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Bravo Bushmasters in Taliyah
Subjects: Managing Expectations, Leading Change

It is April 15th, 2003, two weeks after coalition forces liberated Baghdad from the Baath Party and Saddam’s regime.  Your Mechanized Infantry Company, B/1-41 “Bushmasters” from Fort Riley Kansas, was an integral part of the initial attack, but now has a different role.  Your company is the provisional security/military force assigned the area of responsibility (AOR) of Taliyah, a town of 15,000 people about 50 km south of Baghdad along Highway Eight.  You have no idea how long your unit will be in Taliyah, but you are hoping to get everyone home in the next two months since you won the fight (that is a tough expectation to manage!), though you have heard no solid information of redeployment or unit movement dates.  Also, your company has no significant attachments.  Your division headquarters (which is based in Baghdad) has medical, construction engineering, and transportation battalions attached but you assume they are heavily engaged already.  You have various solders’ in your company with different skills in your unit from prior jobs before they joined the military, but not sure how much is talk and how much would actually be useful.

Within 48 hours you had your lieutenants identify the town leaders as best they could and arrange a meeting.  Thankfully, one of your lieutenants showed some of that legendary Bushmaster initiative and arranged for you to have a semi-permanent translator with an educated local he met that day, Mr. Naddam (an English Teacher), who when offered $10/day, took the job immediately.  You have your lieutenants and translator arrange an initial meeting with the town leaders for the following day.
The First Meeting (the Players)

Your convoy of combat HMMWVs and Bradley Fighting Vehicles looked impressive as you arrived at the Iraqi town-hall type building.  After you walked in and exchanged initials greetings with who you assumed were the local leaders, your translator introduced you as a captain, which invoked an immediate look of disappointment from the locals.  You say good afternoon in broken Arabic, then through your translator, you tell them you are just trying to feel things out today and plan on setting up a problem-solving meeting for 48 hours from now when you say you will start addressing issues.  After calming their initial disappointment you figure out you have the following four major players present and about ten minor players:


Tribe Chief A, Mr. Mohommad


Tribe Chief B, Mr. Radi


Tribe Chief C, Mr. Yusef


Town Electrician who ran the town substation, Mr. Jabar


Even though you told them you didn’t want to get into non-life and death issues today, they insisted on speaking their minds, which ended up being mostly towards each other.  You also got the impression that the local leaders had some long-running quarrels that were playing out into their in-fighting over what were the biggest priorities for the town, who was willing to commit to what, and what areas of town should be addressed first.  You do get them to quiet down for long enough to ask if they have a mayor or city council or county commission type governing organization and Mr. Radi tells you they used to but they were all Baath Party members, many of who have left the town.  Mr. Yusef, seems like he knows a lot about how it was organized- though he has been talking quite a bit about everything else, too.

 
 You remember you have the daily battalion net-call to get to, so you graciously have your translator pass along farewells, re-confirm the location and time for the second meeting, and leave with an uneasy feeling.  As you drive back to your small base, you noted that things looked unexpectedly peaceful and realized that there have been no violent incidents towards your American forces during the seventy-two hours you have been in Taliyah.
The Second Meeting (the Issues)

The two days fly by and it is almost time for your second meeting.  This time you decide to bring your battalion commander with you, not to do the talking but as a sign of legitimacy and US support.  The meeting starts with you explaining that your company will garrison out of an impromptu base out of an abandoned bakery complex on the outskirts of town, and then you decide to ask them what is on their mind.  They excited speak (and argue with each other) for about two-hours and you have trouble getting a word in edgewise.  You try to write out the major issues you hear without sweating too much on the paper you are writing on.  At the end of the meeting- you have the following notes written down:

Medicine: They need medicine (just had Motrin) of all kinds.  (You remember your senior company medic (E-5) saying he treated a guy who came to the FOB gate with a major leg wound (saying it happened while he was working) two-days ago and then five people came with other wounds yesterday.)  The town has a local hospital that is supposedly out of almost all supplies and medicines. Tribe Chief A, Mr. Mohommadi spent the most time arguing that is was the most important issue that the Americans should fix.


