
Embracing Change: 

Reflections From the Chief of Engineers 


By Lieutenant  Genera l  A r t h u r  E. Will iams 

S ince I expect lo retire soon-
after more than 33 years in the 
Army-th editor of ENGI-

NI3I4R asked me to u~rite a n  article 
that s p e a k  directly to Army engi- 
neers, both military a n d  ciuilian. 
"Kind of a heart-to-heart chat ouer a 
cup of coffee,"she said, to discuss 
issues I consider important a n d  to 
pass on aduice based on mv Armv 
experiences. I gladly accep;ed the 
offer, so let me giue it a shot. 

Pride and Enjoyment 

A	s I reflect on what I've en-
joyed about my career, the  
common thread is the  satis- 

faction of working with great people. 
I've enjoyed their professionalism, 
selfless service, dedication, and car-
ing. I've enjoyed watching them 
develop individually and as  teams. 
I've enjoyed celebrating their accom- 
plishments in producing services and 
executing tough missions. 

I'm extremely proud of the  engi- 
neer family, which includes the active 
and reserve components, military per- 
sonnel and civilians, the  U.S. Army 
Corps of Engineers (USACE), the U.S. 
Army Engineer Center and Fort 
Leonard Wood, engineer troop units, 
the public works teams, and those 
people working engineer actions on 
Army joint and combined staffs. 
Regardless of what part of the engi- 
neer family a person hails from, each 
is important t o  the success of the 

overall mission. 
If I had to leave just one piece of 

advice with the Army engineer fam- 
ily. I'd tell you to continue to be the  
professionals you've always been; con- 
tinue to be dedicated to providing 
quality, selfless service to the nation: 
and take time to have some fun along 
the way! 

Mentoring 

A lthough I've never been the 
recipient of a formal mentor- 
ing program, there were many 

peopl~ whose leadership styles I 
watched during the years. And I 
learned a lot from each of them. In 
most cases, the people I respected were 
not aware that I was watching them. 

One person 1 admired in particular 
was Major General Ernie Edgar, who 
was my battalion commander in Viet-
nam. As he approached retirement. I 
told him, "Whether you realize it or not. 
Ernie, you've been my mentor for many 
years." Major General Edgar replied, 
"Although you didn't realize it, 1 was 
trying to be a good mentor for you." 

I've also learned a great deal from 
our noncommissioned officer (NCO) 
corps. No other army comes close to 
having an NCO corps as strong as 
ours. Although I've had the honor of 
serving with many outstanding NCOs, 
I'd like to mention two of them. One I 
served with at the beginning of my 
career and the other in my current 
(and final) active duty assignment. 

When I was a captain, the Army sent 
me straight from Germany to Vietnam. 
In Germany 1 had been a company com- 
mander, and when I joined the 87th 
Engineer Battalion in Vietnam, I asked 
to be a mmpany commander again. My 
request was approved, and I was 
assigned to Bravo Company. 

The Bravo Company first ser-
geant was Lindsey Bowers, and he 
was a model NCO. From him, 1 
learned the  importance of being 
technically competent, set t ing and 
maintaining high standards,  and 
looking out for the  welfare of sol- 
diers. He retired a s  a command ser- 
geant major. We've kept in touch. 
and he's been to all my promotion 
ceremonies since I became a briga-
dier general. He also at tended t h e  
change-of-command ceremony when 
I became Chief of Engineers. 

As I close out my Army career, I've 
had the pleasure of working for 
almost four years with Command Ser- 
geant Major James Skellion, the  
USACE Command Sergeant Major 
and the Sergeant Major of our Engi- 
neer Regiment. He's another model 
NCO and a leader for others to emu- 
late. Each day, Command Sergeant 
Major Skellion reinforced the  lessons 
Lindsey Bowers taught me many 
years ago. I have the utmost admira- 
tion and respect for Command Ser- 
geant Major Skellion. Our Army is 
strong today because of leaders like 
Command Sergeants Major Bowers 
and Skellion. 
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Advice to Leaders 

h a w  always been ~ r a t e t u l  to 
t h o s ~  who guided me during my 
rawer ,  and I'd like tc) pass on n m 

fr~-r. Iesannn I've learned a l o n ~  t,hr 
WRY.  T l l ~ r e  are four principles that 1 
hplipvp are vital fnr l ~ a d e r s  in the  for- 
rnativp y e ~ r s  of  their careers. 
'me first is fxaining. You must p t  

dE the frnining that's exp~&d of you to 
do t h ~  jnh. If YOU'W an ofricer in a t r m ~  
unit, you nerd t ~  seek out your strnng I 
NCOs and listen to t h ~ r n .  AR I said ear- 
1iprm OUT Army has a superh NCO corps. 
and thrv are a n  invaluable learning 
resource for ~ o u n ~  oflcers. 

