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Abstract of

OPERATILONAL CUMMAND AND THE FUTUHt

ih2s paper explores the operational level ot command and the

challenges of the future. The attempt here is one of organization

arid synthesis. "the development of a c¢onceptual framework, a

context for future operational command, is the basis. Irom that

framework, commanders can derive the challenges ot transforming

strategy into realizable operational goals. Within that frame-

work future operational commanders must apply a process appropri-

ate to their pro-blem. I'nere must be a method for application oi

a process equally appropriate to the challenge. It is the con-

tention here that success will require some specific things of

t ut ure commanders.

Clever applicatior ct the operat2ia0vitl art, * real ire i icr Caur

future, will be exercised by an operational commander skilled

differently than the commanders of the past. in 1ight of the

evolvi-ag securitv env i r-,-- ri;men. they will require a deeper uner-

stnar rig of the conduct of war ir, specialties other tharn their

own. riiey must command with greater, sensitivity to social.

political and historical contexts. Finally, they must be skilled

in an operational process adapted to the new environment.

To rely Can these future coarmmanders, begs provisions for them

to prepare themselves. They must experience the processes,

demands and capabilities of warfare areas other than their own.

the rmust develop, throucri education and experience, the sensitiv-

ities req Uired fcor the tLture. £rd i finally. trey must be inter-

opL-a Ibl v experienced i(, th,.1 ks.Iniulv ar,,j empi,:aymnent V:r t h

, ,pf.r t i a; : I Jc I rIt iSI ( " zrce.
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4
OPERATIONAL COMMAND AND THE FUTURE

Chapter I

I nt rod uct i on

A firm and full understanding of the operational level of

command is not an easy thing to come by. In general, published

definitions are often more confusing than enlightening. Yo apply

them beyond an academic level sometimes begs a broad, inter-serv-

ice experience few mid-grade officers have. On the other hand,

specific examples, especially in this age of technological war-

fare, are often so unique their anecdotal quality makes them

often more arcane than helpful. This paper is an exploration of

the operational level of command and the challenges in its exer-

cise in the future. It is the contention here that the chal-

lenges will be different and future commanders must prepare in a

new way.

The first main section of the paper is are attempt to arrive

at ar, understanding of the operational level of comand. Pub-

lished definitions are examined. It is further isolated by a

look at the tactical and strategic levels. Finally, it is de-

scribed in terms not unlike other definitions, but in a context

that may be miore illuminating.

The second and major section of the work confronts the

question: What will be the future stage for the operational

commander? In pursuit of an answer, we first view the world and

the future from the vantage point of sor me senior policy makers
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with their different perspectives. Next, we probe the methodo-

logical problem of how to transform the information available

into something the operational commander can use. The result is

a process embedded in a conceptual framework from which the

future commander can assault his operational problems.

With the context of the preceding sections as our basis, the

third section examines the resulting challenges to the operation-

al commander in the future. Here, we combine the responsibili-

ties and duties at the operational level with a way to deal with

possible/probable future threat scenarios in an environment of

reduced resource availability. This should reveal the major

challenges facing those future operational comrmanders.

In the final section there are several conclusions. rhe

future operational commander will require a wide and varied

background not limited to significant joint military experience,

as we now know it now. ]he first battle will rot be a combat but

deterrence through routine power projection and the threat of

creditable rapid deployment of tactically and operationally

significant forces. 'he develc;menrt and maintenance of this

capability will require a clever application of the operational

art, redefined for our future, by an operational commander

skilled differently than the commanders of the past.

The result is still to answer the questions ol: the SU sylla-

bus and FM 100-5 and link the means, prescribed arid available,

through the process of ,operati,:,ral corurnad to the ends desired.

The cont.vntion here is that the challenge will be different arid

so must the :perationial conm~ander.



Chapter II

THE OPERATIONAL LEVEL OF COMMAND

"Activities at the strategic level focus directly on nation-
al policy objectives. Strategy applies in peace as well as war. "

(FMFM 1 pg 2i. and JCS Pub 1-02)

"Military Strategy is the art and science of employing the
armed forces of a nation or alliance to secure policy objectives
by the application or threat of force. "  (FM 100-5 pg 9 and JCS
Pub 1-02)

"It follows that there exists a discipline of the military
art above and distinct from the realm of tactics but subordinate
to the lofty domain of strategy. This discipline is called
operations (or the operational level of war), and is the link
between strategy and tactics" (FMFM 1-1 pg 6)

"Operational level of War-(DOD) The level at which campaigns
and major operations are planned, conducted and sustained to
accomplish the strategic objectives within theaters or areas of
operaticins. " (FMFM 1, pg 83 and JCS Pub 1-0.)

