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“A spirit of comradeship and brotherhood in arms came into being in the training camps and on the battlefields.  This spirit is to fine a thing to be allowed to die.  It must be fostered and kept alive and made the moving force in all Marine Corps Organizations.”

--- Major General John A. Lejeune

Introduction.  The Marine Corps has always been known for its outstanding leaders, but where do these leaders come from?  No doubt our reputation attracts some who may already have begun to develop leadership skills.  However, the bulk of our recruits possess varying degrees of leadership or only leadership potential.  Marines throughout history have entered the Corps looking for a challenge, but they had to be trained to meet that challenge.  Part of that training has always consisted of developing leadership skills in subordinates.  As a leader you must recognize your full responsibility to mold your young Marines into the type of leaders that will be fully capable of stepping into increasingly greater leadership roles.  Marines should also possess a flair for innovation and creativity and should be encouraged to seek out greater leadership challenges as their abilities grow.

Building Marine Corps Leaders.  The Marine Corps builds leaders.  Marine leaders are not born, mass-produced, or given to us—we develop them patiently, individually, artfully.  Marine leaders begin to develop when they join the Corps and continue as long as they remain Marines.  The mold is cast in boot camp; polishing is done in units.

Graduate recruits are highly motivated towards the Corps and the standards it represents.  They leave the recruit depots with great expectations of receiving from and giving a lot to their Corps.  They seek tough training and dynamic leadership.  Too often, after reporting to their units,

· Leadership by example diminishes

· Standards become lowered

· Training becomes routine and boring

· Expectations dim

· Motivation drops

· Tarnishing sets in

Improperly supervised, future leaders are often thrown on their own completely and are not always ready for this situation.  They may follow the most influential Marine available—frequently the "sea-lawyer" who leads them in the wrong direction.  Sometimes they may be promoted too soon and are not prepared for the accelerated responsibilities.

Place command emphasis on stopping this trend.  With the quality of Marines in the Corps today, you must challenge the disciplined and spirited Marines who respond magnificently to positive leadership.  The DI and boot camp must not be the only significant event in a Marine's active duty experience.  Commanders and unit leaders must set the example and ensure that Marines continue to develop when they join a unit.

· Marines should find good leadership, a sense of belonging, and meaningful work

· Training must be challenging, demanding, and interesting, with a clearly discernible purpose

Marine Corps Manual, Paragraph 1100 (Appendix A of this student handout) is our charter for leadership responsibilities in the Corps.  These long practiced goals of leadership have withstood the test of time from Nicaragua to Kosovo, in war and peace.

Four elements essential to effectively develop good leaders are

· A clearly understood role

· A comprehensive training program

· Selective screening for promotion

· Most important, command attention

Every commander’s goal must be to have a quality program to develop leaders.  Good units have good subordinate leaders because their seniors conscientiously train them in military skills and sound leadership.  The following principles are essential to an effective program:

· Commanders must

· Set a high priority on leader development

· Ensure Marines are trained and challenged to their maximum potential

· Maximize your use should of mission-oriented orders; use succinct statements of the commander's intent with guidance that permits maximum initiative at the subordinate level.  Commanders/supervisors must

· Provide clear, well thought out directions to subordinates

· Convey their intentions

· Give subordinates freedom of action

· Accept subordinates' mistakes and teach from them

· Establish a climate of trust, confidence, and prestige for subordinates.  Subordinates must

· Be responsible and use initiative

· Perceive the intentions of their seniors

· Use their abilities for the good of the mission

· Take action with unknown and incomplete information

· Train and educate all subordinates

· Ensure Marines who attend NCO/SNCO schools meet the eligibility criteria and demonstrate outstanding potential for advancement

· Challenge graduates to use new skills.  Requiring NCOs to train their subordinates and holding them accountable for the results places responsibility squarely on their shoulders

· Train NCOs who cannot attend formal schools in unit level NCO development programs