Next, lenders need to h~ f l ex ih l~ .  
Don't stay in a cnmfort lane-try dif- 
ferent joha find new rhdlenges. You 
xlsn must he willing; tn move. .M~ving 
has always heen a way of life for sol- 
diets. and civilinn advancem~n t  
within the Corps is increasingly tipd b 

task is t.o lead t h ~ i r  organieation in tn 
t h ~  I u t u r ~ .  

As part of their future focus. senlor 
leaders m ~ d  to p r e p r e  for their next 
ansignment. The preparation For 
future ns.cignments IS not for selr- 
s ~ r v i n g  purpo.s~s. l n s t ~ a d ,  ~t is based 

, on the € u n d n m ~ n t a I  issup or  what pm- 

yourself tn integrating civilinns in to  
planning ~ f f n ~ t s  From t h ~  h ~ g i n n ~ n e .  
Trust is t h ~  key and good, two-u"ay 
rnmmlanicatifln is n ~ ~ f k d  to h~l l ld  thp 
reqtljsite trust h ~ t w e ~ n  military pPr- 
sonnel antlriviliana. 

Given the  size of todxv's Armr,  WP 

can't EO it alnne with strictly military 

this is an mea where we our 
e V ~ n @ n c e  for the b e n ~ f i t  of the Army 
"nd the natlnn. 

Disaster Operations 

I havp R J W U ~ S  heen proud of how 
the Corps o f  Engineers, hot11 
military ancl civilian, responds 

to C ~ I M S ~ P ~ S ~ V P R ~  a f t ~ r  yefir. W h ~ t h ~ r  
it':: a flood, an earthilu~ke. nr a hurri- 
caw,  we always get more volunteers 
thnn WP can use trr assist in disaster 
relief. These volunteers t ~spond  with 
all the expert is^ and prnfes~ionalisrn 

heing willing to mme. What~ver joh and effertlveness. We l i v p  in a 
ynu nre assigned, d n  the very hest you world which produces reams of 

fesstnnal development needs to w c ~ r  forces. WP never h n v ~  in the past, 
now to be reativ to better senv the  W P ' V ~  ~ l w a v 4  had rivilians suppartiny 
Corps and  the Army in the future. 1 mi l i t ap  nperatinns in various ways. 

fn  this ypcmd, en~ inee r s  n ~ p r l  tn Granted. we've not had as many ribI- 
puratre joint nss ipmen t s .  Some pea- Ian!: involved in mil itnr~ np~rn t ions  in I 

can, and do not be overlv roncerned 

p l ~  nvnid joint a~signrnents. 3 consider 
t h ~ s  a rnjstake h ~ c a u s e  ~ o l n t  ~ssim- 
merits will not FO away. If anything. 
thay'lt pmhahly InCrPasP. J tan f t  imag- 
 in^ the Corps or thp Armv Pver exe- 
cuting nn operation that i s  not at ]past 
joint ;md probably comhin~d. 

srnior leadcrs must know 
how to harness a\,aiJahle and emerg- 
ing technology a n d  know how to 
leVerilRP technoloEy tfl increase effi. 

instant ,l,t,, Senlor lparlets milst 

make sure they are trained to do 
their jot, and your  r~spnns ih i l j t~ l  tn 
look nut for their welfare. 

the past. hut civilians alwnvs 
thprp. we need to ~ m h r a c ~  thp 

trend toward Dexter  c i v l l i ~ n l z a t i n n  of 
military nvprations and f i ~ r e  o u t  

'0 make it work Civilians arp a 
P O M ~ ~ ~ V P  addition our military 
~nrleavors and ~ s e ~ n t i a l  tn S ~ I C F P A P ~ L I I I ~  
~ccomplishing o u r  missions. 

, 
0 " ~  last thought on this subject. 

M~llt"~-~'c"Ji]ian operations are n0t.h. 
 in^ new for t he  Corps Kngjnppm* 

ahnut m ~ k i n g  an honest mistake. 1 knna what data to tap into. how tn 

Civilians in Military 
operations 

Third, as Lindsey Rowers t ~ u ~ h t  
me, i~adem milfit and m ~ n t a j n  
h ~ g h  standards. This a p p l ~ e s  not nnly 
in yovnllr s u h o r d i n a t ~ s  hut alsn to your- 
self. 