"While the operational art sets the objectives and pattern
of military activities, tactics is the art by which corps and
smaller unit commanders translate potential combat power i to
victcoricous battle ; and engagements." 0:M 100-5 pg 10)

What could be more clear! In an academic sense, there

should be little debate over the meaning of the operational level

of command. But, in an era of lightning operations and single

stroke campaigns, with objectives varied from the level of Desert

Storm to Grenada, accomplished by a wide variety of joint and

combined forces; the specific application of these definitions

may be blurred. With the reduced emphasis on full scale strate-

gic nuclear operations or WW 11, fought on the German plain,

type campaign plans of the cold war; the distinction between the

levels of" war in the mcdern conventicna] sense is eroding. It- vre

is a real danger that the operational level of command m,11got

appctar to dc scn;d as to bec:crie ins.parable from tactical comr.,;nd

in trh, eye:s of the Joint Task Force( rF) e', narder.



Strategy will continue to be the purview of national leaders

in war and peace. It will dictate the precepts for military

strategy to be devised by the most senic- levels of the military

chain of command in conjunction with the National Command Author-

ity(NCA). Tactics was, is and always will be where the rubber

meets the ramp, ships engage at sea, steel is on targets and

warriors face each other in mortal combat.

So, beyond the sterile book definitions then, where does the

operational level fall; and more importantly, where will it fall

in the future? A helpful way to conceptualize and internalize

what the operational level of command will mean in the future

might be to extend an analogy from the tactical level. Let us

examine the difference between an heroic act and successful

tactical command irn battle.

The heroic act is the decisive action cf- one man or a crew

in the conduct of the engagement. Successful tactical comrmand ia

the leadership of the individuals, who will accomplish heroic

acts in the course of their own coenfrontat ions, and attainment of

the objective ouf the battle. -lactical cc-rmand 3.s then managing a

group like the hero manages his weapons. Out co~mmensurate with

the change in scope is an emphasis con different responsibilities.

Incumbent on the leader are all aspects of the cycle: training,

employmrent, recovery, regeneration and reemployment; for as riany

iterations as it takes to achieve the objective, nuit just 'hair

on fire' coumbat. The ccntention here is that the operational

level of command can also be revealed in this analogy.

What separates cperat ional ccumnmand fromn ttct ical cc¢rroii ard i s

the vision ard responsibility to employ the large units who will
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meet the enemy directly, whatever their size or stripes, as a

tactical commander employs his heroes. In that elevation cof

responsibility, the difference is again one of scope. The opera-

tional commnander employs forces in the pursuit of strategic

goals. In this sense the JTF could be a tactical or operational

command. For purposes of this discussion, we confine ourselves

to the operational level JTF. The reason for this parameter is

that the use of the JTF in the future will probably tend more

towards an operational role.

The important elements of command in art operational level

JTF are the employment, synchronization and sustainment of those

units, or tactical forces, to achieve these broader objectives.

The expansion of scope, by virtue of goal, necessarily implies an

emphasis on different tasks than the exercise of command at the

tactical level. Planning is emphasized over the actual combat,

synchronization over the smallest details of execution and sus-

tainment over the management of supplies on hand. Ultiraately

though, while the tactical commandcer accepts r.issions and

achieves prescribed objectives, the operational commander rust

cast a wider net. He must translate strategy into a conrition

that will realize the ultimate goal. He will develop a sequence

of act i ons, based on realizable operational objectives, to

achieve that condition. And, he woill solve the basic operational

probleis of mission accomneplishrmlent with resources availablce. it

is a level of responsibility to see a larger picture, not incuril-

bent on the tactical commander, and yet still span the gap from

strategic gonals to execution and success the strategist may never

have to bridge. This differentiates cperationial level command.



This level is more than the addition of theater logistics to

the leadership of tactical commaand, quantitatively different only

irn scope. its goals place it at another level that is qualita-

tively different. But, while the operational commander is more

often separated from the crush of combat his main concern still

lies there. The importance of this otherwise common sense dis-

tinction comes in the consideration of operational level command

in light of our most recent experiences. The operational com-

mander must maintain a different focus than the tactical leader

even though the operation may hinge or, a single bold stroke.

This will not change, even though the scope of tuture contingen-

cies riay lure the operational comrnander to lead at the tactical

level.

