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Prairie Grove to Wrap Up 2004

Campaign

The Arkansas Department of Parks and Tour-
ism and the Prairie Grove Battlefield State Park
will sponsor areenactment of the pivotal Battle
of Prairie Grove on December 4th and 5th, 2004.
The event will be held at Prairie Grove Battle-
field State Park, on the east side of the town of
Prairie Grove, about 12 mileswest of Fayetteville
onHighway 62. Please mark your calendarsfor
Friday, Dec. 3 through Sunday, Dec. 5. Thisis
the last battle reenactment for thisyear, so let's
make a maximum effort to attend in force.

As of the time the Sentinel is going on the
wire, | have not received any particular
information ontheevent from the Battalion staff
(or even confirmation if therest of the Battalion
will bethere), butwe' reactingonthepresumption
that since it's a scheduled event, at least afew
other TMVI units will be there, and we'll sort
thingsout oncewe' reonsite. If not, we'll adjust
to redity, and till have agreat event.

But one of the nicest things about planning
for PrairieGroveisthatitispretty muchthesame
oldsameoldevery time, whichmakesthingsal ot
easier. Asfar as| can determine, the Capitol
Guards will be with the Confederates for this
event. Wehaveaninvitationto go over and fight
with the folksin the 37th I1linois on one day —
they are trying to assemble as many of their
former members as they can for a company
“reunion” at thisevent— but thiswill depend on
apositive vote by the Guards. Plan on bringing
your Confederate gear, for sure.

The TMVI Battalion will be holding its
biennial elections and business meeting on
Saturday afternoonfollowingtheafternoonbattle.
| do not have any information at thistime asto
whoisrunning for what, but thiswill be another
issue we'll work out once we get on-site. You
must be present at the event in order to vote for
battalion officerg/staff, anyway.

The weather at Prairie Grove is usually
predictable—itwill becold, or atleast chilly, and
it gets more than allittle breezy up therein the
Confederate camp on the crest of the hill. We'll
be bringing out the Sibley and the other tentsfor
alitttemoreshelter fromtheelements. Besureto
bring a good wool blanket, a gum blanket or

Colonel Henry King Burgwyn of the 26th North Carolina Infantry takes up the colors to
rally his regiment in an assault on McPherson’s Ridge at Gettysburg on July 1, 1863.
Moments later he was mortally wounded. This issue of the Sentinel takes a long look
at military leadership and how it applies to our hobby See “Follow Me!” on Page 4.

groundcloth, andyour overcoat, if youhave
one.

Prairie Grove doesn’t provide a
Saturday evening meal for the reenactors,
thoughtherewill bemodernfoodvendorson
site(thelocal Boy ScouttroopandtheUDC
ladies, among others). Wewill be bringing
out the Company mess set and preparing a
period meal for the Company on Saturday
evening, menuto bedeterminedat thistime.
We will have at least a couple of the mess
kettlesavailableall weekend for coffeeand
hotwater. We' |l alsohaveacompany water
barrel in camp for potable water.

Typically, there has not been a
registration fee for Prairie Grove, and pre-

1

registration istaken care of on a company or
battalionbasis. Y ouwill needtocheckinatthe
LattaBarn whenyou arriveon siteto signin,
and get aration card for straw/bedding, if you
need it.

If you need to borrow loaner gear, please
|letmeor 1SG Shoreknow aswell, sol canmake
sure to either bring it or have it on hand
somewhere. Wehavealot of new folksoverthe
past year, and as | mentioned before, a few
items are getting short-handed.

EVENT DETAILS:
The Park welcomes all invited unitsand their
membersto thisyear’s event. Individual reg-

Continued onPage 20...
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Prairie Grove ‘04 will wrap up what's been a
pretty good year for the Capitol Guards.
Starting on astrong foundation with the David
O. Dodd living history event, and continuing
to build on that with strong showings at both
local eventsaswell as Mansfield/Pleasant Hill
and 140th Franklin, we' ve continued to keep
astrong leve of interest and participationwhile
attracting afair number of new recruitsto the
hobby, and to our company. With a little
work and dedication, we can keep that trend
rolling into the new year.

Follow Who?

The TMVI Battalion plansto elect new field
and staff officers at the Prairie Grove event,
to serve for the next two years. Just before
the Sentinel was rady to go on the wire, |
received thefollowing list of nominations:

Nominations for Colonel:

« Toren Blanco

¢ Ricky Hunt
Nominations for Lt. Colonel:

¢ Ricky Hunt

* Gary Stephens
Nomination for Major:

*Rick Schell
Nomination for Sergeant Major:

* Preston Ware

With the exception of the nomination of
Gary Stephens (12th Louisiana) for the
lieutenant colonel slat, thisisthesameline-up
forthebattalionfield & staff sectionthat we' ve
had for the past couple of years.

The Southern soldier going into battle
required inspiration. The need to uphold the
principle of state’s rights became less
compelling to a nineteen-year-old farm boy
from Arkansas as the number of bluecoatsin
front of his Enfield rifle seemed to multiply
instead of diminish, the longer he stood and
fought. Therewerefew professional soldiers
aroundtoreassurehim, to hold himto histask.
At the onset of the war there were no career
non-commissioned officers in all the
Confederateranks.

Example and motivation had to come
fromamuch higher level andfromsomeonein
position to influencelarge numbers of men at
atimein the heat and passion of battle. This
responsibility fell tothecaptains, colonelsand
brigadiers, themenincommand of companies,
regiments and brigades. Some couldn’t meet
the demand on them for public shows of

fearlessnessand val or, and becamethefirst to
run off into the woods when the minie balls
began whizzing past. The men under their
command were usually quick to follow.

Other officersrelied onfiery eloquence,
shouting fervent appeals to manhood,
patriotism, pride, or duty, whatever would
take effect. If entreaty or the example of
personal exposure failed, and the men, for
some reason, just were not up to a fight that
day, the Confederate leaders took a different
approach. They drew their swordsand swung
them at their own men, not always using the
flat sideof theblade. |n somecases, an officer
cocked hisrevolver and heldthemuzzleagainst
theskull of afrightened manand gavehimone
last chanceto get up and moveforward. Itwas
asidetothewar thefolksat homedid not hear
of, conduct never aluded to in those windy,
flowery speeches at the dedication of the
battl efield monuments much | ater, but it went
on... and not infrequently.

What became plain was that few units
werewillingtoletanofficer gainahighreputation
asacombat |leader by riskingtheir liveswithout
endangering their own aswell.

During our yearsin the hobby, we'veall
seen a wide variety of leadership, and since
we'veall had along look at variousleadersin
the hobby in action in the field at the 140th
Franklin event, there have been a number of
shake-ups in the command structure within
thelst ConfederateDivision. Themostwidely
noted change has been the withdrawal of our
neighborsin the 1st Arkansas Battalion from
the Trans-Mississippi Brigade, based on a
completelossof faithintheleadership abilities
and common sense of the TMB commander,
John Beck. A similar moveisrumored to be
underway by an as-yet unnamed battalion in
the First Confederate Legion (Rambo’'s
Brigade). Last year saw the secession of a
battalion from each of the Mississippi Valley
Brigadeandthe 1st ConfederateL egiontoform
asmall new brigade, theHeartland Brigade, to
open up another general’ sposition within the
Division.

The 1st CS Division and it's member
brigades and battalions are undergoing a sea
changein attitudes, beginning with the work-
up for the 2004 Franklin event, andincreasing
in effort in the preparation for next year's
event at Corinth, MS. In this issue of the
Sentinel, (page 16), the Division Commander
islaying down someserioussmack withrespect
touniformandauthenticity standards. |dentical
efforts are ongoing within the Mississippi
ValleyBrigade.

Thecentrd issueinthisstormissomething
that we all claimto have, but has never really
been seriously approached or studied within
the re-enacting hobby — leadership, or the
ability to influence people and events to
accomplish a particular task, or mission. We

spend agreat deal of timetrying to polish the
physical authenticity of our impressions, but
little thought or effort seems to be given to
studyingthereal toolsof anofficer, hisphysical
skillsand force of personal preference. Both
the brigade and Division by-laws specify that
they will hold officer schools from time to
time, butin8yearsinthehobby andthe1stCS
Division, |‘ve never seen one of these done.

So, in thismonth’ sissue, in what hasn’t
been much of anewsworthy month, | threw in
what might be one of the few seriouslooks at
trying to improve the physical presence,
bearing, and performanceof our officer corps.
It's alittle lengthy (it’'s a deep subject... you
oughta see the sources references | used, this
is digtilled from my Army education), but
hopefully everyone can take something from
this essay home to use on the job, or to forge
ahead with, or to becomethenew leadersof the
hobby. It'sagood shopping list for the folks
who will carry usinto the new century.

The articles focus on leadership theory
and philosophy, a “what is’ and “how to”
approach much morethanthematerial culture
aspect of the impression, e.g. who makesthe
nicest doubl e-breasted frock coat andjust how
do you tie that dratted sash? It's wildly
different from some of the stuff we' veprinted
in the Sentinel in the past, but maybe not that
different. It sall based onmy past experiences,
both asan officer inthe Cold War and the War
onTerrorism, and afew yearsof flitting around
the hobby. Much of it comes from a paper |
had towritefor the C& GSC coursework, soit
is liberally sprinkled with leadership theory
rather than the strict 1860s interpretation.
However, that’ sonly becausethey didn’t ook
at leadership theory in the same way we do
today, the soldiers of 1861-1865 looked for
exactly the same sort of things, and successful
officers showed exactly the same traits and
principles as | list here — they just didn’t
express themselves in quite the same way.

| hope you enjoy and learn from it, if
there’ ssufficient interest inthefuture, maybe
we'll runanarticleonthematerial impression.

Sadly, thefellowswho most needtoread
this, the guys currently in command & staff
positions probably never will.

More Down the Memory Hole...
Among the city-wide clean up that Little Rock
did in preparation for the recent Clinton Li-
brary festivities and related hoo-hah in the
past week was to erase one more reminder of
thecity’ssouthern heritage. Confederate Bou-
levard, the road to Sweet Home and on to
Wrightsvilleand Pine Bluff, hashad itsname
changed, or at least itsexit sign from 1-440, to
“Springer Blvd.”

The signs on 1-440 marking Exit 1,
formerly “ ConfederateBlvd,” now read” Hwy
365 - Springer Blvd.” If you takethisexit and

ContinuedonPage 3...
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The Captal N’s Tent (continued from Page 2)
go north (toward the National Cemetery) the
signsread “ Springer Blvd <—>" asyou leave
the exit and pull onto the street. 200 yards
north of the 440 exit you cross the Union
Pacific railroad tracks (next to the Union
Rescue Mission), and there’'s another small
greensign, “ Conf. Blvd. Begins.” It' smarked
" Confederate Blvd” from the north sideof the
railroad tracks out past National and Oakland
Cemeteries, whereitmergeswith Barber Street,
just past Oakland Cemetery. Fromthe440exit
southto Sweet Home (about amileand ahalf)
it's"“ Springer Blvd.” The major change, and
most noticable to most passers-by, isthe re-
labeling of thel-440 exit signs.

Withmost of thesurvivingbig dogsof the
Democratic Party passing through the Little
Rock National Airport between November 17
and 19, | guess the city fathers didn’'t want
them to be stricken blind by a sign with the
word Confederate on it.

Confederate Boulevard, for those with a
mind for history, is so named because the
Arkansas Confederate Soldiers Home, for
indigent Confederate veterans and their
widows, was located on this road from its
inception in 1890 until it wasrel ocated to the
grounds of the Arkansas School for the Blind
in 1958.

Christmas Parties:
Therearetwo Christmaspartiescomingupin
the weeks after Prairie Grove, and you'rein-
vited to both of them.

1) The R.C. Newton Camp, Sons of
ConfederateVeterans, inLittleRock areholding
their annual Christmasgathering on December
11, 2005, at 6:00 p.m. at the First Christian
Church at 1500 Mississippi Avenuein Little
Rock. This is about 3 blocks south of the
Tanglewood Shopping Center and the
intersection of Cantrell Road and Mississippi
Avenue, on the west side of the street. There
will beapotluck supper, and Danny Honnoll,
division commander for the Arkansas SCV,
will deliver avery Christmasy messageonthe
adventures of General Jeff Thompson, the
“Swamp Fox of the Trans-Mississippi.” As
an added attraction, you just might get a

exceedingly rare sighting of the Major in full
feather.

2) Sheldon Gately will host a Christmas
get-together for membersof the 6th Arkansas,
37thlllinois, and 10th Arkansasat hisplantation
estate in way-out west Little Rock on the
following Saturday, December 18, beginningat
6:30 p.m.. Sheldon lives at 3209 Jack Man
Road, acoupleof milesout past 1-430, just of f
Colonel Glenn Road. Take[-430 from either
direction, and take the Colonel Glenn exit.
Turnwest (past theRave Theater) and proceed
for several miles, Jack Mann Road will be on
your left. Sheldon will be cooking out on the
grill andtheir will beampledrinksandfood on
the inside of the house along with some old-
fashioned 1800’ s Christmas games.

Company Annual Meeting

Theannua David O. Dodd Memorial Service
iscurrently scheduled for January 8, 2005, on
the 141st anniversary of Dodd’s execution.
At this point we're not involved in the event
planning, but it should kick off around noon,
and will go pretty much asit hasin the past.

TheCapitol Guardswill holdtheir annual
businessmeeting afterward, at 2:00p.m. at the
Pizza Hut at 9th Street and 1-30, adjacent to
MacArthur Park. It'll be a working lunch
(pizzaand sodas), andwe' Il hold electionsfor
company officers, select key events for the
comingyear, andgoover afew businessissues,
particul arly duescollection and the Company
fund (currently $15 per year per member/
family), the new Division authenticity
standardsand |oaner gear, aswell aswhatever
you guys want to bring up.

We will have a short pre-meeting on
Saturday evening at Prairie Grove, to front-
load the agenda for January and finalize our
Christmas plans.

Your most obedient servant, &c.,

Tom Ezell

Captain, Commanding Co. A, 6th Arks.

THE COMPANY
COMMANDER

(Camp Chase Gazette, August, 1991)
by Jim Pritchard

Ever wonder what it takesto command acom-
pany of Confederate infantry reenactors?

First, “ya gotta learn how to yell.” Not
your average, everyday, sissy kind of yell, but
alung-busting, tree-pedling, hog-straddlingkind
of yell, thekind of yell that would makeHelen
Keller squint. Company commanders should
not beel ected, they shouldannually berequired
tobreak window panesat 25yards, armedwith
nothing but Listerine.

Secondly, you must be able to buy a
sword. TheModel 1850 Foot Officers’ Sword
wouldseemided, butit doeshaveitsdrawbacks.
It is not as heavy as a musket, therefore you
will tend to forget to change the position of
your company’s arms (your men will gently
remind you of thisfromtimetotime). Also, it
isnot quitelong enoughtouseasacane, butjust
alittletoolongto get themud out from around
theheel plateson your brogans. Oh, and when
youaregal lantly chargingthebreastworksthat
the Y ankees always seem to be behind, the
scabbard hasan annoying habit of dlipping of f
itshook and getting tangled betweenyour legs.
The potential for disaster is terrifying.

