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Lieutenant General Davidson:

[Addressing General B.C. Clarke, CINCUSAREUR] | am glad to have the opportunity to talk to
you thismorning, because | feel that the Seventh Army is nowhere near as combat ready, as it stands, as
it should be. Further, | feel that the circumstances under which we are conducting our training is
undermining the moral fiber of our officers and our noncommissioned officers, and is preventing us
from carrying out our responsibility to our junior commanders. When | first started my round of visits
last summer, invariably | got the impression that there were circumstances that did not permit usto carry
out our mission of combat readiness as we agreed that we should.

Last September | received aletter from one of the professors at West Point in which there was
enclosed aletter from ayoung graduate over here in USAREUR recounting certain experiences that he
had run into here, and pointing the finger at the fact that he felt that he didn't want to serve a country
where honor was no longer being properly observed in its military. When he objected to his
commanders about the experiences he had, they said that this was the way we operated, and that
complaining would do no good. He was advised that if he persisted, he would be a threat to no one but
himself. Thisletter did provide indication of certain deficiencies that | had suspected. So | asked my 1G
to select some of the newly assigned officers in my headquarters who have recently come from troop
units. | told him to go down and question these people about interfering with training, command
inspections, and the like, to get a consensus of opinion as to whether the circumstances that this young
man had related were in fact true. Almost half of these captains and majors did in fact verify these
circumstances did exist. This confirmed my suspicions.

When | held my commanders conference in the early part of November, this became a matter of
major discussion over aperiod of almost afull day. Asaresult of that discussion, | sent two lettersto
my commanders on the subject of integrity, on decentralization of responsibilities, and the question of
clarification of missions. At the sametime, | aso told the commanders to canvas their chain of
command, starting at the bottom, to find out exactly what circumstances existed that affected honor. In
thisanticipation, | immediately set up a meeting in December, with my two corps commanders and my
chief of staff. That meeting was held on December 8th, and what | have to present to you today
represents the unanimous and enthusiastic opinion of the command chain of Seventh Army.



| consider that the situation that exists at this time must be corrected. We are willing to take
certain actions at our headquarters. But there are certain actions that can be taken only depending on the
outcome of this conference with you. Tomorrow, Colonel Zais, my G3, is going to make asimilar
presentation to your command conference in the time that is alotted to us. | thought it would be
advisable for meto tell you prior to that conference exactly what we had in mind, and what was
bothering me. As background for you | have asked Major Gorman, of my office, to go through alist of
talking points here which will orient you on circumstances as we see them. Then | am going to follow
with my recommendations as to what | think we ought to do about these circumstances.

Major Gorman: Genera Clarke, | was part of a
team who recently completed a staff study on that part
of the problem outlined by General Davidson that has to
do with the training with which commanders of battalion
or lower level units are most directly concerned.

In USAREUR today, those commanders must
tranglate training policy into atraining program in terms
of aallocating a definite number of hours to scheduled
training. We have studied training schedules for units as
units, and for individual soldiersin those units, for some
time, and we have reached certain conclusions. For
example, wefind, sir, that if we were to represent,
graphically, the total annual requirements for training
imposed on commanders in Seventh Army, and then
compare the required hours with the time actually
available to commanders for scheduling and conducting
training, they compare like this:

There is adisparity between what the commander
is expected to do, and the time that is available for
him. Moreover, those commanders, in their effort
to match training program with the available time,
have to meet priority command missions other
than tactical training. To perform those missions,
they cut required tactical training, especially that
for individual soldiers at home station. Asa
result, the individual soldiersin Seventh Army are
receiving 50 percent of the training that they
should receive annually in their units— 50
percent of the advanced individual training that
they ought to get. But let me show you how we
derived those figures.

Our study method was based on a sampling of actual units in the Seventh Army. W took a group
of typical combat units and put them under scrutiny. To explain the approach that we used, | am going



to refer to a study of one unit in some detail, the examination of an armored rifle battalion that we
conducted. We set this problem for ourselves:

In order to solve the problem, we put
ourselvesin the role of the commander of that
armored rifle battalion. We used the records of an
actual armored rifle battalion, and in effect we
executed atraining estimate, using data from
about ayear ago. The first step in performing the
estimate obviously was to make alist of the
training requirements that we would have to
accomplish.

