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analyzing those factors which influence soldier development of the requisite characteristics
of the AuftragstakLik leadership style, some insight is provided as to the likelihood of wheth&°

we can reasonably expect success with implementation of the technique at the lower levels.

While historical precedents exist within the American military tradition, evidence as to the
lower level where it regularly applies is inconclusive. Analysis of the societal influences ,.
reveals that although a "common cultural bias" (which favors Auftragstaktik) exists, it may ..
be as much a liability as an asset. The impact which the Army has on its soldiers does not
fully promote such a leadership style, as the personnel turbulence and a perceived negative
"command climate" do not foster the cohesion, trust and confidence necessary for implementatio
of Auftragstaktik, particularly at the lower levels. Finally, examination of the TRADOC
training focus indicates that it is not until after a soldier serves at company level that he .
begins to receive adequate training in the skills necessary to implement Auftragstaktik. The .
paper concludes that battalion is the lowest level of command where we might currently expect
Auftragstaktik to be employed with any degree of success.
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ABS AC T

Au+tra.st.aV: ti.L: How Low Can You Go?

Chaos is ackncMledoed as an integral oart of batt. . .. nd
future battles will be no different. At a time when tlhuo
United States Armv is feverishlv strivino to mac tertto
ability to synchronize the effects o- modern weaoonrv on thO r.'
battlefield. the ootential :or friction and e. ec troni c
w,r fare to d Isr Uiot that orocess Is at its hiohest, i ev t 'e
fighting success-fullV on the Airland battlefi eld is a command 
and control system which mi nimizesf ose'effects ofn ri:ti on
and confusion. \Ayuftraostal. ti -k' is an aooroach to .uh a
command and control system, and the U.S. Armv has embraced i t.
as the technique which best supoorts its new doctl- neo., -z. J

Several questions remain as we endeavor- to imolement suClh a,
leadership style, most consoicuous of which is whether such a,
technique is universally applicable within the Ar'mv.

/.

STo i m I ement Au-f traqtak t i k Pa number of :hara-t.r , ,."
be oresent and certain orrr-e(ui sites met. ,h 3 1a.or
identifies some of those characteristics and oraroi-ti. t.3
and attemots to determine their oresence or absence -kt the
lower tactical levels of command. By analyzing tho(:'se factor"c
which influence 'soldier develooment of the requi site charac-
teristics of the AuftraQstaktik leadershio style. some
insight is provided as to the likelihood of whether we can
reasonably e'.pect success with imolementation of the t.,(--h-
niaue at the lower- levels.

While historical orecedents e-ist within the American
military tradition, evidence as to the lower level whcreO Lt -

-

,r-eOularly apoli es is .nconclusive. Analvsis of th:.t ,I.
inflttences reveals that# althouoh a bcommon ou].t1r.k1 I:L a. 1
(which faivors A.i.ftr,sta ..-. ) e'.xists. it mav be as much :k
liability as an assel.. Fhe impact which the Armv ha- on it:
soldiers does not ful Lv oromote such a leadershLI o.... n
the oersonnel turbulence and a oerceived necTative command
ckrLnateO do not +oster the cohesion, trust and conti('rr,'_.
necessary for implementation of AuIftraIstat. or t! -:ui ,r- u 1 .
at the lower levels. Finallv, e -aminat ion of'the TFL ,)LtiC,4

training +ocus indicates that it is not until ai-ter a coi-r
serves at comoanv level that he begins to receive adeauate
traintng in the s-I ,IlIs necessary to imo[ement Auft.I.-- t -tai .t: i.
The nakoer concludes that battalion is the lowest [eve! of .

command where we miaht currently eipect AL tr.gst.to b-
emoloved with any deoree of reqUlar success.
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I NTRODUCT I ON

There is a historical argument that those armies which

have been most successfu.l were those which did not attemot t o

control evervthino from the hiahest levels of command.

Rather. they deleQated authori-tv and hence fle:bi. i .Litv to

subordinate commanders to exercise initiative and :ci].ow

their own best Ludgment in the course of accmolishina the

mission. fhis decentralized method of command is mos-.t

commonly known as u.traqstaIl-:.ti[:. AlthouQh visible in

modified forms as far back as Naooleon's Grand Armee., his-

torians ,.eneral. 1v credit the Germans for insti tur:.iona iz .-

the technique in the early 2C . ' century. In ther - i ..

ReQulations of 1906 tne Germams acknowledged that ' C...comoatI

demands think:inq, independent leaders and trooos. caoable c t

i.ndeoendent action."' Few disaQree that indeoendent thoucht

and actions within the chain of command are essent i ni. to suc-I
I,

(cess under the chaotic conditions of modern battle. eime

debate exists, however, on what levels within tie ch ai oR

command requ r and are cai.ab I e of -e ncoroorat nq Sut: .

decentralized stv le 3f leadershin. This a-aer wilJl eVamini

that i ss u e E4nd attemn t to determin e the lowest L -V , -k at wn

the American Armv minzht be caoable of institutino -cm -1

t(chnl ote.

Wtthjl n the American 1rmv HUiftraq.s7ta.!. t ha:, be:.ome--

synonymous with the term "mission orders". and hi h on the

list of orereou- !Usites for the techni que are re'ouer(:eI u[ -"

leaders with initiative. AuftraqsLa tii is mucn more.

4..
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however. than mission orders or a thinking l1ader with

a -flair -for initiative and independent action. The A-UttrA,7S_-

1V - takti k order muLst be clear about what the commander wAnts to

a -.com(o I i s h. The Au+ traastal t i leader must be cauah i a- not

only of independent action, but actions which support his

immediate commander's Intent and are in concert w ith the ne=>'t

hiaher commander's objectives. rhe leader must also be

skilled in analyzing Situations and have at hi-s d:LSDOSa[ a

repertoire of options derived from his mastery of the

techniques and tactics of war fiqhting. His judgment must be

SOLind. and he must be cacable of decision and eecsn

i ons when con fron ted wi th con-f I i cti na si tuat i ans. ~ull

important is a mLLtual trust and confidence between 7 DOrI

nates and commanders. All of these elements are vi/tZal to the

Auftraiastaktik leadership technique, and throughout this

paper wherever the term A uf tragstakti k aooears i t vi Ll mclv,

incor~orat ion of all of the above attnibutes. For rioses

of a eerldfinition, Auf traL tak timk wil (n ean a

decentralized method of command and control which fosters

indemendent thou~ght and actions w:ithin the framewoi.: the--

commander's overall intent. Critical to this definition is-z

the crucial1 linkaae between the missi on. commander's m otent,

- ~ and subordinate's actions.

Au+ trt_-tqstakt i k evol ved i n the l1ate 19 " Cen turyv r 1 mnar i

% ~ly as a result Of the German assessment that confusion was

the normal state of -the battlefield and ex.,istintg COMMand

techniques within their organizations were inadegut~ate.. TO
ZolC

2C

% %



remedy this situation. they decentralized command and Iower-rd ._

decis:lon-makinq threshholds. They found that when subordi --

nates thoroui-hlV understood the concept and i ntent of an

operation, deleqat ion of authoritv a.Llowed the of±t(.n re:euLJ.1 (.,-.

independent actions of subordinates to be more in harmonv

with the overall Mission.

Under similar ci rcmstances neari v 1Cm vear s L. rh.

U. S. Armnv found i. tsel f in the throes o + a di sc-;s] son on the F

command and control problems of +future battlef i aLds as i ts

new "AirLand Battle" doctrine evolved. The concept of

Au- tracistaktilV had already drawn the interest o. * ners

the Trainino and Doctrine Command (TR(-DOC) Heaooru,'-3tn :and

the Combined Arms Center. * but it was the Forces ommand - -

(FORSCOM) commander. General. Robert M. Shoemaker. who

pretipitated act ion on i t. Shoemaker saw the need f a..

concept of command and control under adverse conch t.ions. f,

chaos of the next battlefield, he believed, wouLd eal e-

central i zed control of sUbordi nates al ways di f-f i cu]. t and t,o .Z

often impossibIe.' In an ef.fort to create the reso(rcei-'i

leaders who would be so crucial on future battlefiEads. a

move toward a more decentralized method of command and"

control was incoroorated in the new doctrine. f l thouqLh not

i dentL f i ed as A-tr..at.. .Qst ak ti k, the essence of suc h ai techni , |

is clearl v visible i n the Mav 1986 edition of FM I.,.- he

command and control system which supoorts the e:., ecut iorn o-

AirLand Battle doctrine must facilitate freedom to onerate.

del eqati on of authoritv, and . eadershi o+ rom anv cri t.i c:ai.

