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ABSTRACT

A IRLAND BATTLE AND
THE OPERA TIONAL COMMANDER 'S INFORMA TION REQUIREMENTS

by Major Joseph S. Drelling. USA. 51 pages

This monograph examines the operational commander and
his information requiremelirts. Speciticali'. this paper
attemp,.. co identify the core elements or information wnich
the operational conmmander requires to support his decision-
makina process. 'The redluctiori or Lhe information the
opera t iona I cc-rrmn.naer must see torov ides ii im rore imine wi th
wh ch to ,'tCec!omp i asrn t1fe mu it I t(e or tasKs he IS e.Te
tlr'lnd rj . Th- irire llus -m ai cr ant. et-est exahx i 1 d Y :

strateuic guidance. current operations. and ruture
operat i ons.

Each of tne three areas of interest is examinea :roin a
theoretical ana aoctrinal perspective. Additionaliv, the
discussion of the areas of current and future operations
also considers the value or intellicen-e and ioaIst1-Z
information. Following the discussion or the operaticnai
commander's requirements in each of the three primary areas
or interest, an historical example is examined. The example
used is the inrormation General Eisenhower received prior to
the execution of Operation Overlord through the conduct or
the Antwerp Operetion.

The paper concludes by saying that the irtormation flow
to the operational commander can be reduced. In each area
of discussion a iist of critical information elements 1S
given to support this goal. Though the conrnander can
prevent himself from being overwhelmed with information, his
ability to do this is based on his leadership style. The
commander must be willing to allow his staff to manage the
myriad of details necessary while conducting a campaign.
This frees the commander to concentrate on those critical
aspects of the campaiar which only he can properly oversee.
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I. INTRODUCT I UN

At both the operational and tacticai
levels, the generation of combat power
requires the convea-sion or the potentaai
or torces, resources, and tactical
opportunity into actual capability
through violent and cooi-dinated action
concentrated at the decisive time and
place. Superior combat power is
generated through a commander's skillful
combination of the eiements of maneuver.
firepower. protection and leadership in a
sound plan flexibly but forcefully
executed.

-FM 100-5. Operations1

Backqround:

The theater commander of today faces a highly compiex

and challenging task. The time and space considerations

which influence his decisions are substantially different

from those of the tactical commander. The theater commander

must be able to see the big picture on the battlefield yet

he must not be overwhelmed with information. Current

command and control (C2 ) systems allow the commander to

remain in control from virtually anywhere on the

battlef~eld. Part of the purpose of C2 systems is to

provide the commander with information to support his

decision-making process. The problem is the

identification or what information the operational commander

must have to ne effective. This information must be

i



sufficiently detailed to allow the commander to t i the

battlefield but must not overwhelm him with its volume.

Growth of Complexity:

Since the Napoleonic era the size of armies and

compiexity of their C2 functions have continued to increase.

When Clausewatz wrote On War the commander oniv had to

control eleven functions and agencies to run nis -arm,,

properly. By World War 1I these eieven areas had grown to

twenty and in today s AirLand Battle the ccimrianiler n.s

thirty areas to synchronize and integrate. This growth of

complexity can only be expected to continue over time.

General William E. DePuy has clearly laid out this growth of

complexity in a chart he included in a recent article In

Army magazine.2  General DePuy's chart is included in

Appendix A. Though the complexity of battlefield functions

and the requirement to coordinate them properly have grown

explosively over the past 150 years, today's theater

commander does not have to know all the details in each of

th?,t!- ',inc i nal areAs

Primary Areas of Interest:

What information the cnmmander desires to have provided

to him depends strongly on his personality and leaaersnap

style. Each commander's perspective of his job and inherent

responsibilities will differ. What I hope to accomplish in

this monograph is to identify some core elements of



information which would be of value to any operational

commander regardless of his leadership style. I will try to

identify these critical elements of information by

considering tli-ee primary areas of interest to any

operational commander. These areas are:

Strategic Guiaance

Current Operat:ons

Future Operations

By themselves these three areas do n?.t totaliy c',ve r

tneater commanders concerns. qwo otner areas. ccerat:;

intelligence and sustainment, wilI be discussea CS

subcomponents of the current and future operatmron

categories.

While trying to identify these elements of information

I examined the campaigns of Generai Dwight D. Eisennower in

Europe. While studying this great leader, I round that he

did not directly address what critical elements of

information he required. To identify these core elements kof

information I analyzed his campaigns with regard to

strategic guidance received, current operations, and future

operations. The synthesic of this analysis will De :nciucen

as lists of critical information requirements in subseouent

sections of this monograph.



