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Knowing the past and being able
to wuse its lessons are major
responsibilities of all military
professionals. The Joint Military
Operations Historical Collection
(JMOHC) presents historical events that
illustrate Joint Doctrine principles in
Joint Force Employment. The selected
US joint military operations include
historical and modern operations that
teach us universal lessons directly
applicable to Joint Force Employment.

I want all leaders, action officers,
planners, and commanders in the Armed
Forces of the United States to know Joint
Doctrine and be able to plan and execute
operations based on its principles. By
knowing how combat and other operations shaped our doctrine, military professionals
and students will be able to judge new situations and take proper actions in accordance
with Joint Doctrine. | hope that the IMOHC will inspire further study of the evolution
of Joint Doctrine.

The military actions covered in the JMOHC helped shape our current Joint
Doctrine. By studying, understanding, and practicing this doctrine, we will enhance
joint warfighting throughout the Armed Forces of the United States.

Cr - _@5
JOHN M. SHALIKASHVILI

Chairman
of the Joint Chiefs of Staff



PREFACE

1. Scope

The Joint Military Operations Historical
Collection (JMOHC) complements joint
doctrine by providing historical military
operations that illustrate fundamental
principles of joint operations. These
historical joint operations teach primary
lessons in planning, deploying, and
employing joint forces.

2. Purpose

The JMOHC has been developed to help
military students, action officers, and
planners understand key principles of Joint
Force Employment. Joint doctrine is largely
developed from the lessons of past operations.
The JIMOHC distills seven case histories for
their relevance to Joint Force Employment
and fundamental principles of joint doctrine.

3. Application

a. This document examines general
principles of Joint Force Employment to link
relevant historical lessons to current planning
and joint operations. Each of the historical
operations illustrates how fundamental joint
doctrine principles were applied in specific
circumstances.  Military students and
practitioners are invited to compare the case
histories in this book to today’s joint operations
and principles to stimulate original thought and
effective responses to future military challenges.

b. Great leaders have always studied
history. In their study they hope to see not
only what happened but why. What were
the processes that led to a certain action?
Why was one action successful and another
a failure? How can these lessons learned be
used to help US forces fight as a team?

c. Military personnel should take the time
to read, study, and reflect upon thousands of
years of recorded military history.
Thucydides, Sun Tzu, Napoleon, and others
have much to offer today’s leaders. While
historical case studies can extend the
experience base of today's commanders and
senior staff officers they should not, however,
be viewed as a checklist for future operations.
The purpose of the historical study is to
stimulate thought, not rote imitation.

d. Joint doctrine consists of many
principles and guidelines. Do they work on
paper? Probably. Do they work in actual military
situations? By studying actual joint operations
of the past the answers may be determined.
While not an absolute guide to present decision
making, history frequently suggests the right
questions for action officers, planners, and
commanders to consider.

e. Inusing these case histories, several points
should be considered using personal judgement.
What decisions could have been different?
Could the outcome have been better or worse?
Imagine a complicating factor — weather or
system breakdown — What would have
happened? Finally, how does this relate to the
present situation?

f. The IMOHC will aid action officers,
planners, and commanders in understanding
and using the lessons of joint doctrine and
force employment in real world situations.
Knowledge is essential to convert today’s
military students into the leaders of future
joint operations. When the warning order
comes it is too late to start thinking about
how to respond. It takes a robust system of
education, teaching, and critical examination
to prepare leaders. The JIMOHC should serve
as a primary reference for today's leaders.
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EXECUTIVE SUMMARY
COMMANDER’S OVERVIEW

» Discusses the Uses of Historical Study to Understand and
Illuminate the Principles of Joint Doctrine

* OQutlines the Key Employment Principles Demonstrated by
Seven Historical Joint Operations

* lllustrates the Key Aspects of Joint Operations through
these Selected Joint Case Histories

* Emphasizes the Importance of Joint Doctrine in Effective
Decision Making at All Levels of Conflict

e Synthesizes Common Threads in Historical Joint
Operations and Current Requirements

The Role of History in Joint Doctrine

“War is a matter of vital importance to the state, the province of life or death, the
road to survival or ruin. It is mandatory that it be thoroughly studied.”

Sun Tzu
The Art of War, 400-320 B.C.

The challenges inherent  Joint doctrine’s roots reach back to the commanders who first
in coordinating different dealt with the timeless problems of coordinating military

military forces arose operations among land, sea and, later, air forces. The

soon after military challenges inherent in coordinating different military forces

forces specialized in have existed since armies became distinct from navies. The

ground or naval nation-states of ancient Greece that maintained both armies

combat. and navies faced the same challenges of joint coordination
that General Grant and Admiral Porter addressed at the battle
of Vicksburg.

“It is now accepted with naval and military men who study their profession, that
history supplies the raw material from which they are to draw their lessons, and
reach their working conclusions. Its teachings are not, indeed, pedantic precedents;
but they are the illustrations of living principles.”

Rear Adm. Alfred Thayer Mahan




Executive Summary

Adding air power to the
joint coordination
equation made multi-
Service coordination
more complex.

Nations successfully
coordinate land, air, sea,
and space forces to
multiply combat
effectiveness; those that
do not, lose.

As technological developments added air power to the joint
coordination equation, multi-Service coordination became
even more complex. The nature of multi-Service coordination
seen in World War Il convinced Congress in 1947 that a
permanent institution was required to control its complexities.
The result was legislation that created the Joint Chiefs of
Staff. Establishing a permanent structure to coordinate US
land, sea, and air forces recognized that multiplying force
effectiveness through joint action was critical to military
suCCess.

Throughout history, nations that successfully coordinated
simultaneous land and sea actions won their battles. Those
that did not, lost. Although the ancients coordinated forces
on land and sea, modern military planners must also deal
with air and space. These new media change the situation
quantitatively, not qualitatively. Multi-Service coordination
still seeks to solve problems revealed when Pericles balanced
his naval and land forces to defend Athens.

“A single unwise tactical move by a soldier on patrol can instantly change the
character of an operation and when broadcast by the ever present media pool,
can also affect strategic considerations.”

Modern weapons and
communications
demand rapid and
effective decision
making.

Kenneth Allard
Somalia Operations: Lessons Learned

Since Athens fought Sparta, technological advances have
greatly reduced the time available for military decision making.
In the age of sail, governments had months to decide how to
coordinate land and sea responses to military threats. With
modern weapons and communications, the luxury of time
has virtually disappeared. The pace of events requires rapid
and more effective decision making. Lacking time and facing
critical decisions, military planners who know their history
can base their choices on useful knowledge.

“It Is too late to learn the technique of warfare when military operations are already
in progress, especially when the enemy is an expert at it.”

General Aleksei A. Brusilov

Vi

Joint Military Operations Historical Collection



Executive Summary

The Value of Studying History

The Joint Military
Operations Historical
Collection exists to allow
historical military
knowledge to support
current decisions.

History relates military
events to fundamental
principles.

While history can not guarantee valid answers to every
military question, past events frequently can illuminate
present problems. Even though technology has changed
the pace and increased the violence of war, many of the
problems leaders and planners face today are similar to
challenges met in earlier days. Learning the facts of military
history, analyzing them in light of enduring principles,
and applying them within the context of current military
technologies and techniques is critical to success. The
fighters who learn, interpret, and correctly apply the lessons
of earlier conflicts are known as “victors.” The Joint Military
Operations Historical Collection presents historical case
studies to allow leaders, joint planners, and action officers to
plan and fight by using the experience of historical planners
and leaders who faced similar problems and solved them.
The value of studying history derives from putting military
events in the context of fundamental principles. The seven
historical joint operations illustrate specific universal
lessons. Each case study demonstrates several general joint
employment principles.

“Only study of the past can give us a sense of reality and show us how the soldier

will fight in the future.”

Ardant du Picq

Historical Joint Military Operations

Calculated risks,
deception, and expanded
operational reach
enabled surprise.

The Federal campaign against Vicksburg, as executed by
General Ulysses S. Grant and Admiral David D. Porter,
showed how joint doctrine principles applied even before the
development of modern communications and the internal
combustion engine. The Union Army and naval forces jointly
used unity of effort, mass, leverage, and seizing the
initiative. Headquarters had given General Grant no orders,
but he independently recognized that he had to take the
offensive and concentrate his forces to preserve his army and
use speed to achieve Union strategic goals. He understood
the importance of Vicksburg as a major center of gravity. In
fact, after the battle of Vicksburg the Confederacy lost the
military benefit of its entire western sector. To bring this
about Grant took calculated risks and used deception

vii
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effectively. By boldly casting aside the traditional reliance
on lines of communications, he demonstrated his agility,
mobility, and flexibility in order to expand operational reach.
The opposing forces were unable to react to this operational
surprise. However, the key to Grant’s maneuvers and success
were consciously coordinated efforts of land and naval forces
in a classic joint operation.

