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THE LOSS OF LEADERS IN COMEAT
MUST 3E ANTICIPATED

Far back in the annals of history; battles, campaigns
and wars have been won and lost as a direct result of the
quality of leadership, Many nations of the past lave enjoy-
ed great successes under an outstanding leader or general,
until his untimely death, when they would lose power and
sink intc oblivion as far as a great military nation was
concerned,

‘The nations that Adid keep this so-called world power
for a longer period were those whoae leaders had the fore-
sight to train a succéssor or their country just happened
to have another untried leader who, in splte of all handi-
caps, was successful,

We can réadily gee that the problem of replacing
leaders has grown steadlly sinece early history due to the
constant change in military tactics which places more res-
ponsibility on the small unit leader. Because of new in-
novations such as amphiblous asgsaults, alr drops and armor-.

ed infantry coordination;and new inventlons such as A bombs

and proximity fuzes, modern armies of today stress the import-

ance of leadership and training of officers and non-commiss-

ioned officers so that replacement in battle would be a routine

matter,

While this is a step in the right direction, the over-

all training for replacement of leaders is a bhasic orientatlon

and is not adﬁquate to assure success. It will be seldom if
ever that a Junlor leader will assume command in a stereo-
typed classroom situation. This brings us down to the ime
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portance of constant training of junior_leaders‘iﬁ_ggg_gig;g
while in combat; and mofe important, keeping themlinformed
of the situation so that they are cognizant of the fact that
they might take comrmnd. -
Knﬁwing this, a junior leader is prepared to replace
a fallen leader on a minutés notice and can continue. his
particular phase of the operation without undue loss éf time,
which is many cases would be costly.
The four following examples will show both success-
fﬁl\and unsuccegsful operations whose success or failure
wag due to a great extent to the ability to rgplaee the

loss of leaders in bhattle,
BXAMPLE T

At 1900, 27 March, 1945, the 2nd Battalion, 151st
Infantry, 38th Infantry Division, jumped off from Corregidor
in the Fhilippine Islands with E Company in assault, fol-
lowed by G Company and H Company. F Company was left on
Corregidor as reserve, |

Prior to the attack, the Company Commander took his
Platoon Leaders, Platoon Sergeants and Squad Leaders to a
vantage point where they could see Caballo Island and co-
ordinated their map study with the terrain., The Company
Commander let each'man ask questions until all were familisr
with their jobs and that of their immediate superiors.

By late afternoon of 3 April, after a vicilous struggle,
E Company had control.of Gaballé Island and was relieved
by G Company. They returned to Corregidor for a much need-

ed rest;



It was known that there were many Japs left on the
‘island who had submerged into many caves and tunnels,
and the‘E'Gompany Commander was notified that they were
| eXpered to come out éfter dark. If this happened, E
Compa ny wduid réturﬁ immediately., In taking Caballo Island
cagualtiss were heavy, but what was left of the company
was to return by LCM for the approximately two-mile trip,

AS predicted the Japs came out from their caves,
tunnels and subterranean passages and attacked, at {508,

4 April, 1945, E Company shoved off for Camallo from San
Jose Beach on Corregidor. i

The plan was to land one squad and one of ficer on
the south beach at the base of Hill 2 to reinforce'G Com=-
pany. The remainder of the company was to continueron the
ICH to the east beach and destroy all enemy between east
beach and Hill 2 (See Map A).

The 2nd Platoon Leader was a casualty from the pre-
vious incounter and was replaced bj the Platoon Sergeant,
who was thoroughly oriented before taking off,

The shores of the south bsach were exceedingly rocky
and the coxswain feared that if he pulled the LCM in too
close to the shore he would beach the beat. Thus, he stop-
ped the LCM and lowered the ramp before the boat reached
the shore. The one officer and one squad debarked from the
LCM into water nearly neck deep, The last man to leave
the LCM was the BAR man., As he stepped off the ramp, a
wavé pushed the LCM forward and pinned his leg under the
ramp., The Company Executive Officer and the Platoon Sér-
geant of the 2nd Platoon ran out on the ramp and pulled him
back into the boat, At the same time the coxawain raimed
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raised the ramp and started backing the LCM out. As the
LCHM turned, an enemy machine gun located on the plateau of
Hill 2 fired into the LCHM hitting the Platoon Sergsant of
énd Platoon and one other man, The LCM continued on to

the east beach. &En route, aid was given to the two wounded
men and they were left on the LCM, Inasmuch as the 2nd
Platoon was again without a leader, the Company Commander
told the Executive O0fficer to take charge of the platoon.