II. THE OPERATIONAL CuiDM IANDER
AND OPERATIONAL ART

Definition of Terms:

Before identifying specific elements of information

which r .y be valuable to an operational commander It Is

important first to define the terms. rhe two most important

terms to understand completely are 'operational commander

and "operational art ' Both of these terms are widelv ustcd

in articles and pubiicat,ins but are not always we.

understood. A clear understanding is required to determ-ne

what information would be most valuable to this 'rype or

commander. The coordinatina draft of FM 100-6. Larie iarii

Oper at Ions, provides som- giiiidanl]P con(e-n i n where 3,

operational commander may be found:

"Today. the army corps is the largest
land formation for which purely tactical
responsibilities are still conceivable.
While US armed forces could well be
engaged in small-scale contests in which
corps. divisions, or brigades exercise
operational responsibilities, warrare on
a major scale will find such formations
performing in a tactical role. with
operational direction reserved to US or
Alliance echelons above corps.-'3

FM 100-6 also defines 'operational art" and provides a

discussion which helps clarify the term:

'Operational art is the employment
of military forces to attain strategic
goals through the design. organization.
and execution of campaigns and major
operations. In its simplest expression.
operational art determines when, where
and for what immediate purpose major

4



forces will fight. It governs the
deployment of these forces. their
commitment to or withdrawal from battle,
and the sequencing of successive battles
and engagements to attain major
objectives. Thus, operational art is the
vital link between strategic aims and the
tactical employment of forces on the
battlefield."4

FM 100-5. Operations. also provides inrsight ne:

the operational commander. Similar to F% 11 -t. 1 ..0--

states that: "No particular echelon of comman as sce

uniquely concerned with operational art, but ::. ier

commanders and their chief subordinates usually v:, na

direct campaigns.-'5  Additionally, FM 10-5 anc ucnes

own definition of ooerational art: 'the empioymenz

military forces to attain strategic goals in a thee

war or theater of operations through tne d-S ,

organization, and conduct of campaigns and ma'<r

operations.-'6  Though there ar- many characteristics,

operational art. some of the key elements summarized :r,

100-b include7 :

- Identifying when and where to fight

- Accepting or declining battle

- Identification of the enemy center of gravity

- Broad vision

- Anticipation

- Effective joint and combined cooperation

5



Doctrinal Considerations:

In today's doctrine two concepts seem to remain

consistent. First, the operational level is not tied to any

spec-.fic echelon of command. The commander of any unit

which is assigned an operational mission works at the

operational level. This may range trom a brigade commander

whose brigade is sent to a third world country ds a snow cf

resolve up to the commander of a theater or war. Fl'cr

purposes of discussion this monc,graph wiii c(Dnce tr:ce

the theater commander as an operational commander.

The second, concept which remains consstent Is tnat

operational art employs military forces to conduct campaigns

and major operaci,_,ns which are designed to achieve a

strategic objective. In most cases theater forces are iarre

units, not brigades, divisions, or even corps. In Europe the

theater commander would design and conduct campaigns while

subordinate army group commanders j;ould design and execute

major operations in support of the theater campaign plan.

In turn. subordinate corps and division commanders wouid

conduct tactical operations to support these pians. It Is

the skill, character, intellect, and boldness of the

operational commander that tie these tactical operations

together so that they accompiish the strategic objective.

6



III. THEORETICAL CONSIDERATIONS

J.F.C. Fuller's Pillars of Generalship:

In his study, Generalsnip: Its Diseases and Their

Cure. Maior-General J.F.C. Fuller identified three pillars

of generalship: courage. creative inteiligence. ari,

physical fitness. 8  Two of these. courage an creative

intelligence, are infiuencea by the inrormation ava1ianip tri

the theater commander. The avaiiability and accuracy (it

this information affects how the commander waii utii:e nls

courage. Will he realize the enemy is confused and attack.

or will he recoanize his own force is nearana its

culminating point and must assume the defense white he takes

an operational pause to rebuild its strength? Should he

strike out at his enemy's center of gravity directly or

indirectly? Properly answering these questions requires a

combination of genius and good information. This

information must describe the enemy force and also tell the

commander critical information about his own force.

The commander's creative intelligence may also be

limited without information to feed it. Without

information, any human inteiligence. creative or not. witt

be blind. Information is data which can be turned into

intelligence via analysis or can be used to control an

organization (i.e.: theater of war). For the commander's

creative intelligence to be of value it must have good

information to consider and interpret.

7



Clausewitz and Information:

A theater commander, whether in charge of a theater of

war or a theater of operations, commands an immense

organization. Effective control of that organization would

be impossible without information about what is happening

within that organization. The theater commander must also

be aware of his opponent s activities. To accomplish tnesp

tasks the theater commander has information and C2 systems.

Tnese svsterns were established because tne commander and n I

staff 'neea information about what is going on in the

organization so they can coordinate tne activities of

others.'"9  They are there to support the commdncter s

declsion-making process. With the advent of higni speei

computers, these systems can provide more information than

the commander can possibly evaluate. Another problem is

that these systems are often provided invalid information.
i o

For this reason Carl von Clausewitz did riot think highly of

most information.

Clausewitz identified three major characteristics, or

properties, of military activity: Moral Forces and Effects,

Positive Reaction, and the Uncertainty of All

Information.11 Concernina his third property Clausewitz

only wrote briefly:

'Finally, the general unreliability of
all information presents a special
problem in war: all action takes place.
so to soeak. in a kind of twilight.

8



which. like fog or moonlight, often tends
to make things seem grotesque and larger
than they really are.

Whatever is hidden from full view in
this feeble light has to be guessed at by
talent, or simply left to chance. So
once again for lack of objective
knowledge one has to trust to talent or
to luck. '12

These two paragraphs were all Clausewitz pennec adbout

information in general but they are nagnly important.

Throughout his treatise On War Ciausewitz wrote disdaintuiiy

about a specific type of information--inteiligence. in a

handful of words he summed up his thoughts, 'In short. most

intelligence is false... ''1 3 Clausewitz made no attempt to

address the elements of information the commander would

require, but he indirectly described some of the critical

ones.

