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FOREWORD

Q\This volume is part of a four-volume study conducted

by the Systems Science Department of the Franklin Institute

Research Laboratories. The overall study, Art and Require-

ments of Command, is aimed at identifying and analyzing the

command-control support requirements of senior commanders.—
The focus of the study is the commander — his requirements

for communicating and for receiving objective and subjective
information.

Volume I, Swmmary Report, describes the methodology
employed in, and the overall objectives of, the entire
study effort. Study findings are presented and a detailed,
four-stage description of the command process is included.
In Volume I, a preliminary command-control support require-

.ments model is developed.

AN

This volume, Generalship Study, is the product of a
major study effort: questionnaire instrument on which
it is based and the report f were prepared by Gen.
Bruce C. Clarke, USA Ret., and Ge John G. Hill, USA Ret.,
consultants to The Franklin Institute>=~ FIRL project mem-
bers participated and assisted in the performance of this
study. »A "generalship® or "command? questionnaire was de-
veloped and distributed to 150 general officers —active
and retired. On the basis of more than 80 replies, a com-
posite command portrait was developed. This volume con-
tains a compendium of selected questionnaire responses. ﬁ(‘

Volume III, Historical Ctuiies, summarizes a composite
command portrait developed on the basis of review of se-
lected past commanders. This study was performed by Col.
Wesley Yale, USA Ret., and Gen. I. D. White, USA Ret.,
consultants to The Franklin Institute; and by members of
the Institute staff. It serves as a basis for comparing
past with contemporary command methods, techniques, and
prodedures and provides valuable insights into many aspects
of the command process.

Volume IV, Seventh Army Command Procesc tudy, reports
another major effort. It summarizes the command-process
description and analysis developed through a questionnaire-
interview program. In that volume, common patterns of
Seventh Army command methods, techniques, and practices
are identified and integrated into a composite command
portrait.
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PROCEDURE

The basic objective of the General Officer Questionnaire Program
was to develop a composite picture of each of the four stages identi-
fied as together constituting the ''command process."1 For each stage,
the commander was viewed as the key figure, and the attempt was made
to focus on hig perceptions of command requirements, obstacles, means,
and objectives. It was thus intended that this breakdown would pro-
vide a broad picture of what general officers do - of how requirements
are established and satisfied throughout the various stages of the

command process.

A "Generalship" or "Command" Questionnaire, developed jointly by
the FIRL staff and a senior military consultant, was first mailed to
approximately 150 retired general officers - most of whom have had
extensive combat command experience., (More than 557 - or 85 - of
those contacted have completed and returned the questionnaire.z) The
covering letter instructions for completion, and other sample pages

are contained in Appendix A.

On the basis of the first forty replies received,3 the question-
naire was extensively revised. Questions were clarified where neces-
sary, and new areas of inquiry were introduced. Numerous questions
pertaining specifically to the Vietnam combat enviromment were included
in this revised version., (A list of the questions contained in the

revised document is given in Appendix C.) Revisions completed, the

1. These are:

1., Mission Evaluation and Interpretation

2. Issuing of Directives

3. Monitoring of Staff Development of Coordinated Plans and Orders
4, Follow-up and Evaluation

2. Appendix C includes a list of those who have responded to date.

3. These, and all other responses - to both the original and the re-
vised versions of the questionnaire - are on file at the Office
of the Director of Special Studies, Office of the Chief of Staff,
Department of the Army.



new questionnaire'document was then pilot-tested on the student bodies
of the Army War College and the Army Element of the National War
College. It was also delivered to a sample group of active general
officers for their replies, remarks, and suggestions. Several re-
sponses from these active officers have been received to date, includ-
ing those of two who have served in Vietnam. Interviews have been

arranged for with many of these officers.

