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This paper concludes by saying that the information flow to the operational commander
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AirlLand Battle
and
The uperational Commander’'s Intormation Requirements

by

Ma jor Joseph 5. Drelling
Air Detense Artiliery

schoal ot Advanced Military studiles
U.5. Army cCommand and useneral btart coflege
Fort Leavenwarth. Kansas

19 May 1989

Approved for public release; distribution 1s unliimited.




SCHOOL OF ADVANCED MILITARY STUDIES

MONOGRAPH APPROVAL

Name of Student: Joseph S. Drelling, MAJ, Air Defense Artiilery

Title of Monograph: AirLand Battle and the Operational

Commander’s Information Requirements

Approved by:

Monograph Director

C James G. Sfloggrass,

: g Director, School of

C%)'ﬁ_. D. Holder, MA Advanced Military
S ’ Studies
¢ ; / Director, Graduate

Philip J. Brookes, Ph.D. Degree Program

Accepted this ﬂ day of A%,_é‘ 1989




ABSTRACT

AIRLAND BATTLE AND
THE OPERATIONAL COMMANDER'S INFORMATION REQUIKEMENTS
by Major Joseph S. Drelling. USA. 51 pages

This monograph examines the cperational commander and
his inrformartion requirements. Speciricalily. this paver
atremp.s (O 1dentiiy the core elements or 1nrormation wnich
the operational commander requires to support his decision-—
making process. The reduction of the informaticn tne
aperational camnander must see provides Dilm more rime Wil
whicnh to acaompilsn tne multitude Or tasks e 1S exnected 14
attend ta, The (nree wajlor sreas ol INTLerest &xXaminted are:
strategic guidance., current operatrions, and ruture
aperations.

Each of tne three areas or 1nterest 1S examinea Ircm a
theoreticat and aoctrinal perspective. Additicnaliy. the
discussion of the areas of current and future operations
also considers the vaiue of 1ntell:igence and l1ogisticc

information. Following the discussion of the aperational
commander's redqulirements 1n each of the tnhree primary areas
ot interest, an historical example is examined. ‘fhe example

used 1s the information General Eisenhower received prior to
the execution of OUperation UOverlord through the conduct ot
the Antwerp CUperetion.

The paper concludes by saying that the 1ntormation flow

to the operational! commander can be reduced. In each area
of discussion a iist of critical information elements IS
given to support this goal. Though the commander can
prevent himself from being overwhelmed with information, nhis
ability to do this 1s based on his leadership style. The

commander must be willing to allow his statff to manage the
myriad of details necessary while conducting a campaign.
This frees the commander to concentrate on those critical
aspects of the campaign which only he can properly oversee.
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I. INTRODUCTION

At both the cperational and tactaicail
levels, the deneration of combat power
requires the conveision or the potential
or torces., resources, and tactical
opportunity into actual capability
through violent and ccordinated ction
concentrated at the decisive time and
place. Superior combat power 1S
generated through a commander's skillful
combination of the eliements oI maneuver,
firepower. protection and leadersnip in a
sound plan flexibly but forcefuliy
executed.

-FM l@@-5. Uperatigns!

Background:

The theater commander of today faces a highly compiex
and challenging task. The time and sSpace considerations
which influence his decisions are substantially different
from those of the tactical commander. The theater commander
must Dbe able to see the big picture on the battlerfield vyet
he must not be overwhelmed with i1nformation. Lurrent
command and control (C2%) systems allow the commander to
remain in control from virtually anywhere on the
battlefield. Part of the purpose of ce systems s to
provide the commander with information to support his
decision—-making process. The problem 1s the

identification ot what information the operational commander

must have to bpe effective. This 1information must be




sufficiently detailed to allow the commander to ¢ 2 the

battlefield but must not overwhelm him with its volume.

Growth of Comp'’exity:

Since the Napcleonic era the size of armies and
compiexity of their CZ4 functions have continued to 1ncrease.
When Clausewitz wrote uUn War the commander oniy had =zc

control eleven functions and agencies to run nNis  army

properily. By World War 11 these eieven areas had grown rto
twenty and 11n today s AirlLand Battle the coammander hRas
thirty areas to synchronize and integrate. This growth ot

complexity can only be expected ta continue over Time.
General William E. DePuy has clearly laid out this growth of
complexity 1n a chart he included i1n a recent article 1in
Army magazine.2 General DePuy's chart 1s 1i1ncluded 1n
Appendix A, Though the complexity of battlefield functions
and the regquirement to coordinate them properly have dgrown
explosively over the past 1506 vears, today's theater

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

(SR Syt

Primary Areas of Interest:

What information the conmmander desires to have provided
to him depends strongly on his personality and leaasrship
style. Each commander's perspective of his job and inherent
responsibilities will difrer. What I hope to accomplish 1in

this monograph is to identify some core elements of

[ ]




information wnich would be of value to any operational
commander regardless of his leadership style. I will try to
identify these critical elements of information by
considaering tusee primary arcas of 1interest to any

operational commander. These areas are:

Strategic Guidance
Current Operartions
Furture Uperations

By themselves these three arecas 42 not totaliy cover -ns

theater commander S cToncerns. TWSa otner areas. operationy,
intelligence and sustailinment, wiii be discussea ag
subcomponents of the current and future operations
categories.