Purpose.  The two reasons to develop subordinate leaders are because

· As an officer, you are morally obligated to develop your Marines into better all around people.  In the natural order of things, Marines will be promoted into ranks in which they must accept increasing amounts of responsibility.  You have a duty to prepare those Marines for these future challenges.  Doing this effectively guarantees that future generations of Marines will benefit from our traditionally outstanding leadership and become better citizens.   A big part of this process is to develop their character to enable them to lead, whether or not they continue on in the Corps.  This is best summarized by the words of our 13th Commandant, Major General John A. Lejeune,

"These men are in the formative period of their lives, and officers owe it to them, to their parents, and to the nation, that when discharged from the services they should be far better men physically, mentally, morally than when they were enlisted."

Marine Corps philosophy of command stresses the need for decentralized execution that demands initiative at all levels of command.  Such initiative can only come from solid leadership throughout the ranks.  Warfare, which by its nature is filled with confusion and the fog of war, demands at all levels leaders who can think on their feet and take the initiative in unexpected situations.  Casualties will occur during war.  When leaders become casualties—and they will—someone must be ready to step into their shoes.  If that means a lance corporal must lead a platoon, then that is what will happen.  Again, your duty is to prepare your Marines for that eventuality, for their sake and for the sake of the other Marines in the unit.

Techniques.  First and foremost you develop leadership in subordinates through your own example.  Young Marines are impressionable and will follow your lead.  A few specific techniques that have proven useful in developing and encouraging leadership skills in our subordinates are contained in the table below.  This list is not all-inclusive, but should serve to start you thinking.  As you read through the list, try to think of examples of each technique that you have seen used.  Was it an effective way to develop leadership?  Why or why not?  Be prepared to contribute your thoughts during the discussion group on this subject.

	Technique
	Description

	Insist on the use of the chain of command
	· Make decisions and solve problems at the lowest possible level in the chain of command

· Ensure subordinate leaders are given the authority to do the jobs in the billets they hold

	Teach your subordinates what to do; try to avoid telling how.
	· Realize some Marines will need more guidance than others depending on their level of experience

· Provide guidance equal to their level of experience

	Recognize achievement and accomplishment
	· Enhance leadership through judicious, timely, and effective use of 

· Meritorious masts

· Meritorious promotions

· Awards

· Special liberty

· To raise morale and increase initiative, use frequent oral and written encouragement

	Give Marines who demonstrate potential increased responsibility
	As Marines prove themselves to be responsible and mature, continue to challenge and utilize their talents.  A Lance Corporal doesn't have to be promoted to Corporal in order to be put in charge of something

	Give positive and direct correction of errors in judgment and initiative
	· Correct errors in such a way that you do not discourage your Marines from attempting to excel

· When dealing with honest mistakes

· Make corrections with a healthy dose of encouragement and positive reinforcement

· Point out what was done right as well as the mistakes that were made

· Encourage initiative from your Marines

	Encourage initiative and resourcefulness
	· Initiative is the stimulant to growth

· Recognize

· A new way to accomplish a task

· Other good suggestions from your Marines

	Hold subordinates responsible for their actions
	Subordinate leaders are responsible for

· Their own personal actions

· The actions of those they lead

	Instill values
	Emphasize the core professional values of our leadership concepts

· Loyalty to the unit, the nation, and the Marine Corps

· Personal responsibility

· Selfless service

	Accept increased responsibility willingly and insist that subordinates do the same
	· Pay attention to the motto, "Can do"

· Seeking responsibility is the mark of a leader.  As a leader seek increased responsibility for subordinates and yourself


	Technique
	Description

	Ensure that subordinates receive the proper feedback on their performance through timely counseling
	· Subordinates will continue to make errors unless you guide them along the right direction

· Additionally, counseling lets them know you are concerned with their development

	Be approachable to subordinates
	Be approachable to subordinates in an informal but not familiar way

Besides having an open door policy, foster a frank, open approach to problems or mistakes

Foster your relationship with subordinates based on trust and confidence, not on fear of retribution

Avoid familiarity, favoritism, or undue friendliness at all costs


Readings.  Major General John A. Lejeune discusses the relationship between officers and enlisted personnel in the Marine Corps Manual, paragraph 1100 (Appendix A).  This handout includes two additional appendices (Appendices B and C) that further explore the concept of developing subordinate leaders.  As you read these materials, look for recurring themes and phrases.  Think about why it is so vitally important to impart leadership skills to our subordinates and look for techniques to add to the above list.  Be ready to discuss your findings and conclusions in the discussion.