The considerable body of data obtained through this questionnaire
program was subjected to careful, systematic analysis. These data,
and the resulting analyses, were organized into four composite portraits -
representing each of the four command stages. This same four-stage
breakdown was later employed in the development and presentation of a
"command process description," reflecting all three of the separate,

but parallel, study inputs.4

4, See Volume I, Swmmary Report, Section III, "Study Findings."
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EVALUATION OF METHOD

As stated repeatedly in previous sections of this report, there
are serious limitations and difficc _.#s involved in the use of ques-
tionnaires as research instruments. First, a questionnaire - by its
very nature - confines the scope of comment, fhe mechanism of includ-

' remarks, and criticisms

ing separate pages for "additional comments,'
only partially removes this built-in obstacle to free expression of
views. The second, and related, difficulty arises from the fact that
the quest:onnaire device does not afford the investigator an opportunity
to seek clarification of responses. Well aware of thls problem, inter-
views were arranged for with a number of the respondents to permit

in-depth probing of their answers.

A third difficulty was anticipated at the time of distribution of
the questionnaires. It was felt that because the document bore the
signature of a well-known, highly successful senior commander, this
might well have an effect on the formulation of replies. It should be
noted, however, that this "difficulty" proved to be largely hypothetical.
The response rate - and the consistently superior quality of individual

replies - more than compensated for any such possible distortion.

Finally, the analysis of questionnaires is clearly subject to the
leanings and limitations of the analyzer; total "objectivity," while
possibly desirable, is almost certainly unachievable. In an effort to
counteract and balance the biases of any one analyzer, the services of
several reliable, qualified, and experienced persons were enlisted for
purposes of review. The extensive review process to which the ques-
tionnaire analysis in particular - and the entire study report in
general - were subjected, has, we believe, eliminated the possibility

of slanted interpretation.

In summary, the numerous responses to the Generalship Questionnaire
(and to the later revised document) provided an unusually rich and extra-
ordinarily complete data base for study of the command process. In the

following section, selected responses to each of the questions contained



in the original version are presented. The questions are organized by

command stage and editorial comment is offered where appropriate.

We have elected to present this 'compendium'" of responses in part
to allow the individual reader the opportunity to draw his own infer-
ences from the basic data obtained. The complete questionnaires are,

of course, available for review and study.

-

-
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A COMPENDIUM OF RESPONSES
GENERALSHIP PROGRAM

A number of answers to each of the questions posed in the '"General-
ship" Questionnaire have been selected for direct quotation. These have
been chosen as representative of both the majdrity and the significant
minority points of view. In some instances, the complete answer is
quoted; ir others, only significant phrases or sentences have been

cited. Editorial comment is offered, where appropriate, at the end of
each section,

It was felt that since the data obtained through analysis of ques-
tionnaire responses were fully incorporated into the Report Volume, a
compendium of this type would be of greater interest here than a
straight recitation of findings. Such a collection of quotations -
representative of those obtained from more than 85 experienced and senior
military officers - should serve as a valuable guide to studente of mili-
tary affairs in general, and to future generations of general officers in
particular. To our knowledge, there exists no comparable collection of
the views, opinions, and comments of the outstanding senior officers of

our time - as recounted in their own words.

The actual selection of quotations to be presented in this document
was made by two senior military consultants on the basis of the excel-
lence and clarity of particular responses. The anonymity of respondents

has, in all instances, been preserved.

It is believed that the following compendium constitutes a unique
and valuable addition to the existing literature on the art and techniques

of generalship.



STAGE I MISSION EVALUATION AND INTERPRETATION

Determine, Isolate, and Define the Limits of the Mis<ion You Must
Accomplish

Question 1.1 Please state the general procedures followed and in-
formation needed to help you accomplish this step.

The following are among the more general comments offered:

"As C.G. of Division or higher level, I normally re-
cetved instructions which were ccmplete and precise

as to defining my migsion."

"The general missions of my comuands, as well as the
details, were constantly unuer revision bu the Plans

Division of my staff."

"Had an advanced planning group made up of Deputy C/S,
member from each of G-1, G-2, G-3, G-4, and Artillery,
who were continually studying possible future opera-

tions."

Procedural comments included:

"The responsible person needs to know what ie wanted
by his superiors, what it is to be used for and {fre-
quently, but not always) its relationship to the re-

quirements placed upon others."

