability to write,

® Participate with the faculty as we help move the Army from “Ato B.”

Toward these and other ends, from time to time [ will place a Commandant’s Requirement on
the student body.

The purpose of a Commandant’s Requirement is to invite the members of the class to engage in
reflective thinking about military problems and to put their thoughts in written form for
examination and discussion. Response is optional, but encouraged.

5BToward fostering student thought on "professional values,” at about this time | placed a large poster (a
part of which is on the next page) in every classroom. Maj Gen "Buck" Lanham, who commanded the 22d
Infantry in Europe in WWII, was an editor of Infantry in Battle in 1934, When General Lanham visited the Col-
lege to advise us on preparing a similar compendium on "Combined Arms Actions Since 1939," he present-
ed me with an autographed reproduction of the poster that in 1993 | gave to the College's School of Ad-
vanced Military Studies where it may well still be hanging on a hallway wall,
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Le shars swing down ELe western steep,
And soon the east will burn with clay_.
And we shall struggle up from sfeep

And sling our Faclcs and mar away.

In tkia l:rrie{: hour before El*ne dawn

Has struck our biveuae with flame
I think of men whose brows have borne

The ivon wreath of d,eacj.Iy fame.

| see ELe fatal F'Inaianx creep
Like death, across the world 'and bacl,
With eyes that onl}f strive to EceeP

Bucelahaius' immortal Erack.

[ see f]ﬂe legien wheel i:l‘.rc-ugh Gaul,
Ti}e swc}rc:]. ancl die on ed.ri: Rncl ome
And. all the men who had to fall
That Cassar mig]'i be first in Rome.

| see the horde of Gengltis Khan
Spread. outward like the dawn of day
To tra.n':}:»le i{c[éen Khorassan

And thunder over fair Cath ay.

| see the 5rizzlecl grenadier,

The dark dragoon, the gay hussar,
Whose shoulders bore for many a year
Their little empemr's Elazing skar,

| see these {:laings, still am | slave
When banners flaunt and bugfes blow,
Content to fill a soldier’s grave

F-c:r reasons I si'ia“ never 1{1‘10\\?.
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Each Commandant's Requirement is intended to be an intellectual challenge to the class. in‘-rlite
students to accept the challenge. For those who do, I assure you that your papers will be read w%th
care. 1 would expect to read most of them personally and to conduct roundtable discussions with
some of the authors. Some of the papers will be reproduced; all will be available for review by any
interested party. In short, we intend to recognize the efforts of those who participate.

You should understand that the Commandant's Requirements are not a part of our formal
student evaluation program. You are not cbligated to participate in the program. MNonparticipation
will in no way affect your academic report and will not be made a matter of record. Although a
decision to participate does offer an opportunity for recognition, recognition is not what you
should be seeking. The goal is reflective military thought; careful expression; the discussion that

follows: and, through these, intellectual growth.
o ma

J. H. CUSHMAN
Major General, USA
Commandant

Reproducing an article titled "The Experimental Armored Force, 1927-28," that told of
the British Army's experiments in armored warfare -- the lessons of which it had ignored
but the German army had applied all too well -- | asked the students to assess the article
in about 500 words.

Something less than a hundred students responded; there were many good papers. |
met with most of those who responded -- revealing only then that [ had written the article
for Army magazine in 1965 while a student at the National War College. We had seme
lively discussions.

| followed this with a second Commandant's Requirement, also optional. Sharing an
article on the subject by Lieutenant General Bruce Palmer, | asked them for a paper on
"how to attract young Americans to join a Volunteer Army, as infantrymen." These are
about the hardest volunteers to get, but there are more infantrymen in the Army than
anything else. About the same number responded, and again we had good papers and
lively discussions.

By now something unexpected was happening. The students were beginning to bring
up issues of "ethics" and "integrity." The Commandant's Requirements were clearly
troublesome materiel for them. With regard to the experimental armored force, for ex-
ample -- when does an officer speak his mind, stand his ground, or even resign? And
with regard to recruiting -- is not the Army deceiving itself by putting the face of success
on what seems to be a failure? It was clear that the students were interested in tackling
basic questions such as honesty, candor, and the freedom to fail without committing ca-
reer suicide.
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So the third Commandant's Requirement would be mandatory for all US students. It
consisted of two cases, on each of which the student was required to comment "in 25
words or less." The first case told of a company commander sorely tempted to lie about
two AWOL (absent without leave) soldiers. In the second case a chief of staff, rank of
colonel, had to decide what to do about a case of misappropriation of government prop-
erty by his commanding general.

These two cases touched the students' nerve ends. Heated discussion ensued, not
simply about these particular cases, but about a range of issues as to lying, honesty,
and integrity, and especially about integrity in the face of command pressures.

So | decided to have, in March 1974, a "Symposium on Officer Responsibility.”
Sympos ficer Responsibilit

Annex H consists of a few papers from our two Symposia on Officer Responsibility, in
1974 and 1975. | will cover it here with a posting that | made in April 2000 on the West
Point Forum, which is an Internet list server open only to West Pointers on which they
can exchange views on a variety of subjects. My posting follows:

This is a very long post that | wrote a few days ago, intending to post it on the upcoming
25th anniversary of the fall of Saigon that ended the Vietnam War. But the Chief of Staff's
recent announcement, on convening two blue ribbon panels at Fort Leavenworth led by bri-
gadier generals to deal with perceived grave problems in Army officer leadership and morale,
leads me to post it now.

On that day, April 30, 1975, when Saigon fell, | was Commandant of the Command and
General Staff College, having reported for duty in August 1973. It was one of the best jobs |
ever had, putting me in touch each year with 1000 student officers of great talent, experience,
and promise. It gave me scope for many ideas that | had at the time. | had a marvelous
faculty, and a sterling Assistant Commandant whose name was Ben Harrison.

April 30th, 1975, was the final day of our second "Symposium on Officer Responsibility,” the
first one having taken place in March the year before. That one had been in response to the
palpable need to restore a sense of participation by my Leavenworth students in regenerat-
ing the professional ethic in an Army officer corps affected badly by Vietnam.

Three or so years earlier the results of an Army War College study on Military Professional-
ism had become known, revealing a widespread perception of differences between what
mid-level and senior officers should do and what they actually do, including... distortion of
reports... selfish and ambitious behavior... lack of competence... variations in standards...
condoned rationalization by the chain of command of lying, cheating, stealing...
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...all of this leading to a professional climate of... pressure to remain competitive for rapid
promotions... unrealistic goals or quotas, often set to enhance the reputation of the com-
mander... no opportunity for learning, coupled with a demand for instant perfection... loyalty
upward but not downward... and so on.

A series of discussion-provoking "Commandant's Requirements” that | instituted in the fall of
1973 had led me to hold the first Symposium on Officer Responsibility, March 1974, As |
briefed the major generals, selected colonels, CGSC faculty members, academicians, and
journalists who had been invited to sit on panels before groups of 100 students at that sym-
posium, | had said to them...

"How do we raise our standards?
"How do we help create an environment of integrity as the routine order of things?

"How do we as general officers meet our responsibilities toward this end? How do our colo-
nels, lieutenant colonels, and senior field grade officers contribute?

“Finally, how can we imbue our students and our faculty -- and indeed every officer every-
where -- with the need to stand his ground in terms of integrity, regardless of whatever temp-
tation or environment might exist?

"Perhaps most important, how can we structure the environment so as to encourage them
and reward them?

"On this last point, however, | want to be clear. Certainly we have to understand the officer.
We have to realize the pressures that he may be under. But we have to be sure that he. un-
derstands that, in the final analysis, nobody is forced to lie, or to act without integrity.

“Very many of these decisions are not easy to make. But each man is his own man. He
makes his own decision to compromise. When he succumbs to pressure, he is failing himself,
and failing the system as well. Our officers have o realize that it is not possible to go
through life without being tested.,

"At the same time, just as the officer has his responsibility to himself and to this institution that
we cherish, we have our responsibility to him. | hope each of you here will help hold your,
and my, and the students' feet to the fire and never let us, or him, forget our ultimate respon-
sibility as an officer."

That 1874 Symposium attracted quite a bit of attention. Colonel Bill Dyke (Lt Gen Charles
W., Retired) -- an officer | much admired then, have since, and still do -- arrived too late to
hear the warning in my briefing, above, that the colonels and generals on the panels would
be challenged; be ready for it. With a great combat record, including command, in Vietnam
(101st Airborne Division), and having held a variety of other troop and staff jobs, he was at
that time Exec to the Secretary of the Army. During one heated session, a student rose and
told him, "Colcnel, you're a ticket puncher!" He was livid, and | heard about it.

60



So did others. The following Monday morning in the staff meeting of the Army DCSPER, Lt
Gen Bernie Rogers, there was talk of nothing else but "What's going on at Fort Leaven-
worth!?" Well, a month or so later General Abrams came out as a guest speaker, and when a
student asked him what he thought of our "ethics” instruction, he gave it his OK from the plat-
form -- and did the same later in a session with me and a dozen students in our conference
room. It was cathartic, and useful.

S0, in late April 1975 we had our second Symposium, and on May 11 there appeared in the

Kansas City Star and Times the following commentary by one of the journalists present. It
told of the last day, April 30th, on the morning of which news media carried the story of the fall

of Saigon that day, halfway around the world.

By C.W. Gusewelle, "an editorial writer,” it was titled "Remarkable Military Maneuver at Ft,
Leavenworth." As | continued in my posting, the writer's piece read...

LA N B I

It was not, self consciously at least, a part of the fallout from the trials and tragedy of Vietnam.
Neither was it a public relations exercise -- some tasteless attempt at military image-polishing.
Least of all was it that!

No, the 1,000 or so student officers at the U.S. Army Command and General Staff College at
Ft. Leavenworth were about a more serious business. Their purpose, for two and one-half
uninterrupted days, was to consider their several respensibilities as soldiers in the uniform of
their country.