Moving aong to the next item, the type
of vehiclethatyoudriveisextremely important.
Y ouwill becalledontonot only haul your own
gear (of whichyouawayscarry toomuch), but
alsothegear of theat least 3 other individuals
whowill beridingwithyoutoeachevent. Itis
important to note here that these individuals
will vary somewhat from event to event, but
the number will remain constant and can be
deduced using Prichard’s' Maxim on Riders:
The number of riders that the company
commander will carry to an event shall be
determined byfindingthenumber of passengers
his vehicle can comfortably carry, plus two.
My hat is off to any commander silly enough
tohavebought avehiclewithatrailer hitchon
it.

The physical needs of a company
commander arerelatively few. Y ou should be
abletogolongdistanceswithout water, asyou
will have to loan your canteen to the guy in
your company that |eft hisin camp. Thisisan
unwritten code that, unfortunately, happens
on every march. Having eyes in the back of
your headwould behel pful for thosetimesthat
youareawaitingordersthat theColonel refuses
to give until you have your back turned. Y ou
will aso find it helpful to be able to snore,
belch, and passgaslouder than anyoneelsein
your company. These skillswill prove useful
not only to prove your masculinity, but also

ContinuedonPage 18...
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Follow M el

A Look at Leadership and Living History

“The only way an officer could acquire influ-
ence over the Confederate soldiers was by
his personal conduct under fire. They hold a
man in great esteem who in action sets them
an example of contempt for danger; but they
think nothing of an officer who is not in the
habit of leading them. In fact, such a man
could not possibly retain his position... ev-
ery atom of authority has to be purchased by
a drop of your blood.”

— James A.L. Fremantle, The Fremantle
Diary, p. 127

Itiswidely recognized that leadershipinvol-
unteer organizations like the reenactment
hobby is a hit-and-miss process. It is a sub-
ject seldominvestigated or discussed serioudly,
and most references are negative and often
personal —neither characteristic being particu-
larly helpful.

Discussions of leadership, and
understandingitsfundamental principles, face
asecond obstacleintheunusua natureof living
history and reenacting — a voluntary hobby
with a structure based on a quasi-military
command structure. The time is long past
whenmost maleAmericansroutinely servedin
themilitary, and sothe opportunity to observe
areal |eader-based organization in operation
(for good or ill) is a thing of the past. Most
hobby organizationsaccept an odd mixture of
competing standards — from a corporate
organization based on group vote providing
guidanceand administrative structureto what
amountsto afacade of half-glimpsed i deas of
military leadershipand disciplinebased heavily
onfilmandtelevisioninterpretations. Most of
thesemodel s—whether John Ford/JohnWayne
cavalry westerns or contemporary television
productions like “JAG” — are distorted and
over-dramatized, or ssimply fantastic.

Concepts of Leadership in the 1860s
There was no real stab at leadership theory
during the Civil War. Ideas of behavior were
largely moral rather then what we would call
psychological. A man of character would natu-
rally be ableto lead and inspire men. In addi-
tion, the idea of developing character was
somewhat austere and burdened (in America)
by the unspoken Calvinist concept of pre-
destination —you arewhat you are, and that's
how it is.

This led to the opposite of a predictive
view of leadership. In essence, if you were
successful, it was because your character was
strong in leadership —that is, leadership was
defined asaresult more than asthe behaviors
that produced that result. Since “ gentlemen”
(which mostly described and economic and
social classstructure) weresaidto havestrong

character, the burden of leadership naturally
fell on their broad and well-nurtured (and
nourished) shoulders. Duringtheinitial phase
of mobilization, officers were granted
commissionsintheVolunteerson thebasisof
presumptivecharacter andintellect—aprocess
that continued until the war turned out to be a
great deal less romantic and adventuresome
than expected, and the price of acommission
was all too often “an arm and a leg.” The
tendency naturally turnedto promotiononthe
basis of merit rather than economic or social
status, tothegreat relief of officer and enlisted
manalike.

This presents aproblem. We can’t teach
leadership in a “period” way because the
period did not comprehend such aproject. We
haveto tread on untrampled ground, seek our
own way.

Leadership in Reenacting
Asintheactual armies, there arefour catego-
ries of rank in reenacting: noncommissioned
officers (corporals and sergeants), line offic-
ers (lieutenants and captains), field grade of -
ficers (majors, lieutenant colonels, and colo-
nels), and generals. In each case, apersonis
appointed as an officer within his particular
unit, and unlike thereal military, areenacting
officer’s authority is limited to within that
unit — reenacting officers cannot legitimately
give orders or command troops other than
within the unit where they were appointed or
elected.

Companies can band together and form
battalions; and battalions affiliate to form
brigades, which creates additional positions
for field and staff officersand NCOs. When
one holds membership or a position in these
sortsof organizations, hemay haveahigher (or
lower) rank in each.

Rank is earned within your “home’

company, typically by experience, merit, and
the respect of your peersin that unit. If you
seek office at battalion, brigade, or division
level, the samerulesapply —simply going out
and buying a uniform and a set of shoulder

2 straps doesn't give you the privilegeto serve

asan officer inany living history unit. Under

% Mmost circumstances, officers of one battalion

or brigade may not give ordersdirectly to the
men of another battalion or brigade — orders
must be passed through that battalion’s or
company’s chain of command as established
by the organization of theevent. Thissimple
rulepreventsconfusion of ordersand counter-
orders; it also preventssel f-appointed of ficers
withnoknowledgeor experiencefrommessing
up an event by showing up, taking over, and
doing something stupid. This is especialy
commonintheConfederateranks, whereSCV
officialsor theinfamousself-appointed cavalry
officers try to look handsome and dashing
whilewavingaswordaroundandgivingorders
from horseback to any nearby infantry unit.

One last thing: Becoming an officer in
reenactment events or living history doesn’t
makeyoua“rea” officer. Thisbecameacute
issue a couple of years ago when an Eastern
reenactmentwasheld onthemaneuver training
area at Fort Pickett, Virginia, an active duty
Army post. One of the reenactors called
several offices of the post headquarters
identifying himself as“General ___ " of such-
and-such abrigade, only to confuse the event
host and find out, rather rudely when he
showed up, that there’ sabig differenceinthe
deference shown to reenacting generals and
“real” generals. Don'tlett gotoyour head; the
stripesonyour sleeveor barsonyour shoulder
don’t give you aright to push folks around.
Anyone who forgets this and tries to give
inappropriate orders or push the limits of his
authority is likely to be either laughed at or
otherwise surprised at the response of his
troops.

Re-enacting Leader Styles

Choiceof leadershipinreenacting followsone
of threemodelsvery similar to thethree types
of leadership listed above: authoritarian, mo-
tivational, and inspirational.

Thefirst styleof living history leadership
is often called the “Eternal Colonel” system.
Someyears ago, Captain Bighooty started up
aunit to participatein local reenactmentsand
other historical events, and because hestarted
theunit, well then, he' sthebossandtheofficer.
Beginningwiththe 125" Civil War anniversary
events in the late 1980s, trends shifted from
small independent companies to forming
reenacting battalions, so it was necessary to
ContinuedonPage5...
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Follow Me! (Continued from Page 4)

start groupingtogether with other like-minded
unitsto participatein events. Asalliancesare
formed with other units, Captain Bigbooty,
since he’ sbeen at this game longer than most
others, becomes Colonel Bigbooty and then
General Bigbooty, and thusamajor player and
driver inthehobby who never goestoanevent
saveasanofficer, preferably onewherehe’ sin
command. After awhile, he’ slikean el ephant
—ittakesahell of alottofeedand carefor him,
noonereally thinksabout challenging him, but
they don't quite know what to do with him,
either.

Thesecond sourceof reenactingleadership
follows the practice used by most reenacting
units, where officers and noncommissioned
officersareroutinely elected by popular vote
of the members of the unit from within their
ranks. Thismethod allowsthe officer to have
thepopular support of atleastamajority of the
rank and file, and allows the unit to establish
and enforce at least minima qualification
standardsfor knowledgeandexperience. Terms
of officeand/or term limitsensurethat there's
an incentive for positive performance aswell
as a means for ambitious young fellows to
work their way up through the ranks, gaining
experienceandensuringadegreeof appreciation
for the musket-toting private. This method
sometimesgeneratesabit of politicking asthe
officersseektowinor retainvotes, butit’' salso
avery “period” experience, at least for those
who served in the first year of the War.

In the third method of selecting unit
officers, I’ ve come to appreciate the system
theArmy of thePecificfostered, andwhichthe
Western | ndependent Grays have adopted: on
an event by event basis, the commanding
officer picksmen to be company captains; the
company captain picks his NCOs, with the
Colonel’ sblessings; the Captainsthen recruit
the rank and file from various units, messes,
andindividuals.

 The battalion commander gets
menwith good reputationsand with
whom he can work.

e The company captain knows
he has the trust of the battalion
commander. He can pick hisNCOs
and get men that will do the job, do
thework, and havegood standingin
the community.

» Therank and filecan pick their
captain. They can contact whomever
they wish to march under.

Unless the companies are greatly
mismatched in numbers, this arrangement is
used for most of the authentic or “hardcore”
events in the hobby. If one company dwarfs
the others, there may need to be some shifting
by the battalion commander.

Leadership Styles

Leadersin any environment, be it the “real”
military or our fuzzy reflection of that soci-
ety, have three powers to get people to do
things they otherwise might not.

The first power isAUTHORITY: “Do
this, or I'll make you walk funny.” As the
centurion told Jesus, “... | am a man under
authority, having soldiersunder me: and| say
tothisman, Go, and hegoeth; and to another,
Come, and he cometh; and to my servant, Do
this, and hedoethit.” (Matthew 8:9, KJV) In
thereenacting hobby, wedon’t havethispower
— as a reenacting commander at any level,
nobody has the authority of the Articles of
War nor the UCMJ behind you. Reenacting
leaders who try to use this technique are
humored only totheextent that their followers
arewilling to follow them, and when there’s
disagreement, things begin to split up like
Helena Handbasket very quickly unless that
leader isvery effectiveintheother two powers.
Used aone, thiswon’t get you anywhere in
this hobby, or many others. When you spend
twenty bucks on a pair of shoulder straps
down at the sutlers, AUTHORITY ain't
included inthesale.

The second power is MOTIVATION:
“Dothis,and!’ll rewardyou.” Thisistypicaly
what we seein living history and reenacting.
Reenactors follow their leader because they
expect to have a good time, because they're
looking to recreate a particular experience, to
seeor try something new, or becausethey want
to bewith their buddies. It'sthe carrot of the
“carrot and stick” method of |eadership, and
remember fromthe paragraph abovethat your
“stick” ain’t any morethanaswitch. Remove
the carrot, and there’ snot much for anyoneto
follow, isthere?

The third power is INSPIRATION:
“Follow mel” is the motto of the Army’s
Infantry School, and there is really no more
terse (and little better) summation of what a
leader in this hobby, or anywhere el se, needs
tobe. It'safar more effective way to inspire
good performance than “Do as | say.” If you
expect your soldiers to do something, be
prepared to do it yourself — and do it aswell
asyouexpectyour soldierstodoit— or better!

“Be, Know, and Do!” isthe standard of
leadershipif you' rewearingauniform, whether
it's camouflage, blue, or gray. Thereis no
technique of leadership more powerful than
thisone. Itistheabsol uteessenceof |eadership,
inthereal armed forces, or inthishobby. The
Bible has a model for this when it tells of
Gideon’ sraid on the camp of the Midianites:
“And he said unto them, Look on me, and do
likewise; and behold, when | come to the
outside of the camp, it shall bethat, as| do, so
shall yedo.” (Judges, 7:17, KJV)

Reenacting Leadership: A “How To”
Approach

Leadership is influencing people—by pro-
viding purpose, direction, and motivation—
while operating to accomplish atask (or set
of tasks) and improvethe organization. Influ-
encing means getting other peopleto do what
you want them to do. It is the means or
method to achieve two ends: operating and
improving. But there’smoreto influencing than
simply passing along orders. The exampleyou
setisjust asimportant asthewordsyou speak.
And you set an example—good or bad—with
every action you take and word you utter, on
or off duty. Through your wordsand example,
you must communicate purpose, direction,
and motivation.

Purpose gives people a reason to do
things. Thisdoesnot meanthat asaleader you
must explainevery decisiontothesatisfaction
of your subordinates. It does mean you must
earntheirtrust: they mustknow fromexperience
that you care about them and would not ask
themto do something—particularly something
dangerous—unless there was a good reason,
unless the task was essential to mission
accomplishment.

Foranexample, let’ sconsider anexample
from the active army, in this particular case a
battalion maintenance section. Its motor
sergeant always takes the time—and has the
patience—to explaintothemechanicswhat is
required of them. Nothing fancy; the motor
sergeant usually just callsthem together for a
few minutestotalk about theworkl oad andthe
time crunch. The soldiers may get tired of
hearing “And, of course, unless we get the
work finished, this unit doesn't roll and the
mission doesn’t get done,” but they know it’s
true. And every time he passes information
thisway, the motor sergeant sendsthissignal
to the soldiers: that he cares about their time
and work and what they think, that they are
members of a team, not cogs in the “ green
machine.”

Then one day the unit is alerted for an
emergency deployment. Thingsarehappening
at breakneck speed; thereisno timeto pause,
and everything and everyone is under stress.
The motor sergeant cannot stop to explain
things, pat peopleontheback, or talk themup.
But the soldiers will work themselves to
exhaustion, if need be, because the motor
sergeant hasearnedtheir trust. They know and
appreciate their leader’s normal way of
operating, andthey will assumethereisagood
reasontheleader isdoingthingsdifferently this
time. And should the deployment lead to a
combat mission, thetesmwill bebetter prepared
to accomplish their mission under fire. Trust
is abasic bond of leadership, and it must be
developed over time.
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People want direction. They want to be
given challenging tasks, training in how to
accomplishthem, and theresourcesnecessary
todothemwell. Thenthey wanttobeleftalone
to do the job.

When providing direction, you
communicate the way you want the mission
accomplished. You prioritize tasks, assign
responsibility for completingthem (delegating
authority when necessary), and make sure
your people understand the standard. In short,
you figure out how to get the work done right
with the available people, time, and other
resources; then you communicate that
information to your subordinates: “We'll do
thesethingsfirst. Y ou people work here; you
people work there.” As you think the job
through, you can better aim your effort and
resources at the right targets.

M otivation gives subordinates the will
to do everything they can to accomplish a
mission. It resultsintheir acting on their own
initiativewhenthey seesomething needstobe
done.

To motivate your people, give them
missions that challenge them. After all, they
did not join the unit to be bored. Get to know
your people and their capabilities; that way
youcantell just how far topusheachone. Give
themasmuchresponsi bility asthey canhandle;
thenletthem dothework without looking over
their shoulders and nagging them. When they
succeed, praise them. When they fall short,
givethem credit for what they have done and
coachor counsel themonhow to do better next
time.

