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July 1, 1988
REPLY TO
ATTENTION OF:

Office of the Commanding General

Colonel William J. Collins
Commander
157th Separate Infantry Brigade (Mechanized)
Horsham Memorial USAR Center
936 Easton Road
Horsham, Pennsylvania 19044-3399

Dear Colonel Collins:
During your recent visit with me on April 28, 1988, we

discussed, in detail, the professionalism and overall combat
readiness of your command. Our one-on-one dialogue and the
follow—on discussion with selected principal staff members
reflected our specific concerns within the functional areas of
training, personnel attrition and retention, operational
readiness to include force structure issues and the dynamics of
the logistical system affecting your organization. Notwith-
standing your acknowledgement of the command's shortcomings,
which were derived from our frank discussions, I continue to
remain concerned about the future of the 157th SIB (Mech).

The 157th SIB (Mech) has historically been unable to meet
the established readiness criteria. Personnel readiness has
been the major component of this problem, largely because the
attrition rate has been, and remains, too high. You must make
service in the 157th SIB (Mech) challenging and rewarding to
your soldiers so that they can improve their skills and gain
satisfaction from their performance. Creating this environment
will test your leadership skills as well as those of your
commissioned and noncommissioned officers. I believe this is a
formidable challenge to your chain of command, but I am con-
vinced that providing leadership for young Americans is the
heart of military service, and the rewards are long-lasting. A
heritage of trained, committed soldiers is any leader's pride.

Training is your primary means to build the pride and
feeling of accomplishment that soldiers seek and need. Be
analytical in determining what must be done in training and be
firm in demanding excellence from realistic, tough training;
stress your soldiers by implementing proper training initia-
tives. Satisfaction comes from doing important things well.



Do not tolerate unnecessary or unprofessional training. In-
volve the chain of command. Make sure that all leaders andsoldiers use their training opportunities to grow both person-ally and professionally.

Your equipment must not only be maintained to 10/20
standards, it must be used as an integral part of your training
program. A solid maintenance program will enhance the soldier's
pride in his unit. With the extensive equipment of your Brigade
(Armored Personnel Carriers, Tanks, Self-Propelled Artillery)
and new equipment such as HMMWVs, you can generate excitement
and excellence by employing and maintaining the equipment in
the most realistic and challenging scenarios available for alltraining situations.

The glue which bonds all this together is leadership.
Your biggest personal challenge is to create an environment
where professionalism, enthusiasm, competence, and caring forsoldiers is the accepted and expected behavior for each of your
commissioned and noncommissioned officers. Sincere, concerned
leadership will overcome many of the obstacles that confront
you and your chain of command.

These challenges are not simply academic nor is yourability to meet them. The 157th SIB (Mech) has been consid-
ered for relocation from First Army. For the unit to remain as
a fighting force in First Army, substantial improvement must be
made in the readiness of the brigade. I am committed to
keeping your command in First Army, but to do so, readiness
must be drastically improved.

Your challenge is to improve the readiness of the brigade
to at least CB. By September 30, 1989, at least three of thefive battalions must be at an overall C3 rating, or, regret-
tably, I will not be able to support retaining the 157th SIB
(Mech) in First Army. If necessary, appropriate action will beinitiated at the above indicated date to relocate the 157th SIB
(Mech) to a suitable location commensurate with combat read-
iness requirements.

Your challenges are many, but by setting goals and the
immediate establishment of a climate that reflects concerned
and caring leadership, I trust you will meet this challenge.



Be assured that my staff is available and ready to assist youin every way.

Sincerely,

f
JAMES E.'TH0 SON
Lieutenant General, U.S. Army
Commanding

CF:
General Palastra, CG FORSCOM
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