A few joumnalists and academics had been invited to participate in their symposium, for wha-
tever uncertain contribution they might make. And also enough major generals and brigadiers
assembled in one place, there on the old fort looking eastward from its bluff across the Mis-
souri River, that the Russians, if they had known about it, might have been tempted to a pre-
emptive strike. So many glittering stars that a one-time second lieutenant gone all to rumpled
suits and middle age had consciously to keep his hand stuffed in a pocket lest it leap twitch-
ing up in involuntary salute,

But all of them -- the generals no less than the journalists and professors -- were outsiders,
The event belonged to the students, most of them majors with a scattering of lieutenant colo-
nels and senior captains. |t was for them to ask, and if possible to answer, the questions.

Hard questions. |s the individual first a military officer, responsible to the dictates of the sys-
tem, or first a human being answerable to personal conscience? What happens when pro-
fesslonal mission and one's own value system come into conflict? What sorts of compromis-
es can be made? And what sorts cannot?

In short, is it possible to reconcile the highest standards of moral integrity with a successful
career -- or even with survival -- within the military establishment?
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It had to strike any fair minded listener with astonishment to hear how freely, how fiercely,
these midrank officers -- some of them the top leaders of tomorrow's armed forces -- were will-
ing to punish themselves and challenge their superiors with that kind of introspection.

In the civilian world, our options are somewhat freer. At last resor, if a collision of values can-
not be resolved, we may change jobs. Move to another newspaper. Sign on with a differ-
ent bank. Apply for a position on another faculty. The career soldier cannot look for another
Army to serve.

Moreover, few of our moral cheoices involve life and death. And most of them are made behind
desks or in board rooms, not in the pressing fury of the bunker or the trench.

And yet how many of us -- in the course of our whole careers -- have ever, in so concerted,
so deliberate, or so open a fashion, set about trying to define the relationship between our
professional obligations and our human ones? Between principle and promotion? Between
private honor and blind obedience? And how many of us will ever be called upon to pay
with our livelihoods -- and possibly with our lives -- for our choices?

It was, all in all, not an especially pleasant two and one half days for anyone concerned, the
participants or the cbservers. Butit was a remarkable experience and an illuminating one.

My own military service dates back to those fine, comfortable, cocksure days before it was
learned that some wars are unwinnable and that the most critical battle of all is the political
one for public understanding at home. When, within the bounds of strict legality, there was
no such thing as a "good" order or a "bad"order; they were all carved in stone.

| was astonished to find how generally those memories have been overtaken by change.

Amazing, first of all, is how young the majors have gotten. Nearly all of them have served a
combat tour, and some of them two or three. And yet, to a man, they are in their 30s, often
their very early 30s. Probably it is only the time-warp of middle age that creates the memory
of an old man's Army. Maybe it never was.

Amazing, too, the level of skills and sophistication they represent. It's true the students at
Leavenworth were the cream of their age and rank groups. But well over half of them owned
master's degrees in some non-military discipline. Many had two.

| found them a reflective, widely informed, genuinely inspiring and relentlessly candid class of
professionals, full of self-directed wit, willing to ask -- and be asked -- questions of elemental
principle. Willing to say to 2-star generals not only that it is permissible to question the de-
cency of an order but that there are in fact occasions when an order must be disobeyed be-
cause there are higher obligations even than the one to discipline and the flag.

That is strong stuff. If you have spent any time around or in the military establishment, you
know just how strong. Granted that the Command and General Staff College is nominally an
academic environment as opposed to a strictly military one. Granted, too, that after these
students go on to their eventual assignments, every conflict between the ideal and the expe-
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dient may not invariably be resolved on the side of the graces. Perfection; like piety, is a rare
commodity, otherwise fewer pecple would have to spend their whole lives seeking it.

There was, as mentioned earlier, very little direct reference to Vietnam. But Vietnam was
nevertheless the tapestry into which many of the themes and issues were woven. One
heard the name of Calley mentioned. And My Lai. One heard the term "body count” used as
a kind of code word for any such blind stupidity as believing that victory is measurable by
corpses, even fictitious corpses.

Then, on the evening before the last morning of the symposium, the last American was
plucked by helicopter off a rooftop in Saigon and the government of South Vietnam surren-
dered unconditionally to the invading Communists.

And on the chalk board in one of the classrooms the next day someone had written: It's all
over over there.

No one referred to that epitaph to a war. None of them even acknowledged it. They simply
went on talking, a while longer, about the kind of men and officers they hoped and intended to
be -- the kind that they would insist that the system let them be. And then, at the appointed
time, they went off to the main auditorium for the concluding session

A journalist spoke. The professors spoke, and one of the generals. And a student for his fel-
low officers. Finally it was the tumn of the commandant of the coliege, a major general, who af-
ter some summarizing comments, seemed to hesitate just an instant and then asked them all
fo stand.

It must be a hard thing to say a public prayer from the lighted stage in an auditorium of 1,000
professional soldiers of many backgrounds and several faiths, or none at all. In the Army,
praying is the chaplain's job. But this obviously was something that it had occurred to the
general spontaneously at that moment to do.

The long habit of command had shaped his manner. So that when he spoke to God he still
sounded a little like a man addressing his troops. But his sincerity was not to be doubted,
nor the plain decency of what he asked.

He prayed for all those who had suffered in the war just ended, and those who might yet
suffer after it. And for the country. And for the wisdom to understand duty. And for the cour-
age to do it. And finally he prayed for the friends and comrades that all of them -- every sin-
gle man there -- had left behind on that bloody field.

It was a moment very full of emotion.

Somehow reluctant, then, to pronounce an Amen, which seems more a preacher's word than
a general's, he simply stopped saying what was in his mind.

And after a pause told them: "Now just go quietly out of here."
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They did. And it was a litlle time before some present could speak.

(end of Gusewelle commentary)

| still have my notes. They read...
Father
Pause as soldiers to reflect on VN
Ask you to sustain those who must now bear the conqueror's yoke
Ask you to sustain us who each could have done more or better
But also to help us not to seek someone to blame... - yet to learn what we can
Remember those who died, wounded, their families
Heal our country
Let us do our duty - meet our responsibilities - be examples of the soldierly virtues.

This vignette is a little previous for the exact 25th anniversary, but since it is germane to to-
day's conditions | post the story now -- as well as to tell how it was, at one place 25 years
ago, when Saigon fell. Remember it in eleven days.

" As to the problems being addressed by the blue ribbon panels, "The more things change,
the more they are the same.” | can only say to the Chief of Staff, and to the Vice Chief who |
think may well be responsible for involving the Leavenworth students, "good for you." Let's
hope that we can trust the officer corps to be sufficiently resilient and responsive that it is not
too late.

Jack Cushman, ‘44 (end of my April 2000 posting)

Soon after | left Leavenworth for Korea in February 1976, General DePuy, who had
never thought well of our Symposia, ordered the one we had been planning for April
1976 to be canceled. In its stead, Ben Harrison organized a similar assembly of sen-
ior officers to convene with the students in a like discussion on "Obstacles to Readi-
ness," which accomplished a useful result.

Problems of Or i

Three or four months into the 1974-75 curriculum, General DePuy, while visiting Leav-
enworth for another purpose, arranged to have several students meet with him so that
he could hear their opinions of the tactics instruction. | did not know of this until after his
departure, when one of the students reported it to me in passing, saying that the com-
ments were uniformly positive, which | was pleased but not surprised to hear.
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Getting that year's instruction on line had been quite a strain on the faculty, but we knew
that the product was good and that next year would be better. Meanwhile initiatives re-
quiring our action continued to flow from TRADOC. In the combat developments realm
many of these required us to task members of the instructor faculty. From the beginning
| had considered that CACDA and the College were "one faculty," but it turned out that
the "subject matter experts," as they were called, in most areas were in the College.5®

There was also duplication, for example, in the Command and Control directorate of
CACDA and the Department of Command in the College. In addition, CADCA had no
expertise in logistics, that field being considered by TRADOC the province of the Logis-
tics Center, while in the College we had a Department of Logistics. | believed that, rep-
resenting the interests of the division and corps commanders of the Army, we should
speak our minds on logistics, as well as on personnel administration.

In mid-year 1974-75 | relocated some people of CACDA's Command and Control direc-
torate from Sheridan Hall up on the hill down into Bell Hall, placing them with the De-
partment of Command. At the same time | relocated the head of the Department of Lo-
gistics and his people up on the hill with CACDA where they could provide input on
combat developments studies on logistics, as well as accomplish their instructional and
doctrinal duties.

Another problem area was force development. The College was responsible for defin-
ing an area of expertise in the OPMS specialty of Operations and Force Development.

The doctrine for that specialty was more a matter of lore than doctrine. With its efforts in
force structure, including SCORES, CACDA was working in that field but without study-
ing its decision-making aspects. The College required a fictitious but realistic troop list,
with the traditional 20th Infantry Division, 52d Armored Division and so on down into

nondivisional units of every description, from which instructors could develop their map

59To my mind, CACDA often wasted people on unprofitable drills. After the combat development director-
ate at TRADOC assigned us the task of developing a new organizational structure for the air assault division,
I learned that CACDA had given the action on that project to a small team in Force Development, none of
whose members had any background In the subject. | proposed to Major General Rebert C. McAlister, DCS
for CD at TRADOC, that TRADOC assign the task instead to the commanding general, 101st Airbome Divi-
sion (Air Assault), which was of course the only such division in the Army. | proposed that the current G-3
there, when the time came for him to be replaced, would remain on post to head up a small section of peo-
ple who would make that study for the division commander. | said that we would help supervise, and that |
would contribute from CACDA spaces equivalent to those now engaged in the study to provide for some
spaces for that group. Bob McAlister's reply to me was, *If you have spaces to spare at Leavenworth, | can
use them at TRADOC." Nothing came of my idea, and in due time our recommended structure was forward-
ed to TRADOC, only to be discarded in favor of one proposed by Forces Command, it had been prepared
by the CG, 101st.
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exercises. For 1974-75 we had hastily built one for each of the two corps forces (one in
Europe and one in the Middle East), under the Echelons Above Division concept where
corps was an administrative support as well as a tactical echelon,

The SCORES product was moving very slowly and the curriculum schedule could not
wait. So | set up a faculty/student effort known as the Corps Forces Study Effort (CFSE)
that would not only build the two instructional corps forces but would attempt to define
how their makeup was determined (e.g., how do we know the size of the non-divisional
combat engineer contingent in the corps force). The current method, when in the real
world a troop list was to be determined for an operation, was to call in the corps en-
gineer and ask him. But the sum of what the engineer, the signal officer, the quarter-
master, etc., would say was necessary would make the total so large that it would not fit
the force ceiling. We had to help the OPMS generalist with ways to supervise the vari-
ous specialists and arrive at the tough decisions. Heretofore the method had been es-
sentially "judgment.” We wanted to know if some techniques could be found.