The commander's first discovery isthat his
training requirements proceed in genera from five
sources or categories. Thefirst isthe Seventh
Army training directive, or itsdivisional
derivative. In the second category, Command
Responsibility, is the time that the commander
had to allocate in order to meet his responsibilities
to his equipment in terms of scheduled
maintenance, and to provide for his soldierstime
for personnel processing, parade, reviews, or other
morale sustaining activities. Also, time had to be
set aside for any command mission for special
demonstrations, hosting marksmanship matches, and the like. I'll come back to this category of
scheduling requirements, and discuss it in some detail later on. In the third category isinfantry training
any commander of that arm anywhere in the world should conduct every year. The fourth category isthe
emergency training that he should accomplish in order to prepare his unit for EUCOM missions under
atomic conditions today. The fifth category, leader ship, speaks for itself.

Having identified sources of requirements,
it ispossible to make alisting of specific subjects
for training, and opposite each subject to supply an
hour value for time to be scheduled to train.

When we executed our study, we adopted as
our rule for determining that hour value the most
conservative figure possible, making the
assumption that the training would be conducted
with absolute efficiency. That is, the instruction
would be perfect, and it would be unnecessary,
therefore, to repeat the training, and that in the minimal number of hours assigned, each instructor could
get across his subject. We did this deliberately so that we could develop a conservative picture of the
total number of hours of training that would be required. When the lists were totaled up, we could



compare hours required for training with hours
available. The comparison for the year isas
shown: on the left you see the hours that are
available. Thistakes into account the holidays,
and the paydays, broken down by the time the
unit spendsin at home station, and the time it
spends in Grafenwohr or Hohenfels. Y ou will
note that thereis, in red, a 48 percent disparity
between the home station requirement for time

available in one annual cycle. Inthe MTA, the disparity

dropsto 5 percent the annual average is 33 percent total

overcommitment. This shortage of training time puts

the commander into a distinct quandary, because he

knows that his training schedule must provide time for

activities other than training in tactical subjects. In short

his deficit will really be much worse than these figures

show. In particular, the commander knows that there

will be large, invulnerable requirements coming out of

the second source of training time requirements,

Command Responsibility, on which he will have little

flexibility. To alocate time, to schedule the hours to

support these missions, he has to make a further careful

inventory of the hedge time he will need to provide.

Hereisthelist from that actual battalion. He needs to allocate another 1000 hours or so. To be
realistic, he ought to hedge that by another 10% to take care of VIP visits and demos, and extrawork to
get ready for inspections. If hisunit is unfortunate
enough to catch one of the big unit taskings listed on
the lower right, he will need another 3 to 12 weeks
of time.

The commander thus discovers that for six
months out of the year, the primary mission for his
unit is something other than tactical training. Itis
preparation for, and conducting inspections; it is
preparing for a marksmanship event; it is the staging
of ademonstration; or some activity other than
tactical training. Intaking alook at this category of
requirements, the commander can quickly and
definitely identify that portion of time that he must
set aside in his programming. And it isthis 1200
hours or so here [points to the sum of 1062 and 120].
Thisisthe amount that he must set aside to support command activities at home station, out of atotal of
1584 hours available for scheduling at home station.



But the commander still hasto reconcile
his growing training program deficit, in order to
match his schedule to the time available. We
found that commanders did that by whacking
back training requirements by some or al of the
means shown |eft. When we say training outside
of 50 scheduled hours we meant simply that
company commanders will know that battalion
will schedule a PT test, and that they will haveto

find the timeto train their soldiersto passit. The interesting thing about that list is that as one proceeds
down through it, the commander enters more and more into an areain which he is engaged in some sort
of professional delusion. Heis deluding himself, he is deluding his subordinates, and he is deluding the
command. Ultimately the schedule reflects time available rather than ability to perform mission.