People who are trained this way will
accomplish the mission, even when no oneis
watching. They will work harder than they
thought they could. And when their |eader
noticesand givesthem credit (with something
more than the offhand comment “good job”),
they will be ready to take on even more next
time.

Why Soldiers Do What They Do

To be an effective leader, you need a funda-
mental understanding of what makes your
followership tick: What they’re looking for,
and how to take advantage of their skillsand
will.

Inbattle, whensoldiersdie—andinbattle,
some must —they cannot be managed to their
deaths. They must beled there. Y oumanage
machinesand programsand budgets. Y oulead
men. Managers don't take these battlefield
risks. Leadersdo. Managerswork withthings
and numbers. Leaderswork with people and
fedlings.

“Command,” atany level, will alwaysbe
some mix of leadership and management. At
thegenerals levd,it’ sway moremanagement,
atthecaptains' level, it’ sdirectleadership. For
majors and colonels, it's a touchy balance

somewhere in between.

Theartillery shifts, andsmall-armscrack,
and men tremble, and the company tensesfor
the final assault up the hill. You give the
signadl.., and they go. Why is it that John E.
Rebb, soldier, C.S. Army, obeysyour order?
Leadership, or followership?Neither. It’ sboth.
Listen...

John E. Rebb assaultsupintothiskill-or-
diesituation because:

« Hisbuddiesarecountingonhim
to do hisjob.

 He thinks his buddies will call
him acoward if he doesn’t attack.

* He has learned that his leader
knows the right thing to do.

» Hewantsto please his leader.

 He believes he will be court-
martialed if he doesn’t attack.

*Hethinkshewill beleft aloneif
he doesn't attack.

* He believes that following
ordersisthe right thing to do.

*Hebelieveshewill berewarded
for attacking.

* Hebelievesthat attackingisless
dangerous than not attacking.

*Hebelieveshewill fee guilty if
he doesn't attack.

» Hewantstoprovehismanhood,
his courage, his competence, or his
worth asasoldier.

* He hates the enemy.

*He enjoys the excitement and
thrill of combat.

« Following orders has become
automeatic, a habit.

Rebb attacks for any, or al, or some
combination of theabovereasons, or for some
otherreasonsnotlisted. If youhadtheexpertise
and theright psychological model, you might
somehow figure out the “why” for Rebb, but
next to him there's Johnson and Allen and
Brown. They gotoo, and eachfor somedifferent
pattern of reasons which neither you nor they
will ever know—but they go. They gobecause
at that critical moment intime, wheneachwill
wrestlebriefly with the decision of whether to
attack or hide, attacking is their best choice.
You, asthe leader, first out, first up, and out
front show them that thisis so. And so they
go. They follow you. You lead. And that’s
your TASK.

Building Confidence Within your Unit
Under the demands and stress of battlefield
conditions such as those just described, what
is it that enables soldiers and small units to
fight and win? Whatever it is becomes the
overall STANDARD that you, asasmall-unit
|leader, must strive for. That overall standard
can be expressed in one word—CONFI-
DENCE.

Confidence iswhat comes as a result of

leaders like you building skill, will, and
teamwork. You can’t order a soldier to be
confident. Confidence comesfrominsidethe
soldier and the unit. You can keep telling
soldiers, “We'rethe best!” but just words by
themselves won't work. People know. And
they know by what they see and feel.

From a big picture standpoint, then, the
STANDARD youmust shoot forissomething
that must exist inside your soldiers and your
unit. Inplainterms, that standardisasfollows:

The simple, sure knowledge that each
soldier and every crewishighlytrained, and
thattheyall belongtoasolid, firm, competent,
well-trainedoutfitthat knowswhereit’ sgoing
and what it has to do.

What thisshouldtell you, then, isthat the
true measure of how good you areasasmall-
unit leader liesnot in you, or inyour superior,
but in the soldiers of your unit— in your
followers. Whenall your soldiersscorehighin
each of thefollowing “ confidencetests,” then
your leadershipisupto standards. High scores
win on the battlefield.

« Confidencein their own ability

« Confidence in the ability of
other soldiersinthesquad, company,
and battalion.

« Confidence in their weapons
and equipment.

« Confidenceinyour leadership.

All four of these measuresof confidence
arethe“business’ of leadership. Thelast one,
however, isthe one that you, personally, can
domost about. Soldiers' confidenceinyou as
aleader depends on how well you can meet
their expectations. Bothresearchandexperience
spell out clearly and simply the things that
soldiers expect of their LEADER:

* Heknows hisjab like a pro.

*Heknowsagreat deal aboutthe
jobsof hissoldiers.

*Hekeepshissoldiersinformed
aboutwhat’ shappeningandwhat’'s
going to happen.

¢ He keeps the efforts of his
soldiersorganized.

*Heknowshissoldiersandtakes
careof their needs.

* Heshareswith hissoldiersall
the hardshipsandrisks.

*Herewardsoutstandingsoldiers
and takes action against trouble-
makers.

“Yeah, that’s me!” you might say. But
Army studieshavecontinually found that self-
delusion about one’ sleadership effectiveness
iscommonplace. Your peers, superiors, and
subordinates often see an officer quite
differently fromhow that officer viewshimself.
L eadership does not speak of something that
happens to, or occurs within the leader; it
speaks to what happensto or occurs within a
group of followers.
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THE PRINCIPLES OF LEADERSHIP
Some of the uniqueness of Army leadershipis
expressed in our Army’stime-honored “ Prin-
ciplesof Leadership.” Yearsago, at atimeand
place unknown, agroup of experienced Army
leaders sat down, thought out, and wrote up
The Principlesof Leadership. They have been
a central factor of Army leadership in war,
and in peace. These principles sum up, better
than anything else, what our Army haslearned
from over two hundred years of experience.
Virtually al theresearch findingsand models
of scientific research support one or more of
these principles. It is here that the wisdom of
leadership experience and thefindings of lead-
ership research are mutually supporting.

Just likethefamous* Principlesof War,”
thePrinciplesof Leadershiparebasicguidelines
for what Army leaders should do. They do not
spell out the details of how to lead, which we
will begintodevelopinthenext chapter. These
principles are simple, straightforward, and
extremely important. They apply at al levels
of Army leadership, top to bottom. Generals
and sergeants. Y oushouldreadthem carefully,
understandtheir meaning, thenmemorizethem.
A thousand times, they’ll be there to bail you
out when you're not sure what to do in the
tough tasks of leading soldiers. Y ou will also
findthat they track closely withtheleadership
research discussed up above, wherewespelled
out the six things your soldiers expect of you
asaleader. Learn these principleswell:

1. KNOW YOURSELF AND SEEK
SELF-IMPROVEMENT. Look at good
leaders around you, then look at yourself —
honestly. Ask yourself: What could | dobetter?
Set aside time to watch others, to study good
leading and learn how to turn your own
weaknessesinto strengths. If you really want
to know about yourself, ask another |eader
whoisthe samegrade and who seesyou work
asaleader.

2. BE TECHNICALLY AND
TACTICALLYPROFICIENT.Learnevery-
thing you can about how to do your job well.
Study weapons, gunnery, maintenance, and
tactics until you’ re an expert—and your sol-
diersturn to you for advice and guidance.

3. SEEK RESPONSIBILITY AND
TAKE RESPONSIBILITY FOR YOUR
ACTIONS. When something needstobedone,
don’twait until you'retoldtodoit. Doit now!
Intaking responsibility, there’ saspecia way:
When performanceisbad, takeresponsibility
and hang onto it; when performance is good,
take the credit but passit on quickly to your
soldiers.

4. MAKE SOUND AND TIMELY
DECI SIONS. When you haveto act in order
to get the mission accomplished, spend all
available time considering your alternatives.
But, when your decision hasto bemade, make
it! A good decisionmadenow isfar better than

the best decision made too late.

5. SET THE EXAMPLE. “ Follow me
anddoas| do” Isafar moreeffectiveway to
inspire good performancethan “Do as| say.”
If youexpect your soldierstodo something, be
prepared to do it yourself — and do it aswell
as you expect your soldiersto do it. Thereis
notechniqueof |eadershipmorepowerful than
thisone. Itistheabsol uteessenceof |eadership,
inwar or peace.

6. KNOW YOUR SOLDIERS AND
LOOK OUT FOR THEIRWELFARE. You
shouldknow far moreabout your soldiersthan
their shoe size and hat size. Y ou must know
what’'s inside them — what makes them do
things, what makes them not do things, what
turnsthemonand off, andwhat their needsare.
Show that you care about them by meeting
their needswhenever possible. Consider them
asmen — with problems, hopes, and feelings
— just like you.

7. KEEP YOUR SOLDIERS
INFORMED. Make sure that your soldiers
understand theimportance of what you expect
them to do in terms of the overall mission of
your unit. If youkeeptheminformedwhenever
you havethetime, they’ |l trust youand not ask
“Why?" incritical situationswhenyouclearly
don’t have time for explanations.

8. DEVELOP A SENSE OF
RESPONSIBILITY IN YOUR SUBORDI-
NATES. Whenyour soldiershavedemonstrated
theskill and will necessary todo ajob, thenlet
them do it. But make sure they understand
that, along with authority to do the job, they
must accept theresponsibility toyoutoget the
jobdoneright. Giveresponsibility inlinewith
ability and potential. Stretch out each soldier,
alittlemoreeach time.

9. ENSURE THAT THE TASK IS
UNDERSTOOD, SUPERVISED, AND
ACCOMPLISHED. Consider each soldier’'s
skill and will to perform atask beforeyoutell
himtodoit. Explainthetask tohiminthedetail
necessary to ensure hisunderstanding. “ Task,
Conditions, and Standards’ is a clean way to
do this. Check his performance from time to
time to ensure two things: that he knows
you're available to ASSIST him (when
necessary), and that heknowsyou INSIST on
good performance.

10. TRAIN YOUR SOLDIERS AS A
TEAM. Make sure that your soldiers have an
opportunity to gain confidence in their own
abilities and In the abilities of others on their
team Most importantly, make sure that each
soldier understandshow hisown performance
affectsother soldiersaround him. If you’ vegot
a piece of the chain of command under you,
think al so about tesmwork amongthelevel sof
leadership In the chain.

11. EMPLOY YOUR UNIT IN
ACCORDANCE WITH ITS
CAPABILITIES. Know what your soldiers
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arerequiredtodoasaunit, and know what they
cando. Makesurethat thelevel of performance
you expect of them isnot too far beyond their
capabilities. Likewise, make sure that the
requiredlevel of performanceischallengingto
your soldiers. If it's too easy, you're not
stretching them out.

If you think about your own experiences
andtheexperiencesof others, youhaveseenall
of theseprinciplesat work. L eaderswho view
these principles as the bedrock of their
leadershipwill buildeffectiveunits—composed
of soldierswithskill andwill whowork together
as ateam to accomplish the mission.

Continuing Education...

Next, read. About the good leaders in times
past. Learn how these leaders are described
by writers who watched and studied them in
detail. Within our period, some good hames
to start with arethoselike Patrick R. Cleburne,
William J. Hardee, Ulysses Grant, and Joshua
Chamberlain. Itdoesn’t hurt to look at some
names like Gideon Pillow, Earl Van Dorn,
Braxton Bragg, or George McClellan to see
how and why these men failed, and draw
lessons from that, too.

Whatyou' Il findisthat thesol diersinthe
ranksand theauthorsinthebooksdescribethe
good leadersinthesameterms. Samedescrip-
tors. Same characteristics. Same traits. And
when you put it al together, what you get is
apictureof anideal leader. It savaluableand
useful picturebecauseit comesfrommenwho
havestudiedgood|eaderscarefully andclosdly,
and becauseit also comesfromfollower swho
havebeen onthereceivingend of what itisthat
good leadersdo.

So intrying to learn what leadership is,
spend some time studying the traits of good
leaders. Y ou may not have them all yourself.
And even if you did, that wouldn’t guarantee
you would be a good leader. But what these
traitsdoisgiveyouasummary pictureof what
people— mostly followersof al ranks—think
agood leader should be. Writers wrote about
them, but they camemaostly fromfollowers—
followers of all ranks, talking about the best
leaders they had ever known. In war, and in
peace. On the battlefield, and down in the
motor pool.

The Traits of a Leader

Now, if you memorized those Principles of
Leadership, think back to the very first prin-
ciple. The leadership traits, which are listed
and explained below, will give you the best
possible tool for putting that first principle
to work.

There are sixteen leadership traits that
you should focus on when you put that first
principle to work. Remember, however, that
the way you see yourself may not be the way
your soldiers actually see you. As you read

ContinuedonPage8...
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through the self-evaluation checklist for each
of the traits, be honest with yourself—try to
stand back and seeyourself asyour soldierssee
you.

1. PERSONAL COURAGE, demonst-
rated by

« Takingrisks—onthebattlefield
inwar, and with your bossin peace.

e Acting camly and firmly in
stressful situations.

« Standing up for what is right,
regardlessof what othersmay think.

« Accepting persona respons-
ibility for your mistakes, and for
your orders—not blaming
unpleasant orders on “they.”

« Makingfull-boreeffortstoward
mission accomplishment, even in
the face of major obstacles and
problems.

« Making on-the-spot corrections
of soldiers who need correcting.
Anywhere.

2. BEARING, demonstrated by

¢ Setting and maintaining high
standards of appearance.

« Avoiding use of excessive
profanity.

e Controlling your voice and
gesturessothat extremesof emotion
don’t show in your actions, except
at the times you carefully choose.

3. DECISIVENESS, demonstrated by

« Studying your alternativesand
carefully selecting thebest courseof
action—when time permits.

« Pickingalternativesandmaking
decisions quickly when there is no
time for careful study.

pected of them—in terms they can
understand and accept.

» Encouraging your soldiers to
taketheinitiativeto overcomeobsta-
clesto performance.

7.HUMILITY, demonstrated by

« Ensuring your soldiersreceive
the credit due them when they per-
formwell.

» Emphasizing to your soldiers
how important they are to the unit.

e Describing your unit’s
performance in terms of “what we
did,” instead of “what | did.”

8. HUMOR, demonstrated by

 Having fun doing your job.

« Joking when the going gets
tough.

9. INITIATIVE, demonstrated by

e Taking action in situations
wheresomething must bedone, even
in the absence of direction from a
superior.

 Looking for and figuring out
better ways to do things.

« Planning ahead.

10. INTEGRITY, demonstrated by

* Telling the truth, to both your
superiors and your soldiers.

« Using your power to work for
missionaccomplishment or for your
sol diers—not for your own personal
or private gain.

 Encouraging honest and open
communication in your unit.

11. JUDGMENT, demonstrated by
 Closely
considering a
range of

by

all sidesof anissuebeforemaking a
decision that affects your soldiers.
13. KNOWLEDGE, demonstrated by

*Makingsoundtactical decisions.

« Performing administrativeand
technical dutieswell.

* Recognizing and correcting
inadequate performance of your
soldiers.

« Showingyour soldiersyourself
how they should perform their
duties.

