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PREFACE

17 Septe‘ber 1958

The point of V1ew exoressed in- tho gapﬂr is that of
the author not nCCgSdellY that Qf thc United States Army
AInfantry ouhool or Lho Un1ted States Army.
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INTRCDUCTICN

The purpose of this monograph is to discuss a subject
that is of the utmost'impdrtancé to evefy commander, officer
and top non couwissionad officzr of the_United States_Armyg
speéifically, To.tht Exfent Can Decentralization of Authority_
Be Effected In The Battle Group.

- What is de;éntralization? The American Coliege -ILncycio-
pedic Dictionary defines decentra’ization as 'to undo the qene'
tralization.of.power;" This is a very clear definitioﬁ and -
from the miiitarf-stamdpoint it is a key definition. Now
we 4sk Qurselves; "what is authority?" Authority is defined
as the rigat to determine, adjudicate,ror otherwise settle
issues or disputes; the right to contrel and command. -

Thé uitimafe goai'of all commanders ié the-attainment
of combat effectiveness for his unit. Therefore, the scope

of this monograph will only discuss those areas which contri-

bute the greatest to the attainsent of this goai, which are,

' Span of Control, Military Justice, Training, (Basic Coubat

and Post Cycle) and Combat Operations., This Subject wils
be apjroached,from the standpoint of the authority now exer-

cised by commanders, company and battle group and the suffi-

ciency of this.aufhority..

The advent of Atoaic Weépons-hasréaused a great change
in tactics,sorgaﬁization, énd_ddctriﬁe of the army; Greatér_
dispersion, flexibiiity and“firepower has.made this goal of
fhe_éommandef,.to_Say the lJeast, extremely difficult, and the
final test is combat ogerétions.'

3




The questions.thaf are.dgrived.from this subject,a:é:_
' Does'the.commander have_édfficient authority-to_accomplish-
%his nission and-éttaiﬁ.his.goal_of combat effectiveness?
Should the battle group commander glve iore authofity to
the comﬂany commnders? Should the platoon leader becoue a
com*ander? A1l of these questlons will be ansmered by .the author
expressing hlS 901nt of view in the four maJor subjects pre-
jv1ously indicated (Span of Control MliltarY JuSt1CE, Tralnlng
and Coubat Operations). .

The author'would like at this tiume to refer to the follow-
| ing Annexes that w1ll assist the reader.
Annex A - A 1etter from ueneral McAullalfe to his subordlnate
commanders in Europe. | |

Annex B - A letter from Colonel W. B. Rossen, Office of the

.Joint Chiefs of:Staff.
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DISCUSSION

Comsand is defined as the right to contro?, infiuence,

‘and order. It also is defined as , to order or direct with’

authority._ In the present day battle group there are on1y

two echelons of command that exercised by the bartre group

com.ander over his company commanders, and the authority they

exercise over their subordinate-~leaders. This has a definite

'lpurpOSe; to 1limit the span of ccntrol.

. The span of control is established so_that_any one person

is working for one boss and, therefore, only receiving in-

‘structions from that . perSon. ‘The span of control also limits

.the nulber of subordinates a perqon will have direct resgon51—

blthY for. Thls spun of control nust be appreciated by any

' person who is to become a successfu1 ieader. PFailure to follow,

and utilize the ‘span of control wili only result in inefficient

- 1eaderq, nen and organlzatlons.

onry to cause theuselvns addltlonal work, a degreo of 1neff1cen-

cy,'and a feeling that they were- d01ng too much work thenselves.

~ The main danger caused by the v1olat10n of the span of control

is confusicn in subordinates. It is realized that a person

can-only pay attention to-a limited nunber of things at one

time. If a battie group commander g1ves orders to the platoon

1eaders of a company, and contlnues to do so, then where is the

‘company commander? _He is lost in the chain of comsand, Even

|
i
1

'though the company commander is responSible, he wili soon_lOse'

control of the-company,'because the battle group commander
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‘has violated the span of controi- and the.chuin of coumand,
?It is believed that thrée perSoﬁs is the aininun nunber. a |
;commander'should'control,.ptherwise he_wiil be doing:the work
3him$e1f. The proper number of persons in the span of control
fwill be determined by se#eral“factdrs.'-The first and nost
i&portant_one is the experience and -training of the supefviso;
;(comﬁander) and the personality of the men being superfised.