Here were my guidelines for building the two corps forces:

Austerity - Face up to accomplishing the mission with less resources.

Discipline - Assume a well-tralned, disciplined force.

Skill - Assume skilled, professional commanders with lean staff organization and
small headquarters.

State of the Art - Push to the limits those things which we can use today, e.g., ADP,
improved airlift, communications.

USAF Teamwork - Maximize our use of USAF capabilities where feasible -- fire sup-
port, reconnaissance, airlift, air defense,

In the 1974-75 year, the Department of Command, using some students in their elec-
tives, built a command post mockup in a former bowling alley near Bell Hall, modeling
its interior spaces on the ideas favored by the 1st Cavalry Division, incorporating a divi-
sion forward, a division main, and a division rear, equipping it with tables, map boards,
telephones and simulated net radios, and writing a manning chart for its personnel. To-
ward the end of that year, we placed students in those spaces for a scripted command
post exercise to see how it worked.€0 Then, using our First Battle war game rules, we
put into place a Soviet-style enemy combined arms army command post with its own
telephones, efc., with stations for player/controllers who could in the language of com-
bat play the roles of the division's subordinate units as the battle unfolded. After Christ-

Fﬂlt was a pleasure to escort General Abrams, Army Chief of Staff, who had been a Leavenworth instructor
Just after WWII, tnrough this facility and to receive his understated but enthusiastic approval of its concept
for teaching staff organization and procedures.
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mas 1975, in a forty-hour class in the common curriculum, we would have students play
the two-sided battle, then switch sides and play it again. If we did it right, this facility
could also serve as a test bed for the development by the CACDA Command and Con-
trol Directorate of computer assistance devices in the command post, as | had suggest-
ed for TOS (pages 53-55).

In early May 1975, | took a briefing to General DePuy and his staff at Fort Monroe. | de-
scribed the problems of integrating instruction, doctrine, and combat developments
while economizing on, and making the best use of, the subject matter experts in both
CACDA and the College. | spoke about our use of students. | concluded my briefing by
recommending that we do away with CACDA as a separate entity, and that we spread
its subject matter experts around the College faculty, while retaining a Combat Devel-
opments Directorate at the same level as the College departments. Its function would
he to direct the combat developments efforts of those departments, including, with a
small cadre, to direct their participation in SCORES. The College departments would
be the primary engines of thought.

| introduced the briefing with a standard CAC cover chart that showed CACDA's clock
tower building in the upper left corner, and the College's Bell Hall with its flagpole in the
lower right; the flag was being blown left to right. At the end of the briefing General De-
Puy asked his staff for comment, then said to me, "Bring back that first chart,” which | did.
He then said, "See how that flag is blowing? From now on | want it blowing the other
way." Toward CACDA, that is. My notes on General DePuy's end-of-briefing remarks:

- Statement of the problem is correct.
- Applaud and encourage the use of students in research
- Glad to see tie-in of student research with Admin and Log Centers

However:;

- CFSE duplicates SCORES; these questions should be addressed in SCORES, not
outside SCORES. CFSE should be incorporated into CACDA's CFD (Concepts and
Force Design Directorate). College instruction must grow from SCORES; we must
get force planning "on line" through SCORES, to have an effect on the Army.
SCORES is the vehicle, not the College.

- CGSC is now in better shape, presenting better instruction, than at any time in its
history. CGSC, through CACDA, can make a great contribution to help make the
Army's case,

- Our weakness Is that the Army is perceived as not being able to make a good case
for weapons. Strengthen Combat Developments; otherwise AMC (Army Materiel
Command) will take over.
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Therefore;
- Do not eliminate CACDA; strengthen CACDA.

- CACDA will be used by CG, CAC, as management control over the process of com-
bining tactics, command and staff, resources, materiel and systems, and operations
analysis capabilities to make the Army's case at DOD for materiel and forces.

So that summer | moved my office as Commander, Combined Arms Center, from Bell
Hall to Grant Hall, up on the hill, taking that of Morey Brady, now the major general
Deputy Commander CACDA, who moved into the office of his departed former assis-
tant. Ben Harrison took my Bell Hall office. Into his former office alongside it | placed
the newly promoted Brigadier General Bill Louisell, former head of the Department of
Tactics, whom | designated CAC SCORES Manager, responsible to Morey Brady.

Busy Busy®1

At Annex | is my 5 September 1975 letter reporting to General DePuy after two years as
Commander, CAC. Speaking with pride of our curriculum just beginning, it also indi-
cates the shift of my attention to CACDA. This letter, with a plethora of acronyms unex-
plained here, may give a sense of the combat developments agenda that was consum-
ing us.

By now the TRADOC effort to provide training material to the Army had led to the term
“training developments,” an area of concentration that was equal in emphasis to combat
developments. Orchestrated by Paul Gorman, now a major general, it too became a
consuming mission as the various schools were driven to produce manuals, multimedia
training material, and handbooks for individual soldier skills, all on a common format.

At about this time, TRADOC came out with a standard organizational concept for all its
schools. Known as the "school model," and developed by Brigadier General Max Thur-
man, TRADOC Controller, it called for establishing at each school a separate entity
which was to prepare this sort of training material; its manning would include no instruc-
tors. Some of us school commandants viewed this with alarm, because the subject
matter expertise of each school resided in its teaching faculty, with the departments re-
sponsible for both instruction and the writing of doctrine. At Leavenworth we tried to
maintain our concept, but began to be constrained by manpower guidance coming from

the same General Thurman that eventually reduced our instructor spaces.

11t was at about this time that | entered Bell Hall to find just inside the door a setup manned by medical tech-
nicians that provided a blood pressure reading to anyone who desired. When | asked Ben Harrison about it
he told me that he had ordered it to give an opportunity to anyone who may be feeling stressed to have his
blood pressure measured as a health precaution. |took Ben's message to hear, but I'm afraid the pressure
continued.
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In October 1975, General DePuy gave us two new missions: The first was to prepare for
the Anti-Armor System Program Review, to be held in March 1976 at Fort Leavenworth,
He wrote, "l expect CACDA as the integrating center for the combined arms to conduct
this important review as your number one priority project..." The second was to take
over "all the TRADOC command and control simulations (naming them)... expedite
(their) development... (and) design a refresher course in tactical leadership for com-
mand selected colonels and lieutenant colonels of the four combat arms.” General De-
Puy's letters, in full, are at Annex J, October 1975 Mission Letters.

As Annex J makes clear, the Anti-Armor System Program Review (ASPR) called for
‘models," which were supposed to shed light on weapons questions by portraying the
outcomes of many engagements in which different weapons and combinations of wea-
pons were employed; these outcomes would lead to insights on the right mix of wea-
pons for the Army. To the combat development community and its reigning systems an-
alysts a "model" was generally thought to be a computer simulation into which weapons
characteristics and dispositions were fed, whereupon the computer would deliver the
answer. Because among other things they left out the human element | was highly
skeptical about the credibility of such "models” for any important purpose.

Recalling our classroom experience the previous fall with the Dunn-Kempf war game62
(see page 51), | decided to develop a simulation that would be more believable. | de-
scribed it in a.19 January 1976 message to General DePuy:

In order to do a proper job with the ASPR, we have had to develop a new simulation of the
FM 100-5 tactics that will help us answer more credibly the various questions on systems,
mixes, and tactics... Most analytical simulations break down when dealing with any but the
most stereotyped tactical scenarios and do not adequately handle the unit and weapons
movements of the new tactics. Our approach has been to develop a new simulation and
concurrently to gain its acceptance by the analytical community. This model is called PAAM
for Player-Assisted Analytical Model.

PAAM is an assembly of accepted routines (ground combat, artillery, target acquisition, and
s0 on) into a composite, computer-assisted but player-rich two-sided closed simulation. 1t is

52| was one of twenty instructors for a five classroom section. The "battlefield” was a terrain model war game
board about ten feet square. The tanks, TOWSs, mines, smaoke, artillery, etc., were represented by little
models. In one work group where | was the instructor, the defender had placed an infantry squad with
LAWS (light shoulder-held antitank rockets) well forward on a terrain feature, and, at a certain stage of the
battle, had called for delivery of planned artillery fire forward of the squad. The artillery timing was perfect. A
strong enemy tank-infantry force was moving toward that squad when the artillery came in. The roll of the
controller's dice brought the artillery concentration down on top of that force -- wiping out most of its infan-
try, causing the tanks to button up, and allowing the defenders to work the tanks over with their LAWS,
That, plus some other good tactics (and good luck) led to a rout of the attacker and a clear win for the
defender. Other defenders, with other defensive plans and other enemy schemes, had other outcomes,
some of them quite bad.
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essentially a brigade model which permits very high resolution and gives, we think, good au-
thenticity... We are attempting to advance the state of the art by combining high resolution
assessment, player paricipation, and increased responsiveness into this new simulation...
Because so much of the analytical community has been involved in PAAM's development,
we anticipate its acceptance.

We put this simulation in place and, setting up about six different terrain boards in some
loft space over the Staff Judge Advocate's office and using as players a large contin-
gent of students devoting several electives each, we began to exercise it. Because | left
for my next assignment in early February, | was unable to see it succeed (as | fully ex-
pected it would).

Air/lLand Battle Coordination

| had long been versed in Army-Air Force matters, from battlefield doctrine to roles and
missions to strategic disagreements to relationships within the Pentagon, and was con-
vinced of the need for closeness.®3 At Annex K is a series of articles | wrote under the
pen name "Pegasus” for Army magazine in 1965 while a student at the National War
College. Titled "The Forty Year Split," they tell how Army and Army Air Corps/US Air
Force harmony had waxed and waned in 1920 through 1960. The last installment,
speaking of the early years of Vietnam, was called "The Healing Years."