Finnlly. I ~ a d e r s  must  take cRre of 
t h ~  people ~ntrusted to t h e m .  
W h ~ t h e r  you're a platoon leader. a 
r ~ ~ i d e n t  ~ng inser ,  or 8 staff of f ic~r ,  
you a r p  responsible fnr the lives nf 
penpl~ ,  Et is vour r~aponsihllitv tn  

you'd e x p ~ c t ,  hut what's r ~ a l l v  notrcp- 
able is t h ~ i r  caring attitude and pPr- 
sonal d ~ d i c ~ t i o n  to h ~ l p i n g  the  

quickly port  ~ t ,  and how tn use that 
data ~FFectiv~lv to make Faster and 
hpttpr decisions, 

F~nnIly, a must For every on^--but 
especia l l~  for senior leaders-is the  
.bilIt?, to cammunjcntp both vpr- 

I bally and in writing, yo matter hnw 
jn,jivjdual is. thp inability 

erMtively rnmmunjratp under- 
mInPS his p~ctivPnPss.  

victims, 
ovFtr t h e  I've spFn the 

results of many disasters Sirst-hand. 
In  very instante, I cannot begin to 
express how proud 1 have been of the  
Corps &am. In the  last. four ypnss, For 
example. the Corps played n major 
role in the aftermath of hurricanes 
Andrew. Iniki, Opal. and Marilyn. 
The Corps t .mk part in the  recnvprv 
from the h s  Sin~eles earthqunke and 
the record XZidw~st floods nf 1993 and 
1994. And it prov~ded  t ~ c h n i c a l  nssls- 
tance in the wake o l  t h ~  trnfic hnmh- 
inert of the World Trade C e n t ~ r  and 
the Murrah Federal Huildinp in Okla- 
homa City. 

I t  i s  impossible to predict when or 

T h e s ~  principIes apply tn neninr 
leadprs as well, b u t  I would add a FPW 
thoughts Tor them.  Senior IeacIers 
need ~o s~cognize that change i~ nec- 
Pssar;v and will crrntinue, They need 
to ernhrace ~ h n n g e  ant1 be a champion 
of chanpy where c h a n g ~  is appmpri- 
atp. I a m  not talking ahout chanap for 
t h p  sake of change; I am talking 
about change t ha t  improves an 
organization's abilitv to executp its 
mission. 

Seninr leaders m u s t  have a hroad 
perspective nn what the Corps and 
the Army are ahorrt-particularly in 
t h ~ s e  cha l l~ng ing  times. S ~ n i o r  lend- 

E a r l j ~ r  1 mentioned the i w u e  o f  
chnnae. One tha t  we  AT^ 

h ~ ~ n n r n g  to sep the trend 
to~vard more r i v i l i ~ n s  in areas of oper- 
atlnns. This includes both Depwt- 
m ~ n t  of  Defense civilians ~ n d  pnuate 
contractors. Our  recent experiences in 
Somalia. Rwanda. and Haiti and our 
ongoing operations in Bosnia illus- 
trate the increasing presence of  civil- 
ians in military np~ra t i ons ,  I'm sure 
this  trend will continue, and we'll 
probahlv see an ever-increasin~ level 
of support that  civilians provide. 

I 
Combining military nnd eisilim 1 

ers n e ~ d  to deal with current issues, capahi l i t i~s  requires a team effort find 
hut  prohahky their mest  importruzt a positive approach. You mus t  tommlt  



where t h e  next disaster  will occur. mand provided outstanding service to Army's engineers have clearly and 
hut  the  fact t h a t  our people provide stability and support operations in consistently demonstrated their  
superb service to the  nation during Somalia. Rwanda. Haiti, and cur- value to t h e  nation. 
disasters is part. of t h e  reason t h e  rently in Bosnia. Some of those opera- The  engineer troop units  (active 
Federal Emergency Management tions were humanitarian, some were duty, reserves, and National Guard) 
Agency (FEMA) frequently calls on peacekeeping, and some were nation- a r e  a vital par t  of our team.  These 
the  Corps. assistance. In addition, USACE did engineer soldiers a r e  well-trained, 

