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ABSTRACT

—;—‘An exarination is made of the historical antecedents of
rresent day command and contrel dectrine in the Scviet
Union. The continuity of principal characteristics is
demonstrated. The ideological determinants sharing the
ccmmand and control system are first develcocped. These
include centralism, collective decision-makirng, unity of
command, and redundancy. Practical corsequences cf these
are explored. The functioning of Soviet command and control
durirg Werld War II is addressed in detall, with emphasis c¢n
the unijuely Soviet aspects. Current Soviet command and
control concepts are addressed in a general way and linked
to historical precedents and ideological precepts. Primary
source materials are cpen Soviet doctrinal and historical

publications, in translation.
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I. INTRODUCTICN

This thesis develops the distinctive philosorhy and
dominant characteristics c¢f the Scviet command ard control
system by examining thre uhique factors which have inflvernced
its develorment. These factors ar2 primarily ideological
and histcrical.

It will be shown that Soviet command and control has
develored in accordance with the ideology of Marxism=-
Leninism. The control system is rationalized to conform to
the ideology, which legitimizes and validates {t. The
system has been tempered and shnaped by the Scviet experlerce
in World War I1I. \Wartirme experimentatiorn resulted iun
practical forms of command and control which nct cnly
functioned effectively, but could also de reconcliled w#ith
political dogma.

Tc understand contemporary Soviet concerns in command
and control, a historical and ideologicel context is

necessary.

A. SCOPE

A study of the means of command and control exercised by
the Scviets must cover much wider-ranging ccneideratiors
than & comparable study of Western systems. Because thelr

political-eccnomic system is itself a failure, the Soviet




Armed rorces (end security apparatus) are the primary mears
of rolitical control over the ron-Russian reorles of the
Soviet Union and over those nations which keave fallen within
the strhere of Soviet influence. The militery officers thus
serve both internal and external political ends ¢f the state
leadership. Wwhile the U.S. has arplied rigorous strictures
to insure civilian control of the military, &nd have placed
severe constraints upcn the pelitical rcle which military
leadershir may legally rlay, the Soviets have done tae
reverse. Military leaders have been forced to act as
political executives and to promote political activity
within the military. 1In turn the military wields
exceptional influence in the internel effairs and economy of
the USSR. As Holloway [Ref. 1: pp. 1] points out,

The Polish sociologist J.J. wWiatr has written that “in

Flace of the legal subordination of an Arry by the civil

rower which is a distinct, isolated envircnment, we have

to do [sic] with the conscious striviang for organic

tnion of the civil and military srhere of social life.’

This crganic union 1s vased, morever, rot cr the

militarization of civilian life, but on the

roliticlization of the Armed Forces.

The Scviet Armed Forces, integrated much more fully into
the internal and exzternal political schema of the country
tharn ocur own, must serve simultaneously as the mearns tec
achieve both political and militery ends. Indeed, to the

Marxist—- Leninlist ideclogy there ls ro real distianction

between the armed forces and the state in a socialist
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syster. ASs Tut by a basic Scviet military text [Ref. 2:
Lp. 1£0@]:

Tte organization and development of the Soviet Armed
Fcrces is directly bound up with the nature of the
socialist state... The ideologicel and theoretical
foundations of the development of the Soviet Arnmed
Fcrces is Marxism=Leninism and its teachirg ¢n war and
the army, and the commuzist ideolecgy, wkich is the only
ideology in the country.

It fcllows that the ccmmand and ccntrol system used by
the Soviets 1is shared as much by politicel, ideological, and
scciclogical considerations as by purely military cnes. To
that end it is necessary to consider the sociological and
political factors which influence the structure and
functions of the Soviet command and control system. How
tctally different that system may be is irplied by the
following quotatior from Oleg Penkovskiy, which might te

apocryphal but would still te accurate [Ref. 3: op. 252]:

One thing must be clearly understcod. If someone were
to hand to an Armerican general, and Inglish general, and
a Soviet general the came set c¢f cbjective facts and
scientific data, with instructions that these facts and
data must be accepted as unimpeachable, and an analysis
made and conclusions drawn on the basis of them, it is
rossible that the American and the Ecglishman would
reach similar conclusions =- I dcr”t know. BEut the
Soviet general would arrive at conclusions which would
be radically different from the other two. This is
because, first of all, he begins from a completely
different set of premises and preconceived ideas,
namely, the Marxian councepts of the structure of scciety
and the course of history. Second, the logical prccess
in his mind 1s totally unlike that of his Western
counterparts, because he uses Marxist dlalectics,
whereas they will use some form of deductive reascning.
Third, a different set of moral laws governs ard

12
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restricts the behaviour of the Soviet. TFourta, the
Scviet zeuneral’s aims will te radically different frer
those of the American and the Englishmen.

B. SOURCES

The intent of this thesi: is to rely most heavily on the
use of orecly tudblished Soviet military rputlications. A
voluminous emount of military doctrinal writing ezists,
including a variety of military journals, newspapers, and
bocks. These materlals typically aveid discussion cf
technological develorments and c¢rders of battle, but they
do give @ fraemework ¢® ideologically-derived militery
doctrine and strategy, to whicnh the Forces must acdhere,

Soviet writings can not alweys be accepted at face
value., The publication of differing points of view is
carefully crchestrated tc glve the appearance of detate,
while in reality the issues have been settled before
publicaticn starts. But-cnce estatlished, the doctrine is
cpenly published as suck. It can be accepted as genuinely
reflecting Soviet intentions, and wide disseminaticn tc
their own forces is of course necessary. They can not
afford to delude potential enemies at the cost of misleadiag
themselves.

It is conceivable, but verging on the fanciful, to
believe that all open Scviet militery literature is
rublished with an intent to deceive the West., Earmnett wrote

[Ref. 4: p. vii):

[




But millions of officers and other personnrel need to
xnocw the substance of such ratters [ Soviet military
dectrine and stratesy], 1f they are tc functior
effectively, erd tre oaly feesible means of reachinz
ther in most instances is throuzh the cren cress. Nor
is there any sericus dcubt as tc tane ecsential
reliability of these publications. It werld te
inconceivable that the Moscew regire wcuid risk deluding
its cwn milltary perscnnel on such a vast <cale, c<imrly
in order to confourd the West. In any cese, much of the
material is inderendentily verifiable —-- fcr exarrle, by
ctservaticn of the weapcn systems develcped by the
Soviet militery, whick necessarily bdeer & close relation
to proclaimed doctrine and strategy.

¥estern observaticas er histcrical recerd will be used

to validate and corfirm the accuracy of Soviet doctrinal
writings. It is this writer’s contention that an effective
study c¢f dcctrine, principles, and izfluential factors
relating to Soviet C2 is a necessary rrerequisite to the
study of specific communicatiors systems, contrcl means, and
command practices. The details of implementation will
certainly change as new technclogy supercedes c¢ld. ZBut
ideology changes little, and doctrine doces not change
guickly. When changes do occur they are cpenly diccussed,
ofter over a period of years, in the literature. As Williem
F. Scctt notes (Ref. 5: p. 65]:

There is nc¢ excuse today for mere speculation... We have

readily available a vast amcunt of Soviet military and

political- military writings... There is a strange

reluctance in the West to examine these Soviet writiags

in their totality. It i1s mucn easier to sit ¢n the

fence ard speculate about what course the Scviets might

take. A thorough anmalysis of Soviet rublicaticas on

military matters, ccmbined with known facts about Soviet
weaponry, will present explenatiors of Soviet btehaviour

12




that would be uncomfortable to stuay. Thus, in the
market place, the myths still 2ave a ready sale.

OCne note of caution must be mentioned regarding the uvse
0f Scviet sources. In analyzinz Soviet writing, the reaier
rust always be conscious of the author’s terget audience.
Thus, Jjournals intended for high military c¢fficers can
logically be expected to reflect more accurately the
staterent of accerted doctrine than would sirilar writizg
f¢r a scldier criented magazire. 1o a similar way, Scviet
writings which are putlished only in foreign language
editicns -- such as "Scviet Military Review for example --

should be regardeéd with some degree of suspicloz.

C. EISTORY

There are three main reasons why it is estecially
impertant tc the Scviets, and thus also to the purpose c¢f
this thesis, to study and apply militery history. The first
is ideoclogical, the secend is theoretical, and the third is
simply practical.

Marxisr asserts that the historical prrocess is the
source 02 all truve humen kncwledge. Marx ard Engels wrcte
that ...we know only one single science, the scieace of
history. It follows that to a Communist, history is the
key to understanding all forms of social rhenorena,

including the art c¢? war [Ref. 6: p. 37).

13
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Soviet military theorists draw heevily on the events of
world War II in develoriang rmodern strategy and tactics.
Irickson hes noted tket the wéer is used as a vest data tace,
;roviding source material for orerations resesrch and
statistical analysis [Ref. 7: p. 134]. As Zhilin asserts
(Ref. 6: . 171,

The main thing in it i{s nct cnly the reliadble facts, tut
also the generalizations, conclusions, and lessons...
making it possitle to imyrove military affairs, to
fcresee the ways 02 its further development...

Nor are the lessons of the last war bdlindly exzrlied tc
current military affairs. As Pavlcvskiy nctes [Ref. €] the
events of the past have significance for today, only if
interpreted in a creative way which assimlilates the
evolution of technoloey.

The Soviets believe that the next war will be a swiftly
concluded one. Maler staffs include a histecrical sectlicn
specifically to analyze ‘lessons learned” irmediately after
an cperation has taken place. Tcday, as in Werld War II,
critiques of the battle will be performed quickly and the
cenclusions, if new, will te disseminated tc the entire
front. [Refs. 8, 13]

As Zrickson points out (Ref. 11], the strategic
leadership of the USSR is composed of veterans of the Vorld
War. The lessons of the last war are still vivid {an the

corpcrate memcry. The men who fought that war have

14
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succescsfully menaged the evolution of tke Ped Army into the
Soviet Armed Forces of today. Constant reference to the
war, and the rcle pleyed in it by those who are still
active, enhances the credibility cf the leaders and
inculcates naticnal pride and patriotism.

Since kistory is used as a tool of policy, it is
mapirulated by successive fegimes to suit csrecific purposes.
The primary source of distortion is simple omission. 4s the
years brought change within the leadership of the country,
history tended to tbe re-written &s well. Tkis is helpful,
as a historical event can te seen frc¢m several percpectives.
As in radio direction finding, two readings can produce a

fix.

15




1I. IDEOLCGICAL FACTORS

Frarination of Soviet command ana control rrcocedures
must te made in the context of Marxlst-Leninist ldeclcgy and
Soviet political traditions. The Soviets have always
inteerated pclitical control of military operaticns and
crganizations to a degree unprecedented in the West. This
follows directly from the Soviet view, that the armei forces
are ar extension of the state and the people, and that the
came processes which apply to society as a whole are also
applicable to the army. Their doctrine explicitly stetes
[Ref. 16: . 45]: "The troop control system is therefore a
cocial system by nature.

A body of Marxist-Leninist dogma has been created in
suppert of the Soviet organizaticnal relaticnships and
miiitary hierarchical command structure. Wkhile most Western
states accert without gquestion the crganizatlonal patteras
common to all modern military organizations, the Scviets are
discomfitted by its inherent contradictions to the Communist
ideal. 0f specific ccrcern is the need to vest sole
authority over formations of troops in battle in the hLands
of individuvuals rather than collective bodies. The ideology
calls fcr soviets, bdbut thelir cwa experience with such
leadership means was not effective and quickly led in

wartime to the return c¢f the individual commander, albdeit

16
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rot as he is known elsewhere. The implicit sense of class
distiaction between an officer and his men mray be
thecretically avoidable, btut nct practically so. It is
rerhars inevitable that apologetics on “one man cormrand’
appear so frequentiy in the Scviet military literature,
ofter in juxtaposition with contradictory principles.
Colcnel General Gornyy wrcte [Ref. 12]:
The organs of Soviet military control are structured and
function on principles c¢2 strict centralizatiocn and
unity of command which have been confirmed in military
legislation. This is caused by the specific nature of
the Armed Forces and the necessity to insure unity c?
will and action by all personnel... at tke same time,
those requirements of the principle of democratic
centralism which are confirmed in the constitution are
also extended to the armed forces in full measure: the
obligatory nature of decisions by higher organs for
lcwer ones, the comblnaticn of unity c¢f comrmand with
initiative and creaetive activity locally, and 1its
combination with the responsibdility of each state organ
and cfficial fer the assizned matter.

Soviet literature devotes much attention to the
requirements of ideologlcally sounéd theories, even in
apclitical subjects. In the area c¢f ccmmané and ccntrol,
which has rpolitical ramifications if only because the army
is the mcst powerful elemert of society, the Scviet
tolitical leaders nave exhibited concern that, as the
cf®icers tecome more tecanical and juantitative in thelr
training, they nelther neglect nor denigrate the role of
ideology. ZEngineers amd scientists have shown less patience

with ideological consideraticns than the party finds

17
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accertable, anéd as rigid enforcement of the ideology is the
zlue that helds Soviet scciety tceetaer, this rerresents a
threat.

Part of the answer to tals tareat was to develop a
sclentific apprcach tc leadersaip which would te couched ir
terms of the dialectic, forcing the engineer-commander to
deal with tzchnical sudviects in a party-directed ranner.

The Main Political Administretion sew that the advencement
of cybernetics and sociology were inevitadbly to supersede
the traditional “party- pclitical’ apprcach te leadership.
It made a determined effort to expand the scope of
iialectical materialism as a general methodclogy in military
affairs and thereby to legitimize cybernetics witk Marxist-
Leninist irnterpretation. As will be seen, the MPA had
reason to embrace the new technology with more enthusiasm as
its rotential for control became clearer. The t-aditicnal
Scviet belief in a “correct’ scluticn to an cperational
rrovlem, the belief that there is an optimal way to make
every decision, lerds impetus to the implementatior of
eautomated means of command and corntrol.

For a number of reasons, not least c¢f which is its own
perpetuation, the CPSU is pervasive in its ccotrcl cover the
military at all levels and in norizoctal as well as vertical
ways. It 1s evident that the revcluticnery ard
conspiratorial birth of the “Bolshevik’ revolution still has

meaning for the Party tecday, as it evidences an acute

18
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sensitivity to metters of secrecy and the potential threat
rosed by the armed forces. Thus the redundant lines of
centrcl which extend tc the very lcwest levels of the
military, and the independent means avellable to monitor the
forces in reacetime and in war. All of these factors, which
ére more or less peculiar tc the Soviet military system,
will bve exarined in terms of their effects and consequences

cn the command and ccntrol system.

A. CENTRALISM

One 0¢ the basic tenets of Soviet ideclogy is
‘democratic centralism.” This is the Leninist principle
legitimizing abdsolute dictatorial rower for the surrerme
control creanizaticn cr executive. Theoretically, the will
of all the people is expressed in the decisions and
directives of the supreme ccmmander. The relatiocnships
between CPSU and government entities at the highest levels
¢? Scviet scclety are delliberately ambiguous, esrecially
since there is a great deal of overlapping membership among
tne ruling oligarchy. Soviet and Western views of these
relationships are presented by Gernyy (Ref. 1Z] and the
Scotts [Ref. 13].

Unlike the carefully prescribed separation cbeerved in
other social systems, the Soviets take a holistic view.

Zemskov noted [Ref. 14]:

19
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The exferience ir military-strategic direction of a war,
accurulated by our rarty during the arred defense of our
sccialist homelarnd, enabvles us Lo separate cut and tc
emphesize the main principles operating in this
rarticular ar<a. First of all there i{s the rrinciyle of
unicy cf pelitical and military leadercship. It embeodies
the requirments of one of the principal laws of a war -~
its corrlete dependence upon politics.

The exact nature of the supreme ccmmand element is not
specified anywhere in Soviet writings, but there is @ strong
inference that it will resemble the State Defense Cormittee
established during the Second World War. ¥Whether the
vltimate authority will be a single individual or a small
group, it will wield abtsolute power and authority within the
USSR. No activity of any state orszanization or party
apparatus is legitimate unless sanctioned ty the legitirate
delegation of authority and responsibility from this prime
source. An indoctrination-study guide by Fedchenko [Ref.
15] describes the deductive legitimacy of the military
hierarchy:

Our Armed Fcrces are crgenlized according te the
rrinciple of centralism. This means that all troops are
strictly subordinated toc central millitary entities and
to a single supreme command. All lower entities execute
orders and instructions of superior military entities
precisely and on time, and they are accountable tc them
for troop combat and political training. Strict
monitoring of executioan from tor tQ bottor is an
inalienable feature of centralism.

The extreme centralization of tke Soviet system is
symptcmatic not only of thelr ldeolcgy, but alsc ¢ the fear

of losing control and the lack of trust within the system.

2¢
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The staterent attriduted to Stalin "Trust is good, but
contrecl is better, 1is cperative tciay. Scviet leaders fear
any loss of tositive control of the forces, to ever 3 minor
degree. The blind otedience erpected of the Soviet soldier
is a consequence of the most rigid discipline. Independent
action by subordinates is fortidden, as discussed telow. If
i1t were possible, even the most trivial tectical decisions
would be made in Moscow. The whole thrust of Soviet comrand
and centrel, at strategic, operational, and tacticel levels,
is to eliminate the freedom of choice of the comranders.
Brcwn has characterized the Scviet leadership &s bdeing
“thoroughly fearful of spontaneity. [Ref. 16: . 122],
both because it could represent & threat to them and because
spontaneity will inevitably rerturd the rigid plan
promulgated from the tcp.

1. Theater-level Commands

One of the aprarent coasequerces of certralization
has been the traditional Soviet reluctsnce to allow
interrediate headquarters to exist between the frouts and
the high ccmmand. The noumter of subcrdinate elements
supervised by any high headquarters tends to be much higher
than in corresponding Western organizations. Sokolovskiy
(Ref. 17: pp. 489-490] discusses the relatioaship between
the Stavka and the fromts ion World War II e&nd coancludes that
the use ¢? intermedliate theater level headguarters was a

hindrance. Thus, during the Byelorusslan campaigns the

21




Stavka was controlling over a dozen froaots, with only roving
representatives as intervening echelcns.

More recently, however, tkere has been some
indication that iantermediate echelocns are teing establishned.
Woff reported [Ref. 18: pp. 79-82] that the Soviets
established a3 Far Zast Theater of Cperations in Tecerber
197&. This theater is believed tc include the Far FTastern,
Transbtaikal, and Siberian Military Districts, encomrassing
some thirty divisions in all. Woff’s analysis is especially
convincing in view of the article by Vyrodov [Ref. 19: =.
24] which appeared in April the following year, end is es
definite a statement of policy as migat be expected from the
Soviets:

The experience of World Wars showed that it became
practically impecssible fcr a supreme high commared to
exercise direction of military operations of major
grourings of armed forces wisnout an juntermediate
echelon and that becth an cverall system c¢f strategic
leadership and its echelons must be set up ehesd of
time, vefore the beginning of a war, and their structure
must correspond strictly to the character and sccpe of
the upcoming militery operations.

Wwoff also noted that the Warsaw Pact exercises which
tock place in 1979 reflected that the five western most
military districts are being organized as two additionel
groups of forces to suprlement the four Soviet grours
already in place in Eastern Europe. The Leningrad, 3altic,

and Belorussian Districts comrose one grour (Northwestern?)

while the Carpathian and Klev Districts compcse the other
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{Southwestern?). It is possible thet the new Wersaw Fact
neacdquarters at Lveov is being established to control not
cnly the Scviet Grcups acd the varicus naticral forces but
also the five military districts. There is histcorical
vrecedent fcr the theaters and for the groups of fcrces as
well.

-

2. Nuclear Weapons Control

The absolute control of the forces by the strategic
leadership of the country is still a characteristic of the
Scviets. The need for such contreol is seen as being more
imperative when nuclear weapens are employed. As Zav’yvalov
sees 1t [Ref. 2¢], the advent cf nuclear weapons allows the

strategic leadership to “steer the skip” from the Krerlin:

T™he limits of the tactical, operaticnal, and strateglc
zores of combat actions have become consideradbly wider,
the depth of the modern comblaned-~ arrs battle and
cperaticn is greater, the scale ¢f war is broader, the
process of destroying any of the enemy’s targets is ten
times quicker, aund the dynamism of combat action is
greater, all of which predetermine abrupt and marked
changes in the combat situation... Nuclear weapons meke
possible the simultaneous accomplishment c¢f tacticeal,
cperaticnal, and strategic tasxs. There has been a
significant increase in the opportunities for the
strategic leadership to influence the tactical actions
of the troops. Furthermore, the employment of ctrategic
nuclear weapons can have a direct, decisive effect on
the nature of the tactical actions of the troors.

The events which took place during the massive Ckean
7% and 7% naval exercises, which included coordinated
attacks occurring simultanecusly on cpposite sides of the

world, demonstrated ability to direct tactical operaticas
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fror Moscow. Despite the intermediate echelons of corrand in
rlace and cperating in the theaters, the central authcerity
was able to control events at the lowest levels. [Ref. 21:
p. 298].

One example of the practical effect of the policy of
centralization on the organization of the forces is evident
in the way that nuclear weapcns delivery units are
structured within the force. In the United States Army,
nuclear capabllities were integrated down tec the lowest
level possible within the existing force structure. Any
heavy tube artillery urit is theoretically a nuclear threat
to the Soviets. This presents them wi;é an identificatior
iroblem, to the extent that they need /'to detect the subtle
signs ¢¢ a nuclear-capable unit in order to differentiate
between it and tke conventionally eduipped one. The Soviets
did not integrate nuclear weagroans into existing force
structures, but created entirely‘hew ones which ere zept
distinct. These units have thei? own integral control and
communicaticns equipment which méke them completely
independent of the rest of the Aorce. They are self-
sufficient units under the persgnal control of the
commander. Since Soviet doctring recognizes nuclear fires
as raneuver elements in their owu‘right, which may operate
without supporting grcund trocps in some cases, tihe ruclear
fire elements novw represent the commanders own swift and

devastating means to personally destroy the enemy
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formations. In contrast to conventionel ertillery, which
serves as a surpoert element to raneuver elements, auclear
ertillery 1s now suctported by the meneuver forces.

There is reason to believe that the Scviets kert
their nuclear units separate in order tc avecid certaln
control problems. All ruclear delivery means are farther to
the rear in the Soviet trlanm than ours. It is extected that
the Soviets will rely extensively on the Strategic Rocket
Forces and Long Range Aviaticn to deliver the tuix of the
pre- emptive attack in the theater. This will alloew the
field commanders to rreserve their nuclear carability for
vse after the initial auclear detcnaticns have severed the
lines of communication with Moscow. Tield commacders may
rot te avle to call fer strateglc forces and hence will have
to rely on their own inherent reconnéissence, target
acquicition, and delivery resources for targets of
oprortunity.

Should the Soviets elect toc deploy &n arry without
any nuclear capability, they can easily strip away the
ruclear delivery units from tke force and corncentrate that
capablility in another theater -- without disrupting any
cther cf the elements cf the parent unit. The unigue
corrand and coatrol facilities of these units would move

with them.
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2. Yxcertions to Centrelization

The Soviets” strict adhereace to the reost
centrallzed control systems has in recent years teen
reversed in at least one and possibly other areas.
Andersen, Drozhzhin, and lozik {Ref. 22: . 2¢] note that
there ere certein occasions when decentralized control is
recec<sary, due to the limitations and vuvlinerabdbilities of
tracsmission means and the time delays experienced in
relyicg completely upon centralized control. They
chgracterized the two systems as fcllows:

The level of detail ir the decision also depends upon
the command and control method adopted: with centralized
control, the decision is mcre detailed, wita
decentralized control, the lower level commanders meke
the decisions on their own and reprort to higher

heaiquarters based cn preliminary, zeneral instructicns;
with mixed commard and control, both methods are

combined.

The specific cperations they descrited were air
defense operations, which based upron their interpretation of
events in the Middle East and Vietnam wars, may necessarily
function in the decentralized mode. The reasons for tais
willingness to decentralize may lie in the high degree of
automation and rather advanced algorithms which have been
develored for air defense. It can be surposed that as mcre
of the force elements acquire valideted automatic command
and control systems, decentralization may be rore cormon in

the army as a whole.

26

-




S

The extremely brief criticel time within which the
air defense forces must respond demands decentralization.
zven durins World Wer II, PVO fcrces coperated autoncmcusly.
They shared a district alert asd warning network but engaged
aircraft on their cwn inittative 3as prescrited bty standing

operating procedures.

B. INITIATIVE

Cne of the inevitable consequences of the highly
centralized nature of the Soviet system is the premium it
puts upcn coaformity to the letter cf the laws, orders, and
directives disseminated downward through the system.
Spcntaneous acticn is not likely tc be approved ty a
superior unless it is absolutely successful, and perheps rot
even then. One of the concerns evidenced most frequently in
the Scviet military literatuvre is the need for greater
initiative on the rart of the commanders and the soldiers
during exercises and in comdbat. While recosgsnizing that te
take advantage of favorable opportunities which car not bde
rlanned for in battle it will be necessary to rely upon the
atility and motivaticn cf subcrdirate commarders, there ic a
reluctance to loose the restraints completely.

The need for initiative was the subject o2 an entire
book (Ref. 23] but the meaning of the word, and the Soviet
intent, must be clarified. By initiative in battle we mean

striving by our servicemen to find the bdbest means for
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sxecutineg their assigned rission and for irplerentiag the
plar of the supericr ccmmander... and azaim, ~...usire his
intellizence and initiative, he will execute the order
vrecisely and on time...  Sukhcrukov makes the meaning evern
clearer [Ref. 24]: "For initiative is not necessary for
inttiative’s sake, but to fulfill assigned tasks in the dest
way.

The Sovietls also use the term “operational inderendence’
in @ way which can mislead Western readers, tc waom it migat
imply a great degree of discretion and authority vested in a
cemmander in a remcte cr restricted theater of cperaticns.
Accoriing to Gordiyenko and Khoroshcho [Ref. 23]:

By the cperaticnal irndependence ¢f commanders, and of
the subunits and individval servicemen under them, we
mearn their abvility to successfully execute their
assigned combat missions vnder difficult ccmdat
conditions, without tkhke assistance of superior
cormanders or neighboring troops, by effectively using
the weapons, ccmbat equipment, and maneuvering
capability of the subunits.

The more sernior and rolitically aware e Soviet decisiocn
maker is, the more seasitive he is to the uncertein
consequences which can arise fror seemingly ianocuous
decisions. There is alsc a greater personal stake ridineg c¢nr
the decision, and greater opportunities for failure, since
every decision will te judged not cvnly ic military terms tut

also in tdeoclogical ones. The danger of r ¥ing an error 1in

Yudzement is much greater in the Soviet system both because
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the decision will be judged by more criterie and because of
the severity of punishmeat fcr fallure. Sins of ommission
ere by rnature less severe than sins of commissiorn} hence
there is a tendency tc eguivocate at all levels. The higker
the level, the more likely the decision maker will te to
hesitate. This tendency 1s further rotivated by the rany
scurces of criticism which the Soviet commander may face in
official ways. Mistakes are ojzenly discussed and attriduted
to individvals ty name after the ccnclusicrn ¢f every
exercise. The political officer, often placed ir arn
ambiguous rosition relative to the comrander, adds an
additioral measure of uncertainty iz a particuleéerly danger
rrone area. There also are the military councils, which
meet specifically to critique irdividual and urit
rerformance. How great the temptation to put away cormon
sence and follow blindly the directives of ome’s suvericrs,
where culpability for faulty execution can be evaded by the
“"#o0llowing of crders.’

Current Soviet literature carries frequent articles
addressing the need for develeoring initiative in NCOs and
junior officers. Perhaps because of the rigidity of the
comrand system and the severe consequences of fallure to
cbey crdiers, lcwer level leaders are apparently reluctant te
deviate from the specific instructions of their sugperiors
even when cormon sease would indicate such deviation. The

use of the werd initiative” applles orly to the means at
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nand for imrlementiag the corrands of the surerior officer
-— never dces 1t imply a rew undertaking cf the
suboriinate’s own devising, nor a change or deviation no
ratter how slight ia the substance of the superior’s plan.
Weiner and Lewis shed some light ¢n the limits ¢f personal
initiative [Ref. 25: p. 115]:
Tre logical result of thie rizgid attitude is a strict
adherence to the old Soviet commana tactics. Since thne
end c¢f Wcrld War II, there has been a slight relazation
of this rigidity among middle- and high- levels in tke
Scoviet Army. The lower leaders, however, are aot given
this degree c¢f latitude; fcr them “initiative’ means
carrying out the orders as expeditiously as possidle...
one of the most notable attributes of the Soviet soldier
is his unquesticning obedience tc hls sugperior... the
lower level leaders must not only grasp the schematic
acd mechanical concepts but insure that the unit
ccmmanders apply this theory with complete understardinz
in practical applications.

An appreciation of tae Soviet use of “initiative’ can be
galned by examining an article recently aprearing in Red
Star [Ref. 26: 7. 41]. 1t describes an incident which
occurred while a lieutenant was leadirg a rcad marcn alcng a
route prescribed by his commarder. Although his commender
nad srecifically told him to act as the circumstances might
require shoulld the roed become impasseble duve to hesvy
rains, the lieutenant had refused to allow his drivers to
btypvass a toggy area in the road, and had gctten his cenvey
stuck. At the same time, vehicles from other units were

travelling to the side of the rcad acd avoiding the lew

area.