In 1974, General Abrams, who became Army Chief of Staff in 1973, decided with Gen-
eral George S. Brown,®4 who had been Commander 7th Air Force when Abrams had
recently commanded in Vietnam and who was now the Air Force Chief of Staff, that they
would institutionalize the Army/Air Force harmony that developed in the Vietnam War.
Abrams issued orders to General DePuy at TRADOC and Brown gave like orders to
General Robert J. Dixon, commanding the Tactical Air Command nearby at Langley
Field, that the two commanders, each responsible for doctrine in his own service, would
work together to write doctrine to which both services would agree.6°

General DePuy grasped the issues very well. Keeping the TAC/TRADOC working ar-
rangements in his own hand and doing much of the conceptualizing, he tasked Leaven-

E3Soon after | became Commandant | initiated action to increase the number of Air Force students in the
Regular Course from 14 to 40, which would permit two per student section. It took place in 1977,
64George Brown, highly regarded even then, was two years ahead of me in 1934-36 when, both sons of
Army officers at Fort Leavenworth, we attended Immaculata High School in nearby Leavenworth, KS. When
| returned in 1973 to be Commandant, Nancy and | paid a visit to Sister Mary Baptista, the principal in those
days who had retired and was living at St. Mary College in Leavenworth., As we talked about some of the
students of those times, she asked me, "Whatever happened to George Brown?" | was able to tell her that
he had risen to be the Air Force Chief of Staff, then Chairman of the Joint Chiefs of Staff.

E5The Secretary of Defense had in 1962 created a unified command, known in 1973 as US Readiness
Command, to do the same thing. Generals Dixon and DePuy essentially ignored what they considered the
ineffectual REDCOM,
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worth to get busy on the matter. General Dixon created at Leavenworth a Tactical Air
Command Liaison Office (TACLO) to work with us. One early Leavenworth task was to
write a draft TAC/TRADOC manual on suppression of enemy air defense; this eventually
came out as the first TAC/TRADOC manual. We moved on to airspace management,
which was more difficult. Other areas loomed: intelligence and reconnaissance, elec-
tronic warfare, fires both close air support and interdiction, air logistics.

The first draft of the (later superseded) new Field Manual 100-5 that we submitted to
TRADOC in December 1974 expressed our thinking; it was in tune with that of TRADOC.

More loday than ever before, air and land combat is indivisible. Tactical air and land force
operations are intertwined and make up a single battle. The individual capabilities of air and
land forces are complementary; their combined capabilities are greater than the sum of the two
operating independently... Only the commander whe... can effectively mesh tactical air into
his fighting scheme will realize the full benefits of the combined arms...

But the question was, how were we in practice to mesh the two kinds of capabilities?
The Air Force had its doctrine in which a tactical air force was to be independently
paired with a field army (which under Echelons Above Division had disappeared)€6 and
would provide an Air Liaison Officer (ALO) and Direct Air Support Center (DASC)87 at
corps and ALO's with tactical air control parties (TACPs) at division, brigade and batta-
lion. Wiping out the field army had increased the importance of corps, which all came to
recognize as the key echelon at which to orchestrate air/land teamwaork. Working with
some Air Force students in what we called J-SCORES, we prepared a briefing for Gen-
erals Dixon and DePuy that presented a forward looking Mideast scenario in which the
forces' air/land operations were directed by an air/land joint command structure, with an
Air Force deputy commander, and an Army/USAF staff.

This was too much for General Dixon, hence for his partner General DePuy as well, so
we sought other solutions. To make solutions easier to arrive at, in September 1975,
converting an unused wooden Post Exchange "9 to 9" store with ample floor space, |
established an experimental air/land battle facility. The Combined Arms Center letter of
instructions is at Annex L.

The facility, which we called the Air/Land Battle Coordination Center (ALBCC), housed
a combination of full-time and part-time participants from CACDA, the College, and the

66The doctrine authorities of the Air Force in the Pentagon and at TAC had been thrown off by the Army's
EAD decision; they didn't know how to accommodate it and keep centralized control of tactical air in the the-
ater, an ingrained tenet. TACLO, being a TAC office, would not help us plow new ground. But we had
some bright USAF majors in the student bady whom we enlisted in our study effort. Being, with the USAF
faculty liaison section, under the Air University, they had no compunctions about thinking in new directions.
67Later renamed the Air Support Operations Center (ASOC) .
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TACLO that represented all the subject matter expertise, from the commander on down,
that was required for orchestrating the command and control of air/land operations at
the corps level.- From the yellowed transparencies of that time, | can duplicate our stan-
dard briefing...

The CAC approach:
Evolutionary, from A...toB...to C

Required: Brains, organization, procedures. Not necessarily: New money, new equip-

ment, more people.

A Common Effort.
We then showed a layout of the ALBCC, which was essentially a command post with in its
center an operations portrayal managed by an Operations Coordinator and an intelligence
portrayal managed by an Intel Coordinator (choosing for experimental purposes to use differ-
ent names for the G-3 and G-2). Around the sides of the space were open cubicles for the
specialties -- electronic warfare, fire support, reconnaissance and surveillance, and so on.
We would start with maps as "portrayals" but would graduate to other means (e.g., rear

screen projections) if experimentation showed they had advantages. The Direct Air Support
Center with its operations, intel, and recce specialists was centered on ops/intel portrayal.

The Method:
Exercise the elements of the Center in slow motion in College and SCORES scenarios.
Coordinate with combined arms schools, Admin and Log Centers, and TAC agencies.
Identify problems and document deficiencies.
Develop SOPs to do the job better.
Test with full up manning with faculty and students.
Recommend actions to Commanders of TAC and TRADOC.

The Expected Products:

Streamlined corps headquarters; procedures for integrating the airland battle; improved
comms and ADP assistance; improved proficiency in conduct of air/land battle; benefit to
both Army and Air Force combat developers.

At the ALBCC we established a battle simulation facility that could support slow motion
and real time exercises in the ALBCC using College troop lists and scenarios. When up
and running we had in mind making the facility available to the active corps headquar-
ters of the Army and their associated Air Force elements.

In the winter of 1975-76 | had great hopes for the ALBCC. The full-time CACDA/College
staff under the leadership of Colonel Sanders of the Department of Command was
exploring the issues and periodically calling in people of the part-time staff. With Colo-
nel Clyde Tate of the Department of Tactics and Colonel C. H. Carter, the TACLO, they
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were getting into substantive discussions on how to improve air/land coordination.
Wargamers were getting established. When Lieutenant General Hank Emerson, XVIlI
Airborne Corps Commander, visited Leavenworth | showed him around the ALBCC,; he
expressed an interest in using it.

* % % % & % &

| had been struggling to manage the combination of the College and CACDA as we ad-
justed to TRADOC's steadily rising demands of combat and training developments. In
December | rearranged the roles of my three generals. Ben Harrison, who would still be
titled Deputy Commandant of the College, would be fully responsible for the Training
Developments function, described by General DePuy as a "factory” for turning out train-
ing material for the Army. | named as Assistant Commandant Bill Louisell, who had
headed the Tactics Department before taking the assistant deputy slot in CACDA, he
would run the College's resident instruction. In addition he would be my CAC Deputy
for Battle Analysis and, as | put it to General DePuy, “will see that there is consistency in
tactical thought and orderly experimentation in CAC, including SCORES." That put him
squarely in the middle of our wargaming for the Anti-Armor Systems Program Review.
Morey Brady remained Deputy Commander of CACDA where he would have tasking
authority for the combat development work done by the College; he would no longer
have a general officer assistant.

Meanwhile the resident course was going very well and we were planning for the year
1976-77. Manpower cuts in the faculty had yet to take place, and | thought that we were
giving the class of 1975-76 the best instruction in the history of the College.

In early January | received a telephone call from General Weyand, Army Chief of Staff.
He told me that he was going to nominate me for promotion to lieutenant general and to
take command of | Corps (ROK/US) Group in Korea.68

With less than a month before | would depart for Korea, | could only hope that my tem-
porary successor as the commander of the Combined Arms Center, Morey Brady,
would, while meeting the demands of TRADOC, take good care of my cherished Col-
lege. With Ben Harrison and Bill Louisell on the scene | felt good about that.89

68] was getling ready to give up on ever being promoted. Bob McAlister and Donn Starry of TRADOC, both
junior to me, had gone on to three stars. In my interview with General Weyand he told me that General De-
Puy had recommended another TRADOC major general for my new job. |then thought about an invitation
that General Weyand had extended to Nancy and me in December, inviting us to attend a dinner party at his
Fort Myer quarters and to spend the night. We did. At breakfast Nancy charmed him when she left a gift of a
box of marzipan, telling a story about it. That visit must have satisfied him that | was all right.

694 few months after | left for Korea, Jess Hendricks wrote to tell me that Morey Brady's successor had
closed down the ALBCC, saying that he needed the space for ancther purpose.
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Having among other things learned the names of the students who would be sent to Ko-
rea on graduation, and having organized an elective on Korea for them to be presented
in Term 3, in early February | flew off to my new assignment.”0

7ONancy would remain on post, in quarters on Doniphan Avenue, while our two children still living at home
finished their school year,
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Epilogue
Korea
In Korea | made good use of what | had done and learned at Leavenworth.

My command was the ROK/US field-army-size formation that, with three ROK corps and
eleven ROK divisions plus the US 2d Infantry Division, defended the Western Sector of
the Demilitarized Zone and the approaches to Seoul. North Korea's army, deployed in
attack formation, outnumbered and outgunned the defenders. Should it be ordered to
attack, it would surely seek surprise. The defender, with only one chance to not be sur-
prised, would require a prepared-to-fight superior application of airpower working with
the ground forces to defend successfully against a massive attack, especially one
aimed at Seoul which lay only 25 miles from the frontier. My overriding aim was to in-
sure that Kim Il Sung, the North Korean dictator, whenever he asked himself, "Is this the
time to attack?", would answer to himself, "Too dangerous. Too uncertain. Not now."

In those days nuclear weapons were part of the United Nations Command's defense
scheme, with procedures in place for U.S. stockpile agents in Korea to deliver nuclear
munitions when ordered to South Korean field artillery units. Skeptical of our ability to
use these munitions effectively, and mindful of the urgent need not to confront the Unit-
ed States President with a decision for their use, | resolved to improve the defense of
the Western Sector to the point where none would be required.