i The author.was'é nembér of a. tactical umnit in Gefmany
iff‘m August 1954 until Jul?'1956;.and saw many violations of
ithe span of controi. The un1t of which the author was a member
had a chanﬂe of company con-anders and'although the new com-
<mander was an agg re51ve, forcefuT, and capabie leader_it was

apparent that he failed to utiiize the span of control,

@Failure on his purt caused this unit to slowly become ineffi-

; cient. Every subordinate‘leader wés afraid to act on his own
ibecause the couwsander had deprived them Qf any initiative of
kdctlon Ihererwas no'doubt.that this‘individual.had contfol
;of his unit, the prcblem was he-was working hiuself to a

‘point of destfuction not onay his own destructicn but that of
hls subordlnate leaders, and the organ14at10n. The final blow
cane to this unit durlng a fieild exerc1se This unit aithough"
;vasslng the test, gave a poor performance, All leaders of this
iunit were capable, 'the ndﬁ-cdm;issibned'officers were of the
hl”h“st callber, but due to over-sugervision they were unable

to act without the presence of the company Com.i anaer, for fear.
fof being reorlmandea.

i Centralization is the act of bringing under one contro ois
'whe power to dCt or make decisions. There has been considerabie
‘discussion that we wust decentralize. Are thefe some svecific
evils to centraiization? Yeé, and these evils are ioss of

-prestige'and_authority for the subordinate commander, not to

hention the loss of initiative of the subordinate leaders.

|
L

W




The unit conlander who has every decision taken away from him
 |by higher hﬂadoualters has lost the prestlge that once was his.

Tbe battle oroup S 3 who puleshes the onerat¢ons order to a

isubordinate commmnder, telling this subordinate how to do the

Uob has 1nfr1nged'upon the right of this comaander to corrnand,
! . - )

This is a ClEdI 1nd1cat10n that the company commander is pre-

isuned to be 1ncapable of tactlcally empioying his unit.

It must ‘be remembered that. the staff officer is not.a memf
5ber of . the chaln of c ommand and he nust not make dec151ons for
the commander. Too often.the subordinate com ander 1s-harassea
‘by unit'staff:offiéers who have the command commiex,'and-aé is
ﬁthe case in the battle group, the staff officer 1s superior in
rank to the unlt comnander. For the staff off4c r to give
1nstruct10ns to the subordlndte leader 1s to V10}ate the span

of control and cause confu51on in Junlor leaders.

Centralization 1sfnqt all evil, There are-areas_where.we_. -
amust centralee. fThésé areas are'in_the field of supbly and
admlnlstrdtlon. The curréhf sunply system is something the
battle group.has needed for sbmetime. The administrative-burden
of supily has beeﬁ taken from fhe commander and he is Ohly_in—
voived in the comﬁand aspéﬁt'of superivsidn; t6 insure proper
mainfahce, aﬁd Safeguarding of supplies and equipment that the’
platoon léadéré.of:his oréanization have signed for. This
system permitsithe junior leader (platoon ieader, platoon sgt.)

to realize theif responsibility nore fully of supply economy,

and_thereby encouraging initiative on-their part.

‘ The functlonlno of admlnlstratzon nust be centrallzed to
allou the comwany commnander to train his unit, .and reach his

:ultlmate ‘goal of conbat effectlveness.. The company commanders
Jof ‘the battle group have got to utilize ful1y their executlve
(officers 1n;the hand11ng-of adm1n1strat1ve_matters. A good
'ﬂexecutive officer, properly tfained by the_commander; wili_
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reduce considerably the administrative'bﬁrden of the‘comnander..
The.égth;-lnfantry Regiment of the;Ninth Division in
December of 1957 was given the mission of estabiishing an
Administrative Center to determine the suitability of such an .
organizaticn. -The author was coﬁmanding a company at this time

and at first strongey opoosed thls plan. The company clerks

?were removed from the orderly room into a separate bulldlng
j-:-:ntmm'as the Administrative Center. The unit morning renort,
éstutus'repofts,'and all records.were moved with the clerk, The
1on1y reccrds nalntaenea in the unit oraerly £oom were the duty
1roster and szck S‘lDS. Each mornlnﬂ the unit clerk woula re-
1ce£ve his 1nstructlons from the company ekecutlhe offlcer or.
Jlst Sgt., and go to the Aumlnlstrdtlve Center and work undexr
the suoerv151on of the personnel offlcer, preparing necessary
|reports, letters and docuaents. At the end of the training-

day these reports in final ferm were avali@ble.for the commandersL
signature, The morning'repprt was signed by-theIDersonnel

efficer and a’cepy was furniﬁled the unit to permlt the commander

| to keep abredst of his accurate strength.