While trying to identify these elements of information
I examined the campaigns of Genera: Dwight D. Eisennower in
Europe. While studying this great leader, 1 found that he
did not directly address what <critical elements or
information he required. To identify these core eiements of
information I analyzed his campaigns with regard e
strategic guidance received, current operations, and future
operations. The synthesic »f this analysis will! pe 1ncludea

as lists of critical information requirements 1n subsequent

sections of this monograph.




ITI. THE QPERATIONAL COMMANDER
AND OPERATIONAL ART

Definition of Terms:

Before 1dentifying specific elements of 1nformation

which 1 .y Dbe valuable to an ¢operational commancaer 1t 18

irportant first to define the terms. The two most important
terms to understand complietely are ‘operational commander
and ‘'operaticonal art. " Both of these terms are widelvy used

in articles and pubiilicaticons  but are not alwavs we
understood. A clear understanding 1s reqguired to determ:ine

what 1nformation would be most valuable to this type or

commander . The coordinating dratft of FM 1@d—-5. Laruae Unair
yperations,. provides same  quildance  conRcerning  wnere o as

operational commander may be found:

"Today. the army corps 1s the largest
land formation for which purely tactical
responsibilities are still conceivable.
While US armed forces could well be
engaged 1n small-scale contests 1n which
corps. divisions, or Dbrigades exercise

operatiocnal 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 1@9-6 also defines "operational art” and provides a
discussion which helps clarify the term:

"Operaticnal art 1s the employment
of military frforces to attaln strategic
goals rthrough the design. organization.
and execution of campaigns and major
operations. In 1ts simplest expression,
operatiocnal art determines when. where
and for what immediate purpose major




FM 109-3, uperaticns. also provides 1insignt

the o
states

unique

commanders and their cnief subordinates usually

direct

own definition oOf operational art: “the emplocyment

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, cperational art is the
vital link between stralegic aims and the
tactical employment of forces on the
battlerield. "4

peraticnal commander. Similar t¢ M lov-6,

that: "No particular echelon of command

ly concerned with operational art, but

) = . . e = .
campaigns. 7 Additionaily, FM 1l9¢-3 inc.ude

military forces to attain strategic goals in a

war
organi
operat
operat

100-3

or theater <f operations through Tne

zation, and conduct of campaigns

ions."® Though there are many characteristiq

ional art. some of the key elements summarized

include” :
- Identifying when and where to fight

- Accepting or declining battie

- Identification of the enemy center of gravity

- Broad vision

- Anticipation

- Effective joint and combined cooperation

¢}
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Doctrinal Considerations:

In today's doctrine two concepts seem to remain
consistent. First, the operational level is not tied to any
gpecific echelon of command. The commander of any unit
which 1is assigned an operational mission works at the
operational level. This mey range trom a brigade commander
whose brigade is sent tc & third world country as a snow of
resolve up to the commander ¢f a theater of war. ror
purposes of discussion thils monodrapnh wlli concentrice
the theater commanaer as an operational commander.

The second caoncept which remains consisient 1S Tna-~
operatiocnal art employs military forces to conduct campailgns
and major operativns whi~ch are designed to achieve a
strategic objective. In most cases theater forces are laraqe
units, not brigades., divisions, or even corps. In Europe the
theater commander would design and conduct campaigns while
subordinate army group commanders would design and execurte
major operations 1in support of the theater campaign plan.
In turn. subordinate corps and division commanders wouiad
conduct tactical operations to support these plans. It 18
the skill, character, intellect, anrd boldness of the
operational commander that tie these tactical operantions

together so that they accompiish the strategic objective.
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I1I. THEORETICAL CONSIDERATIONS

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

In his study., Generalsnip: Its Diseases and Their

Cure. Major-General J.F.C. Fuller 1dentiried three piilars

of dgeneralship: courage, creative 1ntelligence, and
physical fitness.?B Twoe of these. courage ana creative
intelligence, are intlivenced by the inrormarion avaliablie o
the theater commander. The availiability and accuracvy of

this i1nformation arfects how the commander wiil utitize n:

0]

courage. Will he realize the cnemy is confused and atrtack,
or will he recognize hnis own force 1s nearing 1ts
culminating point and must assume the defense while he ftakes
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 abcout his own force.

The commander's creative 1ntelligence may alsa Dbe

limited without information to feed it. Without
information, any human 1ntelligence. creative or nat, wll:
be blind. Information 1s data which can be turned intc¢

intelligence via analysis or can be used to control an
organization (1.e.: theater orf war). For the commander's
creative intelligence to be of value 1t must have goad

information to consider and interpret.

~N




Clausewitz and Information:

A theater commander. whether in charge ¢of a theater of
war or a theater of operations, commands an  1mmense
organization. Effective control of that organization would
be impossible without i1nformation about wnat 1S happening
within that organization. The theater commander must aiso
be aware of his opponent s activities. To accomplisn these
tasks the theater commander has information and C¢ systems.
These svstems were established because tne commander and nis

staff “need 1nformation about wnat 1s dgolng on  1n Ln

1]

organization sa they can coordinate tne acrivities of

athers . "9 They are there to support the commander s
decilsian—making Dprocess. with the advent of high speea
computers, these systems can provide more information than
the commander can possibly evaluate. Ancther problem 1is

that these systems are often provided invalid information. 19
For this reason Carl von Clausewitz did not think highly of
most i1nformation.