“There exists a small number of fundamental principles of war which could not be
deviated from without danger, and the application of which, on the contrary, has
been in almost all time crowned with success.”

Lieutenant General Antoine-Henri, Baron de Jomini

The Early Joint Chiefs of Staff Era

At Inchon UN forces
seized the initiative.

At Inchon, General Douglas MacArthurseized the initiative.
The landing amidst the communist lines of supply allowed
asymmetric action through synchronized application of sea,
land, and air power. General MacArthur outlined simple
objectives and applied unity of effort to achieve them. At
the time of the operation, UN forces were desperately
defending at the Pusan perimeter; MacArthur's bold stroke
completely reversed this tenuous situation through a rapid
transition from defense to offense. He forced a favorable
overall combat ratio by taking a calculated risk that
protected a friendly center of gravity while striking directly
atan enemy center of gravity. His classic example of the joint
approach to modern warfare was the first major joint
operation after Congress established the Joint Chiefs of Staff.

“A great captain can only be formed by long experience and intense study.”

Archduke Charles of Austria

Joint Operations Before Goldwater-Nichols

Grenada required a
“coup de main,” a
sudden and decisive
attack, in which
Operations Security
(OPSEC) was critical.

Operation URGENT FURY, the restoration of democracy in
Grenada, was an overall success as a military operation and
pointed the way for continued improvements in the US
approach to joint military operations. As a coup de main,
Grenada demonstrated how to apply simultaneous air-land-
sea action to eliminate an untenable political situation. The
operation required a forcible entry to rescue the American
medical students. As in all forcible entries, operations

viii
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security (OPSEC) was a prime concern. Although Cuba
had strategic warning, OPSEC and US speed of execution
limited Cuban ability to take advantage of foreknowledge.
From the beginning of the operation, clear objectives were
stated and followed. The US forces knew that their job was
to rescue the students, drive out the New Jewel Movement
government, and restore the legitimate governor. To do this,
Vice Admiral Joseph Metcalf, commander of the US and
Caribbean nations' forces, used operational surprise to force
asymmetric domination of the battlespace. As a result of
the operation, the US medical students were released,
democracy was restored, and a powerful strategic message
was sent. However, this short conflict revealed the need for
improvement in both joint doctrine and joint organization.
The Goldwater-Nichols act, passed in 1986, rationalized joint
organization and paved the way for additional military success
by supporting unity of command.

“Nothing is more important than unity of command.”

Napoleon

The Goldwater-Nichols Era

The Goldwater-Nichols
legislation contributed to
success in Operation
JUST CAUSE.

Coordinated land, sea,
and air action achieved
clear objectives.

US forces set clear
conflict termination
criteria.

Economy of force
supported mass.

Operation JUST CAUSE, the invasion of Panama, took
advantage of the organizational changes wrought by the
Goldwater-Nichols legislation and doctrinal lessons from
Operation URGENT FURY. In a forcible entry that
demanded a long operational reach, the commander, General
Maxwell Thurman, coordinated air, sea, and land action to
achieve clearly stated, rational objectives. General Thurman
planned and executed attacks on centers of gravity. Among
these centers of gravity was the person of the Panamanian
dictator. Making President Manuel Noriega an objective put
the dictator on the run, kept him from coordinating his defense,
and established a clearly recognizable criterion for conflict
termination. United States Southern Command operations
took the offensive throughout the Panamanian area, shocked
the Panamanian forces, and reduced their effectiveness. With
the multiple US bases on Panamanian territory requiring
defense while Thurman’s forces attacked Noriega’s centers
of gravity, economy of force allowed sufficientmass to prevail
quickly through coordinated maneuver. General Thurman
relied on security, surprise, simplicity, and strengthened
unity of command ensured by the Goldwater-Nichols act.




Executive Summary

Major Campaigns at Extreme Operational Reach

Speed and operational
reach deterred Saddam
Hussein from attacking
Saudi Arabia.

OPSEC, speed, and
deception dislocated
Iraqi forces.

Economy of force was
the key to massing
against centers of
gravity.

Operation DESERT STORM demonstrated virtually every
principle of war and element of joint doctrine in action. At
the beginning of the crisis, when it appeared that Saddam
Hussein might try to push into Saudi Arabia, speed combined
with operational reach to stabilize the US base of operations.
Throughout the deployment and employment phases,
flexibility and timing were applied with skill to allow
maneuver to leverage and multiply mass. By combining
OPSEC and deception under unity of command, General
H. Norman Schwarzkopf was able to maneuver coalition forces
to surprise, shock, and dislocate Iragi forces. General
Schwarzkopf’s hint of an amphibious landing drew critical
Iraqi forces away from the real coalition plan. When
Schwarzkopf topped this deception with an attack at blinding
speed, Saddam’s battered forces could not react. The coalition
used mass to smash Iragi centers of gravity before the land
war began. This mass resulted from reliance on economy of
force defense to free selected air and sea assets for massed
attacks on priority targets. The principle of objective was
honored by coalition forces, who understood what needed to
be done and went after it without distraction. The swift
conclusion of the land war resulted from superb coordination
of air, land, and sea forces to make the 100-hour victory
possible. The speed of the ground victory was clear evidence
of synergy at work.

Military Operations Other Than War

Military operations other
than war (MOOTW) are
inherently complex.

MOOTW coordination
includes outside
agencies.

After the clarity and measurable results of the Gulf War,
operations in Somalia demonstrated how complex and
demanding military operations other than war can be. Peace
enforcement in Somalia relied on economy of force,
intelligence, logistics, and coordination with
nongovernmental organizations (NGOs). The objective was
clearly established and carried out in Operation RESTORE
HOPE, as millions of Somalis were rescued from starvation.
US Forces demonstrated operational reach as airlift and
sealift, protected by joint force operations, provided critical
logistic support to deliver food in time to save hundreds of
thousands of lives. Complexity is a defining feature of
multinational operations of this type. When NGOs are critical
to the mission, coordination is critical to unity of effort.

Joint Military Operations Historical Collection
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Restraint reinforces
legitimacy.

Restraint by US forces was crucial, and supported the
legitimacy of the operation. Despite the chaotic situation
and the large numbers of US personnel in Somalia, discipline
and dedication minimized incidents which could have
damaged the operation. Security of US forces was critical to
the mission, particularly as the mission transitioned to UN
control with a diminished US role.

Multinational Nation Assistance

Legitimacy and unity of
effort were key to
achieving objectives in
Haiti.

Security reduces
casualties and maintains
public support.

Perseverance means
continuing until the
objective is achieved —
and no longer.

Operation UPHOLD DEMOCRACY achieved its clear
objective in Haiti. Lieutenant General Henry H. Shelton
relied on legitimacy, unity of effort, and flexibility to keep
his multinational operation on course. Restraint once again
demonstrated its critical relationship to legitimacy both within
Haiti and on the international scene. Security ensured that
the operation could not be derailed politically by excessive
friendly casualties. Democracy restoration missions depend
on public support in two places — in the United States and in
the operational area. In the case of Haiti, the mission was
completed effectively and quickly, so that legitimacy outlasted
the operation. US forces displayed perseverance, both in
pursuing the objectives and in appropriately reducing forces
and efforts once the stated goals had been achieved.

“Just as the simplest and most natural of movements, walking, cannot easily be
performed in water, so in war it is difficult for normal efforts to achieve even moderate

results.”

Major General Carl von Clausewitz

The Complexity of Modern Joint Operations

Joint operations are
inherently complex.

The outstanding characteristic of all joint operations is their
relative complexity compared to single Service operations.
The increasing capability of today’s forces exacerbates the
coordination problem, while the lethality and accuracy of
modern weaponry demand a higher standard of control. For
example, in DESERT STORM coalition forces dropped more
bomb tonnage in 100 days than the allies dropped in all of
World War Il. Coordinating the logistics, maneuver, and
timing of huge forces over great distances increases the
opportunities for friction, the fog of war, and enemy action to

Xi
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Modern warfare can
require coordination of
huge forces over great
distances.

