
   

  CHAPTER 1


  COMMAND RESPONSIBILITIES


  Introduction


  When an individual assumes command of a unit, large or small, he steps into one of the most interesting, and the most challenging, assignments a member of the armed forces can have. Here is a job into which a man can sink his teeth. Here is a job where initiative, originality, hard work, fidelity, and human understanding can pay off in the richest dividends. This chapter includes many matters that are connected with the ability of the commander to train his unit.


  So You Want A Command!


  How often have we heard an officer say, “I’d do anything to get a command”? Have you ever wondered if he really meant it? Have you wondered if he really would make a good commander? We have often heard the expression, “A good commander is born, not made.” This is not entirely true. By exercising certain principles, the vast majority of officers can become good commanders.


  Let us see if consideration of the following “Twenty Questions” will provide us with some guidelines. If the answers to these questions are “yes,” the potential commander’s statement is sincere and he should fight to get--and should be given--a command. He will never have an assignment that will give him greater satisfaction or one that will enable him to contribute more to the Army and our country.


  
  CHART 1. TWENTY QUESTIONS


  1. Is the officer seeking command duty willing to devote all hours of the day and night, seven days a week, to his command?


  2. Is his wife willing to take an active role in helping to make a happy “Army community” in their unit area?


  3. Is his family willing to be secondary, if necessary, to the company, battalion, group, regiment, combat command, brigade, or division?


  4. Is he willing to learn, teach, stress, and live with the “fundamentals” necessary to make his unit good and still believe his great talents for “bigger things” are not being wasted?


  5. Does he like to be with young people? Can he live with their energy, points of view, and the problems they create?


  6. Is he willing to take the hard knocks that come from carrying the responsibilities for the failures of his subordinates?


  7. Can he juggle at the same time all the balls of training, maintenance, tests, administration, inspections, property, communications, messes, supply, athletics, markmanship, discipline, and public relations without dropping any of them?


  8. Is he able to do many things concurrently, rather than being a “consecutive” doer? Can he manage a complex job?


  9. Can he receive and carry out orders? Can he follow orders as well as give them?


  10. Can he stand tough competition from like units and still retain a spirit of cooperation and teamwork with them?


  11. Is he physically and emotionally fit to carry the load?


  12. Does he have the courage to make and stand by tough decisions?


  13. Are he and his family willing to “live in a goldfish bowl” where their actions are closely observed by both subordinate and superior?


  14. Is he still enthusiastic and cheerful when confronted with seemingly impossible tasks to perform with inadequate means?


  15. Is he willing to leave a warm office to check and supervise training, maintenance, and many other activities of his unit?


  16. Is he willing to take responsibility himself and correct the situation rather than blame it on the staff of a higher headquarters or on a subordinate when things go wrong in his unit?


  17. Is he willing to do his best with “what he has” even though what he has seems inadequate?


  18. Is he confident he can produce a superior unit with the usual run of manpower? Can he inspire personnel to produce outstanding accomplishments?


  19. Is he willing to take a chance on being relieved for attaining only mediocre results?


  20. Does he really want command rather than just “to get command on his record”?

  


  What Does the Soldier Expect from His Commander?


  Having dealt with the prerequisites of command, I offer these thoughts on what soldiers look for in their commanders, regardless of branch of service.


  HONEST, JUST, AND FAIR TREATMENT. Men admire a strict officer if he is also just. An officer who tries to be a “good fellow” loses his grip early. An officer cannot be expected to know everything. He cannot bluff his men and retain their respect. When he does not know, he should say so and then find and announce the answer.


  A commander should administer punishment in an impersonal way and to a degree that fits the circumstances and the offense. When a man pays his debt, the commander should forget the incident.


  COURAGE. Every man experiences fear in a crisis. The commander cannot show it. He must fortify himself by learning to control his emotions.