If this then is the operational level of cornrand, in a

general sense, the next question is in what framework can the

operational commander expect to function. A context in which to

place operational command is critical to extend application to

the future. Ic, that end, the next section exarines the concep-

tions of those who may define it. rhere is alsco the more specif-

ic but less accessible question of how to extend our current

knowledge about the world to prepare for the future. Further,

there are additional constraints of pclitical feasibility and

econtorlic reality that contribute to the fraiiework. rhe goal o f

the rext section 3s then to cconstruct a concptual f-ramnlewcr in

which t,, approach future challengets thro:.ugh an. appropriate proc-

ess of operational comr,rard.



Chapter I I I

THE FUTURE STAGE FOR THE OPERATIONAL COMMANDER

The future stage for the operat i,:,nal cormirander will be

shaped by many forces and interests before he arrives to play his

part. Since the logic of war, at its root, is political, so will

the operational commander enter a play in progress that is a

political drama. As the rlilitai-y instrument of national power in

the US is subordinated to civil direction, so will the protago-

nists be elected and appointed cfficials. Combined here will be

ar, evolving antagonist that is different than the one of old. 1o

develop a conceptual framework in which to ply the operational

level of comrmrand one raust examine the perspectives of those who

will dictate the action. rc, that end herE are tM:- perspectives

of three senior players which describe the drama about to unfcld.

the Honorable Richard A. Armitage is the Assistant Secretary

of Defense for International Affairs. His view of the world

unfolding before us is both interesting and complex. His per-

spective is that of a policy maker arid contributor to strategy.

It includes the evolving state of the world political scene, the

resultant threats to US rat ional interests and the attendant

effects on US national security issues, strategic goals and the

force structure to realize thersr.

Int a speech at the Naval War College this fall, he described

a dangerous world threatening US vital 1r'Cs-es. in a rzj Way.

The sir~i ilarly dangerous but ric,re c:nsistc.rt bip:, iar, vcrldU of the

7



Cold War it; gcne for row. Replacing the Soviet threat are small-

er but multiple regional threats. Contingencies requiring U.S.

ml 1 itary response will come from less predictable sources and

develop bel.:.w the threshold of Cold War sensitivity. Evolution

may seem to be faster, because of how intelligence assets are

arrayed. Also, threats may exist in more than one place at a

tIile. The level of response appropriate will aIso vary with

condit ions. The political constraints that may accompany crises

will further ccmplicate strategic and operational problems. Ir,

short, the aggregate threat index may well be up riot down.

This pers;pective is well uriderstood and generally accepted

by those who may participate in the mlilitary operat ions of the

future. Another perspective is less understood arid riot so widely

accepted by those who will be responsible for future military

operat ions. It is the one of those who would disassemble the

current f:rce structure and thus constrain the future commander' s

spectrum Of responses. This perspective will require a more ir;-

depth di sc us.; i c'n.

Representative Les Aspin is the Chairman o-- the House Appro-

priati,:,ns Cs:rn:mitteu and a recognized expert on the defense budg-

et. His view of the world contains the some of the same facts

but different interpretations. His perspectives include another

percept ion of the evolving threat and the budget which will

effect the changes in force structure that will both satisfy the

der ma~nds of the current US ecri,nomic milieu yet reet the threat.

The ;most currert and comprehensive review -,f this perspec-

tive was contained ir, a L Jzinrariry 199 i .ipeech by Hr. spIrl. lr,

0
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the keynote address to the Conference on National Security Issues

sponsored by the Atlantic Council of the United States, he out-

lined his views of the changing world and perspectives on

resource allocation for national security.

Mr. Aspin outlined his view the of the two Soviet revolu-

tions of the modern era. He described the first, December 1988

to December 1989, as the fall of the Berlin Wall, the escape of

Eastern Europe from Soviet control ard the disintegration of the

Warsaw Pact. The result he said was the five year budget agree-

menit between Congress and the President which included the Base

Force concept. 7he second, August 1990 to )ecermlber 1991, was the

break up of the USSR. The result of all of this he said was the

evaporation of the threat that had justified the Base Force.

The question now is; "Where do we go with US defense policy

without the Soviet threat?" Mr. Aspin is in search for a new

basis for force structure planning. He contends that the ration-

ale for the continued allegiance to the base Force concept,

presented by the Chairrlan of the Joint Chiefs ,:,f Staff in his

reconfirrmiaticon hearings this December, are no longer val d.

Further, he said the taxpayers will not accept a planning con-

struct, "...that never says exactly how much force st Acture is

enough. Force structure projections in the Six Year Defense

Plan must not be allowed to float basud on arl:rphCuuL corlrnitrt?.its

to project Desert Storm type power around the globe in the ab-

scrnce of clearly defined, specific threat s.cenarios.

