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Samples of Common Systems and the Cell System 

Vertical Model 
Complete delegation such that authority resides at 
the top but responsibility for results resides entirely 
in the least experienced individual. This model has a 
long history of burdening the staff with all of the 
responsibility and punishment while the reward is 
received only by the highest echelon. 

Pyramidal Model 
No delegation such that, 
regardless of experience, no 
one below the leader is trusted 
to perform their duties without 
close supervision. This is micro-
management. 

Board Model 
Disjoint, non-task 
role individuals 
assign one member 
to direct other task 
members, who have 
no force roles. 
Compare to a 
standard automobile 
company or the 
United Nations. 
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Cell Model 
Leaders provide task 
and force direction, 
allowing juniors to be 
creative. 
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The Cell System and The Marine Cell 
The Marine Cell project applies an organizational system, called 
the cell, to the Marine Corps as a case study. The system itself 
is a glyphic and verbal language used for talking about 
organizations as well as a utility for making them function more 
effectively. This saves time, money, stress, and lives. 
 
This is relevant to both military and non-military readers. Tried 
and tested military organization informs civilian organization. 
The corporate world, education, and even hospitals borrow 
heavily from the military.  The  
relationship between doctors and  
nurses, for example, is nearly  
identical to that of officers and  
enlisted.  
 
Though it can be applied to any  
organization, the thesis and this  
pocket guide focus on the  
organization of small units* in the  
Marine Corps. Despite a long history  
of success, the modern rifle squad  
and its component fire teams must  
now be able to do more than has  
been asked of them in the past.  Today’s model has three 
primary issues which the cell system will address. 

1: The mission statement of the fire team and rifle squad is not 
actually a mission statement. 
2: The system does not scale in an appropriate manner. 
3: Roles are insufficiently segregated, incompletely defined, and 
possess unnecessary limitations. according to its own rules. 

Key Issues  

$ 

*A unit, in this context, is an independently maneuverable entity. This could be an individual 
person or a group. 

1 Distinctions between the Legacy and Cell Systems 
Language 
Cell system terminology will not change as technology evolves. 
It does not use descriptors without context. 
 
Experience 
The least experienced individuals are bound to the most 
experienced individuals, placing them both in a position 
proximal to the action yet not at the center of it. Those 
balancing leadership and technical ability are placed in 
appropriately high-risk/high-payoff positions. 
 
Roles 
Leadership and working roles are separated to be recombined 
modularly based on the needs of the unit. 
 
Scaling 
Leader units scale up along with the rest of the unit, creating 
an in situ headquarters staff at every level. 
 

The legacy model works. And where it does not, leaders wisely 
disregard it. This project introduced a new organizational 
system and language (both verbal and graphic) and one 
particular application of it (Marine Corps). At its core, the 
original purpose of this project was to offer a system that 
better reflected the natural behavior of stakeholders. 
 
The limitation of the Cell system is obvious. Every single life is 
valuable. The idea of the expendable pawn needs to vanish 
from military thinking. It largely has already. But the cell system 
goes a step further. It treats every piece on the board, pawn or 
otherwise, like the queen, both powerful and valuable, to be 
employed wisely and not to be wasted. 
 
Please contact me for the complete thesis, updates on 
applications, and the book in-progress. 

Conclusion 
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Direct Indirect 

General Arrestor Fusilier 

Precise Excisor Intruder 
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Utilization Process 
This is how the cell can be put to use anywhere. Here the Marine 

case is an example.  
 
1. Write a Mission Statement 
 This contains within it a metric for success. It is broad enough 

to allow the warfighter to determine how the mission will be 
accomplished. It should contain no instructions.  

 
2. Establish Task Dimensions and Roles 
 The Marine task roles are  
 drawn along two dimensions:  
 target size and target posture. 
 
3. Build and Scale 
 a. Choose the task role around which to build the unit. Assign 

that role to Function.  
 b. Rank remaining tasks according to their  use and assign them 

accordingly. Divide roles to desired scale. 
 
 
 

Marine Task Roles by Dimension 
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This has been scaled up to units of 
roughly 500 individuals. There are 
innumerable variations and special 
cases which can be modeled in this 
way. Many of these cases are 
virtually identical to what can be 
found already in practice in the 
military, education, medicine, and 
the business world.   