  CONSIDERATION DUE THEM AS MATURE, PROFESSIONAL SOLDIERS. Regardless of age or grade, soldiers should be treated as mature individuals. They are men engaged in an honorable profession and deserve to be treated as such.


  Military courtesies start between officers. Observation of these courtesies between seniors and subordinates is not belittling to either; they are evidences of the alertness, pride, and good manners of your men.


  The commander’s rank should be used to serve his subordinates. It is not a reward and not a license to exercise idiosyncrasies. Rank has one object; to enable the officer to fulfill his responsibilities. Subordinates expect the commander to play his part according to his position. They do not begrudge him his rank or prerogatives if he uses them in the interest of his subordinates and superiors.


  PERSONAL INTEREST TAKEN IN THEM AS INDIVIDUALS. A good officer will know the names, background, and individual characteristics of his men. He must have a genuine personal interest in them or they will not have it in him. Each individual has problems. There is no easier way of getting a grip on men than by helping them solve personal problems that give them great concern. An officer should not, however, be too familiar with his men. Good soldiers do not expect it, and usually resent it. It is not necessary to call soldiers by their first names even if the officer sleeps in the same foxhole with them. (The Commander’s attention is also invited to DA Pamphlet 355-26, “Your Soldiers,” by General Bruce Clarke.)


  There is nothing wrong today with the following instructions written by Baron von Steuben at Valley Forge, and published by the Continental Congress:


  INSTRUCTIONS FOR THE CAPTAIN


 
    A captain cannot be too careful of the company the state has committed to his charge. He must pay the greatest attention to the health of his men, their discipline, arms, accouterments, ammunition, clothes, and necessaries.


  His first object should be to gain the love of his men by treating them with every possible kindness and humanity, inquiring into their complaints, and, when well founded, seeing them redressed. He should know every man of his company by name and character. He should often visit those who are sick, speak tenderly to them, see that the public provision, whether of medicine or diet, is duly administered, and procure them besides such comforts and conveniences as are in his power. The attachment that arises from this kind of attention to the sick and wounded is almost inconceivable; it will, moreover, be the means of preserving the lives of many valuable men.




  INSTRUCTIONS FOR THE LIEUTENANT


 
    He should endeavor to gain the love of his men, by his attention to everything which may contribute to their health and convenience; he should often visit them at different hours; inspect their manner of living; see that their provisions are good and well cooked, and as far as possible oblige them to take their meals at regulated hours. He should pay attention to their complaints, and when well founded, endeavor to get them redressed; but discourage them from complaining on every frivolous occasion.




  LOYALTY. Loyalty to superiors and subordinates is a basic requirement. Criticism of a commander’s superiors in front of subordinates lays him open to the same treatment. He should stand up for his men as he expects them to stand up for him.


  An officer’s presence when the conditions are unpleasant and when the going is tough--“sharing the situation with the men”--means a great deal to them.


  The commander should act as a buffer between superiors and subordinates. He should protect his men from harassment that comes from above, but still get the job done.


  THAT THEIR NEEDS BE ANTICIPATED AND MET. A good soldier has needs, both spiritual and physical, and a commander should do everything possible to anticipate and meet those needs. At the same time, he should provide all the comforts and privileges practicable. This is not meant to imply that he should coddle his men or treat them as babies. Such things as a hot meal when it is not expected, unit parties, liberal pass privileges, and good recreational facilities are more to the point.


  TO BE KEPT INFORMED AND TOLD THE “REASON WHY.” The commander should keep his men informed at all times; tell them the reasons behind decisions affecting them. Many jobs seem purposeless unless the facts behind them are known. He should continually take action to offset rumors and speculation by giving his men all the information he can.


  A WELL THOUGHT OUT PROGRAM OF TRAINING, WORK, AND RECREATION. The commander should keep a balance between training and recreation. Too much of either becomes a drag on the men. Logical progression of training helps keep men from becoming confused.


