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ABSTRACT

TACTICAL. IMPLICATIONS OF THE ADOPTION OF AUFTRAGSTAKTIK FOR
COMMAND AND CONTROL ON THE AIRLAND BATTLEFIELD, by
Major John M. Vermillion, USA, 38 pages.

To fight effectively on the cellular battlefield that
AirLand Battle doctrine envisages will demand individual and
tactical initiative of a high order. Auftragstaktik, a
system which encourages decentralized decision authority and
mission orders, seems to be the only command method that
offers the speed and precision of response to match the
tempo of future maneuver warfare. Despite some signs that
Auftragstaktik is being implemented, though, it remains
untested and superficially understood by marby professional
soldiers.

This essay first explains the origins of Auftranstaktik and
the reasons for its inclusiion into the 1922 Field Manual
100-,-.. OP_ er.ati ori•s. it then considers conditi'.;:- which
ikely •l obtain ;tpon tho Army 's +fulA IV C(.-AM.i-C 04.,
Auf traoa;t akti k. Fhý,ste condi tions arc i luirdinai:ed by
historical examples and are examined relative to command and
control, combat orders, and decentralized decision
authority. The study also looks at conditions un-Favorable
to AIAftr.3qst-atti k.

The monograph concludes that duringi this century
decentralized command methods consistently have proved more
effective than centralized methods. Indeed. decentai ing
t,.kctical control is nro lonqer a matter of choice. but a
combat imperativei. To- the maximum e;, tte nt possible
commanders ought to employ the methods of Auftragstakti,.



Three years have passed since the introduction of

AirLand Battle doctrine in the -form of Field Manual (FM) 100-

5, 9Rprations. - This new U.S. Army doctrine envisacges a

cellular or. nonlinear rather than a linear battlefield.

Engagements will occur simultaneously throughout the depth

of the battle area, both forward and rear of the Forward

Line of Own Troops (FLOT). Commanders will find their

powers to synchronize efforts of forces taxed to the extreme

as they seek to draw deep, close, and rear components of

"battle into a coherent whole. Success on this battlefield

will demand a high order of initiative, both tactical and

individual . AirLand Battle doctrine places a higher premium

on maneuver and offensive spirit than ever before. and

requires units agile and flexible enough to cope with

rapidly shifting conditions. It therefore seems to connote

more decentralized command and control. Leaders at the

lowest levels must have a firm understanding of the

commander's overall intent, as specified in his operational

plan. Should crippling damage befall higher echelons,

junior leaders must stand readj without further.instructions

to execute the will of their commander.

The July 1985 Draft FM 100-5 encourages a new command

method to deal with the realities of the AirLand

Battlefield. Actually, this method is new to the U.S. Army,

but has long been known to the German Army as

Auftraastaktik. It stresses mission orders, commander's

intent, subordinate leader initiative, and decentralized



decision authority as essentiaI to succiess on the rlhaotic

battlefield produced by the confrontation of I arge

mechanized forces. There is widespread agreement that its

introduct-3or into Army doctrinal publications constitutes a

most impprtant addition to AirLand Battle doctrine. To

state that the Army's capstone Field Manual encourages the

implementation of A.•ftra.5taktik..., however, is far different

from stating' that the Army at large practices or even

accepts its principles.

The Auftraqstaktik command method contrasts sharply

with the U.S. Army's emphasis on positive control and

technoloaical command, control, and communications

processes. A u 4transtaI::ti I.:- th er•e f.or.. r r es...t.

alternative to, but a principle opposing, current methods.

Indeed, the two concepts are fundamentally antithetical.

One stresses control, the other command. One orients

chie.fly on machines, the other on people. The tension

between these two views of command and control is

considerable, and suggests t.he controversy which potentially

will -surround the Auftraostaktik -.issue. --

Most soldiers probably are unfamiliar with the German

word Autftra staktik: most of those who have heard of the

term likely have reduced it to the shorthand "mission

orders." Use of this tag phrase, though, can be dangerous

if it oversimplifies the more expressive German term. For

this reason, Auftraastakti k is the phrase retained

tihroughout this i'e'-< t



Increasin gly strong signals hint that the message about

utt'-aast~atil is bein'g heard and acted rn, as is evident

+rom the use of terms like "empower'in.g aders" and "power

down'' by high-level field commanders. Many tactical

manuals, including Field Circulars (FCs) 71-100, 71-101, and

10-55, *and FMs 100-5, 71-I, and 71-2, advocate the

principles of Auftragstaktik. Some leaders, moreover, have

followed the methods of Auftragstaktilk throughout their

careers. Despite these positive signs, - Auftraastaktik

remains untested and superficially understood by many

professionals.

Although FM 100-5 and other key doctrinal manuals

discuss some of Auftra.staltik's principal .eatures, the

busy reader m .ht eas.ily overlook them, in tha-, they are

imbedded sporadically throughout the texts and are not

referred to by the word AP.ftragstaktik itsel f. Even the

exceptionaily at:tentive reader will search vainly for an

analysis a- what implementation o.F the cornc,.ept migiht mean in

practice. Equally scant attention is being paid to such

analysis in- the Army.s professional j.urnals. Be.fore the

Army in general and individual soldiers in particular ;an

fully accept and practice the principles o-f Auftraqsta..tik

they must first understand it conceptually. The vital

follow-on step is to determine whether the principles can be

translated into workable, effective principles at the

tactical level. If so, under what circumstances mioht they

not be appropriate? Thus, the aim of this essay is to



O ,ain i mpl icati ons of adopti on of f\.t ,asa : or

C.: wil-iArnd and~' contro a 'n t.h~e rA i.rL.an ' Battle ~f i eld. ~

help to clarify current usage of the expreszion. it

O~riginated in the American Revolutionary War.l 'Hessi:an

soldiers returningj fram that War carried the concept back to

G er ma n y. More specifically, it evolved from experiences of-

Lthe HessianM jagers.

'The jk4_qgers were the elite among roughly 5,000 Hessian

tooops who! +ought as mercenaries on the Eng~lish side durngni

th A. mer ican IRovoI ti on. They spmc i al ized in rai ds,

ambushes, and patrol lingi. American soldiers gnerally

feared.thm cgrea tiv As their na:me suqiqizsts. mms:,t hat uee:n

dr awn f romr "hunters. formnstotrvs. arnd others who wr expert

at shooting. "= One of their most illustrious soldier-s was

Captai n Jonathan Ewal d, commander of the HaIsai an Fieldi--

J aeger Corps in A~merica.. H is diary reflects many of the

lessons he :learned, prominent among which was that when

Properlv led and afforded freedom a+ action,. soldiers ar.tinq

as individuals and in smal1l groups consistenitly produced.

astonvis~hi ngly posi tive results. .If this notion seems

unremarkable in today's U.S. Army, it certainly wass

remarkable one in Ewald's day.

E~wald publ ished several mil1itary treatises after t he%

.gf4r 'return t~o their homeland. Hima most i mportant; work,::

[n~~r;rt c~s n Wr~used his A mer'ican exnerl ar ces as tc

-: ~ifor a new set of tact i c a nd ai:pparently1 was well-1



recei vecd by his +e] 1 ow pro.f essi on a. Is 'Two otlher' F! at n

jaeger vetera.ns o0f tle war , 1ernhard Wi ederhold) r and Adam

LU..W. q. .. C C h S L. he Oe r n .Iti. acl : na;,.. i . : :. . / • •

180.. 'n t.hem. they .-followed Ewald s lead in s..tr sin-g

individual initiative, decentralized comrnand aufthority, and

teaching soldiers o .fiaht well as individuals.