Experience and applied
knowledge lead to
military success.

destroy plans. The case histories each show specific actions
taken to handle the coordination of large forces. These
US joint and multinational operations also demonstrate the
efforts required to make operational reach over extreme
distances work for, rather than against, US goals. Prosecuting
the war on the adversary’s territory is always a good plan, but
it requires long term investment, enormous planning
capabilities, and the ability to synchronize activities on land,
on the sea, and in the air for long periods. Leader, planner,
and action officer accomplishments demonstrated in these
case histories show how the proper use of experience and
applied knowledge leads to military success.

“To triumph strategically it is necessary to survive tactically.”

John Francis Guilmartin, Jr.
Gunpowder and Galleys, 1974

Xii
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Military Incident #1:

THE IMPORTANCE OF TACTICS:
CHAMBERLAIN HOLDS AT GETTYSBURG

The fate of the Union
rested on guarding
Meade’s left flank.

Chamberlain’s men
executed fire and
movement with skill and
determination.

The 20th Maine held on,
finishing the fight with a
bold and desperate
charge.

On the second day of the battle of Gettysburg, Brigadier General
Gouverneur K. Warren ordered Colonel Joshua L. Chamberlain’s
20th Maine Regiment to hold Little Round Top, a critical hill
on the left end of the Union line. If Confederate forces took the
hill, they could roll up the Union flank, precipitating a general
collapse. Then General Robert E. Lee could move toward
Washington as he liked, and the war might be lost. Chamberlain
was ordered to hold that ground at all costs. The fate of the
Union depended on the tactical performance of fewer than 400
men and officers.

Confederate forces attacked up the hill repeatedly. Chamberlain
recognized that the more numerous Confederates were spreading
to the unprotected left of his force. Under fire, he thinned his
ranks to extend his line and bent back (refused) his left flank to
prevent being attacked from behind. With each Confederate
charge, his force shrank. As the day wore on, the Confederates
were near exhaustion, but the 20th Maine was down to 200
men, all short on ammunition.

Inatactical inspiration, Colonel Chamberlain ordered bayonets
to be fixed, and his entire regiment charged. The men on the
refused flank spontaneously raced to straighten the line. Faced
with what seemed like two regiments, the Confederates began a
retreat, which soon turned into a rout. As the fight ended, the
20th took 400 prisoners. More important, they took from the
Confederates all chance of turning the Union’s flank.

Without Colonel Chamberlain’s judgment, ability to react, and tactical knowledge, as well
as the brave performance of his troops, Union strategic plans would have been meaningless.
As planners, action officers, and commanders study joint doctrine, they must remember this
military truth: tactical competence is a prerequisite to victory at operational and strategic

levels.




Military Incident #1

Intentionally Blank

Joint Military Operations Historical Collection



Military Incident #2:

BUILDING ON EXPERIENCE:
GRANT COMMANDS HIS FIRST CIVIL WAR FIGHT

Grant kept his intentions
secret even from his own
men.

As Grant marched
toward Belmont, the
Navy gunboats
bombarded Polk’s forts
at Columbus.

Lack of discipline
among the Union troops
nearly led to disaster.

General Grant’s first Civil War action began when Major
General John Charles Fremont ordered him to harass Major
General Leonidas Polk’s forces headquartered at Columbus,
Kentucky, on the Mississippi River. The overall objective was
to drive the Confederate forces into Arkansas. Grant told his
troops to pack 2 days’ rations, but gave no further information.
On the afternoon of 5 November 1861, he personally led 3,000
men onto four river transports, accompanied by two Union river
gunboats. The goal was to attack Brigadier General Gideon
Johnson Pillow’s Confederate camp at Belmont, Missouri.
Pillow’s and Polk’s camps straddled and controlled the
Mississippi at that point.

The force landed 3 miles upriver from Belmont on the morning
of 7 November 1861. Grant had allowed his senior naval officer,
Captain Henry Walke, to select the landing point. As Grant
disembarked, Walke took the gunboats downstream to exchange
fire with Polk’s batteries at Columbus. Despite the thick woods,
which hindered command and control, Grant ably coordinated
the force, which he had split into two columns. The surprised
Confederate camp was quickly overrun.

Polk reacted by rushing reinforcements across the river to
support Pillow. Additionally, two batteries at Columbus began
to bombard the Belmont camp from a range of about 1,000
yards. This support coincided with a total breakdown of
discipline within Grant’s inexperienced forces, who were
plundering Pillow’s camp. Meanwhile, Pillow landed two
regiments a mile upstream, and moved to counterattack.
Recognizing that his retreat would be cut off, Grant managed to
rally his looting troops just in time. Personally directing the
force back to the original landing place, Grant was the last Union
soldier to board the waiting transports. Both sides claimed
victory.

This account, condensed from Grant the Commander by General Sir James Marshall-Cornwall,
shows that Grant had much to learn about leading military operations. He had maintained no
reserve and failed to ensure discipline in his troops. On the other hand, the riverine movement,
cloaked in total secrecy, had shocked the opposing forces into quick defeat. At Vicksburg Grant
demonstrated how well he had learned the operational and tactical lessons of Belmont.
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CHAPTERI
VICKSBURG

“You never have suggested to me any plan of operations in this department...”

1. Introduction

When the Civil War erupted, there was
no agreed-upon plan or strategy for restoring
the Union. No leader on either side had
experience commanding the large bodies of
troops that would be the norm during this
war. Little if any coordination took place
between the Services. Confederate forces
bested the Union armies in most early
encounters in the East, although the loss of
New Orleans and Baton Rouge made their
position less secure in the West. The final
issue remained very much in doubt in the
autumn of 1862.

2. Grant Takes Command

a. This was the situation in late October
1862, when General U. S. Grant took
command of the Department of Tennessee
(Kentucky and Tennessee west of the
Tennessee River and northern Mississippi)
and the roughly 60,000 troops therein. He
was replacing General Henry W. Halleck,
who had been called to Washington in July
to take over as general-in-chief of the Army.
From the time Halleck departed, Grant never
received more than vague direction on how
to employ his force.

b. Grant realized that the military and
political situation in the East demanded that he
mount offensive operations. To remain on the
strategic defensive, as the Department had since
the end of May, would result in his army being
broken up and used to support further operations
by Major General Don Carlos Buell in the
Department of the Ohio or to bolster the defenses
in front of Washington.

Grant to Halleck, 26 October 1862

3. The Situation on the Ground

Vicksburg occupied the highest ground on
the eastern bank of the Mississippi River
between Memphis and New Orleans. This
commanding position made it the key point
upon which hinged continued Confederate
control of the central portion of the
Mississippi River. Further, it served as the
remaining major link to Confederate supplies
and sympathizers in the West. Until
Vicksburg was taken, the Mississippi
remained closed to Union use. Unless the
Confederate forces operating in front of Grant
were defeated or diverted, they would be free
to attack the flank and rear of any move by
Buell toward north Georgia and the strategic
rear of General Lee’s forces in northern
Virginia.

General Ulysses S. Grant
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4. Grant Threatens Vicksburg

a. On 2 November, Grant initiated
operations against Vicksburg by moving
down the Mississippi Central Railroad from
Bolivar, Tennessee, through Grand Junction,
and then onward into Mississippi by way of
Holly Springs, Oxford, and Grenada (Figure
I-1). This advance threatened the land
approach to Vicksburg and caused Major
General John C. Pemberton, the Confederate
commander in Mississippi, to concentrate his
forcesto oppose it. If successful, Grant would
be in an advantageous position, with adequate
supplies and communications guaranteed by
rail links to Memphis and river links from
there to St. Louis. His front and right flank
would be protected from attack by the river
network south of Grenada.

b. The advance progressed well, and by
mid-November Grant was at Holly Springs.
Here he ordered Major General William
Tecumseh Sherman, then one of his division
commanders, to move from Memphis with
all the fighting men he could muster and join
the move toward Grenada. By the 29th
Sherman was 10 miles north of Oxford with
three divisions.

