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The Author was led to compile this account of Army Organization owing to his inability to discover any book dealing systematically with that subject. Military writers do, of course, make frequent allusions to Organization, but a previous acquaintance with the subject is generally assumed. One looks in vain for an explicit account, either of the principles underlying organization, or of the development of its forms and methods.

It is true that the word Organization figures in the title of more than one Military treatise, but the subject is handled unsystematically and empirically, so that the ordinary reader is unable to realize the significance of the facts. In some cases the term Organization is interpreted in so wide a sense as to include not only Tactics, Staff Duties, and Administration, but any matters of moment to an army. Thus, in the volume of essays recently published, an author of weight states that “Organization for War means thorough and sound preparation for war in all its branches,” and goes on to say, “the raising of men, their physical and moral improvement ... their education and training ... are the fruits of a sound organization.”

 In the present work, Organization is taken in a more literal and limited sense. The book would otherwise have tended to become a discussion of every question affecting the efficiency of armies. The intention of the Author is to give in broad outline a general account of Organization for War, and of the psychological principles underlying the exercise of Command, which it is the main purpose of Organization to facilitate.

At the same time the organization discussed is not restricted to that of the British Army, but is that of modern armies in general, as well as of individual armies in particular, that of the British Army being described in greater detail, in Part II.

In Part IV. will be found a sketch of the History of Organization, which should interest any one who, like the Author, is not content with knowing things as they happen to be at present, unless he can trace the steps by which they came to be so.

The subject is intentionally not treated with minuteness of detail. To have made the book a cyclopædia of detailed information about organization would have obscured its purpose. It is hoped that the work may prove useful to the increasing numbers of those who have taken up Military work throughout the Empire, and not uninteresting to general readers, and students of history.

Hubert Foster.

Sydney, June 1910.
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Page 34, line 2, for “Mounted” read “Mountain.”

”  104, line 6, for “lb.” read “oz.” in two places.”

”  141, line 6, for “270” read “240.”

”  183, line 10, for “100” read “1000.”
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A few abbreviations of familiar military terms have been used. These are:




	A.G.
	Adjutant-General.



	Q.M.G.
	Quarter-Master-General.



	C.-in-C.
	Commander-in-Chief.



	A.D.C.
	Aide de Camp.



	N.C.O.
	Non-Commissioned Officer.



	Q.M.S.
	Quarter-Master-Sergeant.



	A.S.C.
	Army Service Corps.



	R.A.M.C.
	Royal Army Medical Corps.



	T. and S.
	Transport and Supply.



	L. of C.
	Lines of Communication.
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The Organization which it is the purport of this work to describe is that of Armies in War. The vast subject of Organization in Peace opens out too wide a field. It is necessarily different in every country, being based on national idiosyncrasies, complicated by political, economic, and topographical conditions. These factors, however dominating in peace, have less influence on organization for war. The general features of War Organization are identical in all modern armies, as they represent the consensus of expert opinion, based on the practice of great leaders, and on the lessons learnt from success and failure in recent wars.

There are, of course, many differences in detail, due to the varying historical development of each army. These really indicate the degree to which the conservative sentiments retarding improvement have been bent to the changes necessitated by progress. The strength of tradition and inertia in armies is enormous. No human institutions—not the Law, not even the Church—so cherish ceremonial and reverence tradition and custom, or remain so long blind to changed conditions. In military arrangements the very object of their existence often seems obscured by a haze of unessential conventions. Military methods, once suitable, soon pass into mere forms, which it is considered sacrilegious to modify, however useless or even harmful they have become.

Among scores of examples of the extraordinary conservatism of military organization we may remember that England had no transport organized in the army she landed in the Crimea. We find in Germany Army Corps of two Divisions, Divisions of two Brigades, and Brigades of two Regiments, although two is the worst possible number of parts in a unit, according to Clausewitz and common sense. The twentieth century saw Cuirassiers in France, Rifles in most armies, and the “parade step” in Germany. The protean follies of uniform are only now partially disappearing.