In Book Three. On Strateay in General, Clausewitz

discussed how the strategist (operational commander today)

must "define an aim for the entire operational side of the

war... '14 This is the strategic objective to be

accomplished by the campaign. He also discussed how 'a

general can best demonstrate his genius by managing a

campaign exactly to suit his objectives and his resources.

doing neither too much nor too little.'" 1 5  Thus the

operational commander must understand the capability and

status ot his own forces as well as those of the enemy.

Another factor referring to information is the "smooth

harmony 16 of the whole operation. This implies knowledge

of the subordinate's actions and an ability to synchronize



them properly. The five "elements of strategy" 17 Clausewitz

identified and the types of information they represent are

shown in Figure *1:

Elements of Strategy: Information required:

- moral - psychological

- physical - forces avallaDle

- mathematical - lines of operation
- rates of movement
- timing

- geographical - terrain

- statistical - sustairnment

Figure *1: Clausewitzs Elements of Strategy and
their Information Requirements

Sun Tzu's Fundamental Factors:

Like Clausewatz, Sun Tzu in has Art of War does not

directly address the information requirements for the

operational commander but does imply what they are. Sun Tzu

identified five fundamental factors which need to be

considered in war.18 These factors and their information

requirements are summarized in Figure #2 below:

Fundamental Factors: Information required:

- moral influence - psychological

- weather - weather's impact

- terrain - terrain's influence

- command - leader's wisdom/couraae

- doctrine - control & sustainment

Figure *2: Sun Tzu's Fundamental Factors and their

10



Information Requirements

Obviously, the commander must understand certain elements of

information. But. as Ciausewitz points out. information by

itself is not sufficient. The genius of the commander is

still key. The theater commander must be able to evaluate

the strategic situation and requirements and then develop a

campaign plan which will accomplish the desired aim.

1i



IV. STRATEGIC GUIDANCE

"National strategy is the plan or
expression of the coordinated use or
national power which includes political,
economic, psychological, and military
power plus national will during peace.
crisis, or war to secure national
objectives."

o FM 100-6. Large Unit
Operations1 :

Strategic guidance is that information provided by the

National Command Authority. or its representative. whlcn

defines the operational commander's mission. This guidance

must include three critical pieces of information: tne

strategic aim to be accomplished, the resources available.

and any limiting factors which may affect operations.'O It

is the operational commander's responsibility to interpret

that guidance and to develop a campaign plan which will

accomplish the specified strategic aim. To accomplish this

task the operational commander must answer three questions:

(1) What military condition must be
produced in the theater of war or
operations to achieve the strategic goal?

(2) What sequence of actions is
most likely to produce that condition?

(3) How should the resources of the
force be applied to accomplish that
sequence of actions?

- FM 100-5. Operations"1

i2



Strategic Aim:

To answer these questions effectively the operational

commander must have a clear understanding of the three

elements of information included in the strategic guidance.

These will help him to determine what he is to accomplish.

This is not always an easy task because the strategic aim

may be vaguely defined. To interpret a strategic aim

properly the commander must understand the broader s~rategy

which may include dapiomatic, economic, and psychciogicai

activities.22

Resources:

The resources he is provided will help him determine

what actions he Cdn expect to accomplish and the assoc ,':ea

risk. If the operational commander feels that he was

provided inadequate resources with which to accompiish the

strategic aim or that the risk in accomplishing that aim is

excessive, then he must attempt to obtain more resources or

have the strategic aim modified.

Limiting Factors:

The limiting factors identified in the strategic

guidance tell the commander what types of actions he is

prohibited from doing. An example would be to limit

operations to a specific area. In addition. constraints

identify actions which the commander must take or methods he

must employ.2 3  An example would be the seizure of an

13



objective which is not related to theater aims but is of

strategic value.

At the strategic level two other factors are important;

these are the threat he must counter and the geography of

his area of operations. With this strategic information the

theater commander can begin developang his campaign plan.

An Historical Example -- Eisenhower in Europe:

Strategic guidance. entitled 'Directive to Supreme

Commander Allied Expeditionary Force." was issued to enera1

Eisenhower on 12 February 1944. 24 The Combined Chiefs or

Staff issued this directive to General Eisenhower to appoint

him as Supreme Commander Allied Expeditionary Force and to

place him in command of Operation overlord. the invasion of

Europe. Though the directive was the primary written order.

there were many other messages and agreements that

established requirements and gave direction to Eisenhower.

The airective provided General Eisenhower with the

initial strategic guidance he required to develop a campaign

plan. The strategic aim given to Eisenhower was: 'You will

enter the continent of Europe and. in conjunction with tne

other United Nations. undertake operations aimed at the

heart of Germany and the destruction of her armed forces."25

This task provided the Supreme Commander the ob~ective

towards which his operations would strive. Though the

desired end state was not clearly stated, the objective, the

destruction of German armed forces, was.