5. Grant Changes Plans

a. By early December, Grant recognized
that guarding his ever-lengthening supply
lines in enemy territory was forcing him to
divert too many soldiers from his fighting
force to allow him to prudently continue his
southern advance. He understood that the
fragile Union cause could not sustain another
major defeat. This, coupled with the
knowledge that the force opposing him was
the principal garrison for the defense of
Vicksburg, caused him to conclude that
another approach would be more effective.

b. On 3 December, Grant suggested to
Halleck that, given sufficient forces, the best

course of action might be to continue to hold
Pemberton’s force in place with his troops
and mount a simultaneous attack on
Vicksburg along the Mississippi. On the 4th,
Grant took command of the Union forces
immediately west of the Mississippi. These
troops, together with reinforcements arriving
from the north, would give him sufficient
forces to mount the second approach. Halleck
agreed, and on the 5th he directed Grant to
concentrate 25,000 troops at Memphis by the
20th for this purpose.

c. On 9 December, Sherman (with one
division) departed for Memphis to lead the
attack. His orders clearly stated that his
approach and attack were to be made in
cooperation with Admiral David Porter, the
commander of the Union fleet operating on
the Mississippi. Grant’s stated intent was to
cooperate with Sherman’s advance either by
holding Pemberton in place as far north as
possible, or to follow him “even to the gates of
Vicksburg” if he withdrew toward the city.

Admiral David Porter, USN

-2
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6. Halleck Threatens Unity of
Command

As these events transpired, political
maneuvering in Washington was about to
result in the appointment of Major General
John A. McClernand to a separate command
independent of the Mississippi River advance
on Vicksburg. Although Grant had been
assured by Halleck that he was in complete
command, when rumor of the appointment
first came to his attention, he was ordered to
divide his army into four corps, with
McClernand to command one of these corps
and operate independently against Vicksburg
along the Mississippi. Grant considered the
appointment of a second commander within
the Department a mistake and a sure
prescription for failure. Additionally, he was
not confident of McClernand’s ability to
command. Nonetheless, he issued the
necessary orders.

7. Grant Withdraws

a. At almost the same time, Confederate
forces under Major General Earl Van Dorn
launched a large scale raid behind Grant’s
lines, capturing an unprepared garrison at
Holly Springs and destroying a large quantity
of supplies. This caused Grant to reassess
his ability to maintain his force so deep in
enemy territory. Deciding that he could not
maintain a sufficiently powerful presence, he
began to withdraw, without pressure, back
up the Mississippi Central Railroad toward
Holly Springs, arriving there on 23
December.

b. Sherman put together a force of
approximately 30,000 men and, with Porter,
moved on Vicksburg. He was unaware of
the raid at Holly Springs and Grant’s
subsequent retrograde movement.
Pemberton, however, was aware of both
events. Recognizing that the threat to
Vicksburg was now greatest from the river,
he repositioned his force, doubling the

defenders of Vicksburg to 12,000. He paid
particular attention to the high ground around
Haines’ Bluff and Walnut Hills, completing
his dispositions in time to repulse the initial
attacks launched by Sherman and Porter
against this high ground on 29 December.

¢. On 10 January 1863, aware of the
strengthened defenses at Vicksburg and with
General McClernand having arrived in the
area, Grant shifted his headquarters to
Memphis. He realized that once he
abandoned the Mississippi Central Railroad
approach he could not go back to it. To retreat
in the face of the enemy opposite Vicksburg
and retry a route that had already failed would
demoralize his troops and deal a heavy blow
to the Union. Additionally, it would likely
result in his removal from command.

d. Shortly thereafter, Grant visited
McClernand and then met with Sherman and
Porter. He concluded that the Army and the
Navy so lacked trust in McClernand that it
was necessary to exercise one of the options
open to him and assume command himself.
He did this on 30 January.

“At this time the North had become
very discouraged, and strong Union
men believed the war must prove a
failure. The elections of 1862 had gone
against the party which was for the
prosecution of the war to save the
Union . . . It was my judgement at the
time that to make a backward
movement . . . would be interpreted
as a defeat. There was nothing left to
be done but to go forward to a decisive
victory.”

Ulysses S. Grant
Personal Memoirs, 1885-1886

8. Winter Action

a. The task now facing Grant was to
somehow get his army across the Mississippi
and secure a foothold on the high side of the
river that would allow him to bring his forces
to bear on Vicksburg. It was winter; the heavy
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Grant's capture of Vicksburg required joint coordination of land and naval
forces.

rains were causing additional flooding to the
area that was already broken up by numerous
streams and channels and was, at best, just a
few feet above water. Grant recognized that
he had to wait until the weather changed and
the water levels dropped.

b. Inactivity through the winter would be
demoralizing and damaging to the health of
his troops. Additionally, stories of the lack
of action in the face of the enemy would
encourage those who wanted to compromise
the Union. Grant therefore initiated several
projects to keep his forces employed. While
all would offer some degree of advantage in
the most optimistic scenario, he did not
expect any to provide a solution to the
problem of Vicksburg. The first project
involved widening and deepening a canal at
Young’s Point opposite Vicksburg. This
would allow Porter’s ships to avoid a portion
of the main channel of the Mississippi and
reduce their exposure to the enemy’s batteries.
Unfortunately, the Confederates discovered
the project and shifted some guns to bring
the excavation under fire.

c. The second project attempted to open a
new channel for the Mississippi from Lake
Providence to the Red River. This would
allow Union forces to bypass Vicksburg and
navigate the Mississippi freely. The new

channel would, however, still be vulnerable
to rebel forces operating along its entire
length. Grant had no faith in this scheme,
but it kept the soldiers busy and, more
importantly, “served as a cover for other
efforts which gave a better prospect of
success.”

“These boats are made with sides
sloping . . . The iron is two-and-a-half
inches thick, and . . . is supposed to
be sufficient to turn a shot that does
not hit it in a direct line . . . The boats
are also roofed with iron, and the pilots
who steer the vessel stand encased,
as it were, under an iron cupola . . .
The boats . . . will probably succeed in
driving the secessionist armies away
from the great river banks. By what
machinery the secessionist armies are
to be followed into the interior is
altogether another question.”

Anthony Trollope
Observing Union gunboats
at Cairo

d. The third project was to move down
the Yazoo Pass from Moon Lake (opposite
Helena, Arkansas) to a position where
Haines’ Bluff might be flanked. While
initially appearing to offer some chance for
success, it was stopped when well
entrenched Confederate forces at Ft.
Pemberton could not be dislodged. The final
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project was an unsuccessful attempt to bypass
Ft. Pemberton by way of Steele’s Bayou.

9. A Coordinated Plan Emerges

a. As March ended and the river level
began to fall, Grant’s real plan began to
emerge — “I had had in contemplation the
whole winter the movement by land to a point
below Vicksburg from which to operate —
my recollection was that Admiral Porter was
the first one to whom | mentioned it. The
cooperation of the Navy was absolutely
essential to the success (even to the
contemplation) of such an enterprise.”

“It is not so much the mode of formation
as the proper combined use of the
different arms which will insure victory.”

Lieutenant General Antoine-Henri,
Baron de Jomini

b. The first requirement of the new plan
was to shift the fleet and some civilian
steamers, then north of the city, to the south
of Vicksburg. Once in place they could
protect and transport any troops Grant moved
there. To the rebels, who had seen the Union
fleet perform similar maneuvers several times
over the past year, this would appear as just
another running of the batteries. Porter
supervised the preparation of the shipping,
with extensive effort being made to protect
the boilers of the unarmored steamers by
layering the decks and hulls with bags of
grain and bales of cotton and hay. All three
of these commaodities would be needed below
the city and could not be efficiently
transported in another manner.

c. On 29 March, Grant ordered
McClernand and his four divisions to move
by land south from Milliken’s Bend to New
Carthage (Figure 1-2), hoping he could get
sufficient forces in place to take Grand Gulf.
The march was exceedingly tough, with water
levels still restricting movement, particularly
of supplies and artillery. Joining McClernand

on 17 April at New Carthage, Grant realized
that the route would have to be changed and
major improvements made if the rest of the
army was to use it. McClernand had found a
longer but better route and commenced
improving it immediately. This was to prove
successful.

d. Onthe night of 16 April Admiral Porter
shifted the fleet to capitalize on the element
of surprise and utilize the advantage of
darkness. Unfortunately, the movement was
detected and each ship in the flotilla was
under fire for several hours, with most
sustaining several hits. The enemy had been
expecting the move, and upon detecting it lit
bonfires along the river to provide
illumination for their guns. Despite the best
efforts of the rebel gunners, the gunboats
stood up well and only one steamer was sunk.