Clausewitz identified three major characteristics, or
properties, of military activity: Moral Forces and Effects,
Positive Reaction, and the Uncertainty of All
Information.ll Concerning his third property Clausewitz

only wrote briefiy:

"Finally. the general unreliability of
ail infarmation presents a special
problem 1n war: all action takes place,
S0 to speak. in a kind of twilight,




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 =34 objective
knowledge one has te trust to talent or
to luck."l<

These two paragraphs were all Clausewitz penned about
information 1i1n ¢general but they are nighly important.
Throughout his treatise On War Clausewitz wrote disdaintuily
about a specific type of 1nformation——inteiligence. In a
handful of words he summed up his thoughts, "In short. most
intelligence 1is false..."13 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. 0On Strategy in General, Clausewitz
discussed how the strategist (operational commander today)
must '"define an aim for the entire operational side of the
war. .. "1l4 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 obiectives and his resources.
doing neither too much nor too little.”l3 Thus the
operational commander must understand the capability and
status of his own forces as well as those of the enemy.
Ancther factor referring to information 1s the 'smooth

harmony"1l® of the whole operation. This implies knowledage

of the subordinate s actions and an ability to svnchronize




them properly. The five '"elements of strategy”17 Clausewitz
identified and the types of information they represent are

shown in Figure #1:

Elements of Strateqy: Information regquired:

- moral - psychological

- physical - forces avaliaple

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

- geographical - terrain

- statistical — sustainment

Figure #1l: Clausewitz s Elements of Strategy and
their Information Requirements

Sun Tzu's Fundamental Factors:

Like Clausewitz., Sun Tzu in his Art of War does not
directly address the information requirements for the
operaticnal commander but does imply what they are. Sun Tzu
identified five fundamental factors which need to be

considered in war.l® These factors and their information

requirements are summarized in Figure #2 below:

Fundamental Factors: Information reguired:
- moral influence - psychological
- weather - weather's impact
- terrain - terrain’'s influence
- command - leader's wisdom/courage
- 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 Clausewitz points out, i1nformation by
itself 1is 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.

11




IV. STRATEGIC GUIDANCE

"National strategy 1is the plan or
expression of the coordinated use of
national power which includes political,

economic, psychological., and military
power plus national wili during peace,
crisis, or war to secure national
objectives."”

- FM 100-o. Large Unit
Uperaticonsti¥

Strategic guidance 1s that information provided by the

National Command Authority. or 1ts representarive. wnicn
defines the operational commander 's mission. This guidance
must include three critical pieces o©of 1nformation: tne

strategic aim to be accomplished. the resources availlabie.
and any limiting factors which may arfect operations.Z@ 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 1s
most likely to produce that condition?

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

- FM 120-5. Operations<i




Strategic Aim:

To answer these questions effectively the operational
commander must have a clear understanding of the three
elements of information inciuded in the strategic guidance.
These will help him to determine what he 1s to accomplish.
This 1is 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 strateqy
which may include diplomatic., economic., and psychological

activities. 22

Resources:

The resources he 1s provided will help him determine
what actiocns he can expect to accompliish and the assaciareqg
risk. If the operational commander rfeels that he was
provided 1i1nadequate rescurces with which to accompiish the
strategic aim or that the risk in accomplishing that aim 1s
excessive, then he must attempt to obtain more resources or

have the strategic aim modified.

Limiting Factors:

The 1limiting factors identified in the strategic
guidance tell the commander what types of actions he 1s
prohibited from doing. An example would be to limit
operations to 3 specific area. In addition. constraints
ident1fy actions which the commander must take or methads he

must employ.23 An example would be the seizure of an

13




objective which 1is not related tc 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 developing his campaign plan.

An Historical Example —- Eisenhower 1n Europe:
Strategic guidance. entitled “Directive to Supreme
Commander Alliled Expeditionary Force."” was 1ssued ta cenerail

Eisenhower on 12 February 1944.4% The Combined Chiefs of
Staff 1ssued this directive to General Eisenhower to appoint
him as Supreme Commander Allied Expeditionary Force and fto
place him in command of Operation Overlord. the i1nvasion of
Europe. Though the directive was the primary written order,
there were many other messages and agreements that
established requirements and gave directicn to Eisenhower.
The directive provided General! Eisenhower witn the
initial strategic guidance he required to develcop a campaign
plan. The strategic aim given to Eisenhower was: "You will
enter the continent of Europe and., 1n conjunction with tne
other United Nations. undertake operations aimed at the
heart of Germany and the destruction of her armed forces.'<2
This task provided the Supreme (ommander the oblective
towards which his operations would strive. Though the
desired end state was not cliearly staced. 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. Eisenhaower's appointment to this
position gave him military authority over all allied forces
involved. Second. the statement of resources was 1nciudea
as an appendix to the command paragraph: 1t was the chain or
command within which the Supreme Commander was ta operare<b.
1See Appendix B)