14



The resources available to Eisenhower were not

delineated in a detailed fashion but were generally

identified. First. General Eisenhower was designated as the

Supreme Commander. Eisenhower's appointment to this

position gave him military authority over all allied forces

involved. Second. the statement of resources was inciuaea

as an appendix to the command paragraph: it was the cnain c, r

command within whicri the Supreme Commander was to operate '.

iSee Appendix B)

The third component of strategic auidance wcts

identified as limitin ractors. General Eisenhower dlca n(,t

receive any limiting factors (restraints) in his guadance:

instead he received constraints. The first constraint was

the timerrdme for execution of the invasion. Thouah nut

given a specific date. Eisenhower was instructed to enter

the continent of Europe in the month of May 1944.2 7  This

required that the invasion take place in three months! The

second constraint Eisenhower received was

"After adequate Channel ports have been
secured, exploitation will be dirEcted
towards securing an area that will
facilitate both ground and air operations
against the enemy. " 28

This constraint required the invasion force to secure the

Channel ports first. Once the ports were secure then

operations would be conducted to control sufficient terrdan

to allow the conduct of both ground and air operations trom

15



bases on the continent. This would allow air operations

to extend further inland and the aircraft would have more

loiter time available for supporting ground operations. The

third constraint Eisenhower received dealt with logistics:

"5. Logistics. In the United Kingdom
the responsibility for logistics
organization, concentration. movement.
and supply of forces to meet the
requirements of your plan will rest with
British Service Ministries so far as
British Forces are concerned. So far as
United States Forces are concerned. this
responsibility will rest with the United
States War and Navy Departments. You
will be responsible for tne coordination
of logistical arrangements on the
continent. You will also ne responsible
for coordinating the requirements of
Britisn and Jnited States forces uncer
your command.'-'

Thus logistics were broken out along national lines

while the landing force was in the United Kingdom. Once the

landings had taken place Eisenhower was given responsibility

for all logistical requirements. This responsibility also

included coordination between British and United States

forces under his command.

This discussion has shown that General Eisenhower

received the critical elements of strategic guidance he

required from his political leadership. This information

was sufficient enough to allow him to plan a campaign which

would accomplish the strategic objective. Without this

information Eisenhower could not have effectiveivy pursued

strategic goals and would not have been authorized or afie

16



to plan a campaign. The frequency with which strategic

guidance is given will vary depending on the sensitivity of

the situation and the type of conflict. It the conflict is

limited in nature there may be more political control over

operations; thus strategic guidance may change more often.

If a state or generai war exists, the trequency of strateaic

changes will probably be reduced. In aeneral war the

overall goal will probably remain constant but the detaiis

will change. Regardless of the situation. the theater

commander must understand the political requirements.

Whenever they change he should be involved in tne process to

ensure that the changes are achievabie.

17



V. CURRENT OPERATIONS

-The integration and concentration
of some 30 functions on the AirLand
battlefield are the ultimate product of
the C2 system. and the commander's

concept of operation is the start point
and the heart of that system.'

- DePuV30

Current operations include all operations wnich are or-

going or are insice the tneater s pianning window. A'I

actions taking piace witnin this window are oeina co~nrniin-I

or planned by corps and division headquarters. ,.nv ill

exceptional circumstances snould the theater commanaer

become directly involved in the control of current

operations.

The obective of command and control (C2 ) systems is tn,

facilitate the flow of relevant information which supports

the decision-making process. 3 1 Within division. corps. and

operational level headquarters this information can re

overwhelming. in simple terms. "the problem is that many

commanders . . . do not know what information is critical tC

them and when they need to know it." 3 2

The types of current operations information the :neater

commander requires are nignlv dependent on his ieaaersnap

style. Generally, the theater commander should use the

indirect approach to infiuence routine matters and tne

direct approach to influence critical things which impact on

the course of the camoaign 33 The commanaer must identirv

for his staff the information he feels is important to nis

15



decision-making process and when he needs to have that

information.

As an operational commander, the theater commander

requires information which is quite different from tnat

needed by tactical commanders. While the tactical commander

will need to know more detailed and specif:7 tv/es

information. the operational commander wiii be ccncernea

aDout trends and predicting future enemy aSt:v~tieR.

information falls into three ma)or

inteilience. trrenaiv sirtuarion. and hCStc.

Current Ooerations Intelliaence Information:

The current inteliigence information :nat rn-

operational commander requires is that information wrncn

indicates what the enemy commander is intendina to to in ihe

immediate future. General Robert Shoemaker, former 1t

Cavalry Division commande:- succinctly stated. I don t want

to know every single one of the enemy macnane-glin locat-,,ns

I want to know where his reserves are, Is he m=s: 1

artillery ammo stocks -- those thincs tnat w'i mt rn w:: '

he is planning to do. ''34  Thouah GenerAi Shc emaK r w

commanding at a tactical level, his comment ap-.v an-_ies

the current intelligence inrormation tne c er .

commander needs. By studying manor operationai 7omranQ.rI

in World War II and the Korean War. 1 have identif'ec :r.

following_ list of information requirements. Knowecet
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the following elements was vital to Eisenhower while

conducting his campaigns across Europe:

- location of main effort

- location of enemy breakthrough into
operational depth

- location of operational reserves

- relocation of major forces tground.
air. naval. service) within theater

- introduction of new forces into tre
theater or into the theater
commander's area of :nterest

- initial use of speciai weapons

- concentration of enemy forces or
logistical capabilIty in theater

- new tecnnoioay/weapons systems introduce d

- identification of enemy order of battle

- identification of enemy operational
commander(s) and any changes

This list is by no means complete but includes information

which the theater commander would need to know about enemy

current operations. As with any list of this nature. it can

be expanded to include other elements of interest to the

commander.