Utilizing all of these methods of cutting, he
can come up with atraining program, which both
fixes the time available to him for scheduling, and
fulfills his obligation in terms of his mission. Here
isan analysis of that program that we were talking
about. Yellow denotes requirement, red what
actually appeared in some fashion on the unit's
training schedule. Y ou will note that in terms of
the second category of the invulnerable
requirements the commander guarded histime
pretty well. He eliminated Emergency Mission
training altogether because heis only expects to
accomplish a minimum amount of tactical training
anyways, and asthisis a pretty advanced subject
for which there is not much point in scheduling at
al. Moreover, it does not appear on anybody's
training records anywhere. We took analysis of
this program a bit further, and looked at it in terms of Advanced Individua Training, Basic Unit
Training, and Advanced Unit Training. The lower set of figures show that 45% of the AIT the unit
should have scheduled for its soldiers was just not there. The BUT figure looks pretty good, but in our
analysis, we attributed most of Home Station scheduled training to Basic Unit Training, and we know
that consists of mostly non-tactical training or administrative activities. Advanced Unit Training, on the
whole, turned out very well. The unit accomplished most of what AIT it should have gotten in, amost
al of it at the MTA; the drawback isthat MTA timeis perforce centrally managed.

When we got to this part in our study, the figure on the lower left under Advanced Individual
Training unit appalled us, and made us wonder if we had skewed the results somehow. Fortunately, we
by then had available to us a number of parallel studies of other types of units, which when we
compared them, pretty well bore out the specifics that emerged from our examination on the armored
rifle battalion. In terms of Advanced Individual Training, 60 % scheduled for the tankers, compared with
the Armored Rifle Battalion's 45%.



To eliminate the difficulty we encountered
in accounting for Command Responsibility
activities, we then compared the ARB and Armor
Bn programs further using two categories we
invented. What we call Tactical Training hereis
all the training requirements related to battle
readiness that were previously identified, whether
AIT, BUT, or AUT, from whatever source.
Combat Readiness Training is that Tactical
Training plus scheduled maintenance time,
figuring in the time required to keep equipment
ready for war, vice available for inspection. We
can now get a better comparison of how an armor
battalion training program compares with an

armored infantry battalion training program. Again note that the big shortfalls remain AIT and Tactical

Training in general.

Hereis another comparison, in which we
examined the same two units plus an Infantry Battle
Group and an Engineer counterpart. The figures
report the deficit, that is, the difference between what
isrequired and what is scheduled. Y ou will note
across the board the total deficits were within in afew
percentage points from one another. These figures
suggest, that while there may be some points of
important differences among these type units, thereis
quite adistinct similarity in their training
management.

Here is another comparison for you to note.
Thisisthe total deficit for agroup of unitsin Seventh
Army, represented among which are both of the corps,
and three of the five divisions. On the average, there
were 1/3 more training requirements than there were
training hours to be scheduled.

From these statistics, we proceeded to
anayses. What do the statistics mean? Aswe
considered it sir, these are two main points that one
should emphasize about them. Thefirst point is that

the commodity which isin shortest supply in Seventh Army training is not gasoline, it's not CBR
equipment, it's not even training areas. The commodity that isin shortest supply is training time.



Literally we suffer in Seventh Army from too
many good programs, we have too many fine
thingsto do. If you were to take any one of the
activities listed in our study, you would find it
difficult to argue with it. They are al worthwhile
programs, but there are too many of them for the
unit commander to handle. The unit commander is
forced to be in the business of establishing a
priority among essentials, looming foremost among which are those invulnerable, imposed time-
consumers over which he exerts little or no control. Any additional programs, that is any time
requirement based upon unanticipated missions, requires him to strip from his already inadequate
program some essential piece of tactical training. We feel very definitely after completing this study,
that the training policy that has been enunciated by Seventh Army should at least assist this commander
in protecting tactical priorities.