J.
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n it o n t he I-)a tte 41.e1d'

The vi si one5 ot the hi tgh- and mid-LIIten-S t', ba t. Let i el (.17

~npre O- Land b3at,tl1e doc tr- ine w~il 1:E I e mo0ved indeed

r -.tfIc.t a n edQ- taor n ldon en ien t -:c t i on wji thi n t. h r 3m(EC.)rl C)1

ca ClOmrnon in ten t and r urnose. (:e noi±n ted out i n Vd r in

b-A t tI cf e ed w i L o e h ara c tr 1 z ed by V- . 1 d a nd no n I1 i r

oneration OfDiOLnO tuted w.ith chaos. The oacoen o ea. u

ce~oledt w:ith the I a Ithialt Ij f L0- ea sAnd rIi o7tOnC

el ectr on 1 c w~ar ar-e systems w 3.1.I1 m~ke command and c on t!- )l

e xtr e fn elIv di f+i C Ult. I n the absence a+ cnmtnUn i c-A tcno-- vii

thei r commander . tnie aib-1.1tv of sulbord 1nate Il~ee~~

charge .And LAdaot to rack L d L v chantq i nQ '5i tUA t L an:; v

dividends On futur-e battief i el ds.

AcknowliedqitnQ the need f-or SLI(h a system and crtin

it into an existina command structure. howjever. aren twove-v-

dJi f f er en t t hi n c)s. Even the: Germans. w~ho h)ad ainou..n(ccrN: che

requi rement 4-Or su(ch a command and control sys,-tEm rT !M19,.,

foQund i t neCE-"SAr\, in I-) I i ' to re-trin un I - ta- to 0o taM Lz L 1 e

i ni1t iati ve-or-i.en ted Iladprs necessary to ach i ve~ thetz sot2O-_

t.ACuLl ar- succesT, 0+ tneit- March 1,91z3 ot iensi e. 1i -1

d~ i ecti na that a i.-re_)ce(Ure be i nsti to.tted doeso rc: I

oroducL resa ob. 10LSu.[ ts. There ar-e c~~co rk-reoLuliat -cr-

inteoration o+ such a leader-shion tyle Nithiln on r -'r,,

irs:t on the I ISt of AUf trAoa _ta t I I 3? r t - I

c:ommonality, Of UnderstzAndinQ. Someti mes -trcz aa a

(:c-)mmnon cuLtural bias K ' it ref(.ar- tLu a LC'I.!TCFl r I

of anything fr-om lanauaoe to terholOuPS. tclO :

% %



doctrine Second. the freedom and w 1 ,1i naness ot L eiders to

act i ndependentl v wi thout the benet it of soeci ' . C ,LLU L CIl-FC E

from suoeriors needs to stem from the command ciim .t wit i, w [i

t he or aan 1 z at i o n. mli r d 1in fcrinat 1 orn Ln tn : - IiT i_-) n - 1

conceot of the oarerati on and cnmmander ' s 1. nten .,t m- r

wdel v di ssemi natad to keeo the subardi nate s iAC. tL. D.'14i ; 1:

the parameters of mission accomolhment. -otr~h. err -t

en,(:ecd iudcmen t wL t h i the ranks I s needed tO ( 7) -t I I L t

seL- c t. ion o+ the best course o- act [on when n i-r tm-, t ,I

options. And -finally. the leaders must ha've co n nc, i

thiemseIyes and t:r.is t nat on l y in those ± or whcm *:, rr

.. Iso 1.1 those who work:: tor them.

"Any chanQe worth makina will nturaliv entai i c. r . i-

is conceivable that an over-zealouLs dose of in,,ti-itivo

permeating the ranks runs the risk o -failu.re becau',e of

independent act ions conducted wi thout sound ,d..]n -

thorou..(ah aoreciation of the mission and intent. 3,. m-.d

- only recall J. E. B S tuart 's . i beral i ntercretat itn o h1

orders from Lee and his conspicuous absence from ie-- rfti r4

+ i e d at Gettvsburg to realize tha t t aL Lure o)t s,:r- cnmmn,:

techni.Rue can occur even amonq the best of 1eader-.N

risks of failure from actions such as Stuart s. h0weF-v0-r - I"' ar.".

far less than the risks of an army becomino oaraiv--d -, t.h,:u

result of a lack of Qui dance from the too.

" Where then withi n our army mi Qht we e uiect t-u tr' .)-- .

tad ti., to be emoloyed "  Is t.here a level where tiee rt i.s o

not t i qht lv controL I i no. an operation or..twei qh the advantanes

.A5
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o0 decentralized control? To what level will we be ikble to

produce leaders with the skills necessary to implement
A.ftraostakt.i k within the ranks of our army? In an efftort t,:)

answer these questions, two areas critical to attemots to

instill Au tratqstakti within our army will be inaly'zed.

After discussing historical precedents the envirf.Ft.nenL in

which our army operates will be examined to evaluate wnat

f-actors might promote and what factors might inhibit the

development of leader characteristics essential to a decen-

tralized method of command and control. The current trainLna

efforts within our army will then be e':olored to .

-those efforts micaht foster or imfede develooment ot the

skills necessarv -for Utrastak-:ti .::. Throuoh caret ul anal v-

sis of both, some insight may be provided as to the lowest

level at which we might reasonably expect success in our

efforts to adopt Auftr-agstati.

9K
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PAST AMERICAN EXPEIENCES

One indicator of an ability to adopt such a leadership

-V." style would be the presence (or lack) of a historical

orecedent for Au_+tragstaktik within our Army. The term

"Yankee ingenuity" has for aqes svmboiized the AmericAn

independent spirit, initiative, and drive to fLird -A wo, to

qet the job done. All of these characteristics iit nicely

into our de*inition of Auftraqstaktik. but the oupetion

remains whether that mentality has been etfectivelv tied into

military methods of command and control.

Evidence of Auftrstat1-.k can De found very . v L F

American history. olthough the Germans are credited wi t.-r

institutionalizin3 the technique in the early l'u , the

idea was actually brouoht to Germany by the Hessian soldiers

returninq home from the American Revolutionary War. Lc in

the resources to defeat the British outriqht, a mvri-ad ot

different American forces and leaders attempted to comoensate

for the absence of an experienced "American Way of War" by

adopting what was, at the time. a somewhat radical aoproach

to warfare.'' It was hoped that a protracted war ot raadi

and avoidance of decisive engagements would eventwuaJJ.

the Brtitsh causino them to withdraw. resulting in Amen-ican

indeoendence. ro waae such a war reouired a sian. f i:&)nt

', amount of Lnitiative Aild aqqressiveness on the o,.u-t at the

commanders within the loosely orqanized Continental Army.

Seoparated as the operations were in most cases ov both soace

% and time, they were, nonetheless, conducted within the

... .,q
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confines of the fledg.ing democracy's stated strateQnc j.ntent

and focused on the common desired end. The decentralized

command which facilitated execution of independent onerations

carried out for a common cause are what caught the eve at the

Hessian observers who carried the conceot back to bermanv.

This somewhat uniaue form of command and control did not

end with the revolution, and subsequent armed contlicts in

America continued to exhibit some form o+ Au+traQ':d:.a.k.t1 [.

Two classic illustrations are found durino the Americ-an Civil

War. In July of 1862 unsuccessful attempts to take the

Confederate caoital of Richmond resulted in a decision to

mass available Federal forces for a maior offensive in -

northern Virginia. Lieutenant General kLTG) George B.

M-Clellan's Army of the Potomac was directed to join Major

General (MG) John Pope's recently organized Armv of V1.rinia

for the campaign.

Robert E. Lee's Confederate Army of Northern Virginia

had been divided while defending Richmond and the critical

rail network Lust to the north at Gordonsville. Recoaniin

the Union intentions. Lee rapidly began consolidating his

Union Armies individually before they could unite. His alan

was to move LTG Thomas J. "Stonewall" Jackson with half of

the Army of Northern Virginia astride Pope's supolv line

while Lee created a diversion with the rest of his army. Lee

hoped that as Pooe maneuvered to eject Jackson from hi.s

supply routes, he (Lee) could join Jackson and defeat Pope as

8
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he moved. As Pope maneuvered his forces. Jackson observed

his general eastward movement, and became fearful that Pooe

would move east across the Bull Run and join M' Clellan before

Lee c:ould arrive. 1.nowinQ that the intent was to.- defeat F'one

before the two Union armies could unite, Jackson decided to

a-attack, hoping to draw Pope's army upon himself. This

action fixed Pope's force, and set the stage for the final I
victory as the rest of Lee's army arrived. Jackson's actions

provide a clear example of initiative and action within the

framework of his commander's intent.