32




Cr beginring the descent into the low area, Maksimov
could not helr but see that fresh automobile tracks went
off frcm it to the left. That meart there was a detcur
here. Arnd the driver believed thet he should turn to
the left, but the lieutenant did not dare take that
step: It’s not our job to complicate matters. We’ll
take the road given us.
In discussinz the incident further, the author condemns the
lieutenant for not displaying initiative.
In my opinion, this incldent is a rather coavincing
illustretion that the practical value c¢f execution whick
is not reinforced by inderendence or initiative is
degraded substantially.
Altkough it seems a trivial cese, the siznificance of tre
article lies in the Zact that it was written at all. Zven
the rawest of recruits in the West, we would like to
believe, would see the ccmmon sense of bypassing a mired
road.

The young lieutenant’s failure to do the obvious can de
attributed to a aumber of factors. First, he was given an
order which, although it left room for his own judgerent, he
?elt safer in follcwinz btlindly. Secord, to deviate frem
the original route would be ar act of independence which he
right feel should rcot be taken without coaferring with
cthers. Ee feels insecure withocut the collegial
aszcountability and collective decsion makirng which, he has

been breught up to believe, is the sociallst way. Tairg,

his daeparture from the exact route which his commander had
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expected kim tc teke weuld viclate the paramount rule c¢?f
‘cperetional precision’, & rrinciple 4iscussed below.

That articles such as the one descrited argpear
frequently 1z the Soviet military literature is indicetive
that the rroovler does exist. 7Yet it seems that the need for
scme eliementary, coamcz sense independent acticn is a
sensitive issuve, for the very article described atove goes
cn to terper the neec for initiative with the necessity of
clearirg acticns with one’s superiors. 4&n incident is
cescrived waere a junior lieutenant suggests a new trainizng
rethodology to ais ccemmander, but is tcld tc "work a tit
more” on it before diccussirg it agaein [Ref. Z2€: p. 44]:

Toe lieutenant was offended and decided te¢ test the new

methodology on his cwa. He wroute one thing in his

lessca plans, but conducted the classes in his own way.

It stands to reason that nct everything went well for

him... It would appear t¢ be clear thet to trust someone

is ore tniag, dbut to leave subordinates on their owe is
grite a d4iffere~* matter.

The entire issue of independent action and initiative is
cre cf tremendcus impertance to the Scviets, as they try and
balence the needs of the perty and state for tight control
against the rilitary necessity of freedom to “manuever’,

There is perhaps a reascn why the literature stiresses
the irportance of cultivating “ipitiative” at the lower
levels. The middle and upper level decision makers, while

Ziven somewhat more latitude and wielding greater avthority

and respensitility, are also much mcre visitle tc¢ the
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centrel coxntrol organs of the Army. The more circumscribed
actions orer to the srall unit comrmanders -- of squads,
pletcors, ccmpanies, end even battallions -- dc not reedily
lend themselves to control from the highest levels., Also,
initiative acticns or the part of a platoon leader are
tnlixely to be of interest to cr to effect in any
substantive way the plans of the central authorities.

Initiative at higher levels of command is not beirg
roticeatly enccuraged in the literature -- whether because
kiskter commarnders already feel comforteble with it or
vtecause they are discouraged fror substantive personal
initiatives is hard to say. Taere is a sensitivity tc the
recessity of exercising greater control over the irdividuel
corrénd rersonality within the Scviet Army. As an officer
rises througk the ranks it is not otviously desireable that
ne ‘mare it” 02 his own ianitiative, although a certain
measure cf that character trait can be useful in scme cases,
tut rather he shculd rise througa the selection efforts of
ais military ard pclitical superierc =-- he must be ‘vetted’
in every wéey. Given the rigidity and doctrine bound nature
c¢? the Seviet Army, it is hazardous tc make mistakes. As
the old expression goes, “The only reorle who don’t rake
mistakec are the people who dcn’t deo anything, ” wnich leads
to inevitadble consequences when mistake-free records are
used as a promotlon requisite. Gifted leaders with

charismatic personelities who are capable of independent
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action rmay bve useful in ragy armies, but these are not
alweys safe tralts tc have ir the Soviet Army. The inspired
leaéershit of a regimental or divisional corrander "on the
rise” can te consicered a threat -- a military ccup can
gesily develop from perscral loyalties. Soviet leaders heve
always been sensitive tc tae pcwer ¢f the military and the
rotectial threat tiat it poses to thelir own euvthority.

The rowers that te are left in sorewhat of a dilemma,
As Prown described in the political milieu, but equally
arrlicable in the rilitary [Ref. 16: . 31]:

The great problem facing ell of the regimes witk regaerd
to tne growing technical and economic intelligentsia,
hcwever, is hcw to lnvest them with responsibdbility
without, at the same time, gziving them reel power. It
presumeatly can be done as long as the political
leajership remains united and self ccrfident.

An interesting cese which sheds some light on the
indeyendence issue because of its urniqueness -- an instance
where a great degree cf authority and autorcemy wes granted
to a field corrander -- is described by Robinson [Ref. 27:
p. 26]:

An Austrian correspondent’s account of a trip through

Scviet Central Asia during 1967 ccnveys scme interesting
irformation... irn September 19€€, Moscow was sald to
have delegated responsibility and autiority for handling
border incidents to the lccal commanders. That
arrangement was said to hold two advantages for Moscow:
it could repudiate the local commander if he failed to
maintalr order, and it erabled him to move prcmptly and
indeperdently when necessary.

34

')




e know from ogne source that the Soviet border
cemmardiers had what weculd seem tc be a great deal of
latitude, delesated to them on the theory that in en
ermargency they would nct have the tire to cable Moscow
fcr iastructions ard tne possibility that they could
gexceei their authority would be balanced by their having
to answer to the center for all actions. This is not an
unreascnable administrative device fcr neolicing a very
lorns border at a great distance from the high level
decision rarers. [Ref. 27: 1. 4Z2]

Several cbtservaticns must be made. First, the
threat at the time was a purely conventional one. There
wes alsc substantial evidence that tkhe clashes were
being rrovocked by local “Red Guard’ elerents of the
Chinese cultural revolution, pessibly on their own
initietive. Second, the spontaneously developirz nature
¢f the clashes, and the rather restricted sccpe ¢f the
perceived intentions fi.e., the riverine islanis, which
the USSR had allowed the Chiaese to use, anyway] implied
low risk to the leedership. Third, the communications
links between the border patrols which were being
“ambushed” and the Kremlin were likely tc be teanucus and
not time-responsive. Four, the Soviets could heave
perceivel that a physical conflict, or the threat of
ore, on her eastern borders cculd be useful in pressing
the Warsew Pact nations into widening the scope of
ccmmittment attecdant under the treaty, tc include
conflict cutside of the Eastern Europear area. It

shculd be ncted that the Ccmmanier of the Far Zzast

Military District, Favlovskiy. was aprointed in 1662 to
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the pewly recreated rosition of Commander, Scviet Greund
rerces. (Clearly the Kremlin had every reascn tc sugprose
that the corrander on the s:cene was carabdle and
trustwerthy.

The boerder incident is significant in its
wniqueness. The custemary rigid ceatralization wes
relaxed, and trust ard cenfidence was extended tc the
local commendier. This representei a radical departure
from the strictly respcresive rcle acccrded to even the
nizhest ranking military ccmmanders. They teco are tcurnd
by the requirement of blind obedience. As Sokolovskiyx
wrcte [Ref., 47: »p. 498]:

Generals and officers of tke Armed Forces are not

rechanical executors ¢f the planss and wills of their

senlicers. - While understanding that an crder is law,

they execute it with a deep awereness of its purpose.
If subordinates are a0t yet autormatons, the Soviet

leadership would like tkem to act as if they were.

C. COLIZCTIVE DECISION-MAKING

The Soviets have traditionally combined group or
collective discussion with the authority and
respobsibility of an individual in the decision-making
process. The importance of such collegial activity is
apparect in the attention gliven to the subject in Scviet

literature. As with centralism, there is an ideological
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rejuirereat to iavolve the peoples” will in the
cermander’s decisicn. Wwithin the Armed Ferces, this
collective activity is exrressed im the form of the
cemmander "¢ dependence upon his staff, the authority c¢¢
the Military Council in operationel matters, the guidance
of the party organizations within the military
orcanization, and the People’s Control Groups. As Marshal
Sokclovekiy wrcte {Ref 17: p. 489]:
As "world wer II] demonstrated, the operational and
strategic miscions were not planned and carried out by
individuals, tut were the result cf collective
creativity. Centrelized command does not exclude, but
rather presurposes, the use of collective creativity.

It is extremely difficult tc tell how much use is made
of the collective effort, or how often it may be over-
ruled by the commander. Using the Stavke cf world War II
as a rositive example of the beneficial nature of this
effert, Sokolovskiy indicates {Ref 17: p. 4€39] that all
irpertant decisions were made only after coasultation with
the frcnt commands, the ccemmanders in chief c¢f the
brenches of the Armed Forces, the service commanders, and
other “individuals coancerned.’

The destructive power of nucleer weepons and the
highly dynamic nature of rodern warfare are such that no
cre individual can cope with the informaticn flcw ard the

s eed of decision requirei. As Skirdo noted [Ref. 2&]:




wcrkizg cut and adepting a feacsitle decisicn
(regardicg the preperation for eni implermentation of
strategic oreraticns) is today such & responsible ancd
ccmplex matter that it is teycrd tne carabilities ¢ a
sirngle militery commander, even the most outcstarding
one.,. it is generally ackaowledged that rmilitary
directicn and leadership can te effected cnly ty a
collective identity. Cocllective directior of military
efforts during a auclear missile war has becore an
ctjective necessity... Accomplishment c¢f all missicns
is possible only with the existence of a collective
tody to direct anc manage the war.

There are twc cperaticznally impcrtant ccllegial
bclies, one bveing the steff, whick prepares the
infoermation it has zathered intc specific alterrative
ccurges c? actiorn fcr the ccmmander’s declsion, and tae
otkter beirg the Military Council (Soviet). Accordinz to
Kczlev ané Slavian ([3ef. &St p. 2€), the military ccuncils
of éistricts, fleets, and armies are the “"leading bodies
c® military ccmmard.  Dcwngraded tc consultative bedies
in 1847, their status was again changed in 19£2, returning
ther to

...full powered collective bodies. They bear complete
responsibility to the CPSU Central Committee, the
wcvernment, and the minister of Defense feor the state
and combat readiness of the troops... The collective
forr of leadership in the form of rilitary councils is
widely used on the superior level c¢f the sccialist
armies and is skillfully combined with one- rean
leadership.

The ctoer collective entities 2cund in the Scviet

fcrces probably play a non-operatisnmal role only, serving

mairly as monitcring and policy enforcement agents. The
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Ccmrunist Party and Xomsomol organizations are charged
with brcad respensibilities fcr overseelings the entire
vrit, with the expected emphasis on tralazing,
indoctrination, ideoclogical nardeningz, and discipline.
The 24th and 2Zth Perty Corgresses resulted in iscreased
rressure through the rarty channels o2 iasuring that party
pclicy was carried cut at all levels. Ccnsegquently, much
of the work of the rarty osrganizations at the unit level
ard btelew is ncw directed tcward menitcring perfcrmance
ard verification of execution of policy. [Ref. Z2].
Belyesev [Ref. 31] stressed the cyclic nature of the
control procesé in militery collectives, and the
irrortance of incsuring continuous feedtack.
Monitoring may rot be reduced tc the finel operation
of a managerial cycle alone. It permceates all cstages
cf the cycle: the develcpment and making cf the
iecision ard thLe organization of its implementation.
Malinovsziy [Ref. 32] indicates that the commander
should rely uvpon the party epparatus and direct its
activity to strepgthening military discirline and to
successful performance of combat missions, 1f he himsel?
is e member of the CPSU. If he 1s not a membter, then Le
must rely cn the party crganizatico tc accemplish these
missions -- but he can not ;irect tkem. Malizcvskiy also
nctes the key rcle played by the party in transfer of

irformation up and down the chain ¢f command:
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Cermunists of neadquarters and directorates are
expected tc werk persistently tc instill and maintain
sophistication in work and to iansure precise troorp
centrol ané orerational rovemeat of &accurate, exact
infermaticon beth frem the tcecp dcwn and cencernicg
affairs in locel areas. They must help the cormanders
work out cerrect pleas and carry them out fully at the
prcper time.

The role of the party orgacizations is descrived by
Ivarov (Ref. 12: p. 82] as extending into cperaticral
matters. The perty- political apperatus must work closely
Wwith the ccmmander and staff in preparation for and
cernduct ¢f the tattle, and nct only the deputy ccmmanders
cf the pclitical units but also tke secretaries of the
vyarty organizaticns must be present when the corraader
zives ccmbat crders and when the interaction ¢f the trcoeps
i< specified. Iverov [Ref. 12: . 202] odbserves that:

...durirgz ccllective work tnere is 4n adjustment in the
commanier’s psjckologicael stete: his receptiveress,
celf criticism, and reacticen to the conditions of the
csituaticn are improved, the danger cf subjectivity and
volunterism is decreased.

Thus, 1t seenrs that collective activity may allow
sutordinates to question the more arbitrery decisions c¢f a
corrander.

After the ccllective body has made a decisiorn, the
commander &ssumes the responsidility for implementing it.
The requirement for ccllective action lncreases with the

level of command. At the smallest unit level,

cellectivization does not apply to operational decisions
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at all. Any decisions will have been mede higher up the
chein, and the lcwer level comrmander is responsitle c¢nly

fcr exact implementaticn.

L. UNITY OF COMMAND

The icminact rcle played by the Commuvnist Party in
developing and controlling the activities of the Soviet
arred Forces has historically caused ideological and
practical prctlems whick have degraded the efficlency c¢?
the military. While the necessity of vesting absolute
military authority in & single individval at any gliver
echelon is accepted without guestion in the West, indeed
throughout recorded history, the Soviets have never been
corfortable with that due to their ideology and the
nistorical developrent of their forces.

The ©irst difficulty, the ideclecgzical one, srises frch
the irplicit class privilege serarating the officer fror
his men, and tae basically undemocratic authority vested
in the ccemmander. Eis power is a0t subject to the will of
the “military collective” in aay positive way, although,
as Tirofeyechev noted (Ref. 33: . 221], the commander is
oren to criticism frem rarty merters within his cormand:
"...&t party meetings the communists have tke right to
2riticlze any party membder or candidate, irrespective of

his pesiticn. It is only criticism of the crders and
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instructions of the commanders and chiefs that 1is
rrohitited.”

The frequent articles ard pamphlets cutlisaed by the
Soviets specifically addressing the ideological legitimecy
of one- ran cormand attest to the irrortance it has in
their minds. It is referred tc as ~the most impertant
crgenizational principle of the Soviet Armed Forces...
_Ref. 12] and “tue mcst expedient form ¢f trccp cemtrel.”
{(Ref. 33: . 16] The Soviet espousal of one- man commacd
is basically fcr the same ccgent cperaticral reascns that
every other army uses {t.

However, one’s understénding cf the advisability of
epplying the principle of one-man command was nct
ecough. It was also necessary to show that under our
ccnditiors cne- man command based on its pelitical ard
class nature does not contradict socialist democracy
erd that it is fundamentally different from command
principles in en imperialist army. [Ref. 34: p. 52]

Timofeyechev esserted [Ref. 34] that there were three
reascns why the cne- man command did not contradict
“Scviet democracy.’ first. the commanders are designated
ty Soviets of the pecﬁle. hence must reflect their
collective #wiilj second, the Soviet obviously must select
tae most qualified officers to comrand; and third, the
commander is always urder the direct control of and
responsible to the party organs and Soviet authorities,

It is fcr these reasoas that ...ac order of the commander

is a law for subordinates. The oréder must bde carried out
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"~ vnquesticningly, accurately, and cr time., (Ref., Z4:

p. 21]

Lorov [Ref. 25: . 169] carefully delineates the
ccmplementary rolec these principles play. Under the
complex conditions of modera war, ...it is beyond the
rapabllity of 3 sirngle person tc contrel trccps inm cemtat,
let alcue rajor operations on a strategic scale.” Thus,
the commernder must rely cr “collectivism {n ccntrcl” while
the respcnsibility.for the final decision and the right of
scle leadership are the ccmmander’s.

The contirued emphasis on one-man comménd mey also bhe
irtended to allow a more definitive, ctjective grounds for
evslvating a commander’s performance. Under the redvndant
and multiple lines of control which exist within the
Scviet <ystem, it ic sometimes impcssitle tc affix bdlame
for poor unit performance. With so many orgens end
individuals haviag control in direct and indirect ways
cver the ccmmarder and hls decision, pocr perfcrmance tis
often unattributed, or can successfully be shifted bvack
ané forth among the comrander, the staff above himr, the
staff bvelcw him, the political deputy, ard sc¢ fcrth, until
corrective actioa is zgiven up in frustratioa or bvoredor
with the process. Ry fixing the respcensibility firmly cn
tre commander, his stake in the decision making process is
increased and presumadbly his motivaticn to exert his

auvthority is enhanced as well.
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Tha second difficulty with unity of command arises
ceriodically when £-r some reascn, the traininz and
rreperation of tre militery leaders is not sufficiently
infused with ideological conviction. Periods in the
Soviet history when pclitical commissars were instituted
nad in zormon that the available rilitary commanders
qualifiel to lead in battle were nct idecloglically trained
to a degree felt necessary by the party epparatus, or were
ccnsidered a rotential threat bty the state leadershir.

In the post-revolutionary period it was necessary to
tee ex-czarist officers, as they were the only rilitarily
experierced individuals available te the new soviet state.
While professionally competent, they were highly suspect
politically cince they hai cwed alleglance to the Czar and
haé in rany cases teen jiastruments of his repression of
the precletariat. In order to contrcl these officers thelir
cermand authority was shared with political cormissars who
acted as ideclcgical cverseers within the army.

In a certaln sense, the scientific-technological
revclution has created a similar =ituatior, in tnat the
new military leaders ere more technically qualified and
less prcne to accept ideolcgy than previcus generatlicns of
Soviet Army officers. They are tending to be “no
rcasease” englineers and scientists and are a source of
growing concern for the pclitical leadership. 1In a speech

vefore the Scientific-Practical Conference of the Armed
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Forces ixecutive Pslitical Workers, € - 7 June 187€, the
Chief Cf Staff c¢? the Scviet Army called fcr an enhanced
role for political officers in increasing party coatrol

ard verifyins crders and peclicy [Ref. 3€: vpp. 13E-139]:

Iveryone knows... that party work has its cwn
particular features. Party organizaticne can not
rmechanicelly copy the werk techniques of commanders
and chiefs of staff and duplicate their decisicns and
crders. The mc¢st impcrtanmt duty facing party
organizations is to be persistent, using active means
of persuasion, to insure complete and high quality
fulfillment cf ccmtat and political training tasks.
Using the methods availeble to them, they must
increase the role of the commander’s and ~chief’s
crders and exert an active influence ¢cn the work c¢
tte military collectives of units, skips, and military
training establishrents.

Tne urgency of re-asserting perty and ideclegicel
scntrol was given impetus by the rutiny of the Storazhevoy

Krivak Class cruiser in 1276.

when talking about intreparty democracy we should keeg
in mind 1ts clcse associaticn with cne- man command as
the principle governing the development and control of
the Arred forces. Therefcre, the political orgaas
must bteccme more active in instilling a spirit cf
rarty- mindedness into the work of the military
control organs, be coastantly concerned with the
development of one- man command, raise the autherity
of commanders, and be implacable toward all
shortcorings in this field. ([Ref. 3€: p. 1358]

The parallel mentioned above between the present era
and the early twenties is aprareatly viewed by Ustinov as
deriving frcm tkhe lntrecducticn of technically hnighly

qualified but politicelly neive officers into positions of
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nigher avtaority. Tnese officers have sreat their tire in

stuly cof scientiflic end enzineering principles and aave

nmore faith in mathemetics than the perty.
A Zreat deal of work nas been dcne in the Scviet Armed
rorces in recent years to improve the selection,
rlacerent and training of cadres. & policy of
prcmeting premisirng ycung officers tc principal
commands, politicel, engzineering, and techkricel posts
is teiag actively pursued. These officers have high
theoretical tralnine but d¢ nct always possess tne
necessary practicel experience. Party conceras for
shaping and treicing them is ome of the most imrortant
tasxs of military covnclils, ccmmanders, staffs, and
political orgacs. OJur Party maxes particularly high
derards on political workers in the Armed Forces. [or
cit]

The message tbroughout the entire speech is that the
growing technical sorhistication of the Soviet soldlers
and officers i{s lancreasingly leading tec conflict and
contention -- lack of proper attitude must be corrected by
strengthening party control at all leve' to iansure
ideclczgical purity and otedience. HNoteworthy is the call
to use ‘active means of persuasion’ to insure corpliance
with orders. Thae role of the political officers is being
strengthened and tke degree of party control over the
military increased. This rhenorenon has alsc been

Jescribed by Holleoway _Ref. 1].

E. MULTIPLE LINES OF CONTRCL
One c¢f the most strikinz characteristics of tae Scoviet

command ard control system is the multiplicity of control
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and ronitoring chaznels. As io the civil sector, Scviet
military ccntrcl is exercised ty means of fcur cr more
distinct channels of veryirg iezree of irderendence [Ref.
37: p. 122].

The first chennel is the military chein of commend,
similar to that which exists in all armies. In the Soviet
cese this runs from the General Staff through the militery
districts or groups of forces (which would becore froats
ir war time) to the various armles, divisicns, regimernts,
etc. Command in this hierarcay is typified as “cre man
cemmand ” (yedironachaliye; and is much discussed in Soviet
literature.

The second channel of control is via the Political
Administraticn charnel frem the Military Affairs Committee
of the CPSU, to the Main Political Administratior, to
the political directorates ¢f successive ecaelcns. Thals
ckannel 1s rerresented at the unit by the Deputy Commander
2cr Political Affairs.

The third channel is closely allied with the second
and consists ¢2 the Communist party crganizaticns within
the armed forces. TLese organizations are closely tied to
the local civil party arparatus of the reglion or city and
maintalin interlccking relaticonships.

The fourth channel is that of the KGE officers
assizned to eacan level and reporting thrcugh thelr cwn

exclusive channels to the State Security Committee.
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Taformers and undercover agents within the armed forces
can te ccrnsidered a part of this ercurc.

The obvious edvantage of multiple corntrol lines is
that there i< an innerent redurndancy in the system, thus
contributing substartially to the duredility of tkhe
ccntrol arraratus. The disadvantage is that the cortrel
lipes may not always suppcert cne ancther -- indeed they
mey be d1iemetricelly opposed.

Ia the normel course of operations, the rarty and the
security ckhannels cseem desiznred tc furction primeriiy ir
feedback roles, rassively rerorting through their own
charnels cn thcse matters cf special intere;t to their
stuperiors. It is difficult to predict how passive the
executives of these channels will be in wartime, however.
Txperience in the last wer demonstrated the dynaric
relatioashiy between these channels, and the way in which
tae balance c? actual ccmmand power shifted amcng them.

The most visitle interaction of the Political
Admin%stratlon 0f the Army i{n the last war was the
presence of commissars and political instructers within
tke force. They had the authority to sign all operational
orders; 1ia fact, an order was not valid if the commissear
did not co-sign with the commander. It is true that this
arrensement was terminated in 1943, bdbut has persisted
srtoradizally in the rost war years as the rolitical

environment ¢f the USSR charged.
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The interaction of local perty entities siritlarly cer
rct te disrisseq, as eviadenced iz the rower ¢f the front
~ilitary ccuncils durins the last war. Lecal carty
leaders, some with naticcal standicg, served as merbers  of
tae ccuncils. Turee premiers had such service --
Brleanin, Ehruskchev, and Brezhnev.

The security pclice charnel, wiaile patently a
monitorin, one, led to conflicts ir the war. Iatelligence
which was not validated bty taat channel was dismicssed, and
intellizence received by that channel 2lone was accepted
without corroboraticn. As Logan nas said, & ran wita
ore watch krows what tire it {s. A mar with two watches
is never sure,

The presence ¢ multiple changels for mcoitoring the
activities of the commender, and potentielly directing
those activities, must contribute substantially to the
anxiety attendant co decisican- making in the Scviet Armed
Forces.

The means tc¢ independently verify the situation witkhin
subordinate units is deemed important enough to Jjustify
expenditure of considerable resources. Cdom has
contrivuted a Soviet perspective on the utility of the
party arparatus (Ref. 36: pp. 19-22]:

The party’s control apperatus within the militery
rrovides an alternative information channel to the

tcp, 2aod it thus serves tc ralse the uncertainty level
of subordinates arnd to make collusion among them
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risky. It follows guite logically that the syster cf
carty ccrnirol may well enhénce rather thar reduce
cviet miiitary power... it 1is edinonechalye {(urity of
ormand, that ellows military sudbordinates to feed the
zh ccmmand selective infcrmaticn that disterte tne
p’s perception and thwarts rationel corrective

tieon.

I¢
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The more sinister sicde of the contrcl apparatus ic
revealed by General Grigorenxo in an izterview conductea
a‘ter nils defecticn. (Re®. 3Iv: 1. E]. Ee decscribed tkhe
security azent assizgned tc each bvattalion, who cdoes not
arpear cr the tattallion rcster becauce ne is assigned te
the battalion commander by his “superiore’. The agent
ustélly is uriforred as a lieutenant, although he is
actuelly a rember of the KGB. Ee "is the most feered
rersct ir tae battalion bdecause he is the most rowerful.
Fis relations [repcrte], wbich are secret, can bring the
wcrst punishrent for soldiers and officers.” This agent
werrs for tne divisicn ccunterintelligence section, which
"...caz at aay rorent carry out an incursion, facinz the
ccmmand with an accemplished f2act. Acticns of this kind,
carried out witn total impumity, often have caused death
or iepcrtatior fc¢r many ycutas whc crposed the rezime.’
Grigorerko also describes the network of secret informants
precent everywhere witain the armed feorces. “The fate of
every Soviet soldier is to ask himself constantly if his

wecrds will te reported tc tae Special Secticn ty his test




¢r¥end, to fear e report by a melevolent subordinaete, te¢
10 lenger trust anyoze.

The Scviet ccmmand and centrol systerm ic nctable for
its reliance vporn rultiple inderendent channels for
feeding tack leofcrmaticn to the upper levels. This
irdicates an unwillingness to trust subordinates, if not

an cutrizgzht suspicicn cf them.




II1. COMMANT AND CONTROL IN WORLD WwaAR II

The Scviet Unicn hadi nc effective commard and centrol
system preparei to cope with cortemporary warfare in 1841.
wher the German ferces attacked on 22 June, the Soviet armed
forces and stratezic leadership had little more then a
;eacetife adripistrative structure, which was wholly
inadequate for cperaticpnal rpurpcses. The pecple, hardware,
aed procedures nominally composing the comrénd anc control
cysterm were, with few exceptlions, unstited to the task.

A< the war rprogressed, changes were rapidlylinstituted
to cocrrect the mcst crippling shertcominzs. 3By 1944 the
Soviet system had become extrerely effective, and the
lesscns learned from that wartime experience have played the
dominant role in skeping the Soviet command and control
cystem c? today. Soviet experierce in the Great Patriotic

war has assumed almost dogmatic authority. The hershest

lescons are the locgest rerembered.,

A. COMMAND ANZ CONTROL CATASTROPEE: 1941

Soviet historiars core in varying degree with the
rhactic respense to the German invasion, since the facts 2¢
not reflect favorably upon the wisdor ané preparation of the
country’s leadership. Pcrel, writirg in tre mid-ceverties,

comments modestly [Ref. 48: p. 7] that "A number of
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cizrificant shcrtcemines was unavcidayle... 1t tecame clear
thet the theory and practice of controlling units end lercze
taits... nad not teen thoroughly tested.  He, and other
kisterians, g0 on to assure the reader that, despite a few
rinor rrodlems, the military leadershiy resronded
magrificently tc the Nazi challenge.

A more vivid and comprehensive account of the martial
catastrothe which actually'took place can be found ia the
memeirs ¢of the cfficers who witnessed it and varticlpated in
the debacle. As pert of the de-Stelinization prozram of
the early 1960°s, cfficial encouracement was given to.the
writing of personel memoirs. Folitics certainly dictated
which of the officers were so honored, dbut during the jyears
wnich follewed the outpcurine of scores of tcoks has
rroduced e rich eard credible source of historical dats.
Frickson [Ref. 41] and werth [Ref. 42] drew most heavily on
this material in writine their comprehensive and critical
accounts of the early war years.

Marshal Eremernxc was the mcst cutspcken critic of the
way Stalin and the Eigh Cormard conducted the deferse of the
7SSR. He reported [Ref. 43] that all vestires of trecp
control were lost during the first weeks of the war. In
some armies, it was never reccvered.

Among the shortcomings which crippled the Soviet
resrcnse to the invasion were the general icexperience or

incempetence ¢f mary Soviet commarders;y the lacx c¢f adequate
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cormuricatiors, commend facilities, and vrocednures; anrd the
inhibition or rerressiop of ccrranders” initiative.

1. 1The Ccemmanders

The basis c¢f any corrmand anc control system is the
decicive exerclse ¢f lecally vested authority Yy a ccmmander
of forces. The telents and traicning of an individual
officer, his experience, his fariliarity with his troors and
cubcrdiinate ccmranders, and his relaticnshiy with ais
superior chain of commend are critical factors effectirns his
avility to command successfully.