The next point that emerges from our training
study is the contrast between Advanced Individual
Training and the Advanced Unit Training. In Seventh
Army, as you know, we have a magnificent program of
Advanced Unit Training. But statistically, we are
conducting this Advanced Unit Training with half-trained
individual soldiers. Our study suggests that the
efficiency of this Advanced Unit Training is attenuated
by afactor that is at least proportional to the fact that
people who are taking it are only half trained. If ahigher
command directs additional field training exercises, it
may improve Advanced Unit Training. However, it thereby also causes commanders at lower levels
further to cut their Advanced Individual Training, and those commanders find themselves engaged in a
spiral downward of overall training efficiency. Most important, however, the commander at alower
echelon may not have a statistical appreciation of his problem in the termsthat | just gave them to you,
but he does have a definite sense that his soldiers are not getting the training they need. How can we
expect those soldiers to develop into the self-reliant, completely competent individuals we are looking
for on the modern battlefield?

Unitsin Seventh Army spend one quarter of their time, 25 percent of their timeinthe MTA.
Because at the MTA they train very intensively for 12 hours aday, actually 33 percent, or one third of
all training that is scheduled and conducted annually in Seventh Army, takes placein the MTA. But two
thirds, 67 percent, of all the tactical training we get under our belt, isduring MTA time. Now, this means
that we have agood part of our training money riding on the short period of time, one quarter of the
year, that units are at the MTA. If any thing happensto pull the unit from training, the unit commander
sustains a serious blow to his overall training program. | mean by that such perturbations as alarge
personnel turnover; | mean such things as amajor firepower demonstration. Anyone of those can cause
acommander to face virtual ruination of what he was attempting to accomplish by way of tactical
training.



Moreover, sir, when aunit isat amgjor training area, training this intensively, it perforce adopts
adegree of centralization of training which is the exact opposite of the sort of training environment we
would like our junior leaders to encounter. When an armored division, for example, istraining at
Grafenwohr, it isliterally impossible for a platoon leader to move his platoon on atank trail without
getting aroad clearance from Range Control.

Units of Seventh Army spent three quarters of a
year at their home station, but only 17 percent of that
program of home station is tactical training. In other
words, four-fifths of the time our unit is at home station, it
is devoting its time to inspections, to demonstrations, to
holding marksmanship matches, or to some activity other
than tactical training. Thisisour estimate, but if you are
looking for room for improvement, recognizing the
intensity of what is already ongoing at our major training
areas, home station training is where you ought to look.

Our statistics, sir, aso raised the issue of the system
of training testing in Seventh Army. We have arather
complete set of training tests that culminate in Army
Training Tests within the company and battalion. But this
testing, as we have seen, of course has to take place
without completing unit training, with definite shortfallsin
AIT and Tactical Training. If the unit commander facing atest knows that his soldiers are less than
completely trained, he finds himself facing personal failure. His chief worry, sir, is generated by the
command emphasis placed on scoring high in an umpired annual Army Training Test, or ATT.
Commandersin Seventh Army have come to accept, and even welcome, a system of preparing for ATT
that contemplates units going out on the very ground on which they are to take their test, and rehearsing,
one or even more times, the exact set of circumstances or sequence of events that they intend to perform
under the eyes of umpires. Thusit ispossible for ayoung lieutenant, who must face atraining test with
amachine gunner that has not had the Advanced Individual Training that he ought to get, to go out with
the gunner during the rehearsal, and to site the gun properly for each test phase. In effect, he shows the
gunner where he wants the gun, and drives a stake in the ground at each site. Moreover, he or the
platoon sergeant fills out the gunner's range card, and buries it beside the stake, concealed in a can with
alittle dirt and leaves on top. Then during the actual ATT, when the machine gun isto be deployed, the
gunner finds the stake, get out hisrange card, runs a belt into his gun, traces out the outline of his
foxhole as the rules require, and sets up the stakes called for by the range card. That gunner has now
earned all the points called for in the test score sheet.

Now, if the company commanders reproaches the lieutenant for this nonprofessional behavior,
the company commander is apt to get back one of three rationales. "Everybody isdoingit." Or, "l
couldn't pass this test unless | resorted to this." Or, most convincingly, "Sir, you told meto get a
superior. | didn't want to let you down."