14. TACT, demonstrated by

» Speaking to others (superiors
and subordinates) with the same
kind of respect that you expect
yourself.

15. LOYALTY, demonstrated by

* Passing onand carrying out the
tough orders of superiors without
expressing personal criticism.

 Defendingyour soldiersagainst
unfair treatment from outside or
above.

* Discussing problems in your
unitandtheproblemsof your soldiers
only withthoseindividualswho can
help solve the problems.

16. SELFLESSNESS, demonstrated

* Ensuring that the needs of your
soldiers are met before attending to
your own needs.

* Sharing hardship, danger, and
discomfort with your soldiers.

* Takingevery actionpossibleto
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provide for the welfare of your
soldiers.

The responsibility for developing your
leadership abilities rests squarely on your
shouldersGood leadersare” made”—through
hardwork, intensestudy, relentlessdedication
and determination and awillingnesstotry out
new skills and techniques as you grow and
develop— and they are certainly not not born
thatway. Becomingagood |eader requiresthat
you accept the simple fact that soldiers don’'t
follow just stripes, bars, or stars — soldiers
follow good |eader swhowear stripes, bars, or
stars.

Asonesoldiertoldmealongtimeago, “ It
may seem arrogant and egotistical, but it’ sthe
damned truth—if you are not asuperior being
relative to your soldiers, then they are not
going to die for you. When | say ‘superior
being,’ | mean, you' vegottohaveitonthewall.
Y ou have not experienced combat. Y ou have
not experienced peoplewhoarecold, tired, and
hungry... people who are scared out of their
wits. And when that happens, they will look
toyou—" Lieutenant, dosomething!” Sodonot
forget, you must be that superior being.”

When the chips are down, your soldiers
will look at you as aperson. They’'ll look at
yourightthroughyourinsigniaor your uniform
—to your skill, and to your will, and straight
throughtoyour heart and mind. They’Il judge
you based on a set of standards that 1ooks
pretty much like thesetraitswe' ve discussed.
All that in afraction of asecond. And then—
if you measureup pretty well —they’ |l takethe
risk.

BY NOW, YOU should have a pretty
good idea of what |eadershipisabout, at least
asfar aswordscantell you. Y ou have aset of
principleswhich,if you' Il justflat-out memorize
them, will always be there to give you good
guidancewhen you get confused, or whenthe
going getstough. Andlastly, you haveaset of
traits, or descriptors, aset of standards, based
on the expectations and needs of those who
must follow you when you lead. All of this
“big picture” is still a part of what military
leadershipis.

Inthenext step, we' |l look at someof the
specificsof how to lead at the unit level Like
the basic leadership principles we discussed
over on the other pages, the content of these
specificsisacombination of two things—the
wisdom of leadership experience and the
findingsof scientificresearch—boileddownto
basicsand put in plain words. Learnin detail
what's in here. Then use the checklists,
guidelines, and techniques—they’ ve al been
triedout, andthey all work. Whenyou' vedone
that, thenyou'’ [l know what leadershipis, and
how itworksat squad, company, and battalion
level. And that’s better than any person can
writein any definition.

How to Do the Right Thing

3 Important Tools for the Leader

In the next step, we'll look at some of the
specifics of how to lead at the unit level, and
giveyou threekey toolsfor direct and organi-
zational leadership. Likethebasicleadership
principles we discussed over on the other
pages, the content of these specificsisacom-
bination of two things — the wisdom of lead-
ership experience and the findings of scien-
tific research —boiled down to basics and put
inplainwords. Learnindetail what'sin here.
Then use the checklists, guidelines, and tech-
nigues — they’ ve al been tried out, and they
al work. Whenyou’' vedonethat, thenyou'll
know what leadership is, and how it works at
squad, company, and battalion level. And
that’s better than any person can writein any
definition.

In trying to sort out “what to do as a
leader,” whether you're taking on a specific
requirement from your own boss, or thinking
about theoverall task of small unit leadership,
thereisabasi c pieceof |eadership philosophy.
This philosophy says, first, that you should
try to do thingsright —in accordance with the
established standardsor procedures. Butwait,
there’s more!  Almost anyone, with enough
supervision, can follow a written-out step-
by-step procedure Y our soldiers do it every
day with the manual for the School of the
Soldier. Your challengeasaleaderisnot only
to dothingsright, but moreimportantly, to do
theright things.

So how do you figure out which are the
right things to do? Tough. But there is a
“golden rule,” a start point to which you can
awaysgoback. A thousand times, whenyou
havesomeleeway todecidewhattodo, tohelp
yousort out theright thingsfromamongall the
possiblealternatives, competing demands, and
shifting priorities. A noted author has noted
that the U.S. Army does so well in the chaos
of war because it practices chaos every duty
day. Here’' show they work through the mess:

Onthebattlefield, aswell asback at home
station, there' s a specific way that things are
made to happen. It's step-by-step procedure
that welearned thehard way threeor four wars
ago. It works. Itwins. Itisabasicin the
businessof knowingwhat todo, whentodoit,
and gettingit done. Therearescientific names
for this procedure, but the Army callsit THE
TROOP-LEADING PROCESS.

1. RECEIVETHE MISSION.
(Get the orders for what the unit is
goingtodo.)

2. ISSUE THE WARNING
ORDER. (Alert subordinates so
they can start getting ready.)

3. MAKE A TENTATIVE
PLAN. (Figure out a general,
“ballpark” plan.)
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4. INITIATE NECESSARY
MOVEMENT. (Start troops
movingtowardwheretheactionwill
be.)

5.RECONNOITER. (Makean
on-the-ground study of where the
action will take place.)

6. COMPLETE THE PLAN.
(Adjust the “ballpark” plan and fill
in the details.)

7. ISSUE ORDERS.
(Communicate the plan to
subordinates and check for
understanding.)

8.SUPERVISEAND REFINE.
(Keepcheckingonhowtheactionis
going, andkeepmakingadjustments.)

If you' reagood small-unitleader, you' ve
got thiswith you right now, onasmall cardin
your wallet or notebook. If you're among the
best small leaders, you don’ t need thiswritten
down. It is more than something you have
merely learned. Itis, if you' reamong thebest,
an instinct.

Some leaders think this troop-leading
process is a guide for “what to do ‘in afield
exercise, or when the unit fights.” No! This
processwill work all thetime—onthebattlefield
taking an objective or back at home getting
ready for the next event. Y ou might have to
changeafew words hereand there. But thisis
the basic process by which the leadership of
the unit getstheright things done. Big things,
and little things.

Let’ sgoback now andlook very carefully
at some of the steps in that basic process.
Thereare, inseveral of thosesteps, somemore
specific how-to’s for determining “what to
do.”

Two of the steps of THE TROOP-
LEADING PROCESSflat-out requireyou to
know how to plan. How do you do that in the
best, easiest, and quickest way? You use
another basic step-by-step process that
becomes, among the best eaders, an instinct.
It, too, hasbeen around along time becauseit
works, andwins. Itisahow-tofor theplanning
required in THE TROOP-LEADING
PROCESS. Formally, we call it THE
ESTIMATEOF THESITUATION.

e MISSION (What we must
accomplish)

* SITUATION (What's going
on around us)

* COURSES OF ACTION
(Ways to accomplish the Mission)

« AN ANALYSIS OF
COURSES OF ACTION (How
the “ways” might work in
comparison to one another )

« COMPARISON OF
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COURSES OF ACTION (Which
ways are better?)

*DECISIONAND CONCEPT
OF OPERATION (Howtoexecute
the chosen way)

And this basic process, too, will work
anywhere. On the battlefield, it will tell you
how to plan for the patrolsthat will sense out
theweak and unprotected placesin an enemy
unit. In peacetime, it will tell you how to plan
for the best way to support multiple
reguirements or coordinate members coming
from all over the state at differing times. The
ESTIMATE walks you through the best
possible planning process—the one which is
most likely to lead to your choosing the right
things to do. When the ESTIMATE is an
instinct, thewholething and all the parts may
take only afew seconds.

Next, go back and look at Step 7 of THE
TROOP-LEADING PROCESS—where it
says| SSUE ORDERS. Therearetwothingsto
know about this particular step. Firgt, thisis
the precise point where the nerves of the
nervoussystem arehookedto each other. This
isthetrack of the chain of command. Thisis
where the leadership of the unit is linked
together. WhentheCol onel reacheshisseventh
step in THE TROOPLEADING PROCESS,
the captains and lieutenants then have the
information they need to begintheir first step.

And when the captains complete their
planning and reach the seventh step, the
sergeants can begin the processthat leadsthe
soldiers—moves the muscles. And there's
also atime crunch — aleader hasto give his
subordinates sufficient timeto work out their
part or the problem or plan. Y ou should use
no morethan onethird of theavailabletimeto
make at least your tentative plan, and pass
sufficient information do the line to your
subordinates so they can begin their troop-
leading steps. This principleisknown asthe
“one-thirds/two-thirds rule,” and is a key
principle in the troop-leading process at all
levels.

All this might appear to be a time-
consuming process. First time out, it is. But
whenall thelevelsof theleadershipintheunit
usethissame process, and whenthey haverun
a hundred missions together, “teamwork”
begins to develop. Procedures that had to be
thought through and worked out before now
become SOP. Automatic. Andwhat iswritten
downinthenotebooksand onthewallet cards
of the leadership beginsto become ingtinct.

Thesecondthingabout ISSUEORDERS
is how to do it. Go back in THE TROOP-
LEADING PROCESS to where you were
trying to get started with your planning. How
goodyour planningisdependsheavily onhow
goodtheinformationwaswhenthenext higher
level issued orders to you. Too little
information, and your planningisincompl ete.

Too much information, and you have trouble
separating the“ need to know” fromthe*“nice
to know.” When you do get it separated out,
you've used precious time needed by the
|leadersandthesol diersbel ow you. Andfinally,
if yougot thewronginformation, your planning
may well lead to doing the wrong things.

By studying thebattlesof history andthe
resultsof scientificresearch, leadershavel earned
that thispassing of ordersfromonelevel tothe
next is the most critical of all the processes
performed by the leadership of the unit. For
thisreason, thereisaspecificformat forissuing
orders down through the levels. It dovetails
with THE TROOP-LEADING PROCESS
and THE ESTIMATE OF THE
SITUATION. This format is designed to
providetheessential and accurateinformation
that a subordinate leader needs to start his
troop-leading process. Our Army callsit THE
FIVE-PARAGRAPH FIELD ORDER.Like
the other two, it is a basic in the process of
determining what to do and getting it done.

1) SITUATION (What' sgoing
on)

2) MISSION (What we haveto
do)

3) EXECUTION (How we're
goingtodoit)

4) SERVICE SUPPORT

(Supply, maintenance, ammo, €tc.)

5) COMMANDAND SIGNAL
(Command post and Communi-
cations arrangements)

Y ou haveheard of all three of thesebasic
procedures before, at wherever it was you
werefirsttrainedtobealeader. If you chalked
themupassomespecial “whattodo’s’ for use
infieldexercises, youmissedtheboat. Each of
thesethreetime-provenandbattle-testedbasics
is designed carefully to ensure the smoothest
possible functioning of the nervous system
when the unit doesitsthing on the battlefield.
Each of thesethreebasi c proceduresisdesigned
specifically to support the other two. All have
the same al-important word in common:
MISSION.

And, becausethesethreeprocedureswere
designed to get the right thing done under the
toughest conditionsimaginable, they canhandle
any peacetime mission or task.

Today, adapt thesebasicsalittletofitthe
missions and tasks you have right now, then
use them and continue to use them until they
becomeingtinct. You'll doafar better jobasa
leader in figuring out what to do—and getting
it done. Guaranteed—by the wisdom of
|eadershipexperienceandthefactsof |eadership
research—to get moreof theright thingsdone
and to cut down on the chances of wasting the
effort, energy, time, and lives of subordinates
and soldiers.
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THE CHAIN OF COMMAND

You are going to learn some things about the
chain of command right now that you never
knew before. You already know that it lays
out very clearly thelineof legal authority from
the President right down to you. It spells out
who has authority to issue ordersto whom. It
identifiesfor anyone, at any level, whois*in
charge.” Moreimportant, it al so identifieswho
is responsible for getting tasks done and for
taking care of those who do them. A chain of
command is an absolute essential for getting
done, in an organized way, any task that re-
quires the effort of more than one person.
That is aflat-out fact. What this should tell
you, as aleader, is that here—in this discus-
sion of the chain of command and how it
works—is another basic.

For now, never mindthelinksof thechain
that run up through those upper levels of
leadership and on up to the President. Think
aboutthelinksinthebattalion. Wehavecalled
this the leadership of the unit: the colonel,
captains, sergeants. The leadership is the
nervous system, or the channel of
communication that coordinatesand controls,
the thing that puts together skill, will, and
teamwork, all that equipment and all those
weapons, thethingthat focusescombat power.

Why is the chain of command so
important?Well, asistruefor amost everything
else In our Army, if you want to know the
reason and purpose of something, go to the
battlefield, where that “thing” fights. The
“why” for anything must alwaysbeanswered
there.

What thechain of commanddoesonthe
battlefield and elsewhere is
COMMUNICATE.

The chain of command coordinates and
controls. And to do this, it must move
information up and down among thelevels of
theleadershipof theunit. Thechainof command
moves battle information—aquickly, clearly,
cleanly, completely, and only thecritical, and
only thetruth. It isthe nervous system of the
unit. And when it has breakdowns or failures,
the unit, just like you, will go to pieces and
lose—anddie. Thissimplefact of thebattlefield
explains many things.

It tells you why there are prescribed
signals. It tellsyou why thereis a prescribed
languagefor givingorders, andwhy experienced
leaders will discipline this carefully. It tells
you why you should learn, use, and make
instinctive and habitual those three basic
procedureswe discussed amoment ago. They
arethemainwordsinthe*language” of achain
of command communicating in battle. And
finally, it tells you why our older, wiser,
experienced leaders are always so concerned
about “workingthroughthechain.” What these
leaders know is that the development,

ContinuedonPage 11...
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functioning, and maintenance of the chain of
commandin peacetimeisthemajor determinant
of whether or not theunit will surviveandwin
in battle.

Asaleader, you arealink inthe chain of
command. This, asyou know, meansfar more
than having a shoulder strap or a position on
theorganizational chart. Whenthat unitfights,
you do many things, but the most important
thingyou doiscommunicate—get, process,
and moveinfor mation both up and down. In
a smoothly functioning chain of command
workinghardat deliveringlead and steel, there
are only two kinds of information moving
downwardinthechain, andtwokindsmoving
up.

Flowing downward are orders—
information that controls. You might get a
whole written-out FIVE-PARAGRAPH
FIELD ORDER, brought by acourier or runner.
Or you might get afragmentary order coming
from your leader as he makes the inevitable
changesand adjustmentscalledforinthat final
step of good troop-leading procedure. The
other kind of informationmoving downwardis
planning information—the kind that you asa
subordinate need for your own planning, for
coordinating with other parts of the unit, and
forfiguring out ahead of time“what todo” next.