The F'rt.!-'sSi. ans., too, were impressed by th. e ssians

radical ideas. In it79, t 'f n r'rince o 'Hohei ohie

remarked, following a sLccessful lHessizan jag ..er attack, that

he had never seen such soldiers who, without orders, -took

the ut,.m .ii.t ,.-dvant.ag.. of every siatuat.ion. ,..,hi, a fes v.ars

af ter issGuance of the Hessi an .eg ent of 1002, the

lru--ussiars useid that docui'21nt ais the foundatiorn of t-ir

C!oc. t.r. in e C eari V , t.hir-.:' r.. a1.i o n o an ar ov i t hth :j n1VrF1

soldiers, each a leader, was the Prussian ideal. The mid-

nineteenth century, wi tnessed Scharnhorst and i•,n ,. e.t=-n.u

ccntinuing to enlarge -these ideas. which did irn fact

ocn.i•.tLJtut-- the ceitral. cr:mmand method emplov..--,d with eSp2.e.:.

vigor i n Moltke 's wars of 1" .6.. and 187C.). In the Q -1'

"Captain's War" against Austria. M,3oltke .eaandet

uncompr otnl si nIg iy that e v.cmr y sol di er do what ever t-he

situation required. The firtt deadly sin was inaction.'

The 1906 German Armv Reaulations refined the

i nstitut i anal i zati on of tr ajQt ZLi the L following

sentence of which has remaineld almost Lunchaniged to the

present dayt

From the younjemst: soC di er- upwar,3rd, the tota.I
1.r[)E-'ElNlol~i'l comH D. :.in L of a1l ) 1.nN l- c 0. M: fl T M n d :C.f t 1.

15



forces is to be demanded. Only thus can thie fu.l,
power of the troops be brouqht to bear .... combat
demands thinking, independent leaders and troops,

canable of independent action."-

By the time World War I eruptedl the German army had

t-ained thoroughly down to platoon level in the principles

of Auftraostaktik . They regarded confusion as the natural

state of the battlefield, and soujht to overcome it not

throuqh greater central i z at ion, but through greater

decentralization, and through 'a lowering of decision

thresholds.

The seed whi ch r"esulted in Au .trai... ..... incIluion

in the U.S. Army's FM 100-5 was planted at a 1981 Training

and Doctrine Command (TRADOC) Commander s Conference.

During Colonel Huba Wass de Czege's (FM •0•--3 5 rimar

author) briefing on AirLand Battle, Auftragstaktik arose as

a topic. Further discussion revealed that. Generals

Shoemaker (Forces Command commander), Starry (TRAI)OC

commander) , and Richardson (Deputy TR.•DIOC commander)

ardently supported the idea.& They sent Colonel Wass de

Czege and his small team of writers off to include the

concept as a cornerst6ne of the new doctrine.- Their

decision made sense. They wanted in large part to recover

in the American Army the badly obscured idea that the

"resourceful leader" is "the dynamic element of decision." 7

(.Ltftryastakt"i is a command method designed to

cA ji Lilal i Zv on the J. nit i ati ve and intel l igence of

subordinates. It gives subordinates a prime stake in the

,'• .r:n:,~s=. or . ai r.. of the unit. It pl aces- substantial

6



demands on subordinates and leaders ali ke. The commander

does his part in large measure by issIuing simple, brief

or3ers. '0onrtrary to a common] y-heid notion, mission orders

do not direct a subordinate, -for example, to "have all your

vehicles 'up' by noon tomorrow; I don't care how you do it."

Instead, they are more, not less, specific, than those

habitually issued today, in that they require the commander

to clarify precisely his overall intentions. Because this

is more easily said than done, commanders should whenever

possible ask subordinates for briefbacks on the order to

insure their understanding. The mission order emphasizes

brevity, and therefore concentrates on the sections dealing

with task organization, coordination required with other

units, and support necessary to accomplish th2 mission.

Additionally, the commander specifies any limitations, such

as time or equipment availabial. on the subordinate's

operation.

Action surrounding the 1607 Battle o-f Friedland offers

an excellent example oa AuftraostaI-tik in operation at the

tactical level. First, Napoleon's order, which historians

have preserved, covers no more than a single page. It is a

model of clarity and conciseness. An American historian

writing in 1903 had this to say:

In this order, blocked out roughly but clearly,
the emperor relies on his senior lieutenants, and
gives them free scope in detail. Every essential
is mentioned; each lieutenant knows what is
expected of him...what he is to l<kep_ as his chief
aim Cemphasis added];...Napoleon is careful not to
tic his lieutenants down to time or topography, or
to give them such limitations as to hamper their

7



•reedom oa judqment in case the unexpected should
hApmen. Each man understands the main ýrch,eme of
the battle, to contain and occupy the Russian
right by heavy artillery fire while the French
rLcht shall overwhelm his left and S 2i .. h is

bridges%, and iss ge._i. his giln part :t enatc y .s
own inspiration [emphasis added],e

As the battle unfolded, several subordinate commanders did

indeed enact their own parts by their own inspiration. For

example, Marshal Lannes in the center was supposed to give

ground to create a -flank for Marshal Ney's right flank force

to fall upon. But once Lannes saw how rapidly Ney was

achieving success, he counterattacked without orders from

the emperor. He and other French dommanders were free to

take actions of this sort because they understood that

Napoleon's gene.ral idea was to capture the bridoes leadinr]

i n to Friedland. Lhus blocking the Russian retreat and

exposing them to destruction.

AirLand Battle anticipates .requent interruption of

electronic communications. Subordinate leaders must

therefore understand the intent of the commander two levels

above them so wel I that, in the absence of specific :

instructions, they would do whac their immediate commander

probably would do ware he present. A main idea suffusing

AuftraC3staktik is that the leader-at the scene of the action

can make decisions better suited to on-the-ground conditions

than can a higher commander in a remote location.

The commander who employs Auftraostakti : must prepare

himself to tolerate the uncertainty that is a necessary

concomitant of delegation of decision authority. Van Creveld

8



contends that commanders always have had to choose between

two ways of coping with uncertainty:

Ono was to construct an army o.F automatons...tha
other, to design organizations and operations in
such a way as to enable the former to carry out
the latter without the need for 'continuous
control.'

Auftraastaktik represents the second of these choices, the

method Van Creveld thinks has through history proved more

successful. Commanders using this method entrust

subordinates to make decisions on which a battle's outcome

could rest. This requires patience and steady nerves.

Temptation to in.fluence events at every turn is particularly

difficult for today's commanders to resist. They have,

after all, been induiced to believe that greater experience

and knowledge have carried them to their present posi.iA L,

of authority. In this regard; Auftragstaktik has two vital

preconditions, uniform thinking among all leaders in the

command on tactical and operational matters, and reliable

action-i by junior leaders throughout the command. To reach a

state whereby this shared vision based on mutual

understanding of doctrine, tacticsý and techniques prevairs

is a longc-term process which begins in the Army school

system and continues in every unit in the field.

The -foregoing description of some of Auftraqstaktik's

primary elements provides the foundation for the more

detailed analysis which -follows. First, however, it is

necessary to fix the relationship between Auftragstaktik and

command and control.