Any commander who listens to this sort of rationale is not really in avery good position to
criticize the young lieutenant. The reason the lieutenant resorted to such stratagemsis usually because



the commander cut from the training program time that might have enabled the lieutenant to train the
machine gunner before the test. Moreover,

if the umpires do not report such an AIT

shortfall, satisfactory test results are a

justification for continuing to drop

machine gun AIT from the unit's training.

What's the company commander
to do about this circumstance? Well, for
one thing, he can attempt to extend his
training schedule. That isto say, instead
of scheduling 44 hours a week, he might
attempt to schedule 65 hours a week, or
80 hours aweek. One thing he soon
discoversisthat he ramming his head into
awall. You recall earlier that when we
were talking about the methods by which
acommander cuts his program to make it
fit the time available, there are already
outside the training schedule many unit
activities that already demand time
outside the schedule. And so when we are
talking about an 8-hour day, 44-hour
week we are not talking about the time
that the unit can use to hold reveille, to go
to breakfast, to hold company formations,
to run police calls, to take PT, or to clean
weapons. Much of that timeis not
scheduled; nor is the time for lunch; nor to
move out to the training area; nor the GI
party sometime during the week. Rarely
isthis necessary unit activity scheduled.

Genera Farrell remarked in a speech before he went home that unitsin Seventh Army were
training literally 65 hours aweek. That is true right now. When acommander thinks about adding more
scheduled hours of training, he often finds it more than alittle impossible. He might elect to centralize,
to set up committees vice training using the chain of command, thus compromising leader development.
But any commander soon realizes that to the degree he pushes training, at home station in particular, he
isjeopardizing his chances of earning in a“superior” on one of hisinspections or demonstrations, or any
other type of non-tactical activity that he is directed to perform in which the primary measure of his unit
ishow well it looks. As he revises histraining program more and more, the requirements that we listed
under the second category, Command Responsibility, become ever more important in his
considerations, and ever more infringing on his professional integrity.



The study group made six
recommendations to the Seventh
Army commander based on our
conclusions. Thefirst
recommendation isto minimize
Command Responsibility: cut
down on the time devoted to
demonstrations, to special events,
cut down the time that the
commander spends on inspections.
The second is make time for
commandersto address AIT
shortfalls. The third and fourth are
to reconsider how better to use MTA
time, and the fifth isto turn the
prerogative of planning and
conducting training over to battalion
and company commanders.

Genera Clarke, as| noted at the outset, this study did not deal specifically with attendance at, or
actual learning from instruction. Yet individual proficiency declines over time, and requires at least annual
refreshment. Unit commanders whom we interviewed told us that on an average day, because of their
commitments to competitive marksmanship, athletics, and other requirements from higher commands, only
50 percent of their soldiers are present for scheduled training. If there is a’50% shortfall in scheduling, and
only half the unit is present for what training takes place, then most soldiers receive 25% of the training they
need annually. We concluded that the effectiveness of Seventh Army units is much less than it could be.
Thissir isavery serious situation that calls for immediate command action.
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Lieutenant General Davidson:

| think, from this presentation, that you can see what gives me my concern. We have been
studying thisthing, as | indicated, since last September. What we are about to present you now has been
gone over with our entire chain of command. And represents the consensus of opinion of our entire
chain of command arrived at a conference that | had back last February, with my two corps commanders
and my chief of staff the first week of thismonth. There are many thingsin this situation that | can
solve, but there are some things that require your approval before we make the first move. In any case, |
think you should be advised asto what | think. | have with me today, adraft copy of thetraining
directive which | would like to put into effect, am anxious to get this into effect as soon as possible and
certainly by thefirst of the year.

Now, with the background that Major Gorman pointed out, | would like to discuss three of the
six barriersthat give me concern. These will make atremendous drain on both our manpower and our
time available for training and additionally on our funds. These three are our athletic program, the
marksmanship program, and the field of demonstrations. These cost, at the present time, atotal of
almost $5 million each year, and about a million man-days are affected. They represent the total
training effort of five armor tank battalions over the period of ayear.