The third component of strategic guidance was
1dentifiled a3s limiting ractors. General Eisennower dia nat
receive any limiting factors (restraints) in his guidance:
instead he received constraints. The first constraint was
the timeframe TOr execurion of the 1nvasion. Though not
given a specific date., Eisenhower was instructed ta enter
the continent of Europe in the month of May 1944.27 Thas

required that the invasion take place in three months! The

second constraint Eisenhower received was

"After adequate Channel ports have been
secured, exploitation wili be directed
towards securing an area that will
facilitate both ground and air operations
against the enemy.'<8

This constraint reguired the invasion force to secure the
Channel! ports first. Unce the ports were secure then
operations would be conducted to control sufficient terrain

to allow the conduct of both ground and air operations Irom




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 tor logistics
organization. concentration. movement,

and supply of forces to meet the
requirements of vour plan will rest with
British Service Ministries so far as
British Forces are concerned. S¢ far as
United States Forces are concerned. this
responsibility wili rest with the United
States War and Navy Departments. You
will be responsible for the coordination
of logistacal arrangements con the
continent. You will alsc pbe responsibie
for coordinating the requirements of
Britisn and Jnited States forces under
your command.'<*

Thus logistics were broken out aiong national lines
while the landing force was in the United Kingdom. Once tne
landings had taken place Eisenhower was given responsibility
for all logistical requirements. This responsibility also
1ncluded coordination between British and United States
forces under his command.

This discussion has shown that General Eisenhower
received the critical elements of strategic gquidance he
required from his political leadership. This 1i1nformation
was sufrficient enough to allow him to plan a campaign wnhich
would accomplish the strategic objective. Without thas
information Eilsenhower could not have effectiveily pursued

strategic goals and would not have been authorized or able

198




to plan a -ampaign. The frequency with which strategic
guidance is given will vary depending on the sensitivity of
the situation and the type of conflict. If the conflict is
limited in nature there may be more political control over
operations: thus strategic guidance may change more orten.
If a state or general war exists, the frequency of strateqgic
changes will probably be reduced. In general war rthe
overall goat will probably remain constant but tne detalis
will change. Regardless of the situation. The tneater
commander must understand the political regquirements.
Whenever they change he shoula be i1nveolved 1n the process ra

ensure that the changes are achievabie.




V. CURRENT OQPERATIONS

"The integration and concentration
of some 30 functions on the AirLand
battiefield are the ultimate product of

the C2
system, and the commander ' s

concept o©f operation 1S the start point
and the heart ¢f that system.”

- DePuy 39

Current operaticns inciude ail aperations wnicn are an-
going or arve 1nside the theater s planning window., At

aActions taklng pilace withln thnils window are beling Cantyo. .4

or planned Dby corps and division headquarters. Unayoan
exceptional circumstances snould the theater commandaeyr
become directly 1nvolved 1n the control ot current

operations.
The objective of command and control (C4) systems 1S o

facilitate the flow of relevant 1nformation which supports

the decision-making process.3l Within division. corps. and
operationai level headquarters this 1information can re
overwhelming. In simplie terms. “the propiem 1s that many
commanders ... do not Know what information 18 critical te

La
(38}

them and when they need to Know 1t.’”

The types of current operations 1NIformation the tTnearter
commander regulres are nignly dependent on his leadersnip
style. Generally, the tnheater commander should use <the
indirect approach t¢  1nfluence routine matters and nne
direct approach to 1nfiuence critical things which i1mpact on
the course of the campaiadn 33 The commanaer must 1dentityv

for his staff the 1niformation he feels 18 1mportant to  Nis

1




decision—-making process and when he needs to

information.

As an operational commander. the theater

reguires 1information which 1s guite different

needed by tactical commanders. While the tactica

will need to Kknow more detailied and specilf:c
1nformation., the operational commander wiii Dpe
apout trends and predilcting futiure enemy Aactivit

information ftalls into Three malor

intelligence. frienaly situarion. and 10C1SL1CS.

Current Cperations Intelligence Information:

The current intelii1gence 1inrormartion

Operational commander reguires 1s that 1nrarma

indicates what the enemy commander 18 intending t

immediate future. General Robert Shoemaker,

Cavalry Division commande: . succinctly stated. I

Lo Know every single one of the enemvy macnine-gun

I

want to know where his reserves are, 1S
artiilery ammo sStockKs —-— those tLhings £nat wiil -
he 1is planning to do."3% Though Generaj 3he
commanding at a tactical level, hils comment ap-iv

the current 1inteliilgence 1intormat:on the

commander needs. By studying major operationai

in World War II and the fForean War., I have 1den

tollowing list of 1nformaticn reguirements.
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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 rorces (ground,
air. naval. service) within theater

- 1ntroduction of new ftorces intoe thre
theater or into the theater
commander 's area of .nterest

- 1nitial use or specilal weapons

- concentration of enemy forces or
logistical capability 1n theater

- new technoliogy/weapons systems 1ntroduced
- identification of enemy order of Dbattle

— identification ol enemy operational
commander (s) and any changes

This 1list is by noc means complete but includes 1information
which the theater commander would need to know about enemy
current operations. As with any [ist of thils nature. 1t can
be expanded to include other elements of interest to the

commander.