The historical portion of this work shows the curious way in which a new form of organization, designed for a definite end, often loses sight of its purpose and reverts to a mere variety of the old type, which then has to put out a new development for the original end. This is the history of the numerous attempts to provide for Light Infantry duties at the front.

The above considerations account for a number of odd survivals in modern armies, and explain many differences in their organization. These, however, are always tending to diminish under the pressure of the hard facts of war, which have little respect for national prejudices and traditions.

A study of the present British war organization, described in some detail in Part II., will show that it embodies a large number of the changes suggested by recent wars, and demanded by the trend of modern military thought. The British Army is the latest to be reorganized, and the opportunity has been taken, with no less courage than wisdom, to adopt in every Branch all changes tending to fit it better for the fighting of the immediate future, as far as this can be forecast. When the reorganization is completed it is not too sanguine to believe that the British will be the best organized army of the day.
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CHAPTER I

THE OBJECT OF ORGANIZATION
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In the British Field Service Regulations of 1909, Part ii., chap. ii., par. 1, it is stated that the main object of War Organization is to provide the Commander-in-Chief of the Forces in the Field with the means of exerting the required influence over the work and action of every individual. This, it is pointed out, will ensure the “combination and unity of effort directed towards a definite object,” on which mainly depends the successful issue of military operations. In other words, the primary object of War Organization is to facilitate Command—that is, to ensure that every man in the force acts promptly in response to the will of the Commander.

A secondary object of War Organization is to facilitate Administration, or the supply of each individual in the Force with all that he requires to make it possible for him not only to live, but to move and fight. If a Force be ill-organized the process of supply will be slow, uncertain, and incomplete, the spirit and health of the men cannot fail to suffer, and the efficiency of the Force as a fighting body to be reduced.

Both these objects of Organization—Command and Administration—are, however, really inseparable. The channels through which they act are identical, and the Authority which commands is necessarily responsible for the Administration which enables his Orders to be carried out. Solicitude for the well-being of the soldier is one of the most certain means for obtaining influence over him, and may be called the main lever for exercising Command. Some further consideration of the psychological factors of Command, which are essentially germane to the study of Organization, will be found in Part V. of this work.

Definition of Organization
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The word “Organization”—literally, providing a body with organs—has been more elaborately defined, by Herbert Spencer, as “the bringing of independent bodies into independent relations with each other, so as to form a single organic whole in which they all work together.” He goes on to explain this as follows: “In considering the evolution of living forms we find simple, homogeneous, and non-coherent elements developing into a complex, heterogeneous, and coherent whole, an organism controlled by unity of purpose, and comprising a number of functional parts, which work together in mutual dependence for the common good.” This definition applies closely to the organization of military bodies. The elements are represented by the individual soldiers, the functional parts by the units, while in the Army we see the living organism.

Just as in nature no mere assemblage of cells, or even of functional parts, can form a living organism, so no collection of individuals, however efficient—or of small units, however perfect—can in any true sense be called an Army. It might have the appearance of a real military force, but it would only be suited to peace. The means by which it can be made fit for war is Organization, without which it would be little better than an armed mob—inert, or at best irregular and spasmodic in its movements. An ill-organized army is not capable of co-ordinated or of sustained action, owing to the difficulty of either directing its movements or supplying its wants.

The Chain of Command
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It is obvious that a Commander of a Military Force cannot deal personally and directly with all those under his command, but only with a limited number of subordinate commanders. Each of the latter in his turn conveys his will to his own subordinates, and this gradually broadening system, called the Chain of Command, is carried on, till every individual of the Force receives his Orders. These Orders are founded on the original directions of the Commander-in-Chief, with modifications and details added by each lower authority in the chain, so as to suit the special circumstances of his own Command.

This principle combines unity of control with decentralization of command and devolution of responsibility. In no other way can ready and effective co-operation of all fractions of the force to a common end be ensured.

