In-class exercise

VIETNAM INCIDENT


The soldiers in an armored cavalry troop in Vietnam were well trained and their leaders were both competent and seasoned by battle.  The soldiers trusted and respected their commander.  During a battle the troop encountered a large force of North Vietnamese regulars and found themselves in the middle of a kill zone.  Being outnumbered and having suffered numerous casualties the troop was forced to pull back.  The troop withdrew bringing with them their dead and wounded; however, they were forced to leave their disabled vehicles in the kill zone.  The troop commander was among those killed.


After the troop reorganized itself they received a radio message ordering them to go back into the kill zone to either recover or destroy the equipment which had been left behind.  The regimental headquarters was concerned that secure radio equipment and classified operating instructions would fall into enemy hands.  


When the executive officer, as the acting commander, issued the order, the troops refused.  No one in the troop would comply with the order.  They saw no reason to risk their lives to recover equipment.

Question 1a.  Describe the vertical bonding of the troop.  Give examples to support your responses.

Question 1b.  Is there any indication that the troop was vertically bonded prior to the order?

Question 2.  Describe the horizontal  bonding of the troop.  Give examples to support your responses.

Question 3.  Given the definition of commitment, how would you describe the commitment of the troop members?  What affected the commitment?

Question 4:  In our cavalry troop example, did the cavalry troop demonstrate resolve?  Give examples or statements which support your conclusion.
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COHESION AT THE PLATOON AND COMPANY LEVEL

(Questions and Response Format)

Question 1:  Is there a difference between cohesion at the platoon level and cohesion at the company or staff section level?  Use the following table format to present your response.

Type of Organization
PLATOON
COMPANY

Type of Cohesive Relationships



Description of Bonding



Focus of Commitment



Focus of Resolve



Question 2:  What creates the best condition for development of a cohesive platoon and company?
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FACTORS OF UNIT COHESION

HANDOUT 1

LEADERSHIP

Leaders are both competent and caring and trust and respect their soldiers.  Leaders clearly communicate standards, expectations, and values to their soldiers.  Leaders conduct realistic, challenging training and train their unit as a team.

GROUP (UNIT) CHARACTERISTICS
Soldiers identify with and are committed to their squad, platoon and company.  Group standards support unit standards.  The groups in the unit cooperate with each other. Membership in groups outside the organization doesn't detract from unit cohesion.  Soldiers feel a sense of pride in the group and want to remain part of the group.

INDIVIDUALS IN THE UNIT

The soldiers and leaders know each other.  Individual abilities and initiative are recognized and rewarded.  Soldiers are competent and rely on each other.  The soldiers feel they are valuable, contributing members of the unit.

UNIT SOCIALIZATION
Unit socialization is the way new soldiers acquire the skills, knowledge and attitudes unique to the unit.  The stages of soldier team development guide the unit through the socialization process.  Soldiers adopt the standards and values of the unit.  Leaders are available to the soldiers and by their actions become role models for the soldiers.

UNIT AND INDIVIDUAL GOALS AND OBJECTIVES
The unit has clearly defined goals and objectives which the soldiers understand.  Leaders are aware of and support individual soldier goals.  Leaders involve subordinates in establishing unit goals when appropriate.  Unit goals are mission‑oriented goals.

UNIT ACTIVITIES
Unit activities are everything a unit does.  Training is the primary unit activity during peacetime.  Unit activities involve all unit members and their families whenever possible. Off duty unit activities serve to unite rather than divide the unit.  Competition is used constructively.

UNIT IDENTIFICATION AND HISTORY

Soldiers begin learning the unit's history during the formation stage.  Soldiers identify with the unit and use the unit's motto with pride.  Soldiers develop their own sayings and mottoes and enjoy being recognized as belonging to the unit.
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OBSERVATIONS

HANDOUT 2

BACKGROUND:

"B Company"

You are a leader in B Company.  Your company organization is rather simple, 3 line platoons and a headquarters section.  The illustration below depicts this organization and key personnel in your unit.