Information on cCurrent Friendly Uperations:

The information the theater commander must KNow

concerning current friendly operations will impact on tne
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branches and sequels of the theater campaign plan. Similar
to current intelligence, this information indicates trends
to the commander. An evaluation of Hhistorical campaigns
resulted 1n the foiiowing 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 majlor operation of the campaign
plan

- the gperational readiness of ma 1or
subordinate commands

- requests for release of special weapons
- losses of majlor subordinate commanders
- the disclosure/loss or information

which may Dbe critical To the
execution of the campaign plan

These elements of 1nformation provide the commander 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. ... 1s precisely what
Clausewitz meant when talking about the
‘friction’ of war."”

-Van Creveld3d




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 1s how changes 1in the situation have
affected the sustainment plan. An adjustment in the
operaticnal 10glstics plan may have to  bhe maae. An
examination of the historical campaigns previously mentianed
revealed a number or logistical concerns for operational
commanders:

- unexpectea losses art logisticat
capapiiilty due to enemy action (ie:
maintenance, transportation, supply)

- windfall capture of large enemy StOCKS

- unexpected consumption of critical
classes cr supply resulting 1n
shortages

- loss or diversion of expected resupply
- overload on the medical services svstem
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 or
information. 18 adjyusted to it the theater commander 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
1tems may also be tracked to ensure controi. Examoies of
this may 1nclude major end i1tems like the M1 Abrams maain

battle tank or 5000-gallon tankers.
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An Historical Example -—--—
The Normandy Landings and Uperation Cobra:

The Normandy landings of June 1944 were probabiy the
most dramatic and decisive events of the Second Worid Wwar.

Following the landings an extended builaup took place perore

the breakout. Operation Cobra. was launched. To decide when
to 1initiare the Dpreakourt. Eisennower reguired current
information on the Normandy actions., Thougn cenfident 10

thelr success he ailso recognized that a nign degree ot ri1sK
was involved.3%

Having his dgreatest concern over the success ol the
landings on Umaha Beach. Eisennower visited that iocation ¢n
7 June 194437, During his visit he saw that operations were
proceeding at a satisfactory pace. Eisenhower also toak
the opportunity to visit the principal commanders at each of
the Dbeaches. to 1include General Sir Bernard Montgomery.
This first-hand knowledge helped satisfy Eisenhower s
concerns over the landings. In his own words:

“Uncertain difficuities are alwavs
certain to develop 1n the execution oOr a
plan of this kind: frequently they
involve two or more of the services.
They are easily encugh handled 1f the
high command 1s alert to the situation
and 1n position 1instantly to make a

decision that prevents the difficulty
from assuming unnecessary proportions.' 3%

The 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."39 1If 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 1i1nsight 1intc a theater
commander 's concept for a campaign plan. He wrote:

rhere 1s a vast ditfference between

a definite plan or battle or campaign and
the hoped—~for eventual results of the

operation. In committing troops ta
battle there are certain minimum
objectives to be attained. else the
operation 1s a rfailure. C A Dbattle
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 Dboth space and time to

meet the constantly changing factors of

the Dbattle problem in such a way as to

achieve the final goal of the

commander . 40
To use this flexibility properly he had to have accurate
information on current friendly operations. Tne current
1ntelligence Eisenhower gained also proved valuable.

An example of current intelligence 1information wnhich

Eisenhower learned at Normandy was the unexpected presence
of the German 352nd Infantry Division. Thougn this mopite.

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

months., 1ts presence was a sn.n’pr1se.“H Eisenhower. learning
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of this division during his 7 June visit, recognized that
the U.S5. 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 vremalning elements from Omaha
Beach. where the 332nd Division was located. t¢ alternare
beaches .42

Current logistical information aiso played 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 wup sufficient strengtn 1n men and materiais to sStrike
a decisive blow.43 The determination of when this buiiduo
was accomplished depended on current operations 10glsSTt1cs
informaticn. “Tactics. logistics. and morale -— to these
three the higher commanders and staffs devoted every mioute
of their time. ... Logistics to meet ... daily needs and to
build up the mountains of supplies and to Dbring 1n twne
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 i1nformation Operation Cobra may nave been delavea

unnecessarily.




VI. PUTURE OPERATIONS

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

Plans of campaigns mav be modified
ad dinfinitum according to circumstances,

the genius of the generai. the character
of the troops. and the features of tne
country. "

- Napaleon. 183149

Future operations must De the primary Trorte of tne
operational commander. These i1nciude all operaticons beina
planned outside of the theater current operations window.
In the best circumstances this is difficult to do. To
accomplish this task successfully the operational commanaer
must demonstrate leadership which ‘'provides purpose,
direction, and motivation 1in combat. 46 When planning
operations. he must balance maneuver, firepower. and tne
protecticon of his force. As FM 190-5 states. ""The personai
influence of large joint and combined force., fi1ei1d armv.
corps, and division commanders will have a maior bearing on
the outcomes of battles and campaigns. ‘47 This influence
starts 1n the planning process. but the commander must nat
be tied strictly to his headquarters by this process. There
are only certain elements of information about Truture
operations that the commander requires ta support nis
decision-making process. His stafr must provide this
information and free him to fulfail his ather

responsibilities as commander.




