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PREFACE

Any army cannot only be dispatched with meager stories of heroism.
The success of an army depends on the presence of advanced weapons and
means of warfare, an effective command chain, a functional institutional
structure, an established management climate, and a well-trained sense of
obedience to meet the demands of the modern age as a whole. No matter
how advanced the warfare, weapons, tools and equipment are, there will
be no success without the devoted, well-trained, stout-hearted soldiers who
will use those systems.
Just like a football club that lacks the team spirit of the world's best
stars on the field, the best coaches and professionals such as technical
boards, material suppliers or the club doctor sitting on the bench, the most
enthusiastic fans in the stands cannot provide a masterstroke. Even an
army consisting of the most well-trained soldiers with the latest
technology in warfare, weapons and vehicles cannot be successful if the
spirit of companionship is not established, hearts are not united for a
common ideal, and its soldiers are not ready to meet death at each other's
knees.
The concept of the friendship of arms is a reflection of the spiritual
atmosphere of an army, a harmonic instrument that makes an army real
and gives it the strength it needs. The friendship of arms is a shared set of
ideals, the law of brotherhood, the honor of men and of a nation that is
matured, cooked and shaped in the hearts of its soldiers.
Officers are the sworn guards of the honor and good name of the
armies and nations they belong to. They are the veins and the backbone of
their armies, which feed the brains and the hearts of the people.
This study considers the principles regarding the administration and
management of the Armed Forces, its organizational structure, duties and
responsibilities, the principles of its organization, its management
function, the relationship of its management with science and art, the
management climate, the qualifications officers should have, together with
the concepts of commander and leader and the issues that need to be
emphasized in the training of officers, the dynamics of war, the
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characteristics of the army and the notion of leadership through an
axiological paradigm and normative criteria.
This book provides an eclectic and meta-analytic study of the factors
affecting military leadership and its components, taking into account both
the current and future security paradigms. The contemporary security
environment is characterized by an increase in the number of wars and
more human-induced problems than ever before. The first duty of armies
today is generally maintaining security. Today’s battles are carried out in a
vague and flexible warfare environment, which can be transformed
rapidly. For this reason, military leaders need to be more versatile and
have speedy decision-making capacities. In order to carry out their duties,
they have to focus more on the quality of their military leadership, which
is critical to the establishment of secure and peaceful environments.
Today, high-level army commanders have to behave more like diplomats,
intellectuals and academics than ever before.
Dr. Murat Şengöz

