Napoleonic Divisional Commander – mk1               

                                16th January 2007


CONCEPTS 

# Existing systems with 'static' unit factors cannot reflect all cases, and many of the common events of the Napoleonic Wars, such as:-

- wearing effects of long term skirmishing or bombardment

- 'raw' but keen units ejecting 'elites' (if only temporarily), or  'heavy' units beaten by 'lights'

- gradual exhaustion

# Basic idea is for a maximum CE level to be used and varied by a 'commitment level' normally chosen by player from a variable ‘pool’ (but possibly affected by morale, use in combat etc). All combat/morale is then determined by 'committed buckets of dice'

	KEY UNIT FACTORS

	MAXIMUM 

CE
	# highest CE which can ever be achieved

# may drop as result of certain MORALE FAILURES or EXHAUSTION

	CURRENT 

CE
	# what the CE 'pool' now stands at (if under MAX)

# this is the available 'pot' for orders, actions, morale etc

	RECOVERY 

RATE 


	# maximum CE which can be recovered in one turn when NOT in action

# affected by EXHAUSTION (over-commitment combats, charging etc) and MORALE

# reduced rate if skirmishing, under long range fire, disorganised

	COMMITMENT

(AGGRESSION)


	# maximum amount of CURRENT.POOL which can be used for 'combat' or determining other activities for the unit (formation changes etc).



	TRAINING

LEVEL
	# does not change; factor used for 'change of orders'

# to change orders, roll 1d6 UNDER TRN (-1 per additional current CE used)

	MORALE
	# current level; may drop as result of FAILURE

# roll 1d6 UNDER to pass (-1 per additional current CE used)


OTHER EVENTS

EXHAUSTION - occurs when a unit charges or 'over-exerts' itself, NOT simply during ordinary combat. At this point, apart from any CE used in the CURRENT POOL, the RECOVERY.RATE drops permanently by [?]; maybe more for CAV than INF

MORALE FAILURE - reduce the COMMITMENT level by [?]

FORMATIONS

Units are formed from ‘companies’ of 4-6 figures on a base (Brits are double-companies, because they’re smaller). The units are organised by companies as required – no restriction of simple ‘line’ or column. The depth and width of formation affects manoeuvrability, morale and combat efficiency – it’s up to you. One or more companies may be ‘detached’ either as skirmishers or reserves etc (see next).

RESERVE LINES: Local reserves were a key tactical feature of many actions, with the commitment of even a handful of fresh troops producing results out of all proportion to their numbers or even quality. If 1 or more company stands of the same unit is kept more than 50mm but within 100cm of the main body, they are counted as a ‘tactical reserve’. They move exactly as the parent body, but do NOT count directly for combat ‘head counts’. Of course, whether you can spare the precious manpower is another matter… To make the reserve part of the main body requires a ‘formation change’, which cannot be done during an ‘Advance’.

GROUND SCALES

A good question – probably in the order of 1”/25mm to 10 ‘paces’. This means that ‘hand-to-hand’ combat will be initiated when units approach with reach of each other (TRAINING LEVEL x20 paces). Artillery will engage any target in their Line-Of-Sight with ‘ball’, but may only use canister within 250 paces. Rockets are anyone’s guess!

TURN SEQUENCE

1. Change Orders

2. Movement (including formation changes)
3. Combat Resolution (includes removal of ADV markers if unit not in contact with enemy)
4. Admin 
# Compulsory morale checks

# Rallying; rebuild CE ‘Pool’
ORDERS

Units must be given one of the following orders:-

	Order
	Unique bits
	Problems

	‘REFORM’
	Recover/rebuild unit ratings most effectively
	Cannot move forwards (may withdraw, but this affects recovery rate)

	‘ADVANCE’
	Must go at least half a move forward

Skirmishers in/out
	Formation changes cost 2 CE

	‘DEFEND’
	Up to half a move forward allowed (or counter-charge for cavalry)
	Formation changes risk causing DISorder! 


MOVEMENT & Changes of Formation

Units will move according to TRAINING and COMMITMENT, but each unit ‘segment’ has to be moved separately – so detached part-units count as a 2nd element. Skirmishers do not get this penalty, but always move with the parent body

Movement – 

· Infantry use TRAINING LEVEL +1d6 to give basic distance; 

· FORMATION: add/deduct the difference in ratio of unit width to depth (i.e. a ‘thin red line’ of 6x1 bases would deduct 5, but a column 2x3 would add +1). Basically, you need well-trained troops to move in line!