Moving upward in the chain, there are,
first and most important, reports such as
enemy sightings, statusreports, andlocations.
Reports tell the “brain” what’'s happening
inside the unit—what al the parts are seeing
and doing and what kind of shape they’rein.
M oreimportant, thesereportsmoving upward
describetheprogressincarrying out theorders
that came down before. The second kind of
information moving upward is requests for
support—which partsof theunit need more of
what to carry out their orders. This is what
happened back there when the “thing” called
itskin.

And that's what takes place when the
chain communicates and the unit fights—
mainly twokindsof informationmovingdown
andtwo kindsof information moving up. This
informationdoesn’t flow alongthrough apipe.
It comes in many forms: Messages on paper.
Runners. Signal flagsor lamps. Handand arm
signals. And most often at your level, by men
yelling and shouting and calling to each other.
This is how the chain of command

communicates, tellsa unit “what to do.” Way
back somewhere, the bottom link inthe chain
communicated a single thought to John E.
Rebb: “Attack!” And he did it.

YOUASA LINK IN THE CHAIN OF COM-
MAND

You, as aleader, arevital, critical, when that
battleinformation starts flowing up and down
the chain of command. Again, the most im-
portant thing you do as alink in the chainis
COMMUNICATE—get, process, and move
information. Now at this point, we can de-
velop some how-to’s about these three tasks.

First off and flat out, you asaleader must
be“ expert” inthe nomenclature, functioning,
operation, and maintenance of any piece of
communications equipment and any
communicationsprocedureusedor likely tobe
used at your level. For you as aleader, thisis
far more important than being “expert” with
your individual weapon. There is no
qualification badge for being “expert” in
communication. That's one of the thingsthat
the term “NCO” or “officer” stands for
automatically.

Gettinginformationdoesnot meanwaiting
until it'sgiven to you. If it's needed, you get
it. From above or below. This says that you,
asalink in the chain of command, need to be
thinking constantly about what informationis
needed by the link above you and the link
bel ow you. Gettingdoesnot meanjustreceiving.
What you get, from aboveor bel ow, may have
errorsinit. Or you may not understand it. In
either case, think, and compare what you get
withwhat you already know and remember. I
It doesn’t seemright, or you don’t understand
itclearly, goback towhereyougotitand check.
If you've lost communications completely
and can’t get any information, then first think
of whatitisyour leader istryingtoaccomplish,
then do what Y OU think istheright thing to
do.

A signal relay station sittingup onabhill
somewhere can pass on, unchanged, al the
information it gets, going up or going down.
But relay stations aren’t linksin the chain of
command. You, as a leader, process the
information—use it, do things with it. If you
get a FIVE-PARAGRAPH FIELD ORDER,
you process the information by running it
throughthe ESTIMATE. Thenyou movethat
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information on when you issue orders.

Most of thetime, good processing requires
that you cut out some of the information you
get before you pass it up or down. This is
tricky. Relay unitscan’t doit. To cut out what
should be cut out, you have to know the
informationneedsof thelink aboveandthelink
below. Then you can answer this question:
Whichinformationisneed-to-know, whichis
good-to-know, andwhichisnice-to-know?If
timeiscritical andthingsaremovingfast, then
cut out the “nice” and the “good.”

Processing also means that you must
often changeinformation— notthemeaningor
the truth of the information, but often the
wordsor thelanguageor theway theinformation
is carried—so that the next link up above or
downbelow canunder standit. Y ou*“trand ate.”
A fragmentary order comesdown toyou asa
bunch of words on a scribbled note, and you
trandatethatintoahand-and-armsignal for the
next link bel ow. Themeaning of thewordsand
the signal was the same: “ Attack!”

Movinginformation meansyou don’t sit
on it. (Remember the one-thirds/two-thirds
rule!) If youmadeaconsciousdecisionto stop
some item of information while you were
cutting down and trand ating, that’ sfine. But,
if you know theinformation needsof thelinks
aboveand below, thenyouknowwhat’ scritical .
And if what you have is hot, then it's got to
move with speed and accuracy—Iike areflex
actioninthe nervous system of awell-trained
athlete.

Speed is determined mainly by how
important youthink “ communications’ isand
by how “ expert” you arewith communications
equipment, procedures, and techniques. And
accuracy—accuracy isdetermined, not by you,
but by the link that receives the information
you passon. Up or down. Thereisonesimple,
critical ruleright here, particularly applicable
in the tricky business of moving orders
downward. Always check to seethat an order
isunderstood. An affirmativenod or a“ Yes,
Sir” is often not enough. When there’ s time,
andyou’ removingacritical order, askthelink
on the receiving end to say back the infor-
mation you sent. And further, if you' re good,
youwon'tquitthere. Y ou’ Il watchto seewhat
happensasaresult of theinformationyou sent.
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by TomEzell

If | always appear prepared, it is because
before entering on an undertaking | have
meditated for long and have foreseen what
may occur. It is not genius which reveals to
me suddenly and secretly what | should do in
circumstances unexpected by others; it is
thought and meditation.
— Napoleon Bonaparte

Where most reenactorslearn the basicsof deal-
ing with getting anumber of folkstogether on
thefield and working together asmess|eaders
or junior officers (lieutenants and captains),
the hobby offers a quantum leap when that
person decides to step up to the next level of
battalion and higher.

Sergeants, lieutenants, and captains
exercise direct leadership, where success
depends upon face-to-face contact and direct
communications with your subordinates in
order to get things done. Y ou spend most of
your time executing and accomplishing
instructions and tasks determined by higher
headquarters. Atthefield gradelevel (mgjor,
lieutenant-colonel, and colonel) and higher
(genera officers), leadership is principaly
organi zational —instead of focusingonbuilding

Re-Enacting Leadership at the Field Grade Level

crucia gaponthebattlefieldat thecrucial time
and place. When Col. Henry King Burgwyn
of the26th North Carolinatook upthebattalion
colorsafter 7menhadbeenshot downcarrying
them at Gettysburg, and hisregiment wason
the cusp of breaking and running was such a
point. Inancther case, ontheother sideof the
field, Col. Joshua Chamberlain of the 20th
Maineled hisbattalion, out of time, and out
of ammunition, inadesperatebayonet charge
to drive the enemy away from his position
was another such time and place. Physica
courage and all the Traits of Leadership till
apply, especially when the chips are down.

Asaleader attheorganizationa (battaion
or brigade) level, you will be called upon to

| providedirectionforyourunit(s). Envisioning

isanimportant tool to providethisdirection.
Some call this a “vision statement,”
“commander’ sintent,” or simply definingan

" end state. No matter what you call it, it's

important that you clearly communicatethis
vision to your staff and subordinate units.
Thisfocusorvisionshouldprovideareference
or beaconfor guidingtheorganizationintothe
future. Y our visionisaword picture of what

atightly-knit team, your challengeisto build : & youwant theunittolook likeby thetimeyou
another tightly-knit team of similar (and often Lt- Col Joseph A. MacLean of the 88th Pennsylvania |eave command. Becausevision definesthe

erough, widly dissimiler) teemsandgroups. TSR |20 E'an' U100k clephants. Ho Wi qae e r o
At th|sp0| nt, you beg| n toful |y apprem atethe 9 p - the |eader Wlth a source Of effeCthen%, it

. . . killed in action at Manassas, VA, on Aug. 30, 1862.
metaphor of “herding cats.

At organizational level, you no longer
lead individualsand small units, but you must
get a collection of these small units to work
together smoothly and effectively, while
keeping a firm grip on a much broader
perspective of things, and where your plans,
decisions, and actions have far-reaching
implicationsthat younow needtothink about.

Asatthecompany level, communications
is the most important tool that you will ever
wield, and now you must extend that over a
muchbroader network, whichmay extend over
several states, or nationwide.

Communicating to the troops, NCOs,
and subordinate officers occurs through
individual subordinates, your staff, and the
chainof command. Organizational leadersdivide
their attention between the concerns of the
larger organizationandtheir staff, and those of
their subordinateleaders, units, andindividuals.
This tradeoff requires you to apply
interpersonal and conceptual skillsdifferently
whenexercisingorganizational leadershipthan
whenexercising direct |leadership.

Organizationa leaders rely heavily on
mentoring subordinatesand empoweringthem
to execute their assigned responsibilities and

missions. They stay mentally andemotionally
detached from their immediate surroundings
so they can visualize thelarger impact on the
organization and mission. Soldiers and
subordinateleaderslook totheir organizational
leaders to establish and enforce standards for
mission accomplishment and to provide the
needed resourcesand/or conditionsto achieve
that goal. Organizational leaders provide
direction and programs for training and
execution that focus efforts on successful
accomplishments.

Because of the indirect nature of their
influence, organizational |leaders assess
interrelated systemsanddesignlong-termplans
toaccomplishthemission. They must sharpen
their abilities to assess their environments,
their organization, and their subordinates.
Organizationd |eadersdeterminethecauseand
effect of shortcomings, trandlate these new
understandings into plans and programs, and
allow their subordinate leaders latitude to
execute and get thejob done.

Granted, therearegoingtobeafewtimes
when you will need to draw your sword and
lead directly, to throw the weight of your
physical forceand command presenceintothe
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provides focus and guidance, and it also
providesthe capability to organize. Carl von
Clausewitzcallsthisvisionan“innerlight.” In
his book Vom Kriege (On War), Clausewitz
discusses the importance of “an inner light
which leadsto truth; and second, the courage
tofollowthisfaintlightwhereveritmaylead.”
During the Battle of the Bulge, with the
GermansbearingdownonretreatingUSforces,
PFC Vernon L. Haught of the 501% Infantry
dugin and told asergeant in atank destroyer,
“Just pull your vehicle behind me... I'm the
82d Airborne, and thisisasfar asthe bastards
aregoing.” Heknew hisdivisioncommander’s
intent. Despite desperate odds, he had
confidence in himself and his unit and knew
they would makethedifference. Faced witha
fluid situation, he knew where the line had to
be drawn; he had the will to act and he didn’t
hesitate to do what he thought was right.
BG August V. Kautz, in his little 1865
handbook Customs of Service for Officers of
the Army, acknowledges that “the duties
specially provided by law and regulationsfor
the Major are very few, aside fromwhat has
been laid down for other officers, which, of
cour se, heshouldbefamiliar with, if hehasnot
really served in the lower grades. The Major

ContinuedonPage 13...
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bears the same relation to the Colonel of the
Regiment that the Second Lieutenant doestothe
Captain, andheistheColondl’ sassistantinall
dutiesthat donot properly pertaintoacompany
officer, and yet may be entrusted to a
subordinate... The TacticsassignstotheMajor
an unimportant position in the line of battle,
where he assists in directing alignments and
movements, but does not exercise command,
exceptintheabsenceoftheother Field Officers,
senior to him.” Kautz lists no unique duties
for either the M ajor or the Lieutenant Colonel
savefortheassistancethey may lendinguiding
theregiment throughthe School of theBattalion
and serving in whatever particular additional
duties they may be given by the battalion
commander, aswell asservingashissubstitute
whentheColonel isabsent for whatever reason.
Beyondthis,themajorsandlieutenant-colonels
primarily serve asapool of senior officersto
serveastheBrigadeor Division's Field Officer
of theDay, inchargeof the Grand Guards, and
serving as needed in courts-martial. Major
ThomasW. Hydeof theV1 U.S. Corpsremarked
uponhispromotiontomajor of hisregimentin
1861, “I did not know then that the principle
dutiesof aMajor weretorideontheflankof the
rear division, say nothing, look as well as
possible, and long for promotion.”

Kautz cites the duties of the Colonel
with the high responsibilities placed on this
position in the American service, then and
now: “ the Colonel is the senior officer, and
thereforethe most important in the Regiment,
and the Regiment takes its character and
standing fromhim. ARegiment, no matter how
well trained under a competent commander,
will soon deteriorate and suffer in reputation
under an incompetent man, and it is fair to
presumethat when a Regiment possessesabad
name, it is due to the incompetency of its
commander. ... The Colonel’s peculiar and
exclusivedutyistocommandtheRegiment,and
itisonly hisduty ascommander that will here
beconsidered. Hisdutyinother capacitieswill
be found under the proper headings. It is
proper tostate, however, that a Colonel may be
Commanding Officer of aBrigade, or Division,
or Department, President or member of a
Court-Martial, or chief of an independent
expedition, by special assignment.”

The Colonel’s functions were further
described intwo broad categories, Command,
and Government. Under government, the
taskswerebroken down as:organization of the
regiment; establishingthedaily routinesof the
regiment or post, instruction in tactics,
administeringdiscipline, includingrewardsand
punishments, the appointment and reduction
of non-commissioned officers, and presiding
at parades, reviews, inspections, and musters.

Kautz providesagood description of the
what to do at field grade level, but like most
contemporary references, what to do is not

well supported by advice on how to do it all.
Skipping ahead to current leadership
theory, theU.S. Army’ sCommand & General
Staff College, which bears primary
responsibility for training field grade officers
inthe active military, has defined six primary
responsibilities for field grade leaders,
expressed as the following principles:

1. DO THE RIGHT THING. (Remember the
first two lessons? Thisiswherethe chickens
all come home to roost, Baby.)

* Tactical & Technical
Competence. (School of the
Company, School of the Battalion,
Evolutions of the Line, the Army
regs, Mahan's Outposts, Kautz's
Customs of Service manuals)

 Critical Reasoning/Critical
Thinking/Problem-solving.
(Because you're the fellow most
will expect to solvethoseproblems.)

e Leadership doctrine:
organizational vs. direct level
(Critica balanceof thetwo. ... keeping
abreast of the situation and a firm
controlling hand without meddling
too much with junior leaders & not
letting them do their jobs.)

* Be a Leader of Character
(Remember all those principlesand
traits? Yeah, all of them. That's

you.)

2. BUILD DISCIPLINED & COHESIVE
UNITS

* Create a Positive Command
Climate. (Have avision for what
you want the unit to be, and share
that vision with all your members.
Open communications, teamwork
between you, the staff, and the unit
commanders. Don’t shoot the
messengers.)

* Know Your Soldiers —
Respect (Respectislikeachecking
account. You gotta keep putting
stuff back init if you want to keep
drawingonit.)

e Build Soldier Teams.
(Training, drill, teamwork withinthe
battalion and the brigade. Your
companies should befully invested
in the spirit and success of the
battalionandthebrigade. HaveBig,
Hairy-Assed Goas (BHAGS) set
for the battalion and member
companies, and continually strive
for them. When you meet one of
those, set a bigger, hairier goal to
replaceit. Don't play favoritesamong
the member companies)
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3. DEVELOP FUTURE LEADERS

e Individual leadership
development.

* Organizational leadership
development.

