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I uish to axpress !V sincere appreciation to Gol. Lindner, Gomand
ing Ofricer of the 2ad Battls Group, 23d Infantry, 24 Division, ahd his
stafi‘ for thoir assistanco and cooperatinn :I.n diseussing at. langth ‘thedir
- idess and problems 1n the fisld of dacentralization of authority,
_ The author has served for orver five years in 7.0, & E, infantry bat-
' -_'_talions and battle groups 1n positions varying :I:‘rom platoon leader and

- staff membar to rifle com)any commer af units under the triangular

| organizatlon and current R. O C.ID. organlzation. - '
| | The pomt of view axpressed in this paper is that of ‘the aut-hor -

not necessarily t.hat of tha United States Amy Infa.ntry Sc.hool or the |




 TNTRODUCTION

With the advent of the employment of ‘nuclear Weapons in warfare |
_ th:lrteen ‘,years ago, a new cra of. nilitary conccpts ‘was ‘oorn. The prob-
ab:_'l.ity of a future mjor war ‘being fought with tactical nuclaar wcapons

employed throughout the battlefield is indisputable. Creater and great-

o cr emhasis has baen placed on the necessity for dispersicn both lateral-

1y and in depth in order to sur\riva on the atomic battleﬁcld and on
 mobility and increased firepower of forces in order to wltimately gain |
.'victory over an- enemy who will prcbably be superior in mubera. No long-
er will we hava forcea so closaly grouped that tima and space w:lll allcw '
commanders to reach the sccme of critical action to dccisively control |
_ and inﬁucnce the results of an action. Individual initiative, cspaciai- s
ly on the part of ;junicr 1eadars, will ‘spell the difference of success or
fa:llurc of the unit in f‘ature comhat operations. |

| " This moncgraph ll’ill study dceentralizaticn ci’ anthcrity within the
battle group enphasizing t‘llo fialds The first field is the determin-

B aticn ci’ how this. decentralization will aid in the developmnt of i.nitia- _

tive a.nd ability to act in tha absence of orders a.mng subordimte leai- .
Tha second is the discussion of specific fields in Hhich dscentral—-
ization of authority can be best in@lemented in the curmnt- battle group. :
‘ The requiremnt for decentralizaticn of: authority exists at many
_echclona in the arwy toda;y, and pcints brought out in this discussion will |
often be equally q:plicable to higher and. lcwer echalons. Huwe'rer, the
main ccncern in this study tril]. be decentralization of au‘l:hority from the
. .. battlc grcup 1eve1 to the compa.n;y' level _ _
Reference may be made t-o Annex A for a smry of the interview with

Lt Gol. Hicke, Laadcrship Gcmuittae, The School Brigade, United States
_Infantry School, Fort Bennirg, Gem-gia.



DISCUSSION.

Decentralization of authority within the battle gz-'oupA in ordér t_o"
be successfui, must devélﬁp 1faaders‘hip. "Aui.héi'ity is t-he legal powers ks
vested to a comander by virl:.na of his ra.nk and position" | Successful
- command, however, is not based on authority alone, Gomand is a blend- '_
ing of authori’oy and leadership. (6:1) | |

In the ammy today there is & need to "produce comandars who can
meet the challenge of the atomic battlefield irith spead i'lexibili‘l:y of |
- mind, 1nit.iative, resourcefulnesa and the abi_'l.ity to act in the absance _
of specific orders", (19:31) In order to damlop these needed traits
~now in our commanders, we mst review cer‘qa:ln _basic'factors that .'b_end to
| discourage their developmenb. ' | |