To provide direct ion a;nd context f,-,r the Conference, Mr.

Aspin pr,-posed a threat base budUc-:t for defense. In this, the



body of his remarks, he discussed the nucle r wcrld, the cc-river-

tiona l world, the industrial base and the technology base. [he

real threat, he says, is differentiated from any used in current

planning processes because he thinks the Arm1erican public per-

ceives a different threat than the type currently producing

military force structure. "Talk to folkstsic] outside the 'bel-

tway' and the threats to national security are drugs, terrorism

and the economic challenges [to our way of life]." In a discus-

sion of what mix strategic and conventional forces should have he

unfortunately stated that we should develop a reasonable mim arid,

"...cdesigr our threat to match that division trilix)." Regardless

of the logic of his presentation or the quality of his military

judgnents, the future operational commander will have to live

with the results of his tenure.

For nuclear force structure he advocates that only the UE

possess it, until no one else does. In quoting the Defense

Minister of India, Mr. Aspin said the lesscr of Desert Storm for

the third world is; "Don't attack US interests without nuclear

weapons. " He proposed a build down of these forces while main-

taininig 'hedge' forces against the threat of nuclear prolifera-

t i on.

The logic for ccnvent ional force structure planning he

proposed was based on how many equivalent Desert ,St:rms we chose

tc' pLIrs-LI concurrent ly. ihis disregards judgrmnts that wC- cancrst

r,:w pur"sue ever ,'n. Desert Stormn.

1 0



For the industrial and technology bases he proposes build

down without significant Ioss cof capability. Unfortunately, he

did not explain how such a feat right be accomplished.

The key element, he contended, was to develop a control

mechanism for a rational build down. This, he concluded, calls

for a responsible relationship between the Congress and the

Executive branch. The methodology for this process would begin

with a realistic threat based budget vice the annual incremental

arguments with the President and the DOD over single systems in

the current budget. The current force structure must be replaced

with one based on a new threat conception.

In evolving this new threat conception, he acknowledges that

the former Soviet threat is not yet gone. But, the new threat is

different. While the Soviets were rational and backed dcown when

the correlation of forces was against them; the new threat will

be irrational. In his paradigm, deterrence is political as well
1

as military and the old guidelines do riot apply.

Mr Aspin went on to say, that in the new torce structure, we

rust rmaintain our technological edge. The mssage of Desert

Storm for the Chairman of the House Armed Services Committee is

that we can project power successfully to defend vital national

interests, with few casualties, because of this technological

edge. And, deterrence, for him, is the political use of that

edge. Further, Desert Storm showed force pl anning based on

fixed, existing alliances is deficient.

-ll c-f this lead.s to a fundamiental disUOMr,:-ct between what

• strategy may bu, based or Mr'. Arr;itage's ideas, and the re-ourcus



that may be allocated, based on Mr. Aspin's ideas. It bodes a

mismatch between policies desired and strategies available to

realize theta. Until these corceptio.s agree, the challenges irn

future operations will be towering.

General James McCarthy, USAF, is the Deputy Commander irn

Chief, USEUCOM. His view of the world is distirctly military and

focuses or the USEUCOM area of operations (AOR). His perspective

is that of an operational commander of one of the major unified

commands who will have to deal with this possible disconnect.

Presented in, address to the Naval War College in January 1992, it

includes the mission, threats, evolving force structure of that

command and how to deal with the resulting operational problems.

His statement of the USEUCOM mission was a clear-, albeit

broad, statement of an operational mission in general. It is to

support and achieve US interests and object ives throughout the

AOR, provide combat ready forces to NATO or U6 commanders and

conduct unsilateral or coalition operations.

His description of the threat USEUCOM would meet was ji4so

indicative of the general threat at tnte ,:,perat I,-.,a Ieve1. It

described both new and standir, threats, divided by region, for

the AOR. It also included the transnational threats of drugs,

terrorism, technology transfer and Islamic fundamentalism. He

acknowledged the evolution of the focus in the AOR fror. bipolar

to multiregional[sic]. ihe analysis and exposition of the threat

in this manner applies directly to the problem %:of .:.perational

command indc~perdent of geographic AOR.



Force structure planning factors were embodied in the USEU-

COM force design goals. These were general operational goals to

maintarn adequate forces and infrastructure to accomplish the

USEUCOM mission. Specifically, they were-- support US strategy;

secure peace and stability; demonstrate US commitment; mairtain

US influence; sustain NATO solidarity; manage crises; respond to

contingencies and ensure maritirne superiority. They cornected

the general statement of the mission through AOR specific con-

cerns to the current European security architecture and NATO's

essential roles. In essence, he worked from ends desired through

means available to arrive at the NAfIO strategic concept (see

W,:errer) that accompl ished h is rmissior, derived from nat iona l

goals. He ackncwledged fcrthcoming NATO force reductions. in

light of the ends desired with the changing threat and the con-

strained means, he proposed the operational solution: USEUCOM as

a forward based contingency force.