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 ceil will

all be required to ensure that the operations support The
cbjectives of the campaiqgn and maximize pricr success.

To accomplish this planning the thearer commander
requires i1nformation which is different trom that previousiy
discussed. Information qalned on current operations wiii De
vaiuabie put not sufficient by 1tselr. Besides recoganizing
where the campaign has been, the commander will need to
consider where it is heading and how that direction can Dbe
changed :if necessary. The minimum 1nformation reguirements
which will support these objectives can be'broken ints the

categories of intelligence, operations plans. and logistics.

Intelligence Information for Future Operations:

Intelligence information the commander reguires to pian
future operations greatly overlaps the information discussed
in current operations. The commander needs 1nteliigence
which will help him determine what will happen 1in the
future. what the enemy will do in future operations. He
also needs i1nformation which will promote his understanding
of the environment he will be operating in. Thais
information will help him see the big picture so ne can

employ his forces to accomplish the desired end state.

Great operaticonal commanders 1in history have faced




similar problems as our commanders do today. An examination
of General Eisenhower vields a list of the 1information he
valued:

- all elements discussed under current
cperations intelligence

- military geography of the theater to
incilude:

—-topography

-nydrography

-climate and weather

-theater <transportation system
and 1ts capabiiities and
limitations

- communication systems Aavaliabilie 1n
theater

- the political situation 1n theater
-~ the economic situation 1n theacter

- sociological consiaerations such
religion. language. and attitudes

St
w

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

— operational capabilities of enemy
equipment and forces

- enemy usSe of special weapons
- gignificant strengths and weaknesses

- unconventional and psychological
warfare capabilaty

Much of this i1nformation 1s discussed 1n detail 11n the
Intelligence Estimate format of the Joint Staff arrticer s
Guide48. The increased requirements over those ror current
operations are a resuit of the need to understana tne
situation being planned for. If the plannea operation witl

happen 1n the same theater as the current operation. tnen

to
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the requirements can be substantially reduced.

Before discussing friendly operations, 1t 18 important
to ment.ion a problem associated with intelligence
information. When considering this 1information the
commander must pPe cautious that he aces not pecome tThe
victim of a well conceived decepticon plan. Maskirovka 1s a
premise for all Soviet operations. To believe that our
enemy. whoever 1t may be. does not consider deception i1n nis
plans may pe a fatal error. There 1s no simpie rtecnnique
which can be offered to avoid this dangerous pitfail. What
18 required 1s carerul anatysis and verification of a3l
information received. If the inrformation 1is unverified and
highly perishable 1n nature. then risk 15 assumed wnen

acting on 1t.

Cperations Plans Information:

A theater commander will probably develop a series or
concepts or plans to be prepared for wnhatever directicn the
campaign may turn. These plans are the campaign s branchnes
and sequels. Since the commander provided the guidance op
which these plans are based he will be cognizant of each or
the plans. It 1s not i1mpecrtant for the commander to Dbe
aware of all the details in each plan. but there are some
important 1i1nformation redguilrements which he must be aware
of. Oonce again. by studying the writings by. and about. a
great operational commander I have developed the folliowing

list of critical information requirements:

0
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- gituation the plan applies to
- mission

- key assumptions on which the plan is
based

- special command and control resources

- major combat rorces reguired ftor
execution of the plan to i1nclude any
requirements ror additional torces

- special weapons rejiease autharity

- politicai consrraints or restraints
which mav apply

- unusual sustainment regulrements

- unusual transportation requirements
- time required to 1nitiate

- other unusual requirements

- benefits gained from the theater
deception plan

Based on Eisenhower's experience gained in Europe. these
are the key 1information requirements for a theater
commander . With tnis information tne commander can aeciae

whether the risk associated with the plan 1s appropbriate ror
the gains eXpected to be achieved 1f the pian 18 executea
successfully.

The last information requirement listed above 1s worthy
of elaboration. The deception plan 1s an 1mportant part ot
any theater campaign plan. At the operational level or war
the deception plan can provide an excellent situation for a
future operation to take advantage of. To be successrtful the

deceprion plan must be well thought out 1n advance. rnpougnr
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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
1nteliligence collection capapililties -—-
human. communications, si1gnatil ana
electronic —— but aiso a ramililarity witn
his doctrine and historical experience.
It 1s against this backaround that he
will 1nterpret the 1niormaticn coilectea
bv nis 1nrtrellidence svsrems. 47

According to FM 1lvwu-35 tne oblective or a decepticon pian 13
to achieve the principle of surprlse.bU This ejemenrt or
surprise can Dpe tne kKey to sSuccess 1n many oberations

planned within the theater.