  DEMANDS COMMENSURATE WITH CAPABILITIES; NEITHER TOO GREAT NOR TOO SMALL. A commander should not overload his men with unnecessary work. On the other hand, letting men become bored because they are not working enough is just as bad. Neither men as individuals, nor units should be expected to accomplish impossible tasks.


  
  CHART 2. GUIDELINES TO ORDERS


  1. Give orders in a manner which indicates you expect compliance.


  2. Do not issue orders you cannot enforce.


  3. Give clear, complete, correct orders, and follow them up. Only by long and careful training can the commander achieve perfection in giving orders.


  4. Ambiguity, vagueness, and incompleteness of orders are to blame for most disobedience and failure to comply.


  5. The words of an order indicate what is to be done; the manner in which it is delivered generates the spirit in which it will be carried out.


  6. Oral orders should be repeated back. Failure to do so will most assuredly result in grave misunderstandings.


  7. Only by long and careful training can men learn to receive, obey, and pass on orders to others.


  8. Lack of orders does not relieve a commander from acting.


  9. You must strive to maintain a complete picture of the situation so you can take suitable action in the absence of orders.


  10. It is a wise officer who refrains from criticism until he can make logical, constructive suggestions.


  11. An officer should be as good as his word. He should not make promises he cannot keep, or make decisions he cannot support.

  


  The Combat Commander


  POSITIVE LEADERSHIP. Battle appears to add peculiar problems to command, but when further analyzed the problems are merely magnifications of those present in training. The great difference between combat and training is the presence of danger and confusion in combat. These two obstacles can be overcome only by positive leadership and by developing a positive and automatic reaction in the individual soldier.


  These positive traits of the commander and of the soldier are acquired during training--training in peace, training in wartime before combat, training during battle; and by mental factors not easily described--desire to overcome the enemy, devotion to country and to organization, and personal devotion to the commander. When a disciplined unit is spurred by the mental drives mentioned, it fights not only well, but brilliantly.


  Battle is fought for “real money and for keeps.” Battles are won by teamwork--not by individuals acting alone. The only teamwork that can stand up under the confusion, the constant danger, the feeling of fear, and the physical exhaustion of battle is instinctive teamwork.


  Success in combat is largely due to endurance on the battlefield. The day - after - day strain of living in dirt, of going without sleep and food, of the constant threat of death will cause the man who is physically or mentally weak to quit. Fatigue makes cowards; men in good physical condition are the last to tire.


  The importance of endurance on the battlefield is underlined by Grant’s philosophy, the idea that in every battle there may come a moment when each side is fought out and ready to quit, and the belief that in such a moment victory will go to the side which is able to make one final effort. Faced with disaster at Fort Donelson, he said, when there was a lull in the fighting, “The one who attacks first now will be victorious, and the enemy will have to be in a hurry if he gets ahead of me.”


  In the heat of a fire fight, the poor commander will not be able to lead men into danger, to make them attack or keep order when he and his men are under hostile artillery fire. He won’t be able to execute his plans. Instead his men will forget teamwork and follow their own plans in fighting for survival. Therefore, you must take every opportunity to make your men confident of your ability to command, and of the skill and toughness of your unit.


  UNIT MORALE. The prospect of entering battle puts every soldier under severe nervous strain. Dangers, real and imaginary, are thick around him. The commander can overcome much of this strain and strengthen the mental endurance of his men by teaching them in advance what to expect. An event foreseen and prepared for will have little harmful effect.


  In combat, you really see the critical importance of high morale and esprit de corps. Morale must be high enough to stand the shock--and the boredom--of combat. Every man must strongly believe that what he is doing is right. He must have supreme confidence that he can deal with any situation--that he is a better fighter than the enemy.


  Esprit de corps is unit morale. Every man must feel that his unit is a superb fighting outfit, and that he, like the rest, will sacrifice even life itself for the unit. The spirit is often the difference between mediocre and superior armies. It was strong in the Roman legions and in the French troops under Napoleon.