· COMMITMENT: +1 per ‘commit’ point from the pool; DISORDER: -1 per DIS point

· Cavalry multiply the result by two; to gain the charge bonus option, they must move at least 120 paces in a straight line to their target.

· Counter-Charging is a fine art. Take HALF the normal movement allowance; if the final figure is

· DEDUCT <something> for difficult terrain etc; may collect DIS for passing too quickly?

Change Formation – 

Move a number of companies/sqdrns equal to the TRAINING LEVEL; other companies = DISordered

Removal of Unused ADV Markers – 

After all movement has finished, if any unit has ADV markers (from a previous round of combat) but is NOT in contact this turn, it loses ALL such temporary markers. DIS markers are treated separately (see ‘Admin Phase’).

COMBAT RESOLUTION

# Use 1d6 per POOL less than or equal to TRAINING to determine ‘hits’; the MAXIMUM which may be used is the LESSER of COMMITMENT/AGGRESSION LEVEL and number of bases in the front line (skirmishers count as 2)
# Remove hits for the effect of cover; add +1 for the side with the largest reserve (2nd or 3rd line)

# ‘LOSSES’ – Each unit must lose effectiveness equal to the number of ‘hits’ received. This can be from either:-

· Remaining CE ‘Pool’

· Unit Factors (Max/CE, Morale, Recover/Rate etc)

· Die-roll modifiers or column-shifts

# Determine any score differential or DIFF (add any ADV or subtract any DIS markers from last time)
# Winner then chooses start position on BPM; maximum from ‘average’ middle column = DIFF

# Loser deducts the differential in hits and uses that column for results

· OPTION: loser MUST take 1 shift, but may elect to take fewer shifts and take any remainder as further minus modifiers on the CRT roll. This MUST be decided before any rolls on the chart, however!

# Each rolls 1d6 to determine final CRT (A=Good, B=Average, C=Bad)

	Battle Progress Marker

	
	#1
	#2
	#3
	#4
	#5
	#6
	#7

	6
	B
	B
	B+1
	A
	A+1
	A+2
	A+3

	5
	B-1
	B
	B
	B+2
	A
	A+1
	A+2

	4
	C+1
	B-1
	B
	B+1
	A-1
	A
	A+1

	3
	C
	C+1
	B-1
	B
	B+2
	A-1
	A

	2
	C-1
	C
	C+1
	B
	B+1
	B+2
	A

	1
	C-2
	C-1
	C
	B-1
	B
	B+1
	A-1


# Winner then rolls on CRT for effect on unit; the minimum score before any modifiers are applied is the units’ current MORALE rating. Must now indicate if any ‘choice of actions’ apply (i.e. wants to pursue, advance)

# Loser then does same, in light of Winner intentions (remembering any modifiers from the BPM or by choice)

	Combat Results Table

	
	Table A
	Table B
	Table C

	7+
	“Hot Pursuit” – 

unit must follow-up unless CMDR present to roll under <?>

ADV=1d3
	“Any Action” –

Unit acts as player wishes, otherwise fire-fight; ADV+1 (ADV+2 if  following-up)
	“Advance” (if enemy withdraws) or as player wishes; 

ADV +1

	6
	“Any Action” – 

ADV+2
	“Advance” – Unit follows-up if enemy withdraws, or as player wishes; ADV+1
	“Halt & Fire” (Unit holds position) or as player wishes; 

	5
	“Any Action” – except charge.

Unit acts as player wishes, otherwise fire-fight. ADV+2
	“Advance” (if enemy withdraws, ADV+1), or as player wishes
	“Withdraw” if enemy advances, otherwise as player wishes

DIS=1

	4
	As above

ADV+1
	“Halt & Fire” (Unit holds position) or as player wishes; 
	“Withdraw”

 No other option

DIS= 2

	3
	“Advance” – May follow-up if enemy withdraws; otherwise as player wishes; ADV+1
	“Withdraw” if enemy advances - otherwise as player wishes; 

DIS=1
	“Fall Back In Disorder”

(if the enemy advances, DIS=3), otherwise “Withdraw” (DIS=2)

	2
	“Halt & Fire” –  Unit holds position, or as player wishes


	“Withdraw” 

No choice!