This process was an excellent demonstration of the opera-

tional level conceptior then translation of available means to.,

the achieverent of desired end.;. While it is surely base in the

Joint Operation Planning pr.:cesss, most accessible here in NWP

11(rev F) and AFSC PUB 1, it is adopted to.sr the new approach

USEUCOM takes. In that it was a coherent process, the ramifica-

tions extend beyond the operational problem in the USEUCOM AOR.

A review ,-f the successes of recent USEUCOM contingency opera-

ticens: SHARP EDGE, the Noncc-mbatant Evacuaticn Operation(NEO) in

Liberia; QUICK LIFT, Belgian and French forces to Zaire; and

thOSe surroulndirg the war in Iraq demonstratud the effectiveress

13~



of the USEUCOM operational processes. It is thus a model for

operational command in general, especially at the JTF level.

With this contcext, Ger McCarthy went on to develop the

USLUCOM approach to future contingency operations based on the

rapidly assembled JTF. What the operational commander in the

USEUCOM ROR can respond to is, of course, predicated on the force

structure available. If he has misperceived the national goals,

miscalculated the threat or ignored the probable resource con-

straints; future challenges might exceed his ability to respond.

Thus the operational commander of the future must be clear on the

thinking of those who will set national goals arid national budg-

ets. And so, the future processes of operational level planning

and execution must reside in a conceptual framework that accounts

for and projects this thinking.

From these three perspectives, it is possible to develop a

conceptual framework to examine the challenges to the future

operational comrmander. It begins with the national goals an

operat i,'nal commander may be expected to achieve in his 1OR.

These goals will come directly from the perceptions of the na-

t ional leaders evolving strategy. They will be formaulated from

the vital interests arid the perceived threats to those interests.

The operational commander must apply the resources available to

achieve the national goals. This operiticnal process is trans-

lating national policy into operational goals achievable with the

r ,EOurces available. Thu irmp:,rtance ot a new conceptual traie-

work is that it allowu f,:,r ri,r. aCcurat 2 pEr-cepti,,n 1f the evolu-

tic.'ro of the entering airgurrents for this process; cends and means.

14



The future operational commander, with guidance, must recogri ze

the probable ends, threat and means available then solve the

technical aspects of his specific operational problem in the new

context. First, however, we must settle on a methodolo:gy to

apply the operational process ir, this framework.

The use of this new conceptual framework requires some

critical judgments by the operational commander about intentions,

evolving threats and future scenarios. They will far exceed the

direct guidance available to him and extend beyond the horizons

of the bipolar world in which our military system and leadership

has learned te operate. To rlake these judgments, he must decide

issues for which complete information is uimply not available nor

will it be forthcoming. For these judgments to be more than

reaction and have a consistency that will facilitate efficiency

and effectiveress at the operatioral level of war, the cor-mmander

had better have a rethod.

The best method to employ the operational process in this

tramewcrk is projectior, through careful extrapolation of the

current trends discernible with attertion to the lessons of

history. This approach is not without its pitfalls though.

Simplistic extrapolation will never be erough. A warfighter

cannot be so consistent he is predictable without courting de-

feat. Arid, the cataclysmic changes of the past five years show

it as ar, insufficient to,-,l for preparation. The key to maeaning-

ful careful extrapolatic-ri is to discern the correct trends ana

events t,:- extrap,.late.

) 5*



Yhere are other predictive methodologies available in the

world of the social sciences like game theory and modeling. (see

Beckman, especially chapter 3) But, non-empirical techniques

(i.e. game theory) are isolated from the real time world of the

operational ccmrimiarider. The predictive models current in politi-

cal science literature are not adaptable to the wide scope on

which they must be applied to yield the concrete answers neces-

sary for force planning operational planning and execution (e.g.

Alesina/Rosenthal and Jacobsen). Techniques isolated from histo-

ry and current events lack the context that would make them

ptactical and useful outside an academic environment. So, disre-

gardir g use cif eccentric and technical predictive techniques,

obtuse to his needs, some sort of extrapolation is all the opera-

t ional commander has.