"Read the problem...if possible, corfront the direct-
ing authority fuce to face to: assure the entire mis-
ston is fully defined; limitations or problems are as-
sumed or actual; that there is a complete meeting of
minds. As much as possible, have C/3, 1, 2, 3, and 4

present at the beginning."
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"Where desirable, consulted with Commanding Generals
of adjacent units to obtain further information of
their plans and objectives. Consulted with C.G. of
close-support Air Force unit tc obtain further in-
formation on amount and nature of available air sup-

port."”

"Upon receipt of the mission, I held a briefing with
my Chiej of Staff and principal officers...to acquaint
them with what I would require and when such informa-

tion would be needed."

"The Estimate of the Situation procedure is sound.

This ie a continuing process."

"Made estimate of the situation...a process that might

take from a few minutes to several hours."

"An Estimate of the Situation must be made. The staff

can assist you, but it is the commander's responsibility."

"Talked to key individuals to clarify and amplify my

ideas of what the mission and problems were."

"I had the several staff officers study the problem
and give me the key factors involved and their recom-

mendations.,"

"Consultations with subordinate commanders should take

place, if time permits, during this process.”



Comments regarding information requirements included:

"Once you receive your mission, the first step is to

know the terrain on which you are to operate."

"Evaluate all influences (enemy, terrain, weather,
logistical situation, fatigue factor, etc.) that

could adversely affect the outcome."”

"Will communications operate? Can problem be supported

logistically?"

"Agsignment of migsions to subordinate units was de-
termined by terrain analysis from aerial photographs
and existing topography; enemy strength and disposi-
tion as derived from intelligence reports, aerial, and
in some cases ground, reconnaissance; avatlability of

shipping, both tactical and support."

"In addition to detailed information regardivg the
hostile situation and possible reactions, detailed in-
formation was always needed on the vital components of
tke problem - What, When, Where, How, and Why (purpose).'
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Question 1.2 To whom (except the General Staff chiefs) did you look

for advice - Signal Officer? Engineer? Others?

As was expected, all respondents stated that the specific situation
and nature of the mission determined who they would consult with:

"Intelligence generated within Sixth Army was augmented
by that received from GHQ, which had access to reports
from other Allied Forces, U.S. Air and Naval Forces. The
Army Engineer and Army Signal Officer participated in
planning for tactical operations, while all of the special
staff with logistic responsibilities participated in

logistic planning."

"Ordinarily routine operational briefings tring to the
commander the information he normally needs. However,
swiftly changing situations may necessitate last minute
reviews of particular aspects of the enemy/friendly
situation and the condition of commarnd or aspects of

it such as, avatilability of replacements."

"Varied greatly with situation and nature of mission."

The following responses are representative of those in which more
specific "rosters of participants" were given:

"Ordnance Officer, Transportation Officer, Ammo supply

and transportation facilities were always most important.'

"Provost Marshal, Surgeon, Transportation Officer. I
did not make it a practice of holding full blowm staff

meetings -- they were too cumbersome."

"Provost Marshal, Surgeon, ALO, Artillery commander,

Q.M., Ordnance, Armor."



"Air, Armor, Artillery, Engineer, Ordnance, Chemical,

Signal."

"In situations presenting special problems others such
as Provost Marshal, Civil Affairs Officer, or other
specialists, Subordinate Commanders <if time and occa-

ston allowed.”

"Practically all of the technical staff at one time or
another, including talking to the Chaplain, from time

to time."

Tank Bn, Artillery Commanders, Ordnance, Chemical War-
fare, Air Units, Surgeon, Chaplain, Hq Commandant, A.G.,
and Provost Marshal."

"In administration these plus Chaplain, Provost Marshal

and, for speciai cases, the Inspector Geneval."

"I have usually found the Surgeon one of the best educated
people on the staff who can give good advice on health

and the human element."

"If a major factor of the problem required more than "SOP"
action by the Signal Officer, Engineer, or others, they

were present at the initial and subsequent conferences."