Future Operations Logistics Information:

Baron de Jomini called logistics '"the practical art of
moving armies. 951 The future operations logistics
information that 1s important to the commander 1s that whien
identifies an unexpected limitation. That limitation can
come from any one of many areas. Wnat 1s 1mportant ror tne
commander to Kknow 18 how his oQueratioun wit: 0e arfected.
The operational commander studied was concerned over a
number of logistical problems. The main ones which

were i1dentitied are summarized here:




- all classes ol supplies

- transportation to inc¢lude air. sea. and
surface

- medical support
- replacement personned
- maintenance support

- replacement equlpment

These few polnts encompass a spectrum O major problems an
operational commanaer can race. Anvy ot these probiems can
limit his ability to accomplish his goal. yeneraiiv, rne
commanaer does Nol need TO pe aware of tne dertalils ol waocn
of these on a routine basis—— to do so would overwneim nim
with 1nformation. However. ne must bhe aware oI prapiems

which will affect the execution or nis pianned cpevation.

An Historical Example -—- The Scheidt Estuary

The operation to secure the Scheldt Estuary was a
spinoff of the Antwerp Uperation during the Fall »f 1944,
After conducting an unprecedented sweep across France
through the end of September 1944, iogistic constraints
forced General Eisennower to call a halt 1n CGctober.?<
During this operational pause tne Alliled forces continued ta
develop plans for future operations. One of the Kkev
Qperarions planned was To g31n control of tne approacnes tn
the port of Antwerp.o>’

Though Allied torces nad caprtured Antwerp on <

September, 1ts Tacillities were unusaple until tne warer




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 1siands alongside 1t --
Walcheren and South Beveiand Istand. These German oy -ec
dominated the waterway. To accompilsn tne operarionia

ohjective of using Antwerp TN1S resistance naa T Oe
eliminated. The operation to secure the 3Scheidt Estuarv was
subsequently pianned tor tnis purpase.

The Scheldt Estuary operation aiso provides a  daoa

example arf a rnearey commandery s Knowliedge ot LT e
operations. Eisenhower knew that this operation was
reguired 17 he wanted to use the port or Antwerp. Tne use

of Antwerp was viewed as critical To the contilnuatlion  or

(5}
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furture Allied operations 1n the northern sSectors.
Antwerp could Dbe opened the theater LUOC stretcned Dbartx
through the Normandy beachhead! Thus Eisenhower recognizen
what nad to be accomplished to proceed with nis campaian.
As previously noted, logistics 1nrormation wWas Ot e
utmost 1mportance to Eisenhower. The avallabiiity or rhne
port of Antwerp seriously affected the Ailies future pians.
Even though the first convoy was not expected to getr 1nt«
Antwerp until 28 November 1944 "long range plans of suppilec
could ... be elaborated 1n terms of Antwerp's great tonnage
capacity.”55 It had been the strain on the communicatians
system which caused Eisenhower to call for the operartiona.

pause 1n October 1944. In a meeting with hils top commanders

on 22 3September 1944 Eisennower had announced tnat ne

)
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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 i1ndispensable prerequisite for the final
drive deep 1into Germany.”56 It was shortly after this
announcement that Ei1senhower launched operations north

towards the port of Antwerp.

These several observations demonstrate a theateyr
commander 's use of 1ntormation regarding ruture aperatiaons
Eisenhower consigered inteiligence. cperaricons. ana

logistics 1nformation when looking To the future oI nNis
campaign. Without his comprehension of this i1nrormartion the

victory aver Germany may have been delayed until much later.
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VII. CONCLUSIONS

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 abie to accemplish hnhais
missi16on the commander needs a varietyv ot 1nformation. Thas
information wiil be used to support nis  decision—mar ina
process. For tne operational commander rne propiem  CAan
quickly  become ane of 1nrormation overjoad. The camnurer
supparteq C<¢ and data management svstems avallapie roaav
can provide more intformation tnan tne commanaer can NOsSSLIDIY
absorb., even 1n peacetime. Throughout this vaper 1 have
tried to 1dentify what specilric elements arl 1nrIormation rne
operational commander would need to be erfrective.

To attempt to develop a comprenensive list o1

information requirements that would be appropriate for ail

operational commanders is beyond the scope of this
monograph. Every commander is unique and each has his own
leadership style. It 15 the commander s leadership stvte

that 18 dgreatly responsible for the fypes and quantity or
information that he wili require.

While studying the operationali commander's i1nformation
requirements 1 Tfound that the three primary areas tne
commander 1s concerned with are strategiC guidance. current
operations, and future operations. All the 1informarion

which 15 critical to his decision—-making process rfails i1nto
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one, or more, of these areas. The 1nformation the
operational commander must consider 1s different from that

considered by tactical commanders. The primary differences

lie 1n the time and space factors. Whnile <the tactical
commander is conducting battie. the operational commander 1s
attempting to set the conditions for future tftactical
battles. The tactical commander fights to achieve goals
which support the operational commander's campaign p.:an

while the operational commander uses tacrtical achilevements
to accomplish one or more strategic aims. The final proaucr
The operationail commanaer aims Tor 1S the desilred ena state.