The 2nd Platoon; one officer and seven men, moved
to the left as they debarked. Their mission was to destroy
any enemy on the southeasgst end of the island. The 1lst and
Srd Platoons moved directly inland to relieve the situation
on Hill 1 around the Battalion CP,

The 2nd Platoon met no resistance and rejoined the
company on Hill 1. The lst and 3rd Platoons killed several
of the enemy as they moved up and aroundrHill 1, where they
killed most of the enemy around the Battalion CP., G Company,
from the plateau, observed twelve of the enemy going into a
caﬁe on the south side of Hill 1, They radioed this inform-
ation to E Compa‘ny.

| The Company Commander ordersd the Company Executive
Officer, then acting 2nd Platoon Leader, to take a detail
and "blow" the cave. The Company Executive Officer ordered
thrée men to go with him to seal the cave. After the cave
was demolished, at about 1000, 4 April, 1945, the E Company
Commander was called to Battalion Headquarters to take over
the job of Battalion Executive Officer. This made the Com=-
pany Executive Officer, then acting as 2nd Platoon Leader,

the Comrany Cormmander,



The compmny continued to patrol the beaches. “The
3rd Platoon patrolled the beach on the south side of the
igland and found no enemy. <Llhe lst Platoon patrolled the
beach on the north side and killed seven. <1the company
returned to Hill 1 and set up a perimeter around the Bat-
talion CP for the night. For the next six days, the company
remained at this location, patrolling the lsland every day
to destroy any enemy that had slipped out of the plts during
the night.

On 10 april, 1945, E Company received orders to with-
draw from Catallo Island and were moved back to reorganize

for theilr next missioﬁ.

( Thia historical example taken from the persomal experience
monograph of Captain Clarence K Sells, Infantry, on file

in the Infantry School Library, Ft. 3enning, Ga.)

DISCUSSION

While th%s was a small operation in the wast Bacific
theatre, the lessons brought out were of ms jor gsignificance.
First; the Company Commander, realizihg the importance of
the fact that his key personnel must know the situation
and understand thelr job, oriented them individually prior
to jumping off, It is true that this is not always possible
to the extent accomplished here but it must be done somewhat,
the more detailed the better.

41s0, it is noted that the GCompany Conmandéf stressed
the importance of each man knowing the joo of his immediate
superior. ‘This point is extremely important in the fact
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that a man can know his own job thoroughly but if he is
unaware that he "miéht be called upon to assume command of
his unit, and does not know thé duties of his super;or;‘
the continuity of the operation is delayed or lost,

This operation, particularly with regards to assump-
tion of command, was successful in the fact that when the
2nd Platoon Leader was wounded, the Platoon Sergeant took
over with a prior oriehtation and a knowledge of what to
do. When the Platoon Sergeant became a casualty, the Sqﬁad
Leader could have very well taken over, obut the Company
Commander wanted an officerlwith the party. The Executive
Officer, having an overall knowledge of the mission, took
the platoon'on a minutes notice without taking time for
instruction. In many cases like this, time taken for
orientation could be costly. |

Then, -when the Company Commander was called to Battal-
ion CPnto take over as Batt;lion Bxecutive--and from this
historical example 1t ia rather obvious why he was the
Company Commander chosen--the Executive Officer was again
able to assume a different task without any orientation or
delay.

Thus, the Company Commander's realization that leaders
will be lost in battle and must be replaced without delay,

added materially to the success of this operation.