First would like to deal with the athletic program. This program diverts a considerable amount
of manpower from actual training. The most costly programs, to us, are the baseball and the football
programs. The personnel that continue in these programs represent the total effort of one tank battalion
during a period of about 10 months that these two programs are conducted. | can handle the athletic
program with regard to the other primary athletics within Seventh Army. But when we had our
discussion on December 8th, we discussed at length the proposition of eliminating all high level
competitions and complying strictly with the Department of the Army policy which announced that
competition should be on company-level athletic teams. However, after two or three hours of debate on
this subject, we came to the conclusion that the baseball and football program should be carried out, to
some degree, to change ideas. We would have to accept, therefore, that those programs as a necessary
evil with regard to our basic mission of combat readiness training. Excuse the personnel involved,
insofar as any training is concerned. While at the same time, as this program is organized (I am talking
about baseball and football) on an area context, and it seems that in various areas are people who happen
to be located in that area without regard to their major command affiliation. We have alarge number of
these areas, and consequently alarge number of teams. And thisisthe principal cause for thelossin
training time. Now, what we propose isto enlarge the area, still maintain the area context, but go to a
conference of eight teams, one team represents each division, one team represents corps, and one team
from support command. Organize these teams at the division and other appropriate level, and don't let
personnel off in so far as any training except incidental training that could be conducted in the morning
for agroup of that size.

This chart here indicates the service programsin baseball. At the present time, in Seventh Army,
we would organize this number of teams, with this amount of personnel per team which totals this
number of individuals overall. And they expend over a period of the season, this number of man-hours.
Now | want to emphasize at the start of this presentation, that the figures that | have presented to you are
conservative in the extreme. For instance, if | wanted them that way, | could probably equally well
specify afigure of at least one-third higher than those | have presented to you. These figures here
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represent only three hours a weekday devoted to athletics. It takes no consideration the amount of time
it requires for the maintenance of the facilities to support those athletics. The average cost per team of
thiswith atotal expenditure over the period of the year amounts to this. What we propose would reduce
the number of teams, with this total expenditure of personnel, with this expenditure of funds. This
would reduce the demand on our personnel-wise by 80 percent, and reduce the expenditure of funds by
over a hundred thousand dollars.

Now coming to football, we are required in football to maintain this number of teams, again with
the same specifics, with this expenditure of manpower at this cost. What we propose to do isto reduce
these teams to eight, with this expenditure of manpower, and this cost. 1t would result in asaving of 70
percent of the manpower, almost $75,000 in cost. The total savings financially then, would be almost
$200,000. Under this new program, we would save ailmost a half million man-hours along with
$200,000 in funds. The fund picture becomes more acute when we consider the fact when the purchase
of foreign goods from our exchange is eliminated this year; | understand that we can anticipate the
reduction of about $4 million in non-appropriated funds for athletic purposes. That will increase the
meaning of thisfigure. | am very anxious to revise our athletic program, starting this down here to go to
this set up which we have here of eight teams.

Otherwise, we plan to emphasize competition a particular sport by the division commander. We
recognize the fact that we are required by Army Regulations to produce a certain number of boxers each
year. That we may be compelled to produce an all-star soccer team so | figure maybe two or three
weeks at the end of the soccer season. But those, that type of activity we plan to handle on minimum,
non-demand basis by having atournament at the end of the season for boxing that may last for aweek,
and soccer limited to forming of an al-star team. Otherwise, the cutting of the athletics program will be
restricted to cutting at the battalion level as determined by the division commander.