In Korea, 1976-78 -- A Memoir,”1 a 60-page paper with twenty appendices, | wrote in
1998 about those two years, which were marked by wargaming of actual defense plans
using an adaptation of First Battle built in large part by former Leavenworth students
who joined me. In a series of Caper Crown exercises, with commanders and their staffs
from corps through regiment in command posts linked by simulated communications,
we played in real time the opening day or two of a North Korean attack in which the
enemy with his own attack scheme was independently played. Our last such exercise
played two corps with full associated theater tactical air. These were the first such simu-
lations conducted by fielded combined arms formations anywhere.

In two years we made great progress in air/land battle coordination. The Commander,
Air Forces Korea, who in war would command the ROK/US tactical air forces in support
of my force, and | developed and wargamed mechanisms for bringing in tactical air har-

moniously with my forces, not only in close support but in "battlefield interdiction” (a new

71A copy, plus the briefing with its slides, is in the US Ammy Military History Institute, Carlisle Barracks, PA.
Two copies are now in the Combined Arms Research Library, Fort Leavenworth, With an assurance of ils
retumn | will lend one of my remaining two copies on request to 4 Revell Street, Annapolis, MD 21401.

75



term for close-in, but not "close," air supponrt), thus making it possible for us to hold our
positions -- provided however that his tactical air forces, employed under the direction of
the overall Korea commander, General John W. Vessey, also targeted and sufficiently
devastated the reinforcing echelons of the North's armies. At | Corps(ROK/US) Group,
we called our pan of the defense the "air/land battle."72

When | returned to the United States in February 1978, | visited TRADOC, then com-
manded by General Donn Starry, who in 1975 had gone from Fort Knox to command V
Corps in Germany, where he had further developed the "active defense” ideas of FM
100-5. Using a couple of cassettes of slides, | presented a two-hour briefing to him and
his staff, titled "Defense of the Western Sector." | described what we in | Corps
(ROK/US) Group had done in harmony with Air Forces Korea, labeling that notion as
"air/land battle,” and telling of the Vessey combination of deep attack on the enemy's re-
inforcing echelons together with close air/land teamwork in the zone of contact.”3

Retirement

| retired from the Army on March 1, 1978 and went to work as a consultant and writer on
the organization and employment of theater forces and their command and control --
and on battle simulation of air/land forces. This led me into developing an expertise in
the fields of joint and combined organization and doctrine, which became a principal fo-
cus of mine.74

In the first ten years or so of retirement | stayed close to Leavenworth, which | thought
beginning in 1979, when Lieutenant General Bill Richardson took command, entered
an age of especially enlightened management. For one thing, in 1981 Bill took posses-

"2\When | left Korea MG Bob Taylor, Commander AFK, presented me with a brass replica of a fighter pilot's
hand grip; on it were the words "Mr, AirflLand Battle.”

731n 1980 | began hearing of something called "AirLand Battle,” which with its deep attack features seemed
very like prescribing for Central Europe's airfland forces what the Korea command had been doing for three
years. It was coming from briefings by BG Donald R. Merelli, who in December 1979 had became TRADOC's
Deputy Chief of Staff for Doctrine. With its unorthodox spelling, the concept was introduced by TRADOC's
General Donn Starry and LTG Bill Richardson of Leavenworth in articles in early 1981 and was incorporated
into the 1982 edition of FM 100-5 and into the 1986 version after that, but disappeared in the 1993 version.
When | first heard of Morelli's pitch | thought it was more public relations than doctrine, but it took hold for
about ten vears as a useful rallying cry.

T4 partial list of my writings: For the Center for Information Policy Research, Harvard University, a series of

four books on Command and Control of Theater Forees: Adequacy, 1983 (published in 1985 as a book by
the Armed Forces Communications and Electronic Association), The Korea Command and Other Cases,
1986, lssues in Mideast Coalition Command, 1991, and MUWMW 1995.
For the Army War College, a 1983-1984 text, i [

Forges. For the Command and Control Research Program, National Defense University, Eive Lessons in
Command and Control of Joint Force Operations presented at the School of Advanced Military Studies,

1989. Pamphlet, Thoughts for Joint Commanders, self-published in Annapolis, MD in 1993, and used until
out of print as a text at the Army War College. Since moving to Annapolis in 1989, | have written a dozen or

s0 articles for the U.S. Naval Institute Proceedings.
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sion of the idea of SAMS (the School of Advanced Military Studies) in which selected
graduates of the one year Regular Course stayed on for another year,”> As Army DCS-
OPS, then Commander, TRADOC, Bill saw SAMS through to fruition in 1984, when the
first 48-student class began. It has proved most beneficial to the College and the Army.

In 1983, soon after Lieutenant General Carl Vuono took command of the Combined
Arms Center, | asked him for an appeointment at which | could brief him en what we had
done with the Air/Land Battle Coordination Center (pages 70-73). | took him and a
handful of his key people through its rationale and the stage of development reached
when | had left Leavenworth. | told him what | had expected of it, including its use with a
wargaming capability to exercise corps commanders and their staffs. Not long after that,
the imaginative Carl Vuono began the development of what later would become the
Battle Command Training Program, which -- by exercising division and corps comman-
ders and staffs at home station with a traveling team of wargame controllers, enemy
players, and retired senior officer advisors -- would in due time revolutionize the training
of Army forces and lead to their astounding performance in Desert Storm.76

Through the early 19890s, in visits to Leavenworth and by other means, | kept myself
abreast of the evolution of Army doctrine, observing the successive editions of FM
100-5.77 When Paul Herbert's Leavenworth Paper, Deciding What Has to Be Done;
General William E. DePuy and the 1976 Edition of FM 100-5, Operations, appeared, the
reaction in the pages of Leavenworth's Military Review in November and December
198978 was useful in describing that doctrinal evolution and the impact thereon of the
1976 manual. Points made included:

o The 1976 manual, written by a small group of men responsive to General DePuy
and dealing with the tactical level of war in “the only theater conceivable in the late
1970s" (Europe), galvanized a productive, professional debate throughout the
Army, stimulating doctrinal ferment unique in US military experience.

o FM 100-5's 1982 version, drafted at Leavenworth, edited by TRADOC, and intro-
ducing "AirLand Battle doctrine," benefitted from this debate, refining and modifying

the 1976 tactical doctrine, and treated at length the operational level of war.

SIn 1977 the position of Commander, Combined Arms Genter, had been made Deputy Commander,

TRADOQC, as well, and a three star billet,

7€Along with the National Training Center at Fort Irwin, CA, which idea had originated in the fertile brain of
Paul Gorman,

77| also tracked the abortive effort by Army Chief of Staff Edward C. Meyer to create in the 9th Infantry Divi-
sion at Fort Lewis, WA, a powerful, yet rapidly deployable, "light division® through experimentation directily
under the Army Staff. (See “Transformation: Let's Get it Right this Time,” Parameters, Spring 2001.)
78Where comments were by William S. Lind, "longtime critic of the 'active defense’ doctrine espoused in
the 1976 FM 100-5," and Leonard D. Holder and Richard M. Swain, two students and writers of Army basic
doctrine at Leavenworth and practitioners in the field.
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o The 1986 version, in the words of Don Holder, an author of it, presented "a far
proader view of war in its stress on historical experience, on worldwide contingen-
cies and varying force mixes, on human strengths and weaknesses, and on the dy-
namic effects of tempo, maneuver, and action in depth. These features and its at-
tention to the operational level of war -- entirely absent in the 1976 document -- re-
sult in AirLand Battle doctrine's having more in common with pre-1876 versions of
FM 100-5 than with the Active Defense formulation (of the 1976 version)."

In 1982 | was asked by the Army War College to write a text for its 1983-84 curriculum,

which the College Commandant then "widely distributed throughout the Army." Titled
nization and O ional Employment of Air/Land Forces, in its Foreword | wrote:

The charge to the author was to produce "the best available thought vhich
can be defended by reasom, regerding air/land operations...” (at) brigade
through unified and combined command."

This work had its origin in a desire by doctrinal authorities at the U.S.
Army War College for something which would £i11 a perceived void in the
literature at "echelons above corps." The product reflects the real-world
pituation: There is little uniformity in air/land field organizationms, as
they now exist, at echelons above (or even below) corps. Nor can there be,
given the wvariety of conditions wvhere U.S. air/land forces are, or mway be,

deployed,

Any search for principles, or for the best available thought, must take
that lack of uniformity into account, and also the practical reality that U.S.
Army forces will always be employed in a multiservice or multinational
framework in which the multiservice/multinationsl commander's needs and

perspectives should govern.

In March 1984 the College faculty member who monitored my effort received this letter:

Dear Colonel Stewart

I have recently had the occasion to review your
reference text, Organization and Operaticnal Emplovment
of Air/Land Forcesg, written by Lt Gen Cushman.’

I am enormously impressed with this document.

I wonder if it is possible to get 10 copies or

so for distribution here at TAC Headquarters.

Thanks very much for publishing an outstanding
text.

incerely

e

_MERRILL A. McPEAK, Majcr General, USAF
Deputy Chief of Staff, Plans
Tactical Air Command
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General McPeak later became Chief of Staff, U.S. Air Force.

During the 1980's, at a time when military simulation projects were mushrooming, | was
quite active writing and briefing on the simulation of air/land warfare. My involvements
were manifold, sometimes helpful, sometimes not.7®

In 1989, having moved to Annapolis, | began writing for the United States Naval Institute
Proceedings, where | found a forum ready and willing to publish articles reflecting and
building on the ideas on joint matters that | had developed over the years. When the
Gulf War erupted, this kind of writing became even more germane to Proceedings, and
in 1994 | was named the USNI "Author of the Year."