Of course, there's also a statutory work for 91 other countries during the  highly motivated, and professional. 
reason for why FEMA calls on us. past  12 months, and our people were Right now many of these soldiers a re  
Under t h e  Stafford Act, FEMA is on t h e  ground in 70 of those countries. in Bosnia. As the  NATO Implenrenta- 
responsible for the  Federal Response This is another example of the  tion Force (IFOR) moved into Bosnia, 
Plan. The  Corps i s  one of 26 federal responsive. quality service t h a t  we we watched engineer bridging opera- 
agencies in t h a t  act  with disaster-

can provide the nation across the  tions on the  Sava River via CNN. I t  
assistance responsibilities. But  when 

operational continuum from peace, to was a challenging mission, and  I was  
FEMA calls on t h e  Corps during 

stability and support operations, to extremely proud of our  soldiers a s  
disasters, they know our people will they went about accomplishing their 
be responsive and get the job done! war. 

mission. 

0 

1 Perhaps the best testimonial to the  
Stability and Support Contributions to the I quality of the Army's engineer sol-

Operations Nation diers came From local Bosnians a s  
they watched the Sava bridging opera- 

u r  response to disasters also 

Throughout my career, I ' V ~  seen tions. The people who live i n  the  area 
shows why USACE is ideally the many significant contribu- were amazed; first, t ha t  anyone would 
suited to render assistance in tions the  Corps of Engineers at tempt to bridge the  Sava  in winter; 

stability and support ope ra t i ons the  ha s  rnade to the  nation. These contri- and second, t ha t  we would a t tempt  it 
new term for operations other than war. butions a r e  the  result of our superb during flood conditions. Their consen- 
Our command has a wide range of capa- people. sus  was t ha t  "only the American 
bilities, and some are unique capabilities Our  engineer troops a re  diversi- Army could accomplish such a feat." 
not found in industly or other federal fied, talented, and experienced. We Army engineers got the  job done 
agencies. These capabilities run the can put  together a team t h a t  can han- under difficult conditions, including 
gamut from engineering, to real estate dle whatever might he needed. We cold weather, mud,  floods, and  a time 
expertise, to contracting, to project man- truly have a world-class organization constraint with the  whole world 

agement, and to many others. t h a t  is called on time and again to watching. These soldiers were under 

In t h e  past  four years, th i s  com- handle tough missions, and the  tremendous pressure, bu t  they were 
well-trained. they were superbly led, 

they followed their  doctrine, and  
they accomplished t h e  mission. 
You find t h a t  throughout t h e  
Army's engineer units. 

I Reserves and National 
Guard 

Speaking of the  reserves and 
National Guard,  they com- 
prise about  72 percent of 

our total engineer strength. Con- 
sequently, they a r e  a vital par t  of 
our total engineer force, and I 
need to focus attention on reserve 
component issues. Brigadier Gen- 
eral Anthony R. Kropp, Assistant 
Chief of Engineers for Reserve 
Affairs, is helping me do tha t .  
When Brigadier General Kropp 
came on board i n  Sentember 1995. 

.c . '  ..: ' ...1 . . . . .  - - . . . 
. . . .  

-

. 
-- ....',, .- ] I charged him to be'auother s e t  of :~ 
. .-p p p  ~ 

A Corps o f  Engineers emergency worker a s s i s t s  a t  the  s c e n e  of a collapsed eyes and ears  for me, and  he ha s  

department  s tore  in Korea last year. done a n  excellent job. 

26 Engineer April 1996 



An M1 tank crosses a bridge built by engineers across the Sava River in Bosnia. 

y g r ~ a t e s t  rliallenge ns the 
WSACE r.ornniandrr has I 
h ~ e n  reafructuring the  corn - 

nint~rE. It has been a long. fru~trating. 

frustratinp hecause arp don't cnntrnl 
all t h ~  variahIcs involv~d.  

41.800 t o  about 39,300 c l l~r~ng  t h ?  
past rour p a r s ,  nnd further redur- 
ti0n.s will h~ reqirir~d. 

Taking evervthing into cnnsitler- 
ation. I think wp've d o n p  n great joh so 
rar in r e a t r ~ l c t ~ ~ r i n n ,  hut much rvork 
rprnains tn he done. Orrr t r l t i m n t ~  
restruct~~rjng R r e  to make sure 
that WP emerge wlth an ~f fe r t i v r  rrl-ga- 

Ele r ~ c ~ n t l y  hostpd n conf~rence fnr  ] Iivr in an ern nf ~ n l l t i n u ~ u : :  rhnngeTe. 
the cornrnnnders nf  t,he m ~ j o r  engi- I .so WP n e ~ d  l,n ~mhracc.  i t  and make it 
n e w  reserve romponent cnrnrnands. work for us. 