5 Issue 1: The mission statement of the fire team and 
rifle squad is not actually a mission statement. 

A mission statement is a brief explanation of what an 
organization does. It can be used as a guiding light, as 
inspiration, and as a measure of success. The mission of the 
Marine rifle squad is: 
  
“…to locate, close with and destroy the enemy by fire and 
maneuver, or repel the enemy’s assault by fire and close 
combat.”  
 
It prescribes using firepower dominance to facilitate maneuver, 
one valid and demonstrated method for putting the enemy into 
a dilemma. A mission statement, however, is not an instruction. 
The Marine Corps agrees with this by separating the Mission 
from the Execution in its five-paragraph order. A more open 
mission statement allows the user to create new methods of 
solving the problem as the situation dictates. 

…to reduce* the enemy capability and 
to conserve and/or distribute the preferred disposition** 
 
This statement gives the junior leader a clear set of objectives 
and an implicit metric for success. It fits the definition of a 
mission statement and leaves the warfighter with enough 
freedom to be creative in the implementation. 
Perhaps more importantly, this is not just the mission 
statement for a team or squad, but for all entities in conflict. 
That is, the mission of the smallest unit and the mission of the 
nation for which that unit fights are connected. 
 
*Reduce generally refers to reducing the enemy’s number or condition of combatants and 
materiel. 
**Preferred disposition refers to a desired state in the opinion of friendly forces, whether or not 
it can actually exist. In this context, it generally refers to the conservation of friendly forces and 
the stabilization of contested area. Examples of preferred disposition include the conservation 
and distribution of democracy or prohibition.  

Cell Solution: A New Mission Statement 
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Name Definition 

Support Least experienced unit utilizing second most 
employed task role. Receives task direction from 
Control. 

Function Second least experienced unit utilizing most 
employed task role. Responds to direction of Security, 
immediately bringing unit’s most powerful weapon to 
bear. 

Security Second most experienced unit utilizing second least 
employed task role. Concerned with short-term 
activities of unit. Provides direction to Function.  

Control Most experienced unit utilizing least employed task 
role. Concerned with long-term activities of unit. 
Provides direction to Function set and to Support. 

Name Definition Example 

Intruder Physically violates the enemy space, 

driving him into the open. 

Rifleman 

Fusilier Compromises enemy cover, driving him 

into the open. 

Grenadier 

Excisor Reduces individual enemy at distance, 

driving him into cover. 

Marksman 

Arrestor Fixes enemy in place, driving him into 

cover. 

Gunner 
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Force Roles (Coats) 
Force Roles are the manifestation of experience and community.  

Task Roles (Hats) 
Task Roles are physically performed. They are derived from an 
interpretation of the mission statement.  
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Issue 2: The system does not scale in an appropriate 
manner. 

The cell system 
scales by stating that 
within an individual 
is all of the roles 
necessary to build a 
unit of any larger 
size. That individual 
is divided one at a 
time until the 
desired scale is 
reached. This 
concurrently 
distributes the sub-
roles across the 
iterated unit. Thus, 
the work of one 
person becomes the 
work of many. 

Cell Solution: Single Step Iteration 

The Marine Corps is built around a 1:3 
system. For every three units, there is one 
leader. A squad consists of three fire 
teams and one squad leader. A fire team 
consists of three Marines and one team 
leader. Viewed from the perspective of 
unit scale, each time the system is scaled 
up, the ratio between leader and led gets 
larger without comparable support staff. 
For the team there is one individual 
leading three individuals. For the squad 
there is one individual leading three 
teams. To address this discrepancy, squad 
leaders may unofficially create a 
headquarters team by adding a radio 
operator, a corpsman, and/or mission 
specialist. 

Individual 

Team 

Set 

Element 

3 Issue 3: Roles are insufficiently segregated, 
incompletely defined, and possess unnecessary 
limitations. 

The legacy model defines the team leader as the grenadier, an 
arbitrary connection based on a specific battlefield. Tying 
specific ranks with specific weapons is a fundamentally limiting 
idea. 
The cell system resolves this by recognizing two kinds of roles. 
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