Units or Formations of Troops
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The method, generally speaking, of War Organization is to provide the links in the chain of Command by a systematic arrangement, in suitable groups, of the various troops composing the Army. The smallest groups, or Units, are combined in larger ones, and these again are built up into more complex bodies, and so on, until the whole Army is formed in a small number of large bodies, whose Commanders receive direct orders from the Supreme Commander.

For want of a general name for these bodies it is usual to speak of them all as Formations. The term Units, which is often used, properly applies only to the elementary groups. The largest Formations are conveniently styled the Subordinate Commands of the Army.

Each category of Formations forms a step in the pyramid of organization, in which the lowest layer is formed by the Units, the top layer by the Subordinate Commands, and the apex by the Supreme Commander. The Commanders of each Formation, from the largest to the smallest, form the successive links in the chain of Command.

All Formations should have such a strength and composition as to be in the best relation and proportion to each other, and to the larger groups which they help to build up. Every Formation should be formed of at least three subordinate Units. This gives the Commander of the whole due importance over his Subordinate Commanders, and ensures his retaining an adequate Command whenever he wishes to detach one of his Units. This would not be the case were there only two Units in the whole, for, if one were detached, the Commander of the whole would be left exercising Command only over the other Unit, already adequately commanded. The Superior Commander would then be superfluous, and harmfully interfering with his subordinate. A Formation with three or more Units can be readily broken up when desired, without affecting the principles of Command, and is therefore more flexible and efficient than one with only two Units. Emphasis is laid on this point by Clausewitz in his classic work “On War.”

It is the purpose of the next few chapters to describe the Units and Formations constituted in modern armies. But, in order to explain the reasons which have dictated their strength and composition, it is necessary first to describe the various kinds of Troops which go to make up an Army, and their respective methods of fighting, and functions in war. Organization exists to facilitate fighting, and cannot be explained without some discussion of Tactics.
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Military Forces are of two distinct categories: Fighting Troops, which carry out the actual operations; Administrative Services, whose function is to provide the Fighting Troops with all that they require to keep up their strength and efficiency.

The Arms of the Service
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The Fighting Troops consist mainly, as they have for centuries, of what are known as “The Three Arms of the Service”—Cavalry, Artillery, and Infantry. Besides these, however, the introduction of warlike inventions and the increased complexity of modern war have brought into being a fourth Arm—Engineers—as well as varieties of fighting troops for special purposes, which are virtually new Arms, such as Mountain Artillery, Machine Guns, Cyclists, and Mounted Infantry.

Characteristics of the Arms
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The continued existence of the Arms of the Service for centuries is due to a gradual differentiation of their mode of fighting, owing to changes in weapons, and progress in the Art of War. Each Arm has its peculiar fighting characteristics and its own sphere of action in war, which will be discussed in this chapter. In the next will be described the organization which each Arm has evolved in order to enable it to carry out its functions in war.

1. CAVALRY

ITS SPECIAL FUNCTIONS

Cavalry has been termed “The Arm of Surprise,” owing to the rapidity with which it can move. This gives it the power to act with little warning, and from an unexpected direction, against the enemy, and thus to take advantage of the fleeting opportunities which occur in war for sudden attack and surprise. It is par excellence the mobile Arm, and the one best adapted for taking the offensive.

Its power of making long and rapid marches enables it also to be thrown far to the front, so as to give to the Army protection from surprise, and to gain the information as to the movements and dispositions of the enemy, without which the Commander will be at a loss in forming his plans.

Cavalry is required too for the effective pursuit of a beaten foe who would elude the slow-moving Infantry. It is also the best Arm to cover a retreat, as it can check the pursuit and then effect a rapid withdrawal before being completely over-powered.

ITS WEAK POINTS

The disadvantage of Cavalry is that it is very dependent on the nature of the country for its action. It is useless in steep, rocky, or marshy ground, or among enclosures, and in woods. Cavalry is also costly to raise, and requires long training for efficiency. It suffers too from great wastage of horses in war, due to unavoidable fatigue, short rations, and bad weather, from which causes horses suffer even more than men.