Any reports that could be-submltted from records of the
personnei 3ecti0n_were prepared and submitted,froﬁ_redords of
the persenﬁelgSééfion without the unit comuander being in-
voived. The author was amazed at-the'feductioﬁ of paper

work'recuired in‘the unit. This perm1tted the comuander to

' spend more tlme with hlS unit in the accomleshlnrr of the mission.
| It was nq_longer necessary for the battle group headquarters
;to call fhe unit.for morning reporf infbfmation, or-reeOrds,

they cal]eu the aduinlstratlve center where the records were

1kept and available to the personrel offlcer.

{ _ The.centraelzat;on of sup>ly economy and edministrative

iis'a nust if the comuander. is to be pe:ﬁitted to train his unit
‘and the juﬁier'leaders of his command. The eStablishmenffof
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_ﬁhe sup ly procedure previousiy. stated is a step toWQrd_this
=*:e»nt_::-al-:izafion‘. |

: The battle giouo connandar exercises cdmnand fhru his
subordlnate com anaers. (6'2). This statement contained in
Army Regulatlons ?20 60 General Provisions of tbe Battle
Group and Battaglon dated January 958, clear1y ucflnes the

span of control of the battle group com: dnder. Comwand.as

further deflnea, in Army Reguldt1ons 600-20 Personnel General

Com.; ;and as; belng eycrc1sed by virtue of offlce and the special
assxﬂnment of offlcers holdlng military ranh who are eligible
by law to exercise com&and,'(S:Z) Army Regulatlons_ZQO-BO
istates that the coupany commander commands his cowpany, and

he usés his chain of command to develop.iﬂitiafive and re-

sponsibility in his subordinate leaders. The above Army -

Reguldtions is the Qolicy of fhé Arnmy and ciearly states

iwho commnands, The perrdgativeé of the.comnander.af all
iechélqﬁs are defined by the regulations,_but-thé commanders at
.intermediate.commands aré=imposing on the rights of the corm-
“iander at the next lower levél_because of iack.of t:ust,'fdith,
Jand cbnfidence. This feeling is éaused by fhe never ending
battle;gﬁéup-qf Statisfics piaced on'fhe higher_comqandcr.

The coiw.ianders of thé.battle group mﬁét be carefully selected
50 és'to insure that lower éommandérs are gifen'an-opportunity
Ato develop. -Deceﬁt:alization nust be approached from the top;
the highest levelito the iowe#t.lefel; It can not bé a haif-.

heartea 4ffa1r.

? During and bgfore World War 11 the nece551ty for rapid
imobi;ization_required a‘coaplete ovexhauling of cur training
'!System The system of-the unit comﬂander tfaining-his nen
could not furnish replacements qulck y enouvh for our front
11ne units. A uethod of tra1n1ng known as the commlttee

systeg was devised., This was a poeling of all. 1nstruct0rs
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iana equlpnént in order to give the most standardlzed tralnlng
;to the .sen going overseas as rep’acements. The committee
%systeu of tralnlng, was best for our emergency requlrements
"dur1ng worid War 11, but 1t does not meet our needs today.
1”Let‘s go back to unit training. (4:54) ,Thls article
appeared in the Ju1y~8eptember issue of the Infantry maga21ne,
written by Brlg. General Joseph B. Crawford - This author was
1very fortunate to have served with the Ninth Division during
1the period covered in the article ﬁy General Crawford.* As

a unit commander under a comxlttee system of tralnlng and 1ater

Aunder ‘the decentra11zed system Under the c0mm1ttee system of o

tralnlng, the unit cowmander's greatest problem is to naintain

1a high state of morale. among his non- com.1551onea offlcers.
{The feeling that they are only housekeepers and guides for
1the1r unit, causes the- non comm1551oned officer and junior
offlcers to loose pride in themselves and their unit. A
‘complete loss of initiative, prestige, and_authorlty resulted
ffrom the committee system of instruction and training. - Upon
%the deparfure of the men:for other'assignments the unit did
;not feel a gfeat déai_of accomplishﬁent or pride in the re-
isults obtained by the non-comuissioned officers and juhior'
iofficérs. This saune feeling was present among the departing
:personnel; They had nevéf feit as if they beionged to thé unit.
i This training must be giveﬁiback to thé unit”commanderf

jit is he. who is.responsible fdf every'thing his unit dces or
j‘f:s;:ils to do. In the Ninth Division this was done and the '
iresults were amazing. The non-comm1551oned offlcers, junior
offlcers, and comlanders again felt a sense of accompllshment.
%he command@r, now that he was being held d1rect1y respon51blez
ﬁor the level of his unit training, 1nsures that each. tra1nee
gets a maximun of instruction. _The'jUHior officers_and.non—
tommissioned Officeré;knbw.their men. They know the omes that
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,need addltional trdlnlng and. coneuct the trelnlrg w1th1n thelr
'gplatoons. The 1nstructors of thc company. (platoon sgts.,
platoon_leaders) knewithe level of the class. Greater flexi- -
ebiliry'ie added to the-training. Every leaderiie wbrkiﬁg.te-
ward a common gdal;.td produce the WOSt-efficient beet
trained'combat-SOIdier nessible; Competltlve Splrlt betw;en'
platoons and companies was uost gratlfylng to observe. The

' tralnees were at 1ast a part of the unlt and worale rose and
dlsc1p11nary problems were fewer.