Fresh Water:  The city’s fresh water supply is non-operational (electricity was out due to lack of parts in the major generation facility outside of town, therefore Taliyah couldn’t run the water pumps that fed the in-tact freshwater pipeline from Hillah, the major town to the north).   The locals said the pumps are down (several of the major gaskets on both the engine and pumping mechanism have deteriorated) but might be able to be repaired.  The town didn’t have freshwater plant/source.  25% of the homes have infrastructure to received the water when pumped.  The town was using bottled water currently or drinking from untreated sources. Tribe Chief C, Mr. Yusef and Town Electrician, Mr. Jabar spent the most time pointing out that this should be the American’s most important priority.

Food Distribution:  The Baath Party Government used to bring food to Taliyah once a month (flour, sugar, rice, beans, tea, etc) and all except the most affluent locals would use their government issued ration card to secure their dry-food needs for the month.  The last delivery came over a month ago. Tribe Chief B, Mr. Radi spent the most time arguing that is was the most important issue that the Americans should fix.


Local Security:  In the last week there have been several Iraqi-to-Iraqi car-jackings.  They want you to help them establish a new police force (the old police were all Baath Party people who have fled).  They say they need 150 AK-47s and  help patrolling from your soldiers. Tribe Chiefs B&C, Mr. Radi and Mr. Yusef, spend a good bit of energy arguing for this being the American’s responsibility to get going right away.


You had a headache at the start of the meeting that you attributed to minor dehydration and heat (it was 108 degrees that day), but as you said your goodbyes without yet committing to anything, your headache was reaching cataclysmic proportions.  You were with it enough to schedule a third meeting with the same people 24 hours from then, when you would begin addressing the issues.

After downing two liters of Gatorade and checking on your soldiers, you lead a small mounted patrol through the town, observing everything you could, stopping to talk to locals every few blocks, and trying to measure the general attitude and initiative of the average local of working age.  You sense very low initiative throughout the town, but you had the discomforting feeling that maybe you would be the same way if your society had been ruled by totalitarian regime for 25 years in which:
· People paid no income taxes

· Water was provided free of charge from govt.

· Electricity was provided free of charge from govt.

· Gasoline cost $0.18/gallon
Bushmaster Capability Assessment


When you get back to your base on the outskirts of town, you evaluate what capabilities you have in your company to help in the areas requested:

Basics:  Your company has about 125 soldiers, including three mechanized infantry platoons, a mortar section, a medic section.  You have 14 Bradley Fighting Vehicles and 6 HMMWVs.  

You have the following non-combat troops and equipment attached: 3 x 2.5 ton cargo trucks (can carry 12 personnel or cargo).  You think that they are only ½ used currently for security around town.

Medical: You have your company aid team (aka “Band Aids”)- an SGT Alexander is your senior medic and is actually the best medic you have ever known in the Army, and four PFCs work for him that have various skills.  They have some basic medications (penicillin, IVs, antibiotics, pain medication, etc) and have access to the CASH (hospital in Baghdad)- where they now make medical log-pacs twice a week.

Maintenance: You have a company maintenance section (aka “Trained Killers”) of 14 soldiers including five NCOs and nine junior enlisted.  SSG Ragay is your maintenance chief.  Ragay’s team has mechanics tools, welding trailer, fabrication kits (including metal and seals), miscellaneous parts, generators, and a bunch of ingenuity.
Mess (food): You have a mobile kitchen and a mess section, SGT McCulloh is your “mess daddy” and he has three cooks (junior enlisted food service specialists).  He is currently serving you one hot meal a day (dinner), supplied from a weekly log-pac from the Baghdad area.  The other two of your meals are MREs.  McCulloh and your Supply Sergeant, CPL Hofer, ensure to acquire four liters of bottled water a day for your soldiers.
As the company commander, you have really tried to get to know your soldiers- especially since you have been deployed.   You get with your LTs and together you identify the following additional skills in your company:
SGT Bertram (Team Ldr, 2nd Plt): worked as a city electrician in Chicago prior to enlisting
PFC Smith (2nd Plt): was a sergeant in a city police force prior to enlisting
SFC Thomas (1st PSG): is an ordained minister
1LT Johnson (XO): his mother served as a mayor of a small city in Arizona and he worked for her office when in High School during the summers.