Your company organization and key personnel are depicted below:

Headquarters Section

CPT Roberts  CO

lLT Hanks     XO

1SG Topp      1SG





1st PLT



2d PLT


3d PLT


SFC Simpson



SFC Clark


SFC Jackson


During the last field training exercise you discovered that your unit was not as cohesive as you thought.  Things just didn’t come together the way they should have.  Your unit is conducting post-exercise recovery operations.  You’ve spent the past few days observing your company, talking with soldiers, key unit leaders, and people outside your company.  The following is a listing of the observations you made.

YOUR OBSERVATIONS

PT FORMATION:

Third Platoon is always ready for formation.  SFC Jackson always seems to be with them.  Each member of the platoon wears the platoon T-shirt which one of the soldiers designed.

1st Platoon, on the other hand, is never ready.  SFC Simpson often yells and uses profane language in an attempt to hurry his/her soldiers.

During PT, 1st Platoon didn’t sing the special company cadence call the other members of the company seem to enjoy.

WORK CALL FORMATION:

SFC Clark, 2d Platoon, briefed his/her platoon on the day’s training activities, what he/she expected and how they would accomplish the training activities.

SFC Simpson told 1st Platoon, “We’re going to the motor pool.  Everyone will work on the vehicles and then we’ll take care of the weapons.”

DUTY DAY  OBSERVATIONS:

SPC Gray used his/her POV (small truck) to take the NBC equipment boxes to the motor pool to make it easier for the platoons.

PFC Brown approached SFC Simpson and said, “I’m new here and haven’t been assigned to a vehicle yet.  Could I start working on the NBC equipment since I don’t have anything to do?”  SFC Simpson yelled at PFC Brown telling him to, “stay out of the way!”

At the dining facility you noticed that each platoon stacked arms.  2d and 3d Platoons shared their guard duty responsibilities.  2d Platoon provided the first guard and a guard from 3d Platoon relieved him/her after eating.  1st Platoon pulled their own guard duty.

As the soldiers were closing the motor pool you walked the vehicle line.  One of 3d Platoon’s vehicles still had its lights on.  A soldier from 1st platoon walked past the vehicle, hesitated and then began to walk off.  After taking a few steps, he/she returned to the vehicle and shut the lights off.

You walked with the soldier back to the company area.  You compliment him/her for turning off the vehicle lights.  He/she replies, “That’s okay, sir.  I just wish I could say they’d have done the same for me.”

DISCUSSIONS WITH KEY UNIT LEADERS:

1LT Hanks felt that cohesion was okay, but that it could be better.  He/she said, “lst Platoon seems to be late for everything.  That’s our biggest problem.  When we get something started, they seem to be going in the other direction.

SFC Simpson told you he/she was frustrated and said, “B Company trains on one type of mission task and we’re supposed to do that according to the training schedule, but C Company expects us to train on the tasks they have.  We don’t really feel part of either company, and we’re not sure which standards we should train toward, C Company’s or B Company’s.”
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PLAN DEVELOPMENT

HANDOUT 3

Using the “Steps to Improved Unit Cohesion” listed below, explain how you will use the factor areas of unit cohesion to develop a plan to improve cohesion in your organization.

STEPS TO IMPROVE UNIT COHESION

1.  Identify the specific factor areas of unit cohesion which need improvement in your unit.

2.  Establish clear goals and objectives for each factor which you want to influence.

3.  Brief your commander or supervisor on your findings, your goals and objectives, and seek his/her input.  (Briefly describe what you would say.)

4.  Brief your subordinate leaders on your findings, your goals and objectives, seek their input, and involve them in the development and implementation of the plan to improve unit cohesion.  (Briefly describe who you would brief and what you would say.)

5.  Conduct an after action review of the execution of your plan and make adjustments as necessary.  (Based on your implementation plan, when would you conduct your first after action review?)
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