9



T.HE..COM.MA.ND AND CfnNTROL ISSUFE

Because command and control is an integral component

o1f AirLand Battle doctrine, a direct relationship

necessarily exists between the two, It is difficult,

though, .to establish the connection without a solid

Understanding of what "command and control" means. At this

point one runs into a twofold problem. First, one must sort

through an increasing array of carelessly-used terms to

determine if they concern command and control or something

else. A welter of loosely-deFined terms--command ancl

control; command, control, and communications; command.

control, communications, and intelliq ence; and command

,-ontrol are ill..stral:ive, and now o.ften ap r tz , b ..

interchangeably. Moreover, mtultiple usages commonly emerge

in a single article to describe one concept.

A second difficulty lies in the variety of definitions

offered in official publications. FC 71-100 speaks of

command and control in terms of an allocation of reSources:

"Command refers to the exercise of authority Ln allocating

resources while control is the process bty which that

allocation takes place." t 0° This manual continues by stating

that command and control is "the exercise of authority and

direction by a properly designated commander over assigned,

forces in the accomplishment of his mission."" 1 The U.S.

Army dictionary of operational terms takes a different tack,

expressing it as "The exercise of command that is the.

process through which -the activities of military forces are

1 o



directed, coordinated, and controlled to accomplish th a

mission. "• FM 100-5 says that

Comimand and control is tho txurcisa of command,

the means of planning and directing campaigns and

battles. Its essence lies in applying leadership,
making decisions, issuing orders, and super,°ising

operations. 1

Other doctrinal sources hedge on precise definitions,

remarking that command and control "involves." "entails,

"encompasses," or "includes." Other examples would belabor

the point that, although the Army has a general sense of the

term's meaning, no two sources agree fully. Such happy

acceptance of many explanations has had the effect- of

permitting those who write on the subject to arrive At their

own definitions.

"rhis essay does not advance vet a;,othe•r dofi nit:tion of

command and control, but draws together main strands of

various discussions already extant. Command and control are

separate and distinct processes. Command pertains to

decision and direction, control to follow-up on a decision.

Command, then , is the expression of the commander's will and

intent and its infusion among subordinates. Control is the

minimizing of deviation from the commander's will and

intent.

Auftrapstaktik teaches leaders to prepare for the

unexpected (Clausewitz's term "friction"). In pre-World War

II exercises, Germans habitually injected snags into their

problems. Almost always -this friction included broý-ken-down

communications. "By this means:" the World War II German

1i



General von Sengar reports, "the pupils w or e -to ac qu ir a

skill and a readiness, t make decisions and accept

t"mspos b i L.' The idea is thal.. leaders Ywil1 not be

thrown perman~ently off balance when they -discover on the

first day of the war that the weather has failed to

cooperate with plans, that some soldiers are too frightened

to move, and that the enemy has not reacted as expected.

For more than a century' and a-half many Garman leaders,

Clausewitz among them., have noted the. futility of trying to

stamp out friction completely.15

Conitrary to the principles of tAuftt-a'staxktik., t h)

notion that uncertainty can an d must be eradicated dominates

A~rmy operational procedures. Dpspitv renular exhortations

-from the Chief o-)f Staff arnd othors about tr iminni n q ' t~&

staffs thrive in a system bent on having mountains of

i nf ormat ion ready should tho commander beckon. Garcantuan

staffs feed an reams of reports from small battalion staffs,

who MUStC in -tutrn harass belemagu~tere company l-azders. The

more +acts available., so thinkino peS, the better the

decision. -

U. S. staffs drive incredible volumes of informat-ion to

the top. Specialists are called on to manage the expolosion;

they invariably beget other specialists.", Ironically,

systems supposed to reduce friction brocome new sources of

friction. A~s Mi~chael Handel, an A~rmy War Collego analyst,

points out, when the U.S. in Viet~nam pinned nearly all, its

hooes on~ uni nterrupted e-ffectiveness of i ntel 11 -L gnce-



collectiocfn technology, it invited trouble on a -grand

scale.1 7  Martin van Creveld puts a finer point on the

mat t t" :.

Not even the most ample supply of the most up-to-

date technical means of communication and data

processing equipment will in themselves suffice to

produce a functioning command system and indeed

constitute part of the disease which they are

supposed to cure. 1e

Auftragstaktik emphasizes command over control; the

U.S. Army emphasizes control over command. Review of

literature on command and c-ontrol over the past ten years

manifests near-unanimous ac-ent that command and control is

a technical issue. Seldom does the human element appear.

"Better technological means of command and contrql are the

solutioln" is the standard refrain. 'o long a-s solid .(g*-und

exists for this assumption, all is well. Throughout the

historv of armed conflict, however, many highly-touted

"modern," technologically-advanced systems have failed when

put to the test of battle.

Paddy Griffith, a senior lecturer in Sandhurst"s

Department of War Studies, argues that "the most imporItant

tactical lesson of Vietnam...is that even the most advanced

technology may fail to deliver everything that it seems to

promise." I' Every new electronic system had its own

advocates and lobbyists, both inside and outside the

military. They generated a momentum difficult to stop. The

revolutionary "electronic battlefield," these people

promised, would permit acquisition and destruction of

13



tarqetr.s with a fractiionr of -the troops recquired to do similar

jobs in earlier wars. LTG W.O. Kinnard viewed the effort as

cl:l.Lt, ao.ver as "Our ability to finid LtLe enemy did

not match our battle field mobility and.firepower.'"' 0

S.J. Andriole, a former Defense AdvanLed Research

Projects Agency (DARPA) projer.t manager, believes that

agency develops hardware, software, and communications

mechanisms primarily "because they are still new and unique-

-not because there is any empirical evidence about their

likely contribution to command and control."2 1  In his

opinion decision makers have been "ianored, disquised.

underfunded, and exploited.." A former Armored Division

r-omma,'cdr. MG Ricnard Prillaman, agrees with Andriole:

W41icnever w -fii-d a new mearns i•f data collection,

we immediately devise needs that it can
fulfill...So, we adjust by ripping off additional
transport and staff officers to store and record
the input in case someone asks for it .... The
problems start when the technicians try to design
equipment to fit our command and control needs.==

With floods of information gravitating toward high

ec r_'elns, sortinc the critical .Fromn the trivial bec~nm~s

i-ncreasinqly -more difficult. One result is that the

division commander and staff unwittingly begirr to waste -

their valuable time on insignificant decisions. Another is

an inLcLliience system that "lacks tactical flow,

timeliness," and coherence. 2 • A third possible result is

that a high volume of information can inhibit development of

military judgment. in that commanders grow dependent on it

And lb's3 ate mo iake d-.2cisions until all information bearing

14.



on the matter has been examined. Such hesi'tancy reinjorces

a natural fear of failure and unwillingness to take risks.

Weak• commanders becomie addickled to La unromi'ftirg i.low oi"

information, for. it allows them to postpone tough decisions

and to wait on the safe, decision. Yet, in spite of -these

warning signs, the Army continues to give primacy to the

control features of communications technology over the hum'n

features of command. An officer working on the Army Command

and Control System program recently wrote that "As

technology advances, the Army must be concerned with

developing new force structure,:.. . .and doctrinail

approaches."' 2 4  The principles of Auftraastaktik hold thAt

the rreverse is preferable.

Auftraostaktkik means a -fundamental re rjnhjirh reiative,

to command and control. It sees -failurms of command and

control not primarily as a result of lack of adequate

communications instruments or information, but of human

mistakes and judqment. World War 1i Germany provides an

illuminating case in point.