Under the unrt tralnlng, when it came time for the personnel
to aepart, the nencouissioned offlcers and officers stood_
jusf e_littie teiler, knowingethat the.men.ieaving'the.eompany
ﬁere'the men tﬁat they:trained | y _. :

B . Our mission im the Arny today is to bulld and- malntaln the
best trained and most efficient peace t1me army in our hlStOIY.
We have the time, manpower, experience ana-fac111t1es_to

accompiish this.' Why should we be satisfied with the crash

measures of World War II, when they:are norlonger necessary?'
(4:50). ‘ :

1 -+ The materlal DIEVIOUSIY discussed applied to the training
'jlelSlOﬂ. However, it could have been a post cycle. trq1n1ng unlt
| To have commlttee type 1nstruct10n in a TO&E organlzatlon could
ﬁprove fatar to such an organlzatlon. Wlthrthe organlzwtlon of

: our battle groups there has been nuch d1scu551on of f*ex1b111ty,
Mob1 1ty, and flreDower..These can only be obtained through
igreater decentrallzatlan (excludlng ﬂObl‘ltY) If a;unlt ;s train-
;ed by a centralized system it w111_re~act only in combét'to |
;that'ty0e 0f sysfemr If we do not glve our Junlor leaders an
ODoortunlty to Yead durlng tralnlng they wili not lead. dur1ng

1combat Gen. A C. chu 1ffe in a letter to his corp comHanders

in Europe stated "In the matter of tralnlng, arl higher head-

1
i

iouarters nust seek to cwtlto a proper m;nlmum_the‘requlrea hours

for specified subjects, in an endeavor to leave the company or’

m
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‘batté:y cowgaﬁder‘d réasdnable'lgtitude in tﬁe training of

his unit in sﬁbjects which_gg'séietfs aé;requifing greater

| emphasis". (Annex.A) _This‘clea:iy.indicafes3the impﬁ:tance-
of-decentralizétion-of-traiﬁing with thé.company cdmmaﬁdef.
‘The advént of atdnic'warfare hasfcaused gréafer'diépersion

| between un:ts of all 51zes, the Junlor Leaders must be trilned
ito act on thelr own, make quick and tzmely estlmates, and

B tact:ca11y and Drof1c1ent1y employ their, Dlatoons._

| The close relatlonshlp between. tralnlng and combat w111

3neqessanly cause a short dlscusslon of combat operatlons.

As previously sfated, disperSion, flexibility, firepower, and
mobility'afe:all'common towthE'atoﬁic battle field. These

| terms very_;eadily imply{speed_aﬁd-free&om Qf:actioﬂ;_the
 presence of missidn'fype'brders; Telling the.subofdinate
chmmander what_td do, and not hoﬁjto do-it, wiil_be the_fquueﬁt,
fafhgr than the infrequént_l If-the,subordinate leader is to
xnow how to accdﬁplish a misSion he_mﬁét‘be tréine& He ﬁan_
only be trained thru decéntraliéatidn of authority. A pAatoon
_occunylng a p051t10n on the extreme fldnk of a unlt will be
;operdtlng essentially on his own._ Tlme w111_not be available
for higher headquarters to: control the actlons of the platoon;
He must be able to act on hlS own - throubh proper tra1n1ng, ln--_
1t1at1ve, respons1b111ty and authorlty._-The company commander
must have the authorzty as well as the resp0n51b111ty to do

a tash well. Ong will not =tand w1thout the-other.