Twc factors sienificantly degraded the quality of
the Soviet officer corps con the eve of World War II. The
®?irst c¢f these was the Great Purge. The seccnd was the
tvrbulence in the assigpments of the remnant.

a. The Purge

Juring the period 1935~ 1941, Stalin presidel
over a literal decapitetion of the Red Arry. 1In a trutal
effort to firmly entrench kimself arpd his circle ir power,
taousands of the most gifted and productive leaders in the
USSR were summarily executed or {mpriscmned. Anycne whe
thrcuzh ability or inclination posed a threat to Stalin was
remcved. Arrests were arbltrary and there was nc appeal.
The military was ait the hardest of all, starting with
Farchals and reaching down through tne field grades. It has
teen estimated that some 7EZ of the officers in grade of

Regimental Commander and abcve were taker during the purges.
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“he most immediete impact of the purge was &
vacuur ia tae hisher grades. 3irivzev [Ref. 44] described
the heedguerters cf the 3¢th Civielon upcn his zssizrrent to
its staff. As all the seniosr officers had been taken, a
~aler was actins Zivisica Ccrmander. Promoticns ceme
raridly to the survivors, who unfortunately were the bdlander
and less azggressive cfficers. Precmcticn 41d nct ccmpernsate
for exrerience and treiniang. By the fall of 1948, a sargle

-~

cf 225 Infantry Regiment ccrmacders revealed that nct one of
tker had completed a full ccurse of instrvcticn et a
military academy. Lesc than 12% hed received any trainirsz
zpbove & junior lieutenant’s course. [Ref. 41: p. 22].

The purge resulted inp many strange atpciatments,
where men with rroven talents in one area were given
elevated pcsiticne in an unrelated area. Cclcrel Starirnov,
[Ref. 48: ©p. 74] a railroads officer and a specialist in
mines, descrites hew, upcn als return frcm Spain, e was
offered a posting as Chief of Communications fer a Military
Cistrict. =zis cld friend, Brigade Commander Xrivkcv {alsc a
railroeder) tried to persuade him as follows: "Do you thirk
it is easy fcr me tc be Chief of Red Army Cecmmuricaticns?
ah, I171a' You know I'm a line officer ani dorn’t have any
exgperlience in adricistering communications... The rarnks are
tkirning.”

Fortunately for some 4,22¢ higher ranking

cfficers, it scer becave apparerct that the ‘severe chertagse
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of trained comracnders’ reguired the reha»ilitaticn of the
mcst talented and less irrevecably purzed of the cfficers.
tarshal Rokossovskii, wno lost three years and all of his
teeth te the purge, was cre ¢ tancse rehabilitated. Altaovsh
the retriotisr of these officers was probably not elirinated
ty taeir mistreatment, there were other undesired
consequences. As Eiriuzov noted [Ref. 44]:

We had guite a few victims of Stalirn’c artitrariness

arong our high renking officers. They had come to field

forrations straigat from frriscn. Sore of them later

became remarkadle military leaders, commanding trocps

with skill. ZEut some lost forever the capaecities of

full- fledged cormanders. The moral and often serious

thysical trauma that tiney suffered iz jails and camps

destroyel tke will power, initiative, end decisiveness

s¢ necessary to a military rmen.

. Ge¢rmend Turbulernce
The pre-war years, and the first few years of
thie war itself, were characterized by frequent and whclesale
shuffling of assigrments of top Red Army commanders.
Kuzretzov [Ref., 48] attributed this turbdulence directly tc
Stelin’s superficial end capricious approach to militery
leadershiry. .
Stalin had surrcunded himself with his clad

comraies in erms from the Civil wer days, when he hed been e
comrissar with the First Cavalry Army. Marshals Voroshilov,
Budernyi, Timoshenko, &nd Zhukov hed all served in that

arry. This corron heritage ensured that they would survive

the pursge, while mcre competent officers would not.
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The Fiaricsh we&r revealed the cshortcoriags ¢f the
cutmedied dcectrire and tactics waich had teen re-incstated !n
the Fed Army after the prurse of Marshal Tukhachevskiy and
tae cther izncvative military thecreticians {n 1637-3€.
Zrasticz reorganizetion was ordered to accorodate new
cormtined arms tactics ard tc re-establish larse armered
forretions.

An extensive shuffle ¢f comranders took rlace as
irccmpetent, or simply uasuccessful, commanders were removed
aad new ones jastalled.

Less tpan cne year after the Finaisnp War, ard in
tae ridst of a frantic reorgamization effort throuzhout the
fed Army, another drastic re-suuffle tookx place. ([Ref. 47:
¥+ 5¢]. The ozcasion was a month-long conference in Moscow,
called to study cperaticrnel thecries and te held staff
exercises. At the conclusion of the ccanfereace, many of the
key pceiticrs in the Generel Staff and the leading military
cistricts were shuffled.

Wnile the ccnference in Moscow was =zcline c¢cn,
rreparations were afcot ic Ferlino for CTTC, the tlans for
the campalan azainst the USSR. Ceclcnel Gereral Ealder
observed [Ref. 41: p. 4€): ‘Die Rote Armee ist fuehrerloes.’
+The Red Army is leaderless.;

Ckenges in command of fronts, armies, and
divisions occured ia the first month of war all across the

line of ensagement &s commanders were killed, captured, or
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<hot for treason. Friczson [Gef. 41: 1. 491) recordea a
rartial list of senicr ccrmanders ccecurt-martialled irn July
1641. At least two division, three corys, cne army, aré coe
frert cemmander were lest immediately. In meost cases the
r2rlacement corrarcder was required tc taze over ia mid-
tattle, witn no appreciation fcr the tactical situation cr
the capabilities of his subordinates.

In addition to the turdulence caused by losses,
desterate recrganizaticns were attempted ir the first weeks
cf tae war. General Yeremenko, summoned from the Far Tast
to command the Western Front, was replaced three days later
bty the Defense Comrissar, Marshal Tiroshenko [Ref. 41: .
159]. Shtemenko recalled his discomfort with the charngzes in
the field and in tne Heacguarters {[Ref. 9: 1. 35]: Tais
top level reshuffle in the first days of the war wes
iazexplizedle... it put us ca edge.

It frequently nappered that senicr cfficers
would be reassigred with no notice. General Tulierev, who
was in command ¢f the Mcscew Military Tistrict until the day
c¢f the invasion, recalled his astonishment when Stalin
crdered him to assemble a staff from his district perscnnel
and leave irmmediately for Virnitsa. There Le was tc¢
establish the Southern Front out of what had been the QOdessa
“ilitary Zistrict. (The expected pettern for modilization

would have simply teen for the Cdessa District corrander te¢
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cenvert his existing heedquerters intc the frent
neacguarters, under his cwa corrand.)

Turbulence in xey positicns gererally 2declined
as the war precgressed, btut Sntemenko described another
exarple icdicative ¢f the degree c¢f instability. [Ref. 4€&j
Tae Chief of the {peretions Directorate was one cf the key
adviscrs tc tne Stavka, yet durirz the pericd Jurne thrcuzgh
Cecenber 1942, it was neld bty three gewerals (one c¢f ther
reld it twice) and, in the pericds between their “permanert’
arpoirtments, was held “temporarily’ by three cthers.

The degree of instatility ia the Red Army caused
by the constent turaover of comménd and key staff personnel
is incalculadble. The efficiency of any cormrander depends to
a large ‘degree upor how well he kncws the talents and
shortcomings of hkis subordinates and staff, end how smoothly
ne can orchestrate their efforts. It is difficult to
maintein continuity durizg transitions in peacetime. In
war, it 1s costly &as well.

2. Fclice-State Command and Ccrtrecl

The repressive and fearful releationshir between the
strategic leadership and the military fcrces played a
cignificent part in degrading Soviet command end control
duriag the first months cf the war. The Gerrmen Arry’s
ircredivle success ageinst the Red Army owed much to the
cistrust, secrecy, and terror created ia the Soviet forces

by Stalin’e cwn security apparatus.
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a. The Secret Folice
The militaery forces aad, since the days of the

twerties teen zrcvided wita “Special Secticns” ¢f secret
1olice. They were part cf a corpletely serarate
crzanizaticn, irdependent c¢f tae military chain c¢? command,
42ich was controlled by the Chief of the secret police, the
MIVD. Charzed witu supervisicn cf the loyalty cf all
militery personrel they were &ssigned &t times down to
battalico level, but usually at regiments and above. [(Ref.

¢7: n. 14, p. EBE]

In additicn tc thece elements, scme
227,222 NXVD rersocnel were forred icto special military
®crmations feor internal and border security.

At the outbreak cf hostilities, the bvorder was
zuarded almcst exclusively by trecps of the NEVD. The
regular Zed Arry formatiouns were held tack, tyrically scrme
1¢ xm cr mcre. As Nekrica rcted [Ref. 16: n. 72, p. 42],
there was no horizeantal reporting between the NXVD uaits on
the berder and the army divisicns ir the vicinity.
Commanders of the army divisions did not always receive
critical informaticn atcut berder activity -- repcrts went
streisht to the Malin Directorate of Border Troops in Moscew.
From there it would te repcrted tc the General StaZf, which
#ould decided who reeded to see the information. If
accepted as factual and impertant, it wculd then, at least
in theory, be traasmitted dowr to the local division

ccmrander. The horlzcntal pata for infcrmaticn exchange at
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tte levels of Border Security Tistrict -- Military 2istrict
was evidently little used.

Eitter rivelry tetween the NKVL and the Red Army
literally roused hatred. Not only at the teginning of the
war, tut throughcut its ccurse, this served tc divide an
vitiate the Soviet forces at critical times. TDuring tle
German rush towards Mcsccw, fcr example, NEKVD units detaired
2 sypecial detachment of demolition experts. They thought it
cuspisciocus that these Russian officers should te heading

for key bridses with explosives. [Ref. 41: 7. 184] ‘we

nave ret the eaemy, and he is us!” [Ref. 49].
t. Information and Intelligence Flow

Stalin’ s regime suffered a chroric failiag of
totalitarian reglmes regardirg intelligence and threat
analysis. When debate is forbidden and the preconceptions
of the despet are wnassailable, it takes a very trave or
very foolish man tc challerge cenvictions with mere facts.
Fresenting Stalin with information which did not colncide
witz his expectaticns was dangercus -- it was tcc easily
viewed as a chellerge to his autkority or his intellect.

There is ample evidence fror macy ircédereandent
sources which attest to the warnings given Stalin or the eve
of the imvasion. ¥rom England, Switzerland, the U.S., and
other countries, from his own diplomatic corps, from his

excellently rlaced intelligence agents, and frem his

comranders on the border, Stalin was inundeted with
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virtually incdisputatle iatelligence about the Z2 June 1941
irvasiona. Berezakcv [Pef. 5€), Beldin and Fedyuninsky ([Re?.
42: Tr. 145-122] offer evideace of the detailed
intellizence waicn was bteing conveyed tc the Fizh Commargd.
It is likely that the rezcrts were treated conterrtuousiy,
noet cnly bty Stalin but also by the subcrdirates sutmitting
ther to hir.

Subcrdinates repcrting the uvnexpected were never
believed, whether the news was good or bad. Turing the
Tinnisa War, victcry was unexpectedly achieved by the 7th
Army urder General Meretskov. Voronov, then Chief of Soviet
Artillery, was in his headquarters ané recalled the
disbdelief with which the Defense Commisser received
ve—etskov’s gcod news. Verencv himself finally had to take
the telephrne and, after after being asked three times if
the report were really true, was finally believed. [PRef,
£1]. Beldin recalls the first day c¢f the invasion, [Ref.
42: . 151] when Tefease Cormissar Tiroshenko called the
western Military Tistrict EC every hour or sc 2cr reports on
the situation, but clearly did not believe them. ZEoldin was
tellirz him that the trcceps were in retreat, tewns in
flares, and casualties mounting. Timoshenko was cautioning
Bolé¢in to "Rememter, nc action is to be taken against the
Germens without our knowledge... Comrade Stalin has
fcrtidden to oprer artillery fire agaimst the Germams.'

Similer incidents were recorded in Sebastopol and Murmansk.
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Telegia recalled [Ret. 82] an incidert which
ilivstrates the peculiar risks faced ty Scviet ccmmanders.
Cn £ Cctober 1941 he received a report of an armored cclurn
twelve miles in length advaancing rapldly teward Mcscow in a
sector whick was believed secure. The recornaissence fligcht
had to return to the cclurmn for three consecutive scrties
tefcre the irtelligcence was flrally accepted by the General
Staff, with "puzzlement and mistrust.” Consequently, Stalin
nimsel? called Telegin to questicn the reliatility of the
report. Zerla asserted to Stelin that the report wes
categorically untrue, as his officers and offictals of the
Speclal Sectiors weould aave repcrted such infcrmaticn if it
were true. Shortly tkereefter, the commander of the eir
force district (whcee pilots had verified the inforration
three ;imes) was called tc NXVD Eeadquarters for
icterrogation. [Ref. 41: . 217] There he was threatened
with court- martial Ze¢r spreading panic, for ccwardice, and
for "damazirg the work of tke center establishment.” The
repcrt, ¢f ccurse, had teea factual. Unfcrtunately, the
tark column had already taken its objective and invested
Yukhnev, as tine pllotz cbserved in despalr cn their thnird
sortie.

c. Secrecy

Soviet operaticrnal security was extremely

succesful, winning grudging praise from the German Generals.

Secrecy can orly te achleved at ccst, hcwever -- infcrmation
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must be severely restricted to & select few. Soviet
flexitility, prerarednecss, &nd resyoansiveness was hindered
Ly depriving key ccmmanders c¢f the mcst elementary warnines
erd irtelligence. Two examples are illustretive of the
cegree c¢f secrecy.

General Yeremerkc was giver command o¢f the 1st
Fed Fanner Army, o2z the Manchurian border, in Jaauvary 1941.
vnile preparing to depart f2rcm Moscew tc assume his ccmmand,
he visited the General Staff to discuss operatioral plannirg
and the missiecn c¢f the army. (Ref. 4l1: p. 55]. The
Cperations Section refused to tell him whether he would be
expected toc fight cffencively or defercively. "Such hizghly
cecret informatior, he was ziven to vnderstani, couvld
scarcely te imparted tc a fcrmatior commander.

General Kezakov recalleld his ignorance of the
inminent invasior (Ref. 53]. As Ccmmander c¢¢ the Central
Asian Military District, he routinely traveled to Moscow to
confer with the General Sta®f cr matters pertaining tc xis
district. Flying to Moscow in mid- June 1941, he was
startied tec cbeserve an entire army moving ty rail frem the
neigkboring Transbeikel Listrict towards the west. Upen
arrivinz at the Geweral Staff, his queries atout the
rovemernt and the events which mey have prompted it were met
with silence. No one would tell this Dietrict Cormander
that war was about to start, and he did not learn of it

wctil after the invasion a weeg later.
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4. Recrimination

for the leaders of the Red Army, feilure hed
grave consequences. Stalio was gulick to attribute
treesonous crimes to those who failed to perform as he had
directed, whether they were actually at fatvlt or not.

Vercacv recalled [Ref. 51: v. Z211] thet in the
2arly days of the war, repcrts from the fronte were
extremely late and ccrtained little factual irformation. As
the froat comrmanders were therselves cut off frorm their
armies, and the armies in turn had lost all centrol ¢f the
divisions, this could have been expected. Stalin’s
directions were also not unexyected: "Punish the reorle who
30 rot wish to inform us about what is kaprening in their
sectors.

Stalin’s heavy- handeiness was enforced at the
vrit level by the political commissars. At first there wes
much ¢f tae “discirpline of the pistcl” reminiscent cf the
Civil war years. Popel” was present with his divisiorn
comrander after an unsuccessful offensive operation early in
the war (Ref. 47: n. 7, p. 587]. They were starled tc see
a trocession of staff cars arrive at their cormand post --
it was the front ccmmissar and tne military tritunal. They
had come to summariiy try, and then execute, the division
commander fcr his failure. After much recriminaticn, tke

é¢ivision staff was given another chance: "If by evening you

65

b
ﬂ ‘




- = = - o~ —

cccvrpy Dutro you will receive a deccraticn. If you dcrn’t --
e will exrpel jou from the perty arnd shoot you.

General Pavlov did aot escape so easily. He hagd
veer rick- nemed “the Soviet Guderisrn’ after some rinor
cuccecss with the Lcyalists in Srain, but the Western Frornt
hed crunmbled under kis command through pure incompetence.
Ze was executed for treason durizg the second week of tne
war. The effect on tre rest ¢f the staff et his
headquarters was oumbiaz. It was like the rurge all cver
again. "&11 remembered 1937 too well.” [Ref. 45]. Starinov
describes a tragl- comic incident which occured shortly
thereafter. Because he was travelling arcvad the terder
areas he had been ziven anp escort cf two NKVD officers te¢
exzedii{te his freedcm of mcvement. Urcz repcrting tc a very
senior officer, he was amazed to see the men leap te
attention and, sweating profusely, start mekirpg excuses for
rimsel?. It tcok a mement for Starincv tc realize that,
vecause of the NKVD cfficers escorting him, the general
thcught he was about tc te arrested.

e. Command Initiative

Eialer [Ref. 47: . 38-39) has described the
fearful ctate of submission whickh overtook top fileld
corraanders, end their unwillingness to risk Stalin’s
displeasure at any ccst. It was better tc die in dattle,

and take your soldiers with you, than act contrary to
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crders. Nc matter hew futile cr idictic tae cperaticrnal

iirectives were, they were obeyjed without gquestion.
The fresh memecry c¢f the Great Purge reinfcrced bty the
fate of frontier commanders executed for alleged treason
at the staert of the war cootributed to a sitvation where
nct cnly was satctage of Stalirn’s crders considered
urthinkable, but even legitimete questions concerning
tke wisdon of operational decisions in the planniing
stage were risked by few gererals and pursued after
rejection ty almost noxne.

Thus offensivas were lauvnched willy- nilly in
the fece of uvnxnown fcrces, huge formations held their
ground and watched therselves pecoming encircled, and all
2long tne ?rcnt mer stccd and fought in the most
izapiropriate of defensive lines.

Zirpencs [Ref. 41: p. 91] meved scme cf his
forces into more favorabdle positions orn his own irnitiative,
ia mi2 June 1941. He commanded the critical Xiev Military
Tistrict, and was himself convinced that attack was
imrinert. Unfortunately, the division rovements were
observed by NEVD border troops, reported to Berie, end thus
to Stalin. Kirponos was immediately ordered to restore his
forces to thelr previcus peositicros.

Had declisive orders teen forthcoming fror the
General Staf?, the repressicn of injitiative weuld acet have
kad such severe consequences. Initial wernings of a

pcscsibtle surprise attack were actually transmitted Jjust

prior to invasion. Unforturately, the wernings bore the
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caveet that ac Scviet troops should restond to frevocatiozn.
In Sebastcroel, wheo the cclcrel in charse of air 2eferce was
told to oren fire on the Germen planes which were at that
~cment miring the charnel, He cbeyed the order reluctantly.
Fe insisted vypon writing it dewn first in his log, and
warned his ccmmander that ne would nct te held accouatatle
for ressiag on tret order.

2. 1Ideological Impedimeatia

when Lenin ard Trctsky esteblished the crgarizetion
ocf the Red Army in 1917, it was an instrument of revolutior.
It kad tc be formed "by the werkirg class in slliance with
the peasantry, under the leadersaip of the Cormunist Party.
fRef. 54] As such, it had to reflect fundemental
ciffereaces in the forms of control, distinct frem those
used by the “bourgeols armies.”
As Romanov wrote [Ref. S5]:
The creatica ¢f a scclalist system of military centrel,
like the organizationel development of the Soviet
State’s Armed Forces as a whole, was sorething new...
there were nc practical mcdels in existence upcn which
the work could be tased. The old military cortrol
system was destrcyed ino the revolution.
The control systems established in the Red Army were
vaigque to rodern aimies. Eut the syster of commiscars,
designed tc insure pelitical ccntrol cver the decisicns cf

the commeader, and the nrilitary councils designed to iasure

collect.ive decisicrn makinz 1n cperaticnal matters, had

€6




existed iz somewhat similer forms ir France in 1793 after
the revolution hac establisned a state “¢f the peorle.”
Thece entities legitimize the Scviet form c¢f ccntrcl by
embodylng lLenin’s cictates on centralization, collective
contrel, and pclitical integration.
a. Commissars

Cormissars, or‘political overseers, had been
2as<isned to Red Army units periodically since the days of
the revolution, During the Civil War and the wars c¢f
interventicn, the Bolsheviks had been fcrced tc rely cn
“military specilalists” -- ex-Czarist officers -- for
militery leadership. There were simply no other Soviet
citizens with the training to effectively command troors.
In order tc provide cortinucus party supervisicn cf these
cfficers, and incidentally to keep them from deserting,
Lerin end Troeteky dictated thet trusted and dedicated party
rer would share cormand authority with them [Ref. 86].
Faving recently conspired sc successfully in the overthrow
of one repressive regirme, and bveing oprortunists themselves,
it wes only prudent thet they take these precauticns.,

Initially it was intended that the cormissers
would zave no influence on the conduct of tactical
operations, other than certifying thket no counter-
revolutionsary activity was being undertaken. They were
charged with indoctrination, morale building, and

disciplianery functions. In the earliest days they also
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served to protect the military specielists from the troops,
wha¢ ¢ften resented their return to auvthority. ZEventually,
the commissars came to share the operationel decision-
raking auvthority cf the ccmmander, who could not issue an
crder withcut the signature ¢f the ccmmissar.

Tre negative effect of the commissar upon the
initiative and freedem of acticn c¢f the military ccmmander
can rot be overstated As commissars became better educated
aagd acquired more military training themselves, they tegan
to usurp more of tne cormanders authority. Similerly, es
more officers joined the ranks of the party, the “unity of
corrand  phenomenor appeared. Thkis occured when an
individual was considered trustworthy enough that he could
simultanecusly £i1l1 totk the ccmmander and the ccmmissar
positions of & unit.

The rower of the commissars fluctuated dependinge
upcre the peclitical statility of the USSR and the relative
yower of the militery and political factions witkin the Red
Army. By 1935 cemmissars had teer removed ccmpletely from
the commend functions, buti with the start of the purges in
1937 they were restored to their former powers.

curing the Finnish War the commissar system
caused great coanflict within the army. Commanders
complained that the ccmmissars were interfering in
operational matters whereln they had no talent or training.

As rart of the reforms which were initiated after the Winter
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war, tke commissars were relieved of their control functions
and “unity of comrmand’ was restored. The official reasonc
for this change were summed up by Timofeyechev [Ref. 24: o.
€7]: "The harmonious joirt work of commanders and
cemmissars yromoted the growth of command perscnnel frem a
militery and political poiat of view.

Less than one montn after the start of the war
witk Germany, the duel command system was égain instituted.
Zue to the reverses of the war, the regime had reason to
fear for its own ccntinued existence. The situation was
vnpleasantly reminiscent of 1517.

The commander and tae ccmmicssar spared the full
responsibility for the execution of military tesks, the
training and morale of the troops, and their dete.mination
to fizht. Timofeyechev explained [Ref. 34]: “The
conditions of war, esrecially during the initlal rericd,
corplicated the werk of commanders and required tkat they bve
helred by rolitical workers not cnly in political areas but
alsc in the military area.

The so-called "figbting commissars” were really
charged with twe main tasks. The first was ccnducting
surveilleace on tke commander, while the second was
instilling fighting spirit and resolve in the troors.
whether tnrcugh fear of them, or thrcugh successful
agitation, or both, the commissars seer to have been

effective ir heroically spurring the men tc feats of arms.
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Their aiversaries, the German generels, attested to their
zeal [Ref, 57: . 14-15].

Tre {mpact cf pclitical consideraticns upen
c;erational matters can a0t be dismissed lightly. Marshal
Bagrarian recalled [Ref. 5€] an incidernt which tock place
in the first few days of the war, at the headquarters of the
Scuthwestern Frcnt. Frcnt Commander Kirpcmos received an
order from the Defense Commissar (Timoshenko) to launch an
irmediate couanter— offensive against the ianvadinz Germans.
Fe considered the order absolutely suicidal, given the
disarray of his forces and the lack of rateriel, He
eannounced to his staff that they wou}d defend insteed.
Commissar Vashugin then read the order, and told Xirponos
that kils decision was undoudbtedly correct from a military
rolat of view, but that it was incorrect politically. The
offensive was immediately launched, with subsequent
deciration of the Soviet forces.

The system of commissars was abolished again in
Cctober 1942. One of the reasonms was Stalin’s realization
that the reverses c¢f the war were not gclng to threaten him
personally. By 1942 he nad getherel personal power even
rrore firmly than bvefore. The disastrous retreats had
finally stopped, and the stabilization of the lines irn front
of the Volga offered assurance that the worst was over. The

Russian reople hed shown an incredible willingness to
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sacrifice all for "Mother Russia;  their collective will
was fccused cn expellinz the Nazis, nct cn revelution.

The ren who had served as commissars were
integrated intc the army, elither 3s commanders of units or
as deputies for political affsirs. Co~- siznirg orders was
no lcnger required, except fer these command levels where
military councils existed.

b, Military Couacils

The Military Ccuncils c¢f the Red Army, like the
cormissars, were created in the earliest days of the Civil
war. They were intended to combine military expertise with
tolitical surervision and guldance ian the direction of the
strategic cperations of the military fcrces. In March 1G1lE
the Supreme Military Council (Verkhovnyi Voennyi Soviet-
VVS) nad veen created to assume leadership of all the armed
forces. It was composed of the military leader” (Trotsky)
and two commissars. The council worked so well that the
idee wes extended to include the collective leadership of
the front, which was the Revolutionary Military Council
{RVS,.

Gripped with revolutionary fervor, rolitical
workers at tkhe five armies subordinate to the ?rcat created
their own ermy-levei RVS’s [Ref. S4: p. 1f] "This was
carried out in srite of the orinion o2 the RVS of therfront
which corsidered the RVS of the armies as illegally arisirg

bodies and demanded their abolishmeat.’
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The military councils ¢f the frcnts and the
armies hed wide powers delegated to them by the stete. They
tecare, iz effect, locally autonorous zovernins bodlies witn
absolute authority over ell persons and enterprises within
their sectors. Frent councils could on their own ilaitiative
remcve frort ccmmenders, as well as cornvene ad hcc tribunels
for the swift cetermination of military Jfustice. Although
the primary purpose of the councils was to provide
collective direction of military orerations, they
e2fectively combined state, party, and military functions so
stccessfully that they served as the model for subsequent
rilitary organizatioan in the USSR.

Unlike the checkered history of the commissars,
the miititary councils were never abolished. After the war
tegan, the ccupcils retained all c¢? their peacetime
avthority and '‘also assumed the collective leadership of all
cortat activity. while the commander always rresided over
tae ccuncil, ne covld nct issue orders withcut tne signature
of one of the members of the council (one of the commissars)
and the signature of his chie? of staff. [Ref. 54: <. 21]
"This corresporded to the line of the Communist Party of
sole resyoasibility in the Soviet Armed Forces, and at the
same time provided collective leadership ir meking major
éecisions.”

The military council was flexitle in

compositior, additionél members being added as appropriate.
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Xozlcvy [Ref. E£4)] indicates that the commanders of the air
fcrce, the artillery, and the rear services ascumed duties
cn the courcil correspording to their specialties, and that
the work of the council was "precisely allocated” among the
rembers. Routine planning within @ rember s area was
Lsually accepted as offered, dut tae council clearly had
vetc authority: "The mest impcrtant and complex guesticns
were settled collectively, with the calling in of the
executors. [Re?. ©4])

The covncils would respond to mission tasking by
tae supericr headquarters, prepare a draft plan fecr the
operetion for approval by the tasking auvthority, end then
irrlement as aprroved. Taus, orerations rlams at each level
“ere screered and eprroved at the next higher level.

4., Administrative vs. Operational Preparedness

Wkhile the exact date of the impending German attack
ray not have been knowna ahead of tire by the leadership of
the Red Army, there was every indication that such ar attack
was inevitable. The certainty of coring wer makes the
Soviet lack of preparedness incomprehensitle. Despite the
military reforms end reorganizations underteken in 19432, and
the sradual mobilization of the army and the eccromy onto a
war footing, the strategic leadership failed to plan for an
orerational cormand and coatrol system.

Danilov addresses a few of the fallures [Ref. 59:

1. 1ee]:
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In analyzinz the structure of the RAKKA General Staff in
the prewer years, we cannot &void noting certain
orissions and shortcomings ir its work. Im particuler,
certain crzanizational prcblems as well as questicns ¢?
personrel, placement, the support apparatus, &nd
reteriel were not fully resolved; command pests were
cct prepared ahead ¢f time in case of war; leadership ¢?
the Gereral Steff charged rather often...