INTRODUCTION

The aim of this book is to highlight the features of the current security
environment in order to bring it into line with new challenges. Naturally,
every national security problem is a different entity and has a different
nature. However, there are some common aspects that represent the
keystone of any national security issue. The whole process of identifying
the most suitable training stems from practice, in other words, from the
boots on the ground experience.
The military component is required either to wear down or to erase the
opponent’s military capability through conventional, high-intensity, largescale operations. Their role and competencies have largely been confined
to the Clausewitzian role; every single member of the Armed Forces knew
exactly what his role, end state, doctrine and procedures were and,
obviously, those of the opponents as well. But today, with the rise of new
conflicts, peacekeeping operations are playing the role of observers and
monitors, rather than separating the warring factions. Now, commanders
and troops are facing uncertainty, as they do not know exactly where,
when or how a crisis will emerge (Valotto, 2008: 61).
International security is affected by multiple factors such as wide,
complex, unforeseeable threats related to ethnic, social, economic, and
religious conflicts. High-intensity crises, often in remote areas, have a
considerable impact on global stability and on international relations.
Concern over the proliferation of weapons of mass destruction. A different
perception of global security, and the simultaneous involvement of all
components of national power. The continuum between internal and
external effects. The main reasons for crises are no longer in conflicts
between sovereign states but are closely related to a nation’s internal
instability due to its depleted economic or social situation, insurgency,
organized crime, or global terrorism.
The very nature of military operations has changed considerably, as
can be understood from a direct overview of recent and current operations,
such as humanitarian relief, peacekeeping, peace enforcement, and
stability operations, military assistance, and counter-terrorism. Looking
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now at the overall context, military operations develop today to cope with
or to note a complex, ever-changing security environment. Current
battlefields include urbanized, sometimes densely populated, terrain,
limiting the use of lethal, decisive force. We can say that, most of all,
modern operations are characterized by asymmetry that requires them to
be handled with different principles, different doctrines, and different
procedures between regular military forces and the opposing party, which
always includes non-conventional warfare in its techniques. Conflicts are
more about people and ideas, and they become truly multidimensional
(Valotto, 2008: 66).
These concepts are all the more valid for phases of post-conflict and
stability operations. A comprehensive approach is therefore required for
the military component, which should be able to interact with the other
main actors and ensure that its contribution is right and sufficient, and able
to maintain the proper balance across all lines of operation. In other words,
soft power or additional capabilities have become an indispensable
component of military forces. All efforts must be synchronized and
balanced; as a matter of fact, stabilization requires efforts in the security,
reconstruction and development sectors, as well as in providing support
for local institutions (Valotto, 2008: 67).
What the great philosopher and general Publius Flavius Vegetius
Renatus put down in his book “De Re Militari’’ is true today as well:
’’The courage of a soldier is heightened by his knowledge of his
profession, and he only wants an opportunity to execute what he is
convinced he has been perfectly taught.”
Training has always been at the center of the military profession,
because all military skills are brought to perfection only through
continuous practice. Well-trained soldiers will normally also be wellequipped for their specific missions, because training without proper
equipment is unsuccessful and equipment without trained soldiers is
useless. While military skills remain the basic requirement for military
commanders, additional skills are needed to meet the challenges of the
current security environment. Close civil-military coordination and
detailed knowledge of the security circumstances are necessary to avoid
unpleasant developments. Military commanders need to look beyond mere
military issues and take into account the political and civilian environment
as well. Military commandership is a job for soldiers with diplomatic
skills.
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Commanders must maintain excellent military discipline and act in a
professional manner to earn the respect of their troops. Commanding is an
ever-evolving art. Modern operations are multidimensional and involve
many actors of different backgrounds.
A training system needs to be tailored for different target groups at the
strategic, operational and tactical levels. The target group at the strategic
level consists of politicians, diplomats, generals, and equivalent senior
civilian officials. The training objectives are to increase the understanding
of the functioning of international institutions, the nature of complex crisis
situations, and comprehensive crisis management procedures. For the
operational level, the force commanders, component and contingent
commanders, as well as civilian and senior military staff constitute the
target group. The training objectives are related to the planning, launching
and conducting of complex peace support operations including aspects of
national security administration. Commanders must be effective and
successful in harmonizing attitudes and promoting interoperability
between military forces. The best motivation for the soldiers is to get a
sense of reality.
Due to the changing nature of the modern complex international
security environment, the military as well as the humanitarian community
has faced increased operational challenges as well as greater risks and
threats to their personnel in the field. The roles of military forces have
expanded beyond traditional war-fighting to encompass a range of tasks
related to rehabilitation efforts and the challenging area of protecting
civilians under the threat of violence.