Information on Current Friendly Uperatlons:

The information the theater commander must know

concerning current friendly operations will impact on tne



branches and sequels of the theater campaign plan. Similar

to current intelligence, this information indicates trends

to the commander. An evaluation of historical campaigns

resulted in the foilowina list of information requirements

which were valuable to the great operational commander

studied:

- the forward line of own troops

- the completion of the current phase or
a maior operation of the campaign
plan

- the operational reddiness of major
subordinate commands

- requests for release of special weapons

- losses or maior subordinate commanders

- the disclosure/loss or information
which may be critical to the
execution of the campaign plan

These elements of information provide the commanaer a

picture of his command which is relevant to his decision-

making process. This list can also include other areas of

interest to the commander.

Current Operations Logistics Information:

"That all warfare consists of an
endless series of difficulties. things
that go wrong. ... is precisely what
Clausewitz meant when talking about the
.friction of war.'

-Van Creveld 3 5



Clausewitz's "friction" is what drives the theater

commander's requirements for current logistics information.

The commander knows the resources which were planned. What

he needs to know is how changes in the situation have

affected the sustainment plan. An adjustment in the

operational iogastacs plan may have to be mane. An

examination of the historical campaigns previously mentic.riea

revealed a number or logistical concerns for operational

commanders:

- unexpectea losses of iogisticai
capability due to enemy action (le:
maintenance, transportation, supply)

- windfall capture of large enemy stocks

- unexpected consumption of critical
classes or supply resulting in
shortages

- loss or diversion of expected resupply

- overload on the medical services system
resulting in a need to change the
theater evacuation policy

- loss of or threat against a tneater
line of communication

Logistical information, like other categories of

information. is adjusted to fit the theater commanoer's

requirements. The information elements listed above are the

minimum ones needed to support the commander's decision-

making process. Depending on the situation. specific

items may also be tracked to ensure control. ExamDies of

this may include major end items like the MI Abrams main

battle tank or 5@00-gallon tankers.
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An Historical Example --
The Normandy Landings and Operation Cobra:

The Normandy landings of June 1944 were probably the

most dramatic and decisive events of the Second Worid War.

Followina the landings an extended builaup took Diace before

the breakout. Operatlon Cobra. was launched. To decade when

to initiate the breakout. Eisenhower required current

information on the Normandy actions. Thouan confiuent in

their success he also recognLzed that a nian aearee or ris

was involved.3 6

Having his greatest concern over the success of the

iandings on Omaha Beach. Eisennower visited that iocation on

7 June 194437. During his visit he saw that operations were

proceeding at a satisfactory pace. Eisenhower also took

the opportunity to visit the principal commanders at each of

the beaches, to include General Sir Bernard Montgomery.

This first-hand knowledge helped satisfy Eisenhower s

concerns over the landings. in his own words:

'Uncertain difficulties are always
certain to develop in the execution or a
plan of this kind: frequently they
involve two or more of the services.
They are easily enough handled if the
high command is alert to the situation
and in position instantly to make a
decision that prevents the difficulty
from assuming unnecessary proportions. "3 8

rhe success he witnessed at the beaches aliowed
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Eisenhower to move the campaign into its next phase which he

called the "Battle of the Beachhead."'3 9 If the landings had

encountered more resistance than expected. Eisenhower may

have had to change his campaign and withdraw from the

beaches. The current information Eisenhower gained on

friendly operations allowed him to select the correct branch

or sequel to follow.

Eisenhower provided some insight into a theater

commander's concept for a campaign plan. He wrote:

there is a vast difference necween
a definite plan or battle or campaign and
the hoped-for eventual results of the
operation. In committing troops to
battle there are certain minimum
objectives to be attained. else the
operation is a failure. ... A battle
plan normally attempts to provide
guidance ... so that no opportunity for
extensive exploitation may be lost ...
These phases of a plan do not comprise
rigid instructions, they are merely
guideposts. A sound battle plan provides
flexibility in both space and time to
meet the constantly changing factors of
the battle problem in such a way as to
achieve the final goal of the
commander.

"4 0

To use this flexibility properly he had to have accurate

information on current friendly operations. The current

intelligence Eisenhower gained also proved valuable.

An example of current intelligence information wnich

Eisenhower learned at Normandy was the unexpected presence

of the German 352nd Infantry Division. Though this monlie.

full-attack division had been on the coast for almost three

months, its presence was a surprise. 4 1  Eisenhower. learning

24



of this division during his 7 June visit, recognized that

the U.S. V Corps was succeeding against this unexpected foe.

Due to V Corps' success no change was required in the plans.

General Omar Bradley. Commander. First U.S. Army, had

considered diverting the remaining elements trom Omaha

Beach. where the 352nd Division was located, to alternarp

beaches.42

Current logistical information also piayed a key role

for the operational commander at Normandy. From the start.

the plan was to secure a footing on the continent and then

build up sufficient strengtn in men arid materiais to striKe

a decisive blow.4 3 The determination of when this builiduu,

was accomplished depended on current operations 1oalstics

informati-n. .'Tactics. loglstics. and morale -- to these

three the higher commanders and staffs devoted every minute

of their time. ... Logistics to meet . .. daily needs and to

build up the mountains of supplies and to Drina in tne

reserve troops ... in order to make that attack decisive."
44

Thus the buildup of forces and supplies had to be sufficient

before the breakout could be launched. Without accurate

logistical information Operation Cozra may nave been deiavea

unnecessarily.
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VI. FUTURE OPERATIONS

"In forming the plan of a campaign,
it is requisite to foresee everything the
enemy may do. and to be prepared with the
necessary means to counteract it.