The perceptions of the nature of the events affecting the

world of the operational commander over the past five years,

illustrated best by the statements of Mr. Aspin, might lead one

astray. There is the temptati,-,n to classify theili as discontinu-

ous arid thus discount careful, or any other type of extrapola-

tioun, as a useful tool in preparing for the future. "hus, the

operational commander must find another method.

The contention here is first, that the rioted shortcomings of

other predictive techniques elimiriate them from our considera-

t iu:uri. Further, the time scale with which the operational com-

manider is mr.:ut concerned is short enough to accommodate careful

extr-apilatior, even in light of these events. With this in mind,

ore .ihould c:,risider recent event.; rcit di sccr, tiriuC.1s but dyr r ric.
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Thus while startling; they are not wholly inconsistent with our

knowledge of history and current trends. These events thus

challenge the limits of extrapolation but do not obviate it.

The technique of careful extrapolation combined with the

lessons of history is the best method for national leaders and

operational commanders to develop goals and plans for the future.

It will be successful because it can be readily and reliably used

intuitively by those uninitiated into the world of the social

science academic. The key to this method is the extrapolation of

the correct trends and events, thus the qualification; 'careful'

extrapolation. Application of the lessons of history will facil-

itate the identification of the right trends and events to ex-

trapolate. The properly schooled operational commander will be

able to use it well in preparation for the execution of his
S

missior.. He must be prepared to see the new engines of change in

the political environment and the discern the most probable

effects on the international security environmerit. Here, the

lessons of history will serve as his c-::rtext. And thus, can the

operat ionhal cormsiander prepare.

Wide and easy use however, does not establish ricr vindicate

careful extrapolation as the method of choice for the application

of the military instrument. Accepting the proposition that it is

a realistic, meaningful tool in general, and further accepting

that other tcools might be beyond the scope of application here,

makes it the reas,:nable alternative. Its applicability and the

intuitive nature Cf its use will make it the method of choice for

strategic ind operational d.cision rmlakers for- the foreseeable
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fut ure. An excellent example of the predominance of this type of

decision making is contained in the b.ok lhe Qcrtirganders, by Bob

Woodward, describes the processes leading to the major decisions

in Desert Shield and Desert Storm. This then leads us to the

selection of careful extrapolation as the method of choice for

the commander to probe the minds of the human element in future

operational scenarios. It will give insight required for corn-

manders into the operational stage of the future.

Using what appears to be careful extrapolation the DCinC

USEUCOM has set forth the process for his future operation execu-

t i.:4n. As a result of the process, the USEUCLIM approach to con-

tingency operations will be through a regiconally focused, compc.-

frtit centered, task organized JIF, augmented by experienced

USEUCOM personnel. This concept and the process established to,

implement it are an eminently logical approach to the USEUCOM

coperational problem. In a general sense, this is a satisfactory

framework and process for future JTF commanders independent of

.OR or service component.

This framework for the conception arid the attendant procesis

for solution of the operational problem must include the reality

of shrinking military budgets and a declining military infra-

structure. The economic realities applying to the future of the

U.S. defense budget are clear. The President and the Secretary

of Defense can preempt the axe of the Congress or accept their

jucg ents. The 'resident's State of the Union Address is a clear

atte:npt to preempt the Ce:.ngress and shape a mili'tary b..tild cown

£ ccording to his judgments. Dy exceeding the 25% reduction
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levels of the 1989 budget agreement by about 5%, the adrniistra-

tion has thrown down the gauntlet to Congress. If they want rore

monvy out of defense . now they will have to specify new reductions

and justify them to the American public. With the bright light of

the success of Desert Storm on out of work defense workers and

soldiers separated from a less and less capable military, the

hands of the Congress may be tied for now. They face election in

an era where cutbacks remove jobs vice creating them. In either

case the future reality for the operational commander is a re-

duced force structure. These reductions will be in the face of

a disintegrating Soviet/CIS threat but a steady or even burgeon-

ing regional threat.

Finally, to comrplete the conceptual framework, we rust

reemphasize the perceptions of the civilian leadership to bound

the problem of the operational commander. Without the rigid

bipolar world of the past and the focus of a monolitnic Sovlet

threat, the urgency and support of the political leadership may

well be less. With the political focus more diffuse, the result-

ilrt re',ourcC a] locat ion to the operational ccomrmander may be

lacking. Until the devolution of national military strategic

commritments recedes to the level of the resources to be allocat-

ed, the possibility of dangerous policy-strategy mismatch will be

high. The major challenge to the operational commander here is

to survive this period without o'.fer comitrmient and disaster.
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Chapter IV

THE RESULTING CHALLENGE

As described above the resulting challenge is formidable.

The world of the future, represented by the perspective of Mr.