By 1984 the School of Advanced Military Studies, which had in 1882-83 run its first 12-
student pilot class under the talented Colonel Huba Wass de Czega, was in business
with a 48-student class. Huba, who had been the primary author of the 1982 FM 100-5
and had originally conceived the idea of a SAMS, remained its director until 1985. | be-
gan lecturing there annually. By 1991, the Director, SAMS, the admirable James R. Mc-
Donough (whom | had come to know when in 1986-88 he was a SAMS advanced stud-
ies fellow in lieu of attending a war college), had been tasked with drafting the next ver-
sion of FM 100-5.

| had long advocated expanding the treatment of joint operations in the Army's basic
doctrinal manual, and making its treatment of joint operations useful to senior Army of-
ficers who might command joint formations. | asked the Commander, CAC, LTG Wilson
A. Shoffner, for an opportunity to brief the Director, SAMS, and the manual's principal
author on my views. | did so at length, but became so discouraged about the prospect
of influencing the new draft along those lines that | wrote a letter to General Shoffner
telling him that | would not be back to lecture at SAMS, but giving him my ideas on how
FM 100-5 should be developed. My nine-page letter to General Shoffner is at Annex M.
When a new CAC commander was named, | changed my mind and accepted an invita-

tion to speak to the next SAMS class.

78In April 1983 while on a trip to Europe | briefed General Billy M. Minter, CINC US Air Forces Eur-
ope, on the air/land battle wargaming we had done in Korea in 1976-78. The USAF colonel,
Moody Suter, who had been instrumental in developing the Red Flag fighter pilot training for the
Air Force at Nellis AFB, NV, was in the audience. Along with other USAFE staffers, Moody had, for
General Minter, been considering ways to develop the "warrior spirit' in USAFE wings and squa-
drons. Immediately after my briefing General Minter directed Moody to get busy on a "Warrior
Preparation Center" that would among other things feature simulation that would exercise army
and air force commanders. General Minter directed that the nearby Einsiedlerhof barracks be
used for the WPC, displacing the Glenn Miller USAFE band, and Moody Suter was off to the races.
The Air Force officlally activated the WPC on 15 August 1983 and ran its first rudimentary ex-
ercise some six months later, focusing on electronic warfare. In 1984 USAFE and USAREUR
signed a memorandum of understanding that called for shared manning and funding of the Warrior
Preparation Center. It has been running US and NATO operational level exercises ever since.
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Although from the viewpoint of Army operations the FM 100-5 that came out in June
1993 (which discarded the term AirLand Battle) was an improvement over its predeces-
sor, it was a disappointment with respect to a joint approach. But by then | was writing
(desktop composing) a 56-page handbook/pamphlet of my own, Thoughts for Joint
Commanders, which | had privately printed in Annapolis in August 1993 in 6,000 cop-
ies. These were sold widely (at $5.00 each, less than that in bulk) around the military
establishment. Until copies ran out three or four years ago, the pamphlet was issued to
students each year at the Army War College.80

BO| appreciated Donn Starry’s generous review In Military Review (November 1993) of what he called "this
superb little book,” with its "masterful discussion of the difficulties of coordinating air power" and its "brilliant
laydown of problems stemming from the glut created by modern information technology." “The joint force
commander who does not have a dog-eared copy of Cushman's little book close at hand... Is missing the
best advice he can ever get on the subject.”
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Assessment

| have had a satisfying life, with never an unrewarding assignment. Fort Leavenwaorth
has been very important, even central, in it.

My most satisfying memory of Leavenworth is getting to know three classes of vital and

accomplished Regular Course students whom | aimed to influence; except for Bob

Doughty, all are out of the Army. From the Bell, the yearbook of the 1974-75 Class®1...

1975 Class Profile

Composition, Awards And Decorations Age
Army 980
Air Force Distinguished Average 34 yrs. 5 mos,
Marines Service Cross 5 Youngest 28 yrs. B mos.
Navy Silver Star 142 Oldest 47 yrs. 10 mos.
Alli:'.;_‘ l Legion al Merit 7
ola 1105 Dislinguished veraee Erv e
_ Flying Cross 151 Aver g § i
s Soldiers Medal 2
Bronze Star V 215 I yrs. 5 mos,
Bronze Star | 748
Meritarious :
Service Medal 270 Marital Status
Air Medal V 106
Air Medal 3924 S 947
Grade Jngt S:r\fh:; . o Unarricd . 6l
L
5% Lieutenant Colonel e et ¥ it Dependents 3105
in grade | yr. 5 mos, Commendation Medal - 1Mz
70% Major Purple Hearl 261 Command
in grade 4 yr. & mos,
25% Captain
in grade 6 yr. § mos. f:m wﬁmf??l.tr g
o5 o A0 DBE mme] W it ashicwg § pofoe ampany, a ¥
wiuin"ﬂ- H:I:i:linl MR An average of 15 Months,
Source Of Commission Civilian Education
ROTC 556 55% PhD 4 2
Qcs 210 2% Praolessional 25 I%
USMA 162 16% Masters 487 48%
Direct 59 6% Baccalauerate 483 48%
Other 21 % Some College 9 1%

In my opening address (Annex A, page 3) | had said to the 1973-74 class...

*Imagine two points. Point 'A' is where we are. Point 'B' is where we want to be. Controlled
adaptation is the systematic program that moves us from point ‘A’ to Point 'B'... We intend to put
your minds to work vigorously on the current Army problems that are pressing us for solution --
so that the Army as a whole can move from ‘A’ to 'B'."

B1This class celebrated the bicentennial of the American Revolution which we marked on April 19, 1975,
with a reenactment by the post's youngsters of the Battle of Lexington, in the park at Sumner Place. As the
*Redcoats" marched toward the battle scene to encounter the waiting sturdy patriots, their column passed
the quarters of the British liaison officer, Colonel A.T.P. Millen, where he had displayed the Union Jack.
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In its Bell, that Class seized on my A to B notion to add some humor to its back pages;
some examples...

O ® TN G

2 &Y B =06

EHGINEE RS

>

JUDGE ADVOCATE GLNERAL ~ CV'CANCE FROM HIGHER HQs

AIRBORNE

When | left in February 1976, Ben Harrison, for the faculty, presented to me the standard
"Leavenworth Lamp"® given to each departing faculty member. On its base was in-
scribed "Senior Instructor." Under that was the letter "A" with an arrow pointing to "B."

| treasure that gift in all its meaning.

The story of my second tour at Fort Leavenworth is in large part a tale of differences in
viewpoint between myself and my boss, General DePuy, who had his own vision of "B."
Intime | found that | was fundamentally unable to promote key features of his vision,;

| thus failed to serve him. Painful as our relationship made my job, | loved it and gave
no thought to asking to be relieved; nor did General DePuy, however provoked, decide
to relieve me. Each of us managed as best he could.

| am proud of what | did in the College. Our chaﬁges were good, especially: making in-
struction realistic, going to the small group instruction mode, modifying the student eval-
uation system, emphasizing joint Army/Air Force operations, learning through simula-
tions/wargaming, introducing computers into the mainstream, increasing elective choic-
es, introducing Schmidt as a case study, using students in real-world problem solving,
our Symposia on Officer Responsibility, and the Air/Land Battle Simulation Center. | am
proud of my personal involvement both in teaching and in what was being taught.

| could have done some things better. For example, my insistent tinkering with the in-
structional material (an example is cited by Bob Doughty, page 40) was probably not
worth the anguish it caused the faculty, which must have in turn had an effect on the
students. And | know [ drove people too hard, brooking little disagreement from time to
time, and too often without the human touch and with guidance insufficiently clear.
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At the end of a balanced assessment in his paper, Bob Doughty wrote, "One of (Gen-
eral Cushman's) most important reforms has been the reintroduction of the real Army
into the classroom... The abstract, academic version that previously existed only in the
classrooms of Bell Hall has hopefully disappeared for good. In the truest sense, Leav-
enworth reached a higher level of excellence as a result of the driving leadership of
General Cushman."

In a 268 page transcript of an oral history, lvan Birrer, who had known every CGSC
commandant from 1946 to when he retired in 1978, said, "On my personal scale of
Commandants -- the scale is in terms of personal effect over the long term -- (Jack
Cushman) stands with the top three. Perhaps twenty years from now, my successor will
put him at the top. | wouldn't be surprised.”

| take some comfort in hearing now and then favorable remarks from people who were
with me at Leavenworth in those days. None have pleased me more than this from an
officer who read my posting beginning on page 59 above...

I recently downloaded your posting about the Symposium on Officer Responsibility at
CGSC on 30 April 1975. | wanted to respond as one of the captains in the audience with my
great admiration for the moral and ethical stature you showed on that sad day. | was too bit-
ter and too immature at that time to appreciate what you were doing. | believe | appreciate it
now. Your personal association and leadership of the students at CGSC was not carried on
by your successors and the College is poorer for it. "Commandant” has became almost an
honorific title (Deputy Commandant is tending the same way) as Commandants moved up
the hill to CAC, then were given wider responsibilities outside Fort Leavenworth that ab-
sorbed more and more of their energies. Your vision of what the Staff College was and could
be, | am glad to say, lived on for almost a decade, maybe a decade and a half more. Itis
hard to find today, but your example inspired many of us for a long time to come to believe
that war was a thinking man's business and CGSC was its principal college. CGSC was
an important period of my professional and intellectual life and | appreciate your role in making
the College what it then was.B2

Upon reading my April 2001 draft of this memoir, John L. Romjue, former TRADOC his-
torian, had this to say...

The great fact that comes out of this memoir is that Cushman appears not to have fully ap-
preciated that sense of urgent Army reform, root and branch, that DePuy personified, power-

B82The writer was Rick Swain, whose name | have mentioned in footnotes twice. When writing, he may not
have known that LTG William M. Steele, then CAC Commander and CGSC Commandant, with a multitude of
responsibilities to meet and but two brigadier generals to assist him, was freeing up one of them, the Depu-
ty Commandant then burdened with many other concerns, to take care full time of the College. (Well before
General Steele's time, the organization known as “CACDA" had disappeared from Fort Leavenworth,
although some of its former functions remained in other parts of the Combined Arms Center.)
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fully prosecuted, and expected Leavenworth to participate aggressively-in. The author ap-
pears not to have fully bought into the reality that the new animal that was TRADOC was
not only a teaching and training command but more primarily a new, unitary and focused de-
velopment command to meet the Army's crisis now... (1)t must be noted that DePuy was for
all who encountered him, in agreement or in conflict, a force of nature.83

John Romjue may well be at least partly right. A participant in these events at Leaven-
worth has written:

To a degree, John Romjue is correct. At Leavenworth we did a great deal of studies and simula-
tions in the Combat Development area dealing with "the Army's crisis now." In the College we
modified instructional material and held special symposiums dealing with "the Army's crisis now."
We did not, however, change the College's primary purpose of education of future military lead-
ers to one of piecemeal problem solving for “the Army's crisis now.” Apparently in John Rom-
jue's estimation, this was not what General Depuy wanted from Leavenworth at the time--De-
puy wanted total focus on "the Army's crisis now."