Summary.  You can argue whether or not great leaders are born or made and whether or not leadership can be taught; however, no one should disagree that good leaders can be developed.  You are in the position to make good leaders.  You must

· Set and enforce high standards in all things

· Set the example

· Have the moral courage to guide, correct, and listen to juniors

· Provide the atmosphere and working environment for subordinates to learn, as you learned, to be good leaders

· Develop those who will succeed you as leaders

APPENDIX  A
MARINE CORPS MANUAL
(EXTRACT)
1100.  MILITARY LEADERSHIP
1.  The primary goal of Marine Corps leadership is to instill in all Marines the fact that we are warriors first.  The only reason the United States of America needs a Marine Corps is to fight and win wars.  Everything else is secondary.  In north China in 1937, Captain Samuel B. Griffith said, “wars and battles are not lost by private soldiers.  They win them, but they don’t lose them.  They are lost by commanders, staffs, and troop leaders, and they are often lost long before they start.”  Our leadership training is dedicated to the purpose of preparing our commanders, staffs, and troop leaders to lead our Marines in combat.

(Paragraphs 2 and 3 are omitted)

4.  Professional and personal relationships between Marines.  Professional and personal relationships, including duty, social, and business contacts among Marines of different grades will be consistent with traditional standards of good order and discipline and the mutual respect that has always existed between Marines of senior grade and those of lesser grade.  Personal relationships between officer and enlisted members that are unduly familiar and that do not respect differences in grade or rank constitute fraternization and are prohibited.  When prejudicial to good order and discipline or of a nature to bring discredit on the Marine Corps, personal relationships between officer members or between enlisted members that are unduly familiar and that do not respect differences in grade or rank constitute fraternization and are prohibited.  Prejudice to good order and discipline or discredit to the Marine Corps may result from any circumstance that calls into question a senior's objectivity, results in actual or apparent preferential treatment, undermines the authority of the senior, or compromises the chain of command.  The following paragraphs written by Major General John A. Lejeune appeared in the Marine Corps Manual, edition of 1921, and since that time have defined the relationship that must exist between Marine officers and enlisted members, as well as between officers of different grades and enlisted members of different grades of the Corps and other military service members.

     a.  "Comradeship and brotherhood.  The World War wrought a great change in the relations between officers and enlisted men in the military services.  A spirit of comradeship and brotherhood in arms came into being in the training camps and on the battlefields.  This spirit is too fine a thing to be allowed to die.  It must be fostered and kept alive and made the moving force in all Marine Corps organization."    
     b.  "Teacher and scholar.  The relation between officers and enlisted men should in no sense be that of superior and inferior nor that of master and servant, but rather that of teacher and scholar.  In fact, it should partake of the nature of the relation between father and son, to the extent that officers, especially commanding officers, are responsible for the physical, mental, and moral welfare, as well as the discipline and military training of the young men under their command who are serving the nation in the Marine Corps."    
     c.  "The realization of this responsibility on the part of officers is vital to the well-being of the Marine Corps.  It is especially so, for that reason that so large a proportion of the men enlisting are under twenty-one years of age.  These men are in the formative period of lives, and officers owe it to them, to their parents, and to the nation, that when discharged from the services they should be far better men physically, mentally, and morally than they were when they enlisted."    
     d.  "To accomplish this task successfully a constant effort must be made by all officers to fill each day with useful and interesting instruction and wholesome entertainment for the men.  This effort must be intelligent and not perfunctory, the object being not only to do away with idleness, but to train and cultivate the bodies, the minds, and the spirit of our men."    
     e.  "Love of Corps and country.  To be more specific, it will be necessary for officers not only to devote their close attention to the many questions affecting the comfort, health, military training and discipline of the men under their command, but also actively to promote athletics and to endeavor to enlist the interest of their men in building up and maintaining their bodies in the finest physical condition; to encourage them to enroll in the Marine Corps Institute and to keep up their studies after enrollment; and to make every effort by means of historical, educational and patriotic address to cultivate in their hearts a deep abiding love of the Corps and country."    
     f.  "Leadership.  Finally, it must be kept in mind that the American soldier responds quickly and readily to the exhibition of qualities of leadership on the part of his officers.  Some of these qualities are industry, energy, initiative, determination, enthusiasm, firmness, kindness, justness, self-control, unselfishness, honor, and courage.  Every officer should endeavor by all means in his power to make himself the possessor of these qualities and thereby to fit himself to be a real leader of men."
5.  Noncommissioned officers. The provisions of paragraphs 1100.3 and 1100.4 above, apply to the relationship of noncommissioned officers with their subordinates and apply specifically to noncommissioned officers who may be exercising supervisory authority or leadership roles over junior marines."