Too ofhen thare is a tendency on the part of higher comanders t.o
‘_place responsibility with a lower comnder for a task, without giving -
him the necessary tool to acconplish .t_lnt tagk == authority, It nust
be recog:iized that "a comaniar ca_nnot. be _ﬁeld 'gccountablé foz_; a great-
er obligation than .tl"ie réépoﬁsibility asgigned and thé kautho‘rity-'dei_a-;_ -
gated to him", (15:27) 4 coméndar"éa'nnot successml 'acco@liéh a
| task when his authority to act has been circnmscribed. A typical eX=
ample would be holding a company comander reaponsibla .'E‘or his unit's | |
range firing record, but at the same time dictating that a.ll prelimin- -
- ary instruction and range i‘iring will be centrslizad under a battle groupi )
'comitt_.ee o_f Bexpertst, Here the companzr comnder is being hald res- k
'prt.msible, but has little or no authority in a_stablis!iing_.huu his tr_oops
will be trained to acco@li‘sh-.the- nission of sﬁccassfui conpleti'-éﬂ ofa
ré:igé season, A ccmmnder, once given his mission and sufficiént guid-
ance so that his commander's desires are undsrstood, should be ‘allowed

to analyse his problm and select the course of action t.hat best ful-
b . _ _



fils his missibn. If he is to'be'held respénaibla fbr his unit'a per-
formance he m:et be given tha authority to ’orain his men to perform the
mission. Where r93ponalbility has been delegated but'au‘bhority has been
retained, the comander ‘becomes powerlass to act. As Gol Kowa.lski in- -
dicatas, #The comander account.able for the exaoution of & miaaion has the .
right to decide what is to be dona and how he is to do it.  High head- |
quarters nuat mﬁain from mterfering in details of operation s s e
Power cannot be delegated and retained by a superior" (15 29) |

 In the development of 1aadership t.he subordinate must be allowed to .
think and act for himself, "There is a tendency on the part of higher -
commanders to try to do evarythmg for themselves. A field grade officer B
feels he must 'make a record' and brima about a.n in;hzrinus refuaal to
delegate authority t.o junior officers, This is especially true when he .
‘gets a command”, (13:35) Tragically, this method of eomnand cgn o.f‘ten |
be auperficially successful in a peacetime garrison and t.ra:l.ning situat- '
ion, but as Col Hinman states "Under t.heae circmnstances ﬁnits mag on -
' the surface ook good; howevar, morale is generall;r poor, and undernaath |
there win be & malignant. eurrent of dissatisfaction, and under an;r real
stress ti wnit will £al1 apart.? (13:36) o |

Also to be considered is that at scme tim this commander w:LlJ. leave, -

and a unit run exclusively by one man who delegatas no authority will sof-

fer severely fcr some time after his. daparture. Subordinates who have mt
bean able to use individual 1nitiative to make decisiens socm beeone con=
ditioned to act only when directed to do so by a suparior. It is not-e- '
wort,lrv at this time to point- ou'b-'hhat t-he mele Committes pointa to
_"over-supervision as one e.t‘ the factors doi:g mst to driva capabla of-
f:i.cers ‘and men out of the services and into private 1ndustry. (2:5)
Also not.eworthg is Lt Gol Boatner's statemant t.hat ...oversupervisora
fail to see that no military' organizat.ion above the squad 1evel ca.n be '
run for long by one man - - no matter how-hrilliant or energetic. ‘The |
oversupervisor shows his 1ack of :.ntelligence by fa.:iling to grasp the

“vital mportance of developing an organ.izs.tion. . (2 h)
5



It is realized that ;jnnior officers need g'aidance, and will often

‘seck it from a ccmamier. chever, guidance should not be 80 datailcd ®

a8 to crush the individual's initistive in acccmlishing an aasigned m:’f.l- o

gion, There should be enough ﬂexibility in the guidance to allow a jume

- for officer use of initiative in deciding how he can best accomplish his o

mission and when completed, allow him a faeling of achievement. Highar

comanders nmst learn to ;judge i-aaults, and de—amhasize the strcsa on’