Rrs truc tur~n~  hn.r weighed heavily I 

The feedback 1 r e r ~ i v ~ r l  fmm t h ~  con- 
k r c n r ~  was exceIlent I'm stlre t h ~  
conf~rence 's  output  wilt benefit our 
Army as WP con ti nu^ tu wrestle with 
t h e  rn>rriad or issues confronting ok2r 
r e s ~ n v  cnrnpnnent enginper fnrces. 

on ~ v ~ s y h n d y  in t h e  comm:~nd, But I I 
have rrpnt ~ o n f i ~ l ~ n c e  in the p e o p l ~  of 
USACE, 1 know tha t  t h r o u ~ h  t h ~ i r  I 

Whatever we du in  t h ~  r e s t r r~ r t~~r -  
 in^ nrena. WP must maintain A 

fncils nn our custnmers. We're not in 
I ~ u ~ i n e s s  tn  sustain ours~lves; w e ' r ~  
here to prnvidr servlcp to o t h ~ r u ,  
l r n p r n v i r l ~  an alreatlv ~ t l ~ e r h  record of 

Restructuring 

IPS* sense of s~rvjce .  thev will deal 
w i t h  restructuring while continuing 

customer S P ~ V ~ C P  must h~ OUI. number nizxtinn and w i t l ~  quality peoplc whn 
one r ~ r ~ o r j t ~  and t h ~  t n u c h ~ t n l l ~  for all I can exerutp the rnrsaionp rntrusted 

to pmvlde t t ~ p  r e s p n n s i \ ~ ~  engineer- I 

r c n t r u r h ~ r i n ~  during t he  last six 
p a r a ,  I l l f f~r  the  rnljowing adv~rr:  

Firat. Pverynne must  r e x l i z ~  that 
restructuring i s  a rontir~untrs proc~ss 
a n d  will prnhnbly he with UY Tr~r 
crtl ite FL wllilp. A s  I snid  ~ a r l ~ e r ,  wr I 

Coupled with custnrner fnrus is I 
missinn exer~rtion. We must he con- 
cerned ahout how  inn^ a prrljrrt. takes. In Good Hands 
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thp qua l i t y  nf our pmduci, clur cost nf  I 
ngineers, hnth military nnrl 

r i o~ng  h u s ~ n p s s ,  nur performance indi- 
r~v i l inn .  h:tve h ~ c n  a vital pnrt catcra and st,nndnrds. and whether 

we're ljvinp u p  tn t h ~ m .  

Our i n t ~ n t  in  r ~ s t r u c t ~ r i n f i  i s  t n  
enhance hnth c u s t o m ~ r  senrice and 

or A m ~ s ~ c n ' s  Army fnr more 
tli:in 2111) years. T h ~ i r  contrih~ttions 

indelibly rrcorded in ollr na+ionns 
hiatov. btlnnF ftlur years ns 

rnlssion ererutinn. i f ' e 'r~  nnt only 1 Chir(nfEnEineers3 lure our   en^. 
l o o k i f l ~  at our nr~flninstinnnf stme- 1 n e w  hm i lY  continup that lpgncy 
turp but ~ l ~ o  recluctng our rnats of Stlrlprh, sprvirp+ atm pmud 
doing h1zxlnese and reviewing ortr 
~ U S ~ ~ P S G  prOCPSSPr. Many PrncPsx 
( ' h a n ~ ~ ~  h a v ~  already t ~ k e n  ~larpo 

have hpen part or the Corps familv fnr 
more than 3.7 yenys, 1 hnvP no 
douht that  our Ft i t u r~  is ~ n .  goori 

and others nrr an t ic ipn t~r l .  hands. 
There l ~ a v p  drendy been some s i p  ( k:.:ssayons! Hao-Ah! 

w 
niLcnnt nrganlentinnal changes. 
WP'VC: T P ~ L L C P ~  our divisinns rrnm 13 1 
to 1 1 ,  and wp're working on p l n l ~ n  t o  Liputcflflnt C ~ ~ c r ~ ~  Wil l i~ma 
F u r t h ~ r  i-pducp them to eight. Wp'vp 
r~duced nus work fnme frnm ahnut  

~ p r l ~ e r i  fls C h f p f  of E n ~ i n e p r s  
Since 19-92 