The funéfidn of5COw1and also encomgasses the respon51b111ty
i.of m111tary justice (11: 11). Each commander exerczslng courts :
.martldl 3u11sd1ct10n must have a‘sound underst&ndlng of the ?
prOV1810nS of the Unlform Code. Iﬁrthis fespééf organlzatlonal

changes dlCtthd by new. tactlcs of warfare are 1mp051ng greater’
urespon51b111ty of the Spec1al Court Mart1al Conven1ng Authorlty;
(11 10) There is no cause for a maJor overhau11ng in current

12




mllltary Justice Drocedures as they are related to the battle
‘group and subordlnate unlts. The company comlanders should
ﬁbe given the maximum latitude possible‘with respect to company
‘punishment? and his re¢ommendations concerning reduction and
j promotion, These_redomnendatibns'must'be supported in fﬁli
;1f the.unit comménder is to retain his place of command‘ The
jcompany commander should permlt his subordlndte leaders to take
'én active part 1n the adm1n1strat10n of military Justlce in hls
._;command. By proper utlllzatronrof the chain.of commaﬁd,
iplatoOn leaders shou}d 5e abié to recomnend to the coumanders
ithe punishmént they feel neCéssary to place an individual back
jon the proper traék; The_aurhor is not implying that the

piatoon leader or squad leader should have authority to ad-

minister military justice, only that'they nust be able to re-

'_-c011ena to the commander and through this IelatanShlh they

w111 ledrn their respon51b1'1t1es in future pos1t10ns of
leadershlp and connand A commanding officer is expected and
‘authorized to use aDproprlate correct1onal measures to remedy
Tdef1¢1enc1es in dlSClpiine. He may warn, or rebuke an. offender 
Jor requlre h1m to take further tralnlng. (11: 12) The commander
1must be glven th1s authorlty. However, there are senior com-

;manaers who would not permlt a company to conduct extra train-

1ng w1thout their apDroval The author was a méﬂber of such

a comaand - If the subord1nate commanuer is to properly traln
and prepare hlS unit for combat he must be given the author1ty

w1th the respons1b1 1ty.

13




 CONCLUSIONS

In order for ‘the commander to accomplish his mission of

'the'attainment of combat effecti#eness for his unit he nust be

.:glven the authorlty ‘and the respons1b111ty to accompllsh thlS.
goal The'span of'control now ﬁresent in theubattle group is
the greatest to which’ 1t can be extended. The platobnfieadei
should not becoue a commander. ThlS would only increase the
span of contro1 in the battle group.

The campany commander does ‘have suff1C1ent authority to

command h1s coapany. (8:2) The commander must:be given the
khance to: e(erc1se'th15 authority. 'Maxiﬁum decentralization;e
‘coupled with effective co-ordination and supervision, is
fundamental to successful unit pe:formance. _We‘shouid‘depart
from this fundamental only when‘it_can be demohstfated_that

the rewards_qf centralization in terms of efficiency, eeanmy,:

in use of personnel, equipment, and facilities warrant such

aetione..
}"f The company eommanoer has the resgon51b1*1ty, however, fhe
authorlty is COﬂtIOllEd by hlgher headquarters and nust be re-
&u;nea_to-the company commanaer.,_lee the tralnlpg back to the
comander, centfalize the aaministratioﬁ and let the commander |
';Xerc1se his authorlty and c0mnand his. company. |

a The prestlge,'morale, esprit de corps,_and_effieieacy of
e;unit,'can well be measured by the battle-gfoup cbﬁmandér who
_:%ives his subordiaate commanders the authority to develop their
leaders, train their unlts, anc fulf111 their respon51b111ty _:

of combat effectlveness.
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GENERALSA.7CQ'McAULIFEE‘S LETTER TO HIS COR?S CCMMANDERS

- .. .HBADQUARTERS SEVENTH ARMY
o ' Office of the Commanding Generati
APO 46 = - : . US ARMY

ANNEX A R 26 June 1954

{

-ﬂMajor*General Henry I. Hodes
| Comuianding General

:V11 Corps

APQ 107, US ARMY -

%Dear General Hodes: _.-L

I desire by this letter to express certain of my thoughts.;

upon an urgent and vexing problem which faces both the United
States Army as a whole and the Seventh Army in particular, I
:refer to the strictly professional aspects of the life, with-
(in combat units, of the junior officer and the senior non-
tcorunissioned officer. -

: . The Department of the Army in Washington is, as you “now,
.concerning itself actively in improving the lot of the nilitary
-|man as respects such matters as pay and so-called "fringe
Denefits'. I hope also for ultimate success in its efforts
ito separate the categories of noncomlissioned leader and
-specialist. These, however, are matters generally beyond our
local jurisddction; our efforts must be directed specifically
ito the improvement of daily duty-the ailitary routine-within
‘the Seventh Army. | - Lo ;

| . _ _ _ _
! I think there is much that must be done, for I believe I
jam correct in saying that too often the junier officer and the

ithree-grader) consider their lots neither happy nor profession-
2lly stimulating. Xt is my understanding that assignment to
‘QCOmmand of a company or battery is not a popular one, a -
dﬁ:onounced contrast to the attitude existing prior to World
War 11, K ' : . E o

i To improve this state of affairs, we must give emphasis

to the decentralization of comniand, a departure from present

~ practice. In the past several years there has been a pro-
ounced and undesirable tendency towards ever greater central-

dzation-a tendency arising from the fact that we have had to

deal with considerable nunbers of imperfectly trained subordinates.