methods. Methods should be considered important only in that ‘the desima--f'- |

'”rean_lts can be accomplished, "Too often, ataff mits and s'arveys do
not determine what has been'acmmplished but how the job is being car- ‘
ried out." (15 28) Thia stress on results rather than methads becomas |
increasingly important in the 1:l.ght of mture employmcnt of the compatﬁ’ o '_
in combat, It is envisioned that the compery will be given s task type N
- mission (Annex A) caliing for independent action on the part of. the com- ‘_j )
.pal'w;. In this type of employment a miss-ion will be assignad, but the E
nems of acco@lishment will be 1eft largely to the tmit comander. V_I.f
a junior comnander is %o be & le to th:mk and act dacisively in combat -
under this type situation, he must be trained. to analyza his beat comes.
of action and react to accomplish his missicn. Gertainly there is_ no
_bcttcr time for this training 'bhan oW, in the peacetims a:'ny. Ii‘_.ﬂe_"
do not &llow the subordinate' ccmande_r t_.o make decisions, _.:._the _j‘ﬁﬁ_ o
| ior officer will soon d_isc'cver thct he-:h_as no ragl.author:i.ty‘-.’ .-_,‘H_'at_ur-
ally, the course of least rasiétance'fca' hini is bo 8it back and ﬁait’ ﬁfor |
"the old man" to tell him what to do.“ (13:35) This attitude wﬂl spell ,
disaater on the battlafield of thc future.

“Decentralizat:.on requires an understanding that to err is human
and that mistskes will be made,"” (15:29) In order to properly effact
dccantralization within his unit, a commander must accept the fact-that
junior leaders will often malm mistakes; hcwefc’r, the merits of this |
system will far outweigh it'a drawbacks. A lesson lcarﬁcdlﬁ'an . mis- :
take on the part. of ;]u.n.'l.cr leadsrs will be ona 1ong remembercd and an

errcr prcbably_ not l_nade sgain, Gsrtainiytln tima to ma;cc_nﬁ.stakc_s and,



‘take corrective action iddnring traming when the only real cost is the .
imdiate effectlveneas of t.he unit. In the peacetime army we can. 1earn
from errors; in war the mistakes made through lack - of experience Bay well
cause disaster. Lt-. Gol._Boa'bner points out that “..the comander must |
be willing to gsacrifice some measure of inmediate efficiency in hia or=
: ganizatlon for long range efficiency...ﬂe nmst acquire the courage to
approve actione of our subordlnzrtes who, although not perfect., are good
enough " (2 5)

‘This should not be interpmted to nean that income‘bence or stupid-_
ity should be tolerated. . Under increased decentralization inccmpet- :
ence and stupidity w:lll cone to ligh'b much more rapidly than under a cen-
tralized ammy where anthorit;r remains in the -hands_ of relativ‘ely- few. 7
W}mﬁ personnel dembiaatrate_ inabilitj'i;p adapt rapidly' to changingsitua- '
tiom they should be quickly eliminat.ed it'is' noteworthy to point out
~that these unqualified individuals will come 'bo 1ight early and the re-
| Bnltan‘b oarly elimination Hould be benﬁficial both to- tha individual and :
to the arm.y  Col, Kowalski points out '_'..'bhere can be no decentreliza- _
-tion without confidence that associates and subordinates have the capace B
ity to make sound and honest decisiena....h’a nust recapture our belief
in the integrity of oi‘ficers and be prepsred to eliminate those who do
not live up to ths tmt...The more confidence displayed the mere sub- |
ordinates rise to the . challenge." (lS 28) ' | o

| Turning to some speciﬁc areas where the principle of decentralisa- o
tion can best be J.mplemenbed in the current. peacetime arnv, by far the |
most outstanding field is that oi‘ training. It is this field that- ia
the "guts" of the peacetime army and the area in which battlefield re- - '
actions of tomorrow will depend Cert.ainly guidance from the highest
level must be adhered to 8o that the ammy is full.y capable to accomplish :
it.s assigned mission. However, it often occurs as guidance comes dovm
through the chain of command it is added to, _specific funct-ions and e~
strictions enacted, so t-ha'b by the time the unit cmmnier receivea ii:., _'