Another good examnle of AuftraQsta-tik is found a year .
later at the Battle of Gettysburg in Julv. 186-7. As MG

George G. Meade deploved the Army of the Potomac to face the

pending attack from the west by Lee's Army of Northern

Virginia, a serious flaw developed. Meade's intent was to

anchor his Union defense along the Cemeterv Ridge and

connecting high ground just south of Gettysburg. Prior to 5"

the battle however, MG Sickles who commanded Meade's III

4 Corps had (without Meade's oermission) moved his corns

forward -to what he felt was a better position. IhLs actLon

" could be interpre-ted as an e:'amnle of Auttr a Qst_ t 0: + ail.r- %:

as Sickle's Cores was now not astride the intended Cemetery

Ridge high ground. Sickle's Cores was raoidlv cushed oat

this new terrain, and as they fell back to Cemeterv :idce.

they failed to occupy a small but dominant hill 1.nown as

Little Round roo. In the midst of this action. br i aAd1, r

General (BG) Gouverneur K. Warren, ch ,:.f enL..

.4n
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of the Potomac. happened to visit Little Round Ton and

recognized that the hill was critical to the flank of the

entire Union force. On his own responsibility, he ordered ai

V Corps bri. ade and a battery of artillery onto t ts ;umm..t.

These units aot there a few vards ahead of the rehe L-aL. ack

and drove them off in furious hand to hand f iht:LrI. Here

aqain was a subordinate who kn.ew his commander's intent,, and *1
took action to shape the battlefield according to that.

%,. 5. 4"i ntent.
Gettysburg has an even richer example of Auftraksta:tik

at a lower level. One of the units ordered bv Warrc-n to

defend Little Round Top was the 2)th Maine Vol U-1. R .J,

ment. commanded bv Joshua Lawrence Chamberlain. Chamberlain

understood his mission as received from Warren. and was

acutely aware of the importance of his regiment hc. l.ne tvn-i

southern flank. Time and again on the aaternoon o' Juiv

the Rebels stormed Little Round Too in an effort to root out

the determined troooers of the 2)th Main e. Wi tin C: sa Lt. 0,7i

mounting. Chamberlain had run out of ammunition bL.At not

ideas, and ordered his soldLers to tix bavonets. H, Waa .I

confident that the success or failutre of the entir- H.Jnioni.

defense rested on his ability to hold the southern fan . and

was determined to be successful As the rebel s.oldiers-

appr:)ached his positions in their final attempt to tale the

hill. Chamberlain ordered a bavonet charge and the Union

soldiers stormed out of their positions. The move so sihock ed

and surprised the Rebel attackers that they turned and ran

10(:0 %,
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down the hill. some not stopping until they had reached the

far side of the vallev.17" Here is clearly an e; amo1e o a

subordinate using initiative and all means at his dLsom:sa1 to

accomplish the mission in line with his commander's i.ntent.

In more modern times, additional evidence ot F-mr-iczan

experiences with Au-ftrastaktik can be found in WorLd War Ii.

In support of the Normandy invasion on D-Dav Ei senhower

planned to emolov two airborne divisions to ensure a ra1-rl S

exoansion of the UTAH beachhead. One of these d)vLSLC.ns. the

82-11. had the mission of capturing the kev commun-ications

center at Ste. Mere Eglise and orotecting the ricnt t:.:.1r o

the beachhead from attacks by German forces corn2,- ,u - ot

Cherbourg. Thanks to German antiaircraft fire duri.no: th,

operation, the airborne drops went awry resultina in sioni-

ficant disoersal and a loss of control of some forces.

Lieutenant Turner B. Turnbull, platoon leader of D Comoanv.

Second Battalion. 505L' ' Paratrooo Infantry ReaiMenlt. wa the

ranking officer of one of the widely disoersed droos and

found himself and his men astride one of the north-.-).th
V.

arteries out of Cherbourq. Knowino that the mi ssi.on was to

orevent forces attacking from the north, he set out. trn dc

with his platoon of 42 men a task that had been irtended or

a battalion. Supported by mortars and a sel+-oronelied Iun.

ie engaged a counterattacking enemy battalion at he village

of Neuville-au-Plain. The platoon held its around thr-ouanout

the day and gained critically needed time for imeri:an +orces

in the beachhead to consolidate. ,, There is no auestion that

.
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tlhis action was in line with his commander's intent. 

Still more evidence of Autastatik e :oerince*- can teLu

found later that same year. As the Allied Forces dasined

across Europe in the late fall ot 1944. Hitler [ -iunched a

daring counteroftensive desi oned to split the AJ. ies and

F-orce Great Britain out of the war. Durint ba l aCAI st.

this effort in the Ardennes in December. the 7 -.

Division (AD) played a key role in the action in and around

the vilIage of St. Vith, a key transportation huO 1n the

bulge.

Upon his arrival in the area a+ St. Vith. &C) :Fonr-.lt J.

Has rouc k. commander ot the 7", AD. observed the c:nDntuAL,.TF ..P

and fluidity of the battlefield and determined that diQc.in V

in and holding a specific line was not feasible. His intent

then turned to denving German use of the valuable transoor- .,

tation network of St. Vith.

Early in the actior the Germans had been SLUCcessful. in

penetrating selected points along the American lines, and

some Nazi units were attempting to entpoit this success. ' N
Lieutenant Colonel (LTC) Robert 0. Stone. commander- o: tihne

44C), Anti aircraf t Arti1ll1ery AAA) Bat tAl ion. wV-, MOV ' ,Tl- -40s .

along the division's southern boundary into the town ol ,.ou. I
when three German tanfks came throuoh the town til-inu .And

qenerally wreainq havoc. The service troops who uo.,d

,S the town were understandably in an uproar. but Stone. _Atdco-

by Captain (CPT) Walter J. Huohes. aot evervone L.ndor tcontr c

and successfully organized the defense of the town. Thkt-'

J,...
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a faltering flank to the SOuth of St. Vith had iieen s -ved.

Actions of American leaders during battle have not

-" always ex:hibited the positive soirit of Au+traq.t -0 tiI

if however. There ore eL amples of opportunities tn e": c(rc ise

initiative in line with the commander's intent bL.Ln, rT11Ti i,5.,c( d

aS well. a classic occurring in JLLne ot 1864.

Upon assum1nQ command as qeneral in chief L)t aL the

Union armies in March. Ulysses S. Grant formulated his clan

for brinQino the Civil War to a close. He felt t hat, it he

could destrov the two laraest remaining Confederate Armies

_e- in Virginia and Johnston's in Georgia --- tree 3oh

woul d surrender in defeat. A ter two months of re- I.

""oressure on Lee's Army of Northern Vir-inia. Grant was von', '

near accomplishing one half of his obiective. Lee's army had

withdrawn to positions around Richmond and Fetersbura. and_M !13

W.F. Smith's XVIII Coros was spearheading an assau t c:in lhe

Vital supoly depot at Fetersburg. At 7:t.)(. F.M. on I'Lun

Smith's Federal forces attacked and ooened uO a mile wide , n"

in the Confederate fortifications. The door was now ouin tor

destruction of the Army of Northern Virginia's maior *'.ol'i.

deot. Tak:i no counsel of his fears, Smith elected t(o Iw:u.t .4

.-. rein~or-cements before e:,loiting the situation. The KeL Eci -

reorc]anized their oositions. and the Union missed a chance to

deal what could have been a decisive blow to the Confteder(-:v. ci-v

From the examoles iust cited, it is apparent that a
orpcedent for Auftraqstatik does e.'ist in the Ame!rican

military e:,perience. The frequencv and effectiveness of such

~'.-
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a 1 eadershi p stvl e aL var iOuS levels of command. l'owI-evor

remains in question. It is clear that the American soldier

has never wanted for bravery or a talent for ta. inc charcie o* f

s tuat ions. buL once Ln charoe, the soldier's fn mr.i be

directed and in consonance with the overall oJ.an.. Li. denc:e

of actions i n4 luenced by a commander's intent :IS ,nat con: Lu-

sive as to whi.ch level o+ command was most sucCessuL in

emolovina such a leadership stvle.

oil
M
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THE ENVIRONMENT

Leaders of the oast who emoloved _UftraL.cst.I-.t~i were

able to do so because of characteristics thev had deveioned .,d

fr-m eoPeriences in their environment. It IS a common lv held

belief that. with the exception of a few. oood leaders are

made not born. The readiness of individuals to diz;oiav the

characteristics which have been identified as imoortant to

implementation of AutraQsta.Itik is shaped bv the conditions

of their development prior to and after entry in the armv.

In exoloring the ootential imoact of the environment on

develooment of soldiers' skills, attitudes, and oninions.

both societal and militarv influences will be st.uoL,?d.., IIhe

focus of the examination will be on the previously identi--

fied leader characteristics necessary for the Auftragstaktik

leader: common cultural bias. ability to communicate. freedom
to command.udgment. and mutual trust and confidc,-nce.