Ehis trend nust be reversed: the seniof noncommissioned offi-
cer mnust be given more and more responsibility, including -
ftasks requiring the exercise of independert judgment; the.
Junior officer must in turn be relieved of ‘such tasks as can -
be performed by noncommissioned officers and made.to shoulder
in full measure the responsibility properly pertaining to the"
rank of officer. To do this regquires a criticdal search

| . . : .
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Ithrough the standing orders and policies established at all
ilevels of comiiand. - ' o ' _

i A policy of decentraiization infers a confidence by the
“1senior'in the junior. There is no question but that such_
iconfidence may in some instances be misplaced, resulting in
‘duty poorly performed and certain difficulty. There rough _
'spots must simply be acknowledged and corrected as a necessary
price to pay for the overall good. The man who fails over a
iperiod of time to measure up to his responsibility wust be
removed or reduced, but for our program to be effective the
|point of failure must be accurately  identified. While we
{cannot relieve the commander of overall responsibility for his
“unit, he should not be censured for failure in a task or -
function responsibility for which he had laid, with propriety
and good judgment, on -an assigned subordinate. In a word, _
we nust not preach decentralization and at the sane time punish
'the commander for practicing it. -

Our trust in the junior leader must be demonstrated also
in. other ways: specifically, in granting to noncorimissioned of f-
icers of the first three grades privileges to the maximum
extent permissible within the policies of our senior head-
iquarters; by the occasional group conference with non- -
comrissioned officers and junior officers by senior commanders;
by a constant effort on the part of com.anders at all levels
in seeking carnestly the opinions and suggestions of their
jsubordinates; by emphasizing tradition and the customs of the
service; and by avoiding improper emphasis on strict ad- '
- therence to duty hours, - ' '

| Without violating the intent of existing regulations, we
'must do all we can do to increase the influence of the coupany
commander in the promotion and reduction of NCOs, and the
influence of NCOs in ridding the company (and the Army) of
incompetent private soidiers. :

_‘ - In the matter of training, all highér headquarters must
'seek to cut' to a proper minimum the required hours for speci~
fied subject, in an endeavor to leave the company or battery
_ commander a reasonable latitude in the training of his unit
. An subjects which he selects as requiring greater emphasis,
i In training it is necessary also to avoid over-supervision.
'By this I do not mean that battalion, regimental, or higher
- commanders- should spend any less time in the field and in
- Anspection of training, but the company commander must have the
- feeling that he is being trusted with the training of his com-
any, and that each move he maltes is not being supervised by
a hovering senior. Training supervision should take the form
‘lmore of inspection of resuit, as distinguished from detailed
checking of process., As an example, a battalion commander -
should not perfor: his duties by teliing the company comu.ander
how to emplace his company on a defensive position, but rather
Ry inspecting the coampany after the position has been taken-
nich inspection should be very detailed and as critical as
the situation makes desirable, This vrinciple should not, of-
Course, restrict the battalion coumander from schocling his
officers by tactical walks or any other device.

| Another policy which I strongly recommend is that a
platoon leader (commissioned or noncommissioned) shall have
totally unsuperVised control of his platoon in the fle;d for
a 24-hour period ten or twelve times annually. There is no
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obJectlon to the. company or battalion comnander spec:.fylncr in
‘part what should be accomplished in the 24-hours, but the platoon
11eaaer should not be inspected or ewem visited in this period '
lof tize. The platoon leader should have uniphibited and un-
interrupted control of his platoon; he will learn frov the
-1ex0er1ence. :

‘Much also can be accomplished if we increase the tempo
‘of tactical tra:nlng. In our general endeavér to make sure
that we are tarough in ocur tactical actions, we have made
ithe routine tactical problem a pretty dull affair. Troops
ispend on periods d01ng nothing, thinking, learning nothing.
‘We must recapture the art of the quick estimation of the
;situation, the quickly delivered order (which frequently should
‘be sinply a comdand), and the prompt execution of the pro-
‘blem itself, depending for intelligent execution upon the
‘initiative and judgement of the subordinate |commanders.
‘Perhaps by his system more mistakes will be [committed
;initially, but these may be correctedhby the procéss of
icritique and by the process of doing similar) exercises again
-and again, over different bits of ground, keeping the tempo
ifa.st and the interest high. '