e. On 17 April, Colonel Benjamin
Grierson and a force of 1,700 Union
cavalrymen started out from Grand Junction
ona large raid into the interior of Mississippi.
Ten days later the raiding column succeeded
in reaching Union lines at Baton Rouge.
While the actual damage inflicted by this raid
was minimal, the consternation and
confusion it created was significant. Grant
was not aware of the raid until he read about
it after the fact — but it was important to his
operations because the outcry it caused
diverted Pemberton’s attention from Grant
during a critical 10-day period.

f. On 20 April, Grant ordered the
remainder of his army to sequentially and
rapidly move to New Carthage. Itwas evident
that the roads could not support the supply
of this force and that another run past the
batteries would be required. Thiswas carried
out on the night of the 22nd, when six
steamers and twelve barges, boilers and decks
protected as before, headed south.
Although all sustained damage, they
succeeded in bringing much needed
supplies to the force.
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Figure I-2. Grant's Approach to Vicksburg
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Grant's use of local resources to supply the army relieved him of the need
for a defensible supply line.

g. On 24 April, reconnaissance revealed
that there were no suitable landing sites where
the high ground could be seized between New
Carthage and Grand Gulf. Grant ordered
the march continued to Hard Times. Because
of Porter’s determined and successful efforts,
sufficient capability now was available to
protect and transport over 10,000 soldiers by
steamer and barge.

h. By 27 April, McClernand's Corps was at
Hard Times. McPherson’s Corps was moving
up rapidly, while Sherman still remained
opposite Vicksburg. Union forces operating
throughout the entire area kept the enemy unsure
of Grant’s intent. To further this uncertainty,
Grant ordered Sherman to send a strong force
back up the Yazoo River and create a diversion
in the neighborhood of Haines’ Bluff. These
operations further confused Pemberton as to
Grant’s real objective and probably contributed
to the slow reaction when landings were made
in force below Grand Gulf.

“The art of war is simple enough. Find
out where your enemy is. Get at him
as soon as you can. Strike at him as
hard as you can, and keep moving on.”

Ulysses S. Grant

10. The Joint River Crossing

a. On 29 April, Grant launched a truly
joint operation designed to get his forces
across the river. His plan called for Porter
and the fleet to silence the Confederate
batteries at Grand Gulf, followed by a rapid
landing of McClernand’s Corps to seize the
fortifications and secure a foothold for the
rest of the army. The plan contained several
flexible provisions to allow for alternative
actions if the enemy failed to cooperate.

b. After a 5% hour exchange of fire, all
the rebel guns were still in operation.
Grant stopped the operation and decided
he would have to find a new landing site.
In consultation with Porter, he decided to
run the gunboats and transports past Grand
Gulf while McClernand marched his force
past on a recently discovered route that was
hidden from Confederate view. By dawn,
the Army and Navy were at Bruinsburg,
where a local man told them that a crossing
was possible. Without hesitation, Grant
seized the opportunity. By early morning
all of McClernand’s Corps and the lead
division of McPherson’s Corps landed
safely without opposition on the Vicksburg
side of the river.
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“When this was effected I felt a degree
of relief scarcely ever equaled since.
Vicksburg was not yet taken it is true,
nor were its defenders demoralized by
any of our previous moves. | was now
in the enemy’s country, with a vast river
and the stronghold of Vicksburg
between me and my base of supplies.
But | was on dry ground on the same
side of the river with the enemy. All
the campaigns, labors, hardships and
exposure from the month of December
previous to this time that had been
made and endured, were for the
accomplishment of this one object.”

Ulysses S. Grant
11. Grant Enhances His
Operational Reach

a. At this point Grant had to reevaluate
how best to proceed. Initially he pushed
McClernand forward toward Port Gibson to
keep the enemy from gathering and
counterattacking before the main body was
over the river, while at the same time pressing
his other subordinates to speed their advance.
He was inclined to detach McClernand, after
the capture of a suitable base at Grand Gulf,
and send him south along the east bank to
cooperate with General Banks’ move north
from Baton Rouge. However, he learned that
Banks would not move for several days and
felt the advantage would be lost. At this point
Grant decided to “cut loose from my base,
destroy the rebel force in rear of Vicksburg
and invest or capture the city.”

b. On 3 May after constant fighting (of
which Grant sometimes took personal
charge), Grand Gulf was secured. Grant then
took advantage of the August 1862 authority
to seize and use rebel property to support
prosecution of the war by ordering all
transport to be collected to supply his army.
He restricted rations to three days hard bread,

The capture of Vicksburg was essential for
Union control of the Mississippi River.

coffee, and salt and, confident from earlier
experience that it was feasible, ordered that
all other needs would be met from the
surrounding countryside.

c. By 6 May, more than 33,000 Union
troops in three corps were across the
Mississippi on dry ground and advancing
northward. Grant believed the enemy force
opposing him to be around 18,000 (in reality
there were more than twice that number), but
they were spread out from Haines’ Bluff
through Vicksburg to Jackson. Grant also
recognized that the enemy could not move
against him with overwhelming force, and
50 he resolved to defeat Pemberton in detail.
The first step would be the capture and
destruction of Jackson, crushing any hope for
aid from the east. Grant would then lay siege
to Vicksburg.
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12. The Fall of Vicksburg

General Joseph E. Johnston arrived at
Jackson on 13 May and assumed command
of all Confederate forces in Mississippi.
Discovering that Grant was between his force
and Vicksburg, and seeing a classic
opportunity to inflict a crushing defeat, he
ordered Pemberton to attack the Union forces
from the rear. Pemberton failed to follow
this order and instead moved to cut Grant’s
nonexistent supply lines. This allowed Grant
to take Jackson on the 14th and force
Johnston to retreat northward up the
Muississippi Central. The last real opportunity
to defeat Grant had slipped away. Grant
turned his army, defeated Pemberton at
Champion’s Hill on the 16th, and invested
the city by the 18th. It was now just a matter
of time until Vicksburg fell, finally
surrendering on 4 July 1863.

13. Grant and Joint
Employment Principles

While circumstances today are much
different than those Grant faced before
Vicksburg, some aspects of his approach serve
to underscore and illuminate key principles
of joint military operations.

a. The failure to issue directions or
guidance to Grant clearly indicates the lack
of a coherent national strategy to restore the
Union. General Winfield Scott had proposed
a blockade around the rebel areas in order to
slowly strangle rebel ability to sustain war.
Then he retired. His approach, known as
the Anaconda plan, was neither formally
adopted nor systematically pursued. Its very
nature would require time to work — and
Lincoln did not have time. While a blockade
of Southern ports was established by the Navy
and efforts were made to open the Mississippi,
a succession of generals-in-chief, aware of
the popular and political press to find a
quicker solution, embarked on the equally
doomed strategy of seeking the ‘one decisive

battle’ which would end the war. Lincoln
still had not devised a national strategy.

b. Grant knew what needed to be done in
his Department (seize the geographic
objective of Vicksburg), and realized how his
success or failure related to operations in the
other theaters. His decision to go on the
offensive was motivated by a grasp of the
realities of the political situation in the East.
Going on the offensive would be viewed as a
positive act by the supporters of the Union,
while remaining on the defensive would be
almost equivalent to another Union defeat.
Grant’s sensitivity to political reality and the
impact of his actions on this reality
demonstrated a clear understanding of the
concept of unity of effort at the strategic
level.

c. Grantwas also aware that if he remained
on the defensive, the Confederate forces in
Mississippi would have been free to turn on
Buell in Ohio, effectively preventing him
from attacking the strategic rear of the Army
of Northern Virginia. By advancing, Grant
showed an understanding of how his
operations could support or interfere with the
efforts to defeat the enemy in the other
Departments.

d. Within the Department, Grant assured
operational unity of effort by taking firm
action to preclude dissipation of his authority.
His decision to assume tactical command
himself rather than allow McClernand to
operate independently down the Mississippi
was not an act of pettiness, but rather a clear
understanding of how disruptive two sets of
direction would have been in achieving the
goal. This was further demonstrated by
Grant’s repeated efforts to ensure that he and
his subordinates capitalized on the
advantages Admiral Porter and his fleet
provided. From his initial instructions to
Sherman until the surrender of the city, the
Navy was kept closely involved in all
operations. By leading this force from the
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front, Grant kept himself aware of the tactical
and operational realities that he faced.
Although unity of command was not
formalized by regulation, Grant worked hard
to ensure that good relations, constant
communication, and division of labor fostered
unity of effort.