The reader can judge for himself. So ends my story.

Dedicated with gratitude to the staff, faculty, and students
of the Command and General Staff College and to the other
members of the Combined Arms Center, all of whom served
me so faithfully from August 12, 1873, to February 10, 1976.

John H. Cushman
Lt. Gen., US Army, Ret.

4 Revell Street
Annapeolis, MD 21401
Ph: 410-268-5152
Fax: 410-268-5315
Email: JackCushSr@aol.com

B3A1 the web site of the CGSC (http:/fwww-cgsc.army.mil’) one can see General DePuy's lasting imprint on
the College through memorialization instituted after his death in 1992. From time to time students of the
the Regular Course meet in the new Eisenhower Hall's DePuy Auditorium, which has joined Marshall and
Eisenhower Auditoriums in old Bell Hall, and Grant Auditorium in Grant Hall which was used by students in
the 1920s and '30s. And there is an annual General William E. DePuy Award for outstanding original
thought by a student in the areas of military doctrine, training, organization, materiel, or leadership.
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Key Paragraphs, 1973 Welcoming Address

What I am about to say to you this morning is for everyone — the instruc-
tional faculty, the combat developments faculty, and the students. Because
these three groups must be, and are, interdependent; each one needs the other
two. And further, each of us is part student, part teacher, and part idea map
for the future. In the next year, each of us, in every group, will contribute
to a common effort.

what is that common effort?

I say that we can call it "controlled adaptation,"

our times.

to meet the challenge of

Out in the La Brea tar pits, near Los Angeles, was uncovered the remains of

a magnificent and fearsome animal, the saber-tooth tiger. Thousands of years
ago he was King of the Beasts, He is now extinet, Why? Because he failed

to adapt! He was a classic example of overspecialization. This saber-tooth
tiger preyed on the mastodon, to which his long saber-like fangs were adapted.
The mastodon disappeared; the tiger was vulnerable to smaller animals, and

he, too, disappeared.

ilow an Army is a living thing, and the US Army is no exception. Like all
living things, it obeys one of the fundamental laws of nature -- the law of
survival of the fittest. Our Army ie confronted with the problem faced by
living things since the dawn of time — the problem of evolution, of adapting
icself to changing conditions. At stake here is not simply the survival of
our Army but the security of our country, the reason our Army exists.

The requirement, therefore, is adaptation. Controlled, intelligent adapta-
tion.

To what purpose? My amswer is: "So that our Army will be ready when called
upon."

I believe that out there in the student body there are captains and majors
and lieutenant colonels just in from the field with useful ideas on these
matters. We intend to put your minds to work vigorously on the current

Army problems that are pressing us for solutions -- so that the Army as a
whole can move from "A" to “B".

We want to hear what you have to say. I am a great believer in listening to
captains, majors, and lieutenant colomels. They always have something use-
ful to say, whether you buy the idea or not. But you have to come forward
with your views. Stand your ground if you are rebuffed. And if the decision
does not go your way, go back, rethink your idea, and come back again if you

think it is justified.
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Key Paragraphs, Curriculum Guidance

All of our planning must be directed toward a few characteristics or
objectives, I have discussed some of these with some of you. They are:

Real - Our instructior must be real, and deal with real matters and
real issues. The student must sense from the very first day that the
College is operating in an environment of reality. The manner in which
every subject is approached must relate to the real world and muast be
relevant and meaningful in its owm right. A theory or a doctrine we can
put out, but those theories or doctrine should be perceived by the student
as being derived from observations of reality and from practical and actual
experiences, and applicable to the real world. I do not object to our
problems using fictitious divisions, but all our instruction must ueal with
real-type situations.

Hard Work - Our profession is unique. We have a responsibility for
the lives of men - and of noncombatants as well., In combat we are directed,
even obligated, to take life., Life, including that of the enemy, is
sacred. This is a most serlous business we are in, The nation's security
rests on what we do. This deserves our hard work and the hard work of our
students. So this must not be a "gentleman's course,” but one in which we
daily challenge the student and make him work hard. WNot the kind of use-
less work that seems like a rock pile, making little onesg out of big ones,
but relevant, meaningful hard work - work that the student instinctively
recognizes as relevant and meaningful, and worth his hardest efforts.

Make Them Think - The student must think as he works toward these
real and useful ends. Sure, he will have to memorire certain things, but
he must also think, and we must critique his thinkiug. Having thought, we
must make him communicate his thinking effectively, both orally and in
writing.

Develop Fiber and Depth - We want to turn out a graduate who is a man
of character and depth, who has been convinced by his exposure in the
classrooms of Leavenworth as to the dead seriousness of his profession,
and who is willing to make up his mind, do his duty, and stand his ground,

The above is what I would %ike every graduate to encounter, and to leave
with - the type of exposure I want each student to have,
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Doctrine, Beliefs

Now let me turn to some ideas on doctrine.-- food for thought.

First, what is doctrine? That which is taught? That's one
definition. Here is another definition:

"Doctrine is an enlightened exposition of what usually works best."

It tells you how things should normally be done. That's why we
teach it. Let me try another definition:

"Doctrine is an enlightened exposition of what has usually worked
best."

Is that what we should teach in changing times, or should we
follow this definition?

"Doctrine is an enlightened, tentative, exposition of what will
usually work best."

Selection of the one to use is an individual decision. The word
enlightened is used in all three for a reason -- to keep if from
being sterile dogma.

The current Army and Joint Dictionaries define doctrine as follows:

"Doctrine is fundamental principles by which the military forces
or elements thereof guide their actions in support of national
objectives. It is authoritative but requires judgment in appli-
cation."

Something is missing in this one -- the thought process.

I for one think we went backwards from the definition of the Army
Dicticonary of 1953 which was as follows:

"Principles and policies applicable to a subject which have been
developed through experience or by theory, that represent the
best available thought, and indicate and guide but do not bind
in practice. Essentially, doctrine is that which is taught. A
doctrine is basically a truth, a fact, or a theory that can be
defended by reason. Doctrine refers to those principles and

policies which have been developed by experience or by theory
which represent the best available thought on the subject in
guestion, and which should be taught or accepted as basic
truths."
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Doctrine, Beliefs (continued)

This is how I would define doctrine in one long sentence:

"principles and policies applicable to a subject, developed
through experience or by theory, that represent the best available
thought that can be defended by reason, which indicate and guide
but do not bind in practice, and which require judgment in

application."
This is the short sentence that I would generally use:

"Doctrine is an enlightened exposition of what usually works best."

How do you know what usually works best, especially when new
equipment is being fielded?

Military doctrine consists of the fundamental truths of the mili-
tary art. The search for valid doctrine is, at its root, a
search for the truth. Doctrine is developed through experience
or by theory; it results from intelligent evaluation of the past
and the logical and creative application of lessons of the past
to present and future projected conditions. It comes from the
interaction between, on one hand, the practical experience
gained from battle, exercises, tests, and war games; and on the
other, the intellectual activity of the military professional at
his desk and in the clash of ideas with other professionals.

Doctrine comes from either inductive reasoning, deductive reason-
ing, or both. Inductive reasoning considers a great number of
specific cases and draws conclusions that apply in general, i.e.,
what usually works. Deductive reasoning goes from fairly well
established principles or truths and derives conclusions that
apply under specific conditions, from the general to the
specific, as to what usually works. Which is best for developing

doctrine?

The best kind is a mixture but with a stronger emphasis on de-
tailed analysis of specific cases, and hence inductive reasoning.

So we must figure out what usually works-best, or what we tenta-
tively believe will usually work best, by a practical detailed
examination of all the actual or realistically contrived cases

we can find or set up.

What we seek is doctrine that can stand the test of actual combat
and that gives the Army, in the best way we know how, "an enlight-
ened statement of what usually works best."
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Talbott Letter

CLPARTMENT QF HI My

HCADQUARTERS UMITED STATES ARMY TRAINING AND DOCTRINT COMMAND
DFFICE OF THE DEFUTY C™ im0 GENSRAL
FOSRT MCi RoI, wio A 2LeTl
i
ATTNG-SC-C 22 APR1975

Dear Jack,

The purpose of this letter is to provide you some of the principal
findings of our group, some of which I discussed in my debrief of Ben

end your staff at the conclusion of my 8-10 April 1975 visit. The
inclosure should indicate those areas of principal concern. Additional
findings and recommendations were identified to your staff by team
members during the course of viaiting the respective academic departments,
Several polnts concerning policy and administration, however, require
your own early attention, and I highlight these below.

The first concerns grades. There is clear agreement among all of the
visiting group that the College has not found the solution to the proper
way to grade the students. A major revision 1s necessary. I ask that

you give this very cloase scrutiny, since the grading system is very
important in the ayes of your students, and, in fact, too many are bacoming
obsessed with it. I questioned the advisability of providing grades to
HQDA and aasked Ben to look into this and give me a recommendation. His
recent letter to Stan McClellan carried the recommendation that the grades
not be forwarded. We shall act on that recommendation promptly.

At the conclusion of last year's visit, I did not direct the elimination

of any electiveas. However, I am now convinced the College has spread itself
too thinly by offering too many electives. The numerous electives not only
add to scheduling difficulties and instructor loads, but alao strain your
quality control mechanisms to the point that some offerings are of
questionable merit. (I might add they perhaps contributa to your printing
plant backlog problem as well.) A substantial reduction, on the order of
ten to twenty percent, will improve the quality of instruction overall. I

leave to you to determine which electives to eliminate, or if appropriate,
consolidate.