As the war-wore on, th&-Ger.man army steadfastly ref usL'd

to -allow their signal corps to expand in pertonnel strenoth.

They feared it could develop into an "octopus" which could

"throttle the vital element" of command. 2- In fact, certain

signal units were reduced in strength. They discovered that

"notwithstanding these difficulties, the efficiency of the

signal services actually improved. "=O

t5



Nonetheless, after the war severa] high--rankincr Oerman

generals wrote that they felt hamstrung by the fielding of

(~mm1 :i ,ai.i •.m-• e. cu pet I vast S1 L , i ,r 10r' t tt iat C C W,1 f IW Y

War I. Because subordinate commanders possessed the ability

to do so, the superior- commander expected subordinates to

report every decision to him. This led the superior to

express an opinion on all decisions subordinates rendered,

since now, being aware -of the decision, he was. himself

partly responsible for them. The, net effect of improved

ability to commoinicate was that subordinates qrew reluctant

to make decisions orn their own., in that they had to azckcept

full responsibility for their decisioas. If, on the other

hand. they intentionally ionnored the re Lirement t'c r,-,.,,•"r

all their decisions. they mioaht be found .uilty at a very

serious crime. Subordinates, then. found themselves tied in

knots by the very technical development -that was supoosed to

have improved their lot.-2

Auftraostakti tik postulates that absol tute cuntrol is

impr'ossib3e, that c:onmuni catiaons will be interrupted, and

-that a single commander cannot control- the__ erytire

battlefield. It calls for commanders to decide what types

and volume of information they want from their staffs and

subordinate commanders in wartime, then insist ruthlessly on

elimination of every.report failing to meet a specified

nieed. Commanders accept as a calculated risk the remote

possibility that some piece of information which might prove

uts_-ful wi 11 escape their Tattention, The chai.ce is rapid

16



act¢i on based on sl :i ghtl V i mperfect information or slow

action based an near-perfec:t information. Generals must be

from Lo plan, an i.ciipatI o, and i mprovi., L:ndor constn tly

shifting conditions. FtrAM k_._posits, as has General

Richardson, that victorious armies think, decide, and act

faster than their enemies. "That prompt reaction will come

from intense training and maximum decentralization and

delegation of decision authority to the lowest level."""

The decentralized operations Auftra-staktik espouses

hinge on common, understanding of doctrine and tactical

techniques. The 4th Armorod Division in World War QI

arguably is the finest exemplar of AirLand Battle doctrine.

Highl y success.Ful, it st.ressed (a) deep thrusts into ernt=y

herri tory (b) indirect appr-oaches (c) quick. "tail-gate"

decisions (d) constant momentum (e) continuous aerial cover,

and (f) mobility, flexibility, and audacity.•" A prime

reason for the 4th's success was the muttual understanding

not only within the division, but also between the division

commander, MG John S. "F" Wood, and his Army ,:ommander,

- Georqe PaFtton.-

Contrary to impressions created by many accounts of-

Wood's division, 4th Armored never charged off wildly in

pursuit of objectives. Rather, apparent spontaneity was

made possible by intensive, frequent pre-combat training and

rehearsals such that "the division wo1"ked like a drill team,

and each man performed his role in the ballet of battle.'"'"
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11-i1 rat tao arnd Wooid, l-lansornr.r . I2t dvi. n wr- + that ""L-arh

undcrfstood the cothlir" . Thoy were as ci al. i rt h e i r

t' 0h i VI.i Q . a ;ny tvi o or m. y a n cli CI I v 1 , L •:,,1 . t ''Qs I I QVI"

become. BoEth were products o-f the "1 ' aL..dacC 1 ' autdc e,

kt.ujours 1 'audace" school. -Wood spent. .much o'f the twenty

years leading up to' WOl CiJ War I I in I"study and quiet

r.-e-fLection on the nature of war and the shape of wars to

Come. ".He aiid F:'attt n , wi th whoum he had served at

Leavenworth and in Hawaii, read deeply and seriously into

military history and often "argued .Iour and I ong on warr

a.chie LI and modern, wi h :i. Ls batc1le. and ,.

Cle•arly, as th".e Wood--Pat ton ex.,ample demonstrat•s, a

di.sadvantane o-f aCtdnt iir q I t at.. . nvgu.1, vtat kE. t h c. theI i.t'n t h

,3- ,.,.e ,fe.:esLsar'y t- train and r : c.-dLucate an au'-'y tGw..;vz- i

creation of a shared vision. This is only one among several

r';=asons o+fered for" the U.S. Army 's long--sL-,!nding dis•.omfclrt

with decentralized operations. Col onrel Harry Summers

rasons that as an oaat.. w . . the Tr-,uman--MacAr Chi..A.-

c' n t.r c-v :*r s , t he Ar'my! hzts 1 ack:ed t th ,i c.'.,.] t.- c:c.0 rC e[f r ciil its

Leadiors .the max i.mum freedom oF action nee,.nd -to mi n tai n

i niti at i ve on the battlefield. The Army has felt this

,f +fect. hift ooinre., not an 1' v at the strateo.ic, but at the

uner-tiorsnaI and tact i c-al i evel.s as well.Z A third

x...planition is that the Army has accepted +ew tact i:caI

orinciae1'rz; as common I.nowledt:)e. Thus.. ord(+,rs have had to

coft;Ain many detamil ,: in arder t o rt"duc, the chance o(f

thinrns; qoir~o •cr-onr.



U.*1, 1-- ,•J iz. ,..~"t I IV ,:Lubd M ", .. M.' al PIM.t y r1•-sl:: 1 t'v. H r.?

b,- It i ev d th', t bol dnons ., vji ., i t1'., 'o t.iko caI cul I. at.ed

higher up the chain one lo:oks, the hardor it is for the

commfander to act audaciously; yet it is precisely here.,

higher up, where the qreater need for boldness exi.sts."'

Same allege that in the current Army scheme, as long as

subor'dinates .f:u~l low pr'ec ise instructions, commanders- get.

what they want, which amounts to security in peacetime.

Protection of one's sinecure is not a main concern of

Si To embrace Autrga-:takti : in a rin'"k ,tv..ain: r~Q

proposition, *for it decreases certainty and control at high

WPevM on the rrther h and., i t i ncrw-:.a:zes c:r t a, n dtv and

ca'.-troil regardcin mission OI xacutAia W~ sma ~l-u.~t .I.ev..im.

THUE. U.DF..ISSU_

Acceptance of AuttraLstaktik as a method of command and

.:ontrol means tremendous changes in the. Army' s prevent way

oFf preparinq and issuinn:l combat orders. Thczre is al.most now

evidence, though, to establish tIhat any changes are being

made, or oven contemplated, in this area.

Qfntgsa$_k•_i• and brief orders qo hand. in hand. In

seeking to determine Causes for 4th Panzer Army's succe.ss

durinq early 1943, the fact that hiqh-levol commanders

UIhformly issued concise long-range missrion order:n stood

ou tI. [n commentinq on 11th Pa'ror Diion', doci•iivrŽ

d-eds of heroism an the Ch.Lr River ilrn Docofmbor I.'1, .,nral

1 '9



Balck observed that "Orders were exclusivelv verbal (oral).