Many stress the importance of consultations with subordinate commanders:

"First and foremost, I looked to the next subordinate

commanders for advice."

"Pirst and always, the subordinate Commanders to whom I

was assigning major tasks."

10
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"Most usually subordinate commanders, to determine their

views on feasibility."
"Major Subordinate Unit Commonders.'

"I frequently consulted my combat commanders and some-

times even unit commanders.”

"Loeal and adjacent commanders. Commanderg of forces

who will be assigned missions."
"C.0.'s of supporting weapons, i.e., tanks, ete."

"Administrative staff on occasion and subordinate com-

manders - next echelon.”

"Talked to wide eross-section of command, making sure
I was not isolated by my staff.

N



Question 1.3 Why did you seek advice from these people?

Most respondents explained that it was their practice to seek the
advice of the "experts" or '"specialists":

"Because they have knowledge that I need. To show my

interest in them."

"An operations plan requires an input from all members

of the staff, both general and special."

"My plan had to have adequate support to succeed. The
better support the more chance of success. No one knew

their technical capabilities like the chief technicians.'

"Because they are specialists - best qualified to advise

in their owm fields."

"Because they had the information, background, judgment,
ete. I needed (or because I thought they did) or because
they knew where to get the facts, ete., or because of
general or specific familiarity with the situation (ter-

rain, hum.un nature, weather, ete.)."

The importance of consultations with subordinate commanders was re-
peatedly stressed:

"These commanders are a vital part of the Division Team

effort."

"With respect to Commanders because if you secure their
full understanding and acceptance of the Mission you
plan to assign them PRIOR to issuing any order, half

the task ie already accomplished.”

12
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Many offered comment as to the various benefits and functions of con-
sultations and conferences - ranging from information-gathering to
morale-boosting to the "alerting'" of subordinate commanders:

"I ean't visualize a succegsful Commander who fails to
seek and consider all the advice he can get before

arriving at a gound decision."”
'Commander can use all the help he can get."

"So as to be sure not to overlook any element or

facet having a bearing on the solution or decigion.'
"To complete the picture. No one knows everything.'

"To get a feel of capabilities, limitations, obstacles

and eritical areas.”

"Tc assure these people of confidence and support by the

commander. "

"Primarily to avoid confusion which always exists to a

degree in combat."

"Primarily to seek practical ways and means for mini-

mizing limitations that may exist.”
"Alert them and get them studying on the problem."

"Nothing detracts more from the walue of a staff chief

. ' 4 . .
or a commander than by-passing Wim except in emergencies.'

"Too often higher Hqte have neglected to seek suggestions
from those in the field."

13



Question 1.4 What general principles did you follow in defining the
problem?

"Clarity" and "brevity" were frequently cited:

"Exprees problem in clear language which could not be

misunderstood, be as brief as justifiable."

"Be clear and concise in defining the problem."
"Clarity is the most important."

"Simplicity should be the guiding principle."”
"Battlefield procedures should be simple. Consequently,
battlefield techniques should be straightforward and

should be free from all frills or embellishment.”

The value of the "estimate of the situation" procedure was stressed:

"Follow the procedures for preparing an estimate of the

sttuation.”

"Alwaye go through the who, what, when, where, and why

routine."

"Follow the old "Fstimate of the Situation.

"Who - What - When and Where in staff procedures have
yet to be improved on in determining the mission or

problem."

Among the more specific and pointed comments:

"Pirst in evcry ivitance, consciously or unconsciously,

you ask yourselj: ‘ow much time do I have?"

14



"The Commander is solely responsible for what hie troops
do, or fail to do. Good Management and Leadership pro-
duces a superior orgunization. The ATTITUDE of the Com-
mander is extremely vital to success. He musi display
confidence in organizations and his orders. Avoid
developing a negative approach to suggestions. Get out
where the troops are in action, talk to soldiers, and
plan to greet all replacements coming into the unit. Be
an example of cheerfulness, military bearing, ehowing an

interest in and being courteous to fellow soldiers.”