SPC Williams (HQ Section, Communications Specialist): was a senior carpenter before the Army
Your Decision

In less than 24 hours, you would meet with the town leaders again, this time to respond to their expectations.  Your battalion commander won’t be with you, either.  You felt like you have to tell the locals something, this will be your third meeting with them and you don’t think their problems have gotten better.  One small consolation to your frustration was your supply sergeant’s church had sent him 300 Beanie-Babies in the mail that he just received, and you knew there was a local orphanage that would love them.


You tell your 1SG everything you know about the situation and ask him what you should tell the locals.  He looks at you, smiles that sly smile of his, and tells you, “Sir, this one is all yours; this is why you get paid the big bucks.” 
*Copyright 2005, Dept of Behavioral Sciences and Leadership, United States Military Academy at West Point, NY 10996.   The case is based on a true story, though the names and some facts have been changed to highlight the issues of Leading Change and Managing Expectations.
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Gore pushes mission, sets 1-year time frame
In a preview of President Clinton’s national appeal for sending U.S. troops to Bosnia, Vice President Gore said the administration will make its case and answer congressional and public concerns. 

"We believe the mission is limited and achievable within approximately a year," Gore said in an interview. 

Within a year, hostile "forces will be separated, the borders will be marked, elections will be organized and held, police forces will be established in each of the separate entities," he said. "And the balance of power will be created between the (Bosnia) federation and the (rebel) Bosnian Serbs." Gore was giving hurriedly arranged interviews as the White House sought to keep momentum going after Tuesday’s initialing of a tentative peace agreement. 

On Monday night, Clinton makes a television address to sell the public - which recent polls find evenly divided - on the proposed U.S. military peacekeeping role in Bosnia. 

As Congress prepares for hearings next week, House Speaker Newt Gingrich and Senate Majority Leader Bob Dole have both said they’ll withhold judgment until the president makes his case. Gore said on Wednesday that the United States has a national interest "in trying to avoid the kind of ethnic slaughter that the people of Bosnia have endured for four years." "I can’t over-emphasize the humanitarian and moral argument," he said. 

Acknowledging the likelihood of some U.S. casualties, the administration insists that engaging in a peacekeeping role now could avoid a broader war that certainly would draw U.S. troops into combat. 

Members of Congress are skeptical as to why U.S. troops are needed, and they are worried about the risks. 

Gore said answers to those questions are in the peace agreement and the rules under which the U.S.-led NATO force would operate. 

Will U.S. forces be constrained like those of the United Nations, whose peacekeepers were bullied? "The rules of engagement, for example, will be completely and totally different than the ones that we saw with the U.N. forces. Any provocation or intent to threaten the NATO force will be met with overwhelming force and the destruction . . . of any who attack it," Gore said. 

The United Nations "won’t have a say . . . won’t have any control of the mission," he said. 

The administration, in the coming days, will be stressing that the troops will be under NATO and/or U.S. control, unlike the often confusing arrangement that governed conditions in Bosnia during the past four years. 

Is the mission peacekeeping or, as some in Congress charge, peacemaking? "It’s peacekeeping that will also involve enforcement of the agreement," Gore said. 

Might this pact lead to "mission creep," as happened in Somalia, where the military’s role expanded over time to help shape the government? "No," Gore said, that will be left to a separate European- led initiative. "NATO will, however, be empowered to stop acts of violence in (its) immediate vicinity. If, for example, some returning refugees were threatened with violence in the vicinity of the NATO troops, the troops would respond." Why can’t the United States, which already supplies air power and command for the Bosnian theater, rely on the European allies? "It would be nice if Europe would do this on its own," he said. "The sad truth is that there are a lot of problems in the world which would not yield a solution without American leadership." In a letter to Clinton, Rep. Ike Skelton, D-Mo., said Clinton also must explain how the United States will retain a neutral stance between the belligerents if, at the same time, it is helping the Bosnian army build an adequate defense. 

He said Somalia, where 18 U.S. troops died in a firefight, and the 1983 bombing of the U.S. Marines barracks in Beirut, Lebanon, in which more than 200 were killed, were examples of well-intentioned Americans becoming targets. 

"The safety of our American troops is always paramount," Skelton said. 

By Bill Nichols, USA TODAY 
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President Bush on the flight deck of the USS Abraham Lincoln 




ABOARD THE USS ABRAHAM LINCOLN (CNN) -- The following is an unedited transcript of President Bush's historic speech from the flight deck of the USS Lincoln, during which he declared an end to major combat in Iraq: 

Thank you. Thank you all very much. 