The cormand and control failure was most devastating
in tnree critical areas. There was no formal crganization
of the strategic leaderstip to conduct operationel control
over the forces; a0 operationmal command faclilities were
trepared ahead ¢f time; anrd there was no adequate
preparation for wartime communicaticns among the divisions,
armies, frconts, and the General Sta??f.

a. Disorgaerization of the Strategic Leadership

Before the war, the Soviet Union’s tcp defense
orzanization was simply orgenized into two commisseriaté
{ministries}, Defense and Navy. The commissariats, similar
to the U.S. departments, were subordinate to the Council of
Peorle’s Commissars. Each commissariat included a Main
Militery Council as the collective policy-meking bvody, the
General and Main Naval Staffs as operational working
agenclies, and the various branch and service directorates
for prromulgation of doctrine and rrocurement of materiel,

The difficulty with the existirg crganizaticn
arose fror the lack of any single controlling body with

autherity over bdctn the army (which included the air force)

and the navy. An additional complication was Stalin’s de
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factc role* as absclute dictator, which nad nect as yet teer
lesitimized institutionally. Command authority was
nominally with the Tefense and Navy Commissars, rercrting to
the Cheirrmen of the Council of Commissars. During the war
witn Finlard, Mclctov had teen Cpnairman, acéd Stalin had
simply been Party General Secretary.

Admiral Kuzoetsov, Navy Cormiscsar, was quite
critical of the failure to clarify the strategic leadership
crganization during the Finnisan War. Major decisions were
made by Stalin in cemera with the Tefense Commissar and the
Caief of the General Staff. Siace the Navy was segarate,
they were forgotten players. [Ref. €0]:

There was no organ to coordinate the operations of the
army and the navy... the navy men fcund themselves in an
awkward position... the Finnish Campaign had shown thet
the organization of military leadershir at the cernter
left much to be desired... one had to %ncw in advance
#bho would be the Supreme Commarder in Chief ard what
arraratus he would work through: was it to be a
syecially created crgan or the General Staff as it had
operated ia peacetime?

A special “Headquarters, High Command,’ had been
proposed ir 1937 as & means of directing all of ! armed
forces. According to Romanov arnd Pavlov [Rer .3: .. Z], a
draft plan bhad been prepared by the General Staff for
creating this headquarters, and exercises had bveen planned:

It was not possible to conduct these, however. OIue to a

number of circumstances rlanned measures to prerare the
creaticn of the HqQHC and ite agencies were alsc nct
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considered. This metter was eaccomplished on a practicel
hasis when the wer wes alreaedy in jrogress.

Unfcrtunately, the Scviets did nct implement
these plans, ever after thke harsn lessons of the Winter Wer.
la May 1941 Stalin c¢fficially replaced Molotov as Chairman
of the Cotncil of Commissars. The system of leadership did
zot, ia effect, change, because Stalin was still making all
of the decisions in the Defense Commisariat. EKuznetsov's
vosition became still more complicated, as Molotov and
zndanov were the other members of the Navy covancil but would
rot make any decisions for fear of Stalin. The Navy was
excluded from the corncils of war. Institutiornel roles were
obscure [Ref. 46: . 34E€]:

Pefcre the wer, neither military institutions nor high
defense officials had clearly defined rights and
ctlizations. ZExperience has shecwn that in questions cf
supreme importance, the smallest ambiguity is
intcleratle. ©Xach official should know his place and
the limits c¢f his respcnsitility. The war caught us
#ithout 2 properly prepared organization of the highest
military leadershipr. Only with the start of the war was
it nastily crganized. Undoudtedly this should have bdeen
done long bvefore, in peacetime.

T"he disorganization at the top had the most
severe consequences for the commanders in the field,
especially during the first weeks of the war. Imrroving the
organization took time and attention, which was purchased

iiterally with millions of lives and hundreds of kilometers

¢? territory. Local commanders, ordered nct tc act withcut
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specific orders frcm the "top, were prevented from teking
effective inderendent action while they waited.

The decapitetior was mcst crippling tc the navy.
Fasically a coastal defense force, it was designea to
suppcrt the frconts by defending their seaward €flanks. It
was subordinate to the army, not only at the center, tut
alsc in the field. Kuznetsov recalled in despair [Ref. 4F:
t. 222]: “we were perplexed by the question: To whicha Army
Greup {frcnt] wculd one fleet cr another te sutcrdinate in
time of war? How would the coordination be arranzed?”

b. Llack c¢f Ccmmans Faclilities

One of the most extraordinary oversights of the
Soviet command and control system as it existed on 22 June
1941 was the lack of command facilities. This was most
acute at the tor, where no thought had teen given to
establishing an operaticnal command center.

Cn the morning of the invasion, Marshal
Vercehilov, wao was the senicr Red Army officer, asked the
Commarder of the Moscow Military District, General Tullenev,
"Where has the command pcst fcr the Supreme Commarder teen
set up?  [Ref. €1]. Tulienev recovered his composure
eaough to offer his own District Headquarters to the Sujpreme
Commeénder -- whoever that might be. Eils headquarters was at
least guarded.

The situvaticn grew + .rse vhen the dembing of

Moscow began in late July. Sktemenko described the use of
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tnhe 3yelorusskaya Underground Station es the General Staff
command pest (Ref. 9: p. 3E]:
All anight the central comrarc post would be functioning
¢r cne hal? c¢f the platform, wnile the other half,
separateil from vs by oaly a plywood partition, would at
cusk f11l ur with Muscovites... such cgnditions were
nct, ¢f ccurse, convenlent for work...

A permanent facllity was eventually establisned
in the Xircv Underzrcund Staticn, whica was clcsed tc the
rublic. Although trains still ran on the tracks through the
station, they no locunger storped there, and a rlywood
rartition was erected tetween the command center aand the
tracks.

The three fronts fared somewhat better than the
center, as they hacd desigznated field locations prepared for
their headquarters. These 4id not include any commeand post
vehicles, however, and tents were the sole arrangerents fer
cheltering the commanders.

¢c. Inadequate Communications

At the outbreak of the war, the Red Arrmy was
extremely poorly ejuipped with communications equipment.
Whet sizpnal equipment it did nave was pot well suited to the
demanis of contemporary warfare. In addition, there was ar
unwillingness on the part of commanders to use radio. Easic
inadequacies existed in doctrine, ejuipment, ani training.

For carryinz operatiocnal traffic the Soviets

relied exclusively upon the civil telephone and telegraph
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network creratad bty the People’s Cormrmissariat for
cmmunicaticns. This was extirely a landline netwcerk,
rrirerily centered at Post Cffice facilities in cities and
towrs. (Ref. 4l1: p. 73].

Marshel of Signal Troops Peresypkin [Ref. €Z:
p. 9] exvlained the rationale fcr thie apprcach:

Prior to the war it was ascumed that in the course of
cerpat orerations headquarters of orerational forrations
wculd be sited at relatively larze distances frcm the
bettle line and that they would displace at considerable
time intervals, It was assumed that they would
cemmunicate with the Zeneral Staff, adjacent units and
subordinate troops ckhiefly withk tke cid of wire
equirment. The war iotroduced substantial changes...

In the firet days of the war, the frcnt
headquerters were forced to move once or twice a day. The
field ccmmand post for the Southwestern Frcnt had bveer
located in advance at Tarnopol’, over 132 kilometers from
the border with the Third Reich. Tarnopol’ was captured in
the first week of the war. DJuring the period 4 - € July
1941, thils front headquarters disylaced over 1¢¢ kilometers
rer day. Relying elmost entirely on the wire integration
with the civiliarc telephone plant, with no mobile
ccmmunlications centers, ard with personnel whc were ncet
familiar with tke concept of méintaining continuvous
comrunications during disrlacement, it is not suryrising

that tanere was no statle ccmmand and contrcl of cr by the

fronts and armies.
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Tt was not until the fall of 1¢41 that the Main
éignal Tireciorate c¢f the Red Army lissued & directive
cutliring the necessary considerations for maintainirz
centinuous communicaticns during a mcve ¢f the cemmand
center. 'Ref. €2: p. 12]. (The substence of the method wes
simply to move half of the cormunicatioas cequirment and
verscnael to the new lccaticn and get set up befcre movinz
the cormander).

The extreme reluctance of Soviet cornanders to
vse radio even when they had them is revealed ln the specleal
crder issued by Stsvke in May 1842. By this time the need
?¢r radic ccmmunicaticns had tecome evident and scme sets
nhal bYeen distributed. Peresypkin notes thet ermy and
division ccmrmanders were not insuring they had radios with
them at all times, and that Many army and divisicn
commanders zrohibited the use of radios for fear of giving
away the pcsition of their headquarters. ([Ref. €2: p. 12]
The measures taken that month are describved:

‘ctavka] lssued strict crders tc step neglectineg radio
cemmunicationsy it made the chiefs of steffs of the
frcats acd arries personally responsible for
zirterrurted commuricaticns witn higher headguarters

a-3 rezulap ~~mmunication of information by radio on
tmelrn o gperat +; yersonal radio sets were assigned to

rer
-+, 1*=y, . 4 divisicn commanders, which were to be
. - cte= 3t 4.1 times, during ell movements; important
.t .~n3y. reasures were specified for eansuring
¢ »~,ec ~rder 'acsigament ¢? perscnal radic
© ~¢ +~- radio operators to this
-w-1 £ ‘r-mratiors Directorate
e e. L sesticns tec radio sets,
T rtattoa, ftlc..
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Of all the fronts, only the Northwestarn was
eguipped with functicnal radic equiprent. It was scanty tut
useadble. LiGen (Signals) Kargopolov wrote despairicgly
abcut the refusal cf scme c¢f tae staff cfficers tc use
radio, wher the lendlines had already been cut. [Ref. 41:

v. 14¢3] In the Western Frent, there were rct even radics.
(Ref. 41: p. 117]. Massive German dive bomber raids had
attacked signal pcints, alcnz with ammunition and fuel
dumps, as the opening strikes in the war.

The disruption in cormunications on 22 June was
rracticelly total. BPRoldin recalls sending his only two
remaining rlanes as couriers, from his location at the 1¢th
Army Eeadquarters tc Frcat EC in Mipsk. [Ref. 42: p. 15¢].
He needed gasoline desperately dbut could not corrunicate any
cther way.

The communications disruption left the General
Staff in lgncrance of the attacks; it was mid day befcre
Timoshenko was dissvaded from his conviction that the attack
was rerely a provo:cation. ©Because of the lack of
iafcrmaticn, the crders issued frcm the Tefense Commissariat
bore no relatioa to reality. Some commanders, like Pavlov,
rarticipated es willing rretenders in a fantastic charade,
ordering non-existent forration of troops about the Western
Front. [Ref. 4Z2: p. 154].

Shtemenkn’s description of the General Staff

activities in the first weeks of war is lllustrative of the

E3




desparate lack of information &t the strategic levels.
Merbers of the staff assigaed to srecific sectors, where
cctminicaticns had been ccempletely lost were for several
weeks cent out in reccnnaissance aircraft to persomally

. verify the actuval position of the frcnt lines of our
defenses, or to ascertein whether thLe enemy hed captured
this or thnat populated area... Such flights were frequent
to the western Front, where the positicn was teccming
increasingly difficult and communications could not be
stabilized., [Ref. 9: ©p. 34]

This was not the crly methcd which was used
by the General Staff to obtain inforration. Shtemenko
alsc related the use ¢f the civilian telephecne system tec
simply call the executive committees or village Soviets of
the towns in the path of the advance. Ee recalled [Ref. 9:
I. 2€6] that this was quite a reliable expedient in the early
days ¢? the war. Officlals usvally cculd tell him which
zearby localities nad bveen cartured, and which were still
free.

Generel Staff ignorance of even the location of
the front and army headquarters locations persisted in sore
cases into July. [Ref. S: ¢r. 142] Marshal Zhukcv related a
sad incident when he visited the headquarters of the Reserve
Freet in search ¢f its commarder, Marshal Puvdenney. He was
30t there, and the Commissar (the hated Mekhlis) had moved

the ccmmand pcst since he left. Zhukcv went cut lccking for
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kim, f£inally locating him in Maloiearosleavets. Zhukov

recalled (Ref. 6%: 1. 4¢]:
when I tceld him ebout my visit to Western Front
Headquarters, Budenniy said ke had been out of touch
with XKcnev fcr tne last two days. Wnile he was viciting
the 43rd Army, his cwn headquarters had moved and he 4i4d
nct know where it was. I told hir that it was beyond
the railrcad bridge acrcss the Prctva River, seventy
miles from Moscow, end that they were looking for him.

Farchal Zhukov was at that tire the Chief of the General

Staff.

B. WARTIME COMMAND AND CONTRCL

The ccrfusicn end disorder which characterized the first
reriod of the war was overcome graduvally. Ry the close of
194z, the Soviet command and control system had developed
intc a workable ome. By the end of the war, it represented
an effective solution tc the precblems cf contemporary
warfare, Many of the peculiarities of the rresent day
approach derive from wartime experience.

1. Strategic Leadership

The confused strategic crganization which had sc
debilitated Soviet responsiveness in the initial weeks of
the war was corrected in increments during July and August
1941. 1In peecetime, Stalin had drawn all chennels of
iaformation directly to himself; all channels of decision
end contrcl emaneted frem him as well. After an unexpleined

reriod of withdrawal which lasted until 3 July, Stalin
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csystematically institutionalized his de facte rcle as tane
ébsolute decision making authority in tke USSE.
a. The Control Structuré

Before the war, Stalin had nominally occupied
coly a single position —- Secretary Gemeral of the Party.
In April 1941 he took over from Molotov the Cheairmanship of
the Ccuncil of Peorle’s Comrmissars. This was a rrcphetic
shift frem party tc gevernment. By the mid- August 1541,
the final apf;ngement of cortrol entities had been
establlsﬁéé. These were the State Defence Committee, the
Beadquarters of the Surrere Commander, and the General Staff
cf the Armed Ferces.

The State Defense Committee (Gosudartsvennyil
Xcmitet Obercny: GKO) was estadblished 3€ June with Stallr eas
Chairman. [Ref. €8] The GKO legalized the centralization of
the nation’s eccncmic, political, and military-leadersnip
into & sinzgle body. Its membership of five (later eight)
was drawn exclusively from Stalin’s closest and most
faithful associates on the Politbuio. With the exception of
the political marshal, Voroshilov, the GKQO was a civilian
entity. During the war the GKO preempted the role of the
rarty Central Committee, which met only once, in 1944 [(Ret.
47: p. 5€9]. While the GKO functioned &s a collective
body, the decision authority was all Stalin’s. Soviet
sources frequently menticn the high number cf decislions made

by the GKO -- 9971 -- aprroximately two-thirds of which
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pertained to military prcduction and logistics. A great
cumber  of the remeéinder addressed organizational structure
and the cormand and control of the Armed Forces [Ref. 64].
The Eeadquerters of the Supreme Commander in
Chief {(Stavka Verkhovoovo Glavnokomandovaniya - “Stavka’)
included the tcp military leaders as well as the members of
the GEC [Ref. 41: p. 138]. The Stavka was charged with
“directing the Armed Fcrce, planning the combat work c? the
army and navy, and distributing rersonnel and means among
the fronts.  [Ref. 5&: p. 5]. Basically, this bedy
cirected strategy and allocated military resources. Stalin,
rameéd Supreme Commander in Chief on 8 August, used the
Stavika as a collective, consultative body. The Stavka met
every evening to receive the day’s reports and issue
directives to the General Staff. The Stavka frequently
called in commanders and military ccuncils ¢f frents and of
branches of Armed Forces, the commanders ard staffs of the
rain directorates of the Defense Cormissariat, and members

of the General Staff. As Romanov stated [Ref . £%]:

o
rd

The work of the Headquarters [Stavka] was based om a
combination of collective decision making and one- man
command. The authority to make a final decision,
hcwever, remained with the Supreme Ccmmander in Chief at
all times.

The General Staff of the Armed Forces was

crgsted on 19 August. This combined the staffs of the arrmrs
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and services. Thic tody tecerme the rain woerkzine tedy of the
Stevga.
b. Stalin’s Role

%nile Stalin had been abeclute irn pcwer tefore
the war, his authority hed teen discretely maeasked by his
decertively modest role as Party General Secretery. Wita
the wer, he created multiple state organizations, all
chaired by himself, and decision- raking shifted from the
party to the gevernment.

Stalin’s authority within each of tke state
control organs was comrlete, Hde was Chairman of the Council
of People’s Commissars, he was Cefense Commissar {as of 19
July), nhe was Chairman of the GXC, head of the Stavka, and
Supreme Commander of &ll Forces. Aspaturier noted (Ref. €£]
that the mertershir of the various orgamnizations weas
cverlapping, the delineaticn ¢f respcansibilities arnd
authcrity d1eliberately blurred. These various erntities all
came to function as staffs for Stalin. He encourasged
rivelry end intrigue emong them, s¢ that their interaction
would Ye disjoint. All decisicns were thus forced tc the
top fer hls resoluticn. As EBialer cbserved [Ref. 47:

e 241]:
Scviet military memoirs leave nc dcudt that ell
inforration oa military orerations and internal affairs
flcwed inte Stalin’s cffice... and all decisicr cn toth

military apd civilien matters of even secondary end
tertiary irportaace flowed from there.
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Stalin ned a near-patheclcgical irability tc
allow subordinetes, no retter Lhow little distrusted, to meke
& 2ecision of substance. The consequences were teth
+0sitive ard adverse.

Resolution of rrirary questions was swift,
literally single-minded, apd unguestionably authcritative.
Stalin relied 4aeavily cn the judgerent and advice of
cuberiinates, dbut all decisicrs, cnce made, were final.
There was rno appeal. The negative censequences arose frem
tae impesition of a cingle individual’s prejudices and
Judgemental quirks on &ll decisions, tke stifling of
cuberdinates” initiative, and substantial delays in sclving
pretlems ¢? secondary importarnce.

2. The Generel Staff

The jeneral Staff was exclusively cccupled with
stretegic and operational metters. It was relieved of
duties related to the marshalling cf resources fcr the war,
which were provided by two other organizationrs also
rerorting directly to the Stavka. These were the Main
Cirectcrate c¢f Rear Services, which handled lcgistics, and
tae Mairn Directorate of Unit Activatlon and Training, which
created manpcwer reserves. Taoese two directcrates "stocked
the shelf” for the Stavke, which then releesed resources to
the General Staff for specified operational purposes. [Ref.

£€: p. 9].
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he functions of the General Staff are indicated by

It was charged wita controlling and rendering assistance
tc front and army staffs in the plannizz and supervisicn
of operatlions, prerering requisitions sutmitted to
incdustry for the production of military goods, studying
and summarizirg the operaticral and tactical experience
of the war and disseminating it in the ferces, end
preraring directives and orders issued by the [Stavka].
a. The Operaticas Tirectcrate
Orerationel control over the forces of the USSR
was exercised by tne General Staff thrcugh its Operatiors
Zireciorate, the Chief of which was also simultaneously the
reputy Chief o# the Gemeral Staff. This arrangement had
developed before the war to satisfy specific shortcomings
which rrevented the staff from exercising continuous troop
contrcl, even under peacetime ccnditions (Maneuvers and
exercises). The Crerations Deprartment then had had no
direct irfluence ¢n ccmmunicaticns elements and was nct
carticipating in the intelligence cycle. To correct these
deficiencies, the Cperations Derartment had been elevated in
importance (becomirg & lirectorate). Fenceforth, as Danilov
wrote [Ref. 59: . 96]: “Questions of the organizational
service ¢f communicaticns, the informaticn and intelligence
cervice, and troor reccnanaissance were concentrated in the

Operaticns Directorate of the [Army] General Staff.” These

measures significantly enhanced staff control over
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ratiors, and were retaired wnen the ccmtined Gereral
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Sta

ry

£ of the Arred Forces wes created in 1941.

The memoirs ¢f Shtemeakc, who served as Chief c¢¢
the Cperations Iirectorate during tke war, are the most
valuable source of detalled information on individuals,
srecedures, and evente withie it [Ref. 9: Ch. €]. The
cirectorate was divided into sectors or bdraanches
ccrrespending te eacn front. The sectors perfcrmed the bulk
cf rlenning end operational staff functions for the fronts
aad also fcr the armies assigned to the fromts. Personnel
ia the sectors were called "directors.”

Srecific directions for the conduct cf
cyeraticns wculd be giver tc tae General Staff by the
Stavka. The Crerations Directorate would then pass the
missicns te the various frents, by way cf the directcers.
Taen the front military councils would, "within the limits
¢® their authority, make detailed plaas ®cr the ctjectives,
missions, and coordination of their armies [Ref. 85: p. 9].
Cnce fvlly elabcrated fcr the armies, the frcnt’s plars were
submitted to tke Operztions Directorate for epprecval.
Tisagreements beiweer freant ccmmanders and their ‘directers’
#ere referred to the Stavke for resolutior. Commanders and
cther members of tae military ccuncil wculd take the final
front plan, as approved, and work with the comrmanders and
councils of the arries in developing detailed rlans for the

divisicns. Shtemenkc reca'led that {Ref. 9: p. 139]
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"Lifferences of opinion wusually arcse not over the concerpt
¢t an creration or how it sheculd te ccnducted, but over the
strength ¢f fcrces required and their logictics.” Reserves
¢f ren apnd raterial were controlled by the Stavka.

b. Repcerting te tae Stavka

The detail and frequency of the tactical and
oreraticnal rerports dermanded by Stalin are significant.
They 1llustrate nct cnly the extert to which centrelizaticn
was enforced but also the redundancy and icderendence in
reperting which characterized Soviet ccmmand and centrel
during the war.

Shtemernko [Ref. 9: Ch. £] gave detailed
saccounts of the daily routine of the General Staff in
rreraring reports for Stalin and the Stavka. During the
right, the officers assigned with the forces would report te
the Operations Directorete by telephone. While these
repcrts were being analyzed and ccmpiled in the mcrning, the
Chief of Orerations would perscnally call the freont Chiefs
of Staff to verify, cross-check, and amplify the reports.
Situations at the regimental level and above were reported.
Tae cector chiefs and the Chief of Operaticrs kept personal
raps, updated constaantly, for each front. These were c¢f
scale 1:202,282, c¢r abcut £ kilometers per inch.

Around 1222 each morning Stalin would call the
(hief ¢f Operations by telephone ani receive a detailed

report on the activity in eech of the froats. Cnly after he
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nad rerorted to Stalir would the Chief of Crerations zive
the same report tc the Chief c¢f the Gereral Staff. Thic was
arcuvnog 1222. It is inter=sting to note thet Stalin
specified a rctaticz rest schedule fcr all xey perscoael c?f
the General Staff. It was specifically arranged so that the
first rerort of the day -- 122¢ -- was submitted durizne the
rest period of the Chief of Staff. Tke secend report of the
day =-- at 152¢ -— was sutmitted while the Chief cf
Cperations (who was simulteneously Teputy Chief of Staff)
was having his rest. This rrocedure allowed Stalin te
cross—check his two key military advisers, to ipsure by
inderendent reports that nothing was consisteantly bdeing
misrepresented to him cr hidden frcm him. At 2320, toth the
Chief of Staff and the Chief of Orerations would report to
Stalin in person, presenting the Stavka with a 24 hour
sumrary of activity from the front meps. Around 24289,
teleezraphed activity summarles would te received frcm the
fronts and presented to the Stavke --— these were signed by
the nilitary councils cf the fronmts.

Thus, durirg each day ¢f the war, Stalin
received four reports or the activities of each front. The
®ire<t wac telephenic, from the Chlef? ¢f Operaticns. The
secornd, also telephonic, was from the Chief of Staff. The
third was an ln-perscn briefing frem both ¢f these
individvals, given frem their maps. The fourth report was

telegraghic, from the military councils. In additicn, a
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£iftn repert was giver tc him independently c¢f the military
recorts, and never in the presence of the Army leedership.
This report was frcm the Ccmmissar c¢f Internal Affairs, whe
was & member of the GKC. It reflected the observations of
the NXVDL regiments and the Special Sectlicns, indeperdently
reporting on the seme fronts.

¢c. Cfficers of the General Staff

Because of the difficulties experienced by the
General Staff in obteining accurate, current inforration on
the status ¢f their cwn fcrces, a special tody c¢f liaiscn
sersonnel was created esgecially to feed it irformation.
Stalin named thaese men the 'Cfficers of the General Staff.”
This was tke first time the word ~officer” had been used ir
the entire history of the Red Army f{Ref. 9: . 141], an
irdication of the speciel status they enjoyed. They were
assigned to a serarate directorate of the General Staff
iritially, but later came uvnder Orerations.

Three cfficers were allocated to serve with 2ach
army headgquarters, while twc were allccated tc each
divisior, corps, &ad front headque;ters. [Ref. €6: p. 38].
They enjcyed their own chair ¢f ccmmand which was parallel
to, but independeat of, tke force’s chein of comrand [Ref.
9: 1. 141]. The numter of o®ficers used this way reaked at
242 i1 December 19¢42. [Ref. €7: 1p. 4f]

The officers of the General Staff served to

“cortinuously provide General Staff presence for iuformation
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and cortrol purroses... These c¢fficers were the “eyes and
ears” cf the Gereral Staff in the cperatinz fcrces.” [Re’,
£6: f. 38). The need for accurate rerorting, direct to the
Gereral Staf?, was filled ty these cfficers indecerdently c?
the force command structure. They checked uvr on the
conditicnr ard pesiticr ¢f the trcops, and the lecgistic
support provided the forces. Shtemenko stressed thet arn
cfficer of the General Staff "had the right to repcrt cnly
what ke ked seen with his own eyes; he was got ellowed 1o
quote other reorle or Leadgquarters docunents.f [Re?. 9:
F. 141].

It seems clear that the ‘Officers of the Gereral
Staff’ rad been rejquired because the stretegic.ieadership
did not trust the cormanders and military councils of the
higher echelcns tc report accurately and cften. Golpbcvich
wrote [Ref. 67: 1. 47] that one of their rost impo;tant
miscicns was ...to check cn the execution of crders ard
directives.  These were specifically combat missions. Much
“{dertificaticn cf deficlencies” in the conduct ¢?
orerations wes urcovered, &s well. By mid-1943, the need
for constant supervisicn cf the Z2crces had scmewhat atated,
as headquarters and commanders had by then learned "to
analyze the situation prorerly.” [Ref. 9: . 141] They
vere used extensively with the “liberated’ armies -- Polisk,
Czech, and Rumanian -~ as they were intecrated iato Soviet

operations.
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Shtereake indicates that the officers soretires
enccrrtered obvicus hestility at the 2rent. Scme ccmmanders
and chiefs of staff referred to them scornfully as
cverseers.  [Ref. 9] This reacticn would nct seem to te an
unexpected one. Ca at least one occasion, the The presence
c? these cfficers reflected the lack cf trust and ceanfidence
in the commanders. The commanders’ confidence, initietive,
and efficiency were severely affected ty this arrangement.

3. Organizationel Flexibility

Tne organizational force structure of the Red Arrmy
was in a continval state of flux throughout the war years.
In tne first years of the war, changes were rade in a
desperate effort to compensate for shortcomings. There was
inadequat2 material and suprly, there were too few reserves,
end there were not encugh highly qualified commanders. Ir
cseeringly arvitrary fashion extreordinary experirents were
made in an attempt tc optimize the use of limited rescurces.

Whet had earlier teen tried in desperaticn was later
applied tc gccd effect durirg the massive offensives that
carried the Red Army from the Volga to Berlin. Stelin fourd
that a stuiied and purpcseful flexitility 1an crzarizaticn
could do0 much to overcome the unevern abilities of his
comranders and the shortfalls in materiel.

a. Representatives cf the Stavka

Aside from the brief existence of “theater’

level ccmmards during the early phase of the war, there was
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ro forral command echelcn between the fronts and the Stavka.
wner tae need fcr such a ccmmand presence was indicated,
Stalin relied on a small circle of trusted officers to
prcvide i{t. These individuals were dispatched tec critical
sectors with or without supporting staffs and withk 111-
delined but imrlicitly troad rowers.

Chief amorg the mern useld by Stalin as his
rerresentatives were Marshals Zhukov, Vasilevskiy, and
Vaorcnev, and General Antcnev. After the remeval of the
églng and ineffective “First Cavelry’ marshals who had
served with Stalin during the Civil ¥ar -- Vercshilev,
Fudenney, Kulik, and Timoshenkc -- tnese yourger ren took
their places as Stalin’s perscnal military advisers. They
had all been majors and colonels in 1937. FEach was to
divide his time tetween scme positicn c¢f hign autncrity ir
the strategic organizations znd serving as Stalin’s
representative in the field.

Marshel Zhukov was a very special case. Ee had
dermonstrated ais ability in battle as a division cormander
fizhting the Jspanese in 1929. Eis military talent plus his
service in the First Cavalry Army insured his razrid
advancement. At the start of the war he head already becore
Chief of thae General Staff. As the situation deteriorated
in the second week of the wer, Stalir sent Zhukov tc commarnd
tae Reserve Front in the Smolensk area. There he was

respensible for a successful Soviet countercffensive irn the
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I1’2ie salient (Augucst 1941). Eenceforth Zhukov becarme
Stalin’s personal representative to which ever sector was
the mest critical. FEe supervised the key defernsive battles
tefore the cities of leringrad, Moscew, and Stalingrad. Ir
tae leter phase of the wer, he was sent to oversee #l1 of
the major offensives. From August 194z he was argpoiated
First Teputy Supreme Comménder in Chief -- seccnd only to
Stalin [Ref. 47: 1. 34%].

Marshal Vasilevskly, whe was Chief of Operaticns
until June 18542 when he became Chief of Staff, was also used
extencsively in the fleld to perscnally supervise aand
coordiipate fronts end armies. Morozov noted f(Ref. €6: .
46] that he often worked jointly with Zhukov, belng sent tc
the field as representatives of the Stavka some fifteen
tires. Unfcrtunately, his absence had an undesireable
effect in Moscew [Ref. 9: p. 5&j:

On the instructions eof the Supreme‘Commander,

Vasilevskiy had to spend a great part of his time at the
fronts and in Lis absence the General Staff was left ir
the charge of Commissar F.Y. Bokov, a wonderful person
ard a good party worker, but not trained for purely
vreratioral functicns.