  Recognize, though, that the commander must inspire beyond group esprit. Only deep personal conviction, springing from identification with a cause, will drive a man forward when his unit is destroyed or scattered.


  PERSONAL EXAMPLE. The commander should be a model soldier. He must master the technique of war as it fits his assignment; he must improve and expand his technical knowledge. The commander must strive to make it possible for every soldier to say, truthfully, “The Old Man always knows the right thing to do.” In addition, he must exhibit daily a fine example of stamina and courage. Besides his own example, the higher commander is also represented by his staff officers; they too must reflect the superior qualities of their commander.


  Above all, set the proper example.


  Soldier Morale


  Show me a unit that is well run, properly trained, and ready for combat, and I’ll show you a unit with high morale.


  No commander will readily admit that his unit’s morale is anything other than excellent. As we compare units, however, it is often obvious that the morale in some units is “more excellent” than in others.


  What is morale? Our manual on leadership defines morale as the mental and emotional state of the individual. Although it is a complex and intangible quality, the manifestations of its absence in a unit can be detected readily in the form of poor appearance of the individuals and unit area, poor discipline, and a low state of training.


  Morale comes from doing well an important job and receiving recognition for it.


  
  CHART 3. SEVERAL ADJUNCTS TO MORALE


  1. GOOD MANAGEMENT. We all like to be in a unit where things run smoothly, where things are planned, and where men do not have to “hurry up and wait.”


  2. ADEQUATE INFORMATION. Men like to be kept informed ahead of time of things that affect them or are apt to affect them. It is far better for the commander to keep his men informed than to have them seek to get such information from rumors.


  3. HIGH STATE OF TRAINING. If a unit is not well-trained, its men know it. This fact shakes their confidence, especially if they anticipate the possibility of using that training in a critical situation.


  4. CHANCES FOR ADVANCEMENT. Progress is morale-raising to all men. Knowing that advancement is possible and that excellent performance and preparation lead to promotion helps morale.


  5. GOOD PHYSICAL AND MENTAL CONDITION. Good physical condition goes hand-in-hand with good mental condition. These two elements are basic to achieving good morale.


  6. GOOD ADMINISTRATION. Men like to know that their pay accounts and individual records are correct and that their allotments are going through on schedule. These matters are very personal to a man and affect his confidence in his unit.


  7. CONFIDENCE IN EQUIPMENT. Ours is the best equipped Army in the world. There is always better equipment under development than is in the hands of troops. Talking down our equipment as being obsolete and statements that we do not have the latest and best are detrimental to morale.


  8. CONFIDENCE IN COMMANDERS. Men expect their commanders to know their jobs, to share the hardships with them, and to take a personal interest in their problems. You will not know whether a particular officer or soldier has a problem until someone has heard his case. A willing ear will gain much confidence.


  9. COMFORTABLE QUARTERS. With a little encouragement, men will fix up comfortable quarters under almost any condition. They should always be made as comfortable as circumstances permit.


  10. MESS. The food issued for the American soldier is the best that any army ever had. There is no excuse for other than a good mess.


  11. MAIL SERVICE. The soldier counts on his mail--he looks forward with anticipation to every mail call.


  12. MEDICAL ATTENTION. Confidence in the medical service is of tremendous importance to any unit, especially to a combat unit.


  13. POST EXCHANGE FACILITIES. The post exchange is a source of necessities and little luxuries so that a man can vary the routine of issue items and have some things of his own choice. The post exchange should be run for the convenience of the troops, not its employees.


  14. LEAVES AND PASSES. An effective policy in such matters provides beneficial breaks in routine. The leave program should be planned so that each individual knows approximately when he is going. He can then plan for it.


  15. RELIGIOUS SERVICES AND CHARACTER GUIDANCE. It is especially important that an army made up mostly of young soldiers be provided with facilities for religious services in accordance with their preferences. A program of character guidance will help to continue in the service the wholesome influence of home and community life.