ITS MODE OF FIGHTING

In the combat, Cavalry acts both by shock and by fire, the latter action being now more developed than of old. Indeed the main difference between the horse-soldiers of the different armies of to-day is whether their training is directed rather to mounted shock-action, or to fire-action dismounted; in the latter case, their rapidity of movement is mainly helpful in getting them to the right place at the right time to use their fire. The ideal Cavalry would be equally capable of shock and fire action, and could be employed either mounted or dismounted, as circumstances and the judgment of the leader might dictate. The British is perhaps the only Cavalry (as General Négrier, Chief of the French General Staff, once said) which is trained to this ideal. The Cavalry of Russia, Japan, and the United States tends rather to action by fire on foot; that of most Continental armies to shock action mounted.

EMPLOYMENT OF CAVALRY IN WAR

The use of Cavalry in modern war lies less in its action on the battlefield than in the all-important work of reconnoitring the enemy, and protecting its own army—that is, of providing Information and Security. The tendency of the employment of Cavalry in modern war is towards an entire separation of these two duties.

For the first duty, Reconnaissance, Cavalry must try to find out the strength and situation of the enemy’s forces, and the direction in which they are moving. For the second duty, Protection, Cavalry must form a screen along the front of the Army, so as to shelter it from being observed by the enemy’s Cavalry, and to give early notice of the direction of any attack.

These two duties of Cavalry cannot be performed by the same body. To get information Cavalry must be able to break through the enemy’s screen, which can only be effected by beating his Cavalry, and requires concentration of force. Reconnoitring Cavalry will often also have to work round the flanks of the enemy. Both these modes of action must necessarily leave a large portion of the front of its own army uncovered.

On the other hand, protection demands a dispersion of the Cavalry along the whole front of the Army, which is exactly opposed to the concentration generally required for effective reconnaissance.

Again, reconnoitring Cavalry is only concerned with keeping in touch with the enemy, while protective Cavalry must remain in touch with its own army.

The distinction between these functions of Reconnaissance and Protection has become recognized of late years, owing to the increased importance of the Strategical direction of the large masses of troops now in the field, which are not easily diverted when once set in motion, and are more than ever dependent on their Lines of Communication. Their Commander needs constant and recent information about the enemy, by which to direct his movements and secure his flanks from attack. Hence has arisen the practice of providing two distinct bodies of Cavalry—the Independent Cavalry, for reconnaissance by independent action at a distance in front of the Army; and the Protective Cavalry, spread over a wide area along the front of the Army so as to form a screen.

In both cases the Cavalry effect the object by sending out squadrons, which furnish patrolling parties. The duty of these is not only to discover the enemy’s movements, but to make such arrangements for transmitting the information gained that it shall reach Head-Quarters with rapidity and certainty.

2. ARTILLERY

Artillery is the most powerful and far-reaching of the Arms in its fire effect, but cannot act by shock. It is the only Arm that can strike the others at such a distance that they cannot retaliate, and can injure material objects. Its morale is less liable than that of the other Arms to fail in battle, as Artillery is more dependent on the mechanical than the human element for its action. The guns, too—to which the personnel is attached by sentiment and duty—give a definite point to hold to when other troops are falling back. It is on all these grounds a valuable auxiliary to the other Arms.

DISADVANTAGES OF ARTILLERY

Artillery, however, is incapable of independent action—it must always be associated with the other Arms, as it is easily avoided or turned, and, when moving, is helpless against attack. It takes up a great deal of space in the column of march, as well as on the battlefield, where it requires advantageous positions to fire from, and cover for its horses and ammunition, both often difficult to find. Artillery is also very dependent on the weather and the nature of the country for its action, as it requires clear air and good light, and an absence of hills and woods, to allow the object and the effect of its fire to be observed. It also needs good roads, and is more obstructed by mud, ice, or snow on the march than are the other Arms.