The actual functions and powers of the
rerresentatives of the Stavka varied. Some of them were
used as general area surervisors, Llike Zhukov only with

more restricted authority. Marshal Meretskov served this

fuaction iz the northern sector, for example. Sore of the
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recresentatives had service c¢r tranch related fvncticrns,

lixe Marshal Voronov for ertillery. According to Morozov

Ref. 66: p. 43] they had nc set ccmplement c? suppert or

staff rersonnel, but assembled wkhat they felt necessary:
The Hg SHC {Stavka] representatives kad assigned tc them
operational groups which functioned as their working
arraratus. They consisted of merbers of the General
Staf?, the <taffs 02 ccmmanders of the arms and
services, the chief of Rear Services, and other central
crgans of command end control.

Toe actusl responcsibilities and autherity cf the
rerresentatives of the Stavka were never forrmalized, since
tae pesiticns were entirely arbitrary. They were nct
integrated into the force structure until late in 1944, but
furctioned purely uvpon the personal authority of Stalin.
Shterenko [Ref. 9: . 55] and Morozov [Ref. 66: p. 4Z]
agree that the first document descriﬁing the duties of &
rerresentative was a telegram Stalin sent to Deputy Defense
Commissaer Mekhlis on & May 1942:

«s« JOU are not a mere onlocker but the resronsibdle
representative cf [Stavka], who answers for all tre
successes and failures of the Front and is duty bound to
tut right on the spot the mistakes made by the comrmand.
Ycu ard the ccmmand tocgether are responsible...

writing tkirty years later, Marshal Zhukov
himself recalled that the representatives [Ref, 68]:

... 114 not command the frort. This function remained in

the hands o2 the cormander. But, having been delegated
great authority, they could influence the ccurce ¢?
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battles in their sector; couvld correct in a timely
renner mistakes made by the freont or army commander; aad
cculd render them ccncrete assistance in receiving
méterial~ technical resources from the center.

The confused command relationshipr is not so
emiiguous as it might eppear. The commander end militery
councils in the field were well aware that the
"representatives ¢f the Stavka  were Stalin’s perscrnal
emmisseries, answerirg directly to him. Shtemenko briefly
meaticns, then dismisses, criticism by “scre front
commeriers’ that the continued presence of the
rerresentatives at their aeedquarters “interfered with their
cemmand of the trocps. C(Re?. 9: p. 117] Occasicnally
couflicting orders were issued by the represeatatives and
the General Staff. The representatives invariatly woxn.
(Ref. €9]. Part of the resentment could have bveen mollified
ty the preferential legistic treatment ziven tc tncse
sectors where representatives were present [Ref. 9: p.
117,. These representatives were successful in getting
tetter support for their sectors for several reasors.

First, taeir presence alone indicated that the sector was
considered criticel. Second, they had personal access to
Stalin, who Jealously retained reserves for his own rersonal
ellccation. Third, meny of the representatives held
authoritative positions in their own right by which they

cculd d4ivert resources to their sector.
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¥Lile the representatives of the Stavke clearly
haed troad rowers, they were unct insensitive to taeir own
vulreratilities. %wiile they were making certain that the
instructions of the Stavka were understood clearly and
witkhout misinterpretation by the Front comrands, they were
observed by the officers of the General Staff. Shterenko
recalled the difficulty ne exrerienced getting Marshel
Timoskenko toc eccept him as his “assistant” during the
Baltic campaign late in 1944 [Ref. 63 1. 266]. After
Timoshenko ceme to trust tim, he told Shtemeznko I thought
vyou had been set to watch over re srecilally by Stalin. It
was the fact he himself mentioned your reme, when the
question of a chief of staff was raised...

In addition tc the representatives sent ocut te
gxercis2 general command supervision, there were also
specialized representatives. Morozov offered a partial
listing [lef. €6: p. 4Z]. These men were strictly
ccncerned witz speclial branches cr services, whetaer combat
arms or support. Commanders ani other ranking officers from
the different directorates were dispatched to rersomally
observe the combat effectiveness of their dactrine end
equirment, and to marshal their specific resources for large
cperations. Marshel Vercmev, Ccmmander of Red Army
Artillery, described (Fef. €] how he was seant out ty Stalin
to Stalingrad in orcder tc develcp the ccncepts fer

employment of artillery in the battle:
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¥e were alsc very concerned with questions of organizing
ccordiaaticn ¢f artillery fires with infantry, tarks,
cavalry ard avietion. The success of the operation
wculd derend to & great degree on the precision of
ccordinaticn. We alsc werrled atout guesticas ¢f
cemriend end control. Eow should we create the offensive
greurments, rartviculerly artillery, and how should they
te ccntreclled?

Officers of the specialized services and

directorates who were sent intc the “leld a< Stavka

represeatatives kad great orerational and doctrinel powers

withia their specialties, Combat experience cculd

immediately be used to develcp new tactics, dcctrine, and

equipment modifications.

The use c¢f "representatives of the Stavka was

Frotably a very effective mearns for Stalin to keerp tight,

centralized ccntrel cver cperations in the field while at

the

and

same time ellewing meny critical declisions to be rade on
syot. Given tne urneven competence c¢f many of the frontg
army commacders, he was able tc use the same few trusted

talented leaders wherever the situation was most

critical. Tcwards the end of the war, the representatives

were no longer used &s such but were formally integrated

iato the force structure. This started to develop in mid-~

1544¢. Morczov [Ref. €€] attributes this to the chortening

of the strategic front, which allowed the Stavka to control

all

¢f the Fronts directly.
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b. High Ceorraengs

Simultanecusly with the creaticr ¢f tne Stavka
of the Supreme Higk Commend in July 1941, three subordinate
Hizn Cemmands (GK) were created to cversee and ccantrcl
sroupings of fronts, fleets, and flotillas. These were the
iiorthwesterun, western, aand Southwestern, and were comranded
initially by Marshals Vorosktilov, Timoshenko, end Budenney
respectively. These were established because the Stavka and
the General Staff covld not maintairc continuous
cormrunications with, or cerntrol over, the froats directly.
Lines ¢f ccmmunicetion preved tec lceng and tec easily
disrurted.

The difficulties faced ty the commanders and
staffs of the ¥igh Commands were not limited to shorteges of
rersconel and equirment, which in themselves were
sisrificant enough to prevent efficient operation. As
Pozrovskiy described [Ref. 69], the decisions and orders of
the Eigk Cormanders were not cccepted by the Stevkea;
cempceiticn ¢f =sutordinate frcnts, their operations, and
even their command elements continued to be dictated from
HOSCOw.

Clearly, the Eigh Commands fcr “strategic axes’
within a theater had aot worked. [Ref. 9: p. 41]:

They pad turned cut to be superfluous intermediate

stazges between the GEQ and the fronts. Since they had
nc preper staffs, means of communication, or cenrtrol of

123




reserves, these Figh Commands could not exercice any
real influence cr the ccurse anc cutcore ¢f oreraticas.

The Eign Ccmmands were irndividually atolished ty
Serterber 1941, reapreared sroredically, then were discarded
ccmpletely ty mid 1942. Vyrcdev [Ref. 19: p. 21] attridutes
the failure to their hasty implementatior and the lack of
czilled cadres to staf? them. The Stavka was reluctant tc
jelegate the authority it ned originally irntended:

Tre Hizk Ccmmands did nct nave sufficiently brcad
avthority to meke decisions on employing personnel end
wearons of axes or to direct troor combat activities,
siace tane Hq SHC usually reserved last werd on these
métters...[they] were used chiefly to collect and
zeneralize situationel informaticn at the froats of
tneir axes and tc repcrt it tc the Hq SHC.

The representatives of the Stavka assumed the
functions intended for the High Cormands. These
representatives ceme to travel with a rather large staff of
their own, &s indicatec by Ratov [Ref. 72]: "...the
cperaticns group c¢f the Supreme Headguarter’s representative
(Zhukov] settled down in the area of the 55th Arry“s comrmand
rost. we provided them with twenty-nine of our dugout
shelters. It seems that the coacept of High Cormands was
rot completely rejected, but was simply implernented in a
less structured and more flexible form,

The rcle of representative ¢f the Stavka came tc

include orerational control of grours ¢f fronts. In 1844,

?or example, Zhukov cccrdinated the 1st and 2nd Raltic
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ireats, Vasilevsziy coordineted the 1st and znd PBelorussien
frocts, azd Timoshenko did the sare for the 2nd arcc 2rd
UVkreinian rronts. [Ref. 19]. The functions c¢f Zhukcv ard
Vasilevs¥iy evolved very 3radually into trve and titular
cecmrard ¢f grecups ¢f frents, althcugh their cther positicns
—— Deputy Supreme Commander ard Chief of the General Staff,
respectively -- clouded the exact scurce of thelr autacrity.

A distinction must te made between the EHigh
Commanrds that exlisteé spcradically fecr control ¢2 strategic
exes and the Eigh Command created for the Manchurien
campaign, 1 August - 1 October 1945. Wwkile nominally
fvlfillirvg like furctions, tkLe Far ZXZastern Commard was
substartially mere developed taan its shert-lived
rredecessors. It was cerefully organized well in advance of
use, aad irncluded comprenensive staffs and directorates
provided for that express purpose from the General Staff.
It was relatively autonorous while beinz continuously
monitored by the Stavka [Ref. 19: . 22].

c. Adaptable Combined Arms Echelons

As the war progressed, & great many organ-
izational changes were made withion the force structure,
specificelly in the composition and dispositior of the
larger elerernts ~- armies and above. These constant
shufflirgs were directed ty Stalin fcr varicus reascns, cnly

sore of which were operational.
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for the majerity ¢ the war years, tae frents
were controlled directly by the Stavka w#witk no formal
interrediate echelcn. Initlally thaere were five freonts io
the west, but these scon proved to be unmanageatly laersze
civen the limited cormunications carabiiities of the ERed
Army io 1941. By Ilecember, these had been troken up intc
gigkt froats. In Tecember 12944 the number cof active fronts
in the west reached a peak of thirteen [Ref. 71: p. 4€].

The front was an extrerely frexitle
crzanizational ccncept which varied tremendcusly in size and
combet power. The smallest fronts commended three or four
armies, corrrising twelve or so divisions in totel. Tyrical
cf these were the 4th Uxrainier ir 1944 cr the Vclkkov in
134Z. The largest fronts contained up to ten or more
armies, consisting of as many as &5 divisions. The 1st
Eelorussian and 1st Ukrainian Fronts reached this size in
1945. Ir 1944 the 1lst Ukrainian had swellen tc lnclude 74
divisions, including 13 armies [Ref. 72: gpp. 161-179]. The
size of the frent was directly related to Stalin’s
estimetion of the capabilities of its command element -- the
cemnander and his military council.

Stalin moved his front commanders about, from
one cormaad to another, to insure that the best corranders
were present in the most critical sectors. [Ref. 73:

Avpen?ix C]. Front commanders like Xonmev, Rckosscvskiy, cr
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<hukov himself would displece lesser lights end those fronts
would grow dramatically.

Frents alsc shrank in strergth as their secters
tecame quieter or as v.e frcnt commander btegan to lose
favcr. Sandalcv [Ref. 74] described the liguidaticn cf the
Eryanck Front irn the fall of 1942, most of its armies being
tracsferred to the neighboring C2ntral Front under
Rokossovskiy. The command grour of the front and one army
were moved some 5?2 filometers north, there to draw several
armies frcm the néizhtcring Nortawestern Front tc¢ tecome the
Baltic Froat. Three months later, the Nortawestern ¥rent
did tne ccrverse -- it was liguicdated, and its ccmmand and
staff element cent to establish & new front (Znd
Belorussian, being created exactly where the old Bryansk had
been located. It even took command of those same troofs
wnich nad been given to the Central Front (by now, renamed
thke 1st Relorussien). Saadalov and others witnessing the
rotation could 20t determine the utility of it.

Frents were also established fcr political
rurroses, usually relating to the nationel boundaries which
had existed tefcre the war. Thus, Stalin thcught it
"advisable” to have a separate front for each of the Faltic
Aezublics ip the sumrmer ¢f 1944 [Ref. 74].

' Just as Stelin continually rearranged the

aumber, size, aad command elements of the fronts to achieve

what he felt would be an optimum mix, sc did his
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represeatatives exercise & similar freedom with the
~omrcsition of armies attached to tae fronts.

One of the early effcrts to reduce span of
contrcl with combined- arrs units was the elimination of the
cerrs echelen on 1€ July 1941. The previcusly existing
arries of 9 - 1% divisions had proven unmanageable for their
commanders, s¢ tney were reduced ir size tc § cr £
divisions. The divisions were taen controlled directly by
the arry, withcut any lntermediate echelon ([Ref, 75]:

This measure, which was absolutely correct for that
pericd, permitted making army fcrmaticns mcre
centrolled, uvsing personnel and communicetions
facilities of corps administraticns fer forming the
heaiquarters of new combtined- arms army and divisicnal
headquerters.

Not unexrectedly, cormand relationshirs whizh
chanced sc frequently caused cenflict cver command
gauthority. W¥When the corrs formation returned to active use,
it wae cften rot treated &s 2 permanent entity by the army
cormranders. They tended to override the corrs comrmander acd
centrel the activities of the division directly. Stalln was
oblizged to issue a special order in May 194Z to delineate
£cr the ccmmanders In the army- ccrps— divisicn chain
precisely whaet the scope of their authority wouvld be [Ref.
el :

Frequertly army commanders, in spite of having corps

corranders avallable, strive rpersonaly to direct the
acticne of the divislon ard bdbrigades making ur the
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cerrs, e€ssentially dismissing the corps commander fror
rlanaing tne bdattle and coatrolling his combined uanits
in itv.

After the initial period of the wer iz whickh
cerrancers who failed were executed, the Scviets began to
recycle commanders who had dore poorly. They were simply
reduced 11 grade one or two sters and given a new comrand
ccmmensurate with the new rank. Several i{ndividuals
experienced several rounds of this cycle. Army Gereral
fetrev, for example, seems to nave neld the rark c¢f Cclcnel
Gerersl on three separate occesions [Ref. 47: n. €€, p.
624)]. Marshal Kulik suffered a similar fate. This apprcach
seers to be & rational one, especially wken experienced
comranders for all of the levels were in short surrly.

4, (Centralizaticn

In addition to ideolozical azd practical rolitical
reascns for strictly centralizing centrol, there were cther
edventages for the Soviet leadership in doing so.

Ispecially durinsz the early pkases of the war,
centralization compensated for lack of experienced
cormacders at all field echelons. It elso compensated for a
shortege of all kinds of weapons systems, allowing the
strategic leacdership to c¢rtimize placerent of offensive and
defensive assets. In achleving thls certrelizaticrn, which
was loosened considerably by war’s end, cerposition of

Zorces and crganizaticral diversity were changed frequently.
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The Soviet [nfaentry rCivision, for exemple, was substentielly
recrgenized six times in 1941 - 1942 alone.
é¢. Ipexperienced ccemmanders
Strict centralization of all possible rlanning

Surncticns and ¢f many cperaticaal functions as well served
to extract the maximum use of the relatively smell numbers
¢f exyerienced and proficient commanders ard staff officers.
The incredible Icsses of the first three mernthe cf the wer
required huge reserve armies to be raised in extrerely short
vericdis ¢ time. 1In the threatened cities, resiments were
raised and marched to the bvattle lines with practically ao
trairvring, often witn ne staffs and ccmmanded by reservists
witk scanty military talent. TLke sitvation was somewhet
better in the formally structured reserve armies which were
raiced in the lnterior. Marshal Gclikov, himself & military
intelligence officer, described the situation in the pewly
fermirg 19th Army, when he was placed in ccmmand [Ref. 77]:

Alrcst all the regirental commanders were just recently

prcmoted. Only isolated individuals had teen graduated

from military acadamies. The majority had merely

ccrnpleted an ordinary advanced traipning school for

officers. Urnfortunately, many ¢f them were simply

lecking in educeation.

Great numdbers of ccmscrirts and reserves were

eesembled and fcrmaticns created in the c<hecrtest pcssitle

tire, Golikov’s 12th Army was created literally from

ecratch anl committed tc tattle in less than one mcrnth. FEls
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¢ivision corranders ané his staff had tarely had tire to
learn their jots ard had rect ccerdirated any werking
rroceiures cor exercised their battle functions rrior to
derloymeat. During this period (Noverber 1941) cire such
arrmies were created [Rer. 47: [p. 564].

with tae inexyerience and lack of forral
military training, elevatior of plannineg and cperaticnal
furctions wes a preéectical necessity. As the war progressed,
the General Staff was able tc withdraw frem current tactical
¢nd operational matters and devote more of its efforts to
develcping long term plams. <Zihukov mentiorns that by the end
cf 1943, the field commarders were teccming more self-
sufficient in airectirg operations, anc the officers of the
Gereral Staff were reduced in pumber and withdrawn from the
division level almost entirely. This reflects practical
exyerience galiaed durinog the war and the increased trust in
tae field commanders, as well as the mcre favoratle
strategic situation.

b. Heserves arnd Functionally Horogeneous Formations

Tre average strength of a Soviet division fell
fror the pre-war level of 1¢,2¢¢ - 12,222 ren to an average
of €,20¢ during the summer c¢f 1%41. The decisicn was made
to retain a small cdivision, ard to strip it of the various
specialized weapcns systems and technical suppcrt perscnnel.
zlements such as the light tarx, engineer, and anti-

alrcraft battalions were withdrawn frcm the divisicn, arl
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rifle resiments and bettelions also lost most of their
crganic siznal ard engineer elements. The Soviet rifle
divisicn came to ccnsict ¢f very little rcre than rifles,
rachineguns, and a few neavier weapons. This accorplished
twec things fer the Scviets. First, each ccmmander telcw the
army level usuelly had only a few 2ifferent weapons trypes
uvnder nis comtrol -- only one type if it wes & larger
weapcns system. Seccnd, the tulzx cf the special weapons ani
teckpnical surport materiel and the trained technicel
recscnael required to operate ther were placed in larger and
more functicnally homcgenecus reserves [Ref. 72: p. £8].
Limiting the organic weapons of the rifle
divisicn zreatly simplified its internal commard ard control
requirements. The small amournt of artillery which was
retained in the division was used exclusively in direct
®ire, and hence requlred no complexr target acquicition
capebilities. There were no rear echelon support elemernts
of any size, the “aon-combataant’ share of the division
manpower teing on the crder of fcur percent [Ref. 72: p.
£€5]). It was thus a very sirplified organization which could
te effectively cemmanded by an officer with little combined~
arms experience. ‘shen additional capabilities were needed,
they were prcvided by specialized elements whcse activities
were orchestrated by tke army commander ard his steff. [Ref.

41: p. 172].
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*ven &t the ermy echelon, it wee difficult to
macege diverse force elemeats. Eokov noted [Ref. 7€]

Tke commanders haed shown themselves to be urable to
efficiently control the forces of an army and to
crzanlize ccantinucus ianteracticn between units with
different degrees of mobility and raneuveradbility.

Because of the losses in the mechanized and tank
certrs, these organizations were cissclved end ircdependent
taa¥ bdbrigades and battalioms established from the remnants.
[Ref. 17: p. 161]. These smaller fcrmation: were used
rurely for surrort of the infantry, and were spread so that
no frcnt was ccmpletely bare ¢f armer. (Ref. 71: 7. 47].
Aviaticn was treated the sare way, each front and ermy beinzg
allccated a tiny chare of the scarce air assets. Tanks and
aircraft were so limited in nurder that their distridution
in this way barely provided mecre than tcken ccmbat suppert
during the retrogrede maneuvers of 1941 - 4Z.

Artillery and ensineer elements were treated
differently than tae armor and air assets, because they were
at least adequate in numbers. Sokclovskiy stated [Ref. 17:
p. 1€1]:

It was decided to form artillery reserves of the Suprere
Command, using artillery from the dissolved lrfantry
corps and at the expense of termrorarily weakening
artillery in the infantry divislons; these recerves

could be used to strengthen the most important
directicns or sectors of the front.
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The Scviet Unicn was unique in its use ¢f

extrerely large siangle arm formetions (Ret. 47: n. 11%,

et

311]. Scme of taese, like the artillery, were created frem
the very veginnicg of the war, while others, like tectical
air, were not created until industry reached full rroduction
after evacuation from the west. Large single weapon
forrations incluéded independent tark, artillery, and eair
corps, mertar and anti-tank regiments, and anti-aircraft
regimerts and divisions [Ref. 71: p. 47]. During the
periol when fortified zones were being constructed (until
1942,, there were ten engineer armies reporting directly to
the Stavka, Thece large units coatairizg the bulk ¢f the
eatire Red Army s resources could then be employed in mass
in the most critical sectors. As Marshal Zulikov noted
(Ref. 71: p. 52]:

Tre rprincipal reans by which the Svrreme High Cerrand

and the Gemeral Staff actively influenced the

development of operations and the overall progress of

the war consisted of strategic reserves.
Thece recerves even came tc include entire fronts, such as
the Reserve Front i{n 1941, the Steppe Front in 1942, and tke
4tn Ukrainilan and Karelian Frcnts in 1544.

The larze single weapon formations remained the

rrivate resources of the Stavka. They were ziven tc the
frorts for the period of critical actior, whether offersive

cr defensive, then withdrawn again to the reserve, At the
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besinning of the counteroffensive in front of Moscow in
Tecerter 1941, for exarple, there were three froots actively
rarticipating ir the creraticn. The critical sectcr was
neld ty the Western Front and was allocated €12 tanks. The
xalinin and Scuthwestern Frcots, flanking the Western, had
cnly €@ tarnks between themr {Ref. 47: a. 73, p. E539E&].
Shterenkc menticns [Ref. y: p. &3] the reinforcement of the
Z6th Army with "Guards mcrtars taken from passive sectors of
tae Sreat.’

Allocation of permarent reinforcing formations
was &lso controlled cemtrally, by Stalin himself. Voronov
[Ref. 1], Boxov [Zef. 7€] end others confirm that Stalin
£ert as a closely guarded secret the guantity of equirment,
ammuritica, and replacement formations available in the
Stavke reserves. His chiefs of war production would report
tc him perscnally cn the accurulation of stocks cr creation
of formations. Bokov ard Shtemenko meation a smell rotebook
Stalin Xert, which was the “resuyply data tase” of the Red
army. Bialer wrote 'Ref. 47: rn. 116, p. €11]:

At tnat time [August 1341] almost every plece cf
equjpment and every round of ammunition at Moscow's
disposal could be issued to tield units oanly om Stalin’s
cigpature. It seems that tnis prccedure persicted even
after the crucial shortages of 1941 and 1942 were

overcore (although with less attentlion to minute
details ;.




2. Dual Subordination

with the separaticn of tne gpecialty arms from
the normael orgéenizetion of the armies end fronts, @ system
of dval subordination was created ty which these horogeneous
forrations could be controlled. Witrhin the Cefense
Commissariat, whica was otherwise a won-operational
managerent btedy fer war prcducticn and dectrine, were formed
a number of Directorates and Main Directorates witk

ccgrizance cver tne specialty formations [Ref. 55: p. G]:

New rositions, comranders of service arms, were
intrcduced: airberre, mcrtar, air defense, and engineer,
ani the corresponding military control eagencies were
created vnder tnaemr.

when the specialized formations in the Stavka
rezserve were allocated to a front, they were subordianate to
the frcot commander in all ways not pertaining te the
techrical execitior of their specialty. Conflicts over the
emplcyment ¢2 mertars, for example, could te appealed to the
Stavke vie the directorate, rather than via the operational
chain of command through the General Staff.

Rear services for the Ked Army were rrovided at
the front and army level by a serarate support organization
with its own headquarters well tc the rear of the zcne. The
Chief of the Front Rear (!) was a deyuty of the Froat

Ccmmander and “...simultaneously subordinate to the Chie¢ of

the Eed Army Rear. A sirilar structure was also adopted in
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tae armies...  {Ref. 79: p. C73]. The Chief cf the Red
army Rear reld tke post of Deputy People’s Commicssar of
Tefense. BRialer ncted [Ref. 47: n. 41, p. E¢2] that after
the abolition of the commissars, one of the msin duties of
the ‘rember of the military council”® was supervision of the
rear. Fhrushchev, Bulzanin, and Brezonnev held such pests
during the war.
d. Subcrdination of tne Air Fcrce

Frontal aviation performed functions for the
front cormander which were quite sirilar to the way
artillery was utilized. Ther were toth subcrdinated tc the
front or army commander at tke beginring of the wer, with
aviatioa assets iaitially veing distributed among tne fronts
and control of them decentralized. This shortened
corrunications lines and facilitated command and control of
air support. As the lines stabilized and communications
became more reliable, an increasing rroportion of combdbat
alrcraft were controlled certrally. This allowed the Stavka
to mass the bulk of Soviet air power rather quickly. [Ref.
€2]. 3y the 1943 - 1945 pericd, from 4& tec €3 percent of
tne fighting strength of tactical aviation was in the Stavka
recerve _ief. €1: p. 1€], in air armies and cerps.

Fach front and army included a certain minimam
ancunt of creganlc air power -- usually a twe regiment
iivision for eech front, w#ith thirty planes per regiment

[Ref. 47: . 174). For large offensive operations which

117




were stupported with additicnal air power from the Stavka
reserve, & Stavke eviation representative would be assigned
te the front to coordinate all air assets.
Fecause c¢f the <scarcity of communicaticorns
equirment, the avietion representative was collocated with
the frent cemmand post and utilized the commen
corrunicatiorns center, until 1944. After that time, as
Silant’yev reported [Ref. €2: 1p. 24]:
Svtsequently the commander of the VVS [Air Force of the
Soviet Arrmy)], goiag out to the fronts as an air
representative of the Stavke, had along with aim a
ccrrand rost which was small in composition (a group of
cfficer operatcrs, RAT radic, cipher ¢fficer, HF
comrunicetions) which provided him with direct
cormunication witn the comrmand of the frent, the Stavka,
the General Staff, the VVS staff, the air armies, and
long range aviatior.

These orerations grours were freed from rmany dccumentary

reporting requirements ard usually ccordinated crally.

Whea long raage aviation (ADD) was used for
csupport of ground orerations, it was subordinated to the VVS
command. When it overated inderendently against military-
industrial objectives, it was subordinated directly to the
Stavka [Ref. 8@¢: . 24]. Evideatly the primery erylcyment
¢? AIZD was in grcund support, ac scme 93% c¢f tcmber sorties
during the war were within 5@ kilometers of the frort [Ref.
47: n. 42, v. 620].

Commanders of air armies assigned to the fronts

were rembers of the military councils (after 1342) and
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jepvty front cormmenders. Subordination wes duel --
orerationally subordinate tc¢c the front coerrander, but
dcctrinally, administratively, eand functionally suberdinete
to the VVS chein of corrand. This arbiguity wes esrecially
debilitatirz wher additioral Stavka assets had heen
allocated to the front, as the aviation rerresentative, the
alr army ccmmander, the front commander, and the cverall
Stavka representative 2ll hed some operational authority.
It tecare pecessary to lirit the trend to centralization, as
reflected in a VVS special directive issued in 1942 [3Tef.
£¢: 1. 26]:
‘The decisive concentration of aviation at the sector of
the main effort and, bdesides for the accemrlishrent of a
limited number o2 micssioens... is pessidle only with
centralized control which should not be drought to
extremes and become a goal in itself. The tendency of
scme senior commanders to ccntircl the sorties of even
separate flights and airplanes, with the complete
exclusion of initiative on the part of the lower
ccermander, can in no way te justified. As a result of
such ‘centralizetion’ subordinates develop inectivity
and irresponsibility and air operations are late.
Decentralization of control occurred cnly durirg
specific types of maneuver, however. Silant’yev [Ref. 83:
pP. 31]) mentions that when cviation uvaits were surperting
mechanized and tank units during pursuit operations, the
tank arry (or corps) cormander could assign specifl
missions to the aeaircraft. More often, the alr commander

would himself direct air activity from the headquarters or

comrand vost ¢f the suppcrted grouni unit. Eczhevnlkov noted
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vrirs the time of compet operations by mobile groups in
the oreratiozal certh of an enmery’s defease the
ccrmanders of aviaticn units were in especially ecguiryed
tanks or vehicles and hed redjo equipment to control
aviation in the air end for comrunication with their air
¢ields. RPef. €z: p. 24]

Statioring the aviation cormander far forward
was evidently necessary tc incure effective cccrdiraticn
withk the zrovnd unit commenders. It was & measure ordered
in January 1944, syrecifically tc avcid lcss of jcirt
interaction between ground and air. Previously,
dgifficulties had bveen exrerienced with identification of
friendly troops on the sround, suppression of friendly AAA
against friendly air, and with target identification.

Orce the quantity of eircraft inrcreesed to &
level where tight centralized control was no longer a
necessity, eacn front was given a mcre cr less stable
allocation of air assets. The Stavka ceased operational
rareuvering of reserves inm the final year of the war [Ref.
£1: p. 19]. Tre forces which had composed the Stevka
reserve were integrated into the air armies of the fronts,
At the same time, subordiraticn of the air elements tc the
ground cormander was rerplaced vy a more inderendent air arr
which acted in supprcrt c¢f, rather than sutordinatior tc,
the front commander [Ref. 82: p. 24].