"The basic principles of good human relations. Every
subordinate wants to get a look at the Boss, and maybe
hear him speak. He wants to be assured that the Boss is
aware of him, knows that he exists, and perhape under-
stands some of his problems. A pat on the back ig a big

help too."

"A thorough understanding of the mission and require-
ments in troops and materiel to accomplish it. An
evaluation of means available and location of units
and supplies. The status of training, fitness,
morale and leadership of unite. Time required for
desired disposition of troops, materiel and supplies,
location of reserves. The terrain and weather as it
affects operation. The enemy disposition, strength,
probable reaction. Pogsible deceptive measures that

might be taken."

"Analyze the order. Know the capabilities of your
troops. Know and respect the enemy. Confer with
principal staff officers to bring about a meeting of
minds as to 'what ig wanted' and 'when'. Without

15



indication of prior decision, cause each to sepa-
rately 'define the problem'. Keep an open mind
until all returms are in! When the decision is made,

make it clear and unequivocable. Know the terrain -

never guessl"

And, finally:

"Biased and unfounded opinions must be replaced by

firm facts pertaining to the problem at hand."

"The principles of war, modified by common sense and

experience.”

16



Question 1.5 What techniques and practices did you find particularly

effective?

The overwhelming majority of respondents listed "personal contact" as
not only effective, but critical:

The use

"Personal participation and pergonal contact is the
esgence of getting this work done well at the very

cutset."
"The b.at practice i8 personal contact."

"Give subordinates every chance possible to participate.

Be patient."

of warning orders was widely recommended:

"Early WARNING ORDERS with essential logistic details

are itnvaluable.

"By far the most important was the use of warning orders."

Other effective practices and techniques mentioned include:

"Talking informally to individuals. Reading exist-
ing directives. Getting to know peresonally key staff
and commanders. Moving around - IMPORTANT!"

"Established deadlines for presentation to me of any
matters requiring decision after the initial conference."

"An adequate 'war room' with graphic map and chart dis-
play of information. After broad framework of problem
defined, test with staff for development." !

"After sufficient time had elapsed for digesting the
directive, selecting two hard-nosed ctaff or commanders
and questioning them individually as to their under-
standing of the mission and their responsibilities.u

17



"War gamed mission, from landing beaches thru all phases
of advance to objective, so that all understood terrain,

possible and probable enemy reaction and our counter

moves."

And, more generally:

"To insure successful operation I found it esgential to
keep information flowing down to the unit commanders."

"Check and double check everything within time limits

available."

"Try to break a difficult problem or mission into steps

or phases."
"Establish firm and clear lines of uuthority."

"An absolutely confident attitude is essential. A

Friendly attitude is helpful."”

"Confidence in the judgment of tried and dependable

subordinates. "

18
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Question 1.6 What techniques and practices do you think should be

avoided?

"Complexity" and "indecision'" were often mentioned as practices to be

avoided:

Failure

5 RO Sy s . . .
"Complicated moves; 'Sing something simple'.”
t

"It is my Jjudgment that complex battlefield procedures
should be avoided."

"The CG may have an 'i{f' in mind, but when he announces

his decigicn there must be no 'if' about it."

to properly use the staff was mentioned by approximately half

of the respondents:

"Doing the work of the staff and failing to delegate re-
sponsibility are the most serious mistakes that a Command-

ing General can make and it must be avoided."

"Trying to do your own staff work - don't get involved in

the pieck and shovel work."

"Responsibility without commensurate authority. Too much

staff operating. Command channele should be used.'

Rigidity in thinking was cited as a practice to be avoided:

"Thinking what you did in last command will always fit the

next ove., Failure to listen."

"Do not, because of prior convictions, read something into

a directive that is not in fact there."

"Adherence to an 'always' or 'never' type of approczch to

the solution of a problem, task, or mission."

19



The following are representative of the many diverse responses to this
question:

"Do not try to accomplish too much or cover too great

an area in one step or phase. Do not be caught at the

end of a phase without a plan rzady to jum» right in to

the next phase."