COMMANDING MILITARY ORGANIZATIONS

Human history from ancient times to the present is a history of wars in
many respects. For some reason, periods of peace do not occupy a place in
history books. The pre-industrial states were largely garrison states. Kings
were also generals. The existence of an army was a guarantee of the
welfare, security and wealth of the people. In this respect, administration
was, in essence, the administration and management of military units. In
fact, even management sciences have been conceptualized by the
knowledge gained from the management and administrative experiences of
the armies and transferred to the civil field.
The formation and development of living in communities led them to
make various arrangements and practices in which they can manage
themselves and their social life. Thus, first of all, state administration
practices as military administration emerged (Eren, 2000) because, until
recently, cities were organized and managed as barracks and countries as
garrisons. The civilian superiors of the ancient states were also commanders
and chief judges. On the other hand, the relative technological developments,
innovations and inventions that have emerged in almost every field of life,
especially the weapons, vehicles and equipment of war, have made it
necessary to specialize in all management areas.
Essentially, the management science acquis has an amalgamated
curriculum for the training of leading military personnel in the palaces and
senior cadres of the state. One of the most famous and proven examples of
these practices is the Enderun School system of the Ottoman Empire. The
Enderun School is one of the first examples of the modern university, so
much so that this school, which adorned the dreams of many parents living
under the Ottomans’ banners, provided an opportunity for a qualified and
well-educated elite to serve the country by providing talented children
with education and training opportunities. An Enderun-educated child is
undoubtedly loyal to his homeland, loyal to his country, has a high sense
of belonging, and has a great share in the achievements of the Ottoman
Empire with his devoted cadres.
Previously, the concept of administration only meant the administration
of the state, a part of the state and military organization in expeditionary
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and peace situations. Therefore, long before the formation of modern
universities, there were boutique training modules for the training of
statesmen and professional military leaders (Saruhan and Yildiz, 2013).
Teaching management science as a field of education or science in a
modern sense coincided with the post-industrial and commercial revolutions.
Management science describes an interdisciplinary and multidisciplinary
training module that requires special expertise according to the field of
business and the management techniques used.
While the management phenomenon examines processes, functionality,
orientation and physiology, the concept of organization is more about
formalism, structures and anatomy. For this reason, organizational structure
determines the management phenomenon adopted. The basic dimensions
of management can be summarized as planning, organizing, directing, and
evaluating. Management can basically be defined as one business activity
through others.
Frederick Taylor, the theoretician of classical management sciences,
explains the relationship of management with science and art; the accrual
of duty and the methodological handling and design of the unity and travel
among employees (Kaya, 2002). According to Taylor, in order to fulfill a
task, a scientific approach should be taken to improve processes by
continuously reconsidering them; employees should be accepted and
trained as scientists; observations and evaluations should be conducted
from a scientific point of view; efforts should be made to establish a
relationship between scientific planning and the activity; and the desired
final situation and the entire managerial process must be carried out with
the meticulousness of a man of art carrying out a great design.
In its essence, this classical definition of management excludes its
conceptual and technical aspects and limits the science of management by
prioritizing the human dimension (Beadle, 2016). However, in
management, the conceptual, behavioral and technical dimensions have
little integrity. Specialization in the technical dimension is especially
important in lower management levels. The human dimension is related to
the human element. In human relations, skill and talent mainly refer to the
capacity to work with people. As the levels of management rise, the
manager begins to solve problems not only by using his or her own
technical skills but also by planning and controlling the activities of others
through the efforts of others. The conceptual dimension is related to the
manager's view of the organization as a whole. Conceptual ability refers to
the development of a relationship between vision, mission and strategy,
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and the ability to produce and implement forms of action related to the
existence and survival of the military.
Military sciences is a branch of science that involves the history of
war, strategy, the management and operation of operative and tactical
operations, the planning and management of the logistical support of
operations, the planning of war, intelligence management in the
preparation and management of forces, the use of command control, the
development of weapon systems and warfare in civil war, psychological
operations, international cooperations, the war economy, organization at
all levels, and the planning and administration of succession.
In this sense, the management of military organizations reveals a
multi- and interdisciplinary approach.
The management of military organizations is one of the special fields
of management science, and it is a branch of science that examines the
formation, relations, field and nature of military organizations in terms of
expeditions and peacekeeping (Cole, 2015). As a separate discipline in
management sciences, the knowledge and experience gained in relation to
the administration and management of military operations and the
resulting acquis have been the source of many acknowledged management
practices and theories. Experience in the field of war, best practices, the
inventions and creativity of famous commanders and leaders, lessons
learned from important mistakes and crises, and wisdom were transferred
to the acquis.
The so-called Industrial Revolution (Klein, 2014), which lasted from
the middle of the 18th century to the middle of the 19th century and which
essentially changed the relations of production of societies, led to
remarkable developments in the area of war weapons and vehicles.
Previously, while management was only concerned with the management
and administration of human-dominant structures, the administrative area
then expanded to become technology-dominant, and human, machine and
information systems were managed together (Toffler, 1971).
The organizational purpose of the management of military organizations
is not to gain production and returns, but to take measures against external
threats to ensure uninterrupted and continuous security. The customer of
the military organization is the citizen, and the market in question is the
international security environment. The international security environment
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is a multidimensional structure with sociological, cultural and economic
dimensions.
The success of an organization depends on whether it is managed
successfully. Success criteria are measured by the fulfillment of their share
of the objectives of the organization. An expert is only expected to finish a
given job at a given time. A manager has to be consistently successful,
regardless of time. While an expert can only be successful through his own
performance, the success of a manager depends on his performance and
those of others. At this point, in order to be successful, a manager should
be able to comprehend the formation of the system in a holistic manner,
and he should have a notion and team that can make consistent and
rational decisions on tactical, technical, and human subjects. As a matter
of fact, many successful transactions can be realized in the organization,
but the organization may not be successful. This is not a matter of doing
things right, but rather about doing things right and management being a
whole thing. This is even more complicated in the management of military
structures and in the management of war. It can only be seen in the field
whether military organizations as organizations, namely through the
management and control of war systems, have been successful.
Management is a science in the sense of producing systematized
solutions and an art in the context of developing rational principles
(Sargut, 2001). Planning and directing efforts in the general sense of
management and administration focuses on the realization of the purpose
of the organization by using the resources of the organization. It is only
possible to see whether the dispatch and management of military
organizations or war systems are successful in the field.
In the management of military organizations, everything can be carried
out formally in accordance with the doctrine but may not be successful,
because warfare has only one winner. This makes victorious commanders
special, because commanders are different from orchestra conductors, who
synchronize the orchestra in accordance with a certain composition, and
their decisions are rarely formal in the upper echelons, with all the
responsibility for their work in the final analysis.
Perhaps the formal side of the tactical field, for instance, doctrine and
standard practice, is more important. However, as you climb to the upper
echelons, the artistic side prevails and the current doctrine and standard
practice methods are rarely sufficient. The commander seldom performs
compositions that have already been composed, and the secret of
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command is that all the commander’s actions have the consistency of a
new composition. Knowing the notes and performing the penned works is
a science; it is an art to bring the notes back together and create new
compositions. In the field, deterministic scholastic approaches do not give
benefits, and activities do not develop on a linear plane. The battlefield
administration process is dynamic and unpredictable, since it is essentially
human will. The battlefield cannot always be explained by rational
practices and familiar equations, because in essence, the security
environment is always a separate and brand new set of relationships,
another breeze, and the activities are performed for the first time. Each
commander has to use the professional practices produced by science on
his own scale with great care and precision.

