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BUFFERING YOUR SUBORDINATES 
Buffering refers to protecting your subordinates from over-commitment. Buffering is used when your 
subordinates lack the required: 
 

• Capability (i.e., they don’t have the right skills to complete the job). 
• Capacity (i.e., they don’t have the right resources, such as time or personnel or equipment, to 

complete the job).  
 
The buffering process is shown below. Each step is described in more detail in the table that follows. 
 

 
 
 
Step Description 

Step 1: Receive 
New Tasking 

1. Actively listen. 
2. Ask clarifying questions. 

Step 2: To Buffer 
or Not to Buffer? 

1. Gather information to gauge subordinate capacity and capability. 
2. Weigh the costs and benefits of buffering. Think about the following: 

 
• What’s your superior’s intent? Can you be creative and meet your 

superior’s intent in some other way? 
• How important is the issue to you? If this is unit priority, think about how 

to shift resources to accommodate it. 
• What potential “pushback” might you receive? 

Step 3a: Buffer 1. Give your reasons. 
2. Offer alternatives. 

Step 3b: Don’t 
Buffer 

You shouldn’t buffer if: 
 

• Your subordinates have the capability and capacity to complete the task. 
• The tasking is high priority, so you need to shift priorities and find people 

to support the tasking. 
• Your unit’s workload shifts, such that you can now complete the task. 
• Refusal to complete the assigned task would result in an unacceptably 

The Buffering Process 
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high loss of credibility or standing within the organization. 

Step 4: Execute 
Tasking 

If you’re required to complete a tasking that your subordinates may not have the 
capacity or capability to complete, you should: 
 

• Stand behind your superior’s decision. 
• Involve the subordinate leaders who will be affected by the tasking. 
• Brainstorm solutions as a group. 

Continuous 
Monitoring 

Buffering is a mindset. It’s not a one-time, reactive action you take every time a 
new tasking comes down. You should monitor your Soldiers’ workloads 
regularly, staying attuned to how their work is affecting their morale and work-life 
balance. Monitoring and making buffering a habit benefits your Soldiers and the 
Army as a whole. 
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