Admiral Kelly, Captain Card, officers and sailors of the USS Abraham Lincoln, my fellow Americans, major combat operations in Iraq have ended. In the battle of Iraq, the United States and our allies have prevailed. 

And now our coalition is engaged in securing and reconstructing that country. 

In this battle, we have fought for the cause of liberty and for the peace of the world. Our nation and our coalition are proud of this accomplishment, yet it is you, the members of the United States military, who achieved it. Your courage, your willingness to face danger for your country and for each other made this day possible. 

Because of you our nation is more secure. Because of you the tyrant has fallen and Iraq is free. 

Operation Iraqi Freedom was carried out with a combination of precision and speed and boldness the enemy did not expect and the world had not seen before. 

From distant bases or ships at sea, we sent planes and missiles that could destroy an enemy division or strike a single bunker. Marines and soldiers charged to Baghdad across 350 miles of hostile ground in one of the swiftest advances of heavy arms in history. 

You have shown the world the skill and the might of the American armed forces. 

This nation thanks all of the members of our coalition who joined in a noble cause. We thank the armed forces of the United Kingdom, Australia and Poland who shared in the hardships of war. We thank all of the citizens of Iraq who welcomed our troops and joined in the liberation of their own country. 

And tonight, I have a special word for Secretary Rumsfeld, for General Franks and for all the men and women who wear the uniform of the United States: America is grateful for a job well done. 

The character of our military through history, the daring of Normandy, the fierce courage of Iwo Jima, the decency and idealism that turned enemies into allies is fully present in this generation. 

When Iraqi civilians looked into the faces of our service men and women, they saw strength and kindness and good will. When I look at the members of the United States military, I see the best of our country and I am honored to be your commander in chief. 

In the images of fallen statues we have witnessed the arrival of a new era. For a hundred of years of war, culminating in the nuclear age, military technology was designed and deployed to inflict casualties on an ever-growing scale. 

In defeating Nazi Germany and Imperial Japan, Allied forces destroyed entire cities, while enemy leaders who started the conflict were safe until the final days. Military power was used to end a regime by breaking a nation. 

Today we have the greater power to free a nation by breaking a dangerous and aggressive regime. 

With new tactics and precision weapons, we can achieve military objectives without directing violence against civilians. 

No device of man can remove the tragedy from war, yet it is a great advance when the guilty have far more to fear from war than the innocent. 

In the images of celebrating Iraqis we have also seen the ageless appeal of human freedom. Decades of lies and intimidation could not make the Iraqi people love their oppressors or desire their own enslavement. 

Men and women in every culture need liberty like they need food and water and air. Everywhere that freedom arrives, humanity rejoices and everywhere that freedom stirs, let tyrants fear. 

We have difficult work to do in Iraq. We're bringing order to parts of that country that remain dangerous. We're pursuing and finding leaders of the old regime who will be held to account for their crimes. We've begun the search for hidden chemical and biological weapons, and already know of hundreds of sites that will be investigated. 

We are helping to rebuild Iraq where the dictator built palaces for himself instead of hospitals and schools. 

And we will stand with the new leaders of Iraq as they establish a government of, by and for the Iraqi people. 

The transition from dictatorship to democracy will take time, but it is worth every effort. Our coalition will stay until our work is done and then we will leave and we will leave behind a free Iraq. 

The battle of Iraq is one victory in a war on terror that began on September the 11th, 2001 and still goes on. 

That terrible morning, 19 evil men, the shock troops of a hateful ideology, gave America and the civilized world a glimpse of their ambitions. They imagined, in the words of one terrorist, that September the 11th would be the beginning of the end of America. 

By seeking to turn our cities into killing fields, terrorists and their allies believed that they could destroy this nation's resolve and force our retreat from the world. 

They have failed. 

In the battle of Afghanistan, we destroyed the Taliban, many terrorists and the camps where they trained. We continue to help the Afghan people lay roads, restore hospitals and educate all of their children. 

Yet we also have dangerous work to complete. As I speak, a special operations task force lead by the 82nd Airborne is on the trail of the terrorists and those who seek to undermine the free government of Afghanistan. 