3. ENGINEERS

Engineers, as a body of officers with men, were only introduced towards the end of the eighteenth century, but officers of that name had been employed for centuries on the Staff of Armies, especially at Sieges.

The Engineers are now sometimes styled “The Fourth Arm of the Service,” not so much because they are Combatant Troops, armed and trained like Infantry, as because their work on the battlefield is of interesting tactical importance.

The work with which Engineers with an Army in the Field are charged presents great scope and variety. It may be catalogued under the following headings:

(a) WORK WITH THE FIGHTING TROOPS

Pioneer Work on the march—i.e. making roads and removing obstacles; water supply; bridging of every sort; collecting, making, and using boats and rafts for ferrying.

Field Work on the battlefield—i.e. clearing the communications and field of fire; marking ranges; demolitions; obstacles; special earth-work (ordinary trench-work and gun-pits being made by the troops who use them).

Searchlights in the field.

Inter-communication Work—i.e. use of telegraphs, telephones, wireless, visual signalling, kites, captive balloons.

Aviation by balloon or airship.

Printing and lithography for Orders and Maps.

(b) WORK IN REAR OF THE FIGHTING TROOPS

Engineers are also charged with the following important work on the Lines of Communication:

Construction, repair, maintenance, and working of railways and telegraphs; provisional fortification of posts; camping grounds; formation of workshops and depôts of Engineer Stores; hutting and housing troops; providing hospitals, offices, and storehouses; water supply; roads. At sea bases, piers, wharves, and tramways will have to be provided, and perhaps dredging undertaken, and buoys, beacons, and lighthouses kept up. Engineers will also have to run any plant needed, such as that for providing ice for hospitals, cold storage, electric light and power, gas for balloons and lighting.

Engineers are employed in surveying, or mapping the country passed through by the Army, when this is required in the wilder theatres of operations, like the Indian Frontier.

Besides their duties with the Field Army, Engineers are as necessary as ever for the conduct of Sieges, and the defence of Fortresses, in which services they have constantly been employed for centuries.

4. INFANTRY

Infantry, now the principal Arm, has in modern times recovered the place which it held in the armies of the Ancient World, but lost in the Middle Ages when Horsemen were the Men-at-Arms, or the only fighting men worth considering.

Infantry has for three centuries formed the bulk of every army, being the easiest to raise and train, and the cheapest to equip and keep up, as well as the most useful, of all the Arms. On Infantry falls the brunt of the fighting, and the greatest toil in marching, while it endures the hardships of a campaign better than the mounted Arms. It can be used for attack or defence, in close or extended order, on any ground, and in any weather. Infantry can fight with its fire, at a distance from the enemy, like Artillery, as well as by shock, at close quarters, like Cavalry.

But Infantry is slow in movement, and without Cavalry cannot ascertain the operations of the enemy, and will therefore be ill-directed in its own; it is helpless in pursuit, and unable either to complete a victory or cover a retreat. The action, too, of Infantry fire is limited to the range of the rifle and the effect of the bullet, so that it finds in Artillery a useful auxiliary, owing to the greater effect of fire from guns, and the distance at which they can act. Hence Infantry is greatly assisted in its fighting by associating it with Cavalry and Artillery, just as Cavalry is aided by association with Artillery. It is essential, therefore, that not only every Army, but every Body of Troops which may have to fight independently, should have a due proportion of all Arms. This is the reason for organizing Armies in the higher Formations, provided with more than one Arm, as contrasted with the Units composed of one Arm only. The latter, however, are the basis of the higher Formations, and their composition and strength must be considered before describing how they are grouped into larger bodies. Therefore the Organization of the Units of each Arm will form the subject of the next chapter.
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The formations in which each Arm is independently organized constitute the tactical units of an Army. Their strength and organization are intimately connected with the way in which they are used in fighting, and have varied little since armies first became regularly organized.

The general composition of these Units of each Arm in modern armies will now be described, beginning with Infantry, the principal Arm.