THE SCIENTIFIC AND ARTISTIC PERSPECTIVE

Today, accessing information is certainly much easier than in the past
(Senge, 1990). Today's world of governance refers to a period in which
industry 4.0 (smart machines) and industry 5.0 (self-programming
machines) are discussed, information and computer technologies continue
to be used with increasing intensity, and competitive advantage is a
numeral theme. Undoubtedly, armed forces are taking their share from all
these developments. However, management and administration are in
essence the command and management of the war organization, and
besides being a science which makes use of a unique set of techniques,
tactics and strategies from a versatile and holistic point of view, the
technology used is a human being regardless of its core. A team is an
artistic activity that requires behavioral norms and standards.
Technological developments always have some difficulties in the
process of gathering and processing the existing information and explaining
the facts together with certain sensitivities such as survivability,
sustainability, originality, safety and the protection of confidentiality
(Eren, 2000). This is because the complexity and diversity of the
information obtained makes it difficult to process a meaningful conclusion
by processing the information. For this reason, the activities related to the
security and war environment and the administrative field of military
organizations are far from being able to be simply explained and solved by
assuming purely scholastic thought and deterministic cause and effect
equations. Today, the developments and events related to the security and
war environment necessitate relative, global, regional and regional
relations to be evaluated in a holistic manner.
No event happening in the world takes place simultaneously in the
same time paradigm for all sides. In other words, physical time is not real
time according to the theory of relativity (Einstein, 1905). In the modern
world of security as well, time cannot be defined in absolute terms. An
event that has been experienced by a quarterback may have only begun to
give its first indication to the other football players who are unaware of
everything that has happened. So nowadays, time flows for everyone at
separate scales and relative speeds. For this reason, it is necessary to
handle the events in today's world with a versatile and relativist
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perspective. This dynamic way of doing business requires leaders to take
more variables into account in their areas of managerial influence and
interest.
However, it is not always possible for a commander to make a decision
by taking into account all the data. However, commanders can reach
rational decisions with a sufficient degree of managerial tactics and
techniques together with their personal merits.
The scientific perspective in managerial activities enables rational
decisions to be reached by enabling decisions to be verified on the one
hand according to the principles of logical posivitism and falsified on the
other in accordance with the principles of critical rationality (Demir,
2012). Management is ultimately a process of making decisions and giving
orders. Each decision-making activity involves a test and development
effort.
Today's managerial space describes an environment in which complex
activities involving a variety of dynamics and procedures are involved in
the determination of state styles, the comparison of selected state styles,
the impact of the possible behavior of the environment and competitors,
and the fulfillment of expectations. The managerial field is, of course, not
a science laboratory, but the professionalism that it must have in the way it
operates requires that scientific methods and innate skills be used together.
The scientific approach in management activities is the use of scientific
methods in the management process. In order to use scientific methods in
management activities, it is not necessary to be a scientist as it only
requires a scientific point of view.
The scientific point of view rejects dogmas, that is, propositions of
truth. Moreover, any proposal that does not accept the possibility that
today's philosophy of science may be wrong, according to Karl Popper, the
intellectual father of this field, is not worthy of testing and it cannot be the
basis of a given decision.
Value judgments and personal thoughts and beliefs will of course
affect the direction of the thoughts and the decisions to be made. The
important thing is to include subconscious factors in a rational manner
with courage and sincerity in the management processes in a way that will
contribute positively to the process.
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In all managerial activities, the scientific point of view certainly does
not reject inspiration, intuition and managerial genius; on the contrary, it
demands a high-level reasoning mechanism where art and science meet
methodologically and systematically. Because it all starts with imagination.
The only thing that created human civilization is the imagination and
design ability of human beings.
Science includes description and classification. According to Auguste
Comte (Aron, 2005), science does not just look for the answer to the
question of why, but also how. The scientific method shows the procedure
to be followed in the study. The scientific method determines the
procedures and principles to be followed in understanding the problem or
event and includes a number of techniques that can be used in solving
problems and explaining facts. The wise man uses his mind, and the wiser
man knows that others use his mind. Science is accumulated knowledge,
including tried-and-tested views, confirmed principles, and experiences
from charismatic and successful leaders. Science is not interested in
baseless media ideas, rootless fashion ideas, or improbable, hollow but
cool, sensational discourses.
Science is the explanation of cases through experiments, thoughts
and/or observations and the preaching of laws that are generally intellectually
and practically applicable (Demir, 2012). Art, in the description of the
facts, aims to bring out creative results that come from the internal nature
of the human being, which do not contain sharp lines and have ambiguous