it is in the form oi‘ a directive allowing him lit.t.le or no initiative to
_ _ q |



act, o . : . :
' The unit commander is in the best position to know in which mm‘ -
his umt is weak or strong and what - steps ana nacessary to bring the .
" wnit up to acceptable standerds. It is often found, hovever, that the
it cowma.nder does not make t.he training achadule for his um.t. He has.
_dictated to him what is. t.o be taught how ma.tw and what hours it is to be .
accomplished in, and even the met.hod by which training is to be accowliah--, -
ed, A personal example of this type of centraliaation of authorit.y was _
one in which the battle group S-’»3_prgscribed_ the instructor for each coms B
pany fof each hour of instruct.ioh. I. Py Gbﬁwaxv Commarder, had t;o for-: )
mally request, in writ:.ng, 72 hours in advance of a claas to changa
instructors in my own compan;y. Although this is extrm and unusual thmugh—
" out the army s in units wh:.ch i have served and those I harva surveyad _
at Fort Benning it is not umusual to find thab the company commsnder. does
not make his unit training schedule, but receives it from battle group
headquarters. In this type of situation the commander haa no anthority Ny
.t-o charge the fixed and rigid schedule even ‘hhough he moy realize tha‘l:. | |
his uni_t's capab.ilit_ias may auffer.' #In t_raitﬁ.ng closel;y-controlled from
topside, there is insistance of 'sticking -td the romuia.' Subordinate
leaders get little opportunity to use initiative." (3:32)
"Korea and its wide fmnt-ages poin'bad out. the need for bold and re-
nable Jjunior leaders . « . concern ahirt.ed from training of tha unit to
the quality of leadership.n (s 32) Certs!.nly the wide f‘rontages of the
Korean war will be small compared to those encountered on the atomic B
battlefield, and logically t.he quality- of 1eadershj;> srill become imraa‘a-_ -
_ingly important, It becomes more wortarrb, then, that traimng amst
point to the development of 1eadarship at all 1evels nthln 't.he battle
group., The company comandnr, close to his junior officers, noncoms anﬂ ST
men must be allowed the freedom of det.ermining within guidance set dovn |
by higher headguarters how he will train his unit I-Ie nust have & mis- L
' sion, but he must be allowed fresdom 1n sccamplishing his mission. I :

accomplishing 1t properly he is developi;rg 88 a8 cmandnr h:\:na«elf, and. :
8



at the same time can closely deﬁ'elbp th’a. command capsbilities of"his sub- :
ordinates, o | |
~ Senior commanders must inspect training to sssure that training 1s
being condmt.ed ard that under the methods used the results desired can_
‘be accmplished. Euphasis, however, must be remaved ﬂ'on maans of ac-
conq:lishment and placed, imbaad, on the resul‘bs acconplishad. A_;B Lt,
o Reuben Jenkins observes, "'I'he stamic bat.tlef:lsld will ‘have little
: opporbrmity for 'bhe comander to persmally :l.ntervene. o e therefore, '
'mist concentrate on the development of 1eaderahip." (ik:23) .
Gentralizatlon of training by ing:lemntation of the connnittae sys- '
tem, although most common in the training um.t, is 81;111_ :Ln_ comnon u;_e :
in the T.0.&E. units.. Such areas as range ﬁring, weapom training, en- _
gineei' and specialized stbjacts. of ten .i‘a'_:Ll 'unﬁer the battle group com- |
mittee type of instruction, The systemadmittédly-étarxiardize_é the ing-
truction given to al'i troops, centralizes responsibility of giving in- |
strustion away from the company and consolidates the use of facilities,
However, normelly little command interest in whether the troopa fget |
| ~ the meat® of the aubjéct resvlts, The leaderé_ frm ‘s_q_i:.ﬁd ‘through come
pany tend to pass ﬁhe respohs:ibility off as a baﬁtle gfoup function - not
their owm, The reault is that there is a lack of davelapmexrb of tem—
work and feeling of respomihi.‘l.ity within 'bhe subordina;be units of the
battle group. Would it not achieve more to have less. "showy" instruct- )
ions and concentrate more on d.avvaloping teawork and rasponaibility with-» :
in the unit? Tha troops would benefit more ﬁ'om the individualized ine
struction of their junior leaders, | |
Brigadier General Cr;_wford advocates dbiné m_iay with the c_s;:fr.al'-:
ized committee system évén in basic trainiﬁg units, He expresses. the op- '
inion that the Jjunior lezders gain much needed experience, NCOs rema:ln
_'proficient- in all infantry fields and trainees get more individual atten-
‘tion and, as a result, are better trained, (7s 55) Certainly if this is
_true for training nnits 'bhe reault.s : would be magnified :Ln T 0 & E organ- )

