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and that is to go over that particular phase of instruction again. No
allowance is made in the ATP for this, so the only source is the command-
er's time block.

Another consideration for which the ATP makes no provision is make-
up training., Here the commander must train those persomnel who normally
through administrative requirements such as guard, kitchen police and
the like, missed a portion of the training phase. Any commander worth
his salt , who desires to have a proficient unit must go back and pick
up those personnel and present them the opportunity to catch up with the
remainder of the company. Again, this time must come out of the command-
er's time block,

In considering specialist training, normally the companies will
obtain sufficient quotas or have enough school-trained personnel to form
a nucleus from which instructors can be drawn to instruct in such subjects
as CBR, Communications, Fire Direction Procedures, and the like; for seldom
if ever will a company have enough school-trained specialists to fill all
authorized slots., This again is another consideration the company com-
mander must keep in mind when he schedules his allocation of commander's
time,

Care and maintenance of organizational clothing and equipment will
also take a fair share of commander's time, Certainly it is a consider-
ation the commander cannot overlook, Often the care and maintenance
periods are misused: instead of the individuals taking care of the
company's equipment, they generally are permitted to look after their
own interests, the primary reason being that the company has not been
granted sufficient time to cover this requirement. A sufficient number
of hours that the commander can call his own would cover the items dis- ;
cussed and still provide adequate time wherein the company commander
could provide his men with the special free time needed to care for those ‘
special problems that for the individuals concerned are the most pressing
problems in sight.

The key to this complex problem is not to create additional command-
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er's time, but to place the majority of the presently allocated time in
the hands of the individual who can insure that the most beneficial uti-
lization will result -~ the company commander, '




CONCLUSION

Commander's time should not be increased, but the allotted time 1
judiciously controlled by giving the company commander a mission type
directive and proper command guidance. An average unit coﬁmander will
produce a far better company under these circumstances than an out-
standing commanding officer who has been given no latitude in the
accomplishment of his training objectives,

With the advent of nuclear weapons and the potential wide dispersion
of units in combat, the initiative, knowledge and sound judgment required
of a unit commander will be more pronounced than ever before. To fight
his unit effectively, he must realize their limitations and capabilities
and do so with the knowledge that his superiors and subordinates have
100% faith and confidence in him, A step in the right direction is to
give him the majority of commander's time to use as he desires. This
must be done now, not when the big payoff arrives,

Our command guidance must start at the top and work down if the
proper utilization of commander's time is ever to be a reality. It will
require delineation by division or higher and must be faithfully followed

and supported by all commanders.
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ANNEX A - Questionnaire and Results

Purpose : This questionnaire is designed to determine your opinions on
the following subject: should commander's time in the Army Training
Programs be increased?
Assumptions: For the purpose of this questionnaire, please make the
following assumptions:

1, That we are dealing with rifle companies only.

2. That commander's time is limited to the advanced individual,
basic unit and advanced unit training phases.,

3. That the degree of effeciency of 2ll company commanders is
average,

i, That the majority of all training is being conducted by the
unit (not comni:c.tee).

5. That special situations do not exist in the area which make it
necessary to modify the ATP.

Questions and Answers:

1. Do you feel that commander's time in the present ATP should be:

a. increased 63% of class (majority)

b. decreased no one

c. remain the same 37% of class (minority)

2. If this time were increased, do you feel that the average company ‘
commander would properly utilize it? ‘
Yes 100% of majority 37% of minority

No not one of majority 53% of minority

No reply 10% of minority

3. If you feel that commander's time should be decreased, do you
consider that this time is not being properly utilized?

Not answered (see question 1.b.)
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k. To what extent do you feel that battle group should dictate the

use of this time?

Not at all 32% of majority L2% of minority
Twenty-five per cent 39% of majority 25% of minority
Fifty per cent 7% of majority None of minority
Seventy-five per cent 3% of majority None of minority

Other: "only when necessary" 16% of majority

"when required by higher headquarters" 3% of majority

"a minimum amount" 16% of minority

"100% of the time" 7% of minority

no opinion 10% of minority

S. Describe best solution you have encountered concerning this problem.



ANNEX B - Interview with Lt. Col. Charles W, Sample
Commanding Officer
2nd Battle Group Lth Infantry

Question: Should commander's time in the Army Training Program be increased? ;
Answer: Yes, The company commander has been made responsible for so many

additional projects that he has little time to emphasize those subjects in |
which training is weak. He should be relieved of many of these projects |
and granted additional commander's time to devote to the training of his

unit for combat, that being his primary mission.