Tactical thought will also be much stlmulated by the
‘1mag1nat1ve conduct of tactical walks and tactical-rides.
‘'These will become more peossible for officers if by decentrali-
‘zation we make the noncomu1531oned officers |carry a proper .
*portlon of the unit job. : -

: Aside from tralnlng, there are audltjondl things we can
;and rust doo

At all costs we must avoid the false front. A certain
amount of this is engendered from time to tine by the improper
'pressure from higher echelons. I have recently asked you
(to de-emphasize the importance of the statigtical reports
jas respects to the so-called morale indices. This does not
tmean that I wish to decrease our efforts to improve our
‘performance as respects AWOL, serious incidents, safety,. etc.,‘
‘but I do wish to point out once more that these are not the
primary bases for the determination of whether the unit is a
good one or a poor cne. We ust make certain that we devote
our efforts wholeheartedly towards the improvement of all
units of the Army as military organizations, and insist
;that efficiency be measured entirely on the basis of the ab111ty
‘of the organization to perform its uilitary task, ' If this
‘idea is firmly inplanted in the minds of all commanaers,
‘high and low,then all things (inciuding important
cadministrative and disciplinary matters) will fall into -
nroper perspective, By these measures I think we can raise .
‘the military standards of the Seventh Army.

1

R shall appreciate your reactions to the poiicies I have
coutlined here and your suggestions for further action. .

Sincerely yoﬁrs,_

op | | .
E/EB% ff‘ ﬁisuomz ~ A. C. MCAULIFEE
CAPTAIN,INFANTRY | . . Lieutenant General, USA

Comuanding
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'-?ANKEX B - Letter from Colonel W. B. Rossen

.'; : e o | L S22 July 1658

_iDear Tate:

g Your most welcome letter reaches me at a time when the
- I'Middle East situdation leaves me with less time than I would
| like for developing a paper on decentralization of authority

| in the battle group. Rather than delay my reply, however,

- I propose to outline my principal thoughts on the subject

without going into detail. In this way I would hope to
meet your early ceadline while at the same ti.e providing
i some food for thought. o '

_To begin with, I advance the view that maximum decentral-
ization, coupled with effective coordination- and supervision,
'is fundauental to successful unit performance. We should
‘depart from this fundamental only when it can be dewonstrated
| that the rewards of centralization in terms of efficiency,
‘economy in use of personnel, equipment, and facilities, or
achievement of uniform standards warrants such action. You
‘will agree with e, I aum sure, that under the impact of
cilodern weapons our organization and doctrine nust emphasize
greater dispersion, mobility and indeyendent actiom. These
| requirements demand that we develop comnanders who are
‘capable of acting on their own initiative, and who have been
'trained to accept full responsibility for what their unit
does or fails to do. But can we hope to develop comzanders
cof this caliber if we centralize important respensibilities
lat each successive higher level of comiand? I think not. _
'The soluticn ..ust lie in the ovposite approach -- decentraliza-
tion, Only in this way can be indoctrinate our commanders
from scuad level up in the assumption and exercisc of full
- responsibility for unit performance, Only in this way can we
‘begin to develop comianders who are used to acting on their
wn initiative. - o : : '

B

| With the foregoing theue as background, I offer the
ifollowing specific com.ents' cn decentralization within the
‘battle group based on the four functions ideéntified in your
iletter, . ’ :

a. Military Justice. I foresee no need’for a major
overhaul .in current nilitary justice procedures as they
relate to the battle group and its subordinate units,
| I consider that the company commander should be given
I maximum latitude with respect to company punishients,

: ~and his recoviendations concerning reductions and pro-
: notions should be supported in fuli, subject only to the
e custonary rewiews by higher authority e

jﬁy the sa:ie tolen, I believe tihat the coupany comsander rmst
utilize his c¢hain of cemuand in connection with ilitary
i 18
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Justlce satters. Thls wouid bring the piatoon ‘cader into

the picture as being respons:ble for recommending punlqhments
and other actions affectlng his wen. Through this procedure

we can indoctrinate our junior officers and non- corziissioned
officers in the disciplinary responsibil ities they are expected.
to exerciss in future positions of greater responsibility.