The division commander each evening made plans for the

,jI ,i V) 4 k Ia. apera-Lt i on and i .sued oral orders -tCo

regimental commanders on the battlefield. This done, he

went to 48th Panzer Corps headquarters to brief the chief of

staff on his intentions. I-f corps approved-his intent, a

simple message of "no .change" went out to the regiments. If

fundamental changes had to be made, he visited each regiment

to deliver orders, again orally.• 6

The U.S. 4th Armored Division's command method was

remark,:ably similar to that of 1l.lth Panzer. 0 Pnaral Wozd

traveled in a PFiper Cub to his Combat Command commanders'

:Inic.t i ons *i'o issWe brief ora.l orders. HC* Cliscussed with

thý?m his int-'-ýiiti on, tlhen concludeid with sh,3rt remiark:s ,-bolut

Iogistics, artillery, -and enaineer support.: 7

Wood was one of few American division c:ommanders who

refused to adhere to the fixed combat command organizational

structure. Instead, he felt it necessary to find the right

noinbina-tions For each missTon This called- for subordinates

who could adapt readily to different commanders. In such

circumstances

there is no time or place for detailed orders,
limiting lines or zones, phase lines, limited
objectives, or other restraints.... It must drive
-fast and hard in given directions in columns of
all arms with the necessary supply, maintenance,
and supporting elements present in each column,
ready for action to the front or toward the
flianks. •

Blitzkrie. worked so well in great part because of its

command method. Because commanders never qave detailed



~1 "ITI-

orders, they obtained an advantage in the observation-

decision-action cycle.-"

It is astonishing, rearly unbelievable.. for a M.S.

officer today to recall that Helmuth von Moltke, as chief of

the Prussian general staff, provided only general outlines

to his field commanders,4c' or that German operations orders

at Ar_myv level durinq World War II "often covered just one

quarto page, and never more than three or fotUr. "4.

A few American and British officers since i945 have

tried to reform their armies' .tendencies toward detailed

orders. J.F.C. Fu.Iller- the eminent Bri.tissh soldier.--

theorist, spoke out repeatedly about the danger of becoming

too (..dc'iic,-1.. (J ..ri.rs Ought to be as brief, not as for,•l,,

as pi)ss:i bl e, he pr''-.-ched and shoul d pas. irentral i

He might have been speaking to the U.S. Army today when he

w r rite

orders, instructions, -reports and messages will
hav. to abandon their many of ficial fril Is and
step out stark naked into the real it y o-f waIr. " he
object of an operation order is to imrpar'r
i nf ormati on you . cannot a actua I. convey by
voice... it is seldom ne:essarv to turn it 'Lnto a
rituAl so holy that it. is almost sacrilegious not
c a begin an operation order - witl. -

1r i i .. ...... " ' and go on, etc., etc. 4 ý1

More. recently, MG Richard Prillaman has e'-'horted .t-h

Airm, to substitute common sense for ritual. In his view,

init:L Al orders should be issued orally, even at division

level , in an attempt to eliminate the "formal,, stylized

pra.-s.4ss w -• o u for issuing operations or'ders.''•
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A former U.S. Assistant Division Commander believes

that orders should be in just enouLjh detail to convey long-

t~r m i rtentions. Fl-ragmentary orders from heUater cdu-in

should take no more than one minute to deliver on FM radio,

and paragraphs 3, 4, and 5 should contain no sub-

paragraphs. 4 4

Current orders-qeneratinq processes are inhibitive.

Now, for ex.ample, the staff prepares an estimate and

presents options to the commander before he states his

intent, if he does so at all. The commander's intent must

coarri first. F,:)rmal estirm;ate rmethocs also are out of step

with Auftraastaktik and AirLand Battle. In a peacetime

ri:n v r onmert i. duri no whi ch tiim r-eouir'd to do so is

av~l-d'L.fahe . -m:,al. e s 1'ina te ihas solne ].iMil'h.d va k s, a

staff trai ner. But even i n peacetime. staf F s seldom

practice the process described in the M.Aruals. As fIhe

TRADOC commander contends, the estimate must be a ramid

mental process, to enable the commander to decide and act

more quickly than the eneimy.

A common theme emerges, namely, that Atime and the

/10vi,'j o0 it shol.Id be the soul of .verv order'. The

Ir.i, -•s7;t a k-t. i ck" cr.ommand method proposes -to do that by

c,'r;phiasLzing commander 's intention. if, as FM 100-5 rightly

s.ta.s!, "the only purpose of command and control is to

rf•,r, I ,:,nc t tihe commandIers twil f 'rI i sol 1s that the-, mLr..si:

,-• £d, rel iable, secure means of doing -that is to dci ei:ate

,-- , ,'1 thor tv :ithi nr -the conte.: t of i leadiniq idea.



Subordinates must know the intent of their commander

two levels up, the concept of operation of their immediate

commander, an4.d responsibilities of -Flank and sUpzc:-` uritu .

The intent inivariably affords the subordinate two levels

down additional courses of action.. Understanding intent

offers juniors a sense for the degree of freedom of action

they have if the battle does not develop as anticipated.

Communication of intent is far more difficult than

-generally acknowledged. It explains w the senior -has

assigned a particular mission to a subordinate. It is more

than a • mission statement. Consider the fnllowing msission

statement:

6th (1I.S.) C.nrns r .terattacks at I25-io Oet t:
to rtcre iha FEBA, contain thl comriitt.id set-ondJ

.d , i Oh , o. .0, Of *1 N (-.rd o
703.7), destroy forces in zone and reestablish the
Corps defense along PL Silver.

Assume a subordinate mission sta-tement based upon this

directive is issued to a brigade commander once the

appropriate modifications are made. Does thin, oC;'P'l

c•om~mander want him to focu prI. Ffr' CQ..-, C A-

terrain? Obviously he would want clarification whicT, could

only be nained from an understandinr of the C.Dr-'s

commander's intent.

Leaders say things under battle pressures whixc.h they

have not thought out well. Followed blindly, such

Initr1uctions could lead a unit to destruction. Subordinate

leaders must analyze their missions and know their



commander's intent sufficiently to develop plans appropriate

to their echelons.

V4i ew i=.-di 3uper-T ici a I y , L;, I• E! A rLar.• LI ID.a tt e "a ::n E-t CJ-

synchronization conflicts with Auftraastaktik's concept of

brief mission orders. In truth, the conflict is more

apparent than real. Synchronization is the process of

arranging activities in time and space to produce a desired

result; in other words, the aim oi synchronization is unity

of effort. It is more than coordinated action. It means a

constant grasp by subordinate leaders of their commander's

overall plan, or intent. General Richaird-;onrs -r|r..• thai;;

synchronization is a relative concept, and that perfect

svnchIronaizalLon tL unchiev..olo. ar,• to the poLnt. "fhe

L irpnrl.A.nt t~irq' i L I. t.Ic I we~ reswi'ii r ý.3,i7 tie~r r: c~i L

our opponent at the point of decision."-4 7  Thcr-ouoh

undeirstanding of. command intent thereforo .::cntributes to

synchronization.

A recurrent problem at the National Ti ainint Centzr i3

that Blue- forces, in contrast to Red enr,-Iy Lack. an

aggressive warrior spirit. Uninvolved, they perfunctoril'-

go through the motions of doing their individual ;jbs.