e. The operations outside of Vicksburg
illustrated Grant’s understanding of how the
principle of mass requires attention to
economy of force. As he moved down the
Mississippi Central Railroad, his assignment
of forces to protect lines of communication
threatened to dissipate his mass. Further, his
advance down the Mississippi Central
Railroad had caused the Confederate forces
defending the city to mass at Haines Bluff
and Walnut Hills. This development required
that he quickly secure additional assets for a
second maneuver further down the river. This
second movement, designed to attack the city
before the enemy realized what had
happened, resulted from the leverage that
Porter’s fleet added to his command.

f. Grant understood the importance of
seizing and maintaining the initiative. He
provided critical details and emphasized
speed in his order for the sequential and rapid
movement of the army from Milliken’s Bend
toward New Carthage and eventually across
the Mississippi. This clearly demonstrated
an awareness that, to be successful, Grant had
to concentrate and act faster than the enemy
reacted.

g. Grant’s grasp of the fundamental
considerations of joint operations was
demonstrated conclusively by his actions after
crossing the Mississippi. He first maximized
his fighting strength and concentrated his
combat power by eliminating his supply
lines (and the need to guard them) and by
deciding not to send McClernand’s Corps
south toward Baton Rouge. Then, taking the
calculated risk of exposing his rear to attack

by Pemberton, Grant focused on taking
Jackson and defeating Johnston. This victory
effectively precluded reinforcements or aid
from reaching the city during the siege. Grant
was then free to turn and defeat Pemberton
at Champion’s Hill and force him back on
the city.

h. Several times in this operation Grant
displayed a thorough understanding of the
fundamental concept of agility. His
willingness to deviate from the established
plan when opportunity presented itself was
evident throughout the campaign. For
example, he concluded that his initial
advance down the Mississippi Central
Railroad would not work and had to be
adjusted. Without hesitation, he switched the
main effort and launched the second attack
because it offered greater prospects for
success. His immediate reaction to the failure
to carry Grand Gulf by naval gunfire on 29
April was similar. Instead of wasting time
over why the original plan failed, Grant and
Porter developed and successfully executed
an amphibious landing at another site within
24 hours. Once across the river, he
recognized that the slow reaction of the
enemy presented an opportunity to inflict a
major defeat. He quickly recast his plans,
kept McClernand’s Corps with him, and
moved the army toward Jackson.

i. Grant further demonstrated his
command ability in the use of deception
to mask the real intent of the Union forces.
Knowing that the rebel forces were
informed of his moves, Grant actively
mounted operations designed to obscure his
real intent. The three most visible projects
(YYoung’s Point, Yazoo River, and Steele’s
Bayou) were concentrated to the northern
side of Vicksburg — the most conventional
and predictable direction from which the
Union might attack. These joint feints,
when seen in the light of the failed joint
attack on Haines’ BIuff in late December
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1862, reinforced the enemy’s expectation
of the direction of the main effort and
effectively screened Grant’s real intent.

j. The simultaneity and depth of Grant’s
move south of Vicksburg, Sherman’s strong
feint against Haines’ Bluff, and the confusion
caused by the Grierson raid expanded the
battlefield, paralyzed the enemy, and slowed
reaction until itwas too late. Vicksburg provided
this classic example of the importance of
knowing the enemy and seeing the battlefield.
Despite operating deep inenemy territory, Grant
was able to conceal his real intent. When the
best opportunity to defeat Grant arose,
Pemberton acted based on his expectations of
what Grant would do, rather than knowledge of
what Grant was actually doing. This
Confederate intelligence failure contributed
significantly to the Union victory.

k. Realizing that the enemy would see his
lines of communications as his center of
gravity and attack accordingly, Grant used
this fact to totally deceive the rebels. Grant’s
decision to depart from the accepted military
logistic norm and live off the land
demonstrated his knowledge of his own
vulnerabilities and his ability to lessen (or in
this case, negate) their effect upon his own
campaign.

I. Grant’s logistic coup played a critical
role in the operation. He initially intended
to move forward from a secure rear base and
follow the conventional military doctrine of
moving along a secure line of
communication. He gradually realized that,
while these lines were bringing up the

resources necessary to prosecute his advance,
protecting them drained his fighting
strength. Aware of the many resources
available to him in the agricultural heart of
Mississippi, he began to see another
possibility. When faced by impassable roads
on the west side of the Mississippi, Grant
turned to Porter to move the required bulk
supplies by river, securing the secondary
benefit of protection from the fire of the rebel
batteries for the shipping.

m. Grant’s approach to solving his logistic
problems provided him the additional
mobility and flexibility necessary to defeat
his more conventionally-led enemy. By
eliminating his lines of communications and
living off the land, Grant extended his
operational reach deep into the rear of the
enemy and generated combat power to apply
at Jackson and Champion’s Hill. His army
was able to move sooner and travel faster,
maintaining the momentum gained by the
successful crossing of the Mississippi.
Finally, his creative solution totally surprised
the enemy. Grant learned from his initial
approach down the Mississippi Central
Railroad that protecting lines of
communications diminished mass. In his
final move to Vicksburg, he sidestepped the
problem with a brilliant logistic inspiration.
Grant’s abandonment of conventional means
of supply allowed him to concentrate superior
force first against Johnston, then Pemberton
— and was the key to the success of the
operation. In one move, Grant eliminated
his principal vulnerability, increased his
combat power and endurance, kept the enemy
off balance, and maintained the initiative.
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Military Incident #3

THE PRICE OF POOR PLANNING:
CAESAR LANDS IN BRITAIN

Lack of coordination
delayed a critical force
component.

Amphibious landing
techniques had not been
practiced.

Having complete unity of
command, Caesar
maneuvered naval
forces to support the
failing ground
component assault.

Improvised logistics
methods demonstrated
Caesar’s flexibility.

Although the short days of winter neared, Julius Caesar was
determined to chastise Britain for supporting the Gauls.
Seeking intelligence for a full invasion, Caesar decided on a
reconnaissance-in-force. While one ship scouted the British
coast, Caesar gathered an 80-ship fleet, enough to carry two
legions across the narrow Channel. The cavalry, embarking
at a separate port, failed to depart on time.

Arriving at the British coast, Caesar rejected the initial
landfall because its cliffs allowed descending fire onto the
beaches, and anchored offshore to await the cavalry.
Meanwhile he assembled his staff and prepared them to react
to sketchy orders on short notice. Still lacking cavalry, the
force landed on an open and evenly shelved beach. The
British chariots and cavalry met the Roman landing force on
the sand. Since Caesar’s deep draft ships could not fully
beach, his heavily armored troops had to jump into the water
and fight their way through the surf. Inexperienced in
amphibious operations, most of the Romans were terrified.

In response to the British attack, Caesar maneuvered his
warships to bombard the defenders’ right flank with slings,
arrows, and (catapult) artillery. The Britons fell back, but
on the confused and crowded battlefield, the Romans were
unable to assemble cohesive units. The Britons attacked
isolated individuals and small groups. Caesar then directed
the ships’ boats to be loaded with ground troops and row as
needed to reinforce groups in difficulty. This mobile reserve
enabled the Legions to assemble their units in fighting order
and push the Britons up the beach. Without cavalry, Caesar
could not exploit the victory and expand the beachhead. On
a stormy night 4 days later the cavalry finally arrived, but
the full moon exaggerated the tide and numbers of the
beached warships were swamped, while the anchored
transports were severely damaged by the surf. Cavalry units,
critical to reconnaissance, could not be landed.

With their supply lines cut, Caesar’s troops foraged grain
and supplies and salvaged timber and bronze from the
wrecked and damaged ships. The force soon repaired all but
12 ships. After a daring and skillful British attack on a
foraging expedition required him to ride to the rescue, Caesar
determined to enlarge his beachhead to gain security for a
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controlled withdrawal. With enough space to form his
infantry in classic formation on the beach, and supported by only 30
horses finally brought over from Gaul, Caesar temporarily
drove back the defenders. Under cover of darkness, the troops
used this interval of security to slip aboard the ships.

This account, condensed from Caesar’s own writings, reveals that his first excursion on British
soil was a near disaster redeemed by clever improvisation. Multiple failures in planning and
coordination can be identified in the paragraphs above. Readers are invited to observe the
differences and similarities between Caesar’s and MacArthur’s approaches to essentially similar
problems in planning and execution.