APPENDIX B
The Challenge of Leadership
In an article by RADM John O'Connor CMC, USN (Ret.), titled "Is you is, or is you ain't my baby," MCG Feb 1980, the reader gains an interesting perspective on Marine Corps leadership fundamentals from one who served closely with but was not part of the Marine Corps.  His essential tenet is to question the reader as to whether he is honorable enough to embrace the profession of bearing arms.  I would like to take that question one step further and ask are you honorable enough to be called a leader?  If you were stripped of rank and billet, could you be accused of leadership?  For leadership is not based on position or grade, rather it is based on actions and conduct.
In an extremely perceptive statement RADM O'Connor states that the true responsibility of leadership is to actualize the potential of those who are placed in your hands.  Further, he says that it is of greater importance than anything else we do as leaders.
As a commander you are responsible for all your Marines do and fail to do.  As a leader you would be accountable if you failed to actualize the potential of subordinates.  If you fail to develop subordinates, especially subordinate leaders, then you fail as a leader.  It is just that simple.
Leaders are known for their strong character traits.  Their interpersonal skills lend themselves to being able to communicate openly and straightforwardly with those they lead.  Leaders have developed a mental toughness and self-discipline to enable them to act according to a standard of excellence.  But a leader isn't a leader until he instills in his subordinate leaders those same standards of excellence and the ability to pass on those same standards to those they lead.
Admittedly this is a most difficult task.  It is relatively simple to command compared to leading and allowing those we lead to lead.  All too often oversimplification and over supervision are the norms of a command based on a lack of trust and confidence in subordinates.  How does this occur?  What can be done to build this trust in order to allow subordinate leaders to lead?
Gen Lejeune's concept of father and son as the relationship between officer and enlisted is the perfect starting point.  When a father lends his son the car for the first time he does so only because he trusts him.  He has confidence in his ability as a driver and knows he can handle the responsibility of a car.  This confidence and trust did not occur overnight.  Rather it has been fostered by a close, personal relationship through the years that has been nurtured with guidance, instruction, and understanding.  Then and only then is the father ready to trust his son with the car.  The son had to prove that he is capable of such responsibility.  He has done so only because the father's love and concern for his welfare have taught him that before he is trusted he must prove himself.
It is much the same in the Marine Corps.  Before anyone is trusted with the responsibility on a grand scale they must prove themselves.  Thus the correlation can be made that before subordinate leaders are trusted, before they are given responsibility, they too must prove themselves, even if it is on a smaller scale.  Small tasks successfully accomplished are an indicator of the ability to handle larger-sized tasks and commensurate responsibility.  Authority and respect follow naturally.
Let us not lose sight of our objective in this study.  The purpose of this essay is to assist in developing subordinate leaders.  As leaders we must develop subordinate leaders, not just demand that they be good followers.  A subordinate leader must be a good follower first, but must also have the ability to lead.
Gen Lejeune's concept of the relationship of officer and enlisted as being similar to that of teacher and scholar provides our starting point.  Remember the relationship between the father and son.  The father through the years taught his son what was expected of him.  His son was the scholar learning what it took to accept basic responsibilities and carry them out.  As a leader you must take the position of teacher to instruct subordinate leaders in what to expect of their subordinates.  Largely this can be done by setting the example for them.  An analogy here may put it into perspective.  An NCO learning to lead is much like a child learning to walk.  A child learns much of what is required--balance, pacing and speed on his own.  Some things he learns from his father.  Some from his mother.  When he falls he picks himself up, but often his father or mother assists him.  The essence of this is that the father and mother are intimately involved in the development of the child.  Contact, guidance, and assistance are 