boundaries of parameters and values. Science is not a confirmation of the
facts (Yıldırım, 2008) but the selection and removal of the inaccurate ones.
In this respect, science is not a pile of knowledge, but a method of trial and
error that is open to debate and to debugging errors. The scientific
approach always presents a curious and critical perspective. Science gives
logical explanations of the facts and abstracts the concrete facts and
conceptualizes them. Art, on the other hand, is based on affective and
intuitive images, emphasizes human creativity, and explains subjective
truths. Thus, science and art complement each other.
According to Thomas Hobbes (Aron, 2005), science and art are not
ontologically different concepts, but the mind is the highest form of art.
The difference between science and art is in the adopted method. Science
moves from facts and tries to base concepts and propositions on facts. Art,
on the other hand, puts the human and the human-related in the center,
moves from the human, does not aim to put the facts on the basis of the
conclusions reached, and moves to an internal logical analysis. The
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relationship between science and art is explained by the philosopher
Francis Bacon in relation to the way that one takes advantage of the
concepts of memory, reason and imagination in one’s actions, regardless
of the fact that the product is scientific or artistic.
Science is in a state of continuous development, change and progress.
It is never fully established, complete and static. Today, we can say that
any branch of science embodies knowledge garnered over at least 50
years. However, it is not always possible to say this for art. Therefore, it is
necessary to express in advance that a modern management professional or
commander, with all his depth of management science, current theories
and methods, that is, his knowledge, terminology and today's language,
may be more successful than an older commander who had no knowledge
in or exposure to any of these areas, and who will not be convincing in
practice.
In essence, the scientific and artistic aspects of the military profession
point to the need to have a paradigm of the essence and methods of science
and art, rather than merely to the accumulation or acquisition of
knowledge (FM-622, 2016). For this reason, the commanders who carry
out military service as an art and as scientists should have an
understanding of science and art and management philosophy. On the
other hand, the principles and procedures of the military profession also
benefit from the scientific and artistic literature. In this respect, the
military profession does not only consist of practices and angles related to
standard practice procedures. Military achievements always require subtle
touches, a strong imagination, and deep and elaborate knowledge of the
issue.
The art of command as a management philosophy is laid down by art,
nurtured by creativity and imagination, learned from past and current
experiences, and determined by methodological and systematic methods of
war systems in accordance with the nature of security, peace, crisis and
war environment, concepts, doctrines and pre-experienced and agreed
standard procedures according to the management itself.
The art of command is aimed at winning wars, whatever the
comparison of relative power is, deterring the enemy and making the
necessary moves to protect the national interest and honor, and involves
imagination and design power, intuition and prudence mixed with
doctrines, and intellectual and practical work as a whole. The commander
is at the center of these efforts, like an orchestra conductor, as the system's
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inspiration and energy source, touchpoint, conscience and the controller of
the angles of the control room, and as an architect, he is responsible for its
actions, the engineers, and the related responsibilities.
The art of command has been in continuous development and change
through experiences and lessons learned from wars and battles that have
been occurring throughout history and through changes in reasoning,
technology and ways of doing business.
What is essential for a commander is to have a scientific perspective.
The scientific point of view does not reject inspiration. According to the
scientific paradigm, music is like architecture. Music also has formulas.
However, it does not emerge as a result of a number of mathematical
calculations. Sheet music is born from within the artist himself. The artist
is inspired by what he experiences, just like a bee producing honey from
flowers. As a commander, as a leader, and as a scientist, even when
making a decision or giving an ordinary command, he feels and decides
using all his knowledge and what he sees and hears.
As a scientist and a man of art, the commander learns and applies all
the technical details and requirements of his profession and makes use of
his unique style and characteristics like a craftsman who has been a part of
the profession and an artist who has been a part of the artistic scene. His
heart is dedicated to his profession and country. Commanders hold people
together, and people follow them. Thus, even when everyone is panicked,
they behave with caution and poise, and avoid falling into traps; they are
not deceived and calculate the end of events, and follow their course.
Above all, a commander is prudent.
Science is not concerned with the fish itself, but with the process of
sustaining the fish. Science is basically about developing algorithms to
solve problems (Yıldırım, 2008). Only then can this theoretical knowledge
be transferred to everyday life through applied research in various ways.
The term science begins with a description that refers to a clear definition
of concepts. For this reason, commanders are expected to possess the
reasoning skills of a philosopher, as well as the craftsmanship of a
technician, in order to ensure that they are familiar with the details of their
profession. For this, having a complete set of information about allies,
enemies, the terrain and the weather is the key to success. But a
commander does not open that lock like an engineer, but rather like a man
of art. A commander does not build dams like a civil engineer in deep
valleys where rivers flow, design large shopping centers or skyscrapers in