If there’ sgoing to be ahobby next year,
in the next decade, or in the next century, we
havetofind and grow theleadersfor that time,
right now. The chalenge here is that the
experienced leaders have to give the
inexperienced leaderstimeto catch on. They
haveto say it, let it sink in, reinforce it when
necessary, and stay out of the way. Senior
|leadersmust et theleadersat thenext level do
theirjobs. Practicingthiskindof decentralized
control intrainingand drill trainssubordinates
whowill, in battle, continueto fight whenthe
communicationsarecut off, whentheplansfall
apart, or when the enemy does something
unexpected. |t takes courage to operate this
way... butif subordinate leadersareto grow
and learn, their superiors must let them take
risks.

How, you might ask? “Y ou watch ‘em,
you coach ‘em, you trust ‘em.”

Unit school sarenearly completely absent
fromthehobby, but thiswasprecisely howthe
senior officers of the Civil War taught their
newly-commissioned volunteers. Assign a
particul ar maneuver or set of maneuversfrom
your standard tactics manual as homework
prior toanevent, thenhaveyour officersrecite
how they would carry out that task or maneuver
toyou... either one-on-oneor inasmall group
setting.

Make officer’ scall count for something,
and present a specific leadership lesson or
tactical problemat eachone. Work throughthe
problem asateam. Y ou dothefirst couple of
classes(lead by example) and asit catcheson,
designate one of your staff officers or a
company officer to present.

Let the junior field officers drill the
battalion and command onthefield fromtime
to time while you quietly and gently coach
them, or maybe relax in the rear rank with a
musket in your hands. Likewise, let some of
thesenior captainsdolikewise, under thesame
gently guiding hand.

Oneof thebattalion field officers should
bepresent and checkingcompany drillsandthe
training of new recruits... both to show
command interest, and to foster a mentoring
spirit inthe battalion. “Thetroopsdo best on
what the boss checks.”

Don’'t become the Eternal Colonel. Do
your job, train an understudy, and rotate back
to the ranks after afew years.

4. INTEGRATE PUBLIC AFFAIRS.
Beacheerleader for your battalion or brigade.
Build a positive public image for your unit,
and keep that image before the eyes of the
public and your neighboring units. Intoday’s
ContinuedonPage 14...
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electronic universe, make surethat you havea
unit web site, and that the image presented by
that site properly reflectsthevisionsand goals
of your unit.

Let the fellers know what is happening
around them, outside of the unit, and what’s
aroundthecorner. Anoldtimeunit newsl etter
served a purpose, but don’t forget the utility
of e-mail, and the value of a phonecall orin-
person conversation.

Make friends with the regional press or
media, andtry toswingalittlecoverageat your
battalion’s next event, or for one of your
member companies. Broadcast a positive
image, itisyour most val uablerecruiting asset.

Strong companiesarethebuildingblocks
of any battalion or brigade. Y ou needto place
afair amount of thebattalion effortsbehindthe
recruiting effortsof thecompaniestoreinforce
the concept that they’'re a part of a bigger
whole.

5. DEVELOP BATTLE-FOCUSED UNITS.
 Battle-focused Training
e Training Strategy
e Training Factors
e Training Management

Mastering the key tasks in the Infantry
Tacticsaswell aspicket and out post dutiesis
key to sustaining a strong unit pride and
morale, and to successful performance on the
battlefield.

A unit’s reputation is shaped by their
authenticity and the events they choose to
attend. Researching a variety of prospective
eventsto placeonthe calendar isno easy task,
anditisalabor of loveto seek out challenging
events for the benefit of the unit members.

“Battle-focused training” means
identifying and emphasizing those tasks the
unit iscalled upon to execute most commonly
on the battlefield during an event, or maybe a
particular maneuver that you're going to re-
createfor aparticular event—suchastheclose
columndoubled onthecenter” formation used
by the MVB at 140" Franklin. Walk through
it step by step, until everyone has the idea.
Thendoitattempo. Don’'tleavethefieldwith
afailure —get it right, so the men and junior
officershavethefeelingthey’ veaccomplished
something.

Pick oneortwokey maneuverstopractice
during each unit event, like maneuvering in
column... or shifting from columninto line of
battleoneither flank... or deployingthewhole
battalion as skirmishers. Publishthiswell in
front of the event (at | east two months) to give
the companiesachanceto get ready, and then
focus on thistask at battalion drill. Y our unit
schools should mutually support this task.

Never missan opportunity during events
totrain asabattalion and give your troopsthe
experiencethey hopedfor injoining your unit
or one of the member companies.

Be selective in the events you choose,
both for the opportunity to do something
special, to serve on a particular historic site.

6. APPLY DISCIPLINE.
« Safety and Rules of
Engagement.
» Standards of Authenticity
» Standar ds of Conduct
* Deal with Troublemakers

Your firstrespons bilityistosafety, beyond
all others. It doesn’ t matter how authenticyou
are,if youend upgettingmaimedforlife. A part
of safety, and perhaps the most basic first
person we can perform, isdrill. Thishobby is
full of reenactor’s guesswork guidesto drill,
and shortcut manuals. Ignorethem, usethereal
thing, and don’t be afeared to open the drill
manual in front of thetroopsand read to them
step by step. Trainthefellers, and taketimeto
train them in other tasks as well.

From time to time, authenticity issues
will reartheir head, andyou’ || havetodea with
fellows moving faster or slower in the right
direction than the bulk of the unit. Encourage
advancement, and discourage regression. A
goodway todothisistohaveanever-improving
vendor list, standards, and event specific
guidelines.

The old Army tradition of a Sunday
morning in-ranks inspection by the Old Man
isadamngoodidea, especialy if youdoitthe
first thing Saturday morning to set thetonefor
theweekend. Constructivecriticism, combined
with a healthy dose of good-natured humor,
will help a great many problems with the
troops’ appearance and behavior.

Check small things. Thesemostlikely are
the ones that will jump up and biteyou in the
ass, every time.

Every unit hasitsparty animals, whowill
want to use downtime at eventsto blow off a
little steam, with or without spirituous (not
spiritual) enhancement. Keep asharp eyeon
the situation, and don’t let things get out of
hand, or let the boysincite ariot. The unit
guidelinesshould addressthelimitsof thissort
of stuff, and the leadership should enforce
them.

Youaren'ta“real” officer,andyoudon’t
havetheArticlesof War at your disposal. You
should, however, keepa duty or fatigueroster,
which can be manipulated to “reward” your
troublemakers — individuals and units — as
appropriate.

Prai setheguysinaspublicaforumasyou
can find, but when you haveto eat assin four
orfivedirections, doit asprivately asyou can.

By the way, unlike the real army, you
can't fire your company commanders (but
they can fire you, after a way). If there's a
particular problem with a subordinate unit,
commander, or individual, dowhat you canin
a positive manner to resolve the contended
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One of the past week’s news items was
the resignation of former General Colin
Powell as Secretary of State in the Bush
administration. The author was fortunate
to meet the General in a past life, when
Powellwas commandingthe VU.S. Corps
in Germany in 1987, and the author was
a lowly staff captain in USAREUR
ODCSOPS. Shortly afterward Powell
was recalled to the Army Staff and then on
to the other President Bush’s staff, and
so on to glory.

On General Powell's desktop, he kept
a small typewritten checklist of rules to
command by. It's a good list for senior
officers, and we include it here for your
future benefit and reference.

Colin Powell’'s Rules

1. Itain’t as bad as you think. It will
look better in the morning.

2. Get mad, then get over it.

3. Avoid having your ego so close to
your position so that when your po-
sition falls, your ego goes with it.

4. It can be done!

5. Be careful what you choose. You
may get it.

6. Don't let adverse facts stand in
the way of a good decision.

7. You can't make someone else’s
choices. You shouldn’t let some-
one else make yours.

8. Check small things.

9. Share credit.

10. Remain calm. Be kind.

11. Have a vision. Be demanding.
12. Don't take counsel of your fears
or nay-sayers.

13. Perpetual optimism is a force
multiplier.

14. You never know what you can
get away with, unless you try.

15. Sometimes being responsible
means pissing people off.

from Bob Woodward, The
Commanders. New York, Random
House (1991).

issue and work to a consensus to either settle
theproblemor at | ast resort, agraciousparting
of ways with that unit or individual.

In summary, leadership at this level is
much more complex and important than a
number of referenceswouldtell us. Far more
thanjust buying anicer sword and sewingaset
of shoulder straps or stars to your old battle
jacket. And frankly, it is some of the most
rewardingwork youwill ever dointhehobby.
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References, & Recommended Reading:

“I remember that the War Department issued
to each officer the Ordnance Manual,
Wayne's Sword Exercise, the Army Regula-
tions, and Scott's Tactics. Scott was soon
changed for Hardie (sic), the latter for U. S.
Infantry Tactics, a change of title only, Hardie
having gone over to the Confederacy.”

— J. H. Patterson, then a young officer of the
11th US Infantry

A professional reading program is crucial for
both the reserve and active duty officer, even
for those portraying officers in the re-enact-
ing hobby. The essential reading, to be com-
mitted to heart, are your battalions tactics
manual and the Army regs, as noted above.
For a broader appreciation, here is list of key
references that | have found very useful in
developing a personal theory of leadership
and officership. I'm sure you will enjoy them,
too.

U.S. Army Command & General Staff
College, Leadership: An Organizational
Perspective. Course book M/S700 Fort
Leavenworth, KS (2001).

Headquarters, Department of the Army,
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Reprint, Westport Conn.: Greenwood Press,
Publishers, n.d.

Dandridge M. Malone, Small Unit
Leadership: A Commonsense Approach.
Novato, CA, Presidio Press (1983).

S.L.A. Marshall, The Armed Forces
Officer DOD GEN-36. Armed Forces
Information Service. Washington, D.C.: 1950.

S.L.A. Marshall, Men Against Fire: The
Problem of Battle Command in Future War.
Gloucester, Mass.: Peter Smith, 1947.

S.L.A. Marshall, The Soldier’s Load and
the Mobility of a Nation, Quantico, VA, U.S.
Marine Corps Assn. (1950).

Anton Myrer, Once an Eagle. New York:
Dell Publishing Co., 1970.

Roger H. Nye, The Challenge of
Command: Reading for Military Excellence.
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Earnest D. Swinton, The Defence of
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THE OFFICER IMPRESSION

by John Braden

Everyone has served under a bad officer at one time or another.
Here are some tips on what it takes to be a good one.

Although alarge proportion (too large a pro-
portion, in my opinion) of reenactors will
serve as officers at some point in their reen-
acting careers, relatively little has been writ-
ten about what it takes to do thisimpression
properly. Although my experience as an of-
ficer is limited (a sergeant for one season, a
company commander at two events), thismay
actually be a plus, since the problems of
officership are more apparent to anovice than
to one who has settled into the role.

Knowledge
An officer has to know not merely how to
execute the various maneuvers, but also how
to get others to execute them. It requires the
ability to summon, at amoment’s notice, the
precise command needed to perform agiven
maneuver, deliver thecommand inaloud and
commanding voice (not ajob for pip-squeaks),
monitor the troops to assure that they are
performing the maneuver correctly, and cor-
rect the troops, in an understandable manner,
when they make mistakes.

More specifically, an officer needsto be
proficient (i.e., abletoinstruct others) onthe
following drill, (seechart below):

Corporal Sgt Officer

School of the Soldier X X X
School of the Company X X
Skirmish Drill X X
Bayonet Drill X X
School of the Battalion X

Sincereenactmentsaretoo infrequent to
providetheextensivetraining Civil War soldiers
received, the reenactor officer must study the
tactics between events. One not willing to do
such “homework” should not be an officer.

Equipment

Non-commissioned officersdo not need much
equipment different or additional to what they
used asaprivate. Although NCO swords might
be used on dress occasions, | doubt that many
of these were carried in thefield. A revolver,
even if properly carried by a sergeant, would
have been considered excess baggage by one
already encumbered with amusket. About the
only thing a sergeant needs beyond what a
private carries is awatch, notebook and pen-
cil.

Commissionedofficers, ontheother hand,
havetoworry about obtainingasword, revolver,
and appropriate leathers. There's something
tobesaidfor theunit buying theseandloaning
them to the officer, not merely to save the
officer added expense, but also to make clear
that the officeis owned by the unit, not by the
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person who happens to occupy the office.

Regarding officer uniforms, whileafancy
oneisauthentic, themorean officer goesinfor
suchfolderol, themorethetroopsarelikely to
resenthimfor puttingonairs. Theofficersl’ve
most appreciated are those who look like a
commonsoldier (exceptingfor rankinsignia),
but who know their stuff.

Unflappability

Reenactmentsare confusing, especially when
you haveto figure out what a superior officer
wants you to do and then get your troops to
do it. If you get excited and/or confused in
such situations, you are not merely useless,
but an outright hazard.

Practice can reduce the novice officer's
tendency to get flustered, but ultimately this
isapersonality issue. Some people can think
on their feet and remain cool under pressure;
otherscannot. If you belong tothelatter class,
you' [ bedoing everyoneafavor by foregoing
an officer impression.

Diplomacy
A person may know the drill inside out, yet
be afailure as an officer if he cannot effec-
tively deal with people. Unable to use the
threat of punishment to secure compliance,
the reenactor officer (more so than real offic-
ers) has to have a personality that makes
peoplewant to follow him and not resent him
for telling them what to do.

Thedifficulty istoavoidthetwoextremes.
If youaretoogruff and demanding (or loseyour
temper), the troops will resent you. On the
other hand, if you aretoo laid back, thetroops
will not take you seriously. In either of those
cases, your orders will not be obeyed.

Inadditiontobeing abletoget alongwith
subordinates, an officer has to be able to get
alongwithhissuperiors. Hereagain, theofficer
must pursue the golden mean, avoiding both
insubordination and slavishness. The former
will create conflict within the unit, while the
latter will get you (and any troops you rep-
resent) walked all over.

Selflessness

It is one of the ironies of leadership that the
egotists most attracted to office are the ones
least suited for it. Many see only the chance
to bask in glory, not recognizing that the stripes
or barscomeat aprice. Whilethe privatesare
loungingin camp, the officershaveto planthe
schedule, assign water, wood and guard de-
tails, etc. While the private is enjoying the
battle, the officer is concentrating on oversee-
ing his troops. While the private is burning

ContinuedonPage 16...
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T he Off|Cer I mpr on (Continued from Page 15)

powder, the officer rarely getsto fire.

Since officers held their fire unless the
enemy was upon them, it is not authentic for
officerstofireat adistance. Sinceitisalsonot
safefor reenactorstofireat closequarters, that
leaves no reason for reenactor officers to
discharge their pieces at al (which raisesthe
question of why reenactor officersever needto
carry loaded revolvers).

It is no exaggeration to say that officers
sacrificetheir ownfunsothat other reenactors
may enjoy themselves. It takes an unselfish
persontodo this(think of your mother slaving
over the stove at Thanksgiving). No egotists
need apply.

—John A. Braden

(Camp Chase Gazette, Winter 2001, pp.
56-58.)

The Straggler

While Confederate Major General William J.
Hardee's corps was makng aforced march in
Mississippi during the Shiloh Campaign, the
general came upon one of hismen straggling
far behind his regiment. Hardee ordered the
man press on so as to rejoin his comrades as
quickly as possible. The soldier replied that
he was trying, but that he was tired and hun-
gry, not having had even half-rationsfor sev-
eral days.