provided everyday when necessary.  So it must be with a leader developing a subordinate leader.  Leaders must spend time every day providing guidance, support, and direction to subordinate leaders.  Leaders must share experience, offer encouragement, exhibit patience, and by doing these set the example for the subordinate leaders.
Great leaders are good teachers.  Diligent, persistent teachership is the only way to ensure the development of subordinate leaders.  The function of the leader must be as VADM Stockdale states to set "the moral, social, and motivational climate.  Teachership is indispensable to leadership and an integral part of duty."  First you must teach subordinate leaders.  The challenge from the leader's perspective is to develop those leadership styles and those leadership methods to ensure that the "teachership process" is ongoing.  Sometimes we get too involved with other elements of leadership; the ethical aspects, the values of the profession of arms and the comparison of leadership to commandership, and we forget that the essence of leadership is people ... those we lead called United States Marines.  We must spend time with the people we lead in order to actualize their potential.  Neither the paperwork nor the equipment will ever be more important than the individual Marine and his or her development.  That development must be fostered over time through guidance, teaching, and direction.  That development will pay off in the years down the road for the Marine Corps and the Marine.  The German philosopher Geothe summed it up best when he said:
If you treat an individual as he is, he will remain as he is.  If you treat him as though he were what he could be and should be, he will become what he could be and should be.
Treat your Marines as they could and should be.  Set the standard.  Instill the belief that we do something because it is right and just according to our values and integrity.  Make them believe in themselves as leaders and you will have done your job as the leader.  You will have met the challenge.

APPENDIX C
Auftragstaktik:  A Case for Decentralized Combat Leadership
(Extract from an article that appeared in the Sep 1987 issue of Parameters under the title Auftragstaktik: A Case for Decentralized Battle by LtCol John T. Nelson, USA)
...Desire for increased leader initiative was in full consonance with the German Army's perception of the nature of war.  First, speed was considered imperative for victory at both strategic and tactical levels.  German field service regulations emphasized, "The first demand in war is decisive action."  At the tactical level, the idea was to react after enemy contact with a series of rapid maneuvers to force the adversary into a largely reactive posture.  
Second, the Germans believed that the appropriate maneuvers to take in the face of the enemy could not be pre-planned in meticulous detail.  Since war was viewed fundamentally as a "clash of wills," enemy action would seldom conform to expectations.  Added to this was a keen appreciation for the disruptive effects of friction on military activities.
     
Third, the Germans considered every situation in war unique.  This required competent leaders to make rapid estimates and decisions, and then to act on them swiftly.  Furthermore, such decisions would always be made with incomplete, inaccurate, or conflicting information.  Uncertainty and the fog of war stalked the battlefield.  Thus the leader had to be a thinking soldier.  He needed both intuitive powers to interpolate correctly and creative powers to devise a successful course of action.
     
Thus the German view of war fully supported granting junior leaders great scope for initiative -- if that was what it took to generate the speed necessary for victory.  At the same time, this situational...perspective on war shaped the framework for the exercise of leader initiative.  This framework provided for three essentials:  proper leader character, sound methodology for issuing and carrying out orders, and enlightened senior-subordinate relations.
     