- -
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Legionnaire in typical uniform and armament of Legionnaire re-enactor in typical uniform and
the period of Caesar’s first invasion of Britain. armament of the period 150 years later.
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CHAPTERII
OPERATION CHROMITE

“The military student does not seek to learn from history the minutiae of
method and technique. In every age these are decisively influenced by the
characteristics of weapons currently available and by means at hand for
maneuvering, supplying, and controlling combat forces. But research does
bring to light those fundamental principles and their combinations and
applications, which in the past, have been productive of success. These
principles have no limitation of time. Consequently the army extends its
analytical interest to the dust buried accounts of wars long past as well as to

those still reeking with the scent of battle.”

General Douglas MacArthur

“The vulnerability of the enemy is his supply position.”

1. Introduction

a. In the predawn darkness of 25 June
1950, forces of the North Korean People's
Army (NKPA) smashed southward across
the border marked by the 38th Parallel to
invade the Republic of Korea (ROK). The
NKPA was a formidable force of at least
135,000 men. Many had been conscripts
of the Chinese and Japanese armies and they
were equipped with modern Soviet-supplied
tanks, artillery and aircraft. In comparison,
the ROK armed forces were trained only as
a constabulary force and poorly equipped.
Numbering less than 100,000, the army
lacked armor, antitank weapons, and heavy
artillery. Most soldiers were conscripts, and
few units had ever trained above the
company level. Air and naval forces were
nearly nonexistent.

b. Although an ancient culture, Korea
was an underdeveloped nation which had
suffered greatly under Japanese occupation.
The entire peninsula was extremely
mountainous and compartmentalized, while
the limited number of north-south and east-
west lines of communication constricted

General Douglas MacArthur

mobility. The Korean infrastructure was
woefully inadequate; the scarcity of improved
roads, airfields and ports in particular would
frustrate and complicate the application of US
military power (Figure 11-1).

c¢. Within hours, news of the invasion was
flashed to General MacArthur in Tokyo. On
25 June 1950, President Truman ordered
MacArthur, as Commander-in-Chief Far East
(CINCFE), to use his air and sea forces to
support the ROK forces south of the 38th
Parallel. MacArthur personally visited Korea
on 29 June to protect evacuation of US
personnel, help formulate an appreciation of
the situation, and to develop recommendations
for the Joint Chiefs of Staff (JCS) and the
President.

2. Status of US Military Forces

a. American military power available
within the theater was unprepared for the
struggle it would face in the next few months.
Army forces consisted of four understrength
divisions equipped with worn-out weapons
from WW II. They were manned by young
men who, for the most part, lacked combat

-1



Chapter Il

Figure II-1. Joint Campaigning in Korea 1950
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seasoning. Focused on occupation duties,
training was marginal and most units lacked
the heavy weapons called for by their Tables
of Organization.

b. The newly independent Air Force was
represented in theater by the Far East Air
Forces (FEAF) commanded by Lieutenant
General George E. Stratemeyer. FEAF was
primarily equipped with jet interceptors,
designed for air defense of Japan against the
perceived Soviet and Chinese threats.
Reconnaissance, transportation and ground
attack aircraft were scarce. Despite the
shortage of transport aircraft, the Air Force
was to play a critical role in delivering
supplies and personnel to support ROK and
US forces in the early stages of the war.

c. Vice Admiral Charles T. Joy,
Commander, Naval Forces Far East
(COMNAVFE), led a force which consisted of
justone cruiser and four old destroyers. However,
the US 7th Fleet, with an aircraft carrier, a cruiser,
eight destroyers, and three submarines and
commanded by Vice Admiral Arthur Struble,
would soon be made available and would
significantly improve the naval posture.

d. American forces in the rest of the world
were just as poorly manned and prepared.
This situation was the legacy of the rapid
drawdown following the end of WW 1l and
post-war budget cuts, driven partly by the
belief that the atomic bomb had made
conventional forces less relevant to national
defense. The failure to maintain an
adequately prepared force would extract a
high cost in human suffering over the next
few months.

e. MacArthur’s experience and capability
as a joint force commander, the experienced
Far East Command (FEC) joint planning staff
in his headquarters (HQ) in Tokyo, and the
leadership abilities of the officers who would
serve as his subordinate commanders to some

degree offset the disadvantages that faced the
United States that gloomy June morning.

3. US Response to the Invasion

a. Half a world away, President Truman
and his advisors viewed the invasion from
the north as a part of the ongoing communist
confrontation with the free world. The
President reversed previous US policy (which
did not see Korea as vital to US interests)
and ordered that actions be taken to evacuate
US and United Nations (UN) dependents
from Korea and to supply the ROK forces
with ammunition and equipment. At the
same time, the UN called for the People's
Democratic Republic of Korea to halt its
aggression and withdraw north of the 38th
Parallel. This resolution was ignored, and
the North Korean onslaught continued.
While some ROK units resisted heroically,
others dissolved in panic.

b. The President placed the US 7th Fleet
under MacArthur's operational control
(OPCON) and authorized its movement to
the waters off Formosa. This move signalled
the Chinese that the United States would not
tolerate any widening of the conflict.
Concern about expansion of the fighting,
both in the Pacific and to other parts of the
world, overshadowed all US decisions that
followed.

4. United Nations Reaction

On 27 June, with NKPA forces continuing
the invasion, the UN passed a milestone
resolution calling on member states to furnish
military assistance to the ROK to “. . . repel
the armed attack.” This was the first time
that the UN took such action. On that date
Truman expanded his 25 June authorization
of air and naval attacks south of the 38th Parallel
to include all of Korea. He also authorized the
employment of Army forces at the southern port
of Pusan. The next day Seoul fell.
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5. MacArthur Assesses the
Situation in Korea

a. On 29 June, MacArthur arrived in Korea
and rapidly assessed the situation. He realized
that he was facing a tough opponent and that
half measures would not be effective. From the
south bank of the Han River, he watched the
retreating ROK forces and realized that “only
immediate commitment of ground troops”
could stem the invasion. Unfortunately, he had
few ready forces and only limited transport
available to rapidly commit them. Additionally,
he had no authority to commit ground forces
outside of the southern port of Pusan.

b. MacArthur quickly informed the JCS that
he felt the ROK forces would be unable to stop
the invasion and that a major commitment of
American power was required. His clear
understanding of the nature of modern warfare
was evident in his words —*“. . . To continue to
use the forces of our air and navy without an
effective ground element can not be decisive.
Unless provisions are made for the full
utilization of our Army-Navy-Air team in this
shattered area, our mission will at best be
needlessly costly in life, money and prestige.
At worst, it might be doomed.” The
employment of ground forces was authorized
within 24 hours of receipt of this message.

¢. MacArthur first began to consider an
amphibious landing in the enemy rear area
while he stood on the south bank of the Han
River. He was predisposed to favor this type of
an operation; his successful campaigns across
the Pacific in the Second World War were based
on the concept of applying Allied air, naval,
and ground strength against enemy weakness.
Amphibious landings in areas where they
weren’t expected had kept the enemy off balance
and allowed the Allies to maintain the initiative.
It was only natural that he would consider this
type of operation when assessing his options to
save the situation in Korea.

“The deep envelopment based on
surprise, which severs the enemy's
supply lines, is and always has been
the most decisive maneuver of war.
A short envelopment which fails to
envelop and leaves the enemy's
supply system intact merely divides
your own forces and can lead to heavy
loss and even jeopardy.”

General Douglas MacArthur

6. Communist Forces Advance

a. Unconcerned with UN and US
actions, and ignoring significant losses
inflicted by the retreating ROK forces, the
enemy reinforced its initial success and
continued the advance. On 3 July the airfield
at Kimpo and the port of Inchon fell. Enemy
aircraft began operating out of Kimpo,
although US forces soon secured air
supremacy and NKPA air played little role in
the battles to come. Concurrently, the small
northern navy was completely destroyed and
a tight blockade of the sea approaches to the
peninsula established. By 4 July, the enemy
ground advance had reached Suwon, 25 miles
south of Seoul. At the same time the lead
elements of the 24th Infantry Division, better
known to history as Task Force Smith, were
landing at Pusan.

b. These unprepared soldiers were
committed to buy additional time to bring
appropriate forces into the area.
MacArthur later characterized his costly
piecemeal commitment of these units as
an “arrogant display of strength.” He and
his staff hoped that this desperate rear
guard action would stabilize the front by
causing the enemy to slow his advance and
proceed cautiously when he realized he was
up against US troops. It would also boost
the morale of the ROK armed forces by
showing them they were not alone. Dawn
on 5 July found Task Force Smith blocking
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the main road between Suwon and Osan.
Despite the task force’s heroic efforts, a lack
of effective anti-tank weapons led to defeat.