Societal influences on communicative s.ills and common-

ality of understandinq form the foundation of a soIdLers'

ability to function effectively within an or-anization. A

cursory look: at the American society miqht indicate that th r-:?

motential for a "common cultural bias" is lackina witi in

America because of the wide variety of backgrounds and

heritages reoresented. As analyzed in Wm. Darrv. Henderson's

Cohesion: The Human Element in Combat however, the potenti al

is. in fact, quite strong. Henderson identifies a number of .,
factors which influence the soldier's attitudes, siills, and 7.

opinions, and most contribute favorably to a cohesive '4

M k
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cul tur'al bi as." 

,."

A A Common and unique history: This is a strono sourc~e

of common values, and the stronQ socia].izati.on

oroc(ess e:'perienced bv most Americans at i-cmoi at

home. and with associates fosters consensus abOut

win i que American valUes.

i # A Common and Unique Culture: Although Ameri can

culture is pluralistic, most citizens f:eel a-nd

support values that can be described as un . u.. "v

American.

1 A Common and UniQue Lanquaae: Because Eno L i , so

WLdel v sooken and undersitood throLtohout the .n ted

States, ease of communization is faci1:,t<oted arnonq

American soldiers. .-,.

# A common and Uni que Rel i oi on: The broad umbrel .a o :"--t7 "

-*' N. Christianity that covers most reliqions :i.n the U i.te (-I

States offers some basis for common reli q L ous v, ues. -V"

Thus, it appears that there is a commonal tv w th. n et..( r

society that must be counted as a oositive contrL..t 1nt.

factor in the develooment of leaders with the reri sift.e

leader traits for Au-ft!raq.stakti[-. From SLLCh t_-A F1 1 1- , 2,3 k:Af

as a common lanouaQe to the less tanaLble bene i.,s .r i. ved-_

from a common hi storv and shared bel L eq-s, all are , t of

the common cultural bias necessary for efiective counr:)ation.

This first impression of our 'common cultural eIa':;

warrants further investiqation, however. It is r-rcrinized

that American standards of education have tallen siqn ficant;-

.
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/v 1n the pas t. deade. I II vera1 commaIUn I Cat Ion i-i L I ;. t l-

average score on Scholastic AOtitude Tests (SOT) bet ween

19 7 2 - f IL b,. over 4%.-' Al thouqh there .Are osom coou2r: .QU-a,2 -

inQ sions rDt a recent unsw]. n in this trend. thc-. -mv ha,:

> /, feLt the imoac . TurninQ again to Henderson's ai LOh. 2c-'Lcor

X1 1lustrations demonstrate the effect: iFirst. the r-rmv h as

cant1y lower readinQ and comorehension ski I I uc SC,orId. ucime

minority soldiers are orevented +rom becomna i u L i i r(-,

grated into orimary groups because they do not onssess

fOu i c i ent EnQl i Bsh sI.- iI . " A mer- can col i ec '_ r _ I-) :I.

n sou rc:e o o ticers thr ouah the Reserve Oft-cr . f-,1nn ;

Program (ROTC), also exhibit sions of a declire tn i:_ r!.

An editorial in the Washington Post in 198, described an

alarming Lack of aooreciation for American mi LI.taiv hicst:.-"rv

or oolitical science within the colleoiate comur .-

Our societv's "common cultural bias" may not. ther-e or-.

be the ii in f i cant oosi t ve i n-fl uence one i-i t 1. - L v or ,-. . ..: ...-
A. . F'he abilitv to communicate an effective con:eot o. tne CDn,..-

a[ ation or 1nt ent is questionable when common Ian, uum-(.------

are I ac i nq. An American heritage cannot be -er ' , D-'.

American history is not known. Cohesi on and a C,01Tmon .-- I

understandinQ under such circumstances is dif+icl.. r to .

a c hieve. Some of: the oroblems may be overcome t nr -i i ""

training of the soldiers after their entry into the hnu lit-irv.

but there is ootentia[I that initial entry o-iicer:, :ino

enlisted men and women may not possess the desired communica- -

OWN.
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ti ne ~ s ± 1 1 o or c ommTon r1 1-i t v 1 n 4A 1 Ai-r eas n eces:; or v ..d- (i

to ()surpo0or t &)U± +i t : t -1 I I Th ese o rob i ems woo I C be moo t

-AC~te at th-e lower lovels ct command where the iri E-? I- t- -rv

Lo dIer Servz2

Thu- ar t he d i i c u s s on h as c (-n L er d rour., I t hc CL

immacts on t he shaco n o+ a so idie --r , s k I 1's zkrC alt zo

bUt wha-t about the -)r mv i tel f and t he i n+ L Uen'::-tz '

on outr sol d i or s There are three i mmacts whi -:n tne uo' TIv

m~ght have on developing soldiers. One imosuct. i-s rhe

trainina e+;ort disc-ussed later in this pnacer. the s-con i.s

2L a b L Ii tv w 1 thin the army, and the third isi tl-e_ .1'1

C: I.L.Tlte I;- 6-Jwo i cn our tral.in. no and oerationsr'~ 9"2

+i t tr qsjt k t =k at t rib ut es m no st i r)L uen c oi

and command climate are: mLltL~al trukst and con±Jir,,enc-..

-redorn to command. sound jUdqment, and caoabi *

indeoendent action. Fthe asnect o:+ o3taoiiitv 1!; :D

ho Lt affects the environment which shaoe- our

% ~~t t It LLdt-SB is. :m i n P;d i r-.t.

PJ.j
.ar *.-i r'dii move towrd, An P11 V('i Lt*_v= 1 or:

c- u mi. n at-:E d with1- +- 1El( In rl o f th P dra t i r. '1 -7.

W 1t Lh t h I. 'S -JAL t! -(z2 d Ud t L on 1 r ,) zr.,-2 -it t er

-rieor -?d Iir~f *~ e mi -tv ontn orL-

r-i ammi, 1 a i 'reorionhe oc

X :-1 4 tC " ' & - Inkd u n o o m r w a r . -a c e d w i th th e c ) i. b r ' '

i Ln Q c -t1 1 s m + ro m a w a t ch C o r QrLs s. te r. P31 7(-:T'& 2
o~ndagriO l C hamnoeC; in ito mt hn(C- of orporati CCI

nAn (? t- 't to rneet the rLCrU tI nQ dVad ~C
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many c0 / cv dic L si one were desi oned to ap)naI t(:) tLh e :n-

•-el. 4 1terest ot the soldier. f +orts were made to or i rn

m i i t ar v .ay ,-a 'e M more in L1 ine wi Lh t. he c1 vi L i -in ,DiTMI I V

1nd ad0q..iatel v omoen sate t hi ou h ass i- nmen ts n m n t:-A ,T. r

spec: L k I traln1irI o)r- a. i s of the sol di.ers. T f-,.

accord i no to Char les Mosi os . was a shi t in thP r In 7 war I

an "oc cka tio n a I Mod- I and away f r om a or o es'.:, ,n r m,,.

rhe suoest i on i s t ha t the sol dier has cerhaa L -D(ooC' IT, lO I-

motivated bv f+ nainc: i a] incentives. an econoi c mfn i co T r)

soH-ak, maki n decisions o rmar 1 y for tangjble Iai [l d ceeJ

7 there is ev.dence t t ucih a menta 1 tv e: 1S.S. -ven w s I,-,".

tIhe NCO corocs. o ncrQi b a 1 ncenl ti yes are now ne:,s, r'/

entice NCOs into combat-arms iobs".-" Soldier-, ncf na,,

greater abilitv to intluence their career patterns, and with

avoidance of the hard jobs" and oersonaL consi derat i era

driv''.ng sAssiclnments choices. turbulence in the c:cmr)At Air ms

leader oosi Lions w. i conti nue. Tihe resLUl t wi 1 La :b n

:-nabi li ty to devel oo the mutual trust. conf idence c n

commonal itv wi thin unli ts essential to A.uttrajsr-i II uLM ):

ment,.tion. with the createst imoact at the lower- ,_-.nal s.

A second f- ctcr contri buti nQ to i nstabi L i t'v w V:

Army is cersonnel tur-oul ence created bv our own A- - '.niment

system. Demands for fil II L ng the ever cr i c.cal ov,':, p

ass oa1ments constant I v ta;: the Armv ' oerconnei e 'V-.. t Fm ,i-,

fOrce ,A freoulent rotatlOl 0 soldiers. OL briciade i: Vat --

tal ion level , there is some evi cence ot .-tabi lity tha 7- i to

the current emohasi s on e:,t ended command t ours. dF cI ,etoon

%..
,..- .... . ...... v .-.. ...-... .."" "",..... .-. ". ." . -. v"-,."."- . -. v" ,"-,v""



S and squad I evel * however, the personnel. S1 tuat i on rem5Ai ns *

highly turbulent. Going even deeper to the fire-team or crew

level there is ex.,treme fluiditv. A recent assessment

revealed a 1)-perc:ent turnover every three months in most

battalions, with a complete turnover within a battaLi on every

one and a half years. and this does not even consder

reassignments within the battalion.---"' The roots o- chis

dilemma can be found once again in efforts to supnort the

AVF. The driving force of many personnel assignments is

consideration for the soldier, and shortened tours overseas

and in so-called hardship assionments forces an almo'st

constant shuffling of personnel.