Armitage, will be filled with threats from quarters new and old.

A significant change will be the end of the adversarial but

stabilizing bipolar relationship between the US and USSR. Many

regional conflicts have failed to escalate or escape superpower

contrtol under the influence of this relationship. The list of

regional threats that will come to the fore now is long. The

past possibilities of such conflicts escalating to involve U.S.

interests now figure as probabilities. Thus, the threats to U.S.

vital interests will be of a new type, and while of smaller

Scale, their multiplicity inay constitute a greater threat over-

all. Further, the strategic problems the U.S. will confront in

this challenging environment may not lend itself to the more

black and white judgments of the past.

The major threats to U.S. vital interests will come, r.ot

from a monolithic Soviet opponent and its clients but from many

corners of a multi-polar world. Requirements for U.S. military

response will thus arise from less consistent and predictable

sources. With many new and different types of possible enemies,

the scope of required U.S. military responses will als. evolve.

The type, level and weapons of these potential conflicts will

coriplicate the planning and execution of operational level corm-

mand well beycnd the current hor3zons.
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The political challenges posed by this new and wider spec-

trum of threats will complicate the problems of military strate-

gists immensely. The resultant effect or. the problem of the

operational commander will be a rultitude of political con-

straints in an increased variety of scenarios.

At the operational level, U.S. commanders, their plans and

their forces will have to be necessarily more flexible. he

initial conditions for the exercise of force to secure national

interests and its termination are changed. The spectrum of

possible conflicts and non-combat operations will widen substan-

tially. Operational commanders will have to prepare for actiona

from srmall scale unopposed NEU to peace keeping :perations in

hostile environments to combats large and small.

The character of these operations can also be expected to

change more rapidly than the Cold War has prepared us for. There

will have to be new concepts for the employment of US forces.

The concept of the rapidly assembled, and quickly retired, JTF

may be the new norm for operational command. Accordingly, con-

manders and staff officers must be interoperablc. in jcint anc

combined operations in the same sense as the weapons of the

tactical warrior. Contingencies will unfold in an environment of

heretofore unconsidered kinds of political and strategic guid-

ance. If more than one pot boils at once the commander of the

future might expect less of the NCA's attention and support than

did Gen.ral Schwartzkopf in Desert Storm.

Superimposed :,n these challenges, the operational commander

will have to deal with the economic realities of shrinking budg-

21



ets anrd reduced military infrastructure. His ability to quickly

escalate his response to a burgeoning conflict may be severely

limited. There is the distinct possibility that there will be

situations beyond the operational commander's ability to respond,

some without augmentation.

The cumulative result of these challenges to the operational

commander will require new ideas for the operational employment

of force. The new paradigm is sure to emphasis a budget based on

current existing threats to U.S. national interests vice a re-

tained reserve capability to respond to the possible future

threats that will evolve fro a new, rnulti-pola;r , world. The

resp:,rsibi lit ies of the ciperational c:mmander ray, in the future,

extend beyond the current charge to, :rgarize, train and equip

torces conceived in Cold War terrms. Constraint of the resources

available to, the operational c,:rrimmander right become his primary

concerr. If national and allied strategic goals stay at the

current level, this co:-nstraint will deeply challenge his applica-

tion of the operational art. New organizational schemes f or

emnploymient, like the JTF concept above ad others riot yet cor-

ceived, may be required to meet the needs of contingency opera-

tions and fulfill the National Military Strategy in this environ-

merit of reduced resources. The future operational commander must

still be prepared to translate strategy into realizable -:pera-

tis,.n 'zl goals and employ the r-c, ources available to achieve them.
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Chapter V

CONCLUSIONS AND RECOMMENDATIONS

So what is to be said of the future operational commander?

To meet the challenges described above he must possess a unique

vision and be nurtured in his development. As politics is the

art of the possible, the classification of the resolution to any

operational problem as impossible is unacceptable. Rather, the

answer will and must be: how can one effect desired consequences?

and what will be the cost and risks? The operational commander

who fails to chose and indeed succeed in this course has failed

in his responsibility and will most certainly be replaced by one

who will try. The more important issue is to prepare that opera-

t ional commander for success.

In light of the challenges that await the future operatonal

commander and the approach he may have to take to succeec, now

should he prepare? By what process should he expect to solve his

operational problems? What approach should he take?