Small wonder this is so. when the recc.rd shows that some

company commanders do not even issue orders to their

subordinates. 4 0 How can Auftraostaktik work if junior

leaders know nothing of their commander's olan or intent?
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"TrHE CENTRALIZATION ISSUE

Another -ancient lesson re-learned at the National

1;,ainin -, C-entr is thIXt a uif- can lose, but not win, or. the

talents of battalion-level leaders alone. Defeating the

enemy at task force-level comes about mainly through the

combined efforts of individual soldiers operating in squads

and platoons. In the words of a commander at NTC "If the

siubordinate can't do his job, -the Ecommand and control]

system crashes. ,4

Auftra staktik recognizes this fundamental proposition,

Sand seeks to capitalize on the initiative and intellicgence

o•f soldiers down to the last rifleman. Good units have

.- r.7-, whI. .taP..c t war into their own hands. Ift their

•.t rack is hit. they do not say. "Oh, wie lI we'r- :ut Or

action," but rather dismount to seek out the enemy

aggressively with their light anti-tank weaonans.

Decentralized command methods consistently have proved

rce .�e-~ e,.•t i " •.than centralized methods dun this. century.

ilitstrations u.=c--.d to suooort -this contention were selected

btau0.e tile environments in which they occurred closey

.b-st .-sti mati o.. +f what "the Air'Land BattleField

,ntiqht look like. Every example suggests how strongly

various armies have been compelled to stress the pivotal

i appr 1ance of individual initiative, individual

- i.lii .... at. all 1e':l ., and the pushing of power down.

In au effort t break thec bandage of thc trench-e the

Worl,,t ld.ý,r I F..rman armv nromuloated a new off ensi ye doctrinp



on I JXanuary 1918. The imolement'ing directive. "The Attack

in the War of Position", stated that

everv ýLttck s 'the opportunitv -far rev-

activity and decisive action at all levels down to
the individual soldier...everything depends on
rapid, independent action by all headquarters
within the framework of the whole. 80

Even though Germany did not win the war, the new tactics

worked. In 24 hours on 21 March 1918, they captured 43

percent more ground than the Allies had during the Somme

battles. Yet the Germans sustained only 10 percent of the

casualties suffered by the Allies.'-" A much-decorated

Captain, Ern.st Juligcer. e.., t a1ied Lhe wor-th of the new

tactics, remarking that his unit's chance of winning rose

.l-,k , asd I -z, trined e.c:h man toa be sclf-reLant d

n" " ,- .r~q d'r...h... ..... ir.t the di f ri-.::nce t.J en

winning and losing, as it did for him at Cambrai.m=

:'. 1.1 ,4r1o t1hU mt.tial debacr ei on n he Somne, th* ..-,rman

army chanqed its de.Fensive doctrine also, from rigid to

;.a--•LiLc di:_n-e.-e. SCquads and plat0oons wer1 af forie~i *u:h

" 1 I*'.t'.l - ,I d•.d..•: nc irng ainrid r :t v ,:;"n, '.,w doctr.l , so.

i,t: as t o ... ermi t -forward batLalion commanders to commit

r -q.• • .. :L~ co.un trlatt.a:l.: firces a't the- momtimrn they thu;:tqht

nec,-s~sarv. `"- TI),,,., kG1,rmans ack.now edinlel t1he nFe'- to furthe:

,l -11 z e. tactical control. The NCO became the

Sen.t:.ernni ec. o)F the new methods, in that the "of•.ficial

, L L,:.. ufVli t " _e.amo he 't.ppe of one NCO and ol even



During the interwar period the German army was anythinq

but stiffly regimented in its tactical thinking. It

emphasized a requiremierit .ror individuaization and sarioous

study at all levels. The foundation of German doctrine in

this period was the 1921 Regulation on. Command and Combat of

the Combined Arms. Command intent and decentralized

execution received heavy treatment. As Captain Jonathan

House has noted, "The decentralization and rapidity of

decision making were ideally suited to any form of fluid

combat, including mechanized operations."==

The commander of the russian 620 Army, Marshal Vasili

I. Chuikov, conceived an urban tactical doctrine, as

d.vel lored at the Battle of St-.Lainnrad iar +the Ge-h rrman

"sLorml group" tactics of World War i. He obhsrved tia-

counterattacks by largd formations were ineffective in urban

Fightin., s6 he boldly sr-ranped existina .roanizations ri

favor of small units whose job was to infiltrate enemy-

occup i ed aositiols. These tactics5 de:manded a igh degree i.f

adraotatbi I i tv. Accar di no t., Gv-nerai '•- I L;ovI. :-h ' Indiv duLal

".•oldier.. was on occasion 1iis_own aeneral.'.' -

In di , r F,.v 1- e ., ri'l. Ii n Ci. n d i -- Gc-2 n'.-r5.- a L

M1anet .-, n s bri ] 1 i ant. coounterat t ac:k to recaptui.re l1harkov

after halting the great Russian winter offensive of 1942-43.

Mellinthin claims this may have been the outstanding

~c~ha olive,1-t gf cqeneralship in World War I1. He concludes

,.hat the miracle of the Donetz was possible primarily

'tri.,st••n "realized that his own strenath lay in -the



superior trainin g of his junior commanders and their

capacity for independent action And leadership.:'

W ,•eW OIC E,•ACan i n D i• Vr•• Id S:L i ii Un , U. -ýre r a l W cJ..a d

demanded freedom of action, and the responsibility which

goes with it, and General Patton willingly accommodated him.

Patton wanted subordinate commanders to have a "-freedom of

action that permitted [them]...to be virtually

independent. "•" General Wood passed on the following

injunction to his own men* "Every man...must

feel...individually responsible for its [tha division's3

repu;t:.-tion and that he wLl be b,:ked by hi's con'landers and

comr-ades in an,- act of individual initiative.."*'

. e.rin .i .•.:, m,.rs r ,:cqni-,-, tha. the ;1c•n t'r' . i z'

C.l .. W A k 0 1. - L.t C: zC. '4 :i %11 n,.d by. ." :.Vi u - . t i Co) n F

A'fr.,:tat_. extends to staf.Fs as well as coimmanders. An

1 n i. I d. rit n vi v vi n -:. . el ic:. . s1 . .h "' .tI. n z' r. I

point. As Panzerqrupoe commander in North Africa, Rommel

ElCt ciVd h i C:'Ihiw. ku f - tf .-IF ý to coi-pn .in iuCO PZI h. M P o rd

I-e .i r i a * .on)frarv to - :IA:ot,.rv 1-1,-.a7 hi7n i n i .i j o ars

Sometimes, there+cn:re ) hJi s--heAd Cluar te-rs woul d- - be I'un -for-

, evr-n di.iring higi L cri i cal p er ods, by Lieutenant

C.-l7 n et s or even Majonrs. Mellinnt'hin recalls.7 one such Lime

duiring five days in November 19"1 when he- then a Major in

* ht- inteli liF.rince sectior, and Lieutenant. CnLonel. Westphal. CH-

the operatimn;s secti on, were I e.t. in total conritt-]c- of

,:omn,[' ' =: t-,.adrltar'ter. t It the pea r of the (.ru-:.-sldepr batt. I..