EXAMPLE LI

In the Handt Mountains, ilsace, France, at 0645, 15
March, 1945, K Company moved across the line of departure
as one of the assault companies of the Srd Zattalion, 242nd
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Infantry, 42nd Division, The Battalion was attacking
northeast from a line held by the 117th Cavalry Squadron,

K Company was attacking on the right of the Battaliqn Zone
with L Company on the left and I Company in reserve. K
Company, after a short reconnalsance by the Company Commander
and his platoon leaders, decided to attack with two platoons
abreast, the lst on the right and the 2nd on the left, with
the 3rd in reserve,

The mission of the Battalion was to cut the Bitche-
Haguenau road, approximately 6000 yards to the northeaat,
Thé migsion of K Company was the same with the added clause
"to ¢lear all enemy to your immediate front",

The company moved approximately 150 yards forward when
the 2nd Platoon received heavy rifle and machine pistol
fire from-the woods in I Company Zone on the left, (See
Point A, Map B). The platoon returned this fire as they
deployed. |
| When the 2nd Platoon Ieader had deployed initially,
the left squad moved too far to the left. As they started
to close on Point A, by fire and maneuver, they were caught
in a mine field. The casualties of this squad were nearly
one hundred per cent, The Platoon Leader committed hils
support squad on the right flank and in leading them into
position was seriously wounded. The Platoon Sergeant took
charge and attempted to move the Platoon forward. As the
two remaining squads started forward, they also ra£ into.the
mines. The Platoon Sergeant then discovered that the mine
fleld did not end at the trail as previously reported, but
extended dlagonally to the rear, The enemy was covering this
area with sporadic fire and a tree burat from a mortar round
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wounded the Platoon Sergeant,

Meanwhile,upon hearing the fire fight to their 1eft‘
the lat Platoon changed 1ts direction of attack, cutting
in front of the 2nd Platoon and engaging the enemy also
at Point A,

The Company Commainder immediately went to th@ 1st
Platoon and started them out on their proper route of
advance and returned to his CP. As soon as they started
out, they were tied down by fire from Point B. The Compmany )
Commander c¢alled for artillery on Point B and while the
Forward Observer was getting 1t, he received a message from
the 2nd Plafoon, that the Platoon Leader was wounded., He
left for the Platoon Area immediately and by the time hs
arrived he found that the Platoon Sergeant was also a
casualty. The FPlatoon was disorganized and in utter con-
fusion, The Platoon Guide either didn't know he was in
chargé or, at least, had done nothing about it, The actlon
‘at the time consisted of men running into mines or trying
to find cover from fhe mortar fire, The Commny Commnder
ordered the Platoon Gulde to reorganize the Platoon and
resume firing. The Company Commander left the area and was
subsegquently wounded himself,

At 0945, the Commny Executive Officer, who was now
in command, sent for the three Platoon Leéders to see if he
could get ﬁhe company out of the state of chaos and get them_
moving again. This was necessary as he himself had not'been
orlented before the attack and his only information regarding
the situétion was what the Company Comma nder gave him between
the time he was wounded until he was evacuated.

When the Platoon Guide reported as in charge of the
10.



2nd Platoon, he stated that the platoon consisted of him-
self and one other man, The balance of the platoon were
casualties. The Executive 0fficer, or now Commny Commander,
told the 1lst Sergeant to form litter bearer teams with avail-
able men around the CP and with the Platoon Sergeant as a
guide, to go and evacuate the casualties of the 2nd Flatoon.

Then after gaining an understanding of the situation,
the Executive Officer (now Company Commander) committed the
3rd Platoon and using them in the assault, proceeded to

capture the Company objectives shortly after 1130 hours,

(Prom the personal experience monograph of Captain John D
Hoile, Infantry, on file in the Library, The Infantry School,

Ft. Benning, Ga.)

DISCUSSION

In the first place, it is not extraordinary that the
subordinate leaders of K Company were not oriented and
" briefed as to the dutles of their next higher leade: when
they were seemingly confused as to their own duties,

If the Sguad Leader of the left squad of the 2nd
.,Platoon had had more knowledge of the Platoon Picture, he
would have known he wa s heading into L Company's sector and
a mine field, If the 1lst Platoon had known more of the
Company operation, it is not likely that they would have
changed direction of attack. The fact that the Platoon Guide
was not anticimting taking charge of his platoon ia obvious,
There was more time lost when the Company Commander, real-
1zing that the executive 0Officer knew nothing of the sgite
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wation, had to try to orient him under adverse conditilons.