DIS=2
	“Fall-Back In Disorder” (DIS=3 or “Break” (if enemy advances; DIS=4)

	1
	“Halt & Fire” – 

Unit holds position, although a bit chaotic!  DIS = 1
	“Fall-Back In Disorder” (DIS=2) or “Break” (if enemy advances; DIS= 3)
	“Break” (DIS=3); if enemy still in contact at end of turn, DIS=4)

	0

Or less
	“Halt & Fire” (Unit holds position; DIS=2) or “Withdraw” if enemy advances; DIS =3
	“Fall-Back In Disorder” (DIS=3) or “Break” (if enemy advances; DIS= 4)
	“Break” (DIS=4; if enemy advances & still in contact with unit, it disintegrates!)


“As player wishes” is anything up to but not better than stated result – so units permitted to ‘advance, may also ‘hold’ or even ‘withdraw’, but never charge etc.

OTHER RESULTS:

ADV = ‘Temporary Tactical Combat Advantage’ next time; if no combat (not necessarily with the same defeated units), all ADV is lost at the start of the next combat resolution round. EFFECT is to provide positive BPM column shifts (not CRT adjustments), effectively trying to model ‘momentum’ of a successful action.

DIS = ‘Temporary Disorder’; negative version of ‘ADV’, but may be removed by ‘RALLYING’ rolls. Otherwise lose 1 per turn, as the unit gradually sorts itself out. Doesn’t look much, but cumulative effect can be critical…
EXAMPLE No.1

· Two units fight – Unit #1 gets 4 hits, Unit #2 gets 2 hits; #1 is the clear winner and the DIFF = 2 (I would suggest using chits or a die to keep track)

· The winner (Unit #1) knows he has ‘dodgy’  morale (only 2) and so chooses to shift the BPM as far from the centre (column #4) as possible – in this case, to column #6

· The loser (Unit #2) was unfortunate, and has good morale (4?), so elects to only shift one column left (#5) and take an extra -1 modifier on the final results table.

· The Winner now rolls on the BPM, column #6 – a ‘3’, which means he will use CRT ‘A’ with a -1 modifier to the roll. He now makes the roll – another ‘3’ which with the -1 mod becomes ‘2’ (the same as the unit’s morale level, the minimum score):= “Halt & Fire” (Unit may hold it’s position or withdraw; no ADV [advantage]). He elects to stay put and see what the loser does… 
· The loser now rolls on the BPM, column #5 – a ‘4’, which with -1 (his choice instead of taking all the DIFF as column shifts), becomes CRT ‘B’, with modifiers of +2 (from the table). An otherwise disastrous BPM roll of ‘1’ is rescued by the +2 modifier (=’3’), and finally the unit’s good morale of 4 (the minimum score possible), which gives a result of ‘4’:= “Halt & Fire” (Unit holds position) or as player wishes”. So despite losing the initial combat, the better-rated unit is still in there for next time when the effects of prolonged fire-fights starts to kick-in as the ‘activity pots’ rapidly diminish…
· NOTE – if the unit had taken more hits, the negative mods could be split between the BPM and CRT rolls. And next time, the unit has to deal with a tactical disadvantage of ?????????
EXAMPLE No.2

· Same two units, but this time #1 gets 2 hits and #2 gets 4 hits – same DIFF = 2

· We’ve already seen how a unit with good morale can use that ‘moral ascendancy’ to cushion the effects of unlucky results. Now unit #2 is the winner, so he decides to put pressure on the lower-morale rated loser by not choosing to shift the BPM column at all, which means unit #1 must use DIFF to the left - column 2! 

· Winner rolls on BPM[col. 4] = 3; so uses CRT chart ‘B’, but with +1 modifier. A CRT roll of ‘4’ with +1 mod is ‘5’ (again, his morale is 4 so no effect). This gets “Advance” (if enemy withdraws) or as player wishes; ADV(antage) +1 next time. Player immediately chooses ‘Advance’ and puts a marker down…

· So, the loser now rolls on BPM [col. 2] – also a ‘3’, which is CRT ‘B’, but with a -2 mod…. A roll of ‘3’ needs no morale adjustment (their rating is 2), but then drops to ‘1’ because of the -2 mod. This gets “Fall-Back In Disorder” (ADV -2) or “Break” (if enemy advances). Oh dear…..