| izat:wns.



| Fiel_d exercises and m.ane_ima're' must be stressed as a vehicle of |
training even more than in-.t-_l‘le past, It is under these eimllated"cm_-_- |
bat conditiona that @plication of decentreiiz;tiozi of authority can best !
e implemented, Field exefcises prednce an _még; time for trainiﬁg' and '
observation of leaders, The ssEiéning o:r a mi.se-:l.oﬁ and the ass.ign'in'g of
| authority to complete the mission must be stressed in this phase or
training,? {Annex A) | _ | :

Commanders, during field training exercises, have an opportunity to
stress decentralization, An assigment of task type m'issio'na in'wh’ich' -
independent action on the part of the subordinate coma.nder is requir-
ed will closely psrallel the future combat empleynent of the unit, and
will develop an orgam.zation capable of cop:i.ng with the rigors of the
atomic battlefield, Here, too, the commander has an ideal opportunity
for cbservation of the resl caﬁabilities of his subordinate __J.eeders.

He can observe their abi_lit:i_.'es' ‘fo_'r_ independent‘ ectioﬁ in the absenee of

orders, abilities to reach sound decisions and to contimte to ope_fate |
under adverse éonditions.'. Surely under field conditions e-coma11der- can
be given a valld test of his ability and right to comsnd.

Within the field of administrative function, the R.O C.I D. ore .
ganizatlon has done much within certain fields to decentralizre aut.hority. T
The adoption of the present supply syetem. ie-'an excellent example of de‘- :
centralizat:x.on. At first glsnce it wculd appear to be a centralization
of auvthority in that at the present time there is onl,y one set of property'
books for the battle growp, centralized ‘under S-h cqntrol, as com:ared
to each company maintaining a set o.t‘ booke under the old supply system. |
In actuality, however, we have a centralization of the admin:l.strative
burden amd decentralization of responsibility with a resuljtant decene
tralization of authority in supply matter. The eenq)aiw Qenﬁmder- now hes ‘

command responsibility for the equipment within his organizstion while
the platoon leaders are the accountable individﬁals-, through. the s’ignir'lg."'
‘of hand receipts, to the battle gro_ﬁp S, We now find the responsible’

sgency decentrali;zed. down to a lower echeion, the echelon uhere the equi_p- '



ment is actually put to use, The platoon leader, who normally exer-
cises command aut.hority over the personnsl and equipnent 'I'.O & E. to
lhis platoon is now responalble for that equipment, not only i‘or ita
proper enq)loyment but. also for its condition and control. | _

It 1s felt by mazy that "the military idesl would be central:l.zation 3
of the e.dministrative and service functions within the battlo group... .
(Annex A) Certainly at first glance the frealng of the ccmander of ad-_

ministrative respons:l.bilit.ies to concentrate on training is a. eound idea. B

However, there is one field in psrticular t.ha'b I feel that centraliz-
ation of authority and responsibility should not be eonsidered desireable.'-
This field is the promot:.on and reduction of anlisted personnel cantral-
ized above the company level, “The authority to make a decision ‘should )
' be delegated to the commander mearést the point where the action is -
taking place." (15:29) Suraly the company commander is closer to tha
action of the enlisted -parsonml- of his comand and is in an exeellant'
position to determine who cannot carry responsibility equal to his rank,
and those who are qnal:l.ﬁ.ed to hold grades higher than cnrren'bly held,