14

The Scientific and Artistic Perspective

cities like an architect, or develop portable computers that fit into his shirt
pocket like an electronic engineer. A commander brings together every
detail of the land, the smallest detail that threatens national security, and
all other details necessary for the realization of peace or for the
achievement of victory in a very systematic way. To achieve this, he
makes use of an algorithm, gets inspiration in a very short period of time,
and gives clear orders.
Commanders should know enough people, history, geography and
culture to comprehend the architecture of the war area and the spirit and
requirements of military service. Analyses done without knowledge about
the people in the area and its geography and culture are of no use. Above
all, commanding in war requires a good knowledge of the geography
involved, geopolitics, politics, the economy, and the technology of the
period.
In order to fully acquire mastery in management, past war examples
should be examined not only for their successes but also for all their
mistakes, and lessons should be learned from them. Management and
administration is an interdisciplinary discipline. Warfare usually does not
proceed as planned. Plans lacking imagination and direction never bring
about the promised success.

FORCE STRUCTURE

In line with the changing threat situation after the Cold War, armed
forces rather than conventional forces need to be relocated with the ability
to control a certain region and to fight paramilitary and terrorist elements
in short-term battles (Daniel and Stefan, 2014).
Nowadays, armed forces need a means of transportation and transfer,
which enables the displacement of their forces across expansive fronts. If
necessary, the radius of effect of reconnaissance and surveillance systems
and weapon systems should be increased.
There is a need for an integrated, reliable and uninterrupted
communication system in order to provide the facility for management in
general and the management of military organizations organized on wide
fronts in particular in an in-depth manner. In this context, the armed forces
should be integrated with low, medium and high distance air defense
systems. Air defense systems, like MEBS, should be developed as selfcapabilities. All military organizations should be formed in a modular and
hybrid structure with a holistic understanding of operations and logistics
systems.
Today, the duties and responsibilities of the armed forces are
established with a geography-based, task-oriented and talent-centered
holistic approach, and the deployment of the units is regulated with these
principles in order to meet the needs arising from the changes in the
security and war environments. Planning and execution responsibilities are
carried out by the authorities, who are responsible for the achievement of
the duty by the same principle.
Military organizations should not be described as boxes in
organizational charts, but rather as a system with its own capabilities and
sensitivities. Success or failure in battle is absolute. You either win or lose.
During battles, the referee cannot be challenged and a repetition of the
match cannot be requested. The winner of the match reveals the facts. For
this reason, the battlefield does not accept ambiguity. It does not forgive
any mistakes. Yet the only thing that cannot be substituted in battle is
leadership.
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Different situations and conditions in management sciences require
different conceptual perspectives and different socio-technical skills.
There are no ready to use and practical standard organizational structures
in management that promise the same success when applied in every
situation. It is a result of rationality that organizations' adaptation to and
harmony with the environment requires the development of organizational
characteristics in line with different duties, situations, needs and
conditions in order to fulfill their objectives. There can be no standard
principles of organizations and structures that promise valid and definite
success in all conditions and situations. Conditionality determines both the
structural design of the organization and the relationships within that
organization.
The organizational approach adopted by an organization has an impact
on the openness and problem solving approach of human resource
management in business relations, the development of standards in the
evaluation of the performance of people, the management climate that
should be adopted in human relations, the design of the communication
network, the leadership approach, and the resolution of conflicts.
A holistic approach should be adopted in the formation of structures of
the Armed Forces, and the qualifications of threat and duty should be put
forward in a realistic manner to identify the possibilities and the
capabilities to be possessed.
In the managerial sciences literature, this framework is conceptualized
as a strategy document or concept. The concept or strategy document is a
framework text that includes the mission, vision and objectives, and
determines the methods and means required for achieving the objectives,
that is, the achievement of the purpose of the task.
The concept, the framework text, is nothing but a description of the
weapons and management systems needed, with a modular and hybrid
understanding in accordance with the main functional areas of a
battlefield.
The doctrine is concerned with integrating existing systems into the
battlefield with a holistic approach, describing and explaining systems and
methods in more detail, and developing standard application procedures.
Competences in parallel to planning, business and process analysis are
critical for all concepts and doctrine studies.
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Concept studies are rather deductive and doctrine studies are carried
out in the sense of induction. In the aforementioned studies, modern
warfare dynamics should be taken into consideration, and the needs of
today's security and war environment should be put forward.