The next areal want to discussis the area of the marksmanship program, and thisis the area that
makes a measured cut. The principal cut in both are manpower and in our funds. | well recognize the
value of a marksmanship program, particularly the morale value, if you have awinning team. |
recognize the necessity of having a marksmanship program. But also, | recognize with that, that such a
program, if it is not conducted within certain bounds, takes from the unit, those men who are the most
physically instructed in marksmanship at atime when their services could be self-employed in
improving combat readiness and combat training of their unit. This chart here represents the present
participation of the Seventh Army in the marksmanship program. In blue isthe participation in the
small arms program, in red is the class (?) program. The most extensive part of thisprogramis
conducted over aperiod of 7 months with the participation as you see there in order to arrive at teamsto
represent the Seventh Army. Thisisthe numbers of personnel involved in this program. It varies
between 2,500 and 7,700 individuals over this period of time during those 7 months. It isthe equivalent
manpower of two battle groups and one tank battalion for a period of 7 months. During that time, asthe
teams are organized, it takes 77+ million rounds of .30 caliber ammunition and 7+ million rounds of .45
caliber ammunition. This we have to get off the shelf, but it costs ailmost $3,500,000.

What we proposeisthis: We propose a program which would provide that for the small arms
competition, no teams would be formed prior to the first of February. The shooters would be selected
from the qualification scores made the last time they fired. One team would be selected from each
division from the corps and support command to participate in the USAREUR match in March or April.
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The best shooters then would be assigned to a marksmanship team. In regard to the corps matches, we
would propose this: That most teams be formed prior to the first of March, the division matches be held
in early April, that one team from each division, one from the 4th Armor group, compete in the
USAREUR match, and the USAREUR match be held in early May, and the winner then competesin the
national match. Now we require that you, if we can carry out this program, release from us the
responsibility of training two teams, and reduce back to one team from the headquarters. And also |
want to get you to advance the USAREUR match from the present scheduled date to May. Now both of
these programs eliminate the intermediate step as we have now, where we have corps competition to
select the best team in each corps.

Again | want to emphasize that the figures | have shown you today are small. Because this
shows, for instance, the small arms competition here conducted on a broad scale until these teams are
the final team selected here. But, none of these figures now carry these teams all through the year. We
don't show any of those teams here, if we had added, those figures would have been much greater. Now,
what we are propose to do, is take this 7 months period and condense it into a 3-month period. For
instance, for the small arms, we would start as indicated in our program on the first of February and we
would hold the competition here during these months here, in order to make the selection for the small
armsteam in May. Now, you will notice that last year the small arms team was selected in May and
conducted its activities during these months here. There would be no change in that whatsoever. People
would be practicing at the same time, will be available during the same time for competition. The same
principle appliesto those in the class except we will restrict starting the matches to the first of March so
they will be 3 months here of competition, 2 months of practice before the competition isover. Actualy
this team will be selected under this program, alittle earlier than it was last year, and should be able to
practice as ateam for alonger period of time. Now it is my opinion that with this number of months, 7
months prior to firing the competition, a marksmanship team should have adequate training and practice.
This same thing applies to this other team. Thiswill result in atremendous savings in manpower and
savings in funds of some $2,285,000, basing the estimate of the fund on the cost of the present round of
ammunition and that cost is bound to go up when you have to start paying for the 7.52 rounds after this
coming year.

Thethird areais the area of demonstrations. During the past year, we found that we were called
upon to perform seven demonstrations: four firepower demonstrations, plus three atomic artillery
demonstrations. The total manpower expended for this program is equivalent to about a company and a
half to do these demonstrations over a period of a complete year. First let me mention the four
firepower demonstrations that we are called upon to present. They require this expenditure of
manpower. We are not able to break these two out because they were conducted over a help (?) and
appeal to one another, but the augmentation was the same for both presentations. These are the units
that were involved in the presentations. Each presentation was under the command of a brigadier
general who chose his planning staff 60 days prior to the time the demonstration was to be held. These
demonstrations required this expenditure of resources. These are company days of participation. By
2300 company days of participation, 109 aircraft wereinvolved at a cost of operation of between $3,200
and $6,300 aday. And further, the aircraft, which had to be diverted to these demonstrations, were not
available for our operational requirements or for our normal training requirements. Our units were
deprived of this support during the time that they were required for the practice of these demonstrations
or for the specific demonstration itself. Communications personnel involved were this.
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Now these people were not even working at their trade because what they were doing was
establishing short-range communications between firing point and administrative facilities that were
necessary to control the demonstrations. Further, they took these personnel away from their training, it
placed even more volume on one of the units, which caused me the most concern because | feel the most
over burdened in our Seventh Army isour 166th Signal Battalion. And thisfigureis apparently the
ground its on for the demonstration. This would be much more beneficially and economically expended
on things that would be more directly in support of our own personnel. Beside wear and tear on Army
eguipment, this involved expenditure of a sum sufficient to give one armored division a 3-day FTX. It
provides for rail funds and consumer credits which were totally caused by the demonstration and which
we would not have had to finance had it not been for the demonstrations.