The argument advmced for the retaining of the pouar to reduce pera |
sonnel above the grada oi‘ E-3 at battle grow level appeara valid at
first glance, The theory that ratainirg the pdwera to reduce :I.n 'bhe handa
of the battle growp comander prevents injustices occming to personnel
in certain units, A man who may be redu:ed for an offense in one cum-
pany may not have been reduced for the same offense in another coémpany
if the battle group commander was not reduction authority. But wing
this same argument can it not be asamed ’c.hat a man may be reduced in one’
battle grouwp by the battle gmup coma.nder for an offense or demonstrated
inefficiency while in another battle group the same offenae or demon—
strated inefficiency does not warrant rednct.ion? |

A company commander is entrusted with the responsibility oi‘ train- _
ing men for corﬂaat, yet under our present system he cannot rednca the
undeserving or promote the daserving within the command he is held raspon- _'

sibla for, ' S



He must roq‘uoat that the battle grow cormander take act.i_on in .
these cases, This usually req.uii'og._ formai 1ette_rs or requests for re-
duction, and as a result n, und/ar the ti-eso-n't sttom many commanders |
keep incompetent NCOs around because of the administrative difficultles
~ of reduction,® (ba5k) R _ _ o
If we have trust in the oompetonco and ability of our compar.w come
mander the power to reduce and promote mst be deoentralized to como .
within his authority. Recognizing that mistakes will sometimes be made
| in reductions of personnel, the battle group com.andera ahould be given o
the authority to role in cases of appeal It is intarestmg to note 'bh!'b:'il.l
the old triangular div:.sion the battalion comander was the reducing tmth- " |
_ority and the regim ntel commandsr reviewed appeals. With tha e.doption o
of the R, 0 C I.D. division the battle group oomander has become the re- SR
.duc:mg authority and the review of sppeals is centralized at the divisim )
comamier level, Decentralization of review of appeal to battle group
level, and the authority to reduce to com:alv level, shopld be con_sid-
'ered vital. “ . | _ | U :
In the field of promotlona, often higher headquarters conducts tests o
-and holdl promo‘bion boards to find those most qualified to be promotod.
How_ever, ", men who are best in the unit are not always the beat -on tosts-. '
'(h'Sh) A written test camnot analyze the many intang-ible qualit.ios necs.
essary in a good noncommissioned oi‘ficer, .and oftan the reault is g per— E |
son less all around qualifisd will receive the ‘oattle group allocation
for a promot:l.on. The unit commandor, through daﬂy contact with ‘an indi~
© vidual, is in a position to judgs a soldior's gbility to ‘work in a higher
grade better than a written test, A promotion board suffers from the
same defects as wi-it-tezi tests. A sharp appearing soldier who happens
to be "boned up® in certain ﬁ.olds in which ho will be quest:.oned will
‘receive a- quota for promotion although other candidatos may be moro qual--’_
ified. A board cannot deternine from a few minutea contact with an indi-._ o
vidual what a commsnder can from months of constant cloao oontact. A per=