Future operational commanders must be prepared tco respond to

a wide variety of military challenges in a radically new environ-

merit. They must be grounded ira the technical expertise of the

warrior to be sure. But, a single area of expertise is not

enough. Successful future operational commanders will be less

likely to rise from the nArturing of the old system. He I-lust

have the ability to grasp the general aspects of technical exper-

tise in areas other than his own. This ability might be dewrson-

stratcd by success in one technical rir-eaj but rMIust b. fol 'vwed by
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education in cthers. Current joint Professional Military Educa-

tion and work as a Joint Service Officer on a staff is not

crough. While one prospective commander cannot be expert ire all

warfare areas, he must have the opportunity to familiarize him-

self, in cdetail, with others. The USEUCOM Joint Warrior program

is a start, but it must expand. Giving a Navy officer his first

ride in a tank when he is a senior Captain is to little to late.

Fhe expense and short term inefficiency of brief but intensive

orientations for mid-level officers, in the warfare specialties

of other services will be, in hindsight, a small price consider-

ing the challenges we face. There will be difficulties in ap-

proval and irplementation of a proposition like this to be sure,

but hard does riot mean invalid.

Future operational commanders must also have a meaningful

background in history and international affairs. 'he decisions

these ccmmanders will have to make will require sensitivity of a

level that probably was not required in the rigid, reliable bi-

polar world we just left. The guidance for cperational coman -

eri in contingency operations, when our nation may be engagec iri

several at once,, may not be the micro-management of the Cold War

nor the undivided attention of Desert Storta. These commanders

wi 11 necessarily have to be more independent and commensurately

more capable and reliable. The prescription here is simple, but

C challenge in the same sense as the last. Career mailitary

officers rolust be selected for education at the level of the Naval

War College and beyond. To remove a successful mid-level c.ffi-

Cer' fro.3 th fleet, flightlinc or troops t:, pursue challenging
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post-graduate education in history and international affairs

during a twenty to thirty year career might be hard to sell. The

dividends of such investment however, will however be immense.

The framework outlined above, including the example of the

operational processes in USEUCOM, prescribes a path for this

future operational commander to follow. The proposition of

standing JTFs, organized regionally, for all possible threats, is

riot economically feasible. The USEUCOM approach to contingency

operations is another good guide. The future operational com-

mander must understand and be proficient in initiating a crisis

response, assemabling and operating the JIF. The only way to

prepare is to do it. He must be intimately familiar with both

the process -of crisis resposse in this format and the means

avai lable.

The hope of a highly trained cadre of staff and shooters

upon which to organize a JTF, for every case, might also te

beyond the economic realities we currently confront. So to might

the maintenarice of our overwhelming technological superiority be

to much to wish for. That is until disaster strilkes.

The political element of deterrence through rapidly deploy-

able, credible forces which are frequently exercised right also

exceed our budgetary resources. Uuickly assembled JTFs based or

a core of experienced warriors will have to operate better with

fewer res,-ources. To make 1+1=3 in this scenario, the future

operational commander will require training and education, of the

type specified above, combined with meaningful experience at one

or more levels of these JTFs. He must develop as an intercpe-
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rabIe staff officcor, as interoperable in jcoinrt and combirned

operations as the weapons of tactical warriors must be in the

execution of those operations. The reason is clear, the respon-

sibility for success will fall squarely on the commander. This

places an ever, higher premium on his skills. If these recommen-

dations lead some to believe they advocate an elite corps of

selected officers, like the Prussian General Staff, they are

wrong. The process should begin as one of training, ed-cation

and experience for all career officers with the pyramid narrowing

consistently towards the higher and more intense levels, not

discontinuously based cn rotensive examinations at mi-career.

If the military is smaller, it must be better prepared. If thu

officer corps is to be smaller, they must be better leaders. The

future operational commander must prepare for his role from his

first day of commissioned service. We fail to provide the chance

for him to prepare at our peril.
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NOTES

1

Voices added to Mr. Aspin's increase the perception that the
overall threat is less. In confirmation hearings before the
Senatce in January, the new JCS/JE and head cf the DlA, Lt Gern
Clapper, USAF, acknowledged that the Soviet threat is now less.
In response, Sen. John Warner (R, Virginia), said an overall
decreased threat surprised him as it did not match the briefings
he had had in the past month and he would have to reconsider his
position. In January testimony before the Senate, the Director
of Central Intelligence, Robert Gates, also acknowledged the
Soviet threat was decreasing. Secretary of Defense Cheney, while
acknowledging the requirement to decrease the Defense budget, is
guarded against reducing too fast. When all of this was reported
by Wolf Blitzer on CNN, 23 January 1992, there was no mention of
the contention by each that other threats are growing. The
intimation of the report was that the administration would fur-
ther, reduce planned procurements and in the future engage in nore
research and development than production cf weapon systems.
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