.fI 1, 1. L) ~I: L Q; n 0 e o) e yr ti ~ or act -. e a of- Au fr i-.r vy"ta

... .........



in the extremet Westphal ac tually canceled a Rommel or-der

directing 21-" Panzer Division to pursAue into Egypt and

recalled the divi •ion to "ardi a. T .. o. .i ckrs, too, we-e

leaders in Rommel's army. They accepted responsibility

heartily, for they knew Rommel would support their decision

fully, as he did in this incident.,A

As is well known, the base of the Israeli Defense Force

command system is innovation, improvisation, and soldier

initiative. All operations revolve around the section

leader who, it is -thought, may "ruin the best-laid plans" or

"often save badly devised plans." In the IDF

section leaders are trained to command
independently in the field in every inmtance in
,irch they are rec.4uired to operate alonen with
theoir un~i ts.•'

An IDF experience also illustrates the deleterious

ef+ects of centralization. General Elazar, the Chie-f al:

S,.ff, lost a major battle on B October 1973 principally

obec•,i.tse hie turned his back. on the spirit of innovation,

dis-cipline, and improvisation that had brought success in

19i"7. At-I.empting to control all major moves him'sel•f, he

,,ithdrew -most decision authority -From the Southern Front

Com,mander, G ,•neral l3onen. Subordinate commanders all the

.,:k dov:jr the chain were required to po.ition themsel ve on

high ground so they could talk by radio with their next

hi ciher commander- at any time.' Going to the best signals

tLoxt one in most caes caused them to be separated,

.oe.tiii,•: at. reat ds'tances from their own units, thereby

• . , i '.



TH•E LRECT•ED_ TELESCOPE

rIh "directed C.,'':lI C ' is a co a o;: Martni *./A,

Creveld. A convenient term, it is a method by which a

commander exercises control, minimizes deviation from his

intent, and increases his knowledge of the actual

battlefield situation. It is a way to keep abreast of

actual condiLions of -friendly and enemy by other than the
6

normal command and control apparatus. Examples are the

positioning of the commander or a trusted subordinate at a-

•critical point on the ba•t-lefield. Expri',.=sed differently,

it explains how a commander can, on the one hand,

d c-er, tral : ze decisines onOwwe.r and drast.ic.al v r.duce

,.oo,., An i cak 1: i no; betweei; •,.i",t o , and on the other" kno. w

whether subordinates are -following his intent. This section

. wa;vS th, I U. Army mi.ght t.i lr the directed

telescope to fit its needs.

Historically. practitioners o-F Auft i•.an st. ak t.•i •k have

n A i-_ed hi. ih valu"I on opera Iti i.c qKar {or.:.tard duAring bat'C.

Thre motivating function of command they regard as especially

, crn' t. probably more important than the 'cocrdinatiingC

I t F•niti on. The commander must never -Fail. to rpalize the

mor.Al- force of the former.

Ntapoleon was one of the first modern commanders to

d,..•-Otral ze omomnd on a largce scat e; thU ex tent to which

', j. cid ),u b- spl..iLtir'nl his fc-.ýor es into eight corps was

r,- f ]t',)ui 0. I,.:' • .;Ii.,.l rŽ ..j •.,anti. -.• I ,i L-, ... '•,:n r spon-. i b 1 i Lv



ani his mnarshals. But, while atlowinq subordinates

pronounced powers of individual action, Lhoughtf and

throughout the battle area. He was able to do this by

keopino members of his staff almost constantly 'on the

road'. Usually he relied on a *few of his twelve or so

ad iutants-general fo go out and check the accuracy of

stibor dinate repar'ts. Napoleon n.aminar4tecd speci.fic things to

investigate. P, night have them look, -for ex'ample, at

placement of juns, at one particL.lir subunit or arm of the

Forco, aý. logisLics., or aL the command's s'tta of heaith.'

!:nother command Lechnique Napoleon employed has come to

b•, ternied "optional Cc'It'l'(.j" bV the f.;r' +At.4i rImV. W t ,"I hC.,n

bypass the chain of command and takm charge of the action

h1 ,ns.li f. Rominel also r',vrved thle privi il.-c f. assuminq

direct command during subun~it engaqements, believina it

a~~ ': shake subardinaAte commanders au.t o-F th;1

c- whi EuhI theiv are 13r- omn to 'at.cc . b

licmrncw,:l t4scha.,,wed the posi Lioning ol commanders in

Sa.:. r o_ r .l ,,,,aZnf d ts. Ev,.' inore than Ni leon. ho

.r' tr-•rls~f It) ,:omMMAld -from the front. Drivinq him'iet f

r -cli•t I .-':.1.'z v trotUthC)Ltt a long war', he moved From unit to

1titt[ Lo: chock~ For h~imse.lf det:ails o.+ MS~ comminant z combat

, 1r,,:.".... i..A. Mr]h Ii n'thi r, r ,ports "Evoryvwlhoro he convxnr:ed

,, ~~:v :i.tLht~ torT, we.Trr bointicrre:. ~ ~ ~ ~ ~ i t,' i .,z -i- •, t ,:,", : , . Il 3 r r .. l•.-,-• r•. b .tn 1 ••-k - ,•



More recently, the IDF has usetd th- di.irrcterF.: trwlescope

to a.dvantaqg ir, Ihe L967 war. Headquarters rsonr~el at

I ; . 1 ::1 t I e qL. '. V 'IW.M" Pr tE,tt.. "LL.I L I

independence granted to, and demanded of, i suborddinate

commanders. "•'

The directed telescope is a simple technique. An

accepted instrument of command under Auftraostakti P:, the

U.S. Army generally has shunned it , out of near-veneration

-or the prerogatives of lower commanders. Full acceptance

of- uftrags3fakAtik, though, almost surely will drive

-. :, twiv-ds aom form,. r -. te. tel escope. The

Army must realize that this is not so much an infringement

, ccninmii, nd prerogeative- as" it. iis; a r.asonatUi price t *

For dtic:.n,.rali.i zed deci sion author L'-i-'.

FQN)T T TONS LINFAYokF(1rLE: r(.; AUfFTRgAflET'KTIV.K

Certain conditions and circumstances mitigate against

i " 0 t •. :.A " i for r ar' ki i:;- ed crcn;: 01.i-o!

ea1V thre 1-iaroing distribution of scarce asset-s.

ri 0.9 Al"a,:, Iv.,i p err:v c n t.ohd t.... aondi tiin t, , :- t-irt i: :i.n .. ,Ir -f-

aww,- •.. than severl4 w...' durati on agai nst any ma.i._or

I);:)tierr ~As materiel shortages begi.n to pinch, ,nore people

,.ii I] b:,p c~al11ed on to execute the c controls, thus intensifying

[:cet.r. t-~ •.1 i Z nq command and cont--ol MakeS s Upply I .V1"krd

,-,n I opr.:�~~~ t; n.-kf. in generaI more di.F fiuLt.L . Van Creveld



believes that a system oF de entrali.ed supply is infeasible

in a toodern army:

Wi thout a -Firm '.-rl:-,cti ng hat id providing 4 or. thu
uninterrupted flow o4 supplies, replacements, and
reinforcements, a machine-age army will cease to
function in a matter of days." 7

Ferdinand Miksche, another raru soldier-theorist, takes a

contrary view, claiming that the solution to supplying a

utnit operating in the A.traostakit:tik method is to a 'iake

"supply organizations more decentralized, too.60 The example

•of 4L'" Armored Division supports Miksche's claim. General

Wo.od i, s.i L td that the only way to supply mechanized

-formations in .Fast-moving, long-distance operations was to

carry needed SI.Aprlies ,iL th the unit. H-e loaded every

•,. . 1 ab1 e truc'I,., w th siuDl I el. * es.peci a ll + 1 r- . - and

ammunition. In fact, trucks carried loads which exceeded

•-their haul capacity by 100 percent. He gutted mess trucks

and loaded them with gasoline and ammunition. Never, he

ordered. leave trains buehihd to bring up :1ater. instead,, he

fi,.trnd they were most seaure tucked in amnonr rear. combat

uni t S.