During the first taree years of war, the varirus
naval fleets and flotiilas had, like the air force, been

subcriinated tc the ercurd fcrce frent commander.
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Tempcorndins the 4Ai1f€€iculty for trhe ravy was the leck of true
Joint staffing witrnin the Seneral Staff, With the rossible

€X

(9]

erticn c¢f the Ncrthern ¥leet, which had convoy protection
duties, the Soviet navy fuzctioned ctrimarily as en auxiliary
2% tne freonts. EBecauvce of this arrangement, naval aviation
and raval infantry were prirarily used to perform missions
cn the mainland. The Navy Commissariat had tractically nc
orerztioral control over the missions assigned navel forces.
It was not untll 21 Marca 1944 tnat the navy was
stubstantially freed from this subordinetion and, by a
directive of the Stavka, given rissicns of a were
traditionel naval cheracter [Ref. €Z].

5. Wartime Ccrmunicatioas

The Soviet communications capability, both fixed eani
robile, strategic and tactical, continued t¢ irrrove
tarcughecut the war years. The severe shcrtages cf all tyges
cf corrunications equirment for the armies ia the field was
largely overccme ty 1344. MNew doctrine and and techanical
advances were swiftly developed. ZzZlectromic warfare was
cracticed ty beth sides, and relaetively effective decepticn
measures were used by the Soviets. The unreliable &ni
ecsily disrupted comruaications apd cormand rost functicns
wnich had ccst so many lives and sc¢ much tercitecry in 1541

“were rectified.
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a. Strategic Cemrunicaticns

Stalin and the other memrbers 0f the Stevike rsed
taree basic means for cemmuricating with their rerresent-
gtivee anil with frcnt and army ccmranderse. Thece were
wireline ieletyre, liaison eviatiozn, andéd anigh frequency
'scrarbled) voice telephcene.

Tre 4difficulties experienced ecerly ir the wer
aave been previcusly descrited. The naticnal netwcrk c¢f
telerhone and tele=rapk comrunications consisted entirely of
cverhead wirelines. These were laild out in a radial rattern
arourd various centers, not a netWdork. MRef. f4: 1. 7]

As a result, all wire communications of the nation
ccneisted cf a numter cf autorcemeus, and as a rvle, not
interconrected, systerms of the repudlics, krays,
¢blasts, and rayons... ror this reason, vsers in
dif?erent oblasts could be conrected cnly threugh the
certral long disterce telephone exchaeange in Moscow.

The radial layout for telerhone aund telesraih
was extremely vulnerable. Loss of &ny ore link could sever
all comrunicartions with a large rertion of the courntry,
cince there were nc alterzate rcutes available and
reizhtoring rayons or obdlasts nad no direct coanections.
Intercennecting always was perfcrmed at the next higher
level corron tc beoth ends. All the wire lines were overhead
cn rcles which parclleled the malr rcads and rellways

interconnecting the exchanges. FRoads and railways wer?2

under constant attack by ecemy alr and artillery, with




reveated destructicn of wire lines as a consequence. This

rractice was chanesed irrediately ([Ref. &5: 1. Z2]:
Arncther feature of orsenization of communications ia the
arriec was the constructiocn of new rerrarnent lines
tyca=sine major tcwns, rail lines, alehways, ard xraded
vrpeved roads, it order tc lessen vulrerability to
acstile aircraft, waich were attacking these rail lines
anéd rcadse.

Since frent and army headquarters hed counted on
wsinz the civilian network c¢f ccmmunicaticns, they lacked
édequate reans of communiceting with the Stavka and the
General Staff. In a directive dated 22 July 1541, Stealin
ordered (Ref. £€: p. EZ]:

Chief e¢f the Comrunications Directorate of the Red Arry
Ccrrade Peresypkin ard the military ccuncils ¢f the
fronts are to rrovide for equipping the Leedquarters of
frents and armies with Raudct apparatuses [i.e., tele-
tyres] within & £-2&y period by stripping apparatuses
fror areas in the vicirity of the fronts and also by
veirg equipmert delivered from industry.

Stalin relied heavily or teletype for his
frequent conversations with frcnt and army ccecmmanders. He
114 not feel that these communicaticns could be intercepted
b7 the Germans, ajrarently because they were all by wire
line. Ee insisted that Bavdot te ucsed and fcrbade the use
of Morse code in transmitting his own telegrars [Ref. €85:
. €E£]. "Thkus, in tre first months ¢f the war, the basic

mears of communication of the Headqﬁarters of the Sugrreme

Figk Commard was telegraph by Raudot.”
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Throughout the war years the Stavka and the
General Staff relied neavily on liaisen aviaticr fer
comrunicating with fronts end armies. At first 2 squzdron
»das dedicated tec tuls purpoese, but scon proved tc te
insufficient feor the need. An entire sir lizison divisior
was established and cubordinated to the Yain Commumicetions
Zirectorate of the Red Army. It cerried cotriers with
crerational documents, rerreseatatives o4 the Stavka, and
officers of the General Staff to the front and army commend
tosts.

curing the war a special scveramental - military
teleprhone network was extended into the field to serve the
majcr fronts, and cccasionally tec army level. Referred te
as the ‘High Frequency Telepbone,’ or Véh (Vysoko
chastotnyl), this system enatled Stalin to ccnduct secure
cormmunicetiors with his key commanders and representatives
(Ref. 86: . 85]. The VCh was serviced and cperated by
special detachmente cf NKVD signal trocps. It was evidently
a cable system, but was raiidly derloyed with the forces
ever beycnd the bderders of the Soviet Union [Ref. 47: .
£2, 1. €21]. Znukov, Kooev, aad Shtemenko all reation it as
the means ty which they spcke tc¢ Stalin perccnally frem the
battlefield. [Ref. 87: p. 52¢]. A technical description
¢2 the VCh 1ls not avalladle, but it precbatly resemtled the
frequency irnversion and scrambling system vsed for secrecy

in contemporary transoceanic radiotelernony (Ref. &8]
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Ir addition to the three besic means used by the
Stavrza for comrunication, the Gemeral Staff also used radic
when available. It was not uvniformly supplied at first,
some fronits and arries having cc sets. In the reriocd 1941 -
1342, some PF voice radio was used for front- te- Generzl
Staff cormunications. After this reriod, when vehicle
rcunted reilo teletype equioment care intec the field, it was
vsed instead of voice [Ref. 86: . 66].

furing the war ir Eastern Evrope, reley stations
were established on the torder of the Soviet Unioa to rermit
direct radic ccntact from Mcscow down tc the army level.
Sirilar relay stations were required for contact with the
Far Fasterrn Eilgh Command and its sutcrdinate fronts in 1945.

The communications center serving the General
€ta’?f was located with its undergrcund element in the
Zirovskaya Subway Staticn. It was connected vie teletyge
and ring- down telepvhcne to Stalin’s office in the Xremlin,
A second communications center served the Defense
Commissariat, directorates, and the rear services
eaidministration.

A vehicular mounted comrunications center and a
specially equlipped ccmmand traln were later assembled fer
contingency purroses. This train was used by Stalin during
the Teheran ccnference. Shtemenkc mentioned [Ref. 9: .

187] that the train had to be storred three times a day to




receive reports cver the VCh. The train was alsc eguipped
with convertionel redio and telephore ejuipment.

b. Civilian- Military Integration

The most striking charecteristic of Soviet

military cormuunicaticns during World War 11 was the extent
to which it was integrated with the “civil” resources of tre
USSE. Control over all state and Red Army communications
was exerclised by one individugl -- Marshal of Sizral Troops
Peresyrkin. At the start of the wer, three separate
crganizaticns had existed with distinet eutkerity and
resrcesibility. These were the Lirectorate for
Cemrunicatlions ¢?2 the Red Army, the Ccmmunicaticers

Terartrent of the Crerationel Directorate of the General

tn

taff, and the USSR Pecple’s Commissariat fcr
Communications. Just one month into the war == on 23 July
1241 -- they wvwere combined intc a single azency uvnder ccmmen
management. The army ertities were merged into a single
Main Lirectorate (GUSKA) and its functions blended with
thcee of the Cemmissariat. [Ref. 84: p. 32].

In order to maximrize the uce of the existiag
communications infrastructure fcr the tenefit c¢f the fleld
forces, the Centrel Admiaistration of Field Communicatiors
was estatlished withic the Ccmmissarliat Zcr Cemmunicaticns.
zach army and front staff received a field communications
faspectorate (army) or directorate (fromt), which was

simultaneously subtordinate to the field commander and to the
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centrel administration. These entities were designed to
intezrate rilitary needs in the field with existing state
cemmunicaticrns faclilities leccated ir the orperaticnal areas.
The chiefs of these elements were also deputy chiefs of
communicaticns €cr the frcrt or army [Pef. €4: p. 18]:
In operational terrs, the rilitary orerations centers
were under the respective chief of communicaticrs of thae
fronts and armies through the field communications
directorates and iasrectorates, épnd in administretive
terms and for questicns of material and techrical
supply, under the chiefs of the oblest end xrey
corrunications adrinistrations.
Militery line constructicn units were creeted tc exteni or
repair the overhead lines, and special recoastruction
tattalions were created tc follcw in the weke ¢f offensives
and restore national commvnications. These were part of the
Cormissariat but resronded to military tasking as well.
(Ref. €6: ». €2].
The extent to whicn civil networks served
tactical purpcses is descrited by Peresypkir [lef. £5]:
Cne important feature of organization of wire
cecmmunications in a defensive operaticn c¢cf£ the 16th
Army, as of other armies, wes the extensive employrent,
alongside T/F [organic] equipment, of statiomary
civilian communications facilities.
Maximum use was achlieved dvuring bdattles in and arourd major
cities, such as M¢scew, Stallirngrad, and Lursk. when local

facilities were used for tactical (as well as operational)

curpcses they were cernected ie a ring circvit, ccovertine
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rart of the radial layout into & network. This erhanced
the survivability of the wire links. [Ref. 62: r. 7]

The entire resources of the country were
available to the army at any tire., ARegular radio
transmissicn staticns for "cemmercial” troadcast
applications were also pressed into use for military
rurroses. During the war these rowerful transmritters were
veed tc "strensthen communications centers.  [Ret, g€:

r. €€E]. Other state enterprises which had organic
ccmmunicaticns means served the army as well. In July 1641
‘srour Lukin’ was created from three rifle divisions and a
mecranized cerps, and coatrclled entirely ty railwey
telephone [Ref. 41: p. 1€€].

c. Skip Echelon Cormunications

The radial pattern of commurication wes
rreserved by the GUSKA in order to imsure centralization,
tut it wes slightly mecdified in order tc increase 1its
curvivability. Six weeks after the fronts had beenm abrugptly
crdered tc supply themselves with teletype equipment, the
Stavka directed that "all armies within e Z-dey period be
equipped with Baudot duplex sets and that the General Sta‘f?
be in direct contact with 2ll army staffs. [Ref. B4:

r. 36]. This was the first time that “skip echelcrn’
communications was employed by the Soviets.

The rractice c¢f raintaining sirultaneous countact

with subordinates two levels down was extremely effective.
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In 19643, this architecture becarme obligatory fcr all
levels cf ccmmand.

daramzin irdicated (Ref. €9: ©p. 14] thet merny
arry cormanders received routine rerorts from corrs,
iivision, and regirmentél commanders during offensive
operations. He lauds Army Comrander Batov (65th Arry ) for
mairtaining communications "tc three and sometimes even to
four echelons lower, right down to battalion corrander.’
Ratcv’s approach was cecntrasted witk thaet c¢f cther army
cormanders who maintained comrmunications only with their
corps cemmander:

Alttough at first glance this granted tre corps
ccmmander mere iritiative, at the same time 1t led te a
certainr delay in the employment of army means in the
course of the btreakthrough, especially of artillery.

The main advantages cf skip echelon
comrunications were considered to be the time saved iz
reporting upwards, especially when requestinz suppcrt, and
the added durabdility it gave to the cormand ard control
structure.

d. Tactical and Operational Communicaetions

The extreme shortazes c¢f military communicaticns
equipment led the Red Army to devise a variety of non-
electronic alternatives during the early days ¢2 the war.
As the shortages were eliminated, much of the eerlier non-
technical approach was retalned as teing well- suited to

contemporary combat conditions.

[y
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Because of the rarid exransion ¢f the Red Arrys
just pricr to the war, and tecause of the early heavy
losses, suprlies of communications equipment were simply
aot available for issue to the forces. Practically all of
the releted industries were located in the arees of Zuropeen
rnussia soon occuried by the Gerrans, and what had aot bveen
ceptured had been uprooted end evacuated to the east. Thus
in, 1941, the surily schedules for forces had to be reduced
telcw the pre-war T/E. Divisicns were issued 4 rather tharn
€4 telephone switchtoards, 122 rather than 327 field
telepacres, and 1€ or 12 rather than €2 radics [Ref. 84: ;.
2E2]. Surrly schedules did not revert to rre-war levels
urtil 1943, when prcdvcticr had been re-established east cf
the Urals. 3By 1944, field formations enjoyed their own
reserves 0f communications equirment, generally 12 tc 72
perceat abeve T/E.

Perhars tecause ¢f the lack of cther reans, or
becauvse of more comprehensive exposition of the details, tte
rost accerted method for delivering the orperational rlan to
subordinates was in person. Portuvgal “sky noted (Ref. g¢)
that 1t was mcst expedient 2c¢r the subordinate ccmmazders to
travel to the superior headquerters, there to receive combst
orders personally &s a grour from the army cormander. This
proceiure took adout six hours (division-army levels). If
that was not possitle, then the cormmander would visit his

subordicates consecutively, briefing each in turn. This

13¢
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t00x abtout twelve hours, but had an added benefit ia that
tne ccmmander could percsonally ctserve the terraln aand the
prevaretions in each subordinate unit. Micsions were only
rarely assigned ty telepacne cr radie, ever wkhen they
exicsted and were reliedble. This was recognized as being the
quickest, requiring a fraction of the tire, but not anearly
as ccemprenensive as ;n ia-perscn briefing. The favcred
rethod was to assign missiors from the map, them to check
the sutcrdinate’s map tc corfirm his urnderstanding of the
plen. When time was short, staff officers would be given
the oreratiocnal plans and disyatched by air or vehicle to
the subcrdinate ccmmand. 'On the whele, delivery of comtat
rissions by staff offlcers or the so-called liaison agents
service (lialscn c®ficers) was very widespread.  [Re?. 92]
In addition to increased detail, greater
cecurity was possibtle 12 use c¢f radic and telephcne wes
avoided. The Scviets were acutely aware of the Gerra:z
talents for radic-electrcnic reccrnalssance, and had
suffered sreatly even in the first World wWar fror lack of
radioc security. Germaa armies and divisicps started the war
with organic radio reconnaissance companies and platoons,
and conducted effective radio location anéd extrleltaticn
within the first 152 Xilometers from the FERA. [Ref. S1]
Alferov descrited a majcr tactical maneuver wherein an

entire army (3rd Guards Tarnk) was withdrawn from one
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triceehead and inserted intc another in October 1942

Re®. ¢2: n©n. 29]:

—-

Twernty Pc-2 aircraft of a serarate signal regiment and a
mebile facilities comprany c¢f tne arrmy were used fcr
cormand end control during the march, end liaison
officers on rotorcycles were used in the corrs and
bricades., Wire ccermunicaticns were lald c¢cnly at the
[river] crossings by personnel of the ermy’s signel
regimrent and froant engineer units, and by corrs
perccnnel in day halt areas and assemtly areas. 2adic
fecilities operated only in the warning net end only on
receive, All this contridbuted to stadble and secret
ccrmmand and control.

In connection with the witkdrawal, & decepticn
oreration was conducted tc avoid enery ietectiorn of the
withdrawal. 1In eddition to mock-ups of tanks and gurs, army
command rosts and radios were left behind at the orizinal
bridgehead. The Germans were reported to have contirnued
vombing the abvandoaned rositions for a week thereafter.

The only epparent difficulties withk the merch
occcurred because the corrandant’s service had been
decentralized tc trizade level, and passaee tarough army and
corps phase lines were not maintained due to lack of
centralized management.

The Soviet ccncern for secrecy abcut forthcoming
ovperations overrode ary procedure which threatened to
sacrifice <ecurity for mere expediency. Silant’yev [Ref.
€¢: r. 28] noted that measures taken tc insure secrecy

included lirmiting the number ¢f rersons workiag ouvt

cperational plans, transmitting plans orly in document form
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or face-to-face, and kidirg the command post itself.

Alferov [Fef. 92: p; 2¢] added that secrecy is also
enharced by "piecemeal assisament ¢f the missicn” -~ ty the
army commander for each phase and by the corrs commancer for
each d1ay c® movement. Pcrtugal ‘sky ncted ([Ref 14&, p 3&]
“To conceal the concert of the forthcoming oreration from
tne enemy, missions were delivereid snortly tefcre the attack

(to & division =~ two days; to a regiment -- one day)

C. PCSTWAR DEVELCPMENTS

There were substantial improvements made in the force
structure and its comrand and control functicns in the
tcstwar years (1945 - 1983). These were primarily
esscclated with the formation of truve combined arms
divicsions, with the rechanization of the Red Army, &nd witn
techrical edvances in electronics and production.

Dermands upon the responsiveness, flexibility, and scoge
¢? Scviet tactical ccmmend and contrel increaced
draratically during this period. The lerze horogeneous
forrmations began tc give way to units which integrated
ceveral diverse weapons systems intc a permanent
organizational entity. 1In 1944 a rifle division had no
armcred fighting vehicles at all (but was autkhorized €1¢
norse drawa urnits). [Ref. 72: p. S8]. After the war, the
rifle division was given en organic tank and self- propelled

artillery regiment. Battalions and even comranies were




ziver greater creraticnal self- sufficiency by rcutine
reirzfcrcemernt with taenks, mcrtars, encsineer, and chemical
eierents [Ref. 92]. Mechenizétion of rifle corps was eight
timee (in terms of rumter c¢f vehicles) the wartime level.
Zclevrin wrote of this period [Ref. ¢4: p. 8]:
It was ncw necessary tc pessess mcre data orn tne
edversary, on one’s own troops, Reigkdoring uvnits, the
térrain, anod to perform a number of calcilaticns
ccunected with the emplcymert of weapons and cembat
equipment in lerger quantities, sreater diversity, end
greater corbat characteristics... Greater detailing was
required in missicn bdriefirg...Increased trcop mobility
and more higkly dynamic combet orerations greetly
increased the difficulty of the work rerformed by the
ccmmarder and his staff...

While time available for exercising commard and control
functicns was decreasing, the amcunt ¢£ contrel required ty
fvli; mechanized comdined arms combat was increasing.
Increasing tone size 0f the cormand staff was found to te an
tcacceptéble measure, &as it made the staffs bulky,
varanageable, and inflexible. Tae Scviet aprroach to these
protlems thus [Ref. 94: 3. 9): "...proceeded primarily in
tae directioa of irmrroving the work methods 02 cormaaders
end staffs as well as the structure and equipment of control
eatities.”

The mass of cperaticnal dccumertation walch had bdeen

required durine the war was greatly reduced. Lengthy “pre-
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decision” conferences of the commander with all ¢f his sta

memders ard his subordirate commaniers were eliminated.




|
;
|

‘urics the wer, each ecnelon had ncrrally had severael days
tc pregpare fcr an coeratica. This was redured t¢ hecure due

to the increased medility of rechanized forzes. In rlace cf

D

xtencive dccurentaticr, cerps and divisicr cemmand ard
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personnel would prepare simple operation orders &nd
tirinz coordination tatles in just a few hcurs. Thean, the
ctaff wculd disperc<se ¢ the subcrdinete echelcns tc mcniter
and as<sist their rrerarations.

Zuring the trarcsition perici, wnen armcred and

reche 1ized Aivisiors were added to the rifle corps, a

wn
(D

pecialized c¢ccrrand and staff elerent was rrovided within
the corps headguarters to assume direct control over these
elererts. This was necessary. as 5clovnia noted, due tc the
inexperience of tkhe rifle corys cormmanders with mechanized
znd arrored forces [Ref. Q4: ;. 11].

L trerendous lacreese ir tae use ¢f radio was
exzeriencel i{a the latter war years, and developrents
centinuad in this area after the war. This was due ir part
tc the greater mechenization of the arry, which necessitated
use ¢ radlo, and the greater availabllity and techrical
sopkisticetion of tke equipment itself. Portable UEF sets
with much greater rarze and with broader freguency selecticon
were deployed. Higher echelon command posts also received
rore soraisticated equirpment [Ref. 94: p. 15):

Mebile communications centers for combined arms units
aeadquarters, which haa not beern avajilable in the last
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war, were dezlcyed... This equipmernt was carried contoard
motor vekicles, W#hick contained switching, chennelizine
and corrwnicatiouns terminael equizrent adartzd for ragpi?
deplecyment and tckedcwa under fleld cenditicrns.

Adorticn of this equipment gsreetly increesed the
rctility of cozatrol facilities and the communications
system as a3 whele.

Zuring this pericd the cctivities of the staffs also

cr

2gar to be nechanized, primarily »y the intr-oducztion of
varicus glide rules and mechanical ncecmepraphic devices.
Procedures were standardized, which had not been dore during
the war. |

There were certain changes ir the organizetioneal
structure of the Defense Ccrrissariat after the war which
terded to ccmparimentalize the forcec alcag wecpens systems
lipes. In 194€ a Ccmmander ia Chief of Ground Forces was
created, with 3 separate headquarters and als cwn system c¢f
directorates. As Garder noted [Ref. 95: p. 122]:

Trne ccrmander—-in-chief ¢f grcund fcrces centrclled only
the infantry, (horse] cavelry, sappers, signels ernd
~hemizal troors. GHenceforth artillery, tenks, anti-
aircraft defencze and airtcrne treoops each carme urder its
cwn General Tirectoraete and its own commender who wes
directly responsitle to the miailster,

The tactical air fc¢crce, lcng range aviaticn, anrd the
ravy €ach were headed by seprarate commarders- in-~ ctief,
alsc reperting directly tc the minister.

The territorial organi:zation of the USSR into military
éistricts (Okrugs) was retained, and the cccupaticn trcceos

in Eesterr Zurope were orgenized intc enalogous groups.




These distriats and srours, 22 ia aumber, all rerorted
Zirectly tc the mirnicter, except fcr the taree Far Tactern
districts whicn were zataered under the High Corrand of
Mdarshal Malincvekiy.,

It can bes speculated thet the formation ¢f specialized
ccmraads was in part an effort to rrevent the growth of
cliques witkin the military. The postwar years saw a
reirrosition of police and political coatrel in tae forces,
motivated perhavps by the exposure of the treeps tc Western
ctlture and by the large aurber of deserters exgyerieaced by
the army in Xurope. CTlssatisfacticr was high, even with
ranking officers. Mcost of tae military elite were ziven
actual cr 4e factc demcticns after the war, tc prevent a
military grab for power. [Ref. S5: p. 128}. Zhukov, for
exarmple, tecame an Ckrug ccmmander - aardly ccmmensurate

with his wertime pcsition &s Deputy Supreme Commander.
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IV, SCVIZT COMMANT ANZ COWTROL TODAY

The Soviets view the raepifold rrcolems cenfronting
effective ccmmand and ccantrecl c¢cn the mecdern battlefield as
;0sing such new and untried questions thet the past two
caecad2s are seen as a period of reveolution in military
affairs -- one every tit as significant as the previous
revolutions occuring in the 1842s with the edvent of nucleer
wearons aud in the 15%Zs with the develcorment of gzuilded
rissle delivery meens. The new revolution is cne involving
advanced ccermunications technology, cybermetics, and
computers tc accomplish & new dimensicn in scientific
leadersnip and managerent of the armed forces. Tanis third
revcluticn was in fact driven by tae cornsequences cf tiae
first two, and is made possitle only by the scientific and
tecnclogical advances in electronics and the sccial
sciences. As Ealloway notes, [Ref. 1: p. 27]:

Frem the pelitical peint c¢f view teth trocp contrcl arnd
military manegement ere different aspects of the genereal
troblem of managing social rrocesses. In cybernetic
terms, trocp centrcl systems and military management
systems mayry be seen as bilerarchicel decision mekirg
systers, through which particular kiads of auren
activity are cptimnized.

The approach to commend and corntrol taken by the Soviets
is ouite differeat frcm that taken by the west, due in large

rart to the ideological and political traditions which
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Zgmipate military thcught and also ty the zeopclitical
reletionskip enjoyed by the USSR regerding its Zuropeeén
clieat states ard its cotner spaeres of interest,

Ip the past decade the USSR has increasingly turned its
atteantion to developing fower rrcjection. carabvilities wanizn
zive it, fcr the first time, the ability tc ccntemplate
substantial military izvolverent in ereas distent from its
cwn borders. At the sare time, a rercerption has arisen that
theater nuclear warfare, espgecielly if concluced rapidly end
successfully, aeed not inevitably lead t¢ stratezic nuclear
warfare. The possibility of ccnducting ianterse aad rapid
conventional operations on & huge scale, pre-empting enemy
Lse of tactical nuclear wearons, has also been acknowledged.
Success of these operations is made possible only when
corracd and control systems have achieved a new order of
efficiency, speed, and accuracy. Current Soviet literature
is rre-occupied wita the develorment of these attritutes jn
taeir command and ccatrol dcctrine.

The extremely tight centralization of control used ty
the Soviets Is a consequence of their ideclogy, as is tne
insistence uvor absolute obeiience to all orders. Under
conditioas of rodern warfare, when it is likely tanat nuclear
“eapons will be used on the battlefield, the highly
centralizeé control system of the Soviets will be extrermely
vulnerable. The Soviets ere not blind to these

vulnerabilities, acd have espoused certain reasures to
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m™e

insure continuity c¢f centrol., Toe first ¢f these measures
i< to 40 everything rossible to insure continuity of
corrunicatiorns tetweern all elerents througa reduvndency,
mcbility, aerdening, caemouflaege, &nd techrpicel
sorhistication.

Arcther meacsure used tc reduce vulaeratility is tc plan
for every possible contingency, so that no turn of everts
will confront the cormmander with a situatioz for whica he
ices net already have a general scluticn. Te¢ reduce the
cumbinetions of possible events, operations are precisely
tlacned and all roverents and activities on the battlefield
carefully crchestrated in advance. Great precisicn is
required, but rre- plenning greatly reduces the
cemmuricaticns requirements imposed cn the commander.
Lccording to doctrine, the offense is pursued by each
individual manuever element in acccrdance with a precise
time-table, adlerecce to which is of paremount importance.

Soviets exrect subordisate commaaders to adhere rigidly
to the plan of the superior whenever lines of control ére
cut, end to use whatever reans possible to complete the
crizginal missicrp exactly as specified. The subcrdinates
must ot deviate ir execution of the mission beyond the
score of the originel rplan. Considering the exyected
inebility ¢f the hizker headquarters to ccmmunicate to
advanced elerents to warn of Soviet strikes at targets of

cppertunity, the supericr muet kncw exactly where eaca
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subordinate element is supposed tc be at any <iven instent.
The lack of real tire iuforraticn canpn, to sore degree, be
compensated fcr by rizidly adherirg to @ precise cperaticrel
time-table.

Since Wcrld War 11 taere has been an crder ¢ magnitude
increase in the quantity of information flowing to the
cemmarder, and a reciprccal decrease irc the amcunt of time
availatle to bkim for processing and decisior. Pert of this
is due tec the complete meckanization cf the arry, which
enables the meneuveripg elements tc rove much more raridly
than in rrevious wars. The availabliiity of nuclear weaypors
also adds immeasureably to the commander”s bturden. Nuclear
wearons —-- even s°— called low yield ones of a tactical
rature -- are nct to te used indiscrimirately like cecme
large scele artillery round. The incredible reduction in
the purbder of rounds one needs to expend in order to losure
destructicn of a given tarzet is paid for ty the
corresponding increase in the data which must be delivered
to the corrander tefore he caa nmake the decisicn to erploy
nuclear weapcns. This drives the need for a target
acquisition data base, force effectiveness calculations,
warhead selection, weavcns allccaticn, and effects
rrediction., For tkese end other needs, the Soviets are
turnirz tc the tattlefleld ccmputer.

The tuen to eybernsztics is a profound end heevy

corrittment for the Soviets, serving first to auvtomate the
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riznly complex functicns asscciated with advanced weapcens
technology —— zvidence systems, avtomatic pilots, etc. --
and eventually toc eutcmate troor contrel itself, They
picture this as complete autcmation, ard view the comménder

as & rart c¢f the rachine, sc intirately will their fuacticaos

te icined.

A. THF TEIQRETICAL MCDEL

Scviet military thecrists must always start frcm general
rrinciples, which are couched in the diealectic cof Leninism,
and then wecrk to the specific. In studyling ccrmand ard
control, it is useful to examine the model used by Ivencv et
al [Ref. 1¢: p. 1Z] tec typify a military contrel system,
This is skown in Figure 1. The model is the idezl, and the
actual corrand and control system must arrroximate the model
gs vlosely as possible.

1. The Contrcl System Mcdel

As can be seen in Filgure 1, there ere four eatities
in the rodel: the object of the control system, or the
contrclled object itcel?; the contrcl orgen or egent; @
superior control organ or agent; and an automatic instrurect
fer contrel. The entire model is embedded in its
environment, which influences each of the entities in a
cpecial way.