With respect to courts-martial, I believe it desirable to
centralize the administrative. and legal work in the battie
group headouarters. The same anvylies to the bul*_of the paper
work involved in Article 15 cases.

b. Tralnlng I feel very strongly that the commany
commander should be responsible for the tIdLang of his
" company. This is a fundaz rental which has undergone
considerable erosion during and since Worid War IT on the
grounds that nass Droductlon tralnlng recuires the coum-
~ittee system. Whlle I have no major guarrel with the -
comuittee system for use in basic and spe01dl1st training,
I am convinced that its extended app ication within
‘tactical units has talen from the company com:iander
certain responsibilities which he wust exercise. if he
is tc have a cbhesive and effective unit. In my view
the company comaander should be allowed as 1uch training
time as feasible for his own purposes. = Ile should be
respcnsible for drawing up his own training schedule
~within the frauwework of the battle group directive.
Widest possible latitude should be allowed him in con-
centrating on those subjects which he regards as re-
ouiring the greatest emphasis within his unit..

S Acceptlng the foregoing as the ee51red acproach, I rec-
ognlze that within a unit the size of the battle group it will
normally be necessary, due primarlly to availability of in- |
structors, equipment and facitities, to centralize certain

types of instrucions, e. g., crew served weapons, communications,

specialized intelligence activities, drivers.and mechanics,
etc. Properiy conducted, this technique will help the company
while at the same tise insuring uniform standards of training
w1th1n the battle group.

The greatest 31ng1e bar to attainment of decentraiized
training ‘within the battle group is, unfortunately, a matter
over which the battle group commander has Zittle control.

. 1 refer here to the endless number of recuired subjects im-

posed upon the battie group by higher headgquarters... These
combine to fill up so much of the training program as to
restrict unfavorably the time left to the unitiative of the
battle group commander and his subordinates. Until. this
procedure can be nodified, I see little hope of achieving
the type of decentralization desired. A couprouise is
probably the best that can be hoped for. Since we cannot
and should not discard the training accomplishments we have
attained during and since Wor:d War II, we should work for
an easing of higher echelon renulrexents and a resultant
increase in the tine avaiiable to each lower commander

- for subjects of his own choosing.

Concerning decentralization below conoany level, 1 an
inciined to believe that the same principiles we have discussed
will apply, although in lesser. degree. The platoon and
scuad leaders should be afforded maximum opportunity to
conduct the training of their units, but they should not be
burdened with the administrative recuireuents incident to
such training. Except for specia1lzed units such as '
com: unlcdtlons, I &R, P& A platoons and the like, the _
company is the lowest level at which schedullng and .adminis-
tration of training can be Cfgducted with due regard to



ecomomy of instructor personnel, equipment and facilities.

: ~ €. Combat. We have already observed that modern

i combat places a high pre:ium on the capability for in-
deperdent action and for the highest ‘degree of initiative

_ and resourcefulness on the part of unit coummanders - - - .
i - all born out of the habit of exercise of responsibility -

: through decentralization. Within the battle group, how- ..~

ever, it must be recognized that the battle group

| commander alone possesses a staff adequate to assist

.~ him in coordination and supervising the many and varied

4 activities of the command,.and in assisting the sub- .
v ordinate echelons, It will be necessary, therefore, to
' . recognize that the battle group commarder nust reserve

to himself a rather full -measure of responsibility for

planring and coordination.  With this exception, de-
centralization in carrying out combat operations of the

- unit can best be thought of as utilization of the chain
of command from top to bottom, with each subordinate
comaander being given a mission-type order to maximum
practicable extent, Centralization must, of course,

‘be apilied to such matters as fire support, re-
connaissance activities, transportation and supply.

‘8. Command. I find difficulty in determining any

ma jor dilference between decentralization as discussed

above under combat, and decentralization as appiied to
- comnand generally. What I have said in connection with-

combat above, I would therefore apply here, If ‘there

is any difference of enphasis. to'be considered, I

would take the position that decentralized command is

more. important under combat than other conditions,

In evaluating this material, please bear in mind that I
have had no experience in commanding a battle group. My
experience_at battalion and regimental ievel has, however, :
convinced ite of the iuportance of the decentralized approach
to comiand. - The problen in the reginent differs in at least
;one major respect from the battle group; namely, that in :
delegating or decentralizing to the battalion commander, the =
regiuental comnander knows that the battaiion commander is -
'supported by a sizeable staff to assist him -in coordination
;and surervising the companies. When the battle group
. Commander cCecentralizes to the company, he does so in the
iknowledge that the company commander has little staff support.

. With this I will terminate what has been an admittedly
jgeneral discussion made necessagy by the press of time. I
(hope you will find it useful in developing what will most
|certa1n1y.be a very chaglenging and contributive ronograph,

| - My thanks for allowing ne to be of assistance to you, and
'Dest wishes for a fine academic year. Please extend my re-

‘gards to your fauily, and let me know how this project turns
tout, o Biind Lns

§ ) o Sincerely,
L
i

s/Colonel Rossenr

YCCYDE J7 TAPE
1/LT. INFANTRY
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