1. INFANTRY
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Infantry, as will be seen in the historical portion of this work, used to be of various natures, such as Guards, Grenadiers, Fusiliers, Rifles, and Light Infantry, which still survive, but as names only. Napoleon said he wanted but one sort of Infantry, and that good Infantry. This aspiration may now be realized. All Infantry, however designated, is of one kind only, and works in the same manner in war.

The formations of Infantry are the Company, the Battalion, the Regiment, and the Brigade.

THE COMPANY

The Company, with its three officers—Captain, Lieutenant, and Ensign—and its Sergeants and Corporals, has been for centuries the foundation stone of the organization of Infantry. Its Chief, the Captain, is the officer with whom the men are most intimately associated, as he is responsible not only for their drill, discipline, and training, but also for their food, clothing, pay, and lodging. The men’s confidence in their Captain is grounded on this responsibility. It is to him that they learn to look for their well-being, comfort, and redress of grievances, as well as for praise or blame. The Captain is thus in daily contact with the men, and learns to know them, and be known by them. His influence with his men, owing to these personal relations, is the keystone of command and discipline, and makes him their natural leader in action.

To avoid repetition, it may be here mentioned that the same remarks apply to the Squadron and Battery Commanders, who, in the Cavalry and Artillery, hold the same position with regard to their men as the Captain does in the Infantry.

The Company is usually divided into Half-Companies, commanded by a Lieutenant, and into four Sections, each under a Sergeant; but the German Company has three Sections under a Lieutenant. The tactical movements of a Company in action are usually carried out by Sections.

THE BATTALION

The Battalion of 1,000 men is universally recognized as the Tactical Unit of Infantry. Operations are ordered, carried out, and recorded by Battalions. The Battalion is in modern armies provided with transport to carry its ammunition and entrenching tools, as well as its baggage and immediate supply of food, so as to render it independent.

The Battalion is commanded in foreign armies by a Major or his equivalent, but in the British and Russian Services by a Lieutenant-Colonel. The Battalion Commander is assisted by a Staff Officer, styled his Adjutant, and by a small Administrative Staff.

The number of Companies in a Battalion is, in the British Service, eight, with 3 officers and 120 men each, but in other armies four, with 4 or 5 officers and 240 men.

The system of dividing the Battalion into a few large companies was adopted in Prussia during the eighteenth century so as to economize in officers, partly to save expense, partly because of the dearth of men fit for commissions, in the increasing army of that small country. In the huge armies of to-day this system commends itself for the same reasons; while England and the United States have kept to small companies, with their original strength of about 100 men. Owing to the increasing difficulty of exercising control in battle, small companies give advantages as to Command. They also provide any necessary detachments, such as outposts and advanced guards, better than large companies, which may have to be broken up for these purposes. The fact, too, cannot be overlooked, that in an army of small companies there are four Captains more per thousand men, which gives a useful reserve of officers.

THE INFANTRY REGIMENT

Two, three, or four Battalions form a Regiment, designated by a number or by a permanent name, territorial or personal. In the Regiment are embodied the honourable traditions which have accrued in history, and the esprit de corps engendered by them. The officers are on one Regimental List for promotion, and so serve continuously in the Regiment. They thereby acquire a camaraderie, professional feeling, and personal intimacy with each other and with their men, of the greatest value in war. In foreign armies, with short service of two years, it is hardly too much to say that the Regimental Officers really constitute the permanent army, through which there flows continuously a stream of recruits, receiving a professional impress from their officers.

The Regiment is in foreign armies commanded by a Colonel (with sometimes a Lieutenant-Colonel), assisted by an Adjutant and a small Administrative Staff. The British Regiment is merely a peace organization never found as a whole in war, and the Battalion, with its Colonel and his Staff, its Colours and band, its traditions, history, and esprit de corps, represents what in foreign armies we find in the Regiment. The battalions of the foreign Regiment are merely its tactical units, just as the companies are to the Battalion.
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