The entities are in communication with each other in

two distinct rodes. From higher to lower eantities there are
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direct ccmrunicaticne channels carryins orderc ang
directives. Trom the lower elerents to the hi.her there are
direct and indirect feedtack chanaels. The ccrrunications
chernels are degraded tec verying degrees by interference.
Qutside the irrediate ccntrol system are cther,
raréllel systems, to which lateral two- way commurications
channels connect. Scviet theorists aimr tc irrrove the
efficiency and reliability of the corntrel system as 2 whole
by develoring and improving vrom the individual corporent
rarts as well as tue entire system. That 1s, each entity
rust function in a certain way in order to optimize the
system. Xach interacticm must te ortimized, and so fortn.

The cperaticr cf the molel consists cf well defined

wn

ters. First, the cormacder or coetrolling agent gathers
irf?crmaticn. Seccnd, a decisicr is made. Third, that
decision is communicated to the controlled obdject. Fourth,
the centrclled cbject restonds with the directed activity.
Tifth, the activity of the controlled obj2ect 1s monitored
and its perfcrmance measured in varlous ways, and the state
0% its performence is fed back to the contrelling agent.
All cf tzese steps taken in total, ccmprise ore cycle of 3
repetitive process. The firel step of this cycle, the
feedtack informaticn, cverlaps the next cycle and

corntribrtes to the information gathering process.
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2. The Military Bierarchical “odel

Ixtendings the scove of the roiel, Ivarov fRef.,1¢:
TP. 22-21] then descrites the anierarchical structure c¢? the
rilitery chain of command, wﬁich consists of overlagring
contrel systems cornforring to the model., The -<ontrolled
object is, in every case, matched tc the ceredilities of the
controllinz agent. The comrucicatiorns channels arrlicabdle
at eaca level are different, but perform the same functicrs.
At the lowest level the controlling azent is the soldier,
the centrelled cbiect is the weaper, arnd the communications
charnels are the paysical sernses ani actions of the soldier
and the wearon. It is significant that the entire hierarchy
¢f ccntrel systems exists fer the express purpese cof
controlling the wearcn. In the Soviet view, the chain must
rot bte breken at any pcint, cr cortrcl will bte lcst.

The actuval lirks in the control chain are indiratad
in Tatrle 1. Eigher echelcne are after the regimental mcdel,
excert that military councils exist at front and fleet
levels.

With the exception ¢f the very lowest level, the
control systems of the hierarchy share the commrcn attributes
of cortrolling men, rot weapons, and o€ playing both a
controlled and a controlliang role. That is, the contrclled
~bject at eny level is in turn the controlling 2zent for the
next lower level. Thu¢ a battalion commander and his staff

are the subject o2 ccntrcl by the resimental commarder and
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Ccntrolled Controlling Means of exercicsing
Chjisct Zrgan/Agent cortrol:
Weapcn Cperatcr/ Manuvally, mecaarically,
Soldier cemi-avtoraticelly, or
autcratically
Scued or Squad leader cr Auvditory, visval, and
Crew Crew Chief some technicel means
DPlatoon Platoon Audio, visual, radio,
Commenderx and telepkone, but no
staff
Ccmpany Ccmmander & Functicnally organized

staff

staff and specialized
control secticas for
recenraissance and
communications

2attalion &
attached units
in support

Cormander,
deputies,
& HQ

Comrplex staff and added
exuctive bedies, with
special communications,
reconnaissance, and
observaticn units

Ccmbined arms
Reziment with
attached units

Commander &
headquarters

Combined arms Lead-
gquarters and functional
cortrol sutsystems fer
combat arms, special
troors and services;
utilizing all technical
reans. Cne-man command
in effect

Table 1

Links in Hierarchical Control Chair
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staff, while simvltareovsly controlling the commendercs and
ctaffs of ccrranies end attached ualts within aanother

contrel

in

ystem.

One interesting feetufe of the rodel ics the overlap
cf ronitor end corruni-catiors functicus. As snown in
rizure 1, the surerior control orgen hes direct links to
the auteratic device coatrolled bty the suberdizate echelor,
Thues, 1t can ccmmunicete decwr two levels c¢imultanecusly, as
well as monitor botn of thnose levels., A regimental staff
wotld thus control directly the various battelion level
steffe while rainteining cortact with the comranies.
Cempanies can te allcwed tc mcriter communications betweer
tae regirent aané the battelion, while the regirent can
mcnitcr the resporcses cf tne companies tec tne battalion.

It <should be noted that until recently, Soviet
literature inferreé¢ that the nicher headcuarters always
assures cormend of an echelor which has lost its cortrol
roiat. Ivanov ([Ref. 1¢: rr. 222-221) indicetes that the
ccmmerder”’s operaticns order snculd deteil the successicn ¢f
comrand authority in the event of his incaracitation, either
tc crne ¢? his subcerdinate cemmenders c¢r tec hiec deputy. The
nigher echelon carn alsc extend an element cdown to the lower
level fcr this purzcse. Deciznated succescsers saare in all
combat information ard have similer communications reans.

Thvs, the cverlapiinz nature of the ccrntrol system

model lends itself tec the ceontinuity of coatrol from estove
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ia the event an echelen ic¢ iacazacitated, and one auvndred
cercent redurdancy i< tnuc previded implicitly irn the
trierarchy, eside from elternzte control units.

2. Meacures of Fffectiveress

The Soviets essume & 2o0listic epproech in reesurine
the effectiveness cf their trcor corntrecl, telleving that the
restlte ¢? the tatule are indicative c¢f the cuality cf that

cortrol. As Ivenov wrote [Ref. 12: z. Z2€]:

by

The combat trcop contrel ic realized rct for the sake ¢?
centrol itself, but for the sske of achieving the
indicated zoal, the terformance c¢f the acssigrned corbat
miesicn. By the results ¢? tne assizned cemtat missicon,
thet is, the effectiveness of the vtilization sf the
ferces and means of destruction... {t {s vrossitle and
atcve all necescary tc estimate the effectiver2<cs of
trocp cortrol on the part of any commender or 1roop
coantrol unit., These are the rain criteria fer
evaluaticn net crnly cf the trocp c¢peraticas tut also the
activity of the commanders and staffs. It is gquite
otvious that it is impossible to coasider troor centrol
succescs?ul i{f the subcerdizate units and <vbturits nave
not carried ouvt their combat mission...

The emrhasis cz sucress is typicel, acd in this case
can te traced to ancther tenet ¢f tne Scviet doctrire, thet
the bdasis and essential element of troop control is the
ccmmander”s decisicn. Thus the success c¢f the ccmlat
miscion is the only legitimete measvre of effectiveness of
the ceontrol systerm,

Other measures can, hcwever, te applied tc the
control system itself in quentizing or indexing the

e®ficiency ¢? the control agent. Ivancv indicates [Re?. 1¢:
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}. 42 thet each ochelon ernd type of urit hes a rexirum
ecllcwarle tirme duration fcr ore cycle of the coatrcl

. That ls, the time reguire? tc gather the necessary

a

es

n

gre

bae

nformetion, meke & “cubstentiasted” decisior, and

[e]
3
[¢1)

r
cisserinate it te the irplementing unit, must be as shert as
rcssitle and can 2ot exceed an apsclute value equal to the

“criticael zontrol tirme.” This critical control tire will

differ amcnz the varicus cortat arms, being srmallest fer an

ir defence unit end lergest for some rear services uvnits.

m

It ic a concert that will te develored telow.
I2 striving to imrrove *he currert state of troop 1
cdntrol, in order to satisfy whnat are perceived &s existing
recuiremeats upon it, the fcllcwing measures are regarded as
essential: further development of troop control thecry;
imrrevineg the crzanization and structure of the trccp
contrel organs {(i.e., steffs); introducing new, automated

coatrol equirment; and irproving tae precedures of the

commanders and steffs when using tre new eguipment.
Significant is tne relegaticn of new eqiirreat to

third place, while theory renks first anéd organization

cecond. In the Soviet razner, theory for emrleyrent rust

precede the Jevclcepment c¢f the hardwere. The herdware dces

act drive tnecry, :
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CPI2ATICNAT CHARACTZRISTICS

28]

Scviet ccmmand and ccnirci doctrine and cperaticnal

charzcteristics are often not explicitly steted irn the

4]

literature btut rust be deduced from tastics and <trat

gy -

Thue it is recescery tc ccneider the Soviet view cf thester

*-
A%

wartare and acddress cerrand aad control within that context
Tae Zurcvean theater is the area ¢f mecset cencern te the
CSSA, being the most likel;y future battleground tetween the
fcrees of the warsaw rPact aed tncse c¢f MATC. The tyvre cf
tattle for which tae Soviets &are preyared in Zurcpe is then
tne envircoment within which taeir ccmmand and centrol
cystem will be stressed tne mocst and hence, represents the
frarework for the discussion telow.

Scviet tactical and cperaticpal dcctirine emphasizes the
impcrtance of surprise, c<reed of rarevver, and weepons c¢f
—3ass destrvcticn in declding the cutccme c¢f medern war. As
teccrd ncted [Ref. 9€: 1. 28], "The Group of Soviet Forces
in Gerwany (GSFG] is structured principally fcr a maessive
blitzkrie~ against western Europe, regarcdless of the
circumstances atterdling the outtreak ¢f majer
rostilities...” "The magnitude, disposition, ari structure
¢f the Soviet Army clearly reflect willful preraration for

mascsive, rapid offensive operations at the theater level in

O
()]

iurcre. [Fef. . 32]. Douglass concluded in nis

hel

-

anglyeis TRef. 97: t. 4] that "The Soviet concept for war

azglaet NATC stresces the irtortance of 3 rreerrtive,




~acsive, in-depth, surprise, nuclesar strike ir cenjurncticr
itk zn irmmediete, hizh syeed ground and a'r exploitation.’
Atsclute rricrity will te ziver te tie tarzetinz c¢f Western
rucleer delivery vrits.

*racsive concentrations of arrcr end mechanized iafentry
will escerble in extremely rrecice crder te advarce threugh
tae areas devastated ty nuclear fires tefore the defernse can
reccver. Cnce tarcugh the lines ¢f defense, the fcrcec will
sypreed out to attack the reer, consolidete holdings, ard
encircle enemy fcrces sc that they might be destrcyed.

Their strikes and their attack will be at the very strongest
tveirnte ¢n the defensive linpe, in c¢rder t¢c achieve maximum
attrition of NATO forces with their rucleer fires. Thus thre
tattle is intended tc te very shert and intense. Vertical
envelopment will be uvsed to attack targets deer in the enermy
rear. The desired frcantael attack will take place crnly after
the defenses heve been cleered by nuclear fires, the ettack
teing launched from the march. Units will te time-rhased

to avoid static corcentrations of troors, which would make
lucrative targets for NATC fires. All c¢f the attacking
elements will zdhere rigidly to the cperaticons time-teble
established by the comrrander.

Sutcrdinate ccrmanders are exrected to use every means
at their disposal to meet the superior”s odblectives to the
minute. ~Failure tc mcve in acccriance with the master plan

conld place the unit in the way of subsequent Soviet fires,
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»nich will be rage with the assurrtion that all friendly
write are ¢n schedule. rhen lecss ¢f centact cecurs,

ranecver elements are excecteq to zxsecute their rmiscions,

»

tut nct tc charge c¢r add new crnes,
Tre thrust of Soviet doctrine end developmwent cern be
cnaracterized by tue fcllcwing measures:

(1) PFlans for ell possible contingencies &re prepered irn
advance, s$0 that cubordinate units mey have their
miesicns ccmpletely mapped cut ir preraratiocn fecr
“trisgering” either upon the comrend of hicher
aeadquarters or uvrpoa thke cccurrence of a rredeterrined
vattern ¢ events.

(2) The reportice, decision- making, end order
disserinating rrocesses are expedited 1o the areatest
extent possitle, sc that they might cccur tefcre a
breakdown in communications occurs and bvefore tte
enery has tire tc organize an effective strixe &gainst

tne Scviet fcrce.

N

Alzoritbhmic metheds and automatic devices are
ircorzorated intc all control organizations so thet
decisicne may bte made mcre cuickly, may cenfcrm rore
closely to the ‘optirum , may be mede uvaiforrly and
tredictadbly, and may te made reliabdbly even in the
absence ¢f firm centrol by higher autherity.

(4) Control points and the cormunications means which

suppert them are made as survivable ac ncesidle, by




hzrdiering, mekirz them mobdbile, reduniaat, and z¢ smell
&s ressitle,

1. Creraticnal Precicicn

Soviet literature stresses the varemount irportence
cf rrecision in tne execution of the vunit rissidn. The tlacn
fcr the vattle must be trecise and urembigucus, and the
subcrainates rust conforrm to the tleu exactly as it ic
written. Trhe Scviet thercushness in plarning for every

ossible contingency ir the most consuming detail is ore of

e}

the nmost strixing aspecls of taeir corrand aand coatrol

syster. As Reznichenkc wrete [Ref. 9&: . 16]:
Much derends on the atility of the commander to
fermulate the battle missicn clearly tec Pris
subordinates, to determine rrecisely tkhe order cf
execution by rosition and by tire, sc that the content
¢y tnece missicns permits pec variation in
irterpretation...

The ideal plan is one which addresses all rcssible
variaticns of events, sc that even snoulé tctal disrupticn
cf communicetions occur, the subordinate {s still able to
rerforr according to the plam of the surericr. <Such & rlan
is ckaracterized by timetables, precision, and totel
adaerence by the subordinates.

The benefits are several. Radlo ccmmunicaticns are
considerably reducea, siace much of the ceordinating

inferraticn has been deciced aheai c¢ time. Pre-cperational

readic traf®ic is reduced, since the plan is generally

"
o
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trersTitted by written cf ctner hard ccpy means. Surprise
is¢ thus faciliteted, elthough at the cost of reecl- tire
coatrol. Thne rrecise plawns otviate tne need for raay of the
warning signels necessery zrior to use of nucleer weapons,
as the sutcriinates are all aware of the exrected times ¢f
detcnetion. Since the exact expected locetion of all
friendly forces is known at any time, fires on tergets of
cprertunity are facilitated. <Tcuglass gquctes General
Favlovskiy [Ref. 97: ;. &1]: “In a combat situation it is
impcrtant nct to be late, tut alsc nct tc arrive in the
indiceted region akhead of time."

Arong the authors that stress the irportance of
precision is Gerbatenko [Ref. 99: p. 83]. It is essential
that the subordinate units execute the

efficient implementaticn of tne operational plan, with
tte principel emphasis pleced on an accurate observance
of the ecstablished schedules... a btattle, regardless of
its scale, must te sutordinated tc a definite
orgenizationel principle. The coordination of
crerations in term of place, tirme, and 2cal is ac
irdicepensatle conditicn for successful fulfillment c?
combat tasks ...

Jacobsen repcrted that the Soviet oreration
against Jigjiga, Ethiopia, commanded by First Deputy of
Soviet Forces Gemeral Fetrov, was notable for its
"clockwork-like precisior” which until thet time had rot

teen seen anywhere except ...on paper in staff cclleges.”

Ref. 122: p. 124]
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The vulnerabilities attendant vron tals rigid
apprcach te cveraticral planning were identified ty Dcuzlass
[Ret. 97: . €8]

Tris ncticn ¢f precise timing, preplanning, and
eadkerence to schedules projects the picture of & highly
structured, very inflexivcle operation; and one that
weculd appear very suvspect when compared with the
ervirorment, which is considered to be are involving
extrere destruction and gross uncertainties.

One o0f the scluticne to the contrcl precblem will
thus bve tae rigid adherence to the operational plern, which
will te detailed encugh to te definitive under all possible
circumstances in the course of tke bettle. Such a plan will
be rassive and difficvlt to rrerare as well as difficult to
reference quickly. Thus, the Soviets are stressing the

autoration of the decisicrn- making process.

. The Time Facter

Soviet writing about modern commend anéd control
repeatedly stresses the critical importance of reducinz the
eémount of time spent on the control cycle. As mentioned
above, the duration of the cycle car be uced as a measure of
the terformance of the command end control system. As Lomov
declared [Ref. 35: p. 164], "Tc contrcl proficiently means
each time to spend as little time as possible on the contrel
rrocesses in order that the maximum possible time is
availadle to the trocps (fcr execution).  The need for

gaining time is symptomatic of the new weapons, the speed of
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reaeuver (due to the mecnacization of tne forces), the
ability tc manmeuver ty fires alcne (due to the mass
destructive cepadilities of nuclear weepons), the high rate
cf data flowing into the headquarters te allecw {t to ranage
the battle, and other factors which place excessive demands
Lron the commander and his ability to react decisively and
withcut errcr. Indeed, the Scvietls consistently write c?f
eachieving cptirum solutions in battle, not merely
catisfactory cnes.

Technology bhas compressed the time available for
command and coatrol functions to an incredibvle degree.
Technoleczy has alsc prcvided the commander with the
rotentiel automation of these functions, which is ian the
Soviet view the only way ne will be able tc keep pace.

Lomov [Ref. 32] and lvancv [Ref. 12] assert that
given tse dynamic nature cf the mcdern battlefield, the
command and control process must be assessed in a
quantitative way. Lomcv defines critical time ac taoe time
elapsed from the gathering of a piece of combat intelligence
10 the time when it is no longer pertinent. Within that
time period, the irformation must be processed intce
intelligence] a decision must be made by tkhe commander based
uror the inteliigence and uron his cwn combat caradbilities,
while considering the factors c¢f weather, lcgistics, mcrale,
etcy the decisicn must be converted into ;lans and orders;

and the orders must be disseminated down the chain of
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correné to the trocp units which will irrlemernt the plen.
Tais pericd represents T(Ccrntrcl), tie time expended ugpon
ta2 control cycle. If T(Action) represents the amount of
time availadble to the treocepe for the executicn ¢f the plan

efter receipt, the reletionshiy
T(Control) + T(Action) < T(Critical)

rnust hold if the combet unit is to perform its mission at
all. Every minute spent on the control cycle thus reduces
Ty c¢ne minute the amcunt c¢f time availatle tc the ccmbat
eierent,. If one assumes that the raneuver 2lements have
teer extensively trained for their mission capabilities, and
that they will have viable strength, the orly way to reduce
tne tctal response time i1s to reduce the time spent on the
indirect combat activity whick we call commend ard control.

At the same tire that T(Critical) is sarinking due
to tke realities of the modern battlefield, the amount of
date whicn the cormander and his staff must digest is
ipcreasing -- tnree teo fcur fcld, according tc Econdarenko
(Ref. 121] over the volume of similar data required by a
cemmander in world war II. The answer, according tc the
Soviets, is twofold. Tirst, tae functicns and rrocedures
used during the centrol cycle must te refined and develcped
to tae utmost degree of efficlemcy. Second, as merny

functions &s possible rust be automated.
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An additicnal ccpsideraticn was ralsed ty Anderc<en,
Zruznzhin, and Lozik [Ref. 22: p. 1E]. They noted that for
a nierarcinical command and control system, the total contrcl
time is the sum of the control times at each echelon. Thus,
efficiency can also bte iacreased ty reducines the npurber of
1evels which must exercise & given commeqd and cortrol role
in the oreration. The higanly ceatralized structure of
cecntrel is not efficient 12 terms cf timely operaticnal
contrcl ¢f forces. “The less time air defense has at its
alsrosal, the greater the independence required by lower
eccelons. [Ref®. 22: 1p. 28]. Taus, two mcdes c® cperation
ere rrescribed for air defense forces, depending or the
csituation:

It is antjicipated that, when timely warning is nct
:revided for active air defense assets, suvtonomous
cperations will te required nct orly for fizater
interceptor formations end crews but also for individual
ACY and ADA units. [Ref. 22: r. 22].

Reznichenko [Ref. U€: p. 1€-17] sugzected that the
shortening of control time could best be achieved by
recrzanizing the werk ¢f the headjuarters sc that work
rroceeds in & parallel, rether than serial, feshion. In
crder tc achleve this ccatracticn, werk which was previcucly
considered to be “independent’ must now be done in
combination with other tasxs, permittirg & substantial

reducticn in the amcunt ¢f time required for the ccntrcl
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fvuneticr. A leter erticle develored the theme frrther:

-

{R=2f. 122: . 53]:

The tlendicg ¢f such previcusly independent prccesses 2s
defirition of the assigarent, asessrent of tne
situation, aacption ard formulaticr of <cluticns,
allocation of comtat asignments, ard orgenization of
rutual suprort rerresent the seccand feature of thne
mcdern apprcaca to the werk of the cemmarder anéd the
staff.

By combinigg all of these activities intc cue
ncmcgenecus precess, the ccmmander -- whe now werks
csimultaneously with his assisteants -- accomplishes e
rarallel processing of the combat assignment. Lorov
develops the ides further wher eddressing the need to
iisseminate the commander’s operational goals as scon as
they are determined, without waiting fcr a complete
nperational plan. Although couched in general terms, the
iroccess described corresgonds rougaly to the fragrentarys or
warnics order vsed by the US Army. The parts of the
Crerations Crder are disseminated in bits and rieces as they
beccme available. The advantage geined by tkis procedure is
tanat T(Control) is allowed to overlar T(Action), and hence,

'\\
aliow botk the commander end tke troops more time.

Ivanov devotes much discussion to the peans of
acceleratirg the staff activity invclved in the rreparaticn
of plans, asserticg that time and motion studies are

necessary ia determianing which activities are effective,

which must be elimineted, and so fecrth. It can be assumed
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taat ruch ansalysis aes already been cone on these functions,
as Ivancv cffers time lines with precise a~ounts of time
@allocated to srecific staff sections for thre developrent of ’
cperations plans ir an expedited mancer, [Ref. 12: op.
11€-112]. He develops norms for the verious actions which
rust te rerforrmed -- exgpressed ia minutes, ;
zxperience shows thet scientific crgenization of labor
is vathinkeble without the rresence of norrative,
acmissatle indexes (sic, fcr the exverditure c¢f time on
rerformance of en operetion.

The norms are the maximur arcunt of tire an indiv-
idvel rmay taxe to perform the task -- it is asserted thet
experienced staffers will greatly exceed the rnorrs.

Ivanov, Even’ev [Ref. 163] and cthers deccride the
tse ¢f PzRT charts in accompiishing not only rhysicel work
but alsc in the command and ccantrcl precess itself. 1In the
Soviet view, monitorinz and directing staff work in real
time is possitle thrcugh the use c¢f tnese charts. A
irerequisite to PERT epplication is the formal structuring
¢? each pcssitle tacsk, the assignment ¢f norms tc each task,
and the jdentification of tae critical path. The commander
is to Tove personcel from task tc tasx in crder tc aveid
jelay on the critical reth. 4

Reduction in thysical rreparaticn time is essential
in the rapid discemireticn c¢f warning end alert orders.

Ivarov [Ref. 12: . 125] advocated cissemirnatior by the
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csimrlest rmeans availatle which yet reteir the required
dzsree of eccuracy. The cfficer’s working mep is the usual
reane, althougha both Ivanov anc Rezrichenxc [3ef, 122: 1.
2] descrite vse of tepes for tLis purpose:
The driznzing of assignments t¢ taose who carry therm out,
usirg magnetic tapes ccntaining all the recessary
irstructions, iacludicg preliminery combet orders wkickh
irsure sirilar arrroaches 1o organizing & battle at
varicus levels, is widely used. Thls guarantees a
corsiderable sevinzgs in time.

It snculd be ncted tnat tapres are easily aad rarpidly
crected ani dupliceted, and can be transmitted securely by
courier or staff officer.

Lemov censiders infcrmaticn thecry tc held zreat
rotentiel for significantly decreasing the amount of tire
spent in ccmmunicating. Infcrmation must te condernsed by
remeving redundancies end by reckirng the greatest amount of
reaning into the fewest possivle symbols, not only to reduce
trarsmissice times but also to allcw feor the transmission
¢f rertially digested intelligerce. The need for e new
rilitery language, governed by its own conventions énd
tailcred tc its own requirements, is implled.

Gse of grephics, especially the officer’s working
map, is viewed ac an expedlent means c¢f communicating.
Ivanov inaicates [Eef. 12: ©p. 23] that every staff cfficer
Tust te equipped nct cnly with nis cown maps btut also with a

rather substentiel inventory of colored prens, protractors,
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cnd ctaer aics te srapanic werx. EHe alse builds on Lomeov’s
ecscusal ¢f forms and fcrmattel messases as & means to
€lirinete redundency énd speed preparation, trensmission,
gdad assimilation. The pesition of tne data ray convey as
ruch or more information than the dete itseif. Concider thre
fariliar “Cail for Fire” used in the JS Army. Terse,
accurate, and totelly non-redundent, it could serve as e
roéel for a possible future “rilitery” laanguage. The
~essez€ comes t¢c mean much mcere tnan the sum cf its parts.
The Soviets stress jerfection in training as an

absclute imperative in the reductica c¢f cecntrel times.
Xirov [Ref. 184] describes the recessity tc shorten
reacticn times by drillics on precedvres until they are
avtomatic. FEe distinguishes tetween two possible
voccertainties. In the first, or simple form, an imrending
action or event is known except for the exect time of its
occurence., In this case the decision raker cen review in
nis mind tne steps Le must texe after the triggering acticn
occurs, and can resrond without cegnitive jrocess tased cn
reflex alcne, The seccnd, cr ccnplex fcrm, ¢f uncertainty
invelves ar unknown ection or event and an unxnown time of
occurence. This tyre of uncertaionty will cause delay,
teceuse

Jere the scldier can no loager count on & ready ecticn

zrcgram... elemernts ¢ corfusicn are mere likely in such

sitvations, and the guarantee of reliavle action
requires different measures from those erployed in the




firet varsicrn ¢f cuddencess (sic,. The fcrmaticn of a2
sTecifli~ vercsenzlity suelity woaich covld Floui-tively De
terred fari'iaricatvics with tze vnfariliar is irycrtace
fcr incurinps évcticrnal~ verlticrel statijity ia suvcn a
citraetica. The ctecis of tnis guelity 1s cceruovnied of 2
esnter of xuowlezze ¢f &all tae thnecreticelly ccoceivabie
citvaticns whii o, althcugh ¢f <iiznt ctre'atility, are,
217 tue <ame, pasrseirle

Io creer t¢ rreveat tire loss, then, the secoand t/;e

L

~f votertainty ~vet te reduced te & minimvm. This car conly

e dine py 2xnausting iue entire raage of rossiblities in

t
o]

en
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atlcn for the tattle. ?2lannire fcr every cconceivable
continzency wili this, ic the Soviet view, reduce reaction
time 1nd elirinate the need fcr cesnitive activity durinz
the reection cyeee.

2. Algoritaric Contrel

The Scviets have written since the 19€27s abcut the
aeed to autorate comrerd and coatroli fun~ticns. This aeed,
they feel, has aricen cue t¢ the introduction cf zuclear
missle wearors and the rechanization of the forces. Tire
cvailable to pregare for c¢ffernsive cperaticas hes beern
reiuced, for exarple, from the several weeks available
durizcs Werld War II tc the few nours availatle under present
concitions. Time for making critical decisions while under
fire nas beer reduced to rere minutes.

As Bondarecko wrote (Ref. 121], "4 furdamentally new
way tc resclve tne mcst complex creblems o0f control had tce
be scughkt. Suvch @ way was fourd -- it wzs full eutomation

sf control.” The Soviets ariear to have embarked cn a
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masceive gsrezram te accerpllish tanls autematicn., In crder tc
zcnieve eutcretion, cormmend and control ectivities rust
firet te descrited in a matheretical way, as must tne entire
r.ercrena ¢f cemtat., Frem the mataematical mcdel,
zleeritars mrst be developed wnicon will rresent the user
wi%ti. 31 cptimur decicion.

vcdelling of the compat csituetion éend combat
c¢rieinon ra<ine are the critical flrst steps in the Scviet
ift into avtioretion. as descritea by Bebdickh,
Sutcvittskiy, apd lavrenti gev Ref. 12%], and alsc ty
~thkers, modelliz- can consist et the most elemental level of
tne thougat ;rocess fellcwed by the conmander tefore the

tattie. Tal

wn

is a turely tnecretical mcdel. Fermulas walch
cescribe the bpeneviour of the corbatants or their wearons
~ar te used to erlarge cn thls model and make it into a
ratrematicel ore. Ic the Soviet view, there is & model
woicn descrites each variant of comtat activity, eacn nuance
c¢f tactics. ZIZven without eutometic devices, the cormaender
rust rely vpcn the models with wnoich he is already farmiliar
to select the proper course of ectior in comdet. As Babick
et al cote [Ref. 1z5: 1. 32] in tne case of aerial comtat:
“...the pilot will Tnot] be performing complex celculations.
Te snould skillfully utilize available reference material in
order tc select the optimal combet maneuver type arnd
conditions.” Thus, the array of mod2ls with which tae

ccrmander i< familiar determines tne chclces ne nas tc call
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vecn in reving his decision. Adreshechev noted thet before 2
rocel corld te accepted, it ked to be tested rnysicelly.
'aef. 128: p. 9]

It is essential to rescrt to “fuil scale’ mocellirz and

to the trairning ¢f the perscorel. Ic cther werds, “tc

pley through ™ the future situetion ehead ¢f time. And

not merely tec pley tarcugl, dut rataner to do tals under

different situvaticrs &nd witn varicus vnanncunced

ckenges.

