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COMPLETED STAFF WORK

i. ‘The doctrine of “completed steff work"' w11| be the doctrine of all HQ Staffs Firat Cdu Army -

S.T.

2. “Completed Staff Worh" is the study of a pmb[em and preaentat:on of a golution, by o ataff offr
in auch form that all that remaing to be done on the part of the head of the staff dwlamn or the com-
mander, is to indicate his approval or disapproval of the completed action. The words © ‘completed
action” are emphasized because the more difficult the problem ia the mare the tendency is to present
the problem to the chief in piece-meal fashion. - 161 is your duty as o staff offt to work out the details.
You should not consult your chiéf in the determination of those defails, no matter how perplexing they
may be. « You may and should consult other staff offrs. The produci; whether it involves the pro-
nouncement of a new policy or affects an established one, should when presented to the chief for n.ppmvu.l

or disapproval, be worlied ouf in ﬁmshed form.

3. The impulse which often comea to the mexpenenced staff offt to ask the chiof what to do, recurs
_more often when the problem is difficult. It is accompenied by a feeling of mental frustration, It
ia 8o eaay to ask the chief what to do, and it appears so easy if you do not know your job. It is your
job to advise your ¢hief what he ouoht to.do, not to ask him what you ought to do. | He needs answers,
not questions, Your job is to atudy, write, restudy and rewrite until you have evolved o single pro-
posed actwn——the best one of all you have conmdered Your .chief merely approveés or disapproves.

4. Do not worry your chief with Iong expla,na.tlons and memoranda. Writing a memora.udum to
your chief does not: conatitute completed staff work, but writing a memarandum for your chief to
send to someone else does. _ Your views should be placed before him in finished form so that he can
malke them his views simply by signing his name. *_In most instances, completed steff work results
in a single document prepared for the algnature of the chief, without accompenying comment.. .Xf the

proyer resnlt is reached, the chief will uaual!y recognize it at once. If he wants comment or expla.na— )

tion, he will agic for it. , ; " o

5. The theory ef completed staff wurk does not preclude 2 “'rough’ dm a hut the rough dra.f!; miist
not be a half-balted idea. It must be completed in every-respect except 'that it lncks the requisite
number of copies and need nat be neat. - But a’rough draft must; not he uaed a8 an excuse for aluft.mg

to the chief the burden of formulatmg the action.
‘6. The “completed staff work" theory may result in more work for the ataff officer, but it results'in
more freedom for the chief. This is as it should hké, “Further; it accomphahes two tlungs
(o} The chief is protected from ha1f~baked ideas, voluminous’ memoranda and immature oral
presentations.
{b) ‘Fhe staff officer who has 2 teal ided to sell is , énabled mora readlly to find o market:

7. When you have finished your “‘completed ataff work” the final teat is this: -
If you were the chief would you be willing to- sign the paper you have prepared and stake
your professicnal reputation on’its being right ?
If the answer in in the negative, tale it back and work it over because it is not yet “‘completed

utaff work™.
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