Plans of campaigns may be modified
ad infinitum according to circumstances,
the genius of the general, the character
of the troops. and the features of tne
country.'

- Napoleon. 83j.,4 5

Future operations must be the primary torte of the

operational commander. These include all operations being

planned outside of the theater current operations window.

In the best circumstances this is difficult to do. To

accomplish this task successfully the operational commancier

must demonstrate leadership which 'provides purpose,

direction, and motivation in combat."46 When planning

operations. he must balance maneuver, firepower. and tne

protection of his force. As FM 100-5 states, "The personal

influence of large poinz and combined force. fleid army.

corps, and division commanders will have a ma)or bearing on

the outcomes of battles and campaians. 4 7  -This influence

starts in the planning process. but the commander must not

be tied strictly to his headquarters by this process. There

are only certain elements of information about future

operations that the commander requires to support his

decision-making process. His staff must provide this

information and free him to fulfill his other

responsibilities as commander.
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As with the previous categories discussed, the future

operations information the commander requires is also

dependent on his leadership style. The theater commander

will probably be directly involved in the planning of future

operations. His judgment, insight, and coup d'oeil will

all be required to ensure that the operations support ne

objectives of the campaign and maximize prior success.

To accomplish this piannina the thearer commander

requires information which is different trom that previousiv

discussed. Information aalned on current operations w~ii De

vaiuable but not sufficient by itself. Besides recognizing

where the campaign has been, the commander will need to

consider where it is headina and how that direction can be

changed if necessary. The minimum inrormation requlrements

which will support these ob3ectives can be broken into the

categories of intelligence, operations plans. and logistics.

Intelligence Information for Future Operations:

Intelligence information the commander requires to plan

future operations greatly overlaps the information discussed

in current operations. The commander needs inteliiaence

which will help him determine what will happen in the

future. what the enemy will do in future operations. He

also needs information which will oromote his understanina

of the environment he will be operating in. This

information will help him see the big picture so ne can

employ his forces to accomplish the desired end state.

Great operational commanders in history have faced
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similar problems as our commanders do today. An examination

of General Eisenhower yields a list of the information he

valued:

- all elements discussed under current
operations intelligence

- military geography of the theater to
inciude:

-topography
-hydrographv
-climate and weather
-theater transportation system

and its capabilities and
limitations

- communication systems available in
theater

- the political situation in theater

- the economic situation in theater

- sociolocical consicerations such alis
religion, language, and attitudes

- location and disposition of enemy
forces and sustainment capabilities
which may be introduced

- operational capabilities of enemy

equipment and forces

- enemy use of special weapons

- significant strengths and weaknesses

- unconventional and psychological
warfare capability

Much of this information is discussed in detail in the

Intelligence Estimate format of the Joint Staft Otticer s

Guide 4 8 . The increased requirements over those for current

operations are a resuit of the need to understana tne

situation being planned for. if the piannea operation will

happen in the same theater as the current operation. tnen
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the requirements can be substantially reduced.

Before discussing friendly operations, it is important

to mention a problem associated with intelliaence

information. When consiaering this information the

commander must be cautious that he aoes not Decome the

victim of d well conceived deception plan. MaskirovKa is ,a

premise for all Soviet ooerations. To believe th, t our

enemy. whoever it may be. does not consider deception in his

plans may De a fatal error. There is no simpie rtecnniaue

which can be offered to avoid this dangerous pitfail. Whdt

is required is careful analysis and verificat1on of ati

information received. If the information is unverified and

highlv perishable in nature. then risk is assumed wnen

acting on it.

Operations Plans Information:

A theater commander will probably develop a series of

concepts or plans to be prepared for whatever direction the

campaign may turn. These plans are the campaign s branches

and sequels. Since the cormander provided the guidance or'

which these plans are based he will be cognizant of each or

the plans. It is not important for the commander to bp

aware of all the details in each plan. but there are some

important information requirements which he must be aware

of. Once again, by studying the writings by. and about. a

great operational commander I have developed the foliowina

list of critical information requirements:



- situation the plan applies to

- mission

- key assumptions on which the plan is
based

- special command and control resources

- major combat forces required for
execution of the plan to include any
requirements for additionai torces

- speciai weapons release authority

- political consrraints Or restraints
which may apply

- unusual sustainment reauir~zrmtnts

- unusual transportation requirements

- time required to initiate

- other unusual requirements

- benefits gained from the theater
deception plan

Based on Eisenhower's experience gained in Europe. these

are the key information requirements for a theater

commander. With tnis information tne commander can aecine

whether the risk associated with the plan is appropriate ror

the gains expected to be achieved it the plan is executed

successfully.