It is evident that the losses among the key personnel
of the cbmpany were not anticipated. They were not orlent-
ed as to the situstlon confronting the next higher leader
and were not kept abreast of the situation as the operation
went along.

If these factors had been covered prior to and during
the attack, there would have been a great saving in time

and persennel,

EXAMPLE III

The 1lst Battalion, 184th Infantry, 7th Division, was
ordered to seal a penetration in our lineé northeast of
Kamulaan, on Leyte, P.I. It was decided that 4 Company
would attack 3amboo Ridge as a part of the operation. The
ridge was only 100 yards wide by 400 yards long, %o the
Commany Commander decided to attack with a column of platoons,
the lst, 2nd and 3rd in that order. |

Prior to the attack, the Company Commander took his
Platoon Leaders and Platoon Sergeants to a spot about 75
yards from a denge thicket on the ridge. Due to this
density, it was impossible to see all of the Jap 1ooations,
but a few groups could be seen digging in, After thisnor;
ientation they returned to prepare for the attack. -

At 0855, Company A crossed the line of departure,
fsee ap @) moving rapidly across the open ground under the
protecting cover of the supporting artillery, machine gun
and mortﬁr fire, After'advancing ahout one hundred and fifty
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yards, and just as the leading elements of the 1lst Platoon
reached the edge of the thicket, the enemy opened up with
iﬁtense automatic weapons fire, killing four men, two of
whom were 3Sgquad Leaders, and wounding seven, including the
Platoon Leadsr, The attack immediately bogged down and the
commEny was p.llled back to the line of departure to efféct a
reorganization, and to permit the artlllery and mortars to
plagter the area again. E

The Platoon Sergeant took command the instant the
Platoon Leader fell and brought the platoon back 1ln an order-
1y manner, The two assistant Squad Leaders went to work
immediately and in a short time the platoon was reorganized,

Orders were issued mssing the 2nd and 3rd Platoons
through the 1 st Platoon, which was reconstituted as the
company support,

The 2nd Platoon led off the second attack and this
time managed to penetrate about fifty yards into the thicket
before frontal and enfilade fire from numerous automatic
woeapong again forced withdrawal to the line of departure,
Casualties from this attempt amounted to five wounded, Of
these five wounded, one was a Sguad Leader and one was his
assgistant, Without orders the BAR man took command and
reorganized his squad.

Although many Japs could be seen and heard wlthin
the thicket, the bamboo was too dense for our small arms
fire to be renaere@‘effectively. The Japs, of course, had
garefully cleared fire lanes that were almost impossible to
detect but seemed to cover the entire area.

After a brief discussion with the battalion commander,
13.



-the Company Commander requested the B8lmm mortars fire'HE
heavy into the thicket while the artillery fire air bursts
at tree-top level 1n an attempt to reduce and e¢liminate the
cover and concealment afforded by the bamboo. This request
was approved and at 1430 hours everything opened up and a
terrific concentration fell on the hapless Japs.

The company moved in swiftly; the bamboo was burned and
ripped to shreds but many Japs still remained and were able
to fight, However, things were now on a more equal hasis as
most of the cover and concealment had been destroyed. The
rldge was too narrow to permit any maneuﬁering element; 1t
was merely a case of employing assault fire, moving rapidly
and aggressively, and'mopping up as the sdvance progresses,

By this time the supporting fires of all weapons had
been masked, and the fight developed into one between Infantry-
mén, with no quarter asked or given.

The attack was moving forward swiftly and smoothly;
the 2nd and 3rd Platoons had cleared the thicket and were
continueing theilr advance alqng the ridge; the 1st Platoon
was moving more slowly and making a final mop-up fér any
Japs that may have been by=-passed or overloocked., Asg the
light machine gun section, which was following the 3rd
Platoon, began emerging from the thicket on the far side,
the Japs fired four artillery volleys of fpproximately ten
rounds per volley in this area, This fire practically deci-
mated the light machine gun section, killing one man and
wounding six. The lst and 3rd Platoons suffered a total of
nine casualties from this action, of which onlj'three were

evacuated. Notwithstanding, all elements of the company

14,



continued thelr advance and by 1600 hours the area was
combed clean,

| Altogether one hundred and nine dead Japs were counted
in the thicket and twelve machine guns were removed., A
later check recovered an additiomal seventeen machine guns
from this area. It was estimated that a hundred more Japs
"had pulled off the ridge to escape the artillery fire.