7. The Defense of Pusan

a. While these desperate battles were
fought, the United States and UN continued
to take the actions necessary to bring their
power to bear on the peninsula. On 8 July, at
the request of the UN, Truman named
MacArthur Commander-in-Chief of the
United Nations Command. On the 13th,
Lieutenant General Walton H. Walker,
commanding the Eighth United States Army,
assumed command of all ground troops and
responsibility for ground operations in Korea.
MacArthur’s air and naval component
commanders likewise assumed responsibility for
their respective areas, with forces of other nations
joining them as they arrived in theater.

b. As June gave way to July, NKPA
spearheads continued their southward
advance. South of Taejon they divided into
two separate thrusts, one along the west coast
and the second straight for Pusan, but their
pace was slowed by logistic difficulties and
terrain and by the increasing tempo of air
interdiction. The cost of advancing in the
face of heavy and effective UN air attacks
continued to mount for the NKPA. Air
interdiction alone, however, would not
suffice. By late July, the US 25th Infantry
and 1st Cavalry divisions had deployed from
Japan and joined the 24th Division in Korea.
They were shortly followed by elements of
the 5th Marine Regiment, filled out to a
provisional brigade by other Marine units.
This infusion of fresh manpower, armed with
3.5 inch anti-tank rockets airlifted from the
United States along with other US and UN
troops deploying from around the world,
began to turn the tide. UN forces were slowly
pushed back until they reached the Naktong
River. Here Walker and MacArthur decided
that they must stand and fight or be ejected

from Korea, and the 140 mile long Pusan
Perimeter (Figure 11-2) was established. The
desperate fight to keep this foothold on the
peninsula absorbed all reinforcements
arriving in theater. Without the strength and
resilience these forces provided, it is doubtful
that Eighth Army could have held on.

8. MacArthur Plans His Riposte

a. While these events transpired,
MacArthur remained focused on regaining
the initiative. Already he had intuitively
arrived at the solution; now he needed a
fleshed-out plan and a force to execute it.
Elements of his staff at FEC, led by Major
General Edward M. Almond, went to work on
the plan as early as 4 July. In his first request for
reinforcements sent to the JCS on 7 July,
MacArthur stated that his main purpose was to
“...fully ... exploit our air and sea control and,
by amphibious maneuver, strike behind his mass
of ground forces.”

b. Preliminary planning called for a late
July landing, but the reality of the strength
of the enemy and the weakness of the UN
forces compelled delaying the operation. The
forces which would have conducted the
landing were instead being rushed ashore to
maintain the defenses around Pusan.

c. Planning for the landings was
conducted at FEC HQ in Japan by the Joint
Strategic Plans and Operations Group
(JSPOG). A number of alternatives were
developed and considered in great detail. By
the 23rd of July, JSPOG came up with three
options for consideration. Plans 100B, 100C,
and 100D called for landings at Inchon (west
coast), Kunson (west coast), or Chumunjin-
up (east coast), respectively.

d. On 12 August, MacArthur issued
CINCFE Operation Plan 100B, code named
Operation CHROMITE, with Inchon as the
target to be seized by the amphibious assault.
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In recognition of the complex nature of an
amphibious operation, ten Marine Corps
officers and two Navy officers were attached
to the planning staff on 19 August. This
would guarantee that their special expertise
was immediately available.

e. The plan called for X Corps (to be
formed around the 1st Marine Division and
the 7th Infantry Division) to execute a phased
amphibious landing at Inchon (Figure 11-3),
then drive inland to secure Seoul and cut the
enemy’s main lines of communications and
resupply to his forces committed in the south.
The initial assault by the 1st Marine Division
was to be followed by the 7th Infantry
Division and ROK Marine Forces.
Simultaneously, the Eighth Army would
launch a major supporting attack, eventually
linking up with X Corps forces south of Seoul.
MG Almond was named to command the X
Corps, with the staff primarily hand selected

Figure II-2. The Pusan Perimeter, September 1950

from the FEC staff. The staff assumed that
the landings would end the conflict and they
would return to their normal billets in Japan.

“The history of war proves that nine out
often times an army has been destroyed
because its supply lines have been cut
off . . . We shall land at Inchon, and |
shall crush them [the North Koreans].”

General Douglas MacArthur

9. Forces for the Landing

a. Putting together the forces to make the
landing was a major challenge. The enemy
continued to threaten the Pusan perimeter,
and MacArthur had no forces to spare. The
continued NKPA pressure on Walker at Pusan
forced MacArthur to throw units into the fight
as they became available. Additionally,
MacArthur felt strongly that a successful
amphibious operation required a Marine
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division. Washington initially balked because
a Marine division was not available, the
Corps having shrunk to a post war low of
less than 80,000. A major reserve callup
would be necessary to field a full division;
but MacArthur was adamant and his
persistent arguments, coupled with his status
and reputation, carried the day.

b. Major General Oliver P. Smith assumed
command of the 1st Marine Division at Camp
Pendleton in late July and was ordered to
bring it to full strength (less one regiment)
by combining it with the cadre forces of the 2nd
Marine Division and recalled reservists. The
division was to sail for Korea by 15 August.
Trained Marines were so scarce that, in order to
fill the division, a battalion was pieced together
from various Marine forces in the Mediterranean
and sent directly to Korea.

s I|.'.|L|'-'H_:'.'I

c. One brigade assigned to this newly
fleshed out division was already fighting in
the Pusan area. The 1st Marine Provisional
Brigade had been activated on 5 July at Camp
Pendleton. It was composed of the 5th
Marine Regiment, a battalion of the 11th
Marines, and Marine Air Group 33. It sailed
for Japan on the 14th, but the situation at
Pusan was so desperate that it was diverted
directly to Korea. It landed at Pusan on 2
August and went straight into the battleline.
Prior to the Inchon landing, it had to be pulled
out of combat, moved back to Pusan, refitted,
embarked, and landed as a part of the assault
force — all in less than 10 days.

d. The Army's 7th Division was, by
August, at less than half strength. Key
officers and noncommissioned officers as well
as equipment had been diverted to bring the
24th, 25th, and 1st Cavalry Divisions up to

Figure II-3. The Inchon Landing

-7



Chapter Il

strength. Between mid-August and early
September, the 7th received priority of
replacements and was augmented with nearly
8,000 Korean soldiers. By the time of the
landings, both the 1st Marine and 7th
Infantry Divisions were fully manned and
equipped.

“The best | can say about Inchon is it is
not impossible.”

RADM James H. Doyle
Commander Assault Force (TF 90)
23 August 1950

10. Amphibious Landing
Challenges

a. Inchon presented a vast array of
challenges to the landing force (Figure 11-4).
Extremely high tides, narrow channels, high
seawalls, extensive mudflats, and enemy
resistance would all have to be overcome if
the landings were to succeed. Additionally,
the harbor approaches to Inchon were
guarded by the fortified island of Wolmi-do.
While the staff worked to address these
problems, MacArthur focused his effort on
convincing the JCS that the risks were
minimal and that the operation should go
ahead.

“The Marquis de Montcalm believed in
1759 that it was impossible for an armed
force to scale the precipitous river banks
south of the then walled city of Quebec,
and therefore concentrated his
formidable defenses along the more
vulnerable banks north of the city. But
General James Wolfe and a small force
did indeed come up the St. Lawrence
River and scale those heights. On the
Plains of Abraham, Wolfe won a stunning
victory that was made possible almost
entirely by surprise . . . Like Montcalm,
the North Koreans would regard an
Inchon landing as impossible. Like
Wolfe, | could take them by surprise.”

General Douglas MacArthur

b. Washington was concerned that the
geographic problems at Inchon would cause
the landings to flounder and result in a major
reverse and heavy loss of life. Conversely,
MacArthur was utterly convinced that the
landings would succeed, and his confidence
won the day. Weighing the risk against the
potential gain, MacArthur was certain that a
less ambitious amphibious envelopment at a
less difficult site, as favored by many in
Washington, would not be decisive and would
condemn the Eighth Army to a brutal fight
north from Pusan.

c. Two weeks prior to the landings, the
Navy introduced a three-man team into the
Inchon area to pinpoint enemy defenses and
verify tide and terrain data. This daring and
resourceful team, led by LT E. F. Clark
(USN), enlisted the aid of loyal ROK civilians
and succeeded in passing a great amount of
essential