· NOTE – we can therefore see that the winner put pressure on the final result by his initial choice of BPM column, which made the odds of a decisive win more likely. 
OTHER ARMS

CAVALRY

· may use whole of ‘current pot’ (if greater than COMMIT, ‘disorder’?); 

· always gets -1 on RECOVERY LEVEL if charging or ‘over-commiting’ to combat
· always purse if enemy breaks (‘Advance’ ( ‘Pursue’)
· if unit does not overlap enemy flank, (= bad news….. squares etc)
· add <?> for tactical advantages (Lancers, heavier horses, terrain etc)
ARTILLERY

· need to deploy; cannot fire/move in the same turn

· ranged fire 
hit = (CE + COMMIT/d6) / 10

· canister 

hits = (COMMIT d6’s) Lt/Eq to CE
· ‘Over-commitment’ (CE x2?) could lead to ammo-depletion, but at least would allow even crap artillery units to hit something eventually!
ADMIN PHASE

This is where various ‘tidying’ tasks must be done.

ENFORCED MORALE ROLLS
Most ‘normal’ reasons for morale tests have already been dictated by the inter-related combat options, but as we will see from the historical example, certain events outside the immediate actions of the units concerned may require that their actions be determined. To do this, use the combat charts as follows:-

- Start on the BPM using the column = the unit’s MORALE LEVEL

- For each ‘negative factor’, shift one column left (i.e. a flanking unit has given-way)

- For each ‘positive factor’, shift one column right (you won the melee round)

- Roll 1d6 to determine which CRT to use, then roll again; you may add any ‘ADV’ factors to this roll!
- Read-off the result

RALLYING

Any unit which has either ‘Fallen Back In Disorder’, ‘Broken’, or is ‘In Hot Pursuit’ should really try to rally! To recover, simply make an enforced morale check as outlined above, but this time 

· Use the TRAINING LEVEL as the initial starting point. 

· The presence of a CMDR figure/stand will be ‘positive’.

· To rally, you need at least a “Hold” result.

REMOVING ‘DIS’ MARKERS AND NEW CE ‘POOL’

Normally, the unit will receive CE ‘Pool’ points equal to it’s RECOVERY LEVEL. However, activity changes this as follows:-

· If the unit was in combat, use half the RL (rounded up)

· If the unit moved, deduct 1

· If the unit was under artillery or skirmisher fire, deduct 1

· If the unit has fled or broken, they get zip!

Final score is added to the CE ‘pool’.

REMOVAL OF ‘DIS’: At this stage, it may use 1d6 per ‘POOL’ point to try and remove any DIS markers. If the score is less/equal to the unit’s current MORALE LEVEL, remove 1 ‘DIS’ marker. HOWEVER, if the score is more than double the unit’s current ML, add 1 ‘DIS’ marker for confused and conflicting orders!

A Narrative Example - Plancnoit, 1815
The Young Guard unit is facing three Prussian units with broadly similar factors; I'm assuming artillery factors cancel out for now. The YG are defending the village, and some (a company) are skirmishing while others defend at advantage (defences ‘absorb’ potential hits).

	Factors
	Young

Guard
	Prussian

Reg. ‘1’
	Prussian

Reg. ‘2’
	Prussian

Landwehr

	MAXIMUM.CE
	6
	4
	4
	3

	CURRENT.CE
	6
	4
	4
	3

	RECOVERY.RATE 
	4
	2
	2
	1

	COMMITMENT
	5
	3
	3
	3

	TRAINING
	4
	3
	3
	2

	MORALE
	6
	4
	3
	3


The two leading Prussians both get orders to attack (1 CE from current pool), leaving 3 CE in the pool to commit to combat (maximum ‘Commitment’ allowed anyway). The YG commit less than their maximum 5 (split 2:2), hoping to cause some damage. Now there is zero left in the current CE pool for the two Prussians, but 1 for the YG. 

Let's say the Prussians get 1hit each (because of the buildings, bad luck etc), and the YG get 4 hits (because they're good at it), split between two units so the Prussian #1 vs YG 1:2, whilst Prussian #2 loses 1:2. Hmmm….

First combat – Initial DIFF would be +1 to the YG, but let’s say the Prussians kept a company back as ‘tactical reserve’. The YG don’t have a reserve being already fully committed, so the Prussians get +1 which makes the final DIFF =0. In this case, as there is no clear ‘winner’, both roll on the central BPM [col.4]. The YG roll ‘3’ (so they will use CRT ‘B’ with no modifier. The Prussian #1 rolls ‘4’, so it’s also CRT ‘B’ with a +1 mod. The YG make their roll and get ‘1’, BUT this is raised by their morale level to the minimum ‘4’. With no other modifiers, this = “Halt & Fire” (Unit holds position) or as player wishes. Prussian #1 rolls ‘2’, raised to current morale level ‘4’, plus the mod = ‘5’, which gives “Advance” (if enemy withdraws, ADV+1), or as player wishes. A respectable result but the YG probably isn’t going to leave the protection of the vital village, and the empty CE pool is going to make continuing this fight difficult….

