
• 

Q;f:°i.Ail~:VMENT OF THE ARMY 
U.$.. ARMV C:OMM4NQ ANO GENERAL STAFF COLL EGE 

fORT li,E4Vp,w01111i, KANSAS 66027 

ATZL -SWI 20 January 198$ 

MBIORA~DUM FOR GENERAL ~IERRITI 

SUBJ ECT: Ghosts 

1 . The purpose of this memo is t o fol l ow up on our conversation regar ding 
a ghost for you. As you know I favor this. I have spoken ~ith a coupl e 
of "former ghost s " and this memo reflects t heir t houghts on t he subject 
as well. That is why i t is choppy. 

2. What He Is: 

--Maj /LTC (not a Colonel ), CGSC Grad , Adv degree in l iber·a1 
(History , Pol Sci, Engl ish , Philosophy, Journal ism, etc.) . Not 
sere~ the quantoids , full speed ahead . 

arts 
a technocrat--

• 

--Literate man who appreciat es the fact that words are important . 

--Self confident--good sel f i mage . 

--Possesses an inquir i ng mind--good world view. 

- -Speaks a for eign language . He cannot be ethnocentric . 

--Sense of humor, t actful, and sensiti ve . If he doesn't genuinely l i ke 
people it will show and he'll be a drag . 

·--Very small ego--he is your alter and can't have one of his own . 

--Secure--mature . Not an old grouch, but clearly satisfied with his 
lot i n life and generally with his amy. 

--Hard worker--bit~se, but not tense. If he can't relax, kill him. 

--Has intel lectual courage--occasionally the Nay Sayer if he's worth 
a d·amn . He must know how to be constructively ct'itical. 

• 
--One who anticipates well (S.L.A. Marshall, "Success in Co111111and is 

90\ anticipation arid 10, luck"). . ' . 
' 
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· -Knows the bas1· f • • cs o Joint and combined arms war . 

-- He shoul d pr obably be an ar tilleryman . ( I can't be lieve I sa i d that .) 

3 . \\"hat He Does: 

. - - W~rks di rectly for you (Specia l Assistant) . Not an aide--ever. The 
~irst time . someone on the st aff gives him something to do, kick t hat guy 
1n t he gro1n- -the word will get out . 

• 
- -Has no routine admin funct ions (none--period) . 

- -Makes your mind (thoughts ) an obj ect of his dai ly study . 

- -Tracks down ideas . 

- -Tells you what!:!_ t hinks as opposed to what he t hinks you t h i nk . 

- -Serves only 2 constituents: you and the US Army--hopef ul ly never having 
to choos e between them. 

- -Has free re i gn t o roam the command, attend meet i ngs , ask quest ions , 
get i nformation. 

- - Cul t i vates expertise (seeks out the real subject matter pros) acr oss 
the command . 

. 
- - Picks and chooses t hi ngs of the moment to do for you--ultimately the 

key to the empty (would you believe half- empty?) in-box. 

--Al l his work goes directly to you wi thout intermediate -comment or 
del ay- -no forms, deci sion papers, etc . , he has "privileged" admin procedures 
wi th you . 

~- In t his paper hi m means hi m and not him, her, she, or it . 

4 . Caut ion : 

- -Short t erm requirements will always drive out long term thought and 
resear cH unless you are ruthless in protecting the ghost from dull, 
unimaginat ive crap. Let the staff do that. 

•- -There will be days when nothing comes ~ut of his pencil--reading, 
t hi nking, listening time--probably lots of days. 

- -Tenure is important . It will take a while for you two 
to really w<>rk t .h-i~gs out, w,en if you've known him before . 
ilve him timt to grow. Thats tough. 

(perhaps months) 
Be patient . 
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must 
feet 

be O)( (neat) to find him occas ionally sitting 1n his c hair 
up on the desk reading . 

- -There must be a deliberate and consistent shar ing of ideas , views, 
focus , etc ., between y.ou. 

S . \\'hy Would He Do tt? 

--He likes that kind of work so he'll get higher leve ls of personal 
sat isfaction--way up there on old "What ' s his Name's" hierarchy of needs . 

• 

- - Power comes with access - -to you, to good ideas , to ot her senior 
of ficers and important l eaders. He will have it because of you . 

--He contributes to t he Army directly in ways that are not routine for 
an officer of his grade--sees results. 

- -He travels (should have blanket travel orders); he should get plenty 
of chances to go to important pl-aces with you and for you . 

-
--He gets good reports from you and is occasional ly mentioned in dis-

patches . 

6. Be glad to discuss this anytime . 

Colonel, Armor 
Director, Combat Studies Institute 

CF: General Saint 
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