“That's hard,” said Hardee, “but you
must push forward, my good fellow, and join
your command, or the provost guard will take
you in hand.”

Lookingupat him, thesoldiersaid,“ Ain’t
you General Hardee?’

“Yes”

“Didn’'t you write Hardee' s Tactics?”’

“Yes”

“Well, General, I’ vestudied themtactics
andknow ‘emby heart.” saidtheman.” Y ou've
got an order thar to double column at half
distance, ain’t you?’

Curious, thegeneral replied, “Well what
has that order to do with your case?’

“I’magoodsoldier, General, and obey all
that is possible to be obeyed: but if you can
show me an order in your tactics, or anybody
else' stactics, todoubl edistanceonhalf rations,
then!’ll givein.”

At that, Hardee let out a hearty laugh,
allowed as how there were no tactics that
appliedinthiscase, and, spurringonhishorse,
rodeoff, leaving thesol diertomakehisway on
his own terms.

Albert A Nofi ‘North and South Vol.5 No.1

Mississippi Valley
Brigade Sets 2005
Event Schedule

Gentlemen,

| wanted to get this out to you ASAP so that
your men can make plans for next year. As
per my original goal, | have selected a few
events to designate as Brigade maximum ef-
forts in hopes that we can have a couple of
relatively large eventsto do as a Brigade in-
stead of scattering our efforts. Plus, | want us
to work more closely together through the
year rather than just at Division events.

The following are the planned events. |
realizethat they may conflict with someannual
regular events. | ask you to look at the bigger
pictureinregardtothat. Perhapsyou cantake
oneyear off of that 100 or 200 man event you
have done every year to focus on a400 or 500
man event that cold besomething differentand
unique. Alsokeepinmindour secondgoal, and
that isto function more closely as a Brigade
through he year.

PortHudson, LA (as Federal)—April
1-3. Weplantomakeafew changestothenorm
at this event. Including showing what a full
garrison camp should look like. Wewill have
afull commissary, medica corps, quartermaster
department among other things.

Tribbey, OK (as Confederate) June
10-12. Thiswill bewell worththetrip. | know
itisalittlefar for somebut thelandis perfect.
It provides for a great tactical style event.

Corinth, MS, Oct. 2-4 (as
Confederate). ThisistheBigDivisionevent.
All Battalions will get to portray their home
state at this one!

Proposed Old Washington, ARNov.
5-7 (as Confederate). Beautiful area, pretty
central to most of us. | amlooking into thisas
apossible event to end the year.

To our Boys in Alabama, | have not
forgottenyou. In 2006 we plan to go to Shiloh
National Battlefieldin April. | will belooking
at other events across the river we can do to
bringit alittlecloser to homefor ya'll aswell.

Let’s see what we can do to support the
Brigade. Wehavelotsof great thingsgoingon
behindthescenes. | will haveaconferencecall
after Jan 1% tofill everyonein. For now, have
ahappy ThanksgivingandaMerry Christmas!!

YOS,

Gen. Griffin
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First Confederate
Division Cracks Down
on Uniform Standards
for Corinth 2005

Headquarters, First Confederate Division
Winter Quarters at Brighton, Tennessee,
3rd November 2004

Special Orders
Number 2

Brig. General Bill Rambo, First Confederate
Brigade

Brig. General Mark Griffin, Mississippi Valley
Brigade

Brig. General John Beck, Trans Mississippi
Brigade

Brig. General Paul Flowers, Heartland Brigade
Brig. General Scott Hughes, Commanding
Cavalry

Colonel Nick Medich. Medich’s Battalion
Colonel Paul Ferguson, Commanding Artillery
Colonel Willie Huckabee, Commanding First
Arkansas Battalion

Gentlemen:

Toinsure that individual unit standards
comply with Division impression standards,
all member units of the First Confederate
Division shall submit their unit’simpression
standardsto the Commanding General for his
review. Standards are to include uniform,
accouterments, equipage and weaponry.

Unit standards shall be submitted in
writing usingtheformat of thecurrent Division
impression standardsaslisted onthe Division
web site.

If any unit has a specific impression
standard or item that does not comply with
Division standards, that unit will submit
research and sources justifying non-
compliance.

The General Commanding is very
concerned that the impression standards that
have been in effect for the Division for some
timearenot being consistently enforced at the
Brigade, Battalionand Company level. General
Mooreisaware that theimpression standards
havebeenloosealy andinconsistently enforced
inthe past. However, effectivewith receipt of
thisorder all commandersshouldcall attention
totheseimpressionguidelinesthroughout their
commands. These guidelineswill be used by
the Division at Division events as
“requirements’ rather than suggestions.

At past National Events, theimpression
guidelines have been general in nature, viz:
early-war, mid-war or late-war impressions
withlittleexpl anation and guidanceastowhat
constitutes and is acceptable for these
impressions. Be advised that at the 2005
Corinth event, we will portray specific units

ContinuedonPage?7...
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that participated in the action. Additional
guidelinesfor specific early-war impressions
and impressions specific to these unitswill be
forthcoming.

Thesespecificimpressionstandardsmay
be used by those units and individuals who
wishtomaximizetheir experienceat thisevent.
The basic Division impression standards as
posted on the web site will constitute the
minimumimpressionrequirementsfor Corinth
in 2005.

Overthepast severa years, wehaveseen
vast improvementsin thelook of the soldiers
inthisarmy intermsof historical accuracy in
theportrayal of Western Confederate officers
and soldiers. We have improved our camps,
our equipage and how we operatein thefield.

There is a great amount of information
availabletotoday’ sofficer and soldier viathe
internet, books, NPS interpretive staff,
museumsand privatecollections. Somefellow
hobbyi sts have amassed great knowledgeand
expertise in this area. Simply, we can and
should know more about how themen that we
honor dressed, looked, were equipped and
operated in thefield. We should trandlate that
knowledge into our actions on the field.

TheGenera Commandinghasdetermined
that nomorethanthirty (30) sutlerswill beable
to operate at the Corinth event next fall. The
goal isto get these better sutlersto offer even
more historically accurate goods to both the
members of the Division and the spectators
attendingtheevent. Thismakesastatement for
the Division that says that we will no longer
tolerate inferior or historically inaccurate
merchandise.

Wewill soonprovideall commandswith
a list of acceptable sutlers and providers in
order to assist your men in creating the
acceptable impression.

The General Commanding was happy to
observethat many of theunitsparticipating at
Franklin just amonth ago met or exceeded the
Division impression standards. However, the
General Commanding wasal sodismayed that
someunitsfell well below thestandards. These
units draw attention to them in a negative
manner andlower theoverall level of theentire
Division.

Beadvisedthat withreceipt of thisorder,
that the following will not be tolerated at the
Division event at Corinth next fall.

1. Sky-blue Federal trousers.
Thisisamajor anachronism. While
there may be isolate specific
instances of Confederate troops
wearing parts or al of Federal
uniforms, this was not the norm in
the Confederate ranks. Unless we
are portraying a specific unit at a
specific time that was garbed in
Federal sky-bluetrousers, they will
not be allowed in the ranks.

2. Modern clothing, boots and
shoes. Nomodernday cowboy hats,
sombreros, work boots, chukka
boots, combat boots, cowboy boots,
Frye boots or any footwear that is
not period correct. Officersand non-
commissioned officers are advised
to ask their men to bring any extra
period correct clothing in order to
loanitto any unit memberswearing
any modern clothing. The correct
shoe is described in the current
impression standards. Boots,
although period correct, are to be
strongly discouraged for infantry
soldiers.

3.Nohat plumes, chickenbones,
animal parts, coon tails etc. affixed
to hats or clothing.

4. Modern eyeglasses and
sunglasseswill not be acceptableor
tolerated. Contact lenses are
authorized, asareperiodframeswith
modern lenses. Tinted lenses in
period frames are not acceptable.

5. Modernwristwatcheswill not
betolerated. Whileit seemsthat this
shouldnot havetoevenbementioned,
menareawaysobservedintheranks
wearing modern wristwatches.

6. Modern western saddles.
Cavalry commanders and staff
officersaretonot allow any mounted
mentoridewesternsaddles. Modern
tack, including bits, isalso not to be
used.

7. No use of nylon or other
modernhaltersorleadlinesonhorses
will beallowed.

8. Modern saddle pads should
not be used. In those few instances
whereit is absolutely necessary for
thecomfort of thehorsethat modern
saddle pads be used, those padswill
be covered or disguised so asnot to
be seen or noticed.

9. Multiple pistol cylinders for
cavalry troopers. Thisisamajor re-
enactorism. Detailed study of the
inspection returns, the ordnance
reports and the equipment list of all
Western Confederate Cavalry
commandsindicatesthat only about
twenty per cent of the men were
armed with pistolsand nonecarried
extracylinders.

10. Hat brass, sashes, and
inaccurate and inappropriate
gauntlets. These are Western
Confederatesand thesemen dressed
simply and efficiently.

11. All accouterments and
canteenswill beworn higher onthe
body in the correct period fashion.
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Canteensand haversacksshoul d not
hang below the waist belt.

Brigade commanders should review the
impression standardsof their member unitsin
regardstocompliancewith Divisionimpression
standards. Beadvisedthat youwill beaskedto
submit these to Division for review shortly.

Brigade, Battalion and Company
commandersareurgedto adopt thesestandards
for al individual unit events henceforth.

Thegoal of theFirst ConfederateDivision
and the North-South Allianceisto accurately
portray the men we honor in a historically
correctmanner. Inorder todothis, wehavehad
impression guidelinesin placefor sometime,
so this should come as no surprise to any
member unit. We need to separate ourselves
from the many historically inaccurate, so-
caled “FARB” events that take place in our
areas. Our men should take honor and pridein
knowing that accurately portray the men that
they honor.

Notice of enforcement of Division
impression guidelinesshould bedistributedto
all member units of your commands so that
they canbereviewedanddiscussedatindividual
unit annual meetings thiswinter.

Beadvisedthat theRegistration Formfor
Confederate participation at Corinth will
stipulate that sky-blue trousers are not
acceptable. Any participant arriving in sky-
blue trouser will portray a Federal soldier.

Noticeof thisrequirementishereby given
eleven months in advance of the event. This
allowseachmaninyour commandampletime
to procure the proper trousers per the stated
guidelines.

If any unit commander needs help or
advice in determining those resources that
provide accurate clothing and/or equipment,
theDivisionstaff shall beissuingalist of these
resourcesshortly. If youneed answersor help
in the meantime, pleas contact the Division
Staff through my Chief of Staff below.

It is the General Commanding’s desire
that all Brigade commanders will
enthusiastically support the enforcement of
the Division impression standards. Positive
reaction from Battalion and Company
commandersprovidesthenecessary leadership
and enthusiasm to move the Division ever
forward.

By order of Brigadier General Mike Moore,
Commanding
First Confederate Division

M.R. Ventura
Major, Chief of Staff
First Confederate Division
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torid your tent of un-wanted guestswhenyou
are ready to sack out.

You will aso need to learn to let go of
items that mean much to you. For example,
that $400 musket. All threeof them. They will
go to every event, carried by someone other
thanyourself. They will bescratched, dropped,
and rust some time during the weekend.
Surprisingly, this does not seem to bother the
new recruit whoiscarryingit. All of thisalso
applies to cartridge boxes, cap boxes,
haversacks, belts, suspenders, hats, powder
measures, and hundreds of other inexpensive
itemsthat you have purchased over theyears.
Some of this stuff you will never see again.

Certainpsychological skillswill beuseful
toyou. Y ou should be ableto bluff every man
inyour company intobelievingthat youactually
know what the inside of adrill manual looks
like (Important note: Y ou will need asecond-
in-command and afirst sergeant who actually
doknowthedrill). Rememberingthat youhave
no real military authority over anyone, and
that any respect that your men show you is
strictly out of the goodness of their hearts,
your ability to sound official without hacking
someone off will be pushed to the limit. This
authority thing isareal nuisance to company
commanders.

For some reason, “because | said so” is
not consi dered an acceptabl eanswer. Someof
your men will actually believe that there are
more ways of doing things than you have
thought! Some of them, privates mind you,
honestly think that they could have a good
ideal (Thegall!) If thisweren’ tbad enough, one
or two of thesefellowsbelievethat they could
runthecompany better thanyou. Thesearethe
fellowsthat havethegutsto stand up, |ook you
in the eye, and then whisper their complaints
to the guy next to them.

It is always nice to have a few of your
“friends’ spreading @!#%& *# in the ranks.

Thisiskindof aseriousproblemso, allow
meamoment onasoapbox. Soldier, if youhave
a problem, tell your Captain, if he doesn’t
listen, then tell him again, if he still doesn’t
listen, then hit himover thehead and makehim
listen. But please, please, do not spread
discourseintheranks. | referyoutotheArticles
of War of the Confeder ate Sates of America,
Articles 7 and 8:

7. Any Officer or soldier who shall begin,
excite, cause, or join in any mutiny or sedition,
in any troop or company in the service of the
Confederate States, or in any party, post,
detachment, or guard, shall suffer death, or
such other punishment as by a court-martial
shall be inflicted .

8. Any Officer, non-commissioned officer, or
soldier, who, being present at any mutiny or
sedition, does not use his utmost endeavor to
suppress the same, or, coming to the
knowledge of any intended mutiny, does not,
without delay, give information thereof to his

commanding officer, shall be punished by the
sentence of a court-martial with death, or
otherwise, according to the nature of his
offense.

This situation may spill over into your
Ladies Auxiliary, may God have mercy on
you. Now, before | go any further, let me
clarify my position. There are hundreds of
wonderful women in this hobby. | think that
it is fabulous that these Ladies are involved.
They haveasmuchright to be hereasany man
inthefield. Our unit however, wasnot formed
tostand around under the spreading magnolias
and sip mint juleps. | know that a civilian
impressioninvolvesmuch morethanthis, and
| probably should not make light of it, but my
unit is primarily interested in a military
impression. It is to this end that | intend to
devote my energies.

This does not mean that the Ladies are
ignored, far from it. According to last years
books, our unit spent three times as much
money on civilian activities than we did on
military events. Our men helped these Ladies
at UDC meetings, school presentations, andin
camp at events, and aremorethan happy to do
so whenever possible. Civilian activities are
important, but when was the last time that
50,000 spectators came out to see a poor
widow lady explain how to properly wear a
snood?Now, if theL adieswill stop sharpening
their knives and hatchets for amoment, | will
explain my reasoning. As a company
commander, you have probably committed to
fal in under a battalion commander. Y our
commander iscountingonyou, notyour Ladies
Auxiliary, to get your company to an event.
He, and theother companiesof your battalion,
arecountingonyou, notyour LadiesAuxiliary,
to be able to perform battalion drill (asfar as
| am concerned, the “Virginia Reel” palesin
comparison to a well executed battalion
movement).