HIERARCHICAL STAGING

The difference between the strategic, operative and tactical level units
in armed forces is related to the duties and responsibilities of the units
(Başaran, 2003). The strategic level focuses on achieving the desired state
at the political level. Operative level units describe a self-sufficient,
organizational understanding that can handle and control the operation on
a detached front, planning, directing and managing the warfare, and
performing the monitoring, control and supervision of the whole
operation. The operative level is a level of management where the
imagination of the strategic level is relieved and the architecture of the
administration is constructed.
In addition to this, the information prepared and presented by the
operative level officials regarding their fields of responsibility and duties
is also treated as the main information element for the strategic level. This
contributes to the formation of strategic preferences, the establishment of
the latest situations, the preparation of directives, and the assignment of
duties. All military levels below the operative level are conceptually
tactical. The tactical level only works to accrue tasks assigned to it, but
does not account for the strategic meaning and importance of the task. Had
it not been for this, Mustafa Kemal could not have ordered his soldiers to
die in the battle of Çanakkale. However, tactical-level elements can
sometimes make it possible to achieve direct strategic objectives. Corporal
Seyid at Seddülbahir, who used a cannonball to sink the enemy armor and
the Allied Powers attacking from the sea, is an example of this. For this
reason, strategic, operative or tactical level distinctions consist only of
divisions of labor, not an order of importance in the grading of military
forces. As our ancestors repeated in battle, "A peg saves a horseshoe, a
horseshoe saves a horse, a horse saves a soldier, a soldier saves a war, a
war saves a homeland". Tactical elements are like pawns in a game of
chess; there are times where a pawn is equal to the opponent's queen and
sometimes the pawn becomes a queen.
The secret to success at all levels of management is neither too modest
and as necessary, nor about early or late interventions (Sparrowe, 2005).
Intervening in everything, commanders dull their subordinates' abilities,
discourage their motivation for self-employment, and make the system
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dependent and collapse. The secret of command consists of small touches
and fine-tuning. It is not the constant interventions that exalt the
command, but the ability to construct a mechanism that works like a Swiss
watch with its system, discipline and awareness.
Today, due to the development of warfare, weapons and vehicles and
the related changes to and complexity of the dimensions, components and
qualities of warfare, there are also changes in the procedures and principles
for the design, routing and management of military organizations in a
hierarchical sequence connected to the force’s command. Because, today,
combat planning takes into consideration the international dynamics and
alliances in absolute terms, it is necessary to plan and execute wars with
the logic of joint war planning in the context of using the opportunities and
capabilities of all forces and classes as a war system. Therefore, in order to
use all resources more efficiently first-hand and in a realistic manner and
to have the planning and realization of a war strategized to the greatest
extent, all joint possibilities and capabilities must be included in the
calculation.
In this context (Hutchison, 2013), the strategic level headquarters are
responsible for the monitoring and control of warfare or security
environment in order to achieve the determined political objectives,
monitoring, control, supervision, and allocation of resources. Forces and
their commanders are responsible for the production, procurement and
supply of warfare, weapons and vehicles, expertise and self-service, and
the development of skills. Operative-level military units are combined
with a sufficient number of mobile, hybrid, modular and rapidly capable,
skill-oriented units.
Joint (Forces) Commands should be capable of handling and directing
warfare on one front in the event of an expedition. Joint front commanders
should be responsible for the planning, management, control and
supervision of the war and the coordination of peace and expedition
activities. Administrative and logistics issues should be monitored and
controlled from the command channel and carried out centrally through
the technical system.
In addition to the joint front commanders, a joint command at the
center can enable the most effective and efficient use of strategic weapon
systems, essentially without self-defense. In this context, the Special
Forces Command, some aviation units, and communication systems
engineers can be a part of the strategic reserve forces. The number one
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task of a joint headquarters is to be able to direct and manage the planning
and execution of current operations.
Even the peacetime management administration of the headquarters of
all units should be carried out through tactical and administrative
operation centers, in accordance with the principles of the expedition.
Administrative and logistical issues at all levels should be fulfilled in
accordance with the principles of lean management and an intensive
technology management system. The administrative and logistical
responsibility of Force Commands should include monitoring and control.
The corps commands to be established under a joint command can be
summarized as inspection, follow-up and control by a corps inspector in
times of peace and by a deputy commander at the front. Headquarters at all
levels should have the capacity to carry out command and control and be
capable of modular, hybrid and rapid deployment.
Tactical level troops should not engage in unnecessary planning tasks
and should strive to implement package training/exercise modules that are
tailored in line with their tasks.
The difference between the concepts of tactical and administrative
commanders is that tactical commanders assume the task of expedition,
whereas administrative commanders have no expedition duties.
Director-type command is where a department that is part of a
headquarters is also responsible for the command of a union. Director-type
command or headquarters applications are an effective method of handling
and managing force multiplier critical systems and units. In this context,
the establishment of Land Aviation Unions as director-type
headquarters/commands can be adopted as a more appropriate method in
terms of management and administration.
For strategic units with high technical and force multipliers, the
implementation of the director-type headquarters may increase the
functionality of technical class units such as ground aviation units, MEBS,
and the engineering class. As much as possible, interfaces and formal
applications established through technical channels should be used for
personnel and logistics issues.
Today, depending on the technological development in warfare,
weapons and vehicles, in the context of changes in the way decisions are
made and the flow of orders, proportional to the changes in decision-
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making processes, the force structures of armies vary in accordance with
the hard and soft technology used and the nature of the task and evolve
from the classical vertical organization.
Vertical organization is the simplest form of organization. It is an
intricate, complex structure that can be further complicated by the
emergence of new needs. Vertical organization is also called hierarchical
organization or line-type organization. Vertical organization is an
authoritarian feature. It is particularly useful in structures where less
intensive technology is used and authority is important. In societies where
power distance and the avoidance of uncertainty are perceived to be high,
it is generally preferred in terms of solving problems more easily,
facilitating communication between units, decision making, imposing
authority and delegating responsibilities. However, it also has the
disadvantages of lacking coordination, speed, flexibility, and centralized
control. The classic form of organizing combat troops at the tactical level
is vertical organization.
As the level of unity grows and as the quantity and quality of the
factors affecting the field of duty and responsibility and the performance
of the duties increase, force structures change from vertical organization to
vertical and staff organization. As the unity level increases, the vertical
organization structure is changed, and the group of experts defined as
headquarters and established to carry out the necessary work for the
commander to make judgments and decisions are added to the force
structure. As for commanders, they work under the headquarters, do the
necessary work, and provide the necessary sets of information and options.
Headquarters perform the powers required by vertical organization
with the command and permission of a commander and establish relations
with the upper echelons on behalf of the commander. In such structures,
director-type headquarters, which have the authority and responsibility of
the staff and the command and the hierarchy, can be established. Since the
director-type headquarters structure also controls the planning phase of the
commanders in the executive position, they become more useful and
constructive in solving problems of implementation and planning
activities.
While such heads of department headquarters and unit commanders
wearing these hats are the advisors of commanders at the headquarters,
they are also the people responsible for the dispatch and management of
the units and for carrying out the duties given to them. Such structures are