Orders had previously béen issued for a defense sector

to be oceccupied when the ridge was cleared. This wag immed-
iately effected and the-company began to consolidate positions
for the night.

(This example taken_from the personal experience monograph
of Captain Norvan E. Smith, Infantry, on file in The Infantry

School Library, Ft. 3enning, Ga,)

DISCUSSION

‘The first item brought out in this example is the fact
that the Company Commander oriented his subordinates as best
he could so that they could pass the information and‘blan
to their units, -

It is obvious that they had been trained to anticipate
the loas of their leaders as brought out by the fact that in
the midst of terrific automatic fire, the PBlatoon Sergeant
took charge and effected an orderly withdrawal when the Plat-
oon feader was wounded. Also on another occasion when two
Squad Leaders were wounded, thelr assistants assumed com-
mand on a moments notice. The lesson that the loss of
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lesders was anticipated was brought'outjto a marked degree
when the BAR man agsumed command of his squad when his

Squad Leader and assisfant were killed. An act like this
seldom just havpens. This man was trained to anticipate just
such an emergency. While it is lmpossible to bring this
point out in this éxample, in an interview with the Com@any
Commander, he stated "We had a Division CG who was very def-
inite on the subject of aubordirnate leaders anticipating

. the next higher command. e demanded it of the officers
and non-commissioned officers at all times." *

| Thls example has brought out the fact that we were
outnumbered by the enemy, fighting on terrain of their
choosing, with all the adversities the dense jungle holds,
and yét the company had control of the situation in spite

of the rapid turnover of subordinate leaders. The léss

of leaders in battle was definitely anticipated.

#From an interview with Capt., Norvan E. Smith, Infantry,USi,

EXANPLE IV

Company B, 53rd Armored Infantry, a part of the advance
guard of Combvat Command "B", 4th irmored Division, was moving
north on the road‘between Gasselming and Baerendorf, in the
Saar Valley, France, on 24 November, 1944. At 1000 hours,
approximately 700 yards ezst of the town, the column was
halted by enemy fire and the attack plan was formulated.

(See Map D) \

B Company, 353rd Armored Infantry, wazs to dismount,
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selze the bridge for the tanks and deploy in the valley
pre“parat'ory to the assault on the town of Haerendorf, the
enemy strong point blocking the path of the task force. G
Company, B8th Tank Battalion, ﬁas to cross the bridge after
Company ‘B and attack the town in conjunction with the infantry.

B Company and the tanks moved out to seize the bridge.
Company B crossed the bridge and deployed and was lying in
the ditches on either side of the road. The tanks moved
across the bridge with the loss of one tank from a mine,

As the tanks spread out on the plain before the’town, the
infantry moved into position to their rear, a platoon of
infantry teamed up with a platoon of tanks,

The advance continued and the infantry disappeared
into the town, enveloping it left, right and center. The
center platoon, only, having a platoon of tanks actually
following it into the town proper. The right and left
tank platoons dispersed in the surrounding orchards and
fislds and proceeded to fire at point blank range into the town.

It was now about 1700 hours and repeated attempts
to raise B Company on the radio had been frultless, so the
Task Force Commander moved into the town to find ount for
himself what the situation was.

Inquiry as to the whereabouts of officers or NCOs
elicited no coherent information. He called to O Company
Commander, 8th Tank Battallon, and found that he was reas-
sembling his tanks on the south side of the town in an
orchard. He had not seen the B Company Commander gsince the
atart of the action in the town. The Tagk Force Commander
immediately ordered C Company Gbmmandef to push on over
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the north bridge and to take up reverse slope defensive
positions on the hill due north of town and to block any
penetration into the town from that direction.

| The Task Force Commander continued to look for an
officer or NCO of B Commny. He saw a familiar figure welk-
ing dazedly down the street. It was B Company Commander who
wa s crying and incapable of making éoherent conversation,
However he did manage to lead the Task Force Commander to his
CP in a‘deep cellar of a battered house and there, huddléd
together, were the Commny HExecutive Officer and a few en-
listed men.,

A guery as to why the Executive Officer was holed up
at the Company CF when no one was making any attempt at
reorganization, why the commny was scattered without control,
and why no defense had been set up, bfought the response
that both Platoon Léaders, the Forward Observer and all
the sergeants had been killed, so what could be'done?- A
few choice words from the Task Force Commander told him
what could be done and in a few seconds, the Executive Officer
left to reorganize the company.