The estimate for ammunition expenditure involved the total cost of over $1,000,000 for the
field demonstrations. None of these stagesinclude the TDY funds that would have to be expended in
order to put on these presentations. So these things are costly in manpower, they are costly in funds, but
more important, they are costly in the effect they have on our MTA training facilities. The
demonstrations require 34 days of dry run rehearsals and they are conducted over a period of 20 days.
For these 34 days, 14 percent of that areainvolved, denies the unit who had planned to use that in
accordance with their training schedule. To deny that opportunity to train they could not make up.
While only 14 percent of the areawas involved, you can recognize the fact that thisis the best of the
middle area and eliminated for practical use, a much larger percentage of the terrain. Then the period of
the 20 days for the demonstrations, 33 1/3 percent of that was denied the units for furthering training.
Also again thistook in practically all the usable area, and gave us very little return for our money for
almost 2 weeks period of time.

Now, personally, | don't think thisis a good investment of our time and money. Inthefirst
place, thistype of firepower demonstration, alarge portion of the people who witnessit have seen it
before. They have seen it at Benning, they have seen it at Bragg and probably seeit at Grafenwohr. 1t
does have a tremendous effect on our training. | do not think that loss is commensurate with the values
the Army derives from the viewing of it. Further, | think it would be more honest on our part, if we took
those people out and actually showed them what we do on anormal day rather than give them something
likethisto see. The other part of the demonstration is the artillery outside display. | don't have the
figuresfor al four of them, but here are is figures on the last one we had here the month before last.
These were from Genera Harris: the number of personnel, the man-days expended, at this cost. Now,
insofar as those demonstrations are concerned, last year we were required to conduct four
demonstrations, this year the number was reduced to two, and next year we will be required to present
three such demonstrations. It is my feeling that alarge number now of the officers who should see it
throughout the command, have seen the demonstrations. We would like very much to see that
demonstration number cut back so that it places the minimum demands on us. With regards to the
demonstrations, we have four recommendations to make.

The first we recommend that the firepower demonstrations scheduled for this year not be held.
and for next year too. So we ask that atomic the artillery demonstration be moved to 1 February. We ask
that USAREUR place no other requirements on us for any demonstrations, and we ask that the
Department of the Army be advised of the effect that these demonstrations have on our mission of
combat readiness, and further we ask that they not impose further demands on us in this regard.
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These are our surveys that cause me particular concern. As| have already told you, | have a
copy of atraining directive that | am anxiousto get out, and as | said | am anxious to try to get into
effect by thefirst of the year. There are many other things that | have not mentioned this morning which
| aso feel have avery compelling effect on our state of combat readiness. These are [mostly within my
area of responsibility] but there are certain possibilitiesin which | need your help and your approval. |
have with me here three separate draft | etters with specific recommendations with regard to each of the
three areas | just covered -- the athletic program, the question of demonstrations and marksmanship
folks. If these recommendations of mine are approved, then these should be the results. It will reduce
our total expenditure for these things at least to thisamount. And again | must emphasize the fact that
our figures are most conservative. It would reduce our manpower to this amount. It would amto
restrict the encroachment on our training in the coming years. So that isthe reason that | ask for this
briefing this morning. | thought you should hear our story before the meeting tomorrow. | feel, as| said
at the start, that | must say these things, as | am convinced that Seventh Army is not now as combat
ready asit should or could be. And the basic fitnessin our state of readiness is the inability to inject
basic change. Thank you.
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