Bonal example of this took place while. I s.orved a5 a company commender



in the 1st Battle Group, hth Infantry at Fort Davem, Hassachuaetts. In
my organizatlon Wwas an outstanding sergeant ﬁrst class and he was Amnin-
antly qualified to be promoted to the grade of master sergeant. He
was well decorat.ed for heroism in Horld War II and in Koraa. Bafore -
"8 promotion board, however, he t-emied t-o be vinihly nervous and 8poke
with a rathe_r thick Brooklyn accent. : Althopgh sha.rp in sppearance, his -
'nervousnssa and speech weighed heaviljr against him when he -wént .be'_if'bre a.
Loard, -and'_af‘b.er' several 'tries‘.-he, was qu_i‘te:de_ject«et-i #bout thé‘.sii.;uati_on.' -
_When it came time for another‘hohrd; he requested that I send ancther
represéntaﬁive from the compamr; rat.her thaiz himélf again. The alter-
nate representative had excellent bearing s Was wall educated and was a
‘good, though not outstanding, NCO, Ee was selected by the board and pre-__
| moted. True, he was a man desernng o.t‘ prom‘bicn, but- not aﬂ well qual- '
ified, in my peraonal opinion, . as the first -choice. Hs.d 1 been givan a
premotion quota, T could have. promoted the most qualified individual :' L
based on months of daily close contact and obserVation. I feel atrong]y S
that the powers of the cormander have been usu:ped in favor of boards ard :
.written tests,

The fingl field of study to increase deoentralization of alxbhority
and concurrent.ly to decrease the administrative 10&:1 of cmpanies is t.ha- .
company commander relatlomhip. A-aituation -had- deve}.oped with the -adop-
‘tion of the R.0.C.I.D. organization that finds the senior stai‘f section

membars at battle. group lavel majors, and the ce@arv comander remaining _-:

at captain, The result is that '_'..the weight of rank is s:.mply gomg to P

bend the captain down," (18:61) in dealing with the staff This foeling
has been recognized by the amy in tha field as a problem to be. deal'b with,
(Annex 4) 4 corrmsntary on R.0.C. I D, Organiaation furnished by Tth Div-
ision units stressas the point, "There is s tendency on the part of the

battle group staff to admlnister the. riﬂe ccmpanies in the same manner L

as the old regimental staff admlnistered the battalion, i.e., to require_ v

numerous written reporta and records Hhich a.re beyond the capabilities '

" of the company commander to prpduna.and maintain without an'appropri_ate o



steff." (5:2) |

~ The -administraﬁivs load has béén increaséd on the company andthe i -
situaﬁion noi often 'axists whem“'_tha eomazﬁei's .are :|.n a'si-;ujr_:_'el cage. _i
They cannot concentr'af.é on a"i‘_éw'weil chosen objectives, ‘becauée if they
do they will find somecne snipping at theii' heels t.odo something else,”
(17:28) L

The ‘staff has _grown considerably in size with the currant reorgan-'
ization and siministrstive requirement of subordinata units incraasa with i
the size of th_e staff. It must be realize& that the company will bon&_i :
~ under the load of the inc.xl-e'aaed- administra-tive 'Bﬁrdeﬁ- as staffs cen‘bral'- B
ize portions of control and authority at battla group 1eve.1 aml ﬂt;uire id--' -
‘ministrative raports to be rendared.

Not only has the burden of admmiatration been mcreased but it has _
been pointed ou‘t. that "staffs order-fcr the commmder ma:qr things t.he
coma.mier knows nothing about.? {8: 31) The ‘problem has long existed in
“the army structure, but has become a more acute problem with the praaent
grade imbalance between 'l:.he company commander and the hattle group staff
merber, In the past, a comander was of equal rank with stafi‘ mombers
(except for the S-3) and could argue long and loud on eqpal _ba_a__is- when
he feit his rights as a commander wei-e_beiilg- encroaciiac_i upon, Nc_»w-’ he -
faces the problem qfl having senior r=ank rdurtr-short. any such .outbréak.'
"Typicelly -theije are téo many staff officers making tiqcisiozis, _nsur;ﬂiing ‘
cdmand perogatives md interfering' with subsrdinafe lsadem."(l&?ﬁ) '

. The company comander nmst be rescued from this sit.uatlon, uhich |
incidentall,y, is under conaiderat.ion at present. at t.he Departnent of the
Army level, (Annex A) The battle group commander can domuch by cZI_.ear];y
‘delineating the limits of authority of his staff and encoureging the
commander to command, But- a more worka’ble solution would probably be. to
additionally adjust the grade structure to return the t.tcumparryr comandar
and battle group staff to approximately equal focting in the field of _
rank, Whet-her the company comarrlar should be a ma;]or, or the staff should:

again be ceptains is uninportant in the sphere of autkority, 'I:.he important |
. ‘]h .