"Don't 'bite off' too much at a time. A mountain can

be taken in parts but can't always be taken as a whole."

"Taking for granted that certain important actiorns will

be accomplished automatically.”
"Never i1ssue orders that you do not think can be executed
or that you would not be willing to execute if you were

in the subordinate's positiun."

"Failure to consider the 'big picture' from the view-

point of higher command."

"Avoid the 'how' except to insure coordination laterally

and in depth."

"Keep away from the details - look at the 'woods' - the

'trees' are the problems of the staff sections."

"Overhasty reaction to reports from below which are not

verified from other sources."

"Keeping information from C/S5."

20



Question 1.7 Further Comments:

A variety of comments were offered. The following are only a few of
the more interesting and pertinent:

]
"The old cliche: Issuing an order is &%; seeing that

it's carried out 18.95%."

"There is no substitute for personal contact. Every sub-
ordinate wants to be assured that the C.G. knows he
exists and what he is doing. He wants a little recogni-

tion, too. And maybe that pat on the back."

"Technical aids, i.e., computerized information,
electronic display techniques, instant communications,
make information speed<ly available as never before.
However, the element of judgment must be applied by the

cormander. "

"T don't want to sound like a Leavenworth Text Book -

but the fact is - The Leavenworth Texts are right."

"Get out to the end of the line - find out what the

troops are doing - getting - and thinking."

"The secret of successful offensive warfarve ig: 'De-

liberate plamning followed by violent execution'."

"Under any circumstances identical understanding of the

problem by all persons involved is »ital.”

"The higher the headquarters, the more long range be-

comes the planning."

21



Summary Comments:

Variations in responses to the questions posed under Stage I
were due, in part, to the different command experience levels of
respondents (from Division through Field Army). It can be assumed
that in assigning missions a higher authority will consider the
means available, the enemy situation, physical characteristics of

the combat area, and the time factor.

The responses were generally oriented to offensive, rather than
defensive or hit-and-run operatiéns(where the time between action

and reaction and between decision and execution is considerably less.)

Responses indicate that upon receipt of his mission, the
commander proceeds to make an analysis of the situation - however
informal or brief. He undertakes to define for himself precisely
what is expected of him, the purpose of the mission (why), the time
requirements (when), the terrain most suitable in terms of the means
available to him and most damaging to the enemy (where), and forms a
tentative concept of operations - scheme of maneuver, coordinate
tasks, support, etc. (how). This process might take from a few
minutes to several hours depending upon whether it is a continuing

operation, the time available, experience, and logistics.

His analysis completed, the commander contacted the persons
upon whom he would rely for execution. Respondents state that such
contacts are necessary if’ the commander is to procure additional
detailed information and if he is to acquaint his subordinate commanders
and staff with his preliminary evaluations. Again depending upon
the situation and the time available, the form of these contacts
can range from a full-blown conference to brief instructions to the

Chief of Staff and messages to subordinates.

22
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One factor which respondents neglected to mention is the
demands of security if surprise is to be achieved. Security leaks
occur in direct relation to the time of exposure and the knowledge
of projected plans by persons in the lower levels of command who do

not "need to know.'"

It is apparent that this first stage in the command process
leads directly into the second stage; by the time that the first or
"decision-making" step is compieted, both the staff and the subordinate
commanders are aware of the problem and of their commander's thoughts

on how best to approach it.

23
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STAGE II ISSUING OF DIRECTIVES

Turn the Problem into an Operation by Issuing the Commander's Clear
Directive for Conducting It

Question 2.1 To whom did you usually issue your directive?*

A small percentage of respondents stated that the directive was issued
to the Chief of Staff alone:

"To the C/S for development into a complete operation

order."

"The Chief of Staff alone."

ne /g

"To the Chief of Staff and G-3."
"The Chief of Staff."

"The Chief of Staff. If time permitted, and the situa-
tion warranted, to subordinate commanders, and the

General Staff."