Throughout this paper I have examined a4 specrrum of
information which waould be vaiuable ta & theater commander
By studving tne campaigns ar Generai: Eisenhower 1n Europe
I have identified several critical information reguirements
which the operational commander shouid nave availiabie 1ta
support his decision-making process. The lists 1nciuded 1n
this monograph only 1ndicate the core elements abs
information: each of the lists can be expanded to support
the tneater commander s particular i1nterests.

The types of i1nformation that are most important to the
cperational commander are those which clarify the opponent s
source of power (ie: political. economic, miiitarv,
psychological. andrsor geograpnical). With thils i1nrformation
the commander can adjust hils campaign plan to ensure tnat ne
AtrTacks this center oI dravityv eaitner airectiv ar
indirectly. By defeating the enemy s center of Jravitv tne

operational commander wi1il be able to win.
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In closing. the operational commander must keep hais
information down to a manageable level. To accomplish this

he must first decide what specific elements of informartion

are 1mportant for him to receive personally. A suggesrted
starting point for these elements, by caregory Nt
1nformation. 18 1ncluded 1n Tthis paper. Secand. ne snauia

have confidence in the apililty of his starfr and use them to
oversee the 1innumerable tasks which do nor require the
commander s direct attentian. I wouid alsc suqaest rnart rne
theater commander free himself rfrom detalied supervision py
usi1ng the tecnnique oOr! management by exaeption. This witi
allow him to concentrate on those tasks which require nis
direct attention. By following tnese suggestions the
operational commander c¢an provide himselrl more time O
accomplish the multitude of tasks tor which he 1s personajiv

responsible.

i
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APPENDIX A -

Growth of Battlefield Complexity

DAYS OF CLAUSEWITZ (Napoleonic Wars):

MANEUVER:
- Infantry
- Cavalry

FIRE SUPPORT:
— Tubpe Artiliery

- Congreve-type Rockets

ENGINEER:S

INTELLIGENCE:
- Human Intelligence
- Reconnaissance

- Supply
- Transporcatian
- Mecaical
- Aaministratian

TOTAL = 1l FunctionssAgenc:ies

DAYS OF PATTON (World War II):

MANEUVER:
- Infantry
- Armor
- Cavalry

FIRE SUPPORT:
— Tube Artillery (DS/GS
& Counterfire:
- Rockets

ENGINEERS
AIR DEFENSE (Ground):

- Guns
- Automatic Weapons

INTELLIGENCE:
- Human Intelligence
- Signal Inteliigence
- Reconnaissance

LOGISTICS:

— Supply
Maintenance
Transportation
Medical
Administration

TACTICAL AIR SUPPUORT:
- Alr Defense
- Armed Reconnaissance
- Airlife
- Interdiction

TOTAL = 28 FunctionssAgencies

Figure #\l: Battlefield Complexity —— Napoleonic Wars thru
World War II (Taken from Gen. Wiltiam E. DePuv s
article, “Concepts of Operation: Heart of
Command. Tool of Doctrine.’ ARMY. August 19838. p.
291




DAYS OF AIRLAND BATTLE (Today::

MANEUVER: INTELLIGENCE:
- Infantry -~ Human Intelligence
- Armor ~ Communications Intei
- Cavalry - Electronic Intel
- Attack Helicopters - Reconnaissance, Sur-
veillance, & Target
ENGINEERS Acguisition
FIRE SUFPORT: LOGISTICS:
- Tube Artillery (D3/GS - Suppiv
& Counterfire) - Maintenance
- Rockerts - Transporrtation
- Missiies - Med:icai

- Administrartion

AIR DEFENSE t(Ground:: TACTICAL AIR SUrFORET
- &uns - Ailr [erense
- Missiies - Reconnalssance
— Automatic weapans - survel.iance
- Alriirr

- Cl10ose Alr Supporrt

- Batrierieid Air
interdicrion

- Interdicrtion

- Target Acaulsition

TOTAL = 32 Funcuions/Agenc:es

Figure #2: Battlerield Complexity on Today's AirlLand Bartierieid
({Taken from Gen. William E. DePuy s articile,
"Concepts of Operation: Heart of Command. Tool or
Doctrine.” ARMY. August 1988, p. 29)




APPENDIX B

Allied Expediticnary Force
Chain ¢of Command -—— 1944-1945
th.S. CHIEFS COMBINED CHIEFS BRITLIAH CHLEFS
WF SIAFF wr SUAFFE aF mlérf
T —— e s — = SUTIP RS L OMMANRY e e
Allled Expeditianatry rarce
Prenury Commanaey
vhler or orarrt
CUMBLNED SIAFFE

r

5. Armv
Group ay

tCommanader -1n-vnier
Allléed Naval rarces

|

.5. Naval
Forces

L

FIGURE #5: ALLIED EXPEDITIUNAR
trom Report bv the Supreme
or sStarr on the wuperart:
Expeditionary Force. o June

=14

British Army

Group car
Commanaer—1n—t et
Al11ed Expediticonary
Alr raraces
t.3. factical Britvisn lacrica;

Alr Farces Air rorces

______________ L.1A1son
tiaken
Chiers
Alliea

vil .

Y FukCE CHALN OF CUMMANL
ommander ta the tLombinea
ons  1n  kurope on  tne
1v44 to © Mayv 1v45. p.
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