fact, is that the grade structure batween the twq"must_ be brought into
X 'balancc. o | _ | |

. In studying the spheres where decentralmation within the battle
group can best be mplemented one glaring factor bas baccme apparent :
to me, With the exception oi‘ the promotion -and reduction field regu-:
iations do not limit the decentralization of authority to lower echelons. '.
Authority has centralized at higher headquarters bccause of the individ-
ual desires of a commnder. Deocntralization ‘of authority must be acccm-
_plished hy the desire oi‘ the con:manders at all 1evele oi‘ tha chain of ‘_
coxmand, It is a personal matter, a vital matter, and a pro‘olcm t.hat o
must be i‘aced in the light of current amy doctrine and wor}.d unreat,
as possibly a comander's most important commnd decision and the best

a.nd most affective method of decentralizing authority.
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CONCLUSION

Decentralization-of authority must‘be imPlémented-within fhe'bat—"..Vm

tle group in ordar to develop the initlatlve and abilities of jun=

- lor 1eaders.‘

Responsibility and authority are 1nseparable.' Ona'éannét be dele-f

gated without the other.

Training is the most iﬁportént area from development of a unit and

it's leaders, and the area in qhich’decentraiization must be stresged;'

The authority to promote.énd reduce enlisted personnsl should be de;'
centralized_fo the'oompény commandér; _ o _ |

The preésnt grade imbalance between the coﬁpaﬁ#-éommander and'battie :
group stéff tends td-keeﬁ authcrity.beﬁtralizad at bgttleigrbupilev- |
el. This imbalance slso increases staff interference in-command.mgtA

ters,

" The means for decantralizatlon of authority in most cases exists

under current army regulations, and could be 1mplemented at the Com=

mander ] perogatlve.

6 .



. ANNEX A - (smmu oF mmvm mmm' COL, HICKS, LEhDERSHIP COoM-
HITTEB THE SGHUOL BRIGADE ‘THE UNTTED STATES ARMI INFANTRI

SCHOOL, FURT BENNING, GEOHGIA)

_ 1. The characteristics of the battlefield of the future ehow a

= dafinite need for decentralization within. the battle group. Unite with- .

' _—L in the battle group will often be- given task type assignments calling

) for independent action on- the part of -companiee and platoons.. The
- width and depth of the atomic battlefield H‘lll not 1end jtself to the
fparsonal control of the battlafield coma.nder, thus requiring decen~
__._tralization. s | _' ' 4 _' _
A _2'.‘ St.ress in our training ahould he placed on results._ De-;edphasie
: on methods. The methods should mwt be ovarlooked completely, however,
| they should be inspected to insure that trsining is being conducted, and
' ;'that the methoda used are’ capable of produc:!.ng the required reaults. -
) 3 Field exercises and pmbleme are extremely i@ortant and pro-
- duce an ideal time for tra:l.ning and observation of leaders operating U=
' der de.centralized conditions. The assigning of misswns and the - assign—
. ing of suthority to complate these missions must be stressed in this
:phase of training. | _ |
he The span- oi‘ control in the battle group presexrts & problem to
‘the comander of teda;y's battle group and will require deeentralization.-
| 5. The ideal would be uentrahzation of the administration and ,-
'eervice within the battle group and dacentralization within the spheres |
of training. o | |
6'.. There is a: recognized tem«dencsr on the part of stai‘fs to admin- |
iater companies. The battle: group conmander can do much to correct thia | .
eituation within his unit, - _
o ;?_." The grade structure within the ‘battle grow with the staff and
_ : . 17 o . .



company commanders is a ra'oognized problem and ona: which ié_ presently |

under consideration, =

a/Harold A. H_icks
HARQOLD A, HICKS -
- Lt Col - Inf

/Z"fﬁ A

KENNETH G. STROM
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