  16. AWARDS AND LETTERS OF COMMENDATION. These means of recognition of good work play a most important part in achieving good morale.


  17. DIVERSIONS. There are many spare-time activities that keep the soldier pleasantly and profitably occupied and add to his contentment. Among these are: Movies, well-equipped hobby shops, athletics, dayroom and library facilities, tours and travel.


  18. STANDARDS. Soldiers like to be in a “sharp” unit. They appreciate achievement of high standards in discipline, dress, housekeeping, police, maintenance, training, and athletics. The lift in morale that comes from impressive and well-executed military ceremonies is an important factor.

  


  
   CHART 4. EVIDENCE OF MORALE


  In discussing the subject of morale with visitors, I often ask and am asked, “What do you look for in a unit in order to gauge the morale”? Since morale is influenced by so many factors, there are naturally many indications of the state of morale. The things I note in quickly sizing up a unit include:


  1. SALUTING. Is it well done? Do the men speak? Do they seem pleased to greet you? Do they come forward to report?


  2. DRESS. Is it uniform, neat, clean, worn smartly?


  3. GOOD HOUSEKEEPING. Is the area orderly and clean? Are offices cluttered up? Are bulletin boards neat? Are signs clean and uniform? Are barracks neatly arranged? Has there been an effective effort to make the unit attractive?


  4. PRIDE. Are the men eager to show their accomplishments? Do they point to their unit’s history with pride? Do they have something good to sell and try to sell it?


  5. PARTICIPATING IN CHARITIES AND UNIT IMPROVEMENT PROJECTS. Cheerful, voluntary participation in these activities indicates the spirit in an organization.


  6. ATHLETIC PROGRAM AND SUPPORT OF TEAMS. An athletic program enthusiastically supported is always a favorable indication of morale.


  7. CHURCH ATTENDANCE. A high percentage of attendance indicates a high sense of moral values.


  8. SOLDIER’S DEPOSITS AND OTHER SAVINGS. A man who saves his money each month is “banking on his future” and is usually a well-adjusted and confident soldier. When there are many such soldiers in a unit, there is a depth of stability in the organization. But--commanders should not attempt to coerce men to participate in this program.


  9. ENLISTMENT AND REENLISTMENT RECORDS. Except where unusual conditions exist, the records of enlistment and reenlistment are good indices of morale.


  10. AWOL. When such offenses are reasonably easy to commit and the number of offenses is low, it is indicative of high morale.


  11. SIZE OF SICK CALL. Unless there are special reasons for it, a continuing large sick call is a danger signal in a unit.


  12. COURT-MARTIAL RATES. A low rate usually indicates good morale in a unit, but it must be analyzed carefully for extraordinary influencing factors. For example, a very low court-martial rate may indicate lax discipline--not good morale.


  13. INCIDENTS AND ACCIDENTS. Usually these occur in sizable numbers as a result of long standing conditions that set the stage for them. Because of this, they are an indication of the soundness of the basic structure of a unit which includes the state of morale of its members.


  14. COMPLAINTS TO THE INSPECTOR GENERAL. These come about when men are not well-informed and properly handled. Thus, complaints are an indication of morale.

  


  
   CHART 5. OUTSIDE INFLUENCE ON MORALE


  The factors, adjuncts, and indications of morale covered so far concern things generally within the control of the commander. But there are influences on the morale of the soldiers--especially those on duty in a far-off land--which stem from attitudes of officials, the press, radio commentators, and the public at home.


  The soldier should feel that he is needed and that his sacrifices are of immediate and long-range benefit to his country, his home, his family, and himself. He should feel that his unit is as important to him as his family, that he is just as important to the unit. He will feel that importance as long as the people at home feel it. He is sensitive to public opinion at home and, because of good radio, newspaper, and mail facilities, is constantly aware of attitudes at home toward the importance of his job. The “hometown” and other releases by information officers play an important part in the attitude at home.