In short, stability as a factor for development ot a

common cultural bias within our army does not appear

favorable. Turning once again to Henderson's Cohesion. "The

maintenance of hiqh frequency of association and structur'-ed

relationships...is very weak within the U.S. Army.'-- There

is a oositive side to this issue in the form of Armyv .1nitia-

tives designed to address the oroblem by brinoin1 sHiome

stability into the ranks throuoh reiimental affiliaons and

untt rotation efforts. These programs are not vet full. v

imolemented, however, and their fate is Muestionable. S houl d

these programs survive, their effect at the squad and platocin

". level is debatable as there are additional factors which

affect stability of the lower ranking soldiers.

The characteristics of freedom and willinoness to act

independently. sound iudgment. and ability to make decisions

i..



are a [ I oroducts 0+ t h? command cIi mate w it I) i ii ,- ,

command cl imate of our army is al ways a controverT-i All cLttbi ie :

with oerhAos as many de- nitions as there are untt 5 ' ,

armv. There is L ttIle doubt however that it. int -)r-':.,F,

hec:v Lv our abi Ii tv to c)roduce resourcetul I ead .ar tV Sn

initiative. 3udgment. and decisiveness so essenti. r-, -ar'

I, ~ L~ftaQ~t~ti~leader.

One of the most recent sources on command .: [irn i.k ti ri

units is a War Colleie Study Froject conducted _rv '_.,- '*e.

battalion commanders during the '85-9o course. i-e oaoer.

stemmed from a si mil ar study conduc ted i n 1mU4 T,, r,- ,-e -ir-,

ot ficers at the 1avai Fost Graduate chee[. h 'c L t . r-

focused on excellent battalions and briqades witrin the ar, .

in an effort to find the key elements of succesz within tnese

oroan i z ations.

Turning first to the War Co Iea e study. 1ne D,:- >r1:,

found that "to a man the battalion commanders in tnee 5,

excellent brigades elit that thev had "freedom t. :',,,n ,nd

and this enabled them to emolov the same technintiFs with

their subordinates."- DUrinQ visits and interi.w2 .JL I

four CONUS brigades. they found an overwhelm.Tnl, 100 ctilve F '
command climate where leaders were free to en'ercii c t.:eir

initiative and act independently. "Missions aivon and

standards e;,pected are clearly articulated. however mtnoda

to achieve the desired results are empowered to the leader

who is directly responsible to accomolish the mission."'

* Surveys conducted in conjunction with the Study verity these

211
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bpoint5. Of the soldiers surveyed, a full 91.)% t~et t.hat the

brigade commander allowed his subordi nates to command. When

asked if the battalion commanders were in comoetition with

each other. 48% felt that they were. while 'Y7% el.t. tnat thxv

were not. While these -figures refflect the continuCed pres-ence

. of the often considered neqative influence of competi tion.

they indicate that at least some of the walls oreventing

cohesion and common understanding have been broken doWn.

The "Eiicellence in the Combat Arms" study conducted bv

. students at the Naval Fost Graduate School .had sIL mi Lar

indins. * In the course of their research they tcund a

healthv command climate which fostered indeoenden: actons

And encouraged i t ative prevalent in most o+ the battaliona

studied. In the po0ulation surveyed they found leaders who

proudly claimed that they were "risk takers", and thatt "t'he

old ':CYA ' atti tude Iust doesn t cut it anvmore" .' Mu t.ual.

trust and confidence ran both ways in the chain of command.

The study verified that "excellent units allow mAllot aLes". an,

leaders were concerned with develooino exoerienced iudament

and decisiveness wi thin their units.

Contrary to the two rather optimistic viewpoints lust

presented. however. the comments and oinions of

attending the battalion/brigade Pre--Command Course at Fort

L eavenworth indicate that there is still room for m o:ve'ment

in the command climate. In survevs conducted durina the

course of instruction during FY 9e.D. a number of ooini(ons

surfaced which conflict with the findings of the abc-ve

",, 2
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studies. Comoos i to lists were formed ref I ecti ni the r Ln ion,:,

of a maioritv of the officers on three questions concernin,)

our efforts to implement the AirLand Battle doctrine. The

first question asked what were the key leadershin i mfer1 atves

for subordinate leaders in ALB doctrine" Their resionves

.; tended to agree with the assumptions of this paoer and

inCluded, amont other things, technical and tactical Compe.

tence. initiative. cohesion, risk taking, deic:isiveness-.

trust, and ability to communicate. When asl:ed what thev felt

senior leaders must do to develop Subordinate leaders with

these characteristics. among the most orevalent renoans , 2r'i IF

were: clearly state intent. require Linitiative. demonstrate

trust. "power down", resist tendency to centralize. and,

accept personal risk. The officers' responses to the third

uoestion -- are there pressures, policies, or oractices that

preclude vour accomplishing these tasks are key to an

assessment of the current command climate of the Armv. 1'he |

list of responses had "Boss" in the number one slot. Ferson-

nel turbulence as well as Bureaucratic "BS" reports,. inef -

ficiencv, and the requirement for RBIs (Responses E-v Indorse

ment) on every mistake distracted them from accomoltshino .

their tasks. Statistics and a "Zero Defects" mental itv as

well as weak or timid commanders and leadershin bv threat and p.

fear also contributed to preventing them from doino their

p. , jobs. Empirical data on these assertions is not available

and it is not oossible to determine their fre(uencv o+ occu-....i

rence. There is apparently, however, some concern about

.. . ... .,,,.
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these distractors which might prevent establishiia an":

environment conducive to develooment 01 AIftraq:t .kti [: leader

s i ls . .-. 1;

In aln ef ort to te mrer these t w o apparent .v (::oi t I , t 1. 1-)Q

viewpoints an informal survey of a number of o.)f ficers at Fort vow

Leavenworth was conducted in support of this ape. v

means of interviews it was hooed that some interences mioht

be drawn to help illuminate not only the current command

climate of our army. but also the receptiveness we mioaht

exoect in our efforts to incorporate ALUtr4qstai ti .

FocLusino on those segments of the survev which r? t I ec::t

the command cli mate, an ex tremel y positive att L tlte on t ',

subiect of freedom to command among Lieutenant Colonels

e>isted. Most felt that they had the trust and con fidence ot

their brigade commander, and only two brioade commanders were

.. 4
identified as having centralized tendencies. H s tr)r the"

degree of freedom and independence they allowed their subord- 5,

inates, most felt that their subordinates were Qu:L te comoe-

tent and delegated authority accordingly.

Of the eight Maiors interviewed, opinions varid as to

the amount of freedom they had been granted in position,-s the',

had held. Half felt they were granted total freedom. whIleC-,

the others felt they were somewhat or severely restricted in

oerformino their duties. When queried as to how thev viewed

themselves. all but one felt he was a decentralized ooerator.

tolerated mistakes, and granted his subordinates e'treme

latitude in the performance of their duties. Three of the

24
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Maiors menti oed havi ng some decree o+ a fear of fai .1ure.

wi th a comment made about how "statistici kat br-tadce Level

determine success.

Intervi ews conducted with seven Caotai os _it endi ni: tri-

Combi ned Arms and Services Staff School (CAS') o~roDucjj(ed

similar results: however in cases where the interviewee had
work*ed for a centralized leader, comments as to the idversr?

effects Of such a leadership style were cronounce--d. I he(-r e

was a refreshing awareness of the necessi tv for decrentral LZ--2d

operations and that allowing subordinates to try and acceot-.

ing their mistak-es was one of the sure ways to deveLoo sound

ludgment and initiative.

Al though this in-formal survey orovi des no C0onr i iSL'e

data. it does reveal that the command climate in'some LUnits

does not foster the develooinent of initiative and iudainent

ci-:L tLcal -to imipl ementati on of iAuftraqstakti k stIe of L.eader -

shio. The problem apoears to increase in magnitude at the

lower levels of command. In the more definitive FrotfeS'51ionaL

Develooment of Officer's Study (PD05) conducted i.n 14,it

is also suggested that develooment o+ a command climate

sucoortive of leader creativity and initiative is i. maior

As yet Unexamined is the receotivitv to an Aitraasta*

N.ti k styl e of l eadershi p whi ch we migqht exoect to t i.nd 1 n the

ranks of the army today. Communication of orders. conf i--

dence in leaders and subordinates. and command c 1maLte were

the thrust of a survey conducted as research for this paper

L .***N.iw*



'A t the Serg.ants Ia i or Academy at Fort bliss. e, as.