Not surprisingly, the German field service regulations stressed that the noblest quality of a leader was his willingness to assume responsibility.  To do so under stressful conditions required considerable moral courage, self-reliance, and self-confidence -- attributes the German Army prized highly.
    
Closely related were the attributes that stressed risk-taking and decisive action.  Since all decisions were made under conditions of uncertainty and since every situation was unique, there could never be a demonstrably perfect solution.  Therefore, one should not demand one.  The object was to pick any reasonable plan swiftly and then to execute it with energy and dispatch.  Good leaders made a rapid estimate, adopted as sound a course of action as feasible, and executed it decisively.  In this view, speed was more essential than precision; a decent plan carried out immediately was superior to a superb plan carried out much later.
   
To operate in this way, a leader had to assume great risk willingly.  To encourage this, the German Army framed two rules.  First, in situations clearly requiring independent decisions, a leader had not only the latitude to make them, but the solemn duty to do so.  Second, inaction and omission in such situations were considered much worse than judgmental error based on a sincere effort to act decisively.  The former was the shameful antithesis of leadership.  While errors in judgment might cause unsuccessful local engagements, the broad exercise of initiative by all leaders, it was felt, would carry the battle.
   
The second part of the framework for exercising initiative consisted in the methodology of issuing and carrying out orders.  Insofar as he could, the commander told subordinates what tasks to accomplish, but not how to accomplish them.  He also gave them sufficient resources to accomplish those tasks, stated any restraints, and provided required coordinating information.

Leaders so trained, it was thought, would better handle the unexpected in battle, where split-second decisions were often decisive.  Such leaders would also feel more ownership for their actions, thereby stimulating greater determination in carrying them out.  Self-reliant leaders would derive more personal pride and satisfaction from their duties, causing them to identify more closely with their units.  This, in turn, would strengthen unit cohesion.
   
In issuing orders, the most important part was the statement of the commander's intent.  In carrying out their tasks, subordinates were always to focus on the intent.  Subordinates using initiative in response to the unexpected had to conform, insofar as possible, to this intent.
   
This system of operating did not lessen the need for commanders to control their subordinates.  Commanders habitually positioned themselves well forward.  In no way did commanders relinquish any command authority or responsibility.  They would intervene when subordinates were doing something clearly unsound.  They would add or delete assigned tasks, or change their intent, as they saw fit.  In short, they supervised and controlled, but in a manner encouraging initiative and thinking in subordinates.  Subordinates, on the other hand, made every effort to maintain contact with their commander and to keep him fully informed of the situation.
   
A third element of the framework for exercising initiative was that of senior-subordinate relationships.  Commanders were responsible for developing in their subordinates the desired character and leadership attributes discussed earlier.  Equally important, they spent much time teaching subordinates how to think on their feet in making estimates of the situation and in applying tactical principles.  The object was not only to train subordinates but also to educate them.  Leaders were taught not so much what to think about, but, more important, how to think.  Superiors and subordinates spent time together in map exercises, terrain walks, sand-table exercises, and field exercises discussing tactical problems.  A central focus of every field exercise was the development of subordinate leaders.  This involved a close teacher-student, coaching-like relationship.

   
The result was that the leader and his subordinate got to know how each other thought.  This was important to the commander; it allowed him to anticipate intuitively how his subordinate would exercise freedom of action in various situations.  From this close relationship flowed mutual trust, which in turn nourished initiative.  The subordinate would feel confident that his exercise of initiative in battle generally conformed to his commander's intent.  The commander would trust his subordinate with greater rein in accomplishing tasks.
   
The training and education process, both in units and military schools, facilitated the exercise of initiative in another way.  It promoted among leaders a common outlook on the nature of war, on desirable character and personality traits, on the importance of initiative, on proper senior-subordinate relationships, and on how to issue orders.  It also taught a common approach in understanding and applying tactical principles to the different types of operations, emphasizing the peculiar features and characteristics of each.  Military terminology was precise, standard, and widely understood.  The result was a remarkably uniform perspective in tactical operations that facilitated concise orders, accurate but brief communication of intent, and a sensing of how the unit as a whole might respond in given situations.  This common outlook and language reassured both leaders and subordinates, reinforcing that sense of mutual trust and dependability so conducive to initiative and freedom of action.
     