The last information requirement listed above is worthy

of elaboration. The deception plan is an important part of

any theater campaign plan. At the operational level of war

the deception plan can provide an excellent situation for a

future operation to take advantage of. To be successful the

deception plan must be well thought out in advance. tnoucanr
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out from the enemy's perspective and not our own. As Major

Thomas Savoie has written:

'We must be able to imagine
ourselves in the enemy's position and see
reality from his point of view. This
includes not only an understanding of his
inteiiigence collection capaDnlities --
human. communications, signal and
electronic -- but also a ramiliarity witn
his doctrine and historical experience.
It is against this background that he
will interpret the information coilectei
by his intelligence systems. 49

According to FM 100-5 tne obiective ot a deception pian i

to achieve the principle of surprise.50 This eiemenr or

surprise can be rne key to success in many operations

planned within the theater.

Future Operations Loaistics Information:

Baron de Jomini called logistics "the practical art of

moving armies." 5 1  The future operations logistics

information that is important to the commander is that whicn

identifies an unexpected limitation. That limitation can

come from any one of many areas. What is important for tnP

commander to know is how his OpraIiU" WiLl ON dffe,7ted.

The operational commander studied was concerned over a

number of logistical problems. The main ones which

were identiried are summarized here:
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- all classes of supplies

- transportation to include air. sea. and
surface

- medical support

- replacement personnei

- maintenance support

- replacement equipment

These few ooints encompass a spectrum or ma3nr problems an

operational commanoer can face. Any or these problems c.P

limit his ability to accomolish his goal. Generaiiv. rnt

commdncter does not nenq To De awcre of the Aetaits nt idC-i

o these on a routine basis-- to do so would overwneim him

with information. However. he must be aware or prODIMms

which will affect the execution of nis olannel oweration.

An Historical Example -- The Scheidt Estuary

The operation to secure the Scheldt Estuary Wds a

spinoff of the Antwerp Operation during the Fall of i944.

After conducting an unprecedented sweep across France

through the end of September 1944. logistic constraints

forced General Eisenhower to call a halt in October.s

During this operational pause the Aliied forces continued to

develop plans for future operations. One of the key

operations piannea was to gain control of ine approacnes tr

the port of Antwerp.5 3

Though Allied rorces had captured Antwerp on 4

September. its facilities were unusable until the water
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approaches to the port were controlled. The primary

approach to Antwerp from the North Sea was the Scheldt

Estuary. Intelligence told Eisenhower that the Germans nad

mined the estuary and controlled two islands alongside a--

Walcheren and South Beveiand istand. These German ,

dominated the waterway. To accomplish tne onerirar _:

onjective of using Antwerp this resistance nad 7,:

eliminated. The operation to secure the Scheidt Estuar'y w.

subseauently planned ror tnis purpose.

The Scheldt. Estuary operation aiso provcirs a (7

example or a theater commander s knowiedae of T' ',j -

operations. Eisenhower knew that this operation was

required if he wanted to use the port of Antwerp, no ,' e

of Antwero was viewed as critical to the conriniiart:n r

future Allied oDerations -n the northern sectors.54 i.,rt

Antwerp could be opened the theater LOC stretcnea D,'>C

through the Normandy beachhead! Thus Eisenhower recognize:

what had to be accomplished to proceed with nis campaign.

As previously noted, logistics informatcon was or te

utmost importance to Eisenhower. The availability of rh

port of Antwerp seriously affected the Allies' future Plans.

Even though the first convoy was not expected to get in,,-

Antwerp until 28 November 1944 'long range plans nt suppiiPe

could ... be elaborated in terms of Antwerp's great tonridce

capacity. ''55 It had been the strain on the communacatarins

system whicn caused Eisenhower to catl for the operaiioni,

pause in October 1944. In a meeting with his top c:,nrmaniYrs

on 22 September 1944 Eisenhower nad announced tnat n
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"required general acceptance of the fact that the possession

of an additional major deep-water port on (their] north

flank [was] an indispensable prerequisite for the final

drive deep into Germany."56 It was shortly after :his

announcement that Eisenhower launched operations north

towards the port o' Antwerp.

These severai observations demonstrate a thearfr

commander's use of information regarding ruture onoratrons

Eisenhower considered inteilience. noerations. ar~i

locistics information when iookina to tne futurt or nis

campaign. Without his comprehension of this informarion the

victory over Germany may have been delayed until much later.
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VII. CONCLU SI( ONS-

I have attempted to examine the concept of information

from the perspective of the operational commander. The

responsibilities of the operational commander are botn

comprehensive and complex. To be able to accomplish his

mission tne commander neeos a varietv or information. ThI,

information will be used tc sunpor- nis decision-t inco

proress. For :n( oDperational conanner mhe Droiim c-rt

IL2Ik 1v become one of inforrnatn ovrio'< The r- ,T)I r r

supported C2 and data management systems availanie t,.,ctlv

can provide more information tnan tne commanaer can nOSSiDIV

absorb, even in peacetime. Throughout this paper i havf

tried to identify what specific elements of inrormation rte

operational commander would need to be effective.

To attempt to develop a comprenensive list or

information requirements that would be appropriate for all

operational commanders is beyond the scope of this

monograph. Every commander is unique and each has his own

leadership style. it is the commander's leadership styie

that is greatly responsible for the types and quantity of

information that he will require.