Whether Wood 's method would 0 work today deserves

lugisticians' consideration. It probably would not. More

pec•al izeed organizations, each with unjiqute weapons and

vehicles, suggests nearly insurmountable di.fficulties for

u-omb i ned.-A arms tnits,, with respect to spare parts,

-If.•lS,..Anitin, and battiefitield repair and recovery.

rhe h next. poi t. :i.'s obvi ous but me r i t stress:

,,. Ir.g i.2.l-'. ri ,ir,w,,.it ,:iicc'::•:,•d w i thho-... ac' ~i v,": ~ .. I,:•1p~i;i ~roSm



the senior o.F-icer in the chain. The Germans saw their

system crumble for want o.+ top-echelon backing. When Hitler

hi msel~f con.:raliz.d 1.alt i sion power . ;.bul-o)rdinatcs hd no

choice but. to -Follow his lead, Thus commenced

Au-ftra staktik's deterioration as a workable method. 7 0

'A 1ong war quickly upsets a decentralized command

method. Constructed as it is on a solid base of soldiers

with a common understanding of t.ac.Lical and doctri"nal

principles, one envisages collapse of the entire system as

the foundation is destroyed. Moreover, a long war brings

about lowered trainingj standards in ordelr 'to reconstitute

depleted forces rapidly. Because adecquate time and trainers

S)Q... ,,d ti:. tLrain rn.rui ts. in a b)i--o)a; i:pee tr'umn of. activities

so e. , avai IL. .t e. tr a. ni : .n aA. on[rt--k,,ar 1.::,Žir-' o tends t,

become more specialized tlhan ,under pýeacetime conditions.

Manv b-,A•n•hin.ý.-s o., thife coIbLIat SLAur)purt and crunbi.-t servi ce

supoort sectors pr-eserntl y constitute spec~ial functional

.. ,• z. . '•L....b. u ! .. i Lutwd to dc-entral ized op .erati ons. Advant ages

rIt,:cr1..* !'.1'3 organ i ng these e... -rm in

c:.pec.iilJized I.rroups. First is the economy o.f calae thzt can

ho :-,oh t ;"',i:•. o... A i '1 [ery suo rt offers art e>amol e Fi s.I d

artil.lerv -eapor,, cormouters, And communications gear. are

.- , ,ostly, and khe capacity of artiile1ry fires can best be

, ':.•cd if .nlv.'.rc.l . ombat. urits draw -From them and i-f fires are

mas-a;:;. If each it W-anl-r! company had its own artille.rv,

,t',.5 IrF' qCtilPn. rt W U.id nu.c:h SIC. .1h:.0 t ime

* *.; lir' i. m'r kA F. d,/ -.1n t:.oj i j ~i~n t r a t i Ln a that:



resoutrcrs can be shifted and real Ioca%-.ed to respond to

changes in. division-wide priorit:ies. if each company had

organic sriilet-'. shifting capacity away from one unit to

another would be cumbersome at best.

Centralization of specialized functions also has

disadvantages. To return to the artillery example, while

centralized control maximizes firepower, it provides a

bigger target. Analogues exist in numerous other functional

areas. The fact remains, though, that as long as the Army

is organized along current lines, combat support and combat

service support commanders will have great di.fficulty

identifying missions which will permit them to delegate

d,.-c i si an authitnri ty.

In; w . d War 'L the G ermiitr army sauoht to batter the

enemy with fire at the earliest opportunity from whatever

iif it made ctintact" -First.. The outcome often was poor

coordination of fires 7 both direct and indirect, producing

frient.dly casualties. They acknnowledged 't•iis -drawback to

,]:-..ntral.ized .Fir', conLrol, but f-elt that immediata reaction

,a3 preferab] e to deliberate responrse, and thereby saved

Ge(rrmian lives in the long term.'"

Final1. /. commanders have -to judge whether uniformity of

t;hinkinq r ially exist' throughou•tt their .forct. es. Will

s'ihordinates truly act reliably when given greater decision

,.,thr:nr i ty? Early in Wor I d War I both sides; discover-ed that

.• , sF f 'S wee i nadequa tel y trai ned in their



doctrines. Thi s mandated central ization; operations

plannin hatd, to be done at ar-my level or higher.

Concl usi on

FM 100-5 delivers a doctrine that is solidly grounded

on theoretical concepts which have been proved in

battlefield experience. For the first time in a long while

the U.S. Army has a doctrine the basics of which will not

change. As AirLand Battle doctrine in its totality becomes

m6re commonly and widely understood, so Auftraastaktik will

be implemented more con.f deintly by more soldiers.

Every serious study on the subject concludes that

t decentralizing tactical control is no lonquir a .•,atter of

C:lOC(:h e, 1%. t a combat- ifnprerativye. A-s Johan 'Enqlish avers i.r;

his excellent treatise, On Infantry-

'The decentralization of tactical control forc•d on
land forces has been one of the most significant
features of modern war. In the confused and often
chaotic environment o, todayv o.nly the smallest
giroups are likely to keep toryether. oarticul.arly
during criticali moments. 7 1'

.,Ichard Si. mpl.k.in strikes th, mark', with his observation -that

appears to be the key to ef-fective implementation
of mraneuver theory as explained in Field Manual
io0-- 3 Oer at:ions. I know of no other command
technique that offers the speed and precision of
response to match the tempo of the maneuver
warfare of the future. 7 `

The present study concludes that to the maximum extent

posib:-l c':ommanders ought to employ Auftrapstaktik methods.

As ind icrated, the use f ist not al.wa.s
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possible. The question therefore arises reqardinl whether

the Army can combine order- and mission-type tactics. The

answer i s yeo , and inr,dd i'.l shoL cd. Iuf aC com, man• ,

subordinates whose talents lie other than in tactical

leadership, he should provide more guidance than he would to

others whose skills in this area are better developed. In

order to make judgments of this sort, commanders obviously

must know the limitations and capabilities of their

subordinates exceedingly well. At no time, however, should

the commander refuse to give subordinates freedom of

,c t ion. 7•

Conversion to Auftran!ýLtaktik is a formidable challenge.

4.11- ,o)hl.ges thu-ý Army to discard two .asic assumonti'ns.

F rst. ' i -�~us:t concede that better equpnI c.annot s

human problems. Second, it has to aclknowledae that no

c.ommander is capable of leadinq even an entire cormnan-'f in

modern combat. Commanders must repudiate the narrow notion

that czommand is their oreroqative alone, but is instead a

r-es~oCon.�.litf •.of every soldier in the oroanizatin,-.

Perhaps the .greateot challenge i:es in the moral reaLm.

"Itn Ii't provocative, hiqhly interesting ,study of the

psychology of military incompetence. Norman Dixon offers an

opin'ion which, if well founded, causes the Army to reflect

on the difficulty of adjusting to Auftraosta:tik

those very characteristics which are demanded by

war--the abi I i ty to -tolerate uncer tai nty,

;.pontar eity of thought and action, havino a mind

Moenr to the receipt of novelo and perhaps

thre-t•tening, in Formation--are the antitheses af

!.7-



•those PGSsessF~d by peool'e, a•ttracted to th~e

Here, a.s Dix, an says,ni.*tegr fAtribepaaox

The Army's ability to adjust, psycho.loglicz'.klY v•iil go, +r

.toward determining. whether it cz.n make aA urfatastak-Itik

succeed.:
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