22

Hierarchical Staging

used for units with high operating costs and general support and are the
force multiplier for the main unit. In this context, director-type commands
make it possible to benefit from the speed and flexibility capabilities of the
aforementioned units as a result of the elimination of unnecessary and
non-added functions and levels.
As specialization and division of labor increase, orders do not follow a
hierarchical order relative to the combat service support and combat
support classes. The commanders and superiors assume a position that
creates harmony from a directive position and thus supports the nature of
their and acts as an individual, because specialization demands
subordinates to be more flexible, simple and participatory in a low-layered
command structure. As organizations grow and become more complex,
they gradually lose their ability to act in a speedier manner and with
greater mobility and flexibility. Such management, which is removed from
unnecessary details at all levels, makes it possible to fulfill the task
quickly. This type of organization is useful in terms of making the
knowledge of expert managers open to all the employees of the
organization, who handle every function of the organization in the most
advanced way, facilitate training, narrow down the work area, provide
team work, provide flexibility and softness, and provide flexibility in the
growth conditions of the organizational structure.
As the individual technical skills and capacity, personal devotion and
contribution level required along with the division of labor and
specialization needs in the army increase, the structure of the force will
emerge as a structure from a relatively vertical hierarchical acceptance
specialized in function areas, enabling the fulfillment of the task and
meeting the organizational needs with its own capabilities. In such
organizational structures, instead of vertical staging based on position
authority, horizontal staging based on non-formally acquired authority
based on knowledge authority and competence-based information
authority is in question.
If the knowledge, skills and abilities of those in charge in a military
organization are high in their expertise areas and if they have the
competence and ability to conduct and accomplish their duties
independently, the degree of the avoidance of uncertainty and power in
that military organization is low and the organizational climate is mild.
The vertical or horizontal tiers of military organizations, in other
words, the hierarchically structured vertical or relatively flat and