It was now 1830 hours, The B Company Commander was
evacuated. Aféer leaving word for the Exec&tive 0f ficer of
B Company to report his strength and dispositions, the
Task Force Commander and his driver left,

sfter an hour's wait for a report from the Executive
Officer of B Company, the Task Force Commander went back to
the CP and found that the officer had not returned, The
Task Force Commander realized that B Company was through
ag a force until it céuld be pulled out and reorganized.

18.



He found a NCO of B Company and ordered him to round up
a8 many men as he could and revport back in ten minutes.
The Sergeant returned with approximately twenty men
and a light machine gun, and was then led up the road to
east bridge personally by the Taslk Force Commander so they
could protect the tunks and hold the bridge. It was later
found the Executive Officer was also a casualty., Who was
left in command or who assumed command 1s still unknown.

3 Company ceased to exist as a rifle company.

{This historical example tulken from tha perasnil experience
monograph of Major Henry A. Crosby, Infantry, on fils in

the Infantry School Library, Ft, 3enning, Ga.)

DISCUSSION

In this example, it 1= brought out very plainly that
there wus no anticipation of replacing leaders in action.
First, when the Company Commander was a casualty, the
Executive Officer should have known the plans of reorgan-
ization. He should also have been anticipating taking
‘command by having plans of his own formulated.

When the Executive Officer was ordered to reorganlze
the unit, it was evident that he made no arrangements for
a subordinate leader or something would have been done
when he did not return. The same situatlon evidently
continued through all levels of the command or the Task |
Force Commander could have found some degree of coordin-
ation among the troops in the town.
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This oberation is a glaring example of where a Com~
pany Commander did not anticipate the loss of his subord-
inate leaders and the junidr leaders were not trained or
oriented to take command when needed. ‘

The failure in this respect on the part of the Com-
pany Commander is a contriduting factor in the loss of a

rifle company.

CONCLUSION

In summary,we have seen where the anticipation of the
3osa of leadership has influenced the success of an operation.
This lessoq i1s the same as it was In early ﬁilitary history,
only today it is'of.mﬁch more lmportance.

In analyzing the precautions a commander must take
prior to bvattle, we see the féllowing steps are necessary
for succesaful leadership:

1. Junior Officers and non-commissioned officers must
be traiﬁed in the duties of thelr next higher Iin
command.

2, They must be oriented as to the overall plan of
their unit and the next higher level previous to
the operation. |

5. They must know their commander's plans and kept
abreast of changes so that they can anticipate his
next move.

As to training, a leader himself can be well trained

in the principles of leadership but 1f he is not training
his subordinates constantly, his training is wasted. The
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leader can have his plan for a subordinate to take over,
but if his subordinate is not ‘trained to anticipate the
change,he is wasting his time. . ,

With regard to orientation of subordimates, 1% is not
always possiole to be compiete due to lack of time, but all
time possible should be given to this phase of troep leading,
Ih'many cases this phase is neglected and in the event of
casualties among leaders this neglect is obvious,

Taking into consideration the swift way a situation
can change in battle, even if a subordinate is well oriented
before battle and then is not kept abreast of the situation
his success is also hamﬁered. Any change in plans must be
known to the subordinate.

Heavy casualties and loss of small units in the face
of a greater number of enemy and agaihst overwhelming odds
can be condoned but the waste of all important time and
human lives because of the failure of a subordinate leader
to sasume command definite1§ cannot. The failure to provide
gubordina te leaders is a dereliction of duty on the mrt
of the commander,

Therefore the loss of leaders in hattle must be anti-

cipated to insure the overall success of our armies,

-
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