I understand and sympathize with your desire to move the College toward
the syndicate method of instruction -- small groups, imstructor led. But
it is plain that having 508 or go of your curriculum in this format taxes
your faculty -- especially your tactics department -=- beyond tha point of
reagonable return. Moreover, we heard repeatedly that such a teaching
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Talbott Letter (continued)

strategy was often inappropriate for those topics on which few,
ineluding faculty, were well versed, e.g., EAD tactics. The perception
of studenta is that they sre "a mile wide, an inch deep." I do not
belidve wa can afford to go all the way to a ayndicate system; you
probably should cut back the current work group exercises from ten to
twenty-five percent.

No department has made greater progress or ia trying harder than the

Tactics Department. Much good work is going on and I would urge that you
reinforce that success. The whola tactical area is so dynamic these days,
however, and the pressure on the tactics instructors is 80 great, that

you must take special care with this department. The grada and experience

of lnstructors to be assigned (captainas are of little use), tha necesaity

for a better than average cut on quality of inetructors, the overall work-
load, to include the writing of field manuals, all constitute a special
challenge for the College. Above all, the College absolutely haa to be

the Army's prime source of expertise on tactics, especially weapons-oriented
tactics, and on general staff procedurea. Other subject areas, no matter

how important, have to be subordinated to these two. And of these two,
wedpons-orientad tactice has to be number oma. The quality of such expertisa
muat be obvioua to all., Therefore, no department should be supported better
or receive more of the Commandant's and the Assistant Commandant's time snd
support, The members of this departmant should not be over-extended, or
some of the tactics imstruction will be in danger of degenerating into "
bliud leading the blind."

tha

I expressed at the College resarvations about Course 1141 {(Contingency

Force Operations - Middle East)., My concern is that the portrayal of a
light corps force to the Middle East 18 not consistent with our HLC Middle
East Scenurio results. It may tand to implant in the minde of the students
the erroneous judgment that thls somehow f{s the preferred corps. As long

aa studenis are going to spend two and & half waeka on a Mid-East oparation,
it would seem gensible to exercise them on some variation of the recommended
corps., A further example of divergence from the HLC Mid-East Study is the
selection of an armored brigade as a component of the force. Your
departmant feels it Lle a more effective force considering strategic deploy-
ment requirements versus fire power avallabilicy. Our HLC Mid-East Scenario
cama to a different conclusion and employed an armored cavalry regiment.

We have stopped loocking at haavy corps and light corps as such, but rather
corps that are tailored for the task. I have discussed this with General
DeFuy and wa are agreeable to leaving the course stand for this coming year,
but want to sea it adjusted to the Scenmaric vergion in subsequant offerings.

On behalf of the team members and myself, let me again express my appreciation

for the courtesies and support provided us by you, Ben, and your ataff.
The completely frank and open discussions were most haipful.
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Talbott Letter (continued)

I trust our visit and subsequent recommendations will prove beneficial
to the College. I am prepared to halp in any way that I can,

Warm regards.

Sincerely,
1 Inclogure ORWIN C. TALBOTT
Ag stated Lieutenant General, USA

Deputy Commanding General

Major General John H., Cushman

Commandant

US Army Command and General Staff Collegae
Fort Leavenworth, Kansas 66027
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Cushman Memo

ATSW 5 May 1975
MEMORANDUM FOR RECORD

SUBJECT: Aetion on Lieutenant General Talbott's Letter of
22 April 1975

1. Friday morning, 2 May 1975, I discussed Lieutenant
General Talbott's letter of 22 April (inclosed) with General DePuy
in his office in the Pentagon.

2. My first subject was the second paragraph of Lieutenant
General Talbott's letter, as to grades. I told General DePuy that I
wanted to be sure that I was operating with a correct understanding
of what he wanted. He read Brigadier General Harrison's 18 April
memorandum to the faculty (Inclosure 2). He asked what Lieutenant
General Talbott's letter meant about forwarding grades to the
Department of the Army. I explained what we had done and why, and
he understood. I went through the same series of charts that [ used
with the students in my Sympoesium remarks on 30 April (Inclosures
3 through 7). I showed him part 14 of the academic report form, and
the description of "superior" from Army Regulation 623-1. I showed
him the distribution of Section 14 grades for last year's class; he took
note of the "superior' percentage figures and understood my point.

I said that the students did not like to be told they were not superior,
that Lisutenant General Talbott had received his Impressions primarily
from talking to students, and that he was sympathetic to them. I told
General DePuy my policy for the grading system and that I was going

to hold to it but that I wanted to be sure that I would be supported by
TRADOC. We discussed how the departments would administer 31-35
percent "A's, " and whether any one section of more than the usual
number of gifted students might not get 2 good deal more than 35
percent, with the department making up for it in other sections which
got less, I said that was the concept of the grading aystem and a matter
for departments to administer, but on the whole, the average would be
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Cushman Memo (continued)

about a third "superior" or "A" for this year. He got the picture.
‘He told me to go ahead and I would have no difficulty with him on
the matter of grades., He will support me, [ am certain, and
therefore we will not concern ourselves further with Lieutenant
General Talbott's statement that a2 ""major revislon is neceasary. "
We will use the same grading policy next year, except that we may
drop it to 26-30 percant TAta "

3. I then tnok up electivea. General DePuy asked whether
we had too many. I told him that I did not know. I said I was fairly
sure we needed to reduce the number of electives In Tactics. I said
that this year there had been a complete rewrite of our Tactlcs
instruction &and a number of electives didn't work out as we had hoped.
I told him that, notwithstanding this, the Tactics lnstruction this year
had been far superior to last year, and that we had finally gotten the
College into the real world in comparison to the Alice in Wonderland
tactics of previous years. I sald that next year's Tactics instruction
would be of surpassing excellence, but that we would probably have
fewer tactics electives. On the other hand, I said that the total number
of electives in the College might be about the same as this year. I
said I objected to any requirement to make a particular percentage
cut as stated in Lieutenant General Talbott's letter. I said I would
require each department fovanalyze its own situation, see what was
needed to do a good job within resources, and then we'd see how many
electives that amounted to. He said that was all right with him, do it
that way. So we will,

4. I then spoke about the percent of instruction spent in work
groups, and we had the same kind of discussion. I commented that
Lieutenant General Talbott's letter recommended a cut in work group
exercises of 10 to 25 percent. I sald I objected to that kind of guldance,
that I would rather analyze our own problema and see how it came out,
rather than decide in advance on a specific percent cut in work groups.
I said [ was satisfied with the present rough percentage, and that I
thought we knew what we ware doing.



Cushman Memo (continued)

5. I told General DePuy that I preferred not to answer
Lieutenant General Talbott's letter. I said that last year I had
answered it, and he had then answered me back, and I had decided
not to continue the correspondence. I said that I would consider
the letter as a useful and important TRADOC document, but that
I did not want to be bound by it, General DePuy said that was all
right with him and that I would have no problem with the Commander,
TRADOC,

6. The net result is that we go ahead and do our best job to
run the College and will not consider Lleutenant General Talbott's
letter binding. We will certainly not discuss my conversation with
General DePuy further with anyone except the DRI, DER, and
department directors. They will keep this memo completely to
themselves, no further discussion of it with anyone. We will retain
the best of working relationships with Lieutenant General Talbott and
the TRADOC people who come to see us. There will be no hint of a
confrontation. We will simply do our job as best we know how and let
the grading system, numbera of electives, 2nd percentage of effort in
work groupa come out uf that., I therefore want to show Lieutenant
General Talbott's letter and this memorandum to each department
director, the DER and the DRI, but to make no copies or further
distritution outside my office, except one copy to the Deputy
Commandant,

Incls J. H. CUSHMAN
Major General, USA
Commandant
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Cushman Letter to DePuy

24 July 1975

General W. E. DePuy

Commander
USA Training and Doctrine Command
Fort Monroe, Virginia 23651 PERSONAL

Dear General DePuy:

General Talbott visited Leavenworth today for our contract
signing, and then spent an additional two hours belng briefed on the
College curriculum. He had requested that we inform him as to the
action taken by us in response to his visit in April. We therefore
dealt with the grade system, the electives, and the amount of
instructor-led small group activity. In the latter two - electives
and small group work - General Talbott had established some per-
centage goals for reduction.

We satisfled him, I think, on our approach to grades. As to
electives, we had reduced tactics electives considerably, kept logistics
electives unchanged in number, and increased in other departments for
a net increase overall. As to instructor-led small group work, we cut
both tactics and loglstics; other courses either stayed the same or
increased, with a net ''no change' overall.

I explained to General Talbott that we understood his guidance
and the logic behind it. I said that I belleved that, notwithstanding the
statistlcs, which of themselves do not tell the full story, we have
accomplished his intent and have organized the most effective instruction -
toward misaion accomplishment, carefully considering the resources.
In other words, we are not spread too thin and are teaching only what
needs to be taught, using the most effective methods possible.

Frankly, I don't believe that General Talbott sees it that way.

Rather he may well see It that we have not followed guidance. If so,
I very much regret that this ls his perception. Leavenworth is determined
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Cushman Letter to DePuy (continued)

to follow TRADQC guidance, and we are determined to use
the means available to us In the most effective way toward
achieving the mission in accordance with the TRADOC Intent.

I concluded the briefing by summarizing the ways In which
the Leavenworth curriculum would be better in the 1975-76 school
year. As I mentioned to you In your last visit, I visuallze a highly
guccessful year which bullds on the progress made last year and
improves over last year in every aspect, We have worked hard,
and I belleve well, to do so. I hope that by visiting often and making
your own objective assessments, you and the TRADOC staff will,
over the next year, conclude this (s the case.

General Talbott also expressed doubts as to whether we are
properly following your guidance as to emphasizing the battallon and
brigade level of tactics Instruction. I am convinced that we are, and
will be ready to brief you on this and any other part of the curriculum
when you visit in September.

On other subjects - Major General Cooper will visitus on 1
August and we will brief him on SCORES, Defensive Tactics, Command
and Control, and other subjects relative to Europe. Also, Tuesday,

29 July, on the way to Fort Benning for a leadership conference, I will
visit the Air Command and Staff College at Maxwell and will brief our
curriculum. Specifically, I will describe our integrated tactics
instructional scenarios (Middle East and Europe) with the idea that the
Alr Staff College and we can both make use of the same tactical scenario
to our mutual beneflt.

Sincerely,

J. H. CUSHMAN
Major General, USA
Commanding
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