Several stated that they generally issued the directive to the Chief
of Staff and other staff officers:

"To the Chief of Staff and to the heads of the four
staff sections plus the Artillery Commander, the Signal
Officer and Engineer Officer."

"To the general staff in combat units or administra-

tive commands."

-

* The term ''directive'” was intended to be taken as synonymous with "staff
guidance" —1i.e., as a command and staff procedure. In the responses
received, however, some confusion was apparent; 'directive" was taken by
many respondents to be synonymous with '"orders'". This may explain the
large percentage of responses which indicated that subordinate com-
manders were included.



"My directive for an important operation was invariably
issued to the General Staff, including the C/S and his
secretary. On occaston, vitally concerned special
staff chiefs MIGHT be present, but this wae not the

norm. "

"C/S, Gs, Engineer, Signal, Medical, Air, aides and
g g

other staff chiefs affected."”
"Entire staff at a conference."

"To the staff, assembled, for transmittal to subordi-
nate commanders. However, the necessity for speed
may preclude this step in some operations. In such
a casge the commander may properly take over G-3's
operational function, issuing fragmentary orders

direct to subordinate commanders.'

"To the assembled Gemeral Staff chiefs and certain
chiefs of other staffs. Usually the subordinate

commanders were adviged personally by me."

More than 75% of the respondents stated that subordinate commanders
were included:

"Major and immediate subordinate commanders; to my
own staff; and to appropriate units directly under
my Headquarter's control (such as artillery, signal,

medical units plus reserve units)."

"To all major commanders in the presence of the General

and Special Staff, if at all possible."

"Commanders and staff if possible."
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"To those who would prepare the plan and later trans-
form that plan into an operations order. If feasible,

subordinate commanders concerned were present."

"General Staff and to subordinate commanders - time

permitting."
"Staff and Commanders."

"Principal commandere inmvolved in the operation. A direc-
tive of course had been prepared by staff sections and
they were aware of its contents. Incidentally, I found

it esgential to keep my Chief of Staff completely in my
confidence, and ther: were no secrets between the Chief
of Staff and Commander."

"To the Commanders of the majoi* elements of my command,
to the Staff, and with copies to Commanders of supporting

unite or sgervices, and superior authority."

"For a division operation, to the general staff assembled.
On geveral occasions to staff and principal commanders

assembled. "

"To the command or staff level charged with the securing
of the objective, delivering the finished product or
making the final recommendation. This means the unit
commander, the organizational division chief, or the

Chief of Staff as appropriate.”
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Question 2,2 Was it usually issued in writing or orally?

Responses to this question fell into three categories. Approximately
20% stated that directives were always issued in writing. Roughly
30% claimed that "in writing" was the preferred manner of issuance,
but that circumstances sometimes required oral deliverv with written
confirmation as soon as possible. The remaining 50% replied that
directives were always issued orally - with written confirmation when
possible. The following quotations are illustrative of responses
received:

"In writing - supplemented orally, before and after

1ssuance. "
"Invariably in writing or confirmed in writing at the
earliest posgible moment if an oral directive were
p
i8sued."”
"Usually in writing."

"Always in writing."

"Directives were always written, although they may have

been preceded by oral instructions.'

"Always in writing, though where time lid not permit,
first orally, with written confirmation following as
soon afterwards as practicable.'

"In writing wken time would allow."

"76% of the time orally - followed by written confirmation."

"Preliminary directive orally. When possible final di-

rective on map overlay with written order on tne overlay."

"Orally."
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"It was usually issued orally, after a conference with

all concermed. "
"Simple directives orally. In writing for longer or
more complicated directives or those for missions which

would take a long period of time to accompligh."

"Orally, especially in combat. There is too much

writing for history and alibis. One has to win."
"Orally, to initiate staff action for a new operation."”

"Usually orally with those present taking notes."
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Question 2.3 Was it usually issued all at once or in fragments?

More *han 90% of the respondents stated chat "all at once' was the
common or preferred manner of issuance:

"All at once, 1f possible; in fragments when exigencies
of the situation - time, circumstance, or nature of task -

require it."
"All at once if at all possible."