America and our coalition will finish what we have begun. 

From Pakistan to the Philippines to the Horn of Africa, we are hunting down Al Qaida killers. 

Nineteen months ago I pledged that the terrorists would not escape the patient justice of the United States. And as of tonight nearly one half of Al Qaida's senior operatives have been captured or killed. 

The liberation of Iraq is a crucial advance in the campaign against terror. We have removed an ally of Al Qaida and cut off a source of terrorist funding. 

And this much is certain: No terrorist network will gain weapons of mass destruction from the Iraqi regime, because the regime is no more. 

In these 19 months that changed the world, our actions have been focused and deliberate and proportionate to the offense. We have not forgotten the victims of September the 11th, the last phone calls, the cold murder of children, the searches in the rubble. With those attacks, the terrorists and their supporters declared war on the United States, and war is what they got. 

Our war against terror is proceeding according to the principles that I have made clear to all. 

Any person involved in committing or planning terrorist attacks against the American people becomes an enemy of this country and a target of American justice. 

Any person, organization or government that supports, protects or harbors terrorists is complicit in the murder of the innocent and equally guilty of terrorist crimes. Any outlaw regime that has ties to terrorist groups and seeks or possesses weapons of mass destruction is a grave danger to the civilized world and will be confronted. 

And anyone in the world, including the Arab world, who works and sacrifices for freedom has a loyal friend in the United States of America. 

Our commitment to liberty is America's tradition, declared at our founding, affirmed in Franklin Roosevelt's Four Freedoms, asserted in the Truman Doctrine and in Ronald Reagan's challenge to an evil empire. 

We are committed to freedom in Afghanistan, Iraq and in a peaceful Palestine. 

The advance of freedom is the surest strategy to undermine the appeal of terror in the world. Where freedom takes hold, hatred gives way to hope. 

When freedom takes hold, men and women turn to the peaceful pursuit of a better life. 

American values and American interests lead in the same direction. We stand for human liberty. 

The United States upholds these principles of security and freedom in many ways: with all of the tools of diplomacy, law enforcement, intelligence and finance. 

We are working with a broad coalition of nations that understand the threat and our shared responsibility to meet it. 

The use of force has been and remains our last resort. Yet all can know, friend and foe alike, that our nation has a mission: We will answer threats to our security, and we will defend the peace. 

Our mission continues. Al Qaida is wounded, not destroyed. The scattered cells of the terrorist network still operate in many nations and we know from daily intelligence that they continue to plot against free people. The proliferation of deadly weapons remains a serious danger. 

The enemies of freedom are not idle, and neither are we. Our government has taken unprecedented measures to defend the homeland and we will continue to hunt down the enemy before he can strike. 

The war on terror is not over, yet it is not endless. We do not know the day of final victory, but we have seen the turning of the tide. 

No act of the terrorists will change our purpose, or weaken our resolve, or alter their fate. Their cause is lost; free nations will press on to victory. 

Other nations in history have fought in foreign lands and remained to occupy and exploit. Americans, following a battle, want nothing more than to return home. And that is your direction tonight. 

After service in the Afghan and Iraqi theaters of war, after 100,000 miles on the longest carrier deployment in recent history, you are homeward bound. 

Some of you will see new family members for the first time; 150 babies were born while their fathers were on the Lincoln. Your families are proud of you, and your nation will welcome you. 

We are mindful as well that some good men and women are not making the journey home. One of those who fell, Corporal Jason Mileo, spoke to his parents five days before his death. Jason's father said, "He called us from the center of Baghdad, not to brag but to tell us he loved us. Our son was a soldier." 

Every name, every life is a loss to our military, to our nation and to the loved ones who grieve. There is no homecoming for these families. Yet we pray in God's time their reunion will come. 

Those we lost were last seen on duty. 

Their final act on this Earth was to fight a great evil and bring liberty to others. 

All of you, all in this generation of our military, have taken up the highest calling of history: You were defending your country and protecting the innocent from harm. 

And wherever you go, you carry a message of hope, a message that is ancient and ever new. In the words of the prophet Isaiah, "To the captives, come out; and to those in darkness, be free." 

Thank you for serving our country and our cause. 

May God bless you all. And may God continue to bless America. 
United States Military Academy				   SS490-01A
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