Second combat – the YG is a clear winner hear with DIFF = 1, and this time the Prussians did not have a ‘tactical reserve’. However, to really put the screws on the Prussians, the YG player elects to take a one column shift to the left, because he figures his unit has good enough morale to survive an averagely poor roll. So, a BPM roll of ‘4’ on column #3 gets an unmodified use of CRT ‘B’. If the unmodified roll is then ‘5’, the result = “Advance” (if enemy withdraws) or as player wishes. The YG facing this side DO decide to indicate a willingness to advance, as they feel that this counter-attack could be decisive. With a DIFF of 1, Prussian #2 MUST use BPM column #2. A roll of ‘2’ here gives an unmodified CRT ‘C’, where a roll of ‘3’ gets the final result “Fall Back In Disorder” (if the enemy advances, DIS=3), otherwise “Withdraw” (DIS=2). Ooops….

The withdrawal or breaking of a flanking unit would also trigger a morale check of Prussian unit #1 at the end of the turn. A roll on BPM [current morale level [4], shifted 1x left to [3] because of the sudden flight of unit #2] of ‘5’ would mean a roll on CRT ‘B’ with no modifiers. With a roll on the CRT of ‘3’, this gives a result of “Withdraw” if enemy advances - otherwise as player wishes; DIS=1; not too bad in the circumstances…

Finally, there is the 'CE recovery phase'. Prussian unit #2 has fallen back in disorder, so gets zero back this time. As they were in combat, Prussian unit #1 and the YG can only get HALF their RECOVERY.RATE back in the CE pool, Normally this would be 1 and 2 respectively, but in this instance the YG still have skirmishers out to annoy the Prussians, which always reduces recovery by 1 (unless countered by a similar screen), so the Prussians get zero! The Prussians then have to cope with a rapidly recovering YG and no CE pool….

*** CONCLUSIONS ***

For the YG, they have 'seen-off' the immediate threat of a Prussian brigade (albeit of very mixed quality). The Prussians have a decision to make. Do they wait for unit #1 to recover, then go again using their unit #3 (and some guns?) as support? Skirmishers would be good, too! Or do they keep the damaged and disadvantaged unit #1 in combat and commit the raw unit #3 as well next turn, while the YG are 'on the ropes' and reorganising their defence (i.e. with a low CE pool to use in combat)? At the very least it will keep the YG busy, although both the Prussian units #1 and #3 are likely to be destroyed as an effective fighting forces in the process, especially as #3’s recovery time is so pathetic!

FIGURES

	3x Infantry Regt
	108
	Chasseurs (blue)
	3x 8
	Foot 8lbr
	3

	1x Infantry
	36
	Carabiniers
	2x 12
	Foot Howitzer
	1

	1x Infantry
	36
	Hussars (Gd)
	8
	Foot 8lbr (?)
	2

	?x Infantry (JR)
	36
	Lancers – Line (Green)
	10
	Foot 8lbr (JR)
	

	Lt Inf (JR)
	?
	Cuirassiers
	24
	
	

	2x Italian Regt
	72
	Dragoons
	12
	Guard HA
	3

	1x Irish Regt
	36
	
	
	
	

	
	
	
	
	
	

	Old Guard
	24?
	
	
	
	

	
	
	
	
	
	

	
	
	Lancers – Guard. Polish
	12
	
	


	WF – Line (PB)
	44
	Heavy Dragoons - Hat
	12
	Foot 9lbr
	3

	WF -    “
	24
	Heavy Dragoons - Helmet
	12
	
	

	Elite - Line
	30 (6)
	Scots Greys
	12
	HA (teams)
	2

	Rifles (JR)
	30+
	
	
	
	

	Elite - Line
	36
	Prussian lt cav
	12
	
	

	2x WF - Hannover
	16+4
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	2x Brunswickers
	24
	
	
	
	

	Prussians (LI?)
	??
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	2x ???? – Line
	72 (6)
	Hussars
	12
	Rockets!
	

	Mfig – Highland (25mm)
	36 *
	
	
	
	

	
	
	
	
	
	