The standard approach for conducting critiques of tactical exercises promoted initiative as well.  Since every situation was unique and since no training situation could encompass even a fraction of the peculiarities of a real tactical situation, there could be no approved solutions.  One acceptable solution was as good as another.  Critiques of leader actions focused on identifying the student's rationale for doing what he did?  What factors did he consider, or not consider, in making his estimate of the situation?  Were the actions taken consistent with this estimate?  How well were orders communicated?  Were the actions taken tactically sound?  Did they have a reasonable chance of being successful?  These questions served as the basis for critiques.  The idea was to broaden the leader's analytical powers, experience level, and base of knowledge, thereby enhancing his creative ability to devise sound, innovative solutions to difficult problems.  Critiques were lenient and understanding, rather than biting and harsh.  Mistakes were considered essential to the learning process and thus cast in a positive light.  The focus was not on whether the leader did well or poorly, but on what progress he was making overall to develop as a leader.  Damaging the leader's self-esteem, especially publicly, was strictly avoided.  A leader's self-confidence, it was felt, was the wellspring from which flowed his willingness to assume responsibility and exercise initiative.
     
It becomes clear that Auftragstaktik was an extraordinarily broad concept, holistically embracing aspects of what today would be called a theory of the nature of war, character and leadership traits, tactics, command and control, senior-subordinate relationships, and training and education.  In addition, these aspects were organically consistent, mutually reinforcing, and inseparably interwoven.
     
The centralized philosophy of command visualizes war more as a science than as an art.  At its extreme, the centralized approach sees a higher-level commander attempting to make precise decisions in a virtual zero-defects fashion.  He then devises detailed plans to carry them out, and supervises the execution by micromanagement.  All key decisions are referred to this commander.  Decisions are based on massive amounts of information designed to cut through uncertainty.  Massing overwhelming men and materiel against the enemy compensates for slow responses.  In this view, far-reaching initiative from subordinates is not critical to success.  Massive relative combat power is.  In fact, there is an inherent skepticism that subordinates can make judgments that are precise enough.  The centralized plan is sacred.
     
The decentralized style of command, on the other hand, views war more as an art than a science.  It values the initiative of subordinates, striving especially to harness their creative energies toward simultaneous problem solving at all levels.  The desired effect is speed based on sound judgmental ability developed by trial and error.  Adequate, not perfect, solutions are sought.  In this view, commanders issue general instructions, relying on subordinates to get the job done within a broad charter for action.  Plans are viewed as provisional, with the understanding that no plan is ever implemented exactly as envisioned.  The leader must continue to think on his feet, aggressively, analyzing, recommending, anticipating, and adjusting.
   
This style has deep roots.  As Assistant Commandant of the Infantry School in the late 1920's, George Marshall did all he could to develop young officer-students into thinking leaders who could operate in a decentralized manner.  He often issued students foreign or outdated maps, provided only sketchy intelligence, and compelled them to make their own decisions by cutting off communication with higher headquarters.  He routinely made them face the unexpected in order to stimulate their imagination and ingenuity.  One of his first orders was that "any student's solution of a problem that ran counter to the approved school solution and yet showed independent, creative thinking would be published to the class."
Another supporter of the decentralized style of command was General George S. Patton.  He allowed his subordinates great freedom of action, being tolerant and patient with their errors.  He demanded speed and risk-taking.  "Never tell people how to do things," he said.  "Tell them what to do and they will surprise you with their ingenuity."
    
We would seek to develop thinking, tough-minded, self-reliant, confident, and courageous leaders who can respond to friction, the fog of war, and unexpected enemy actions with initiative and grim determination...such leaders, to paraphrase Teddy Roosevelt, will at best know the triumph of high achievement, but even in failure they will at least fail while daring greatly.
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