Question: If company commander's time were increased, would the average
company commander properly utilize it?

Answer: Yes., Most commanders would utilize it to a beneficial degree. He
should inform the battle group commander how he intends to use it and have

the freedom of doing so. The commander must have complete confidence in

his subordinate commander and give him sufficient leeway to do the job
properly. This confidence is necessary if they are to attain the desired
state of leadership. By permitting the company commander to exercise his
initiative to the nth.degree in the training of his command, we will achieve
this goal, It is possible that tén per cent of the company commanders will
not properly utilize this time, However, the majority should not be penalized
for the actions of a few. I feel that the company commanders should keep E
higher headquarters informed at all times, which should in no way limit i
their freedom of initiative.

Question: To what extent should the battle group dictate the use of command-
er's time?

Answer: The battle group should keep this to about twenty-five per cent,

This time will be used to conduct special training at the battle group level
such as combined arms, make-up, retraining, ceremonies, and so forth., With

the advent of ROCID concept, the responsibilities of the company commander
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have greatly increased, The battle group will be widely dispersed, and the
companies will be operating on a more independent basis, This will ecall for
increased initiative on the part of the company commanders, Additional
emphasis must be placed on the ability of these units to act independently.
To accomplish this, we must give the company back to the company commander,
How else can we expect him to obtain the desired results in combat?
Question: Can any subject in the Army Training Program be omitted?

Angwer: Yes, Some can be omitted completely, We are teaching our soldiers
too much, too fast, We try to make a polished soldier out of a recruit in
sixteen weeks, and this is impossible. Some of this training could be given
at a later date after he has mastered the fundamentals of soldiering.
Question: Will the standards of training be raised if the commander is
given more time to utilize as he sees fit?

Answer: Yes, The standards of training at company level should, naturally,
be extremely high, To insure this, the maximum degree of cooperation and
ninimum degree of essential supervision must exist between the battle group
and the company,

ot et Cll it
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ANNEX C - Interview with Col. C. B. Smith
Commanding Officer
1st Battle Group 15th Infantry

Question: Should commander's time in the Army Training Program be increased?

Answer: Col., Smith stated that the following considerations should be

included in the study.

1. Retraining. Any training conducted by the company that was found
to be unsatisfactory through inspection should be rescheduled. Normally
this rescheduling would be done upon order of the company commander.
However, the battle group commander may also reschedule any training that
does not meet his standards. Col. Smith felt that this consideration was
the most important because it would correct the greatest number of
deficiencies and would make the individual soldier better qualified.

2. Make-up training, The company should keep a list of the individuals
who miss certain portions of training and schedule classes for them at a
later date. This will insure that all personnel are trained in every
subject and will insure the same standard of training for the entire unit.

3. Care and maintenance of equipment. As it is important that both
individual and organizational equipment be properly maintained, Col. Smith
felt that this was another use of commander's time. This should be
scheduled when necessary by the unit.

Iy, Ceremonies, While this consideration does not take up a great deal
of time, it is important; and the time required will be taken from command-
er's time,

5. Holidays. While holidays do not comprise many days, they do reduce
time that is available for training., This time will be taken from command-
er's time,

Col, Smith said that he thought that commander's time was about the
right amount. He further stated, "There is no objection to reducing the
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number of hours devoted to subjects providing the objectives are attained,
Any saving made in the number of hours should be considered commander's
time and be utilized in any of the previous considerations mentioned,"
Question: Can any subject be omitted from the Army Training Program?
Answer: Col, Smith believed that the Army Training Program was basically
sound and, depending upon the unit, mm«sﬁmmﬁﬁuﬁmwﬂdm
made locally by the commander,

Question: If commander's time were increased, would the average company
commander utilize it properly?

inswer: Col, Smith felt that most company commanders would use any increased
time advantageously to increase his unit's efficiency.

Question: To what extent should the battle group dictate the use of command-
er's time?

Answer: Col, Smith thought that the battle group commander should let the
company commander dictate the use of this time as much as possible, probably
between seventy-five and eighty per cent of the time, However, there are
some instances where the battle group must dictate the use of commander's
time, as in the case of a parade,

Capt. Inf Col. Inf.
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