Well over half of those surveyed indicated that while

serv ng as a sq.Lad leader or olatoon serqeant tii,,v nqr-m. [ y

, r,-.,ce1ved ord lr- and i.ntentions sutf ici.entl, v ' -u , I

them to onOrate independent of their hiQher hlaw'2IAar'C-

should the situation arise. Opinions were mi;-ed rim the'

command climate of units in which they had servu I- Ihj f O-) . -

a cl ear ma ori tv were of the opi ni on that autnor 1 t 'I l:heI d fi IDfK

del egated and some mi stak es to L erated to to t er uL)or d I ..- ,

development. Uncertainty was again apoarent reaar-inq ion :"-

dence in leaders s I ecti on of the best cor' _ t c.: I IoV u 1i e

subordinates' ability to act indevendentlv. Whe -

directly. What is the lowest level at which ye T11 .ht "e,

success in our efforts to instill Au-+traqsta1. ti . a narrow

majority felt that the platoon level was best sui tr-, for sucl-,

a Leadershio style, with the remainintn divided ige-- i.u-u:!

and lower or comoanv and higher levels.

The inferenczes which can be drwn from thL -E I, ,m. E:,

d, societal and military influences on the soldiers ..-?nivlromirt

indi c:ate the e; i stence of some trends in the de /S o')z t 1:

characteristics conducive to AU+traqstal t1 I :!-r

currently enterinQ tho army may be somewhat 1. c ] -i I'I

aDpi-eciation of Americ,-An heritaQe. shared val .ei,. .ind . L i t .

. to Communicalte. Some effort will be requi red to _tandardi.-,

.- the "common cultural bias'. In the area which flot hea'i I

influences development of mutual trt.Ast and conI d encu -

,?
stability -- it appears that our Army does well I Wth t. ours to

N
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duty at battaliion or .above, but is stil stru,, I u LIt V

efforts to stabilize assiQnments at the lower (.vei . a I In

un L t cohesi on sufters as a result. Al thou h revLew: th?

command climate issue are somewhat mi; ed. a -E k ae -'

ment is that below battalion level the command ,I i L m : t I,

mav not be condUci ve to devel ooment of the in i t 1. At....

Iudgment , and dec isi veness reoui red of Auf tra, - t-i! t ia

leaders. Indicators of the overall. receotivenest;t 'I dir-, r

to such a leadership style are oenerallv Qood nnwrv.r.

confidence in the soldiers ability to imo.ement J:trakista.-

til.: does not al~oear to be universal.

-4

.1
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TRA[NING F0LCUS

Efforts to incoroorate Auf t ratstA t1 k within (Dur army

will entail si anificant traininc in a number ot rea .

A1 tlhough i t appears that some I eader trai ts are :)roiu_: t-

purelV of one's environment. in real.i tv vi,'-tua Iv al i u 'he

r2QuiSLt e characteristLCs and skills o: Au traa' A t1-. . . . . . .. .. . - - 0... .. i

leaders can be develooed through train.na. B v e.',nori ncn in

turn each of the Armv's maior service schools oram o

Instruction (FOI) to determine its -oCus on selected s ills.

it is hooed that further indications may aooear a-, to the

level at which we miLjht reasonably e: oect success J.1 Qurr

etiorts to in(orocorate AuttaQSta(ti ,. in eamninino the Fcis-

the focus will be on training which is aimed at developin"

the skills of analyn situations. developing a reoertnire

of ontions (from a mastery of technioues and tactics) . deci.-

sion ma o in., preparing coerations orders (conceot and

intent) . and, to a lesser degree. develooina Iudoment a ri-d

con t i dence.

The Li. S. Armv Command and General Sta t C o I i et e , u.iCi

hereafter CGSC is a 4t) week course conducted annual' at

Fort Leavenwortn , ansa's. A I thOuhh the course :over -i a n rn

of subjects, bv far the qreatest amount o+ alloc.:ated st-;irs

is devoted to traininq in ooerations. It is as,-iumci that the

officer has previously mastered the techniLues arJ tactic.s Ot

warfightinq. and the focus of CGSC level trainina is on the

olanning and execution of operations at division and corIIs

levels. Durinq an intense six weeks the officer is inst, ruc-

" 28

%-I .



t ed on f und am en talI st a ff t e ch ni ~ues t he e st im it e noro c:,s s ,

decision making,. and planning. NUmerous oractical e ,ercises F

are employed to enhance and re-fine the o+ficer s sI.ills in

these areas. Complementing this trainina is an addi.t.onal

two weeks devoted to staf f battle exercises recjuirintio: the

of ficer to aoiv his skill s in anal vzing SItuatIO11s. trsrmu-

1 at ina courses o.f act L ons decision mak~i no. and O a oLn

concreots of onerati ons. At i nter-val s throuoaho..kt thnn-, yeor

prvie to enhance the officer's abi.1itv to commu~nicate hi~s
c-)ncent and intE.-nt to 'BLbordinates.

T he GZ3Ccurr-iculi.um SuoCoorts tra n ina ett orU e s r~

toproduce astn Au i trnsa omo

foundation of Drincioles for the decision makino orocess and

ft..ndamentals (of tactical operations. When an officer

Lir d a efir om h e c our' se.h is i nti1 m at 91l t ami. I +ar ti h

Atr-Land Dattle Doctrine -:nd has been e:=osed to tra:Lninq in

.e many of the si ills rerQUired to imolement Au+traq~talti.

% ~ The &Armv's Combined Arms and Services Stat-t 'ochol

(ZS is also conirduc-t,2d at Fort Leavenworth and i±_ :- w

oart course aimed at CActai ns L n their si : th thr-muc~h n-11 ~
vear o service. 1::a:rt one of tecueisnn-eaLdenc a~nd

reaulres the officer to complete a number of correslocndence

course':,. 41-) of which relate to the fundamentals of mi i.talv

decision making. the communicative art. and Lombined arms

ooe-r ati1ons. Part two of the course is eiaht weed- SCt

resident instruction, during which the officer soends nearlyv

m29 0



si wee~s re+inin, and auLDIv]r his s ]Ils in stAtt tecr-

n LJLLCeS. decision ma 1n clAnnino and communlc:_t.i on-.F

As at CGSC. the instruc:tion :rovided at H ) C, -s Q--

n i. + cant stri des toward devel oo 1ng the s i] Is -er r t 1.3 0o

leaders expected to emplov an Au.traqstal.ti style ol L eader--

shio. The offlcer graduatino from CAS is we[L[ ver'.zed in Lhe

decision making process and olanning. and has develooed

additional confidenc:e in himself and his iud.:ment.

The Officer Ad vanced Course (OAC) is establThed i:rnr

%.:-,ocf-ficers in their -fourth through Sixth year ot service and

designed to Preoare of f i cers +or duty as comcan, ]eve].

commanders and staf f o fficers at battalion and br 1 :c'zi

levels. Although a common core curriculum is esLab] ished b,,

rRADOC. emphasis on selected subjects varies from School to

school. It is at these schools that officers develon thei.r

repertoire of techni oues and tactics which wi 1 0. L t-h,,.m t.h

options needed to fight and win on the battleti,-?., . F I.s a7:.

these schools also that the off i. cers are exoosed t:.o o-rr's

the broadest spectrum of subjects in the Armv schor0. -vstem.

The OAC curriCutlurn does not appear to olace thcu nhha: it

CAS- and CGSC do on the leadershio skills in QL.ue'stioCn. or

example, there are as many hours devoted to NBC traiinir1 as

to decision making and order preparation.-"

The OAC schools exhibit the first signs ot a breakdown

in the continuity of training emphasis on A}.t.tr-g.sta til.

leader skills. The offlcer graduating from OAL has been

exposed to all the requisite skills for emolovino Huftraos--

7 C5
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takti k.* how~ever the d:et-ree 0of devel ooment 01- thscr. 'Li I I I s

qu-est i on ablIe.

The Cf~iCer E~aSIC CourSe (1BC) is similar to LhZi! th.-it

it too is conducted by the var iouls brankrcn school7. 1.) Le i c) d

- ~~for Li eutenants in- their + irst year 0o+ servi ce, t.-(:ii.rs?