"Usually all at oncg - then in some cases supplemerited

with fragments.'

"Initially, ali at once."

"Preferred to issue all at once.'

"Usually all at once if possible in order to tie all

elements together."

"All at once initially; fragmentary as the situation

developed through action.'
"In combat it was ucually tssucd all at once. Some-

times, of course, additional instructions were neces-

sary to some staff sections."
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Question 2.4 To what degree was direct contact with staff members or
subordinate commanders necessary during this stage?

The majority of respondents stated that direct coi.tact was not only
desirable, but absolutely essential, during this phase:
"Always neceseary, and always dome. IF TIME PERMITTED."
"It ig essential when time will permit it."
"Direct Contact is always desirable.”
"Vital. Time again permitting, a continuous dialogue
18 necessary between the staff and the commanders, in

order that the best posgible common understanding be

achieved."

"Egsgsential. The Chief of Staff of course was main con-
tact for staff."

"Absolutely necessary."
"All important.”
"T consider direct contact the most desirable method."

"I believe direct contact during this stoge to be

absolutely essential to achieve best results.”
"Often as I formulated my directive I would call key

staff officers and commanders in or on the phone and

'try out' my proposals on them for size."
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A small percentage of respondents claimed that while direct contact
with the Chief of Staff and other key staff officers was necessary,
contact with subordinate commanders was not required at this time:
"Close contact was necessary with Chief of Staff, G-3
and G-2. Less frequent and close contact with G-4.

Contact with subordinate commanders seldom necessary

"Not much, usually worked through the 5-3 or Clief of
Staff, G-3. Gave my ideas as a guide. After plan
developed, had briefing with all concerned. Each had
a chance for comment. Directed any changes necessary.'"
"Contact with and availability to staff members and
subordinate commandefs involved, by the commander
essential. However, actual presence of subordinate
commanders during the issuance of the directive is
generally undesirable unless it is a directive to be

issued to him personally, orally, by the CG."
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Question 2.5 What general principles did you follow in issuing
directives?

The importance of clarity and brevity were stressed. '"Assure full
understanding' was a dictum offered by many respondents:

"Kept things simple and direct. Always check when the
directive is issued to see if there are any misunderstandings.'

"Brevity. Clearness. Completeness."

"Try to make it concise, but clear. Here it is important
not only to be understood, but not to be misunderstood.”

"Simple, Logical, Complete. Open discussion of reacons

and alternatives."

"Simplify instructions as much as possible. Insure

understanding of migsion by all concerned."

"Make certain that there was no misunderstanding."

"Clarity and lack of ambiguity. Briefness as far as
situation permitted. Simple language. Logical

sequence."

"First, SIMPLICITY. The battle ficld is complicated
enough. Fancy, 'brilliant' maneuvers succeed only

when there is nothi~ to stop them. TIMING. Tt must
be realized how muck time it takes for a commander's

wighes to 'permeate the structure'.'

The use of warning orders was frequently cited:

"Isgue timely instructione. Warning orders should be
igsued to subordinate commanders unless security re-

quirements prohibit."
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"The warning order is of the greatest possible impor-
tance, and 7ts use is a technique often neglected by
commanders who leave subordinate units in the dark

until a full order can be prepared and issued. Inasmuch

as those processes always take more time than antici-
pated, subordinate unit planning is often rushed and troops
badly discommoded. So as a usual thing, unless a great
deal of time ie available, an alerting warning order

should be issued each unit stating only in the most

general terms when the unit should be ready to do what

sort of task."

Respondents again stressed the importance of direct contact:

"Face-to-face - if ot all practicable - this gives

opportunity for questions and amplification."

"Insure adequate staff coordination. Prescribe what
was to be done but now how tc do it. When practicable
1t was desirable to discuss with subordinate commanders

the objective and concept of the operation.’

"Personal and informal briefings to 'communicate' -
using neezssary material aides - maps - charts - black-
boards, ete. Opportunity for all present to raise

questions and discuss points of misunderstanding."
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