Please understand that | am not taking a
cheapshotattheL adies. Y our LadiesAuxiliary
is extremely important to the operation of
your unit. Without their help and support, life
could become miserable in your reenacting
world. But, aLadies Auxiliary isjust that, an
auxiliary. It is designed to support your unit,
not runit. Now that | haveincurred thewrath
of Ladiesnationwideandinsuredthat thefolks
a Camp Chase Gazette will be spending a
couple of extra minutes opening letters, I'll
move on to something else.

A quick word of advice concerning your
choice of NCO'sisin order. You will find it
wise to choose men that have “served their
time” intheranks. What | mean by thisisthat
you may come across a fellow that realy
knows his stuff and who you think will do a
goodjobasacorporal or filecloser, butif hehas
not been in the ranks long enough to earn the
respect of the men, you are doing all parties
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involvedadisservice. Y our menwill think that
all this fellow wants is command and has
sucked up to you enoughto get it. Y our NCO
will soonfeel theheat fromthemen, who have
no respect for him, and makemattersworseby
trying to sound more authoritative. And, of
course, you get to straighten the whole mess
out. It’ stimetofaceafact: thereisoneperson
that actually runsyour group. No matter how
many people are on your board of directors,
one person will end up making the decisions,
cleaning the toilets, washing the bottles, and
coordinating events.

Ah, now we move on to “the perks’- all
of those special thingsthat only officersget to
do, you know, stuff like going to those
fascinating officers' calls. You will be
thoroughly briefed onthe battle plan, the plan
that theevent organizershavebeenworkingon
since the spring of ’ 92, the plan that must be
adhered to, the plan that all of the film crews
will follow, the plan that gets thrown out the
window the minute the first artillery pieceis
fired. After an hour or so of arguing and
politicking, you are dismissed only to go to,
you guessedit, another officerscall - thistime
called by your battalion commander. He will
brief youonwhat thebattalionwill beexpected
to do according to the battle plan, you know,
theonetheevent organizershavebeenworking
on since the spring of ’ 92, the plan that must
beadheredto, theplanthat all of thefilmcrews
will follow, the plan that gets thrown the
window the minute the first artillery pieceis
fired. Then, after an hour or so of arguing and
politicking, you are dismissed to go back to
your company and explain to them the battle
plan, you know, the plan that the event
organizers have been working onsince....

Now, mercifully, you form up to lead
your meninto battle. Y ou are alittle nervous,
youawayswill be, but your guysarecounting
on you, so onward you go. It'snot as easy as
youthought it was, but you' regettingthehang
of it. Now thefiring commands, nicevolley...
“dresstothecolors’ ... keep an eyeonthe new
guys, keep aneyeontheColonel, keepaneye
ontheidiot commanding the company next to
me,... “Dress to the colors’ ... watch the new
guys, we' regoingtofireagain,“ Fireatwill!” ...
quickly... quickly... OK, start taking some
hits, waittill theyfire, ... OK...“whenonly one
guy fires, only one of you go down !”, fall
back... fal back... “cease fire, ceasefire!”...
clear the muskets... everybody line up, re-
number the files, march back to camp, break
ranks, tell thefirst sergeant to make sureall of
the muskets are cleaned before the guysgo to
sleep, makesurethereisenough firewood and
water to last till morning. Finally you have a
few minutesto sit down and enjoy the event,
but first you'll have to run somebody out of
“your” chair.

Continuedon Page 19...
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About the time you get settled in, the
battalionadjutant comesdlitheringuptoinform
you of another officerscall in15minutesat the
Colonel’ stent. Y ou quickly makeyour way to
his tent, not wanting to be late. Forty-five
minutes later, when the last of the company
commandersfinally arrive, themeeting begins.
Remember thosepaintingsof thesmoke-filled
rooms, withall thosedogssittingaround atable
playing poker? Highly detailed, but not quite
believable.

Anyway, it's dark now, time to go sit
around the fire and talk to the guys. Asyou
make your way back to camp, you will be
stopped by 4 or 5 fellows who know you by
name, know what unityou command, probably
how much you have in your bank account.
Problem: you have never met any of these
people.

Finally, you get back to your tent only to
find yourself on an empty company street.
Soon the kid that drags your drum around the
battlefield comes stumbling from between a
couple of tents, gnawing on asmoked turkey
leg and informs you that the guys are at the
sutlers. Slowly, in ones and twos, your
company makes its way back to camp. Inthe
distance, you hear dance music, the married
guysget thissad puppy look intheir eyes, their
bottom lip quivers alittle, and they dutifully
marchtoward thesound of thefiddle. A few of
thesingle guysdrift that way too. Y ou decide
that youshouldgo, afterall, youarean* officer”
and*“ officers’ gotodances. Thisisreally kind
of neat, then suddenly it occurstoyouthat you
can’t dance, not alick. I’ ve often thought that
the ability to make oneself invisiblewould be
ahandy asset. Asamatter of fact, itisusually
at dances like this that I’ ve thought about it.
Anyway, the girls are pretty, the music is
good, andtheicedteaandlittlesausagesaren’t
half bad. Another half hour of fooling around,
and you go back to camp.

Nextmorning, Sunday, thingsbegindowly
going downhill from the time you wake up.
Another officerscall, thenabattalion meeting,
then a barrage of fliers on upcoming events.
Once again, you lead your boys into battle.
Lookslikeitscloudingupabit. Thisisthebig
battle’, theonethat all the spectators show up
for. Of coursethismeansyou havewaited until
church haslet out, soitissomewhat | ater than
1:00p.m. (Theremust besomehistorical basis
for waiting until churchisover, | just haven't
doneenoughresearchtofindityet). Asnear as
you cantell, thebattleispretty much the same
asyesterday. It doeslast alittlelonger, andthe
approachingraincloudsmakeit|ook abit more
impressive.

Assoon asthefightisover, you high-tail
it back to camp and try to beat the oncoming
monsoon. By the way, you will always take
home more than you brought. Asyou prepare
toleave, several peoplewill comeuptotalk to

Coming Events

December 3-5, 2004 — Battle of Prairie Grovereenactment, Prairie Grove Battlefield
State Park, Prairie Grove, Ark. TMVI, 37th lllinois Maximum effort event.

December 11, 2004 — R.C. Newton Camp, SCV Christmas Party, 6:00 p.m. at 1st Chris-
tian Church, 1500 N. Mississippi Ave., Little Rock. Potluck dinner.

December 18, 2004 — 6th Arkansas/10th Arkansas/37th Illinois Christmas Party,
6:30 p.m. at Sheldon Gately’s Plantation on Colonel Glenn Road.

TENTATIVELIST --AVAILABLE 2005EVENTS
January 8, 2005 — David O. Dodd Memoria Service, 12:00 p.m., Mt. Holly Cemetery,
Little Rock.

February 5, 2005 — Little Rock Arsenal living history, MacArthur Museum of Military
History, MacArthur Park, Little Rock.

February 18-20, 2005 — Battle of Round Mountain Reenactment (near Stillwater, OK)
March 19, 2005 — Cleburne Memorid Service, 12 noon, MapleHill Cemetery, Helena, AR
March 26, 2005 — Confederate Flag Day, State Capitol grounds, Little Rock.

April 1-2 — Siege of Port Hudson Re-enactment, Port Hudson SCA, Zachary, LA

April 8-9, 2005 — Shiloh Living History, Shiloh National Military Park. Sponsored by the
Salt River Rifles, by invitation event. (Federal impression).

April 23-24, 2005 — Battle of Marks' Mills Re-Enactment, Fordyce, Ark. Sponsored by
the 1st Arkansas.

June 10-12, 2005 — “Battle Fire” Civil War Weekend near Tribbey, OK.

August 6-7, 2005 — Battle of Athens Reenactment/Living History, Athens, MO. Hosted
by the Western Independent Grays

August 20-21, 2005 — Battle of Perryville, OK Reenactment, near McAlester, OK
September 23-25— Battle of Honey Springs Reenactment, Rentiesville, OK (near Checotah)

October 2-4, 2005 — Battle of Corinth Re-enactment, Corinth, MS. Sponsored by the
North/South Alliance, N/SA maximum effort event

November 5-7, 2005 — Civil War Weekend at Old Washington, Washington, AR

November 12-13, 2005 — “Battles Around Bentonville” reenactment, (The Event For-
merly Known As Cane Hill) Bentonville, AR.

December 3-4, 2005 — PeaRidge event (near Avoca, AR)

Events marked in bold type are maximum effort events as voted upon by the Company,

and your attendanceis expected. If for some reason you will be unable to attend a max

effort event, please contact Seve Shore or Tom Ezell (6th Arkansa s) or W.J. Monagle
(37th 1llinois) beforehand.

you, most will tell youwhat amiserable, farby
event thiswas, and that they will probably lay
low for awhile (you will see them at next
week’s event). They will tell you that they
remember the good old days in this hobby,
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when there weren't so many chiefs, and you
had to make your own uniforms, and that you
had toknow something about “ TheWar” tobe
a Reenactor. No dances or ice chests for this
guy. Yessir, itwasgreat whentherewereonly
ContinuedonPage 20...
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The 6th Regiment, Arkansas Volunteer In-
fantry, Co. A, the “Capitol Guards” is
affiliated with the Arkansas Reenactors’
Alliance, the Trans-Mississippi Volunteer
Infantry Battalion, Mississippi Valley Bri-
gade, and the 1st Confederate Division.
We are dedicated to the faithful and his-
torically accurate portrayal of a unit of
Confederate infantry in the War Between
the States in 1861-1865.

The Sentinel is published on a more-or-
less monthly basis by the “ Capitol Guards”,
6th Arkansas Infantry reenactors. Sub-
scriptions are included as part of Com-
pany dues; or are available separately for
$15.00 per year. Back issues are $2.00
each (index available upon request). Send
subscription requests, inquiries, and article
submissions to the Captain below.

Captain 1st Sergeant

Tom Ezell Steve Shore

338 Johnson Road 68 Stonewall Drive
Scott, AR 72142 Jacksonville, AR 72076

(501) 961-1937
(501 912-1047 (cell)

(501) 985-0560

Visit us on the Internet at
http://www.geocities.com/capitalguar ds/

The 6th Arkansas is always in need of “afew
good men” to fill the ranks in service of the
Cause. If you areinterested in Civil War
Reenacting, please call the
Captain as listed above.

The 6th Arkansas living historians are available
for living history presentations to schooals,
public and private organizations, and community
events. Please contact the Captain.

The Company Commander

(Continued from Page 19)

nine Reenactors.

| sincerely hopethat this articleistaken
inthe spirit in which it waswritten, buried in
here somewhereis sometruth and advicethat
new company commanders may find useful. |
realize that it probably sounds like I'm
complaining about how abused or
unappreci ated company commandersare. |’ m
not. In truth, there is not a more enviable
position in this hobby. It istruly amazing to
methat menwho haveinvested alot of money
inreenacting put their confidenceinustolead
them. Itisat company command|level that you
will getareal understanding of our hobby. Y ou
arestill closeenoughtoyour mentoenjoy their
camaraderie(thereal draw of reenacting), and
you arein charge of making thisstuff work. It
is up to you to trandlate battalion commands
to your guys and make them understand what
is happening around them.

Onething that | left off of the thingsthat
youwill needisagroup of thegreatest guysin
the world. Without them, you don’t stand a

PrairieGrove (Continued from Page 1)

istration starts at Noon, Friday, December 3,
and goes through midnight at the Latta Barn.
Latearrivalscan register Saturday morning at
the Latta Barn between 7 and 8 am. Every-
one who wants to participate must register.
Straw for bedding will be issued at 1/3 of a
bale per person. Firewood will be conveniently
located near each camp. Pleasetakejust what
you heed and do not hoard it. Water will also
be readily available. Everyone will provide
their own food for man and beast, as well as
gunpowder.

Uniforms and accoutrements must be
authenticinstyleand material. Weaponsshould
be accurate with infantry carrying military-
issue black powder rifles or muskets; cavalry
armedwithcarbines, shotguns, and/or revolvers.

Artillery will be original or full-scale
reproductionsonly. Swordsand saberswill be
carried by officers, NCOs, andmounted cavalry
only. All camps will remain authentic
throughout the event, including after dark. No
radios, telephones, televisions, tape or CD
playerswill be allowed in camp.

Everyone will completely hide any
modern itemsfrom the view of the public and
their fellow campers. Thus, al vehiclesshould
beunpackedand parkedinthereenactor parking
areanolater than8a.m. Saturday morning. No
vehiclesareallowedinthecampsuntil after the
battledemonstration Sunday afternoonwithout
permission from the park staff. Anyone not
complying with these rules will be asked to
leave and not invited back.

Concessions will be provided by the
Prairie Grove Boy Scout Troop 48, whichwill
sell abreakfast of pancakes, sausage, bacon,
and coffee, and a lunch of barbecue pork
sandwiches with baked beans, potato chips,
and soft drinks. The Prairie Grove chapter of
the United Daughters of the Confederacy will
sell Krispy Kremedoughnutsaswell aslunch
items.

Therewill bea$3feefor spectator parking,
otherwise the event isfree.

If any problems arise, contact Park
Historian Don Montgomery or Park
Superintendent Ed Smith, whowill beonduty
throughout the event.

PRAIRIE GROVE SCHEDULE OF EVENTS:
Saturday, December 4, 2004

8:30 a.m. - 9:30 a.m. — Officers meeting
in the Latta Barn

9a.m. until Noon— Civil War camps open
to the public

9 a.m. until 11 a.m. — Print and book
signings in Hindman Hall

10a.m.—Guidedtours of the Confederate
and Union camps.

1 p.m. Battle demonstration near the
Borden House

2 p.m. until 5 p.m. Civil War camps open
to the public

2:30 p.m. until 5 p.m. Print and book
signings in Hindman Hall

3 p.m. — Guided tours of the Confederate
and Union camps.

5:30 p.m. until the cows come home...
Social at the Latta Barn.

Sunday, December 5, 2004

9 a.m. until 9:30 a.m. Officers’ meeting in
the Latta Barn

9 a.m. until Noon Civil War camps open to
the public

9 a.m. until 11 a.m. Book signings in
Hindman Hall 10 a.m. Church service in the log
church.

10a.m.—Guidedtours of the Confederate
and Union camps.

1 p.m. Battle demonstration near the
Borden House

Both Days

8a.m. until5p.m. Hindman Hall opento the
public and participants with exhibits,
audiovisual programs, diorama, gift shop, and
bookstore.

All Day Sutlers’ Row open along the
historic stone wall. Prairie Grove Band
Boosters’ and Prairie Grove Masonic Lodge
concession stands will be open.

chance. Youwill findthat itisnot an easy job,
not as tough in the way that you thought it
wouldbe(drill and command), but al ot tougher
in ways that you never dreamed of (dealing
with personalities). Just hang in there and
somehow, someday, youwill gettoexperience
somethingthat rel atively few peopledo. You'll
find yourself leading your men across a
battlefield and into afight. Y ouwon't need to
turn around to know where your men are, you
feel thembehindyou. Y ourealizethat they are
counting onyou, but you havethesituationin
hand. You know what you are doing and
believe that your boys can do whatever is
caled for. It's quite arush... Quite a hobby!
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