16 weeks lonQ and Aimed at oreoarinc4 o-icers #-or - u~rt

duty assi qnrnent. 'There is a common core CUrr i CoIL urn ut. 3D-

Lished by TFRADOC. but many of the SUbjects tauACht be b

necessity branch meculiar. As in the O~f-C. the .SchQCJUIP 1- 'S

intense with a broad variety of subjects tauonIrt.. Out t-Ar

f(?wer than at OA~Cs. The -focus in much ot the.- tranii si!

devel ooment or~ the ott icer's con tidence by educ 3Zti:i 2>' n oi-

manyv basic sub 1 cots f ram the role of the di f ferent -rn'o

capabilities And limitations o-f various weapon systems. 1

s Iq n if ican t amoun t of t ime i s sp en t on t ac ticAl1 tr-Ai n in tan nd

the o-ffice-r is e;:nosed to many of the fundamef taL tcn i mui

of war-fiahting. Encouragi ng is the provi si on for- 04 hours of-

remedial trainini for those office-rs who do not meet col[ ecie

freshman level Enciuish and reading standards.'

TeCIBC orovi des a start oti nt for the cievel. omert.

the uf traqstacU- tiIeader reoUtI. te S1 iS. lt LI 1:a

e::ceo ti onal off+i cer. however-. who craduat9s W3. h -kn :;i:

f Qundati1on inr thes:e S L 1,5. It ca--n be assumed thn _itt JL 9f'..

q r ra d Ulte is LSAwa re 01- man rv(- t hP t ra itis an r A (I 1 1 (2ur ri ,n

to employ ALuttrak1.7stA[.t1[. rp-t zk siq-niticzant ZAMOun i c-i

men tor inci~ w 1 .I heP reonumII- rd t - d 'EI rn his nro I I 7 tt2-)rC.

t askPS,.



Fhere is .A n ann-A nt. Iaci of: L-rchai on tr~ r2 tir jz

Iu r t d 't I r, r]~i u B t e 5 1 1 t I3 S 1t I_)L, C 7 a n:.i L) 4 <nc

LEa d ersi 1 mL es so n,- L e arn)E-d at thInE I\ a ti c)n a lr ai f- r)~ t c-r

k- ,10_ t en d to vir L v s- i a o r a b i e.-f U Lb e r- var 1- t: i

k 0 C) are as; ndt.o each comn)Anv level unit wj i-i t t- '

b a t t Iins tra ml nQ at the NFC. and they are-I 1 ln euc) __'2 n 1

00o7it ion to A-sqss and e-val Uate trends oi oer tcrmanc. a clui1no

the E-:arct (fSe. Il-i OCS3 comment that there arIE? Cr Lt. .

nrobi ems wi th 1 e a der s m1 an no cmn q .C0MM A1 1Ca.1t I CD If D ne t .1-.?

detaeqation. and initiative at the comoanv L evel1. (..4 se cc)n d

orot l.em area Lice in th -Area oft- 1. e-Ade- d-vel onmn r, Orll- o,

.fl 1 IF r I Si* 1 D I') -. bP- t o re t heyv arr i vea ~t the IIIi . A--

% ~~do 17ot devel oM SULrrdi n ate l eader s duiri no) Larr i -- cn tru :iIr nc.

thev lack trust in these subordinates and are ret uc tan to

deleaate tasks and authority on the NTC battlefieimf.. ThI.S

c r ob I (-P M a SSe En -A'S -or t i C0 U A rtIy a1C- Uta T At the C enc 7 a1nVVn 7

The t ack- of adeQUate qui dance i n o I ann i nci. Enoor commu~ni 1 ca-

t L On Of the commander s intent *and a I ar-* aot s e I-)il Li i.)'

contri b~te to a serious I ad of Lnit i -ati ye by 1 eader;I at- r!i

-in It C

cono-Any L evel ndbe Iow a the 1\11CI

The U. S. Arfmv traininq system i s ce r hao:Ds the t r CEli.t.L

the worl1d. The broad ranc~a of subiects cove.:red in- theci.i--i

o-f an of f icer' a n rocoress thrOuqh the va:riou~s SChoo1., aL 0a hi T

one- of the most in-tel I -ctU3l w,7.rr iors in hi story. iu t. t L)

.. adoot such a 1leadershi p techni oue as ~uta ti r re q uI r L,

a tra i nn effort focu~sed on so eci fi1c J.eadershi r trait; and

si- i L I. The Germans attribute their success in c-o[O vmctnt. ot



k.4

"A -u t r- -k q t a t I dur i nc World War I I in [ art to :I- rENt Urv

long tradition" and o...eacetime training. WtJW do not

have a century t.o develop a tradition. and althoauh our

," €. training e+forts are headed in the riqfht direct ion, e stL I L

have si qn i f i c:ant room f or i mDrov-men t .* eseci a] . .v at. the

;.- .-. ~~ a w r ve Ls.
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CONCLUSION

General Herman Balck, famous commander o.f the German

li t ' Panzer Division on the Eastern Front durinq World War I

is quOted as saving "Auftraqstaktik is not limited to any

levels, it applies to the division commander and his Chiet C)+

Staff just as much as the tank commander and hl s .Lunner.. ."

Few people would disagree with that statement, and indeed. of

the officers and NCOs interviewed in coniunction wit. this "

paper, an overwhelming majority felt that there should be no
-. 5Jlower limit to our efforts to incorporate Auftraostal:ti .

The ouestion of this monograoh. however. is not how ].ow

should we go. but how low can we go with tuft ra.._.::til T

The conclusion is that successful incorporation of Auf.-

tragstaktik below battalion level is not currently feasible.

There will be. of course, those leaders capable ot receivi n.

a "mission order" and through initiative and talent acl~evLnQ

success with minimal guidance. That is the excention.

-~ however, and Lt should not be exected that Auftrxtti[ as

a leadership style will be the rule below battalion level.

This conclusion is based three assessments.

In evaluation of the environment which shaoes soldiers.

traits and skills, it is orobable that the drop in readin-

and comorehension skills within our society in _eneral may

have an effect on initial entry officers and enlisted?*5 .5-}

personnel. If the Army education system is unable to rectify

this apparent disparity, our ability to communicate and

develop a common understanding and cooperation within units

3 4
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will be adversely affected. It has also been DoLnted out

that stability and command climate are most favorable at

battalion and higher levels. The stability oroblen at the

lower levels of command precludes development of the cohesion

within units which is so critical to mutual trust ainci confi-

dence both up and down the chain of command. The oerceived

negative command climate at some of the lower levels-, Ut

command in our Army has an unfavorable effect on the develoo-

ment of a number of the skills identified as essential to

imolementing __ftraqstati. Not allowing subordinates to

make mistakes deprives them of valuable learninq o ,ri _nt:et

which would otherwise contribute to develooment n tn .,Lr

ludgement. Leaders unwilling to take risks and delE .?a-te der/}

subordinates the chances to employ their own talents. thereby

hindering develooment of not only the subordinates conti-

dence, but the leaders' confidence in his subordntte a

well. Finally, subordinates who are victims of over-bearino

leaders demanding "'zero defects" will not be incn.ri'd tQ ma

decisions, take the initiative, or act indeoendentlv. In

summary, both socLetal and military influences hinder d,=eL--

coment of the reouisite Aftraqjstakt_[ skills in =o i, r

the lower levels.

Examination of the trainin focus within our Armv

indicated that training at CAS and CGSC aopears to be on

track with what is necessary to produce leaders caoable o+

emoloying Autrao.t_ ti.-. These officers have aLre?'ady' Served

at the company level, however, and any impact they mioht have

35
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will be seen at battalion and higher levels. There is an

aoparent emphasis on the training o-f techniaues and tactical

skills of battle oresent in OAC and OBC. but it 1S somewhat

obscured by the myr ..id of other subjects our iunior officers

are expected to learn. Without a solid foundation in the

basic techniques and tactics of warf ighting. options to the

leader are limited and a "common cultural bias" of battle--

drill will be not be present. The comments by JCs-; from the

NrC support the assessment that there are oroblems in

operations at the lower tactical levels, and emphasize that a

problem exists in develooino de-centralized headrs who can

clearly articulate a conceot of the operation and l.t.rt.

Final supoort of the conclusion is drawn from the

attitudes and qLpnions of soldiers expected to imolement such

a leadership style. Among the Majors and Captains inter-

vLeweO for this monoQraph, most felt that there was a

significant lacL of decisiveness on the part of subordinates

With whom they had worked in previous assignments. Many felt

that rouohlv only half of their subordinates would venture t.o

mak e a decision. and of those decisions, little over hal f

would be supportive of the commander's intent. r-not.hr

re:currinq theme in the survey was the transmssion .r I aci%
%4

thereof) of an Understandable intent. Whether that was

because of the way it was communicated or the way i t was

comprehended, the intent was often unclear and did not

provide the crucial link between the subordinate'°: actions

and mission accomplishment. These opinions were reinforced

76a



by the responses of the NCOs particioatinq in the survey.