Tae <centifiz-tecacical revolution, as Volkxov noted,
ras mede it poseitise to btuild quentitative models of troop
control and certat activities. (Ref. i27: 1. 34]

This hes made evelilecle new opportuinities for conducting
a quantitative eralysis and corparison of the variants
fcr a decisice, Jcr fcrmalizing tane cenditicns c¢f a
tesk, etc. and for expressing its content in thke form of
aurbers, tacles, forrulae ana fvnctional derecdencies
wikich could serve as tne basis fcr creatirng fcrmal
ncdels of combat orperations. These models are studied
with the aia of logical- mathermatical rethods, which
eratle cne tc ccmpare the varicus variants fcr a
jecision and to select the best ore.

The descrirtion of com.at activity in a mathematical
way and the appliceticn c¢f algoritamic metnods tc the
decision makine process is ongoing. The set of ruvles for
working out soluticos to basic military situations are
f¢rmulated in peace time so that they will already ve
incorporated w#hea war tegirs. Lomov wrote [Ref. &)
"Mathematicians are at woerk on algzcrithms. Before tais,

rmilitary specialists describe in deteail both orally arnd in

writizg how a cormander and his staff act in a similar
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sitvatien. The 2ifficulty facing thne rataematiciars ic
écxrowledsed énd eccepted. It is e necescsity if the desired
decree ¢f centrol is tc be achieved. Ecndarenkc asserted
‘Ref. 128: p. 22¢] "any forrelized end algorithmized erea
of huran mental activity can be turned over to a rachize.’
In enother work, he noted (Ref. 121] "Full automation of
coatrol over trcors shoulcd bte consicered in the plam for the
feasitbility of fcrmvlatineg and estatlisnineg alzerithms fer
ruren intellectuel activity.”

Cnce the mocel hes been puilt and the reqguisite
alzerithms developned to use it, it is reedy tc function in
either a manual or an automated rode. Use of the alzorithm
with any ziven comtat situation will icevitatly result in
one &nswer, the “correct’ answer, in the Soviet view.

Soviets have traditionally relied uronm stecific
doctrinal solutions to every possitle problem. Tkey use
extensjive tables arnd aomograms to determine the quantitative
values of many operational parameters. As Weiner roted
(Ref. 25: p. 114]:

An excellent example of this is tkbe concept of
“density’. It is computed for all tyyres of fire
(artillery, aerial, etc.] as well as fcr the initial
erploymert of weapons (tanks, anitaircraft zuns, etc),
reducing all conceivable circumstances to rathematical
fcrrulae. As a result cf tanis rigidity, leadership

treining courses iiscourage initietive in prodlem
colvice and allow for only one correct solution.




with the view that taere it indeed cne ccrrect and
optimum solution for eny siven combat sitvation, 2and that
tne alzgoritar wiil previde the test answer, the Soviets have
thue expanded their scope of positive control. The
¢octriraliy rrorer solution will te arrived at in every case
if the algeritkm is used. The commender need only iderntify
which of the previcusly genereated rodels of tcssibvle
scluticns correspcnds mcst closely t¢ the present situatice
énd respond in accordance with that model. As the range of
variaticns i< infizite, it is clear that automaticn of the
model liorery is necessary. Automation also insures trat
tne alzorithm will Ye arplied rrererly, as it is then a
rachine function over which the commander has little or no
control.

Under certain circumstances the ccmmarder ucsing the
glgorithm may have been involved in its design. Frolov
wrcte [Ref, 1¢9] "The ccmputer may issue an cptimal
decision by retrieving an algorithm thet was previously
written and stored in the machine... a solution that hes
teen previously prepared by the commander under calmer
conditions for an amalogous case.  That the algorithm is
rore accurate and successsful in derivirg an oreratioral
sclution is espcused by Reznichenko ([Ref. 12Zj. In
éescribicg the varying degrees of success achieved by
students at the Ffrunze Academy in determinirg the test

solution to a tactical provlem, he noted that the solutions
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were nct all cptimum. But, he says, The automaticn cf
control will result in tae elimiration of these
saortcomings.

Scviet writers are careful te retain the man in the
locp in writing atout future control systems. There is &
g¢izhotomry of arprehensions arrarent in now the control
systems will be used. Numerous articles have appeared in
the 1972°s addressing the psycnological bdarrier which
reliance cn automatic systers poses tc some commanders.
Thase conservative officers are directed to place more faith
in the machines and tc¢ accept the accuracy and speed with
which they work, fer in excess of the capabilities of an
individual. Yet at the same time, it is clear that the
capatilities of the machines are rather limited and that the
vsers must krnow the algorithms and the limitatiors of the
rrograme in order to use ther effectively. Frolov (Ref.
1¢9] ard Voronin [Eef. 112] both carefully note that the
decision produced by the machine must be adapted to the
specific circumstances facirg the ccmmander at tae momegt ¢t
decision. In this regard, the solutions are more a basis
for the corrander”s solution than a replacement of it.

Falashnikov asserted thet the use of algorithmic
retnods rereatedly in training aad an exceptionally
teneficial result cn tane officers assizned to ccmmand posts,

ever Jnen manual methods were vsed [Ref. 111: p. 52]:
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irins based cn the use of ccmbat contrel alserithms
hizhly beneficiel for officers, especially those
ssigned to commaend rosts. These are a corrilation of
rules tased cn systematiziang ¢ certalin similar
crarecteristics cf typical sitvetions. As they develop
attomatic actions tased on cne or amother algerithr the
ccmnander and the ctuer officers reinforce their skills
in vusing tke automatic control system eand learn to make
decisions based not c¢nly uroa their own knowledge and
cemputations but alse upcn the accumulated experience o?f
many yeérs. Training exercises involving algorithms ere
also beneficial ian that as they develop actions
fdentical feor many situvations to the zoint cf auvtomation
they also reduce the amount of time required to make
decisioas and make it possible to free the mind... this
is especially impcrtant wnen time i{s short, when the
ccemmander i{s forced to make preclse and thoroughly
substantiated decisions almost instantaneously ac the
¢situation charges.

In this regard Xaleshnikov notes that it is

imperative befcre using the algorithms that tne ccmmander te

familiar with their limitations. Tkis is sc¢ because the
algorithm will produce a solution, even to a rrobler with
wnich it 1s nct fariliar, by default to the clesest
rreviously recorded solution.

In addition to the obvicus advantage in sreed of
cperetion and ircrease in scale and accuracy cf
cormputations, the use of computers and other automated
devices cffers a significant advantage in rellability.

Ivanov et al noted [Ref. 19: p. 87] that automated

infcrmaticn gatherine is "more reliable” than manual
rethods, and thus many reports to higher headquarters would
not be required. Of course, computerized systems canm regpert

eutcmatically, updating every echelon’s data bese
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cimultaznecusly so lonz as comrunications links are
functienine. The autcmated systems carn alsc bde relied upcn
to prcduce repeatable resvlts, based on the accepted
doctrine and the avproved tactics. Certain safeguards, such
as for weapons comntrol, cen be built into yrrogrammed
creration. In rany ways, the use ¢f machinery in control 1is
~cre pesitive than the use c¢f gumans because the automata
are more trustworthy. How much more reliable, rredictabdle,
rliant and resionsive are machines. 3Bcndarenke and
Truzhinin (Ref. 11Z2] look forﬁard to the day when humen
thought can e synthesized. The huran comrander will still
be requirei, but his function will te much more of a
1sychological one rather than an intellectual one.

There is c¢ne final benefit from the use cf
avtometion in command ana control. With their extreme
theorcughness ln preparaticn Zor operations and preplarnine
all possible actions for the battle, the Soviets seem to bte
striving for a battle plan so comrplete, so decisive in all
its ccntineency bdranches, that a suterdinate unit equipped
with this plen will have no requirement for referencing the
superior comrmander during the battle., Thus, when
ccmmunicaticns are cut cff, the algerithmic prccesses mey
continue unabated so long as the cootrol point itself
retainre its computers. 1In this way, positive control cver
tie forces can be effectively retained even when

cemmunicaticns are not. As RBondarenko wrote [Ref. 121]:
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Ncthing should be allowed tc prevent the troops from

“ulfilling their assizned tasiks. Not even a break in
ccordinated ections or veing cut off from a supericr

officer”s control...

i» tne Scviet view, loss ¢& ccmmunicaticns dces nct

mear loss of controcl so long as tke subordinate uvrit adheres

tc tae cperaticral plan of the supericr. This cortinuity
«i1l be preovided by avtomatior of cormand and control.

4, Stabilits cf Cortrol

The Soviets continsually stress the importarce of
raivtaiaing staedility of control, by which is meant the
ceotinucus, viable functicoing c¢f ccmmand and control. Tc
accerplisa this stability, eacn part of the control syster
mist te prctected azalast interference cr destructicn.
Vulnerable points must be safeguarded or made redundant in
such a way that prcratility of tetal loss is low. As

Reznicheako wrote ([Ref. 13Z]:

Improving the viability of systems fer controlling
troops, as well &s the reliaeability and stability of
their operation, is the vital issue of our day. The
tacsk is nct an easy cne, if ycu ccnsider the revealing
indication of commurications eguipment --
electromagnetic emissions, and also the grewing ability
t¢ neutralize and destrcy cur points and means cf
control... As prectice has shown, achieving the
interchangeability of varicus control roints, the
crzanization ¢f ccatrol tarougn the echelon ¢f ccmmand,
the systeratic jamming of the enemy’s radic sets, and
the derendable protection of control roints and
ccrmunicaticns equipment enhance the pessibilities fer
cerryirg out this task.
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In achieving the goal of <tability of control, three
distiact %inds ¢f measures are erployed. ¥First, ccntrcl
roints are yreserved. Second, corrmunicaticns are rreserved.
Taird, none ¢f tne elements ¢f the ccntrel system are
indisprensable. These measures are discussed below.

&. Survivability of Control Points

In order to insure the survivability of control
roints, they must be rade difficult to detect. If detected,
they rust be difficult to kit. If hit, they must be
difficult to destrc¢y., In an earlier worx Heznichenko
asserted [Ref. 98: =». 18], "Periodic changes in location,
the use of various tyres of cormunication, reliable
camcuflaze and defense are very effective in raising tne
survivebility of centrol points.

The Soviets have always stressed the imrortance
cf good camouflage eand deception, especially of control
roints. Current doctrine calls for establishing durmy
ccmmand posts as well as hidirg the actual cne. Ccmbat
engineers are rrovided to control elements for that purgpose
(Ref. 12: p. 97]. The electrcnic signature of contrecl
Foints will also be diszuised, both by placement of high
rower eritters at aurmy locations, aad by the utrost contrcl
¢f radlaticn from the actual centrol pcint, Alternafe means
¢f cormunication, such as courier and land line, are used to
a very great degree. Radio ccmmunicaticn is kept to a

minimum, veually restricted to brief codewords, signals, or
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burets. Antsanas and trapsritters will be remotec using
laré lires. Mctile ccntrel pecints must te carried in the

came type of vehicle cormon to the combet formation, in

£
¢

crder to rake discrimiration of the command vehicle rore
difficult.

In order to minirize the probatility of a hit on
& ccntrol ocint, tne Scviets move them freguently. Mcbile
rosts rust be able to function fully while on the mrove,
¢lthcugn e< lvanov anctes, efficiency ic alweys reduced whern
this is required, evea if brief pauses are made in order to
coptrel. It is better tc displace as rapidly as possible
from one point to the next, meving at maximum speed, and
ther deployirg the corplete facilitiec of the control pcint.
In addition to and contributing to a high degree of control
rcint mobility is the reduction ¢f the control element in
size. It is important to statioan on them “only the
resronsitle rerscnzel who are directly particiratiaog in the
control of subdivisiors. [(Pef. S&: p. 18]. EHigh speed &nd
raneuverablility are ec<sential in the co ° >l reint. Soviet
writings assert thet the helicopter ¢ ..- most effective
vehicle o0a the rodern vattlefield, btecause it allows the
ccmmander both to see the battle and tc fcllow it
paysically, never leaving the vehicle. Semenov [Ref. 113]
admonished commanders never to leave thelr ccmmand and staff
vehicles erd transfer to lighter vehicles for cornvenience in

observing the battle., That prectice leads to separatica
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frer cemmunicaticns anéd thus te lces ¢f centrel --=
“irrerarable consequences in a combat sitvetion.”

Control roints npust be 1ifficult to destroy.
Thus, fixed control pcints ere extensively herdened, turied
at 3great deprths in the case of tne strategic comrand fposts.
iven in the field, cemmend posts must te herdened by
accerranying engineer troors. Mines, ravines, aand other
natural features ere desireatle locations for commerd posts
[Ref [Ref. 12: 7p. 94]. Corrand vehicles rust have thne sare
iegree cf protecticn @s the ccmbet elements. Point air
cefense is always rrovided, as is an adeguate defensive
ccmbet element to prctect the ccntrecl peint against greund
or airtorne attack. In moderr combat it is impossible to
insure ccatinuity of troopr control if the recessary ccncern
i1s not skhown for the defencse of the personrel of the control
waits against tae means of destruction.” [Ref. 1¢: . 97]
It cén be imegined tkhat control vehicles will be provided
entrenchments scoored out ty the engineers accemranying the
ccmmard pcest. Pcsts saculd never te lccated sc clese to
one another that a sirgle redium sized nuclear detonation
wculd destrcy them beth.

b. Continuity of Ccmrunications

while recognizing that communications will e
exceedingly difficult to maintain during mecdern combat,
Soviet military theoreticians insist that they are

essential. Nurerous erticles assert that, destite ell
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iaterference, jerning, IMP, and electiroaic warfare, it #ill
<till te pcssible tc ccrmrunicate. “Cocrmunicaticn is the
raterigl foundatico of trcop centrol in cormbat. To lcse

ccmruricaticn means tc lcse everytairg... [3ef. 11e¢: o.

[AR]

2]. Iz descriding a field exarcise, a lagpse in
~cmrunicaticns Is noted _Ref. 118: vp. 22]: “lcss c¢f
cortrel and communications wita attacned ara supporting
sutunits even for & shert time weaxened the force c¢f the
sttack and nhed an effect cn precision of execution.
Maintaining constaut corrvaicaticn wita
cuperiors is @ responsioility of the subordinate commander.
Cn Scviet <hirs, the commander is the only one authorized to
v1se€ the commenicetions means, end ke is prohibited frem
delegating that autnority. He must also sctecify tne exact
reans end method of transmitting a message. The commanders
ntst not fail to meintain uninterrupted and stable
comrupnicaticns with higner ccmmand levels. [2ef. 11€]
Serenov alsc incicated that cormranders rmust te
much mcre gualified in technical matters than cne wculd
exzect (Ref. 112]:
411 officers passed exarinations on knowledge o0f the
readios and the ebility to work on ther. On tlLe
exercicse, eac. comrander hac a diagram of radio nete or
ccmmunicaticns lines, call signs, and special 2izital
dete on & prearrenged coordipete grid. All this helped
tae cfficers to initiate compunications quickly, to
centrel suvordinates reliably, and to assien them new

micesicns ia time without violating the rules of
decertion and discipline in radio traffic in sc doing.
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All ¢? tne mcderrn technicues f¢r ZCCr, cuch as
trevity ia transmission, freguency hcpring, aand intearretting
are practiced. iRef. 117, Supericr cemmanders are advised
t¢ hLeve their redio orerators monitor the treffic on
succrdinates’ radic networxs, waich toth decreases the
rumter ¢f transmissicns regquired in repcertinz uvpwaerd and
diecreeses the c¢ime delav attenrndent on reporting through
chaanels serially.

when mcre scphisticated techricues fail or are
not zdvisable for reesons of secrecy of intentions, rnon-
technical reans of corrunication should be used. These
inclvde signel larys, semaphore, flares, fleags, rockets, ard
rost especiaily, couriers (Ref., 1¢: . 86].

In caze the worst harpens, end a vnit is cut off
fror all coatrol bty & aiegher echelon, it will continue to
fvncticn in the performance of tane missicn. It may functicrn
tased uvion algorithms rreviously disseminated. This is aot
tne desired mcde ¢f operation, tut cne which will allow
maximum predictebility of subordinates and ensure that they
are nct rendered tctally ineffective by loss of
comrinicaticns.

c. xecoveradbility of Control

Soviet practice is to irsure tphat the lcss of

any one control poirt, or of &eny one means of communicetior,

should aot interrupt the coantinuity of control. It is
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irnevitadble that control pcoints will te destrecved or rendered
ineffective duriang the courc<e of battle. This will not
dierunt ccmmand and ccentrel 1Y adecuate plannirz and
treperation has teen mede.

A waole series of fall-teck control tpoints is
irranzed pricr tec coereticrs, so tanat soculd the mein
soutrel roiant be destrocyec or lcse its comnmuniceations rearns,
ite functicns can be immedietely assumed by ancther. In
lower level units, lixe the battelion, one of the
subcrdinate cecrzanies will te designated in advance as the
cuccessor control point to the battelion. In thet case, it
«111 te prcvided with all of tae ccmmunicati - -s mears used
by the battalion poiat apd will be required to monitor all
of the activities ¢f the higher elenrent. Assurption of &
Lower control point’s functions is alsc possitle by the
higner elerent, although this is not currently rreferred.
Special centirgency staff sections are designated within tke
nigher heacdquarters elerent tc restore control lost at a
lcwer level if pecessary. All headauarters above tattalicr
nave at least an alternate, and hicher levels also have
certrcl peints specialized fer particular ccmbat and suppcert
arms. These will elso be designated es successor control
rcints.

Rezardless c¢f whica element takes cver, Scviet

aoctrine is to replace a control point immediately after a
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rtcleer strike. 17 cemmunicaticns nave teen lcest with ivt.

(Ref. 123 p. ¥E].
The ros<ibility of realizing this tyre of centrcl is
ensured by the fact that the :zuperior unit must heve
corrunications with the cootrol urcit a ster lower thac
ale direct sutcrdirate, ard therefore rearrangement of
tr.e cormunicetions system is not rejuired.

The ticture that develors 1is one of en inter-
leczing ccmmend network, eech element cf which must be
rrerared to aessum2 the duties of the next higher or lower
element. The skip ecnelcrn structure ensures cerntinuity arnd
reivndaency. Loss of one control point has little effect.

5. Ccmmander s Representatives

Cne of the mcst striking cheracteristics of the
Soviet rractice of cormand and control is the use of staff
cZficers tc oversee the activity c¢f subtcrdinate
headcuerters. Logvin calls staff officers [Ref. 114: p.
22], "tae tasic means wita wnich the ccmmarnder centrels his
subunite on the field cf bdettle.  Just as the
: resentatives ¢f the High Ccmmanrd were sent cul tc the

£
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rts ard operatiopal zrours during World war II, so are
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are rore likely to te awere o0f th~ corplete opercetionel
sitveticn of tne surerior aneadqyuarters, staff merters are
teed bcth to transmit the ccmmander’s decisicns te the
sutordinates end elso, as Sokolov says [Eef. 1181, "firmly
a2i1 rersistently cversee its executicn.”

Use of staff officers as personal representatives
allcws the comnander’s plan to be cormuanicaeted in & detailed
ané ccmprehensive way. The staffer can fully study the
commander’s owr mep ard question him to eliminete &ry
ambiguity rrior to derartianeg for the mission. Ey reraining
in the subordinate’s command post after deliverins the plen,
the staffer is in a rosition tc observe and monitor the
cperaticnal performance of the unit. Ee alsc serves as a
ready reference 1o elirminate any misinterpretation of the
rlan which migat ctherwise cccur. Much more detail can te
conveyeqa, and in & secure manper, by relayicg the rlan in
tais way. Gretenets notes ([Ref. 117: . 2] "The ideal way
to assign comoat missions is the personal contact of tne
ccmmander and staff with sutordinates.’

Tke role of the steffer is not alweys limited to cne
(f passive observaticr., Althcugh the staf? representative
s irvariably junior in rank to the subordinate commander,
he exercises some auvthority over him. Ee is an
“autaoritative representative” of the superior, according to
Ivanov {Ref. 12: 1. 283], and is rersonally resronsitle for

the "accurate execution of all the planned measures by the
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suborciaate cormander or steff.  Fotential conflicts are
cct &ddiresced irn tae literature, althcugh this practice i«
seer to infringe uvpon tae avthority of “one meén commard.’
The Soviet comraader at division and atove has an
e¢dditional esset used to corntrol his subtordinate elements
curing rovement ana when dispersed over anm area. This is
the ccrmardant’s service c¢f reszulatcrs, sometimes translated
as controllers. According to Ivanov [Ref. 1g: . 255-
2€2], this service was organized to facilitate “"tirely end
secret movements of forces atout the battlefield. Taey act
¢s messengers, couriers, ard zuides. They previde treffic
regulating rosts, equiypred wita their own radio network,
winlch cer be used by the ccmmender during the marchk tc
direct and roaitor the roverments of nis forces. They are
ccnsidered essenticl in ccordinating the momentarily messed
forcecs envisioned oy the Soviets as the key to the
cffensive. This service alsc allicws the strictest radio
discipline prior to an offensive, when no other means of

corruwanication rmay te availatle with tnits on the march.
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V. CCMCLUSICNS

Ccatemperary Scviet cemmard and contrel dcctrine ic

8 ]

trircizeally derived from the Soviet exverience during world
¥ar 1I. The concerns which are addressed exrlicitly in the
literature arcd implicitly in the desigr ¢f thelr system
reflect the lescsons learneé in that conflict. Tczether with
the ldecloegical factere, which nave percisted witn lecs
change, the histerical evolution of comrand acd cortrol
patterrs i< the key tc understandirg present-day :hilcscphy,
doctrire, and practice.

Wartime experience has influernced mcdern ccrmand and
control in two distinct waeys. First, there were a number of
experimental or ad hcc features adcpted durins the war which
worked extrermely well. These feestures, which have teen
retajired in doctrine or in practice, are surmarized bdriefly
in Tatle Z.

fvrrent Soviet doctrinal literature exhidits arc acute
censitivity tc the critical failings of Scviet command anéd
control in World War II. The lessons of the past are
strikinzly reflected in contemporary practice. These
featvres are contrasted in Tatle 3.

Soviet systers and proccedures are generally dorinated ty
strict centralization and close svpervision. The advertages

of centralization can be a rore optiral allccation of
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reature

Crigirel purgpose
bew or added rurrose

Sxig-echelex
cormurnications

ircrease tae survivatility of
the rediel communicetions
structure

Allow deeper mcritcrineg of
sutordinate activity

Txpedite flow of iafecrraticorn

Freference for
covrier, then wire,
ther radic
communications

Compensate fecr leck of radios

Fear ¢?% enemy exvlcitaticn c¢f
radio comrunications

Tnhance oreratioral security
Tecrease pcssibility of garble

Decrease vilneratility to
ccunter-C3

Integration of civil
and military
communicetions

Civil corrmuunications were the
¢nly rescurces avallatle

Utilize every possible resource

Tval sutcrdinaticn

Provide cperational support tc
field cormmander while retaining
centralized control over resource

Allcw two channels upward for
conflict resolution, insuring
centralized ranagement by
elevating all conflicts

Stretegic
leadershiy entities

Consolidated &all nationel
authority

Table 2

Successful World War 11
Features Retalned in Zovliet System Tcday
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reature

Criginel furrose
New cr added purgpccse

jerticel
ccmpartmentaticn
¢f weepons systems

T

ccilitete Stavke cortrcl over
alleccatica c¢f syecific classes
of weapcns systems

Eeauce the diversity of tasiks
required ¢f aeany ziver ccmmand

Optimize use of smell number
of techpnical exgerts

Allcw field staffs tc sihrink

Allow tailoring of forces

tc £it any scenaric

Allow special btrenches of
services more actherity over
branch-unique develcpments

Certralized plenning,
elevated several
ernelens

Compensate for inexperiénc&d
companders in the field

Allow field steffse tc concentrate
on irmediate orerations

Reduce size ¢f field staffs

Insure coordineted action
by all forces

~ilitary ccuncils

Ccllective leadersnip as the
ideology regquired

Consolidate all locel rmilitary
and c¢ivil authcrity

Prevent military conspiracy

Peduce reguirements for real-
time ccemmurnicaticns

Tabvle

-

<

Successful
Features Retalned

(Continued)

woridi Wwar II (2
in Soviet System Todey
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Teature * (Criginal fpurgose
+ New ¢r adaed ourpose
Sersoral contaect #* Fxtensicn of cerntral euthority
Yy rerresentatives withcout aecentralizircg
¢f nizhker echelcn
¥ Provide instant, unbiesed
feedback tc the center
* JIpsure exact ccmpliance with
orders
¥ Qptimize use of talented c¢fficerd
Coenfuced delineaticn #* Prcmote conflict, fcrcirg
of euthority and issues upwerd for
responsitility resolution
#* Hinders growtk of subordinate’s
tersonal authority
+ Relinfcrces centralized ccntrel
dvltiple, independent ¥ Prevents collusion
thannels for
rmonitoring ¥ Fcrces accurate rercrtirg
activity at each
level * TResclves amtiguities at the
highest levels
Table 2 (Concluded)
Successful world wer II C3

Features Retained

in Soviet System Today
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Feature

Current Posture

Soviet restronse to the
invesion wés crizpled
Gerren ccunter-C2
measures

Strong Soviet counter-C2
dectrire, and a preference
for survivability over
cavnacity in their own C3

Mo prrepared comrmand
rosts

Proliferetion of command
faclilities of hardened,
mobile, and airdbcrne types

Little orzanic
cemmunication
equipment at
orerational levels

Multiplicity of ccmmunicatiors
equipment, diverse means, and
organic reserve equipment

Ne pre-determined
strategic command
relationshirs

Zstablished command entities,

frequently exercised

N¢ standardized internal
operating procedures
for field staffs

Well-defined stapdardized
rrocedures and norms for all
staff activity

Turtulence in ccmmand
assignrments

Stability la command
assigoments

IncuZficient mcbility
for field commenders

ixcellent armored ccmmard

- vekicles

Commissars had operational
rele, co-signed orders

One-man cormand at most levels

Table
Critical Failings c¢*
to ¥Which Sensiti

k4
g

Scviet wWartime CZ

vity FPersists
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defense resources énd more comrrerensive, coordineted action
ty divers= force elerents. Ceatralization 3alsc s2rves the
regimre’s purpcse by reducing lccel eutcoromy end recerviag to
the tor leadership exclusive rigats tc substantive
declsicn-maging.

Centralization tc a lerge degree represents e lecx of
trust in the loyalty or lack ef faitz ic the ability of
suberiinates. A rcnsegquence is the existence ¢f mvitiple
roritoring channels, independerntly reporting to their own
higher echelens.

The tendency tc tlur crcanizaticnal and individual
responsibility encoureges the rellence on collective
decision-making, which is alsc an ideological rrecert.
riffererces of opinion ere provcked by the very strvcture ¢f
the organization, forcing issues urward for resoluticn,
turing pericds cf netioral stress, tre distincticn between
euthoritative bodies can be expected to disintegrate; this
disirtegration fosters more effective responsive zction
within the Scviet system than would be rossibvle were roles
recre clearly delineated. Individual initiative, suspect ir
the Soviet Urion, is fvacticmally rerlaced by ccllective
actlion.

Tre organizational structure end force divisions found
todey in the Soviet Arred Forces are the end rroduct of
ceveral years c¢f experimentaticn under true wartire

conditicns. The vertical comrartmeantation of srecial
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weavrcrns systems, the certrcl of a dispreporticrately large
rercentace of the force directly by the strategic leaders,
the organization ¢f zational command authorities and the way
they relete, and tre arcnitecture cf the communicetiors
syster were all develored during wWorld War 1II.

Tenets of contemporary Soviet doctrine reflect the harsh
lescsons of the war. The imrortance of achieving surprise,
the vulnerabdility cf radic- electreonic cemmunicaticns tce
exrlecitation, and the devastating effects of @ cocrdinated
ccunter- ccmmand and centrel stratezy are 3ll dominant
themes in current Soviet rmilitary writings. The
froliferation of comrand rests, including hardened, rotile,
end eirborne feocilities, contrast sharply with the
fircvskaya Subway Station of 1941-1944. The rultigplicity of
comrunicaticns medie vrcvided at all eckelons teday is in
contrast to the total lack of military communications reans
at scme echelcns at the start cf the war. Tven tne
turbulence in the rre- and early war cormand assiznrents has
teen rectified; today, the ey military peositicrs are held
for yeers by the same officer.

Still trying to resolve the difficulties with trust,
ruck effort is beingz devcted tc avtcmaticn of ccrmand and
contrel functions. This is not only a means of iacreasing
the efficliency c# the system, tut alsc ralses its
performence and reliadility by orders of mazgnitude over the

ranuvél system., Mechlines are more securely prograrred, ané
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emiprently mcre predictatle., They resper? tc the exact
dictetes of the algoritkm or norm which has been valideted
and standardized. They aave no ulterior or sediticus
mctives and their perfcrmarce is ncot degraded by fear.
Avtoration is a perfect solntion to the pecvlier
tncertainties ¢ Scviet ccmmand and contrel. <
Tke Soviets cleim that the arred forces are a social
entity, an extensicn cf the state. Tc serve the state, the
forces are controlled in uniquely Soviet ways. 'What they
demand c¢f the ccmmand and centrol system, and hcw they are 1
lixely to vse it in the future, are best understood in the

historical context cf their World War II exrerience,
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