While studying the operationai commander's information

requirements i found that the three primary areas tn

commander is concerned with are strateac guidance. current

operations, and future operations. All the information

which is critical to his decision-makina process tails into
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one. or more, of these areas. The information the

operational commander must consider is different from tnat

considered by tactical commanders. The primary differences

lie in the time and space factors. While the tacticai

commander is conducting battle. the operational commander is

attempting to set the conditions for future tactic.a

battles. The tactical commander tights to achieve goals

which support the operational commanaer's campaign oian

while the operational commander uses tacticai achievements

to accomplish one or more strategic alms. The finai proaupr

the operationai commanuer aims ror is the aesired eni stanp.

Throughout this paper i have examined a soecrrum of

information which wnuld be vaiuable to a theater commdnpr

By studying tne campaigns of Generai Eisenhower in Eur-oe

I have identified several critical information requiremernts

which the operational commander shouic have available to

support his decision-making process. The lists inciudea in

this monograph only indicate the core elements or

information: each of the lists can be expanded to support

the tneater commanders particular interests.

The types of information that are most important to the

operational commander are those which clarify the opponent s

source of power (ie: political, economic. mlitary.

psychological. and/or geographical). With this information

the commander can adjust his campsign plan to ensure tnat he

attacks this center ot gravity eitner airecttv or

indirectly. By defeating the enemy s center of gravitv rne

operational commander wil be able to wan.
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In closing, the operational commander must keep his

information down to a manageable level. To accomplish this

he must first decide what specific elements of information

are important for him to receive personally. A suggested

starting point for these elements. bv cateaorv of

inrormation. is included in this paper. 6ecr,na. ne srt.t

have confidence in tne aoilitV or his stafr and use ttleni T,,

oversee the innumerable tasks which do not require the

commander s direct attention. I wouid also surgpst toat rne

theater commander free himself from detailed suoervision y

using the technique or management by exception. This will

allow him to concentrate on those tasks which require his

direct attention. By following tnese sugaestions thn

operational commander can provide nimselr more time t(,,

accomplish the multituae of tasks tor which he is personaiiv

responsible.
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APPENDIX A-
Growth of Battlefield Comple ity

DAYS OF CLAUSEWITZ (Napoleonic Wars):

MANEUVER: INTELLIGENCE:
- Infantry - Human Intelliaence
- Cavalry - Reconnaissanc-

FIRE SUPPORF: LO ISTICS:
- Tube Artiliery - Supply
- Congreve-type Rockets - TransDorcaticn

- Meaicai
ENGINEERS - Aaminiszration

TOTAL - 11 Functions/Aaencies

DAYS OF PATTON (World War II):

MANEUVER: INTELLIGENCE:
- Infantry - Human Inrt.ellaence
- Armor - Sianal Inteliiaence
- Cavalry - Reconnaissance

FIRE SUPPORT: LOGISTICS:
- Tube Artillery (DS/GS - Supply

& Counterfire) - Maintenance
- Rockets - Transportation

- Medicai

ENGINEERS - Administration

AIR DEFENSE (Ground): TACTICAL AIR SUPPORT:
- Guns - Air Defense
- Automatic Weapons - Armed Reconnaissance

- Airlift
- Interdiction

TOTAL - 20 Functions/Aaencies

Figure *1: Battlefield Complexity -- Napoleonic Wars thri
World War II (Taken from Gen. Wiliiam E. DePuv s
article. "Concepts of Operation: Heart of
Command. Tool of Doctrine." ARMY. August 1988. o.
29)
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DAYS OF AIRLAND BATTLE (Today):

MANEUVER: INTELLIGENCE:
- Infantry - Human Intelliaence
- Armor - Communications Intel
- Cavalry - Electronic Intel
- Attack Helicopters - Reconnaissance, Sur-

veillance. & Target
ENGINEERS Acquisition

FIRE SUPPORT: LOGISTICS:
- Tube Artillery cDS/GS - Supply

& Counterfare) - Mainrenanre
- Rockets - Transportation
- Missiles - Medical

- Administrazion

AIR DEFENSE iround . TACTICAL AIR R PyT
- Guns - Air D#rense
- Missiles - Reconnaissance
- Automati.c Weap(:,ns - nurve i Liancr

- Airirt
- tlose Air Support
- Battietieid Air

interdicr ion
- interdiction
- Targr AcnuisaT. ic-

TOTAL - 30 Functions/Aaencies

Figure #2: Battlefield Complexity on Today's AlrLand Battiefield
(Taken from Gen. William E. DePuy s article.
"Concepts of Operation: Heart of Command. Tool of
Doctrine.' ARMY. August 1986. p. 29)
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APPENDIX B
All led E;Lxped ion ar rc

Chai n of Comrmand -- i44 1.i4 5

U.S. C:HiEFS CCIM~iNED GHIEFS bkITU 6H .: H i F.-

AI e~ ci Ectir ( -7 irnaVrr

'hnier 'r n rcr r

U.S. Army british Army
(,r o un T.)ar G.rour tQr-

'omtnanht.r -in -t'n far corn,-%neer-n-it

AirI'e

Nv rit nIc rit1s I ar1
Forces Naval Forces Air (crces Air rre

-------------------------------- L ~i son

FIGURE *: ALLiELi EXPEb1iuNj hyFu~h j tE CtAiNi CiF CuMMAN'Li a. -
rrom R~eport by thie Supreme Commander to thie t-omtlinea t'-hiers
or Starr on the uperations in E~urope on the Aiiea
Exaedtitionary Force. June 19,414 to 8 May' Iv,5. p. vll.
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