  


  Junior Officers’ Conferences


  There are always many newly commissioned, fine young officers in the Army. They have come from many sources. Some of these young officers have demonstrated outstanding ability in combat. Others have not had this experience. Few of them have had the time or opportunity to become fully indoctrinated with the duties and responsibilities required of an officer.


  The standards and responsibilities of an officer are, in many respects, more exacting and more difficult to discharge in peacetime than in combat. Consequently, officers’ conferences should be conducted for all junior officers to review the duties and responsibilities of a commissioned officer.


  COMMANDER CONDUCTED CONFERENCE. These conferences should be conducted by commanders themselves on an informal basis. Lieutenants in separate companies and detachments may be invited to join groups from units commanded by a field grade officer. Groups should not be too large. “Preaching” should be avoided. These conferences can well be the means of improving the unit team under the coaching of its captain--the unit commander. These conferences may consist of one-hour meetings held in the evenings, officers’ calls during duty hours, coffee calls, or informal gatherings of almost any type. Topics for discussion should include at least the following:


  (1) Military courtesies, proper salutes, greeting with the salute, customs in clubs, and attitude toward seniors, juniors, and associates.


  (2) Personal standards of dress, conduct, ethics, indebtedness, gambling, and use of liquor.


  (3) Importance of military reports as to accuracy, time, and contents. Importance of an officer’s “Certificate” and signature.


  (4) Military discipline--use of company punishment, duty on courts and boards, and handling of AWOL, incidents, and accidents.


  (5) Promotion of enlisted men, development of subordinates, and preparation of efficiency reports.


  (6) Unit history, esprit, accomplishments, missions, problems, PIO activities, troop information, and morale.


  (7) Self-education of officers, professional publications and associations, beneficial reading, USAFI courses, and study and preparation for one’s job and for promotion.


  (8) Responsibility for funds, weapons, property, and supplyeconomy.


  (9) Security of classified documents and prevention of loose talk and rumors.


  (10) Use, misuse, and maintenance of military vehicles and equipment.


  (11) Importance of messes, good housekeeping, and sanitation.


  (12) Good management, statistics, preplanning, checking, followup, and use of the proper number of men with proper tools and materials for a job. The importance of the officer being able and not afraid to show his men how to do practical things.


  (13) Importance of good administration and how to get it.


  (14) Importance of inspection: How to be a good inspector, importance of preplanning inspections, and inspection as a part of the instructional and training process.


  (15) Training: Training aids, lesson plans, and training facilities.


  (16) Putting one’s house in order: Allotments, wills, insurance, planned savings, etc.


  (17) Safety program.


  Commander’s Checklist for Successors


  Every commander at every echelon should maintain a continuing checklist to be left for, or given to, his successor to the command. This checklist should contain items of value that will assist the new commander in becoming familiar with his command more rapidly than if he had to uncover the same items over a period of time. Such items might consist of:


  (1) Significant strengths and weaknesses of key officers and non-commissioned officers in the command.


  (2) Important policy matters announced by senior commanders and not contained in SOP or directives.


  (3) Names and personalities of individuals outside the command with whom it is necessary to associate or do business.


  (4) Areas of training weaknesses within the command.


  (5) Disciplinary matters that need close and continuous supervision.


  (6) Security matters that require constant surveillance.


  (7) Critical equipment shortages, deficiencies, or trouble areas.


  Vigilance


  A unit in operational readiness status must be ready for immediate employment at all times. Regardless of how well a unit has been trained, the commander cannot allow it to become lax and let down its guard. World War II and the Korean conflict were started by surprise attacks on Sunday mornings. These surprises remind


  Administration - Some Thoughts for the Commander
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“The finest little handbook on leadership and training ever written.”
—COL. DAVID HACKWORTH, author of the bestseller About Face