Transmission of a clear intent was perceived as sometimes a

problem, as was the ability of subordinates to ac:t

" ' independentliy.

This conclusion does not necessarily mean that incorp-

• oration of Auftraqstaktik below battalion level is not an

attainable goal. Indeed. as pointed out earlier a clear

majority of leaders surveyed felt that such a leadership

style could be successfully employed at platoon level with a

substantial number feeling that it could be applicable at

sauad/crew or even individual levels. There will. always be I
those select individuals who will rise to the occa:v-Lon ard

through initiative and personal perseverance salvage a

desperate situation. The challenge is to expand that base ot

select individuals to a solid foundation of the resourceful

leaders needed for the AirLand battlefield. With continued

emphasis on development of subordinates through a command

climate which fosters initiative and independent thought. and

a training focus which highlights the requisite sk1il.s of an

..Auftraqstaktik leader, that challenge can be met at all

levels within our Army.

7.47
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Appendi:x 1 (Summary of questions used to guide discussions
during interviews of officers at Fort Leavenworth in October
1986.)

* How often durinq operations was an intent

disseminated to you?

* When you received an intent, was it an
understandable, workable intent?

How would you assess the "Command Climate" as it
relates to your superiors?

* What kind of command climate did you try to foster

* Was there a "fear of failure" within your last unit?
At what level? Why?

* Was your boss a centralized or decentralizad lcdor?

* What kind of leader do you consider yourself?

* How far down the chain of command were you confident
that your instructions and orders were disseminated?

* How much trust do you feel your boss had in vou?

* How much trust did you have in your subordinates?

* How much confidence did you have in your subordinates

judgement? Decisiveness?

- Do you feel there should be a lower limit to our
efforts to instill Auftragstaktik?

* Do you feel there is a lower limit to our ability to
instill Auftraqstaktik?

6; * Do you have any general comments on the subject?

'



Apoendix 2 (Questions and responses of NCO Survev, Fort
bliss. Te,,as. Oct 198b)

1. I would classify the operations orders I have received A
from my leaders as:

a. Very Detailed (24%)
b. Detailed (42%)
c. No opinion (3%)
d. General (27%)

e. Very Ueneral (4%)

A2. s a squad leader/vehicle commander, I received a
complete order -i.e., the full concept and my platoo' piece

4 of the action:

a. Almost always (27%)
b. Often (33%)
c. About half the time (22%)
d. Seldom (14%)
e. Almost never (4%)

3. As a squad leader/vehicle commander, I knew what the
mission of the company was:

a. Almost always (46%)

b. Often (24%)
c. About half the time (16%)
d. Seldom (5%)
e. Almost never (9%)

4. As a platoon sergeant. I received a complete order
i.e.. the full concept and my cgqmpanv.s oiece of the action:

a. Almost always (46%)
b. Often (42%)
c. About half the time (11%)

d. Seldom ((:% )
e. Almost never (1%)

5. As a platoon sergeant, I knew what the mission of the
battalion was:

a. Almost always (41%)
b. Often (25%)
c. About half the time (27%)

d. Seldom (3%)
e. Almost never (4%)
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Aoendix 2 (Questions and responses ot NCO Survev. Fort
Bliss, Texas. Oct 1986)

6. As a squad leader/vehicle commander, I disseminated the
-full concept o+ the operation to all oi my subordinastes:

a. Almost always (40%)
b. Often (31%)
c. About half the time (17%)

d . Seldom (9%)
e. Almost never (Z%)

7. When I was a squad leader/vehicle commander, my
subordinates knew what the mission of the platoon was:

a. Almost always (58%)
b. Often (30%)
c. About half the time (6%)
d. Seldom (5%)
e. Almost never (1%)

8. While serving as a olatoon sergeant I felt all members ot
my platoon understood the full concept of the operation:

a. Almost always (37%)

b. Often (34%)
C. About half the time (22%)
d. Seldom (5%)

e. Almost never (1%)

9. When I was a olatoon sergeant. the members of my olatoon
knew what the company mission was:

a. Almost always (50%)
b. Often (27%)
c. About half the time (18%)
d. Seldom (1%)
e. Almost never (4%)

The ne',t section asks for your opinion on the command rlimate
in units in which you have served. Consider all of your
assignments to include both troop and staff duty.

40wi
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Appendi- 2 (Questions and resoonses ot NCO Survey. Fort

Bliss, Texas. Oct 1986)

hl ,

16. When executina orders issued by my leaders. I understood
that I could deviate from the plan if necessary.

a. Strongly agree (14%)
b. Agree (50%)

SC. No opinion (5%)
d. Disagree (26%)

, e. Strongly Disagree (5%)

11. When issuing orders/instructions. I exoect my
subordinates to:

a. follow the orders explicitly (16%)
b. modify the instructions if the need arises (61%)
C. come see you if there is a discrepancyk2%
d. other (please soecify) ('",,4

12. Consider this situation: Your unit's miss:ion is to
de+end a riverline and be prepared to counterattack if the
occasion arises. You have told a subordinate of yours to
move out with his element and defend a bridae from the near

side of the river. Upon arrival at the site the subordinate
discovers that he would have sionificantly better t:Lelds of
fire on the far side of the river. Unfortunatlev the
subordinate has lost radio contact with you. Woulo you
expect him to:

(%) a. Establish his position per your instructiOns.

(62%) b. Occupy the far side o+ the river and send a runner
to advise you of the modification.

(It%) c. Send a runner to you to request permission to
modify the plan.

(12%) d. Act in accordance with his own best iudaement

(0%) e. Other (Please Specify)

13. During your most recent troop assignment. what
percentage of your Subordinates could effectively receive,
understand, and comply with the concept of ooerations and

tactical situation?

a. less than 25% b. 26-50% c. 51-75% d. more than 75% 

(4%) (15%) (51%) (30%)

41 0~



'%"

S ~ Aooendiu 2 (Vuestions and responses of NCO Survey., Fort
B1 iss. Tex as. Oct 1986)

[4. Based on your eD:oerience. what percentage of wour
sujbordinates (regardless of lenoth oc quaintanr:e. did vot
a l ow to modLfv your instructionz ILf the situation warranted

a. less than 25% b. --- C.. c. 51-75% d., more than 75%
(4%) (27%) (28%) 15%)

15. How many of the leaders You have worked for ha\ e had
your full confidence'

a. less than 25% b. 26-50C)% c. 5 1-75% d. more than 15'

(12%) (15%) (2 9 %) 44%)"

16. Again regarding leaders/commanders voi have worked for.
how often have you been satisfied that the orders t-hey iSsued
to yOu refle cted the best course of action"

-a. Almost alwavs t14%)
b. Often (4e%,
c. About half the time (76%)
d. Seldom (1%)
e. Almost never (1%)

17. In the Dast. when I or one of mv peers made a mistake.
the leaders were:

a. Tolerant (25%) |
b. Somewhat tolerant (55%)
c No oinon(.

d. Not very tolerant (15%)
e. Not tolerant (4%)

,. 8." In units to wnich I have been assiqned, leaders and"

commanders:

a. Almost always delegated (1%) %

b. Sometimes delegated (55%)
c. No opinion (0%)

d. Seldom delegated (11%)
e. ~Almost never delegated (%) -..

The next three questions center around your ooinion of what
the climate in an organization should be. Answer the

* questions reflecting how you would like to see the Armv
operate.
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Aopendix 2 (Questions and responses of NCO Survey. Fort
BlLss. Texas. Oct 1986)

19. I feel leaders should:

a. Tolerate mistakes (15%)
b. Tolerate some mistakes (79%)
c. No opinion (1%)
d. Tolerate very few mistakes k 4%)
e. Not tolerate mistakes (0".)

20. I believe that authority to interpret and modify orders
shoud (when the situation warrants it) be:

a. Almost always delegated (28%)
b. Sometimes delegated (64%)
c. No opinion (:7%)
d. Seldom delegated (5%)
e. Almost never delegated (0%)

21. fhe Airland Battlefield will demand highly resourcefuL
leaders capable of independent thought and actions at al[
levels. What level .of command do you feel is the Lowest
which we can reasonably exoect orders to be interoreted and
modified if required, and still be assured of mission
accomplishment?

a. Brigade or hiqher (1%)

b. Battalion (8%)
c. company (12%)
d. Platoon (46%)
e. SQuad or lower (73%)

22. I feel that the Army has provided me with effective

training in the art of decision making and independent
thought/actions.

a. Stronqlv agree (48%) %
b. Agree (41%)
c. No opinion (4%)
d. Disagree (6%)

e. Strongly disagree (1%)

4 3 4 . .
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